Media Preparation

Bail Out Plan
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Objective

To discuss the Media Prep “Bailout” Plan,
Including the processes, successes and
struggles, at the Texas Department of State
Health Services Laboratory




Why the “ballout” plan?

 Media prep was not functioning efficiently

— Employees were stressed out and unhappy

— Customers were not satisfied
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The problem

 Moved into a new lab facility
— 4 times the capacity of the previous lab
— Still working as if in the smaller lab

 New Laboratory Information Management
system (LIMS)

e Poor scheduling




The Solution

e A review of the work flow

e A review of the needs In the area




Phase |

« Compiled a list of itemized products

— Time to produce

— Preparation, production, QC and delivery
— Type of product

— Qualified staff




e Calendar

— Volume
— Frequency

Phase Il

— Expiration dates
— Storage requirements
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12 Week Schedule
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Phase Il

Met with customers

Assessed the differences




The findings

Employee hours needed modification to
accommodate preparatory work

The 12 week schedule for media storage was

based on capacity of old lab

Duplicate production efforts

Production of some media no longer needed




Phase IV

* Inventory of products needed to increase
volume production
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Master Inventory
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Phase V

* Notify customers of changes

 Modify production schedule




Phase VI

e Trial Run
— Adjustments made to schedule

— Done In increments to evaluate
 Month one
 Month three
* Month six




Phase VIl

Go Live!




The Results

Employee hours were modified to
accommodate prep work

Skeleton crew work schedule implemented
Produce larger quantities less frequently

Standardize recipes where applicable




Savings

* Decrease units produced every 12 weeks
by 17.5% (from 1026 units to 846)

« Cost savings for reagents approximately
$2000/12 weeks

* Overtime staff costs reduced by
approximately $2448/12 weeks




The Most Important Result
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The Biggest Struggle

Getting people to believe in the changes and
the processes




Current State

 The Media Prep area Is short staffed
— 3 people have left

e |n the same situation as when this was
first implemented




Special Thanks

Miriam Johnson
Miguel Garza
Miriam Udoye
Eugene Atwood
Natalie Hale
Mark Mergen
Tabitha Carolina

"HANG ON WHILE | FIND A PENCIL."




