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LAMA 
Objectives
- TO PROMOTE THE DISSEMINATION OF IDEAS, 

   EXPERIENCES, AND KNOWLEDGE

- TO ACT AS A SPOKESPERSON

- TO ENCOURAGE CONTINUED EDUCATION

- TO ACTIVELY ASSIST IN THE TRAINING OF MANAGERS
This publication contains copyrighted material, the use of which has not al-
ways been specifi cally authorized by the copyright owner. Such material is 
made available to advance the understanding of ecological, political, eco-
nomic, scientifi c, moral, ethical, personnel, and social justice issues. It is 
believed that this constitutes a “fair use” of any such copyrighted material as 
provided for in Section 107 of the US Copyright Law. In accordance with TItle 
17 U.S.C. Section 107, this material is distributed without profi t to those who 
have expressed a prior general interest in receiving similar information for re-
search and educational purposes. If you wish to use copyrighted material for 
purposes of your own that go beyond “fair use”, you must obtain permission 
from the copyright owner.For more information concerning the LAMA Re-
view, please contact Jim Manke at jrmanke@associationsolutionsinc.com.
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Hello LAMA Members 

I hope you enjoy the articles that were chosen, now an intermixed edition:) 
If you have any suggestions of the types of articles that you would like to 
see more of please email me at ehoward@newcreationsdesign.com. We 
have two articles in this edition that are from our very own LAMA member-
ship - I am so excited to see our members writing- if any of you would like 
to try your hand at writing an article for the LAMA Review concerning your 
position, training, networking or anything that applies to the profession, 
please email me as well. 

Future editions will be including articles from many diff erent topics, as well 
as we will be introducting a new best practices column. I hope everyone 
has a fantastic Summer!
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President’s 
Message 
JENNIFER VOLKMANN, PRESIDENT

Howdy y’all from the great state of Texas. I hope everyone 
thoroughly enjoyed our annual mee  ng in Virginia Beach despite 
the cooler temperatures. Our program chairs, Kim Benjamin, 
Johnny Wilson, and their commi  ee did an outstanding job of 
planning the presenta  ons and ac  vi  es. 

I am truly honored to serve as this year’s LAMA President and am 
looking forward to con  nuing the strides we have made with our 
past president Leah Curtain and our vice president Chris Southern 
by my side.

It is now summer  me and things are hea  ng up.  Kim and 
Johnny are already busy on planning next year’s annual mee  ng 
in Clearwater Beach, Florida for April 9-11, 2019. I hope you have 
marked these dates in your calendars and are ready to see what 
LAMA has to off er at next year’s mee  ng. 

If you are interested in ge   ng involved, submit a talk or join one 
of our commi  ees. We are always looking for crea  ve ideas. 
Please feel free to contact me or any of our board members, 
including our newest board member Amanda Coldwell. 
Remember to look at the website and email blasts for up-to-date 
informa  on about LAMA and the mee  ng. 
Hope you all have a fantas  c summer! 

Sincerely.

Jennifer
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Getting Down 
To Business 
Building Confi dence in What We Do................. - by Jason Allen

How many  mes in a year do you think you’re asked 
about what you do for a living?  You may have a new 
dental hygienist you’re mee  ng for the fi rst  me and 
they ask about what you do for a living.  It could be 
that you make your way to a LAMA annual mee  ng and 
someone in the hotel elevator asks what the conference 
is about.  Maybe you’re at a gathering which is largely 
your partner’s work circle and mingling?  I’m willing 
to bet each of us is randomly asked about what we 
do for a living at least three  mes a year.  Typically, 
when I answer I work in animal science, people ask for 
more detail and notably with genuine curiosity.  There 
is currently an increased recogni  on for the need to 
advocate for animal science and educate the general 
public.  But as Lab  Animal Managers is it currently in our 
job descrip  ons to perform outreach?  For most of us, 
the answer to that is likely no.

I submit to you that in order to be more eff ec  ve 
leaders, we need to be ready to answer what animal 
science is all about to anyone, and be willing to be a 
confi dent member of the lab animal science community 
for our personnel.  As we become more comfortable 

and adept with the answers, the hope is that staff  
will as well.  The more employees can iden  fy with 
confi dence in a leader, the more faith they will have in 
the company and its mission.  This can lead to increased 
job sa  sfac  on, ambi  on, and stronger working 
rela  onships.  

Many people don’t know where to begin.  For those 
who were able to a  end the LAMA annual mee  ng in 
Virginia Beach, there were two methods of outreach 
presented.  One method, presented by Mr. Gordon 
Yee, was personal outreach.  The other, presented 
by Dr. Cindy Buckmaster, was outreach on a larger 
organiza  onal scale.  Both of these presenta  ons were 
inspira  onal and both of these eff orts are worthy 
of our a  en  on and support however we can.  This 
submission is intended to present you with some easy 
ways to help you get started and turn any awkward 
sen  ments mingling and talking about what you do for 
a living in a posi  ve and less stressful experience.  There 
are many ways to facilitate building this confi dence and 
facilita  ng discussion on animal science with people we 
know.  Only three points are presented below so that 

LAMA Writer
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Did you 
know?

In the Laboratory Animal 
community, publishing in a 
professional journal is an 
essential part of advancing your 
career.  

Submitting an article to the 
LAMA Review provides an 
opportunity to be published in 
a professional journal.  This is 
a great opportunity to share 
your research knowledge and 
accomplishments. 

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

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

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

Submitting 
an article

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

Submit your article to 
Review via email:jrmanke@
associa  onsolu  onsinc.com

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

The LAMA Review publishes 
ideas and concepts in an 
innovative format to provide 
premium information for 
Laboratory Animal Management 
in the public and private sectors 
which include government 
agencies. 

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 fi nding innovative 
solutions to management’s 
needs, by providing the 
necessary resources and tools 
for managers to succeed.   

Article 
Guidelines

Submissions of articles are 
accepted from LAMA members, 
professional managers, and 
administrators of laboratory 
animal care and use. 
Submissions should generally 
range between 2,000 and 
5,000 words. All submissions 
are subject to Editor- in-Chief’s 
review and are accepted for the 
following features of the LAMA 
Review:
o Original Articles
o Review Articles
o Job Tips
o Manager’s Forum
o Problem Solving
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it’s easy to recall and do.  As a person becomes more 
confi dent and masters these tools for conversa  on 
about animal science, more tools are available.

The fi rst thing to remember is to choose your words 
carefully.  This means choosing them in advance and 
ge   ng used to using the words in conversa  on at work 
or with those closest to you so that they roll of your 
tongue.  What words are emo  onally charged in answer 
to what we do for a living?  If only one word is changed, 
let it be the word “research”.  People carry baggage 
from the past about the words “animal research” 
being used together.  Start by forcing yourself to use 
the word “science” instead of “research”.  Science in 
general is held in high regard with the public.  People 
understand those involved with science subject their 
work to rigorous standards for propriety.   Then once 
you’ve chosen the words you want to use as a standard 

response, commit the basics to memory and prac  ce 
using it whenever you can!  The words will fl ow more 
smoothly every  me you use them.  

The second thing to remember is to carry a business 
card with you for what you do.  However, this card is 
not your contact informa  on with your employer or 
job  tle.  It is an informa  on card which details where 
a person can fi nd more informa  on about your line of 
work in general.  This card can contain your words of 
choice in outreach or more detailed informa  on.  The 
key is to keep things simple.  How hard is it to hand 
someone a card with informa  on to someone who 
asked for the informa  on?  Even if you are shy about 
speaking, the card can speak for you.  Figure 1 below is 
an image of both sides of the card I carry in my wallet 
to hand to anyone I want to share informa  on with.  
Once you have this card similar to this printed and have 

Figure 1:  My ge   ng down to business card
Front

Back

The Canadian Council on Animal Care

Animal research is a highly regulated and publicly accountable line of 
work.  No project may begin in CCAC certified institutions without review 
from stakeholders such as Veterinarians, caregivers, researchers, and com-
munity representatives to name a few.

• The three animal types most often used in research now are fish, mice, 
and birds.

• In 2014, only 0.1% of animals used were primates, and 0.5% were cats 
AND dogs combined.  It is a misconception that these are common in 
research!

• Animal research helps the animals themselves and not just humans 
(e.g. conservation biology).

Canadian Association for Lab 
Animal Science Members

CALAS/ACSAL is a national association dedicated to providing high qual-
ity training and educational resources to animal care professionals across 
Canada. We believe animal research, when necessary, must be conducted 
professionally, ethically and compassionately.
• Since 1961, CALAS/ACSAL members have been working to improve the 

lives of animals in our care. We currently have almost 1,000 members 
across the country.

• The community is quick to adopt best practices for animal welfare and 
research integrity.

References: http://calas-acsal.org/ and http://www.ccac.ca 
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used it successfully a couple  mes, share it with your 
personnel!  Give them a couple cards to carry with 
themselves in their wallet or purse and explain what it 
is for.  The card is for someone who may not be able to 
automa  cally provide a good defi ni  on of the work we 
do and standards involved.

Figure 2 below is a modifi ed version which could 
possibly be useful to LAMA members in the United 
States.  It should be edited however you see fi t for your 
local context.   These templates are easily created for a 
print shop by opening your choice of word processor.  
Microso   Word was used for these examples and that 
program has a business card template to facilitate the 
eff ort.

For my fi nal point, I would like to leave you with words 
of encouragement……just get started.

Don’t think about what you may actually say to a 
person, just think about pu   ng an outreach card 
together.  Then don’t think about what you may 
actually say to a person, just get the card printed and 
carry a couple with you.  Then don’t think about what 
you may actually say to a person, just try to remember 
to hand them the card.  Baby steps!  Eventually the 
step of handing a card out becomes an easy habit and 
will take no conscious eff ort at all.  Then you can think 
about refi ning what you say when handing the card 
out.   When that becomes second nature, you’re ready 
to share your experience with your staff  and help them 
with the same eff ort.  In summa  on – take the fi rst 
step, just get started and good luck!  

Figure 2:  A business card template for use in the US  
Front

Back

The care of animals in science…

The USDA Animal Welfare Act demands it is essential to regulate  the 
transportation, purchase, sale, housing, care, handling, and treatment of 
animals by carriers or by persons or organizations engaged in using them 
for research or experimental purposes or for exhibition purposes or hold-
ing them for sale as pets or for any such purpose or use.

• The act is upheld by local Institutional Animal Care and Use Commit-
tees.  Membership includes all stakeholders such as vets, researchers, 
caregivers, students, and the public.   

• No live animal work may proceed without committee approval!

American Association for Lab Animal 
Science Members

• The AALAS is an association of professionals employed in academia, 
government, and private industry who are dedicated to the humane 
care and treatment of laboratory animals, as well as the quality re-
search that leads to scientific gains that benefit people and animals.

• The association advances responsible laboratory animal care and use to 
benefit people and animals.

• The community encourages certification of personnel for using best 
practice.  

References:  https://www.aalas.org/  and https://www.aphis.usda.gov/aphis/
home/
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Protecting Our 
Student Animal 
Caretakers
from Laboratory 
Animal Allergies  
by Austin Fritsch

LAMA Writer
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If you are reading this article, odds are that 
you are part of a research team that is work-
ing with, and/or caring for, animals in research.  
This is not the first, nor will it be the last, ar-
ticle written about the risks of working with 
research animals and my intent is to be able to 
share with you our experience in approach and 
processes to mitigate the risks of Laboratory 
Animal Allergies (LAA ) with our undergraduate 
students that work with research animals. Stu-
dents at our University are essential members of 
the animal care and use husbandry unit, as well 
as an integral part of the principal investigation 
research team. They have contact with the same 
hazards that many of our full-time research 
faculty and research and husbandry staff are 
exposed to. As vivarium supervisors, managers, 
and directors, it is our responsibility to ensure a 
safe work environment for all our facility users 
and animal caretakers. 

My experience has been that many times it sur-
prises those outside of our institution (AAALAC, 
OLAW, USDA1 etc.,) when they realize we em-
ploy students in our animal care and use pro-
gram.  We value our undergraduate students 
participation and it is desirable to assist our ani-
mal facility staff with the day-to-day husbandry 
tasks of taking care of our rodents as they assist 
research faculty, staff, and post-doctoral candi-
dates conducting research and accumulating re-
search data.  The value to the undergrad is that 
there are programs within our University (under 
the direction of research faculty) that provide 
them the unique opportunity to be immersed 
in independent research projects which exposes 
them to direct or indirect contact with rodents.  
Most of the students that participate in the re-
search programs go on to graduate level edu-
cation in a science field, attend medical/dental/
veterinary school, or continue in animal care. 
One of our most important tasks as supervisors 
of these students is to educate and train them 
on the risks and mitigation techniques of LAA’s. 

We introduce students to LAA’s in our general 
animal care and use training session. There is 
extensive training time devoted to education, 
prevention and control of risk factors as this 
training can play a vital role in preventing LAA’s. 
Our Occupational Health and Safety (OHS)1 co-
ordinator contributes time to develop training 
handouts on LAA’s that describe the symptoms 
of allergic reactions, sources of allergens from 

animals, and information on how to prevent 
and mitigate LAA’s.  Firstly, we educate our stu-
dents on LAA’s and the effect that they can have 
on their health.  We review the statistics and 
data on LAA’s with the students including that 
approximately one-third of laboratory animal 
workers have an occupational allergy to animal 
dander  and that about three-quarters of work-
ers with preexisting allergic disease eventually 
develop a laboratory animal allergy.  We also 
review and distribute what we have labeled our 
laboratory animal allergies statement that is de-
veloped by our OHS coordinator.  Our goal is to 
enlighten and educate our students so that they 
understand the potential seriousness of working 
with rodents in research.  The same protocol 
that we would give to our full-time employees, 
research faculty, or staff. 

Following the introduction to LAA’s, we discuss 
the risk factors and symptoms associated with 
working with rodents at Marquette Universi-
ty.  When reviewing these risks, we ensure that 
they are aware of the locations where exposure 
may take place.  As a conventional animal facil-
ity, we house our rodents in open top shoebox 
cages. They are exposed to animal allergens the 
minute they walk into the animal facility since 
allergen exposure is most often airborne.2,3 
Since most of our students will be working with 
the rodents directly, we also reiterate the fact 
that having skin contact with the animals may 
also have a high potential to produce a reac-
tion. We make sure that all students working 
with our research rodents are enrolled into our 
Occupational Health and Safety Program initi-
ated by completing a health questionnaire and 
risk assessment.  If there are any questions when 
the health risk assessment is reviewed, Our OHS 
Coordinator then contacts students directly. 
Students that are still active in the labs or with 
the animal facility receive an annual health 
questionnaire follow-up that is mandatory. This 
annual follow-up is reviewed by the OHS Co-
ordinator. During this training session, we nor-
mally have a good mix of students that will be 
working for the Animal Resource Center1 (ARC) 
and/or working for the research faculty and/
or staff under their animal care and use proto-
col(s). It is at this point that we begin to discuss 
how their specific roles and job responsibilities 
may correlate to the amount of risk they are 
exposed to.  
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We understand that the duration of exposure to 
an allergen (and the allergen concentration) can 
also be a risk factor3. If we look at the duties 
of the students working for the ARC, we are 
able to assess the level of exposure to animal 
allergens based on their responsibilities for cage 
cleaning, dumping of soiled bedding, and ani-
mal handling (normally during the same shift), 
most likely for an extended period of time, with 
multiple rodent rooms. On the other hand, we 
have students conducting surgeries, handling 
animals for experiments, and performing eu-
thanasia. This handling can last from minutes to 
hours depending on the situation.  No matter 
the condition, we have designed our training 
program on LAA’s to be uniform so that anyone 
encountering animal allergens is trained on 
protection and mitigation of risk.  We do this by 
highlighting the different control methods that 
may be utilized in our facility. 

We assist our students on mitigating LAA’s by 
discussing personal protective equipment (PPE)1, 
engineering and administrative controls that 
are utilized in our animal care and use program 
and throughout our animal facility. Our train-
ing method for the students is to begin with 
the microenvironment (the area directly around 
them including their body) and then the mac-
ro-environment (the room and surrounding area 
they are in).  Our goal is to teach an awareness 
to the students so that they can be better pre-
pared to mitigate the risks when working with 
the animals.  We begin by discussing the PPE 
that is required when working with the animals. 
During our training presentations, we discuss 
the different PPE that we have available such as 
gloves, lab coats (both disposable and non-dis-
posable), masks (dust/surgical masks), respira-
tors, bouffant caps, and other available PPE that 
can be used.  We also discuss and instruct on the 
use of respirators. We utilize visuals from the 
online OSHAcademy training website.  This al-
lows for students to visualize the different types 
of respirators that are available if sensitivity to 
animal allergens becomes problematic for them 
and they intend to continue working. Our OHS 
department is vigilant in providing respirators, 
and respirator training, for those students that 
are cleared to use them. 

With regard to the student animal caretakers 
that conduct husbandry duties for the ARC, the 
PPE that we require consist of scrubs, masks 
(respirators for those that are FIT testes), gloves, 

and hairnets or bouffant caps.  All the PPE pro-
vided is disposable except for the scrubs.  We 
keep enough clean scrubs in stock so that stu-
dents are able to utilize a fresh pair daily.  For 
those students that handle animals for experi-
ments and surgeries, we instruct during train-
ing that they must wear a lab coat and gloves 
whenever they are working with the animals.  
When we are confident that the students are 
properly educated and trained on the PPE, we 
begin the dialogue of how engineering controls 
are utilized to protect or mitigate LAA’s while 
they are in the facility. 

During our training session with the students, 
we discuss some of the engineering controls 
that are utilized at our institution.  We discuss 
how the air to the room provided by our HVAC1  
system is 100% outside air and that the air is 
then exhausted 100% outside resulting in no 
air from the animal holding rooms recirculates 
to any other area or room.  We also discuss the 
use of HEPA1 filtered workstations and hoods 
where cage changes and animal manipulations 
may occur.  The primary function of these types 
of workstations is to draw the contaminated 
air away from the user. This has the potential 
to dramatically reduce the concentration of 
allergens that the students are exposed to.  In 
addition, we have a HEPA filtered bedding dis-
posal dumping station. These bedding disposal 
units are designed to prevent allergens from 
reentering the cage wash room. In turn, these 
engineering controls result in a safer working 
environment. Finally, we discuss and review 
the administrative controls that are in place to 
protect our students from LAA’s.  The OHS risk 
assessment and heath questionnaire is reviewed 
again as well as the other policies we have on 
LAA’s.  

Training students on this information may seem 
redundant, but we need to acknowledge that 
with each group of students that we enroll in 
our training sessions, it will be the first exposure 
that they have to this training and education 
which plays a significant role in the prevention 
of laboratory animal allergies.  It is our duty to 
ensure that students, faculty and staff plainly 
understand the risks associated with working 
with laboratory animals.  It is crucial that they 
are aware of the signs and symptoms of any 
allergic reaction, and that they are prepared to 
deploy protocols in order to mitigate their risks 
of exposure to allergens.    
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1  Abbreviations used in this article: LAA, labora-
tory animal allergy; AAALAC Inc; OLAW, Office of 
Laboratory Animal Welfare; USDA, United States 
Department of Agriculture; OHS, Occupational 
Health and Safety; ARC, Animal Resource Center; 
PPE, Personal Protective Equipment; HVAC, Heat-
ing Ventilation and Air Conditioning; HEPA, High 
Efficiency Particulate Air. 

2  Laboratory animal allergy. R.K. Bush, R.A. Wood 
and P.A. Eggleston.  Journal of Allergy Clinical 
Immunology. July 1998. https://www.ncbi.nlm.nih.
gov/pubmed/9679853 

3  Occupational Health and Safety in the Care 
and Use of Research Animals.  National Research 
Council.  National Academy Press. Washington, 
D.C. 1997

4 OSHAcademy. “Couse 756 – Respiratory Protec-
tion”. Oshatrain.org. https://www.oshatrain.org/
courses/mods/756m2.html (accessed June 16, 2018).
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It’s All About the A
“This ar  cle was originally published on h  ps://
speakingofresearch.com, Speaking of Research is an 
interna  onal organiza  on that provides informa  on 
about the role of animals in research”

The following guest post is by Richard Marble RLATg, 
CMAR, Laboratory Animal Facility Coordinator at Ferris 
State University. In this ar  cle, he provides an insight 
into animal facili  es from the perspec  ve of a lab 
animal facility manager.

Laboratory Animal 
Research and Testing
You hear about this controversial subject as a topic 
of discussion in the news quite o  en. You’ll see live 
video feeds on TV of animal rights protestors in front 
of research facili  es or on government building front 
lawns, protes  ng the use of animals in research. You’ll 
read of pro-animal tes  ng groups standing across the 
street counter protes  ng the animal rights ac  vists 
in the newspaper. But seldom do you hear the stories 
from the compassionate, animal and people loving 
individuals inside the walls of these companies and 
ins  tu  ons performing the research and caring for the 
animals. I want to share with you a peek at life behind 
the walls from the perspec  ve of a Laboratory Animal 
Facility Manager’s chair.

My name is Richard Marble, and I am an animal care 
facility coordinator (manager) in a small Midwest 
University. I have spent over 10 years in Animal 
Research, the last 6 years being spent in management. 

My experience spreads across Academia, Contract 
Research Organiza  ons, and Laboratory Animal 
Providers. I possess a Bachelor’s of Science Degree 

in Biology, and I am a Registered Laboratory Animal 
Technologist and Cer  fi ed Manager of Animal 
Resources. I am passionate about what I do and I am 
thankful to be in a fi eld where I have the opportunity 
to make a diff erence in the lives of animals and people 
alike. To quote, Cindy Buckmaster Ph.D., a well-
known animal researcher and champion for necessary 
laboratory animal research, “People in this fi eld are the 
reason that 6 year olds with leukemia get to be 7.”

In my current posi  on, it is my job to make sure the 
animals under our care receive the best and most 
humane treatment available. This in turn provides 
society with opportuni  es to gain valuable knowledge 
that improves the health and wellbeing of people 
and animals alike. I educate and consult with the 
inves  gators on proper procedures/care as well as 
advise them of the regulatory/ethical obliga  ons 
regarding their work with research animals. I also 
provide day to day oversight of all animal care ac  vi  es, 
advise the Ins  tu  onal Animal Care and Use Commi  ee 
(IACUC) on regulatory updates/changes, protect the 
occupa  onal health of the animal technicians caring 
for the animals, and serve as the primary point of 
contact to senior administra  on on ALL THINGS 
ANIMAL RESEARCH. As you can see this posi  on 
involves wearing many hats. In order to accomplish all 
of this I am fi rst and foremost an educator, but I am 
also a subject ma  er expert, a manager, a supervisor, 
a mentor, a commi  ee member, a communica  ons 
facilitator, and part of a team of individuals who care for 
our animals.

Most days start out with normal business tasks like 
checking emails, scheduling appointments, ordering 
supplies, and other general offi  ce tasks. Then the 
exci  ng and ever changing part of my day begins. One 
morning, I might take the opportunity enter the animal 
rooms and interact with the technicians and animals 
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Animals!  
by Robert Marble
to fi nd out what we can do to improve the care for 
our animals. Another morning I might meet with a 
prospec  ve researcher and provide input on how to 
design their research project in order to get the best 
data from their work while having the least impact on 
the animals’ health or wellbeing.
Next comes lunch  me. Some  mes lunch is also 
spent working. A vendor may stop in for a working 
lunch to discuss the changes in their products or go 
over upcoming projects, sharing how they can assist 
our inves  gators in obtaining the equipment they 
need. Other days I may take this  me to recharge my 
ba  eries by ge   ng out of the offi  ce and catching lunch 
with a coworker, or catching up on the latest news 
developments in human or animal healthcare.
Moving to the a  ernoon I might a  end a mee  ng 
with IACUC members to review incoming protocols 
and discuss our legal/ethical obliga  ons or training/ 
upda  ng them on current best prac  ces. This may 
include ways of reducing the number of animals needed 
for the research by sugges  ng u  lizing animals from a 
behavioral study that has ended, refi ning a procedure 
by providing input on the latest/ least invasive way 
of performing it, or off ering a scien  fi cally validated 
op  on to replace some of the animals with cell or 
computer based op  ons to obtain the same data. A 
diff erent a  ernoon might be spent discussing facility 
equipment updates with physical plant personnel and 
educa  ng them on the ever changing facility needs of 
animal based research in regards to HVAC, plumbing, 
surfacing, and electrical, or it might be mee  ng with a 
vendor on a new equipment installa  on project.  

Then there are the emergencies. Though thankfully 
rare, they do happen. An animal gets sick, a drain backs 
up, a technician calls in sick, the HVAC goes down, the 
electric goes out, an external inspector shows up, or a 
researcher is three hours from a grant deadline and was 
just no  fi ed they needed some documenta  on from 

animal care. Did I men  on these always come when a 
facility manager is the busiest? It is at these  mes that I 
fi nd the challenge and the most fulfi llment in my career. 
Everything I am working on gets dropped, and I a  end 
to the emergency, in all cases pu   ng animal health 
and well-being at the forefront. The vet gets called. 
Physical plant gets no  fi ed. I rush back to the offi  ce to 
get the inspector the paperwork they need to review. I 
may have to jump in and cover cage change du  es for 
the sick technician. I may have to help my technicians 
scramble to put temporary hea  ng into a room in order 
to keep the animals warm. I might be racing the clock 
to get the inves  gator the informa  on they need so 
they can make the grant deadline, enabling them to 
have money to complete life- saving research or provide 
educa  on for future drug development technicians. It is 
all in a day’s work.

At the end of the day, I look back on the 
accomplishments with fulfi lment, and view the mistakes 
as opportuni  es to improve. Some days, when the 
stress has been high, I will spend the last half hour of 
my day, suited up in Personal Protec  ve Equipment 
(PPE), si   ng in the rabbit room handling and socializing 
the rabbits. It’s there, with rabbit si   ng in my lap, that 
I am reminded of the ul  mate reason my job exists and 
the passion for what I do. Ul  mately, it is all about the 
animals, and the sacrifi ces they make so that people 
and animals alike live be  er, longer, healthier and more 
fulfi lling lives due to necessary animal based research. 
This is the reason I get out of bed each work day 
looking forward to being part of the miracle of modern 
medicine. It is a privilege and a passion to be part of 
this miracle, and when you love what you  do, you never 
“work” another day in your life. That is the perspec  ve 
from this Lab Animal Facility Manager’s Chair. I hope 
you enjoyed the view.

Richard Marble
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How to Hang  on
to Your High 

Potentials
The war for talent shows no signs of letting up, even in 

sectors experiencing modest growth.

The war for talent shows no signs of le   ng up, ev en 
in sectors experiencing modest growth. According to a 
global study we conducted, only 15% of companies in 
North America and Asia believe that they have enough 
qualifi ed successors for key posi  ons. The picture is 
slightly be  er in Europe, but even so, fewer than 30% 
of European companies feel confi dent about the quality 
and amount of talent in their pipelines. Moreover, in 
the regions where many companies are focusing their 
growth strategies—emerging markets—the supply 
of experienced managers is the most limited, and 
the shortage is expected to con  nue for another two 
decades.

One popular ba  le strategy is to ins  tute programs 
aimed at “high poten  als”—the people that companies 
believe may become their future leaders. The appeal 
is clear for both sides: Promising managers are 
a  racted to companies known for strong development 
opportuni  es, and a well-managed talent pipeline 
drama  cally increases the odds that a company will 
appoint great leaders at the top.

But these programs aren’t simple to execute. The 
selec  on criteria are o  en confusing. Employees 
are frequently mys  fi ed by who’s included and 
who’s excluded. Company leaders have to weigh the 

upside of pu   ng top performers into developmental 
opportuni  es against the downside of temporarily 
distrac  ng them from an enterprise’s immediate needs. 
Firms risk demoralizing solid contributors who are 
not anointed as high poten  als—the vast majority of 
managers, the people who keep the trains running on 
 me. Some  mes the chosen few don’t s  ck around 

or don’t live up to expecta  ons. And too o  en, 
the programs fail to maintain momentum, leaving 
companies unsure they have paid off  and fueling worker 
cynicism.

There are excep  ons, of course. Companies such as GE, 
Unilever, PepsiCo, and Shell have long been known for 
their careful a  en  on to talent management. But those 
companies are not the norm.

As far as we know, no one has yet studied the process 
of managing high poten  als from end to end. In order 
to fi ll this void, in 2007 we launched a joint research 
project with the execu  ve search fi rm Egon Zehnder 
Interna  onal, conduc  ng a large-scale cross-sec  onal 
and longitudinal analysis of how companies assess 
and manage their rising stars. We also interviewed 
execu  ves from 70 companies that have programs for 
high poten  als—fi rms of all sizes, located around the 
world.

by - Claudio Fernández-Aráoz, Boris Groysberg &  Nitin Nohria
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From this research, we iden  fi ed a set of cu   ng-edge 
prac  ces. Some are from unexpected places—such as 
an Argen  ne manufacturer of steel tubes that’s become 
an interna  onal leader despite regional and industry 
turbulence, and a Turkish bank that has gone global. 
Some are broad—such as the direct involvement of a 
pharmaceu  cal-device maker’s senior management 
team in the development of that company’s 600 most 
promising leaders. Though high-poten  al programs 
abound, the fi eld is so new and so dynamic that these 
prac  ces haven’t yet been  me-tested. S  ll, they can 
provide valuable ideas and inspira  on to companies 
looking to strengthen their talent pipelines.

One important fi nding of our research was that the 
eff ec  ve management of the next genera  on of leaders 
always encompasses three sets of ac  vi  es. The fi rst 
involves the establishment of clear strategic priori  es, 
which shape the way companies groom high-poten  al 
leaders. The second involves the careful selec  on 
of high-poten  al candidates—and communica  ng 
who they are to others in the organiza  on. This can 
be touchy. And the third comprises the management 
of talent itself—how high poten  als are developed, 
rewarded, and retained.
There is no cookie-cu  er method for crea  ng a 
successful program. Just as you can’t li   any other 
people management process directly from another 
company, you can’t assume that a high-poten  al 
program that works somewhere else will work for you. 
Your strategy and your culture infl uence the nature 
of the program that will be most eff ec  ve. If your 
strategy is to aggressively expand through acquisi  ons 

in emerging markets, for instance, you’ll need a 
diff erent type of program than you would if you were 
pursuing low-cost leadership through opera  onal and 
produc  vity improvements. 

We’ll outline the strategic, selec  on, and managerial 
aspects of eff ec  ve high-poten  al programs below. But 
fi rst, let’s start with a defi ni  on.

What Is Potential?
We were a li  le surprised to discover how many 
companies launch high-poten  al programs without fi rst 
clearly establishing what they mean by “poten  al.” We 
use the following simple defi ni  on: Poten  al indicates 
whether someone will be able to succeed in a bigger 
role in the future. It is a person’s ability to grow and 
to handle responsibili  es of greater scale and scope. 
By “greater scale” we mean a job in the same area but 
with, say, a larger budget or staff ; by “greater scope” 
we mean a job involving ac  vi  es of substan  ally more 
breadth and complexity.

Consider a sales vice president who consistently 
meets her budget forecasts. Could you reasonably 
expect her to take responsibility for marke  ng as well? 
Might she be able to lead a mul  divisional ini  a  ve—
reposi  oning the business from a product-centric to 
a customer-centric organiza  on? She doesn’t have to 
be ready to take it on tomorrow to be high poten  al. 
However, if you’re going to invest signifi cantly in her 
development, you want to be reasonably confi dent that 
the investment will pay off .
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Before classifying her as an up-and-coming leader, then, 
you’d look for signs of her capacity to learn quickly on 
the job, genuine interest in broadening her scope (is she 
inclined to show up at mee  ngs where she might learn 
something that doesn’t directly relate to her job?), and 
willingness to take on extra work on short no  ce. She 
might be very bright and a highly valued contributor but 
s  ll not qualify as a high poten  al.
A basic model for assessing execu  ve poten  al, 
developed by Egon Zehnder Interna  onal, is depicted 
in the exhibit “The Essen  als of Execu  ve Poten  al.” It 
contains fi ve elements, shown in the exhibit as a sec  on 
of fi ve concentric rings. These range from very diffi  cult 
to change (mo  ves) to highly teachable (skills).

The Essentials of Executive 
Potential
This model shows the elements of poten  al, with the 
hardest to change—mo  ves and leadership assets like 
the ability to engage others—at the core. Wrapped 
around those traits is a leader’s sense of iden  ty. It 
has a major impact on whether a manager will use a 
par  cular capability. He might, for instance, be able 
to create change in an organiza  on, but if he doesn’t 
defi ne himself as a change agent, he won’t. High levels 
of competence alone, therefore, can propel people 
to some success and some promo  ons but won’t be 
enough to sustain them in large leadership roles.

At the inner core are the individual’s mo  ves. These 
predict consistent pa  erns of behavior over  me. They 
tend to be stable, are usually not conscious, and are 
highly related to what people enjoy and get energized 
or engaged by. Does the person get sa  sfac  on from 
seeing others succeed? Does she demonstrate a 
passion for the organiza  on’s mission over personal 
reward? Founda  onal research at Harvard long ago 
showed the relevance of the “Three Social Mo  ves”—
achievement, affi  lia  on, and infl uence. One form of 
the last mo  ve, the desire for socialized infl uence 
(having a posi  ve impact on others for the good of the 
larger organiza  on), is a predictor of senior execu  ve 
poten  al. To a certain extent, it may be something 
you’re born with—or at least a product of early social 
interac  ons. However, posi  ve work experiences 
and wise mentorship can help people develop be  er 
mo  ves.

One level out you’ll fi nd a series of abili  es we call 

“leadership assets,” which predict how far and how fast 
an execu  ve will grow. There are four important assets: 
A high poten  al derives insight; she can make sense 
of a vast range of informa  on and discover and apply 
new ideas that transform past prac  ces or set new 
direc  ons. She also eff ec  vely engages others through 
emo  ons and logic, communica  ng a persuasive vision 
and connec  ng individuals. She demonstrates resolve 
and keeps on driving toward goals despite challenges. 
Finally, and perhaps most important, a high poten  al 
seeks understanding; she constantly looks for new 
experiences, ideas, and knowledge; asks for feedback; 
and adjusts her behavior accordingly.

The desire to have a posi  ve impact on others for the 
good of the organiza  on is a key predictor of execu  ve 
poten  al.

At the next level is a sense of self, or iden  ty. Iden  ty is 
how you see yourself on the stage. For high poten  als, 
this means envisioning yourself as a senior execu  ve—
not just for the pres  ge but because you want to fulfi ll 
a passion for developing a team or make things happen. 
Individual contributors may be mo  vated by others’ 
success, for instance, but may have no wish to play an 
enterprise-wide role. 

The characteris  cs found in the three innermost rings—
which are so hard to change or learn—are essen  al to 
high poten  al. The things in the outer two rings of the 
model—skills and knowledge—can be acquired. Skills—
what an execu  ve is actually able to do and apply—can 
eff ec  vely be taught or learned on the job. And in order 
to perform an individual job well, every manager needs 
some specialized knowledge (say, about a market, a 
business, or certain prac  ces), which should be tested 
and eventually supplied before any cri  cal promo  on.

Align Development to Strategy
Many companies’ programs for high poten  als simply 
replicate those in place at other fi rms, as if talent 
could be developed with an off -the-shelf model, 
without taking into account an organiza  on’s goals. 
Poten  al is situa  onal, and programs that manage it 
should be aligned with a company’s strategy. (If your 
value proposi  on to employees is that you’ll develop 
them for successful careers wherever they go, that’s 
a legi  mate aim, but it’s not something that will 
necessarily strengthen your talent pipeline.) There is no 
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universal great manager, as we found when conduc  ng 
an analysis of a large group of GE “graduates” who went 
on to become CEOs at other companies. Some added 
tremendous value to their new organiza  ons, but 
others proved disastrous. Doubtless all of them went 
through a rigorous development process at GE, but they 
could excel in a new company only if it was a strong 
strategic, organiza  onal, and industry fi t.

If, for instance, a company’s strategy is to grow in 
emerging markets, it might focus on a more global 
talent pool as well as people who have demonstrated 
fl exibility opera  ng in unfamiliar se   ngs. In contrast, a 
company that is commi  ed to being the low-cost leader 
might target people who are highly disciplined and 
results-oriented.

Best-prac  ce organiza  ons start with this strategic focus 
but periodically reexamine their strategic priori  es and 
refresh their pool of candidates. Such fl exibility is key; 
from what we’ve seen, companies that set rigid goals 
about the type or number of high poten  als, instead of 
taking a dynamic approach, become complacent and 
don’t get much out of these programs.

One more note on tying talent management to 
strategy—it’s not a ma  er to be le   to HR. If the senior 
management team is not involved, the process may 
be doomed. It can be tough to get the senior-most 
execu  ves viscerally engaged in talent development, 
but if they aren’t personally invested from the start, the 
whole program could easily head down the wrong path.

Select with Care
Though it can be tricky, choosing candidates for these 
programs is an extremely important part of the process: 
The consequences of a faulty assessment can be 
costly. Not only is it wasteful—in terms of training and 
developing people unlikely to become leaders—but 
it undermines employee morale and the credibility of 
the whole program. Furthermore, poor assessments 
also mean that people who have strong poten  al are 
excluded. Disheartening a prospec  ve star for the 
wrong reasons can be extremely expensive.

Identifying promising 
candidates.
Selec  on usually begins either with nomina  on by the 
employee’s immediate supervisor or through the annual 

appraisal process. At several companies we studied, 
including a Caribbean fi nancial services fi rm, an Italian 
u  lity, and a Cypriot bank, managers are expected to 
pinpoint high-poten  al employees. At some companies, 
managers are expected to put forward candidates from 
their own departments but can nominate individuals 
from other departments as well.

Other companies, like one Danish bank we studied 
as well as a European airline and a Scandinavian 
online service provider, allow employees to nominate 
themselves. However, we found that the prac  ce 
is not prevalent, because it carries risks. Across the 
board, people overes  mate their poten  al. Their self-
assessments might be useful but need to be taken in 
context. 

Using annual appraisals to make the fi rst cut brings 
more objec  vity to the process. At a gas pipeline 
company we studied, two years’ worth of outstanding 
reports qualify an individual as high poten  al. At an 
insurance company, the annual appraisal process 
specifi cally calls for categorizing individuals as lateral, 
poten  al, or high poten  al: lateral signifi es that 
someone is ready to move into posi  ons only at the 
same level; poten  al, readiness for promo  on in 
two years; and high poten  al, the ability to make 
two major moves upward in the next fi ve years. But 
annual appraisals alone are not enough—research has 
shown that most high performers are not, in fact, high 
poten  als. That’s why we recommend supplemen  ng 
appraisals with a subjec  ve view of candidates—like 
supervisors’ recommenda  ons and other inputs.

A  er you’ve iden  fi ed your fi rst cut of candidates, the 
next step is to develop valid and reliable assessments 
of their poten  al. Many companies rou  nely use 
personality tests to do this. The prac  ce is somewhat 
more commonplace in North America and somewhat 
less popular in Asia and Africa. We don’t recommend 
it; though some research in the early 1990s provided 
evidence that personality can predict job performance, 
it has become clear that personality tests have low 
validity. Furthermore, if they’re self-reported, you 
can’t prevent people from gaming them. The best tools 
for assessing poten  al are references and behavioral 
interviews. At some companies, psychometric tests 
are used only to customize development plans for 
candidates who have already been selected by other 
means.
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Increasingly, major organiza  ons also complement 
their own internal appraisals with periodic input from 
qualifi ed external partners. External assessments 
decrease the element of bias and off er a broad set of 
benchmarks—allowing companies to compare their 
talent against strong outside candidates.
Just as important as the choice of methods is the 
person conduc  ng the assessment. Most people aren’t 
nearly as good as they think at sizing others up. Indeed, 
most managers are dismal at predic  ng employees’ 
future accomplishments. The good news is that it’s not 
about intui  on: Accurate assessment can be learned. 
And the right person using the right model can learn 
to assess poten  al (predic  ng whether a person will 
not be promoted, will be promoted once, or will be 
promoted twice or more over the next four to fi ve 
years) with 85% accuracy.

Communicating wisely.
Many organiza  ons try to “hide” high-poten  al 
classifi ca  ons, as if that were possible. A study 
conducted by Anthony J. Fresina and Associates in 
1987, featuring 225 corpora  ons in 10 industries, found 
that 78% of companies did not inform high poten  als 
of their designa  on, but 90% of the  me employees 
knew anyway. Yet even in that study, informing high 
poten  als of their status was clearly associated with 
enhanced reten  on and improved produc  vity.

Nonetheless, this is a delicate topic. If you’re completely 
open about who is on the list, you have to prepare for 
the disappointment of those not anointed and even 
the frustra  on of high poten  als whose expecta  ons 
are not met. We believe strongly in transparency—let 
people know if they’re high poten  al; acknowledge it 
when they are not. To some extent, the ins  nct to keep 
the list private is understandable, because the process 
is new at many fi rms and because companies have so 
much trouble evalua  ng even past performance. S  ll, 
we’ve found that the main reason companies don’t 
communicate openly is that their process is overly 
subjec  ve or unfair and therefore indefensible.

To make sure they provided the right type of feedback, 
the companies we studied would typically inform 
managers in private discussions that they had or 
hadn’t been designated as high poten  als. Some 
companies also communicated status indirectly, by 

sugges  ng enrollment in special programs or appoin  ng 
the managers to special developmental roles and 
assignments. However, transparency wins over secrecy.

Develop and Reward 
Thoughtfully
The development of high poten  als needs to go beyond 
formal educa  on programs and include self-directed 
learning and other types of training. On-the-job 
development is also key. Changing underlying mo  ves 
and traits is hard, but a combina  on of targeted 
mentoring, coaching, educa  on, and job experiences 
can achieve considerable impact. The best companies in 
our study look for experiences that will both challenge 
and mo  vate people, and strongly encourage senior 
leaders’ involvement in key ac  vi  es like mentoring. 
Programs for high poten  als typically employ a handful 
of  me-tested methods. One Eastern European fi nancial 
services company we looked at off ers a classic example 
of a formal, well-thought-out program. At this fi rm, in 
addi  on to performing their regular jobs and stretch 
assignments, selected young middle managers a  end 
a 15-month training program designed and taught by 
business-school faculty and featuring case studies and 
other business-school content. They receive coaching 
at the same  me. When the program ends, they get a 
three- to six-month foreign assignment, chosen for its 
opportuni  es for personal development, to do a job 
closely related to their job at home.

Make sure you don’t overload people. There is a 
fi ne line between a challenging assignment and an 
overwhelming one.

It’s useful to involve company leaders as teachers—in 
both formal programs and informal conversa  ons—
and as networking resources. High poten  als need 
visibility with senior execu  ves, as well as role models 
of leadership. At a major pharmaceu  cal company 
we studied, the CEO and other members of the senior 
team meet one-on-one with people on the leadership 
development track. “They’ll ask them about their 
experience being a member of the talent pool,” 
explains the company’s execu  ve vice president of 
HR and corporate aff airs. “Do they feel they’re ge   ng 
appropriate development? Are they ge   ng good 
coaching from their leader? How can we help them? Do 
they understand the benefi ts of being a member of the 
global talent pool? When the CEO spends  me doing 
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this, it shows you how important he thinks it is.”

Job rotations.
It’s well established that on-the-job experiences are by 
far the biggest lever you can pull in developing the skills 
that will take high poten  als to larger, more senior, and 
more complex posi  ons. As long ago as 1988, a study 
on managing high poten  als conducted by C. Brooklyn 
Derr, Candace Jones, and Edmund L. Toomey showed 
that 84% of fi rms used job rota  ons as the primary 
strategy to develop high poten  als.

Rota  ons that develop managers include bigger 
scale, bigger scope, line-to-staff  or staff -to-line 
switches, cross-moves (handling a very diff erent set 
of ac  vi  es across divisions, func  ons, or industries), 
start-ups, turnarounds, change management 
ini  a  ves, and interna  onal assignments. Changes 
in level, organiza  onal unit, loca  on, industry, and 
circumstances all help managers grow. Ideally, job 
assignments will involve novelty and the need to adapt. 
The greater the change in scope and responsibility, 
the greater the learning. There is, however, a fi ne 
line between a challenging assignment and an 
overwhelming one.

Because job rota  ons are costly, they should be 
chosen with care. Here again, it helps to go back 
to the strategic goals of the organiza  on. What is 
it that this high poten  al would need the most to 
further contribute to our strategic objec  ves? If it’s, 
say, broader interna  onal experience, consider a 
geographical shi   with an eventual increase in job scale. 
But make sure you don’t overload people—if you’re 
expec  ng somebody to lead a signifi cant overseas 
expansion, don’t add too many new challenges in other 
dimensions.

Rewards and incentives.
Some companies seem to believe that the high-
poten  al classifi ca  on is a signifi cant reward in itself. 
But the best companies think beyond the benefi ts of 
par  cipa  on in specifi c development programs and 
make considered choices about their high poten  als’ 
compensa  on, as well as how it’s paid out.

Financial incen  ves should not be excessive—
compensa  on is only one part of any reward strategy—
and they must be properly aligned with the objec  ve of 

building las  ng strengths for the company. And external 
incen  ves like money work only in conjunc  on with 
internal mo  vators like the need for achievement and 
recogni  on. While companies need to pay people well 
to a  ract and retain high poten  als in the fi rst place, 
they should be careful not to overdo it, because that is 
the surest way to demo  vate employees who are not 
classifi ed as high poten  als, who may feel unfairly paid.

If people are your most important asset, as companies 
like to say, then high poten  als are vital to your future. 
We are hesitant to defi ni  vely label the processes 
we describe here “best prac  ces,” because they are 
evolving and we don’t yet have long-term evidence 
of their merit. But we give credit to the companies 
experimen  ng with new approaches, because they are 
on the vanguard as we move into what may prove to be 
the most intense ba  le yet in the global war for talent. 

A version of this ar  cle appeared in the October 2011 
issue of Harvard Business Review.
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Space Planning a
Soft

FOR THE 21ST CEN

The vision of “work anywhere, any  me” that 
accompanied the rise of the Internet is now fi rmly 
entrenched in reality, and sta  c offi  ce sea  ng is on its 
way to becoming a rarity. Employees can choose among 
conference or collabora  on rooms, private “phone 
booths,” lounges, or coff ee bars, all in the course of 
a single work day. A plethora of mobile apps easily 
handles func  ons like fi nding an available desk in real-
 me, booking a mee  ng room, specifying A/V set-up, 

controlling lights and HVAC, preparing visitor badges, 
even placing a catering order. Automated wayfi nding 
can pinpoint a colleague’s whereabouts in the building 
and provide direc  ons to the loca  on. All these tasks 
don’t exist in isola  on. The technology that makes 
them possible, like sophis  cated mo  on sensors and 
cameras, is constantly feeding data into centralized 
space management systems that can do everything 
from scheduling restroom cleaning according to usage 
to calcula  ng a building’s occupancy cost per employee.
“Science fi c  on has become science fact,” observes 
Joe Harris, global business development manager for 
Trimble, one of several well-known players in the space 
planning and management so  ware market.
So  ware vendors are responding to mul  ple currents 
that have been converging to reshape the en  re 
business landscape, with the result that “the whole idea 
of the workplace has changed,” notes Brian Haines, vice 
president of marke  ng, FM:Systems, another so  ware 
vendor.

[Brian Haines will be speaking on “Space as a strategic 

asset: Leveraging Internet of Things (IoT) technology for 
real-  me, ac  onable space data and decision-making,” 
at the Space Strategies 2017 [1] conference in St. 
Petersburg, Fla., on Nov. 13-14.]

From WiFi to the cloud to intelligent sensors, 
technology has enabled unprecedented mobility, 
collabora  on, and data-gathering. The opportunity 
to lower facility and real estate costs, typically an 
organiza  on’s second highest spend (a  er personnel), 
has triggered intense scru  ny of the corporate real 
estate por  olio. At the same  me, the infl uence of the 
millennial genera  on, which places a high value on 
work/life balance, is making itself felt at all levels of 
management.

“The C-suite now recognizes the importance of crea  ng 
workspaces that are engaging, collabora  ve, and 
promote happy employees. That’s how to get and 
retain the top-  er people who produce innova  on and 
profi tability,” says Elizabeth Dukes, co-founder and CMO 
of iOFFICE.

From CAFM to IWMS
Electronic space planning and management started in 
the mid-1980s with CAFM (computer-assisted facili  es 
management). Rudimentary, stand-alone programs 
yielded useful but limited space management data that 
stayed in the hands of specialists. 
Today, most space planning and management so  ware 
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and Management 
tware

 
NTURY WORKPLACE

Internet of Things -- In FM:Systems’s vision of the Internet of Things 
(IoT), a seemingly infi nite number of data-gathering devices will 
be interconnected, enabling the en  re building to become a smart 
agent. (Courtesy of FM:Systems)

Heat Map -- Dashboards can display and chart space u  liza  on, 
including a “Heat Map” of what spaces have been u  lized. (Courtesy 
of Trimble)

-by Nicole Zaro Stall

Strategic Tools Enable New Work 
Styles, Focus on U  liza  on, 

Improve Bo  om Line
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is built around the concept of the integrated workplace 
management system, or IWMS, which is “based on 
a single database pla  orm where mul  ple business 
processes from all disciplines are interconnected,” as 
the Planon website explains.

These integrated systems can 
vary signifi cantly in focus and 
extent, as confi rmed by a quick 
tour of the off erings of the six 
vendors predominant in the 
market: Trimble, iOffi  ce, Planon, 
FM:Systems, ARCHIBUS, and 
Accruent/FAMIS.

Trimble Spans the Entire 
Building Lifecycle
Trimble, long a specialist in building design and 
construc  on so  ware, decided to leverage its exper  se 
in the real estate ecosystem to span the en  re building 
lifecycle. “Eighty percent of the cost of a building is 
post-construc  on,” notes Harris.

Part of the move to expand its scope was the acquisi  on 
of Manha  an So  ware, highly regarded for its IWMS 
and Space Reserva  ons so  ware. Trimble now off ers 
a comprehensive approach to real estate workspace 

solu  ons that 
meets three 
core objec  ves: 
a  ract and 
retain talent, 
provide fl exible 
workspace, and 
lower total cost 
of ownership.

The workplace solu  ons are broken down into three 
components: analy  cs, space management, and space 
planning. Workspace reserva  ons unite a gamut 
of related tasks to simplify and enhance the user 
experience. For example, conference room booking can 
be conveniently accessed from an employee’s mobile 
devices or a kiosk, with the details fl owing into apps 
that process visitors, print badges, manage catering, 

The company will soon release an employee 
experience solution called iOFFICE 

Hummingbird, designed to give employees 
access to the information, people, and tools 
they need when they need them through 
various components such as wayfinding, 
room reservation, digital signage, and 

service requests
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and display the mee  ng loca  on on screens around 
the building. On the desk booking side, employees 
can easily fi nd a colleague’s loca  on and reserve a 
workspace in close proximity.

Tied together, the three components enable an ongoing 
cycle: plan-manage-schedule-review-plan. The system 
captures u  liza  on data that is analyzed to show 
clients how to op  mize space. “Benchmarking tell us 
how we’re performing in terms of cost and occupancy 
levels. Then we can go back to planning and ask which 
assump  ons are correct.”

These capabili  es and more are being implemented 
in a client’s new London headquarters that will open 
early in 2018. Trimble is working with a group of other 
leading technology providers to deliver a proof-of-
concept workplace of the future, equipping the building 
with a low-cost, high-density Bluetooth grid that 

overcomes the limita  ons of current data collec  on 
devices. (Badge scans don’t record actual loca  ons, and 
desk sensors don’t show who is using the space, Harris 
points out.) Instead, Bluetooth sensors in the ceiling can 
read where a badge or mobile phone is, within less than 
one meter of accuracy. Wearable lanyards broadcast 
a signal showing where someone is in the building. 
This provides the organiza  on with an ever greater 
understanding of who is using the workspace.

On the horizon is the crea  on of the “digital twin” of 
a building, which takes data from sensors installed on 
physical assets and displays it in near-real-  me on a 
computerized version of the building. “We can overlay 
u  liza  on data on top of the fl oor plan to augment our 
space management tools,” says Harris.
Trimble’s real estate and workplace management 
so  ware is available in modules that clients can select 
according to their needs or stage of growth. It also 
integrates with any other electronic ecosystem already 
in place. “Many of our large clients run enterprise 
resource planning through Oracle and integrate with 
us. It’s like taking Lego bricks as needed to build up the 
solu  on.” 

iOFFICE’s Open Platform 
Strategy
Elizabeth Dukes characterizes iOFFICE’s approach to 
space management as “extremely agile.” A pla  orm 
consis  ng of 10 diff erent modules—ranging from Space 
and Move func  ons to Reserva  ons, Visitor, Asset, and 
Mail tracking—iOFFICE is a cloud-based IWMS that 
seamlessly integrates with other so  ware-as-a-service 
(SaaS)-based applica  ons that service core workplace 
func  ons. It gets its strength from its data gathering and 
analy  cs pla  orm, and it improves business outcomes 

through its focus on how people work, she notes.
“We always recognized that being an open pla  orm 

Mobile Space Scheduling 
-- Trimble’s Mobile Space 
Scheduling empowers 
workers with the ability 
to view and create space 
bookings from any mo-
bile device. (Courtesy of 
Trimble)

Occupancy Data -- In the academic environment, FAMIS occupan-
cy data simplifi es space-sharing and accoun  ng while helping to 
ensure that each user has the right func  onal space. (© Accruent)
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was important to unleash the power of data already 
collected,” she explains. “Many customers had already 
invested in solu  ons they liked, so instead of replacing 
them, we share and integrate data, to create a more 
holis  c solu  on. Our philosophy is that technology 
is expanding so rapidly, and while we can’t create 
everything, by working with top-  er providers we can 
leverage their exper  se and create analy  cs that help 
workplace leaders make be  er decisions, every day. It’s 
why we created the iOFFICE Marketplace, to curate the 
best workplace-related SaaS applica  on partners that 
use the iOFFICE pla  orm to unify, collect, and analyze 
data to improve their workplace.”

Another core principle is the primacy of the user 
experience, with the so  ware as well as in the work 
environment itself. This belief translates into what Duke 
describes as “graceful intersec  ons between people 
and space.” Not only does the easy-to-use so  ware 
require “as few clicks as possible,” but its data collec  on 
capabili  es benefi t both the worker and corporate real 
estate execu  ve. “We designed iOFFICE to be as easy 
to use as an iPhone, with all the mobile func  onality 
built in. It has to work like you do to support the digital 
workplace.” 

By leveraging sensor technology, iOFFICE pulls real-  me 
occupancy data into its space module, to make sure 
organiza  ons are providing the right kinds and amount 
of space. For example, sensors can track how frequently 
people use ameni  es and lounges. “If a ping-pong table 
isn’t ge   ng much use, you can turn the space into 
something else.” 

The company will soon release an employee experience 
solu  on called iOFFICE Hummingbird, designed to 
give employees access to the informa  on, people, and 
tools they need when they need them through various 
components such as wayfi nding, room reserva  on, 
digital signage, and service requests. This solu  on allows 
employees to more eff ec  vely engage the workspace 
according to the various needs of the day. Linked to a 
customer’s current space system, func  ons like room 
reserva  ons and wayfi nding are available through 
iOFFICE mobile applica  ons, “democra  zing” data for 
employees so they can be  er engage with the space, 
and management can be  er understand how it is used.

Dukes points out that, just as there is no single 
technology to accomplish all of a client’s goals, 
“leadership needs collabora  on from mul  ple par  es 

in the organiza  on—facili  es, IT, HR—to collec  vely 
make decisions that best serve the workforce and the 
workplace.”

Planon: Right-Sizing the Real 
Estate Portfolio
Despite the meteoric rise of the mobile workforce, 
businesses will con  nue to develop their own individual 
policies and prac  ces around how and where their 
employees work, points out David Karpook, strategic 
business consultant with so  ware vendor Planon. For 
some, being on site for the job is s  ll the expecta  on, 
while others allow much more fl exibility.  

The technology solu  on has to fi t the company’s work 
pa  erns. Organiza  ons that encourage work from home 
don’t necessarily need so  ware that tracks every person 
to a worksta  on, but they do need to enable employees 
to book a desk for when they’re in the offi  ce.

“Companies need solu  ons that give them u  liza  on 
fi gures, averages, peak  mes, etc., so they can plan 
appropriately,” says Karpook.  

That planning can have a signifi cant impact on the 
corporate real estate por  olio, a fi nancial benefi t that 
Planon’s space and workplace management so  ware 
puts center stage. An organiza  on that wants to 
determine how much real estate it needs on the books 
can deploy the vendor’s fully integrated sensor solu  on 
to track whether a desk is being used and for how 
long. Authorita  ve sta  s  cs provide key informa  on 
necessary for running what-if scenarios and inves  ga  ng 
opportuni  es to restructure the footprint, even globally.  
If the client has more space than necessary but is locked 
into long-term leases, it might make the surplus available 
to others through a network like LiquidSpace. On the 
other hand, if the owner wants to shrink space on the 
books or fi ll a gap between leases, it could contract with 
a co-working center to house employees in a short-term 
agreement. 

All the u  liza  on data can fl ow into the Planon system 
to produce “a big interconnected picture,” one that 
gets “richer and more robust every month as new 
technologies emerge.” The possibili  es for linking 
data feeds from a vast array of business processes and 
building components—from smart contracts that use 
blockchain technology to match lease payments with 
building access permissions, to smart sensors that can 
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manage indoor air quality to promote employee health 
and wellness—are just beginning to be introduced 
and “will change the perspec  ve on how we conduct 
business,” says Karpook.

FM:Systems’s Eye on the Future 
As a vendor of digital facili  es and space planning 
tools since the industry’s earliest days, FM:Systems 
has traveled the evolu  onary path fi rst hand, always 
with an eye on the future. As the focus shi  s from 
occupancy management to u  liza  on, vice president of 
marke  ng Brian Haines foresees ever-increasing real-
 me interac  on with facility data. The power of the 

Internet of Things (IoT), which connects a seemingly 
infi nite number of data-gathering devices, will enable 
the en  re building to become a smart agent, leading 
the charge into predic  ve analy  cs.

In the mean  me, FM:Systems’s already strong space 
management toolkit con  nues to expand. Last October, 
the company announced a partnership with CoWorkr 
to supply  ny Bluetooth-
enabled sensors that 
can be popped on chairs 
for heat and vibra  on 
sensing, providing real-
 me space occupancy and 

usage data. The cloud-
based pla  orm learns 
how workers use spaces 
throughout the offi  ce, allowing for more effi  cient space 
and occupancy management.

This summer, FM:Systems will roll out two more 
technology innova  ons: 3-D stereoscopic cameras and 
indoor GPS. The cameras can be mounted anywhere 
to count how many people are entering and exi  ng a 
space to compare occupancy to capacity. Opera  ng 
inside the building, the GPS gathers data that can be 
used for mul  ple purposes, from tracking expensive 
equipment or hazardous substances to loca  ng 
individuals on the fl oorplan for safety and security 
reasons. “You can see dots moving on the fl oorplan,” 
says Haines. “Five years ago this was movie fantasy, and 
now it’s reality.”

These advances are all enabled by the IoT. “Not only are 
the sensors part of IoT, but when they’re a  ached to 
people or equipment, things become delivery devices 

for the organiza  on. Right now this trend is really 
disrup  ng our industry, and so  ware providers with this 
capability are leading the way.”

ARCHIBUS: Understanding the 
Portfolio Performance
Gregory Alevras, vice president of business 
development at ARCHIBUS Inc., a so  ware vendor that 
ini  ated the CAFM era, advances the thought-provoking 
no  on that buildings aren’t built for posterity anymore. 
“Organiza  ons now rent space in three- to seven-year 
increments,” he says. That approach gives them the 
fl exibility to adapt to changing business circumstances 
and the accompanying ebb or fl ow in headcount. 
ARCHIBUS’s comprehensive real estate, infrastructure, 
and facili  es management so  ware is based on a 
fl exible, modular structure that allows clients to 
assemble a combina  on of applica  ons to fi t their 
organiza  onal requirements and budget. Data entered 
into these apps is automa  cally refl ected in other 
relevant areas. The collec  on of accurate, up-to-date 

informa  on ensures that CFOs 
can make educated strategic 
decisions that “op  mize return 
on investment, lower asset 
life-cycle costs, and increase 
enterprise-wide produc  vity.”
“We’ve really tried to focus 
on giving facili  es managers 
the informa  on they need to 

communicate eff ec  vely with the C-level,” says Alevras. 
“Understanding how the por  olio performs is crucial to 
managing the bo  om line of an organiza  on.”   

FAMIS Targets Utilization in 
Academia
Special considera  ons govern space management 
priori  es in the academic environment, according to 
Neha Shah, product marke  ng, educa  on, for FAMIS 
so  ware from Accruent. “Buildings and facili  es 
represent the fi rst impression that all visitors get of an 
ins  tu  on,” she says. For many universi  es, that fi rst 
impression is part of their “brand,” and as such should 
be consistent across the en  re campus and integrated 
into any new structures as a refl ec  on of where the 
ins  tu  on is going as a whole. “Schools, whether large 
or small, including community colleges, want to provide 
spaces for students to collaborate. It’s an integral part 

The intricacies of the university 
accoun  ng structure require that 

space costs be charged back to 
individual user departments.
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of the larger mission.”  

However, while demand may be high for showcase 
facili  es, “just building new spaces is not the solu  on.” 
High total costs of ownership already compete with 
deferred maintenance backlogs for funding, making it 
impera  ve for ins  tu  onal leadership to integrate space 
management with capital planning and maintenance 
teams to focus on op  mizing exis  ng space.  

The intricacies of the university accoun  ng structure 
require that space costs be charged back to individual 
user departments. That can be a challenge, because 
colleges can have mul  ple departments using a single 
room, and their own internal crews work across 
mul  ple spaces. FAMIS so  ware can track the use 
and expenses associated with a room, which not only 
simplifi es space-sharing and accoun  ng, but also helps 
ensure that each user has the right func  onal space.

“If a college of medicine uses a room in the English 
department, for instance, our so  ware makes 
it possible to split room costs among mul  ple 
departments, and drill down into the u  li  es, custodial, 
and maintenance components so people pay for what 
they’re using. This allows chief offi  cers to deploy 
resources to promote the strategic vision.”

By Nicole Zaro Stahl  

© Copyright Tradeline, Inc. 2018. Reprinted with permission, 
all rights reserved. TradelineInc.com is a registered product of 
Tradeline, Inc., a provider of leading-edge resources to facilities 
planning and management through conferences, publications, and 
the Internet community. Visit www.TradelineInc.com for more 
information.
Ar  cle can be found at h  ps://www.tradelineinc.com/reports/201 7-5/
space-planning-and-management-so  ware-21st-century-workplace 
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How to Lead, Manage 
and Motivate 
Knowledge Workers

A Global Knowledge Society
In 1993, esteemed management scholar Peter Drucker 
did not say we were heading towards a knowledge 
society, where the minds and exper  se of employees, 
of knowledge workers, are a fi rm’s greatest asset. He 
said we were already there, adding that “we” pertains 
to the en  re globe, not just Western society.
23 years have passed. This should have been plenty 
of  me for theorists and prac   oners, together or 
separately, to develop sound models for managing this 
new post-capitalist wave of knowledge workers, models 
that actually work and are more than fads. It seems not.
What we know is that the supply of management 
models has fl ourished, alongside cyberne  c systems, 
most of which are concerned with how to store and 
transfer knowledge, seeing it as a structural commodity. 
Pu   ng workers’ knowledge, and the sharing and 

development of such, into systems has been recognized 
as crucial for making fi rms less vulnerable to turn-over, 
and more prone to innova  on and the development of 
fi rm-specifi c exper  se. The individual responsible for 
these structures and systems has tradi  onally been the 
manager. In this case the knowledge manager.

Management, a mere Leftover 
from the Industrialization?
Shenhav and Weitz (2000) make the argument that 
management is an inheritance from the early period 
of industrializa  on, inspired by the many gains the 
western world was making from industrializa  on and 
engineering almost two centuries ago. They claim that 
ideas from engineering were taken from the world 
of machines into the world of people for the sake of 
reducing uncertainty in managing a workforce and 

-Erlend Dehlin
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enhancing produc  vity.

Management was from the start a way of controlling 
through deploying standardiza  on and systems. During 
the la  er decades of the 20th century, these ideas were 
brought into the domain of knowledge as a new wave 
of knowledge workers emerged, precisely as depicted 
by Drucker.

Knowledge was partly seen as something tacit residing 
beneath the surface of language, inextricably connected 
with prac  ce, and partly as something explicit that 
could easily be binary coded, stored and transferred 
between workers. As a result, today knowledge 
management systems are an expected component in 
the management of companies.

The contradictions of 
Knowledge and Management
Cri  cal voices have, however, pointed out that 
knowledge and management form an oxymoronic 
rela  onship; a rela  onship where contradictory terms 
are sought united (e.g. Alvesson and Karreman, 2001; 
Styhre, 2003). Knowledge cannot be managed, as it 
is private property, which cannot be shared, as such, 
between workers. The stuff , which is codifi ed and 
stored in systems, or in books or manuals for that sake, 
is worthless outside of the prac  cal experience and 
context of those possessing it.

One might store a word, an SOP or a narra  ve, but 
what is stored are merely symbols, not knowledge itself. 
When using ‘knowledge management systems’, then, 
workers experience massive diffi  cul  es in interpre  ng, 
transla  ng and breathing life into language symbols to 
which they may have li  le or no personal ownership. 
For instance, as reported in Alvesson’s and Karreman’s 
(2001) empirical analysis of knowledge management in 
a Swedish consul  ng company:
“It is not diffi  cult [to publish material in the knowledge 
management system]. The problem is rather that the 
procedures for uploading informa  on are weak. So 
when you search the databases you o  en get 1000 hits 
with varying degree of relevance” (p. 1009).

Giving voice to ‘Communities of 
Practice’
Challenges with knowledge sharing through informa  on 

technology seem to protect, even enhance, the 
autonomy of knowledge workers. Their prac  cal 
experience and exper  se are desired treasures, hidden 
privately. Scholars have therefore started looking at 
alterna  ves for knowledge sharing and development, 
and recently ideas have emerged from studying the 
prac  ce and learning of tradi  onal cra  smanship.
Coining it “Communi  es of Prac  ce”, Jean Lave and 
E  enne Wenger (1991) were pioneers in promo  ng 
knowledge sharing through informal co-prac  cing, 
mentoring and lingo-forming, such as are found in many 
of the tradi  onal trades. These models, interes  ngly, 
incorporate ideas from pragma  st philosophers 
basically saying that knowing and learning is always, 
and should always be, prac  cal more than theore  cal. 
Knowledge is prac  ce.

Leading as in the Good Old 
Days 
Not much closer to a model of how to manage 
knowledge workers, one is prone to ask – how does one 
go about one’s role as a leader in a knowledge incen  ve 
fi rm? What is the lesson learned from all these wicked 
issues of knowledge, exper  se, sharing and autonomy, 
par  cularly under growing demands for innova  on and 
knowledge development?

Answers may be ready at hand, but perhaps we 
should look beyond yet more models or systems of 
management. A cruel joke has been made in Norway at 
the expense of sheep farmers for losing much of their 
stock to wolves; how about herding them like in the old 
days? A similar joke can be made at the expense of the 
over-managed corpora  on – how about leading instead 
of more management?

Characteristics of the 
Knowledge Workers
We know that knowledge workers are deeply vested, 
o  en ideologically, in their trade. Typically they are 
highly educated, specialized and prone to changing 
workplaces, off  to seek new adventures (see for 
instance Hislop, 2013). We label them autonomous. 
From a manager’s point of view, autonomy may be 
seen as a problem, because it renders the workforce 
uncontrollable.

Knowledge workers such as doctors, lawyers, engineers, 
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and scholars, on their side, may hold their ethos high, 
maybe higher than monetary incen  ves – they do what 
they do because it is (part of) who they are. Their work 
is their iden  ty.

Eff orts of management control may be counter-eff ec  ve 
with these workers, in the worst case, it may mo  vate 
them to leave the organiza  on, taking with them much 
needed exper  se and experience. But instead of asking 
how you can control these individuals, you might want 
to ask why you should control them in the fi rst place?

Trust-Based Leadership or 
Distrustful Management?
Autonomy does not imply by default that one is always 
full out dedicated or energized. Laziness, unwillingness, 
resistance, may always lurk in the shadows. Or 
some  mes even out in the open. A knowledge 
manager must, however, make a choice whether to 
direct one’s focus on distrust, and pick one’s methods 
accordingly, or on trust, and develop approaches from 
that. This is a choice more easily made in theory than 
in prac  ce, especially when one’s career is dependent 
upon delivering results. S  ll, I would argue that more 
is gained through trust-based leadership than by 
distrus  ul management. And I’ll explain why.

Peter Drucker (1993) says that “partnership with 
the responsible worker is the only way to improve 
produc  vity. Nothing else works at all” (p. 92). Prone 
to overstatements, we should take his words seriously, 
though discern them cri  cally. What does such a 
partnership entail?

For one, in the fi eld of prac  ce, this is formalized in 
what is referred to as “the Scandinavian model” – a 
partnership between the state, the employers and 
the workforce. Even if this model is constantly ba  led 
and challenged, and soaked with uncertainty and 
vagueness, it is based on a fi rm belief in coopera  on. 
Behind it is a long tradi  on of democracy and co-
determina  on, and even if highly contested it delivers a 
high standard of living for many.
Macro-level analyses of societal models are, however, 
outside of the scope of this ar  cle. And as we approach 
the micro-level of everyday work life, we shall look 
into what ‘partnership’ may mean in the context of 
organizing prac  ces, where managers and workers 
meet and make exchanges.

The Empowerment of Knowledge 
Workers
Empowerment is an obvious candidate as a tool for 
managing knowledge workers. Henry Mintzberg (1999) 
says the following about the phenomenon:

“Organiza  ons that have real empowerment 
don’t talk about it. Those that make a lot of 

noise about it generally lack it: they have been 
spending too much of their past disempowering 

everybody. Then, suddenly, empowerment 
appears as a gi   from the gods.” (p. 25).

Empowerment, for it to be meaningful and have an 
impact, has to be more than a management technique, 
and perhaps it is not so much something a manager can 
give away as it is a core value to organize around. And 
in that case, co-determina  on may be a more accurate 
term.

Co-determination: What Does it 
Mean?
Co-determina  on is not laisses-faire leadership. It is 
not some blunt form of ‘anything goes’. It is authen  c 
involvement with the workers, acknowledgment of their 
presence and recogni  on of their skills. It is diff erent 
from empowerment, because under condi  ons of co-
determina  on the knowledge worker is always already 
in power. It may, however, be necessary for a manager 
from  me to  me to remind knowledge workers of their 
signifi cance, illume their professional value and related 
responsibili  es, but always with respect and from a 
dedica  on to cooperate rather than control.

As a star  ng point for any change process, co-
determina  on should be considered for the sake of 
arriving at sound courses of ac  on, with minimum risk 
of confl ict and maximum poten  al for success. Co-
determina  on must, however, be made with cau  on 
and cleverness.

For a manager or a group of managers, to decide 
when to involve whom, at which stage and to what 
extent is a complex aff air. It can be wrong to involve 
a worker in one se   ng, just as it is wrong not to do 
so in another. The crucial thing is to always consider, 
how co-determina  on is a factor in a work situa  on, 
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seeing it more as a professional value than a managerial 
instrument. This implies that the managers are 
themselves a part of those processes of organizing 
and innova  on going on at a given  me, and therefore 
should be ready to undertake the same changes as 
everyone else (Klev and Levin, 2009; Quinn, 2010).

Mindful Organizing with Regard 
to Context
According to Winnie the Pooh’s Christopher Robin, 
organizing is something you do before you do 
something else. On a deeper level, organizing is 
something a manager does con  nually, mindfully and 
always with regard to context (Dehlin, 2008).

In a knowledge-intensive fi rm, workers are the most 
signifi cant contextual element. They are the most 
valuable capital, to the extent that one aims for mindful 
innova  on over mindless produc  on. Managing 
knowledge workers has, however, been compared to 
herding cats (Døving et al., 2016). Rather than aiming 
for control, then, knowledge managers should aim to 
build a system of mutual trust and learning, a system in 
which they themselves are a crucial part.

The role of the knowledge manager is not as an 
outside mover causing exogenous changes. Managing 
knowledge workers is be  er understood as an 
acknowledging style of leadership, always sensi  ve 
to the autonomy of workers but also mindful of 
responsibili  es and demands that apply. If you trust 
your knowledge workers, they may start to trust each 
other. And if you don’t, why should they?

Leading by Way of Recognition
It can be diffi  cult to see in concrete terms what 
recogni  on and acknowledgment mean in everyday 
work life. Perhaps it is easier to see what it does not 
mean.

Building and enforcing a system of management 
control, for instance, may signal a lack of trust, which 
again may spur the understanding that the best you 
can do is not to make mistakes. If workers are already 
professionally dedicated, their iden   es  ed up in their 
work, their energy associated with original problem-
solving, innova  on and learning may be diffi  cult to 
foster under strict control regimes.

This is not to say that bureaucracy and management 
control are always counter-produc  ve to innova  on 
or to the successful leading of knowledge workers. 
Some level of structure and system is of the utmost 
importance as a means to organize complex businesses.
The trick is to avoid making it into an ideology, in which 
management becomes managerialism. In the case of 
the la  er, the organiza  on has become totalitarian, 
eff ec  vely cleansing its prac  ces of any poten  al 
for authen  c recogni  on and acknowledgment. 
Management is a tool for leadership, not an end unto 
itself (Dehlin, 2012).

Knowledge workers not only spot trends of 
managerialism easily, they also loathe them to the 
extent that they are seen as hampering a sound 
development of knowledge prac  ces. A leadership style 
of co-determina  on and acknowledgment may go a 
long way, in that it pushes the right bu  ons.

Acknowledge the Expertise of 
Knowledge Workers
In a knowledge incen  ve company, workers o  en 
know more than their managers. They are experts. 
To acknowledge them can be hard for any manager 
afraid of being seen as less important, less skilled, or 
less adept at crea  ve problem-solving. But not to try is 
equivalent to construc  ng inauthen  c posi  ons where 
power and authority become more of a struggle than a 
nego  a  on.

“In managing and organiza  ons the arbiters of 
legi  macy are never those who claim authority. 

Authority is always bestowed by signifi cant 
others” (Clegg et al., 2015: p. 262). 

And when legi  macy is given to a manager, it reduces 
the chance of confl ict as a meaningful context is 
established. Acknowledgment can be a frui  ul way of 
achieving such legi  macy.

How to Acknowledge Knowledge 
Workers
To acknowledge knowledge workers is to involve 
them in dialogue, invite them into strategic decisions, 
help them see that they are responsible for their own 
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ac  ons and the organiza  on’s development. In short, it 
is everything that involves taking an interest in others, 
not because the Human Resource Management system 
demands it, but because the manager sees it as vital.

Acknowledgment is appraisal and reward, but on a 
much deeper level, it is confi rming others as important, 
valued and interes  ng. To acknowledge someone is to 
confi rm his or her iden  ty, and it presupposes taking an 
interest in where this someone is emo  onally, socially, 
and professionally.

The Power of Social Recognition
A manager who acknowledges his workforce is a 
manager who learns from the workers and who is also 
capable of making them acknowledge and learn from 
each other. Contemporary philosophy highlights the 
importance and power of social recogni  on, deeming 
it vital for professional and personal development (see 
for instance Honneth, 1996; Windt, 1998 and Weber, 
2006). Many expand on philosopher George H. Mead, 
claiming that par  cipa  ng in communi  es, groups, 
and teams is the precursor for individual freedom and 
iden  ty.

For knowledge workers, recogni  on from peers or other 
experts may be a prime driver for growth. A knowledge 
manager’s job is to facilitate opportuni  es for such 
processes, perhaps by methods such as allowing groups 
to form, organizing mentoring programs, or peer 
guidance systems, or providing and maintaining arenas 
for organiza  onal learning.

This is not a clear-cut model for managing knowledge 
workers, but rather a reminder of the shortcomings of 
any such model. A way of seeing all is a way of seeing 
no one. The stepping stones for knowledge managers 
are context sensi  vity, recogni  on, and respect 
in harmony with the use of appropriate tools and 
systems, clear expecta  ons and possibili  es for growth. 
Knowledge workers need collec  vity to learn, and 
managers are co-learners in that same collec  ve.
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The 
Surprising 
Power of  
Questions
 BY ALISON WOOD BROOKS & LESLIE K. JOHN

Much of an execu  ve’s workday is spent asking others 
for informa  on—reques  ng status updates from a team 
leader, for example, or ques  oning a counterpart in a tense 
nego  a  on. Yet unlike professionals such as li  gators, 
journalists, and doctors, who are taught how to ask ques  ons 
as an essen  al part of their training, few execu  ves think of 
ques  oning as a skill that can be honed—or consider how 
their own answers to ques  ons could make conversa  ons 
more produc  ve.

That’s a missed opportunity. Ques  oning is a uniquely 
powerful tool for unlocking value in organiza  ons: It spurs 
learning and the exchange of ideas, it fuels innova  on and 
performance improvement, it builds rapport and trust 
among team members. And it can mi  gate business risk by 
uncovering unforeseen pi  alls and hazards.

For some people, ques  oning comes easily. Their natural 
inquisi  veness, emo  onal intelligence, and ability to read 
people put the ideal ques  on on the  p of their tongue. But 
most of us don’t ask enough ques  ons, nor do we pose our 
inquiries in an op  mal way.

The good news is that by asking ques  ons, we naturally 
improve our emo  onal intelligence, which in turn makes 
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us be  er ques  oners—a virtuous cycle. 
In this ar  cle, we draw on insights from 
behavioral science research to explore 
how the way we frame ques  ons and 
choose to answer our counterparts can 
infl uence the outcome of conversa  ons. 
We off er guidance for choosing the best 
type, tone, sequence, and framing of 
ques  ons and for deciding what and 
how much informa  on to share to reap 
the most benefi t from our interac  ons, 
not just for ourselves but for our 
organiza  ons.

Don’t Ask, Don’t Get
“Be a good listener,” Dale Carnegie 
advised in his 1936 classic How to Win 
Friends and Infl uence People. “Ask 
ques  ons the other person will enjoy 
answering.” More than 80 years later, 
most people s  ll fail to heed Carnegie’s 
sage advice. When one of us (Alison) 
began studying conversa  ons at Harvard 
Business School several years ago, she 
quickly arrived at a founda  onal insight: 
People don’t ask enough ques  ons. In 
fact, among the most common complaints 
people make a  er having a conversa  on, 
such as an interview, a fi rst date, or a work 
mee  ng, is “I wish [s/he] had asked me 
more ques  ons” and “I can’t believe [s/
he] didn’t ask me any ques  ons.”

Why do so many of us hold back? There 
are many reasons. People may be 
egocentric—eager to impress others with 
their own thoughts, stories, and ideas 
(and not even think to ask ques  ons). 
Perhaps they are apathe  c—they don’t 
care enough to ask, or they an  cipate 
being bored by the answers they’d hear. 
They may be overconfi dent in their own 
knowledge and think they already know 
the answers (which some  mes they do, 
but usually not). Or perhaps they worry 
that they’ll ask the wrong ques  on and be 
viewed as rude or incompetent. But the 

biggest inhibitor, in our opinion, is that 
most people just don’t understand how 
benefi cial good ques  oning can be. If they 
did, they would end far fewer sentences 
with a period—and more with a ques  on 
mark.

Da  ng back to the 1970s, research 
suggests that people have conversa  ons 
to accomplish some combina  on of 
two major goals: informa  on exchange 
(learning) and impression management 
(liking). Recent research shows that asking 
ques  ons achieves both. Alison and 
Harvard colleagues Karen Huang, Michael 
Yeomans, Julia Minson, and Francesca 
Gino scru  nized thousands of natural 
conversa  ons among par  cipants who 
were ge   ng to know each other, either 
in online chats or on in-person speed 
dates. The researchers told some people 
to ask many ques  ons (at least nine in 
15 minutes) and others to ask very few 
(no more than four in 15 minutes). In 
the online chats, the people who were 
randomly assigned to ask many ques  ons 
were be  er liked by their conversa  on 
partners and learned more about their 
partners’ interests. For example, when 
quizzed about their partners’ preferences 
for ac  vi  es such as reading, cooking, 
and exercising, high ques  on askers were 
more likely to be able to guess correctly. 
Among the speed daters, people were 
more willing to go on a second date with 
partners who asked more ques  ons. 
In fact, asking just one more ques  on 
on each date meant that par  cipants 
persuaded one addi  onal person (over 
the course of 20 dates) to go out with 
them again.

Asking a lot of questions 
unlocks learning and 

improves interpersonal 
bonding.
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Ques  ons are such powerful tools that they can be 
 benefi cial—perhaps par  cularly so—in circumstances 
when ques  on asking goes against social norms. For 
instance, prevailing norms tell us that job candidates 
are expected to answer ques  ons during interviews. 
But research by Dan Cable, at the London Business 
School, and Virginia Kay, at the University of North 
Carolina, suggests that most people excessively self-
promote during job interviews. And when interviewees 
focus on selling themselves, they are likely to forget to 
ask ques  ons—about the interviewer, the organiza  on, 
the work—that would make the interviewer feel more 
engaged and more apt to view the candidate favorably 
and could help the candidate predict whether the job 
would provide sa  sfying work. For job candidates, 
asking ques  ons such as “What am I not asking you that 
I should?” can signal competence, build rapport, and 
unlock key pieces of informa  on about the posi  on.
Most people don’t grasp that asking a lot of ques  ons 
unlocks learning and improves interpersonal bonding. 
In Alison’s studies, for example, though people could 
accurately recall how many ques  ons had been asked 
in their conversa  ons, they didn’t intuit the link 
between ques  ons and liking. Across four studies, 
in which par  cipants were engaged in conversa  ons 
themselves or read transcripts of others’ conversa  ons, 
people tended not to realize that ques  on asking 
would infl uence—or had infl uenced—the level of amity 
between the conversa  onalists.

The New Socratic Method
The fi rst step in becoming a be  er ques  oner is simply 
to ask more ques  ons. Of course, the sheer number 
of ques  ons is not the only factor that infl uences the 
quality of a conversa  on: The type, tone, sequence, and 
framing also ma  er.

In our teaching at Harvard Business School, we run an 
exercise in which we instruct pairs of students to have 
a conversa  on. Some students are told to ask as few 
ques  ons as possible, and some are instructed to ask 
as many as possible. Among the low-low pairs (both 
students ask a minimum of ques  ons), par  cipants 
generally report that the experience is a bit like children 
engaging in parallel play: They exchange statements 
but struggle to ini  ate an interac  ve, enjoyable, or 
produc  ve dialogue. The high-high pairs fi nd that too 
many ques  ons can also create a s  lted dynamic. 

However, the high-low pairs’ experiences are mixed. 
Some  mes the ques  on asker learns a lot about her 
partner, the answerer feels heard, and both come 
away feeling profoundly closer. Other  mes, one of 
the par  cipants may feel uncomfortable in his role or 
unsure about how much to share, and the conversa  on 
can feel like an interroga  on.
Our research suggests several approaches that can 
enhance the power and effi  cacy of queries. The best 
approach for a given situa  on depends on the goals 
of the conversa  onalists—specifi cally, whether the 
discussion is coopera  ve (for example, the duo is trying 
to build a rela  onship or accomplish a task together) 
or compe   ve (the par  es seek to uncover sensi  ve 
informa  on from each other or serve their own 
interests), or some combina  on of both. Consider the 
following tac  cs.

Conversational Goals Matter
Conversa  ons fall along a con  nuum from purely 
compe   ve to purely coopera  ve. For example, 
discussions about the alloca  on of scarce resources 
tend to be compe   ve; those between friends and 
colleagues are generally coopera  ve; and others, 
such managers’ check-ins with employees, are 
mixed—suppor  ve but also providing feedback and 
communica  ng expecta  ons. Here are some challenges 
that commonly arise when asking and answering 
ques  ons and tac  cs for handling them. 

Favor follow-up questions.
Not all ques  ons are created equal. Alison’s research, 
using human coding and machine learning, revealed 
four types of ques  ons: introductory ques  ons (“How 
are you?”), mirror ques  ons (“I’m fi ne. How are you?”), 
full-switch ques  ons (ones that change the topic 
en  rely), and follow-up ques  ons (ones that solicit 
more informa  on). Although each type is abundant 
in natural conversa  on, follow-up ques  ons seem to 
have special power. They signal to your conversa  on 
partner that you are listening, care, and want to know 
more. People interac  ng with a partner who asks lots of 
follow-up ques  ons tend to feel respected and heard.
An unexpected benefi t of follow-up ques  ons is that 
they don’t require much thought or prepara  on—
indeed, they seem to come naturally to interlocutors. In 
Alison’s studies, the people who were told to ask more 
ques  ons used more follow-up ques  ons than any 
other type without being instructed to do so.
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Know when to keep 
questions open-ended.
No one likes to feel interrogated—and 
some types of ques  ons can force 
answerers into a yes-or-no corner. 
Open-ended ques  ons can counteract 
that eff ect and thus can be par  cularly 
useful in uncovering informa  on or 
learning something new. Indeed, they 
are wellsprings of innova  on—which is 
o  en the result of fi nding the hidden, 
unexpected answer that no one has 
thought of before.

A wealth of research in survey design 
has shown the dangers of narrowing 
respondents’ op  ons. For example, 
“closed” ques  ons can introduce bias 
and manipula  on. In one study, in which 
parents were asked what they deemed 
“the most important thing for children to 
prepare them in life,” about 60% of them 
chose “to think for themselves” from a 
list of response op  ons. However, when 
the same ques  on was asked in an open-
ended format, only about 5% of parents 
spontaneously came up with an answer 
along those lines.

Of course, open-ended ques  ons aren’t 
always op  mal. For example, if you are 
in a tense nego  a  on or are dealing with 
people who tend to keep their cards close 
to their chest, open-ended ques  ons 
can leave too much wiggle room, invi  ng 
them to dodge or lie by omission. In such 
situa  ons, closed ques  ons work be  er, 
especially if they are framed correctly. 
For example, research by Julia Minson, 
the University of Utah’s Eric VanEpps, 
Georgetown’s Jeremy Yip, and Wharton’s 
Maurice Schweitzer indicates that people 
are less likely to lie if ques  oners make 
pessimis  c assump  ons (“This business 
will need some new equipment soon, 
correct?”) rather than op  mis  c ones 

(“The equipment is in good working 
order, right?”).

Some  mes the informa  on you wish 
to ascertain is so sensi  ve that direct 
ques  ons won’t work, no ma  er how 
though  ully they are framed. In these 
situa  ons, a survey tac  c can aid 
discovery. In research Leslie conducted 
with Alessandro Acquis   and George 
Loewenstein of Carnegie Mellon 
University, she found that people were 
more forthcoming when requests for 
sensi  ve informa  on were couched 
within another task—in the study’s 
case, ra  ng the ethicality of an  social 
behaviors such as chea  ng on one’s tax 
return or le   ng a drunk friend drive 
home. Par  cipants were asked to rate 
the ethicality using one scale if they 
had engaged in a par  cular behavior 
and another scale if they hadn’t—thus 
revealing which an  social acts they 
themselves had engaged in. Although 
this tac  c may some  mes prove useful at 
an organiza  onal level—we can imagine 
that managers might administer a survey 
rather than ask workers directly about 
sensi  ve informa  on such as salary 
expecta  ons—we counsel restraint in 
using it. If people feel that you are trying 
to trick them into revealing something, 
they may lose trust in you, decreasing the 
likelihood that they’ll share informa  on 
in the future and poten  ally eroding 
workplace rela  onships.

Get the sequence right.
The op  mal order of your ques  ons 
depends on the circumstances. During 
tense encounters, asking tough ques  ons 
fi rst, even if it feels socially awkward 
to do so, can make your conversa  onal 
partner more willing to open up. Leslie 
and her coauthors found that people 
are more willing to reveal sensi  ve 
informa  on when ques  ons are asked in 
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a decreasing order of intrusiveness. When a ques  on 
asker begins with a highly sensi  ve ques  on—such 
as “Have you ever had a fantasy of doing something 
terrible to someone?”—subsequent ques  ons, such as 
“Have you ever called in sick to work when you were 
perfectly healthy?” feel, by comparison, less intrusive, 
and thus we tend to be more forthcoming. Of course, 
if the fi rst ques  on is too sensi  ve, you run the risk of 
off ending your counterpart. So it’s a delicate balance, to 
be sure.

The Power of Questions in Sales
There are few business se   ngs in which asking 
ques  ons is more important than sales. A recent 
study of more than 500,000 business-to-business 
sales conversa  ons—over the phone and via online 
pla  orms—by tech company Gong.io reveals that top-
performing salespeople ask ques  ons diff erently than 
their peers.

Consistent with past research, the data shows a strong 
connec  on between the number of ques  ons a 
salesperson asks and his or her sales conversion rate (in 
terms of both securing the next mee  ng and eventually 
closing the deal). This is true even a  er controlling for 
the gender of the salesperson and the call type (demo, 
proposal, nego  a  on, and so on). However, there is a 
point of diminishing returns. Conversion rates start to 
drop off  a  er about 14 ques  ons, with 11 to 14 being 
the op  mal range.

The data also shows that top-performing salespeople 
tend to sca  er ques  ons throughout the sales call, 
which makes it feel more like a conversa  on than an 
interroga  on. Lower performers, in contrast, frontload 
ques  ons in the fi rst half of the sales call, as if they’re 
making their way through a to-do list.
Just as important, top salespeople listen more and 
speak less than their counterparts overall. Taken 
together, the data from Gong.io affi  rms what great 
salespeople intui  vely understand: When sellers ask 
ques  ons rather than just make their pitch, they close 
more deals.

If the goal is to build rela  onships, the opposite 
approach—opening with less sensi  ve ques  ons and 
escala  ng slowly—seems to be most eff ec  ve. In a 
classic set of studies (the results of which went viral 
following a write-up in the “Modern Love” column 

of the New York Times), psychologist Arthur Aron 
recruited strangers to come to the lab, paired them up, 
and gave them a list of ques  ons. They were told to 
work their way through the list, star  ng with rela  vely 
shallow inquiries and progressing to more self-
revelatory ones, such as “What is your biggest regret?” 
Pairs in the control group were asked simply to interact 
with each other. The pairs who followed the prescribed 
structure liked each other more than the control pairs. 
This eff ect is so strong that it has been formalized in 
a task called “the rela  onship closeness induc  on,” a 
tool used by researchers to build a sense of connec  on 
among experiment par  cipants.

Asking tough questions fi rst 
can make people more willing to 

open up.
Good interlocutors also understand that ques  ons 
asked previously in a conversa  on can infl uence 
future queries. For example, Norbert Schwarz, of the 
University of Southern California, and his coauthors 
found that when the ques  on “How sa  sfi ed are you 
with your life?” is followed by the ques  on “How 
sa  sfi ed are you with your marriage?” the answers 
were highly correlated: Respondents who reported 
being sa  sfi ed with their life also said they were 
sa  sfi ed with their marriage. When asked the ques  ons 
in this order, people implicitly interpreted that life 
sa  sfac  on “ought to be” closely  ed to marriage. 
However, when the same ques  ons were asked in 
the opposite order, the answers were less closely 
correlated.

Use the right tone.
People are more forthcoming when you ask ques  ons 
in a casual way, rather than in a bu  oned-up, offi  cial 
tone. In one of Leslie’s studies, par  cipants were posed 
a series of sensi  ve ques  ons in an online survey. For 
one group of par  cipants, the website’s user interface 
looked fun and frivolous; for another group, the site 
looked offi  cial. (The control group was presented with 
a neutral-looking site.) Par  cipants were about twice 
as likely to reveal sensi  ve informa  on on the casual-
looking site than on the others.

People also tend to be more forthcoming when given an 
escape hatch or “out” in a conversa  on. For example, 
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if they are told that they can change their 
answers at any point, they tend to open 
up more—even though they rarely end 
up making changes. This might explain 
why teams and groups fi nd brainstorming 
sessions so produc  ve. In a whiteboard 
se   ng, where anything can be erased and 
judgment is suspended, people are more 
likely to answer ques  ons honestly and say 
things they otherwise might not. Of course, 
there will be  mes when an off -the-cuff  
approach is inappropriate. But in general, 
an overly formal tone is likely to inhibit 
people’s willingness to share informa  on.

Pay attention to group 
dynamics.
Conversa  onal dynamics can change 
profoundly depending on whether you’re 
cha   ng one-on-one with someone 
or talking in a group. Not only is the 
willingness to answer ques  ons aff ected 
simply by the presence of others, but 
members of a group tend to follow one 
another’s lead. In one set of studies, Leslie 
and her coauthors asked par  cipants a 
series of sensi  ve ques  ons, including ones 
about fi nances (“Have you ever bounced 
a check?”) and sex (“While an adult, have 
you ever felt sexual desire for a minor?”). 
Par  cipants were told either that most 
others in the study were willing to reveal 
s  gma  zing answers or that they were 
unwilling to do so. Par  cipants who were 
told that others had been forthcoming 
were 27% likelier to reveal sensi  ve 
answers than those who were told that 
others had been re  cent. In a mee  ng or 
group se   ng, it takes only a few closed-off  
people for ques  ons to lose their probing 
power. The opposite is true, too. As soon 
as one person starts to open up, the rest of 
the group is likely to follow suit.
Group dynamics can also aff ect how 
a ques  on asker is perceived. Alison’s 
research reveals that par  cipants in a 

conversa  on enjoy being asked ques  ons 
and tend to like the people asking 
ques  ons more than those who answer 
them. But when third-party observers 
watch the same conversa  on unfold, they 
prefer the person who answers ques  ons. 
This makes sense: People who mostly ask 
ques  ons tend to disclose very li  le about 
themselves or their thoughts. To those 
listening to a conversa  on, ques  on askers 
may come across as defensive, evasive, or 
invisible, while those answering seem more 
fascina  ng, present, or memorable.

The Best Response
A conversa  on is a dance that requires 
partners to be in sync—it’s a mutual push-
and-pull that unfolds over  me. Just as the 
way we ask ques  ons can facilitate trust 
and the sharing of informa  on—so, too, 
can the way we answer them.

Answering ques  ons requires making a 
choice about where to fall on a con  nuum 
between privacy and transparency. Should 
we answer the ques  on? If we answer, 
how forthcoming should we be? What 
should we do when asked a ques  on 
that, if answered truthfully, might reveal 
a less-than-glamorous fact or put us 
in a disadvantaged strategic posi  on? 
Each end of the spectrum—fully opaque 
and fully transparent—has benefi ts and 
pi  alls. Keeping informa  on private 
can make us feel free to experiment 
and learn. In nego  a  ons, withholding 
sensi  ve informa  on (such as the fact 
that your alterna  ves are weak) can help 
you secure be  er outcomes. At the same 
 me, transparency is an essen  al part of 

forging meaningful connec  ons. Even in 
a nego  a  on context, transparency can 
lead to value-crea  ng deals; by sharing 
informa  on, par  cipants can iden  fy 
elements that are rela  vely unimportant to 
one party but important to the other—the 
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founda  on of a win-win outcome.

And keeping secrets has costs. Research by Julie Lane 
and Daniel Wegner, of the University of Virginia, 
suggests that concealing secrets during social 
interac  ons leads to the intrusive recurrence of secret 
thoughts, while research by Columbia’s Michael Slepian, 
Jinseok Chun, and Malia Mason shows that keeping 
secrets—even outside of social interac  ons—depletes 
us cogni  vely, interferes with our ability to concentrate 
and remember things, and even harms long-term 
health and well-being.

In an organiza  onal context, people too o  en err on 
the side of privacy—and underappreciate the benefi ts 
of transparency. How o  en do we realize that we could 
have truly bonded with a colleague only a  er he or she 
has moved on to a new company? Why are be  er deals 
o  en uncovered a  er the ink has dried, the tension has 
broken, and nego  ators begin to chat freely?
To maximize the benefi ts of answering ques  ons—and 
minimize the risks—it’s important to decide before 
a conversa  on begins what informa  on you want to 
share and what you want to keep private.

Deciding what to share.
There is no rule of thumb for how much—or what 
type—of informa  on you should disclose. Indeed, 
transparency is such a powerful bonding agent that 
some  mes it doesn’t ma  er what is revealed—even 
informa  on that refl ects poorly on us can draw our 
conversa  onal partners closer. In research Leslie 
conducted with HBS collaborators Kate Barasz and 
Michael Norton, she found that most people assume 
that it would be less damaging to refuse to answer 
a ques  on that would reveal nega  ve informa  on—
for example, “Have you ever been reprimanded 
at work?”—than to answer affi  rma  vely. But this 
intui  on is wrong. When they asked people to take the 
perspec  ve of a recruiter and choose between two 
candidates (equivalent except for how they responded 
to this ques  on), nearly 90% preferred the candidate 
who “came clean” and answered the ques  on. Before a 
conversa  on takes place, think carefully about whether 
refusing to answer tough ques  ons would do more 
harm than good.

Deciding what to keep private.
Of course, at  mes you and your organiza  on would 

be be  er served by keeping your cards close to your 
chest. In our nego  a  on classes, we teach strategies 
for handling hard ques  ons without lying. Dodging, or 
answering a ques  on you wish you had been asked, can 
be eff ec  ve not only in helping you protect informa  on 
you’d rather keep private but also in building a good 
rapport with your conversa  onal partner, especially if 
you speak eloquently. In a study led by Todd Rogers, 
of Harvard’s Kennedy School, par  cipants were shown 
clips of poli  cal candidates responding to ques  ons 
by either answering them or dodging them. Eloquent 
dodgers were liked more than ineloquent answerers, 
but only when their dodges went undetected. Another 
eff ec  ve strategy is defl ec  ng, or answering a probing 
ques  on with another ques  on or a joke. Answerers 
can use this approach to lead the conversa  on in a 
diff erent direc  on.

CONCLUSION
“Ques  on everything,” Albert Einstein famously said. 
Personal crea  vity and organiza  onal innova  on 
rely on a willingness to seek out novel informa  on. 
Ques  ons and though  ul answers foster smoother and 
more-eff ec  ve interac  ons, they strengthen rapport 
and trust, and lead groups toward discovery. All this 
we have documented in our research. But we believe 
ques  ons and answers have a power that goes far 
beyond ma  ers of performance. The wellspring of all 
ques  ons is wonder and curiosity and a capacity for 
delight. We pose and respond to queries in the belief 
that the magic of a conversa  on will produce a whole 
that is greater than the sum of its parts. Sustained 
personal engagement and mo  va  on—in our lives as 
well as our work—require that we are always mindful 
of the transforma  ve joy of asking and answering 
ques  ons.

A version of this ar  cle appeared in the May–June 2018 
issue (pp.60–67) of Harvard Business Review.

Alison Wood Brooks is an assistant professor at Harvard 
Business School. She teaches nego  a  on in the MBA 
and execu  ve educa  on curricula and is affi  liated with 
the Behavioral Insights Group.
Leslie K. John is an associate professor of business 
administra  on at Harvard Business School. Twi  er: @
lesliekjohn.
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Professional 
Networking 
for Today’s 
Scientists

By Sara Goudarzi

There are a variety of benefi ts to 
knowing other professionals in your 
fi eld—especially in the sciences, 

where collaborations could be the 
key to further advancement
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To many professionals, networking—the idea of fi nding 
acquaintances for mutual professional gain—is a cringe-
worthy concept. O  en, the thought conjures up images 
of awkward introduc  ons and uncomfortable silences. 
Therefore, many shy away from events that encourage 
making such connec  ons. Despite this, most everybody 
understands there are a variety of benefi ts to knowing 
other professionals in their fi elds especially in the 
sciences, where collabora  ons could be key to further 
advancing a fi eld.

For Kelly McKinnon, a PhD candidate and researcher 
at the Woodruff  Lab at Northwestern University, the 
importance of networking was apparent early on in her 
career.

One of the fi rst projects she was involved with at 
Northwestern was developing Evatar—the laboratory 
group’s ex vivo female reproduc  ve tract in a 
microfl uidic system. This was something that had never 
been done before and required collabora  ons between 
mul  ple departments and ins  tu  ons to succeed. 
Evatar consists of 3-D  ssue models of the ovaries, 
fallopian tubes, uterus, cervix, and liver in a system 
that allows for communica  on between each  ssue 
through circula  ng media. Programmable through a 
computer interface, it has pumps and channels to carry 
the nutrient media from culture to culture, similar to 
how our hearts and vessels do so in our bodies. Every 
one of the pieces of this system required a specialist in 
that fi eld.

“Each 3-D  ssue model was produced and validated by 
experts of that  ssue independently before we ever put 
anything together,” McKinnon explains. “We also had 

a team of engineers at both Northwestern and Draper 
Labs who worked on the actual system mechanics, fl ow 
rate, etc.”

McKinnon and her advisors held weekly mee  ngs with 
the en  re group, a crucial requirement for engineering 
a system capable of suppor  ng the physiological needs 
of these  ssues.

The team went through many itera  ons, but it was the 
constant dialogue between the engineers, biologists, 
and subject experts that made the project a success. 
Together, they were eventually able to culture all fi ve 
 ssues for a 28-day hormone cycle, with the ovaries 

producing cycling levels of estrogen and progesterone, 
and each of the downstream  ssues responding to 
ovarian hormones, like they would in the body.

“Taking on a project that was a li  le outside of Dr. 
[Teresa] Woodruff ’s exper  se [ovarian biology and 
reproduc  ve endocrinology] required that I collaborate 
and network from the very beginning,” McKinnon says.
And she isn’t alone in her need to work, and interact 
with, others. For many lab professionals, it’s a necessity 
to be aware of, and involved with, experts in their 
fi elds and some  mes with those in other fi elds, as 
exemplifi ed above.

For A. Chris  an Whelen, administrator at the State 
Laboratories Division of the Hawaii Department of 
Health, occupying a leadership posi  on in state public 
health as a laboratory director means he needs to work 
with various internal and external stakeholders.

“Internally, our laboratory supports mul  ple disease 
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control and environmental quality programs,” he says. 
“It’s cri  cal that the state laboratory director and the 
state epidemiologist are  ghtly coordinated when 
responding to public health diseases, such as Hawaii’s 
2015–2016 dengue outbreak or [the] current mumps 
outbreak.”

Externally, Whelen rou  nely interacts with public 
health labs in other jurisdic  ons, clinical laboratories 
for reportable disease submission of specimens or 
isolates and personnel licensing, community colleges 
and universi  es for strengthening lab science educa  on 
and applied research, environmental laboratory 
cer  fi ca  ons, fi rst responders for biological and 
chemical incident response, and community and 
poli  cal leaders to explain the importance of their 
public health laboratories in maintaining Hawaii as a 
favorable place to live, work, and play.

Networking routes
Tradi  onally, lab professionals networked by belonging 
to professional associa  ons and a  ending and 
presen  ng at associa  on mee  ngs. Conferences were 
yet another established opportunity for mee  ng others 
in the fi eld.

“For me, personally, since my work is so 
interdisciplinary, I go to both reproduc  ve science 
mee  ngs and cell biology mee  ngs to present my 
work,” McKinnon says. “This allows me to bring 
reproduc  ve science to a fi eld that may not necessarily 
be thinking about it, while also ge   ng feedback that 
I wouldn’t be able to get at a reproduc  ve science 
mee  ng.”

Though these larger events are important for na  onal 
networking, Whelen cau  ons that “folks shouldn’t 
disregard local chapters and regional mee  ngs.”
“O  en rela  onships built during these smaller, local 
mee  ngs can be very produc  ve,” he adds.

Through these  me-tested methods, lab professionals 
are sure to be able to extend their networks. However, 
with the advent of technological networking, more 
avenues are now available for managers to get to know, 
and keep in touch with, their peers.
“Technology has revolu  onized the way we 
communicate with each other in the modern world,” 
says Chuba Oyolu, founding scien  st at Counsyl Inc., 

a health technology company that specializes in DNA 
screening (South San Francisco, CA). “Prior to the 
advent of tools like Facebook and LinkedIn, the onus 
was on the individual to email or physically visit the 
ins  tu  ons that they were interested in joining and 
sell themselves to poten  al employers. Thanks to the 
professional online profi les that many of us now have, 
it is not uncommon for employers to ini  ate contact 
with poten  al candidates for open posi  ons within the 
organiza  on.”

“In short, having an online social media profi le has 
dras  cally simplifi ed the process of being found and 
approached for jobs for which you may not have even 
known existed but for which you’d be a perfect fi t,” 
Oyolu adds.

Approaching other 
professionals
Despite the avenue of making contact—be it in person, 
on the phone, or electronically—professionals s  ll have 
to approach each other in order to make contacts. How 
one goes about this depends on the individual and 
the circumstances because every person has a unique 
disposi  on.

“It can defi nitely be diffi  cult, especially if you’re 
naturally an introvert, as I am,” McKinnon says. Even 
so, she has her techniques to get over the diffi  culty of 
interac  ng with other scien  sts.

“What helps me at conferences or networking events 
is just jumping straight into the science,” she says. 
“If the normal small talk feels unnatural, talk about 
what you’re confi dent about—your research. You’d 
be surprised by how even the most socially awkward 
people—I’m looking at you, engineers—come out of 
their shells and shine when talking about their work.”
As far as McKinnon is concerned, if researchers are 
passionate about their work, it’s easy for them to talk 
about their research.

“Be a good listener, and come up with an insigh  ul 
ques  on,” she says. “One good ques  on that shows 
you were really listening will be remembered more 
favorably than 15 minutes of small talk in most cases.”
Though he cau  ons there is no single correct method 
on how one approaches another person, Oyolu agrees 
that asking ques  ons is a good way to approach others. 
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For him, walking up to people is the way to go.

“One thing I have no  ced about people from all types 
of backgrounds is that they generally like to talk about 
themselves,” he says. “If you can get someone talking 
by just asking them ques  ons about their life and work 
while you a  en  vely listen, you’ll have no problem 
networking and making friends.”

It’s possible that being an introvert is a common trait 
among those in lab careers. Whelen believes many 
gravitate toward laboratory sciences specifi cally 
to make scien  fi c contribu  ons while avoiding the 
limelight. All the same, it’s a comfort zone that, like 
others, he knows he needs to step out of once in a 
while.

“I try to learn as much about organiza  ons and 
colleagues as I can before interac  ons,” he says. 
“That helps me fi nd common ground, which facilitates 
conversa  on[s] and rela  onship building.”

Another strategy McKinnon employs at conferences 
is to sit at a diff erent table for each meal, rather than 
si   ng with the people she already knows. By making a 
point to sit with new people at each meal, she is able to 
expand her network, hear about diff erent research, and 
perhaps make some new friends.

“The fi rst few minutes might be awkward, but I’ve met 
so many people and made so many connec  ons by 
just following this simple strategy,” McKinnon says. She 
also suggests third-party introduc  ons, either at an 
event or via email. “People see you in a diff erent light 
if someone they know personally brings you to their 
a  en  on.”

A necessity of professional life
No ma  er the strategy, nor the feeling toward it, 
networking allows people to grow both individually 
and toward an overarching scien  fi c goal, because they 
need to be able to exchange ideas and processes to 
learn and advance.

“I’ve had the good fortune of working in mul  ple fi elds 
throughout my life, and the pa  ern is always the same: 
Regardless of how smart, talented, or capable you are, 
you will need people to help you reach your highest 
poten  al,” Oyolu says. “You will typically learn from the 

folks around you at a much faster pace than you could 
learn on your own. You’ll learn everything from what to 
do in order to be successful to what to avoid doing to 
keep from sabotaging yourself and your career.”

And to have the coopera  on and contribu  ons of their 
peers, lab professionals need to be out there, visible to 
colleagues—whether that’s in real life or virtually.
“They can’t help me and I can’t help them if I 
remain invisible,” Whelen says. “Equally important is 
networking with other public health laboratories and 
professionals. If I encounter an unfamiliar situa  on 
or problem, there’s a good chance that one of my 
colleagues has experiences to share.”

And some  mes, visibility comes in handy during the 
most unexpected  mes, even when one is not looking 
to network. When in South Dakota for his high school 
class reunion last summer, Whelen dropped by to see 
his counterpart, the director of the South Dakota Public 
Health Laboratory.

It turned out Timothy Southern was very interested in 
how Hawaii works with the other U.S.-affi  liated Pacifi c 
island jurisdic  ons. He described to Whelen diffi  cul  es 
with public health laboratory outreach to Na  ve 
American na  ons in South Dakota, which struggle 
with access to healthcare, including  mely laboratory 
diagnos  c tes  ng.

“We decided to approach the Centers for Disease 
Control Epidemiology and Laboratory Capacity 
program managers and propose a lab-to-lab mentoring 
rela  onship to inves  gate the poten  al for applying 
strategies that have worked in the Pacifi c to Na  ve 
American na  ons in South Dakota,” Southern says. 
“That was unexpected.”

This unan  cipated partnership is another example that 
networking, not just in public health laboratories, but 
in all labs, is cri  cal to ensuring that preparedness and 
response capabili  es are available when necessary. 
“No lab can do everything, but as a community of 
laboratories—there’s nothing we can’t do,” Whelen 
says.

Reprint permissions were given by LabManager – you can view the 
original ar  cle at: h  p://www.labmanager.com/leadership-and-
staffi  ng/2017/11/professional-networking-for-today-s-scien  st#.
WzTay7gh1PZ 
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INDIVIDUALS WILLING TO STUDY AND APPLY NEW SKILLS CAN TAKE ADVANTAGE OF THE 

MANY PROGRAMS AVAILABLE FOR PROFESSIONAL DEVELOPMENT.

by Stacy Pritt, DVM, MBA, MS, CPIA 
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For over 50 years, laboratory animal science has 
been formally recognized as a voca  on and calling 
that started with the founding of the American 
Associa  on for Laboratory Animal Science (AALAS). 
Since then, a myriad of training and cer  fi ca  on 
programs has evolved to create a professional path for 
those desiring to advance in their career. Laboratory 
animal facility managers occupy a specifi c role within 
the fi eld; managing animal facili  es that are the 
core infrastructural unit for animal based research. 
Addi  onally, managers are typically evaluated by how 
well their employees perform.

Technical skills and knowledge are key for star  ng in the 
laboratory animal science fi eld, but management know-
how and non-technical (also known as “so  ”) skills are 
required for career progression. A wealth of training 
informa  on and materials are available both from 
within and outside the fi eld. Self-mo  vated individuals 
willing to study and apply newly learned skills can take 
advantage of such programs and materials to help with 
their professional development.

History of Management in 
Laboratory Animal Science 
With its beginnings in Roman  mes, animal-based 
research has con  nued to make ongoing contribu  ons 
to human and animal health. However, it was not 
un  l the early 20th century that the care for research 
animals was centralized into facili  es staff ed by 
individuals whose full-  me job it was to care for the 
animals.1 Previously, the care was provided by the 
researchers themselves.1 The fi rst recognized manager 
of a laboratory animal facility was a veterinarian named 
Simon Brimhall who worked for the Mayo Clinic around 
1915.1

By 1945, there were several laboratory animal facili  es 
across the United States, but it was well recognized 
that the quality of animal care and management of 
these facili  es was inconsistent.1 In order to standardize 
the care of the animals and bring about consistent 
facility management, the American Associa  on for 
Laboratory Animal Science was founded in 1950 under 
the original name “Animal Care Panel.”1 Just 15 years 
later, the Associa  on had a membership numbering in 
the thousands and established an ac  ve animal care 
technician cer  fi ca  on program which outlined the 

technical skills expected of laboratory animal facility 
workers andmanagers.2 Early concepts of animal facility 
management included managing animal and supply 
procurement, ensuring quality care of the animals, and 
hiring staff .1 Up un  l the 1970s, this task primarily fell 
to veterinarians.1 However, with changes in the funding, 
administra  on, and management of laboratory animal 
facili  es and research programs, highly trained and 
cer  fi ed technicians began to move into management 
posi  ons. Changes in workplace regula  ons and 
guidelines also required a stronger focus on human 
resource compliance. This in turn strengthened the 
legal rights of employees requiring a higher degree 
of a  en  on to be paid by managers who were also 
simultaneously juggling increased fi scal responsibili  es. 
3 These new and complex issues resulted in the direct 
management of animal facili  es by non-veterinarians.3

About twenty years later, AALAS created the fi rst 
programs focused on laboratory animal facility 
management. The Ins  tute for Laboratory Animal 
Management (ILAM) was established in 1992 and 
the Cer  fi ed Manager of Animal Resources (CMAR) 
program was established in 2001.2,4 Another 
professional organiza  on, called the Laboratory Animal 
Management Associa  on (LAMA), was founded in 1984 
specifi cally to “…enhance the quality of management 
and care of laboratory animals throughout the world.”5 
ILAM, CMAR, and LAMA have become pillar ins  tu  ons 
of laboratory animal facility management, and those 
wishing to become managers or increase their skill 
level as a manager usually partake in them.Whie other 
resources have also become available during the same 
 me period, they do not have the same reputa  on nor 

are as desired for training.

Roles and Responsibilities of 
Laboratory Animal Facility 
Managers
As the premier organiza  on for laboratory animal 
science in the United States, AALAS regularly conducts 
a salary survey that serves to document posi  on roles 
and responsibili  es as well as compensa  on levels 
of animal facility staff . According to the most recent 
survey, published in 2008, the defi ned roles and 
responsibili  es of today’s laboratory animal facility 
manager are:6
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1. Providing “direct supervision of supervisory 
personnel.”

2. Assuring that “standard opera  ng procedures 
(SOPs) are current and accurate.”

3. Assuring that “occupa  onal safety procedures 
for animal care are observed.”

4. Recommending personnel ac  ons including 
hiring, training, promo  ng, and disciplining.

5. Par  cipa  ng in “facili  es management and 
planning.”

Posi  on requirements for a laboratory animal 
facility manager may or may not include Laboratory 
Animal Technologist (LATG) cer  fi ca  on, the highest 
technician cer  fi ca  on level off ered by AALAS, but 
may o  en require a college degree in a relevant fi eld.6 
Compensa  on generally depends on geographical 
loca  on, ins  tu  on type, and number of individuals in 
the department.6

Management Expectations 
for Laboratory Animal Facility 
Managers 
Technical skill expecta  ons for technicians include 
a basic knowledge of the species worked with, 
understanding of facility equipment, and animal 
handling abili  es. Skill sets for animal facility managers 
include personnel management and scheduling, supply 
procurement, space alloca  on, animal produc  on 
management, and communica  on with researchers 
and senior management.1 Animal facility managers 
might be front-line or middle-managers, depending on 
the size and organiza  onal structure of the animal care 
and use program. Large research programs might have 
several facili  es each with their own front-line manager, 
usually called a supervisor, who then reports into a 
middle manager. 7 Smaller programs will have managers 
that are front-line, directly supervising technical staff .7 
A typical career path in laboratory animal science is 
usually from entry level technician to senior technician 
to supervisor to assistant or associate manager to 
manager. Occasionally, excep  onally talented managers 
will be tapped to be “facility directors” who oversee 
en  re animal care and use programs rather than 
just facility opera  ons. Usually, facility director roles 
are occupied by highly qualifi ed laboratory animal 
veterinarians.

 Non-technical skills necessary for the successful 
laboratory animal facility managers would be typical of 
any manager; communica  on (both wri  en and verbal), 
confl ict resolu  on, hiring and fi ring, cri  cal thinking, 
problem solving, nego  a  on, fi nance/budge  ng, and 
vendor management skills.

Unique challenges for laboratory animal facility 
managers include having to u  lize a mix of eff ec  ve 
technical and non-technical skills, dealing with people 
with varied personal and educa  onal backgrounds, 
and caring for all species of animals “imaginable” 
in a fi nancially responsiblemanner.8 Of note is the 
diversity of people encountered in an animal-research 
program, from technicians to world renowned 
researchers to consultants and administrators.8 
Management educa  on and training programs outside 
the fi eld of laboratory animal science can broaden the 
understanding and experiences of facility managers. 
Not only can managers learn new concepts, skills, and 
knowledge sets, but they can also unlearn prac  ces that 
have become obsolete.9 Such resources are described 
below.

Online Business Degrees 
As with any other professional fi eld, the number of 
people earning business degrees such as the Masters 
of Business Administra  on (MBA), par  cularly online, 
has increased. Over the past few years, companies have 
increasingly become more accep  ng of such degrees 
and larger companies see the value in higher educa  on 
for professional development. 10 Online degrees are 
desirable for today’s busy manager because students 
can learn at their own pace, work on their own  me, 
a  end programs without geographic restric  ons 
or deterrents, and earn a degree faster through 
accelerated programs.11,12

The top ten online business degrees, according to 
Get Educated. com, are business administra  on, 
management, leadership, project management, 
informa  on systems, fi nance, technology management, 
entrepreneurship, human resources, and interna  onal 
business.13 Core subjects included in the typical 
MBA, the most popular online graduate business 
degree, are management, human resources/
organiza  onal behavior, marke  ng, informa  on 
technology, economics, fi nance, and accoun  ng.14 All 
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of these subjects could help laboratory animal facility 
managers based on the descrip  ons of job du  es and 
responsibili  es described earlier.

Harvard Business Review 
The Harvard Business Review (HBR) publishes the most 
current management related ar  cles and case studies. 
Several of the manuscripts appearing in the HBR are 
included in books contemporaneously published with 
the issue. Reading the HBR on a regular basis could 
prove to be valuable to the laboratory animal facility 
manager. New spins on tradi  onal management topics, 
such as how to manage talent in today’s economy or 
how the “glass ceiling” for women in management 
is more like a “labyrinth,”would allow the laboratory 
animal manager to go beyond established management 
courses and informa  on. The HBR also tends to 
make its ar  cles very prac  cal, allowing managers to 
immediately apply newly learned skills and concepts 
in the workplace. HBR also maintains and excellent 
website that can serve as a course of management 
informa  on.

Many laboratory animal facility managers work in 
large, global pharmaceu  cal and drug development 
companies. The HBR’s con  nuing spotlight on 
globaliza  on and foreign economies would even be 
more useful to laboratory animal managers working for 
mul  -na  onal organiza  ons. Unless specifi c courses in 
interna  onal business were taken by these managers, 
this type of formal management informa  on might be 
hard to come by when relying on sources solely within 
laboratory animal science.

Sources Referenced by the 
Veterinary Profession 
The Journal of the American Veterinary Medical 
Associa  on(JAVMA)has an important mission of 
circula  ng the latest thoughts on veterinary educa  on 
and career development. From 2002 to 2007, the 
publica  on ran a series of ar  cles focused on non 
technical skill and competency development for 
veterinarians to help ensure success in their careers. 
Referencing earlier economic studies on the future 
demand for veterinary services, these ar  cles 
eloquently outline the “…skills, knowledge, ap  tudes, 
and a   tudes” veterinarians need to possess as non 
technical competencies.15,16

Through a project consis  ng of focus groups, a 
consor  um formed by nine deans of veterinary colleges 
in the United States determined the non technical skills, 
knowledge, ap  tudes, and a   tudes deemed necessary 
for achieving success in veterinary medicine.15,16These 
a  ributes were ascertained to be a  aining personal 
fulfi llment, helping others, achieving balanced goals, 
gaining the respect of others, pursuing/ mee  ng goals 
that facilitate growth, and earning compensa  on that 
meets personal/professional growth expecta  ons and 
needs. 15,16 

Knowledge in business/ poli  cal acumen; managing 
people and processes; and sa  sfying customers, 
cons  tuents, and stakeholders is needed. 15,16 Specifi c 
resources,outside of the veterinary profession, are cited 
by these ar  cles as founda  onal elements for gaining 
these skills, knowledge, ap  tudes, and a   tudes. MBA 
programs and reading business texts are recommended 
avenues for con  nued learning of non technical 
competencies.17,18 Business texts men  oned include The 
Leadership Challenge; Good to Great; The Tipping Point; 
The Fi  h Discipline: The Art& Prac  ce of the Learning 
Organiza  on; The Art of the Long View: Planning for the 
Future in an Uncertain World; Working with Emo  onal 
Intelligence; Competence at Work: Models for Superior 
Performance; Leaders: Strategies for Taking Charge; The 
21 Irrefutable Laws of Leadership;Leading Quietly;and 
Successful Intelligence.18,19

Veterinarians were the fi rst laboratory animal 
managers. In the almost 100 years since those fi rst 
veterinarians/managers started their work, laboratory 
animal facility management has carved out a well 
defi ned employment niche in animal based research. 
Veterinarians s  ll serve in managerial and leadership 
roles, o  en  mes managing o  en  mes managing the 
modern laboratory animal facility manager. Therefore, 
one could conclude that the non technical skills, 
knowledge, ap  tudes, and a   tudes iden  fi ed for 
veterinarians are transferable to laboratory animal 
facility managers. Both types of workers oversee proper 
animal care, employees that must constantly work with 
animals, and facili  es/opera  ons revolving around 
animal care. Resources recommended for veterinarians 
could then be u  lized by laboratory animal facility 
managers while a  ainment of the same skills, 
knowledge, a   tudes, and ap  tudes should become a 
desirable goal.
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Employer Provided Training 
Programs and Mentoring 
Larger employers are able to off er in-house 
management training programs delivered by a human 
resources training group. Whether such in-house 
programs only last an hour or progress through mul  ple 
stages las  ng for varied periods of  me, these off erings 
can be easily u  lized by the laboratory animal facility 
manager to gain management skills and knowledge. 
Advanced curricula may cater to the learning needs 
of new/front-line supervisors, middle managers, and 
senior managers. In some instances, par  cipa  on in 
such training programs may be required to advance in 
management within an organiza  on. At the very least, 
these programs provide a  endees with networking as 
well as updates on organiza  onal procedures and goals.

Mentors can give mentees the opportunity to explore 
career op  ons and interests.16 Advice bestowed by the 
mentor can help guide a mentee towards sources of 
management informa  on based on their experience 
and subject ma  er exper  se. Mentors may also help 
with problem solving and may serve as a sounding 
board for idea crea  on. Formal mentoring programs 
are recommended so that expecta  ons are agreed 
upon up front and regular contact is required.16 In many 
cases, the mentee can drive the rela  onship so as to 
control the exchanges and glean the desired amount of 
direc  on and advice.

Conclusion
A succinct yet thorough summa  on of the complex job 
of the laboratory animal facility manager appears on 
the ILAM website; it states:

“Directors, managers, and supervisors of laboratory 
animal facili  es have seen their roles grow more 
and more complex over the years, and they have 
found themselves in a unique profession. People in 
management posi  ons must be able to interpret 
the social, poli  cal, and economic environments 
in which they operate and use administra  ve and 
technical skills to maintain and improve their animal 
care and use programs. The vast majority of persons 
in these posi  ons were trained in biologic and 
veterinary sciences and must fi nd addi  onal training in 
management skills to fulfi ll their administra  ve roles.” 20

This quote is telling. Because of the highly technical 
nature of the typical educa  onal background and 
cer  fi ca  on requirements of today’s laboratory animal 
facility manager, management training is a must. The 
fi eld of laboratory animal science has worked admirably 
to provide dis  nc  ve training and cer  fi ca  on programs 
to help fi ll that void. However, as the workplace 
becomes even more mul  faceted, organiza  ons 
con  nue to go global, and non technical skills increase 
in importance for managerial performance, the wise 
laboratory animal facility manager will seek to improve 
themselves by reaching outside of laboratory animal 
science. Sources such as business/management 
degrees, business/management texts and journals, 
in-house training, and mentoring are not constrained 
by the pre-determined career ladders and concepts 
previously developed for laboratory animal science 
and may serve as enlightening aides in their quest for 
professional success.
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