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Career Development

from the editors The LAMA

Life is about choices.  When it comes to our 
professional lives, some  mes it seems that 
many of those choices are not up to us.  In 
the end, each of us needs to take control 
of our own career development, trea  ng 
choices that are made by others (our man-
agers, boards, whoever we may report to 
or interact wiht) as constraints, not prophe-
cies.  A  er all, whose career are we talking 
about here?  Our careers, our choices.  Of 
course, as managers, we can help or hinder 
the development of careers, and should 
always work to ensure alignment between 
individual career goals of those who work 
for us, and the organiza  ons we all work 
for.  Some  mes being clear about where 
they diverge is as helpful as fi nding the 
overlap.Historically, career development 
referred to promo  ons within a compa-
ny, to a higher level posi  on with more 
responsibility.  This development occurred 
over decades and depended on an em-
ployee remaining with a company for his 
or her en  re career.  In 2014, according to 
the Bureau of Labor Sta  s  cs, the average 
employee tenure at one company was 4.6 
years.  This means that investment in an 
employee’s career development will likely 
benefi t the employee’s next employer 
more than the current employer.  

This fact of contemporary professional life 
should not be seen as a nega  ve in the lab-
oratory animal fi eld, as we are all focused 
on the same goals: ensuring excellence in 
animal care and welfare and suppor  ng 
research that one day may lead to knowl-
edge that cures or treats human or animal 
disease.  These are goals that should not 
be taken lightly and the development of 

employees to support these goals is cri  cal 
to the success of the en  re fi eld.

The ar  cles chosen for this issue focus on 
career development and provide infor-
ma  on for both the individual looking to 
advance their career and the manager that 
is suppor  ng the careers of the genera-
 onally diverse workforce.  The fi rst and 

fi nal ar  cles focus on alterna  ve models 
for developing your own career plan, based 
on “whole-life” considera  ons, and on 
prac  cal analysis of your core strengths as 
an individual.  The ar  cle by Daily et al. (pg 
X) focuses on the development of direct 
care workers involved in the care of mental 
health and substance abuse individuals, a 
posi  on that is likely emo  onally draining 
on those workers.  That emo  onal stress is 
not en  rely diff erent from the emo  onal 
stress we as lab animal workers face, so we 
encourage you to spend  me with this ar  -
cle.  Other ar  cles deal with  mely subjects 
including how age, genera  on iden  ty, and 
the some  mes-diffi  cult transi  on from 
research to management should aff ect and 
inform how we form and implement our 
own career development plans. 

So the next  me an employee decides to 
leave your organiza  on to leverage the 
skills they developed while under your 
management elsewhere, consider it a win 
across the board.  The employee gets a 
new opportunity that you may not have 
been able to provide, you as the manager 
get an opportunity to mentor and develop 
a new employee, and the lab animal indus-
try con  nues to grow and become be  er 
suited to impact the world!
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President’s Message

Hello! Membership

This year’s LAMA/ATA joint mee  ng was 
a great success.  We had a total of 165 
a  endees, of which 67 were fi rst  me 
a  endees.

The venue was a beau  ful se   ng and 
everyone benefi ted from the outstand-
ing sessions and the interac  on with 
associates and friends.

I want to thank the Program Commi  ee 
for all their hard work.  Kim Benjamin 
and Brian Gillman were the Chairs of 
this mee  ng, but many other individuals 
helped make it a successful mee  ng.

I wish to congratulate the award win-
ners:  The William O. Umiker Award 
was presented to Lisa Secrest, The Ron 
Orta Award was presented to Amanda 
Coldwell, and the Charles River Medal-
lion award was given to Diana Baumann.  
What an honor!

The Fun Fair was also a success as we 
raised $1,000 for Candlelighters of 
Southwest Florida.  This charity provides 
support, educa  on, and assistance to 
the families of children with cancer or 
blood disorders and to the professionals 
who care for them.  

The Silent Auc  on raised funds for the 
LAMA Founda  on, which  provides 
grants and scholarships to individuals in 
the laboratory animal science fi eld for 
training courses for cer  fi ca  on prepa-
ra  on and ILAM. 

I want to congratulate Jennifer Volk-
mann who was elected as Vice President 
Elect.  Jennifer will be your President for 
2018-2019.

I also want to recognize our new Board 
of Directors for the 2016-2017 year:

Kelly Pa  erson
Chris Southern
Kendrick Jenkins

The 2017 Annual Mee  ng will be in 
Sea  le, Washington and planning has 
already started.  More informa  on will 
be coming soon.

Thank you for being a member!!

Roxanne

Roxanne E. Fox
2015-2016 LAMA President



7LAMA REVIEW  JUNE 2016

Did you know?
In the Laboratory Animal community, publishing 
in a professional journal is an essential part of 
advancing your career.  Submitting an article to 
the LAMA Review provides an opportunity to be 
published in a professional journal.  This is a great 
opportunity to share your research knowledge and 
accomplishments. 

 Imagine your journal impacting and infl uencing the 
laboratory animal management practices!

The LAMA Review provides important information 
on industry’s advancements and developments to 
those involved in the Laboratory Animal fi eld with 
emphasis in management.  

The LAMA Review is published electronically each 
quarter and combines short columns with longer 
feature articles. Each issue focuses on signifi cant 
topics and relevant interest to ensure a well-round-
ed coverage on laboratory management matters.

Submitting an 
article

Choose an interesting topic that has the potential 
to benefi t the Laboratory Animal Management 
community.  Write the article that you would like 
to see published in the journal.  Be sure to include 
multiple sources to support your research and ac-
curately cite references.  

Submit your article to Review via email:

coxj@janelia.hhmi.org

The LAMA Review is the offi  cial journal of the Lab-
oratory Animal Management Association, which is 
committed to publishing high quality, independently 
peer-reviewed research and review material. 

The LAMA Review publishes ideas and concepts 
in an innovative format to provide premium infor-
mation for laboratory Animal Management in the 
public and private sectors which include govern-
ment agencies. 

A key strength of the LAMA Review is its rela-
tionship with the Laboratory Animal management 
community. By working closely with our members, 
listening to what they say, and always placing em-
phasis on quality.  The Review is fi nding innovative 
solutions to management’s needs, by providing the 
necessary resources and tools for managers to 
succeed.   

Article Guidelines
Submissions of articles are accepted from 
LAMA members, professional managers, and 
administrators of laboratory animal care and use. 
Submissions should generally range between 
2,000 and 5,000 words. All submissions are 
subject to Editor in Chief’s review and are 
accepted for the following features of the LAMA 
Review:
o Original Articles
o Review Articles
o Job Tips
o Manager’s Forum
o Problem Solving

Benefits of 
publishing
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Facilitating a Whole-Life Approach
to Career Development: 
The Role of Organizational Leadership

Michael L. Litano1  and Debra A. Major1

Abstract
This ar  cle focuses on the ‘‘whole-life’’ approach to career 
development. A review of the ways in which career paths 
have been conceptualized over  me demonstrates that in-
creasing considera  on has been given to nonwork factors 
(i.e., personal life and family life) in defi ning careers. The 
whole-life perspec  ve on career development acknowl-
edges that employees are striving for opportuni  es for 
professional development as well as individualized work–life 
balance, which changes over the life course. Although the 
careers literature has emphasized interorganiza  onal mo-
bility as the primary mechanism for achieving these goals, 
whole-life career development can also be achieved within 
a single organiza  on when organiza  onal leadership is will-
ing to address employees’ work–family needs. This ar  cle 
addresses how leaders across organiza  onal levels, includ-
ing execu  ve-level leaders and fi rst-line supervisors, can fos-
ter whole-life career development. In addi  on to benefi cial 
outcomes for employees, poten  al compe   ve advantages 
for organiza  ons implemen  ng the whole-life approach to 
career development are discussed.

Keywords
career development, whole-life career development, 
work–family balance, leadership, work–family support, ca-
reer growth

What is the best way to ensure career development in the 
modern workforce? We contend that to be managed ef-
fec  vely, career development must be approached from a 
‘‘whole-life’’ perspec  ve. Consistent with the recogni  on 
that career pa  erns are shaped by employee decisions 
made in response to nonwork circumstances (Greenhaus 
& Kossek, 2014; Valcour, Bailyn, & Quijada, 2007), a whole-
life approach to career development recognizes that pro-
fessional development does not occur in isola  on but in 
the context of the employee’s personal and family needs, 
which change over the life course. By tending to employ-
ees’ changing career, personal, and family needs, organiza-
 ons can retain valuable employees and gain compe   ve 

advantage.1 Old Dominion University, Norfolk, VA, USA

Corresponding Author:

Michael L. Litano, Department of 
Psychology, Old Dominion University, 
Norfolk, VA 23529, USA. Email: mi-
chael.litano@gmail.com

Many contemporary career theories have emphasized 
individual responsibility for career development, highlight-
ing interorganiza  onal mobility as the primary mechanism 
for achieving career goals (e.g., Hall & Mirvis, 1996; Sullivan 
& Arthur, 2006). However, the best organiza  ons recognize 
the advantages associated with being an ac  ve partner in 
managing employees’ career development and in address-
ing their work–life needs (Clarke, 2013). Research suggests 
that opportunity for work–life bal- ance is an important ca-
reer priority, for both women and men (Vandello, He   nger, 
Bosson, & Siddiqi, 2013).

In the sec  ons that follow, we fi rst trace the evolu  on 
of employee career orienta  ons and concep- tualiza  ons 
of career development in the academic literature, demon-
stra  ng how it has increasingly incorporated the employ-
ee’s personal and family roles. Next, we elaborate on the 
whole-life approach to career development. We empha-
size the role that organiza  onal leadership plays in facili-
ta  ng employees’ whole-life career development through 
support for work–life balance. The roles of upper level ex-
ecu  ves and frontline supervisors are considered, as is the 
importance of alignment across lev- els of organiza  onal 
leadership. Finally, we discuss the compe   ve advantages 
that the whole-life approach to career development may 
yield for  organiza  ons.

Incorpora  ng Whole-Life Consider-
a  ons Into Conceptualiza  ons of Ca-
reer Development

Economic and societal changes in the United States have 
contributed to the evolu  on of career paths and perspec-
 ves on career development. Faced with global compe  -
 on, organiza  ons have become leaner and fl a  er with 

fewer hierarchical levels (Hall, 1996). Rather than ascend-
ing upward through linear trajectories within a single or-
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ganiza  on, some employees now pursue mul  direc  onal 
career paths across numerous organiza  ons to realize ob-
jec  ve (e.g., promo  ons and pay increases) and subjec  ve 
(e.g., career and life sa  sfac  on) career success (Arthur, 
Khapova, & Wilderom, 2005). As such, the infl uence of 
nonwork domains (family and personal life) has become 
integrated progressively into the career development liter-
ature (Greenhaus & Kossek, 2014; Hall & Mirvis, 1996; Sul-
livan & Arthur, 2006). There is increasing recogni  on that 
contemporary career paths vary in form, at least in part, 
because individual career pa  erns are shaped by employ-
ee decisions made in response to non- work circumstanc-
es (Greenhaus & Kossek, 2014; Valcour et al., 2007). This 
sec  on outlines the evolu  on of employee career orien-
ta  ons and conceptualiza  ons of career development as 
illustrated in the research literature.

The Tradi  onal Organiza  onal Career

No  ons of ‘‘working from the ground fl oor up’’ and the 
‘‘organiza  on man’’ refl ect the tradi  onal organiza  on-
al career (Clarke, 2013; Whyte, 1956). Employees are 
hired into entry-level posi  ons and advance hierarchi-
cally through ‘‘in-house’’ promo  ons, maintaining stable 
employment within a single organiza  on (Weber, 1947; 
Whyte, 1956). This conceptualiza  on of the career, em-
phasizing job security and long-term employment within 
a single organiza  on, dominated the academic literature 
from the early to the mid-20th century (Hall, 1976; Weber, 
1947). Employees competed to advance upwardly through 
limited posi  ons in the organiza  onal hierarchy (Kanter, 
1989). In these careers, the employee not only worked for 
the organiza  on but had a sense of affi  lia  on and a  ach-
ment to    it (Whyte, 1956). Employee career development 
was supported by organiza  onal career management and 
training and development programs, and career success 
was demonstrated through increasing status and compen-
sa  on (Kanter, 1989). Un  l the late 1980s (Hall, 1996), the 
employee’s life outside work (i.e., personal and family) was 
not viewed as a relevant factor in career   development.

The Boundaryless and Protean Careers

In response to globaliza  on, organiza  onal restructur-
ing, and economic condi  ons, the posi  onal hierarchies 
within organiza  ons began to level as the 21st century 
approached, promp  ng declara  ons that the tradi  onal 
‘‘career is dead’’ (Hall, 1996). Concurrent with these orga-
niza  onal changes, the no  on of a career unconstrained 
by organiza  onal boundaries emerged in the career devel-
opment literature (Arthur & Rousseau, 1996). For example, 
Baruch and Rosenstein (1992, p. 478) defi ned a career as ‘‘a 
process of development of the employee through a path of 
experience and jobs in the organiza  on(s).’’ Ver  cal move-
ment through a single organiza  on was no longer a neces-
sary characteris  c of one’s career, and the career develop-
ment models shi  ed away from the tradi  onal career (e.g., 
Arthur & Rousseau, 1996). Employers maintained expecta-
 ons for high performance and commitment, while simul-

taneously shi  ing responsibility for career development 

fi rmly to the employee in the name of ‘‘employability’’ 
(i.e., the idea that in order to maintain their marketability 
employees are responsible for maintaining and developing 
their skills; Cappelli,  1999).

Contemporary careers were recognized as varying in 
form, such that some were characterized by interorgani-
za  onal mobility, lateral movement within a single organi-
za  on, or varia  ons in employ- ment arrangements over 
 me to be  er align with nonwork circumstances (Arthur 

& Rousseau, 1996; Hall, 2004). Objec  ve indicators of ca-
reer success were becoming increasingly supplemented by 
non- work considera  ons to form a whole-life perspec  ve 
on career development (Hall, 2004; Mainiero & Sullivan, 
2005).

Arthur and Rousseau (1996) applied the term ‘‘bound-
aryless career’’ to describe how a career unfolds beyond 
the borders of a single organiza  on. In the boundaryless 
career, the individual employee is liberated from organi-
za  onal constraints on career planning and development, 
and is free to pursue opportuni  es to advance his or her 
career by changing employers. The boundaryless career 
involves the development of short-term, contractual rela-
 onships with mul  ple employers to achieve external indi-

cators of career success (e.g., promo  ons and pay increas-
es; Arthur et al.,   2005).

Similarly, Hall (1976, p. 201) described the ‘‘protean ca-
reer’’ as a contemporary career path which, ‘‘consists of 
all of the person’s varied experiences in educa  on, train-
ing, work in several organiza  ons, changes in occupa  on-
al fi eld, etc.’’ Career development in the protean career is 
driven by internal (psychological) percep  ons of success, 
such as self-actualiza  on, fulfi llment, and sa  sfac  on, 
rather than the external indicators of success characteris  c 
of other career orienta  ons (Hall & Mirvis, 1996; Sullivan & 
Arthur, 2006). Although boundaryless and protean careers 
originally were dis  nguished by their respec  ve emphases 
on physical and psychological success and mobility, career 
theorists now acknowledge the interdependence between 
the physical and the psychological aspects of careers as    
a driver of individual career management decisions. Sul-
livan and Arthur (2006) proposed that physical mobility, 
which refers to the actual transi  on across organiza  onal 
boundaries (i.e., changing employers), interacts with psy-
chological mobility (the percep  on of one’s willingness 
and preparedness to make that transi  on) to infl uence 
individual employee career development needs. Careers 
exhibit various levels of psychological and physical mobil-
ity; but perhaps most importantly, these career changes 
can be heavily infl uenced by employee responses to non-
work circumstances (Sullivan & Arthur, 2006). For example, 
an employee could exhibit both physical and psychologi-
cal mobility in turning down (or accep  ng) a promo  on 
that would hinder (or facilitate) familial   responsibili  es.

The Kaleidoscope Career

In response to changing family structures and the prev-
alence of dual career households, career development 
researchers introduced new career concepts in the mid-
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2000s that emphasized the infl uence of nonwork roles on 
career management decisions. The kaleidoscope career 
concept emphasizes that employees’  career  pa  erns  shi    
by  con  nuously  considering  the  impact  of  work  and 
nonwork decisions on others in their lives (Mainiero & Sul-
livan, 2005). In the kaleidoscope career, individuals evalu-
ate the infl uence of work and nonwork factors on career 
development and evaluate available resources to fi nd the 
best fi t among work and personal commitments. Sullivan 
and Mainiero (2007) found that changes in one’s career 
path tend to correspond to psychological considera  ons 
across dif- ferent life stages. In making career-related de-
cisions, individuals con  nuously evaluate three aspects of 
their careers, namely, authen  city, balance, and challenge. 
Authen  city refers to the alignment between an individu-
al’s internal values and his or her external behaviors and 
organiza  onal values. Balance refers to the a  ainment 
and sustainment of equilibrium between one’s work and 
nonwork demands. Challenge refers to an individual’s re-
quirement for s  mula  ng work and career advance- ment. 
The individual’s life stages and events infl uence the career 
decisions made based on which career factors were most 
salient at that specifi c  me (Sullivan & Mainiero, 2007). For 
example, a new parent may place an increased emphasis 
on balance and respond by accep  ng a part-  me working 
arrangement to spend more  me with his or her  family.

Originally, the literature surrounding the kaleidoscope 
career was only applied to women in the workplace, but 
the progressive shi   in U.S. gender role a   tudes from 
tradi  onal to more egalitarian has made this career path 
equally applicable to men. Sullivan and Mainiero (2007) 
found that men and women tend to focus on diff erent 
career aspects (balance, challenge, and authen  city) de-
pending on their career and life stage. In general, both men 
and women focus on challenge early in their life spans. 
Men then gradually shi   their focus to career authen  city 
followed by balance, whereas women tend to focus on bal-
ance before authen  city. Younger male par  cipants were 
found to pursue more family- focused career pa  erns, con-
sistent with the societal shi   toward egalitarianism. Similar 
research suggests younger genera  ons emphasize ‘‘living’’ 
over ‘‘working’’ and are more concerned with managing 
work–life balance (e.g., Beutell & Wi   g-Berman, 2008). 
Mainiero and Sullivan (2005) found that younger employ-
ees were more likely to emphasize balance and authen  ci-
ty, whereas older genera  ons priori  zed career challenge. 
These fi ndings highlight that employees’ careers do not 
develop based on a single trajectory but instead change 
based on personal life stage and   events.

The ‘‘New’’ Organiza  onal Career

Recent career development research has accentuated 
the frequency of employment changes among employees 
seeking career success (e.g., Colakoglu, 2011). A report from 
the Bureau of Labor Sta  s  cs (2012) revealed that younger 
baby boomers held an average of 11.3 jobs from ages 18 to 
46. These fi ndings reveal that on average, younger genera-
 on employees are remaining with an organiza  on for less 

than 31 months.

Despite this concerning trend, there are indica  ons that 
a career within a single organiza  on is s  ll a viable and de-
sirable op  on for employees (Clarke, 2013). Employee in-
terviews revealed that those who frequently pursued ca-
reer development through interorganiza  onal moves were 
mo  vated by a need for career and personal development 
and work–life balance (Clarke, 2013). Others who were em-
ployed by a single organiza  on for at least 10 years empha-
sized the importance of having been pro- vided fl exibility, 
opportuni  es for career and personal development, and 
a shared responsibility for career management through a 
strong employer–employee rela  onship. These employ-
ees stressed the importance of having a career compa  ble 
with their personal  lives.

The new organiza  onal career is one that provides the 
fl exibility of a contemporary career within a single orga-
niza  on. Employees are aff orded internal mobility oppor-
tuni  es (e.g., new roles, interna  onal or cross-cultural 
experiences, and fl exible work arrangements) that may 
preempt the need to seek opportuni  es through alternate 
employment. Organiza  ons provide employees with ca-
reer- specifi c development opportuni  es, which are one of 
the three facets of career growth (i.e., one’s percep  ons 
of development and advancement opportuni  es within 
an organiza  on; Weng & McElroy, 2012; Weng, McElroy, 
Morrow, & Liu, 2010). Organiza  ons can support em-
ployee development by implemen  ng training programs 
or job rota  ons in various departments that allow employ-
ees to broaden their knowledge, skills, and abili  es (Clarke, 
2013). In the new organiza  onal career, career-specifi c de-
velopment opportuni  es are integrated with the personal 
needs and values of the employee to facilitate whole-life 
development.

The new organiza  onal career fosters balanced employ-
er–employee rela  onships, such that employees desire 
richer experiences than the strictly transac  onal employ-
er rela  onship inherent in contemporary careers. This 
perspec  ve on careers holds a rela  onal aspect that en-
courages a two- way exchange rela  onship between the 
organiza  on and the employee. The support generated in 
this rela  onship aff ords opportuni  es for employee devel-
opment to be supplemented with individualized consider-
a  on of one’s changing personal circumstances (e.g., fami-
ly demands) over life  stages.

The Work-Home (WH) Career
Perspec  ve

Recognizing the mutual infl uences that one’s career and 
personal needs have on one’s career path, Greenhaus and 
Kossek (2014) recently proposed a WH career perspec  ve. 
The WH perspec  ve high- lights how career development 
issues, including the appraisal of career success, decisions 
regarding global assignments, and career sustainability, 
can be be  er understood by considering how they are im-
pacted by one’s personal life. For example, Greenhaus and 
Kossek (2014) stressed the interdependencies between 
employees’ career management decisions (e.g., extensive 
travel) and family circum- stances (e.g., birth of a child). 
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This implies a holis  c or whole-life approach to making 
career management decisions regarding issues such as 
promo  onal opportuni  es, inter- or intraorganiza  onal 
mobility, and re  rement. The WH perspec  ve suggests 
that one’s personal life and career can both contribute to 
the experience of career development through life sa  sfac-
 on and work–family balance sa  sfac  on (Greenhaus & 

Kossek, 2014).

The WH perspec  ve incorporates both the work and the 
family domains into one’s ability to sustain a career. A WH 
sustainable career preserves and facilitates human and 
career development through resources related to balance 
and posi  ve domain-related experiences (Greenhaus & 
Kossek, 2014; Iles, 1997). WH career sustainability concen-
trates on the cross-domain spillover of well-being, energy, 
and other posi  ve experiences and states (Greenhaus & 
Kossek,  2014).

Similar to other conceptualiza  ons of balance (e.g., Lita-
no, Myers, & Major, 2014; Major & Litano, 2014), the inter-
dependencies between one’s work and nonwork domains 
are constantly changing over  me and across various ca-
reer and life stages in WH sustainable careers. This per-
spec  ve emphasizes that each domain (e.g., home) should 
be considered in decisions related to the other (e.g., 
work). For decisions related to career development, the 
decision-making process should include refl ec  on on one’s 
familial responsibili  es and how experiences will transfer 
between the work and the nonwork domains (i.e., fami-
ly, self, and community). The WH perspec  ve on careers 
builds on the no  on that employees are taking a whole-life 
approach in the considera  on of career management de-
cisions, ul  - mately impac  ng the way organiza  ons and 
researchers should conceptualize and manage employee 
development.

Career Development Through the 
Whole-Life Lens

A common theme in the contemporary career literature is 
that whole-life considera  ons (i.e., those stemming from 
both the work and the home domains) are a major driv-
er of career decision making. In addi  on to the desire for 
upward mobility (i.e., promo  ons), the inability to balance 
one’s nonwork responsibili  es and the considera  on of 
personal circumstances act as key antecedents to interor-
ganiza  onal mobility (Clarke, 2013; Sullivan & Mainiero, 
2007). We contend that whether one’s career is largely in-
tra- or interorganiza  onal depends on the available oppor-
tuni  es for crea  ng whole-life balance.

Individual work–life balance refers to the achievement 
of fulfi lling experiences in both work and nonwork do-
mains while expending resources reasonably across both 
role sets (Kirchmeyer, 2000; Mainiero & Sullivan, 2005). 
One’s personal balance diff ers intra- and inter-individually 
and does not necessarily entail an equal investment across 
domains or  me (Litano et al., 2014). Major and Litano 
(2014) characterized personal balance as a form of adapt-

ability that empowers individuals to pursue goals in the 
changing landscape of their work and personal life. At a giv-
en point, for example, this may involve geographical relo-
ca  on in order to earn a promo  on, and at another point, 
one’s family role may be priori  zed due to the need to care 
for an aging parent. Ul  mately, percep  ons of work–fami-
ly balance are enhanced when work–family confl ict (WFC) 
is minimized and work–family enrichment is maximized 
(Frone, 2003). Greenhaus and Beutell (1985, p. 77) defi ned 
WFC as ‘‘a form of interrole confl ict in which the role pres-
sures from the work and family domains are mutually in-
compa  ble.’’ WFC is associated with an abundance of neg-
a  ve outcomes, including reduced job and life sa  sfac  on 
(Kossek & Ozeki, 1998) and weaker career success and job 
performance (Allen, Herst, Bruck, & Sut- ton, 2000). Con-
versely, work–family enrichment is defi ned as ‘‘the extent 
to which experiences in one role improve the quality of 
life in the other role’’ (Greenhaus & Powell, 2006, p. 73). 
Work–family enrichment is related to posi  ve outcomes 
including job and family sa  sfac  on, and organiza  onal 
commitment (McNall, Nicklin, & Masuda, 2010). When 
there is a perceived work–family imbalance, employees 
may seek alterna  ve employment with organiza  ons that 
be  er accommodate their per- sonal and/or career needs.

How Organiza  onal Leadership Sup-
ports Whole-Life Career Development

Whereas fi nding balance between work and nonwork was 
once viewed as a burden that fell to employees’ to manage, 
many employers now grasp the benefi t of being involved 
in work–life management (Major, Burke, & Fiskenbaum, 
2013). Across organiza  onal leadership levels, managers 
play an essen  al role in suppor  ng the balance of employ-
ees’ needs for whole-life development. In this sec  on, we 
focus on the contribu  ons of upper- and lower level orga-
niza  onal leaders and the importance of aligned work–life 
support across leadership levels. Upper level leadership is 
comprised of execu  ve managers, senior leaders, and hu-
man resource (HR) execu  ves. Lower level leadership in-
cludes immediate supervisors and frontline managers. We 
contend that organiza  onal leadership plays a vital role 
both in restructuring the organiza  onal culture to be fl ex-
ible and accep  ng of employees’ personal growth needs 
and in communica  ng and facilita  ng their policies and 
expecta  ons at an individual level.

Upper Level Leadership

In the work–family literature, the ‘‘organiza  on’’ is typically 
opera  onalized by execu  ve-level man- agers and senior 
leaders (Chen & Bliese, 2002). These upper level leaders 
maintain three primary responsibili  es with respect to 
employee whole-life development. First, these leaders and 
policy makers play an integral role in the development of 
formal work–family policies and benefi t programs. Second, 
they construct and sustain organiza  onal cultures by which 
all nonexecu  ve leaders and employees are constrained 
(Giberson et al., 2009). Finally, these leaders assume re-
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sponsibility for ensuring that the climate of the organiza-
 on matches its formal policies by empowering lower level 

leaders to respond to family-friendly requests (Major & 
Lauzun,  2010).

Upper level managers and HR execu  ves are key par-
 cipants in the development of work–life policies and 

programs. These family-friendly programs include paren-
tal leave policies, fl exible working arrangements, on-site 
childcare, and work redesign ini  a  ves (Kelly et al., 2008; 
Thompson, Beau- vais, & Lyness, 1999). Work–life pol-
icies and programs allow employees to be  er juggle 
their compe  ng work and nonwork responsibili  es, and 
are linked to reduced WFC and enhanced work– family en-
richment (e.g., Kelly et al., 2008). Senior leaders and HR ex-
ecu  ves are also capable of formally restructuring job re-
quirements to be  er accommodate employees’ nonwork 
lives, and to set realis  c expecta  ons for work-related 
 me demands. For example, schedule control and fl exible 

working arrangements serve to reduce WFC (Byron, 2005). 
Restructuring employees’ roles to be more fl exible may be 
mutually benefi cial as these work arrangements provide 
more work–family resources and enhance subordinate 
job sa  sfac  on and ci  zenship behaviors (Kossek & Ozeki, 
1998). However, family-friendly ini  a  ves are ineff ec  ve 
if employees do not perceive their use to be supported by 
the organiza  on (Allen, 2001; Thompson et al., 1999). The 
extant literature has suggested that when employees per-
ceive the organiza  on’s work–family culture to be unsup-
por  ve, they refrain from u  lizing family-friendly policies 
for fear of nega  ve career repercussions, such as being 
overlooked for a promo  on or receiving nega  ve perfor-
mance evalua  ons (Judiesch & Lyness, 1999; Thompson et 
al., 1999).

Organiza  onal work–family cultures are shaped by the 
values held by upper level leaders and pol- icy makers. 
Thompson, Beauvais, and Lyness (1999, p. 394) defi ned 
work–family culture as ‘‘the shared assump  ons, beliefs, 
and values regarding the extent to which an organiza  on 
supports and val- ues the integra  on of employees’ work 
and family lives.’’ Execu  ve-level managers cul  vate posi-
 ve percep  ons of a work–family culture by reducing fear 

of nega  ve consequences associated with family-friendly 
benefi t use, establishing reasonable organiza  onal  me 
demands that are compa  ble with other life domains, and 
providing and encouraging managerial support of work–
family balance at all levels of leadership. Work–family pol-
icies are most u  lized and eff ec  ve when employees per-
ceive the organiza  on’s work–family culture to be posi  ve 
and suppor  ve (Allen, 2001; Thompson et al., 1999). A 
suppor  ve family-friendly organiza  onal culture may be 
par  cularly important for men reluctant to u  lize fl exible 
working arrangements for fear of being s  gma  zed as fem-
inine and poor workers (Rudman & Mescher, 2013). Upper 
level leaders also communicate expecta  ons and support 
to lower level leaders, increasing the likelihood that they 
too will facilitate employees’ whole-life career develop-
ment by a  ending to work–family needs. It is impera  ve 
that execu  ves work with direct supervisors to ensure that 
the organiza  on’s formal work–life policies are supported 
by a posi  ve work–life culture.

Lower Level Leadership

As the organiza  onal leadership representa  ves most 
proximal to subordinates, direct supervisors are respon-
sible for ensuring that organiza  onal resources are used 
to meet employees’ whole-life career development needs. 
Frontline supervisors are o  en the gatekeepers to work–
life policy and program use, and thus play an essen  al role 
in facilita  ng work–life balance. Work–family research 
demonstrates that subordinate percep  ons of supervisor 
support for family are nega  vely related to WFC (Kossek, 
Pichler, Bodner, & Hammer, 2011). Direct supervisors 
are responsible for conduc  ng whole-life developmental 
needs assessments and providing support to facilitate em-
ployees’ eff ec  ve work–life management.

A whole-life needs assessment is a diagnos  c process 
that involves communica  on with one’s sub- ordinates de-
signed to address their current work and personal issues 
and specify future personal and career development–re-
lated needs (Gupta, 2011). This process provides the su-
pervisor with informa  on about how he or she can best 
u  lize available resources to support employees’ whole-
life needs. This communica  on is par  cularly essen  al in 
accommoda  ng career development needs as life stages 
change. For example, whole-life needs assessments may 
provide informa  on about changes   in employee role val-
ues (e.g., balance and challenge; Sullivan & Mainiero, 2007) 
that can be addressed accordingly. Understanding that an 
employee may be shi  ing his or her priori  es from one do-
main to the other due to a signifi cant life change may af-
ford both par  es the opportunity to appropriately man-
age such a situa  on. With the informa  on acquired in the 
whole-life needs assessment, supervisors are equipped to 
encourage and facilitate each employee’s career develop-
ment through their strategic use of organiza  onal resourc-
es and  policies.

The importance of the immediate supervisor is further 
evidenced by research demonstra  ng that high-quality 
leader–member exchange (LMX) rela  onships are predic-
 ve of posi  ve work–family outcomes (e.g., Major, Fletch-

er, Davis, & Germano, 2008). LMX theory posits that super-
visors develop unique, reciprocal exchange rela  onships 
with individual employees that are based on the mutual 
aff ect, contribu  on, professional respect, and loyalty (Liden 
& Maslyn, 1998). As subordinates complete prescribed and 
extra-role du  es, they dis  nguish themselves from their 
peers and are more likely to be provided with resources 
that support their personal and career needs. A high-qual-
ity LMX rela  onship is mutually benefi cial as subordinates 
are aff orded more communica  on, support, feed- back, 
fl exibility, and role nego  a  on—all resources that can facil-
itate one’s career and personal bal- ance (Liden & Maslyn, 
1998). Reciproca  on leads to increased task and contex-
tual performance and reduced turnover inten  ons, bene-
fi  ng the supervisors and organiza  on (Duchon, Green, & 
Taber, 1986).

Ma  hews, Bulger, and Booth (2013) suggested that fam-
ily-suppor  ve supervisor behaviors (FSSBs) may account 



13LAMA REVIEW  JUNE 2016

for the rela  onship between LMX and posi  ve work–fami-
ly outcomes. FSSBs are a set of behaviors demonstrated by 
supervisors that are suppor  ve of employees’ family lives 
and include emo  onal support (i.e., considering subordi-
nate’s feelings and well-being), instrumental sup- port (i.e., 
allowing and encouraging employees’ use of family-friendly 
programs), role-modeling behaviors (displaying eff ec  ve 
work–life management behaviors that func  on as an ex-
ample for subordinates to follow), and crea  ve work–fam-
ily management (i.e., restructuring work roles to accom-
modate both the organiza  on and the employee; Hammer, 
Kossek, Yragui, Bodner, & Hanson, 2009; Hammer, Kossek, 
Zimmerman, & Daniels, 2007). FSSBs are associated with 
increased posi  ve work–family spillover and reduced WFC 
(Hammer et al., 2009). Supervisors who develop high-quali-
ty LMX rela  onships provide their employees with the op-
portunity to nego  ate idiosyncra  c deals (i-deals), which 
may be represented by the crea  ve work–family manage-
ment dimension of FSSB. I-deals are special employment 
terms between an individual employee and a supervisor 
that are intended to benefi t both par  es (Rousseau, Ho, & 
Greenberg, 2006). When supervisors feel authorized and 
empowered by upper level leadership, they can leverage 
these arrangements to be  er manage each employee’s 
personal and career roles and goals (Lauzun, Morganson, 
Major, & Green, 2010; Major, Lauzun, & Jones, 2013), ul  -
mately facilita  ng whole-life development in an organiza-
 onal   career.

In addi  on to establishing a high-quality rela  onship 
with one’s subordinates, supervisors can proac  vely serve 
as mentors to s  mulate posi  ve employee work a   tudes 
and career prospects (Scan- dura & Williams, 2004). Men-
tors invest in their prote´ge ś’ whole-life development by of-
fering support and resources, providing challenging tasks, 
coaching, and feedback, and by using their clout in the or-
ganiza  on to sponsor and safeguard the proté gé  (Kendall, 
2013). Kendall (2013) suggested that supervisors should 
foster mentoring rela  onships with subordinates to facili-
tate employee personal and career development. Pan, Sun, 
and Chow (2011, p. 265) defi ne supervisory mentoring as 
‘‘an intense interpersonal exchange between the supervi-
sor and a subordinate in which the supervisor pro- vides 
support, direc  on, and feedback regarding career plans and 
personal development.’’ Supervisory mentors are more 
commi  ed to the long-term development of the subordi-
nate, and the pair shares a more meaningful personal re-
la  onship than other mentor arrangements (Booth, 1996). 
According to Richard, Ismail, Bhuian, and Taylor (2009), su-
pervisory mentors have more opportuni  es to provide ca-
reer-related resources than nonsupervisory mentors. Giv-
en their knowledge of subordinates’ career and personal 
needs and their responsibility for subordinates’ work-relat-
ed development, supervisory mentors are well posi  oned 
to facilitate employee ‘‘whole-person’’ development (Kram 
& Isabella, 1985). Supervisory mentors provide employees 
with role modeling, career support, and psychosocial sup-
port  (Scandura  &  Ragins,  1993),  which  are  associat-
ed   with  objec  ve   (e.g., promo  ons, compensa  on, and 
salary growth) and subjec  ve (e.g., career sa  sfac  on, ex-

pecta  ons for advancement, and career commitment) in-
dicators of career and personal success (Allen, Eby, Poteet, 
Lentz, & Lima, 2004). In addi  on, prote´ge ś report reduced 
WFC via mentor support (Nielson, Carlson, & Lankau, 2001).

Coordina  ng Leader Support Across 
Levels

Research shows that the use of family-friendly prac  ces is 
associated with repor  ng to a family- suppor  ve supervi-
sor (Breaugh & Frye, 2008). Of course, supervisors are most 
likely to refer their employees to family-friendly programs 
when they are aware that such programs exist in their or-
ganiza  ons and when they believe that program use will 
be associated with benefi cial outcomes (Casper, Fox, Sitz-
mann, & Landy, 2004). Thus, the importance of aligning 
support for work–family balance across leadership levels 
cannot be overstated. Leaders across organiza  onal levels 
play an integral role in suppor  ng employees’ work–life 
management. Meta-analy  c evidence suggests that work–
family- specifi c organiza  onal support acts as a mediator in 
the rela  onship between work–family supervisor support 
and employee WFC (Kossek et al., 2011). Put simply, orga-
niza  onal and supervisor support for work–family is most 
eff ec  ve in the reduc  on of WFC when both are present 
and perceived posi  vely. Perhaps most importantly, fam-
ily-friendly programs are only eff ec  ve when employees 
perceive that their supervisor and organiza  on support 
their use (Allen, 2001; Kossek et al., 2011). As an example 
of misaligned support, a well-inten  oned supervisor may 
be limited in his or her ability to provide the appropriate 
family-friendly resources if he or she does not feel empow-
ered to respond to family-related requests. Research sug-
gests that supervisors accommodate work–life requests 
more o  en than not, and when fi rst-line managers deny 
employees’ work–life requests the primary reason is lack 
of authority (Lauzun et al.,  2010).

Lauzun and colleagues’ research suggests that employee 
percep  ons of organiza  onal work–family prac  ces may 
be most favorable when support for work–family balance 
is aligned across leadership levels. A seamless line of com-
munica  on between upper- and lower level leaders facil-
itates alignment of work–family support. For example, 
work–family feedback gathered by direct supervisors can 
help execu  ve-level leaders to iden  fy characteris  cs of 
the work-context that need restructuring. Alignment in 
work–family support across leadership levels provides the 
organiza  on with an opportunity to be con  nuously mind-
ful of employees’ changing whole-life career development 
needs, making the organiza  onal career a more viable op-
 on for employees.

Organiza  onal Benefi ts of Fostering 
Whole-Life Career Development

The opportunity for work–life balance makes the whole-life 
approach to career development a  rac  ve to employees. 
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Here, we consider the advantages to employers. Although 
the body of research examining such issues is small, there 
are indica  ons that organiza  ons focusing on whole-life 
development gain a compe   ve advantage in recrui  ng 
and reten  on, and also realize improved organiza  onal 
performance and eff ec  veness (e.g., Ngo, Foley, & Loi, 
2009; Sands & Harper,  2007).

Perhaps the ‘‘organiza  onal career’’ is not dead, but re-
vivable provided that the organiza  on takes a whole-life 
approach to career development. Organiza  ons adop  ng 
career management strategies that facilitate whole-life ca-
reer development may have a compe   ve advantage in at-
trac  ng and retaining valuable employees. Indeed, the For-
tune list of ‘‘100 Best Companies to Work For’’ is populated 
by employers that devote resources toward accommodat-
ing employee career and personal development (Lever-
ing & Moskowitz, 2014). Research by Lewis and Smithson 
(2001) revealed that workers in more egalitarian cultures 
feel more en  tled to employer support for work–life man-
agement than in cultures that possess tradi  onal gender 
role a   tudes. Interviewees suggested that work–family 
support and resources prevent employees from seeking 
alternate employment and act as a means of recrui  ng 
talented workers, which supports the no  on that work–
life management may be in the employer’s best fi nancial 
interest. The ‘‘business case’’ for work–life management 
was also supported by Cli  on and Shepard (2004), who 
suggested that these ini  a  ves are eff ec  ve because 
family-friendly companies a  ract a larger applicant pool 
enabling the organiza  on to be more selec  ve. Organiza-
 ons that pro- vided and supported work–life programs 

a  racted higher quality candidates and realized increases 
in organiza  onal produc  vity through increased employee 
output. Evidence from a recent meta-analysis suggests that 
the presence of family-friendly programs is predic  ve of 
applicant a  rac  on (Uggerslev, Fassina, & Kraichy, 2012).

Although limited in scope, a growing body of literature 
has been dedicated to exploring how the accommoda  on 
of employees’ whole-life development needs may posi-
 vely aff ect organiza  onal performance and eff ec  veness. 

For example, organiza  onal commitment to employees’ 
emo  onal and physical well-being posi  vely impacts or-
ganiza  on-level return on assets (Lee & Miller, 1999). The 
authors posit that commitment to employee well-being 
s  mulates a mutual sense of loyalty that generates perfor-
mance improvements and organiza  onal success, ac  ng 
as a compe   ve advantage for these organiza  ons. Fur-
ther research has evidenced that organiza  ons inves  ng 
in employee human capital development realize increased 
fi nancial performance, return on equity, and customer sat-
isfac  on (Carmeli & Schaubroeck, 2005). Sands and Harper 
(2007) found the use of family-friendly pro- grams to be 
nega  vely related to employee turnover and posi  vely as-
sociated with organiza  onal return on assets and return on 
equity. Ngo, Foley, and Loi (2009) found work–life program 

availability to be related to increased market performance 
(i.e., sales/turnover, net profi t, and new product develop-
ment) and HR-related performance (e.g., employee morale 
and reten  on). Thus, organiza  ons that approach career 
development through a whole-life lens a  ract more ap-
plicants, retain valuable employees, and may realize in-
creases in produc  vity and fi nancial performance. Accom-
moda  ng employees’ personal needs through work–life 
ini  a  ves may improve reten  on and make the organiza-
 onal career a more viable op  on.

Summary

The organiza  onal career is prac  cal for employees when 
their professional development needs     are addressed in 
concord with considera  on of their nonwork circumstanc-
es. Through support for work–life balance, organiza  onal 
leadership can facilitate employees’ whole-life career de-
velop- ment by providing the benefi ts of the contemporary 
career paths within a single organiza  on. In return, these 
organiza  ons realize a compe   ve advantage through 
increased profi tability, retain-  ing valuable workers, and 
a  rac  ng talented applicants. Facilita  ng a whole-life ap-
proach to career development provides organiza  ons with 
an opportunity to reinvent the organiza  onal career in the 
new career  era.
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‘‘In our aging societies, it is becoming 
necessary to retain older workers in 
organizations and extend the period 

of their professional activity. ’’
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Purpose: The aim of the paper is to 
present and assess professional devel-
opment opportuni  es for older em-
ployees in SME.

Methodology: In the process of desk 
research, the author has discerned a 
number of characteris  cs of training 
ac  vi  es conducted by SMEs. The 
management of older employees’ pro-
fessional   development is discussed on 
the basis of selected research fi ndings, 
i.a. CATI and CAPI surveys conducted in 
the framework of the “Comprehensive 
program of ac  va  on of people aged 
50+” project carried out by the Depart-
ment of Human Resource Management 
at Kozminski University in 2010–2012.

Findings: The fi rst part of the paper 
discusses the specifi city of training 
measures undertaken in SMEs. Accord-
ing to a large body research results 
available, these include: informality, 
reac  vity, short-term perspec  ve, focus 
on solving current problems, “learning 
by doing”, focus on the development of 
specifi c skills and organiza  onal knowl-
edge, lack of professional organiza  on 
of trainings. The core part of the paper 
focuses on the management of profes-

sional development of older employees 
in SMEs. The majority of surveyed fi rms 
have declared providing their older 
and younger employees with the same 
access to training. However, it does not 
always mean training is organised, or 
that employees aged 50+ par  cipate 
in it. Moreover, the survey has proven 
the existence of signifi cant diff erences 
in assessments and opinions among 
entrepreneurs and employees.

Originality/value: This paper discuss-
es professional development of older 
SME employees, which is a rela  vely 
new problem; it is based on an exten-
sive body of research. Managing pro-
fessional development of older workers 
is one of the most important challeng-
es faced by SMEs in the twenty  fi rst 
century and it shall require extensive 
and thorough research in the future.

Keywords: training, professional 
development, older workers, small and 
medium-sized enterprises

Introduc  on
Small and medium-sized enterprises 
(SMEs) play an important economic 

role, contribute signifi cantly to the 
genera  on of na  onal income, as well 
as to employment, development and 
innova  on. Un  l the 1980s, SMEs were 
to a great extent disregarded by man-
agement theorists. Our current under-
standing of the specifi c nature of SMEs, 
despite the growing body of research 
and publica  ons, remains  fragmentary. 
Knowledge gaps are par  cularly visible 
in rela  on to staff  management, which 
is carried out in SMEs in a diff erent 
manner than in large enterprises. The 
aim of this paper is to present and 
evaluate professional development op-
portuni  es provided to older workers 
by small and medium-sized companies. 
This issue has come to the fore in the 
framework of research conducted in 
Polish SMEs in recent years.

Although professional development 
of employees is one of the most 
important areas of human resource 
management and is of strategic impor-
tance for both the organiza  on and for 
employees, it is o  en underes  mated 
in smaller organiza  ons. In turbulent 
environments, knowledge, skills and 
a   tudes of employees are par  cu-
larly relevant, as well as their loyalty, 
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commitment and ability to recognize and respond appropri-
ately to changes, to emerging opportuni  es and threats. The 
need to con  nuously acquire and update knowledge and 
skills requires an appropriate management of the process 
of employee and organiza  on development. In our aging 
socie  es, it is becoming necessary to retain older workers 
in organiza  ons and extend the period of their professional 
ac  vity. This applies also to small and medium-sized enter-
prises (Kołodziejczyk-Olczak, 2013, p. 113).

Considera  ons regarding development opportuni  es for 
older workers were based on selected fi ndings of research 
carried out in three regions of Poland: Pomerania, Podlasie 
and Mazovia (Perek-Bialas et al., 2011; Sadowski-Snarska, 
2011; Szmidt, 2012).

Employee professional development – 
terminology

Theorists and prac   oners dealing with professional devel-
opment of employees refer to numerous and inconsistently 
defi ned concepts. The same concept applied by diff erent au-
thors can be understood in dissimilar manner; also, that the 
same or similar phenomena are referred to with a variety 
of terms, which results in a conceptual chaos (Sitko-Lutek, 
2004, p. 78). Training, improvement and development are 
the most commonly used terms. A gradual extension of the 
concept of training has become evident

in recent publica  ons. Ini  ally, management and human 
resource management theorists defi ned training rather 
narrowly, as the process in which technical staff  learn to 
perform their du  es; it was set apart from the concept of 
professional improvement, applied in rela  on to profes-
sionals and managers (Griffi  n, 1996, p. 436). In subsequent 
years, the spectrum of measures defi ned as training gradu-
ally expanded and diff erences between these two concepts 
began to blur.

The majority of Polish authors seem to regard the concept 
of training as narrower than development. The majority 
have adopted the defi ni  on of training formulated by A. 
Pocztowski: “all purposeful and systema  c measures tak-
en within an organiza  on and aimed at deepening and 
broadening certain aspects of human resources, as well as 
equipping them with new elements, essen  al for mee  ng 
the present and future needs of the organiza  on” (2003, p. 
299). Pocztowski and many other authors (including T. List-
waman, H. Król, M. Kostera, M. Rybak, A. Miś) regard train-
ing as a basic tool of human resource development. Certain 
theorists refer to improvement. Some authors, for instance 
T. Listwan, iden  fy it with the concept of training (1995, p. 
82) while others, like A. Sitko-Lutek, defi ne them in a much 
wider manner (2004, p. 83–84) and closer to the concept of 

development.

Many authors of English monographs – some of them 
experienced prac   oners – emphasize that the concepts 
of training and development are not synonymous, yet they 
suggest associa  ng them. A. Mayo perceives training as a 
measure aimed at improving professional skills, whereas de-
velopment is more forward-looking and long-term. He tends 
to refer to “human resource development”, understood as 
allbac  vi  es related to training, learning and development 
(2002, p. 10). Other scholars, like M. Sloman and D. Kirk-
patrick, choose a deliberate simplifi ca  on and equate these 
terms (“Despite certain diff erences between the two terms, 
I have decided to refer to them simply as training for reasons 
of simplicity” (Kirkpatrick, 2001, p. 16)), or use them inter-
changeably.

Publica  ons on small and medium-sized enterprises tend to 
defi ne training in a broad manner; some perceive as training 
any form of learning, even accidental, that takes place in 
the process of performing work (Rossiter, 2000, p. 88). The 
majority of authors suggest the use of the terms of training 
and development together. R. Hill and J. Stewart, prominent 
researchers and authors of major studies, have decided to 
use the terms “human resources” and “training and devel-
opment” interchangeably in order to simplify the discussion, 
however without trea  ng them as synonyms. Aware that 
individual measures of “training” and “development” convey 
diff erent meanings in theory and prac  ce, they decided to 
use them together. It is consistent with the “Investors in 
People” standard, which represents a broad understanding 
of the concepts of training and development as measures 
developing skills and/or knowledge and/or infl uencing be-
haviour (2000, p. 108).

This approach is widespread among researchers of SMEs, 
which persuaded the author to adopt it in her study. In 
this paper, training shall be construed as any ac  vi  es that 
promote and support learning and improve the effi  ciency 
of workers, and the concept of training and development 
shall be used interchangeably.

Management of professional 
development of SME employees

Professional development of employees in small and 
medium-sized companies tends to be informal. Learn-
ing takes place in the process of working, through the 
performance of daily du  es. The majority of research-
ers emphasize that SMEs organize formal  training 
much less frequently than large enterprises (Bacon and 
Hoque, 2005, p. 1976; Bryan, 2006, p. 635; Coetzer and Per-
ry, 2008, p. 649; Hill, 2002, p. 125; Saru, 2007, p. 42).
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Authors o  en argue that many small organiza  ons provide 
their employees with no training at all; in numerous enter-
prises training sessions are few and far between (Hill, 2004, 
p. 9; Saru, 2007, p. 42). Therefore, in publica  ons rela  ng to 
SMEs, the concept of “training” is usually used together with 
“development”, which allows a broad view of development 
ac  vi  es in the framework of informal ac  vi  es, such as 
briefi ngs delivered by managers, shadowing and mentoring, 
as well as formal measures, for instance in-house training 
delivered by one of the employees or by an external trainer 
(Hill and Stewart, 2000, p. 108).

Formalized training sessions become more frequent as the 
organiza  on grows (Storey, 2002, p. 251; Taylor, Shaw and 
Thorpe, 2004, p. 27), which is associated with a progressive 
formaliza  on of other human resource management prac-
 ces. Authors have also observed that growing organiza  ons 

tend to have recourse to external training, aimed not only 
at improving the qualifi ca  ons and skills that are necessary 
for their employees at a given  me, but also preparing them 
to take up senior posi  ons in thefuture (Kotey and Folker, 
2007, p. 217).

Measures aimed at employee development in SMEs have 
a specifi c character. On the basis of research conducted in 
SME, the following characteris  cs can be pointed out:

o informality,

o reac  vity,

o short-term perspec  ve,

o learning through work, resul  ng in the predomi-
nance of “on the job” training,

o focus on the development of specifi c skills and orga-
niza  onal knowledge,

o lack of professional organiza  on of training 
schemes.

It is worth no  ng that SMEs o  en declare that employee 
training is one of their priori  es (Bacon and Hoque, 2005, p. 
1977; Mayson and Barre  , 2006, p. 449). However, research-
ers argue that in the majority of cases, these declara  ons 
do not translate into ac  ons undertaken in this area. In the 
study conducted by C. Cassell et al., all companies perceive 
training as an important investment, yet only half of them 
employed a person who was formally in charge of personnel 
ma  ers; processes of broadly understood employee devel-
opment were observed in only 9 out of 22 companies that 
par  cipated in the in-depth study (Cassell, Nadin, Gray and 
Clegg, 2002, p. 682–683).

One of the authors referred to this situa  on as the “train-
ing paradox”. Although the approach of entrepreneurs to 
training is generally posi  ve, not all of them provide their 

employees with the opportunity to par  cipate in training 
or strive to meet their professional development needs 
(Matlay, 2002, p. 359). It can be argued that the majority of 
entrepreneurs do not regard human resource management 
as an area of key importance for business and perceives ex-
penses incurred for this purpose rather as costs than invest-
ments (Mayson and Barre  , 2006, p. 452). This also applies 
to staff  development (Matlay, 2002, p. 364).

Researchers have recently turned their a  en  on to the 
issue of professionaliza  on of human resource manage-
ment in SMEs, stressing that the key role in this process is 
played by knowledge, skills and awareness of owners and 
managers (Pocztowski and Pauli, 2013, p. 12–13). The level 
of professionaliza  on of the surveyed fi rms in the area of 
training is low, and it relates in par  cular to the phase of 
iden  fying training needs and evalua  ng the eff ec  veness 
of training. Less than 40 per cent of surveyed enterprises 
conduct an analysis of training needs involving at least two 
people, while nearly one-third do not assess training needs 
at all; it is a most dissa  sfying score, especially given that 15 
per cent of the surveyed fi rms failed to provide a response. 
Only 30 per cent of enterprises carry out an assessment 
of the eff ec  veness of training, which consists of verifying 
the acquired knowledge and skills, their applica  on at work 
and an evalua  on of changes in employee effi  ciency. More 
than half of the surveyed companies did not reply to the 
ques  on regarding training eff ec  veness evalua  on reports, 
which implies the absence of such documents in enterprise 
archives. Interes  ngly, 80 per cent of surveyed companies 
claimed to provide their employees with various devel-
opment techniques, but only 31 per cent organize regular 
training (Pocztowski and Pauli, 2013, p. 17–19).

This means that the vast majority of enterprises s  ll provide 
only occasional training for their employees, without a spe-
cifi c scheme and in an unsystema  c manner. Hence, further 
educa  on of managers and owners of small and medi-
um-sized enterprises seems necessary, as well as the dis-
semina  on of research results. Researchers have observed 
that the formaliza  on of ac  vi  es in the area of staff  train-
ing substan  ally reduces the risk of failure: enterprises that 
have recourse to formalized training programmes tend to 
be less prone to failure (Storey, 2004, p. 120). The results of 
research conducted by D. Jayawarna, A. Macpherson and A. 
Wilson are also of import. They precisely defi ned methods 
of formal and informal training (2007, p. 335) and examined 
the rela  onship between various training methods applied, 
the number of fi rms and their increase in turnover. They 
proved that small and medium-sized enterprises that train 
their employees tend to perform be  er than those that fail 
to do it, and that inves  ng in formal training translates into 
higher sales growth than informal trainings.

It is worth no  ng that among formal training methods, in-
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house training provided by external trainers to employees 
within the organiza  on and internal courses run by employ-
ees themselves seem to have the greatest posi  ve impact 
on the results of fi rms. Among informal methods, only 
seminars and training events have a signifi cant impact 
on the results achieved by enterprises.

These fi ndings should be disseminated among managers of 
SMEs in order to encourage them to change the approach 
and invest in employee development.

Managing the development of 
older employees

In our aging society, one of many challenges faced by 
organiza  ons is the need to ensure an adequate number 
of workers with the necessary competencies and skills 
(Wisniewski, 2009, p. 9). Given the inexorable demographic 
processes, enterprises that fail to take necessary ac  on risk 
facing serious problems in the future (Armstrong-Stassen 
and Templer, 2005, p. 58). Not only corpora  ons, but also 
smaller fi rms will have to take measures aimed at older 
workers, in order to provide them with appropriate qual-
ifi ca  ons and skills necessary to perform their tasks. This 
means that it will be necessary not only to draw more a  en-
 on to issues of professional development of employees, 

but also to managing the development of older workers.

In rela  on to training of older workers, authors emphasize 
three crucial issues: access to training, training methods 
adapted to needs, preferences and learning style of workers 
from this age group and raising the awareness of managers 
(Armstrong- -Stassen and Templer, 2005, p. 58). Analysis of 
sta  s  cal data and conducted studies allow us to conclude 
that, pursuant to the human capital theory, older workers 
are less likely to par  cipate in training (Fouarge and Schils 
2008, p. 13, 37; Tikkanen et al. 2002, s.v). An important 
reason for not par  cipa  ng in training is the lack of interest 
in raising qualifi ca  ons, o  en declared by older workers. 
This explana  on was given by 52 per cent of fi rm surveyed 
in Canada; 46 per cent claimed that training was not their 
priority (Armstrong-Stassen and Templer, 2005, p. 63–64). 
Lack of confi dence in one’s abili  es or a stereotypical per-
cep  on that older workers tend to have of themselves have 
discouraged them from par  cipa  on in training (Tikkanen 
et al. 2002, p. 21). Few companies endeavour to adapt their 
training methods to the needs and expecta  ons of older 
workers, and even fewer invest in educa  on and raising 
awareness of managers (Armstrong-Stassen and Templer, 
2005, p. 63).

It seems that the a   tude of managers to the issue of train-
ing for those aged 50+ is par  cularly important for SMEs, 
as the posi  on of the owners and managers is crucial, or 
even dominant in organisa  ons of this type (Tikkanen et al., 
2002, p. 16). Failure to adapt training or courses to the ca-
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pabili  es and learning preferences of employees may bring 
results that are very diff erent from the expected eff ects (Van 
der Heijden, 2002, p. 333).

Development of older workers in SMEs – 
selected research results

Par  cipa  on of older workers in training has been subject 
to research conducted in three Polish regions, namely in 
Pomerania, Podlasie and Mazovia (Perek-Bialas et al., 2011; 
Sadowski-Snarska, 2011; Szmidt , 2012). As it was not the fo-
cal point of the research, data used in the analysis outlined 
further is fragmentary. In Podlasie and Mazovia, research 
was conducted in SMEs only, whereas in Pomerania it en-
compassed also large enterprises.

According to the fi nal report of the study conducted in 
Pomerania, two thirds of the surveyed companies claimed 
to have organised training in the past year; a vast majority 
(85 per cent) stated that employees aged 50+ par  cipated 
in training sessions. Among them, medium-sized and large 
fi rms (84 per cent of companies employing more than 50 
staff ) were more numerous than small enterprises (only 62 
per cent of en   es).

The majority of organisa  ons that did not provide training 
to older workers claimed that it was not necessary. The lack 
of necessary resources was referred to much less frequently, 
just as the fact that training was addressed to other groups 
of employees; very few fi rms claimed that older workers did 
not wish to par  cipate in training.

Interes  ngly, the majority of the surveyed enterprises de-
clared that their 50+ employees par  cipate in training rather 
willingly. This opinion was represented by nearly two thirds 
of the respondents, while 20 per cent claimed the opposite 
(Perek-Bialas et al., 2011, p. 101).

These statements, evidencing the perceived willingness of 
older workers to par  cipate in training, should be compared 
to answers provided to the ques  on about the useful type 
of training for this age group. Few employers are convinced 
that this group of employees does not need training at all 
(5 per cent of surveyed organiza  ons), while 8 per cent 
is unable to specify the type of training that could prove 
benefi cial. Although the percentage of fi rms represen  ng 
this a   tude is rela  vely small, it is diffi  cult to ignore their 
existence. It is interes  ng to compare the views of employ-
ers and employees on training that would be useful to 50+ 
workers. Employers tend to indicate training in IT skills as 
crucial for this group of employees (27 per cent of respons-
es), followed by personal and career development (14 per 
cent of responses) and accoun  ng (10 per cent of respons-
es). According to employees, the most important types 
of training are language (26 per cent of responses) and IT 

courses (18 per cent). Other types of training were referred 
to by fewer than 10 per cent of respondents; training related 
to personal and career development – important according 
to employers – was men  oned only by 6 per cent of the 
surveyed employees. Employers tend to perceive foreign 
language training as much less important (9 per cent com-
pared to 26 per cent of employees); conversely, they con-
sider specialized training as considerably more valuable (in 
rela  on to most types of specialized training, approx. 9 per 
cent of employers as compared to approx. 2–4 per cent of 
surveyed employees). In terms of development opportuni-
 es, the needs and expecta  ons of employees diff er signifi -

cantly from what is declared by employers (Perek-Bialas et 
al., 2011, p. 100–101).

Less than half of enterprises (40 per cent) claim to draw 
up training plans. Just as in the case of ques  ons about 
the organiza  on of training, it was declared more o  en by 
medium-sized and large enterprises. Almost all fi rms stated 
that their training plans encompass employees of all ages 
(Perek-Bialas et al., 2011, p. 101–102).

In small and medium-sized companies from Podlasie, sur-
veyed in the POKL’s project “Innova  on 50+”, training ac  vi-
ty was slightly lower. Although more than 60 per cent of the 
surveyed companies are aware of a rela  onship between 
the professional development of older workers and the 
development of the organiza  on itself, their training ac  vity 
remains rela  vely limited. As many as 27 per cent of the 
surveyed companies (more from the private sector – approx. 
30 per cent than from the public sector – approx. 17 per 
cent) declared that they did not conduct any staff  training. 
Employers complain about high costs of training (nearly 20 
per cent of the surveyed fi rms) and the lack of training that 
would suit their needs (over 18 per cent). Only half of the 
surveyed enterprises organize training courses a  ended by 
older workers. The situa  on of older employees in the public 
sector seems rela  vely be  er than in private fi rms: public 
sector staff  aged 50+ is almost twice as likely to benefi t from 
training. Training for this group of workers was conducted 
in over 70 per cent of enterprises in the public sector and in 
less than 39 per cent of private sector companies (Sadows-
ka-Snarska, 2011, p. 65–66).

Employers’ percep  on of the value of investment in training 
for employees aged 50+ deserves an analysis. Few evaluate 
them as not profi table at all (5.6 per cent of responses), or 
claim that training represents a waste of  me, which would 
otherwise be spent working (5.2 per cent), and that it would 
be very diffi  cult to replace those in training by their col-
leagues (6.9 per cent). A larger group of employers believe 
that they are responsible for the development of knowledge 
and skills of staff  (10.5 percent of responses). More than 
twice as many have a nega  ve a   tude towards the devel-
opment of  employees aged 50+. In the opinion of almost a 
quarter of employers, older staff  do not need training, and 
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nearly 30 per cent believe that this group of workers are not 
willing to learn. Thus, it can be concluded that a large num-
ber of small and medium-sized businesses fail to recognize 
the value of professional development of older workers. To 
some extent, it may be due to the lack of training tailored to 
the needs of SMEs available on the market (as men  oned 
above, this is the opinion of 18 percent of respondents) and 
to the fact that training costs are considered to be excessive-
ly high (almost 20 per cent of respondents), which is closely 
related to their lack of informa  on about the availability of 
subsidized training programmes for older workers (almost 
30 per cent of fi rms). Given these  circumstances, one can 
hardly expect employers to take any ac  on in this area, as 29 
per cent of them believe that older workers are not interest-
ed in their professional development and learning (Sadows-
ka-Snarska, 2011, p. 66).

Ac  va  on of those aged 50+ was the subject of research 
conducted in the framework of the project “Comprehensive 
program of ac  va  on of people aged 50+” carried out by the 
Department of Human Resource Management at Kozminski 
University in 2010–2012. In the survey conducted among en-
trepreneurs and employees aged 50+ in Mazovian SMEs, the 
issues of professional development of older workers were 
also addressed.

Employers (CATI survey, 894 enterprises employing older 
workers) were asked to assess the interest of employees 
aged 50+ in training and specify the frequency of training 
provided to their staff . According to 42 per cent of employ-
ers, older staff  are less willing to par  cipate in training than 
their younger colleagues: they were “much less interested 
in professional development” according to 15 per cent and 
“slightly less interested” according to 27 per cent. A margin-
ally smaller group of employers (40 percent of respondents) 
believe that older workers are just as interested in training 
as their younger colleagues, while 16 per cent believe that 
that they are more willing to improve their knowledge and 
skills through training (with the same number of entrepre-
neurs claiming they want to par  cipate in training much 
more and slightly more o  en). Detailed data is presented in 

Figure 1.

Figure 1. Willingness of workers aged 50+ to par  cipate in 
training

Source: own study.

Interes  ngly, many young employers (aged 30 of younger) 
perceive older workers as less interested in professional 
improvement. This opinion was formulated by 54 per cent 
of young respondents, as compared to 42 per cent of all sur-
veyed employers. Similarly, older employers o  en perceive 
older workers as willing to develop their skills (25 per cent of 
respondents aged between 51 to 60, as compared to 16 per 
cent of all surveyed employers).

Employers were also asked how o  en their employees aged 
50+ par  cipate in training. Although the vast majority of 
them (82 per cent of respondents) believe that older work-
ers are less or just as willing as young people to develop 
their skills, enterprises strive to provide all employees with 
similar opportuni  es. Only 17 per cent of enterprises pro-
vided their 50+ employees with fewer training opportuni  es 
than their younger colleagues (including 7 per cent of fi rms 
where these opportuni  es were “defi nitely fewer” and 10 
per cent where they were “slightly fewer”). The majority (68 
per cent) of surveyed employers declared that 50+ employ-
ees benefi t from training as o  en as younger staff , and 7 per 
cent of employers stated that older workers a provided with 
more training (“much more training” in the case of 3 per 
cent and “slightly more” in the case of 4 per cent). Relevant 
data is presented in Figure 2.

Figure 2. Par  cipa  on of workers aged 50+ to par  cipate in 
training

Source: own study.

The project encompassed a survey conducted among 
workers aged 50+ (CAPI survey, sample of 751 respondents), 
who were asked, among others, which group of employees 
in their organiza  ons par  cipate in training more o  en: 
younger of older workers. The majority of respondents (64 
per cent) claimed not to be aware of any diff erences in this 
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respect. 18 per cent stated that younger staff  benefi t more 
frequently from training. It can therefore be concluded that 
these responses are consistent with the views of employers 
outlined above. Conversely, only 7 per cent of employers 
claimed that older workers had access to greater training 
opportuni  es, as compared to only 1 per cent of employ-
ees represen  ng this view. Some employees refrained 
from formula  ng a clear statement and chose the “I do not 
know” or “Not applicable” op  on. Responses provided are 
outlined in Figure 3.

Improvement of skills and competences is closely related 
to promo  on opportuni  es. Employers were asked wheth-
er any employee from the 50+ group was promoted in their 
enterprise in the period of the last three years; employees 
were to specify which group of employees were more 
o  en promoted in their organisa  on. Older workers were 
promoted in 26 per cent of companies par  cipa  ng in the 
survey – it was understandably more frequent in larger 
fi rms (in 16 per cent of fi rms employing 10–24 staff ,

as compared to 47 per cent of fi rms employing 100–249 
people). Older workers’ assessment of promo  on oppor-
tuni  es is quite similar to their assessment of training 
opportuni  es. Only 3 per cent of respondents felt that 
their companies o  en promoted older employees, while 22 
per cent claimed that younger employees were privileged 
in this respect. The largest group of respondents (60 per 
cent) have not no  ced any diff erences between younger 
and older workers. A large group of respondents chose not 
to express their opinion (15 per cent  cked the “I do not 
know” and “Not applicable” op  ons).

Detailed results are presented in Figure 4.

Figure 3. Who partcipates in training more o  en?

Source: own study.

Figure 4. Who is more o  en promoted?

Source: own study

Similar answers were also obtained in response to a ques-
 on about tasks and responsibili  es assigned to employees 

– according to 20 per cent of respondents, younger work-
ers are entrusted with more ambi  ous tasks; the opposite 
view was expressed by 7 per cent of respondents. It can 
therefore be concluded that respondents were signifi cantly 
more likely to consider their group to be at a disadvantage, 
with younger workers more frequently promoted, provid-
ed with training and entrusted with more interes  ng and 
challenging tasks.

50+ employees were also asked how o  en, over the last 3 
years, they par  cipated in non-compulsory training. Among 
respondents aged 50+, only 16 per cent admi  ed to having 
done so; less than a third expects to be provided with such 
opportuni  es in the future. If we compare these results 
with the statements of employers who claim that employ-
ees aged 50+ have access to the same (68 per cent) or even 
greater (7 per cent of respondents) training opportuni  es, 
and with similar opinions expressed by employees (with 64 
per cent claiming to have the same access to training and 1 
per cent of respondents indica  ng that older workers have 
greater training opportuni  es), it becomes evident that 
these statements do not refl ect the actual situa  on. This is 
consistent with the results of numerous studies, according 
to which smaller fi rms are considerably less likely to organ-
ise training for their staff  than large enterprises (Trochimi-
uk, 2013, p. 134).

Both employers and employees were asked whether 
older workers were treated diff erently than their younger 
colleagues. The majority claimed not to be aware of any 
diff erences, while 3 per cent of employees (24 people) and 
9 per cent of employers (40 persons) admi  ed that older 
workers were at a disadvantage. Interes  ngly, no employ-
ers par  cipa  ng in the survey were under the impression 
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that older workers were le   out, for instance with respect to 
training sessions or other events, even though this phenom-
enon was observed and reported by several employees. 
Conversely, twice as many employers as work-
ers claimed that older employees had fewer 
opportuni  es for development and promo-
 on, as well as worse jobs.

Psychophysical characteris  cs aff ec  ng the 
manner in which we learn and develop change 
with age. Employers and employees were 
asked to assess mental, social and physical ca-
paci  es of workers aged 50+, namely memory, 
the ability to concentrate, mental strength, 
the ability to learn and physical fi tness. In all 
of these areas, signifi cant sta  s  cal dispari  es 
were observed between answers provided by 
diff erent groups of respondents – as com-
pared to the opinion formulated by employers, older work-
ers assess their own capabili  es as much higher. Detailed 
data is presented in Table 1.

Both employees and employers recognize the importance of 
skills and abili  es, admi   ng that inadequate qualifi ca  ons 
contribute to professional inac  vity; this opinion was formu-
lated by 18 per cent of employees and 21 per cent of em-
ployers. At the same  me, however, neither group was able 
to specifi cally iden  fy what kind of training would improve 
the situa  on of workers aged 50+ in a par  cular organisa  on 
and on the labour market. The most frequently indicated in-
cluded ICT training (6 per cent of employees and 11 per cent 
of employers; sta  s  cally signifi cant diff erence between 
the two groups) and foreign language training (4 per cent 
of employees and 7 per cent of employers). In this respect, 
some employers – as opposed to employees – recognize the 
importance of courses and educa  on (4 per cent of employ-
ers against 1 per cent of employees; sta  s  cally signifi cant 
diff erence between the two groups). If we compare these 
survey results with answers provided by respondents in the 
project conducted in Pomerania, signifi cant diff erences can 
be pointed out. Both employers and employees of organisa-
 ons in Pomerania appeared more decisive and expressed 

stronger preferences. This could be interpreted as greater 
doubts as to the capability of training to improve the situ-
a  on of older people in the labour market. It is confi rmed 
by the results of qualita  ve research carried out within the 
“Comprehensive program of ac  va  on of people aged 50+” 
(IDI survey among employers and labour market experts; 
FGI survey among workers and the unemployed aged 50+), 
on the basis of which it can be concluded that much of the 
available training does not meet the needs of older workers 
and it scarcely takes into account their psychophysical and 
social capabili  es (Skrzek-Lubasińska, 2012, p. 370).

Table 1. Assessment of selected mental and physical capaci-
 es of workers aged 50+

On the basis of selected survey results from the three anal-
ysed projects, it can be concluded that career opportuni  es 
of older workers are rela  vely limited. This is largely due to 
the restricted access to training in smaller fi rms as compared 
to large organisa  ons, and to moderate fi nancial capabili  es 
of SMEs, although these are probably not the only reasons. 
An important factor is the employers’ percep  on of their 
employees aged 50+, of their abili  es and willingness to 
learn, their psychophysical capabili  es,as well as the value 
of their knowledge and experience to the organiza  on.
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How Career Dreams are Born
Study shows how to convince those with low self-confi dence to pursue their career choice
By By Jeff  Grabmeier--Ohio State University News Offi  ce

COLUMBUS, Ohio – A new study shows just what it takes to 
convince a person that she is qualifi ed to achieve the career 
of her dreams.

Researchers found that it’s not enough to tell people they 
have the skills or the grades to make their goal a reality.

Instead, many people need a more vivid and detailed de-
scrip  on of just how pursuing their dream career will help 
make them successful.

This is especially important for people who have the skills 
and poten  al to pursue a par  cular career, but lack the 
self-confi dence, said Patrick Carroll, author of the study and 
associate professor of psychology at The Ohio State Universi-
ty’s Lima campus.

“Students who have chronic self-doubt may need an ex-
tra boost to pursue the dreams they are certainly able to 
achieve,” Carroll said.

“This study fi nds that what they really need is a vivid picture 
of what will happen if they succeed.”

The study was published online this week in the journal Ba-
sic and Applied Soc ial Psychology.

The study involved 67 undergraduate business and psycholo-
gy students at Ohio State.

The students signed up to meet with a career adviser to 
learn about a supposedly new master’s degree program in 
business psychology that would train them for “high-paying 
consul  ng posi  ons as business psychologists.”

However, the program didn’t actually exist. The goal was 
to get the students interested in the program, and see how 
they reacted when faced with varying levels of valida  on to 
their new dreams of becoming a business psychologist. (The 
researchers followed a protocol to help students who may 
have been disappointed that there wasn’t a real program. 
More on that below.)

All the students read a brochure about the program and 
then fi lled out several ques  onnaires. They were asked to 
rate their self-confi dence that they could become a business 

psychologist, whether they were excited about the possi-
bility of becoming a business psychologist, whether they 
thought they could be admi  ed to the business psychology 
program and whether they intended to apply. They also 
reported their overall GPA.

The students were then separated into four groups. Stu-
dents in the control group were given an informa  on sheet 
indica  ng no GPA requirement for the program.

The other three groups were given sheets indica  ng the GPA 
requirement was .10 below whatever they had listed as their 
own GPA.

In one of these groups, the “career adviser” –- who actually 
worked with the researchers -- simply pointed out that the 
students’ GPA was higher than the requirement.

In another group, the valida  on was raised slightly: The 
adviser told the par  cipants that they were exactly what the 
program was looking for and that it was unlikely they would 
be rejected if they applied.

The last group received the strongest valida  on to their 
hopes of becoming a business psychologist: They were also 
told they were qualifi ed and were unlikely to be rejected if 
they applied. But the adviser added that it was likely that 
the student would be accepted with full funding and excel in 
the program and would graduate with numerous job off ers 
in business psychology.

A  erward, the par  cipants once again fi lled out forms ask-
ing how confi dent and excited they were about becoming 
a business psychologist and whether they expected they 
would be admi  ed. In addi  on, the students were given the 
opportunity to actually apply to the program.

The results were striking. The students in the control group 
and those who were simply told their GPA exceeded the 
program requirements didn’t embrace the possible new goal 
of becoming a business psychologist.

These par  cipants did not show any eleva  ons in self-con-
fi dence related to becoming a business psychologist and 
were unlikely to apply to the program or even ask for more 
informa  on.
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“Even when students learn that they exceed some external 
admissions requirement to become a business psychologist, 
they s  ll have to decide whether that means they should 
pursue that career dream instead of any others,” Carroll 
said.

“They may need more valida  on than that to pursue this 
career goal.”

However, when the adviser clearly detailed the vivid pros-
pect of success, the students were willing to embrace the 
pursuit of that new business psychology goal.

Specifi cally, students given the most vivid valida  on had 
higher levels of self-confi dence immediately a  er mee  ng 
with the adviser and were more likely to actually apply to 
the business psychology program.

“Self-confi dence played a key role here. Students felt more 
confi dent that they could really be successful as a business 
psychologist when they received a detailed picture from 
their adviser,” Carroll said.

Following the study, the researchers thoroughly debriefed 
all par  cipants on why it was necessary to use decep  on to 
study how students, like them, naturally respond to social 
valida  on to pursue new career goals.

In addi  on, researchers provided all par  cipants with de-
tailed informa  on on career counseling services that they 
could u  lize on campus for help in making future career 
choices. This extensive debriefi ng was designed to remove 
any adverse infl uence of the study feedback on par  cipants 
before they le  , Carroll said.

A  er the purpose of the study was explained to them, many 
par  cipants were enthusias  c about the research and its rel-
evance in revealing how others can shape their own career 
decisions, he said.

Carroll said he sees the relevance of this research nearly 
every day, as students seek his input about career plans or 
the possibility of graduate school.

“Some  mes students have the grades, the mo  va  on and 
the ability but simply lack the necessary self-confi dence to 
whole-heartedly invest in the pursuit of a realis  c new goal,” 
he said.

“This work shows how parents, teachers and counselors 
can steer students into the right direc  on to achieve their 
dreams.”

The fi ndings are especially relevant now as students pre-
pare for an uncertain job market and they, along with their 
teachers and guidance counselors, try to fi nd the best career 
choices for them.

“Educators are trying to lead students to the most realis  c 
career op  ons,” Carroll said. “This research is important to 
understanding how students make revisions in their career 
goals and decide which career possibili  es they should 
embrace.”

This research was supported by a grant from the Na  onal 
Ins  tute of Mental Health’
Copyright permissions given by Lab Manager.h  p://www.
labmanager.com/management-  ps/2014/10/-how-career-
dreams-are-born#.V0eJbkxrihd
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Melissa, a talented Gen X’er, is given a promo  on that 
puts her in direct conten  on for a key senior spot. 
Although her Boomer colleagues are off ering their 
congratula  ons, Melissa fi nds herself feeling vaguely 
uneasy. She is reaching a point in her career where 
the path seems to be narrowing suddenly and precip-
itously. There look to be very few op  ons for the next 
possible step. Her enthusias  c and suppor  ve Boomer 
boss has presented the promo  on as the next step on 
an inevitable path — her “fi nal hurdle” before taking 
on his job.

“I’d be  er be cau  ous,” she mused.

Why does Melissa feel uneasy?

I suspect her concerns stem from a desire to keep 
mul  ple op  ons open. Many X’ers tend to be very 
wary of pu   ng all their eggs in one corporate basket. 
They don’t like to be pigeon-holed or pushed out on 
a limb of specializa  on — with the inherent danger 
of a whimsical corpora  on sawing that limb off  be-
hind them during the next restructuring. One of their 
highest priori  es is keeping their op  ons open and 
their skills diverse — to be as self-reliant as possible. 
And they don’t like it when Boomers assume they’re 
interested only in the “obvious” career path choice.

The genesis of these concerns lies in the experienc-
es Melissa would have shared with other members of 
her genera  on when they were teens in the late ’70s, 
’80s and early ’90s,  mes of economic uncertainty and 
domes  c social change.

X’ers’ teen years were a  me of major corporate re-
structuring. The psychological contracts between em-
ployers and employees, established through the ’60s, 
were being ripped apart as large scale lay-off s accom-
panied the re-engineering and downsizing ini  a  ves 
of the ’80’s. I think it’s a safe assump  on that there is 
no one in their 30s today who, as a teen, did not know 
some adult who was laid off  from a corpora  on where 
he or she had planned to spend an en  re career. The 
sense of unease when it comes to corporate commit-
ments is an almost universally shared view among 
Genera  on X.

On the home front, many X’ers also lived through a sig-
nifi cant shi   in the social fabric. In the U.S., for the fi rst 
 me since war eff orts, women entered the workforce 

in major numbers — mom was home for many X’ers 
when they were small and went to work during their 
teen years. Some of the impetus for women working 
outside the home came from rising divorce rates — 
during X’ers’ teen years, divorce rates in the U.S. rose 
from 20% to 50%. They were fi rst genera  on labeled 
“latch key kids” — home alone in the a  ernoons, lean-
ing on their friends for companionship and support.

These teen experiences combined to leave most X’ers 
valuing self-reliance — and placing the ability to con-
trol their own des  nies as a very high priority.

What steps might Melissa take to feel more comfort-
able?

For many X’ers, the fundamental mistrust of ins  tu-
 ons is causing many to dream of leaving corporate 
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Generation X and the 
Narrowing Career Path
Tammy Erickson

life. Some of the most popular programs in MBA curric-
ula today are, in fact, classes in entrepreneurship.

But those who stay in corpora  ons can create broader 
op  ons, as well. If you’re feeling boxed in, begin by 
iden  fying at least six posi  ons in the fi rm that you 
might like to hold in the future. For each, understand 
the skills, capabili  es and experience that would be re-
quired to take on the posi  on. Are there ways that you 
could gain some of these skills as part of your current 
role — perhaps through closer collabora  on with an-
other group in the company or volunteering to be part 
of task force? Is there a key skill that you’ll need to gain 
through educa  on? Most important, let the organiza-
 on know that you’d like to develop your skills more 

broadly — and enlist support in achieving your goals.

Your preferences are likely to be diff erent from those 
of the Boomers who held similar posi  ons a few years 
ago. You need to play a role in helping the organiza  on 

understand that your goals may be a bit diff erent. Most 
corpora  ons will be delighted to help you develop a 
broader set of skills — if they understand that’s what 
you want.

Tamara J. Erickson has authored the books Re  re 
Re  rement, Plugged In, and What’s Next, Gen X? She 
is the author or co-author of fi ve Harvard Business 
Review ar  cles and the book Workfor ce Crisis. Erickson 
was named one of the top 50 global business think-
ers for 2011.
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Ten Principles to Becoming 
a More Succesful Lab 
Manager
While technical ability is essen  al to becoming a suc-
cessful laboratory manager, it is not suffi  cient. Many 
outstanding scien  sts or engineers have failed as lab 
managers. It takes more than just technical ability. 
What is this “more” that outstanding lab managers 
have?

“A   tude is a li  le thing that makes a big diff erence,” 
according to Winston Churchill. Recent psychology 
research backs up the famous statesman. A   tude is 
cri  cal to success, according to University of Pennsylva-
nia psychologist Mar  n Seligman. In a series of studies, 
he has discovered that a   tude is a be  er predictor of 
success than are I.Q., educa  on and most other factors. 
He found that people with posi  ve a   tudes are health-
ier, have be  er rela  onships, go further in their careers 
and earn more money. There are ten a   tudes labora-
tory managers need in order to become successful.

1 Believe that you are in
     charge of your des  ny
This means taking charge and making good things 
happen, not wai  ng for them to happen to you. Some-
 mes you have to take risks. These should be carefully 

calculated risks, and you should take steps to reduce 
uncertain  es, and thus risk, maximizing your chances 
of success. This can require courage, especially in tough 
economic condi  ons.

For example, the oil fi eld service industry experienced 
very diffi  cult economic condi  ons from 1982 un  l 
about 1990. Lab staff s were cut, at some companies cut 
repeatedly. At my then employer, a chemist (this au-
thor) developed a very promising new product. It was 
described in a newsle  er sent to all fi eld engineers, 
the engineers who worked directly with customers, the 
companies that operated oil and gas fi elds. Many fi eld 
engineers pressed the company to release the product 
for fi eld tes  ng. The R&D department manager refused 
to do so. Finally a company vice president intervened 
and approved the product for fi eld tes  ng. The product 
was highly successful in fi eld tes  ng and was quickly 
released for general fi eld use. It resulted in a signifi cant 
increase in market share for the company and very wel-
come addi  onal revenues. This situa  on contributed to 
the manager being moved to a staff  posi  on in which 
he did not supervise others.

2  Successful managers 
     have posi  ve a   tudes
“I am an op  mist. It does not seem too much use being 
anything else,” commented Winston Churchill. Success-
ful managers believe anything is possible in their career 
advancement. However, if they believe they can’t do 
something, they probably won’t. Having a posi  ve 
a   tude mo  vates your staff  members, improving both 
produc  vity and morale. This author clearly—and fond-
ly— recalls manager Bill Young, whose posi  ve a   tude 
helped me to persevere in a diffi  cult research project 
and succeed. Bill taught me that posi  ve a   tudes 
contribute to the determina  on needed to persist and 
bring projects to successful conclusions.

Career Building
By John K. Borchardt 

While technical ability is essen  al to becoming a successful laboratory manager, it is not suffi  cient. Many out-
standing scien  sts or engineers have failed as lab managers. It takes more than just technical ability. What is 
this more that outstanding lab managers have?
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3 Do everything well
While managers should certainly priori  ze their goals 
and ac  vi  es, there is really nothing in their job re-
quirements that they can aff ord to ignore. A  en  on to 
detail can be cri  cal to achieving project success that 
leads to career success.

4 Networking is essen  al
Networking can provide a mother lode of useful advice. 
Successful networking is essen  al to career advance-
ment. For staff  members, this begins with establishing 
good rapport with coworkers, including those in sup-
port func  ons such as informa  on scien  sts. Maintain 
these contacts when assigned to management posi-
 ons. Network with peers and both higher- and lower-

level managers. Treat everyone as a key contact. Go to 
lunch with fellow managers you would not otherwise 
see very o  en in your day-to-day ac  vi  es.

Extend your networking beyond your own laboratory 
and company. In par  cular, join professional associa-
 ons. Mee  ngs and professional society ac  vi  es are 

great opportuni  es for networking and making valu-
able contacts with people outside your own organiza-
 on.

5 Find reasons to enjoy
      your job
Finding reasons to enjoy your job improves your dispo-
si  on and promotes an op  mis  c a   tude. An op  mis-
 c a   tude increases your energy level, helping you to 

get more done. So dwell on the posi  ve aspects of your 
job. Find ways to fi x the nega  ve aspects. If you can’t, 
then don’t dwell on the nega  ve.

6 Ask “What else can I
      do?”
Always ask yourself the ques  on, “What else can I do?” 
Look for ways to enhance the chances of success on 
your projects. Don’t do their work for them but help 
make your staff  members’ jobs easier. Help coworkers 
complete their projects and achieve their goals.

7 Learn from your 
     mistakes
There is an old saying, “Learn from your mistakes.” No 
one succeeds 100 percent of the  me. Analyze situa-
 ons when you did not succeed or did not accomplish 

as much as you might have. Your analysis will help you 
avoid repea  ng your mistakes.

8 Promote yourself and
     your accomplishments
Don’t just wait for others to recognize your talents and 
success. Don’t be obnoxious, but do talk about your 
successes. My mom called it “Toot your own horn.” Ob-
serve successful colleagues to learn how some do this 
without sounding boas  ul.

9 Seek out opportuni  es
     to succeed
It was Louis Pasteur who said “Chance favors the 
prepared mind.” This axiom applies to management as 
well as laboratory research. Stay alert for opportuni  es 
to advance your career and to succeed in your current 
projects.
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10 Learn new skills
Learn new management and leadership skills and 
apply them to achieve success in your new manage-
ment posi  on. There are several ways to do this. One 
is independent study through reading or taking DVD or 
online short courses. Another is to take short courses 
off ered by professional socie  es, junior colleges and 
other organiza  ons. Consultants also off er some cours-
es. Yet another approach is to take full-semester cours-
es off ered by universi  es during the day or as evening 
courses.

When taking these courses, it is important to try to in-
corporate the important lessons you learn into your job 
as soon as possible. Otherwise you tend to forget them.

Stay alert for opportuni  es to learn informally. Iden  fy 
successful managers in your organiza  on. Use them as 
role models and observe how they handle their staff  
members, peers and their own managers. Also observe 
how they handle management tasks and problems as 
they arise.

Embrace change
Beyond these ten principles, newly appointed man-
agers need to recognize that their rela  onships with co-
workers must change because they will be supervising 
former peers. You don’t have to abandon friendships, 
but you do need to put them on a somewhat diff erent 
basis. Also, you can’t appear to be playing favorites 
with your friends. It can destroy your reputa  on as a 
fair-minded leader. Should you do so, some friends may 
try to take advantage of you.

In your management posi  on, you cannot aff ord to crit-
icize the performance of other employees in lunch  me 
or hallway discussions the way you used to do. This can 
give the impression of bias and is hur  ul to the individ-
uals you cri  cize to others. Managers should prac  ce 
the adage “Praise in public; cri  cize in private.”

Newly appointed managers also need to manage the 
disappointment of former peers who did not get ap-
pointed to the posi  on. This means fi nding new op-
portuni  es or challenges for them in your work group. 
It does not mean tolera  ng a decline in their perfor-
mance. You may need to quickly sit down with these 
individuals to discuss any concerns and disappoint-

ments they may have over not being appointed to the 
management posi  on.

Broaden your mental 
scope
Staff  members are focused primarily on their own job 
responsibili  es and rela  vely short-term projects and 
issues. This fosters dedica  on and hard work. Howev-
er, as a manager, you have to be concerned with both 
the short- and long-range interests of your work group 
and the en  re organiza  on. Managers have to be 
concerned with all the projects going on in their work 
groups.

Newly appointed managers must fi ght any tendency 
they have to micromanage and to be overly involved 
with their former projects. Even though a team leader 
is not considered to be working in a formal manage-
ment posi  on at many laboratories, this posi  on helps 
one make the transi  on from the mind-set of a staff  
member to that of a lab manager. A good team leader 
recognizes that progress toward achieving project goals 
and successfully comple  ng the project moves only at 
the pace of the slowest phase of the project. Hence 
the team leader must be certain that each team mem-
ber has the resources needed to ensure that his or her 
phase of the overall project is progressing sa  sfacto-
rily. For example, I have observed large projects reach 
what was thought to be R&D comple  on amid much 
jubila  on, only to have team members realize that the 
next phase of the project hadn’t been a  ended to. For 
example, the patent a  orney on the team didn’t have 
the  me to prepare the patent applica  ons that must 
be fi led in order to obtain patent protec  on in other 
countries. Consequently, commercializa  on had to be 
delayed un  l this was done.

Project “handoff s” are o  en aspects of the work that 
are neglected un  l the R&D is done. However, having 
the appropriate people on the team be responsible for 
these handoff s can reduce this problem. For example, 
an R&D team could include members from Sales & 
Marke  ng or an engineer from the plant where a new 
project will be run or a new product manufactured.

Team leader assignments can be excellent proving 
grounds for future lab managers.
Copyright Permissions given by Lab Manager. h  p://www.labman-
ager.com/leadership-and-staffi  ng/2010/10/career-building?fw-
1pk=2#.V0eIkExrihd 



35LAMA REVIEW  JUNE 2016 33333333333333333555555555555555555LALALALALLLLALALALALALALALALALLAALAALALAALALAALLAALLAMAMAMAMAMAMAMAMAMAMAMAMAMAMAMMMAAMAMAMAMMMMAMAMA RRRRRRRRRRRRRRRRRRREVEVEVEVEVEVEVEVEVEVEVEVVEVEVEVEEEEVEVVVVIEIEIEIEIEIEIEIEIEIEEEEEEIIEEEEEEEEWWWWWWWWWWWWWWWWWWWWWWWWWW JUJUJUJUJUJUJUUJUJUUJUJUJUUJUJUJUUJ NENENENENENENENENENENENENNENENENENENENENENNE  202020202022020202020200200000001616161616161616661611616116166111Shhh...
We’re keeping this quiet...

Introducing the new X Series Double Sided Changing Station from Ancare.
We could shout about the 10” knee-wells on BOTH sides

We could shout about the ULPA filtration, with 10 times the efficiecy of HEPA
We could shout about the Anti-Bacterial ISOCIDE Powder Coating

But at only 53 decibels in open-field conditions, if we spoke above a whisper you wouldn’t know it was on.

Beter Products. Better Science.

ancare.com
800.645.6379 / 516.781.0755

P.O. Box 814, Bellmore, NY, 11710



36 LAMA REVIEW JUNE 2016

Springer Science+Business Media New York 2014

  Abstract:

This study describes fi ndings from a na  onal search to iden  fy innova  ve workforce prac  ces designed to im-
prove the lives of direct care workers serving individuals with mental health and substance use condi  ons, while 
simultaneously improving client care, and the business vitality of the employer. The search process, con- ducted 
by The Annapolis Coali  on on the Behavioral Health Workforce, resulted in the selec  on of fi ve pro- grams to 
receive the Pacese  er Award from among 51 nomina  ons received. Awardees understood the value of inves  ng 
in direct care workers, who cons  tute an essen  al, but o  en overlooked, group within the behavioral health 
workforce. A review of these innova  ons yielded six cross-cu   ng principles that should inform future work- 
force eff orts (a) suppor  ng educa  onal and career development (b) increasing wages and benefi ts (c) crea  ng 
workforce development partnerships (d) using evidence- based prac  ces to train staff  and assess service fi delity 
(e) strengthening supervision and (f) employing people in recovery in direct care  roles.
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Introduc  on
There is broad consensus that a workforce crisis exists 
in the treatment of mental health and substance use 
condi  ons (Substance Abuse and Mental Health Services 
Administra  on [SAMHSA] 2013; Ryan et al. 2012; Hoge 
et al. 2009). The crisis is characterized by diffi  cul  es that 
include (a) recrui  ng and retaining staff  (b) training them 
eff ec  vely (c) developing supervisors, managers, and 
leaders and (d) expanding the caregiving role of primary 
healthcare providers, persons in recovery, and family 
members within the behavioral health workforce  (Hoge 
et al. 2013; Morris and Stuart 2002). The challenges are 
projected to become even more daun  ng with the expan-
sion of insurance coverage under the Aff ordable Care Act 
(Beronio et al. 2013).

Tradi  onal workforce development approaches focus 
on graduate degreed professionals. However, there is 
ample evidence that direct care workers, who have li  le 
or no pre- service educa  on for their posi  ons, comprise 
a major segment of the behavioral health workforce, 
es  mated at over 200,000 in number (Hoge et al. 2007). 
Known by diff erent names, such as direct service workers, 
direct support professionals, paraprofessionals or tech-
nicians, they tend to receive low wages and benefi ts and 
minimal on-the-job training. The competencies required 
for these posi  ons tend to be poorly defi ned and s  gma 
is associated with having such jobs. Since there are few 
career pathways or advancement opportuni  es, rates of 
turnover tend to be high (The Lewin Group  2008).

One strategy for addressing quality concerns in behav-
ioral health has been to iden  fy and broadly disseminate 
innova  ons (Schoenwald and Hoagwood 2001; Schoen-
wald et al. 2012). This  approach  has  been  adopted  by 
the   Center   for   Medicare   and   Medicaid     Innova-
 ons (h  p://innova  on.cms.gov). The strategy has also 

been applied directly to workforce development issues 
for more than 10 years by The Annapolis Coali  on on the 
Behavioral Health Workforce, which is a nonprofi t organi-
za  on dedicated to improving the quality of life of individ-
uals and communi  es by strengthening the eff ec  veness 
of those  who work to prevent, treat, and support recov-
ery from mental health and substance use condi  ons 
(www.annapo liscoali  on.org). Over the past decade, the 
Coali  on has conducted fi ve previous na  onal searches 
for innova  ve workforce prac  ces in behavioral health 
and has disseminated the fi ndings throughout the fi eld 
via social media, conference presenta  ons and publica-
 ons (Hoge et al. 2004; O’Connell et al.  2004).

This ar  cle reports on the fi ndings of the sixth na  onal 
 search for innova  on, which was unique in two ways. First, 
the search was funded by The Hitachi Founda  on and driven 
by its interest in iden  fying and promo  ng prac  ces that 
create be  er jobs for workers, while simultaneously produc-
ing be  er services for consumers and be  er business, defi ned 
as the improved fi nancial health of the service organiza  on. 
Second, this search centered exclusively on innova  ons with 
direct care workers, driven by The Annapolis Coali  on’s 
interest in highligh  ng the needs of this important workforce 
sector and by The Hitachi Founda  on’s priority of improving 

Workforce Development Innovat ions with 
Direct Care Workers: Better Jobs, Better 
Services, Better Business
Wayne F. Dailey •  John A. Morris   •Michael  A. Hoge

Community Ment Health J (2015) 51:647–653 DOI 10.1007/s10597-014-9798-4
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the lives of ‘‘low-wealth’’ individuals and the communi  es 
in which they reside (h  p://www.hitachifounda  on.org/). 
The ar  cle describes the methods for this na  onal search 
and the fi ndings, including brief summaries of the fi ve 
Na  onal  Award Winners. It concludes with a discussion of 
the cross- cu   ng themes and lessons learned from these 
innova  ve prac  ces with direct care workers.

  Methods

Study Design

In order to iden  fy workforce innova  ons that benefi ted 
low-wage, direct care staff  who generally do not hold a 
professional license or cer  fi ca  on, the Coali  on developed 
a Call for Nomina  ons that was distributed electronically 
throughout the United States. It was sent to (a) behavioral 
 health service providers (b) federal, state, and county-level 
government agencies (c) scien  fi c and professional organi-
za  ons (d) academic ins  tu  ons (e) evidence-based prac  ce 
developers (f) family, peer and recovery advocacy   groups 
(g) legal rights organiza  ons and (h) children’s mental 
health specialists. Simultaneously, the federal Substance 
Abuse and Mental Health Services Administra  on (SAM- 
 HSA) distributed the announcement to over 50,000 recip-
ients using its ‘‘enetwork’’ system. Several large provider 
associa  ons also distributed it to their members. The Call for 
Nomina  ons provided an overview of the ini  a  ve, eligibil-
ity and judging criteria, and announced that organiza  ons 
selected to receive the Behavioral Health Pacese  er Award 
in Support of Direct Care Workers would have informa  on 
on their innova  on broadly disseminated by The Hitachi 
Founda  on and The Annapolis Coali  on. This ar  cle is part 
of that dissemina  on eff ort.

Par  cipants

Eligible programs included community-based services run 
by private nonprofi t and for-profi t agencies, state and 
county-operated or funded agencies, Federally Qualifi ed 
Health Care Centers, Indian or tribal community health 
services, recovery community and recovery support orga-
niza  ons, and faith-based organiza  ons.

Review Process

The Annapolis Coali  on assembled a project team of se-
nior staff  who conducted an ini  al screening of nomina-
 ons to determine whether eligibility requirements were 

met. Each eligible applica  on was then fully reviewed 
by a panel of judges selected by the Coali  on. The panel 
was comprised of behavioral health workforce experts 
chosen to ensure diversity of exper  se with respect to 
preven  on, and treatment and recovery from mental 
health and sub- stance use disorders across the life span. 
Each judge used eight criteria to assess eligible programs. 
These slightly overlapping criteria were derived from two 
sources:

Criteria Adapted from The Hitachi Founda  on Priori  es

1. Posi  ve employer/business impact—improved the 
strength and vitality of the behavioral health organi-
za  on as a business en  ty.

2. Posi  ve employee impact—improved work life, skill 
levels, and career advancement among direct care 
workers.

3. Posi  ve client impact—improved mental health or 
substance use treatment and recovery outcomes or 
promoted healthy living.

Criteria Adapted from the Harvard Innova  ons 
in American Government Awards1

4. Signifi cance—addressed a workforce development 
issue that has poten  al to cause important and wide- 
spread change.

5. Eff ec  veness—had documented posi  ve impact on the 
host organiza  on, employees and clients.

6. Novelty—used non-tradi  onal concepts, methods or 
technologies, devia  ng from ‘‘business as usual.’’

7. Durability—evidenced stability and adaptability in the 
face of changing condi  ons.

8. Transferability—showed poten  al to be successfully 
replicated.

The judges were provided with a semi-structured form for 
evalua  ng each program on these criteria and then each 
used that informa  on to iden  fy programs for possible 
recogni  on. The project team assembled the recommen-
da  ons from all judges to create a consensus-based list of 
semifi nalists. A senior member of the project team then 
site visited all of these programs to vet the nominated 
innova  on in person through interviews with staff  and a re-
view of documenta  on. Collected informa  on was assem-
bled into wri  en case studies for each semifi nalist, which 
was  presented to the Board of Directors of The Annapolis 
Coali  on for review and selec  on of the awardees. The 
Hitachi Founda  on staff  reviewed project documents and 
provided input at mul  ple stages during this   process.

All authors of this study cer  fy responsibility for its 
content and a  est that no known confl icts of interest exist 
related to its publica  on.

1 Available at www.innova  ons.harvard.edu and used in 
previous Annapolis Coali  on searches for  innova  on.

  Results
Among 51 applica  ons submi  ed, 38 met eligibility re-
quirements and were distributed to thirteen judges, each 
of whom examined nine or ten applica  ons. Each ap-
plica  on had at least two reviewers, M = 3.2. Following 
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comple  on of site visits and case studies on the seven 
most promising programs, fi ve programs where selected 
as award winners. The fi ve recipients and their innova  ons 
are described below.

 Family Services of Western Pennsylvania

This agency is a provider of behavioral health care serving 
greater Pi  sburg. Internal reviews led agency leadership to 
 conclude that its case managers were ill prepared to assist 
clients with complex needs. Meanwhile, county offi  cials, 
planning to close the local state hospital, recognized sim- 
ilar problems in other agencies. Using the Family Services 
agency as a laboratory for workforce improvements, a 
mul  agency partnership was established to re-engineer all 
eleven case management programs in the   county.

The partnership involved close collabora  on between 
Family Services, the University of Pi  sburg, county govern-
ment, the county Medicaid managed care agency, and a 
community coali  on comprised of consumers, family mem-
bers and advocates. These par  es agreed to add trained 
mentors and regularly scheduled supervision at the agen-
cies and establish university-based training in job- related 
competencies and evidence-based prac  ces. Case manage-
ment was renamed ‘‘service coordina  on.’’ Career ladders 
were established linked to salary increments, resul  ng in 

an average increase in minimum salary   of 8.5 % for newly 
hired service coordinators.

Within a 2-year period, turnover among service co-
ordinators improved, as evidenced by the fact that 
those employed at the agency \12-months decreased 
from 25 % of all service coordinators to 20.3 %.  Those 
employed\18-months fell from 34.2 to 28.1 %. Average 
tenure of service coordina  on supervisors increased from 
79.8 to 83.4 months. Agency managers also reported im-
proved care quality and reduced recruitment and training 
costs.  The county increased reimbursement rates helping 
these reengineered programs gradually improve profi t-
ability.

Stanley Street Treatment and Resources  (SSTAR)

Located in Fall River, SSTAR grew from a small addic  ons 
treatment provider to a mul  service agency serving 
Massachuse  s and Rhode Island. Historically, SSTAR had 
trouble hiring qualifi ed staff  members who were creden-
 aled to provide reimbursable services. This undermined 

the agency’s fi nancial health and poten  al growth.

SSTAR found a solu  on when, supported by a Jobs to 
Careers grant, it partnered with a private training con-
sultant and a local community college to off er SSTAR’s 
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entry-level staff  college courses at the agency with credits 
usable toward addic  on counselor cer  fi ca  on.  Within 5 
years, 22 staff  achieved addic  on counselor cer  fi ca  on 
enabling reimbursement of their services. With more rev-
enue SSTAR was able to increase ambulatory care staff  sal-
aries 17 % during a 4-year period just prior to this study. 
During onsite interviews staff  reported improved self- es-
teem due to their career advancement and greater loyalty 
to the agency. By enhancing its complement of cer  fi ed 
staff  SSTAR also was able to keep pace with increasingly 
stringent state regulatory requirements, successfully com-
peted for federal grants, and implemented several new 
evidence-based prac  ces.

Har  ord Dispensary

In the early 1980s, Har  ord Dispensary was forced by 
compe   on from local hospitals to discon  nue providing 
general medical services a  er a century of serving indi-
gent Connec  cut residents. In response to the growing 
crisis of heroin abuse, it reopened as a methadone treat-
ment clinic. But its struggles con  nued because it had 
hired people in recovery from addic  ons whom, while 
eager to help, lacked training and failed to meet emerging 
service reimbursement and accredita  on standards.

New management concluded that to survive the agency 
needed to invest in its direct care workers. It established 
suppor  ve weekly supervision in which individualized 
educa  onal goals were set and monitored. A professional 
development program was established which added three 
paid professional leave days and covered up to $1,000 per 
employee annually for approved educa  onal expenses. 
Two-thirds of staff  par  cipated. A local community college 
was enlisted to provide classes at an agency treatment 
 facility to prepare staff  for counselor cer  fi ca  on. Salary 
adjustments gave Har  ord Dispensary a recruitment edge 
over compe  tors and merit bonuses and other benefi ts 
were added. In the 8 years preceding this study, staff  
turnover averaged 16.3 %, which is below average for this 
health- care sector (Hoge et al. 2013). In 2010, compara  ve 
data revealed the Dispensary’s 93.7 % pa  ent sa  sfac-
 on rate was second highest among six opioid treatment 

providers in Connec  cut. Sa  sfi ed pa  ents had increased 
treatment dura  on and greater probability of remaining 
opioid free. Addi  onally, the agency became involved in 
applied research, studies of evidence-based prac  ces, and 
ac  vely par  cipated in the Na  onal Drug Abuse Treatment 
Clinical Trials Network, all of which seemed to energize 
direct care  staff  by their own self-report.

Borinquen Health Care Center

Located in Miami, Borinquen Health Care Center was 
ba  ling an HIV epidemic in the city’s poorest neighbor- 
hoods. However, for many years its HIV tes  ng outreach 
eff orts met with marginal success.  The breakthrough came 
when Borinquen realized it had to address the role of drug 
addic  on in the transmission of blood-borne diseases. The 
Center concluded that to assist city residents from diverse 

cultural backgrounds, many of whom were homeless and 
distrusted public authori  es, it needed to hire street-savvy, 
bilingual behavioral health staff  and train them in an evi-
dence-based method of client engagement. Borinquen cre-
ated the Substance Abuse Targeted Outreach and Pretreat-
ment Program (STOPP), which u  lized Comprehensive Risk 
Counseling and Services (CRCS), a manualized approach 
to risk-reduc  on for people with complex needs. CRCS has 
well defi ned fi delity measures and requires intensive staff  
training and highly suppor  ve ongoing supervision. Con-
currently, Borinquen established fl exible work schedules 
for employees pursuing educa  onal goals, and awarded its 
behavioral health staff  an average $1,170 for educa  onal 
expenses in the year proceeding the Pacese  er case study. 
A fi ve-year program evalua  on that followed more than 
1,000 clients revealed improvement on all client-reported 
outcome measures from intake to comple  on. Abs  nence 
from drugs/alcohol for past 30 days, no arrests in past 30 
days, and being employed or in school revealed sta  s  cal 
signifi cant improvement, p \ 0.001.2 While not sta  s  cally 
signifi cant, the trend showed posi  ve impact for   reducing   
behavioral   or   social   consequences from (a)  substance  
use  (b)  having  a  stable  place  to  stay and (c) improved 
social connectedness. Collabora  on with Borinquen’s med-
ical programs resulted in be  er integra  on of primary care 
services, improved outcomes for STOPP clients, and more 
eff ec  ve use of the Center’s fi nite healthcare resources.

Thresholds

This agency serves more people with severe mental 
illnesses than any other private nonprofi t organiza  on 
in Illinois. For years, Thresholds conducted onsite class-
room training to enhance the skills of its direct care staff , 
67 % of whom held a bachelor’s degree or less. Some 
agency managers ques  oned the effi  cacy of this class-
room training method and struggled to fi nd coverage for 
workers a  ending classes. But it was outside forces that 
set the stage for internal change. In 2006, Illinois began 
conver  ng from state grants for public mental health care 
to fee- for-service reimbursement. Since employees in 
classrooms were unavailable to generate billable care the 
agency began reexamining its training approach. The new 
payment sys- tem also prompted Thresholds to establish 
individual produc  vity requirements, which upset many 
staff .

To meet these challenges, Thresholds began the use of 
embedded consultants to educate and coach staff . These 
were skilled trainers, chosen from within the agency, who 
worked with team supervisors and direct care staff  in 
community se   ngs. They taught evidence-based prac  c-
es, such as Integrated Dual Disorders Treatment (IDDT), 
observing many clinical encounters in situ to shape 
worker skills, while workers provided billable services. In 
suppor  ve supervision sessions, embedded consultants 
and supervisors engaged direct care staff  in discussions 
about how to enhance care quality and meet produc  vity 
requirements while simultaneously achieving the work-
er’s educa  onal goals, which would increase eligibility 
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for promo  on. The agency also implemented cash incen  ves  ed to produc  vity. Each month during the fi rst year, an 
average 28 % of direct care staff  received these bonuses, increasing their monthly income an average $117. Addi  onally, 
clients were receiving be  er services as IDDT fi delity data revealed improved performance scores from baseline to 6 and 
12-month follow-up. 

 Discussion

There are inherent limita  ons in eff orts to iden  fy work- force innova  ons. Data evalua  ng their impact is typically scarce 
and controlled comparisons with usual workforce prac  ces are virtually never conducted. It is diffi  cult to compare innova-
 ons quan  ta  vely, thus judgments of merit rely heavily on qualita  ve informa  on and informed expert opinion.

While recognizing those limita  ons, this study a  empted to maximize the structure in the search process by issuing a 
broad call for nomina  ons using explicit eligi bility criteria, engaging a large panel of judges with diverse exper  se, adop  ng 
explicit selec  on criteria, and con- duc  ng site visits to verify claims made in the nomina  on process. In the behavioral 
health fi eld there are few publica  ons that highlight novel eff orts with direct care workers. Yet the process described here 
yielded fi ve compelling cases in which a focus on these workers led to be  er jobs, be  er services, and be  er business. 
More detailed case studies and contact informa  on for these agencies can be accessed at h  p://annapoliscoali  on.org/?port-
folio=behavioral-health-pacese  er-award. The leaders responsible for these innova  ons have agreed to respond to ques-
 ons from other agencies regarding implementa  on.

 A major ques  on confronted by leaders of direct care organiza  ons is how to support workforce innova  ons in the 
face of ongoing funding challenges. Findings in this study suggest that inves  ng in workforce enhancements serves to 
ac  vate a ‘‘Workforce Enhancement Cycle’’ producing results needed to make the cycle self-sustaining. This model is 
shown in Fig.  1.

Examining the fi ve innova  ve programs as a group reveals some important crosscu   ng themes that are com- mon 
to all or most of the programs and seems to create momentum that propels the workforce enhancement cycle. These 
themes deserve considera  on in future eff orts to strengthen the direct care workforce in behavioral   health.

Suppor  ng Educa  onal and Career Development

All award winners demonstrated a conscious, ac  ve determina  on not just to train, but to support educa  onal and 
career growth for their direct care workers—a group tradi  onally overlooked in staff  development and training priori  es.   
Examples   from   these   case   
studies   include crea  ng career 
ladders for these staff  within an 
agency bringing courses onsite 
that linked to eligibility for cre-
den  aling and (c) providing  me 
off  for professional development.

Fig. 1 Workforce enhancement 
cycle

 Increasing Wages and Benefi ts

There was recogni  on by these 
agencies that compensa  on mat-
ters. Through various mechanisms 
they off ered increased wages, 
incen  ves  ed to produc  vity or 
revenue genera  on, and funding 
for professional development. 
It is striking that some of the 
agencies decided to address their 
fi nancial problems by inves  ng 
scarce resources in their   direct 
care workers.
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Crea  ng Partnerships

All of the agencies highlighted in this ini  a  ve recognized the 
 need to collaborate with others in order to achieve their 
workforce objec  ves. To address needs that were beyond 
their  capabili  es, such as training, evalua  on, and building 
career ladders, they partnered with community colleges, uni-
versi  es,  county governments, and advocacy organiza  ons.

Using Evidence-Based Prac  ces

 These innova  ve programs adopted evidence-based prac-
 ces. This gave them well-developed, documented, and 

 eff ec  ve interven  ons as the basis for training direct care 
workers. Fidelity measures allowed them to assess staff  
 adherence to these prac  ces.

Strengthening Supervision

 Each of the Pacese  er Award winning programs empha-
sized the cri  cal role of supervision in achieving program 
 goals. A  en  on was paid to ensuring that personnel and 
structures were in place to provide eff ec  ve support, 
 coaching, and mentoring of direct care workers.

 Employing People in Recovery

Many of those employed as direct care workers were peo-
ple in recovery from mental illness or addic  on,  bringing 
unique skills to these roles. By implica  on, each agency’s 
eff orts to improve the lives of its direct care  workers also 
served the dual purpose of improving the lives of people in 
recovery.

 Conclusion

 Throughout history, direct care workers have been central 
to the workforce in the mental health and substance use 
 disorders fi elds, typically spending more  me with con-
sumers and families than other types of providers. While 
long neglected in terms of compensa  on, career advance-
ment  opportuni  es,   and   professional   development, 
the innova  ons iden  fi ed through this na  onal search 
suggest that strengthening their work lives can also benefi t 
the people they serve and the organiza  ons in which they 
are employed. As healthcare reform drama  cally increases 
the number of Americans who will have access to mental 
health and substance use disorders treatment, it becomes 
all the more urgent to focus eff orts on strengthening the 
competencies of these workers and their role in mee  ng 
the na  on’s healthcare needs.
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The Clearest Path to a 
Career That’s Right for You

Bill Barne  

Nothing in career strategy is more important than picking 
the career fi eld that’s right for you. Get that right, and you 
may be headed to happiness and fulfi llment in your work.

The most straigh  orward path to that fi eld is to build direct-
ly on your capabili  es. A great deal of research shows that 
people who work in areas where they’re especially strong 
accomplish a lot and enjoy the work. By building on your 
strengths, you’ll fi nd the right opportuni  es. Employers 
and investors will be more likely to bet on you if they think 
you’re up to the challenge — if you really can help them 
accomplish their goals.

Guide your career by consciously building on 
your capabili  es. Here are three ways to do 
that:

1 Recognize your core capabili  es. 
The fi rst step in thinking about a capability-driven career is 
to understand what to build on. Begin with a self-appraisal. 
Look for dis  nc  ve talents, skills, and knowledge that will 
make you highly compe   ve for certain lines of work.

I’ll illustrate this idea with a computer solu  ons sales man-
ager. His list might include understanding customers, meet-
ing informa  on needs with computer solu  ons, coaching 
junior salesmen, and communica  ng well verbally. These 
characteris  cs are certainly important for that fi eld of work, 
but they’re too general. They’re similar to what other sales 
managers might say about themselves.

A more specifi c list would be a stronger career guide. For 
example, go beyond “mee  ng customer informa  on needs 
with computer solu  ons” by no  ng your deep knowledge of 
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rience with a par  cular computer solu  on technology, like 
integra  ng iPhone func  ons with a company website. Don’t 
just jot down “understanding customers,” but also describe 
your talent for imagining customer problems and needs 
before the customers even recognize them.

2 Build targeted capabili  es over 
        me. 
Once you’ve iden  fi ed the talents and capabili  es you al-
ready have, consider what you need for career growth. Your 
target capability set can be exper  se in a fi eld (like the com-
puter example above) or in a func  on (like fi nancial analysis 
or human resources management).

How do you build your target capability? Some steps are 
obvious. You might enroll in a graduate degree program in 
that area or achieve a qualifi ca  on cer  fi cate. You certainly 
would work in that area. You might try to re-cra   your job to 
shi   the content of your work in your target direc  on.

Other steps are more complicated and can raise dilemmas. 
You’d be cau  ous about accep  ng an otherwise a  rac  ve 
transfer, promo  on, or a new job off er if it didn’t build ca-
pabili  es in your target area. If you were proac  vely looking 
for a new posi  on, you’d focus your search on roles where 
you’d grow your target skills rather than on the possibili  es 
that seem the easiest.

In saying this, I’m certainly not arguing against broadening 
assignments. They can be cri  cal parts of personal devel-
opment. If an a  rac  ve broadening assignment appears, 
do two things: Think through how that assignment can lead 
back to opportuni  es in your target discipline, and if that’s 
hard to envision, ask yourself whether your fundamental 
strategy is s  ll right for you.

3 Add new capabili  es to shi  
        direc  on. 
If you discover that the skills you have and the direc  on 
you’re headed isn’t your ideal path, you may wish to change 
fi elds. In this case, you’ll need a diff erent personal value 
proposi  on, and it will require new skills and knowledge.

When making this kind of switch, people some  mes aban-
don their exis  ng capability base. That’s an op  on, but it 

o  en requires a step downward, and the ul  mate result is 
uncertain. Unless you’re extremely dissa  sfi ed with where 
you are, the simpler path is to leverage what you know to 
fi nd something new. Take the perspec  ve of an employer or 
investor in a new fi eld or func  on, and imagine what you’d 
need to add to persuade them to bet on you.

People may know exactly what new direc  on to pursue and 
what prepara  ons would help them get there. More typical-
ly, their goal isn’t that clear, and they’re trying some things 
out. A good example of this was a physician who  red of his 
clinical prac  ce and wanted a leadership role. He didn’t have 
a clear strategy in mind, but he took evening classes to get 
his master’s degree in public health and prepared the foun-
da  on that allowed him to transi  on into management.

Career development through capability growth is the most 
direct path to a career that’s right for you. How much is your 
career path building on your base of knowledge and skills?

Bill Barne   led the Strategy Prac  ce at McKinsey & Company and 
has taught career strategy to graduate students at Yale and Rice. 
He now applies business strategy concepts to careers. He is also a 
contributor to the HBR Guide to Ge   ng the Right Job.
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LAMA Awards
In April, the LAMA annual mee  ng was held in beau  ful Cape Coral, Florida.  This year LAMA recognized 
three outstanding LAMA members with the following awards.

Lisa Seacrest received the William O. Umiker Memorial 
Award.  This award is given to a LAMA member in good 
standing who has demonstrated a commitment to the fi eld 
of laboratory animal management educa  on through con-
tribu  ons to LAMA’s publica  ons, published ar  cles, books 
and presenta  ons at seminars and workshops.

Amanda Coldwell received the Ron Orta Memorial 
Award for her talk  tled “Work Life Integra  on,” 
which she presented at this year’s mee  ng.  This 
award is given to an individual ac  vely employed 
in lab animal vivarium opera  ons, management, 
or administra  on that presents a professional/
managerial presenta  on at our LAMA/ATA Annual 
Mee  ng.

Diana Baumann received the Charles River Medallion.  
This award is given in recogni  on of dis  nguished con-
tribu  ons to the fi eld of laboratory animal management 
by an administrator/manager who is a current member 
of the Interna  onal Laboratory Animal Management As-
socia  on (LAMA) and is currently engaged in Laboratory 
Animal Management.
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Membership Application
Name Courtesy Title

Ms.   Mr.   Dr.  None

Academic Degree Professional Designation/Certification

Title Organizational Contact
Primary  Alternate  

Company

Address1

Address 2

City, State, Zipcode

Organization Phone Number Organization Fax Number

Individual Phone Number Individual Fax Number

Email Website

Email address of person requiring confirmation if other than applicant

Membership Type
$100 Individual Member (Domestic)

$120 Individual Member (International)

$325 Institutional Member

Institutional Members may add up to three additional individuals at no additional charge, after that there is a $100
charge per individual, please attach separate membership forms with contact information for each individual. 

LAMA Foundation Friend:  $

(The LAMA Foundation provides scholarship funding for managers pursuing professional managerial education and training)

Payment Information
Checks must be in U.S. dollars and drawn on a U.S. bank and made payable to the LAMA. LAMA TIN#:  52-1828124

Please remit to:

LAMA
15490 101st Ave N #100
Maple Grove, MN  55369

Phone:  763.235.6484
Fax:  763.235.6461
www.lama-online.org

Check        Credit Card Type:  AMEX MC    Visa Discover
Card Number Expiration Date

Cardholder Billing Address Card Code

City, State, Zip

To submit this form via our Secure Data Upload website Log in with user name lama and password lam321
(password is case sensitive) Skip directly to Step 3! Click the Browse button to locate your 
completed registration on your computer, then click the Upload button to submit your completed form.


