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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 love it when a new year begins - it is always so exciting! I begin to think 
about what can I achieve this year? And better yet how can I help others to 
achieve? What needs to improve in my work and my home life? What are 
my priorities for this year? So many questions, as well as so many oppor-
tunities. This issue presents information for defi ning roles, professional de-
velopment, how we can be better leaders & mentors, does everyone on our 
team see learning as part of their role and what is expected in a research 
facility.

I believe in continuous improvement and that always requires feedback 
from the members we serve. Last year we sent out a survey inquiring what  
you would like to see in the coming issues of the LAMA Review. This year 
we would  like to do the same. So look for an invite to fi ll out the survey  in 
your email shortlly and let us know, we value your feedback. I hope every-
one has a fantastic year!

ADDVERTISERS

AANCARE 233
PHHARMACAL 111
PUURINA LAB DIET 4
VET EQUIP                19

Evelyn
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President’s 
Message
JENNIFER VOLKMANN, PRESIDENT

Fall has come and gone and the sweaters, coats, and hats are getting 
dusted off and worn once again. The 69th AALAS National Meeting 
in Baltimore was a success and I hope you all had a fantastic time. 
I personally spoke with several of you who are eager to become 
more involved with LAMA. I will be contacting you soon. During the 
Board meeting we discussed several changes and are working hard 
to look at the best way to implement these within the organization. 
As developments move forward we will continue to keep everyone 
informed. 

Now it’s time to push forward with the upcoming LAMAT/ATA meeting 
in Clearwater Beach, Florida. Kim Benjamin and Johnny Wilson are 
nearing the program layout for the meeting and as soon as the 
program is finalized we will post this on the website. 
 Hope you all have a joyous holiday season and look forward to a 
Happy New Year!

Sincerely.

Jennifer
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LAMA Writer

Professional Development 
or Personal Development?
by Jason Allen

Seventy percent of Americans report being dis-
engaged from work for a sustained period if not 
regularly.  It is obvious that both employees and 
employers are not getting good value in regards 
to time and energy with that number.  The first 
response promoted to remedy this disconnection 
from work is to promote professional develop-
ment.  A quick search on the internet produces 
scores of opportunities and creative ways to 
do this; get a new certification, online courses, 
attend a conference or seminar, find a mentor, 
engage in career development programs at your 
institution.  So what else is new?  Many of us 
have seen this list before because either we were 
encouraged to do one or more of these activities 
or we have encouraged our staff to do so.  

That statistic is somewhat high not because of a 
lack of opportunities for professional develop-
ment, but a lack of uptake.  We can easily find 
out what the opportunities are, but if we do not 
care WHY we need to engage in professional de-
velopment, it is not likely to change us, much less 

be enjoyable on a personal level.  The answers 
to asking “why” we should do anything gives 
meaning to the time and energy put into any 
activity!  Nietzshe can be difficult to understand 
however “He who has a why to live can bear al-
most any how” is clear enough and applies here.  
It encourages us to seek meaning and finding it, 
be emboldened towards success with a goal in 
any context.  

Are you or do you know someone who does not 
take part in professional development?  Below 
are some contexts I have heard people describe 
as a reason why they do not engage in profes-
sional development.  

The person is indolent or does not care 
about professional development.

Many psychologists believe that if a person is not 
willing to learn, no one can help them.  Even just 
the smallest amount of will is a prerequisite be-
fore meaningful development will happen at all.  



 www.lama-online.org    P7 | LAMA REVIEW  | December 2018Benefits of Publishing
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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For example, if you are reading this far into this 
article, then congratulations to you are in order.  
You have demonstrated the necessary willingness 
to keep exploring what professional development 
can do for you.

Fitting lifelong learning in may seem daunting or 
like a chore at first.  Engaging in learning is com-
parable to trying to drink all the water medical 
professionals tell us is good for us.  We may look 
at the effort and think “that’s too much” but as 
a person drinks it in, the thirst for more grows 
until it feels normal.  You may not get energized 
by learning right away, but stick with it, recognize 
the benefits, and eventually it is a normal part of 
a routine.

Michio Kaku is a theoretical physicist who has 
done much to popularize science by making it 
accessible to everyone with terms they can un-
derstand.  He has valuable comments to help us 
overcome apathy and begin to care about our 
development.

 “Beyond work and love, I would add two other 
ingredients that give meaning to life. First, to 
fulfill whatever talents we are born with. Howev-
er blessed we are by fate with different abilities 
and strengths, we should try to develop them to 
the fullest, rather than allow them to atrophy and 
decay. We all know individuals who did not fulfill 
the promise they showed in childhood. Many of 
them became haunted by the image of what they 
might have become. Instead of blaming fate, I 
think we should accept ourselves as we are and 
try to fulfill whatever dreams are within our capa-
bility.” Michio Kaku

Claiming that engaging in professional develop-
ment relates to the meaning of life may be a little 
strong.  However, it is something that a person 
should give serious thought to.  

A person is near the end of their career 
and determines the benefits are not worth 
the costs. 
 
The adage “you can’t teach an old dog new 
tricks” is something almost flippantly invoked 
with personnel in the last part of their career 

facing change in the workplace.  The truth is, this 
adage is often misquoted.  The phrase is from the 
early 1500s and is actually, “it’s hard to teach an 
old dog”.  It may be difficult, but with the proper 
motivation, it can be done.  Take the word “can’t” 
out of that saying and out of your perspective.  As 
we age, it is even more important to work learn-
ing into our lives on a regular basis.  

We spend the first half of our lives building what 
is referred to as “cognitive reserve”, an ability to 
improvise and get jobs done.  As we age and nor-
mal paths change, this reserve is hugely important 
in adapting to change or being able to learn new 
stills we need entering new phases of life.  Even 
if you have mastered tasks of your job, a more 
healthy cognitive reserve can help you function 
better when exposed to unexpected life events, 
work stress, or even the stress of change that 
comes with retiring!  A larger cognitive reserve 
also helps stave off degenerative brain conditions 
such as dementia or recover from a stroke!  

The persons knows everything they need 
to know to complete their assigned tasks.

Impressive!  Enjoy it while it lasts.
If your job has not changed significantly in 10 
years, then I respectfully submit that perhaps it 
should for the benefit of your employer.  In fact, 
they may be grateful if you were the person ad-
vancing standards or productivity for your area.  I 
pick up quite a few tips from more experienced 
managers waxing on about the early part of their 
careers.  They often cringe recalling some of the 
things they did as standards in animal husbandry, 
research, or how they treated each other.  Change 
is constant, and it is interesting to learn what 
has changed for them over decades.  However, 
change is no longer just constant.  Change in the 
workplace is accelerating.  Technology, communi-
cation, and globalization are not only permitting 
us to do more but the pace expectation for more 
also evolves with these factors.  The job types, 
responsibilities, job requirements, working condi-
tions and workplace culture all change faster than 
every decade.  
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The person works in a company that does 
not support professional development 
(with time, money, or opportunities).
Regardless of support from an employer, I submit 
to you that lifelong learning is a personal chal-
lenge that helps increase a quality of life long 
term.  No money?  Go to your public library, check 
out an audio book on cd or other digital format 
and listen to it on your commute to work.  There 
are plenty of audio books on conflict manage-
ment, habits of successful people, etc. that are of 
use to you.  If this is something you are taking on 
yourself, even better if you can choose to develop 
a transferable skill.  Transferable skills may not 
only help with how you manage yourself and oth-
ers at work, but in your personal life as well.  The 
emphasis here should be on how we are manag-
ing ourselves.  

The person is too busy to fit this activity 
into their life.

Auditors who randomly confirm continuing ed-
ucation credits associated with certifications of 
hear of this context.   Worse is the person who is 
too busy to even respond to the call for proof of 
credits.  It is likely a fair number of those cases 
fall into the category of members who just do not 
care enough to see this work through to comple-
tion.  For the sake of argument, taking the char-
itable route, focus will be on the manager who 
is genuinely too busy to fit this activity in easily.  
Time management may be refined as much as 
possible and workload is truly a factor.  

In such cases, a person would be wise to exam-
ine their days.  If a person is that busy, is part of 
that time on the job learning that may apply as 
educational credits?  Even if a person is not re-
quired to maintain a certain number of credits, 
it edifies an individual when recognizing growth 
in themselves.  If there is not anything like that, 
perhaps it is worth talking with a higher authority 
about that lack of opportunity.  We do not want 
to become part of the seventy percent of workers 
disengaged with work.  

If there is no on the job learning occurring and 
workload continues to prevent professional de-
velopment, then this is something to discuss with 

your direct report.  Is there an opportunity to dis-
cuss this in an annual performance review?  Prior-
itize it in your goals for the coming year.  Examine 
how your time is spent and where changes may 
be possible.   If it is discussed in a proactive man-
ner, and low cost solutions are available (e.g. free 
educational webinars), chances are this is an area 
where progress is not only possible, but also likely.  
Expressing an interest in your work and a com-
mitment to doing better in job related activities is 
likely to have the added benefit of raising esteem 
for you in the eyes of your employer.  

Ongoing education for our jobs is referred to as 
professional development; however, the motiva-
tion to engage in this should be a personal zeal 
for it to be effective.  Ideally, a person recogniz-
es their own context (e.g. end of career or not 
supported by work) and chooses to participate 
regardless of that context.  There are plenty of 
ways to make professional development attrac-
tive, however a person needs to have personal 
development as a goal at all to not only fulfill 
that duty, but also enjoy it and remain engaged.  
Think of it as a gift you give yourself.  You are off 
to a good start with your membership to the Lab-
oratory Animal Management Association!

Bibliography:
Employee Engagement in U.S. Stagnant in 2015.   https://
news.gallup.com/poll/188144/employee-engagement-stag-
nant-2015.aspx

Quotes from Michio Kaku  https://www.goodreads.com/
quotes/tag/meaning-of-life

Healthy brain aging: No strain, no gain.  2012.   https://
www.health.harvard.edu/mind-and-mood/healthy-brain-ag-
ing-no-strain-no-gain  

Workplace Changes Are Accelerating: Why And What Mil-
lennials Should Do About It.  2018.     https://www.forbes.
com/sites/larryalton/2018/02/01/workplace-changes-are-ac-
celerating-why-and-what-millennials-should-do-about-it/#-
6327f04a2def 
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Ever thought of being a writer 
or Editor?

Maybe you are continually consuming articles about the laboratory
 animal management profession and always passing along informa-

tion to your co-workers?

In either case LAMA’s creative team could use you. We are not only  looking for writers from the Laboratory 
Animal Management fi eld, but also for someone that would be willing to serve as an editor. If you can write pre-
sentations, technical reports and grants, then you can be a writer and share your knowledge on management 
styles, facility remodels,  lab procedures, staffi ng, professional development, management development - share 
your experience with our readers. Write one article per year or one article for each issue - the choice is yours. 

The editor is responsible for choosing articles that will benefi t our readers concerning a variety of topics and 
who better to know what type of articles our readers are looking for than one of our readers?  
If you are interested in either position please fi ll out our Google survey at:
https://goo.gl/forms/L3LJvM5QwgNFf1Dp1 

Photo by rawpixel on Unsplash

Do you have the ability to 
tranform ideas into words 
& feel inspired by sharing 

knowledge with your peers? 
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Pharmacal is proud to announce a new distribution agreement with Clorox Healthcare to distribute 
Hydrogen Peroxide Cleaner Disinfectant Wipes and Liquids to the lab animal research field.  

Hydrogen Peroxide Cleaner 
Disinfectant Wipes and Liquids

Ready-to-Use, One Step Cleaner Disinfectant  -  Ideal for Daily Use In Veterinary Settings

Proven Ef Fast Contact Times
 over 40 pathogens on hard surfaces in as

  little as 30seconds
PA-registered to kill bacteria on soft 

  surfaces in just 30 seconds
Tough Cleaning Power

removes blood and other stains

Easy to Use
tep, ready-to-use cleaner and disinfectant

ays wet for entire contact time

Formulated for staff comfort

ragrances or harsh odors
Flammable

b a s e d  o n

t e c h n o l o g y
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People You 
Should Know

by Amy Ingraham

LAMA Writer

Bruce W. Kennedy

Institution or Facility:

IACUC administrator at Chapman University, Irvine, CA
Lecturer at California State Polytechnic University, Pomona, CA
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Years involved in animal science:
While sometimes I feel I started with Darwin, 
it’s been 40 years since I conducted an LD50 
study with Japanese quail as a grad student, 
appreciating early on both the power of science 
and the ethical responsibility.  Before that, I 
worked in veterinary hospitals and even ran mice 
through a maze in junior high.

What certifications do you hold?
The AALAS RLATG (registered laboratory animal 
technologist) and the PRIM&R CPIA (certified 
professional in IACUC administration).  I want 
to obtain a training certification with the 
Association for Talent Development (ATD).

How did you get involved with LAMA?
Though I work in California now, I got my start 
with lab animal in Virginia and Maryland.  I am 
fortunate to have networked with the founders 
of LAMA like Clayton Cisar, Gail Heidbrink-
Thompson, Rob Weichbrod, Fred Douglas, Kristina 
Stephens, Charlie Schmieder, and others.  While 
working as a lab technician at the USDA, I was 
also managing a beagle colony for nutrition and 
metabolism experiments.  I needed some help 
and turned to LAMA after being introduced to 
this special “network” through NCAB/AALAS.  
Over the years, I have attended about 25 LAMA 
meetings, presenting at about half of them.  It’s 
been life-long learning with fellow lab animal 
managers.

What did you want to be when you were 
growing up?
I was interested in both veterinary medicine and 
biological science as a kid.  In college though, I 
found I was leaning more towards “the bench” 
and research.  My feeling is one continues to 
grow and should experience many opportunities.  
Jobs are rungs of the career ladder and we gain 
by climbing.

Did anyone inspire you?
OMG, yes, absolutely!  The list resembles the 
LAMA and AALAS membership directories.  I have 
had many, many mentors in the animal facility, at 

the chemistry bench, while making presentations, 
when writing for publication, as part of AAALAC 
site visits, in class as a professor, and traveling 
around the world.  I’m grateful for what “the 
sages” have shared with me.

What are your current interests in animal 
science?
I’m fortunate to have had a varied career ranging 
across animal husbandry, research science, 
training/teaching, and IACUC and IRB (human 
research) administration.  Now, as I look toward 
retirement, I want to work on the methods of 
determining competency in lab animal training 
as a component of refinement in conjunction 
with LAWTE, finish editing/publishing a book on 
cagewash operations with my colleague Jim Cox 
to promote this important job (it’s not entry level 
anymore), and continue introducing - through 
teaching - lab animal as a career to vet tech 
students.  It’s more of that approach to life-long 
learning.

What is the one thing no one would 
know/guess about you?
Actually, it’s many things.  Gardening and wine-
tasting are my passions.  Few know that I am 
a foster parent to a wonderful teen-aged girl.  
Many of my lab animal colleagues don’t know 
that I am actually a native Californian, having 
moved to the mid-Atlantic for my wife’s graduate 
work.   Some know that I play Opa Klaus during 
the holidays.  And, no, I am not related to David 
Letterman, even though he looks like me (smile).

Do you have any companion or farm 
animals?
Like all of us in lab animal, I am an animal lover, 
too.  We have three dogs, one cat, three zebra 
finches, a tank of freshwater fish, and a pond 
with goldfish and red-eared sliders.  Our yard is 
wild animal friendly, too.
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LAMA Group 
Files  

Years involved in animal science: 52

What certifications do you hold? 
RLATG, ILAM

How did you get involved with LAMA?  
From the beginning when the founders met in 
a hotel room in Cincinnati during the ConMed 
Conference and conceptualized LAMA (Jim 
Alford, Clayton Cisar, Tom Darby, Paul Ernest, 
Regina Herron, U. Kristina Stephens, and me).  A 
steering committee was formed, and I served as 
the first Treasurer and contact person.

What did you want to be when you were 
growing up?  
A pitcher for the Milwaukee Braves, just like 
Warren Spahn.  Dad eventually explained to me 
that there would be a problem with the locker 
rooms, so I had better try something else.  I was 
not sure what it would be, but it would have 
something to do with my favorite subject – 
biology. 

Did anyone inspire you?  
So many people through the years, including my 
parents, teachers, colleagues, family members 
and my Sunday School teacher, Mr. Earl Bakken.  
Mr. Bakken (co-founder of Medtronic, Inc.) 
would bring to class samples of projects he was 
working on to improve the health of humans 
using animals as research models.  Later in my 

career, I was blessed with the influence of my 
fellow LAMA founders, plus Ann Campbell and 
Glenda Bowne.

What are your current interests in animal 
science?  
Assisting the next generation in any way I can 
be of service.  I enjoy working with AAALAC, 
International, the AAALAC Fellowship Award, 
the Institute of Animal Technology, LAMA and 
of course, my Mile High Branch.

What is the one thing no one would 
know/guess about you?  I was a competitive 
“jock”!  I golfed and played doubles volleyball 
(grass and sand) for many years and won many 
tournaments. Also, I was a catcher for Fast Pitch 
and Slow Pitch softball for 30 consecutive years.

Do you have any companion or farm 
animals?  Two critter companions enrich my 
life.  Doc San Pat is my 21 year old Paint and 
exploration buddy.  Mahtowa, the very smart 
Cavapoo, is my 19 month old playmate and 
cuddle buddy.  Mahtowa has been riding with 
me on Doc since he was 10 weeks old and enjoys 
riding on the quiet paths on the ranch.
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Gail (Heidbrink) Thompson
Institution or Facility:  Blissfully retired
Job Title: Volunteer (that is what happens when you 
retire)
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The U.S. National Academies of Sciences, Engi-
neering, and Medicine and the U.S. Office of 
Research Integrity have taken a special interest in 
recent years to examine potential training gaps 
among researchers and lab managers, and how 
mounting pressure to secure grants, publish pa-
pers, and earn promotions takes a toll on their 
outlook of the workplace.

In 2017, the journal Nature convened 16 meetings 
and workshops in universities across the U.S. and 
Europe to analyze the state of lab health, work-
place pressures, and how best to handle them. 
Through these meetings, scientists shared both 
the positive and negative aspects of their work-

places, and as a result, Nature released a survey 
to see whether the observations made during the 
meetings were truly representative of laboratory 
staff as a whole. According to the journal, it is the 
largest publicly reported analysis of its kind and 
encompasses responses from 3,200 scientists.

The Nature survey showed some similarities to 
responses from Lab Manager’s annual Salary and 
Employee Satisfaction Survey, published in the 
September issue. Both surveys noted that, overall, 
laboratory employees’ morale is positive and loy-
alty to employers is high. However, responses also 
hinted at areas of improvement.

Values-Based Leadership
How management training can prevent an unhealthy lab culture

By Lauren Everett

Photo by Markus Spiske on Unsplash
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Disconnect between leaders, staff 
The Nature survey found a disconnect between 
those in more junior positions and those in lead-
ership roles. Specifically, one in five respondents 
in a junior role (which could include graduate 
students, postdoctoral fellows, or non-principal 
investigators) reported negative feedback about 
their labs, describing them as “stressful,” “tense,” 
and “toxic.” In addition, survey respondents com-
monly said they wanted more principal investiga-
tors (PIs) to take training courses and suggested 
that PIs ask for feedback from their groups more 
often. On the flip side, out of the 655 lab heads 
who responded to the survey, 90 percent said they 
were in tune with their research groups’ experi-
ments and consistently reviewed their work. They 
were equally confident that they made them-
selves available to discuss their groups’ experi-
ments or career development, and they gave their 
staff the freedom to explore interesting findings 
that were not necessarily core to the labs’ activi-
ties.

Charles Leiserson, professor of computer science 
and engineering at MIT and co-lead instructor of 
the Leadership Skills for Engineering and Science 
Faculty workshop at the university, noted that 
the disconnect among leaders and junior staff is a 
common occurrence in most workplaces, regard-
less of the industry. Those who enter a managerial 
position enter a “bubble” of sorts, and often em-
ployees relate differently to their managers. Em-
ployees may be reluctant to come forward with 
a complaint or issue, which can cause a manager 
to believe that day-to-day operations and mo-
rale are better than they actually are. “People in 
leadership have blind spots, especially if you have 
higher goals that you’re pursuing,” says Leiserson. 
To overcome those blind spots, he suggests estab-
lishing expectations with junior staff early and 
making sure that transparency and an “open door 
policy” are priorities.

Leiserson co-authored a comment, published in 
Nature, with colleague Chuck McVinney, princi-
pal of McVinney & Company, an organizational 
development and executive consulting company, 
which discussed the importance of lifelong learn-
ing among science professors and lab managers to 

help drive innovation and effective collaboration. 
The two experts drew upon personal experiences 
within both industry and academia, and outlined 
some of the key ways to ensure effective leader-
ship. However, according to them, many people 
in a senior role learn the basics of leadership 
through a trialand- error process instead of receiv-
ing formal training.

Little to no management training
According to the Nature survey results, two-thirds 
of researchers who head laboratories said they 
had no training in managing people or running 
a lab within the past year— although the major-
ity of those respondents were open to training. 
More than 40 percent of non-PIs also said their 
labs could do better science if PIs received more 
training in mentoring and management. Among 
the least happy, more than 70 percent indicated 
that this was their main desire. To help overcome 
this common issue, Leiserson and McVinney to-
gether host leadership training workshops for 
individuals new to management roles, as well as 
for those with years of experience. In addition 
to the roles already mentioned, Leiserson is the 
associate director and chief operating officer of 
the Computer Science and Artificial Intelligence 
Lab at MIT, the largest laboratory on the cam-
pus. His diverse set of skills and experience pro-
vide him with a seasoned perspective on how to 
run research teams and other groups efficiently. 
Leiserson and McVinney have been hosting their 
two-day workshop since 2002. It is offered at MIT 
as part of the short program in the summer or can 
be made into a custom forum for outside groups. 
The duo has hosted this workshop for hundreds 
of professors in Singapore, India, and other inter-
national locations, as well as at Purdue University, 
Berkeley, and Harvard. The workshop serves as a 
place to learn about everything, from emotions, 
viewpoints, values, sources of conflict, and moti-
vators to diversity in the workplace. “We believe 
in values-based leadership. It’s a very good way of 
inspiring people to get things done as opposed to 
inward focus methods,” says Leiserson.

Self-awareness and a deep appreciation of values 
in the workplace are two of the most important 
aspects of good leadership, according to Leiser-
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son. “If you figure out what is important to you 
and what matters to you, and can use that to 
lead, that can be incredibly powerful in terms 
of how you pick a path for your team that has 
everyone on board and minimizes unproductive 
conflict or lack of motivation.” He and McVinney 
define leadership as “the skill of inspiring others 
to achieve shared goals.” To do this successfully, a 
leader must be in tune with their own strengths 
and weaknesses, as well as those of their team. 
Therefore, Leiserson and McVinney utilize the 
Herrmann Brain Dominance Instrument—a tool 
to help measure and describe the thinking pref-
erences of individuals. According to Leiserson, 
the tool acts as a mirror, allowing individuals to 
reflect on the way they perceive situations and 
prefer to think.

“Once you get insight into yourself, now you’re in 
a position to understand that there may be other 
people who think differently than you, and the 
reason you disagree or have conflict has nothing 
to do with what you think is the substance of the 
matter. Rather, it’s because they see things in a 
different way,” said Leiserson

Dealing with confl ict
A primary talking point within the workshop is 
mental diversity. Topics of diversity that people 
usually talk about are gender, age, or race, as 
those are the first three things we tend to no-
tice about people. But managers can actually be 
selective or prejudicial toward the way their staff 
members think, tackle challenges, etc. Everyone 
has a different way of solving problems or han-
dling tasks. “Our position is that all these differ-
ent ways of thinking and evaluating information 
are equally valid and all have strengths and blind 
spots,” says Leiserson. But diverse mindsets can 
result in conflict among team members.

One way to work through conflict within the 
workplace is to host an off-site retreat designed 
for team members to air any concerns. Under-
standing that time and responsibilities often pre-
vent employees from wanting to step away from 
their work for too long, Leiserson suggests that 
even a half-day or one-day event will be worth 
it so that the team has a chance to communicate 

about larger goals and how everyone can be 
more effective as a group. But in order for a re-
treat like this to be successful, it takes experience 
in facilitation by the manager to ensure the meet-
ings are productive and don’t get derailed. Man-
agers can address employees’ concerns through a 
“how to” exercise, developed by McVinney. Em-
ployees are instructed to share their complaints, 
but instead of wording them in a negative way, 
they can express them using the phrase “how to.” 
For example, if an individual’s complaint is that 
the IT team isn’t responsive, change the language 
to “how to ensure IT can be more responsive”—
this will allow for a more positive and productive 
discussion.

Motivation
article imageCharles Leiserson and Chuck McVin-
ney, leaders of MIT’s Leadership Skills for Engi-
neering and Science Faculty workshop.Another 
commonly difficult aspect of managing is deter-
mining how to best reward and motivate people. 
The Progress Principle, written by Teresa Amabile, 
the Edsel Bryant Ford Professor of Business Ad-
ministration and director of research at Harvard 
Business School, focuses on strategies to promote 
motivation in the workplace. Amabile states that 
people are wellmotivated when they feel that, 
on a regular basis, they are making progress on 
meaningful work. Therefore, as a reward, manag-
ers should try to give an employee the choice of 
what project or type of work they would like to 
take part in. For example, a manager can outline 
some of the top challenges or objectives that the 
lab is trying to solve, and ask for the employee’s 
input on how to address those priorities and what 
role they would like to play in doing so. This is a 
way to make the employee’s work feel even more 
meaningful and personal to them.

“That is far better than any kind of gold stars, 
monetary compensation, or other form of praise,” 
says Leiserson. He notes that monetary or other 
types of recognition are still beneficial, but en-
abling individuals to make progress on meaning-
ful work will show more success.
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Maintaining the right mindset
Interestingly, Leiserson notes that success— when 
measured by published studies or moving up the 
ladder within an organization—can actually be 
detrimental to a manger’s leadership. “The lead-
ing cause of ‘deafness’ among managers is suc-
cess,” he says. “You always have to be willing to 
be a student again.”

The leadership workshop provides an opportunity 
for learning again, and enables lab managers to 
learn problem-solving techniques so their teams 
can spend their time productively.

“If you can learn some of these skills, you can be 
much more effective with your team and spread a 
lot of happiness,” said Leiserson.

Reprint Permissions granted by LabManager 2018 
- original article can be viewed at https://www.
labmanager.com/leadership-and-staffing/2018/11/
values-based-leadership#.XBMbOOIh1Ea 
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As an executive coach, I speak regularly at 
corporate leadership development programs. 
During discussions, participants often confess 
the real reason they’re in the room, and it’s 
rarely “to grow and learn.” Time and again, the 
reasons include: they are checking a box on their 
development plan, their manager told them to 
come, or they’ve been told that their participation 
will increase the chance of a promotion.

The reality is that most people are not set up to 
take advantage of development opportunities. 
Many organizations view learning as something 
extra, something to fit in on top of the regular 
work. But to create a culture that encourages 
employee growth, managers need to make 
learning an expectation — not an option.

Learning helps people keep a broad perspective. 
When we feel expert at something, sociologists 
have shown, the earned dogmatism effect sets 
in, causing us to be more close-minded and 
to disregard new ideas and perspectives. For 

managers, suggesting that team members go to 
a training or take an online course isn’t enough; 
for many professionals, that’s just more work on 
their plates. Instead, managers need to encourage 
continual learning with supportive behaviors that, 
in turn, will shape their company culture.

Be a vocal role model. Managers should 
frame learning as a growth opportunity, not as a 
quid pro quo for promotion.

A good starting point is simply to talk about your 
own development. When managers open up 
about their personal areas for improvement, it 
becomes more acceptable for everyone else to do 
the same. Ask yourself: What skills are you most 
excited to develop? What areas do you need to 
grow the most in? What insights have you found 
helpful in accomplishing these goals? Then share 
your answers with the rest of your team.

You should come back from every workshop or 
training with a story about what you learned. 

Make Sure Everyone on Your Team 
Sees Learning as Part of Their Job
by Kristi Hedges
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Rather than the typical, “It was 
interesting,” be specific. For example, 
you might say, “I thought I was a good 
listener, but I can see that this is a 
growth area for me. The day showed 
me new ways to interact with others, 
and though they aren’t necessarily 
comfortable for me, I’m going to try 
them out.”

If you talk about learning as being 
enjoyable, you set a playful tone that 
encourages people to be adaptively 
authentic — and open to trying new 
behaviors.

Celebrate growth and lean 
into failure. Carol Dweck and 

her colleagues at Stanford University 

recently published research showing 
that people don’t simply have passions, 
they develop them. The best way to 
determine what you enjoy is to try new 
things, even when those things are 
challenging or uncomfortable. If you 
want your team to be excited about and 
find purpose in their work, encourage 
them to be curious and experiment.

A successful learning environment 
celebrates growth for growth’s sake. 
One way to develop this kind of culture 
is to recognize employees when they 
make progress on a new initiative — 
even if it doesn’t hit the goal — because 
they have proactively created a learning 
opportunity for themselves and the 
company at large. In addition, when 
you promote team members, do it for 
their professional development, even 
if it means you lose them to another 
division.

You can also support learning by 
not hiding failures. One technology 
company I advise began instituting 
mandatory post-mortems for all 
of its product releases and major 
programs, no matter the results. Team 
members were able to both celebrate 
successes and illuminate failures as a 
matter of regular business, creating 
an environment that encouraged 
transparency and continuous learning. 
People felt free to discuss issues 
without blame, and interdepartmental 
communication improved.

Make it easy for people. People 

usually take on development 
opportunities on top of their regular 
workload, so the easier you can 
make it for them to find the right 
program, the better. A Google search 
for “management training” will 
undoubtedly lead you down a rabbit 
hole for hours. Instead, try asking HR 
for recommendations. If that doesn’t 
give you the results you’re looking 
for, crowdsource what you need. Ask 
colleagues inside and outside your 
office what they’ve recommended to 
their teams. You might end up with a 
repository of vetted ideas.

When someone is attending a program, 
lighten their workload to reduce stress 
and allow them to be present. I’ve 
heard many employees complain that 
their boss recommended them for a 
development program only to email 
them constantly throughout the session, 
forcing them to step out to address 
work issues.
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And make it easy for participants to apply 
the learning. In an attempt to show “value,” 
managers often require team members to present 
their takeaways or train others after completing 
a program. But doing so just creates more work 
for the participant. It’s more valuable to let 
people apply what they’ve learned to their own 
projects first. This gives them the opportunity 
to determine what lessons are relevant before 
sharing them with the rest of the team.

Foster new experiences. Research shows 

that to be inspired, we need to transcend current 
thought and become aware of new or better 
possibilities. As the adage goes, if you keep doing 
what you’ve always done, you’ll get what you’ve 
always gotten.

Cross-functional projects, role rotations, 
and geographic relocations are just a few 
ways to expose people to new learning 
experiences. Special assignments that last at 
least a year will help give your team a chance to 
“eat their own cooking,” or witness the impact 
of their decisions. People benefit most and feel 
empowered when you allow them to weigh in on 
what learning opportunities are of the greatest 
interest to them.

New experiences can feel daunting, especially 
when someone is accomplished in their current 
role — but that’s exactly why you should foster 
them. Only by tackling unfamiliar challenges will 
people get the feedback  they need to learn. Your 
team may not always succeed when faced with 
challenging situations, and that’s OK. The goal is 
for them to learn from the task, not necessarily to 
knock it out of the park.

Companies are investing considerable money and 
time into developing talent, but without doing 
the up-front work to ensure that leaders are 
building a learning culture. Frontline managers 
have the largest and most immediate influence. If 
you’re a manager who wants to grow your team, 
demonstrate that you’re committed to growth 
yourself.

Kristi Hedges is a senior leadership coach who 
specializes in executive communications and 
the author of The Inspiration Code: How the 
Best Leaders Energize People Every Day and 
The Power of Presence: Unlock Your Potential 
to Influence and Engage Others. She’s the 
president of The Hedges Company and a faculty 
member in Georgetown University’s Institute for 
Transformational Leadership.
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A Lab Manager’s 
Role in Hiring 

Laboratory Staff 
Those in charge  need a dedicated team that can handle 

the variety of tasks

by - Sara Gourdarzi



 www.lama-online.org    P25 | LAMA REVIEW  | December 2018

Lab managers are tasked with running the day-to-day operations 
of their respective laboratories—from environmental and forensics 
to medical labs and everything else along the spectrum. To ensure 
that procedures are running at optimal levels, those in charge of 
labs need a knowledgeable and dedicated team that can handle the 
variety of tasks unique to each organization.

Although much of the job of hiring is often left to the human 
resources (HR) departments of many organizations and independent 
labs, managers are key in assembling staff members who would 
be viable members of their laboratory community. Therefore, a 
manager’s role cannot be understated when it comes to hiring, 
training, supervising, and evaluating employees. And it’s important 
for those running labs to coordinate with the higherups and HR staff 
in finding and training team members who will enhance the work 
environment.

“We work very hard on developing a team mentality where everyone 
has the same interests in doing their best,” says Maya Murshak, chief 
executive officer at Merit Laboratories Inc. in East Lansing, Michigan. 
Merit is a Women’s Business Enterprise-certified and accredited 
environmental laboratory that’s been serving clients for more than 
30 years, with work that involves superfund sites and Resource 
Conservation and Recovery Act waste and permit monitoring for 
environmental analyses in drinking water, groundwater, wastewater, 
soil, waste, consumer products, and air.
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Finding and evaluating the best 
fi t
The cost of a bad hire is more than just an 
employee’s salary—it also costs the lab training 
time, resources, and productivity, which, 
according to the U.S. Department of Labor, is an 
additional 30 percent of a hire’s earnings.

To find competent and committed employees, 
lab managers look for candidates in every corner 
of the industry. “We are located very close to 
Michigan State University and have had great 
success hiring graduating students when we need 
new analysts or project managers,” Murshak says.

Others might look for 
talent at networking 
events, such as during 
industry conferences and 
local training events, or 
use traditional or newer 
media to reach potential 
candidates.

Kim Rakoski, drinking 
water project manager at PDC Laboratories Inc. 
in Peoria, Illinois, explains that when a position 
opens up at her lab, it’s first posted internally and 
on the PDC website. “We also use social media 
such as Indeed, Monster, and LinkedIn along with 
recruiting from local universities,” she says.

Once a list of candidates is put together, 
managers typically evaluate potential hires on 
paper. As a candidate is deemed viable, he or she 
moves further up the list, and more lab staff often 
become involved in the hiring process to ensure 
that person is a good fit for all parties involved.

“Initially, we look at their resumes and make sure 
that the technical capabilities are there,” Murshak 
says. “Once they have an interview with our 
human resources director, I meet with a potential 
candidate and ask about their wishes and what 
they are looking for. Then I tell them about our 
business and all the pros and cons. I try not to 
hold back. If, after  the interview, both parties are 
still interested, we introduce them to the team 

that will work the closest with them. If that team 
approves, we make an offer.”

Rakoski’s process is similar in evaluating not 
just the candidate’s technical and scientific 
expertise, but also their softer and more nuanced 
capabilities and qualities, including how they 
would fit into the culture of the organization.

“We sit and talk to the candidates during the 
interview versus [going through] the standard 
interview questions,” she says of herself, the 
department manager, project managers, and 
department supervisors, all of whom are 
involved in the evaluation process. “We use 
those [interview questions] as well but as more 

of an opener for 
casual discussion.” To 
ensure a candidate’s 
viability, more than 
one department at her 
organization conducts 
many of the analyst 
interviews at the same 
time.

Balance of talent
Part of finding the right candidate is ensuring 
there’s a balance of talent and point of view 
within the staff ’s composition. That means it’s 
vital to provide opportunities to candidates from 
different backgrounds and to promote diversity, 
a task that many managers take seriously when it 
comes to hiring.

“PDC is an equal opportunity employer, and if a 
candidate is a right fit for the job they are hired,” 
Rakoski says. “We did have an issue where the 
new hires in one department were not blending 
well with the work group and it was suggested 
that maybe they should consider hiring someone 
of the opposite sex to balance things out a bit.”

As fate would have it, the position’s only 
applicants turned out to be of the suggested 
gender, she explains. However, for PDC, the ideal 
candidate is the one who “can keep up and do an 
excellent job.”

Therefore, a manager’s role 
cannot be understated when 
it comes to hiring, training, 
supervising, and evalua  ng 

employees.
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Similarly, Murshak’s team tries to find the best 
talent, a good example of which is their project 
management team. “For the first 20 years, it was 
all females,” she says. “Then both of our females 
left to live outside East Lansing. Both left on very 
good terms and I consider them good friends. 
When the two positions opened up, the best two 
candidates were male. Our project management 
team was run for a few years by two fantastic 
guys.”

“When analytical opportunities came up, one 
of the guys filled the laboratory position and 
the other, the marketing position,” Murshak 
adds. “We hired two women to fill the project 
management spots, and they are working out 
excellently.”

And though both labs have females in leadership 
roles, neither are a gender-oriented organization, 
meaning they make no extraordinary efforts to 
promote females or males within the laboratory 
and instead focus on finding the best person for 
every position.

“We value good character, education, and fit with 
our company views,” Murshak says.

However, some of the highest positions—CEO 
and technical director, QA officer and safety 
officer, project managers, HR director, accountant, 
metals and inorganic senior analysts—within 
the laboratory happen to be filled by female 
employees. “They have all earned their positions 
and I am very proud of the work they do for 
Merit,” she adds.

Boarding and training
The hiring of a new employee is just the 
beginning of the process of incorporating an 
individual into the culture and workflow of a lab. 
Depending on a lab’s position and needs, every 
manager has his or her process of ensuring new 
hires feel comfortable with the work and values 
of the organization.

At PDC, all analysts and employees first receive 
training in ethics, general safety, chemical safety, 

and standard operating procedures (SOPs) 
from the operations and HR departments. New 
hires are also provided with, and asked to sign, 
confidentiality agreements.

“Once that’s completed, then the department 
supervisor and fellow analysts train the new 
analyst on the day-to-day routines,” Rakoski says. 
“For a project manager [PM], the outgoing PM 
will do as much training as possible before they 
leave the position, and training continues with 
SOPs, manuals, and help from fellow PMs.”

Similarly, Murshak’s lab starts the new hires 
with training in safety and industrial hygiene 
conducted by a safety officer. Next, new 
employees become familiar with the quality 
assurance (QA)/quality control manual and any 
SOPs that are applicable. They then are asked to 
read and sign a training statement attesting that 
they have read the documents provided by the 
QA officer.

The new analyst shadows a lead analyst for a 
week. Then the new analyst is shadowed by 
the training analyst and/or the director of the 
department and analyzes seven control samples 
to demonstrate his or her capability, which is 
reviewed by the director of the department and 
the QA officer. Finally, the QA officer gives the 
new hire a peer review and a 10 percent check on 
the analyzed raw data.

“We don’t necessarily have a lot of hierarchy, but 
we have a lot of training and/or cross-training, 
and we welcome input and always are open to 
ideas and thoughts about how to make things 
more efficient and better,” Murshak says.

Eff ective supervision
Once the right employee is integrated into a 
laboratory structure, each manager has his or her 
way of overseeing employee progress. For some, 
constant supervision works best; for others, it’s 
trusting that all the training and initial scrutiny 
that went into picking a team member means 
that the manager can be more hands-off.
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“Merit Laboratories is unique in that we try to not 
micromanage,” Murshak says. “We are hands-on 
when they need us and hands-off when they are 
performing well.”
PDC’s style is more hands-on, but not in a way 
that feels like intervening. “Everyday supervision 
is more like a partnership,” Rakoski explains. “We 
work hand in hand with each other and other 
departments.”

Both teams find that a large part of effective 
supervision is evaluation. For PDC, every year, in 
addition to having a review by their supervisors, 
employees review their own performances. 
As it turns out, the employees are harder on 
themselves in evaluations than their supervisors 
are.

At Murshak’s lab, all new employees are 
reviewed at the three-month mark and evaluated 
on performance and attention to detail. 
Furthermore, “We talk to their peers, and we ask 
for feedback from the new employee as well,” 
Murshak says. “After that, we try to review 
everyone annually. These reviews are mostly 
informal. But formal reviews are done when 
needed.”

For managers, assembling and training a strong 
crew is not just to ensure the company runs well, 
it’s also to ensure the organization can continue 
to grow into a strong future. When a robust staff 
contributes to the organization and is invested 
to stay and work toward a common goal, the lab 
will have a strong skill set that will allow it to be 
on a path to growth even as other factors in the 
industry change.

An example of this is Murshak’s lab, where much 
of her staff has been at the company for more 
than a decade and many senior staff members for 
more than 20 years.

“I was there when the company was born and 
have been with the lab through undergraduate 
and graduate school in chemical engineering,” 
she says. “I came back to build and evolve our 
laboratory to have the best service and technically 
the best quality laboratory.”

In business for more than three decades, 
Murshak’s lab has had its share of hardships, 
but because of a solid staff—the organization’s 
backbone— Merit always kept growing and is 
continually moving forward.

“We crawled out of bad economies by believing 
in what we are doing and working together 
through the tough times, and most of all, 
servicing our clients and their needs,” Murshak 
says. “I am very fortunate to have a great team 
filled with smart, loyal, honest employees [who] 
care about our vision and are committed to what 
we do.”

Reprinted with permissions from LabManager. 
This article was fi rst published in Lab Manager 
Magazine, you can view the original article at:
https://www.labmanager.com/leadership-and-
staffing/2018/10/a-lab-manager-s-role-in-hiring-
laboratory-staff#.XBa3iuIh1hF 



 www.lama-online.org    P29 | LAMA REVIEW  | December 2018

Motivating  
Your Most Creative 
Employees
 BY TOMAS CHAMORRO-REMUZIC & REECE AKHTAR

In any team or organization, some individuals are consistently more likely to come up with ideas that 
are both novel and useful. These ideas are the seeds of innovation: the intellectual foundation for 
any new products and services that enable some organizations to gain a competitive advantage over 
others. However, organizations are often unable to put in place the right processes, leadership, and 
culture to turn creative ideas into actual innovations, which causes even their most creative employees 
to underperform. This mismanagement of innovation is further exacerbated by the fact that managing 
creatives tend to require special attention and consideration. Indeed, decades of psychological 
research suggests that creative people are quite different from others when it comes to personality, 
values, and abilities. In light of that, here are eight evidence-based recommendations to get the most 
out of your creative employees and to stop them from underperforming:

 Assign them to the right roles: No matter what industry or job people are in, they 
will generally perform better when you can maximize the fi t between their natural behavioral 
tendencies and the role they are in. This is why the same person will excel in some roles but 
struggle in others. Thus, if you want your creative employees to do well, you should deploy 
them in tasks that are meaningful and relevant to them. In fact, research shows that while 
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creative people are generally more likely 
to experience higher levels of intrinsic 
motivation, they also perform worse 
when not intrinsically motivated. There is 
therefore a higher cost and productivity 
loss when your disengaged employees are 
creative; but the benefits of engaging them 
are also higher.

 Build a team around them: 
It’s been said that there are “no statues 

of committees,” but innovation is always 
the result of coordinated human activity 
— people combining their diverse abilities 
and interests to translate creative ideas 
into actual innovations. Just try managing 
a team full of creatives and you will see 
that very little gets done. In contrast, if 
you can surround your creative employees 
with good implementers, networkers, and 
detail-oriented project managers, you can 
expect good things to happen — such are 
the benefits of cognitive diversity. Whether 
in sports, music, or regular office jobs, 
creatives will thrive if they are part of a 
team that is able to turn their ideas into 
actual products and services, freeing them 
up from implementation.

 Reward innovation: You get 
what you measure, so there’s no point in 
glorifying creativity and innovation if you 
then reward people for doing what they 
are told. Paying lip service to innovation 
will frustrate your creative employees, 
who will feel underutilized if you show 
indifference to their creative ideas and 
imaginations. Conversely, if you actually 
incentivize people to come up with new 
ideas, to think outside the box, and to 
devote some of their energy to improving 
existing processes, products, and services, 
you will notice that even those who are not 
naturally creative will attempt to do things 
differently and contribute to innovation.

 Tolerate their dark side 
(but only up to a point): 
Everybody has a dark side, defined as his 
or her undesirable or toxic behavioral 
tendencies. Research has shown that 

creative individuals are naturally more 
irritable, moody, and hard to please. 
Furthermore, because of their imaginative 
disposition, creatives may come across as 
odd or eccentric, and they often specialize 
in making simple things complex, rather 
than the other way around. However, 
these non-conformist and individualistic 
tendencies also provide some of the raw 
ingredients for creativity: it is usually those 
who are likely to question the status quo 
and defy existing norms and traditions that 
push the most for innovations to happen. 
As the artist Banksy recently posted on 
Instagram when he made one of his art 
works self-destruct at a recent auction (just 
after the buyer spent over $1.3 million on 
it): “The urge to destroy is also a creative 
urge”. In contrast, if you only hire people 
who are well-behaved and do what you 
tell them, you can forget about innovation! 
However, it should be needless to say, no 
matter how creative employees are, there 
is no excuse for misbehaving or harming 
other employees and the organization.

 Challenge them: Few things are 
more demotivating than being asked to 
do very easy and unchallenging work, and 
this is especially true when employees 
are creative. Data show that in the U.S., 
46% of employees see themselves as 
overqualified for their jobs. This makes it 
critical to push your employees beyond 
their level of comfort. Failing to do so 
will significantly increase disengagement, 
turnover, and poor psychological health. 
Investigating this issue, researchers found 
that situational factors can mitigate these 
effects. Organizations that provide their 
most talented people with personalized 
development plans and mentoring 
opportunities, and that promote a culture 
of support and inclusion, will benefit from 
increased creative performance. Providing 
such opportunities may be a heavy lift 
for some organizations, yet failing to do 
so will risk losing their creative talent to 
competitors.
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 Apply the right amount of 
pressure: It is often said that necessity 
is the mother of invention — if a problem 
must be solved within a given timeframe, 
it probably will. Yet research shows that 
working in high-pressure environments 
can harm an employee’s well-being and in 
turn reduce their productivity. Yet, when 
it comes to maximizing one’s creative 
output, applying some pressure can be 
a good thing: indeed, scientific evidence 
indicates that there is an optimal amount 
of pressure to drive creativity. Not enough 
pressure will lead to a lack of motivation, 
and too much of it will create stress that 
inhibits one’s ability to think creatively. 
Managers must get this balance right 
and induce a moderate (optimal) amount 
of pressure by first defining resource 
boundaries and expected output, and then 
clearly communicating their support for the 
creative process.

 Promote cognitive diversity: 
When organizations look to hire new 
employees, their “fit” with the culture is 
often an important selection criterion, and 
there is good reason for this (see again 
point 1). Evidence suggests that employees 
whose psychological profile and skills match 
the organization’s culture and mission are 
more motivated and productive. Yet, if 
organizations are pursuing innovation, they 
should in fact promote cognitive diversity 
amongst their teams. Specifically, leaders 
should build teams whose members have 
compatible, yet significantly different, 
psychological profiles. This is because teams 
that are cognitively diverse are more likely 
to view problems differently and produce 
better decisions. This rule also applies to 
leaders: if you want leaders to drive any 
sort of transformation or entrepreneurial 
activity, you are better off hiring moderate 
misfits than perfect fits!

 Be humble: With narcissism on the 
rise, humility is an underrated virtue in 
today’s society. Narcissists often become 
leaders thanks to their charisma, charm 
and confidence, which helps them attract 

followers and persuade others that they 
are more competent than they actually are. 
Yet such leaders are rarely more creative, 
even when they manage to come across as 
innovative to others. In fact, leaders who 
want to produce a creative team should 
practice humility. A recent study found 
that a leader’s humility was a significant 
predictor of a team’s creative output, as 
they evoke feelings of safety, trust, and 
cooperation among their followers. To 
practice humility, leaders should become 
more willing to publicly admit their 
mistakes and limitations and become more 
forthright in displaying appreciation and 
giving credit where it is due (Elon Musk 
should take notes).

As individuals are increasingly turning to self-
employment and entrepreneurship, organizations 
are at risk of losing the talent needed to drive 
growth and fend off disruption. The ability to 
successfully manage and retain creative talent 
is therefore critical. While stories of innovative 
and revolutionary breakthroughs speak of their 
organic and mythical origins, the reality is that 
turning creative ideas into an actual reality is hard 
— and it requires great leadership. Fortunately, 
there is enough evidence to help leaders develop 
an effective strategy to not just manage, but also 
leverage, their creative employees.

Tomas Chamorro-Premuzic is the Chief 
Talent Scientist at ManpowerGroup, a 
professor of business psychology at 
University College London and at 
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at Harvard’s Entrepreneurial Finance Lab. He’s 
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Incompetent Men Become Leaders? (And How to 
Fix It), which is available now for pre-order. Find 
him on Twitter: @drtcp or at www.drtomascp.
com. 
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Animal Research 
Facility

 

by Stanley Stark, F.A.I.A., James 
Pe   o, R.A., Steven Darr, P.E.
HLW Interna  onal LLP

Overview
Animal research and animal research facili  es are cri  cal 
to the biomedical research enterprise. Animal species are 
used in every stage of the research and development ef-
fort-from discovery, to development and safety tes  ng, to 
clinical trials, and to manufacture-because their biological 
systems, gene  c structures, and immunological respons-
es, in various ways, closely mirror ours as a species.

Numerous organiza  ons have clearly ar  culated the im-
portance and the value of animal research. Three of them 
are:

 Associa  on for Accredita  on and Assessment of 
Laboratory Animal Care Interna  onal (AAALAC)

 New Jersey Associa  on for Biomedical Research

 Pennsylvania Society for Biomedical Research

The animal research facility, also known as the vivarium, 
is a specially designed building type, which accommo-
dates exquisitely controlled environments for the care 
and maintenance of experimental animals. Animal re-
search facili  es are related to but dis  nct from research 
laboratories. The facili  es are complex, and expensive to 
build and to operate, but they are vital to the support of a 
proper, safe, and humane research eff ort.

Clients are pushing project design teams to create labo-
ratories that are responsive to current and future needs; 
that encourage interac  on among scien  sts from various 
disciplines; that help recruit and retain qualifi ed scien-
 sts; and that facilitates partnerships and development. 

As such, a separate WBDG Resource Page on Trends 
in Lab Design has been developed to elaborate on this 
emerging model of laboratory design.

Walter Reed Army Ins  tute of Research, Forest Glen, MD—A technically ad-
vanced, highly fl exible facility which houses mul  ple organiza  ons from the 
Army & Navy’s major domes  c biomedical research ac  vi  es.
Photo Credit: HLW Interna  onal LLP
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Building Attributes
Whether vivariums are embedded within a lab building, 
are in a separate structure connected to a lab building, or 
are independent free-standing structures, they share the 
same basic a  ributes.

Design Drivers
 Through the capabili  es of their par  cular archi-

tecture and building systems, they maintain  ght 
environmental control over the facility to avoid 
the introduc  on of contaminants or pathogens, 
and prevent the possibility of infec  ous out-
breaks, and avoid the transmission of odors. See 
also WBDG High-Performance HVAC.

 These facili  es are fundamentally about the care 
and maintenance of the experimental animals.

 Promote maintainability and cleanliness. See also 
WBDG Sustainable O&M Prac  ces.

 Organize circula  on to permit controlled fl ows of 
people, animals, material, supplies, and wastes.

 The ability of the operator to maintain and adapt 
environmental control within spaces and between 
circula  on paths and to avoid contaminants or 
infec  on.

 Cage sizing and cage systems are species-depen-
dent and are governed by the standards set forth 
in the Guide for the Care and Use of Laboratory 
Animals. These in turn infl uence room sizes, room 
environment, and circula  on pa  erns.

 Research using animals is sensi  ve, and the design 
of these facili  es requires a heightened awareness 
to the issues of security control to maintain confi -
den  ality and to prevent unauthorized intrusions.

 The con  nuous maintenance of environments in 
these facili  es must be without failure, down  me, 
or disrup  on. See also WBDG Produc  ve—Assure 
Reliable Systems and Spaces. 

Types of Spaces
 Animal Housing Rooms (AHRs)—Accommodate 

caging, bedding change sta  ons, and sinks. See 
Figures 1, 2, and 3 for examples. AHRs can be or-
ganized as individual rooms accessed from a corri-

dor system or mul  ple rooms could be organized 
into self-contained suites.

 Procedure Rooms—Proximate to AHRs and fre-
quently interchangeable with them; they are a 
primary se   ng for research ac  vity within the 
unit. The method of allowing researcher access 
under controlled condi  ons is a cri  cal issue to be 
solved.

 Barrier Elements—Airlocks, lockers, pass-through 
autoclaves. These provide the primary barrier and 
access control that separates the controlled ani-
mal care environment from external infl uences.

 Cagewash—The hub for all cleaning, sani  z-
ing, and husbandry ac  vi  es. These areas are 
dominated by equipment-generated heat and 
moisture. The major equipment items include 
pass-through rackwashers, tunnelwashers, pass-
through autoclaves, bedding dispensers and dump 
sta  ons, and bo  le washing and fi lling sta  ons.

 Cage Storage—A necessary func  on, but a space 
consumer, which unfortunately is frequently short 
shri  ed.

 Storage—A necessary space and func  on for feed, 
bedding, and equipment has to be incorporated 
into the opera  onal fl ow and space alloca  on.

 Quaran  ne—Isolated AHRs for suspect and in-
coming animals that could be a source of infec-
 on.
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 Dedicated Receiving Dock—A dock specifi c to 
animal func  ons is generally required. An elevator 
dedicated to animal usage should be located near 
the dock.

 Necropsy/Perfusion—Cri  cal support func  on 
used for post mortem procedures on sacrifi ced 
animals. A “dirty” func  on that should not be 
proximate to “clean” areas.

 Containment Facili  es—Facili  es for working 
with poten  ally infec  ous biological agents. They 
operate under nega  ve pressure to prevent the 
escape of air to the general environment. Wastes 
and effl  uents are separately contained and decon-
taminated. Sophis  cated control and monitoring 
systems and equipment are employed to achieve 
closely controlled and regulated air pressuriza-
 ons and fl ows.

 Barrier Facili  es—Facili  es for working with im-
muno-compromised species. These operate under 
posi  ve pressure to keep contaminants out. As 
in containment facili  es, control and monitoring 
systems and equipment are u  lized in barrier facil-
i  es to maintain the required pressures and fl ows.

 Veterinary Care—Lab and care func  ons, e.g. sur-
gery, clinical chemistry, and histology.

 Veterinary Offi  ce Space—Some provision for in-
unit offi  ce spaces for veterinary care staff .

 Staff  Support Areas—Break area, cafeterias, work-
sta  on, lockers, and rest-room facili  es. All are 

intended to support veterinary and research staff  
during their in-unit tours of duty.

 Mechanical/Electrical Equipment Spaces—Me-
chanical equipment rooms, electrical and telecom 
closets, rooms for terminal trim devices such 
as dampers, coils, humidifi ers and controls, dis-
tribu  on sha  s, and mechanical penthouses. A 
desirable goal is to locate the spaces and devices 
in a manner that allows the separa  on of mainte-
nance func  ons from animal care func  ons.

 Corridors?  e everything together. These should 
be wide enough to accommodate animal rack, 
cart, and material traffi  c fl ow, not just egress re-
quirements. Corridors should have a clear width of 
7’–0” to 8’–0”. Corridors should have impervious 
fi nishes so that they are easy to clean and main-
tain. Protec  ve components such as bumper and 
corner guards are frequently employed to protect 
walls and doors from heavy, abusive traffi  c.

 The general organiza  on of a vivarium is illustrat-
ed in Figure 4.
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Important Attributes
1. Internal circula  on systems need some form of 

control over clean vs. dirty (or supply vs. return) 
traffi  c.

2. Cage wash is divided between a clean, that is an 
incoming or supply side, and a dirty, that is an out-
going or return side.

3. Presumed or inherent, dirty func  ons such as nec-
ropsy and quaran  ne should be located near the 
dock.

4. The Animal receiving areas should be subdivided 
to dis  nguished between incoming animals and 
receiving, and outgoing waste.

Architectural Design Elements
 Floor-to-Floor Height—The clear height from 

fl oor to ceiling should be 8’–6” to 9’–0”. The clear 
height above the ceiling should be 5’–0” to the 
underside of the structure to accommodate in-
frastructure support system distribu  on. Overall 
fl oor-to-fl oor height should be approximately 
16’–0”.

 Floor and Framing System—Should be stable, 
monolithic, (preferably concrete), and capable of 
a 125 psf live load to dampen vibra  on. Epoxy ter-
razzo or resinous fl oor coa  ngs are preferred.

 Interior Walls and Par   ons—Should be stable 
and capable of withstanding abuse and wash-
down. Concrete masonry units are preferred 
substrate because of their strength and stability. 
There are many combina  ons of wall coa  ngs, 
most of which employ block fi ller on CMUs for a 
smooth surface, trowelled on or sprayed on ce-
ment or epoxy based undercoa  ngs, and are top 
coats with epoxy based products. Steel studs and 
moisture-resistant gypsum board can be used if 
necessary but should be coupled with protec  on, 
e.g., rails, bumpers, corner guards. Walls should 
have an impervious, easily cleanable fi nish, either 
block fi ller with latex paint, high-build coa  ngs, or 
solid panels.

 Doors—Should be a minimum of 42” wide and 
84” high or more. Doors should be tall enough to 
accommodate the free movement of racks with 

integrated blowers. The opening size depends on 
the cage and rack system in use. The other key 
principle is that door assemblies should be con-
structed to prohibit the growth of vermin or bac-
teria. There are numerous system choices. What 
they should have in common is solidity, that is the 
absence of voids in the top and bo  om rails of the 
door, the jambs and the strike; an easily cleanable 
and maintainable surface like epoxy painted steel, 
stainless steel, or fi berglass reinforced plas  c 
(FRP); and surface that won’t dent or dink. Doors 
need to be properly protected, par  cularly latch-
es, locks, and other hardware. Con  nuous hinges 
are preferred.

 Ceilings—Should consist of moisture-resistant 
gypsum board, latex paint or high-build coa  ng, 
and sealant at intersec  ons with walls and open-
ings to ensure air and water  ghtness.

Mechanical Electrical Plumbing 
System Elements

 Overall system design is largely governed by the 
Guide for the Care and Use of Laboratory Ani-
mals and ASHRAE Handbook—HVAC Applica  ons, 
Chapters 16 and 24.

 HVAC is the dominant system (see also WBDG 
High-Performance HVAC): 

Example Building Automa  on System (BAS) that controls airfl ow and 
space temperature, and monitors system performance, etc. from a 
central loca  on.
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o It is the maintainer of environmental con-
trol via regula  on of airfl ow, air cleanliness 
via fi ltra  on, temperature, humidity, odor 
transmission, and contaminant control.

o Air changes per hour, a key benchmark 
of system capability, can vary from a min-
imum of 10 to greater than 20, which 
equates to 1.5 cfm/sf to more than 3 cfm/
sf.

o Air quality, caging type and caging density 
are the primary determinants of airfl ow 
rate.

o Since HVAC is the life-sustaining system, 
considera  on should be given to meth-
ods of providing redundancy and backup 
to maintain con  nual opera  on. See also 
WBDG Produc  ve-Assurance Reliable Sys-
tems and Spaces.

o Building Automa  on Systems (BAS) via 
Direct Digital Controls (DDC) control and 
monitor the interac  on of all elements of 
the HVAC system. BAS makes the HVAC 
system responsive and adap  ve.

 Plumbing systems are pervasive, but are varied, 
discrete, and independent. The most important 
elements are animal watering and major water 
users such as cage and rack washers. Watering 
system vendors maintain reliable empirical da-
tabases on watering needs by species. For major 
equipment, load capacity is calculated system by 
system.

 Electrical systems are ubiquitous. The most cri  -
cal issues are reliable power and redundancy and 
back-up for cri  cal systems and equipment via 
standby generators, weather-protected outlets in 
wet loca  ons, and the increasing use of comput-
ers in procedure and holding rooms. Other cri  cal 
electrical systems include: ligh  ng cycle control, 
security, and monitoring of water usage.

Construction Costs
 In the New York City metropolitan area, new an-

imal research facility construc  on in 2005 costs 
$425 — $475/sf, renova  ons cost $325 — $375/
sf. Na  onwide costs are generally 85% — 95% of 
the NY metro costs, depending on local market 

condi  ons.

 MEP systems represent 45% — 50% of the total 
construc  on cost

Emerging Issues 
 New research direc  ons and technologies have 

increased the use of new experimental species: 

o Transgenic mice are widely used in genom-
ic-based research across all therapeu  c 
areas. This has been increasing the use of 
higher density housing types of caging in 
order to run more studies in shorter  me 
periods, thus to generate a higher level of 
throughput. The impact on facili  es has 
been to alter room design and room air-
fl ow characteris  cs to accommodate the 
new high density ven  lated racks.

o Zebra fi sh are extensively used in neurosci-
ence studies.

 New caging and housing types, such as high den-
sity ven  lated racks (HDVRs), have altered room 
design and are promo  ng the increased usage 
of computa  onal fl uid dynamics (CFDs) to model 
room environments and HVAC characteris  cs. 

When given input on room footprint, volume, 
ligh  ng, air output, and heat loads sources, CFDs 
can generate hitherto never before conceived op-
 mized space confi gura  ons.

 Automated record-keeping and integra  on with 
Building Automa  on Systems.

 Ini  a  ves to promote psychological well-being of 
animals are aff ec  ng all species. Providing for such 
natural behaviors as exercise, opportuni  es for 
group interac  ons, and nes  ng and foraging are 
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As we look ahead into the next century, 
leaders will be those who empower 

others. Bill Gates

warran  ng new ideas to replace more stressful 
tradi  onal housing paradigms.

 Labor saving technologies such as robo  cs and 
to a lesser extent, overhead gantry- or fl oor rail-
based-systems, are being more extensively ap-
plied in cagewash facili  es.

 Reliance on the ins  tu  onal knowledge of veteri-
nary staff  at all levels during the design process is 
increasing.

 A “zoning” approach to facility layout that allows 
access to  daylight via windows or other means at 
offi  ce and non-sensi  ve support spaces without 
having the staff  leave the animal environment. 

This approach also provides for maintenance and 
device access zones for non-vivarium opera  onal 
staff  to service the vivarium MEP systems without 
crossing the animal environment barrier.

 Designing the AHR space as a fl exibly-rearranged 
en  ty which can be readily changed between ani-
mal holding and procedural func  ons with a mini-
mum of refi t as study paradigms change.

 The streamlining of waste treatment and dispos-
al in an environmentally-sensi  ve manner, both 
from the cagewashing opera  on and Necropsy/
Perfusion spaces, are being addressed with new 
technologies

“ANIMAL RESEARCH FACILITY by Stanley Stark, F.A.I.A., James Pe   o, 
R.A., Steven Darr, P.E. HLW Interna  onal LLP
Whole Building Design Guide, Na  onal Ins  tute of Building Sciences”
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Setting Up a 
Structured
Laboratory 
Mentoring 
Programme

By Talkmore Maruta¹, Philip Rotz,¹ and Trevor Peter¹

Mentoring is about embedding someone in the life of a laboratory to fully 
understand its culture, processes and people. Mentors work from within and 
alongside to help raise a laboratory’s level of performance. The authors have 
observed that mentorships of longer than four to eight weeks can be more 

effective than shorter periods.
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Introduction
Laboratory mentoring programmes can be an 
important vehicle to establish and solidify quality 
management systems and help laboratories achieve 
accreditation goals. Different mentoring approaches 
have been used with varying levels of success. The 
authors provide a guide to implementing a structured 
laboratory mentorship programme based on their 
practical field experience.

Method
The study is based on experience in Lesotho as well 
as subsequent roll out of a similar approach in the 
other African countries of Zimbabwe, Mozambique, 
Swaziland and Cameroon between 2009 and 2011.

Summary
We highlight critical elements to consider when 
setting up a long-term, sustainable and well-
structured mentorship programme. These elements 
include: well-defined goals; sufficient length of 
mentor engagement on site; standardised approach 
across laboratories; measurement of progress 
using standardised tools; well-structured reporting 
mechanisms; alignment of the programme with overall 
Ministry of Health plans; and selection and training of 
the mentors. These elements will differ in application, 
depending on countries’ needs and available 
resources. A structured approach allows for scalability, 
comparison across laboratories and countries and 
an easier approach to budgeting and planning for 
countries intending to set up similar programmes.

Introduction
In recent years, attention has increasingly been 
turning towards improving overall healthcare in 
order to ensure higher quality, greater access and 
better value for money.1 To achieve this, countries 
have used various approaches, mainly training health 
professionals.1 One approach has been introducing 
quality improvement and quality management 
principles and concepts into pre-service or in-service 
training curriculum.

Quality-related curriculum in most medical trainings 
has been under-emphasised, despite frequent 
recommendations.2 In a survey conducted by the 
Health Foundation in 2012,1 quality improvement 
was found to be mandatory for pre-service medical 
training only in the USA. This leaves much of the 
training in quality to the in-service period for most 
other countries. In-service training ensures that health 

professionals who are already providing services have 
the opportunity to update their knowledge and skills 
according to the latest standardised practices. Many 
different approaches have been used in quality related 
in-service training of health professionals, including 
classroom-based training, online training, workshops, 
and single session continued medical education 
courses.

An interactive training approach that provides 
competency-based training has been shown to be 
effective in transferring skills as well as knowledge 
and attitudes.3 A culture of practicing quality routinely 
is a behaviour change issue and calls for a different 
approach to training.4 The Foundation of Health 
survey indicated that approaches that utilise active 
learning strategies, where participants put quality 
improvement into practice through close coaching 
and mentoring, are thought to be more effective than 
didactic classroom styles alone.1

However, most of the documented in-service training 
models are largely for clinical practice. Anecdotal 
reports suggest that the laboratory side of healthcare 
has also been active in this area, but that most of the 
work remains undocumented. One successful model 
that has been documented is the Lesotho mentorship 
model4, where a facility based approach by an 
experienced mentor resulted in considerable transfer 
of quality management skills to the laboratory staff.

Based on practical field experience from the Lesotho 
mentorship model1 and subsequent roll out of similar 
models in five other African countries (Mozambique, 
Zimbabwe, Swaziland, Cameroon, and Nigeria) as well 
as selected laboratories under the East African Public 
Health Laboratory Networking Project (EAPHLNP), 
we give guidance on how to set up a structured 
laboratory mentorship programme. The facility-based 
approach, with mentors spending extended periods 
of time on site, was also documented by Gershy-
Damet et al.5 who recommended structured periods 
of mentor engagement times embedded in the daily 
life of a laboratory as valuable means for successful 
implementation of quality management systems.

Facility-based laboratory mentorship
Laboratory mentoring programmes can be an 
important vehicle to establish and solidify quality 
management systems (QMS) and help laboratories 
achieve accreditation goals.1 There are other 
methods that have been used to assist laboratories 
in attaining accreditation. The method described 
here is an initiative where experienced mentors were 
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embedded in a laboratory for extended periods of 
time to develop an in-depth understanding of the 
laboratory and provide day-to-day assistance in 
the implementation of QMS and preparation for 
accreditation. This facility-based and embedded 
approach to mentorship has been observed to have 
high impact in different settings.4,5

The authors recognise that mentoring can be utilised 
for a variety of laboratory support purposes. For 
example, mentoring has proven to be a useful means 
of establishing new tests, like DNA-PCR, viral load and 
TB culture. In these initiatives, an experienced mentor 
works with a laboratory for several months to help set 
up and problem-solve through the initial rollout of a 
given test. The mentoring approach discussed in this 
document engages the whole laboratory, targets QMS 
implementation throughout the entire testing system 
and is staged as a series of engagements that aid 
laboratories as they progress toward accreditation.

There are several training tools available in 
QMS implementation.6 Mentoring can be used 
independently or in conjunction with these tools, 
One of the tools that has been shown to have 
demonstrable, documented evidence of improvements 
is the Strengthening Laboratory Management Toward 
Accreditation (SLMTA) training initiative, a task-based 
laboratory management training developed jointly 
by the United States Centers for Disease Control 
and Prevention, the American Society for Clinical 
Pathology, and the Clinton Health Access Initiative.7 

In some settings, SLMTA and mentoring have been 
shown to have better impact than each implemented 
independently.8 Whether using mentoring as a means 
to deliver SLMTA at the laboratory level or as second-
level support for laboratories that have completed 
SLMTA, these two efforts complement one another 
and can strengthen the drive to realise national 
accreditation goals.

Described below are some of the critical building 
blocks to consider when setting up a facility-based 
laboratory mentorship programme. The authors 
recognise that these suggested building blocks may 
not always apply in the same way in every setting, 
but believe that each of these elements should be 
considered. For example, although time spent on site 
is a critical element, the amount of time suggested in 
this guide may not be feasible in all cases.

Identifying and training mentors
Special attention must be taken when selecting 
mentors, as they are a critical element in the success 
of the mentorship program.4 Mentors can be drawn 
from experienced laboratory personnel available 
internationally, regionally or nationally. International 
mentors with experience in preparing laboratories 
for accreditation may provide valuable laboratory 
mentoring support. However, these persons can be 
difficult to identify, costly to employ and may not be 
available for extended periods of time. Building a 
mentoring programme around regional and national 
mentors should be seriously considered. When 
compared to the cost of international mentors, the 
same level of funding may employ a greater number 
of regional or national mentors and therefore provide 
more total contact time with laboratories.

In addition, while carefully selected international 
mentors may have experience that enables them 
to contribute particular expertise, it should also be 
recognised that experience with QMS implementation 
under conditions common to many African laboratory 
systems is also an expertise – one well-suited to 
mentoring laboratories for accreditation. In addition, 
the in-depth familiarity with regional laboratory 
practice and national laboratory systems possessed 
by regional and national mentors can also contribute 
significantly to mentoring efficiency and effectiveness. 
Further, investing resources in the development of 
regional or national mentors is a means of building 
capacity and strengthening long-term sustainability.

One of the criteria to consider when selecting 
mentors is whether they have broad experience as 
a bench technician. This is important, as the mentor 
works in an embedded fashion. Some management 
experience, at least at the bench section level, is 
also an important element to be considered, as the 
mentor would deal with varying management related 
issues. Some background knowledge of QMS and 
implementation of ISO laboratory standards is vital 
to ensure that whatever is implemented and the 
resolving of non-conformities remain aligned with 
international standards. Experience in conducting 
training would be useful, as training is one of the 
techniques used in delivering this facility-based 
mentorship.4

Mentoring involves behaviour change. Hence it is 
desirable to have a mentor who is persistent, patient 
and has a positive attitude, coupled with passion for 
laboratory quality improvement. The ability to work 
well with others and the ability to provide instruction 
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and firm constructive correction is essential.

Not all the elements described above might be 
present in all potential candidates for mentoring. 
Some elements, such as knowledge of standards, 
can be attained after recruitment through training 
and attachments at accredited laboratories or those 
working towards accreditation. This can provide the 
much needed hands-on experience in implementation 
of QMS.

Once mentors have been selected, preparatory 
training will aid in readying new mentors for 
deployment. Experienced mentors should be sought 
to provide training for new recruits. Their training 
should include some didactic training, job-shadowing, 
working under the observation of an experienced 
mentor, work plan sharing and feedback with 
experienced mentors or amongst a pool if all are 
new. On-site follow-up reviews, especially during 
the early phases of the 
mentorship, are one 
means of training new 
recruits.

In addition to this 
training, there are 
several additional 
training courses or 
experiences which 
may prove beneficial for mentors, either as part of 
their initial preparation or as ongoing professional 
development. Examples include SLMTA training-
of-trainers workshops and ISO 15189 laboratory 
standard training. Training in conducting laboratory 
assessments should be considered, as assessments are 
an integral component of the mentoring described.
In countries where resources allow, international 
and/or regional mentors are used. In such cases, 
developing local capacity must be prioritised from 
the beginning of the programme. Several methods 
are suggested in ensuring building of local mentoring 
capacity within the mentorship programme. Local 
experienced laboratory staff can be twinned with an 
experienced internal or regional mentor. Short- to 
long-term attachments at mentored laboratories 
or accredited laboratories where available, are one 
way of building local mentoring capacity. Structured 
exchange programmes between laboratories, where 
peer-to-peer training and skills exchange can groom 
potential local mentors, are a cost-effective means of 
training and grooming local mentors.

Time: An essential resource 
commitment
Mentoring programmes require resource commitment. 
The resource most critical to effective mentoring is 
time.4 Mentors spend extended periods of dedicated 
time working with laboratories in an embedded 
fashion – an investment of weeks to months of 
in-laboratory presence. Side-by-side instruction 
and guidance, provided through sustained time 
in the laboratory, are essential to create a culture 
that understands and values quality and to effect 
behaviour changes within the laboratory that ensure 
routine implementation of quality measures. It 
is worth noting that the side-by-side mentorship 
approach does not target technical skills training. 
Emphasis is on assisting the mentees to build quality 
into the testing that they are already competent on.
With adequate resource commitment, a well-
structured mentoring programme can equip and 

empower laboratory staff 
and bolster laboratory 
performance. However, 
not all countries or 
initiatives are able to 
commit the in-lab staff 
time necessary for an 
effective mentoring 
programme. Where 
resource commitment 
to mentoring is not 

currently feasible, consideration should be given to 
what can be accomplished through a programme of 
shorter duration coaching and/or site support visits.

Optimal environment for mentoring 
success
Every effort should be made to ensure that mentoring 
programmes are implemented within a context 
conducive to the realisation of meaningful and 
sustainable laboratory improvement. Mentoring 
efforts that are established without attention to the 
environmental conditions of the laboratory system are 
likely to find their success limited and short-lived.
Ministry of Health (MOH) support and involvement 
is crucial to mentoring success. MOHs should be 
clear in their communication of accreditation goals, 
and mentoring as a way of building the knowledge, 
capacity and experience necessary for success. Public 
identification of mentoring as an MOH priority can 
increase the acceptance and standing of mentors in 
the eyes of laboratory staff and hasten buy-in and 
cooperation.

Mentoring requires a sustained time 
commitment. Significant periods of 

contact time with the laboratory are 
necessary to change behaviour and 
practice. The initial engagement is 

crucial to success.
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It is advisable to detail programme expectations and 
responsibilities in a document shared with all parties. 
This encourages clarity, transparency, commitment 
and accountability. In some countries, this has even 
taken the form of a ‘contract’ between the MOH, the 
laboratories, the mentors and the organisation they 
represent.

Programme design and site selection should be 
done in consultation with MOH laboratory services 
leadership and in line with national accreditation 
goals detailed in laboratory strategic and operational 
plans. Further, mentoring programmes should be 
designed with direct links to national laboratory 
quality assurance (QA) programmes. Mentors should 
report and route information to the QA office and 
act as an extension of the QA office at the laboratory 
level, assisting with in-lab implementation of national 
QA initiatives.

An added advantage for mentoring programme 
implementation is the presence of a national 
laboratory technical working group or a subcommittee 
dedicated to implementation of QMS or accreditation. 
Mentoring programmes should be represented in 
such a group to encourage sharing of on-the-ground 
challenges with a wider group of stakeholders and 
collective solution seeking.

Lastly, the optimal context for mentoring will also 
include active parallel national strengthening 
initiatives for service and maintenance of instruments, 
supply chain, proficiency testing, and routine 
assessment of laboratory performance. In-lab 
mentoring can yield many service-level benefits, but 
a number of critical areas may require action at the 
management level, far removed from any individual 
laboratory. Combining laboratory mentoring efforts 
with initiatives that strengthen the national laboratory 
system provides the best opportunity for long-term 
success.

Structured mentoring model
Mentoring programme design should be based upon 
well-defined goals and the model developed should 
reflect the following key commitments

 Mentors spend extended periods of time in 
laboratories.

 Mentors are embedded in the life of the 
laboratory.

 Mentoring is delivered through a series of 
engagements over time.

 Laboratory progress is measured at specific 

points with standard tools (e.g., WHO-AFRO 
Strengthening Laboratory Quality Improvement 
Process Towards Accreditation [SLIPTA] 
checklist).

 Reporting is structural.

The mentoring programme design will reflect the 
conditions and resources particular to each context. 
While mentoring programmes will differ, care should 
be taken to maintain the commitments detailed 
above.
Mentoring is about embedding someone in the life of 
a laboratory to fully understand its culture, processes 
and people. Mentors work from within and alongside 
to help raise a laboratory’s level of performance. The 
authors have observed that mentorships of longer 
than four to eight weeks can be more effective than 
shorter periods.4

Though special mentoring emphasis may be given to 
laboratory staff with greater levels of responsibility, 
facility-level mentoring should involve all laboratory 
staff and not centre solely on the manager or quality 
officer. Mentors should emphasise a team approach to 
quality. The entire facility should have a stake in the 
improvement of the laboratory.

Several common variables should be considered 
in designing a mentoring model that will help 
laboratories achieve accreditation goals:

Suffi  cient duration
Mentoring requires a sustained time commitment. 
Significant periods of contact time with the laboratory 
are necessary to change behaviour and practice. The 
initial engagement is crucial to success. It is during 
this time that mentors develop a comprehensive 
understanding of the rhythms, patterns, practices, and 
personalities within the laboratory. This period is also 
essential for relationship building, as many positive 
changes are realised as much through common cause 
as particular expertise. Initial mentoring engagements 
of less than four weeks may not achieve this. Some 
programmes dedicate a mentor to a laboratory 
for six to twelve consecutive weeks for an initial 
engagement.

Suffi  cient frequency of mentor 
engagement
We view laboratory mentoring as a series of 
mentoring engagements. This approach enables the 
mentor to assist in implementation and contains 
periods where the laboratory functions on its 
own initiative. A model that prioritises several 
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engagements with a given laboratory, in our view, 
gives the mentor and MOH leadership the opportunity 
to gauge how well a laboratory is able to sustain, or 
even extend, quality improvement without the on-
site presence of a mentor. These intervals provide an 
opportunity to evaluate the laboratory’s independent 
operations and reinforce positive practice and re-
address areas of continuing concern. Mentoring 
programmes should be designed to have a minimum 
of two engagements per laboratory with a period 
of four to eight weeks of independent operations 
between engagements.

Number of laboratories to be 
mentored
The number of laboratories to be mentored should be 
in line with national accreditation priorities. However, 
this determination should also take into account 
available human, financial and logistical resources and 
the guidance above related to sufficient duration and 
frequency.

Size of laboratories to be 
mentored
This can pertain to the number of sections in a 
laboratory or the size of its staff. Large laboratories 
with many sections and staff may benefit from a 
mentoring approach that works on a section-by-
section basis, spending several consecutive weeks 
focusing on each section. In smaller laboratories, a 
mentor should be able to work across all sections 
simultaneously, dealing with the laboratory as a 
whole.

Number of mentors and their 
available time
The number of mentors and their availability for 
deployment is a common limitation confronted when 
designing mentoring programmes. This can result 
in tough choices about the mentoring model. When 
faced with such decisions, it is our view that mentoring 
programmes should focus on doing more for fewer 
laboratories.

This may strike some observers as unfair or inadequate 
to their needs. The argument can be raised that 
greater reach would enable more laboratories to 
benefit by receiving at least a little mentoring. While 
sympathetic to the gap between needs and resources 
that this view attempts to address, it nonetheless 
mistakes mentoring to be a commodity that can 
maintain its value and return on investment while 

being sub-divided into smaller and smaller units. 
That is not the case. It has been argued above that 
the benefits of mentoring accrue through accretion 
– working side-by-side with the laboratory over 
an extended time. The benefits realised through 
mentoring are not accumulated in a linear fashion 
– spending one week in five labs is not equal to 
spending five weeks in one lab.

On the surface, the ‘equation’ above may seem 
like it should be reflexive. But mentoring is about 
understanding a laboratory’s working culture and 
helping its primary members re-shape that culture 
to include the routine implementation of QMS. It 
relies upon correction, repetition, repeated correction 
and correct repetition. Because implementation of 
QMS involves behaviour change, it is often better to 
provide concentrated mentoring to a few laboratories 
(along the lines described above) rather than stretch 
too far, provide diluted mentoring and realise few 
long-term gains.

Moreover, making the choice to engage a few 
laboratories more substantively provides the 
opportunity for greater experiential learning 
and capacity building of staff working in those 
laboratories. Laboratory staff who have received 
in-depth mentoring and subsequently proven their 
ability to maintain and extend their laboratory’s 
QMS are prime candidates to implement these same 
improvements in other laboratories, either on transfer 
or by themselves serving as mentors. A mentorship 
design that stretches too wide and has a thin in-lab 
presence is unlikely to have the same impact in terms 
of formation of a cadre of valuable managers and/or 
second-generation mentors.

Skill level and experience of 
mentor
Not all mentors will exhibit the same ‘work rate’. This 
is attributable to differences in skill level, experience, 
style, acceptability, and the particularities of the 
individual laboratories. Inexperienced mentors 
may initially need to spend more time working in 
laboratories than experienced mentors. National 
mentors familiar with the intricacies of a country’s 
laboratory system may find it easier to address certain 
problems than external mentors who are unsure 
how or with whom they should work. Mentoring 
programme design should consider whether 
inexperienced mentors or mentors unfamiliar with 
the national laboratory system may need more in-
laboratory time.
In addition, mentoring programmes should be 
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attentive to the training needs of the mentors 
themselves. Regular experience-sharing with other 
mentors, QMS training, assessing methods of training, 
ISO 15189 training, QMS implementation study visits – 
these are some ways in which mentors can continue to 
build knowledge and skills that can contribute to their 
in-lab work.

Funding
Funding considerations contribute significantly to the 
mentoring model, sometimes necessitating difficult 
decisions. When faced with limited funds, consider 
demonstrating success and seeking additional monies 
to expand, rather than stretching too far and diluting 
programme impact, thus weakening the case for 
programme expansion.

Logistics
Mentors live and move within 
the areas surrounding the 
laboratories they work in. 
Considerations around driving 
distances and frequencies of 
flight schedules must also be 
factored into mentoring design and budgets.

Mentor support and integration
Technical and logistical support for mentors should 
also be considered. While the latter can often be 
addressed through office administrative staff, 
technical support – as well as integration – may 
require intentional networking and structure.
Technical support will invariably be needed, as 
mentors engage the laboratory system’s most deeply 
rooted problems. Mentors should access technical 
support from leadership in the MOH and other 
national experts. For this reason, mentor orientation 
should include introductions to all relevant resource 
persons. Organisations that have outside laboratory 
expertise should link mentors with laboratory 
specialists and/or experienced mentors working in 
other settings with whom they can consult as the need 
arises.

Logistical support ensures that a mentor’s time and 
energy are primarily directed to laboratories. Because 
mentors most often work in laboratories rather than 
an organisation’s office – and may travel extensively 
– assistance with transportation, accommodation, 
communication and stationery can be very helpful. 
The cost of transport, accommodation, meals, phone 
calls, internet, photocopying, faxing, etc. should be 
budgeted.

Integration of mentors is important internally, 
with the MOH, with relevant laboratory working 
groups or subcommittees and with other 
laboratory stakeholders. Because mentors often 
work independently for extended periods, they 
often operate outside the office or organisational 
work culture. Specific efforts may be necessary to 
ensure that mentors are involved and recognised as 
valuable members of the organisation – for example, 
scheduling recurrent organisational meetings at 
times when they can participate. Good mentors can 
be difficult to replace. Once hired, inclusion and job 
satisfaction should not be ignored.

If multiple mentors are working in a country, 
they should 
meet together 
routinely to 
share experiences 
and synchronise 
approaches. 
Mentors should 
be integrated 
with the MOH’s 

national quality department and a representative 
should participate in national working groups or 
subcommittees related to QMS implementation or 
accreditation. This integration will encourage mentor 
observations from the laboratory level to inform 
system-level laboratory activities and vice versa.

Supervision and accountability
Creating an environment that addresses common 
mentor needs and monitors programme progress 
enables mentors to focus on in-lab implementation of 
QMS and accreditation preparedness.

If employing a single mentor, supervision of the 
mentor may fall to a non-laboratory member of the 
management team. In-country supervision can assist 
with the immediate problem-solving needs of both 
parties. When non-laboratory personnel conduct 
mentor supervision, it is important to identify outside 
laboratory technical support to discuss laboratory 
issues that may arise.

If a programme is designed for a team of mentors, 
someone should be tasked with coordinating the 
overall programme and providing supervision. This 
could be done by a non-lab programme manager 
or by designating a senior mentor who has reduced 
in-lab duties and coordinates and supervises the rest 
of the mentor team. Mentor teams should pursue 
common objectives in a coordinated manner, within 

Just as competency assessments are 
required of all laboratory staff, mentors 
should also receive field observation as 

part of their supervision
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standard structures and with standardised 
MOH-endorsed tools. While each mentor 
will have their favoured micro-approaches 
to working with a laboratory, a structured 
model, standard tools, and integration 
will help ensure that laboratories 
implement QMS in a standard fashion that 
demonstrates coherence.

Accountability is another crucial element 
of programme design. Mentors should be 
clear about to whom and how frequently 
they report their activities, in what format, 
what feedback they can expect and when 
they will receive it. Reporting may include 
written reports, routine phone calls, 
regular presentations to the MOH or a 
relevant working group, etc.

Just as competency assessments are 
required of all laboratory staff, mentors 
should also receive field observation as part 
of their supervision. In addition, mentored 
laboratories should provide evaluation 
feedback on mentoring engagements. 
Follow-up contact with mentored 
laboratories and/or relevant MOH staff 
should be regularised to identify any 
emerging concerns.

Ultimately, laboratory mentoring 
programmes are accountable to the MOH’s 
laboratory leadership. As previously stated, 
the MOH should be included in reporting 
structures, either directly or through the 
representation of a mentor coordinator or 
senior mentor.

Measuring laboratory 
progress and mentoring 
eff ectiveness
In addition to clearly stated goals, 
mentoring programmes should also have 
standard measures of performance in 
order to gauge laboratory progress and 
mentoring effectiveness. The regular 
collection of laboratory performance data 
using standard tools will indicate how well 
a laboratory is implementing QMS and 
where the laboratory stands with regard to 

their accreditation goals.

The WHO-AFRO SLIPTA program can help 
in setting clear overall goals and objectives. 
For example, one mentoring objective 
may be to realise an improvement of 
two stars on the five-star SLIPTA scoring 
scale. Or it may be that all laboratories 
will operate at the level of at least three 
stars by the end of the project. Or that a 
given laboratory will reach five stars and 
be ready to successfully achieve ISO-15189 
accreditation.

The presence of the WHO-AFRO SLIPTA 
checklist can serve as an important 
measuring tool since it is standardised 
and accepted for use across multiple 
countries. Data collection intervals should 
be structured to capture information about 
laboratory performance during mentoring 
engagements as well as between 
mentoring engagements.

It is recommended that assessments be 
conducted before mentorship begins, at 
the end of each mentor engagement, 
when the mentor returns to the laboratory 
after a period of absence and at the 
conclusion of mentoring. The importance 
of the ‘return’ assessment lies in the 
valuable information it can provide for 
understanding how well the laboratory is 
able to sustain QMS implementation under 
its own strength and initiative.

As with general accreditation preparation, 
independent assessments conducted by 
persons familiar with the WHO-AFRO 
SLIPTA checklist can be an important 
means of validating progress. Involving 
independent assessors at baseline and at 
regular intervals thereafter (e.g., semi-
annually or annually) can help identify or 
confirm general trends and laboratories 
ready to apply for assessment by WHO-
AFRO. Independent assessment at the 
conclusion of the mentoring programme 
can aid in measuring overall success.

These on-going assessments serve 
more than one purpose during the 
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mentorship engagement period. As described above, 
the assessments at specific time points within the 
mentorship period provide a means of gauging the 
laboratory progress, mentoring effectiveness, how 
well a laboratory is implementing QMS and where the 
laboratory stands with regard to their accreditation 
goals. As part of mentorship, these assessments are 
also a means of building capacity to conduct internal 
audits within the laboratory as they are jointly done 
with the quality manager or any of the persons 
designated to internal audits.

Collection of other performance data is strongly 
encouraged. Creating a balanced scorecard of key 
indicators to monitor in mentored laboratories 
will provide data about the status of service level 
operations. The granularity and quantitative nature of 
this monitoring complements the broader evaluation 
of the WHO-AFRO SLIPTA checklist and ensures that 
the subjectivity in scoring the SLIPTA assessment is 
balanced with the presence of performance data.
Mentors arriving at a laboratory for the first time 
may need to develop a baseline for these indicators 
by reviewing performance over the last full month or 
four weeks. This may be difficult in situations where 
these data may not have been collected or recorded. 
While collection of these baseline data may be mentor 
driven, it is important to build this tracking into the 
monthly operations of the laboratory so that this 
monitoring becomes a routine laboratory activity. The 
collection of these data should be standardised across 
mentored laboratories and could include performance 
indicators such as turn-around time, service 
interruptions, stock-outs, equipment downtime, 
external quality assurance performance, customer 
complaints and specimen rejection rate.

For ongoing monitoring, laboratory assessments with 
the WHO-AFRO SLIPTA checklist should continue to be 
conducted even after the full mentoring engagement 
has finished. These assessments could be conducted 
twice a year. If slippage is noted, further mentoring 
engagement may be prescribed. Incorporating 
these assessments into the MOH’s evaluation of its 
laboratories should be strongly considered.
Data summaries should be reported and shared with 
the MOH and key stakeholders. Efforts should be 
made to include independent evaluation of mentored 
laboratories. If a mentoring team is in place, mentors 
can conduct assessments for laboratories they are 
not mentoring. Another option is to have the senior 
mentor, a lab specialist or supervisor assess the 
laboratories, perhaps teamed with an MOH quality 
officer. The crucial issue is to include assessments of 

laboratory performance by independent evaluators to 
promote objectivity and accountability.

Structured reporting
Reporting mechanisms should allow full engagement 
of the laboratory staff, laboratory management and 
upper management, which may include hospital 
management and the MOH. Any findings and 
opportunities for improvement must be discussed 
with the laboratory staff and management and action 
plans jointly formulated.4 Besides guarding against the 
mentor doing the work for the laboratory, it is one 
means of building capacity within the laboratory and 
ensuring sustainability.

Commitment from management is a requirement of 
ISO 15189,9 and constant and persistent engagement 
of management through proactive reporting is one 
means of gaining support from them. Management 
support is critical to the success of implementation 
of quality management system as significant issues 
require their direct support, e.g., funds for purchase of 
reagents and supplies, staffing and physical changes, 
among many.

Summary
Laboratory mentorship has been provided over 
the years in many different formats with varying 
results.10,11 Some achievements have been reported 
where use was made of short visits, with technical 
assistance through telephone and SKYPE. The authors 
observed that there is lack of a documented and 
standardised or harmonised approach to mentorship. 
This guide seeks to highlight elements that the 
authors feel should be considered when setting up 
a long-term, sustainable mentorship programme. 
Considerations of these guiding principles may be a 
step towards harmonising approaches to mentorship. 

Harmonising the approach may allow scalability and 
easy comparison across countries. With a standardised 
approach, budgeting and planning for countries 
intending to set up mentorship may be easier, as they 
are able to single out the activities expected.
In conclusion, the success of a mentorship programme 
depends on several factors: well-defined goals, 
sufficient length of mentor engagement on 
site, standardised approach across laboratories, 
measurement of progress using standardised tools, 
well-structured reporting mechanisms, alignment of 
the programme with overall MOH plans, and selection 
and training of the mentors. These elements will differ 
in application, depending on countries’ needs and 
available resources. One to two weeks of mentorship 
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engagements may be sufficient for laboratories that 
are far advanced in implementation of QMS while six 
to eight weeks may be required for laboratories that 
are beginning the process. In some countries where 
resources to recruit international mentors are not 
available and local experienced and self-motivated 
staff may not have the other prerequisites described 
here, local mentors can be recruited and taken 
through a grooming phase until they are ready to 
mentor independently.
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Organization Phone Number 

      
Organization Fax Number 

      
Individual Phone Number 

      
Individual Fax Number 

      
Email 

      
Website 

      

Email address of person requiring confirmation if other than applicant 
      

Membership Type 

  $100 Individual Member (Domestic) 
 

  $120 Individual Member (International) 
 

  $325 Institutional Member 
  

Institutional Members may add up to four individuals, after that there is a $100 charge per individual. Please 
attach separate membership forms with contact information for each individual.  

 

  LAMA Foundation Friend:  $      

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

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

Please remit to: 
 

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

 
Phone:  763.235.6465 
Fax:  763.235.6461 
www.lama-online.org 

 Check        Credit Card Type:    AMEX    MC      Visa    Discover 
Card Number 

      
Expiration Date 

      
 

Cardholder Billing Address 

      
Card Code 

      

City, State, Zip 

      

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

https://lock.securedataupload.com/
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