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Interviewee Organisation Role / title
Date of 
interview Can you summarise your role for me? What does a typical day involve?

How many hours a day 
do you think you work 
on average?

Roughly what proportion of your time do you 
spend doing independent work, and what 
proportion of your time do you spend managing 
others? [1]

What do you reckon is 
the average length of 
time that you spend on 
any one task? [2]

How long would you say that you have had 
management and leadership responsibilities in 
an animal advocacy / animal-free food role?

How long do you think it was between your first 
animal advocacy / animal-free food role and 
when you started taking on M&L 
responsibilities?

How long do you think it was between your first 
animal advocacy / animal-free food role and 
when you started taking on M&L 
responsibilities?

Roughly how many years worth of experience in 
full-time paid work did you have outside of the 
animal advocacy / animal-free food context 
before you started working in those roles?

[Question about the importance of M&L 
expertise relative to animal advocacy / animal-
free food familiarity -- see note] [3] What makes great managers and leaders?

What sorts of experience are most useful for 
developing management and leadership 
expertise?

Which management and leadership experience 
is most transferable to the farmed animal 
movement’s context?

What are the best ways to deliberately practice 
and develop management and leadership 
expertise?

What are the best resources for developing 
management and leadership skills? [4]

How can someone assess their personal fit for 
management and leadership roles?

[Question about whether this is a bottleneck -- 
see note] [5] Any other thoughts? Unplanned follow-up questions

Paweł Rawicki Otwarte Klatki 
(Anima 
International)

CEO / Director 
of Campaigns

25/02/2020 Started 2011 / 2012: around 15 people. Everyone doing all roles 
— similar roles. Roles began to specialise. It was mostly about 
who took the initiative in working towards particular goals.

His main initiatives were around investigations and campaigns. 
For a few years, main role was running investigations team in 
Poland for Otwarte Klatki — initially fur farming. Also helped with 
fundraising.

As org grew — now more than 30 employees —  role changed. 
Personally shifted from investigations work to working with 
welfare campaigns. Now taken over role of CEO as well for 
Otwarte Klatki Poland. So trying to broaden skills — not just 
campaigns. Organisational culture as well. Thinks that “the most 
important thing [is] to have sustainable organisations in the long-
run… Building a strong culture is one of the main” things.

[Added subsequently via email] "Regarding 'number of direct 
supervisees' it is not easy to say because our teams overlap but I 
think that 8 should be good number here."

A lot of calls because OK have no office, only work remotely. 
Calls mostly with the campaigners, but also with other 
employees, and volunteers. A lot of work with the leadership 
team. Mostly about the campaigns.

Typical day depends on what OK are doing at the time.

Pawel quite involved in video team too. Creating a new “video 
manager” position currently. Onboarding that new employee at 
the moment.

“Difficult to talk about a typical day” — a lot of “damage control”.

A lot of “paperwork and formalities.”

“Regular checkups.” 6 people on the board — everyone on the 
board supposed to have regular checkups. Supposed to be a 
check-up about once a week with each employee — progress of 
their work, but also about their place in the organisation. Both 
specific to the current issues in the work but also about culture of 
the organisation and ensuring the employee is in a good position.

[Added via email] 9 “At the moment, at least half of my work is managing others.”  
Maybe even 75%.

“Quite often just initiating ideas” then they find someone to 
delegate it to and continue.
With the rest of the time, it could often be done by somebody else, 
but for his own “mental health” it’s good to be able to do some of 
that work directly himself. Important for enjoyment — get sense of 
“things get done” and being able to see the results. “Also important 
for the organisation.”

(Didn’t seem to think that engagement with the work was as 
important for effectiveness for himself as just the personal 
enjoyment/access perspective. It can feel like “vacation time from 
the managing work.” But for board members who don’t engage 
very frequently, it can be helpful.) 

“It used to be much worse” — 
easily interrupted. Enquiries by 
employees and volunteers. But 
it’s something you learn — just 
focus on the most crucial tasks. 
Make the most of the things that 
you think are most important at 
that moment; thinking back to 
the organisation's big picture 
shows that if something goes 
wrong with a particular project, if 
you think back to the big picture, 
it won’t destroy the whole 
organisation etc.

When they started to employ 
people, some staff left. Felt like 
a big failure, but this was just 
one of many changes. It's 
important to work on the 
sustainability of the organisation.

[Summary — since about 2012]

2011, I was spending a long vacation in Finland trying to figure 
out what I wanted to do. And in September I got the message 
from Dobrusia with the idea to do some animal advocacy in 
Poland and asking whether I wanted to join. 

December 2012 was official founding of the organisation. Pawel 
was first employee ever in 2015.

M&L responsibilities were “Growing from the very beginning. 
Even in the first meetings they had, when there was a question 
of who wanted to be on the board… some of the people who 
raised their hands were me and Dobroslawa.”

For him personally, as the organisation was growing, his M&L 
responsibilities grew. E.g. he didn’t like the video/filming they 
were doing, so he just decided to learn himself and do it himself.

“As the organisation was growing, there were more and more 
opportunities to be team leaders, project leaders… it was never 
comfortable for me, but I tried to just do it.”  And the number of 
options grew too — more teams.

“Taking the responsibility and taking the initiative.”

Was involved in some small vegan outreach and informal animal 
advocacy beforehand. Protests about animal rights but nothing 
very organised. “My feeling back then was that there is a need 
for organisation in Poland, and I felt that I wanted to do 
something.” Just small scale animal advocacy before OK — 
could say was involved in “other similar stuff,” e.g. cooperative 
bookstore. Similar experience of needing to take initiative.

[See previous question — “Growing from the very beginning”]

[Summary — yes, informally, for about 2.5 years]

Worked in a bookshop — “team of between 7 to 11 people, 
depending on the time.” But they “tried not to have a boss, and 
to have a very flat structure,” with everyone having their own 
field of work. He focused on developing the music activities, 
trying to get gigs booked.

“Everyone was a bit of a leader in his or her own space.”

“I think about 2.5 years.”

Quite connected to anarchisty communities so too focused on 
flat structure, but he learned from that experience — having no 
leadership is not always the most effective way.”

[Summary — around 5 years total, including the part-time 
work alongside OK?]

“I studied sociology. I wrote my thesis about the anti-work 
movement around the world.”

“I worked for a bookstore for a few years, then I began to co-run 
this cooperative bookstore.”
Also worked at a vegan restaurant while working at Open Cages 
— didn’t have to think about it very much, didn’t care about it 
much. Meant he could focus on Open Cages, before they could 
That was a “quite frustrating two years” — cooking in the 
restaurant cooking, and talking on the phone to an MP about a 
fur farming ban at the same time.” Quite hard to juggle it at the 
time.
[This was mainly an issue because OK was just voluntary at the 
time]

“In many countries with a poor economy, it’s quite difficult when 
you can’t hire people as an organisation to be able to work for 
the animals and have your own job at the same time.” So he 
kept a “shitty job” to enable him to focus on animal advocacy

Bookstore was quite collaborative and activistsy, even some 
animal advocacy work.

“It also depends how bad it is” — if there seems to be hope for 
building management skills, I think I would go in the direction of 
the person who has the animal advocacy experience.”

But if there is “no hope at all,” I think “it’s the opposite way.” 

“First of all, it is something that you learn on the way. I don’t 
believe that people have a pure talent; it’s a skill that you learn 
on the way.”

“Ability to listen to the people in your organisation” (at OK, 
volunteers as well as employees) “and learn to trust them.”

“From the trust you have to build empowerment of the people in 
the organisation. Obviously I can’t do everything.” Related to the 
idea of not trying to do everything — “culture of empowerment” 
as a way to counteract this.
- Part of the reason they ask all employees to have some self-
development time. Could be online courses, could be books.
- 8 hours a month given to this time as a guideline. (But obviusly 
if its 10, there would be no punishment.)

“We try to provide access to online courses.” Not very restricted 
to what they provide.
“Some books spread like a virus” among . “Hard facts,” a book 
about science of leadership.

“The best leader” / the best CEO — “if you replace that person, it 
doesn’t change the organisation.”

“Any situation where you take things in your own hands. It's 
similar to hiring new people. For example, if we see on 
someone’s resume that this person was doing DIY punk rock 
shows, we think it’s great; it shows that this person was doing 
something on their own.” It shows people making progress with 
not many resources.

“When you hire people, it’s not just the paid positions they had in 
the past, but also what things they are doing.”

“I think it’s just a question of raising your hand when there’s a 
question of who wants to do this?” Will get you somewhere.

“One of the most important things is that… I didn’t picture myself 
being CEO of an organisation with 30 employees and expanding 
into other countries. It’s really important to build confidence.”

“It’s also very important to destroy this myth of superstar leaders. 
For example, if our leadership had to resign for some reason, I 
think we’d try to find leadership within the organisation. I think 
we’d never decide to just hire someone like an “experienced 
CEO” in some other context — “I would trust much more 
someone who comes from our own organisational culture.”

“Really trying to do everything we can to hire from within the 
organisation.”

“We’ve had some bad experiences with hiring people from 
outside; people who were very competent. But it’s very difficult 
for someone who is from outside the organisation to really fit in 
with the culture. I think it’s possible. But it also depends on the 
job description.” E.g. “much easier” for a graphic designer than 
for a “campaigner.” And seeking to let the volunteers develop 
themselves. If  they’ve thought about having a career in animal 
rights, then there’s good opportunities at Anima.

[I asked about idea of hiring someone with leadership experience 
to Open Cages from other animal orgs]

“Not something I’ve thought much about.” “Not something I can 
definitely say it’s not possible.” but he would feel “not very happy 
about it” if they hired external managers and leaders in. 
Concerned about how it would look to the “culture” of the 
organisation — they’ve invested lots of time and money in the 
employees and the volunteers.

“Other organisations work in a different way.” Even Anima 
International compared to Open Cages.

OK like to look at what other leaders at other orgs are doing, e.g. 
the other ACE top charities, and speaking to them. Learning from 
other leaders and other groups in other countries.

“One of the difficulties is that the science behind leadership is 
very poor.” So trying to learn from others.

“Its important that you can build a team, and even in a small 
team, be a leader. One of the most important things is to not be 
afraid to take the initiative, and not be afraid to take on 
challenges.”

“I don’t think I wanted to be a leader — it’s not something I chose 
in the beginning… I knew that it was just a challenge I wanted to 
take.” 

“If you want to learn how to be a good leader, you have to just 
start doing it and learn from your mistakes.”

Swarmwise — “In the beginning, it was bible for open Cages”. 
Inspiring and especially important at the start because of their 
volunteers. “Builds this attitude and way of looking at things”, 
even if “not 100% true in everything it says.” So more eye-
opening than “accurate” per se.

Also Hard Facts book — eye-opening book about leadership: 
one of the main things it said is that the idea of superstar leaders 
is a myth. “Leadership is mostly just a skill you learn and the 
culture of the organisation is key.”

But resources about leadership, especially in animal 
rights/welfare, there aren’t many resources about leadership.

Just have to try it. 

“If you are in an organisation, you just have to try and do some 
project or campaign on your own.”

Engineer situations where you do something independently and 
have a responsibility to “build a team, create a strategy, achieve 
its goals, give feedback. From that process you will see how you 
feel that situation, what the feedback is like from your 
colleagues.”

Gabrielė 
Vaitkevičiūtė

Tušti Narvai 
(Anima 
International)

Executive 
Director

27/02/2020 “5.5 years since I cofounded the organisation, and I’ve been a 
leader of it ever since.”

I had no previous experience of leadership, we just needed to put 
someone as a leader and the other two co-founders immediately 
said “not me.”

“And I just started learning about from books and other people in 
the movement.”

“My role is to make sure that things happen. Get money for the 
organisation to make sure things happen. And I sometimes 
represent the organisation in the media.”

6 people at the moment.

I wake up. “I try to read something.”

“I talk with employees almost daily, but it depends… I try to 
communicate with everyone frequently” — “We have one day per 
week that is designated for meetings. So we all meet in the office 
usually to keep each other up to date and discuss any issues 
that might be arising.” People work on different things but can 
support each other.

“Not to micromanage, but more to see if they need help. If they’re 
struggling with something or need advice.”

“I also have to do a lot of administrative stuff. Like operations… 
making sure that documents are delivered.”

“Have calls and meetings every day” — “Juggling the schedule to 
make sure I can meet with everyone.”

“I’m actually now training an employee to take over my position, 
so we have a longer meeting once per week.” But lots of 
discussion outside of these formal slots as well — calls and 
slack.
“We also with each employee have monthly or bimonthly 
meetings, depending how often they want them.” Its one on one, 
asking if there’s anything I can help them with, if there’s anything 
they’re struggling with.

“I’m trying to be available to them all the time.”

Time tracks — on average, 8 
hours a day usually. Doesn’t put 
everything in the calendar 
though. E.g. finishes working for 
the day but still available, e.g. 
for volunteers who finish their 
day jobs when Gabriele finishes 
her OK work.

In last holiday, had to do 2 
interviews. “I’m always 
available.” Doesn’t put in work 
hours.

But there are weeks when its 10 
/ 12 hours per day “when we 
are launching a big release” or 
a campaign.

60/70% is independent, depending on the week. “I don’t manage 
people that much.”

“5.5 years since I cofounded the organisation, and I’ve been a 
leader of it ever since.”

I had no previous experience of leadership, we just needed to 
put someone as a leader and the other two co-founders 
immediately said “not me.”

Immediately None All told, working since 16 — hired at Tušti Narvai aged 24. 8 
years, but often part time e,g. During university.

Had various jobs to get enough money to survive. “When we 
founded the organisation I was still in university.” I worked jobs 
that would let me do animal advocacy work when the boss wasn’
t around.

“I briefly worked at a vegan restaurant.”

Tušti Narvai only started employing people in 2017. So for a 
while, worked in another nonprofit — 20 year old Lithuanian 
human rights org. Thought this experience would be useful. Only 
stayed there briefly — Tušti Narvai gained enough money to hire 
her. Also felt that the org was not effective. 

“I learned a lot of interesting gossip about other human rights 
groups… a lot of them are not very good at what they do.” “I 
learned how to write grant proposals for various ministries,” 
though that’s not currently available for animal advocacy in 
Lithuania.

“Very interesting question because I don’t think about it in this 
way.” “If they were both equally conscientious… motivated and 
were able to gain skills well, then maybe the one who is 
experienced in management.”

“The situation in Lithuania is that we cannot hire people with 
experience. Because there are no organisations that did animal 
advocacy before us. Other [non-animal-focused] NGOs are in a 
sad situation… they have people here, they have fundraisers… 
but the way they do things is so bad compared to what we 
believe should be the standard. Even if we hired from other 
NGOs, we would need to teach them everything.”

“I think that’s the most important thing: how fast can a person 
learn a new skill, and how motivated they are to work for 
animals. If they really want to work for animals, they will be able 
to learn a lot. I didn’t know anything when I started, and many 
good activists didn’t know anything when they started.”

“I think a lot about it. Some of my favourite writers on the topic 
say that there’s no one thing. You can have very different types 
of very good leaders. I would say that the leaders I like to work 
with the most are those that are smart and kind and are really 
self-reflective, and they’re not too sure about things. They allow 
that they might be wrong. And they try to inspire and guide you, 
instead of micromanaging. Basically they trust you and they say: 
do it in the way that you think is best. And I think that’s why we 
have such a good culture in Anima International. The leaders are 
helpful but also very knowledgeable about what works.

“Leaders who create the culture of trust, but no rambling. They 
also set the standard themselves” by being roles models.

[Added via email]
“One, something that every leader needs to develop are people 
skills. Don't know how this skipped my mind but it's crucial to 
have them at least to some extent. Two, communication skills by 
which I mean the ability to inspire people with words. If you are 
very good at this then maybe you need less people skills. I know 
some leaders that are quite difficult people but they are so 
exceptional that their people tolerate the difficulties. Still, I think 
the people skills are more important but without any vision and 
good communication of that vision they alone might not get the 
organization far.”

[Bear in mind Gabriele didn’t do formal M&L roles previously] “I 
think for me… I spent my childhood doing sport, riding horses. I 
think that I developed a lot of my management skills doing that.”

“I always regretted that I didn’t join clubs at universities.” Like in 
Lithuania you can join the youth branches of the political parties. 
She thinks they give you lots of opportunities to develop as a 
leader in those groups. These groups are “aiming to develop 
leaders” — its an explicit goal. “It seems like their goal is to 
identify people who can become future politicians.”

In Lithuania there are few opportunities to work or volunteer for 
nonprofits. “Where a lot of the talent is, I think is actually political 
parties” — meet interesting people. 

“Other countries might have different contexts”

[Added in “other thoughts” question]

“It depends on the organisation that you want to be a good 
leader in, but the approach that I like the most is that you start 
from the bottom and go up.” “I don’t mean that entry level jobs 
are not important. But we see it in this way that we want to 
promote leaders from within [the organisation].” We won’t just 
hire someone who is “well-known in the movement.” Best to “join 
the organisation, do your best.

“With great responsibility comes great power.” “If you take on a 
lot you will get noticed very quickly.”

“I don’t know if there’s one way to do it for everyone, but I think 
that basically, reducing your ego.”

“All my life I was this “know-it-all.” I would correct everyone. But if 
you want to be a good leader, that’s not a good quality. You have 
to let other people present their ideas and listen to them. 
Sometimes you have listen to other people and realise you’re not 
the expert.

“Reading philosophy, practising meditation maybe.”

“For me, what was helpful was hanging out with people who are 
much smarter than me, other leaders in the moment.”

“You have to want to do it well and then you will find a way 
maybe.” “There are different styles of leadership.”

“This would be like those popular bestsellers”

Simon Sinek and Leaders Eat Last

Seth Godin’s book Linchpin — a lot about marketing but a lot 
about leadership.

John Maxwell — Leadership 101;  writes lots of books. Lots of 
people wouldn’t like it, but you can find good advice within there. 
Writes about ethics and integrity.

“Maybe not always, but people who really want to lead — who 
really want the power or the spotlight — are usually not the ones 
who are best at it. And people who don’t want to do it but feel 
that they have to.

“Marcus Aurellius was considered one of the best emperors of 
Rome. And he didn’t want to do it, he just wanted to be a 
philosopher.” But that’s what helped to make him great.

“We had some people who joined the movement… Some people 
see it as a way to get to the top to speak with celebrities or the 
media.” 

[Added in “other thoughts” question]

“The movement is starved of leaders. A lot of organisations want 
people who can lead. There are groups that are looking for 
leaders.

[I asked if that was from speaking to people] “Yes. But my 
personal experience in Lithuania was that… ever since I heard 
someone say that your job as a leader is to not be needed, to 
make everything work without you.” That’s what she’d be looking 
for in a “good candidate.” “And I found the right person one year 
ago. I had a hunch and we worked together more, and now we 
are working on it.”

“I was never looking at someone before and thinking “this person 
could replace me.”” [Basically, found hard to find own 
replacement]

“You have to face your worst weaknesses. You have to admit to 
yourself how you suck. And facing that is not comfortable. I’m 
glad that I’m doing it and I have benefitted from doing it. But I 
know that some employees left our organisation, because they 
were seeing too much of what they don’t like about themselves.”

Getting to be an activist and join the movement has been one of 
the best things of her life — “we attract some very smart and 
interesting people… and I wouldn’t have met them otherwise.” 
Anima International people are amazing — they have become 
her heros.

“For me its not a huge downside, but being always available to 
the outside world.”

People within the org, can tell them she needs some time off, 
and “it will be ok”. But having to be available for the media and 
for crazy ladies [i.e. people ringing up about pets and v 
local/small issues] can be a bit annoying.

Jens Tuider ProVeg 
International

Special advisor 
to the CEO and 
the chief of staff 
and head the 
executive 
support team

28/02/2020 Special advisor to the CEO and the chief of staff and head the 
executive support team.

Built up over the last couple of years. Consists of 4 or 5 people 
— Jens is the line manager.

Logistics for the executives. Also contains work like discussing 
certain topics.

[Added subsequently via email] "That's a description of the team; 
my role also involves strategic planning and advice to the CEO, 
development of the Cellular Agriculture Project etc."

“Probably no such thing.”

“We have to deal with lots of short-term, recent developments, 
that requires renewed action and new responses, ranging from 
strategic responsibilities that we have to balance against long-
term plans.”

“We have to be on top of recent developments, both in the 
markets and society at large, to ensure that we have the right 
kind of framing and messaging.”

“If something comes up, usually people address the executive 
support team if there are conflicts” or intra-organizational 
communicational issues.

There is some scope for more long-running projects. E.g. started 
the “early action network” — meta-network to enable people 
trying to reach out to schools to normalise veganism. Working 
with young children.

“On average something like 9 to 
10 hours.” “Flexible… 
sometimes I also work at the 
weekends or evenings.

“Has changed dramatically within the last 3 years.”

“I’m spending more than half of my time managing and supporting 
other people” — “probably the best way to move projects forwards” 
and create beneficial environment for them. “I think I’m pretty good 
at doing that.”

“Range between a couple of 
minutes to check something 
quickly through to days or weeks 
for a task.”

“Usually you have to work on 
several tasks simultaneously. 
Most of the tasks require 
feedback and discussions with 
the team and the CEO. Usually 
I’ll have a few tasks open 
simultaneously in browser.

2.5 years now. “I started 3 years ago, starting off as the CEO’s 
assistant. But I quickly changed my role as I quickly realised that 
my talents were not limited to booking flights. So I developed 
line management responsibilities” and also “research and 
development responsibilities.”

[I asked if this developed organically or if it was explicitly 
discussed/negotiated with ProVeg leadership]
“I always tried to fill the gaps in the organisation. I tried to 
identify what we could be doing to increase our impact. So 
[some of these tasks] kind of naturally came to me.” [Discusses 
interests within ProVeg’s work] “Quite naturally came to me that I 
worked more with the food industry side of things.”

“I worked for Animal Equality [0.75 of year simultaneously with 
Beyond Carnism], I worked for Beyond Carnism [4 years at 
Beyond Carnism].”

0.5 years before taking on M&L responsibilities within ProVeg. I.
e. 4.5 years total.

Nothing really before ProVeg. At Beyond Carnism, some 
managerial responsibility, very low key.
Mostly quality control.

While an English teacher, some of the experiences were 
comparable to M&L — “becoming an expert in interacting with 
people.”

“I was an academic. I majored in philosophy. I started a phd on 
the subject [animal ethics]. But I got increasingly frustrated with 
academia in general… somehow assuming that [writing articles] 
would somehow change the world.”

Finished studies, then did another 2 or 3 years as a tutor.

Parallel to studies worked as an English teacher.

“I would choose the person with better interpersonal skills, 
because those are harder to learn. I think I could train someone 
within a reasonable amount of time to understand the strategy 
and what we do within the whole cause area.”

“I think interaction with human beings is much more delicate and 
complex.”

“Trying to turn bad managers into good ones can be quite a pain 
and futile.”

“The major problem is whether they can control their ego. If that 
is not possible, everything goes to shit.”

“They need to be able to pay attention, be respectful.”

“Listen to new ideas, be self-critical, willing to update their 
views… very often their identities are closely linked to what they 
want to do or what their work entails.” (“Ego-fuelled attacks” — 
they think if they’re being criticised it reflects on who they are).

“Always be very supportive of your staff.”

“Also someone who does not need the limelight a lot… Usually a 
good manager helps people to succeed, then steps back… and 
is more of a humble person.”

“Real-life interactions with people; observing human behaviour 
and psychological needs; having a positive attitude towards 
people and assuming good intentions; having gone through the 
process of being self-critical and willing to update one's own 
beliefs and behaviours; having a stable self worth to check one's 
ego and to be able to praise and empower one's team and take 
pleasure in their successes (rather than competing with them for 
recognition).”

“One of the best practices is getting to specialised workshops 
and learning from others. Understanding how others are going 
through this process.”

“Another thing that helps me is to write down mistakes, 
experiences, and revisit this time and again, to remind myself of” 
what I have changed, what I need to work on.

Emphasises use of being part of “community.”

[Written response via email]
Books and YouTube videos (Simon Sinek etc. are always 
interesting), but take them all with a grain of salt. Usually they 
are one-trick ponies but life is more complex and complicated 
than that. Being eclectic and exploring different approaches and 
concepts will prove more helpful.

“Being non-divisive and strategic about the content; 
acknowledging that other organisations chose different 
approaches (for good reasons) rather than trying to convince 
everyone that only one's own approach is the right one; being 
open to a division of labour between organisations and 
approaches.”

Taking a real, genuine interest in other people and their 
challenges, listening carefully without interrupting, being non-
judgmental; being able to praise in an authentic and appropriate 
way; looking at things from all angles to broaden the perspective 
and generate understanding; providing well-intentioned advice 
that acknowledges others' perspective and experience and also 
makes sense to and benefits them. = All of this is probably part of 
why people get drawn to someone and accept them as a leader 
or manager; at least that's the feedback I got from the people 
who have been approaching me for advice and consulting over 
the last few decades.”

Elaine Siu The Good Food 
Institute, Asia 
Pacific

Managing 
director for GFI 
Asia Pacific

03/03/2020 Managing director for GFI Asia Pacific. “My job is to build up GFI 
in Asia Pacific. Based in Hong Kong.

“An affiliate”. Hired managing directors to open up the local arm 
of GFI.

“Before this I’ve had six hours of calls non-stop, and I’ve got 
another one after this!” “I don’t spend all my days like today” — 
“today is my call day.”

Phase 1 of Elaine’s role, when she was starting: “Really crafting 
my own scope — figuring out the ecosystem, figuring out what 
strategy would be most effective, developing a hiring plan.” “A lot 
of connecting with people, meeting with people.” Learning about 
relevant science, all the tech. “Doing some impact along the way, 
while I’m still on the learning curve.”

“Now I’m into phase 2 of my role” — “now it's about me growing 
the team and as the team grows, managing those people.”

“I actually really don’t know. 
Because we are a remote 
organisation, I just work from 
home. I can really choose to 
have a day where I work 3 
hours. Then another day where 
I work 10 hours.”

“I’d say average, like 5 hours 
very much at the desk, and then 
I find that I’m actually constantly 
thinking and contemplating, and 
that can be another 3 or 4 hours 
per day.”

“One-third of my team is managing people,” “one-third of my time 
is dealing with headquarters — the US” (including funders, 
investors, fundraising), “and then the rest of the one-third is me 
actually doing work. That includes me having meetings, 
negotiating deals,” writing proposals — “then I can hand it off to my 
team.”

Tries to put tasks together so 
that “my mind doesn’t need to 
go from one type of task to 
another very frequently.” So I try 
to do 3 to 4 hours of one type. 

“I started [at GFI] a year and a half ago.” “I was alone for about a 
year, trying to build up this organisation as a one person team.” 
“Now I have five staff.”

Before GFI, “I was in an animal activist group and I was in a kind 
of leadership role in that.” “We were doing particularly about 
desexing [neutering] pets, promoting that campaign. I was the 
head of that group for a while. No one was full time. “Part-time 
leader.”

Did this for two or three years. “Maybe 15-20 hours a month, 
depending whether a campaign is going on or not.”

[See previous question — leadership from near the start, though 
only had a team since half a year ago, so 1 year.]

12 years in finance law. Didn’t really have any M&L 
responsibilities in that context. “I was not working for nonprofits 
or in this field at all.”

“And then for 5 years I was trying to set up my own business, 
and I was a bit of an entrepreneur.” But even then, didn’t have 
money to hire a team.

“I would go for the one with the managerial experience.” “I have 
neither! I don’t have the expertise, experience.” 

“I think the field specific experience can be learned. The 
management skill and personality is harder to learn.”

“The managing director really should be managing and the 
subject specialists can be doing their work.”

“I think the manager has to have not only managing skills, but is 
the public face of the brand.”

That person has to have “charisma, be likeable.”

“Management” and “leadership” are different — “leaders includes 
management but is way bigger.” “I’m aiming to be a leader and 
not a manager.” “I don’t want to be super-actively managing 
people.

They have to provide support for people to work “in the best 
environment that they can,” without micromanaging. But “that 
assumes that I have hired the right people.” [I.e. that they can be 
trusted to work independently.]

“I might be a little bit biased, but as a lawyer myself, I think that 
my legal training has proven to be extremely useful for the role 
that I’m in right now. Because the attention to detail, the big 
picture strategic thinking is very useful.”

“But I look at the MD’s in GFI. Richard Parr and I have very 
different backgrounds, but it works.” “I think its just like analytical 
thinking, being good at communicating.” “This is kind of what 
makes someone effective, whether as a leader or a supporter.” 
But leaders need “that little touch of X factor” — “charisma” and 
“big personality.”

“Honestly, you learn it through doing it.” — “maybe because I 
don’t have any experience and I’m really just learning it as I’m 
doing it.”

“But I would say that a lot of extra-curricular activities.” “I was in 
an animal activist group and I was in a kind of leadership role in 
that.” “I was in theater.” “I was a blogger.” “I think by diversifying 
your experience, whereby you’ve done many different things, so 
you can easily step into someone else’s shoes, and then you can 
better lead them because you know where they’re coming from.”

“Personal growth and spiritual practice helps a lot — yoga, 
meditation — anything that helps you connect with people.

“Off the top of my head, Brene Brown’s books are all quite 
useful” — “all about vulnerability,” TED Talk. “Dare to Lead” — 
hasn’t read yet but likes the 

“I don’t actually encourage looking at the super “leadership” and 
“business” books. I think that the general personal growth is 
more useful. You’re just trying to be a better human being; it 
doesn’t need to be in a business context, especially in this 
purpose-driven context.”

“When I was in a finance law firm, people are just driven by 
different things, incentivised by different things.”

“I didn’t know that I could be a manager; I didn’t really want to be 
a manager. But this was the position that was open and I really 
wanted to make an impact, so I just took it. This is definitely 
something that can be learned.”

“If someone is hated by everyone that is around them, then it’s 
really difficult to be a manager.”

“I think communications skills is really important, so if you’re a 
good communicator, there’s a high chance you can manage 
people really well.”

“I wouldn’t discourage anyone just because they don’t have this 
sort of “trade.””

Some people are more “specialists” or “generalist” — being a 
“generalist” is probably really important.

Ricardo Laurino Sociedade 
Vegetariana 
Brasileira

President 04/03/2020 “I don’t have a lot of red tape to do,” they have employees for 
that.

“I try to keep all departments working closely together" (I try to 
communicate with employees and department coordinators). "As 
president, my job is to give them confidence and give them ways 
to make it work, to make it happen." Works with department 
heads. 

"As I am from the marketing area, I usually participate a lot in our 
actions, both internally and mainly, for the general public." But I 
am always dedicated to being close to departments such as 
Human Resources, vegan certification, nutrition and others, 
always positioning myself as a consultant and supporter ". The 
national office is in São Paulo. [41 SVB employees according to 
the website]

“Most of the time, I talk and follow the main topics of the 
departments.”

“I think 4 or 5 hours [or more] a day are talking about new 
programs or campaigns and what is going on with our ongoing 
actions, as well as what is being planned.”

[I asked if he has other roles within SVB]
“Sometimes I do! Sometimes I work as not a president, more like 
a secretary. I work with the media.” But time isn’t blocked out / 
scheduled out for these activities.

About 40 to 50 hours across a 
week. (i.e. average 9 hours per 
"day")

“You need to somehow have experience regarding transparency 
and reporting.” [This was a focus of Marcela’s previous 
experience.]

“You must have to be able to translate the domain to the team, 
then translate everything that you get from the team back to the 
person that is asking you.” “This happened a lot when I was a 
lawyer — they would say “I think I need an apple.” And then when 
you check, it’s not an apple that he needs, it’s a banana. So you 
have to be able to translate the person’s needs, understand it, and 
then translate it back.” “You never need to be literal, to literally 
understand what the person is saying. You have to be able to 
contribute and understand the actual need behind what the person 
is saying.”

This is important “especially face-to-face. Written as well, because 
sometimes you receive an email, but sometimes that is the back 
hand to something else.” “I try to do the full thing,” not just what 
they ask for.

No formal role in animal advocacy before SVB. Used to do “just 
speeches” etc for groups before that [i.e. occasional 
volunteering].

Entered SVB 10 or 11 years ago — started a coordinator of a 
group in Curitiba. Now they have more than 50 groups across 
the country.

“I started in leadership role, coordinating a group” — I started as 
a volunteer, and 6 months later, became the coordinator (with 
M&L responsibilities).

“It was in the beginning of the movement here in Brazil... so in 
six months I was the coordinator.”

[See previous question — from the start.] 18 or 19 years as leadership before SVB. “A lot of experience 
with people.”

Was a consultant. “I used to do this kind of job with companies. 
We tried to save money with electric, energy, or telecom. And I 
had leadership of the South in Brazil.” Was a sales 
representative.

Before that, worked in a family company and had M&L 
responsibilities there — “I was 20 years old when I started” and 
he worked there for 13 years before moving to the other 
company.

“Oh my god! Because you gave me just two characteristics...”

I would try to make a “double president,” and they could help 
each other.

“I would try to see the other characteristics, like how the person 
communicated. And I think this is very important.”

“If it was six years ago or 8 years ago, I would say experience 
with advocacy [would be preferable]… It would be very difficult to 
work with some if they struggled to understand the advocacy.”

“But now, I think we have a lot of people, we have a group, we 
have a team. And with these characteristics in the institution, I 
think the person who has the experience.”

“Empathy. People who make others feel good, feel strong to do 
their jobs. And I think that this is the best characteristic you 
need.”

“I think experience with different kinds of jobs. I think when you 
have experience with different kinds of people, with different 
kinds of expectations in their lives, you have the experience to 
understand your team group, make them work, and make the 
institution work as you expect and the movement expected.” 
“That’s the best characteristic you need.”

No one particular type of job, or person you should speak with.

“I don’t agree with the idea that we have one way to get to the 
aim. I think it depends on your time, your history, and this is 
going to change your perception of the job.”

“That’s why it's good to read different kinds of books and get 
different experience. I think you can have different lessons from 
different people, different jobs, different industries and services. 
Each person has different experience.”

“I don’t have names of books or sites, but I think that you read a 
lot, and you talk to people who do this kind of job, that’s very 
important. This gives you the basics to understand and realise 
what’s going on, with the daily routine.”

“I read a lot of books on leadership in Brazil, and I think that that’
s very important. But I don’t like to say ‘oh, this is the best book,’ 
because it needs to make sense for your experience and your 
perspective… there’s no one way to get the point.”

“I think it’s better if you start from the beginning. And to 
understand people, you have to be in their place.” “You have to 
start from the beginning [of the career].” “And grow up [get 
promoted] within the organisation.”

“Even SVB, we have people who are promoted, within the 
volunteer department.” “And we have a team that is 
employed/contracted.”

“In the first time, start from the beginning. Then see if the 
institution has your energy, your vocabulary, your language, 
your message. This is very important. Because it’s impossible 
that you would be a good leader or president in an institution 
who wants something different than you can give.” “So start as a 
volunteer, and see what the ways of the present leadership are.”

“And with this kind of experience, and of course bringing your 
experience of leadership from outside animal advocacy.”

[I asked about whether he’d advise a new graduate / excited 
young person with little career experience to take up a role in 
animal advocacy organisations or take up external career 
experience]
“Its possible, you start with animal advocacy institutions. But you 
have to be careful not to close your eyes or your mind and think 
that the world is animal advocacy. This is very dangerous. And it 
can happen if you don’t have experience from outside. It’s 
possible you can start in this sector, but you have to be careful 
and keep your mind open. You have to understand that 
advocacy is inside the world. And sometimes people from animal 
advocacy institutions forget this. This is a problem because you 
don’t have the right communication and language to make it 
work together.”

But he wasn’t not sure if he would recommend if someone 
should get non-advocacy roles first. “It depends on the person.” 
“But its clear that the more experience you have, the easier it is 
to work with the different experiences you have during your 
presidency.”

Fernanda 
Fernandes

Sociedade 
Vegetariana 
Brasileira

Membership 
Coordinator

12/03/2020 Fernanda works in the membership department in SVB. Part of 
their income is with donors who enrol with SVB. They get a card 
as members — they get discounting, vegan options etc. The 
programme works with assessing their rights as well.

“To be a part of the board, you have to be enrolled at least one 
year.” “There’s a bunch of political stuff you have to check.” 
“They can donate more.” “Has to forward information to mentors 
etc.”

Manager or two other employees on the membership team — 
Kerolaine Cerigatto and Hellen Miranda. “Kerolaine works with 
benefits and gifts to members, and Hellen works with forwarding 
material that SVB publishes regarding vegan food.”

A typical day is going through her email — all the demands of 
members come through emails,” e,g. Some people want to 
increase their donations, some want to stop them.

“Analyses and works with the financial systems and internal 
controls do make those adjustments.” 

“And she needs to manage the two girls who are at her disposal. 
She needs to help the girls to resolve problems that appear, and 
with day to day work.”

8 hours a day Most days, 15%, and then Friday 40/50% [i.e. around 20% total]

“Changes on a day to day basis.” If something comes up, she will 
respond and help them. But they use Friday as a day to discuss 
problems they met during the week and talk through how to 
resolve them.

“Officially, her management capacity started 1 year ago.” Before 
that: “She wasn’t elected as manager, but she started managing 
before she had the official job.” That was managing other people 
working on membership.

“She started at SVB in March 2018. By October, she was 
already doing management jobs and helping people. But she got 
the job officially in January 2019.”

In 2 previous jobs, she had M&L responsibilities. One in sales, 
and another one in training people in how to use various 
operational systems. 5 to 6 years M&L experience in those two 
roles.

“She’s doing the math because in Brazil we start early!... 12 
years” total before work on SVB / animal advocacy.

“It’s a hard choice.” “As we work for a nonprofit organisation, this 
a really tricky questions because we have a problem here. 
Everyone here loves their job because they love the cause. They 
love veganism, they love animals.”

“And we often put aside our lives and always work a little bit 
more than we should. So you have to understand the cause and 
have experience to understand the people working here.”

“But, on the other hand, if you don’t have leadership skills, you 
won’t be able to support your employees and understand 
needs.” E.g. to “say stop — you’re overworking yourself, you 
have to have time for yourself. You have to be well to work well.”

“Especially regarding the job we do, as a nonprofit organisation, 
and not having a competitive income, it’s hard.” 

“So she can’t choose!”

[Marissa summarising/asking whether she thinks its easier to 
learn about leadership or learn about the cause]
“It is easier to learn about the cause than to develop leadership 
skills in a heartbeat. So I think she chooses the one with 
leadership experience.

“The most important thing for her is to actually stop, and before 
doing anything, put yourself in the other person’s shoes, so you 
can feel what the person is feeling, and understand what the 
person needs.”

“You have to work in a place where it's ok and encouraged to 
see the other person, to have a relationship with the person you 
are working with. Distance is not good to develop leadership 
skills.” [I think the point is that remote environment’s aren’t good 
for this.]

[I asked if it needed to be developed through M&L roles per se 
or if there were other roles where you could develop the relevant 
social skills]
“You can develop those skills through teamwork — you don’t 
necessarily have to be the leader. You can be the intern to 
develop those skills! You have to be somewhere where 
teamwork is encouraged.” [I.e. its more about the environment 
itself and the way you interact than about the role itself. Social 
skills and emotional intelligence are again being emphasised as 
the key skill.]

“First, you have to introspect and look at yourself; see your weak 
points, and start to work with those. So if you are ashamed of 
public speaking, you have to do some sort of course or class so 
you can work on that.”

“For her, one good leadership skill is knowing how to talk to 
people.”

“You have to be a good listener also, because you need to be 
able to listen, understand, and react to feedback. This is really 
important. It’s not something that you can get through a 
workshop or a course but its something that you can practice on 
a one-on-one basis being an intern, being a leader — you can 
practice in a range of roles.”

For her own experience, she worked with the people that were 
around her, and listening to feedback — 360 — from the boss 
and others.

Marshall Rosenberg — Communicacione Violenta / Nonviolent 
communication

“The right test is checking if your team is excelling, checking if 
your team is driven, if your team is happy, if they are comfortable 
if they like the day to day basis [of their work] — obviously you 
have one or two days that are not so good, but if in general, 
they’re happy.”

“She thinks that mental health is the key. You can’t be pushing 
your teammates too much. You have to always check if the 
amount of the job is ok, that they’re not overstressed or 
overworked.”

[I asked if she found her M&L experience previous to SVB 
helpful]
“Yes, definitely, all her experience is well used here at SVB, 
especially regarding dealing with individuals, making the people 
that around her evolve professionally. Her experience with sales 
was very important because it led her to know how to talk to 
people, how to convince them and to relate.”

Erin Rees 
Clayton

The Good Food 
Institute

Associate 
Director of 
Science and 
Technology

16/03/2020 Lead research activities — oversee the grant programme as well 
as the outreach they do to government agencies and other 
research funders to engage with them.

“I supervise 2 people directly” — 3 as part of the research 
funding team. Science and tech team as a whole is around 12 
people.

“I’m not sure there is a typical day. Maybe more a typical week in 
terms of activities.” “A lot of my time is supervising them [her 
supervisees].”

Share funding opportunities with grantees. Talking with scientists 
and funders.

“I spend time developing documents” — create resources for 
various stakeholders. Generating, editing docs, contributing 
ideas and thoughts to the work others are doing.

I would say on average 8. “I’m going to estimate 40 to 50 percent of my time would be 
directly supervising them.”

“One of the things that I really 
like is that GFI has a policy 
where we’re not expecting to be 
on email constantly” — able to 
set aside time for deep work.

“If its really urgent, [then] you 
need to text or call someone” — 
this sometimes happens but is 
“the exception rather than the 
rule.”

Joined GFI December 2016 — 3.5 years ago — but moved into 
M&L in September in 2019.

No roles in effective animal advocacy or animal-free food tech 
before GFI.

[About 3 years] “All 4 of those years at the School of public health” (see below) “I 
would put into that bucket of M&L.”

Spent 6 years working on PhD. Last 2 years of PhD research — 
a bit more informal, one-on-one, but involved training younger 
students .

Was at Uni of Michigan School of Public Health — there for 4 
years in a research faculty capacity — working with faculty 
members and students to help fund the research projects that 
they were doing.

“So in that role I was supervising students and training them.” 
Writing grants and submitting progress reports.

“I think the M&L is really critical. So as much as you can in this 
hypothetical situation, I would lean towards” that person.

“GFI is a remote organisation, and I think, with that, comes a 
need to make sure you’re able to connect and support the 
people that you’re working with. Some of those skills need to be 
fairly strong… to make sure the people you’re supervising feel 
connected, feel able to reach out to you.” Erin wasn’t sure if 
remote environments make it more or less important to have that 
experience.

“I feel like its something where I’m never going to be a great 
manager and leader.” Erin feels like “there’s so much I need to 
learn.”

“Get to know the people that you’re supervising as people.” “I 
think listening is really important.”

“About a year ago I was the only one at GFI focused on our 
research funding” — recently expanded from just 1 to a team of 
3. Erin appreciated “the increase in ideas” — being “open to 
hearing thoughts, hearing new ways of doing things” — not being 
stuck in thinking “this is the way things have been done.”

“I think being able to start in grad school and do some more one-
on-one mentoring really was valuable in helping me develop my 
leadership skills. Because it helped me ease into a little bit — I 
didn’t start with suddenly managing a team of 50 or anything.”

Also helped her “realise that different people learn differently 
and respond differently, so as a leader and manager I can’t 
come up with a static way of how I’m going to help everyone I’m 
working with.”

“I think for me it's having to just do it and figure out what works 
and what doesn’t.”

“I do appreciate GFI has been doing a lot of work to provide 
additional support and training” — GFI HR have provided 
resources with tips based on research and what’s out there.

Responding to the needs of who you’re supervising.

“Everyone has their own leadership style.” Can’t just list “here 
are the 10 things that make a great leader.” Can’t be too 
prescriptive.

“I think that makes sense. I feel like there are probably many 
areas that might feel similarly.” [Not thinking of specifics]

“At least as someone coming from the science arena, I don’t feel 
like we get a lot of formal training in [M&L skills, in academia]. I 
don’t recall anyone ever really talking to me about what are the 
types of skills that you need” — even if she’d stayed in academia 
and run a research group, she doesn’t think she would have had 
that training.

Had a very good PhD advisor, but apart from that, not much 
training or even discussions about M&L.

“Maybe just giving people the opportunity earlier on in their 
career to begin thinking about that” — helping people to see 
where they can go for resources.

“Reiterating the fact that no leader ever feels like they’ve gotten 
to where they need to be” — you don’t need to be ‘totally 
prepared’ before beginning.

“Anyone who says that they’re a perfect leader, I’m not gonna 
believe.”

[I asked about remote vs face-to-face differences]

Previously, “if I wasn’t in the midst of something that required 
significant amounts of concentration, I would leave my office 
door open” — students would pop in.
You get natural interactions, which don’t happen as easily in 
remote workplaces.

“As a leader its important to leave the first couple of minutes in a 
meeting” for pleasantries, asking how people are doing.

“I think knowing everyone as people is important whether you’re 
in a M&L role or not.” So allowing that to happen intentionally is 
helpful.

Vicky Bond The Humane 
League UK

Managing 
Director, THL 
UK

24/03/2020 “Oversee the whole team at the THL UK.” On the “International 
leadership team at THL.”

“I manage managers or heads of, and a few coordinators” — so a 
range of positions.

“I provide a lot of technical support in animal welfare 
professionalism, just because of my background” [as a 
veterinarian]. “I oversee procedures, budgets. I work very closely 
with the board of directors.”

“Strategy.”

“There is no typical day. I think once you’re in leadership, there is 
no such thing. Every day has a new challenge, really. In reality, if 
it was a day that went to plan, I’d have my work bloc first thing in 
the morning” — emails and Slack — “I try to look at my emails 2 
or 3 times a day, not throughout the day.” Slack more regularly 
because “my role involves a lot of people contacting me.”

“I have one to ones with those people that I manage”
Whole team meeting 11 o clock every Monday.

Various planning tasks. 

“Hopefully some lunch but often if there’s media or something I’ll 
fit some stuff in there.”

5 one-to-ones with supervisees on a Monday, then one more 
with THL’s president — going to increase up to 7 soon. If one of 
the team managers is away, Vicky also has to step in. After 
Mondays, throughout the week, its more like 2 or 3 hours of 
meetings per day. Tries to keep Fridays clear from meetings “to 
do some deep work.”

“But my weeks often get derailed by something or another 
coming up that couldn’t be foreseen” — corporate campaigning 
is quite unpredictable and “media can hit very suddenly.”

“At this moment I’m also doing a lot of fundraising… my work will 
increasingly be working with donors.”

“Probably one-third of my time” of the working week is on direct 
work, or maybe a bit less.

5.5 years 

“The time I’ve been at THL, pretty much all of it — that’s 3 years. 
It's 3.5, but for the first few months I was doing corporate 
relations.”

“And then a year at Compassion I was on and off doing stuff. 
The rest of the time… I was a manager but I wasn’t” managing 
anyone. Started as a “researcher” then “Interim Senior Research 
Manager.” Then “moved across to the food business team” — 
“managed lots of business accounts.” [According to LinkedIn, 
took on management responsibilities at Compassion in April 
2013]

(In THL, we’re pretty strict — “you’re not a manager unless you’
re managing people.”)

[According to LinkedIn, was a "research officer" at CIWF for 2 
yrs 1 month before becoming "Interim Senior Research 
Manager."

I worked as a vet for 1.5 years.
 
M&L: “to a degree. Yes, I did.”

[Added subsequently via email: "At university, I was president of 
the student union, VP of the Vet society and president of a club 
called Ecocentric that put on band nights in clubs every month in 
Liverpool and all of that was leadership just not paid. Also 
managed a part-time fundraiser while trustee for Animal Care in 
Europe." So the total was about 6 years.

I worked as a vet for 1.5 years.
 
M&L: “to a degree. Yes, I did.”

“It depends on the team that you have at the time. You want to 
play to your strengths at all points. If you have some strengths 
that other people in the team can make up for in the space that 
you’re lacking.” “Right now we’ve got an amazing team, so I’d be 
more interested in the person’s personality, drive, and thought 
process” than this particular tradeoff.

“If push came to shove, I’d probably go for animal advocacy 
experience than leadership experience. There’s a lot of training 
you can go through to get leadership experience, and there’s a 
good support network for leadership at THL.” Might be different 
elsewhere.

“To guide people, not to micromanage people or tell them how to 
do their job, but to give them the space to be able to do their job 
to the best of their ability.”

“Guide” “support” “coaching” “critical feedback” — “when it’s 
needed.”

Find “the best potential in someone.” “Get to know someone and 
be real with them.”

“Will always be the manager-employee relationship to some 
degree” but have to “role model the sort of behaviour you want to 
see in people.”

As THL “work in a remote environment” — often get asked “how 
do you trust the people you work with?” “The first thing you have 
to do as a manger is to trust the people you are working with. If 
you don’t you’re never going to be a great manager.” If you trust 
people they will “repay you” with it.

“You need to be a very organised person” — if you’re chaotic, 
“people will soon become frustrated at your chaoticness.” Need 
to be good at multi-tasking. “You have to know what to prioritise” 
and “have a good concentration span.”

“Taking on any sort of project management” will help. “Any form 
of management experience you get, regardless of the 
environment, will be useful.” “The more people you’ve managed 
in the past, the easier this job will be because you will have 
learned the skills in the past.”

“There’s a lot of transferable skills within charities.” “It’s often 
beneficial to have come not from the charity sector” — 
businesses etc. “The charity sector can be very unique.” “Bring a 
more varied way of working and different concepts and things.” 

Caveat: Vicky “works in an environment with a smaller charity 
that’s not set in its ways” — to work in a big charity that’s 
“stagnating,” then nonprofit experience can be more important.

[If you can’t get a management job]
There’s a catch 22 of needing M&L experience to get M&L roles 
— so if you can show “you’ve managed projects, with different 
timelines, or worked with different people, that’s a good way of 
showing you’re ready for that next step.”

[I asked a follow-up about building external expertise vs building 
their way up in animal advocacy]
“I really think it depends” — “everyone has a different path.” “If 
you know there’s nothing else you want to do and want to work 
in animal advocacy, then start from the bottom and work your 
way up.” But if you’re interests are more varied, “then I think you 
should go for that too and not feel bad you’re not working for 
animal advocacy yet” because you can bring skills over.

“If you’re not a manager and you want to get some expertise,” 
recommends “project management” — “take the opportunities 
when they’re there,” e.g. developing timelines, multitasking etc.

“If you are in a management role and you want to kind of get into 
it more, the management course we do at THL is based off the 
book Managing to Change the World. I think it's a really fantastic 
book… it gives a really good rounded view on all the aspects of 
managing.”

“And I would also say there’s courses you can go on. And they 
are useful.” E.g. management courses with FSI.

Has been on some herself — “I think I went on a leadership 
course” — a couple of years ago.
“I can’t remember it that well”  but “I can remember what we did 
with it… It was good!” They “dealt with scenarios”, working with 
teams. [Later added — https://www.thefsi.org/] 

[See previous question -- Vicky recommends Managing to 
Change the World and the course based off of that, and FSI 
courses. Vicky didn't suggest that these were "the best," but had 
used them herself and found them helpful.

“I think you need to role model what we want to see in people. 
M&L often requires taking on extra responsibilities - which can 
mean more work even outside of normal hours and 
management of crises or other issues that arise. Your day or 
week can easily get derailed.”

“Its about problem-solving” etc.

Its worth knowing if you love your (specific) job — “The more you 
manage, the more you get towards leadership, the less you get 
to do the job you love.”

“I don’t share that view actually. It depends what part of the 
animal advocacy movement you’re talking about. It is nigh on 
impossible to find someone in a management role in 
development in animal rights. If we’re talking about it in the 
fundraising area, then yes, totally agree.” But doesn’t share 
perspective on “campaigners.”

Fundraising side — “definitely definitely true.” Others — “we get 
good applicants from a wide range of places.” “That said, I know 
in the US they struggle to find people for the comms role, for 
instance”

“The challenge is not that its a bottleneck, with the individuals, 
it's just that the private sector pays much more” e.g. in comms 
“you’ll get twice the salary.” But less of a problem for 
campaigners, because they tend to be more used to NGO 
salaries.

“You can have people who are real blue-sky thinkers.” “That can 
have its benefits,” but can be “distracting” — “constant set of 
churning ideas.” “It’s really important to have a clear core 
strategy. Not to be rigid — THL wants to be nimble obviously.”

But need to “show a clear path” and “not diverge at the next shiny 
thing that you see.” “Its good to have an element of that broad 
broad strategy and mission” but also to “get on and complete 
stuff and see things to fruition” — people that you’re managing 
can “feel quite frustrated quite quickly.”

Working on “planning, and budgeting” are “intrinsic to being 
successful.” “If you don’t have those skills that’s certainly 
something you can go away and learn.”

“If you’re managing director or CEO or something, I think your 
personality really matters — you are representing that 
organisation.” “Being really personable and warm and engaging.” 
“Being able to talk to anyone is really important.” “Also listening is 
a really important skill — one that we all need to work on always.” 
Engaging with “all types of people” e.g. for fundraising purposes.

[Support network at THl]
“I work very closely with Dave and Andrea and the others.” Easy 
to call people up for advice. “Other people have experience” 
where you haven’t. “Its always good to ask”

[I asked how the culture was developed]
“It's been an active effort.” “If someone’s going to become a 
manager there’s a whole 3 month training for that.” “Within the 
culture of THl there’s a massive culture of feedback.” That 
pushes you to be open “and able to take criticism” and “see your 
weaknesses.” 

“It's really important to be able to be strong enough to take that 
and be able to work with it.” “THL does a really good job of 
showing it's not about personal criticism” — “critical feedback”, to 
“be the best you can be”

Culture of advice “bred into THL right from the start.”

Catalina Lopez Mercy For 
Animals

Director of 
Corporate 
Engagement, 
Latin America

30/03/2020 “I oversee the corporate engagement department in Latin 
America. We’re based in Mexico.” “We do corporate relations 
with companies, and when that doesn’t work, we also do 
campaigns.” — “Pressure campaigns, demos, social media.” “In 
general, the overall aim of our department is to engage with the 
corporate sector,” get them to improve.” “Specifically right now 
we’re working on eggs, eliminating battery cages in Mexico.”

“I oversee those two teams. My role includes strategy, 
overseeing budgets, goals, and objectives — making sure they’re 
on track. Making quarterly reviews for my team, seeing what can 
be improved — both by me and my department.”

“I’m a veterinarian. So I also build relationships with producers. 
When we engage with companies, we give them all the options… 
But we still need to ensure the conditions” are good. Goes to 
farms, checks mortality, disease etc. Makes suggestions — 
informal but important, “so we know how hens are kept” and 
“building cage free demand and supply.”

“Right now I have 2 coordinators for campaigns and 1 
coordinator for relations. We’re hiring for a second relations 
coordinator. And the idea is to have a new manager for each 
area — one for relations and one for campaigns.”

My workday is usually — right now, during Coronavirus, I try to 
meet with my team at least 15 minutes every day. We usually 
just have one department meeting a week. I have meetings with 
my director… calls with a company (not right now, because 
everything is halted due to COVID, but usually). I usually try to 
do all my calls in the morning, so the afternoon is a little more 
free. But usually I still have 1 or 2 empty blocks where I have 
time for deep work.

“I would say 50% of my time is leading the team. 25% is animal 
welfare stuff. 25% is engaging with companies. I’m still missing 
one team member so I have to do that.”

“Usually not very long because I 
have a lot of meetings during the 
day. So I use time between 
meetings to get ahead on tasks 
that I have to finish or do. So 
maybe an hour or two, 
depending on the day.”

Has been at MFA for 2.5 years. Of those, 2 years had M&L 
responsibilities. “When I started, it was 3 months or so, then I got 
promoted and had one team member.”

[0.5 years]

“I used to work with companion animals in Colombia in my 
university. 2 or 3 years.” But Catalina’s first role with farmed 
animals was with MFA. 

I moved for a different job to Mexico, 5 years ago. “I decided I 
wanted to do something else that” made a positive impact on the 
world.

“I was working with the English test for a company here in 
Mexico.” [2.25 years according to LinkedIn.]

“I was responsible for the whole operation in Mexico. I had a 
team in Mexico City, but I also managed teams all over Mexico, 
in around 20 cities. I managed part-time staff as well.”

[2.25 years according to LinkedIn] “If you consider their passion that their passion is the same, I still 
think that if an organisation has a good training programme for 
managers and directors, they can definitely train someone who 
has experience in the movement.”

“But not a lot of organisations can offer this type of training or 
have the resources to give to this type of development. In that 
case, I would give it to someone who has management and 
leadership.” Depends on needs of org etc.

[I asked if she thought M&L could be trained more quickly]
“I think it would take less time. It also depends on the style of the 
organisation… for example if your leadership style is that you 
need to be on top of a lot of things, that’s going to be hard… 
experience in M&L doesn’t necessarily translate well to 
management.”

“In either case,” they have to spend effort training the employee 
to fit in with the necessary skills.

“It really depends on the organisation… it would take less time to 
learn what kind of leadership style fits with the organisation” than 
to learn about the movement which “I think takes years.”

“The most important thing is trust in your team, trust in their 
expertise. I think that that’s the best thing a manager or a leader 
can do. Of course, once they’re trained and have their skills. If 
they’re new and being trained, they need the leadership with 
them, training them, and accompanying them.”

But once training established “trust in their expertise, their 
advice, their feedback.”
Shouldn’t need to know everything — be able to trust.

“Second is communication — always communicating with your 
team.” Getting feedback, being respectful, “being very clear 
about what you expect from them,” from the department. What 
the goals are. “They need to understand why they should do this 
task and how that is contributing to the overall mission of the 
organisation,” especially things that are related to the mechanics 
of the department.

“And support your team, you know, if they have difficulties, that 
they know they can come to you, that they can be honest about 
any obstacles that they’re having. Either with you or with 
anything that’s preventing them,” e.g. difficulties at home that are 
affecting their work. 

“I think learning the basics in theory is very important but 
actually applying them is what really makes you learn. Like 
everything in life I think… think how to handle different types of 
personalities, different types of communications, managing both 
up and down, having a team leader yourself and having a team 
member will allow you to have the experience” that you need.

“It's one of those things that you really need to do it to learn how 
you feel comfortable. You do need some basics like strategies 
and tools to be able to cope with it.”

E.g. “maybe you become a volunteer leader in your area… so 
that you can start to see how it is to manage people; get people 
to a certain place on time, give people instructions, see how they 
respond to those instructions,” create materials.” It might not 
have much responsibility but will give you experience.

Both for voluntary activities, or at national, formal manager jobs. 
“The most important thing is to learn how to give and receive 
feedback. For that, you have to create a safe space for people to 
give their honest thoughts about how you can improve and build 
the skills. So I think from the start you have to be very 
straightforward saying, ‘ok, I’m going to manage the project but I 
want you guys to feel comfortable coming forward and saying, 
this can be improved.’”

“Getting feedback from your team member” is more difficult than 
getting feedback from your boss.

You can start adjusting your style a little to ensure that your 
leadership is effective.” What outcomes you expect from people 
etc, see if communication is an issue etc.

“Always look for feedback.”

[As in previous questions — “volunteer leader”]

“Basically any project in life you want to do. Maybe in your family 
you want to create a schedule for what kind of chores you want 
to do, and when, and how people can apply it.” Any of project 
“where you need support for someone other than yourself, I 
think that’s an experience for management.”

Maybe even “a paper for your university” where you work in a 
group — “you bring me this, and you bring me that.” Any project 
like that is managing.

“In general, Mexico is lacking management and leadership 
training” — orgs working here would have to “build those skills” in 
the employees. So orgs coming here would need to “make an 
investment to build those skills.”

[I asked if her previous experience with an M&L role at the 
company that did English tests was helpful for her role at MFA]

“Absolutely, yes, definitely. I managed remote people, so I had a 
lot of experience with that. We are remote at MFA which is 
challenging for some people. Also, an important thing is that you 
have to be very culturally sensitive here in Mexico” — “I learned 
that the hard way” in my previous job.

Brian Alexander Mercy For 
Animals

Director of 
Corporate 
Engagement, 
Animal Welfare, 
United States 
and Canada

02/04/2020 “I am overseeing our work to bring about policy commitments to 
reduce the practices and supply chains that we’ve identified as 
creating the most suffering and being tractable.”

2 teams — “corporate engagement” (“good cop”) and “public 
awareness campaigns” (“bad cop”) — strategic to bring big 
attention.

“Specifically our team does animal welfare policies” because 
there’s another team doing animal-free food, supply chains etc, 
and other teams working in other regions (Brazil, Mexico, India). 

“And I guess one other component is the compliance side of it” — 
“getting companies to be held accountable to put changes into 
effect.”

“I have two direct reports, who are themselves managers of 
teams — the corporate relations team and the campaigns team.” 
7 of us in total. “We’re trying to expand the team where the 
balance between” management and direct work will shift.

“We’ll have a once weekly team call,” then “every two weeks we’
ll have a departmental call” to share initiatives and collaborate.

[Added via email] Average 9 per 
day, 50 per week

70/30 in terms of “my empowering the people I manage” vs. “doing 
direct engagement with companies” and direct work. [Added 
subsequently via email: "the 70-30 split is based on how I defined 
"management" during the call (which includes working on projects 
that will facilitate the work of direct and indirect reports)."]

25% direct engagement — companies, suppliers etc
25% managing of direct reports.
25% of time spent on capacity building that affects more than the 
direct team, e.g. Brian is the lead on transitioning MFA’s 
CRM/salesforce programme. Also has a project working for MFA’s 
legal department to define various M&L responsibilities
25% the “ephemera” with various meetings.

“I’d say an average of 30. But 
that’s only through discipline.” 
Otherwise, 10 minutes.

“I could tell you without time 
blocking, it becomes out of your 
control. The past 4 months, I’ve 
adopted time blocking, making it 
so I do things in at minimum 30 
minute chunks. When I leave my 
calendar open to other people, 
that goes out the window.”

“This is the only place where I’ve worked in animal advocacy. I’m 
at about 2.5 years of being in a management position. And I was 
not in M&L for 1.5 years” before that.

“The leadership question is less clean. I think I’ve probably had 
leadership experience since the day I showed up… which I think 
is a changing perspective” at MFA of recognising leadership as 
not being because of a certain position but being more 
dispersed “at all levels” of the org.

[I asked about the 1.5 years]

“I was one of the first campaigners that was provided in the US. 
OPP provided a grant to hire 3 of us. Actually, I was a full-time 
intern at age 36” doing those campaigns. “For about a year I 
was a campaigner. I shifted over to” a position doing compliance 
work — “corporate policy specialist.” Then his first management 
role was when MFA established a new team for the “good cop 
work.”

[See previous question -- 1.5 years until formal management, 
but had some leadership experience since the start.]

“This is probably career number 3.” Prior to this, Brian was in 
“entertainment marketing” — wrote ads for a kids network. 
Disney Channel was their primary client — 6 years at a small 
production company.

Prior to that I worked as a web developer. Software project 
management.

Management experience “was quite limited. The one time I 
worked as a project manager was for 1 year for a nonprofit.” At 
no other time did Brian have paid supervisees — just 
occasionally interns.

12 years full-time paid work experience prior to animal advocacy 
roles. “This is probably career number 3.” Prior to this, Brian was 
in “entertainment marketing” — wrote ads for a kids network. 
Disney Channel was their primary client — 6 years at a small 
production company.

Prior to that I worked as a web developer. Software project 
management.

Management experience “was quite limited. The one time I 
worked as a project manager was for 1 year for a nonprofit.” At 
no other time did Brian have paid supervisees — just 
occasionally interns. 

“I’ll include alignment to the mission as equal, even though that 
seems unlikely.” In that sense, “I’d prefer the management 
candidate.”

At MFA, “we have more folks that understand the movement 
than we have people with formal or even informal management 
experience” so could improve more in that regard.

[Managers]
“Organisational skills. If you can’t clarify your thinking, what is 
your goal” — to look at the project and work out what it is you’re 
trying to achieve, communicate it to others, and set ways for how 
to to take steps towards it.

“Valuing the individual” — almost “caring about others.” “I really 
put that first.” Impulse is that you’re looking at KPIs. but “without 
cultivating genuine cre going both ways, between the manager 
and the person managed” and recognising that “their wellbeing, 
their growth” is more important than “any individual KPI”, “you 
are going to have problems with churn [i.e. turnover” which “is 
going to make us less effective.” So “the touchy feely stuff really 
really matters. And I think it starts at the top. And if you’re lacking 
in that, looking at others as those who will do your bidding, rather 
than those who you can support, you will not have success as a 
manager.”

“Accountability and integrity.” “Receptiveness to feedback and 
consultation.” “Modelling good behaviour and what you want to 
see out of team members” is crucial. “In that respect, 
vulnerability is very important, or the acknowledgement of 
fallibility. I want people to be able to come to me if they screw 
up.” “I think we’re making good progress in cultivating genuine 
two-way feedback.” But sometimes “there’s an aversion to 
feedback unless you get in the reps of doing it.” So tries to lead it 
with.

[Leadership?]
“To be fair, some of those things I mentioned at the end are 
aspects of leadership too.” e.g. “acknowledging mistakes.” If 
people know there were mistakes and you don’t acknowledge it, 
it's like “trying to deny reality.” People are “afraid” that 
acknowledging mistakes can “negatively affect career trajectory”, 
but Brian doesn’t think it does. He thinks he’s been promoted 
previously partly because of his willingness to recognise issues 
(both his own mistakes/issues and in the org more widely).

Leaders can be quiet, but “need that charisma to draw people in, 
excite them, run through walls (in a safe way).” 

And “an area I want to improve” is “decisiveness” — “the best 
leaders are the ones who do it and then bring people along with 
them.”

“I can’t say what I think is most transferable, and I think that’s 
speaking to an area of need. Though this is changing, I think it 
will change more. So much of the movement depends on people 
from the movement itself, with the experience there. Even the 
best managers have developed it from a  very small slither of 
people. There’s way more experienced managers from outside 
the movement than within.” We’ve had growth, but “I think we’ve 
been very limited in the pool from which we’re selecting. I really 
do think that if we can expand it more to bring in” “successful 
managers” from “the for-profit” sector.

“It is transferable,” if the mission alignment is there too. Not so 
unique that only movement insiders can help. “We’ve been self-
limiting” — “taking a slither of a slither” of possible candidates.

In orgs “I’ve seen the rolling out of the idea of project 
management” — and sees that as a positive. Roles that are just 
“project manager.” People have to go and “carve out” how they 
split their time — mostly about “promoting the high performers, 
whatever their specialisation is.” Favouring that over promoting 
people with experience of management.

“I think, looking to without, trying to identify high performers for 
management and project management, assuming we can attract 
them, is one the ways we can become more effective. And I don’t 
think its been a focus.”

“I think one thing is identifying opportunities, hopefully if you’re at 
an org that is cultivating them, to avail yourself of what’s being 
offered. That doesn’t necessarily mean an org knows what it's 
doing or offering what is most useful.”

But “should take” the “pathways to grow” they offer — 1) there 
will be some things you learn, 2) can help formalise processes in 
the org. This is something “that can be lost if you’re always 
looking to the next thing.”

“It can be easy to be overwhelmed by the volume of different 
advice” on management practices etc. It's important that some 
people are trying to work out what is “the best,” what is “most 
effective.” “But 80% of the value comes from choosing 
something and getting everyone to do it, to be on the same 
page. There’s a lot of freedom to saying each team can decide 
what it wants to do,” ability to innovate, and departmental 
autonomy. But more important for an org “to establish baseline 
expectations and models” — “you can go beyond this… but 
everyone is going to do X.” There should be a “process of 
collaboration to come to X, but when you have X, [ou have to] 
broadly apply it.”

A number of staffers have attended trainings from “The 
Management Center” -- and more have read “Managing to 
Change the World”, which “I think is very useful and very 
practical.” Lots of practical processes, though they haven't been 
universally rolled out to teams. “And actually what we’re doing 
now is increasingly rolling them out, different processes for” 
delegation, 360 reviews, various other practices. “Do I know that 
that book, those ways, are the most effective? No! But aligning 
on something that is probably fairly effective and doing it, rather 
than identifying the next thing we want to introduce and shifting 
again in 6 months without having mass buy in” will “create better 
productivity.”

[I commented several people had mentioned the same book]
“I wonder whether that’s because its the best” or because “the 
same circle” talked about it, shared it around etc. “I do find it very 
practical.” “Acknowledging that there hasn’t been as much of a 
priority put on these types of management practices, it can be 
worthwhile to take courses outside of [your org] even if its just a 
resume builder. I think it would be more than that, but to really 
show that you’ve incorporated M&L practices into your work, 
sought out opportunities.” “It's easy to be” focusing on “reading” 
or learning “content.” E.g. animal-welfare specifics. But also 
need to think about “beyond what you know.”

“I guess the merger of the leadership and management gives 
me pause.” Seems to be keen on distinguishing the terms.

“From the perspective of management, if you derive the most 
pleasure from doing what you are currently doing, recognising 
that… If you want to move up in a career, so to speak, is it 
because you want to create the most change? If it is, then I 
would recommend that. If you are very good at what you do and 
you want to help others… then I do think that you can do more 
for animals by ascending, having your strategic vision and 
knowledge carry more weight through decision-making 
processes. I think those two things are linked in most traditional 
organisational structures. The higher up you go, the more you’ll 
have a seat at the table,” affect decisions.
“If you are about finding something from which you derive 
pleasure, and you are somebody who wants to do, rather than 
empower others to do” — the goal as a manager should be 
“setting it up for others to do.”

Traditionally, the approach is to “try to climb the career ladder, 
whatever your opportunities.” “I recognised that, prior to 
somebody coming on who’s my supervisor, VP of corporate 
engagement. Because I recognised that I am at a point right now 
that it's important for me to still be in the weeds a bit.” That 
happens less if you get more senior. “I didn’t want to get away 
from that, just because there is an opportunity to go higher.”

“Look inwardly,” know where your personal fulfilment comes 
from — “the doing, not just the outcome.” Sounds “non EA,” but 
“EA in a zoomed out way” — “if you recognise that your passion 
for the act of doing drives your results and you’ll lose some of 
that by getting further away from the doing, you’re going to be 
more effective for animals by not taking that next step up.”

[On concrete actions]
“I can’t point you to a specific framework to do it, but really do a 
professional development assessment plan” — “what motivates 
you, what do i want to achieve” without the assumption of how 
“how do I fill this out so I can move up into X.” “Its an 
assumption” that we should try to maximise “influence” in our 
careers. Ambition is good, but “it's not one size fits all” and might 
not align with what drives you.

“Maybe that’s what these skills profiles are — not just how do I 
get X job, but do I want X job, and what job fits me best.”

[I asked what the things are that interrupt work routine]

“We use Slack… I think it's the instinct to be a people-pleaser or 
a quick-responder, where if that’s left unchecked, that’s where it 
goes.” 

With both supervisees and supervisors, Brian’s inclination is to 
ask “how can I be of help to your work” abd problem solve for 
others. There was a time when there was no VP or director for 
the department. People would come to Brian from different 
departments — thinks he built up a reputation as a person who 
knows or does various things.

“My normal solution to that was just to work more, and it would 
be at the end of the day that I turned to ‘my work.’” It’s only 
through the time-blocking and reducing the amount of times he 
checks Slack and emails.

Note: the three interviews below were 
conducted primarily as interviews about 
fundraising; only some questions were relevant 
to management and leadership.

Jakub Stencel Anima 
International

Director of 
Development

17/03/2020 Overseeing the development of the organisation — “fundraising, 
operations, marketing.” Coordinate everything to do with making 
sure the organisation is developing sustainably. But mostly 
“overseeing it.”

“Training and recruiting people.”

“We are going through different stages as an organisation… it is 
changing quite rapidly” with rapid growth for Anima International.

“In the coming months, my identity here, my job will be more 
clarified and less flexible. That would be my bet, though it's hard 
to see.”

A lot of calls. “I would say about a quarter of my time” managing, “about half of 
my time” working directly on projects, then last quarter on other 
tasks like networking, meeting people.

[I expressed surprise it was as little as 25% on managing.] 
Managing people is mostly getting in touch with people, making 
sure they have what they need, resources, what they need to get 
on with their day to day work. Little micromanaging because in 
Anima International we have the model of Swarmwise.

With bigger projects, Jakub would try to hop in. E.g. changing 
income structure in one country they are working in. But otherwise 
they have quite standardised ways for operations. Mostly just 
keeping in touch, rather than micromanaging.

“This is why it's crucial for us to be training people” — e.g. if they 
hire “new people on fundraising in Ukraine, I would spend a lot of 
time with them,” trying to “understand their thinking, how they 
work, what they worked on before,” then trying to explain how 
Anima International works.

[Training for people  at Anima International]
Staff work remotely so they get people to travel to meet each 
other — “help to build psychological safety.” One part is 
transferring the skills — this part is “easy.” Second part is 
“making people comfortable” to question things, exchange ideas. 
Establish “psychological safety” — talk about work but also not 
just about work. “This is very important” part of the training. New 
people have “out of box thinking” that is helpful.

But also giving a sense of what the organisation has done 
previously. Might underestimate how hard it is “to get the 
knowledge you have right now” as a senior animal advocate. 
Need to share how your thinking changed, all the silly mistakes 
you made etc. Also helps people to understand the context of 
the organisation better. Explaining values, how to be productive.

Then working together on something tangible.

Then meet again “from time to time” to keep the psychological 
safety and to assess “motivation” — especially if their role needs 
to be quite independent, it’s important to check whether they will 
be good for optimising the organisation.
“Not just about having outcomes that are good”, its about 
thinking “how can we be the best in what we do” — sometimes 
“taking risks and having this entrepreneur mindset” is more 
helpful.
“There’s lots to it.”

But focuses on values more than “the skills” — skills you develop 
gradually through the next months. Early on, it is important to 
give them tasks that “are described quite well”, i.e. start with 
more clearly defined and clear tasks, rather than vague.

(this is their training process in general)
For fundraising specifically, they would go through “our systems, 
what we do, fundraising team” — the general skeleton is the 
same, but you’d add some specific details for the role. “What we 
send to our donors, how often we contact the donors.” If they 
work with IT systems and websites to optimise giving through 
tech, it would be very different.
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Interviewee Organisation Role / title
Date of 
interview Can you summarise your role for me? What does a typical day involve?

How many hours a day 
do you think you work 
on average?

Roughly what proportion of your time do you 
spend doing independent work, and what 
proportion of your time do you spend managing 
others? [1]

What do you reckon is 
the average length of 
time that you spend on 
any one task? [2]

How long would you say that you have had 
management and leadership responsibilities in 
an animal advocacy / animal-free food role?

How long do you think it was between your first 
animal advocacy / animal-free food role and 
when you started taking on M&L 
responsibilities?

How long do you think it was between your first 
animal advocacy / animal-free food role and 
when you started taking on M&L 
responsibilities?

Roughly how many years worth of experience in 
full-time paid work did you have outside of the 
animal advocacy / animal-free food context 
before you started working in those roles?

[Question about the importance of M&L 
expertise relative to animal advocacy / animal-
free food familiarity -- see note] [3] What makes great managers and leaders?

What sorts of experience are most useful for 
developing management and leadership 
expertise?

Which management and leadership experience 
is most transferable to the farmed animal 
movement’s context?

What are the best ways to deliberately practice 
and develop management and leadership 
expertise?

What are the best resources for developing 
management and leadership skills? [4]

How can someone assess their personal fit for 
management and leadership roles?

[Question about whether this is a bottleneck -- 
see note] [5] Any other thoughts? Unplanned follow-up questions

Caroline Mills The Humane 
League

Director of 
Donor Relations

19/03/2020 “Manage the mid level and major gifts” teams, representing gifts 
of $500 to $5000 and $5000 and up respectively. Manage a team 
of fundraisers — major gift officers and medium-sized gifts. 
Personalised and individual fundraising.

“A lot of meetings.” “I do a lot of project management and staff 
management.” “I personally have 3 direct reports and am hiring 
one more.”

“Strategy work, programme building for major gifts and mid 
level.” 

“Building up those fundraising programmes.” 

“So I do a lot of Systems work” and “structural things” — figuring 
out what our different funding opportunities are” and which 
donors to target, “a lot of logistical work that needs to happen.” 
People need to get tax receipts, stuff that needs oversight at the 
top.

“It comes in waves. I would say 
I average maybe 9 hours a day. 
Fundraising can be very 
seasonal, so especially round 
the end of year it can be 
overtime heavy. But in the 
spring and especially early in 
the year it will be a lull. With 
fundraising there’s always more 
to do and more that can be 
done.”

“Maybe 70% management and 30% my portfolio of donors.”

“Major gifts work is really individualised” — “one-on-one 
connection” between fundraiser and donor and organisation — 
really personalised “impact reports” and “updates” and “deep 
relationship-building.”

Quite personalised and individualised but “there are still systems 
that you need” e.g. KPIs and strategies, but they “just get an extra 
layer of personalisation on top of them.”

Kalista Barter The Humane 
League

Senior Director 
of Development

25/03/2020 “I oversee the development team here at THL. There are 8 of us 
right now. I take the big picture view on a lot of things. I do long 
term planning, messaging, general kinds of stuff. Then I have a 
wonderful team who oversee” various parts of that. Online, peer 
to peer. 

“I do some one to one with our bigger donors” (but mostly 
strategic + managing).

“Many meetings.” Remote — “4 to 6 hours of meetings every day 
with various people on my team and the leadership team, and/or 
our external firm that we use for our direct mail and online 
fundraising programme.”

“We contract out for that as do many of the larger animal 
organisations, at least in the US.”

“Talk through, make sure everything’s on track.” “Latter half of 
the day is moving things forwards, whether it’s writing, going 
round to the department heads trying to figure out what 
everyone’s priorities are” during the COVID crisis, to 
“communicate that to our donors.”

“Creating resources for my team to use. Doing budgeting. 
Reviewing proposals. Reviewing all of our… I usually take the 
last look at everything that goes out to our donors.”

“I’d probably say its 90% management and support of the time or 
strategy behind the team.”

[In terms of the strategy specifically] — “not as much as I would 
like. A lot of my strategic planning happens on the weekends or in 
the evenings, when I can take that step back from the rush of 
everything that needs to get done.”

“I'm on the west coast, most of my team is on the east coast, so I 
kind of get that part of the day to focus a  little bit more on big 
picture stuff.” “I probably get at least half a day on the big picture 
stuff”
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Interviewee

Proportion of 
time spent on 
management

Number in 
team [6]

Number of 
direct 
supervisees

years since 
first started 
managing in 
animal 
advocacy [7]

Years of pre-
effective 
animal 
advocacy M&L 
experience [8]

Total M&L 
experience

Years from 
first animal 
advocacy role 
to first animal 
advocacy M&L 
role Hours per day

Prefers animal advocacy 
experience, M&L experience, 
or answer flipped depending 
on (named, specified) 
circumstances [9]

Paweł Rawicki 65 30 8 8 1.25 9.25 0 9 Flipped
Gabrielė 
Vaitkevičiūtė 65 6 6 5.5 0 5.5 0 10 M&L
Jens Tuider Not estimated 5 Not asked 2.5 3 5.5 4.5 9.5 M&L
Elaine Siu 33 5 5 0.5 0 0.5 1 7 Not asked
Ricardo Laurino Not estimated 41 Not asked 10.5 18.5 29 0 9 M&L
Fernanda 
Fernandes 20 2 2 1 5.5 6.5 1.2 8 M&L
Erin Rees 
Clayton 45 2 2 0.5 5 5.5 3 8 M&L
Vicky Bond 66 15 5 7 6 13 2.1 Animal advocacy
Catalina Lopez 50 Not asked Not asked 2 2.25 4.25 0.5 Animal advocacy
Brian Alexander 70 6 2 2.5 1 3.5 1.5 10 M&L
Caroline Mills 70 3 3 Not asked Not asked NA Not asked 9 Not asked
Kalista Barter 90 7 Not asked Not asked Not asked NA Not asked Not asked
Jakub Stencel 25 Not asked Not asked Not asked Not asked NA Not asked Not asked
Anonymous 10
Average 54.5 11.1 4.1 4.0 4.3 8.3 1.4 9.0

Variables Correlation
Number of 
individuals

Proportion of time spent on management and 
number in team 0.3 9
Proportion of time spent on management and 
number of direct supervisees 0.32 8
Number in team and years since first started 
managing in animal advocacy 0.91 9
Number in team and total M&L experience 0.86 9
Years from first animal advocacy role to first animal 
advocacy M&L role and years of pre-animal 
advocacy M&L experience -0.28 10

Of course, with such low numbers of data points, these trends may not be very representative of the wider animal advocacy movement.
Pearson's r correlations calculated with https://www.socscistatistics.com/tests/pearson/default2.aspx
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[1] e.g. of managing: communicating with them directly or preparing resources for them.

[2] E.g. average 10 minutes before being interrupted or needing to switch? Or a whole day? Or an hour or two?

[3] Imagine that you are leaving your current role and your organisation needs to find a replacement. Imagine that one candidate for the position has 
excellent experience and understanding of the animal advocacy / animal-free food community, but lacks management experience. Another candidate has 
excellent experience with management but lacks direct experience in animal advocacy / animal-free food. Which candidate do you think would be better at 
performing your role? (Assume that all other variables are equal, including their level of commitment to the cause.)

[4] Do you have any personal favourites?

[5] We currently think that management and leadership expertise is one of the top 5 talent bottlenecks in the movement. In other words, it’s one of the most 
urgent problems to address in terms of either upskilling current employees or bringing in new people to the movement with that sort of expertise. Do you find 
this surprising, or do you share our current view?

[6] I.e. supervised by the interviewee or supervised by their supervisees or supervised by their supervisees' supervisees' supervisees

[7] Here, I decided to count only formal management responsibilities

[8] Here, informal or partial M&L experience was counted as one-half or one-third of the number of years.

[9] Arguably, some of these could be recategorised. E.g. Catalina did flip her answer in named, specific circumstances, but seemed to lean in favour of EAA 
experience in general, so I categorised her answer as "EAA" rather than "flipped."


