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MISSION
“To protect and promote fair trade practices and competitive markets for livestock, meat, and poultry.”
Updated August 1, 2007       

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.   It 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 2007 is just over $20 million.  With the exception of a $4 million increase in FY 2003 specifically for the Livestock and Meat Marketing Study, 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.  
It has been over a year since the arrival of a new GIPSA Administrator and program Deputy Administrator and a multitude of reports assessing the state of P&SP.  In 2006 and 2007, as a result of those reports including the OIG Audit, the Organizational Assessment Survey (OAS) and the APHIS Management Review, management undertook a number of initiatives to improve the organizational, policy 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.
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.  However, one of the greatest weaknesses identified by management remains the employee morale.  It is easy to understand that a mission that provides for honesty and integrity would elicit strong employee commitment.  However, when looking more closely at contributing factors that promote low morale and struggling relationships within the organization, many of the solutions are not necessarily going to be ‘quick fixes’.  Some indicators of progress will be realized quickly, but the majority of culture changes take time.  This updated strategic Business Plan continues toward the program goals and provides an emphasis on improving the organizational climate by focusing on training, awards, civil rights, automated systems, standard operating procedures and the internal and external perception of P&SP.
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 reporting requirements  

Activity 1:
Require special report for new registrants
	Performance measure:    
· Develop policy requiring a Special Report for new Registrants 6 months after becoming registered to determine level of activity and bonding (PLD)



Activity 2:
Establish time limits (5 years) for registration

	Performance measure:    
· Proceed with Regulatory Work Plan and Draft Regulation in clearance by 12/08 (PLD)



Activity 3:
Increase on-time annual reporting

	Performance measure:    
· Investigate 20 failure to file cases per region and attempt to concentrate the cases within 4 US Attorney district office jurisdictions (Regions)
· Measure the percent of Annual Reports filed by the due date (Target – Improve on time reporting by 10%) (Regions)



Activity 4:
Increase registration of unregistered dealers
	Performance measure:    
· Hire Marketing Inspectors to focus on market and scale inspections and to identify unregistered dealers (Regions)
· Pursue Administrative remedies for failure to register with legislative proposal (ODA)



Objective 2: Protect Industry’s Financial Interest

Activity 1:
Target for audit at-risk packers, auction markets and dealers

	Performance measure:    
· Improve risk-based model (IAD and Regions - FinU)
· Complete 100% of identified high risk (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 (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 (IAD and Regions)



Activity 4:
Improve bonding and/or create an Indemnity Fund
	Performance measure:    
· Pursue Indemnity Fund legislative initiative (ODA)
· Develop a risk-based approach to increase bonds for the at-risk entities (IAD and Regions - FinU)
· Develop a regulatory notice for risk-based bond increases (PLD)



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

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



Activity 2:
Verify accuracy of carcass evaluation devices

	Performance measure:    

· Inspect carcass evaluation devices at a random sample of packing plants purchasing in excess of 1,000 head of livestock annually on a carcass weight basis and use carcass evaluation devices in determining price (Regions)
· Develop an expanded inspection process for carcass evaluation devices (IAD and Regions - BPU)
· Establish regular communication with AMS on devices approved for use in  determining USDA grade ( PLD and Regions)



Activity 3:
Verify proper weighing practices

	Performance measure:    
· Inspect scales and weighing at a randomly stratified (dealers/buying stations/auction markets/poultry plants/poultry feed mills) sample to a 90% level of confidence (IAD and Regions)



Activity 4:
Monitor markets to ensure confidence

	Performance measure:    
· Monitor 100% of the fed cattle and hog markets each week (Regions)
· Revise the hog monitoring model formula (IAD and Regions - BPU)
· 100% timely posting of Swine Contract Library submissions (Regions)
· Expand the committed procurement monitoring (IAD and Regions - BPU)
· Increase fed cattle monitoring to top 5 packers

· Evaluate feasibility of monitoring committed hog procurement




The following performance measures will be used for external reporting on Goal 1
	· Report the rate of compliance (Target - Increase the compliance rate by 5%)
· Report the average number of days to conduct regulatory reviews (Target - Decrease number of days by 5%)




Goal 2:

Attain compliance through investigation & enforcement


Objective 1: Gather quality evidence to prove or disprove a violation  
Activity 1:
Develop a standard process to assess quality (pilot)

	Performance measure:    
· Assemble a team to look at developing a case review feedback mechanism with presentation of proposal by 12/2007 (Offutt – Management Sponsor)
· Develop a time table for implementing case review system by 2/2008 (ODA)



Objective 2: Expedite the timely completion of investigations

Activity 1:
Investigative activities are completed within designated timeframes

	Performance measure:    
· Assemble a team to look at the streamlining the investigative report (checklist, short reports, etc.) with presentation of proposal by 12/2007 (Offutt – Management Sponsor) 
· Develop a time table for implementing the streamlined investigative report by 2/2008 (ODA)
· Measure the average time for Investigation, internal P&SP resolution and formal administrative and civil action to resolve alleged violations (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 3: Increase authority to take enforcement action within PSP 

Activity 1:
Pursue legislative initiatives to provide administrative enforcement authority concerning the poultry and annual report provisions of the Act
	Performance measure:    
· Identify the necessary legislative initiatives to increase administrative authority and develop support for the initiatives (ODA)



The following performance measures will be used for external reporting on Goal 2
	· Report the average number of days to investigate and resolve potential violations within P&SP (Target - Decrease the number of days by 5 percent)
· Report the quality of investigative reports (Target – Increase quality based on review criteria once it is established)






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 policy in response to internal requests and identified needs
	Performance measure:    
· Eliminate policy backlog by 12/1/07 (PLD)
· Process requests for policy and interpretation within 6 months of receipt (PLD) 

· Notify employees within seven days after new policy is approved or adopted (PLD) 

· Conduct reviews of the manual for quality and accuracy and update and publish biannually (PLD)



Activity 2:
Harmonize or integrate the Employee Manual with the standard operating procedures
	Performance measure:    
· Convert the Employee Manual into a more technical job aid and integrate with the standard operating procedures (ODA and PLD)



Activity 3:
Regulation & policy implementation and oversight

	Performance measure: 
· Conduct annual reviews of each regional office and headquarters to assess compliance with agency policy by 1/08 (ODA)



Objective 2: Improve reporting on the regulated industry

Activity 1:
Reports on conditions in industry

	Performance measure:    
· Review and update the content of Annual Livestock Assessment Report (10/07) (IAD)
· Prepare the P&SP component of the GIPSA Annual Report (10/07) (IAD)
· Publish the list of registrants, bond information, tariffs and inspection results on the web by 7/08 (IAD and ODA)



Activity 2:
Improve industry annual report quality

	Performance measure:    

· Develop mandatory standard requirements for Industry submitted annual reports by 11/07 (IAD and Regions - FinU)
· Evaluate the review, acceptance and coordination for processing Industry submitted annual reports and propose improvements by 11/07 (IAD and Regions - FinU)




Goal 4:
Improve organizational efficiency and effectiveness 


Objective 1: Effectively align organizational structure with process
Activity 1:
Standard operating procedures and processes are implemented across regions and in headquarters
	Performance measure:    
· All operational processes are defined with uniform standard operating procedures in place by 08/07 and field sub-processes and standardized inspection reports are in place by 1/08 (ODA)
· Develop an Enterprise Content Management (ECM) System with Rural Development to facilitate work flows and electronic records management by 7/08 (ODA)



Activity 2:
Ensure an appropriately skilled workforce to address attrition and changing business needs
	Performance measure:    
· Begin succession planning by identifying critical positions that will be difficult to recruit and fill with qualified individuals (ODA)
· Evaluate the proposed mandatory Resident Agent training program (Barthel - management sponsor) and develop an implementation plan by 2/08 (ODA)



Objective 2:  Improve Organizational Climate 

Activity 1:
Organizational Climate Assessment
	Performance measure:    
· Conduct a follow-up climate survey in 2008 (ODA)



Activity 2:
Improve the Awards program
	Performance measure:    
· Establish a cross organization team to evaluate the awards process and make recommendations to the management team (ODA)



Activity 3:
Share Civil Rights Review to identify Improvements
	Performance measure:    
· Share results of national regional and unit civil rights review (ODA, Divisions, Regions)
· Hold regional and unit meetings to discuss reports (ODA, Divisions, Regions)
· Develop unit strategies to address issues of concern (P&S MT)



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 7/08 (ODA)
· Develop a Enterprise Content Management system within PSAS to automate work flows and move toward paperless electronic records management by 10/08 (ODA)
  


Activity 2:
Streamline Reports
	Performance measure:    
· Develop standardized checklists or forms for Regulatory Reviews to replace the current narrative reports by 2/08 (ODA)
· Streamline (Short) Investigative reports for unregistered dealers by 2/08 (PLD)



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



Activity 2:
Hold conferences on carcass evaluation and training for weighing for states and industry
	Performance measure:    
· Establish groups to design the training and conference syllabus by 10/07 (ODA) 
· Arrange conferences in 2008 (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 year, 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 heard that P&SP doesn’t do their job.  The perception of 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 maybe 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 accomplishment.  In addition, the current systems often hinder rather than facilitate agency personnel in performing routine activities.  The recent GAM failure makes it all that much more critical that our PSAS initiative with Rural Development is delivered on time and meets the information management needs of P&SP.
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