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Wiho Are Our Customers?

» University Laboratory Animal Resources (ULAR) —
manages the care of research animals at UPenn

» Currently the husbandry program consists of:
o 159 animal care techs/cagewash techs

18 managers/supervisors

12 animal facilities (decentralized)

Servicing 200+ labs

Numerous species
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Wit s Anima Husbandry
Training Anyway ¢

» Teaching new and seasoned animal
care, cage wash, and management
staff how to perform animal
husbandry
o Feeding
o Watering
o cage changing
o sick animal reporting

» ACTs must be well-versed in SOPs to
do their jobs effectively

» Minimizing variables validates
research results



The EHRS - Husbandry 'l?aivwm Connection

‘ ‘ ‘ conservation, proper chemical use, ergonom'~'
and biosafety training with Penn’s Offlce
Environmental Health and Radlatlon

department.

Ensuring optimal animal welfar 1
safeguarding worker health and s
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Mice are the most
coMmonly used animals
I research
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ACTs learn now 1o
Cange rodent coges
N new employee
orientamion



“The Plan That Failed

The original 2-week NEO format

3 trainers (one trainer per senior manager)
Responsible for a cluster

2-weeks of in-person training

Heavy reading (30 SOPs in entirety)
Written assessments
Sessions on demand -
Administrative tasks handled by trainers =
Training in isolation
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Discovering Thne Failure

o A GoPro camera was worn by ACTs who
consented to being filmed while performing
huslbandry duties

o Filming occured after release from
orientation and within six months of hire

o Sessions included 15-minute intervals while
changing cages

o After filming, ACTs were able to view the
footage

o Together with the trainer, they discussed any
mistakes captured

o Participants completed an anonymous
survey
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Utilizing a GoPro Camera to Refine and Improve Training for New Husbandry Technicians

ULAR -

University Laboratory
Animal Resources

Carmen Perez-Fisher-Animal Husbandry Trainer, Bahiya Stone-Animal Husbandry Trainer
ULAR-University of Pennsylvania, Philadelphia, PA

Background
Despite the best efforts of tramners, at some point participants will deviate from what they

leamed in new employee orientation. implementation of technology, such as a GoPro
camera, allows a trainer to capture real-time data from new employees and discover
where the breakdown In retention lles. This powerful tool enables the user to improve
their training program by isolating the variables contributing to deviation from standard
operating procedure and use that information 1o collaborate with vivanum management
and existing husbandry staff to ensure success of new animal care technicians (ACTs).
Continuous training s an essential component of positive employee growth and
utilization of cumrent technology allows for an Immediate assessment of technical
strengths and weaknesses.

Materials & Methods

ACTs released from new employee training within a range of six months of hire were
outfitted with a8 GoPro Hero camera and asked to perform routine anémal husbandry
while being fémed. During fifteen minute intervals, ACTs changed rodent cages as part
of their regularly scheduled assignment while wearing the camera In a chest or head
mount. Any deviations from standard procedure were identified and recorded by the
trainer. Following flming, ACTs were given the opportunity to view thedr footage and
discuss any estabished mistakes or mitigating factors with the trainer. Thereafter, ACTs
received an anonymous ten-question survey regarding the utilization of the camera for
training purposes. Feedback from survey responses and errors recorded during féming
were |ater graphed for comparison.
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Results

«Implementation of visual alds such as videos In the early stages of an employee’s time In training can help provide a clearer understanding of
performance expectations prior to releass.

*Deviation from standard procedures occur, In general, within the first month of starting their duties in the vivarium.

«Staff expressed concern regarding potential for footage to be misused for purposes other than training.

*Despite assurances of anonymity, some comments were contradictory between survey responses and verbal feedback.

*Participants overwheimingly agreed that the ability to view themselves working would make them more lkely to change negative habits.

Fig. 6. Cage changi
from view of GoPro
camera wusing cheost
mounted harness.
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Discussion & Conclusion

Implementing the GoPro camera has improved our training program by significantly heightening accountability and unmasking where the breakdown in
retention exists. The traditional method of assessment within ULAR consists of a room check and an accompanying Qualty Performance Worksheet.
However, because this check is usually performed after completion of the room, the technician is open 1o dispute whether or not the infraction is due to
his own negligence or another person present in the room after his departure. Contranty, footage from the GoPro camera offers no loopholes; the
technician is able 1o see exactly which procedural steps were taken and in what fashion he arrived at the completed product. At this point, the trainer
can pinpoint any perceived misunderstanding or lapse in retention and provide appropriate support. An overwheiming one hundred percent of the
techniclans surveyed sald viewing video of themseives performing a task incomrectly makes them more inclined to self-correct that behavior in the
future. In this way, using a8 GoPro camera can reduce the number of errors in husbandry tasks overall. An interesting future study might involve
videotaping this group of technicians at another six month interval to determine if the quantity of emrors decreased and whether new errors emerge.
Despite the tangible benefits of utiézing a GoPro camera in your training program, drawbacks may be encountered. In an effort to cbwviate the concemn of
participating ACTs regarding footage being used punitively, leadership must make it clear that footage will be exclusively used as a teaching and
assessment tool only. Along the same lnes, coliaboration and expectations between husbandry trainers and husbandry management s crucial;
dissimilar goals between these parties could serve as another stumbling block due to mismatched messages for staff. When used responsibly, the
potential for this type of technology s imitless in a training capacity.
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What Dd We

o Deviations from standard procedures occur within the first
month of starting duties.

o Participants agreed that the ability to view themselves
working would make them more likely to change negative
habits.

o Overdll, implementation of more visual aids improve the new
employee orientation prior to the hands-on phase.

o Employees disclosed within the anonymous surveys that they
felt pressure, sometimes self-imposed, to rely on shortcuts to

speed up their performance.



 Original New Employee
Orientation (NEO)
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3 trainers (one trainer per senior
manager)

Responsible for a cluster

2-weeks in-person ‘ﬁ
Heavy reading, 30 SOPs ,
Sessions on demand

Administrative tasks. handled by
trainers

Relying on participant memory
Training in isolation

-

P o
.

e < o & 9

mprovements Bosed on Footage « F@@d.Bqu

» Revised NEO after
reorganization & pandemic

2 trainers (no senior managers)
1.5-week hybrid schedule

Trainers interchangeable, no
specific areas

Less reading, more interactions
Monthly sessions

Admin tasks shared with business
services and solution center
Providing a cheat sheet

Training with collaboration



Our New Training Flan

« Reduced overall duration

- Varied delivery (SOP PPTs, independent reading,
videos

» Earlier hands-on opportunities®
» decapitation
« documentation .
* mock phone calls and emaills
» animal room work starts 1st week
» Cheat sheet

» Multiple exppsures to the same information (read i,
hear'it, do It)

« Communication with stakeholders before, during,
and after orientation

*
Assessment
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First Day Comparison 205 v. 2025

Day 1

Introductions

Complete the following housekeeping items in 40™ Street Conference room
with Sheryl or Joyce:

¢ Tax documents

¢ Benefits

¢ Medical record number
¢ Black key access form

¢ Order uniforms & boots

Meet with Marissa (walk as a group)

View FISH video

Lunch break

In OVQ conference room, view orientation PowerPoint
Schedule Occupational Health appointments
Complete email access form

Receive a campus map and new hire folder

Day 1

Introductions — Area leaders (Training, Business
Office, Clinical, Husbandry, Human Resources)

Introduction to ULAR (PPT)
SOPs - Independent Reading followed by
Group Review
* 1.04 ULAR Personnel Guidelines
* 1.11 Essential Personnel
1.20 Black Key Access

1.45 Threats Against Research (followed
by Group discussion)

3.00 Occupational Health
3.10 Sharps
3.05 PPE




New Employee Orientation Training Report

i Date: 4,/12,/2025 Trainer: 5tone/Ferez-Fisher Contact info: ULAR-HT@lists.upenn.edu (215) 746-3378 |

Technician: Marguita sanchez | Building: CRB

summary of Training:
& afrendsd one wesek of S0P training (S0P listed below), two EHRS safety presentations, and Herpss B training.
atrended HR presentation with Shanegice Prics.
attended cage wiash safety training.
secured Penn email, domain login, and directory listing.
Rzlevant Workday courses assigned.
completed 3 days of hands-on training in CRB & TRCS using full s2t-ups, which included both room changing and room
maintenance.

Identified overcrowded cages, no cage separations.
Identified and reported sick animals, dead animals, and naw pups.
Utilized Polaris Cage Card Motifications system to email lab for room isswes.

Eurhanasia owerview and demn viewed decapitation.

SWEpT rogm.
#  Cleaned underside of biosafety hood.

50Ps coveread:

1.04 ULAR Personnel Guidelines
1.11 Eszentizl Personnel

1.20 Black Key Access

1.45 Threats Agzinst Res=arch
3.00 Cocupational Health

3.10 sharps

3.05 PPE

5.30 Clezan/Dirty 5ide of Cagewash
10.05 Washer temperaturs
3.50 Washer Egress

10.1% Autoclave

3.15 Bite/Scratch

3-3:30pm Herpes B Presentation
4,00 Health Observations
5.35 Animal Biosafety Level 2
i5.10 Fe=d/Bedding

5,20 Feed

5.25 Watering

10.50 Bio-waste

i5.05 Cage card/1D

i5.45 Euthanzasia

7.590 Enrichment

500 Mowvement

5.30 Cage Changing

7.00 Daily Rodent Husbandry
5.70 Hygrometer — for reference
7.06 OCC Policy

5.05 sentingl Mice

.10 S=ntinel Rats

5.40 Viral Quarantine

©.45 Pimworm/Mite JQuarantine

Mot covered in this session:

working with rats
In-parson euthanasia

rAOpping rocm
Pl Logbook

Decapitationy/Bilateral thoracotomy

Additional Comments from Trainer:

Warouita is detall crientated anc a teamn plaver. Shie worked diligenity in the sivariom and msde sure bo clanly arg items dne swas unoertain about. Wheneeer shie
comphebsd 3 i3k she aldad other individuals in the group

Loz all new employees, Marguita waould benelit from managenal support and superdsicn once she begins changng on his own. She would also bemelit frem feechack
after a quality perormance check ina room she has completed. This will allow for room 1o grow and improve.

As with all newly released techniclans, it ks strongly recommeended that assignments and responsibilities increase gradually over time. This will help prevent Marguita
fram becoming averahalmed ang temphed to wse shortoulks. Marguia has hao mo expasune to rais in training; please obeerde prior b ssorking akane in a rat room.
Additionally, Marquita did nat hiaee the opportunity to decapitate neonates during orientation; please observe Marquita prior ko performing any euthanasia procedure
Incdepencenthy.

Please provede facility orlestation, secure sorubs and locker, and review schaedubs spon release from training.

qinirg Observation & Assessment

Competency levels for individual areas of New Employee Orientation are included below:.

temn Competancy Level
Unacceptable Im':;::;::nt Satisfactory Advanced
{far beiow . {meets (exceeds
, 5] (just below y 5] . ts)
requrnemen FE'I]'I.J.'-I"EHTEHEE_,I FEQUIrenTents FEQUIrements
[ ACCR Cards X
[ Dacumenting Investigator |"-|,|".|'-"|
Log
[ Dead animal cards ¥
CJoCC cards X
[CJradent Area Log [doarshest) ¥
L_Jpup card X

[CJareading schemes
[CJweaning dates
[Jcage changing technique

e e e e

[CJcage changing speed
[CJradent restraint M
Csick animal reparting

A

_—

L Seing mice
[CJoead animal
CJEuthanasia
Cleee

|:|'l.'.l'i=!."|.'.lurm Cages

CIFrequency of glave changes
[CJoieaning haod
CJoeaning rack

DSweuping,"muppmg

] Cleererowded palicy

DMuintﬁnanuiii iuali!I'

|:|T|:mp-ur:.'.tu re werification

e R e e e e et et e s e

DCleaning aguipment
CImaking setups
[CJAres maintenance
[CJwasher aperation
Clautecave log
Csafety
[IFeed/beddin

El Il I ol T T o

Would not move
Extend training forward with
candidacy

Eelease with close

Helease from training Fision
supe

TRAINER RECOMMENDATION: ¥

Manager/Supervisor Signature: Trainer 5ignature: Bahiya S5tone




Hello everyone,

The purpose of this email is to connect new hires with managers and supervisors in the facilities they are assigned. New hires from the July class will be released fi
2025. Prior to then, please confirm the following information:

» \Which days each week they will work until beginning their permanent schedule
» Facility access
» \Who they will shadow on Thursday

» Start time for Thursday

BRB:

421 Curie Boulevard,

Philadelphia, PA 19104
https://facilities.upenn.edu/maps/locations/biomedical-research-building-2

New Hire: Anastasia Doe, email: anastasiadoe@gmail.com, phone: 215-555-5555
Manager: Mason Garnett, email: mase@upenn.edu, phone: 215-555-5555
Supervisor: Bilal Green, email: wilgreen@upenn.edu, phone: 215-555-5555
Supervisor: Cica Quenum, email: cica@upenn.edu, phone: 215-555-5555

* Anastasia - Tomorrow, please email a picture of your PennCard to your manager/supervisor so that they may secure facility access for you. Please see attachm
Feel free to respond with any guestions or concerns you may have.

Thank you,
Bahiya

« (e



Cheat Sheet - Copy into Your Notepad

Issue: Sick Animal Find a New Litter
Steps to Complete: * Red acetate on cage * Pups Found card (pink)
* Sick animal report * Ensure correct wean
* Place in binder date
* |f emergency: * Use your calendar to
* Complete all of above count down 3 spots for
and also call vet tech 21 days or 4 spots for 28
emergency line days
Issue: Dead Animal Low special feed/water
Steps to Complete: * Dead animal card (green) ¢ Notify lab via cage card
* D.A. bag (double bag notifications
ABSL2 animals)
* D.A.tag



i Improved Training Outcomes

 Higher retention rates
o Heightened comprehension
o Improved performance
» Higher rate of employee satisfaction

o Employee surveys

| o Feedback from check-ins
l
|
|

''''''''
''''''

o Less employee turnover T
o Happier customers - T
 Decreased trainer frustration
o Flexibility saves sanity!




Sumwary -, b gy
 * Be honest with yourself! |

» Consider different learning styles

- Initial training plan can be too ambitious

» Sometimes the audience is not as excited as you are

» Allow participants to take ownership of their own learning

» Share responsibility with other stakeholders

» More sessions of shorter duration v. fewer sessions that are longer

» Offer opportunities for feedback -

~
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QA

Do you have any questions for us?
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