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MISSION
“To protect and promote fair trade practices and competitive markets for livestock, meat, and poultry.”
Updated August 25, 2008       

About the Packers & Stockyards Program
The Packers and Stockyards Program (P&SP) was derived from the Packers and Stockyards Administration, which was established in 1921 under the Packers and Stockyards Act. The organization was created to regulate the marketing of livestock, meat and poultry at dealers, stockyards, and packers.  Our overarching goal is to obtain a high level of compliance with the Packers and Stockyards Act and regulations to ensure fair trade practices and competitive markets for livestock and poultry.  

P&SP is one of two previously independent agencies (the other, Federal Grain Inspection Service), that were joined in 1994 to establish the Grain Inspection, Packers and Stockyards Administration (GIPSA).  P&SP’s budget for FY 2008 is just over $20 million.  With the exception of a one million dollar increase in FY 2008, P&SP’s budget has remained consistent year to year with only modest increases to allow for cost of living increases.  With the current economic climate and various demands for funding, only minor increases in agency budget allocations are expected.  
In 2006, several reviews and audits of the program were conducted including the OIG Audit, the Organizational Assessment Survey (OAS) and the APHIS Management Review.  Since that time, management has undertaken a number of initiatives to improve the organizational, internal policy, procedures and operational issues identified.  Of primary concern was the low morale identified in the OAS and the three material weaknesses identified in the OIG Audit.  A follow-up OIG audit and an OAS climate survey were requested in 2008 and the results should be reported by the end of the year.
In updating the Strategic Business Plan, management considered the many internal and external challenges facing P&SP.  They also reviewed the current data regarding our organization and program delivery including the status of the existing Business Plan, the business process reengineering effort, the Rural Development automation effort, the Civil Rights and Human Capital Survey results, current and future budget projections, quarterly and fiduciary reports, and work counts for regulatory reviews, investigations and cases submitted. 
One of the greatest strengths identified by management continues to be the strong commitment to and passion for the program mission by P&SP employees.  It is easy to understand that a mission that provides for honesty and integrity would elicit strong employee commitment.  An important initiative in 2008 took funds that had in previous years been used for information technology development and used this money to staff positions that had been vacant for a long time positioning the program to better implement the field activities outlined in our plan.  
This updated strategic Business Plan continues toward the program goals and provides an emphasis on improving the organizational climate and completing our effort to establish a solid foundation for the program with documented workflows, standard operating procedures and an automated system to support our program delivery. 
The following Strategic Business Plan addresses the goals, objectives, activities, and performance measures that define direction for attaining results over the next two years.  

Organizational Values

While conducting our mission, we are:

	Honest
	Hold ourselves to truthfulness, integrity and fairness.

	Reliable
	Consistently and uniformly apply the Act, regulations, and policies. 

	Professional
	Present and conduct ourselves as a courteous, qualified and skilled representative of P&SP. 


Strategic Business Goals
The following is a summary list of the Goals we have identified for the P&SP organization:

	Goal 1:
	Increase level of compliance through preventive 

regulatory actions 


	Goal 2: 



	Attain compliance through investigation & enforcement



	Goal 3:
	Implement directives, policies, regulations, and perform industry analysis that effectively and efficiently keep pace with the changing livestock, meat, and poultry industries. 


	Goal 4:
	Improve organizational efficiency and effectiveness 



Strategic Business Objectives, Activities and Performance Measures by Goal

Goal 1:
Increase level of compliance through preventive 



regulatory actions 


Objective 1:
Ensure those operating subject to the Act are properly registered and/or bonded and meet the reporting requirements  
Activity 1:
Increase on-time and quality of annual reporting

	Performance measure:    
· Investigate 10 failure-to-file cases per region beginning 8/08 and complete by 10/09. (Regions)
· Measure the percent of timely Annual Reports based on the number of default letters. (Regions) (Target – Improve on time reporting by 10%)



Activity 2:
Increase efficiency in review of registration, bonds and scale tests
	Performance measure:    

· Evaluate centralization and Technician positions to review registrations, bonds and scale tests to free up Marketing Specialists and Auditors for field reviews and investigations by 10/09. (Management Team)



Objective 2: Protect Industry’s Financial Interest

Activity 1:
Conduct a statistically stratified sample of 10 insolvency audits to include three packers, three auction markets and four dealers per region. 
	Performance measure:    
· Improve LOGIT statistical model used to stratify and reduce sample size based on data refinements by 10/08. (IAD)
· Complete 100% of statistically identified firms by 10/09 (10 per region). (Regions)



Activity 2:
Conduct prompt pay audits at randomly selected packers, auction markets and dealers
	Performance measure:    
· Complete 100% of random sample to a 90% confidence level by 10/09. (IAD and Regions)



Activity 3:
Conduct custodial audits at randomly selected auction markets
	Performance measure:    

· Complete 100% of random sample to a 90% confidence level by 10/09. (IAD and Regions)



Activity 4:
Conduct poultry contract reviews and prompt pay at live poultry dealers
	Performance measure:    

· Complete 100% of random sample to a 90% confidence by level 10/09. (IAD and Regions)



Activity 5:
Explore reviewing all designated entities every 5 years
	Performance measure:    

· Explore completing 100 percent of prompt pay and custodial reviews at markets, minimum prompt pay at packers, prompt pay at dealers with a bond over 50,000, and contract compliance and prompt pay at live poultry dealers within 5 years (20% per year) to include the statistical sampling for the compliance rate measure by 7/09. (Management Team)



Objective 3: Protect Fair Business Practices (Competition/Trade)

Activity 1:
Verify accuracy of scales
	Performance measure:    
· Inspect scales and weighing (trolleys and weighing practices) in every packing plant purchasing in excess of 1,000 head of livestock annually on a carcass weight basis by 10/09. (IAD and Regions)



Activity 2:
Verify accuracy of carcass evaluation devices

	Performance measure:    

· Inspect carcass evaluation devices at packing plants purchasing in excess of 1,000 head of livestock annually on a carcass weight basis and using carcass evaluation devices in determining price by 10/09. (Regions - species specific by region)
· Develop an expanded inspection process for carcass evaluation devices by 7/09. (BPU - species specific by Region)



Activity 3:
Verify proper weighing practices

	Performance measure:    
· Inspect scales and weighing based on a stratified (by dealers/buying stations, auction markets, poultry plants and poultry feed mills) random sample to a 90% level of confidence by 10/09. Increase the list so shipping scales may be eliminated. (IAD and Regions)



Activity 4:
Monitor markets to ensure confidence

	Performance measure:    
· Monitor 100% of the fed cattle and hog markets each week by 10/09. (Regions)
· Obtain access to non-public firm level data from AMS by 7/09. (ODA)
· Develop a written SOP for hog price monitoring by 7/09. (IAD and MRO Region - BPU)
· 100% timely posting of Swine Contract Library submissions by 10/09. (MRO Region)
· Expand the committed procurement monitoring by 2/09 (IAD and Regions - BPU)
· Increase fed cattle monitoring to top 5 packers (done)
· Evaluate feasibility of monitoring committed hog procurement

· Establish a multidisciplinary group (BPU Supervisor and others) to conduct a feasibility study of developing a competition monitoring SOP that uses field based firm level price/cost approach and report to management team by 7/09 (IAD and Regions - BPU)
· Establish a multidisciplinary group (auditors and economists) to define a financial and economic audit of large packer and our capabilities and report by 4/09 (IAD and Regions – FinU and BPU)



Activity 5:
Scale Test Report Training
	Performance measure:    

· Develop and present scale test report training by 4/09 (Regions - BPU) 




	Goal 1 performance measure for external reporting:

· Report the rate of compliance (Target - Increase the compliance rate by 3 percent yearly)




Goal 2:

Attain compliance through investigation & enforcement


Objective 1: Expedite the timely completion of investigations

Activity 1:
Investigative activities are completed within designated timeframes

	Performance measure:    
· Measure quarterly the average time for an investigation, an internal P&SP resolution and a formal administrative or civil action to resolve alleged violations. (IAD/Regions and PLD)
· Initiate Rapid Response investigation within 2 business days from time of complaint/event. (Regions)
· 100% of bond and trust claim forms are forwarded to known unpaid sellers within 10 business days. (Regions)



Objective 2: Increase authority to take enforcement action within PSP 

Activity 1:
Reform Reparations Investigations
	Performance measure:    

· Explore discretionary thresholds for investigating reparation complaints by 7/09. (PLD)



	Goal 2 performance measure for external reporting:
· Report the average number of days to investigate and resolve potential violations within P&SP. (Target - Decrease the number of days by 5 percent yearly)






Goal 3:

Implement directives, policy, regulations, and perform industry analysis that effectively and efficiently keep pace with the changing livestock, meat, and poultry industries.


Objective 1: Prioritize and develop regulations and policy
Activity 1:
Develop Legislative Initiatives
	Performance measure: 

· Develop legislative proposals by June 1, 2009 (PLD) for:
· Packer Trustee designation

· Administrative authority for failure to file annual reports

· Administrative authority for failure to register (303)

· Administrative authority for poultry

· Packer to packer sales

· Improve financial protection (bond, etc.)
· Remove horses from Act
· Direct or timely deposit of seller funds

· Payment to owner of cattle, not feedlot unless agent 

· Develop legislative proposals by October 1, 2009 (PLD) for:

· Rewrite of the P&SA

	


Activity 2:
Develop Regulatory Initiatives
	Performance measure: 

· Develop regulatory proposals by October 1, 2009 (PLD) for:

· Packer Trustee designation

· Farm Bill regulations – new Title 2 and contract regulations
· Video Auction Regulations addressing scales and weighing
· Swine Contractor Regulations

· Require reporting for bad checks and slow pay

· Require NTEP certification for scales and digital interface



Activity 3:
Develop Outreach Plan for New Regulations
	Performance measure:    

· Develop plan to collect information to frame regulatory proposals by 10/08 (PLD)
· Develop plan to announce and provide outreach on new final rules to coincide with the publishing of the final rule (PLD)



Activity 2:
Harmonize or integrate the Employee Manual with the standard operating procedures and transition operational policy to IAD
	Performance measure:    
· Convert the Employee Manual into a more technical guide and integrate operational policy into the standard operating procedures where appropriate by 1/09. (IAD and PLD)
· Transition the BPR processes and SOPs from Paradigm to IAD by 7/09. (IAD)



Activity 3:
Regulation & policy implementation and oversight

	Performance measure: 
· Improve the accountability review process with regard to consistency and conduct an audit of each regional office and headquarters division to assess compliance with agency policy  by 7/09 (ODA)



Objective 2: Improve reporting on the regulated industry

Activity 1:
Reports on conditions in industry

	Performance measure:    
· Consolidate the Statistical Report, Livestock Assessment Report and the P&SP sections of the GIPSA Annual Report into a single comprehensive report due to Congress by 3/09. (IAD)
· Include poultry data collected from P&SP Industry Annual Reports in the new P&SP Annual Report by 3/09. (IAD)
· Publish the list of registrants, bond information, tariffs and inspection results on the web by 7/09. (IAD)



Activity 2:
Improve industry annual report quality

	Performance measure:    

· Develop an SOP to automate Industry Annual Report processing in PSAS by 6/09. (IAD)




Goal 4:
Improve organizational efficiency and effectiveness 


Objective 1: Effectively align organizational structure with process
Activity 1:
Ensure an appropriately skilled workforce to address attrition and changing business needs
	Performance measure:    
· Succession planning – identify training needs for managers with 360.  Identify strategies to prepare employees for supervisory positions and develop a recruiting strategy by 10/09. (ODA)
· Develop and implement training modules starting at the national meeting and completing the process by 4/09. (ODA)
· Arrange a FLETC PSP course for new employees by 6/09 (ODA) 
· Arrange field OJT for PLD Legal Specialist and OGC by 10/09. (PLD)
· Establish a DOJ or FTC detail or work project for economists or legal specialists as appropriate by 4/09 (IAD)



Activity 2:
Implement Optimal Staffing to Improve Program Delivery and Results
	Performance measure:    

· Formulate Optimal Staffing Plan from supervisors input at Manager’s meeting by 8/10/08 (Done) – Attachment 1 (ODA) 
· Assign Directors the authority to use vacancies and new staffing allocations to hire staff, as they deem appropriate and within the Staffing Plan to meet the rapid response, business plan and operational needs by 9/08. (ODA)
· Develop efficiency and productivity measures (PSAS) for staffing by 1/09. (ODA) 



Objective 2:  Improve Organizational Climate 

Activity 1:
Organizational Climate Assessment
	Performance measure:    
· Conduct a follow-up climate survey in 2008 and develop response plan based on the results by 2/09. (ODA)



Activity 2:
Improve the Awards program
	Performance measure:    
· Implement award committee recommendations approved by PSP MT and explore performance bonuses by 4/09. (ODA)



Activity 3:
Provide Civil Rights Training 
	Performance measure:    
· Provide civil rights training at the national meeting and request follow-up visits to the 2007 review. (ODA)



Objective 3:  Automate Operations
Activity 1:
Develop Integrated Automated System
	Performance measure:    
· Develop the P&S Automated System (PSAS) to replace BIDS, R&I, S&W and Pending databases by 1/09. (ODA)
· Develop a Enterprise Content Management system within PSAS to automate work flows and move to paperless electronic records management including case file by 10/09 (ODA)
· Improve VPN or direct e-auth connections to ensure reliable connections for PSAS by 3/09. (ODA)
  


Objective 4: Improve the Public Perception of P&SP
Activity 1:
Promote communication with stakeholders and customers
	Performance measure:    
· Regional Directors meet face-to-face with at least one major stakeholder of each quarter (Regions)
· Target agricultural publications with press releases and program results (P&S MT)
· Increase partnerships with other Federal/State regulatory agencies (P&S MT)



Activity 2:
Hold outreach training and conferences on carcass evaluation, weighing and regulations for states and industry
	Performance measure:    
· Establish groups to design the training and conference syllabus by February 2009 (Regions) 
· Arrange the conferences by 10/09. (Regions)



Key External Factors 
P&SP has taken into account a range of external factors in developing strategies for accomplishing its mission.  P&SP accomplishments over the next three years will largely be determined by how well it manages the following external factors:

1. OGC and P&SP relationship – Over the last 2 years, P&SP’s relationship with OGC has improved with direct communication between the Regions and OGC.  In addition, the Administrator, Deputy and Directors of PLD and IAD have worked closely with OGC to promulgate policy and regulations and expedite administrative action to resolve violations.  Some still perceive each side to be working against the other rather than working together towards a common purpose and a continued effort is needed to fully leverage this relationship to achieve our goals. 
2. Industry’s misperception of P&SP – Industry has complained about the lack of visibility of PSP.  The perception exists in the livestock industry that P&SP has more authority than is being used.  This is the case where ‘perception is reality’ has taken hold and long time supporters have begun to raise questions.  Having more of a presence with industry and other stakeholders is one approach that can help correct these misconceptions.  
3. Political alliances – One of P&SP’s greatest challenges is getting the ear of Congress and other influential stakeholders.  These political leaders may hear from one or more groups who have competing ideologies and P&SP is obligated to take a mainstream approach within our statutory framework.  P&SP needs to get its message out.  Strengthening relationships with political staff, local newspapers and other media sources may be one approach to managing this challenge. 
4. Budget – With the economy in the state that it is, it would be wise to focus on maintaining the current budget.  Many agencies within Agriculture, and throughout the Federal government, are attempting to justify modest increases by highlighting their success stories.  P&SP needs to follow suit with these other agencies and realize the importance of meeting, and even exceeding, their performance targets.  How P&SP markets their story to Congress will be critical to its financial success.
5. Automated Systems – The current BIDS, R&I, S&W and Pending databases are outdated and do not provide the critical information needed to manage operations and report accomplishments.  In addition, the current systems often hinder rather than facilitate agency personnel in performing routine activities.  It is critical that we follow through on the PSAS initiative with Rural Development and implement a user-designed system that meets the information management needs of P&SP.
Division or Unit 






        Current 
Ideal
Change

Regional Director’s Office





7
6
-1 (ERO)
· Regional Director (GS – 15)
· Legal Specialist (GS – 13)
Regional Program Support Unit





25
27
+2
· 1 Administrative Officer (GS – 12)
· 1 Assistant Administrative Officer (GS – 10)
· 3 Legal Instruments Examiners (GS – 8)


(-1 WRO)
· 4 Program Assistants (GS – 7)



(+1 ERO, +1 MRO, +1 WRO)
Regional Annual Report Unit (WRO Only)




3
4
+1
· 1 Unit Supervisor






· 3 Technicians/Analysts




(+ 1WRO)
Regional Business Practices Unit





29
33
+4
· 1 Supervisory Marketing Specialist or Economist (GS – 14)

· 2 Legal Specialists (GS – 13)



(+1 ERO, +1 MRO, +1 WRO)

· 2 Economists (GS – 12/13)



(-1 WRO, -1 MRO)

· 5 Marketing Specialists (GS – 12/13, max 2 at senior level)

· 1 Marketing Technician (GS – 9)



(+1 ERO, +1 MRO, +1 WRO)

Regional Financial Unit






29
33
+4
· 1 Supervisory Auditor (GS – 14)
· 6 Office Auditors (GS – 12/13, max 2 at senior level)


· 3 Resident Auditors (GS – 12)



(+1 ERO)
· 1 Accounting Technician (GS – 9)



(+1 ERO, +1 MRO, +1 WRO)
Regional Resident Agent and Market Inspector Unit



49
57
+8
· 2 Resident Agent Supervisors (GS – 14)
· 15 Resident Agents (GS – 12) 



(+3 ERO +4 MRO, +1 WRO)
· 2 Market Inspectors (GS – 7)
Policy and Litigation Division





10
10
0

· 1 Director (GS – 15)
· 1 Deputy Director (GS – 14)
· 1 Secretary (GS – 8)
· 2 Marketing Specialists/Auditors (GS – 13/14)
· 2 Legal Specialists (GS – 12/13)
· 3 Program Analysts (GS – 12/13/14)
Industry Analysis Division





9
9
0

· 1 Director (GS – 15)
· 1 Secretary (GS – 8)
· 1 Office Automation/Program Analyst (GS – 6/7/8)
· 5 Economists (GS – 13/14)
· 1 Information Technology/Data Specialist (GS – 12/13)
Deputy’s Office







3
3
0

· 1 Deputy (SES)

· 1 Assistant Deputy (GS – 15)
· 1 Secretary (GS – 9)
TOTALS







164
182
18[image: image1.png]



GIPSA





Packers & Stockyards Program








Protecting the integrity of livestock, meat and poultry markets for the benefit of American Agriculture
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