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PURPOSE
The Change Control Working Group (CCWG) represents the interests of the Packers and Stockyards Program (P&SP) by administering a structured procedure to evaluate Change Requests (CRs) and facilitate implementation of those changes which enhance operational efficiency and effectiveness. 
[bookmark: _Toc335292995]SCOPE
The CCWG shall review CRs, provide recommended action to the P&SP Program Management Team (PMT) for their approval, facilitate implementation of approved changes when necessary, and ensure final dispositions are communicated to P&SP employees.  The types of CRs within scope include those affecting: 
· Processes and procedures such as Standard Operating Procedures (SOPs), Sub-Process Modules, Work Instructions (WIs), and Training Modules
· Information systems such as Packers and Stockyards Automated System (PAS), Employee Library, external/internal websites, software and hardware, etc.
· Program policies, administrative instructions, legislative initiatives, and regulations (including public requests and congressional actions)
· P&SP forms, standardized letter templates, and publications 
· P&SP employee morale such as the performance evaluation process, training, employee appreciation, etc.
 CRs or suggestions regarding specific personnel or specific personnel actions are considered outside the scope of the CCWG and shall not be shared with CCWG members.  They should be directed to Civil Rights Staff or Union Representative.  Safety related issues should be directed to the appropriate Safety Officer.  If a CR is received that is outside of CCWG’s scope, it will be forwarded to the proper personnel.
Employees wishing to submit an anonymous CR may do so through one of the following:
· GIPSA Idea Hotline Program (1-800-455-3447)
· Suggestion Boxes
· CCWG member with a request for anonymity.

[bookmark: _Toc335292996]RESPONSIBILITIES
Upon receipt of a CR, the CCWG will make a determination as to whether or not the CR is within its scope.  If not, the CR will be closed, and an explanation provided to the requestor.  If the CR is within CCWG’s scope, the CCWG will perform the following activities:
· Obtain an understanding of the problem/ issue to include a determination of any impact the CR may have on the consistency and uniformity of current Agency policies and procedures.
· Identify Subject Matter Experts (SMEs) and coordinate with identified SME’s Supervisor to gain assistance with researching changes as required; to assist in identifying potential SMEs.
· Meet periodically to assess and review submitted CRs 
· Decide what action is appropriate in response to CRs and provide recommendations to PMT for approval to include a recommendation on maintaining uniformity in policies and procedures impacted by the CR.
· Incorporate cost benefit analysis into the decision-making process for changes, if applicable
· Monitor status updates of CRs within PAS
In addition to reviewing CRs, the CCWG will provide semi-annual data reports to PMT on the number submitted, number approved, number declined, and number implemented and the number currently in process.  Additional reports can be provided to PMT upon request.
CHANGE REQUESTS
All CRs that are not identified as a “bug fix,” will include a justification package to the PMT for approval, which includes but not limited to the following:
· Original CR with recommendations
· Supporting documents
· Cost estimate/ analysis, if applicable 
[bookmark: _Toc335292998]PAS Bug Fixes 
Bug Fixes are CRs that address errors in PAS or Sub-Process modules needing immediate attention.  The CCWG will not submit recommendations or comments for bug fixes to the PMT for approval. Instead, the CCWG will refer these CRs directly to the System Administrator for correction.
For bug fixes, the requestor must provide adequate documentation of the issue which includes the following, as appropriate:
· Screen Shots
· Control Numbers
· Narrative of Problem
MEMBERSHIP
The CCWG consists of seven voting members and one non-voting member as depicted in the following table.
	Voting Members
	Non-voting Members

	· Two from each Regional Office (RO)
· One from the  Litigation and Economic Analysis Division (LEAD)
	· A sponsor from the Office of the Deputy Administrator (ODA)


As much as possible, the CCWG will include representation from all RO units.  A Chairperson and Vice-Chairperson are elected from among the existing voting members by secret ballot for each position, to take place at the last meeting of the fiscal year, before the rotation of members.  The Reporter position will be selected by the Chair.  Once elected, they will serve in the elected capacity for one calendar year; unless a majority of the CCWG voting members and the ODA Sponsor determine that the elected official(s) are not fulfilling their responsibilities. 
[bookmark: _Toc335293000]Term/ Rotation
	CCWG Rotational Schedule*

	January 1, 2016
	January 1, 2017
	January 1, 2018
	January 1, 2019

	LEAD
	ERO
MRO
WRO
	ERO 
MRO
WRO
	LEAD


The following table shows the schedule in which each CCWG member completes their term and a new member is selected.  New members selected by the PMT to serve on the CCWG will serve Terms of three years.  Members can serve a maximum of two consecutive terms.
* One member will rotate on from each division.
[bookmark: _Toc335293001]Replacement
Should a member resign or otherwise fail to serve the full length of their term, the departing member’s Division/Regional Director will appoint a replacement to complete the remainder of that member’s term.  
If an elected position becomes vacant, the CCWG will elect another voting member to fill the position.
[bookmark: _Toc335293002]New
The CCWG will provide PMT the number of new member(s) needed by the beginning of each fiscal year specifying desired expertise.  PMT will solicit volunteers and select new member(s) by the beginning of the calendar year.  
[bookmark: _Toc335293003]

Membership Responsibilities
	Member
	Responsibilities

	Chairperson
	· Coordinate and initiate meetings for CCWG and/or PMT
· Provide an agenda for CCWG and/or PMT meetings
· Serve as point of contact (POC) to PMT
· Canvas all members for concurrence after all essential information required for CR decision is developed and presented;  due to time constraints, the Chairperson may defer a decision until information is available
· Request, when necessary, appropriate members provide additional information required for later consideration of a CR
· Existing ODA resources transfer with Chairperson (i.e. audio conference instant meeting, etc.)

	Vice-Chairperson
	· Monitor and update CRs within PAS 
· Makes initial determination of whether CRs are within CCWG scope, and/or a bug fix
· Initiate and maintain workflows
· Fulfills Chairperson’s responsibilities in the absence of the Chairperson

	Reporter
	· CCWG Reporting responsibilities will rotate on an as needed basis
· Responsibilities include but not limited to the following: 
· GIPSA News Article
· Prepare CCWG Data Reports for PMT
· Supplying CRs to the Chair for agenda
· Fulfill the vice-chairperson responsibilities in the event the vice chairperson has to fulfill the chairperson responsibilities

	Voting Members
	· Required to participate in at least 75% of regularly scheduled meetings (Participate includes providing input to CCWG)
· Perform responsibilities outlined in Section 3, excluding responsibilities specific to non-voting members
· Submit Change Requests received from P&SP employees to the CCWG PAS system

	ODA
	· Liaison between the CCWG and PMT
· Provide necessary resources as required
· Assign a PMT proxy when unavailable  


[bookmark: _Toc335293004]
PROCEDURES
[bookmark: _Toc335293005]Meetings
The CCWG will schedule meetings on an as needed basis depending upon the volume and urgency of CRs.  As a minimum, the CCWG will hold regularly scheduled meetings at least quarterly; one of which will be a face-to-face meeting, budget permitting; remaining meetings may be conducted by teleconference or video teleconference.
The Chairperson will notify the CCWG members no less than 24 hours in advance of an unscheduled meeting.
To constitute a quorum, at least four voting members must be present for CCWG meetings.
[bookmark: _Toc335293007]Workflow
The CCWG SOP, including the workflow diagram is in Appendix A.
[bookmark: _Toc335293008]Decision-Making
· When a consensus cannot be reached, the Chairperson will call for a vote (including proxies), with majority rule being the decision
· When voting members cannot attend  meetings, they must name another voting member as their proxy in writing and submit to the CCWG
· All CCWG recommendations will receive final PMT approval, disapproval or pending approval with comments; the PMT will provide justification for disapproval on the original CR
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APPENDIX A
CCWG STANDARD OPERATING PROCEDURE (SOP)


Standard Operating Procedure (SOP)
Change Control Working Group (SOP CCWG-1)
Date Last Update:   04/07/16	Revision: 05
I.	Sources
The Change Control Working Group (CCWG) Charter should be reviewed to increase employees’ understanding of the responsibility, authority, composition, and function of the CCWG.
This SOP provides specific guidance on “how” to do specific tasks designed for optimal process efficiency.  This SOP should be considered a work in progress, to be reviewed and updated regularly as requirements change.
II.	Process Point of Contact 
The CCWG will administer the Change Requests (CRs) process and will be responsible for updating this SOP.  
III.	Definitions
1. CCWG: Change Control Working Group receives and reviews CRs, provides recommended action to the Packers and Stockyards Program Management Team (PMT) for approval facilitates implementation of approved changes, and communicates final disposition to P&SP employees. 
2. CR: Change requests must be submitted to the CCWG through the Packers and Stockyards Automated System (PAS) using the prescribed form.
3. LEAD: Litigation and Economic Analysis Division – Provides litigation support through investigation review, sanction recommendation, hearing preparation, settlement negotiations and testimony at hearings as well as summarizes industry data into various reports, develops policy to be implemented by the agency and industry, and regulations to the P&S Act.
4. P&SP: Packers and Stockyards Program.
5. PMT: Packers and Stockyards Program Management Team reviews the recommendations from the CCWG pertaining to CRs and provides their approval, disapproval with justification or pending approval with comments.
6. PAS: Packers and Stockyards Automated System consist of two software platforms, Electronic Content Management (ECM) and Account Management System (AMS).
7. SA:  System Administrator for PAS
8. SME(s): Subject Matter Expert can be an individual or a previous committee/ team that possess the technical expertise in a particular field or functional area.  The CCWG must coordinate with the SME’s Supervisor for gaining SME assistance with information gathering or clarification when additional research is required. 
IV.	Process Flow Diagram


V.	Process Descriptions
1.	CRs are submitted through PAS by creating a Change Control folder with the completed CR form. 
2.	The Vice-Chairperson will conduct the initial review of the CR within 3 business days of receipt which will consist of determining whether the CR is a bug fix or need to be reviewed by the CCWG. (Proceed to Step 3)  
3.	If the CR is classified a bug fix proceed to step 5, otherwise proceed to step 4.
4. 	The CR is reviewed by the team within 7 business days and the Chairperson will add the CR to the agenda for discussion at the next regularly scheduled CCWG meeting within the next 60 days, proceed to step 6. 
5.	The System Administrator (SA) works with the developers to implement a resolution for the CR and proceed to 5.a.  If SA determines that CR is not a bug fix, proceed to step 4.
		a. After fix has been released to Production, the SA will close CR. (END OF PROCESS)
	b.   If the SA determines the CR is not a bug fix, then (Proceed to step 4). 
6.	The CCWG will meet at regularly scheduled intervals according to the CCWG Charter.  The CCWG members will research any impact the CR may have on the consistency and uniformity of current Agency policies and procedures to include, but not limited to: Regulations, Standard Operating Procedures, PAS, Sub-process models, Work Instructions, Administrative Instructions, and Training Modules. After research, members will review and vote on open CRs and determine a result.  (Proceed to step 7)
7.	Based on review and analysis, the CCWG will determine whether additional information is required or whether to proceed with a recommendation to the PMT.  If additional information is required proceed to step 8. Otherwise, proceed to step 9.
8. 	The CCWG will contact the requestor and/or identify SMEs to obtain assistance or clarification, proceed to step 6.
9.	The CCWG will provide a recommendation to the PMT for approval; proceed to step 10.  As appropriate, the CCWG will submit a justification package to the PMT for approval as defined in the CCWG Charter.  
10.	The CCWG recommendation will receive final disposition by the PMT (either approved, disapproved with justification or pending approval with comments). If PMT’s final disposition is approved or pending approval with further review, the chairperson will assign the CR in PAS to the appropriate committee or division for implementation, proceed to step 12.  If the PMT’s final disposition is disapproved, proceed to Step 11.
11.	The Chairperson will close the CR in PAS providing justification on the original CR. (END OF PROCESS) 
12.	Depending on the type of change, the approved CR is assigned to the CCWG or LEAD for implementation.  The assigned committee or division is responsible for monitoring the progress of approved CRs to ensure their implementation and closure. (Proceed to Step 13)
13.	LEAD or CCWG will implement the change and close the folder in PAS. (END OF PROCESS)
VI.	Performance Measurement/Metric
Performance standards have been established to improve the efficiency in the operations and performance of the CCWG.
· Vice-Chairperson will conduct the initial review of the CR within 3 business days of receipt
· CCWG members will review the CR and Vice-Chairperson’s findings within 7 business days from the initial request
GIPSA P&SP CCWG SOP	A-1	
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