
Introduction
Many companies have a Vision, Mission, and Core Values. Writing these 
statements and values is one thing. Ensuring that they are living on 
farm is another. The first goal of Borgic Farms was to create custom 
Vision and Mission statements that reflected their desire to have a 
culture of care for both pigs and people while being mindful of Core 
Values. The second goal was to measure where they were regarding 
living their Vision, Mission, and Core Values on farm. They wanted 
to create a strategic training map that acknowledged competency 
opportunities, alongside remeasurement of desired competencies to 
ensure progress towards a verified living culture of care. Although this 
author has employed this methodology in the face of identified abuse 
or accused abuse in undercover video situations, she was eager to 
apply the same approach proactively. This study reports animal care 
competency levels pre-training and post-training in a system wanting 
to make their newly created Vision and Mission statements alive on 
farm to quantitatively assess their living culture of care. This study 
shares expressed competency results of employees post-training 
compared with the baseline expressed competency results.

Materials and methods
Establishing guiding principles and identifying key competencies
First, a session was held to define the company’s Vision and Mission 
statements. Competencies critical to supporting the farm’s Vision and 
Mission were identified. The farm owner, farm management, and farm 
veterinarian worked together to determine the company’s Core Values, 
articulate the farm’s Vision, and write a concise action plan to achieve 
the farm Mission. 

From the initial brainstorming session, a Vision and Mission were 
written, and Core Values were identified. The final draft of these is as 
follows:

Our Vision (where we want to be, the end destination): We respect 
people and pigs. We get better every day, responsibly.

Our Mission (how we are going to get there, the map): We 
professionally communicate. We offer good food, air, water, and care 
to pigs. We measure where we are, set goals on where we want to be, 
and take action to get there.

Our Core Values: Family, Teamwork, Respect, Integrity, Continuous 
Improvement, Accountability

Key competencies that needed to be living on farm to ensure the 
Core Values were alive alongside the Vision and Mission were then 
identified. It was determined that competencies related to low 
pressure handling, welfare, and euthanasia should be the focus of the 
Phase 1 competency assessment (Table 1). Baseline competencies 
were observed and measured per employee via 3rd party on-site 
evaluation prior to any training or education of staff regarding the 
newly created Vision, Mission, and Core Values. 

The first external competency assessment was on August 5, 2019. 
The external verifier worked alongside employees as a new employee 
asking to be taught the task to determine which of the competencies 

on the list were living and which were deficient or rather 
opportunities. Any opportunities were determined to be a training 
need and the training plan was created to address all identified 
opportunities (Table 2).  

Training plan
This targeted plan included a specific retraining plan on low pressure 
animal handling, welfare, euthanasia, and other competencies that 
impact a culture of care for both people and pigs (Table 2). The farm’s 
training was implemented from August through November utilizing 
Pork Avenue Training Portal (PATP)1 to administer and track training. 
PATP is a subscription-based product which includes a library of 
learning experiences as well as a training record keeping system on 
online learning management software. The program components 
per learning experience include online training, graphical SOPs, and 
In-barn Verification checklists which employ the See it. Do it. Teach it. 
methodology.2-8Simultaneously, an internal and external verification 
plan was detailed and executed post retraining to measure expressed 
competency results using the lessons’ In-Barn Verification checklists as 
guiding documents. All training accomplishments, including In-Barn 
Verifications, were recorded on PATP’s online learning management 
software and a transcript of learner accomplishment was created per 
learner.

See it.
The farm chose to administer most videos and quizzes as a group 
and after each lesson have a discussion on skills they needed to 
express differently on farm. Groups were formed based on preferred 
language of English or Spanish. Learners were informed prior to 
watching the videos that they needed to learn the topics well enough 
that they could teach the content to a verifier. The See it. portion 
of the experience was marked as complete on individual employee 
transcripts. 

Do it. 
Then the learners continued to complete skills which were manager 
or mentor observed prior to verification. If desired, pictorial SOPs were 
available for review in English and Spanish. 

Teach it. 
An internal and external verification plan was detailed and executed 
post-training to measure expressed competency results. The internal 
verification was completed by a member of the farm crew with 
leadership potential. He was trained how to assess by submitting 
himself to being taught. After coordinating the video-based training 
session with the team, he scheduled one-on-one sessions with 
employees. Using an In-Barn Verification Checklist for guidance, he 
would say, “Pretend I am a new employee and teach me how to do 
this task.” He then listened for desired competencies on the In-Barn 
Verification Checklist and marked them as present or absent. He could 
ask questions to prompt teaching on competencies if needed. He 
spent most of the verification experience listening. When individuals 
successfully passed their In-barn Verifications, Verifiers marked this 
part of the learning experience complete on the learner’s online 
transcript.

For more information, contact info@porkavenuetraining.com.
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On November 18, 2019, the key competencies were remeasured 
by the external verifier going to the farm and approaching random 
employees with the following request: “Pretend I am a new employee 
and teach me how to do this task.” The verifier when applicable, then 
proceeded to do the task on farm with the employee to observe 
competencies. Competencies were then marked present or absent.

Results 
The baseline expressed competency as determined by an external 
verifier was at 66%. Post external verification of training, staff averaged 
a 100% competency expression rate. This is a 34 -percentage point 
difference and a 52% increase in handling competency expression 
on farm (Table 1). While subjective, the verifier discerned “a palpable 
change in attitude” of workers on farm from the first verification to the 
second.  

Conclusion and discussion
Using the “See it. Do it. Teach it.” methodology2-8 has effectively 
improved competency expression in other studies from a 25.8% 
level of competency expression to a 95% competency expression 
level.9 This case study also achieved improved levels of expressed 
competency. Specifically utilizing this educational methodology 
alongside external verification, it increased expressed competency 34 
percentage points, which was a 52% increase. Of note, in this study 
the baseline competencies were specifically chosen to represent the 
competencies the farm owner, managers, and veterinarians wanted to 
ensure were living on farm.

During the first baseline external verification, a high number of 
predatorial movements and expressions and vocalizations were 
observed in handlers by the external verifier. Some handlers were even 
“growling” as they moved pigs. Very little inter-staff communication 
occurred. All vocalizations were directed at pigs. Occasionally curse 
words were used regarding pigs and people. Post training, handlers 
were visibly more relaxed albeit working hard. Staff smiled. A couple 
sang or hummed with a positive tone. Verbal communication was 
practiced. Although occasional foul language was used, it was not 
directed in a slanderous way towards pigs or people. Figuring out how 
to measure presence and absence of human behavior and expressions 
that represent a risk to the culture of care could be an interesting way 
to more objectively assess this perceived change in culture.

Of note: During the first baseline external verification, behavior of a 
department lead was noted as a deep concern by the verifier based 
upon aggressive behavior towards a stalled sow during movement. 
This same employee had received warnings regarding animal care in 
the past. The farm manager and owners decided it was time to dismiss 
this employee if they were not going to show their commitment 
towards the Vision, Mission, and Core Values. The farm manager and 
the external verifier reported that making the decision to dismiss the 
person of concern was critical to the success of the program.

Besides reassessing the competencies focused on during the August 
2019 assessment, the verifier also took baseline competencies of 
additional skills that Borgic Farms wanted to see living to create a 
Phase 2 Strategic Training Plan. The employees scored a 61% on 
second phase competencies present as a baseline. Reassessment will 
occur in February prior to delivery of this presentation and will be 
reported at that time.
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External Verification-All Farms  Observe the following actions.
Baseline Assessment 

Score
Post Training Assessment 

Score

Training and Handling Boars  

Handler properly positioned sort-board between self and boar 1 1

Two people present if boar in pen with people 1 1

Farm has plan for boar culling 1 1

Farm safely loads boar to boar movement equipment 1 1

Moving Pregnant Sows and Gilts  

Hallway is prepped and distractions removed 0 1

No dead pigs in hallway 1 1

Sows are moved calmly and slowly 1 1

Sows are moved in groups of 3 to 5 0.5 1

Pressure is appropriate 0 1

Noise is intermittent, calm and not constant 1 1

Employees use appropriate language when moving animals 0 1

Weaning Sows  

Hallway is prepped and distractions removed 1 1

No dead pigs in hallway 1 1

Sows are moved calmly and slowly 0.5 1

Sows are moved in groups of 3 to 5 1 1

Pressure is appropriate 1 1

Noise is intermittent calm and not constant 1 1

Employees use appropriate language when moving animals 1 1

Weaning Pigs  

Hallway prepped and not slippery, distractions removed 1 1

No dead pigs in hallway 1 1

Pigs are moved calmly and slowly 0 1

Pigs are moved in properly sized groups per farm protocol 0 1

Pressure is appropriate 0 1

Noise is intermittent, calm, and not constant 0 1

Employees use appropriate language when moving animals 0 1

Euthanasia

No pigs with BCS of 1 observed in random sample of farrowing 1 1

No pigs with BCS of 1 observed in random sample of gestation 1 1

Farm has approved method of euthanasia in place 1 1

There is a log for cleaning of captive bolt gun 0 1

Captive bolt gun is cleaned, disinfected, and stored properly when 
not in use

1 1

Designated euthanasia employee can demonstrate method to 
confirm death

0.5 1

Total Score 20.5 31

Total Possible Score 31 31

Competency Percentage 66% 100%

Percentage Point Increase from Baseline 34%

Percentage Increase from Baseline 52%

Table 1: Action List and Baseline Assessment Scores Versus Post Training Assessment Scores-Opportunities for 
immediate actions and employee training were identified from the on-farm assessment by an external veterinarian.



Table 2:  A strategic training plan post baseline assessment was implemented and internally and externally verified 
via “teach it back” experiences.

Action Responsible party Completion

4.01eng - Safe Pig Handling - Pig Behavior and You-- Lesson Employees and Internal 
verifier

10.21.19

4.01eng - Safe Pig Handling - Pig Behavior and You-- Internal Verification Internal Verifier 10.22.19

4.01eng - Safe Pig Handling - Pig Behavior and You-- External Verification External Verifier 11.18.19

4.05eng - Safe Pig Handling - Weaning Pigs-- Lesson Employees and Internal 
Verifier

10.23.19

4.05eng - Safe Pig Handling - Weaning Pigs-- Internal Verification Internal Verifier 10.24.19

4.05eng - Safe Pig Handling - Weaning Pigs-- External Verification External Verifier 11.18.19

4.03eng - Safe Pig Handling - Moving Pregnant Sows and Gilts-- Lesson Employees and Internal 
Verifier

10.25.19

4.03eng - Safe Pig Handling - Moving Pregnant Sows and Gilts-- Internal 
Verification

Internal Verifier 10.30.19

4.03eng - Safe Pig Handling - Moving Pregnant Sows and Gilts-- External 
Verification

External Verifier 11.18.19

4.02eng - Safe Pig Handling - Training and Handling Boars-- Lesson Employees and Internal 
Verifier

N/A

4.02eng - Safe Pig Handling - Training and Handling Boars-- Internal 
Verification

Internal Verifier N/A

4.02eng - Safe Pig Handling - Training and Handling Boars-- External 
Verification

External Verifier 11.18.19

5.04eng - Take 5 - Captive Bolt Maintenance-- Lesson Employees and Internal 
Verifier

N/A

5.04eng - Take 5 - Captive Bolt Maintenance-- Internal Verification Internal Verifier N/A

5.04eng - Take 5 - Captive Bolt Maintenance-- External Verification External Verifier 11.18.19

14.01eng - Take 5 - Vaccination Guidelines-- Lesson Employees and Internal 
Verifier

N/A

14.01eng - Take 5 - Vaccination Guidelines-- Internal Verification Internal Verifier N/A

14.01eng - Take 5 - Vaccination Guidelines-- External Verification External Verifier 11.18.19

2.22eng - Take 5 - Body Condition Scoring with Calipers Optional for Managers N/A


