
Leadership in veterinary services

Management by objective and 

strategic plan
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J-P DOHOLLOU

Why management by strategic plan?

It’ a cornerstone of the governance of the policy

What declines at all level of the organization

The WHY, the WHAT and the HOW

– To formalize the orientations and the priorities to the collaborator

and externel partners

– To give sens to the carrying of missions by theire declinaison in a 

territory

– To give clarity of the missions to federate the teams around a goal

– To implement management by objectives with performance 
indicators with ressources (skills and means)
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How to do: the steps

Identify strenghts and weaknesses, assets and threats

(SWOT)

Share a diagnoses

Choise strategic objectives

within given horizon (annual or pluri annual)

Define a strategic plan 

and expected contributions of differents entity

in terms of strategic and operationnal objectives

Define an annual

ou multi annual

action plan (programmation)

Define the methodes

to evaluate the results

and the impacts
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How to do: the steps

Project 

management 

methods

Modality and type

of consultation 

and coordination

Assessement

process or

Evaluation

Internal and 

external

communication 

plan



Diagnosis of the structure 

To find objectives and priorise them

To formalize the strategic plan

To realize the action plan

To access the realization
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Diagnoses: SWOT METHODOLOGIE
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Différent types of objectives

The strategic objectives

The operationnal objectives (strategic

objectives declined insind services or at local 

level)

The individuals objectives (operationnal

objectives declined for each collegue in a team)
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Strategic objectives

•they express a political vision and translate into guidelines

• They concretely express the purpose and the desired effect of the 
entity’s policy

• They must be defined in a limited number to garanty their
readability and theyr effectivness

• They related the most important issues

• They always included an internal and an external component:

- the territory target audiences

- internal fonctionning

They answer to the question « FOR WICH IMPACTS »

(« WHY, for WHAT effect, to answer TO WHICH Issues…»)
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Operationnals objectives

To be assesseble an operationnel objective must be observable and 
measurable

- To find « SMART » objectives

- Spécific: représentative of the programme

- Measurable: with indicators

- Accepted and Reached: achievable by the agent of the entity

- Realistic: taking into acount exixting means and ressources

-Timed : Done on a given date
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Action plan

It’s all actions planed to succes operationnal objectives

What: whose actions? 

How: Whose methodology and communications ?

With who: Whose partners? 

With what: ressources, budget, competences?

When and what steps? : whose schedule, planning?

For whose results: whoses expected benefit and whose impacts ? 



Action plan

Objectives

Axis 1. Strategic objective

Axis 2. Strategic objective

action

what How who when
With

who

With

what result

1.1 operationnal objective

1.2 operationnal objective

1.3 operationnal objective

2.1 operationnal objective

2.2 operationnal objective

target

target

target

datePartnersHSdetails



Formulate indicators

◼ Indicators must be concrets, « flaching variable » used as 

measures, wich will signify a realty of  a result or a 

performence

◼ They are always associated to an objectiv or a goal we

want to assess.

◼ An objective without indicator has no sens because we

never know if we success



The type of indicators (result or impact)

➢ quantity: To define a quantity or pourcent

(training’s number, percentage of people trained)

➢ cost: to stabilize or reduse coast

(Vacations, vaccination, analysis.)

➢ Time limit: The planing of an action. 

➢ quality: to improve the quality

(of satisfaction, of an implementation of regulation..)



The quality of the indicators

1- his utility (usefull for the strategy of the Direction)

2- His relevance (it measures a résultat, an impact, 

an expected evolution…)

3- his simplicity and- his clarity (to be anderstood and 

facilitize decision) 



A ratio can translate

• effectiveness: result obtained/ Objective

• efficiency: result/ressources committed

• Profitability: profit/investment

• A quality level: nomber of defects/total 
number

Exemple of indicators
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To federate a team

➢To give sens

➢ Empower

➢Create a link

➢Facilitize the interpersonnal communication



Management by strategic plan

National level

A multi-annual strategic plan at national level for the veterinary services is imperative:

- to display and communicate the priorities set in terms of public policies for health

controls and incentive policies

- To be implemented in action plans at the national, provincial and local levels and to 

measure the implementation of the national strategic plan by means of:

- activity indicators (number of controls conducted, number of analyses carried 

out, etc.)

- performance indicators (percentage of farms or establishments brought into 

compliance) or improvement of a health situation following a vaccination 

campaign, etc.

- In order to be able to demonstrate the results expected and obtained, allowing the 

achievement of an "officially disease-free" health level and to be authorised to export 

animals or animal products, for example.





National, provincial and local

Objectives articulation

of the three levels of supervision:

intermediate, advanced, delegated



This national strategic plan should be based on strategic priorities

discussed or developed at the higher decision-making level:

- Regional priorities, 

- European regulations for the Veterinary Services of Member States,

- the framework of the Mediterranean Network for animal health 

(REseau MEditerrannéen de Santé Animale, so called REMESA)

- decisions taken at the federal level (United States)...

- Ministerial priorities of the ministries responsible for Veterinary Services

(ministries in charge of agriculture, health, environment, etc.)

- Inter-ministerial priorities:

- Ministry of Health, 

- Homeland Security, 

- Foreign Affairs, budget

- inter-ministerial arbitration bodies

One health field:

- Zoonoses

- Food outbeak

- AMR



Priorities means

the delegate should 

contact the 

departments 

responsible for the 

budget and human 

resources



- Priorities arising from the results of the previous plan

- to continue an action,

- to take corrective action

- on the contrary, to open up new areas of work resulting from emerging risks, 

- WOAH PVS audits

- to integrate new recommendations and measures

- to be implemented to reach the highest level of integration of WOAH 

recommendations

- Opinions of risk assessors, national agencies, national reference laboratories .... on 

the need to take into account emerging risks.

- National initiatives, proposals for action according to the health situation of livestock, 

animal products or animal origin

- Taking into account quality approaches such as ISO 9001 or 17020 standards 

relating to inspection.

…strategic priorities



This strategic plan may include priorities:

- Technical or vertical priorities by area of activity: animal health, animal protection, 

food safety, export/import

- Cross-cutting priorities, such as prioritisation of control or surveillance plans, 

control follow-up policy, import/export, etc.

- Organisational or managerial, the setting up of organisational bodies, 

- In terms of training: prioritisation of training for veterinary officers, mentoring of 

officers,

- In terms of internal or external communication

- In terms of IT

- Finally, on quality and safety at work



It is important that this strategic plan be worked on in consultation with the 

veterinary service staff who will have to implement it.

This participatory approach makes it possible to involve them at a very early

stage in the development and prioritisation of priorities



To this end, it may be useful to set up :

1. Steering committee which

1. defines the main lines of the strategic plan, 

2. decides on the methodology for working on the strategic plan, 

3. the composition of the working groups, 

4. evaluates the proposals for actions and sub-actions

5. decides on the objectives and order of priority of the action plan.

-2.  Working groups composed



To this end, it may be useful to set up :

-2.  Working groups composed of :

1. Central government staff

2. Staff from provincial and/or local deconcentrated services

3. Staff in charge of training veterinary services agents (veterinary public 

health schools, WOAH collaborating centre)

4. Staff representing other ministries, especially for inter-ministerial axes, 

5. Representatives of national beneficiary organisations (farmers, 

consumers, veterinary surgeons, etc.)

6. Representatives of support or cross-cutting services: communication, 

IT, quality assurance....



This iterative construction has several objectives to:

- Make the staff:

- a stakeholder in the definition of national objectives

- a force for proposals

- a player in their implementation, 

- Communicate on the process of developing this strategic plan and on the priorities

- Obtain a guarantee of its technical and financial feasibility

- Have an integrated approach to each of the action plan's axes,

- a technical component,

- an IT component

- a communication component

- Enable robust indicators and realistic deadlines to be defined by drawing on the 

experience of the departments

- Illustrate the principles with practical, on-the-ground examples to anchor the action 

plan in reality and facilitate its implementation.

Motivation

Involvement

the implementation of a monitoring plan



This strategic plan must

- be, once validated,

- be widely distributed in several formats:

- Addressed to staff as the roadmap for veterinary services

- Addressed to principals partners

- Published on the Internet by the veterinary services or the supervisory ministry

- Explained at national seminars, 

- Used at the international level, particularly for a specific action (AMR)

- Communication can be made at trade fairs, via newsletters or media 

communications depending on the subject, particularly on social issues (animal 

protection, health safety, etc.)



This action plan is implemented at the central administration (national veterinary

services), provincial and local levels by senior staff. But it is important to evaluate

the application regularly.

-periodically (frequency to be defined) in the central services in charge of 

coordinating its application

- In management dialogue with the provincial implementers to evaluate the results

obtained, redirect actions or redistribute them geographically in the event of 

difficulties (crisis management, lack of personnel, etc.)

- Make assessments to the donners of orders to discuss with them the results

aggregated at national level or the difficulties encountered,

- Carry out annual implementation reviews that will contribute to the final review

(three or five years) depending on the duration of the plan.



Leadership model – Management by objectives- Strategic plan- Delegated level

Final
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The strategic plan at the advanced level is a variation of the national multi-

annual strategic plan of the veterinary services but applied to the field of 

responsibility of the advanced level manager:

- It may be in a given technical sector (e.g. export or animal welfare in the 

central administration, at the national level, only the axes of the national 

strategic plan concerning the activity will be implemented in the strategic

plan of the service or sub-directorate,

- It may be in a given geographical sector at provincial or local level to be

- adapted locally according to the activities, 

- Adapted to production

- Adapted to health context on the basis of a risk assessment.

This is known as the principle of subsidiarity.

Strategic plan at advanced level



This strategic plan is based 

on the priorities of the various 

principals but is adapted to

- the local context and in 

particular to the local 

production fabric

- the health situation of the 

farms and production 

establishments.

Flexibility

National plan

Local 

strategic

plan



The priorities became from:

- the national strategic plan of the national Veterinary Services

- But also from local principals (local State representative) who may wish to develop

such and such an incentive mission on their local territory (promotion of short supply

circuits, active implementation of the ecoantibio plan, etc.)

- The judicial authorities, which, depending on the offences committed, may direct 

controls on a particular sector of activity, or the implementation of a particular legal

procedure,

- The results obtained from the local strategic plan for year N-1, the missions that will

have been carried over to year N, for example in the event of a health crisis

- The set of priorities and projects that the executive of the advanced level will wish

to develop or promote, generally based on a diagnosis of the territory and a risk

analysis.

- Finally, like the national strategic plan, the local strategic plan must include all the 

technical objectives to be achieved but also the cross-cutting, organisational, IT, AQ





This strategic plan may be of shorter duration (generally 1 year)

in order to be extremely operational, directly linked to current events,

regularly evaluated and renewed or modified according to the results obtained.

Pluri annual national strategic plan (for eample 3-5 years)

Annual local strategic plan

Annual local strategic plan

Annual local strategic plan

Year N°1                       Year N°2                             Year N°3



The objective of the strategic plan is:

- to provide a roadmap for veterinary officers at the provincial or local level

- To give sens to their tasks of control, vaccination, etc., by including them in a 

coherent programme of objectives to be achieved by the service or local directorate,

- This overall presentation of the service's objectives enables all the agents of the 

local veterinary service to know what the colleague is doing and why, so that they can 

act in synergy with him.

- To be implemented at the local level in a local activity plan aimed directly at the 

activities concerned, breeding, production, processing, export, slaughterhouse....

- Produce results that can be evaluated quarterly and allow for the possible 

reorientation of priorities during the year in the event of emerging risks or new 

regulations

- Produce quarterly and annual reviews to communicate on the activity of veterinary

services, the results obtained, and to reorientate the objectives for the following year



In particular, it enables teams to 

work together to implement

common objectives. 

This is particularly important in 

the case of remote sites 

(headquarters of Veterinary

Services, slaughterhouses, 

border inspection posts, 

branches, etc.)



Advanced leadership scheme – Management by objectives- strategic plan

Strategic Plan

Year N-1

Strategic Plan

Year N+1

Strategic Plan - Year N

Review, continuation

deferred priorities

Quatery

Assessment

Quatery

Assessment

Quatery

Assessment

Quatery

Assessment

Mid-term review Annual review

Priorities renewed

Deferred priorities

New priorities
New priorities

Iterative work with teams

Strategic plan presentation to the agents

Iterative work with teams- in the general assembly

- mailing

- intranet site

Implemented in an action plan

implemented in programming at middle management level

professional interview for middle managers

= individual objectives



Management en direction départementale de la 

protection des populations

Objectifs

Nationaux

Régionaux

Locaux



Management en direction départementale de la 

protection des populations

PNE

TN

TR
Note de service

Priorités année 

N+1

Note de priorité année N

Circulaire premier ministre

Orientations préfectorales



Management en direction départementale de la 

protection des populations
Exemple: Note de priorité



Service Populations Animales

1) Certification aux échanges et à l’exportation : Rigueur à la certification et 

consolidation des vétérinaires mandatés (missions régaliennes)

2) Poursuivre l’animation du réseau des vétérinaires, le renforcer dans le secteur canin, 

le pérenniser auprès des vétérinaires nouvellement habilités dans le département 

3) Surveillance, Prévention et lutte

Influenza aviaire et mesures de biosécurité :

Salmonelles, mesure de surveillance et de biosécurité :

Tuberculose

Apiculture

FCO variant 8 et 4 : 

3) Protection animale

Formaliser la mise en place de la cellule de veille de la maltraitance

4) Mettre en œuvre le programme national d’inspection 2018 

E  Réaliser 100% des contrôles conditionnalité

E  Réaliser 100% des inspections du programme national. 

5) Pharmacie et poursuite du plan Ecoantibio (Antibiotiques critiques)

6) Assurer la bascule de la base de données SIGAL sur RESYTAL

7) Assurer le contrôle systématique des plaintes, des mises en demeure et des APMS

8) Assurer l’accueil du nouveau vétérinaire adjoint au chef de service, 

Note de priorités



Management en direction départementale de la 

protection des populations

Réalisé 

2017

Program

mé 2017

% 

PCR

C

% 

programmatio

n

Commentaires

CRA 0 12 0% 0%

Conditionnalité – Action sanitaire en 

élevage – paquet hygiène

0 40 0% 0%

Conditionnalité – Protection animale 0 80 0% 0%

Conditionnalité – Identification 

bovine

0 36 0% 0%

Conditionnalité – Identification 

ovine/caprine

0 11 0% 0%

Conditionnalité – Identification 

porcine

0 3 0% 0%

Contrôles officiels PA - Animaux de 

rente

0 95 0% 0%

PSPC 0 100 0% 0% Dont 4 prélèvements de 

poissons

Aviculture 0 0% 0%

Salmonelles 0 21 0% 0%

Charte 
0 4 0% 0%

PA 0 8 0% 0%

Contrôle des mesures de biosécurité 

dans les élevages de volailles
0 30 0% 0%



Management en direction départementale de la protection des 

populations

Suivi en CODIR



Management en direction départementale de la 

protection des populations



Management en direction départementale de la 

protection des populations

Bilan par service



Management en direction départementale de la 

protection des populations
Rapport d’activité de la DDPP



- Prepared with middle management, in abottom-up approach with teir staff. This then

increases the involvement of the teams in the implementation of the action plan.

- Presentation at a general meeting of staff so that all veterinary staff can be informed, 

interact and ask questions

- Communicated fairly widely to principals, partners and the general public in a version 

- Broken down into very concrete action plans; vaccination campaigns, inspection 

operations, preparation of emergency response plans.... With the definition of a person

responsible for implementation, a deadline and an activity or, better still, performance 

indicator.

- Regularly evaluated, e.g. quarterly, in particular in the form of quarterly interim reviews

in order to be able to monitor the implementation of the strategic plan

- Communicate the results obtained in order to enhance the value of the staff's action 

both internally and externally. 

The local strategic plan must to be



This strategic plan will be broken down into action plans

- at departmental level for the middle manager,

- at individual level 

Professional interviews can be conducted at the beginning of the year to: 

- review the achievements of the strategic plan for year N-1

- to set out the expected objectives for year N.

Normally, only non-programmable activities (crises, outbreaks of epizootics, 

zoonoses, food-borne toxins, etc.) can be added to the activity plan.

- priority will be given to managing the crisis

- the evaluation of the implementation of the action plan will take into account

the impact of the crisis

- will postpone the achievement of the objective concerned (in year N+1).





A change of direction is possible in the course of the year in order to adapt the 

objectives to the monitoring of an emerging risk or to a change in the target of 

controls (alert on a product or a sector).

In this case, the actions provided for in the action plan will simply be replaced

by the actions initially planned.

An action plan has the merit of formalising everything that is planned, but:

- it must be constantly adapted

- must not make the leader's action rigid,

- but only make it readable for everyone in order to encourage support.



Action plan and programming of actions for veterinary agent services

- number of controls to be carried out,

- number of samples and analyses to be planned, 

- incentive measures to be implemented.... 

This schedule must be :

- part of the service's action plan

- directly operational for the agents,

Ex: number of controls, where, when, how on which animals, etc.

At the local level, it is truly:

- the service's roadmap

- the roadmap of each agent (individual interviews: result Y-1, Objectiv Y, needs

of training, promotion )



Intermediate leadership level – Management by objectives Strategic plan

Professionnal interviews

Quaterly reviews

Communication

Strategic plan study

Action plan

To be considered

for year N+1

General assembly

Annual review N-1

Annual objectives

Annual review

Planning

Year NN-1 N+1



Programming is generally ;

- The implementation of the local strategic plan

- Adapted

- to the establishments (livestock, slaughterhouse, production and 

processing of animal products)

- their health level on the basis of a risk analysis nationally or locally

- Declined according to the means available to the intermediate level manager 

for their implementation (human and financial means)

- Evaluated quarterly so that it can be readjusted according to the results of the 

previous period

- Be the subject of a final assessment which should be used to reorientate the 

controls for the coming year or simply to communicate.



This programming should be realistic. 

- be based on the reality of the previous year's achievements

- Evaluate prospectively what can be done by the service's agents and then

individually at the level of each agent

- Be translated into a control plan, a sampling plan and tasks to be carried out 

by the department's agents, based on a risk analysis,

- Be adapted or re-evaluated if the resources prove insufficient or if another

priority is added to the roadmap (crisis, alert, outbreaks, etc.)

- Be evaluated quarterly by the agent and the middle manager in order to 

monitor its application or redirect it if necessary with the support of other

agents or by readjusting the target if necessary

- Finally, be the subject of an individual assessment (professionnel interview)



Programming must therefore include:

- everything that is programmable, 

- a time allocation for non-programmable and predictable tasks.

For example, if a number of suspicions, outbreaks or food poisoning occur

regularly each year, we obviously do not know when they will occur, we cannot

programme them, but we must take into account the time needed to manage 

them and set aside time so that we do not programme 100% of an agent's time 

Depending on the sector of activity, tasks are more or less programmable.

- 75% programmable in the food safety sector, 

- 50% in animal health and protection, 

- less than 10% in import/export, where the service agent will be closely

dependent on animal or product flows.



This programming and its evaluation can and should be communicated:

- in departmental meetings,

- to staff, middle management and possibly partners,

- the results must be fed into the action plan of the local veterinary

service and contribute directly to the implementation of the national 

strategic plan

- they can be presented at a general meeting by the agent who carried

out the action in order to reinforce the participatory aspect and to 

enhance its value.



These methodological elements, programming, professional interviews, 

departmental meetings, quarterly reviews and annual reviews will

establish the middle manager's leadership by directly contributing to:

- demonstrating their strategic vision and making it known

- demonstrating their mastery of their field of activity and enabling them

to meet their responsibilities

- communicating and promoting the achievements and integrating them

into public policies conducted at local and national level

- to initiate new projects or propose new orientations according to the 

observations made and the results obtained.



Thank you for yor attention


