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from the editor
Hello LAMA Members
I hope you enjoy this edition of the LAMA Review that is primarily focused on management and employees. In the
absence of an Editor-in-Chief at the moment, I am acting Editor-in-Chief. My name is Evelyn Howard and I have been
the Managing Editor and designing the layouts for the LAMA Review since 2007. Thank you to all who responded to
our Google Form that inquired of articles that you would like to see in the LAMA Review. After all we want to make
sure that we are including articles that are about what you want to read.
Our top four category rankings of articles you want to read about included 1) Management 2) Professional Development 3) Facility Design 4) Occupational Health & Safety. Though this issue is focused on management, beginning
with the June issue, the e-zine will become a mix of articles about topics you are interested in instead of themed editions. I am so excited to announce that we also have four new writers from your own LAMA membership that have
joined us and will be contributing articles in each edition, you can read their Bio’s on page 6. Remember that you have
the LAMA Annual Meeting coming up - I hope these articles are helpful in your daily routine!

Eve---
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President’s
Message
LEAH CURTIN, PRESIDENT

How fast a year goes! This is my last Presidents column in the LAMA Review
as I prepare to pass the wand over to Jennifer Volkmann. Since assuming
the role of President last year I have learned a lot about this organiza on,
working with Board members and commi ees and about myself.
As I have stated before this was going to be a year of change. We have
made some changes but more work needs to be done. Over the past year,
I have been working closely with the incoming leadership and we have
iden ﬁed a path in which we feel the organiza on needs to go. This won’t be
accomplished overnight but through open communica on and understanding
of everyone’s role in accomplishing the goals we will get there. As they say,
Rome wasn’t built in a day!
In alignment with our SLRP, we have been working on; presen ng the 5th
Annual Leadership Bootcamp, organizing our ﬁrst educa onal webinar,
evalua ng social media, reviewing the budget, increasing our partnership
with ATA and upda ng the Commi ee Handbook and LAMA Policy and
Procedures. In addi on, you will no ce some new names and faces to the
Review.
The Program Commi ee has been working hard on the agenda and ac vi es
for the LAMA/ATA Annual Mee ng in Virginia Beach. I hope to see many
of you there. As always, we welcome your feedback and encourage your
involvement in LAMA.
Thank you for this opportunity to be your President and hopefully assist in
con nuing this organiza on and its members on the path to greatest.
“Do not be afraid to travel a new path; It may be the way to ﬁnd what you’ve
been looking for all along.”

Leah
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Newest Writers
You will be seeing some familiar names in the upcoming
issues of the LAMA Review - See the bios of our newest
article contributors.

KATHERINE MARSHALL
CVT, RLATG, BS, CMAR, ILAM Graduate

AUSTIN FRITSCH
Austin Fritsch is the Research Compliance Oﬃcer for the Institutional
Animal Care & Use committee, Institutional Biosafety Committee, and is
the Director of the Animal Resource
Center at Marquette University. He
has contributed technical, as well
as, review articles for publication in
Lab Animal Magazine and AALAS’s
Laboratory Animal Science Professional. He is a member of AALAS,
the ABSA, LAMA, PRIM&R and
serves as the IACUC vice chair for
Gateway Technical College’s veterinary technician program in Elkhorn
Wisconsin.
Austin and his wife Ashley have a
combined 24 years of service to
animal care and use. Together they
enjoy everything that Wisconsin has
to oﬀer from the beautiful colors of
the fall leaves to the summers spent
on the Wisconsin’s lake Michigan
shoreline. remember are believed
yet say ﬁnished.

I’m a certiﬁed veterinary technician who’s been lucky enough to work in the research
industry for nearly 30 years. I’ve worked my way up the ranks, starting as an equipment sanitation technician and am now the SLAU Resource Manager at the Oregon
National Primate Research Center. I’ve been passionate about National AALAS
since I took my ALAT in 1992. I’m certiﬁed at all levels (ﬁnished my CMAR in 2010)
and strongly encourage all of my staﬀ to attain at least one level of certiﬁcation. One
of my strong beliefs is that if I can use AALAS to rise from an entry level position to
one of leadership, anyone can.
Education is a passion of mine; I’m heavily involved in teaching certiﬁcation classes
at my institute. Writing ties in with my excitement to share information with others,
and is often expressed though poster presentations at the District and National
AALAS meetings. I tend to try and highlight interesting challenges we’ve had at my
facility. I’m especially fond of repurposing existing equipment to a new end. Animals
are my love both at work, and in my home. I currently have a 30-year old leopard
gecko named McKenna, a Desert Lynx kitten who broke the ‘naughty’ mold, and
an 11 year-old whippet who thinks his main job is to ensure gravity never steals the
couch.

JASON ALLEN
Jason began working in animal science after graduating with Bachelor of Science with Honours in 1999 from Trent University. He later earned a Masters certiﬁcation from the Canadian
Association for Laboratory Animal Science (CALAS) along with maintaining membership with
several other organizations related to animal science. As the Manager of Animal Care at Trent
University he works with a number of wildlife species in a lab environment (e.g. ﬁsh, birds, amphibians) as well as more common lab species (e.g. small mammals). Writing submissions vary
from technical procedural documents to subjective reviews and debates. His motivation to write
is born from an understanding that best practice in our line of work overall is reﬁned through
sharing and engaging with a healthy community of dedicated peers.

Benefits of Publishing
Article
Did you Submitting
an article Guidelines
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 inﬂuencing the laboratory
animal management practices!

Choose an interesting topic that
has the potential to beneﬁt 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 accurately cite
references.
Submit your article to Review via
email:
jrmanke@associationsolutionsinc.com

The LAMA Review is the oﬃcial
journal of the Laboratory Animal
Management Association, which
The LAMA Review provides
is committed to publishing high
important information on industry’s
quality, independently peeradvancements and developments
reviewed research and review
to those involved in the Laboratory
material.
Animal ﬁeld with emphasis in
management.
The LAMA Review publishes
ideas and concepts in an
The LAMA Review is published
innovative format to provide
electronically each quarter and
premium information for
combines short columns with
Laboratory Animal Management
longer feature articles. Each issue
in the public and private sectors
focuses on signiﬁcant topics and
which include government
relevant interest to ensure a wellagencies.
rounded coverage on laboratory
management matters.
A key strength of the LAMA
Review is its relationship with the
Laboratory Animal Management
community. By working closely
with our members, listening to
what they say, and always placing
emphasis on quality. The Review
is ﬁnding innovative solutions
to management’s needs, by
providing the necessary resources
and tools for managers to
succeed.

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
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The 3 Things
Employees Really
Want: Career,
Community,
Cause
by Lori Goler, Janelle Gale, Brynn Harrington, Adam Grant

S

trike up a conversation about work
values, and it won’t
be long before
someone brings
up a pyramid — a
famous psychologist’s best-known
theory. Abraham Maslow’s big idea was
that we all have a hierarchy of needs:
once our basic physiological and safety
needs are fulﬁlled, we seek love and
belongingness, then self-esteem and
prestige, and ﬁnally self-actualization.
But that pyramid was built more than
half a century ago, and psychologists
have recently concluded that it’s in
need of renovation.
When you review the evidence from
the past few decades of social science,
it’s hard to argue with Maslow’s starting point. If your basic needs aren’t
met, it’s hard to focus on anything
else. If you have a job that doesn’t pay
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enough, and you’re up all night worrying about survival, chances are you
won’t spend much time dwelling on
self-actualization.

strive for prestige and achievement.
And they don’t wait for those needs to
be fulﬁlled before pursuing personal
growth and self-expression.

But Maslow built his pyramid at the
dawn of the human relations movement, when so many workplaces in the
manufacturing economy didn’t have
basic physiological and safety needs
covered. Today more companies are
operating in knowledge and service
economies. They’re not just fulﬁlling
basic needs; they’re aiming to fulﬁll
every need, providing conveniences
like meals and gyms, and competing to
be the best places to work (from 1984
through 2011, those that won outperformed their peers on stock returns by
2.3% to 3.8% per year). In those environments, survival isn’t in question.

If Maslow were designing his pyramid
from scratch today to explain what
motivates people at work, beyond the
basics, what would it look like? That’s a
question we set out to answer at Facebook, in collaboration with our people
analytics team.

And once you get past that layer of the
pyramid, the rest of it falls apart. People don’t need to be loved before they

We survey our workforce twice a year,
asking what employees value most.
After examining hundreds of thousands
of answers over and over again, we
identiﬁed three big buckets of motivators: career, community, and cause.
Career is about work: having a job that
provides autonomy, allows you to use
your strengths, and promotes your
learning and development. It’s at the
heart of intrinsic motivation.
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Community is about people: feeling
respected, cared about, and recognized
by others. It drives our sense of connection and belongingness.

Wondering whether certain motivators
would jump out for particular people
or places, we broke the data down by
categories. We started with age.

Cause is about purpose: feeling that
you make a meaningful impact, identifying with the organization’s mission, and
believing that it does some good in the
world. It’s a source of pride.

There’s a lot of talk about how diﬀerent
Millennials are from everyone else, but
we found that priorities were strikingly
similar across age groups.

These three buckets make up what’s
called the psychological contract — the
unwritten expectations and obligations
between employees and employers.
When that contract is fulﬁlled, people
bring their whole selves to work. But
when it’s breached, people become
less satisﬁed and committed. They contribute less. They perform worse.
In the past, organizations built entire
cultures around just one aspect of
the psychological contract. You could
recruit, motivate, and retain people by
promising a great career or a close-knit
community or a meaningful cause. But
we’ve found that many people want
more. In our most recent survey, more
than a quarter of Facebook employees
rated all three buckets as important.
They wanted a career and a community
and a cause. And 90% of our people
had a tie in importance between at least
two of the three buckets.

Contrary to the belief that Millennials
are more concerned with meaning and
purpose, we found that younger people
cared slightly less about cause — and
slightly more about career — than older
people. In fact, people ages 55 and
above are the only group at Facebook
who care signiﬁcantly more about
cause than about career and community. This tracks with evidence that
around mid-life, people become more
concerned about contributing to society
and less focused on individual career
enhancement.
But overall, the diﬀerences between
age groups were tiny. And that’s not
just true at Facebook. In a nationally
representative study of Americans
across generations, Millennials, Baby
Boomers, and Gen Xers had the same
core work values — and tended to rank
them in the same order of importance.
As we’ve said before, Millennials want
essentially the same things as the rest
of us.

We also didn’t see any major diﬀerences by level, or by performance reviews:
people valued these three motivators
whether they were exceeding, meeting, or falling short of expectations. And
when we compared oﬃce locations, it
was clear that career, community, and
cause were all prized around the globe.
Finally, we turned to function. “If it
weren’t for the people,” Kurt Vonnegut
once wrote, “the world would be an engineer’s paradise.” Survey says: false.
Our engineers care a lot about community, giving it an average rating of
4.18 on a 1-5 scale. And just as we saw
with age and location, across functions
people rated career, community, and
cause as similarly important.
“To know what one really wants,”
Maslow argued, “is a considerable
psychological achievement.” Our data
suggest that people are very clear on
what they want at work — and they fundamentally want the same things. When
it comes to an ideal job, most of us are
looking for a career, a community, and
a cause. These are important motivators whether you’re 20 or 60, working
in engineering or sales, in Luleå or São
Paulo or Singapore or Detroit. We’re
all hoping to ﬁnd a what, a who, and a
why.
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An Overview
of Lean
Management
in Lab Animal
Facilities

Do any of the following
statements or conditions apply
to your facility?
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by Chris Cosgrove

If any of the above, or some variation of it, applies
to your situation, then you could beneﬁt from the
adoption of lean management thinking in your organization. Every organization should have some
way of monitoring their performance, identifying
areas of need, and implementing changes. In
many ways, animal facilities have more in common with production or process facilities than
they do with traditional laboratories. As a result,
it is only natural that management concepts and
approaches that have been successful in other
production settings, like the automotive industry,
can produce similar results in laboratory animal
facilities.
Lean management is not a single program or
process. “Lean” is a set of concepts, principles
and tools used to deliver the most value from the
customer’s perspective while consuming the fewest resources overall. In the lab animal industry,
“customers” refer to the researchers, administrators, and regulatory agencies that rely on animal
care programs to provide them with products,
services and information. The resources relate primarily to labor but can also relate to availability of
space, caging, equipment, materials, energy, and
anything else provided or used by animal care to
support the research enterprise.
sing the fewest resources possible means the relentless pursuit of elimination of waste. Waste can
be deﬁned as anything that doesn’t add value to
the customer or that a customer would not be willing to pay for. Examples in animal facilities would
include:
•
•

Overproduction
Unnecessary transportation
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Reworking (poor quality/defects)
Unnecessary walking or movement
Ergonomic concerns
Excess inventory/overstocking
Over processing (unnecessary steps)
Waiting

Through the implementation of lean management principles, the results can be dramatic,
often achieving levels that are much higher than
expected.

The Basics of Lean Principles
Any tool or process utilized in lean management
will incorporate the basic concepts of planning
what to do (Plan), implementing the plan (Do),
verifying how well things are going (Check), acting on the feedback from the previous step (Act),
and then starting all over again with planning of
the next phase of implementation (Figure 1).
Jorge Larco, author
of Lean transformation, how to change
your business into
a lean enterprise,
presents a way to
visualize lean management toolsets
and processes by
grouping them into
workplace environFigure 1- PDCA Approach ment, ﬂow, quality,
empowered teams,
visual management, and pursuit of perfection
(Figure 2)1.

Implementation of Lean
Management

meet their current demands and to do so with
a higher level of quality and value for their clients. Activities that have been overlooked or not
performed with the frequency they should be can
now be addressed. Labor savings can be redirected towards providing value added services
to researchers in areas like colony management
or technical services—increasing the value offered without increasing cost.
Beyond improving processes and reducing
waste, lean management changes the culture
of an organization by empowering its staﬀ and
changing the way people think about their work.
In reference to the implementation of lean principles at The Oﬃce of Animal Care (OAC) at
Seattle Children’s Hospital Research Institute,
Khan and Umrysh concluded that “a culture of
improvement has taken hold in the OAC, empowering technicians to make changes to satisfy
both the institution, through increased safety
and employee morale, and customers, through
a reduction in turnaround time and increase in
macroenvironment quality.”2
Changing the culture of an organization requires
management support and the higher in the organization the change takes hold, the greater the
chance of success. Even with built in systems of
empowerment, change will have its naysayers
and it is important for management to be supportive of the change in progress. Management
should ensure employees are encouraged to
embrace change and provide the necessary resources to assist with the change. It may be possible to introduce lean from the grass-roots level;
however, it will inevitably require the support of
management in order to be fully accepted, adopted, and maintained within the organization.

So if the concept of lean is such a
basic one then why haven’t all organizations moved towards the use
of lean management principles?
The answer is most often found in
two areas; fear of change and lack
of management support.
Workers may feel the application of
lean will result in layoﬀs; however,
this has not been the experience
of most animal facilities that have
implemented lean principles. Understaﬀed and struggling to cope
with increasing workloads, the
introduction of lean management
principles allows existing staﬀ to
work more eﬃciently in order to

Figure 2- The 6 Lean Management Toolsets
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Starting With Small Steps
Caution should be given to starting projects that are
too large, especially without the support of a consultant specialized in applying lean management
principles. Starting with a more limited scope, like
cage or bottle processing, creates an opportunity to
gain practice and achieve quick results. The sooner
people can visibly see the results the easier it will
be to tackle more complex problems. As outlined by
Jorge Larco, most organizations trying Lean for the
ﬁrst time start with operations’ activities or speciﬁc
processes, move on to indirect functions and then
take on the more complicated task of organizational
changes.
One of the most important skills utilized in any type
of lean process is observation. Spending time in
the facility watching how people work and talking to
people about what they do can help in identifying
potential candidates for the implementation of lean.
When you think you have found something to improve, a basic tool to implement might be “The 5S
Method” which is comprised of the following components and exempliﬁed in Figure 32.

ensures outcomes are repeatable, creating consistent results. Without standardization it is diﬃcult to
review staﬀ performance as there is no established
standard against which to gauge the quality of their
work. Once a process is standardized, the impact of
improvements to the procedure can be more easily seen. Standardization leads to greater compliance by researchers and other external personnel.
“It’s like the lines in a parking lot,” says Dr. Donna
Mathews-Jarrell, Assistant Director of the Center
for Comparative Medicine at Massachusetts General Hospital. “The lines are there to maximize the
eﬃcient utilization of space, increase safety, ensure
compliance, and create order.” The last step in the
process is to sustain the processes to ensure adherence and maintain the gains in quality, eﬃciency
and delivery of service. It can take time to break old
habits and experience tells us this often takes reminders in order to have ideas and concepts. Audits
can also identify areas where the process needs
further improvement or reﬁnement.
Once the culture change is planted in a small group
of people who see the beneﬁts, they will want to
nurture it and only then will be have a chance to
grow.

Moving on to More
Complex Approaches

Figure 1 The “dirty” area of the vivarium before 5S.
Before the area was 5S’d, cages would pile up and
be placed randomly, the air filtration system was
placed far from the cage washer, and carts were
placed wherever there was room.

Figure 3: Application of SS

•

Figure 2 The “dirty” area of the vivarium a er 5S.
A er the area was 5S’d, loca ons for carts and
cages were clearly marked, the air ﬁltra on system was moved between the sink and the washer
to reduce movement and transporta on waste,
and the number of cages allowed in the area was
standardized to reduce clu er.

Sort: Go through all the items in the work
area
and dispose of those not needed.
• Straighten: Create a place for every item in the
work area and label it.
• Shine: Keep everything clean.
• Standardize: Develop systems and procedures
to maintain and monitor the ﬁrst three steps.
• Sustain: Use management audits to maintain
adherence and sustain gains
The ﬁrst three steps, Sort-Straighten-Shine, help to
keep the workplace orderly, clean and safe. It helps
people feel better about their environment, take
more care in their work, and reduce the time they
previously wasted looking for the things they need.
The next step is the standardization of work which

Another concept of lean
is known as Kaizen (“Kai”
meaning “good” and
“Zen” meaning “Way”). A
Kaizen exercise is a bit
more complex than 5S,
requiring more stakeholders to evaluate the situation, measure and set
standards, implement and
then monitor the process,
followed by reﬁnements
(Figure 4)1.

The advantage of a Kaizen lies in its ability to address more complex problems, especially those
based on systems or inter-departmental interactions.
Mapping how things are now is the ﬁrst step of the
process. This can be a daunting task and the use of
a lean management consultant during this exercise
(or any part of lean implementation) can add value
by introducing standardized methods for visualizing
your process and helping you to see the processes
from a fresh perspective. An important concept in
Kaizen is that if you can’t measure something you
can’t improve it. In an animal facility, things that
could be measured might include:
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Figure 4 - Overview
of Kaizen Process
•
•
•
•

Time it takes to change or process cages
Number of times a cage is handled in a
process
Number of colony forming units on a surface
after cleaning or disinfecting
Quantity of cages that need to be cleaned
again

Once the process is understood and key performance measurements identiﬁed, the process can
then be reviewed to identify waste and eliminate
it through modiﬁcations to the process. With staﬀ
trained on the new process, it can then be implemented and then measured again to see the level
of improvement. Through this process, improvements are more tangible by workers, management and customers. Improvements often lead
to a sense of accomplishment in staﬀ that can
further entrench lean into the culture and improve
morale. The last step in the process is to continuously monitor the process and seek more ways to
eliminate waste, increase eﬃciency and improve
quality.

Lean in Facility Design

Lean management can be applied not only to the
operations of animal facilities but to their design
as well. As Jeﬀ Zynda of Perkins & Will explains,
“there are a number of ways that lean concepts
are utilized to shorten the time required to design
and construct facilities. For example, by procuring equipment earlier in the design process, we
can involve the manufacturers during design, effectively eliminating the need for design changes
and potential change orders in the ﬁeld resulting
in up to a 50% reduction in the time to produce
the design.” Other areas outlined by Mr. Zynda
include the use of equipment process ﬂow analysis
to “right size” cage processing areas and analyse

personnel and
investigator traﬃc
ﬂows to improve
research eﬃciency.
The use of “green
technology” and
the adoption of
LEED principles to
a project help to
reduce the energy
utilized and improve the eﬃciency
of spaces which
can ﬁt nicely into a
lean management
approach to designing facilities.
Vivarium Operational Excellence
Network (VOE-N)
Since the original publication of this article in
2012, one of the most exciting developments in
the advancing of lean techniques in the lab animal industry has been the growth of the Vivarium
Operational Excellence Network (VOE-N www.
voenetwork.com). The mission of the VOE-N is to
“enable institutions to achieve eﬃciency, empower
teams, and develop a respectful Continuous Improvement culture.” Through the VOE-N, institutions and individuals have access to lean training
and certiﬁcation that is customized for the challenges speciﬁc to the lab animal industry. Over
the last few years, they have been active in providing web based training and resources, workshops
and conferences that organizations can tap into as
they embark on their lean journey. If you or your
organization are interested in lean and continuous
improvement, the VOE-N should be one of your
ﬁrst stops.

Conclusion
The pressures of today’s research environment to
do more with less while improving research quality
and reducing time to discovery are driving those
who manage, operate and design animal facilities
to look for new ways to cope. The introduction of
lean management principles is a proven method to
achieve results while strengthening the fabric and
culture of an organization.
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Shuster Inc.
• Womack, J. P., & Jones, D. T. (2003). Lean thin
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corporation.New York, NY: Simon and Schuster.
• Henderson, B. A., Larco, J. L., & Martin, S. H.
(1999). Lean transformation, how to change
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Oaklea Pr.
• www.lean.org
Chris Cosgrove is CEO of The ElmCos Group
Ltd., a consultancy with expertise in lab animal facility planning and operations. The ElmCos Group
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Chris Cosgrove can be reached at ccosgrove@
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Effectively
Communicating
w i t h Yo u r St a f f
MANAGERS MUST FIND THE
RIGHT METHODS TO CONNECT
WITH AND TRANSFER
INFORMATION TO THEIR
STAFF
ears ago, while working at a medical center,
A. Christian Whelen, now the State Laboratories director for the Hawaii Department of
Health, worked with a mycologist who gave him
a pretty hard time. This person tended to make
comments that sounded insubordinate. Recognizing that this employee was competent and dedicated, Whelen struggled to ﬁnd a way to handle,
and eﬀectively communicate with, this lab member. The dedicated team leader did ﬁnally ﬁnd a
way.
“It took me about a year to ﬁgure out [that this person] just wanted me to give them a dose of their
own medicine,” he says. That medicine, Whelen
ﬁgured out, was to respond to the employee’s
banter—comments that were always meant in
jest, and not rebellion—with similar teasing.”
“It was only playful banter,” Whelen says. “After
this realization, there were no barriers to communication because we could relate to each other.”
Similarly, in another instance, when a chemist had
a long-standing issue that Whelen was having
diﬃculty understanding due to technical and literal

language barriers, the lab manager sought insight
from some of the employee’s coworkers to obtain
clarity on the issue. After the root of the problem
was revealed, Whelen was then able to work
through the chemist’s supervisors to resolve the
issue swiftly.
Both of these instances point to the fact that while
there are some guidelines as to how to communicate with the people one manages, those
in charge of running any type of organization or
laboratory must be ﬂexible and look for innovative
methods to connect with, and transfer information
among, their staﬀ.
One example of an inventive way to communicate
is the use of humor. “It’s disarming and draws
people in,” Whelen says. “You can be serious
without taking yourself too seriously. That said, be
careful to stay on subject. Resist the temptation
[to make] the humor or a side story the focus of
the discussion; that becomes counterproductive.”

The importance of
communication
C ommunication has long been the hallmark of
successful endeavors. Not only does information need to ﬂow freely within organizations and
groups, but it also must be doled out in an easyto-understand manner. Though theoretically
simple, ﬁguring out how to eﬀectively communicate can be complex and require the ingenuity of
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everyone involved, especially those in charge—who
often set the tone for the rest of the group.
“Without communication,” explains Kathy Barker,
clinical assistant professor at the Department of
Health Services, University of Washington in Seattle,
“there is no data, there is no collaboration, there may
be reduced funding, and everyone will be unhappy.”
Good communication, on the other hand, she adds,
must be intentional. “It will not happen accidentally,
and the principal investigator and lab manager can
organize the lab to facilitate and reward communication. Little things—a seminar or jobs list that is always
well thought out, updated, and available to all [or] a
gentle nudge at a data discussion to someone who
is shy—and big things—a weekend spent helping a
non-English speaker prepare a talk and answer questions [and] a compassionate discussion of a project
that needs to be changed—can all be part of your
culture of communication.”
Whelen agrees that a lack of communication is often
the reason for poor performance or low morale.
“While this is true, there is no boilerplate solution to
the problem. Supervisors need to understand how
the communication broke down if they expect to ﬁx
it. Diﬀerent people require diﬀerent tactics, and this
requires some versatility.”
To ensure the success of a lab, its members must
learn to communicate not just among themselves but
also with clients, subcontractors, funding agencies,
community leaders, the media, and non-scientists by
removing jargon and any potential sense of superiority in the language they use.

Embracing new methods of
exchanging information
While the idea that communication is important has
been around since the beginning of time and language, the modes that people use to transfer information has evolved, especially in the 21st century.
In addition to in-person communication, people now
employ technology to relay data and updates and
even for just everyday chitchat.
“I will occasionally use text communication if I need
to ﬁnd someone,” says Rick A. Armstrong, laboratory
manager at Lee County Environmental Lab in Fort
Myers, Florida. “Everyone carries their smartphones
with them, so it is an easy way to give short answers
or request info.”

Other managers will use technologies not speciﬁcally
meant for communication to share information—because if it exists and could be useful, why not utilize
it? Barker, for example, uses social media or lab software to communicate with lab members or with folks
who might be interested in visiting her facility. She’s
always open to new methods of relaying information.
“The venue is always changing, and you can check
with lab members for media most likely to be used,”
she says.
Another advantage of using technology is to transfer
information faster than we were once able to. Whereas in years prior, managers might have snail-mailed a
report, now they can simply use electronic mail for an
almost instantaneous handover of data—both within
and outside the organization.
“Going paperless and using digital signatures has
greatly improved our ability to get out data to our
customers quickly,” Armstrong says. “We e-mail packages of PDF reports to our clients unless they request
an old-fashioned paper mailing, but who would do
that?”
Furthermore, just like technology that is always
evolving, the lab environment is constantly changing—even if it’s in small ways. New rules, updated
standard operating procedures, changing method requirements, and updated supplies and inventory are
a few of the areas that require a timely ﬂow of information, all of which can be enhanced with the almost
instantaneous ways of modern communication.
“E-mail is still the most eﬀective method of communication because of its instant delivery and electronic
footprint,” says Armstrong. “However, to be eﬀective
one must not overwhelm [others] with nonsense communication. Everyone is busy; only send out what is
necessary and get to the point. Keep personal stuﬀ
for face-to-face dialogues, which I try to do daily in
short doses.”

Face-to-face is still key
There is no doubt that technology has improved
our methods of communicating, but most managers
agree that speaking to employees, coworkers, and
clients is still the best method to approach and understand one another.
“Personal interactions are still very important,” says
Armstrong. “The free ﬂow of ideas tends to occur
when people get together and discuss. That is why
I encourage department staﬀ meetings that address
the concerns of the department.”
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In addition to periodic staﬀ meetings, Armstrong holds
monthly get-togethers to discuss matters that concern
his staﬀ, and caters lunch so everyone gets a chance to
interact on a more personal level over a meal.
“We have also recently implemented a program where
ﬁeld technicians will take a lab analyst out in the ﬁeld to
experience their day, and on days that the ﬁeld personnel are in the lab, they will shadow a lab analyst to get
the feel for their jobs,” he says. “This has been a popular program and encourages more of a team eﬀort to
what we do.”
Whelen agrees and also believes in-person communication is necessary. He likes to walk around the lab to
get a feel for what’s happening and whether anyone
has any pressing issues they wish to discuss. He believes that managers should be aware of simple things
such as their own nonverbal communication cues and
those from their staﬀ.
“Pay attention to body language, especially yours,” he
says. “Also, think before speaking. While thinking out
loud is okay for brainstorming sessions, it can monopolize a discussion and be quite distracting.”
Finally, use the problem-solving trait of lab practitioners
to your advantage. Answer a question with a question
to get them involved in the answer, instructs Whelen.
“Direct them to resources such as procedure manuals,
guidelines, regulations, and literature so that they can
answer their own question. This reinforces evidencedbased decision-making, a strong suit of our staﬀ.”

Leaders must crack the
communication code
As is true of other science- and research- driven entities, laboratory directors and managers are fortunate
to lead a workforce that is smart and data driven. Team
members are often working toward the larger goal of
providing truth to society.
“They want to contribute,” Whelen says. “So the wise
leader spends much of his or her time listening. I often
end a message asking if the message makes sense.
Then I carefully consider constructive criticism—it’s
much more valuable than instant agreement.”
Many laboratory communication breakdowns can be
traced back to the leader of the lab. And experts caution that there is more to communication than delivery,
and the main trick is to constantly evaluate one’s communications for eﬀectiveness.

Barker says managers should ask themselves if everyone in the lab is getting information at the same time.
If not, are you setting up pockets of competing power?
Are you truly listening to people in seminars or conversations, or are you preparing what to say? Do lab members feel conﬁdent they will be heard when they speak
with you? Do they speak up at seminars?
“Train yourself to listen deeply, and clarify what you are
hearing as you go along,” she oﬀers. “You can never
assume everyone will understand what you mean and
why you are saying what you are saying. When you do
lab evaluations, include the lab members’ communication [ability]—with you, with peers, with other staﬀ—as
an important item to assess. And if lab members fall
short on their communications, step in and mentor
them.”
At the end of the day, there are many ways to communicate with a team. Each manager is tasked with ﬁnding
the right methods for his or her team. “Crack the code,”
Whelen says, “and the rewards are immeasurable.”

Sara Goudarzi, Author Profile
Sara Goudarzi is a Brooklyn-based writer. Her writing has
appeared in National Geographic News, The Christian Science Monitor, Space.com, and Science World magazine,
among others. Sara teaches writing at New York University.
Reprinted with Permission of Lab Manager. Original Article
can be found at http://www.labmanager.com/leadershipand-staﬃng/2017/03/eﬀectively-communicating-with-yourstaﬀ#.WrLkFpch2Ul
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How To

Manage People
Who Are Smarter
Than You
The best managers hire smart people to work for them. But what
if your direct reports are
smarter than you? How do
you manage people who
have more experience
or more knowledge?
How do you coach
them if you don’t have
the same level of expertise?
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What the Experts Say
Getting promoted to a job that
includes responsibility for areas
outside your domain can be
downright terrifying. Your employees may ask questions that
you don’t know the answers to
and may not even fully understand. “When you’re a technical
expert, you know your value to
the organization,” says Wanda
Wallace, President and CEO of
Leadership Forum and author of
Reaching the Top. “But when you
don’t have the content expertise—or the ‘best’ content expertise, you struggle with: what
is my value?” Figuring out the
answer to that question requires
a change in mindset. “Your role
is no longer to be an individual
contributor,” says Linda Hill, a
professor at Harvard Business
School and the coauthor of Being the Boss. “Your job is to set
the stage and by deﬁnition that
means you will have people who
are more experienced, more upto-date, and have more expertise
working under you.” And while it
may feel professionally disconcerting at ﬁrst, it bodes well for
your future. “The higher you go in
an organization, the more you’re
expected to make decisions on
which you might not have direct
experience or expertise,” says
Roger Schwarz, an organizational psychologist and the author of
Smart Leaders, Smarter Teams.
“It’s a beginning of the shift in
your career.” Here are some tips
on how to make that transition as
seamlessly as possible.

no one has said anything to you
directly or indirectly, you need
to look deeper and ask yourself:
where is this fear coming from?”
Hill agrees, adding that it can be
dangerous to ignore self-doubt.
For one thing, “if you feel threatened, other people will pick up
on those signals.” For another, “if
you don’t feel comfortable coaching someone who has more
experience than you, you might
end up neglecting that person.”

Seek counsel
Consider reaching out to other
managers who may have experienced similar challenges.
“Talking to peers, coaches, and
mentors about your feelings and
fears of inadequacy” will help
you feel less alone and may also
give you ideas on how to handle
the situation, says Wallace. A
candid conversation with your
manager might also be worthwhile, according to Schwarz.
“Share your concerns and ask
what led him or her to select you
for the role and what you bring to
it,” he says. This isn’t “ﬁshing for
compliments,” he adds. “There’s
nothing wrong with asking for
reassurance,” and the answers
“will give you insight into your
strengths and the development
needs of your reports.”

Get informed

In yesterday’s organization, the
boss was the teacher and the
employees were there to learn
and do as they were told. Today,
Face your fears
“learning is a two-way street,”
says Schwarz. Tell your direct
It’s natural to feel worried or inse- reports that you want to learn
cure about your ability to manfrom them and then be deliberage someone who has superior
ate about “creating opportunities
experience or knowhow. “Busito make that happen,” he says.
ness is emotional,” says Wal“You don’t need to become a
lace. “And when you’re leading a technical expert, but you do need
group that knows more about the to know enough about the deday-to-day work than you do, it’s tails to know where the problems
scary.” According to Schwarz, the lie,” adds Wallace. She suggests
ﬁrst step is to consider whether
shadowing team members for
your fear is based in reality. “If
a day or even for a couple of

hours and “asking a lot of dumb
questions.” Find out what worries
them, where they get stuck, and
from whom they could use input.
“Get insight into what your people do,” she says. “It’s enormously motivating for employees.”

Confront any issues
If members of your team express
concerns about your ability to
lead, or you hear that the oﬃce
rumor mill churning with spite,
you need to address the issue
head on. When dealing with a direct report who is openly hostile
or out for your job, you should be
honest and “willing to be vulnerable,” according to Schwarz. He
recommends saying something
like, “I know you have more
experience and expertise than I
do, and I understand you have
concerns about that.” Don’t go
in “trying to protect your ego.”
Instead, approach the person
with curiosity and talk “about
what you can do to help meet his
needs.” Remember, Hill adds,
your goal is to “ﬁgure out how
you’re going to work together
and support your employee.”

Give—and take—
feedback
“It’s rather foolish to think about
giving feedback” on your direct
reports’ area of expertise when
you don’t have the technical
chops to do so, says Wallace.
So keep your comments to areas
where you have authority and
legitimacy,” she says. “Find the
issue that’s most relevant and be
speciﬁc. Say: ‘I want to talk with
you about the way you communicate with the sales team.’ Give
an example, talk about what happened, and the result,” she says.
But make sure to get as much
as you give, adds Hill. “You need
to make it clear that you’re also
comfortable getting feedback,”
she says. “This is the way you’ll
all get better.”
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Add value
Perhaps the best way to gain credibility and trust
as a manager is to demonstrate “the value you
add to the team,” says Wallace. It could be in
“how you bring people together, how you use your
network to get work done, how you communicate
with stakeholders, or the broader perspective” you
provide. Hill says you should also show a desire to
help your employees advance in their careers. She
suggests asking questions like, “Where do you
want to go? What do you want to learn? And what
do you need from me?” Schwarz adds: “You don’t
need to be the person’s mentor, but you need to
help the person develop.”

Give employees room
As the leader, one of your most important responsibilities is to “create an environment for talent to
be expressed,” says Hill. This requires you learn
how to step back and enable things to happen.
“Your role is not to be the smartest person in the
room anymore. Your role is to make space,” she
says. Wallace agrees. “Keep your hand hovering
over the team”—like a parent helping a toddler
learn how to walk, she says. “Be there, but don’t
hold her hand all the time.” Transparency is key.
“Get smart about what you need to know and how
often you need updates,” Wallace adds. Tell your
team when you need to give senior leaders a progress report, “When direct reports know why you’re
digging into details, they are tolerant. But when no
explanation is provided, it leads to a feeling of ‘do
you not trust me?’”

Project confidence, but not too much
Even if it sometimes feels as if you’re in over your
head, it’s important to project the right amount of
conﬁdence. But “there’s a balance,” Wallace says.
“If you come across as overconﬁdent, your people
won’t trust you” and you’ll be viewed as arrogant.
“Equally, if you look scared to death you won’t be
seen as credible.” Executive presence is something you must cultivate. There’s no secret sauce:
Be calm. Be respectful. Take yourself and others seriously. Know when detail is necessary and
when it’s not. “When your team sees you holding
your own among other senior leaders they will give
you credit.”

PRINCIPLES TO REMEMBER

Do:
-Talk to your manager about the attributes you bring to your role
- Find a way to add value to your
team and help employees advance
their careers
- Step back and enable employees
to do their jobs without meddling
too much

Don’t
- Ignore feelings of insecurity; confront your negative emotions and
seek advice on how to deal with them
- Feel threatened by your direct report’s specialized knowledge; instead
seek opportunities to learn from him
- Be arrogant; if you come across as
overconﬁdent, your team won’t trust
you
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Case Study #1: Get educated about what
your direct reports do

Meredith suﬀered a crisis of conﬁdence: “I thought:
how could I lead these people? What value did I
provide?”

Earlier this year, Emily Burns, founder and CEO of
Learnivore, the Boston-based start-up that helps
people ﬁnd local instructors, coaches, and classes,
set out to hire a chief technology oﬃcer.

A conversation with a mentor helped change her
perspective. The mentor reminded Meredith that
she was put in the job for a reason: the company’s
higher-ups believed she had something to oﬀer.
Her mentor also emphasized that a manager’s role
was not to do the job of his or her employees, but
to help them do better at their work. “My job was to
look for things that they didn’t see and help them
shine brighter,” Meredith explains. “She also told
me that my insecurity would only get in my way, so
I had to stop worrying about them outshining me.”

Her ideal candidate needed to have topnotch
development skills, be conversant in multiple
programming languages, and have a deep understanding of emergent web technologies . In
short, Emily needed someone with knowledge and
capabilities that she herself didn’t possess. “The
hardest part about hiring people who have expertise you don’t have is evaluating them,” she says.
“I realized I needed to get educated enough about
what they do.”
So Emily did lots of reading; she talked to others
in the industry and learned about the cadence of
development. “I learned how to gauge the quality of the work product even if I can’t do the work
myself,” she says. “I learned how long it takes to
do things, what’s doable, and what’s not.”
This research had two advantages: One, it made
the hiring process go more smoothly and, two, it
has helped Emily manage Heather, her new CTO.
Emily articulates a vision for “what success looks
like” to Heather but stops short of blow-by-blow
instructions on how to achieve it. “I understand our
application architecture at a high level and I can
communicate to my CTO what I need done, but
how it gets done is up to her,” she says.
Today Emily and Heather are working together to
put the company in the best position for possible
venture funding. They’ve identiﬁed metrics they
need to bolster and new features they want to add.
“Heather understands the overall business reasons
why we need to do these things; she’s always ﬁnding ways to make our technology perform better,
and she often has an idea that will save us time or
money,” Emily says. “If you know how to do somebody’s job, you tell them how to do it. But when
you don’t, you have to listen and be receptive.”

Case Study #2: Provide your team members with resources and support
Early in Meredith Haberfeld’s career, she was
made vice president of a marketing services
company and put in charge of a large team full of
people who were “more experienced and more
capable” than her. “They understood how to build
a business better than I did,” she recalls.

From that point on, Meredith focused on providing “vision, direction, and strategy,” she says. “I
made sure my team had everything they needed to
thrive.”
Determined to develop and maintain strong relationships with her team members, she gave them
lots of leeway. She trusted their experience and
expertise and didn’t worry about how they got their
jobs done. “I made people accountable for their
results, not their activity, and I gave them a huge
amount of room to deliver,” she says.
She also showed humility. When her direct reports
asked her questions she didn’t know the answers
to, she “was shameless about ﬁnding people who
did—whether they were people within the company
or outside of it.” And she made sure to give them
credit for their results. “Sharing public glory was really important,” she says. “It showed that I was not
looking to be the hero or the expert.”
Four years into her job, the company was sold for
over $200 million to a public entity. Today Meredith
is the founder and CEO of ThinkHuman, the career-coaching group and management consultancy. “I look back on those years as my on-the-court
MBA,” she says.
Rebecca Knight is a freelance journalist in Boston
and a lecturer at Wesleyan University. Her work
has been published in The New York Times, USA
Today, and The Financial Times.
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Katherine Marshall

How to
Engage Your
Employees!
Staﬀ engagement
beneﬁts all involved
Managers have a complex and
varied job. One minute we could
be providing supportive care to a
post-op guinea pig, and an hour
later we could be trying to ﬁgure
out why water is leaking from
the ceiling, stopping the water,
and then organizing the clean-up
(this is how all of you spend your
Saturday mornings, right?). We
are caregivers, mentors, teachers,
conﬁdants. We are writers, editors,
and presenters. We do so much,
and yet, the best of us somehow
manage to take the time to do
more. That’s the way it should
be! As managers, we should be
doing more than taking care of the
facilities. We should be taking care
of the people. When we take care
of the people, when we get them
engaged – even in something
that isn’t technically their job –
we get those energies returned.
This in turn beneﬁts our staﬀ, the
animals under our care, other staﬀ
members, and the newly engaged
individual. If we’re very lucky the
process will be organic, but for
the majority of us, we’re going

to need to keep an eye open for
opportunity to come knocking.
As much as I like sharing my
own thoughts, I have to say that
these statements aren’t just my
opinion. A 2016 Gallup MetaAnalysis looked speciﬁcally at the
correlation between employee
engagement and how a company
fared. They looked at nine factors
that industry experts correlate
with employee engagement:
customer loyalty/engagement,
proﬁtability, productivity, turnover,
safety incidents, shrinkage (theft/
lost merchandise), absenteeism,
patient safety incidents and
quality (defects). Employees
of over 230 organizations
were surveyed to determine
satisfaction with elements of their
company, including feeling that
their opinion at work matters,
if they have a best friend at
work, and if in the past year,
they had had opportunities
to learn and grow. The study
assessed two hypotheses Hypothesis 1: Business-unitlevel employee engagement
will have positive average
correlations with the business unit
outcomes of customer loyalty,

productivity and proﬁtability
and negative correlations with
employee turnover, employee
safety incidents (accidents),
absenteeism, shrinkage (theft),
patient safety incidents (mortality
and falls) and quality (defects).
Hypothesis 2: The correlations
between engagement and
business unit outcomes will
generalize across organizations
for all business unit outcomes.
That is, these correlations
will not vary substantially
across organizations. And in
particular, there will be few, if
any, organizations with zero
correlations or those in the
opposite direction from Hypothesis
1. After compiling data from over
one million respondents, Gallup
was able to show that businesses
whose employees responded
favorably to the survey questions
were found to be
 17% more productive
 Have 70% fewer safety
incidents
 Experience 41% less absenteeism
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 Have 10% better customer
satisfaction ratings
 Are 21% more proﬁtable
when compared to businesses whose employees
felt less connected.
I know – this is a lot of words,
but the bottom line is that happy
employees make for better
business.
Recently, my Lead Technician came
to me and during the course of our
discussion, revealed she felt that
she was losing her passion. Ten
years in the industry and she’d hit
her peak. She wanted ownership,
and the pride of doing excellent
work, but felt she no longer had
a place to focus those energies. I
wish I could say I was surprised,
but I wasn’t. This happens to so
many of us…especially those of
us who are inherently passionate
and driven. We pour ourselves into
those passions, while (hopefully)
balancing the other parts of our
lives. If we’re very lucky, we ﬁnd
new and unique challenges that
keep pushing our mental growth. If
we’re even luckier, sometimes we
have mentors who see opportunities
we may have missed.
As managers, we should be that
mentor, looking for opportunities for
our staﬀ members. Take a moment
and think about your staﬀ. How long
have they been with you? Are they
using their skills fully? Do they feel
fulﬁlled? What side projects do you
have them working on? Do those
side projects match their skills?
How can I help my Lead Technician
return to her engaged self? More on
that in a moment.
My longest staﬀ member is also my
eldest. In fact, he plans to retire at
the end of the year. He could have
retired at the ALAT certiﬁcation
level, a goal he accomplished in
2006. He could have retired as a
Laboratory Animal Technician 1, the
entry level position into which he

was hired back in 2002. He could
have sat back on his laurels, putting
in eﬀort to complete his work, but
no more. Instead, he decided to
push, to achieve more. He spent
much of 2017 preparing for the LAT
certiﬁcation exam. He poured his
passion into preparing for his test,
and as such he learned. He started
making connections between his
work and how it impacted the
research. He became excited about
his work. He had always been a
dedicated individual, but this new
challenge gave him a spark I’d
never seen in him before. After
months and months of preparation
he took his exam…and…he
PASSED! He tells me still that it
was the hardest thing he’s ever
done. This from a man who was the
primary caretaker of a wife who’d
suﬀered from (and ultimately passed
on) from Lupus. I’d planned from
the start to promote him, something
I’d never discussed with him. He
was nearly in tears the day I told
him that as soon as the signatures
were collected, that he’d be moved
up to a Laboratory Technician 2. I
honestly don’t know who was more
elated, him, or me.
As we speak, I’m working out
how to rekindle passion in my
Lead Technician. Our Training
Coordinator recently watched the
AALAS Webinar on Compassion
Fatigue and walked away with
thoughts. My Lead Technician,
a naturally compassionate and
caring person, would be the
perfect spokesperson to teach
other staﬀ members the balance
between loving our animals, and
helping them be the best research
animal they can be. I’m hoping
that engaging her in this project
will result in a renewed energy
for my unit. This may give her
new opportunities to shape future
generations of researchers and
animal care staﬀ. She’s been in
the industry long enough to have
ﬂowed with the changes. She
started in the days where we didn’t

dare name animals, for naming
meant caring, and caring meant
anthropomorphizing. She’s seen
the evolution to names being
acceptable. She now works in an
era where researchers email us,
asking if we think rat tickling would
beneﬁt their animals (umm…
YES!). She works in a time
where people are thinking of the
whole animal, not just of how the
animal can complete a data set.
I’m hoping that by the time she’s
ready to retire, research animals
will have blogs, sharing their
stories with the world. By engaging
this staﬀ member today, future
opportunities may well fall into her
lap. It’s not up to us to know what
those opportunities might be, but
it is up to us to share them with
our staﬀ. It’s up to us to challenge
our staﬀ. It’s up to us to break
through the norms. It’s up to us
to encourage those closing in on
retirement to ﬁnd one last trial, one
last test, one last hurrah.

HOW WILL YOU
CHANGE YOUR
STAFF TODAY?
Is there one person you can
help this month? I’d love to
hear what you ended up
doing. Feel free to email me
at marshalk@ohsu.edu and
share your tale!
References:
The Relationship Between Engagement at Work and Organizational Outcomes. 2017 Q12 MetaAnalysis: Ninth Edition. Gallup,
Inc.
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It is ever more diﬃcult to argue that motivating knowledge
workers is not the Holy Grail for 21st century lab managers.
“Leadership,” according to management consultants, “is the
process of motivating people to work together to accomplish
great things.”
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What
Motivates
Your
Employees?
BY F. KEY KIDDER
Find Out What Intrinsic Factors Can Keep
Your Best & Brightest from
Leaving

staﬀ sight unseen, half a world away, as their purview expands to include external global partners
and industry-academic collaborations, while also
dealing with the distinctly diﬀerent preferences of
the intergenerational workforce mix.

It is ever more diﬃcult to argue that motivating
knowledge workers is not the Holy Grail for 21st
century lab managers. “Leadership,” according to
management consultants, “is the process of motivating people to work together to accomplish great
things.”

The art of motivation has come a long way since the
old carrot-and-stick model—the hope of gain and
fear of loss—that prevailed for centuries. Modern
motivational theory coalesced mid-20th century as
the study of human behavior advanced, and social
and industrial psychologists added constructs.

Motivation is the juice that drives production, performance and innovation, the elixir that lets managers
derive success through others—a fact that great
managers understand and exploit.

Most fundamentally, today’s best motivational
practices for knowledge workers embrace intrinsic
factors— autonomy, task signiﬁcance and challenge, skill development, recognition—while generally assigning a lesser role to extrinsics such as
remuneration and perks. Money matters but is not
considered a sustaining incentive, since scientists
seldom anticipate or aspire to personal wealth.

Motivation cannot be prescribed or enforced, only
enabled, and it doesn’t come easily. As if motivating
knowledge workers in close proximity isn’t challenging enough, more managers must now motivate
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“There’s nothing massively new in motivation, more
of an ebb and ﬂow” of existing theory, says Barry
Staw, an organizational management and behavior
expert at the University of California at Berkeley’s
Haas School of Business. Motivational paradigms
are rooted in classic research:

Maslow’s hierarchy of needs (in ascending
order: physiological, safety, belongingness,
esteem and selfactualization), where workers become motivated afterlower-level needs
are met and rise to fuller potential.
Herzberg’s motivator-hygiene theory of
job satisfaction, in which basic hygienic or
maintenance factors (salary, status, work
conditions and relationships) are prerequisites that must ﬁrst be met but cannot sustain motivation in and of themselves. In turn,
they prime the pump for “job satisﬁers,” such
as achievement and recognition, both of
which drive motivation.
Vroom’s expectancy theory, which posits
that workers are motivated to the extent that
management fulﬁlls its end of the bargain
and rewards them with an equitable and
positive outcome or payoﬀ for their eﬀort.
Outcomes must be in sync with individual
wants and needs for motivation to continue.
Deming’s management theories, credited
with driving Japan’s postwar boom, emphasized the need for management to recognize
and nurture intrinsic motivators that naturally
wring performance from human capital.
Hackman and Oldham’s model of job design, wherein challenging, meaningful work
that utilizes and develops skills is motivational, particularly jobs with “task signiﬁcance”
where workers see product outcomes and
emotionally connect with some greater good.
Goal-based motivational theories, assorted latecomers to the motivational knowledge base; the trick is aligning organizational
objectives and staﬀ proclivities

In sum, scientiﬁc staﬀ become more highly motivated and report higher levels of job satisfaction to
the extent that management enables them to satisfy psychological wants and needs for autonomy,
achievement, recognition and professional growth
in an atmosphere that’s challenging and, well, fun—
the intellectual joy of solving the puzzle— thus placing a premium on managers’ emotional intelligence
and ﬂexibility.
“We’ve known how to motivate knowledge workers
for a while,” says Roger Mayer from N.C. State’s
Poole College of Management. “The pieces have
been out there. It just depends on how dedicated
organizations are to revisiting what works, getting
managers committed to that approach and continuously evolving” the approach “to motivate workers
over the long run.”
It’s a tall order for managers, who eﬀectively serve
two masters, answering to the expectations of upper management and those of skilled staﬀ apt to
grow restive should motivation ﬂag. Managers are
tasked to master a complex dynamic of shifting
motivational forces and operational levers—organizational variables, management objectives, and personal values and inclinations. For better or worse,
managers are motivationally transforming. “Our
research shows that individual managers inﬂuence
overall motivation as much as any organizational
policy,” says Nitin Nohria, dean of Harvard Business
School.
Motivationally paramount indeed, but R&D managers are also beset by competing demands and
dwindling resources and typically not endowed with
abundant interpersonal skills; asking managers to
attend to staﬀ ’s emotional wants and needs can
seem a real reach.
Their challenge is compounded by evolving personal values. “We all want diﬀerent things at diﬀerent
times in our adult lives,” says Mayer. “Motivations
change. It’s a moving target.”
Conventional thinking about the work preferences of
academic and industrial scientists—and the motivational implications thereof—was challenged after
Dr. Henry Sauermann from the Georgia Institute of
Technology’s College of Management plumbed the
preferences of more than 400 science and engineering PhD students. His ﬁndings, released in
2010, cast doubt on the stereotypes of academic
researchers being motivated by their appetite for
a pure “taste for science” and industrial researchers being more engaged by considerations such as
remuneration and access to resources. Sauermann
found greater convergence of values than many
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previously suspected. His is a cautionary tale about
ﬁnding the right ﬁt; students who leap into careers
before they really look can become demotivated.
Genencor is one employer that gets consistently
high marks for motivating its workforce. The California-based biotech ﬁrm is renowned for its rich roster
of motivational employee programs and light bureaucratic touch. “Our culture is employee-driven,”
says Jim Sjoerdsma, executive vice president of
human resources. “Workers are empowered to take
ownership of diﬀerent aspects of our work system.”
Scientists “need a lack of structure for creativity, and
creative spaces, nontraditional conference rooms
and things like that. And we allow some chaos to
occur, and create a team environment and break
down the hierarchy, and that keeps things fresh.”
Companies “can really win with their culture,” says
Sjoerdsma. “Besides being recognized as a great
place to work, we realize a signiﬁcant diﬀerence in
every aspect of our ﬁnancials.”
According to a recent study by global management
consultants McKinsey & Co. that cited a widespread
motivational workplace malaise, “noncash motivators” such as managerial praise and attention have
attained greater workforce value, but “relatively few
organizations have gone beyond the direct management of costs” to deal with the problem.
“One of the key issues is the natural inclination of
managers to rely on mechanisms of control,” said
Staw. “Tell people what to do and how to do it and
create incentives, usually extrinsic, to motivate
them.” And if things don’t go well, he says, managers double down, intensifying extrinsic pressures.
“We have a dominance of economic thinking …
that’s been extended to trying to run the world.
Economists weigh in about how to manage people.
It’s dysfunctional. Extrinsic motivators can cause
more damage than they solve. Emphasizing extrinsic motivators can drive out intrinsic ones. Even
worse are economic and Skinnerian systems that
work, but work too well, so behavior is narrowed to
the point where you only get what you reward. There
are multiple arrows in your quiver for motivation, but
you’re only using 20 or 30 percent of them.”
Research into the linkages between creativity, task
and motivation by Teresa Amabile, who heads up
the Entrepreneurial Management Unit at Harvard
Business School, posits the primacy of intrinsic
incentives to drive innovation. Another Sauermann
study of more than 11,000 scientists and engineers
provides support, suggesting that R&D researchers
actually work smarter if intrinsically motivated by the

challenge at hand.
After Mihaly Czikszentmihalyi’s research into total task immersion, he gave performance coaches
something new to think about in the 1990s with
“ﬂow,” his concept of the optimal motivational state.
He says ﬂow, which has shown strong, documented
correlation with performance enhancement, is completely focused motivation achieved most readily by
individuals with speciﬁc personality traits: curiosity,
persistence, low self-centeredness, and a high rate
of performing activities for purely intrinsic reasons.
The demand for motivational magic recycles and repackages old thinking into new spin. In Daniel Pink’s
best-seller “Drive: The Surprising Truth About What
Motivates Us,” he brought new popularity to the art
of intrinsic motivation, and proposed that everyman
can reasonably aspire to peak performance—even
with management still clutching a carrot and stick.
Elements of Pink’s message—dialogue and feedback from leaders enriches staﬀ; such engagement
is the “renewable energy of motivation”—echoes the
recent research of Ethan Burris from the University
of Texas’ McCombs School of Business on giving
staﬀ “voice.”
Voice, says Burris, constitutes “prosocial” motivation, inspiration derived from its perceived impact
on beneﬁciaries. “People speak up and identify
problems with their work and want suggestions to
improve” because they want to make a diﬀerence
and impact beneﬁciaries. And when you can make
that link more salient in scientist’s minds, then they
really become committed and put the pedal to the
metal.” Staﬀ voice becomes critical as R&D systems
move from a top-down to a bottom-up approach and
a more decentralized decision-making structure.
Voice also satisﬁes staﬀ need for “procedural justice,” says Burris, the perception that work systems
are fair. But if managers solicit voice and ignore
inputs, staﬀ can withdraw psychologically, turn counterproductive or quit.
“Employers aren’t democracies,” says Mayer. “Workers can’t vote out management. But when management overrules workers (voice), they’re taking back
the problem as their own, rather than the problem
and the challenges being owned by the workers for
them to solve.”
Adam Grant from The Wharton School at the University of Pennsylvania is a fast-charging researcher
who has “reinvigorated the emphasis on intrinsic
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motivation and things social,” says Staw. Even
seemingly superﬁcial interactions with beneﬁciaries increases motivation maintenance, says
Grant, sustaining staﬀ persistence on the winding
research road. Prosocial motivation “can predict
higher levels of (staﬀ) performance,” and “managers play a critical role in shaping employees’ beliefs about the impact of their work on others.” Prosocially inclined staﬀ who regularly receive “trust
cues” from managers perform best, since higher
levels of trust allow staﬀ to buy into the manager’s
vision of task signiﬁcance and its potential beneﬁciaries, driving motivation.
“A key ingredient for management to motivate
knowledge workers is earning their trust,” says
Mayer, a trust scholar and consultant. “If employees don’t trust their managers, they continually
have to think of ways to protect their vulnerabilities.
To the extent employees’ minds are focused on
self-protection, they are less able to focus attention on complex and creative tasks that need to be
accomplished.”

A prosocial, communal orientation motivates staﬀ
in other ways, says Dr. Art Markman from the University of Texas, whose research includes motivation’s eﬀects on performance. Markman touts labs
that promote a shared, communal climate. “The
PI needs to be seen as working for the beneﬁt of
everyone,” not just his or her own greater glory.
F. Key Kidder is a writer and communications consultant with extensive experience in government
relations and political aﬀairs. His interest in science
stems from the belief that the research community
is everyman’s best bet to solve seemingly intractable problems. Before striking out on his own, he
was an award-winning journalist.
Printed with permission of LabManager. Original
Article can be located at http://www.labmanager.
com/leadership-and-staﬃng/2011/09/what-motivates-your-employees#.WrQ5XJch2Ul
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How to Become
A Good Lab
Manager
DO YOU EVER FEEL YOU WERE UNPREPARED FOR A CAREER AS THE HEAD OF A
RESEARCH LAB?
By Elizabeth Sandquist

Y

chose the research profession because you were
fascinated with the world around you and wanted
to discover on a molecular level the ways in which life
exists. Additionally, you wanted the freedom to choose
your own ﬁeld of research and study what interests you
most.
You long to be at the heart of the lab — directing
experiments, analyzing data and writing papers — but
you ﬁnd yourself caught up in other tasks — ordering
reagents, dealing with a troubled graduate student,
attending yet another committee meeting, anything but
bench research.
You have found that being the head of the lab is more
than just making big discoveries; it is about managing
a small business. Lab-management skills, while used
every day by scientists, are not directly taught to young
scientists. Rather, they are learned secondhand. While
much is to be learned from this follow-by-example approach, it has its limits. We have all heard horror stories of principal investigators with poor leadership and
organization skills, but how can we keep from becoming a character in one of these stories?
You have found that being the head of the lab is more
than just making big discoveries; it is about managing
a small business. Lab-management skills, while used
every day by scientists, are not directly taught to young
scientists. Rather, they are learned secondhand. While
much is to be learned from this follow-by-example approach, it has its limits. We have all heard horror stories of principal investigators with poor leadership and
organization skills, but how can we keep from becoming a character in one of these stories?

Lab management can and should be
learned in a more directed manner

L

aboratory managers are often promoted from the
ranks of the technical staﬀ,” says Rodney Forsman, the immediate past president of the Clinical
Laboratory Management Association and an assistant professor emeritus at the Mayo Clinic College of
Medicine in Rochester, Minn. “If an individual has the
capacity to learn the science of laboratory medicine,
they can learn the necessary management skills, given
the desire and aptitude to do so.”
Management skills are important for science careers
of all types. Whether you work at the bench or away,
the ability to organize your work and supervise those
under you is critical.

Management can be divided into four
main categories:

1

Planning allows a lab manager to know
where the lab is going.

2

Organizing is also an important
job for a lab manager as he or she
determines who does which project
and technique, manages the
timelines and budgets for multiple
projects, and keeps current with research in the
ﬁelds.
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3
4

Leadership is extremely important for a lab
manager, as it often sets the environment
and pace of the lab. Good leadership can
inspire lab members toward productivity and
creativity and help members work together.
Controlling a lab involves the evaluation of
lab members’ and projects’ progress and the
ability to correct problems as they arise.

Planning: considering the big picture
With all the responsibilities that lab management entails, it is
easy to make sure the T’s get crossed but to lose sight of the
bigger goal.
“Self-awareness is vital in time management! It is so easy to
believe that you are being productive when you are merely being busy,” says Kathy Barker, author of “At the Helm: A Laboratory Navigator,” a book that instructs new investigators in lab
management. “Being able to stand back and truly assess your
eﬀectiveness is hard, but it is the only way to make every
day count.”
A common suggestion from the experts interviewed was to
have a ﬁve-year strategy. In a study by McKinsey & Company, all successful, thriving labs utilized three- to ﬁve-year
plans.
While lab members need technical skills to complete individual experiments, it is the lab manager’s job to ensure
that all experiments are aimed toward a common goal.
The ability to see the bigger picture allows lab members to
evaluate a project’s progress and determine future projects, manuscripts and grants. A ﬁve-year plan allows you
to gauge the progress of your research and keep it goaloriented.
Once you know where you want your research to be, you
can plan experiments much more eﬃciently. This becomes
especially important when a lab is managing multiple grants
of varying lengths. Having a long-term plan also is helpful
for tenure-track faculty so they can stay on schedule and
achieve the requirements needed for tenure in the appropriate time.
“Perhaps scientists don’t create ﬁve-year plans because
they don’t think they need to: They are overwhelmed with
detail and trust that, as they take care of the day-to-day
details, the path will emerge. It usually doesn’t. It just becomes more obscured with endless tasks,” Barker says.
Similarly, a mission statement can guide a lab and keep
it on track. “A mission statement helps to remind the PI of
what her priorities are,” Barker says. “It is hard to keep your
eyes on the prize with all the personnel, funding and administrative decisions that have to be made daily. Reminding yourself that your mission is, say, children’s health or

the mentoring of young scientists helps you to recognize what
tasks will help you fulﬁll your plans and so be more productive.”
Write a mission statement that will help you and your lab members remember, when things get tough, why you are in science
and why your project is important.
Also, scientists love to ask questions, but sometimes that can
lead researchers down rabbit holes. A mission statement can
guide you in experiment planning so that time is not wasted
pursuing trivial or tangential research.

Organization: more than a clean desk
Organization takes a number of forms in lab management.
Time, people and your physical lab space must be organized
and orderly for research to run smoothly. There never will be
enough time in the day to complete all the tasks you hope to
accomplish, so it is important to know when to say no.
While an open relationship with lab members is encouraged,
sometimes you need to close your oﬃce door. “With time and
experience, you should develop the ability to better know what
requests will help you in your research and career and which
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ones will impede you,” Barker says. “You get better at looking
into the future to see that you might get no immediate beneﬁt
to agreeing to be on a certain committee but that in six months
you might gain a chance at more graduate students or a better
relationship with an administrator.”
Lab meetings are a great way to help keep a group of people
organized and focused on their goals. Meetings with the whole
group allow lab members and the PI to remain informed of
events within the lab. They also can be a good forum for brainstorming and troubleshooting.
The McKinsey & Company study of successful labs also found that top labs have regular
lab meetings, both formal and informal. Oneon-one meetings also are important for both
the lab member and the PI, as experiments
and issues can be discussed in greater
detail.
However, lab meetings can become an inefﬁcient use of time if they are not organized.
Having a meeting agenda can keep conversations on track and avoid the need for multiple meetings about a single issue. Records
of lab meetings also can be used to measure
research progress.

Leading by design
Many of the scientists and managers interviewed noted that not all successful leaders
are the same. The ﬁrst step toward reaching
your leadership potential is to recognize your
leadership style. Multiple resources exist online that allow you to recognize and analyze
the way you lead. Then you can focus on the
strengths and weaknesses of that leadership
style and work to improve it.
Additionally, you can compare the type of
leader you actually are to the kind you would
like to be. “It is advantageous to identify
a successful mentor who can not only be
a model for your behavior but a sounding
board for issues you may not have dealt
with previously,” Forsman says. ”The mentor
should have experience beyond the laboratory, especially in dealing with organizational
protocol and key individuals outside the
laboratory.”

discussions with their PI. You need to be able to modulate your
style to optimize it for each person in your lab.”
Richard DeFrank, an associate professor of management at the
University of Houston C.T. Bauer College of Business, emphasizes the importance of lab members knowing you are involved
and available. One way to achieve this is to walk around. Every
day, make an eﬀort to walk around the lab and visit with each
lab member. These conversations do not have to be in depth;
rather, this method allows you to stay up to date on daily activities and shows that you are open
and interested in your lab members’
work.

Top 10 lab
management tips

1. You can learn management
skills.
2. Have a ﬁve-year plan for your
lab.
3. Set clear standards and
expectations.
4. Optimize your management
style for each lab member.
5. Listen to your lab members.
6. Walk around the lab daily.
7. Learn when to say no.
8. Be prepared when small
amounts of free time become
available.
9. Get to know the people at your
institution who can help you.

Most of the experts emphasized
the importance of listening. A good
leader not only directs lab members and tells them what to do, but
he or she also listens to his or her
employees.
“Make sure you are not the person
doing most of the talking at lab
meeting,” Lorsch says. “If you are,
there is a problem.” Instead, he
suggests that you empower senior
members of the staﬀ to teach and
mentor junior members.

Taking time to listen is also important because a lot can be gained
from your lab members. One way
to do this is to organize brainstorming sessions. “This gets creativity
ﬂowing, empowers people to think
about new research directions for
themselves and the rest of the
group, and often generates good ideas,” Lorsch says. Not only
does this make lab members feel appreciated, but it also provides them with a learning experience. Most importantly, it gives
you a diﬀerent perspective on your research than you would
have if you worked in isolation.

10. Celebrate successes with
your lab.

Jon Lorsch, formerly a professor of biophysics at the Johns Hopkins University School of
Medicine and now director of the National Institute of General
Medical Sciences, suggests that you optimize your management style for each lab member. “You cannot motivate or help
everyone in the same way,” he says. “For example, some people respond well to a lot of attention. Other people like to have
more time to think about data or their next experiment between

On a related note, many people
emphasized that lab managers
should walk the talk. In other words,
do what you say. This action builds
trust and respect from colleagues
and fellow scientists. If you desire
students to be in the lab from 8 to
5, they are far more likely to do so
if you are also there from 8 to 5.
Lorsch gives an example: “I give a
practice talk for my group for every
new lecture I make and ask them
for (and take) their feedback. That
way, when I make them give practice talks and get feedback, they
know I am not asking them to do
something that I don’t do.”
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Lastly, know when to relax and have fun. Taking time to celebrate as a lab is great for morale and can act as an incentive
to reach lab goals. Science is full of disappointments, and
perseverance is essential for survival. Taking time to relax
and enjoy your accomplishments will give lab members and
you the energy to continue. “Have a sense of humor,” Lorsch
says. “This is probably the most important advice I can give.”
Controlling: making sure your employees succeed
Managing a lab means that there are times when things go
wrong and you are expected to ﬁx it.
“Managers often lament that ‘all problems come in on two
feet,’ which highlights the importance of honing your people
skills,” says Forsman.
One of the best ways to prevent issues with employees
is to be clear about standards and expectations from the
start. Every lab member comes from a diﬀerent background.
Most of the issues rise from a lack of communication about
expectations. Without clear expectations, you cannot expect
lab members to do something just how you like it. It is equally
important for lab standards to be maintained, or they will not
be followed.
DeFrank and Lorsch both suggest motivating lab members
through rewards rather than fear. “When people are doing
well, make sure you tell them so,” Lorsch says. “When things
are going slowly, make sure you give encouragement along
with advice.” People are more likely to be productive and
create high-quality work when they are happy and working
toward a goal rather than fearing punishment. As Barker puts
it, “share interests, not issues.” These rewards do not need
to be signiﬁcant or monetary; what matters is that they are
sincere.
Lastly, try to give lab members a sense of control over their
work. Many grad students want to have labs of their own one
day, and experiment planning is a skill they need to learn
now. Additionally, a sense of pride and ownership can go a
long way to motivate employees while freeing you to spend
time on other issues.
If you don’t have your own lab yet, begin learning about lab
management now. While you may not run a whole lab, your
boss will give you smaller tasks to manage. The ability to
manage a little will bring opportunities to lead larger future
projects.
Many of the techniques for managing a lab also can be used
on a personal level for career development. “Because the
graduate school-postdoc-assistant-professor-etc. pathway is
so apparently scripted, it may appear that the path ahead is
solid and paved and doesn’t need so much personal input,”
Barker notes. “The system and the busyness can lull one into
complacency, but the job has grown so much bigger than the
training prepares the PI for.”
The key to returning to the work you love, science, is to
manage your lab well through planning, organization, leading

Resources for lab
managers
Take a look at the following list of
resources for more information and
tips on managing a successful,
thriving lab.
• Clinical Laboratory Management Association. Body of Knowledge for Medical Laboratory Management. www.clma.org (2010).
• Howard Hughes Medical Institute and the
Burroughs Wellcome Fund. Making the
Right Moves: A Practical Guide to Scientiﬁc
Management for Postdocs and New Faculty.
www.hhmi.org/resources/labmanagement/
moves.html (2006).
• University of Houston Bauer College of
Business Executive Education programs:
http://bauer.uh.edu/executive-education/.
• Barker, K. “At the Helm: Leading Your
Laboratory” (2nd ed.). Cold Spring Harbor
Press (2010).
• Beards, M. “The secret of high productivity
in the research lab.” McKinsey & Company
(2009).
• Mendeley, a free reference manager and
PDF organizer: www.mendeley.com.
• LabGuru, Web-based research and laboratory management software: www.labguru.
com.
• I Opt Leadership Report: www.iopt.com/
leadership-report.php.
and controlling. It may take some work, but the payoﬀ will be
rewarding to you and your lab members. Remember: If you
can learn science, you can learn lab management.
Elizabeth Sandquist (elizabeth.overmoe@med.und.edu) is a
graduate student at the University of North Dakota pursuing
a Ph.D. in biochemistry and molecular biology. Follow her on
Twitter at www.twitter.com/ilovebraaains.
Permissions granted by ASMBM, article ﬁrst appeared at
http://www.asbmb.org/asbmbtoday/asbmbtoday_article.
aspx?id=48974
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Top 10 Manag
by- John K. Borchardt

YOU

To progress in their careers, lab managers, particularly those in
their ﬁrst management assignment, need to develop new skills.
Often they had little opportunity to do this while working full time
at the laboratory bench. Yet these skills are critical to success in
their new management assignment.

MANAGING BUDGETS

What Lab Managers Must Know to Get
Ahead in Their Careers
To progress in their careers, lab managers, particularly
those in their ﬁrst management assignment, need to
develop new skills. Often they had little opportunity to
do this while working full time at the laboratory bench.
Yet these skills are critical to success in their new management assignment. These skills include:
1. Managing budgets
2. Planning and running eﬀective meetings
3. Management by walking around
4. Leadership
5. Managing external R&D contracts
6. Doing more with less
7. Managing conﬂicting priorities
8. Managing diversity
9. Maintaining personal integrity
10. Developing the skills you need
Let’s look at each in turn.

Usually each laboratory has its own
methods for managers to manage
their budget. These are usually
based on the tracking of spending versus time. Good spreadsheet
software will let managers do this.
They track spending by month with
the goal of keeping each project and
activity on budget.
However, the relationship between
spending and time may not be linear.
Some spending may be bunched up
in particular months due to project
milestone dates, transfer of project
team members to other assignments
with completion of their milestones,
and hiring of new staﬀ members or
consultants to enable the achievement of milestones. (For example, if
no one in the lab has the expertise
needed to achieve a late-project
milestone, managers should time the
hiring so the individual isn’t hired too
early in the project to work productively on this milestone.)
New and transferred managers
inherit the budget of their predecessors. However, in the next budget
year they will have to work with their
own supervisor and project team
members to develop budgets for the
coming financial year.
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gement Skills
NEED

PLANNING & RUNNING EFFECTIVE
MEETINGS

MANAGING BY WANDERING
AROUND

Meetings require a lot of planning and follow-up to be useful management tools. Deﬁne the meeting objectives and desired outcomes
during the planning phase. This means deﬁning what needs to be
accomplished during your meeting to make it successful.

“Management by wandering around (MBWA) can
be very useful to new and experienced lab managers alike. Tom Peters and Bob Waterman discussed
MBWA in their classic book

Then put together a meeting agenda that will accomplish this goal.
Next, use the agenda to determine which people need to attend the
meeting. Keep the attendance list as short as possible to accomplish your objectives. Send copies of the agenda to all attendees
a few days prior to the meeting and ask for their input. Include the
objective of the meeting at the top of the agenda. You need to help
meeting attendees prepare to actively participate in the meeting so
they can oﬀer intelligent input as well as listen.

“In Search of Excellence.”1 However, this technique
is often forgotten, given the many demands on a
manager’s time. Yet its advantages make it well
worth it.

Decide if you need to bring in a meeting facilitator to keep the meeting focused and on track. During the meeting, experienced meeting
facilitators can also identify overlooked subjects or areas.
Before the meeting, determine the appropriate technology for
the meeting. For example, are you going to use ﬂip charts, white
boards, or LCS projectors and a computer to project and record information? Are you going to designate someone as a scribe to take
notes and prepare the meeting minutes?
Now it is time for the meeting. Use all of your premeeting activities
to manage the meeting. Be sure that all attendees are engaged and
oﬀer input as appropriate. In particular, use time management skills
to keep discussion of each business item on schedule so that the
meeting does not run late.
Post-meeting activities are important. Most important is to review
action items decided upon during the meeting, the individuals responsible for each, and the time each action item should be completed. Meeting minutes remind attendees of these action items and
allow nonattendees to get information from the meeting even if they
didn’t attend.

Because the word “wandering” is part of the name
of the method, it sounds purposeless.2 Far from
it. MBWA means occasionally walking through the
laboratories in an unstructured manner, informally
discussing the status of ongoing work with staﬀ
members. The atmosphere is relaxed and informal.
Staﬀ members often express concerns they would
not mention in a formal meeting or would raise only
in a performance review (often scheduled months
away).
MBWA enables managers to show their concern.
Having managers who are engaged in their work
helps staﬀ members feel their work is important and
strengthens their engagement.
One of the best managers I ever had began her new
assignment by walking around and meeting her staﬀ
members in their labs and oﬃces. She used these
discussions to get to know her staﬀ members and
learn how to facilitate their achievements. These
initial discussions set a positive tone that lasted
for the three years of her assignment as research
supervisor.
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LEADERSHIP
Management is more than
just administration; it’s also
leadership. 3 Eﬀective, timely
decision-making is an essential part of leadership.
Leaders gather information,
consider alternatives and then
set a clear course of action.
In addition to considering the
data itself, managers need to
consider its source and thus
its value. Decisions are often
based on intuition as well as
data.
In making decisions, managers need to balance the tensions between the company’s
short-term and long-term
interests and between various constituencies: high level
managers, their staﬀ members, other employees, stockholders, customers, and suppliers. Often, decision making
is not easy and managers
need to have mental toughness to be decision-makers. I
found a DVD course, “The Art
of Critical Decision-Making,”
from The Teaching Company
and presented by Professor
Michael Roberto of Bryant
University, to be of considerable help in reﬁning my own
decision-making skills.4

MANAGING EXTERNAL
R&D CONTRACTS

DOING MORE WITH
LESS

Industrial R&D is increasingly
being accomplished through
open innovation processes.5
Managers and qualiﬁed staﬀ
members need to play important roles in the selection
of open innovation partners
and helping to deﬁne the
terms under which outside
organizations will work with
your laboratory on projects.
Customarily, this work is done
under contract.6 Issues such
as deﬁning the roles of each
partner, project milestones,
determining how to decide if
milestones have been met,
and the amount of the milestone payments have to be
discussed and negotiated.

Many laboratories have had
their budgets reduced due to
the depressed business conditions of the recession and the
current weak economic recovery. This means lab managers
are being forced to do more
with fewer ﬁnancial resources.
How can you do this?

Once the contracts have
been signed, the lab manager
should be involved in monitoring the working relationship
between his/her staﬀ members
and the other parties to the
contract.

One strategy is to refurbish
your current equipment such
as balances, centrifuges, microscopes and spectroscopic
instruments to extend their
useful operating life rather
than replacing them with new
ones. Another strategy is to
buy refurbished equipment
and instruments rather than
new ones.
Consider changing your hiring
practices. Rather than hiring
a new full-time employee, can
you hire a qualiﬁed person to
work part-time instead? The
use of part-timers could enable important work to get
done with less impact on your
personnel expenses. Some
unemployed individuals might
be happy to work part-time
rather than not have a job
at all. Perhaps some of your
laboratory’s retirees would like
to work on a part-time basis.

MANAGING CONFLICTING PRIORITIES
With fewer staﬀ and ﬁnancial resources, lab managers will ﬁnd it more diﬃcult to eﬀectively manage conﬂicting priorities. Strategies and methods for doing so were discussed at length in an earlier Lab Management Magazine article.7 In essence, they involve using numerical methods and information technology for
establishing priorities. Managers, particularly newly appointed ones, should consult their supervisor when
using these methods. It may also be appropriate to consult staﬀ members and other members of project
teams, including customers and suppliers, when engaged in this exercise.
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MANAGING DIVERSITY

MAINTAINING PERSONAL INTEGRITY

Managers have to deal with
cultural issues associated with
the diversity of their laboratory
staﬀ members. These are gender, racial and cultural diversity. Members of the so-called
Generation X and millennials
(also called Generation Y)
have diﬀerent attitudes than
baby boomers toward their
work as well. For example,
millennials often have diﬀerent
priorities when balancing work
and family demands than do
baby boomers.

Personal integrity is essential to earning and keeping the trust and
respect of your staﬀ members and peers. To be an eﬀective manager and leader, you must always tell the truth. If you don’t know the
answer or are precluded from giving it by corporate conﬁdentiality
considerations, don’t lie in order to have something to say.

This diversity means that lab
managers must, within permissible company limits, use
diﬀerent management strategies with diﬀerent employees.
For example, managers must
know what motivates their
various staﬀ members so they
use the appropriate strategies
to promote engagement and
reward each employee for
outstanding performance.
Footnotes
1. T. Peters and R.H. Waterman, “In Search of
Excellence: Lessons from America’s Best-run Companies,” Harper Paperbacks (2004).
2. Some experts have used the word “walking”
rather than “wandering” to describe the technique
because of the negative connotation of the word
“wandering.”
3. Mike Mears, “Leadership Elements: A Guide to
Building Trust,” iUniverse (2009).
4. J.K. Borchardt, “Managing Crisis,” Lab Manager
Magazine, http://www.labmanager.com/articles.
asp?ID=820.
5. J.K. Borchardt, “Open Innovation Becoming Key
to R&D Success,” Lab Manager Magazine, http://
www.labmgr.com/ articles.asp?pid=163.
6. J.K. Borchardt, “Open Innovation: Presenting
New Opportunities for Contract Managers,” Lab
Contract Manager, www. ncmahq.org/ﬁles/Articles/
CM0608_26-35.pdf/.
7. J.K. Borchardt, “Competing Priorities,” Lab
Manager Magazine, http://www.labmanager.com/
articles.asp?ID=635.

Managers may be confronted with moral or legal choices with regard to legal and business issues. They must always make the
ethical choice. For example, a patent litigation developed at a former employer of mine. As part of the litigation, laboratory notebooks
and reports had to be meticulously examined. While this was being
done it became clear that one inventor had been left oﬀ the patent
application. Although this inventor never complained about it, my
employer did the ethical thing and corrected the inventorship, even
though it was embarrassing to do so more than two years after the
patent application had been ﬁled.
In another situation I observed personally, a capable young chemist
lost his job in a small layoﬀ. Knowing his staﬀ members were upset,
the research department manager called his staﬀ together to explain the situation. However, he then lied regarding the reason the
chemist lost his job. He immediately lost the respect of his staﬀ, and
he never regained it. The situation negatively aﬀected both department morale and the manager’s eﬀectiveness.

DEVELOPING THE NEW SKILLS YOU NEED
Many companies send their new managers and lab staﬀ members they are considering for management assignments to training
courses on the management techniques discussed above. However, this is less common at small ﬁrms. Many large companies cut
back their training programs during the recession and have yet to
restore them. In addition, few of these courses are customized for
lab managers. So attendees have to devote some creative thought
to how they can apply the principles being taught.
What can you do if formal management training programs are not
available? The best approach is to use your own manager as a
mentor and advisor. Consulting with other recently promoted lab
managers will allow you to share common problems and develop
solutions.
Even after mastering your current responsibilities, you need to keep
learning and growing. Accept stretch assignments that expand your
capabilities and increase your knowledge base about your ﬁrm, its
businesses and the external world in which your company operates.
Permissions granted by Lab Manager - article ﬁrst printed at http://www.labmanager.com/
leadership-and-staﬃng/2011/10/top-10-management-skills-you-need#.WrfsUpch2Um
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10 EMPLOYEE
CONCERNS THAT
AFFECT PRODUCTIVITY
Employee Concerns Always affect
productivity positively or negatively.
Employee concerns always aﬀect productivity,
positively or negatively. Occasions when their
concerns have no eﬀect are rare and possibly
non-existent. This is not a psychologically complex reality. Most managers have seen tangible
eﬀects of personal, if not professional issues
aﬀecting employee performance.
Employees ﬁnd new boyfriends/girlfriends, get
married, receive their college or graduate degrees, or have other wonderful events occur,
and their productivity tends to improve. Conversely, people face divorce, foreclosure, the
loss of a parent, issues with children, or a variety
of other personal issues, and their productivity
declines, for at least the short term.
Work-related concerns have an equal – sometimes greater – eﬀect on employee productivity.
Even the issues of just one staﬀ member often
aﬀect the performance of a team or department,
once again for better or worse. Concerns that
are satisﬁed by management for just one team
member can often uplift the performance of the
whole group. On the down side, should management not address concerns of even one team
member, performance of that employee – and
possibly the entire team – typically suﬀers.
The obvious conclusion: Management should
address any concerns that employees have to
maintain continuity of performance. Certainly,
at times, the answers that management must
provide are not what the employee wanted. Yet,
their concerns were addressed and eﬀorts made
to resolve these issues.
How to Determine Employee Concerns
Management sometimes maintains that they
didn’t address employee concerns because they
were unaware that one or more issues existed.
While this statement may be true, it is imperative that management stay aware of employee
concerns so they can address them before small
issues become major performance detractors.

How can they do this? Just ask. As long as your
staﬀ has the security of knowing that they will
not be punished or criticized for being truthful about their concerns, they normally will be
honest – sometimes brutally honest. But, that
is good news. Simple surveys or requests for
suggestions or concerns have proven to be sufﬁcient.
It is important to remember that these items are
concerns, not necessarily complaints. Senior
management in most companies regularly satisﬁes these and other employee concerns. This
compilation of many statistics, however, does
display the most common items of interest to the
general workforce.
Asking your staﬀ to advise you of their concerns
gives management the opportunity to address
issues of importance to their employees. Studies indicate that addressing employee concerns
– regardless of the answers – is the most important activity. Management displays their sincerity, their own concern, and their respect for their
workforce. Making an honest attempt to address
employee concerns typically results in improved
staﬀ performance.

10. Workplace conditions and
cleanliness.
Management is sometimes caught oﬀ guard
when advised that this concern consistently
appears. But, upon reﬂection, it is perfectly
logical. With more and more people committed
to improved health and quality of life in general, it is not surprising that there is deep interest
in their workplace physical conditions.
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There have been numerous in-house and third-party independent surveys directly addressing this issue. The
results seem to indicate that the following issues are the most common employee concerns in a cross section of
all industries. These are not listed in any particular order of importance as people have diﬀerent concerns when
in diﬀerent situations.

9. Over-work
Employees are often afraid
that their eﬀorts and high performance may only result in
management asking them to
do more for the same compensation. Extra eﬀorts should be
rewarded by additional compensation (if possible) and/or a sincere “Thank you” at a minimum.
Concern addressed.

6. The Human
Resource Department

Most H.R. professionals are
aware of this employee concern. Contemporary workers
want and expect their H.R.
departments to be fountains of
knowledge about a myriad of
issues (beneﬁts, compensation,
corporate plans and goals, legal
and insurance issues, positions
to be open in the future, etc.).

3. Pay Increase
Guidelines
This concern might initially surprise you. Compensation guidelines are normally in place for
most larger companies, those
with unionized workforces, and
government agencies. However,
most businesses are classiﬁed
as smaller companies and it appears that this group often lacks
this employee feature, generating
confusion and concern from staﬀ.

8. Inadequate
Communication
Has anyone heard this concern
before? Employees have a need
to believe they are “in the loop”
by having as much information as
possible on employer plans, goals,
dreams, news, etc.

5. Pay Equity
While this concern may appear
to relate to the above two issues,
employee feedback indicates that
it stems from a diﬀerent source.
Employees want to feel secure
they are earning compensation
equal to those who are in similar
positions and have comparable
experience.

2. Beneﬁts Programs
This is another very common –
and understandable – concern of
employees. To limit turnover and
increase retention, management
typically tries to oﬀer the best
beneﬁt program they can aﬀord.
Should programs fall short of
ideal, management should communicate their dedication to make
beneﬁts the best they can be

7. Excessive
Management
Sometimes called “over management” or “micro management,”
this concern relates to employees
feeling that their every activity
is separately managed and little
judgment or freedom is permitted.

4. Favoritism
This important concern may be
related to item number three.
Most senior management would
dispute this concern, but they may
be forgetting one important item:
perception. Your company may be
diligent in prohibiting favoritism,
yet the perception of this failing
or the possibility of its existence
remains a concern of employees.

1. Higher salaries &
Compensations
Surprise! Few managers should
be surprised by this concern.

Permisions granted by LabManager. Article can be found at http://www.labmanager.com/leadership-and-staﬃng/2008/09/10-issues-thatconcern-your-employees#.WqsdDech1EY
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