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MISSION
“To protect fair trade practices, financial integrity, and competitive markets for livestock, meat, and poultry.”
Updated November 18, 2009
Protecting the integrity of livestock, meat and poultry markets for the benefit of American Agriculture
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About the Packers & Stockyards Program
[bookmark: _Toc81967944]
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 is the 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 2010 is just over $23 million.  While P&SP has received minor increases in each of the last two years, the current economic climate and various demands for funding suggest that future increases are doubtful.  Between 2006 and 2009, several reviews and audits of the program were conducted, including an OIG audit and follow-up audit, and two Organizational Assessment Surveys (OAS).  Following the initial audit and survey, management undertook a number of initiatives to improve the organizational 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 from 2009 found great improvements across the program. 
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 P&SP employees’ strong commitment to and passion for the program’s mission.  Our mission, which provides for honesty and integrity, elicits strong employee commitment.  The program will continue to build its talented workforce to better fulfill our mission and implement the activities outlined in our plan.  
This updated strategic Business Plan continues toward the program goals and focuses 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 plan also identifies as a high priority a new major program initiative to implement groundbreaking regulations required under the 2008 Farm Bill.  These regulations will improve fairness in poultry growing arrangements and livestock production contracts.
The following Strategic Business Plan addresses the goals, objectives, activities, and performance measures that define the Packers and Stockyards Program’s direction for attaining results over the next fiscal year.  



Organizational Values
 
While conducting our mission, we are:

	Honest
	Hold ourselves to truthfulness, integrity and fairness.

	Reliable
	Consistently and uniformly, apply the P&S 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 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 and 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 P&S Act are properly registered and/or bonded and meet the reporting requirements  

Activity 1:	Increase timeliness and quality of annual reporting

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





Objective 2: Protect industry’s financial interest

Activity 1:	Conduct 10 insolvency audits of high-risk entities to include three packers, three auction markets, and four dealers per region

	Performance measure:    
· Complete 100% of regionally identified high-risk firms by 10/10 (10 per region). (Regions)




Activity 2:	Conduct prompt pay audits at randomly selected packers, auction markets and dealers

	Performance measure:    
· Complete 100% of BEAD random sample to a 90% confidence level by 10/10. (Regions)




Activity 3:	Conduct custodial audits at randomly selected auction markets

	Performance measure:    
· Complete 100% of BEAD random sample to a 90% confidence level by 10/10. (Regions)







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

	Performance measure:    
· Complete 100% of BEAD random sample to a 90% confidence by level 10/10. (Regions)




Activity 5:	Explore reviewing all designated entities every 3 – 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 3 – 5 years (20 – 33% per year) to include the statistical sampling for the compliance rate measure by 09/10. (PSP MT)





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 that purchases in excess of 1,000 head of livestock annually on a carcass-weight basis by 10/10. (Regions)




Activity 2:	Verify accuracy of carcass evaluation devices
  
	Performance measure:    
· [bookmark: OLE_LINK1][bookmark: OLE_LINK2]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 10/10. (Regions - species specific by region)
· Develop an expanded inspection process for carcass evaluation devices by 7/10. (Regions - species specific by region)




Activity 3:	Verify proper weighing practices

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




Activity 4:	Monitor markets to ensure confidence

	Performance measure:    
· Monitor 100% of the fed cattle and hog markets each week by 10/10. (Regions)
· Develop procedure to analyze non-public firm-level data received from AMS by 09/10. (BEAD)
· 100% timely posting of Swine Contract Library submissions by 10/10. (MRO Region)
· Write SOP that uses field-based firm-level price/cost approach and report to management team by 7/10 (IAD and Regions - BPU)
· Develop a work template for financial and economic audits of large packers for inclusion in Employee Library by 4/10 (IAD and Regions – FinU and BPU)




Activity 5:	Scale Test Report Training
  
	Performance measure:    
· Develop and present scale test report training by 9/10 (Regions) 




	Goal 1: performance measure for external reporting:

· Report the rate of compliance (Target - Increase the compliance rate by 2 percent yearly)






Goal 2:		Attain compliance through investigation and 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 to conduct an investigation and resolve the case through an internal P&SP resolution or through a formal administrative or civil action. (Regions and PLD)
· Initiate Rapid Response investigation within 2 business days from time of complaint/event. (Regions)
· Forward 100% of bond and trust claim forms to known unpaid sellers within 10 business days. (Regions)





Objective 2: Increase authority to take enforcement action within PSP 

Activity 1:	Reform Reparations Investigations

	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 policy and regulations, and perform industry analyses 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: 
· Move the following legislative proposals into USDA clearance by 6/10 (PLD):
1. Authority to assess a higher civil penalty or require restitution
1. Factors considered to determine reasonableness of bonds
1. Statutory trust for dealers, market agencies, and swine contractors 
1. Payment to seller in a cash sale of livestock
1. Administrative authority for poultry
1. Administrative authority for failure to register (303)
1. Administrative authority for failure to file annual reports
1. Clarity that there is no requirement to show an adverse effect on competition (202)




Activity 2:	Develop Regulatory Initiatives

	Performance measure: 
· Implement existing regulatory proposals plus additional proposals in development by 10/10 (PLD)
· Amend 201.10 to include both applicant and registrant as the reason to deny or revoke a registration.
· [bookmark: 9:2.0.1.1.2.0.4.5]201.2 - in paragraph (f) change “supervisor” to “director.”
· [bookmark: 9:2.0.1.1.2.0.4.6]201.10 (c) - expand to limit what a packer buyer may do (i.e. they can only buy for one packer that employs them). 
· [bookmark: 9:2.0.1.1.2.0.5.7]201.11 - prohibit suspended registrant from working for another registrant or a packer in any capacity.  
· [bookmark: 9:2.0.1.1.2.0.6.9]201.17 - (a) change “supervisor” to “director,” delete “supplements and amendments thereto,” in the second to last sentence, change “be designated by successive numbers” to “contain an effective date,” and delete last sentence; (b) delete first sentence and delete “based on average feed cost and” from second sentence; and (c) delete first sentence and references to supplements or amendments. 
· [bookmark: 9:2.0.1.1.2.0.7.10]201.28 - change “supervisors” to “directors,” remove “photographically produced” and last sentence.
· [bookmark: 9:2.0.1.1.2.0.7.11]201.29 - add, “unless the wholly-owned subsidiary is registered and bonded as a dealer” to the end of (d).
· [bookmark: 9:2.0.1.1.2.0.7.13]201.30 - proposed rule in progress.
· [bookmark: 9:2.0.1.1.2.0.8.16]201.32 - change the beginning of the first sentence to read “The trustee of a bond shall be a financially responsible, disinterested person satisfactory to the Administrator.”   

· [bookmark: 9:2.0.1.1.2.0.8.17]201.39 - (a) change “order” to “agreement” and change the last sentence. (b) add a comma.  
· [bookmark: 9:2.0.1.1.2.0.9.18]201.42 - (f) explore insurance coverage for individuals afforded by credit unions, etc.   
· [bookmark: 9:2.0.1.1.4.0.17.2]201.43 - simplify language.   
· [bookmark: 9:2.0.1.1.4.0.17.5]203.2 - delete.  
· [bookmark: 9:2.0.1.1.4.0.17.7]203.5 - delete everything except “A market agency engaged in the business of selling consigned livestock on a commission basis cannot pay, directly or indirectly, for any personal or business expenses of livestock buyers attending sales conducted by such market agency.” Make it a regulation.  
· [bookmark: 9:2.0.1.1.4.0.17.9]203.7 - (a) and (b) - Business guidance.  
· [bookmark: 9:2.0.1.1.4.0.17.11]203.10 - convert to regulation. 
· [bookmark: 9:2.0.1.1.4.0.17.13]203.12 - delete, this is covered by civil rights law. 
· [bookmark: 9:2.0.1.1.4.0.17.14]203.14  - delete 
· [bookmark: 9:2.0.1.1.4.0.17.15]203.15 - update language, post on web.   
· [bookmark: 9:2.0.1.1.4.0.17.16]203.16 - update, post on web. 
· [bookmark: 9:2.0.1.1.4.0.17.17]203.17 - delete
· 203.18 - modernize and propose as standalone reg.    
· 203.19 - convert to regulation.  Use positive examples.  Define class.




Activity 3:	Develop Outreach Plan for New Regulations

	Performance measure:    
· Develop communications plan to announce and provide outreach on new final rules to coincide with the publishing of the final rule (PLD)




Activity 4:	Regulation and 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 9/10 (ODA)





Objective 2: Improve reporting on the regulated industry

Activity 1:	Reports on Conditions in Industry

	Performance measure:    
· Publish the tariffs and inspection results on the web by 7/10. (BEAD)




Activity 2:	Improve Industry Annual Report Quality

	Performance measure:    
· Develop a pilot process by which industry can electronically submit Annual Reports, by 9/10. (BEAD)





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 - provide employees with Leadership Development Program training opportunities by 10/10. (ODA)
· Convert training modules to video format by 7/10. (Regions)
· Provide New Investigator Training course(s) for new employees by 6/10 (WRO) 
· Establish OJT program to develop expertise in poultry contract reviews by 07/10 (ERO).




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

	Performance measure:    
· Pursue hiring on-staff attorneys to build a cohesive and effective linkage between productive investigations and successful prosecutions of violations of the Act by 09/10. (ODA) 




Objective 2:  Improve Organizational Climate 

Activity 1:	Organizational Climate Assessment

	Performance measure:    
· Conduct a follow-up climate survey in summer 2012 and develop response plan based on the results by 2/13. (ODA)




Activity 2:	Improve the Awards program

	Performance measure:    
· Implement the performance based awards initiative in FY 2010 by 09/10 (PSP MT)




Activity 3:	Provide Civil Rights Training 

	Performance measure:    
· Conduct follow-up civil rights reviews in PSP 09/10 (ODA)




Objective 3:  Automate Operations

Activity 1:	Develop Integrated Automated System

	Performance measure:    
· Develop the P&S Automated System (PSAS) for scales and weighing, tariffs, and reports by 6/10. (BEAD)
· Develop performance tracking “dashboard type” reports for managers by 6/10 (BEAD)
  



Objective 4: Improve the Public Perception of P&SP

Activity 1:	Promote communication with stakeholders and customers

	Performance measure:    
· Regional Directors meet personally with at least one major stakeholder each quarter (Regions)
· Target agricultural publications with press releases and program results (PSP MT)
· Increase partnerships with other Federal/State regulatory agencies (PSP MT)




Activity 2:	Hold outreach training and conferences on carcass evaluation, weighing and regulations for states and industry

	Performance measure:    
· Ensure ongoing accounting and auditing training for auditors and agents (ongoing) (Regions) 
· Hold two New Investigator Training sessions Jan/Feb 2010 and June, 2010  (WRO)





Key External Factors 

P&SP has taken into account a range of external factors in developing strategies for accomplishing its mission.  The program’s accomplishments over the next 3 years will be influenced by how well it manages the following external factors:

1. Workforce:  GIPSA must maintain a workforce that has requisite skills and competencies, and is of an adequate size.  To effectively enforce the Packers and Stockyards Act (P&S Act) through investigations, monitoring, and industry analysis, GIPSA staff must include highly skilled individuals with varied expertise, including economists, legal specialists, auditors, and investigators.  GIPSA must build a cohesive and effective linkage between productive investigations and successful prosecutions of violations of the P&S Act by continuing to pursue authority to hire on-staff attorneys.  Finally, GIPSA must ensure that its cadre of resident agents, who provide our front-line presence in the livestock industry, has required skills, is staffed at an appropriate level, and is strategically deployed to ensure achievement of our mission. 

2. Automated Systems: To ensure timely completion, tracking, and monitoring of the Agency’s investigative and regulatory activities, GIPSA must complete the development and deployment of its automated management information system.  This system will allow GIPSA to strengthen controls over investigation resolutions and will provide accurate and complete information management capabilities.  GIPSA must continue to develop the outstanding modules of the system, which will provide for complete electronic investigative case files and the electronic submission of industry annual reports. 

3. Stakeholder and Congressional Support:  GIPSA must maintain stakeholder and Congressional understanding of and support for its mission and the work we carry out within our statutory framework.  Industry groups often have competing ideologies and Congressional members competing constituent bases.  Strengthening relationships with industry and political sectors is essential 

4. Budget: Many USDA and Federal government agencies are competing for scarce budget resources.  GIPSA must effectively justify budget requests, and meet or exceed our performance targets.  
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