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 2012 Employee Engagement Survey  revealed interest 
in cross-training 

 
 2013 Continuous Quality Improvement Group decided 

on job shadowing instead of cross-training 
 
 2014 Laboratory Strategic Plan included the objective 

of a shadow pilot program under employee retention 
initiatives 

 
 2014 Laboratory Shadow Program came into existence  

 
 

Purpose 



 Job Shadowing – an employee observes a trained and 
experienced employee for a given task 
 Requires no manipulation or employee conducting testing 
 Requires no immediate immunizations (depending on testing) 
 Taught to expand one’s knowledge and understanding 
 Short timeframe  
 Maintaining proficiency is voluntary 

 
 Job Cross-Training – an employee is fully taught the skills 

and responsibilities of a task 
 Requires an employee to fully understand the given task 
 Requires appropriate immunizations and other paperwork as needed 
 Taught to actually conduct the task in the future  
 Can take months to fully train 
 Maintain proficiency and competency  

 
 
 

 

Shadowing vs. Cross-training 



 The Shadow Program is an opportunity to shadow a 
subject matter expert who possesses the knowledge, 
skills, and abilities in a specific area of interest to the 
shadowee. The shadowee observes responsibilities and 
tasks associated with the mentor’s position and will have 
the opportunity to ask questions and expand their 
knowledge.  
 

 Continuing education credit available 
 

 Certificate 
 

 Two definitions to keep in mind: 
 Mentor 
 Shadowee 

 

Shadow Program Overview 



 Cross-training 
 
 Serving as surge 
 
 No commitment afterwards  

What It Isn’t… 



 Opportunity for you to expand your 
knowledge 

 
 Gain insight and exposure to another area 
 
 Appreciate each other’s work and get to 

know each other 
 

 Connects employees in a way that could 
not otherwise occur 

 
 Understand the lab as a whole 
 
 Receive continuing education credits 

 
 

What It Is… 



 
 Initially, the Shadow Program only offered 

testing areas for shadowing 
 

 Due to the popularity of the program and 
employee engagement, the program expanded 
to include non-testing areas 

 
 Two surveys were conducted at different times 

to assess which areas of the laboratory 
employees were interested in shadowing 

 
 

 

Started Off with Surveys 



 Survey 
conducted 
03/2014 

 
 Took on 

average 5 
minutes to 
complete 

 
 Viewed by 80+ 

individuals 
 
 

 
 

 

Survey 1: Laboratory Testing Areas 



 Survey 
conducted 
11/2014 

 
 Took on 

average 2 
minutes to 
complete 

 
 Viewed by 

~150 
individuals 
 
 

 
 

 

Survey 2: Laboratory Non-Testing Areas 



 Laboratory Testing Areas 
• Emergency Preparedness Branch Testing Areas 
• Biochemistry and Genetics Branch Testing Areas 
• Environmental Sciences Branch Testing Areas 
• Microbiological Services Testing Areas 

 
 

 Laboratory Non-Testing Areas 
• Purchasing 
• Safety Officer 
• Quality Assurance 
• Continuity of Operations 
• Statistics 
• Grant Writing  

 
 

Shadow Program Areas 



Shadow Program 
Testing Areas 



 Includes areas from: 
 Emergency Preparedness 
 Quality Assurance 
 Biochemistry and Genetics 
 Environmental Sciences  
 Microbiological Sciences  

 
 27 (and counting) different 

program areas 
 
 Over 130 different tasks 
 
 Tasks range anywhere from 15-30 

minutes to 6 hours, or up to ~5 
days 

 

Shadow Program Testing Areas 
• BioThreat 
• Chemical Threat (coming soon) 
• Chemistry Check-In 
• Media Prep 
• Lead Screening 
• Special Chemistry 
• Tandem Mass Spectrometry 
• Galactosemia & Biotinidase  
• Hemoglobinopathy 
• Endocrine Screening 
• NBS Specimen 
• Radiochemistry 
• Food and Wastewater 
• Potable Water 
• HIV/STD 
• Virology 
• Rabies 
• Bacteriology 
• Parasitology 
• Molecular Biology 
• Consumer Microbiology 



Examples of a few… 



Shadow Program  
Non- Testing Areas 



 Includes areas from: 
 Laboratory Resources 
 Laboratory Operations 
 Emergency Preparedness 
 Quality Assurance 

 
 10 different program areas 
 
 Over 25 different tasks 
 
 Tasks range anywhere from 

15-30 minutes to 3 hours 

Shadow Program Non-Testing Areas 

• Application Support (IT) 
• Continuity of Operations 
• Grant Writing 
• Laboratory Reporting 
• Laboratory Procurement 
• QA Safety 
• Statistics 
• Laboratory Maintenance (coming 

soon) 
• Laboratory Quality Improvement 

(coming soon) 
• Customer Service (coming soon)  



Examples of a few… 



Shadow Program 
Documents 



To be eligible to participate in the Shadow 
Program, an employee shall: 

 
 Be performing the job at a level above that 

which is normally expected or required; 
 

 Be in compliance with all work rules; 
 

 Have been employed by the agency in a 
classified position for at least six continuous 
months prior to requesting participation in the 
Shadow Program;  
 

 Not have any active first-, second-, or third-
level reminders in the agency's Positive 
Performance system; and 
 

 Obtain the necessary approval by their 
immediate supervisor as required by this 
policy 

 

Shadow Program Eligibility 
Guidelines 



 The Shadowee is expected to conduct 
preliminary research on the 
department/section/task they will be 
observing in order to gain background 
knowledge prior to the start of the 
shadowing. 

 
 The Shadowee is expected to complete the 

Shadow Program Evaluation. 
 
 The Shadowee is expected to reply to any 

emails from the Mentor or Shadow 
Program Staff after signing the form for 
further instructions. 

 
 The Shadowee is expected to help the 

mentor as needed during the Shadowing 
 
 The Shadowee is expected to work with 

their immediate supervisor to select 
appropriate date and time to ensure daily 
work in their area is completed 
 

Shadowee Responsibilities  



Signature Form 



Evaluation Form 

Evaluation form is 
anonymous  



Certificate  



 All the documents are 
compiled into a single 
excel workbook and 
is sent to the 
shadowee via email 
or accessible through 
laboratory's intranet: 
 Eligibility Guideline 
 Program Overview 
 Signature Form 
 Evaluation Form 

 
 

Program Documents 



 The Shadow Program 
is advertised through 3 
avenues: 
 Quarterly lab-wide 

emails 
 
 Flyer posted each 

quarter on bulletin 
board 

 
 Program information 

available through lab 
intranet 
 

 

Advertisement 



How it Works 

1. Obtain 
approval 
from 
supervisor 

2. Enrollment 
confirmation 

3. Choose task 

4. Complete 
form 

5. Shadow 

6. Evaluation 

7. Certificate  

2 weeks <1 week 2 months 

3  Month 
timeframe per 

cohort 



Pilot Shadowing  
Emergency Preparedness Environmental testing 

Chemistry 

Virology 

Bacteriology Molecular Consumer Microbiology Biothreat 

Newborn Screening Testing Media Prep 

Check-In 



 Completed 2 cohorts 
 Currently in Quarter 2 for 2015 
 Number of completed shadowees: 14 
 Currently enrolled for Quarter 2: 6 

 

Current Status  



 “Excellent program…” 
 

 “I will use this information to prepare for an interview…” 
 

 “I found the subject matter fascinating and quite different 
from the work I typically do…” 
 

 “…understand the importance of each others work” 
 

 “Magnificent opportunity of growing your knowledge…” 
 

 “The Shadow Program exceeded my expectations! I really 
got an in-depth look at the department and their daily 
tasks…” 

 

A few comments from 
previous shadowee’s… 



Let’s hear from a fellow 
shadowee and 
mentor… 



Songhita Das 

Newborn Screening 
Shadowee 



Erin Swaney 
BioThreat Team 

Lead  

BioThreat 
Mentor  



Issues Encountered 

 Obtaining approval from supervisor  
 

 Timeframe given for shadowing 
 
 Shadowee overly eager and wants to shadow in multiple 

areas/tasks 
 
 Forms/Documentation not complete on time 
 
 Peak months for certain areas 

 
 Scheduling and coordinating the shadowing  

 



 Adding on additional laboratory tasks  
 
 Adding on additional non-laboratory tasks 

 
 Opening the Shadow Program to other DSHS 

agencies  

Future Direction  



Dr. Syra Madad 
syra.madad@dshs.texas.gov 

512-776-3535 
 

Questions 
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