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UP FRONT

“Don’t ever question the value of volun-
teers. Noah’s Ark was built by volunteers; 
the Titanic was built by professionals”. 
This satirical quip from a source unknown 
captures perfectly the personal fulfillment 
and value of volunteerism. Being a volun-
teer for a cause or an organization brings 
out the best in the human spirit: the willing-
ness to give back in addition to receiving, 
the desire to contribute to the general 
good, and the sense of being part of a 
larger community of interest.  

Canadians are known worldwide for 
being generous with their time and money 
in support of charities and volunteer orga-
nizations. A 2007 survey by Statistics 
Canada showed that 12.5 million Cana-
dians or 46 per cent of the entire popula-
tion did some form of volunteer work. This 
level of volunteerism amongst the popula-
tion totalled an amazing 2.1 billion hours 
of effort equating to 1.1 million full-time 
jobs!  

Canadians tended to volunteer for four 
types of organizations: sports and rec-
reation, professional, religious and cul-
tural, education and hobby. Of course, 
the survey also found that the old maxim 
continues to hold true: the majority of the 
voluntary effort in these organizations was 
contributed by a minority of the volunteers. 

For those of us who are involved in a 
volunteer capacity, we can vouch for the 
sense of personal satisfaction and worth 
that we derive from our efforts.  But we 
also know that in our busy professional 

and personal lives we only have so much 
time and energy to devote to our favourite 
professional, sports, cultural or religious 
cause. Nevertheless, our willingness to 
contribute a portion of our time to volun-
teering is crucial to maintaining the vitality 
of our professions, our communities and 
even our country.

The level of success attained by IAAE 
Canada over the past 16 years is due in 
large part to the efforts of volunteers. With 
only two full-time employees to deliver an 
ever-expanding array of member services 
and training and professional develop-
ment programs, we have been heavily 
reliant on the willingness and generosi-
ty of members to step forward to serve 
on the board of directors, participate in 
standing committees or assist with spe-
cial initiatives. We are greatly apprecia-
tive of these members’ efforts and are 
encouraged that others continue to put 
their hands up to volunteer. However, we 
always need additional help to lighten 
the load and refresh our pool of volunteer 
resources.

As an airport management profession-
al, how can you make a valued contribu-
tion to IAAE Canada while at the same 
time deriving a personal sense of satisfac-
tion and fulfillment from a higher level of 
involvement in your profession? 

Well, there are a number of ways that 
you can make such a contribution. If you 
are an accredited member, you can voice 
your willingness to serve as a member of 

the board of directors and play an influ-
ential role in moulding the direction of the 
organization.  Accredited members can 
also serve on the accreditation committee 
or board of examiners and mentor new 
members through the process of achieving 
their accreditations.  

All members are invited to participate 
in one of our other standing committees 
which include training, membership and 
communications, nominating and gover-
nance, and audit and conferences. You 
can help with a special project such as 
developing materials for web-based train-
ing courses, contributing to the members’ 
forum on the web site or even penning 
an article for this magazine. There are a 
number of meaningful ways in which you 
can contribute to the activities of IAAE 
Canada, even if you can manage only a 
few hours from time to time.   

I would urge all members to consider 
volunteering your time and talents to IAAE 
Canada. The strength, success and sus-
tainability of our organization are depen-
dent on all of us. I can personally attest 
that you will derive personal and profes-
sional satisfaction from your contribution 
plus a greater sense of belonging to the 
larger airport industry.  

If you wish to become more involved, 
please contact Tom Coupland, our execu-
tive coordinator at headquarters@iaae-
canada.org.  

In the meantime, enjoy this issue of The 
IAAE Canada Airport Magazine!  

A Message from iAAe Canada

Bill Newman, A.A.E.
Chair,  IAAE Canada  
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UP FRONT

AccrEditAtioN ProgrAm 
In 1992, IAAE announced the AAE 

professional accreditation program 
for airport executives. Tailored specific-
ally to individual countries/regions, the 
program is modeled after the American 
Association of Airport Executives (AAAE) 
accreditation program. The requirements 
consist of an original management paper 
on some phase of airport management, 
a comprehensive written test and an oral 
examination. Upon successful completion 
of these requirements, the Accredited 
Airport Executive is admitted to the 
membership as an accredited mem-
ber and may use the designation of 
Accredited Airport Executive (A.A.E.) 
after his/her name. 

cANAdiAN AirPort E-rEPort
This report on current airport news in 

Canada is emailed weekly. Business 
opportunities and job listings are also 
available in this report.

iAAE cANAdA ANNuAl rEPort
This is printed annually and distributed 
via memory stick to members in good 
standing. It contains committee reports 
on activities for the past year including 
audited financial statements and a list of 
the Corporate Members. 

WEBsitE Forum
You will have access to the Members 

Only area of IAAE Canada’s website, 

called the Forum. This website provides 
information on upcoming courses, con-
ferences, job postings, membership 
lists and airport news.

Your iAAE cANAdA 
mEmBErshiP givEs You 
AccEss to thE FolloWiNg 
AAAE PuBlicAtioNs: 
•	 Media/Press
•	 AviationNews.net
•	 Video	News
•	 Airport	Magazine
•	 Airport	Report	Today
•	 Airport	Report	Archives
•	 Airport	Report	Express	Archives
•	 Business	Opportunities
•	 Positions	Open
•	 AAAE	This

iNtErNAtioNAl AirPort 
rEPort 

This publ icat ion has now been 
replaced by the magazine you are cur-
rently reading, The IAAE Canada Airport 
Magazine. It is published semi-annually 
and distributed free of charge.

iAAE cANAdA mEmBErshiP 
dirEctorY 

The IAAE Canada membership dir-
ectory, included in the IAAE Executive 
Manual, contains a complete listing 
of the names, titles, addresses and 
telephone and facsimile numbers of 
IAAE Canada members. 

AirPort mANAgEmENt 
liBrArY 

This library contains numerous reports, 
surveys and other current written materials. 
The library can be accessed through the 
AAAE website and this website also pro-
vides extensive information on all aspects 
of airport operations. The library is one 
of the few authoritative sources of 
airport management information. 

thE AAAE ANNuAl 
coNFErENcE & ExPositioN 

Held in May each year, the AAAE 
annual conference offers AAAE and IAAE 
Canada members three full days of 
informative lectures, panels and 
group workshops. 

trAiNiNg discouNt
All members get  the discounted 

rate for all courses and conferences 
offered by both IAAE Canada and 
AAAE. If you are not attending, you have 
the option of lending your training discount 
to a fellow employee for the purpose of 
attending courses conferences at the same 
reduced cost.

EmPloYmENt 
oPPortuNitiEs

All available employment opportunities 
can be accessed on the website. You can 
post jobs to expand your team or 
respond to jobs posted to find your 
next career. 

IAAE Canada  |  1383 King St E  |  Hamilton, ON L8M 1H6
Phone: (905) 297-2236  |  Fax: (905) 963-7833 
Email: headquarters@iaaecanada.org
Web: www.iaaecanada.org

Why Should You be a  
part of iAAe Canada?

Members of IAAE Canada have access to the following career-enhancing 
benefits. For details, please email Tom Coupland, Executive Coordinator 
at  headquarters@iaaecanada.org, call (905) 297 2236 or log on to 
www.iaaecanada.org to apply / renew your membership.
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FEATURE

B
eing an Airport Operations Spe-
cialist (AOS) is a serious job. 
They are in charge of many 
important tasks from emergency 

first response, runway condition reporting 
and surface maintenance to wildlife control 
and airport general maintenance. Many 
airports across the country are integrating 
an airport operations specialist model to 
help achieve success through prevention, 
communications and most of all, safety. 
Thunder Bay International Airport is one 
such airport that is experiencing first-hand 
the success of an airport operations spe-
cialist program.

Thunder Bay International Airport is 
experiencing significant growth. According 
to the President and CEO, Scott McFad-
den, 2010 was the busiest year ever 
for the airport and March 2011 marked 
24 consecutive months of year-over-year 
growth. 

McFadden says the airport itself is in 
the middle of a significant capital program 
which started with a 1,120 foot extension 
to their main runway and the replacement 
of all runway taxiway lighting with halogen 
and LED technology. In 2011, the ground-
side redevelopment project will be com-
pleted, which includes road reconfiguration 
and parking expansions. A third passenger 
loading bridge will also be added and 
most of the flooring (carpets and tiles) in the 
air terminal building will be replaced. 

“2010 also marked a milestone in our 
transition to the airport operations special-
ist methodology with the last two airport 
firefighters transitioning. One into retirement 

and one to the AOS program,” says 
McFadden. 

Thunder Bay International Airpor t 
migrated to the AOS model after a serious 
accident occurred during bird deterrent 
activities on the main runway in 2003. An 
employee was injured and never returned 
to work. 

“Both internal and external investiga-
tions were completed including a top to 
bottom safety review led by some of our 
key non-management employees,” explains 
McFadden. “The result was the nucleus 
for our Safety Management System (SMS) 
and also the decision to pursue a different 
airport operations model.”

McFadden says the airport firehall was 
closed for good and all operations were 
moved into what is called the Emergency 
Response and Operations Centre (EROC). 
“This eliminated the physical barriers to 
communications (a contributing factor in the 
accident),” says McFadden. “But this was 
just the start of the cultural changes that 
would need to take place.”

Before Thunder Bay International Air-
port implemented the AOS model, it was 
typical of the industry. It had a firehall with 
well-trained crews. McFadden says they 
started out looking to improve their organ-
ization from a communications and effi-
ciency perspective but gradually a clearer 
picture about the safety benefits began to 
develop.

“The fundamental limitation of the old 
model is that it is, by definition, reactive. 
An accident/incident must have already 
occurred for airport emergency response 

equipment and personnel to be effective 
in preventing injury or death,” McFadden 
says. “As the AOS program progressed, 
so too did the implementation of man-
datory SMS. When considering the fun-
damental concept of assessing risk, and 
then allocating available resources to miti-
gate the risk (the primary obligation of 
the Accountable Executive), the “firehall 
model” is no longer appropriate.” 

An airport operations specialist is a 
complex job with competing priorities. “On 
a day-to-day basis, we have three crews 
of five AOS’s when at full strength. AOS1 
is the entry-level and development pos-
ition,” explains McFadden. “Candidates 
are given a limited amount of time, and the 
training necessary, to progress to AOS2. 
AOS2’s are able to assume the full respon-
sibilities as a member of a crew. AOS3’s 
have additional training and experience 
and assume the duties of crew leader. The 
AOS4 position includes all the responsibil-
ities of the 2 and 3 and also includes train-
ing responsibilities.”

Thunder Bay International Airport cur-
rently has one AOS4 and this person has 
recently completely overhauled the AOS 
training program, including migrating all 
training online. “Training is crucial and not 
just for the usual reasons. If the program is 
to be successful, individuals must receive 
training as an AOS (as opposed to train-
ing in operations, and then emergency 
response, or vice-versa),” says McFadden.

An airport operations specialist can 
benefit an airport in many different ways, 
including: 

the Airport  
operations Specialist

Many airports across the country are pursuing a different 
airport operations model. Here’s a look at the success of the 
AOS model at the Thunder Bay International Airport.

By Karen Kornelsen

FEATURE
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•	 Improving both aviation safety and 
occupational health and safety;

•	 Improving internal and external com-
munications;

•	 Increasing job opportunities and job 
satisfaction for employees;

•	 Creating opportunities for personal 
development; and

•	 Increasing “bench strength” in respond-
ing to operational peaks (including 
emergencies).
But there are many challenges an AOS 

has to face. McFadden gives the example 
of a snow storm at the airport. “During a 
snow event, AOS’s can feel like they are 
being tugged in several different directions 
at once. There is a need to remain aware, 
not just about the condition of the airfield, 
but the condition of the parking lots and 
sidewalks, and the need to prioritize the 
allocation of manpower. Much of this deci-
sion making is done by our AOS3’s (crew 
leaders) and often when there is no man-
agement onsite.”

McFadden also says they cannot under-
estimate the challenge of maintaining pride 
and status within the airport and exter-
nal community. According to him, there 
is a whole culture/societal discussion on 
this issue but suffice it to say that historic-
ally, the airport community, airport, airline 
employees and managers alike, have a 
tendency to “look down” on airport front-
line operations positions. 

“There may be a tendency to perceive 
AOS’s in a similar light,” says McFad-
den. “These guys are professionals with 
a complex job and lots of responsibility. 
My objective is to see pride in the faces 
of our AOS’s. The sort of pride that comes 
from accomplishing a good day’s work that  
contributes directly to making the airport 
safe and customer focused.” 
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introducing…
the 6th Annual Facility, operations 
and Airport Managers Conference
…In Victoria B.C.!!

Get ready! The 6th Annual Operations & Facility Managers Conference will be held in the beautiful city of 
Victoria,	B.C.!	Industry	professionals	from	around	the	country	will	be	joining	together	from	June	3-6,	2012	for	
informative	discussions	on	important	issues	that	matter	most!	The	Marriott	Victoria	Inner	Harbour	Hotel	will	be	your	
home	away	from	home	and	the	fabulous	Victoria	Conference	Centre	will	be	your	host	for	this	event!

Tourism Victoria Victoria Marriott Inner 
Harbour Hotel

Darren Stone

Darren Stone
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“Victoria	has	something	for	
everyone! There's so much to 
do and see - it's just a matter 
of choosing. Whether you're 
strolling along the causeway 
in the Inner Harbour, enjoying 
a whale watching adventure, 
indulging in the distinct West 
Coast cuisine, or taking in 
a local theatre production, 
Victoria's	attractions	add	up	

to a trip that's nothing short of 
breathtaking.”

-Tourism Victoria

Tourism Victoria

Tourism Victoria

Victoria Marriott Inner 
Harbour Hotel
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FEATURE

T
o some in the industry, a bird strike is 
still regarded as probable as winning 
the lottery. Economically, they are sim-
ilar. Nowadays when a strike occurs, 

millions of dollars are held in the balance. 
Here are a few numbers. One valuation is that 
a single incident that results in a total engine 
loss can cost an air carrier US$5 million for 
a replacement engine (Allan, 2000). Add to 
that, indirect costs. Delays have been estimat-
ed to cost between US$6 and 15 thousand 
per hour (Transport Canada, 2004). Then, 
ensuing lawsuits and liability for negligence 
can cost carriers and airports many millions 
more. Wildlife strikes and lottery wins need not 
be statistically alike however. 

Since December 31, 2006, regulations 
have been in place in Canada requiring air-
ports to perform wildlife risk assessment; fol-
lowed by the development and implementa-
tion of an Airport Wildlife Management Plan 
(AWMP) to reduce wildlife related risks. Regu-
lations also stipulate that personnel charged 
with airport wildlife management, and deci-
sions related to it, be properly trained on the 
subject once every five years. These regula-
tions, under the Canadian Aviation Regulations 
(CAR) 307, in association with the Airport 
Standards 322, have been set in place to help 
improve aviation safety. 

As Canadian aviation realizes the import-
ance of developing and implementing AWMP, 
some airport managers and operators may 

not fully understand the processes involved in 
determining, evaluating and applying these 
plans, and as such may not be attaining the 
most hazard and risk reduction through their 
current AWMP. 

This is why airport managers and person-
nel stand to greatly increase their awareness, 
and thus their preparedness, by complying 
with these regulations. To this end, training 
courses exist to instruct airport managers and 
safety personnel about wildlife hazards and 
their associated risks to airports and air safety. 
Training informs participants about develop-
ments in bird strike detection and aids them to 
foster a culture where wildlife strike reporting is 
encouraged. 

Managers and personnel educated in wild-
life management are then better equipped to 
understand and evaluate a wildlife risk assess-
ment executed for their airport. During a risk 
assessment, environmental consultants charac-
terize the wildlife hazards at the airport. This is 

typically done over the course of a year, where 
biologists or technicians will sample the wildlife 
onsite, and even offsite, to identify problem 
species, their numbers and their movements. 
They will also sample vegetation and other 
habitat characteristics that may make the air-
port and its area attractive to problem wildlife. 

Data collected about wildlife hazards is 
then analyzed to determine their associated 
risks to the operations of the airport. The final 
report produced by the consultant firm will then 
suggest courses of action to minimize risks and 
manage those hazards. This is what constitutes 
an Airport Bird Hazard Risk Assessment Process 
(ABRAP). One of the most complete ABRAP is 
now being produced for CFB Cold Lake. 

There, Falcon Environmental Services is 
using all known methods, including Accipiter’s 
avian radar technology, to study aircraft move-
ments and to inventory wildlife up to a 15 
kilometre radius. Akin to a Safety Management 
System, an ABRAP is the first step to produ-
cing an Airport Wildlife Management Plan 
and applying wildlife control measures. If the 
problem is not properly characterized then the 
wildlife control being applied may not be the 
most appropriate nor may it be minimizing risks 
effectively.

Airport managers must realize that an 
AWMP is not only about having wildlife control 
officers onsite. The AWMP is intended to go 
beyond the borders of the airport. By looking at 
development around the airport area, managers 
and operators can get a pulse on a changing 
landscape (i.e. habitats) and the wildlife associ-
ated to it; this big picture approach is what can 
be called an integrated wildlife management 
plan. The importance of a proper wildlife control 

By Pierre Molina

CArs, Wildlife Control regulations 
Are you in compliance?

Bird strikes cost the aviation industry an estimated US$1.2 billion a year.  
(All photos courtesy of Mark Adam.)

Wildlife control is achieved through a range of measures, from the use of falconry, to 
pyrotechnics and hi-tech radars.
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Bird strikes cost the aviation industry an estimated US$1.2 billion a year.  
(All photos courtesy of Mark Adam.)

program was driven home a couple of years 
ago when an Airbus had to make an emergency 
landing on the Hudson River in New York after 
hitting numerous Canada geese. With many 
Canadian airports now functioning as airport 
authorities, the legal responsibility of dealing 
with wildlife both on and off the airport has 
been taken up a notch. As detailed in Transport 
Canada’s document “Safety Above All”, there 
are many players involved in the game of wild-
life control and input from all is important for true 
integrated risk management. 

In Canada, Toronto’s Pearson Internation-
al Airport (YYZ) currently applies this systems 
approach to its wildlife management. In fact, the 
wildlife management program at YYZ is the only 
one that monitors and mediates wildlife popula-
tions up to eight kilometres outside the airport 
perimeter.

The new CAR regulations relating to wild-
life control operations were set up to better 
mitigate wildlife risks to aviation safety. As the 
costs associated to wildlife strikes become 
better known, as air carriers continue to work 

within slim profit margins and as wildlife strikes 
become better recognized and reported, air-
ports will come full-circle to realize that ABRAP 
and integrated AWMP are essential SMS to 
the airport and its surrounding environment. 

Pierre Molina (M. Sc.) is vice president 
of consultation at Falcon Environmental 

Services (FES), a North American leader 
in the field of effective ecological control 
of nuisance wildlife on airport and land-
fill sites. FES offers a host of connected 
services including specialized training 
and environmental assessment (ABRAP 
and AWMP). Check out their website at  
www.falcon.bz.

Wildlife control officer with opossum. An integrated 
AWMP tackles any wildlife species that may pose a 
hazard to aircraft safety.
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FEATURE

A
irports come in all shapes and 
sizes. Some have very specific 
missions (cargo operations), 
others act as a spoke or feeder 

airports while others fulfill the role of sup-
porting a major domestic hub or in a few 
cases, as a major international airport.

Studies show that within the next dec-
ade or so a major shakeout may occur 
within the aviation industry with a collec-
tion of 40 airports acting as global gate-
ways to the rest of the world. Serious 
long-haul carriers will be drawn to offer 
services to these global airports in order 
to remain competitive.

The term “global” can be interpreted 
indifferent ways. Global airports will 
need to generally meet the following 
baseline requirements in order to be rec-
ognized as a truly global airport within 
the aviation industry:
•	 Its geographical position on the air-

ways. Is it easy to get to from point A 
to B or is it out of the way?

•	 Stable and responsible local and fed-
eral governments for the country that 
the airport exists in;

•	 A large catchment area to draw O & 
D traffic from;

•	 Airport is located in a city, region, 
country that is attractive to leisure and 
business oriented travellers;

•	 Airport facilities are considered to be 
leading edge, modern with upgraded 
or expanded facilities delivered to the 
industry on a just-in-time basis;

•	 Competitive airport operating costs, 
exceptional customer service at all 
levels of the travellers’ experience, an 
airport destination of choice (shop-
ping, dining, ease of flow and con-
nections);

•	 Placement ideally of two major air car-
rier alliances operating into the airport;

•	 Solid domestic feed ideally by more 
than one carrier; and

•	 Total passenger numbers greater than 
30 million annually. 
An airport operator needs to understand 

the rapidly changing air carrier industry 
while being able to cater to its needs in 
a responsible and proactive manner. The 
majority of air carriers are members of one 
of three alliances with large percentages 
of world traffic captured within each—
Star (29 per cent), One World (23 per 
cent) and Skyteam (20 per cent). There 
are only a few major international carriers 
not aligned with an alliance—Emirates Air, 
Etihad	 Airways,	 Malaysia	 Airlines,	 Virgin	
Atlantic, and Philippine Airlines.

As members of an airport manage-
ment team we have the opportunity, no the 
responsibility, to contribute to our respect-
ive airport strategic plan to ensure that 
one’s airport becomes the best that it can 
be. Baby boomers have started to retire 
in greater numbers with many looking for 
a taste of international travel to explore 
off beaten paths. Global airports work 
closely with local and country tourist offi-
cials to share in marketing local attractions 
or events right in the airport itself… others 
work with major air carriers to develop 
welcome to airport /city ABC film clips 
that are projected to all passengers on 
arriving aircrafts just before landing that 
show how to get around the airport. 

The public, with the many different 
social mediums being available at their 
fingertips, are becoming an ever savvier 
bunch as they tweet or post their airport 
experience online in real time. Global air-
ports work hard to utilize the same network 

to encourage positive news to help draw 
ever critical customers to their airport. Inter-
national travellers are not only sensitive 
to airfares and schedules, many choose 
to avoid or go through airport ABC just 
because of its reputation.  

Are we as members of our airport team 
prepared to step up to the plate and help 
create a sense of value, reduce hassle, 
and provide a safe and secure place for 
the ultimate customer experience? Are we 
prepared to work with the air carrier indus-
try to encourage their success especially 
for a growing share of international traffic 
and connections? Are we prepared to 
embrace the introduction of new long haul 
aircraft such as the B787 and the A350 
that have the ability to serve long haul thin-
ner routes? 

An airport must operate under a wide 
range of changing weather conditions. 
Are we prepared and equipped to main-
tain safe operations even under the most 
extreme weather conditions? 

A global airport clearly recognizes 
who its partners are. Partners need to be 
encouraged to step up to enhance the air-
port experience in conjunction with other 
partners—without unduly compromising 
safety or security for a win-win situation. 

A global airport provides an incred-
ible positive financial impact on the local, 
provincial or national economy. Global 
airports need governments who work to 
reduce tax burdens while supporting more 
efficient and safe operations through the 
progressive improvement of government 
rules, regulations and standards.

So in conclusion, as members of IAAE 
Canada, are we prepared to effectively 
support the implementation, execution 
and deployment of our respective airport 

By Paul Ritchi, A.A.E.

What Makes an 
Airport global? 
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strategic plan?  Do we have industry bench-
marks to see how we rate within the airport 
industry as a whole? IAAE Canada offers a 
number of training courses and conferences 
to help you as an IAAE Canada member to 
upgrade your skills in support of the local 
airport strategic plan. 

Paul Ritchi, A.A.E., is the senior man-
ager of strategic program development  
for the GTAA. He is a member of the 
IAAE Canada board of directors and has 
worked both in the air carrier and airport 
operator side of the industry since 1977.
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FEATURE

Q Tell me about the flywheel model and how you 
developed it.

A
In our 20 years of working with professional service 
organizations, including engineering firms and air-
ports, we have been endeavouring to help people 
understand the power of behaviour, and what it is 

that drives that behaviour. In our opinion, what drives behaviour are 
beliefs. 

This is the beginning of a description of culture; beliefs driving 
behaviour. Now, culture often remains a vast unpredictable question 
mark, summed up as “people are different” or “what can you do?” 

But the truth is it can be much more specific than that. We believe 
the task of leadership is to be more intentional about culture. Culture is 
the bedrock, the foundation of any enterprise. It’s the reason why people 
do what they do. It’s who they are and how they relate to each other.

Q
In simple terms, how do strategy and culture 
interact?

A
Any good strategy is going to depend on the 
culture to support it. Culture and strategy are syn-
ergistic, interdependent parts of a system diagram. 
The Flywheel was created to graphically depict the 

dynamics of that relationship, and that’s why we call it the flywheel: it 
has momentum, it has kinetic energy. Culture and strategy revolve and 
spin around each other and, like a flywheel, each adding ‘energy’ to 
the system. Each drives results. The results then have a spin-out centrifu-
gal effect and themselves influence both culture and strategy.

Q
But isn’t it true that in many organizations the 
culture that exists is not strategic?

A
Yes, this is true. Without conscious leadership, 
culture will still develop, but not in a strategic way. 
Unconscious beliefs and attitudes, or what some 
call latent values, will drive culture. Beliefs such as, 

“If I keep my head down, I’ll last longer.” Or, “If I want something done 
right, I have to do it all myself.” 

We have seen entire organizations built on unspoken beliefs like 
this, with employees acting accordingly. Now we have whole work-
forces “keeping their head down” or refusing to coach and delegate, 
and the executives wonder why their well-laid plans are stalling.

Q
How does your model differ from the status 
quo?

A
Our central idea is that culture can be encouraged. It 
can be honoured. It can respond to leadership—and 
not just formal hierarchical leadership, but also lead-
ers without authority: people within the culture who 

can build and leverage relationships. And given that culture is the foun-
dation stone, it needs investment, and it needs to be taken seriously as 

a powerful force in any industry, 
especially any service business 
such as running an airport. When 
you have people cultivating their 
own ability to motivate themselves, all 
of a sudden the culture really becomes 
the leverage. 

Q
What are some of the pitfalls you’ve seen in 
organizations which devalue culture?

A
I think mistakes are made when leadership tries to 
restrict and control its culture. Strategy can, and 
should be controlled, but cultures are like living 
organisms. They’re like a nation or a city. They can 

have a social order that is either effective or ineffective; change-ready 
or change-resistant. Trying to control a culture is futile. It votes with its 
feet. It votes with its productivity.

Q
How can an organization track the impact of its 
culture?

A
In several ways. It can look at its bottom line results. 
It can look at early indicators such as recruitment, 
retention, employee engagement and satisfaction.

Q
These are fairly ‘soft’ metrics; what should 
leaders really be looking for in the data?

A
They may sound ‘soft’, but they are the drivers. 
Looking at bottom line numbers is useful of course, 
but this is a trailing indicator. Leaders need to pay 
attention to the so-called soft stuff if they want to 

understand what’s going on in their culture. They must look at the level 
of respect that people have for each other; the level of accountability 
versus the level of victim-hood. Is the culture empowered or imprisoned? 
Is it sustainable?

Q
What kind of outcomes can organizations 
expect from attending to culture in the way 
you’re describing?

A
In the short term they can expect better business 
results. In the long term, they can expect sustain-
ability. It’s tempting to concentrate resources on 
strategy, and understandably so. When we think of 

strategy we think of words like opportunity, research, services, planning, 
goals, objectives, markets and finances. But what about relationships, 
attitude, trust, communication, accountability and courage? These 
words are just as important, and they are the realm of culture.

In the face of massive change, it’s very easy to get lost. But culture 
can deal with uncertainty. And respond. It’s the ultimate human resource. 

The Strategy of Culture
David Aitken discusses the culture/strategy flywheel, and how strategy and 
culture interact in forward-thinking organizations. (Excerpts taken from an 
interview with David Aitken in February 2011.)
By Cam Labine
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Strategy doesn’t get depressed, people do. Strategy doesn’t get over-
whelmed. That’s a human response. So by understanding these two discreet 
forces of a complete flywheel, you give your organization a holistic outlook. 
When strategy and culture are out of balance, the flywheel won’t turn. It 
flops over and stalls. But when they are given equal weight, the rotation 
gains momentum, and the wheel keeps spinning for a long time. 

David and Geordie Aitken deliver workshops and pro-
grams that build performance cultures. They work with lead-
ing aviation and professional service organizations, including the 
Greater Toronto Airports Authority. For more information, please 
get in touch: Geordie@aitkenleadership.com or go to www.
aitkenleadership.com; updates and further articles available at:  
www.facebook.com/aitkenleadership.
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MEMBER PROFILE

A
lthough Eric Tolton is excited to start 
the next chapter of his life, the for-
mer director of operations at the 
Greater Toronto Airports Authority 

(GTAA) says it’s bitter-sweet.
“I am excited about moving on to a new 

stage in my life that will offer many new 
challenges and opportunities but I am sad to 
be leaving the close friends and associates 
who I have worked so closely with over the 
years,” says Tolton.

Tolton,	 who	 began	 his	 career	 in	 July	
1980, started out as a trainee flight service 
specialist at the Transport Canada Training 
Institute (TCTI) in Cornwall, Ontario. After he 
graduated	from	the	course,	his	wife	Judy	and	
his daughter, who was born in Cornwall, 
were posted to Inuvik, NWT. The family 
spent almost three years in Inuvik, where son 
Graeme was added to the family, before 
transferring to Watson Lake, Yukon. Shortly 
after, Tolton was promoted to station man-
ager in Mayo, Yukon. After three years, 
he switched from flight services to airports 
and became the manager of operations 
in Yellowknife, NWT. Three years later, he 
became airport manager in Fort McMuray, 
Alberta and finally, in 1996, Tolton and his 
family moved to Toronto.

Tolton has seen the aviation industry grow 
in many different ways and is proud to have 
taken part in improving airport operations. 
One highlight from his career occurred 
in Alberta. “When I first arrived in Fort 
McMurray, it had a horrible reputation as an 
airport. But within three years, the staff had 
earned the award for being the “Best Airport 
in the Western Region of Transport Canada”. 
I was really proud of that team effort to be 
successful,” says Tolton.

Then in 1996, Tolton and his team at 
Toronto Pearson effectively improved snow 
clearance operations on runways. “In 1996, 
it took between two and two-and-a-half hours 
to clear snow from a runway at Toronto Pear-
son. Today, the team clears all five runways 
in a continuous circuit that takes about 75 
minutes,” explains Tolton. “Pearson today has 

the best winter operations anywhere. I am 
really proud to have been a part of build-
ing such an effective operation that involves 
continuous collaboration with the communi-
cations centre, airside operations, terminal 
operations,	 NAV	 Canada,	 the	 Central	 De-
icing Facility and the airlines.”

These are just a couple examples of the 
impact Tolton has had on an industry that is 
constantly transforming. And Tolton definitely 
has a deep respect for the International Asso-
ciation of Airport Executives (IAAE) Canada, 
an organization which he says provided him 
with many opportunities for success. Tolton 
was the first person to achieve his accredit-
ation through IAAE Canada in 1995. Then 
in 2001, Bernie Humphries invited him to 
become a member of the board of direc-
tors. He spent nine years on the board and 
served four of them as chair. 

“Being on the board gave me the oppor-
tunity to meet and interact with a wide array 
of airport professionals from across the coun-
try. In 2006, I joined the board of the parent 
organization, IAAE. There, I got to work 
with industry people from around the globe. 
I urge all members of IAAE Canada to 

consider getting more involved in the organ-
ization,” Tolton says.

Tolton, although retired from the GTAA, 
won’t be fully gone from view. He plans to 
do some work on a part-time basis. He looks 
back on his career with pride and will defin-
itely miss it.

Tolton says, “I will miss the people the 
most. And also the adrenaline…the buzz of 
airport operations. Every day offers an excit-
ing new challenge. But mostly though, it will 
be the people.” 

eric tolton
After 31 years in the aviation industry,  Eric Tolton has 
retired. Here’s a look at the highlights and achievements 
of a man who had a great impact on airports and 
people across the country. The view from Tolton’s office at Toronto Pearson (2004).

Tolton’s family at the Watson Lake Airport (1984).

The staff of the Fort McMurray Airport  
(1994).
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