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Massachusetts General Hospital

A Consistently in Top 5 Hospitals in the U.S.
A Teaching affiliate of Harvard Medical School
A 19,600 employees, 5 campuses

A Largest hospltal research program in the World
I $560 million/year, 1 million sq ft of space
i 40%involvesO 1 vertebrate | ab

http://www.massgeneral.org/
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My Department Today

A Personnel (102 total)

I 76 Research Animal Specialists
I 6 veterinarians
I 20 middle & senior management, admin staff

A 6 animal facilities, 2 campuses, 60K NASF
A Routine husbandry, investigator training

A Daily animal health checks, treatments

A Mouse rederivation & breeding

A Procurement, imports/exports, billing

A Environmental enrichment

A Large animal anesthesia, post-op care
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Approx Dally Census at CCM

90,000 mice
500 rats

110 macaqgues
80 frogs

40 rabbits

20 pigs & sheep
10 ferrets

5 dogs
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A Brief Recent History

~1996-2002

High turnover of directors, supervisors
Low turnover of animal care staff

4 separate vivaria (silos)

Many rodent infections in barriers
Low morale, unhappy customers

July 2002: new senior staff

Run department as a business
Leapfrog instead of catch up
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e o o To Do Do Do I

Execution

Donot tol erate
Hire others smarter than you

Instill customer service culture
Upgrade workforce

Digitize information

Establish objective scorecards ($)
Continuously improve
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Management Categories

Drivers
Personnel
Operations
Financials
Incentives

Do To o o Ix
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1. Management Drivers

A Animal care is complex & hazardous
I Attract and retain superior talent

A R&D funding becoming tighter
I Operatingmarginsl % capacity
I Pursue greater efficiencies

A Enable innovation (faster, better, cheaper)
I High expectations, available resources
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2. Personnel

A Mandatory minimum English fluency
In lab animal words and phrases
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A Novel ESL Training Program for
Animal Care Staff

Donna Matthews Jarrell, DVM, DACLAM
Gillian H. Burleson, ESL Consultant
Steven M. Niemi, DVM, DACLAM

Center for Comparative Medicine
Massachusetts General Hospital
Charlestown, MA

American Association for Laboratory Animal Science
56th Annual Meeting, Saint Louis, MO
Session 22, November 8, 2005



Animal Care Staff Demographics 2002-03

A 57/65 = non-native
English speakers

A Native languages =
10

A AALAS-certified = 1
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Our ESL Program

A Five Levels: Literacy - Advanced (ALAT-ready)

A Based on 320-word lab animal lexicon
I Taken from workplace signage, forms, SOPs, Guide

A Small class sizes (9-12 people)

A Offered twice a week in 2-hr sessions

APart of employeesd regu
A Voluntary evaluation/participation

A Mandatory examination to remain in department
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Results

A 52% (30/57) passed in
first session (~6 months)

A 74% (42/57) passed
after ~16 months

A 17 AALAS certified

A 15 (26%) transferred or
dismissed
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2. Personnel

A Training in general management
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Faulty Assumption

“It’s a manager!’’
|

1

& | MASSACHUSETTS

\%"") GENERAL HOSPITAL




Comparative Management

A Improving quality to lower costs
I Proven examples abound
I Dissect best practices in best companies

& TOYOTA



http://www.walmart.com/
http://www.insightneuroimaging.com/images/hamster/ham.htm

Explore Other Worlds

FORTUNE  THEWALL STREETJOURNAL.

BusinessWeek | FT .COm

FINANCIAL TIMES

Eli Goldratt has been
described by Fortune as a
“guru to industry” and
by Business Week as a
“genius”. His book. The
Goal, is a gripping fast-

paced business novel.

“Goal readers are now
doing the best work of
their lives.”

Success Magazine

“A factory may be an
unlikely setting for a
novel, but the book has
been wildly effective...”
Tom Peters


/
http://www.ft.com/

2. Personnel

A Effective performance evaluations
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The Role of Management

To align the needs of the
organization with the needs of the
employee.
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Shared Expectations

A Match capabilities and personal goals
with job (need)

A Performance reviews

i N360 1 nput

Assessment of the employee
Assessment of the supervisor (dept)
Career aspirations and path to get there
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Employee Assessments

Five composite grades possible:

1>2>3 = not good enough*
4 = good (great!)
5 =too good*

* Should review job description & training, aim to
reassign to achieve a
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3. Operations

| t O0s more t han ¢

ABar codes
I Cage-card based
I Animal census tracking
I Animal health reports
(Husbandry tasks)
(Inventory tracking)
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Efficiency Gains FY04-06

A# ani mal care FTEOGs for
FYO4 =79.5 FYO5 = 66.5 FYO6 =44.5
A Bar-coded cage cards and scanners
i Eliminated 5 census FTE (~$250K/yr savings)
I Incorporated rodent health check data
i Eliminated vet tech layer (3 FTE, ~$150K/yr savings)

A Centralized, standardized supplies + RFP vendor
bidding: >10% savings/yr
A Cold water rodent cage wash: 66% less water, heat

A All rodent facilities converted to barrier housing with
focused training on proper cage technique
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Rodent Survelllance Gains

cY # Rooms Virus + # Rooms Fur Mite +
2002 07 ?
2003 9 ?
2004 10 ?
2005 4 20
2006 0 0
2007 0 0
2008 0 0
2009 1 0

CY02-05: Ave quarantine = 164 days @ $48K for our costs alone
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Applying TPS to Health Checks

A Toyota Production System & TOYOTA

= First-time quality, one-piece flow, staff empowerment

A CCM TPS Workshop

I Included care staff, facility & program managers, vets

I Tasked to evaluate a process used in all rodent facilities:
rodent health case reporting

I Used value stream mapping as the initial tool
|deal Process Flow Map:

Check | ID health E-mail | Receive Treat
mouse concern contact response mouse
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Rodent Health Alert Process
Original Value Stream Map

/

Initial diagnosis

Email communication




