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Achieving a a good
‘Culture of Care’

BARNEY REED

The culture of an organisation relates to the
beliefs, values and attitudes of its
personnel and the development of
processes that determine how they behave
and work together.
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2002
anzccart.org.nz/app/uploads/
2017/03/culture-of-care-1.pdf

'Fostering a Culture of Care...’
http://ec.europa.eu/environment/chemi
cals/lab_animals/pdf/guidance/animal_
welfare_bodies/en.pdf

”Simply having animal facilities and
resources which meet the [minimum]
requirements of legislation will not ensure
that appropriate animal welfare, care and
use practices will automatically follow...”

European Commission
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”Without an appropriate culture of care
within an establishment, it is unlikely that
welfare and scientific outcomes will be
optimised”

European Commission

’Culture of care’ has been defined as:
”A culture that demonstrates caring and
respectful attitudes and behaviour towards
animals and encourages acceptance of
responsibility and accountability in all aspects
of animal care and use.”
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Culture of care is used to indicate a
commitment to:
•
•
•
•

improving animal welfare
improving scientific quality
taking care of staff (personnel)
transparency towards stakeholders
(e.g. the public)

http://www.bristol.ac.uk/animal-research/
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https://www.sanofi.com/-/media/project/one-sanofi-web/websites/global/sanoficom/home/common/docs/download-center/factsheet-2018_animal-protection.pdf/
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The right ‘culture’: Why is it important?
• Necessary if legal, ethical and animal
welfare obligations, along with wider
responsibilities towards employees and the
public, are to be met.
• Says a lot about the organisation you are
and aim to be.
• Impacts on scientific quality and outcomes.

A poor culture can lead to...
• People blaming each other when things go wrong
or trying to cover up mistakes.
• Breakdown in key relationships and a lack of trust.
• Missed opportunities for implementing the 3Rs.
• Reputational damage.
• Unnecessary or avoidable harms caused to
animals.
• Poor standards of research.
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“Compliance, and failures to comply [with
regulations], can often be traced back to
behaviours, cultures and attitudes. The
capacity of the establishment to comply often
lies in the attitudes of the scientists, named
persons [e.g. vet, animal technicians] as well
as the engagement of the AWERB [IACUC].”
UK regulator

Animals in Science Regulation Unit - Annual Report 2013

The required mindset
• Careful thought is given to how best to meet and exceed where possible - the (minimum)
standards required for compliance.
• Leaders and frontline staff are actively
committed to improving the 3Rs, animal
welfare, quality of science and openness, and
work together to achieve this.
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Key factors
• Corporate expectation of high standards
endorsed at all levels throughout the
establishment.
• Management sets the right example and has a
clear vision.
• Appropriate behaviour and attitude towards
animal research from all key personnel.
• Voices and concerns at all levels throughout the
organisation are heard and dealt with positively.

Key factors
• Effective communication throughout the
establishment.
• People understand the importance of compliance
with the law/regulations.
• People know their own responsibilities and tasks.
• The roles and work of animal care and welfare staff
(e.g. animal technicians, vets) are respected and
supported.
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Key factors
• Creating, maintaining and developing the ‘culture
of care’ is not reliant on just one or two people.
• ‘Team’ approach (without loss of individual
responsibility).
• Pro-active attempts towards improving
standards, rather than merely reacting to
problems when they arise.

Putting it into practice

9

26/06/2019

It starts at the top of an organisation…
•
•
•
•
•
•
•

Provide effective leadership
Champion a good culture of care
Act as a role model
Proactive
Visible
Accessible
Engaged

Home Office

“In the cases where the Establishment
Licence Holder [e.g. Head of the
Institution] is found to have failed to
comply, it is likely that the issues will be
wide-ranging within the establishment”.
UK regulator

Animals in Science Regulation Unit - Annual Report 2013
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IACUC - role
• Is in an ideal position to help oversee or drive
an establishment’s culture.
• Should demonstrate effective leadership in
this area.
• Require appropriate structures are in place.
• Keep these under review to ensure outcomes
are delivered effectively.

Examples of indicators of a
good ‘culture of care’
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• Head of institution meets all
new animal users.
• There are clear lines of authority where there is
shared responsibility and accountability for the
welfare of animals.
• All relevant personnel are able to talk about what
studies involve – procedures, objectives, harms,
endpoints, justification etc. pre-study briefings
held etc.

• Personnel have a good
understanding of animal
behaviour and the latest animal
welfare science. Are able to
provide a variety of recent
examples of how 3Rs are being
implemented in the institution.
• Evidence of integration in, and
external liaison with, the wider
lab animal science, 3Rs and
welfare communities.
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• Researchers/scientists are directly accessible
and engage positively with animal care and other
staff. A collaborative approach.
• Internal procedure or species-specific ‘focus
groups’ can be set up to identify opportunities
for continuous improvement
e.g. gather, review and share latest information on good practice, or
to review ways of reducing harms, or aspects
such as sharing tissues or minimising surplus
breeding.

• Attempts are made to go
beyond the minimum
requirements for housing
animals set out in legislation.
• Costs of resources to enable
improvements in animal care
and use (e.g. enrichment to improve
animals’ enclosures; training courses for

personnel) are factored in when

considering project funding.
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• Efforts and
successes of
personnel to
promote 3Rs and
advance animal
welfare are
recognised e.g.
internal 3Rs prize.

• IACUC regularly goes
around the animal facility.
Members observe animal
procedures and speak to the
personnel in different roles.
Inspects and ensures that
approval conditions of the
protocol are being adhered
to.
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• IACUC ensures all personnel working with
animals are suitably trained and competent.
• Training needs are identified and met - including
supervision of individuals using new techniques,
species etc.
• Training plans and records are kept, reviewed and
tailored to individual personnel, with ongoing and
regular ‘refresher’ training, and encouragement for
continuous professional development.

• IACUC meetings are
‘open’ for any staff
member to attend to
develop an
understanding of its role.
• Posters around the
institution explain the
work of the IACUC.
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IACUC

• Avoids a simple ‘tick box’
approach to fulfilling
obligations.
• Constructively challenges
current ways of working are they still justified; can they be
improved; are there new and better
approaches available?

People involved in protocol review…
• Do not assume claims of benefits and likelihood of
achieving these, are always correct or realistic.
• Understand animal welfare implications of the
research.
• Do not accept that just because funding has been
received, the research must be ethically
acceptable.
• Are prepared to turn down poorly designed or
planned studies.
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• Support is provided to
personnel who care for
animals to help them
cope with the emotional
challenges of their job such as euthanasia of
animals, especially
those with whom they
have formed a bond.

• A clear process and system is in place
for personnel to raise any concerns.
(e.g. feelings that a potential refinement is not being
implemented; under-resourcing of staff or
equipment; concerns that a non-compliance has
occurred or ‘near-misses’ etc.)

• The route for raising concerns is
clearly highlighted internally e.g. on
posters, in induction materials etc.
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• When things go wrong people feel able to
admit mistakes, and then learn from them
and change practices.
• Effective solutions are put in place, rather
than a succession of ‘quick fixes’.

• Publication of the results
arising from the research is
sought - whatever the
outcome.
• Includes full details of
exactly how animals were
used and the steps taken to
refine animal use etc.

https://www.nc3rs.org.uk/arrive-guidelines

https://norecopa.no/prepare
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• Institution is able to benchmark
and compare itself against others
e.g. housing and care standards,
how the IACUC operates etc.
• Institution adopts consistent
ethical principles and welfare
standards if sourcing animals,
collaborating or contracting
studies externally.

All establishments should ensure that
they have a clear vision of what a good
culture of care means for them...
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Points for all institutions to think about
• What actions has your establishment taken to
put the ‘culture of care’ principles into practice?
• How do you evaluate your own culture of care?
• How can we do things better?
• What more could be done?
• What difficulties have you faced in creating a
culture of care - how do you deal with them?

More information
• European Commission (2014). National Competent Authorities for the
implementation of Directive 2010/63/EU on the protection of animals used for
scientific purposes: A working document on Animal Welfare Bodies and National
Committees to fulfil the requirements under the Directive. (p16-18). Available at:
ec.europa.eu/environment/chemicals/lab_animals/pdf/endorsed_awb-nc.pdf
• RSPCA/LASA (2015). Promoting a Culture of Care. Chapter 11 in Guiding Principles
on Good Practice for Animal Welfare and Ethical Review Bodies.
Available at:
http://www.lasa.co.uk/PDF/AWERB_Guiding_Principles_2015_final.pdf
• Hawkins and Jennings (2017). The Culture of Care - a working concept.
Available at: https://norecopa.no/media/7711/culture-of-care-working-concept.pdf
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International
‘Culture of Care’ network

https://norecopa.no/alternatives/
culture-of-care
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