
 

I. Developing organizational capacity: guidance to training and implementation 
 
 

Key points 
• Establish a multidisciplinary leadership team for mercury reduction 
• Launch the project within the hospital 
• Create an institution-wide program 
• Involve senior-level management 

Toolkit resources for this Activity 
• Matrix of training and review meetings for mercury reduction 

(Appendix I-1) 
• Guidance notes for mercury reduction training – government and non-

government stakeholders (Appendix I-2) 
• Guidance notes for mercury reduction training – hospital staff 

(Appendix I-3) 
• Sample PowerPoint presentation #1 (Appendix I-4) 
• Sample PowerPoint presentation #2 (Appendix I-5) 
• Link to video: Bowling Green State University Mercury Vapor 

Experiment (Appendix I-6) 

 
What is organizational capacity? It is the infrastructure or the basic, underlying framework needed to 
carry out the mercury reduction program in your institution. This section provides the guidance for 
commencing the program. 
 
The proposed model is an institution-wide program in which the responsibility is held jointly by members 
of a leadership team focused on mercury reduction. Representation of staff from across disciplines 
ensures that needed resources, expertise and perspectives are involved. The responsibility and authority 
for program coordination should be assigned to an individual with appropriate organizational and 
leadership skills. Representation from senior-level management is important to provide visible leadership 
and demonstrate the administration’s commitment to the program. The team should also include persons 
from clinical and laboratory department who use mercury devices, as well as staff members with expertise 
in infection control, employee training, environmental services, procurement/materials management, and 
waste handling. 
 
Launch the Project 
 
One of the first steps in a mercury reduction effort is to launch the project within the hospital. This is 
typically one or several meetings with hospital employees to communicate the hospital’s commitment to 
mercury reduction. In some cases, it will be combined with a broader commitment to mercury reduction 
and will include speakers from outside the hospital, such as a regional or international program. 
 



The launch meeting will convey the following points: 
- Welcome 
- Overview of the meeting’s purpose and agenda 
- The problem with mercury 
- The hospital’s commitment to mercury reduction  
- Endorsement of the project by speakers within and/or external to the hospital 
- Next steps 

 
After the launch meeting has taken place, the management-endorsed Mercury Reduction Leadership 
Team will be formed and will take responsibility for the mercury reduction project. 
 
 
Setting up a Mercury Reduction Working Group 
 
A mercury reduction  working group is comprised of individuals from different areas of the hospital 
working together to eliminate mercury and to foster a culture of continuous improvement. The team 
leader should be someone with management responsibility who can ensure that the project is fully 
implemented. The team should include representation from all relevant departments and people who have 
a passion for and understanding of the focus on mercury reduction. This team is responsible for managing 
the mercury reduction project within the hospital by overseeing the execution of Steps II-VI in this 
manual. 
 
Why is a diverse team beneficial? 
• A facility-wide team that is looking at the whole picture can spot opportunities and can anticipate and 

provide effective solutions to obstacles. 
• Diverse perspectives of members from different departments can challenge current practices and 

promote innovative solutions. A team can work together to create pilot projects. 
• If each department is part of the process, there will be greater buy-in to changes in practices and 

products 
• A dedicated team can motivate the purchasing and other departments to implement new products and 

practices. 
 
Examples of Potential Participants in a Mercury Reduction Working Group 
Potential Representatives Contributions/Strengths 
Administration/Senior Management 
(Mandatory) 

• Communicate the organization’s commitment to elimination of mercury 
• Ensure personnel and fiscal resources are available to meet program 

goals 
Clinical staff and  
Laboratory services staff 

• Provide insight into current practices and use of mercury  
• Participate in pilot evaluations of proposed products and offer feedback 

on implications of new products or practices 
• Identify key product criteria 
• Serve as conduit between the team and clinicians/lab staff to facilitate 

communication, ensure buy-in and assist with training staff on new 
products/practices 

Financial services • Assist with financial justification for alternative products and practices 
Purchasing/procurement, Materials 
management 

• Help identify alternative products and manufacturers  
• Provide cost data for making informed decisions. 

Housekeeping, waste 
management 

• Provide insight into and ensure safe control of waste mercury 
• Assist with evaluation and implications of alternative products/practices 

Environmental Services • Provide insight into and ensure safe control of waste mercury 
• Assess the environmental implications of proposed products 



Operations (Physical plant, 
security, maintenance, operations) 

• Provide insight into non-medical mercury use in the physical plant 
• Assist with proper management of mercury in the plant 

Infection control • Ensure that alternative products/practices meet infection control needs 
Food services, Laundry • Participate in controlling mercury in equipment (e.g. freezer 

thermometers, candy thermometers, flame or temperature sensors in 
ovens, tilt/position switches in freezers or laundry washers & dryers)  

Communications/Public relations • Communicate to employees, patients, visitors, and local community about 
the hospital’s commitment to a healthy environment through the reduction 
of mercury 

• Promote successes 
• Assist with educational outreach 

 
Although the leadership team will include a core group, staff from additional areas might be invited to 
participate in a particular discussion or as part of a subgroup working on a specific task. 
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