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Who Are Our Customers?
• University Laboratory Animal Resources (ULAR) – 

manages the care of research animals at UPenn

• Currently the husbandry program consists of:
⚬ 159 animal care techs/cagewash techs
⚬ 18 managers/supervisors
⚬ 12 animal facilities (decentralized)
⚬ Servicing 200+ labs
⚬ Numerous species



What is Animal 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 Training Connection
ULAR ACTs learn how to navigate the workplace 
safely through hazard communication, hearing 

conservation, proper chemical use, ergonomics, 
and biosafety training with Penn’s Office of 
Environmental Health and Radiation Safety 

department.

Ensuring optimal animal welfare and 
safeguarding worker health and safety are our 

collective priorities.



Mice are the most 
commonly used animals 

in research

ACTs learn how to 
change rodent cages 
in new employee 

orientation



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



Discovering The Failure
⚬ A GoPro camera was worn by ACTs who 

consented to being filmed while performing 
husbandry duties 

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

⚬ Sessions included 15-minute intervals while 
changing cages

⚬ After filming, ACTs were able to view the 
footage

⚬ Together with the trainer, they discussed any 
mistakes captured 

⚬ Participants completed an anonymous 
survey 





What Did We Learn from Filming?
⚬ Deviations from standard procedures occur within the first 

month of starting duties.
⚬ Participants agreed that the ability to view themselves 

working would make them more likely to change negative 
habits.

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

⚬ Employees disclosed within the anonymous surveys that they 
felt pressure, sometimes self-imposed, to rely on shortcuts to 
speed up their performance.



Improvements Based on Footage & Feedback

• Original New Employee 
Orientation (NEO) 

⚬ 3 trainers (one trainer per senior 
manager)

⚬ Responsible for a cluster
⚬ 2-weeks in-person
⚬ Heavy reading, 30 SOPs
⚬ Sessions on demand
⚬ Administrative tasks handled by 

trainers
⚬ Relying on participant memory
⚬ Training in isolation

• 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 Plan
• Reduced overall duration
• Varied delivery (SOP PPTs, independent reading, 

videos)
• Earlier hands-on opportunities* 
• decapitation
• documentation 
• mock phone calls and emails
• animal room work starts 1st week
• Cheat sheet

 
• Multiple exposures to the same information (read it, 

hear it, do it)
• Communication with stakeholders before, during, 

and after orientation
*Assessment



First Day Comparison 2013 v. 2025









Improved Training Outcomes
• Higher retention rates

⚬ Heightened comprehension
⚬ Improved performance

• Higher rate of employee satisfaction
⚬ Employee surveys
⚬ Feedback from check-ins
⚬ Less employee turnover
⚬ Happier customers

• Decreased trainer frustration
⚬ Flexibility saves sanity!



Summary
• 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



In training, there is no winning 
or losing. There is only 

learning.



Q&A
Do you have any questions for us?
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