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PREFACE

The information in this publication was originally prepared as an
Extension letter series for farm managers interested in becoming better
personnel managers. This publication combines all the letters in the series
into one source for easy reference. It is not intended to be a complete
reference on the subject of farm human resource management, but a
discussion of basic principles.

The information in this publication can be used in two ways. First,
Cooperative Extension agents and others have mailed the letters one at a time
to farm audiences. This approach has raised the level of awareness of the farm
audience about human resource management issues. Second, as a compiled set
of letters, this publication can serve as a management reference for the farm

and small business manager.

The organization and development of this publication is the result of a
team effort by four people: Thomas Maloney, Extension Associate, Department
of Agricultural Economics, Cornell University; C. Arthur Bratton, Professor
Emeritus of Agricultural Economics, Cornell University; Kay Embrey,
Extension Associate, Cornell Migrant Program; and Joan Sinclair Petzen,
Cooperative Extension Farm Business Management Agent, Cattaraugus County,
New York. This group identified the topics to be covered, outlined cach topic,
and identified knowledgeable individuals to author the letters in the series.

Sincere appreciation is extended to all of the authors for their
willingness to participate in this project and for their patience during the
review and editing process. They are:

Stewart E. Ackerman Robert C. Nolan
Regional Extension Specialist, Poultry Assistant Director
Western New York Home Study Program.
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lnfroduction

' “Ttis imposeible to hire and keep a good farm worker.”
“I have a waiting list of good farm employees who have
applied for work here.” These two statements came from

farmers in a labor practice survey. Both were describing’

the situation that prevails on their farms. The difference

is striking and likely can be explained by variations in.

the labor management practices they followed.

Management in the human resource or people area is .

basic. Through experimentation, managers learn what
will and will not work. Researchers study the experiences
and try to identify the principles and practices that work
under various conditions. In this series, we will examine
the management studies made in the farm labor area.

Our first letter focuses on generalities related to the effec- .

tive management of labor resources.

Managemeni Defined K

: Managemem is 2 much used word but one that often
* ‘means different things to diffefent people. Let us think
? briefly about a few connotations that go with the word
as we will be using it in this series of letters. o

Management is the noun that goes with the verb to

B fnanage Manage implies a degree of control over actions.
"' The person in control or the manager is the one who is
., responsible for managément actions. Similarly, control
: usually implies that there are different choices, and the
~, manager must decide which alternative to use. In brief,
" management is based on decision making.

i Two basic elements are in all definitions of manage-
. ment. These are the resources and the goals. Manage-
- ment of any kind is concerned with what is available for
= use and what is hoped to be accomplished. In farm labor
ymanagement, the focus is on the human resources, and
~.the goal s to get the work done efficiently and effectively.

A simple working definition of management is “using
what you've got to get what you want.” In farm labor
management, this would be using the labor force on the
farm to get the work done.

Introduction of Farm Management

 Dr. G.F Warren introduced farm management as a
field of study between 1900 and 1910 and published his.
first. “Farm Management” book in 1918. He felt it was
important to look at how New York farms were managed.
His approach was to observe the different ways farmers
managed and to measure their effectiveness. This he did
for the entire farm unit, which included the tradmonal
land, labor, and capital inputs.

As specialization and commercialization progressed
the field of farm management evolved. Management as .
related to special segments of the farm operation was
separated out for study. In this development, the farm
management family grew. to include land and soil man-
agement, machinery management, herd management,
crop managment, and financial management.

The latest to emerge has been management related to
the human resources. At this time, human resource man-
agement is the “new kid” in the farm management family.
As the “new kid”, it has been studied the least of the
various phases of modern day farm management.

Change in Focus

Early farm management studies examined labor or
work inputs. The measure usually was simply the days
or months of work that were put into the operation.
Labor efficiency was measured in terms of output per
work unit. The labor input was treated principally in
terms of the time or physical effort expended.

Gooperat!ve Exlensson in New York State provides Equal Program and Employment Opportunities. New York State College of Agricuiure and Life Sciences. New York State College of Human Ecclogy, and
New York State College of Veterinary Medicine at Cornell University, Cooperative Extension Associations, County Governing Bodies. and United Siates Department ol Agricutture, cooperating.



Farm labor or personnel management focuses on the
worker as a human resource. Here management takes

on the aspect of how to deal with the people or workers. .
It takes on the added features of the interaction of per—

sons and involves the complex1t1es of “human nature

Persoﬁne{ Management _

Personnel or “human resource” management is more
difficult to study than the other kinds of farm resource

management. It is easier to experiment with a cow, a
tractor, or land than with a worker. Also, there is a'degree
of complexity in that workers use their mental faculties
in responding to various management technigues.

Both farmers and researchers were more reluctant to
delve into the management of human features than into, ..

the machinery, livestock, or crops features. Consequently,
farm personnel management was neglected until re-
cently. Finally, it is the “new kid” in the family, and we
need to learn more about it.

New Dimensions

Farmers and researchers have long been accustomed
to working with crops, livestock, land, buildings, and
machinery. We feel at ease when dealing with them. But,
with the workers, or personnel, we have had less expen-
ence and they do "talk back.”

In trying to understand why labor management prac-
tices work or dont work, we must delve into some new
dimensions. Psychology, sociology, communications, and
human nature all get involved. These are new areas and
we lack knowledge and skills in dealing with them. We
need to roll up our sleeves and master these new dlmen—
sions as they relate to farm management :

More Information Available

Research studies in farm human resource utilization
have been limited in number. At last, some persons are
tackling the problems. Farm leaders have identified this
as an area of needed résearch. Farmers themselves are
experimenting with new practices. In a survey of labor
practices, it is helpful to learn what farmers have dis-
covered from their experience in coping w1th farm labor
management problems.

Knowledge on the subject is gradually becommg avall-

able, and interest in the subject is increasing. We are on |

our way. It is hoped that the “new kid” soon becomes a
full ﬂedged member of the management famxly

Human Resources

The human resources or labor input is a vital factor
in any farming operation. As with all other input factors,
there are alternatives in how it can be used. Where there
are alternatives, management decisions must be made.
In brief, the choices made affect the outcomes. = "

- Farm operators are the ones responsible for managmg
This is as true in the human resource area as in the crop,
livestock, or financial management areas.

- Elements of Personnel Management

Management know-how and skills can be developed.
Knowledge is basic in all areas of management, The
“good” manager is always seeking new information and
better ways of doing thmgs We must learn how to effec-
uvely manage the human resources on our farmsl

Personnel management on farms includes a number
of elements. As the subject develops, new elements likely
will be discovered. At present, the components commonly
include: analysis of labor needs; development of job de-
scriptions; recruiting; hiring; orientation and training;

. motivation; wages and fringe benefits; performance re-

view and evaluation; and discipline.

Personnel management involves both an employer and
employee, or a manager and worker within a family. In
this letter series, the concerns of both will be considered.

Human Resource Management

Managing people, whether on a farm or elsewhere, is
not easy. Understanding human nature and the devel-
opment of “people” skills is fundamental. Experimenting
with new methods and encouraging more research will
help us move toward better labor management practices.

Qur experiences with farm labor management are ex-
tremely varied. Some farms have found it impossible to
hire and keep good workers while others have waiting
lists of applicants. In like manner, some family members
are enthusiastic about helping on the farm while others
are alienated and leave at the first opportunity. There
are differences, and for a reason.

We must not be afraid to look at what other businesses
have done in the labor management area. This applies
to other farm and nonfarm businesses. We can always
learn from the experiences of others. The farm in-
novators’ are trying new human resource management
practices. Qur nonfarm business friends are probably
ahead of us, and we can learn things from them too.

Developing a “personnel management system”.-for a
farm takes time, but it is worth it. Time spent by the
manager in explormg new ways of doing things usually

" pays off. It will save time and promote a more harmonious

work environment.

The purpose of this letter series is to help those of us
concerned with human resource management gain a
better understanding of the subject and to find ways to
1mprove our human resource management skills. There
is @ better way! Let’s find it together!

Next letter! The Family Farm and Personnel Manage-
ment.
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- Introduction

A farmer recently said “I do not attend your labor
management meetings since we operate a family farm.”
This sparked some lively discussion about what labor
management is. ' o

Labor management is often perceived to-mean the
handling of hired employees. This is a restricted view. In
farming, labor is provided by hired and family workers
and managing the labor on a farm involves both. -

. Family farms are often assumed to use no hired labor
or services, but this bears examination. It is worthwhile
to look closely at the sources of labor inputs used on
family farms. Family farm operators use the services of
others to a much greater degree than first assumed.

. The members of a farm family are human beings and
there must be management of their labor inputs, Even
the operator provides labor and how it is managed affects
the members of the family. :

Personnel management and labor management. are
i often used interchangeably and in both cases are assumed
% to deal with employers and employees. Human resource
- management is a broader term which includes all persons
= who contribute in any way to the operation of the unit.

Work Force

In our farm business management studies, the work

force is usually reported by the source or “who™ provides -

“~ the labor inputs. The inputs are measured in terms of

~“time spent” and may be reported in terms of hours,

days, or months. _

i Studies often report the sources of labor as operator
. or manager, unpaid family, and hired. The unpaid family
- must be estimated on a basis comparabie to that of other
- workers. Modern family farms use a sizable amount of

"+ hired labor in addition to the work done by the family

members. Both family and hired labor must be managed.

Management on a Family Farm

The simple definition of managment as “using what
you've got to get what you want” has special significance
in the human resource management on a family farm.
Since a considerable part of the labor is provided by
family members, the “use of what you've got” takes on
special importance. Similarly the goal or “what you want”
may be affected more by the likes and dislikes of the
family workers than in other kinds of business situations.

A family farm operator is responsible for managing
the labor force so he/she must analyze carefully the
capabilities of the family members. Their skills and
capacities should be a major consideration in the labor
management process. This also affects the kinds of “hired
workers” that are sought. o o

In summary, an examination of the management on
family farms reveals that there is a human resource or
personnel management sector. Managerial skills in this
area are probably just as important on a family farm as
in a corporation. : :

Family Farm Partnerships

Partnerships are common among family farms. Itis a
way to pass the business from one generation to the next.
This type of business arrangement has been used for a
long time but, as the size and nature of farming has

* changed, the need for “good” partnerships has increased.

Successful partriership operations da not just happen.
Many attempted arrangements fail. Studies show a major
cause is in the human relations realm. Poor personnel
management has surfaced as the cause of many family
partnership breakups.

At a human resource management workshop in eastern
New York, two young farmers who were in family partner-
ships were emphatic about the great need for good labor
management practices in a family partnership. Based on

Cooperative Extansion in New York State provides Equal Program and Empioyment Opportunities, New York State College of Agriculture and Life Sciences, New York State Coflege of Human Ecclagy, and
New York State Cokege of Veterinary Medicine at Comel:_University, Cooperative Extension Associations, County Govarning Bodies, and United States Department of Agriculture, ‘cooperating.



40 years of working with farm partnerships, I had to
agree wholeheartedly. The “new kid” in the farm manage-
. ment family may be a kingpin in developing successful

partnerships. The people part of partnerships is particu- .. .

larly pertinent!

Spousal Relations and Labor Practices

Stress among farm family members has come to be a
topic of concern. Studies have been made of farm wives
and the nature of the stresses they experience. Difficulties
between the spouses is a common source of stress.

The labor management practices followed on the farm

may well be the cause of spousal stress. There is much . -

talk about the importance of regular hours, time off, and’

vacations in attracting and keeping good farm employees S

Perhaps we need to apply the same reasonings as we
struggle with stress among farm couples.

- Service Providers and Labor Management

Modern day farmers use many service providers.
Studies show they regularly use more than 30 on-farm
services including electric service, fuel deliveries, fer-
tilizer spreading, machinery repairs, vetennary services,
and more. Do the human relation practices used with
these individuals affect the kind of service received? Will
human resource management skills work equally well
with service providers? My answer would be YES!! © "

More leed Workers

- Scientific and technological advances have brought
many changes to-New York family farms. These advances
have changed the nature of the inputs used and the kinds
of output both in terms of quantity and quality.-Much
of the physical drudgery has been reduced or eliminated,
and the same quantity of product can be produced in
considerably less time. Another development has been
the demand for workers with more techmcaI skllls and
Judgement L

A look at the labor force on dalry farms 2(} years ago
and now shows some interesting changes (table below).

Total months of labor on these “typical” dairy farms
increased from an average of 21.9 months in 1966 to 37.1
months in 1986 or an increase of 70 percent in the 20
years. In 1966, operator’s labor accounted for 60 percent
of the total and hlred workers 21 percent, but by 1986

these were 42 percent and 37 percent respectwely A
larger percentage of the work is being done by hired
employees on these dairy farms. Another interesting
change has been the increase in the amount of pald family
work. : .

The “Real” Boss

On a family farm there often comes the questlon of

“who is the boss?” Any well run operation needs a2 man-

ager or boss. This becomes increasingly important as the
number of workers increases.

Studies made of career farm workers show that employ-
ees want to know who is in charge. On some famlly farms
it seems that everyone assumes that they are in charge.
Labor management principles tell us this will not work

- well. Tt'is important that the “real” boss be identified and

that he or she be responsible.

Benefits of Good Labor Management

Good labor practices certainly benefit the hired em-
ployees. Career farm workers repeatedly have indicated
that labor practices, such as hours worked, clear instruc-
tions, definite understanding about sick leave, holidays,
vacation, etc., all are important to them and affect their
staymg with the job. They indicate that the work environ-
ment is more important than rate of pay.

"There is a spin-off to good labor practices. If the prac-
tices provide for reasonable starting and quitting times,
the operator and family members usually benefit too.

One Central New York dairy farmer reported on ‘a

. labor management practice that they used for weekends

off. He said they went to a system of being off from the
Friday night milking until Monday morning milking
every third weekend. The practice was, deve]oped to ac-
commodate a good hired worker whose in-laws lived in
Pennsyivania and visits required more than one day off.
The farmer said it was not long until the farm family too
found that they enjoyed this new schedule.

In like manner, a farm operator who develops new
communication and listening skills, and a system for
bmngmg out suggestions from employees, will also use
these in dealing with family members. Family members
as well as employees benefit from the new human re-
source management skills learned by the “real” boss.

Next Letter: Delegation: The Key to Effectlve Manage-
ment

Sources of Lahor Inputs, 1966 and 1986
New York Dairy Business Summary Farms

Source of '

_ Months - " Percent
Labor Inputs , _

T ' 1966 1986 - 1966 1986
Operators . g S 3 15.6 _ 60% 49%
Unpaid Famlly : L 26 3.2 ' 12 ' 8
Paid Family I 15 4.7 7 13
Hired o 4.7 13.6 21 37
“TOTAL | 218 371 100 100
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Intr_oduction

- Farming is a very demanding occupation in many ways.
One of the most conspicuous is the need for many dif-
ferent things to be done frequently and it seems, at the
same time. Management and delegation of duties are the
most effective means you have for dealing with this
problem.

Management, for our purposes, can be defined as the

process of supervising and directing the work of others.
The more that work is distributed in an operation, the
more reliance there is on management functions. Manag-
ing others differs a great deal from performing work
ourselves. It requires new skills, attitudes, and an organi-
zational framework that clearly defines roles and relation-
ships. '

The key to good management is delegation, which
means passing responsibilities to others. Delegation
needs to take place at various levels in the farm operation,
depending on the nature and complexity of tasks to be
performed. Tasks must be assigned to appropriate levels
4 to kéep Iabor costs down and make the best use of avail-
i able skills, '

© Authority and Responsibility

% Delegation takes place along lines of authority. Usually
© these lines are described in an organizational chart and
% through “job descriptions.” There are two fundamental
= principles that apply to an organizational chart.

1. No employee can have more than one boss.
2. Authority must be equal to responsibility.

" The first principle relates primarily to issues of com-
“ munication and accountability. If a farm employee is ex-
-'_5'-'; pected to take orders from more than one person, what
-+ happens when orders conflict? On the other side, which
' boss checks to see that work was performed as directed?
' A one-to-one relationship between supervisor and subor-

The second principle of authority equal to responsibil-
ity is a practical consideration that is often overlooked by
management. When an employee is assigned to a particu-
lar function he/she must have prior approval to make
the critical decisions necessary to handle the job. Without
this authority the employee is hamstrung, and the effi-
ciency of delegation is lost in frequent delays of “checking
with the boss.” ‘ '

Organizational Chart

Constructing an organizational chart can be done in-a
series of steps: ¢ : SRR

1. Inventory Tasks. All employees should keep a
log of their day-to-day activities for a week or
more and keep track of the average time devoted
to each task. Then all employees should identify

" major tasks that are seasonal or occasional.

2. Define Positions. Individual jobs or positions
can be defined by logically grouping the tasks
identified. This is simply a recognition that cer-
tain responsibilities naturally go together (i.e.,
keeping books would go with preparing tax state-
ments while ordering parts would go with equip-
ment maintenance). It is also important to have
tasks assigned at appropriate levels depending
on their need for special skills and experience.

3. “Draw Chart. The organizational chart can be
easily drawn once the above decisions are made.
The chart provides a diagram which shows who
reports to whom, and is the “road map” for dele-
gation of responsibilities. :

Let's look at a couple of examples of how major job
responsibilities might be handled in developing an or-
ganizational chart. In looking at the overall operation,
of a family dairy farm the father may need to separate

-dinate-is essential-to-avoid-confusion.

Cooperative Extension in New York State provides Equal Program and Employment Opportunities. New York State Coliege of Agricufture and Life Sciences, New York State College of Human Ecalogy. and
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out the herd management function to be delegated to
another family member or hired help. It would be essen-
tial that the new “herdsman” be able to make culling
decisions, ration changes, and have hire/fire authority in

that area. In turn, the herdsman might delegate resporn-

sibility for milking and feeding operations to subordi-

nates and provide them with appropnate levels of deci-

sion making.

In a fruit operatlon a general manager mlght separate '
harvesting functions from orchard-care functions for de- -

legation purposes. One employee might be in charge of
supervising harvesting crews, arranging for trucking, and
maintaining related equipment while another would be

responsible for pest management decisions and spray” %177

applications and could even supervise the roadside stand
Now let’s look at both good and bad examples.. -~ *

FIGURE ]
FARM
MANAGER
PRODUGTION HARVESTING MARKETING
MANAGER MANAGER o MANAGER
PESTICIDE EQUIPMENT CREW ' R%*;DSIDE
APPLICATOR MECHANI( SUPERVISOR § RANVIDSOR
FIELD - HARVESTING || oo
LABORERS CREWS CLERKS

Figure 1 violates the “one boss” principle all over the
place even though we can imagine the discussion that
would have taken place . . . “Well, both the orchard pro-
duction and harvesting managers are dependent on
equlpment so they should have authority over the
mechanic.” and “Yes, the harvesting manager shouId boss
the crew superv1sor but the marketing manager knows
what varieties are selhng best.” The statements are true,
but the structure invites disaster.

In an effective orgamzatlonal chart, functions are segre-
gated and communication between managers is relied
upon to channel needs from one division to another.

FIGURE 2
FARM
MANAGER
Pl{l)gSUmCuT!lgN HARVESTING MARKETING
MANAGER | MANAGER . MAGER
: I . " i ROADSIDE
PESTICIDE EQUIPMENT CREW  STAND
APPLICATOR | | MECHANIC SUPERVISOR | ' . ' sypprvISOR
FIELD FIELD HARVESTING . | cLemxs [ .-
LABORER LABORER CREWS .

" In Figure 2 we see straight-line-communication verti- . -

cally in the organization, with each position reporting to
a single position above. Communication lines are drawn
between the middle managers to convey that interaction
between divisions follows that course. For example, thé
harvestlng manager will go through the orchard produc-
tion manager on equipment issues and the marketing
manager will consult with the harvesting manager about
which varieties to pick next instead. 6f going dlrectly to
the crew supervisor. This system also applies within divi-
siotis. Note that the marketing manager will go through
a subordinate supervisor for help from the clerks.

_ Making it Work

Regardless of how authonty is to divided and delega-
tion is to follow, the most important response is 1o stick
with it! The most difficult thing for an owner/operator/
worker to do is to let gol Why is that? On the surface,
we would think that one would welcome the opportunity
to “off-load” some responsibility. In reality, there are
some powerful inhibitors. Some of the prevalent ones are:

¢ Loss of Control. Very often individuals who
have had overall responsibility for an operation
just can't conceive that anyone else can do it
They fear that they will lose control of the oper-
ation and everything will “go to the dogs.” “It
took me years to learn what I know, how can I
just turn it over ... " :

¢ Teeling of Laziness. Individuals who have done
heavy physical labor most of their lives often
think that they will appear lazy if they let some-
‘one else do the work they once did. Paperwork
also may not seem like “real work.” -

'@ " Inadequate Communication Skills. Describing
and delegating work to others is substantially dif-
ferent from doing it. People often get frustrated
with trying to explain what needs to be done and
decide that “it’s easier to do it myseif.” This par-

_ticular obstacle can be handled by technique. It
is vitally important that orders include the follow-
ing: 1. who is directly responsible, 2. what speci-
fically is to be done, and 3. when it should be
completed. These three simple instructions usu-
ally eliminate confusion with delegated tasks

In general, the most difficult skill to develop in hand-
ling the delegation function of management is gaining
the confidence to do it. The manager needs 1o feel com-
fortable that problems that arise because of the perfor-
mance of subordinates can be solved and that overall the
operation will function more efficiently when the work-
load and responsibility are shared. _

To review, management and delegation start as a
thought process. What are the tasks to be completed?
How do they fit together? Who should report to whom?
After you answer these questions, then develop the discip-
line to let go and to follow the lines of authority consts-
tently. Be clear with instructions and have faith that sub-
ordinates can do the job. Tt will pay off!

Next Letter: Who Makes an Effective Supervisor?
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Introduction

A supervisor is one who makes sure a _;ob gets done,
not the one who does the _]()b '

On many farms the supervisor has to be a doer as well
as the manager of a job. This makes it very hard to under-
stand the role of a supervisor or to separate it from being
an employee. You are so busy getting the task done you
don't see yourself as a leader of a job.

Also, on farms, you as the boss must put yourself in a
supervisor’s role. Owners often create frustrations for
those around them who are trying to act as supervisors.
Remember the transition from worker to supervisor is a
. difficult one. Most of us started out as laborers and can
recall how it was to wait until someone told us what to
do and not to have responsibility for getting a job done.
We could develop close friendships with fellow workers
and even kid about the person in charge. So it is really
a culture shock for many to put themselves in the shoes
of a supervisor.

Let’s then examine the qualities needed in a supervisor,
who makes a good supervisor, and, especially, the prob-
lem of being in the middle, i.e., working for the boss and
supervising his employees. We call this the middle man-
ager syndrome.

Employees’ Expectations

- Employees know who is a good supervisor. In a survey
. of employees we asked what qualities they expect in a
supervisor. The answers were:

® Is on top of his/her job. Commands respect for
his/her expertise.

® Has the ability to “put on the worker’s shoes” in
discussing problems that come up.

® Is fair. Doesn’t play favorites. Must be on an even
keel.

® Has great patience.

Has a sincere interest in learners. -
Is firm, but supportive.
Is considerate, especially of the workers Job

- Is tactful. Praises at the right time and’ offers
criticism constructively. - SR

Most farm owners prefer a supervisor who is an exten-
sion of themselves in approaching a job and getting it
done. The first rule of delegation is to delegate the task
to the right person. With a tight labor pool and the usual
farm family relationships, many times no one is in charge
of a key function. The scenario goes like this: “Joe, you
handle planting the corn this year.” The owner still buys
the corn and fertilizer and tells him which fields to plant
and when, So, in actuality, you just have a “driver of a
tractor” who is good at plantlng corn. A real- 's'upervisor
would be capable of organizing, planmng, and carrying
out all aspects of corn plantmg _

Supervisory Skilis

Who makes a good supervisor? You as an owner need
to accept the definition of a supervisor and then recognize
that you are looking for someone who:

‘Canlead—adapts to getting a job done with others.
"Can organize—keeps a daily schedule. -

Can motivate —a positive-type coach.

Has initiative —makes his own decisions.

Is assertive—gets started on his own.

Candidates for supervisors usually are:
® Young and inexpetienced. This is fine, but the
© - owner must take time to teach the above attri-
butes because the young usually haven hlred '
fired, or lead -anyone yet. :

" Cooperative Extension in New York State provides Equal Program and Employment Opportunities. New York State College of Agriculture and Life Sciences, New Yark State Callege of Humarn Ecology, and
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® long-ttme employees. Someone who has been
with you for 5-15 years, Is loyal, and is a good

employee. Again, he’s probably a task-oriented
person. If he doesn't possess the above sk}lls he -

usually will be the wrong choice.

®  Recruited from the outside. Be careful!' A
supervisor candidate from the outside shouldn't

be someone else’s long-time employee who has
never had the opportunity to lead. Also, an out-
sider can only be effective if given the authority.
Check the candidate’s leadership characteristics
carefully. : o :

Middle Manager Scene

A supervisor in a small business (less than 50 employ-

ees) has a very stressful position. Sometimes we refer to
him as the dumping ground, the fall guy, or a center

(unsung hero) on a football team. It can be a very reward-

ing position if the owner handles this key position cor-
rectly. In other words, avoid end runs! It may be easier
for you to tell an employee to do a different task or to
do something differently instead of going over your ideas
first with his supervisor. In reality, thisis your right as
owner, but after while a middle manager will say you
undermined his authority and belittled his instructions
by changing them. An owner’s biggest fault in handling
middle managers is letting the pendulum swing too far
‘both ways. We see owners manage their key employees
(supervisors} by the: : : :

~® Leave-them-alone method: Lettmg them " do
©" " their jobs with little eommunication untﬂ some-
: thing goes wrong. ' o

. » - Treat-them-like-the-rest-of-the- employees '
- method: The owner is still the supervisor of
~ the function himself. Most commonly, he barges
in on the work tasks and tells h1s crew what to
do. “After all, I am the owner.” ,
Somewhere there is a happy medium. It takes an effort
to make your middle manager really effective, but the
time spent is well worth it. Some pos:tlve suggestxons that
‘do help are: : e

® . Have one-on-one meetings with each superwsor
to clarify how you want tasks achieved.-

~®  Discuss with the supervisor something you want
changed that does not need immediate correc-
tion, instead of asking a worker to change it.

¢ Encourage supervisors to keep you informed
about anything that prevents them from getting
the job done.

® Plan ahead and requ1re your superv1sors to do
likewise. : 5

Do vou really have a superwsor in your operat1on°
Check up on yourself by answering these questions:
Who's in charge of your three most important functions,
i.e., equipment maintenance, care of livestock, and plant-
ing and harvesting? If it is other than you, can that person
decide what to do daily without your direction, buy

. Summary

supplies or parts, and hire employees who work in that
function? A son or daughter is not an exception and

- should not be handled dlfferently

An owner of a small busmess cannot: be everythmg 0

- “everybody nor master of all tasks. He must delegate cer-

tain tasks to the nght people. His challenge is to find a
key employee who is capable of responsibility. To make
the supervisors role effective, remember:

@ Everyone needs to be valued for what hefshe
“7 " contributes. ' ;o

-® Middle management wants and must have a i‘ézil
- place in the business with real responsibilities.
® Communication will be a constant problem and

must be kept foremost in your mmd . Unclear
expectations are deadly.

® A written plan of duties and expectations can
help immensely.

Take time to ask yourself: Am I an effective supervisor?
If not, what can I do to 1mpr0ve my own skills as a man-
ager and to help those in my business who functzon as
middle managers? -

Next Letter: Developing a \Tatuml Motlvanonal Chmate
for Profit and Productlwty :
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Farm managers often ask “How can I do a better job
motivating my employees? The manager, though, doesn't
motivate; motivation comes from within the employee.
The most a manager can do is to provide an environment
or climate in which the employee wants to work. Before
this can be accomplished, the following objectives need
to be met:

¢ Identify the causes of high and Iow motlvatlon job
satisfaction, and morale. -

¢ Identify human needs and how'thcy affect the level
of motivation, job satisfaction, and morale.

¢ Comprehend the principles and methods of creat-
ing a climate to promote improved motivation, job
satisfaction, and morale.

Motlvation Defined

Motivation is something we feel w1th1n ourselves Itis

the putting into action of an inner drive. Motivation in-

volves the idea of directing energy to satisfy a need.

Motivation should not be confused with incentives. In-
centives are external methods of encouraging us to do
or not do something. For example, money is a rnajor
external incentive.

"We cannot truly motivate anyone else. We can only
create a climate where motivation is encouraged by good
working conditions, incentives, and other job-related fac-
LOTS.

Application

Most of us identify strongly with our jobs. Work is
. central to life and most of us prefer to work, to achieve,

and to succeed.
. Typically, we get a major sense of accomplishment from
- work. When we are engaged in dull and boring work,
life lacks inspiration and becomes merely tolerable.

The job of the farm manager in the process of motiva-
tion boils down to understanding the individual employee
and identifying management actions that will lead to the
fulfillment of his or her motivational needs. :

The ultimate challenge for the manager is to find out
how to “encourage” a particular employee in a particular
situation -at a certain point of time. Have you ever won-.
dered why certain employees can be turned off at work,
but in situations outside of work are often highly moti-
vated?r Take, for example, the bored farm worker who
can’t wait to leave work so that he can participate as a
local volunteer fireman. The motivational climate that
causes this interest outside of regular work is transferable
to the job if we look for the key.

-_Principles of Motivation

The forces that motivate us at work are intensely per-
sonalized and usually include many of the following:

¢ Qur own needs, mterests, vaIues goais and levels
~ of aspiration

¢ Our feelings and views about ourselves
e Our rearing, family background, and life style

¢ Individual job satisfaction, coworker attitudes,
morale, and organizational climate

¢ Education level and degree of intelligence
¢ Performance expectations of the employer
e Ability to produce desired results

¢ Condition of personal finances compared with
needs and expectations

¢ Options available
No single approach to motivation is sufticient. The

approach must appeal to the person's self-interest and
the techniques must be aimed at individuals taking the




above factors into consideration. A manager who credits
himself with being an excellent motivator of people does

not understand the dynamics of motivation. Motivation
comes from within the employee and cannot be imposed |

on the employee by the manager. People exert energy to
achieve their own real motives. Managers need to know
what the individual employee considers important and
worthwhile. The most important factor is that employee
and farmer needs and goals must be similar if employees
are to be highly motivated.

Many human motivations appear to be uncenscious or

subconscious and we may not know what drives,us. We . -
do know, though, that new challenges and the unex-

pected make the job exciting. Often the job itself can be
its own reward.

In analyzing job functions, you, as a manager, may
want to change the job rather than expect employees to
change. Feelings of personal progress and on-the-job suc-
cess make us feel ke “somebody”. We are never content
with dull, boring work and feeling like “nobody”.

Employee Needs

To discover the needs of employees begm by askmg
them to identify their needs and wants. You can also
observe them and make calculated references from what
you observe (what kinds of activities appear to turn them
on and off or what types of incentives seem to get the
best results)

ltems That Commonly Motlvate Us
e Self- esteem '

e Prestxge and status

o Pleasure and recreation
¢ Continuing growth and realization of potential

¢ Achievement, accomphshment, and conmbutmn_

e Recognition and appreciation by Pe thers
- @ Acceptance and belonging . : '

» Power and influence :
e Security and confidence in the future
o Affection and understanding
- ® Meaning and hope in our lives _
& Reasonable mdependence and freedom of actlon

¢ Significant participation and involvement in =~
activities affecting us

A well designed or enriched job has three characteris-
tics: (1} it is complete, understandable, and doable; (2)
the employee makes as many decisions as possible; and
(3) the manager provides the employee with consistent
feedback about performance.

Look for opportunities to provide recognition for em-
ployees. For example, when the Dairy Herd Improvement
Cooperative presents county milk production awards at
their annual meeting, some dairy farm operators have
the herd manager accept the award on behalf of the
farm. Since the herd manager has a major role in achiev-
ing the production level, acceptance of the award is ap-
proprlate recognition for a job well done. .

The primary task of any manager is to establish a moti-
vational climate in which employees can achieve their
own goals and, at the same time, contribute to the success
of the farm.

to make in your management style> B

LI give'my people honest recogmtlon ona
- regular basis. :

2. Tuayto make each persons job
as meanmgful as possible. ©~  ”

3. I work at getting to know my people as
individuals.

4. I provide my peoplé with feedback about
performance on a regular basis.

I am available to my people.

If my people don't come to me with
information, I go to them and ask.

7. 1 try to match farm and employee needs.

Evaluate Your Success in Developing a Motivational Climate

‘The following checklist can help you judge your success in developing a motivational climate on your farm. For
each item rate yourself (be very frank) on how often you use that skill. Test your effectiveness with subordinates.
Give all subordinates copies and ask them to rate you on each of the items. Ask them to be frank. Compare your -
own pemonal rating with theirs and discuss it with them. How well do you stack up? What changes would you like

Always Usually

- Sometimes Never

Next Letter: fnvolving Employees in Decision Mdking. '
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A number of personnel management styles and
theories are prevalent in business today as managers at-
tempt to hold the line on labor costs while increasing
worker productivity. Greater employee involvement or
participatory management is a concept that has been
attempted in a variety of ways over the past two decades.
While success with this management style has varied
among companies, many businesses have encouraged
greater employee involvement with excellent results.

So what are the implications of these management ex-
periences for operators of farm businesses? It's worth
re-examining how we involve others in decision making
on the farm. While a participatory management style
may not be for everyone, greater employee involvement
has had such positive effects as increased commitment
to work, informed decision making, and greater produc-
tIvity.

Historical View '

Concern over management and. supervision goes back

easily to the turn of the century with many of the early
theories focusing on fitting the “right” worker to the task.’

The more specific we could be about the task and its
- requirements, the easier it became to select and superv1se
a labor force.

A procedure on how to hand-pick or cultwate a ﬁeld

crop could be determined from observation and from.

the experiences of the most effective laborers and their
methods. The next step was to implement procedures
and supervisory practices that effectively met manage-
ment goals. In this environment, roles for supervisors
and employees were clearly understood. Su’pervision
came from those in authority and, frequently, in a dxrec-
tive manner. ;

Many of the newer innovations in management and

supervision are rooted in research that began around the,
time of World War II. The changing nature of work con-
tinued to make tasks more complicated and required

more judgment of the einployee. Perhaps, more impor-

tantly, ideas about power and authority were changing
in the workplace; employees felt more secure in their
rights and more willing to be mobile.

A new direction for supervision became the need to
understand and involve the employee. Basic assumptions
about employees were changing. The popular belief that
employees were basically unmotivated and would avoid
work was replaced with notions that employees wanted
to work and wanted to be successful. Many workers de-
sired supervision that encouraged their input and in-
creased the satisfaction derived from their work. Much
of the current popular management literature revolves
around identifying those opportunities that-allow both
the employee and orgamzauon to meet thexr goals

Decision Making

One aspect of operating a successful farm business is
decision making. How is the business affected by these
new ideas of supervision and decision making? Decision
making in its simplest form is nothing more than
choosing among alternatives. ‘Most of us use a process
that moves from identifying the problem and finding
creative alternatives through evaluating the alternatives
to making a choice and evaluating the outcome. -

Appropriate Involvement

Generally our decision making is improved when we
have more information, possible solutions, and knowl-
edge of outcomes. A simple view would be that all
decisions should have maximum involvement from
others. This is not always true! Participation can lead to
negative situations. For example, the employees may want
a new piece of equipment and the business -may not be
able to afford it. :

On the other hand, participation, where appropriate,
leads to development of a long-term perspective creativ-

Cooperalive Extension in New York State pravides Equal Program and Empieyment Opportunities. New York State College of Agricufture and Life Scaen:ss New York State College of Human E:oiugy and
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ity, increased production improved problem solving, im-
proved communication, and realistic structuring of work.

Some decisions require labor force involvement so they -

will be strongly supported. Lets take the example of the
dairy farmer who is considering a change from milking

twice a day to three times to increase milk output. Em- '
ployee involvement in this decision could be very benefi-

cial. People tend to support what they help create. If
employees were allowed to select a new work schedule
for themselves and suggest ideas for staffing all ShlftS
they are likely to support the new system.

Another time when farm employee involvement could

be used effectively is during peak work pen'ods such as_
crop planting or harvesting. Staff meetings before peak
work penods could be used to correct problems thatarose - : .
the previous season and to talk about procedures for

handling potential problems.

Participation has some disadvantages; it requires
accommnodation, a longer time frame, skilled supervision,
and close attention to communication. The supervisor
has the authority and responsibility for decision making;
he or she must decide if advantages outweigh disadvan-
tages. Our own values and styles play a role in how we
. make the decision to allow participation.

Principles of Supervision

While the quality of the decision is important, the pro-
cess of participation has beneficial effects on the super-
v1s0ry relationship. Supervision is sxmply the art of work-
ing with people over whom authority is exercised in a
manner that maximizes worker effectiveness. The follow-
ing illustrates two approaches Van Dersal, a noted man-
_-agement author, described the principles of supervision
- appearing in the first column below. The second column
is an interpretation of these principles with the added
factor of participative management.

Throughout the supervisory relationship, it is impor-
tant to remember that supervisors can maintain their
authorlty At the same time they need to improve listen-
ing, questioning, negotiation, and sharmg behaviors and
to avoid over-accommodation, delaymg decisions, zmd
giving in to immature or uninformed points of view. If
participation takes place, the employee will expect to see
his or her impact on the outcome of the decision. Super-
visors should expect to live with the choices made.. -

Job Satisfaction

While improving the decision making process and the

- supervision relationship is important, much of the most

recent literature focuses on job satisfaction. Employee
dissatisfaction is evident in low productivity, high turn-
over, increased grievances, poor morale, etc. The intent
has been to improve the employees’ perception ahout
their jobs. In the late 1950%, Frederick Herzberg iden-
tified the following job-satisfaction factors: achievement,
recognition, the work, responsibility, and advancement.
Job dissatisfaction factors included: organization policy,
supervision, salary, interpersonal supervision, and work-
ing conditions. Supervision should attempt to maximize
opportunities for satisfiers and minimize dissatisfiers. -
With some attention to disadvantages, there are consid-
erable advantages to employee participation in decision
making. [tis understood that authority and formal power
rest with the supervisor, but recognltlon that employees

_have power that grows out of experience and knowledge

is equally important. Supervisors should not be drawn
into a faulty belief that power is a fixed commodity and
to empower employees must mean diminished power for
the supervisor. Rather, supervisors should buy into the
belief that as employees use their power of experience
and knowledge, decision making and productivity as well
as the supervisor’s power increase. _

Supervision Principles
. People must always understand cIearIy what is’
" expected of them.
¢ People must have guidance in doing their work

s Good work should always be recognized. .

o Poor work deserves constructive criticism. © -

e People should have the opportunity to show that
they can accept greater responsibility.

. People should be encouraged to
improve themselves.

s People should work in a safe and .
healthful environment.

Supervision Through Partimpation

Participation encourages listening, questlomng,
negotiation, which clarify mutnal expectations. -

Participation allows supervisor to maintain author-
ity, but always the employee has an opportunlty to
influence decisions.

Participation reinforces successful outcomes and the
creative use of good thinking to arrive at solusions.

Participation allows for recognition of problems and
an opportunity to investigate causes, while minimiz-
ing defensive behavior of employees.

Participation allows the  employee to identify
the ways. in which work can be enriched and in-
dividuals grow. ' -

Participation can lead to 1denuﬁcatlon of areas for :
personal development that will benefit the business.

Participation leads to sharing work environment in- -+
formation in a positive manner. -

Next letter: The Critical Match: Labor Needs and Resources
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Introduction

The human resource, labor, is essential to any farm
operation. Matching the needs of the farm to the labor
available has become an increasingly important role of
the farm manager. Farmers are competitors in the labor
market, although each region differs in the level of com-
petition for various types of workers. It is up to farmers
to plan how their labor force will be used. Likewise, they
need to recognize the kinds and amount of labor their
operations require in different seasons. Few farmers
would plant a crop in the spring without planning how
they would best utilize their fields and finance the cost
of seed, fertilizer, and spray. If you are to get the most
from all your resources, personnel deserves an equal
place in the management of your farm operation.

l.abor Needs

A labor-needs assessment on a farm means developing
a “job design” by looking at the number of workers
needed and establishing the desired requirements of each
job. The process of thinking through the amount of work
that needs to be done and what type of employee will
best accomplish that work will lead to more efficient use
of time and minimize any unnecessary labor costs on
farms. This allows top managers to pay more competitive
wages and to maximize farm profits. ’

The following graph illustrates the labor requirements
of the dairy and crop enterprises of a typical New York

~ State dairy farm.

In a job design it is important to identify each specific
enterprise on your farm and estimate how much labor
will be required month by month for each. With a com-
pleted job design in hand, you can begin to assess just
how you might staff your farm to accomplish each
month’s tasks most efficiently.

CONTRASTING LABOR REQUIREMENTS FOR DAIRY AND CROP ENTERPRISES

taber Required

Mar Apr Moy Jun  Jul Aug

Leveling the Workload

Different jobs on farms occur at various intervals,
“Chores”, jobs that occur on a daily basis, are best ac-
complished by regular full- or part-time employees. Reg-
ular equipment maintenance is more likely to be a weekly
job. Harvest and planting operations are examples of
seasonal types of jobs. Special projects like erecting a new
building or logging the farm woodlot occur on a more
sporadic basis. It is important to consider the regularity
of different jobs when you assess what kind of labor might
be best suited to accomplish the task at hand. Seasonal
labor is particularly useful in enterprises where jobs are
very labor intensive, occur at specific times during the
year, or are completed over a relatively short span of time.

Many farm managers have found ways to distribute
workloads so that peak labor periods can be reduced.
Some grape growers have expanded their pruning period
from two months to four months and also trained these

Cooperative Extension in New York State provides Equal Program and Employment Opportunities, New York State Cotlege of Agricutture and Life Sciences, New York State College of Human Ecalogy, and
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few employees (pruners) to complete testing procedures
in their wineries. This benefits employees by giving them
fonger, steadier employment. Employers gain because
recruitment and trammg take less time. Peak demands
in the crop enterprise for labor can also be reduced by
makmg certain that all equipment is in top condition
prior to planting and harvesting seasons to prevent down-
time. Downtime is costly both from the perspective of

timeliness of operations and having workers waiting

around for equipment to be fixed.

Part-Time Labor or Custom Hire

Cornell University researcher Dale Johnson, in a 1986
study, found that a typical New York State dairy farmer
could afford to pay $100 to $150 per hour for labor that
would allow cropping operations to be done on a more
timely basis. Part-time labor should also be considered
during peak periods. Your neighbor, who works in town,
may find it a relaxing change of pace to turn a furrow
or harvest corn. This part-time help can extend the total
hours that can be expended on seasonal tasks each day.
Chores often put limitations on the amount of time your
regular work force can spend on seasonal tasks.

Special projects may require specific skills or put undo
stress on the regular labor force. Perhaps it would be best
to custom hire or contract these jobs to be done by
specialists. Contracting allows you access to specialized
equipment too. It is important to define clearly the job
that you need to- have done (probably with a written
contract) and the time frame in which you expect it to
be completed.

Current Labor Force

“Now, what kmd of 4 labor force does your farm cur-
rently employ? Assess each worker on your farm, from
yourself and your family to the young neighbor who
helps with hay. Remember your first and foremost job is
management. You must allow time for that when you are
most alert each day. As the manager you are the hub of
the farm, and you need to allow time to manage. List
each person by name with the hours he or she can work.
Include a description of the jobs each does best and the
tasks that each worker is unable to do or does not perform
well. Now develop a job description that suits each per-
somn'’s strengths and weaknesses and accomplishes the
work outlined in your job design. You may find changes
need to be made in your current labor force.

" Local Job Market

A strategy needs to be developed for attracting qual-
ified individuals to work for you. Consider the other em-
ployers in your area and what a competitive work
schedule and wage might be. One Western New York
farmer recently told me that in his area the principal
competitor for skilled labor was the local salt mine. The
mine pays nearly ten dollars per hour with full benefits
including health and life insurance to its regular full-time
employees. By using part-time labor for milking, the

farmer does not have to compete with the salt mine for
regular full-time workers. Be in tune with what is happen-
ing in the labor market in your area as you plan a strategy
for staffing your farm

Flexibility

It is important to build flexibility into your staffing
plan. This allows you to make adjustments as your oper-
ation changes and grows. You need to develop pieces of
job descriptions that can be regrouped as new employees
are hired. Perhaps the person who is responsible for spray-
ing in your orchard is also in charge of harvest operations.
That individual requires two very specific and different
skills: onte of supervision and one of technical knowledge
of pesticide materials. If this individual were to leave
your operation, you may wish to promote a current em-
ployee to take over supervisory responsibilities. Then,
some of that promoted person’s responsibilities might be
grouped with those of spraying, and an individual with
very different skills from the person who left your employ
may be hired to complete your labor force.

Planning

The critical match of labor needs with resources can
be accomplished effectively with a little planning.
Develop a job design for your farm. Assess the capabilities
of your current employees. Make certain that each is
working in a capacity that is most advantageous to your
business. Be informed about the competition for the avail-
able labor force in your community. Develop a flexible
plan to attract employeés to your operatiorrthat will allow
you to minimize your labor costs while efficiently ac-
complishing the work that needs to be done.
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It has been said that an employee needs to know the
answer to two questions: “What is my job?” and “How
am 1 doing?”. It is the manager’s job to see that those
questions are answered. An excellent way to answer the
first question is by providing the employee with a written
job description. The second question will be addressed
in a future letter on performance appraisal.

The written job description is a personnel management
tool used to aid in management organization, recruit-
ment, selection, and performance appraisal. Once a job
design has been developed for the business, the next step
is the formulation of job descriptions for individual posi-

tions. Once a position has been filled, it can form the

basis for an employee work agreement.

Managers are the primary users of job descriptions.
Their employee selection duties can be aided by a clear
statement of the job to be filled.

Job Specifics

The job description is designed to get down to specifics.
What are the duties to be performed, the working condi-

' tions, the management expectations, and the wages and

benefits? What are the job requirements in terms of edu-
cation, experience, special skills, and physical ability?
These at first are management goals which may have to
be modified, but at least they provide an initial under-
standing of management expectations.
| Putting this on paper may seem unnecessary. We often
" assume that everyone knows what a herdsperson, a field
worker, or a mechanic is supposed to do. However, the
exercise of filling out a job description can be very helpful
in clarifying our own ideas. We can use it in discussion
with other members of management to make sure we
are on the same track. And it can be very useful when
the time comes to search for someone to fill the position.

Thomas R. Maloney

Extension Associate

Department of Agricultural Economics
Cornell University

The job description can be the basis for a formal help
wanted advertisement, as well as a word-of-mouth search.
Thinking through the various aspects of the job ahead
of time can lend much more substance to the recruitment
process.

Working Statement

A job description used correctly should be a working
statement of what an individual does. Since businesses
are dynamic, so too are the individual jobs within a bus-
iness. Change the job description as often as needed to
keep it up-to-date and working effectively. Sometimes
when a position is open, a good person may come along
whose experience, interests, or abilities do not quite fit
the job description. Should you reject the applicant and
wait for another? This may be a good time to change
responsibilities of the job or to upgrade or downgrade
the position as appropriate. Be mindful that job descrip-
tions of other workers may need to be changed as well.

Getting Started

If there are no job descriptions for any of the positions
on your farm, start by writing your own. List your duties,
qualifications, supervisory roles, etc. Don't be too critical
of your first attempt; improvement comes with practice.

The next step is to develop job descriptions for the
other workers in the business. Work with employees to
develop job descriptions to reflect the work they actually
do. Use the process to clarify any responsibilities or lines
of authority that may not have been clear. This process
is excellent for keeping lines of communication open
with both family and non-family members.

The following is an example of a job description written
for the position of herd manager on a dairy farm.

Coaperative Extension in New York State proviges Equat Program and Employment Opporlunities. New York State College of Agriculture and Life Sciencas, New York State Caollege of Human Ecolegy. and
New York State Colege of Veterinary Medicine at Comell University, Cooperative Extension Associations. County Governing Bodies, and United States Department of Agriculture, cooperating.



JOB DESCRIPTION

job Tltle Dairy Herd Manager
Summary Description: Responsible for overall management of the dairy herd including milking, herd health breedmg, and

supervision of employees. Plan feeding program in cooperation with farm owner

Salary Range: Minimum §350.00/wk Maximum $400.00/wk

Work Hours: 3:00a.m. to 6:00 p.sm. Average Hours/Week: 60 hours
Days Off Per Week: 1%
Overtime:  Never Seldom X Often

Other Benefits: House in very good condition. Health insurance, two weeks paid vacation after one year,

Duties
Overall dairy herd management including milking, herd health, breeding, and raising of replacements.

Plan and implement feeding program in consultation with farm owner.

Supervise other dairy emplovees responsible for milking and feeding.

Minor Functions:

Assist with field work andlor machinery mainienance as time permits.

Supervised by: Tarm owner

Supervise: 7 or 4 other emplovees who milk and otherwise care for dairy herd,

Report to: Farm owner
Assist with other jobs: Feld work—as time permits during peak periods of planting and harvesting.

¢ zuaIiﬁcations

Yormal Education: At least two-year degree from Ag and Technical School with major in animal science or a related feld. -

Experience: At least three years experience managing a da,zry herd,
Skill Requirements: Able to work with madern milking equipment, and automated feeding system. Keep herd health and
. breeding records wp-to-date. Ability to troin milking staff. Good interpersonal skills.

Physical Requirements:

Quantity and Quality Requirements:
Work Environment: Modern 200-cow freestall operation, with 500 acres of field crops.

References: .- .
Bratton, C.A., G.C. Field, R.B. How, T.R. Maloney, WM. Quinn (1982) Farm Labor Management Home Study Course-

Instructors Manual (A.E. Ext. 82-36). Ithaca: Cornell University, Department of Agricultural Economics.
Rosenburg, H.R., {1986, March 1). “Learn How to Use Job Descriptions”. Amercian Nurseryman, pp. 73-76.
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HIRING FROM WITHIN
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The promotion of an existing employee to fill a new
job or a job vacancy is an excellent way to recognize the
skills and commitment of workers. Hiring from within
also is a way to build a team of workers with broad job
competence and strong loyalty to the farm business.
Further, the unique skills of existing workers may be em-
ployed more productively by changing job responsibilities
rather than hiring a new person. :

Hiring From Within
Advantages:
¢ Less training is required.

e Sirengths, weaknesses, skills, and
interests are known.

e Farm owners may avoid a costly mistake resulting
from hiring an unknown person.

¢ Productivity may be increased.
Disadvantages:

» Anopportunity for hiring new skills may be missed.
e Conflicts may develop between other workers.

e Job and salary adjustments may be needed.

Family Versus Employees

“ Occasionally, hiring from within the existing labor
¢ force may cause some difficulties, When a family member
who wants the new position is involved, it is increasingly
important to have established a system of selecting em-
ployees based on skills and attitudes. The decisions on
work responsibility, like other decisions in the operation
of the farm, should be based on business criteria.
Employees need to know if family members are the
only ones who will be considered for some jobs. People
want to know where they stand and what the future holds.
If there is no opportunity for advancement to top posi-

tions on your farm, this should be clearly explained to
employees. Many employees can still be offered chal-
lenges through increased responsibilities; some will stay
on your farm satisfied with their current jobs. Others
may need to discuss with you their hopes of eventually
moving to another farm in order to advance in their
Carcers.

Efforts should be made to help those who feel they
should have been more seriously considered accept a
job-change decision. This effort should include providing
an opportunity for everyone to review the process used
in work assignments. It should include a clear description
of skill requirements as well. Both individual points of”
view and opportunities for employees to train for the
skills required should be discussed. The objective should
be for all concerned to be able to support the decisions
made in job assignments. This process can be helped if
all workers understand the importance of their contribu-
tions to the objectives of the farm business. Plan recogni-
tion for effort and performance. '

Farm operators who look for opportunities to hire from
within to develop and promote existing employees are
making optimum use of their training efforts. In addi-
tion, the loyalty and commitment that hiring from within
produces also enhanees the performance potential of the
farm business.

Hiring from within may be less expensive than bringing
in a new person. Promoting existing workers, however,
may require some adjustments in salaries. The amount
of training required to prepare a worker for a new job
also will influence the relative costs of hiring from within.

This is not to suggest that the task-oriented production
worker can’t learn to do work requiring people interaction
skills. Tt simply suggests that job assignments should take
into account all the indicators of where people are at the
moement. '

Cooperative Extension in New York State provides Equal Program and Employment Opportunities, New York State College of Agriculture and Life Sciences, New York State College of Human Ecoiogy, and
New York State Coliege of Veterinary Medicine at Comell University, Cooperative Extension Associations, County Governing Bodies, and United States Dapartment of Agriculiure, cooperating.



Review Job Skills

When a job opening occurs on a farm, start by review-
ing the job skills and attitudes of existing workers. Cer-
tainly a lot more is known about their performance poten-
- tial and that highly important factor, job loyalty. Another
important reason for hiring from within is that promoting
a worker is a powerful motivating force. Unlike a wage
increase that has an impact on performance for only a
few weeks, a promotion touches on several important
worker needs. A job promotion may serve to raise the
self-esteem of the worker and to indicate the respect of
the farm manager. Further, a promotion may supply an

element of self-fulfillment, a factor that many jobs do -

not provide. Anything an employer can do to raise the
value of the job in the minds of the workers will raise
their feelings of self-worth. This kind of labor manage-
ment usually costs little. Methods that may be effective
in raising the value of jobs in the minds of employees
include job name changes such as herd manager and
flock manager; raising the performance standards and
providing recognition for performance; and changes to
improve the job environment. Increased privileges also
may serve to raise the regard workers hold for their Jobs
and for themselves as workers.

Study Skill Needs

As the needs of the farm business change, jobs certainly
change. New ones are created and old ones may become
less important. Filling these new jobs from within is good
management. An example is the use of computers in the
monitoring and operation of many material-handling sys-
tems on farms. A worker who has had responsibility to
manage the feeding of poultry or livestock may very well
adjust nicely to the management of these same operations
by computer. The training required for this transition is
a further demonstration of the confidence of the em-
ployer in the worker.

When you are considering ﬁlhng a _]ob with an existing

employee rather than hiring, it is important that you

keep everyone informed of the opportunity. The detail
provided should include the work associated with the job
as well as the skills required. Employees who feel that
they qualify should be encouraged to apply. The physical
nature of the job, if important, should be explained.
Abilities to take direction, to interact with others, and to
make decisions, when important to the job, should be
described. If tratning may increase the competence of
existing workers.for the job, providing this training will
be a necessary investment.

The Job Fit

Every worker brings to a job a collection of skills and
attitudes that have an influence on the quality of work
that person will produce. The employee with manual
dexterity and mechanical perception skills may prefer
work that requires these skills. Those who have developed
abilities in relating to and interacting with people may

prefer opportunities that use these skills. The challenge
to the farm manager is to use the skills and attitudes of
each employee to the fullest. In addition, the manager
should provide opportumtles for workers to develop new
skills.

The process of matching the job skllls and attltudes of
people with those required for a job should be based on
what the person says about his/her previous job experi-
ences. A prospective worker who reports on success and.
enjoyment of his/her work in specific task areas will prob-
ably continue to do well in that same type of work. The
reason the expressions of job satisfaction are a reliable
indicator of job skills is that people enjoy most the tasks
they do best. For example, asking someone to be respon-
sible for a retail farm market probably will not be the
best use of the skills of a worker who indicates the greatest
personal satisfaction from bedding plant propagation or
the management of a flock of laying hens.

To the extent that the strengths and weaknesses of
existing workers are known, mistakes may be avoided in
making job assignments. The need for a careful listing
of the skills required by a job is just as important for
changing job responsibilities of present workers as for
hiring a new worker.

One of the most important reasons for attempting to
fill a job with existing workers is the potential for added
productivity. In addition to the skills and job commitment
that an existing worker should bring to a new job, the
Jjob change may be treated as a promotion. Job promo-
tions have a powerful motivating value because they tend
to build self-esteem, they represent an expression of es-

~ teem by the employer, and they have a potential, if care-

fully planned, of providing self-fulfillment to the worker.

Next Letter: Recruiting Qualified Job Applicants
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Bill Jones has been a dairy/cash crop farmer in Western
New York for over 20 years, and for the first time he has
found it difficult to hire a good farm employee. The key
employee in his field crop operation submitted his resig-
nation two weeks ago and Bill doesn’t have even one lead
on a qualified replacement. In years past recruiting was
relatively easy for Bill. He would put the word out to
some of his agribusiness contacts and close neighbors,
and within a week or two he generated three or four
leads on good, qualified candidates. - S

Now, however, the local labor situation appears to be
quite different. As Bill talks to other farmers and small
business owners; he finds that he is not alone. Several
factors seem to be contributing to this problem of finding
good help. First, Bill lives within 20 miles of a large popu-
lation center with several thr1v1ng industries offering
good _]obs Second, local construction is booming and
attracting some employees formerly available to do farm

work. Third, Bill has read that there just arent as many .

16-20 year olds entering the labor force these days, and
this has further reduced the labor supply.

While word of mouth has worked for Bill in the past
he concludes that he will have to become a better, more
aggressive labor recruiter if he is to attract the type of
farm worker he wants.

= The Recruiting Process

The process of recruiting farm labor is taking on
greater importance as time goes on. Many farmers like
Bill are finding that recruiting now requires more time
and effort.

Recruitment, simply stated, is the process of searching
for qualified candidates for your job and getting them
interested enough to apply.

The primary objective of the recruiting process should
be to generate a sufficient pool of qualified candidates
from which to choose the best one to fill your job. The
key here is getting enough applicants of the type you are
looking for. There is a difference between generating a
pool of “warm bodies” looking for jobs and attracting
the quality of applicant you want. Itis in your best interest
to be clear about what you want and reflect it in your
recruiting efforts. A major assumption made here is that
you know exactly what you are lookmg for in an em-
plovee. If you don't, it may be approprxate to review the
principles of job deﬂgn and writing a job descnptlon
described previously in this letter series. -

There are numerous methods for recruiting of job ap-
plicants. Let’s take a look at some of the more common
methods for attractmg good farm help and dISCUSS the
value of each in your recruiting program. i

® Suggestions from Current Employees— Current
employees can be an excellent source of contacts for
new employees in your business. They know people
in the community where your farm is located, and
they have at least some idea of what your labor needs
are. They also have a stake in the process since they
are likely to be working with the person they have
suggested if the person is hired. This approach, while
effective, should be used with care. The same criteria
for hiring another applicant should be used when
hiring friends or relatives of a current employee. If
the new person does not work out, there could be
friction between you and the employee who
suggested the applicant. This points out the need for
dealing with all employees in a businesslike fashion
as well as the need for continual monltormg and
appralsmg of employee performance

Cooperative Extension in New York State provides Equal Program and Employmant Cpportunities. New York State College of Agricutture and Life Sciences, New York State College of Human Ecclogy. and
New York State College of Veterinary Medicine at Comell University Cooperative Extension Associations, County Governing Bocies, ang United Stales Department of Agricuftura, cooperating.



® Word of Mouth—This technique has been success-
ful for many farmers and is commonly used. Friends
and neighbors can send potential applicants your
way if they know you are looking. Also, there are
networks of agribusiness professionals (such as seed
salespeople, veterinarians, etc.) who get around to
many farms and may be in a p051t10n to inform you
of prospettive applicants.

¢ Want Ads— A frequently used recruitment method
is the want ad placed in newspapers or agricultural
magazines. This approach has several advantages. It
is quick, it is relatively inexpensive, and it provides
a way to reach a potentially large audience. But, news-
papers may also have some drawbacks. Many farmers
complain that these ads bring them many applicants

but none they would want to hire. Perhaps the answer -

to this problem is how the ad is written. All too often
we pick up the newpaper and read an ad like the
following:
Wanted: Worker for dairy farm. Call 555-1111.
If the goal of the ad is to attract good applicants,
perhaps the following ad would meet that objective
better: _
Farm Employee —100-cow dairy farm. Responsibilities
include milking, feeding, and some machinery operation
during peak crop periods. Competitive wages, health in-

surance, one week paid vacation, and one day Qﬁ each

week. Write Box 343, Hometouwn, NY

¢ Government Job Services—New York State Job -
Service offices located in each county of the state

provide valuable services to employers who request

them. Farmers and other business people can call
_job service when they are seeking applicants for a.
vacant position. A job counsellor will then help the

caller define the job to be advertised and write up a
job announcement. The announcement will. be

posted in the job service office (without the name of .
the employer). Interested applicants go to job service

personnel, to request more information on the job. .
Apphcants interested in the job are screenéd by }ob
service personnel, and only qualified applicants are
referred to the prospective employer. In many cases,
the services provided by the New York State Job Ser-
vice are underutilized by the agricultural community.

@ College Placement Offices—College placement
offices. (both four year and two year) can be a source
.of good farm employees. In fact, graduates of these
colleges seeking farm work are very much in.demand.
Unfortunately, there are often more farm positions
available than individuals to fill them. .

® Posting Job Announcements on Bulletin Boards—
While farmers typically have not written and posted
formal job announcements, this is another approach
‘that can help get the word out regarding your job.
In Letter 8 job descriptions were discussed. If you
have a written job description, ‘writing a job an-
nouncement is fairly easy. Take the key respon-
sibilities from the description and write an announce-

ment which can be posted on bulletin boards in the

community. (If you don't feel entirely comfortable
with this process, New York State Job Service counsel-
lors can help you.)

A job announcement should contain the followmg

information: S -

e Title of job~ _
¢ Description of responsxblhues .
¢ Description of skills requlre_d_

¢ Description of working conditions,
if appropriate

s Key components of the wage/beneﬁt package,
if appropriate : :

. How to apply

After a suitable posmon announcement is prepared
and duplicated, post it in areas where farmers and
potential farm workers will see it. Such places might
include bulletin boards at agricultural college career
offices, Farm Credit offices, Grange buildings, farm
supply stores, etc. It might also pay to distribute the
announcement to key agribusiness contacts. They will
then have the details if they know of a potential ap-
plicant.

¢ Executive Search Firms—A number of prwate
firms make a business out of finding prospective em-
ployees for employers with vacant positions. In ag-
riculture, most such firms are located in the Midwest
and their ads can usually be found in popular farm
magazines. Some Northeast farmers are just begin-
ning to use these services to fill key farm positions
and have found that they represent another legiti- .
mate avenue in the recruitment effort. A major con-
sideration in deciding whether or not to use this alter-
native is cost. Most search firms work on a commis-
sion basis and may charge the employer from 10 to -
30 percent of the new employee’s annual salary.

In today's job environment, aggressive marketing of
your job is important and will likely pay off if doneé care-
fully. One thing is certain: in a competitive job marker -
effective recruiting requires time, effort, and patience.

Next Letter: The Employment Application
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Most managers find it very difficult to fire an unproduc-
tive employee. Probably the easiest way to avoid this un-
pleasant task is to hire top-quality employees in the first
place. A thorough application and screening process lays
the foundation for a productive employer-employee re-
lationship. Good employees do not just happen. You must
solicit and culture them through application, screening,
" and continued on-the-job training. '

Have you ever advertised to hire a new employee only
to find yourself spending the next several days conduct-
ing endless mini telephone and walk-in interviews? Trying
to keep what each has said straight in your mind so that
you can decide who gets an interview or a job offer can
be very confusing. There is a more efficient way. Have
job applicants complete an application form that you
have prepared for your farm.

Application Process

Many small employers view the application procedure
as an unnecessary element of their labor-management
process. On the contrary, this process is the first line in
developing a businesslike relationship with a potential
employee. The application can help you to compare val-
uable information about a large number of potential
employees with minimal investment of your valuable
time. In addition, it lets you organize the applicant’s infor-
mation into the format that is most useful to you. A farm
manager in western New York recently told a group of
neighbors that nearly a third of the inquiries he had from
a local pennysaver ad for a part-time milker position did
not result in applications. In his opinion this was the first
step in his selection process. “If people can't be bothered
filling out an application, I dont need them as
employees”, he said. A job description and application
tell the person who comes looking for work at your farm
alot about the job you have to offer. They help a prospec-
tive employee begin to evaluate his or her interest in
working for you.

Kinds of information that are legally off limits for
employers to ask potential employees include: age, color,
marital status, national origin, race, religion, and sex.

There is a sample application on the back of this letter.
1t is intended as a guide only. For your application, you
may wish to use parts of it and to add additional questions
pertinent to the needs of your farm. With a two-sided

~ (front and back) form you can use a larger (easier to

read) typeface and provide more space for the applicant
to supply information. '

For highly skilled management or supervisory positions
you may find it useful to request a resume from appli-
cants. A resume allows applicants to give you a brief
description of their education, experience, and expertise.

Screening Applications

Screening is often one of the hardest tasks in the hiring
process. [t is a true test of your application design. Sort
through the completed applications. Assess each one
keeping in mind your list of desirable and undesirable
traits. Select no more than five applicants to interview ini-
tially. Interviewing more will probably lead to confusion
when you are working toward a decision. If, after the in-
terviews, you have not found a qualified person you can
invite other applicants for an interview or readvertise.

The application process is the foundation for successful
employer/employee relationships. Farmers are encour-
aged to develop an application for their farm operation.
Require potential employees to complete the form to save
time when making hiring decisions. Develop a list of
traits/skills that are desirable for an employee to have.
Analyze the applicants based on these traits. Offer an
interview to a small select group of applicants. Following
these steps will allow you to do a better job hiring
employees that will complement your business. -

Cooperative Extension in New York State provides Equal Program and Employment Opportunities. New York State College of Agriculture and Life Sciences, New York State College of Human Ecology, and
New York State Coliege of Veterimary Medicine at Comell University, Cooperative Extension Associations, County Governing Bodies, and United States Department ol Agriculture, coopsrating.



FRESH AIR FARM
APPLICATION FOR EMPLOYMENT

NAME: DATE:
ADDRESS: - : # OF YRS. AT ADDRESS
HOME TELEPHONE NO.: { ) WORK TELEPHONE NO.: ( )
PREVIOUS ADDRESS:
POSITION APPLYING FOR: WHEN CAN YOU START:
STARTING WAGES REQUESTED: Salary BENEFITS
DOYOU HAVE OR HAVE YOU HAD ANY PHYSICAL DISABILITIES THAT WOULD IMPEDE YOU FROM PERFORMING THE JOB?
Yes No IF YES, EXPLAIN: ' ' -
WHAT ARE YOUR MAIN FARM INTERESTS? Animals Crops Machine Cperation Milking
Machine Repair Forestry Other
EDUCATION
Dates Artended
from to Major Course
Name & Address Mo./¥r. Mo./Yr. of Scudy : Degree
High School
College
Other Training
WERE YOU IN THE MILITARY SERVICE? Yes No IF YES, WHAT RESPONSIBILITIES DID YOU HAVE THAT MIGHT

HELF YOU IN THE JOB YOU ARE SEEKING?
: ' ' PREVIO_US EMPLOYMENT HISTORY: (Give most recent employment fll;st)

. From To
“MoJ/Yr. Mo./Yr Employer Address & Phone Duties Performed

REFERENCES: Give the names of three persons not related to you whom we may contact as to your character, integrity, and ability.
Do not give names of previous employers. i - ’

Name ° ' Exact Address & Telephone No. Occupation Years Known

EXPLAIN BRIEFLY WHY YOU FEEL YOU ARE QUALIFIED FOR THE POSITION YOU ARE APPLYING FOR:

TRAINING AND/OR EMFPLOYMENT —Indicate the amount of experience you have with each of the following:

) Amountof ) Amountof
o . ‘ Yes/No . Experience (yrs) Yes/No Experience (yrs)
Milking : . Feed handling :
"Stallbarn _ Silo unloader
Free Stall ) Augers & conveyors
) Weight celi wagons
Animal Care Selfunloading wagons
* Calves : Welding
Heifers
Bulls Machine Operation
Dairy cows : Tractors —size .
Combines.
Manure Handling Planting equipment
Manure spreader 5 Forage harvesiers
Manure pump . : . Plowing & fitting
Manure scrapers Weed spraying
Frontend loader ) i Hay baling
Mechanic ) . . . .-

Other Experiences: _

Truck Operators License: Class | Class III Additional Information:

I hereby certify that the above information is correct.

Signature Date

Next Letter: ConductingA Successful Job Interview
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The employment interview is the most commonly used
source of information in employee selection. The inter-
view is another selection tool which an employer uses to
predict the performance of a potential employee. While
it is obviously difficult to make such predictions with
absolute certainty, a systematic approach to the interview
process can make a big difference in the hiring decisions
you make.

Many people find conducting an interview to be the
most difficult step in hiring a new employee. Therefore,
some advance preparation for an interview is well worth
the effort. An interview can help you “tune in" on the
personal traits of the prospective employee and confirm
or challenge any information the person has previously
provided you.

After all the interviews have been completed, you will
have to compare all the candidates. At that point you will
be faced with the task of organizing a great deal of infor-
mation before arriving at the final decision. The more
systematic you can be in your interview procedures, the
easier you will find the task of selecting the most suitable
candidate for the job.

Interview Questions

The first step in the interview process is to make a list
of the behaviors you are looking for in a new employee.
For example, some of the behaviors we are looking for
in a middle manager might include ability to make deci-
sions, ability to work with people, technical skills, ambi-
tion, ability to be trained, and leadership.

The second step is to formulate a list of questions which
will allow you to get some insight into those behaviors.
Try to make the questions as open ended as possible,
encouraging the applicant to describe his/her feeimgs
and to react to the question.

A third step is to use a rating scale from 1-5 (1 being
least desirable and 5 being most desirable). In this way
you can atterpt to quantify each applicant’s answers as
a basis for comparison.

Table 1 shows how an interview checklist can be pre-
pared and used to score the answers provided by indi-
vidual applicants.

Conducting The Interview

Conducting job interviews is like doing some other
farm tasks. You may not be an expert at them and you
may not enjoy them very much, but they are necessary
and you do them. You may feel just as uncomfortable as
the applicant you are interviewing. Remember, too, that
you are in control of the interview and, with the proper
preparation, you can make it a positive experience for
both the applicant and yourself.

As you conduct the interview, whether you realize it
or not, the applicant is also interviewing you! Part of
your task in the interview may be to sell the job so that
the applicant you want will also want to come to work
for you.

Here is a set of suggestions which, if folIowed, will help
you conduct successful job interviews:

1. Put the applicant at ease. The more you can do to
reduce any tension, the more meaningful will be the
communication between the two of you. A handshake
and friendly smile are a good start. Find a quiet, com-
fortable place for the interview and make arrange-
ments to avoid unnecessary. interruptions.

2. Stick to your plan. Follow the checklist discussed pre-
viously and allow yourself a reasonable amount of
time to conduct the interview. You do yourself and
the applicants an injustice if you do not get the same
information from each person.
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3. Listen. If you dominate the conversation you will learn

very little about the applicant. Encourage him or her
to do most of the talking. One of the best techniques
is to ask questions that reqiiire an explanation rather
_than yes or no responses. When you use this technique,
the candidate is likely to open up more and provide
you with deeper insights.

. Be mindful of your own personal biases. Do not over-
look highly qualified applicants just because their re-
ligion, ethnic background, or some other trait is diffe-
rent from what you had in mind. :

. Fulfill your responsibilities to the applicant. Based
on the information you provide, he orshe mustdecide
whether or not to accept the job if it is offered. Provide
a written list of the benefits that come along with the
job. Leave adequate time to take the applicant on'a
tour of the farm and, when pos'sible,'introduée the
individual to others with whom he or she would work.
State exactly when a final decision will be made. As
soon as an applicant has been eliminated, let him: or

“her know. It's not fair to keep candidates wamng if

they are no longer in consideration.

SAMPLE INTERVIEW CHECKLIST

MIDDLE MANAGER POSITION

Behaviors , Questions designed to predict behaviors Answer Rating
Job Stability ‘ How long have you been in the last two jobs 1 2 3 4 5

Whatare your career goals? _ P2 3 4 5
AbilitytoMake  Describe asituation in a previous job where you had to make an -1 2 3 4 5
Decisions important decision. What did you decide? How d1d you feel about

being in that situation?

Assume your boss was not around and the following situation arose

(describe a decision making situation). What would you do and why? _

How do you feel about making decisions which impact on the success 1 2 3 4 5

_ of the business you work for?

' Abi]ity to Work Given a choice, do you prefer to work alone orin .coopemtion with others? I 2 3 4 - 5
With People ‘ . ‘ | :
Technical Skills Describe your experience with developing pesticide spray schedules. 1 2 3 4 35

: What farm equipment have you operated? 1 4 5
Describe your knowledge of animal nutrition prograrms, 1 2 3 4 5
Ambition/ Describe a particularly productive day in a previous job, 1 2 3 4 5
Industriousness Describe a major job related task you have performed that you are
quite proud of. 1 2 3 4 5
Ability té be Describe your formal educational background. 1 2 3 4 5
Trained . Have you voluntiarily taken any adult educational courses? 1 4. 5
Describe an instance where you had tolearn a new skill for a former job. i 2 3 4 &5
Leadership Have you ever been an officeri inacluborcommunity orgamzauon?
' : Describe. I 2 4 5
‘What supervisory roles have you played in previous jobs? 1 4
How do you feelabout supervising the work of other people? . 1 2 3 4
Good ‘ In the past year, how many days off work have you taken for
Attendance o sickness or personal reasons? 1 2 3 4 5

Next Letter: The Hiring Process
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The act of hiring 2 new employee or employees is very
significant to both you and your new help. The process
you go through in signing on new people can have a
very important influence on their future performance
on the job. Itis the first and critical step in the orientation
and training process. You want to get the best workers,
and they need to understand what is expected of them.

The selection process includes two more information -

gathering steps which many employers use in addition
to the application and interview steps. Reference checks
and skill tests will supply you with information of a differ-
ent type for making a choice.

Checking References

Business people responsible for hiring hundreds of
employees each year put high priority on reference checks
used after the interview process. Consistently checking
employee references is a good hiring practice.

While references can be checked any time, it is usually
' more practical to narrow down the top candidates for
the job before starting to check references. Otherwise, it
may be too time consuming. Also, ask the applicants to
| provide several references. The more information you
. have, the better the decision you can make. :
. When checking references, you may want to ask previ-
- ous employers the following questions:

How long did you employ the individual?

oo

What was the individual’s quality of work?

i

How much responsibility was the worker given?

How did the individual get along with fellow workers,
agribusiness reps, etc.

s

5. Was it necessary to provide very close supervision?
6. Why did this worker leave your farm?

. You may want to add some of your own questions to this
list. '

While reference checking is important, it should be
done with the knowledge that the reference provided
may not always be entirely accurate. Unfortunately, some
previous employers have furnished an inferior employee
with a good reference to get him or her to leave.

Testing for Skills

Most secretaries are given a typing test and/or short-
hand test before they are hired. While skills tests are not
used on most farms, perhaps they should be employed
more often as a measure of the applicants ability. Take
the forklife operator in an apple packing facility as an
example. It is well documented that improper handling
of fresh apples in and out of storage can result in excessive
bruising leading to lower quality and lower product price.
Given this fact, it is perfectly reasonable .to ask the
employee to use a forklift to demonstrate his or her skill
level and potential trainability.

Such a test is called a work sample and can be applied
to any of a number of tasks found in a farm business.
When using this approach, you will want to test each
applicant in the same manner and to find a way to mea-
sure critical behaviors and skills. Let's go back to the
forklift example and assume we set up a test where the
applicant was instructed to move six crates from one lo-
cation and stack them in another. Two measures which
can be used to evaluate performance are length of time
the process takes and the number of mistakes made. This
gives you a common basis for comparison of applicants.

#*Qther contributors include:
Kay Embrey, Cornell Migrant Program, Cornell University
Thomas Maloney, Extension Associate, Cornell University
Joan Petzen, Farm Management Agent, Cattaraugus County .
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Offering the Job

After interviewing applicants for key positions and
checking their references, you should decide as promptly
as possible whether or not you wish to hire any of them.
If you decide to hire one of the applicants, you should
arrange a meeting as soon as possible to make an offer
and reach an agreement on the details. Before making
the offer it is well to review the specifics of the job—what
you expect to be achieved, how you intend to judge per-

formance, quality and quantity of work expected, how _

and when the evaluation will be done, your work
schedules, and what kind- of wage and benefit package
you are willing to provide. The process of attracting good
employees takes a great deal of skill and diplomacy. You
need to make the offer attractive but do not offer more
than you are willing and able to provide.

Notifying Unsuccessfui Candidates

Once you have filled the key position, you should let
the unsuccessful applicants know right away that you
appreciate their interest in ‘the job but will not be able
to use them at this time. This is not only common courtesy
but may also stand you in good stead if you need more
help soon. '

Work Agreements

New York State requires that all agricultural employees
be notified in writing of the terms and conditions of
employment. Although many farmers view this as un-
necessarily cumbersome, this requirement can benefit
the employer as well as the employee. This process pro-
vides an opportunity for the farmer and the new
ermployee to sit down and carefully go through the expec-
tations that each has of their new relationship. Even
family members often find it helpful to have their duties
and benefits written out. ‘

The law lists specific information which must be in-
cluded in a work agreement including any non-economic
terms and conditions of employment. Under this last
category you may want to explain work rules or produc-
tion quantity or quality standards which you have. Both
" the employer and employee must sign the agreement,
and each one receives a copy. Management employees
who make independent discretionary decisions are
exempted from this legal requirement; however, these
employees may need an even more detailed contract since
their jobs entail so much responsibility.

Legal Requirements with New Employees

Certain payroll information is required to be recorded
when you hire a new employee. This information includes
the name, address, and social security number of the
employee. The Social Security Act covers farm employees
who were paid $150 or more in cash wages. Agricultural
employers who have a payroll of more than $2,500 in a

calendar year are now required to deduct social security
tax from each employee’s wages starting with the first
dollar earned and match that deduction with an employer
contribution. L
New York State through the Farm Minimum Wage Law
requires detailed payroll records and employee earnings
statements. You can obtain information regarding this
from your local State Department of Labor office.
Deduction of income taxes is not required of ern ployers
of farm workers. An employee must submit_a written
request to the employer to have income tax withheld.
The process of withholding taxes is explained in the Farm
Labor Regulations Bulletin 204 by Grossman and Hen-
derson available through your Cooperative Extension
office. . S
An agricultural employer is only required to pay Fed-
eral Unemployment Insurance Tax if during the past two
years:

— cash wages of $20,000 or more were paid in ény
calendar quarter or

— 10 or more farm workers were employed during
some portion of the same day during any 20
different weeks. \

The rules and regulations that apply to taxation of ag-
ricultural employers are clearly outlined in Internal Re-.
venue Service Publication 51, “Agricultural Employer’s

Tax Guide”. This publication is also available through

your local Cooperative Extension office. ‘

New regulations now require that additional informa-
tion must be secured regarding citizenship or work au-
thorization to satisfy the Immigration and Naturalization
Service. The I-9 form requiring all employers to examine
documents which prove a potential employee’s identity
and authorization to work in the United States must be
completed by the employer. The employer and the -
employee must both sign the I-9 form. o

The Right-to-Know Law requires that new employees
be given information at the time of hire and then annually
regarding any toxic chemdal to which they may be ex-
posed and provided with training on the proper use of
handling of such materials.

High Expectations

Try to keep all your discussions with the new employee
upbeat, communicating your expectation thai the
employee will de a good job and enjoy working for your
farm. Take pride in your farm and your other employees.
Let new people know that you are looking forward to
working with them and that you know they can make a
valuable contribution to your operation. Plan an orienta-
tion day for their first day on the job. Reassure them that
you know things can be confusing for a new employee
during the first few weeks but that you will be there to
help and answer any questions. Then make sure you are
there and that you do encourage and answer questions,

Next Letter: Wages: Some Issues and Concerns
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Introduction

Two questions farmers often ask are: “How much do
you pay your workers?” and “What is the going wage for
a good farm employee?” Both are asked with the expec-
tation of getting a simple direct “dollar” answer.

Wages are a key part of labor management but more
is involved than most people think. A simple dollar ans-
wer tells only part of the story.

Wages vs. Compensation

The dictionary defines wages as the money paid to an
employee for work done and compensation as what one
receives for his or her labor. There is a subtle but impor-
tant difference in these two terms. '
. Wages are only part of the cost of labor on a farm.
© The fringes or indirect costs are sizable and significant
 and concern both employer and employee. What you
- “pay” a hired worker is much more than just the cash
+ weekly wage.
© Labor misunderstandings between farm workers and
- managers often result from “loose” use of “wage” terms.
: One step toward improved labor management is clarifica-
. tion of the terms of employment as related to wages and
© compensation. Be specific. Define your terms!!

Perquisites and Fringe Benefits

© A perquisite is something a person is customarily enti-
* tled to because of the job. A tip for a waiter is an example.
-~ In times past, farm workers received certain perquisites
= such as room and board, and today income taxes are not

required to be withheld from farm worker wages. These

- privileges are a part of farm labor management.

.. Fringe benefits are a newer part of the labor scene.
" This applies to both farm and nonfarm workers. Certain
" benefits such as Social Security are mandated by law.

Others have come to be part of attractive compensation
packages. Studies show fringe benefits are a “hazy” area
in farm labor management. -

The value of fringes is usually surprising to both
employers and employees. Fringes commonly range from
15 to 35 percent of the value of the cash wages. Because
of the importance of fringe benefits we will devote a
separate letter to them. '

A Salesman’s Job

Any successful salesman knows his territory. The farm
manager is the salesman for work on his farm. Therefore,
it is essential that the wage and compensation issues are
clear. Take time to think through the compensation issues
and to put the points on paper.

Inventory what is in your compensation package. What
are the wages, what is the value of the fringes, and are
there perquisites that add to the package? Once these
are clear in your mind, it will be easier to sell them “con-
vincingly” to your employee. Part of a salesman’s job is
to help the customer know what he or she is getting.

Adapting the product to the customer’s need is another
point in sales. Remember, employee needs vary. Try to
adjust, where possible, the wage-fringe benefit package
to meet the specific needs of your employee. In brief,
tailor make your compensation package!

Worker Views on Wages

Wages are important to farm workers, but studies indi-
cate that working conditions and benefits also rank high
among their concerns. A worker must earn enough to
maintain a reasonable standard of living. There is also
the need to develop and advance in one’s vocation.

Cooperative Extension in New York State provides Equal Program and Employment Cpportunities, New York State College of Agricutture and Life Sciences, New York State College of Human Ecology, and
New York State Coliege of Veterinary Medicine at Comell University, Cooperative Extension Asscciations, Gounty Governing Bodies, and United States Department of Agricufture, cooperaling.



A farm worker’s family has the same social and
economic needs as nonfarm workers. This brings into
the picture the provision of such things as health and
life insurance, home ownership, and retirement benefits.

Career farm workers are concerned ahout the fringe be-.

nefits provided.

Wage Concerns

Are farm wages and benefits competitive with nonfarm
worker earnings? Unless they are reasonably comparable,

sooner or later good employees will move to better paying

Jobs. It is not easy to make direct wage comparisons be-
tween farm and nonfarm jobs. As a farm labor manager,
be prepared to discuss with employees the comparative
earnings in various kinds of jobs.

Working conditions are another concern. This includes
such things as hours worked, days off, sick-leave privi-
leges, vacations, and time to attend to personal affairs.
Remember your employees have contact with nonfarm
friends and relatives and learn about prevailing condi-
tions in other fields. To be competitive, farm working
conditions need to be comparable. _

Opportunities for growth and development are a basic
* human need. These are not easy to provide in family
farm situations. However, innovative farm managers are
seeking ways to do this. Ways can be found! ‘

Compensation rates can be used as an incentive for
workers. This may involve increases in pay as the worker
assumes- greater responsibilities. Incentive plans where
pay is directly related to worker accomplishments are
used by some farmers. These must be well designed to
be successful and probably work best for key employees.!

Farmers often say they cannot afford to pay higher

wages. Observations, however, do.not support - this.
Operators who- pay higher wages tend to have better
productivity and higher incomes. The relationships of
wages to income and productivity on New York dairy
farms for 1984 are shown in the table below.
+ On New York dairy farms in 1984 it appears that far-
mers who paid higher wages had greater labor efficiency
and higher operator incomes. David Kohl, in his research
in 1975, posed a “chicken and egg” question. He asked
which came first, higher wages or higher incomes? It is
likely that they go together and it is difficult to separate
cause and effect. '

Some Wage Management Decisions

Basis for wage payments—Will the pay be as a yearly
salary, monthly or weekly wage, hourly rate, or an incen-
tive plan? There are merits to each method. A personnel
manager must decide which is best for his operation.. -

With or without housing makes a basic difference in
wages. House rents range from $50 to $100 per week
depending on location and condition of the housing.
Again the employer must decide which course to pursue.

Work time—When work starts and ends needs to be
defined. This is not easy to do, but expected work time
pet week needs to be understood by both employer and
employee. Is it 40 hours or 80 hours? :

Overtime or extra time worked provisions are a point
of concern. Will an informal method of compensating
for extra time be used or will there be provisions for extra
pay? L
Time clocks were once thought of only as industrial

devices, but no longer. Some innovative farm human
resource managers are using time clocks and report they
help solve some key management problems.

Wage and benefit statements are issued to most non-
farm workers with each paycheck. Farmers concerned
with minimum wage requirements use forms that are
available. These statements can be an effective manage-
ment tool for keeping the worker informed on his’her
total compensation.

A system for wage raises is a tool which can be used
to promote better labor management on a farm. This
may consist of an automatic raise at the end of z trial

- period as well as regular annual reviews and adjustments
in pay. Cost of living increases are needed as much by
farm workers as by others. Will you include this in your
management system? :

Bonuses or year-end gifts are commonly used, The
bonus may be based on the profitableness of the year; if
30, 1t can serve as an incentive for the worker to help
make the business pay.

‘Cornell University, A.E. Staff Paper 82-2,
Incentive Plans For Use On Dairy Farms.

Next Letter: Fringe Benefits for Farm Workers.

Wages Paid, Labor Efficiency, and Operator Incomes
308 New York Dairy Farms, 1984

Labor Expense Cows Per Milk Sold Operator’s Labor, Mgmt.

Per Month Hired Farm Per Worker & Ownership Income
Lessthan $700 65 380,000 $13,993
70010 900 : 74 391,000 o 15,141
900 to 1,100 9h 442,000 21,376
1,100 t0 1,500 89 452,000 21,849
1,300 to 1,500 134 556,000 28,679
Over $1,500 183 633,000 39,937
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Introduction

Fringe benefits have come to be a part of most compen-
sation packages. Developments of this kind have tradi-
tionally been late arrivals in the farm sector, but the time
has come and fringe benefits for farm workers are a
current Concern.

This new phase of human resource management on
' farms is in the “fuzzy” stage. There is much to be learned.

" Good farm managers are coming to grips with the benefit
issues. We all need to learn more about fringe benefits
for farm employees.

Definition

Fringe benefits are forms of compensation beyond the
wages paid. These benefits are often subtle in nature and
overlooked. Their value to the worker is usually under-
estimated. Yet the fringes often are the reason why good
farm workers move into other kinds of work.

Farm worker fringe benefits include many things. The
milk, meat, fruits, and vegetables are only a start. Hous-
ing, heat, and electricity also are fringes, Insurance, pen-
sion plans, hours of work, sick leave, holidays, and vaca-
tion time all are elements in the fringe picture.

' Economic Importance of Fringes

Do you as a farm labor manager know the cost of the

- fringes you are providing? If asked, would key employees

know the value of the benefits received? In most cases
- the honest answer to these questions would be “NO.”

i Nonfarm businesses have found the value of fringes
! range from 20 to 40 percent of the amount of the wages
. paid. David Kohl, in a study of New York farms in 1975,
.. found the value of fringes to be 40 percent of the wages
4 paid.

‘% In the Cornell Cooperative Extension Farm Labor
.. Management Home Study Course', an assignment is pro-
vided for computing the value of fringes. In an example

of an unusually good fringe benefit package, the value
ranged from 50 to 80 percent of the wages, depending
on the price used for each benefit. This would be a worth-
while “pencil pushing” exercise for many farm labor
managers. ‘ '

Analyzing the Value of Fringes

Estimating the value of fringes is not simple. For exam-
ple, will milk provided be figured at the farm price or
at what the employee would pay at a store? With a $12
farm price, the value per quart is about 25¢ while the
retail price in stores .is about 50¢. The difference is
considerable! :

Health insurance is another item with a range. If the
emplover can get health insurance at a group rate, it will
be much less than the employee would have to pay as an
individual family. These illustrate how it takes time and
thought to analyze the economic value of fringes.

Employee Needs For Fringes

Providing a “fixed” package of fringes for all employees
is simple but probably not equitable. Needs vary with
employees. A single worker has different needs from a
married worker with a family. With two-worker families,
there may be duplicate benefits provided. If the spouse’s
employer provides family health insurance, there is no
need for it in the farm worker’s fringe package.

Young workers often do not appreciate the need for

~ such benefits as insurance. The effective human resource

manager may help the worker to understand some of
the subtle types of needs. In the long run, it may help
hold desirable employees.

Cooperalive Extension in New York State provides Equal Program and Empioyment Opportunities. New York State Goliage of Agriculture and Life Seiences, New York State College of Human Ecolcgy. and
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With or Without Housing

In times past, “the Hired Man” was expected to live
with the family and get his room and board. Likewise,
the farm wife took it for granted she would provide the
noontime meal for extra help. These perquisites have
been disappearing rapidly .

A “tenant house” for a married hired man was an as-
sumed perquisite. This has continued especially where
additional houses have been acquired as the farm has
expanded. This practice is being challenged by innovative
managers. ' ' o

Home ownership is an accepted American goal. Why
should career farm workers be an exception? There are
merits to home ownership such as acquiring equity in
property, pride in home ownership, and likely better care.
Housing is 2 major fringe benefit cost. Deciding whether
or not to provide housing needs careful thought.

Mandated Farm Fringes

Federal and State laws mandate certain fringe benefits.
These include Social Security, Workers Compensation,
and Unemployment Insurance. Since these are required
by law some do not consider them as fringes. But they
have all the characteristics of fringes and need to be
considered in that classification.

Farm workers were excluded in the original Social Sec-
urity legislation. Later they were included to help put
them on a par with other employees. Social Security pro-
vides two basic kinds of benefits: survivors insurance and
retirement income. The cost would be considerabie to
purchase comparable benefits from insurance com-
panies. Workers need to provide for their dependents in
case of premature death, The “Social Security” checks
and medicare benefits are a help to retired farm workers.

New York has compulsory workers’ compensation for
farm workers. This is a benefit to farm workers in case
of an accident. It is one more way of making benefits for
farm workers comparable to those of nonfarm workers.
Unemployment insurance for farm workers only applies
to those working on larger farms. This mandated fringe
can be a help to certain farm workers. o

Both farmers and farm workers need to understand
the nature of these mandated fringes. Social Security
taxes alone arnount to rmaore than 14 percent of -the
worker’s wages. They are significant. -

Optional Farm Fringes

Health insurance is 2 much discussed fringe. Medical
and hospital care are used by everyone these days and
costs have risen sharply, Various kinds of health insurance
plans are available. Systems have been developed
whereby farmers and their workers can participate on a
group rate basis. Health insurance is a high priority item
for consideration.

Life insurance is another fringe offered by many
employers. This is often a “basic” amount of insurance
but it offers help in case of premature death. It may aiso
be used to build a retirement income. Some farmers use
this benefit to help aitract and hold skilled workers.

Paid vacations are commonplace in our society. Is there
any logical reason why key farm employees should not
enjoy vacation benefits? :

Sick leave time is a relatively new kind of fringe in farm
compensation packages. Farmers often say they will “take

- care” of the worker if he or she becomes sick. In many

cases they provide generously, but in studies of the con-
cerns of career farm workers, the indefiniteness of sick
leave policies ranked high.

Holidays and days off are features to be considered.
Indefiniteness in these terms of employment items often
is a source of dissatisfaction for employees. Spelling out
these fringes in the “terms of employment agreement”
helps. ‘ _

Fringes in kind include such things as milk, meat, eggs,
fruits, and vegetables, as well as heat, electricity, gas for

. car, etc. These are valuable items but often “loosely” hand-

led. It is well to think through what is reasonable and
intended. Then spell it out on paper and preferably in
a written “terms of employment agreement.”

Employee abuses of fringe benefits are a personnel
management concern. People seem prone to abuse situ-
ations, This happens in the farm fringe benefit area in

‘such things as “faked” sickness, carelessnessin conserving

heat and electricity, or the use of farm gas for personal
purposes. It is better to prevent these abuses than to try
to correct them once they occur.

A Fringe Benefit Checklist

* Have you analyzed your fringe benefit package?
® What is the total value of fringes you provide?
* Do you discuss. fringe “needs” with each employee?

¢ Are employees given a wage statement showing the
fringes provided?
¢ Have fringes been “tailor made” to meet individual

needs?

* Do you use a written “terms of employment
agreement”?

® Is the compensation package reviewed as part of an
annual performance evaluation?

* Have you tried any “new kinds” of fringe benefits?

Next Letter: New Employee Orientation

‘Cornell University, A.E. Ext. 82-36, Lesson III, p. 2, Key for Assignment III.
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QOrientation Focus

One of the essential ingredients for future job satisfac-
tion, as well as job performance of new employees, is an
understanding of the job in all its details. It can be ex-
tremely discouraging for a new employee to start work
not knowing what to expect. The new employee orienta-
tion session gives an employer the opportunity to review
the total job environment and to establish a basis for a
positive working relationship.

Planning for this orientation session should be
thorough The farm operator and others who may partici-
pate in the orientation session need to decide what the
new employvee needs to know. In addition, it is a time for
building confidence in the employee that he/she can do
the job and is a valued member of a labor team. The
orientation session sets the stage for future working rela-
tions with everyone on the farm and can help build strong
employee commitment to business goals of the farm.

= Topics
¢ Welcome and confidence building

o Review of work responsibilities

Policies and procedures

Introductions to the supervisor, other employees, and
family members

.- e An overview of the farm

Welcome and Confidence Building

% When a new employee arrives for work on the first
day, time should be set aside to help him/her feel positive
© about the job and comfortable in relationships with the
“ boss and other employees. With these feelings comes con-
. fidence that the job is one that the new worker can do
- well as well as confidence that the employer and others
will be supportive. This orientation session should not

be threatening or intimidating since strong responses on
the job are best achieved through confidence. The farm
operator might use the orientation session to comment
on the skills and positive experiences of the new em-
ployee. He may make a point of reviewing the ways the
worker 1is especially suited for the job and the oppor-
tunities that will be provided for further training.

Review of Work Responsibilities

Early in the orientation the new employee should be
introduced to the jobs that he/she will be expected to -
carry out. This work review should be thorough. It should
include work procedures, equipment to be used, perfor-
mance standards, and the interdependence of each
employee’s work. Any hazards that must be avoided
should be explained. Unless the new employee has had
adequate training or experience with some hazards on
the farm, additional time besides the orientation session
may be required for their explanation. The orientation,
while an important first step in employee training, must
be regarded as only a start in a continuous program of
labor development. Getting off to a good start should be
the emphasis. In other words, when an employee starts
work there should be no big surprises. He/she should
begin work with a confidence that the jobs assigned have
been thoroughly planned and that they are important to
the success of the business.

Policies and Procedures

Every farm business survives by its adherence to a set
of policies and procedures. These may include policies
on tardiness and absence from work, reporting of in-
juries, work hours and times for lunch and breaks, and
those responsible for solving problems. Other policies
may include special procedures to prevent accidents. For

Cooperative Extension in New York State provides Equat Program and Employment Gpportunities. New York State College of Agricutture and Life Sciences, New York State College of Human Ecology, and
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example, policies on the safe storage of pesticides are
crucial and will require special emphasis. An employvee’s

attitude toward farm policies and procedures is crucial -

to their adoption. Knowledge of policies and a willingness
to follow those policies do not come automaticaily. Farm
policies which involve employees need to be accepted as
important. To achieve this transfer of purpose, an em-
ployer should explain why certain policies are used and
the consequences of a failure to follow them.

I'ntroductions

The orientation also provides the occasion for the new
employee to meet other workers on the farm as well as
members of the farm operator’s family. It is particularly
important for the employee to meet supervisors or those
who have work responsibilities that depend on his or her
work, Many problems can be avoided by providing a clear
understanding of who the bosses are. As problems de-
velop or changes in instruction need to be made, the new
employee needs to know who is responsible for supervi-
sion and management. The farm operator, however, has
the responsibility of supporting the supervisory roles that
he establishes. He must not permit others to assume
supervisory responsibilities that have been delegated.
* Further, the farm operator must not interfere in the
supervision assigned to another worker,

‘Overview of the Farm

The orientation session is the opportunity for a farm
operator to build the new employee’s respect for the bus-
iness. Respect is important to building work commitment
and respounsibility. Respect can be built by sharing with
the new employee details about the operations of the
farm, its history, and its production and marketing ef-
forts. When employees adopt some of the production
and business goals of the farm operator, performance
will improve. Employees are an essential resource for

building successful farm operations. They can have a’

great influence on production efficiency, product quality,
and profits. Sharing this overview of the farm business
has its value .in building an environment of trust and
acceptance and can have a powerful motivating influence.

An invitation to the spouse to attend the orientation
session has been suggested as an effective method for
building a strong commitment in a new employee. The
reasoning is that a spouse’s high opinion of the job, the

employer, and the work environment will affect the

employee’s commitment to the job. However, some
employees and their spouses consider this an unwar-
ranted request and resent the inclusion of the spouse. It
cannot be a requirement of employment, but you may
want to consider involving the spouse when housing is
provided. When the new employee and their family move
to a new town and school, you can be of assistance. Offer
your advice on places to shop or help them enroll children
in school and answer questions which arise as they settle
into their new community.

The preparation of a new employee for work on a farm
should be treated with thoroughness and sensitivity.
Many mistakes and misunderstandings can be avoided.
In addition, greater motivation and commitment. can be
expected when the employee feels a part of his or her

" new surroundings.

Next Letter: Employee Training
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You have probably heard the expression, “you pay for
training whether you have a formal program or not.”
Essentially, it means that without training people learn
to do jobs their own way; in other words, they learn to
survive. Most often though, they lack the required
employee skills and knowledge that help prevent unde-
sired behavior, costly errors, weak productivity, and the
loss of sales.

Employees with poténtial will not remain on a farm
that does not have a training atmosphere. They will look
for one that offers ongoing training and timely follow-up
and that encourages employees to perform at their very
best. . :

It is a fact that employees who are challenged and
- supported in their development reach full potential early
- and are able to improve productivity and ultimately the
farm’s bottom line —profits.

_ It is crucial to determine the relevance of the training.
- Pinpoint the barriers that prevent newly acquired skills
- and knowledge from being fully utilized and deal with
. them. As a manager, you should improve your ability to
* help employees transfer training to their Jjobs. Employees
. must think it is a good place to work. They must have a
. positive attitude about your commitment to provide op-
* portunities for them to grow. Your commitment to em-
- ployee training should provide more than opportunities
=, for employees to learn skills they can use on their jobs.
It should also give them opportunities to plan and
- develop new responsibilities on the farm by offering
%, appropriate training opportunities to perform within the
* framework of these responsibilities.

- This kind of support and encouragement helps
“remployees become more effective on the job and in all
“aspects of their lives.

HQw to Train

Once the need for training has been identified, you
must then decide how the training will be done. Farm
managers have two principal options for training
employees. First, the training can be done off the farm.
Many communities offer a variety of educational oppor-
tunities for adults. It would be appropriate, for example,
for a farm worker to take a welding course at a local
vocational center. In instances where the skills learned
are directly transferable to the job, the employer will
often pay for the cost of the training and even provide
time off from the job. It should be remembered, however,
the outside training is most effective when the principles
learned in class are reinforced when the employee returns
to the job. : ST : _ SR

The second approach to training and the one most
commonly used on farms is for you or a key employee
do the training on the job. Many farm employers report
that they feel inadequate in the role of teacher or trainer.
Yet they know very well how to do the task they are
attempting to train. Perhaps the key to success in this
situation is to follow a systematic approach to training.

The following steps should help you become a more
effective trainer for even the most basic jobs:

1. Determine your training :objectives. Exactly
what tasks are you going to teach?

2. Prepare to instruct. Put the workers at ease and
try to make them comfortable as they prepare
to learn the new task. Make sure that all the
materials necessary for doing the job are avail-
able and that the workplace is set up correctly.

Cooperative. Extension.in.New. York State provides Equal Progeam.and-Employment Opporunities-New York State-College of-Agriculture-and-Lite-Sciences- New-York-State- Gollege-of Hu man-Ecoiogy-and
“New York State College of Veterinary Medicine at Comell University, Cooperative Extension Assaciations, County Goveraing Bodies, and United Siates Department of Agricullure. cooperating.



3. Have the employee perform the job. Observe .
the worker while he/she is doing the job. Coach
the employee through the correct steps in doing
the job and correct errors as they arise. Be sure -
the worker has ample opportunity to ask ques-
tions and that he/she understands the job.

4. TFollow up. Allow the employee to work indepen-
dently and be sure he/she kimows who to go to
. with questions or problems. Check in period- .

ically. to evaluate - progress “and provide - - :

encouragement.

Perhaps the greatest challenge facing you is to invest
sufficient time to make the process work. Time invested

in preparation for training, the training itself, and follow-

up can have a big payoff.

Evaluation

Many farm managers expect their operations to yield
a good return and will go to great lengths to determine
if they have succeeded. When it comes to training, how-
ever, they expect the return, but rarely do they rnake a
like effort to measure the actual results.

_ Evaluation of employee training and development
programs may be lacking for several reasons. The farm
manager may be willing to accept the program at face
value or may be unaware of the 1mportance and value
of evaluation, :

- Because training and deveIopment are so costly and
important, they should be done correetly. First, training

needs must be defined and assessed. Employee training-

is an attempt to improve current and future performance
by increasing an employee’s ability to perform through
learning.  The need for training is determined by the
employee’s performance. Deficiency is computed -as
follows: Standard or desired performance (present or
future) minus Actual (present or potential) performance
equals Training need. If there are no performance de-
ficiencies and none are expected, training is not needed.

Training objectives must be determined, for example:.

» Employees deserve a thorough orientation to the
farm where they work and to their jobs. '

» Employees deserve specific skills tralnmg that can
be applied to their jobs. : g

» Employeesdeserve adequate counseling in planning
their careers and the training necessary for
that career development.

Training questions that must be answered mclude
® What is best method of trammg employees}
e Should you even have a. trammg prograrnﬂ :
‘e How can it be made to work? == SRR

e Who should be training and what kind of -
training is needed?
e How can the effectiveness of training programs be
_ evaluated to indicate to farm management
their worth?

¢ Whatrewards will be attéched to the training activity?
If employee training is to be effective, you must make

every effort to enlist the participation and support of
employees in the training development process. Meetings

. must be held with employees and through candid discus-

sion determine the training needed, who will be trained
and by whom, and how the training results will be mea-
sured. -When employees participate to this degree,
chances are they will assume “ownership” of the program

and make it work. No one works harder than an owner

to implement ideas. Training doe_s make a lot of sense.
Next Letter: Evaluating For Growth
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Two questions every employee needs the answers to
are “What is my job?” and “How am I doing?”

Performance evaluation is defined as a set of pOlICIES
and procedures for determining employee progress on
the basis of job standards (the function the employee is
responsible for acmmphshmg)

Day-to-day momtormg of employee performance
should be a primary and ongoing responsibility of all
managers. In addition, every manager should have at
least an annual evaluation of a subordinate’s overall per-
formance. The successful manager will always be con-
cerned about people’s performances and helping them
reach their potential.

Manager’s View

Despite its importance, the performance appraxsal is
viewed by most managers as an unpleasant task that they
would prefer to avoid. Too often the evaluation situation
" is an uncomfortable if not an anxious one. The manager
is asked to play the role of parent and make judgments
he or she often feels uncertain about and feels incapable
of really defending. On the other hand, subordinateés are
too frequently expected to act as obedient children while
passwe}y listening to criticisms and suggestions for impro-
ving their performance.

The evaliiating process will i unprove in direct propor—
tion to the confidence and competence of the manager
and the time made available for this crucial managerial
duty. Fortunately, performance appraisal “know how”
and skills can be learned by any manager. Needed are a
positive attitude, desire, and the discipline to develop
these skills.

Currently, formal performance appramals are not done
. on most farms. But asmall number of farmers are leading
the way toward making performance evaluations a reality
in agriculture. Most of these farmers are achieving a good
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measure of success in their efforts. All it takes is the
acceptance of the idea and the willingness to take the
initial stéps to get a program started. Farmers need input
and direction from their employees. In the development
stage the employee will be acceptmg ownership of the
program in the form of participation which will pay off
when the program is implemented.

Keys to Success

The following pr1nc1ples are key to an effective appraisal
system. . .
1. All partles mvolved shou]d show positive intent, good
will, a spirit of cooperation, common goals, and desire

- to improve performarnce.

2. The entire appraisal process should emphasize integ-
rity, falrness reasonableness, honesty, and objec-
©tivity.

3. There are two parts to be con31dered
e Performance activities (the process)
o Performance results (the achievement expected)

4, Effective goals, policies, procedures, etc., must be
generally accepted by all personnel concerned (i.e.,
performance criteria and standards should be de-
veloped cooperatively by all partles affected).

5. Successful appralsals require strong commitment
and a high priority on time. The time needs to be
set aside for the evaluations and strictly adhered to
by employers.

6. There should be an established procedure wh1ch is
understood by every employee.

7. Tt is not fair to hold people accountable for those
things they cannot change or influence. '



8. Appraisals should focus on strengths as well as weak-

nesses, positives not negatives, future not past, and °

the performance not the individual as a person. " -

9. Therole of the appraisér should be coach and helper, )

not judge and fault finder.

10. Appraisals should be based on reality and represent
normal performance and functions of the employee.

(There should be reasonable time between progress .

review sessions to permit the employee to seek assis-
tance and improve performance.)
11. Self-appraisal is worthwhile and should emphasize
improvement.

The appraisal interview is nexther the begmmng nor
the end of anything. It is a middle step in a cycle that
begins when an employee is hired to do a specific job
and ends when he or she leaves it.

Continuing Process

The first step in the continuing process is to define

the job, a principle that appears in most personnel man- -

uals. The trouble is that job descriptions seldom go
beyond formal job specifications. The very language of
such documents all but obscures. what is expected. For
example: “Shall direct the activities of subordinate staff
members.” Confronted with the language of most job
descriptions néew employees can only throw up their
hands and ask “Yes, but what do you really want me to
do?”

The second step is to communicate the job definition
clearly to employees. It means leveling with them as to
what you really expect. Most managers at this point labor
under a severe handicap. Either they do not have enough
insight to know what they really expect or they know but
lack the courage to convey it. :

It is at this point in the cycle that the appralsal meeting
may be doomed. If managers are unable or unwilling to
convey what they really want of employees, they leave to
chance that employees will discover it. Over time, most

employees will try to deliver what they perceive is -

expected.

Evaluation leads to discussion and discussion leads to
understanding. The appraisal process is not unlike tuning
up an engine at regular intervals. It is a review of effec-
tiveness and efficiency, and its objective is to maintain or
develop performance according to desired standards.

Procedures and Pitfalls

‘A comprehensive performance appraisal system con-
tains the following steps: '

1. Developing appraisal phﬂosophy and goals based on
needs of the farm and its employees

2. Developing implementation procedures .

3. Developing performance standards

4. Setting target dates for review sessions

5. Conducting performance appraisals

6. Reviewing the process for possﬂ)le 1mpr0vemer1t
Part of learning to do a performance appraisal right

is knowing some of the likely pitfalls. Some common ways

the appraisal process can go off the track are: o

e Avoidance ‘
' The most obvious and possibly most common way
to botch the appraisal of a subordinate is to avoxd
doing it at all. :

e Argument
One of the risks in appraisal meetings is disagree-
ment. If the manager sits in judgment, employees
will feel obligated to rise to their defense. Part of
their defense may consist of counterattack.

o Unexpressed Hostility

Sometimes employees become hostile during an in-
terview but do not express their negative feelings.

o Mistaken Impressions
Often subordinates receive the distinct impression
that their work is highly satisfactory and that they
may expect a raise or other benefit. Managers must
level with subordinates to prevent disappointment.

During evaluating sessions attitude is much more im-
portant than technique. There is a clear need for honesty,
sincerity, and leveling. Criticism is to be expected. When
it is necessary to disagree, do it agreeably.

Feedback

Performance appraisal is basically an ongoing feedback
process for both the employer and the employee. It helps
to correct behavior and performance. Although feedback
is necessary to achieve results it can also be very trouble-

. some. People frequently say they need feedback, but then

they do nothing to encourage, recognize, or interpret it.
We wonder if such people really want feedback and if
they have the personal security to accept constructive
suggestions. It works both ways for the farmer and sub-
ordinates. :

A farm manager who is unaccustomed to seeking opin-
ions from employees must rid himself of the notion that
he alone is the reservoir of all the best answers. For exam-
ple, a long history of excessive egg breakage during pro-
cessing could possibly be turned around if egg room
employees have a chance to provide input You will never
know how valuable employee feedback is until you ask
for it.

Every employee needs the answers to“What is my jcb?"
and “How am I doing?”

Next Letter: Discipline and Discharge of Employees
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When farm managers are asked, “What is the hardest
job for you as a labor manager?”, the answer is often,
*Disciplining and firing employees.” Even the most ex-
pertenced managers usually struggle with deciding the
appropriate response to an employee who has broken a
rule. Unfortunately, the punishment can often vary
depending on your mood at the time of the occurrence.
Occasionally a manager will act out of anger resulting in
an arbitrary decision and unnecessarily harsh
punishment. :

Reacting from anger is certainly understandable; yet
we all know that employers and supervisors who react
this way cannot function successfully in today’s busi-
nesses. Supervisors who vell at employees in anger make
no contribution to their businesses or to the development

Kay Embrey

Extension Associate
Cornell Migrant Program
Cornell University

of the employees. Yelling at employees, especially in front

of others, affects their self-esteem and their ability to
perform their jobs. People end up feeling bitter and
resentful. ‘ SRR

Individual Approach

"The goal of any disciplinary procedure is to p'reveh't
problems, not to punish employees who have made mis-
takes. So how should you handle employees who are

performing poorly or breaking work rules? There is no -

magic formula which is successful with each employee.
You need to alter your approach for each employee based
on several factors: work record, length of employment,
training received, events preceding the incident, and
many others. Is this violation of rules just a lapse in an
otherwise spotless work record for a longtime employee?
Is this a misunderstanding on the part of one employee
-+, beginning a new procedure? Has the new employee re-
. ceived adequate preparation for working on your farm?
= Consideration also has to be given to the personality of
-, the employee. “Have a hard time getting out of bed this
-+ morning Will?” might be all the comment that is necessary
for one tardy employee. Another who repeatedly comes
in late may require a review of the rules and a discussion
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to determine what is causing this behavior. Knowing the
personality of each of your employees will allow you to
‘tailor your approach to best suit a particular individual.

Informational Discussions

Often poor performance can be traced to personal
problems at home, conflicts with another employee, ac-
tions which the employee perceives as unfair and feels
bitter about, or simply that the employee did not under-
stand the rule. Private discussions can often straighten
out the problems and resolve misunderstandings, elim-
inating the need for any disciplinary action. In ap-
proaching employees remember to:

¢ Be calm.
. & Get all the facts first.

- & Make sure the reprimand is deserved. Is this the
correct action? o

o Talk to the pefsoh in private. A

s Always begin with a question. There may be a
simple explanation.

e Carefully consider the.evidence including the
employee’s side. :

e Correct constructively. Go over the behavior you
want to achieve.

* Adapt your methods to fit the individual, but be
straightforward. ‘

¢ Close on a positive note and restore the person’s
self-confidence. :

o Follow-up.

Discipline of Employees

Punishment of an employee often results from a break-
down in communications, poor planning, poor supervi-
sion, or a failure of the personnel practices; however,
sometimes a difficult employee may leave you no other

Cooperalive Extension in New York State provides Equal Program and Emplayment Opportunities. New York State Cotlega of Agriculture and Life Sciences, New York State Colege of Human Ecelogy, and
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choice but to discipline. As with all personnel policies, a
systematic-approach can make the manager’s job and the
employee’s life easier. An effective disciplinary policy

eliminates the arbitrary decisions made out of frustration.

~ and assures employees that they will be treated fairly. For

managers, second-guessing and time spent deciding what

punishment to administer are greatly reduced. Rules are
applied uniformly  while discipline -is applied
evenhandledly and is related to the seriousness of the
offense.

Rules and Punishments -

Although the courts in other states in recent years have

created some exceptions to the “employment at will” doe- ~ ©

trine (such as wrongful discharge or breach of contract),
in general employers or employees in New York are able

to terminate the employment relationship at any time

for whatever reason or for no reason. Most employers,

however, recognize their workers’ needs for employment’

security and their own needs for a stable work force by
establishing a system which assures that people will not
be fired arbitrarily. Many use some form of progressive
discipline. However, you should be aware that once estab-
lished and communicated to employees, a progressive
discipline procedure may be legally binding.

The concept of progressive discipline is not a new one
and can be effectively used on farms. Two key compo-
nents are:

o A set of rules and standards which are related to
the performance of employees and to the smooth
functioning of your farm, and

e A set of escalating punishments which will be
taken for a violation of these rules.

Both of these must be communicated to employees,
either verbally or in writing. Many farms now use policy
manuals and include this in the contents. However, don't
get carried away with unnecessary rules. Remember the
purpose is to encourage productive work and behavior.

Following is a sample chart of a progressive discipline
system with a few examples of offenses. This is a model
to start with; your organization should develop one which
is appropriate to your organization and includes em-
ployee input. The chart begins with an informational
discussion followed by a simple oral warning which is
usually adequate for minor offenses at the top and moves
to more severe punishments at the bottom. The severity
of the punishment depends on the offense and the
number of times the employee has repeated the offense.
Before deciding on the punishment you must again con-
sider the employee’s past performance and employment
record. A failure to report to work by a new employee
must be treated differently from such a failure by a vet-
eran employee with a good work record. Major offenses
may warrant discharge with a single occurrence.

Documentation

A written record of all disciplinary action should be
kept. It ensures an accurate recounting of incidents which

memory often distorts, and it can be used to protect your .

business if the employee later takes legal action. Your
records should include; name, date, time, names of wit-
nesses, a description of the specific incident, the rule
violated, the change in behavior expected, and what hap-

- pens if the violations occurs again. The employee should

sign this to acknowledge the discussion and that he or
she is aware that this is being included in the employment
record. - : . S

Sample Scheduie of Disciplinary Steps®
Steps Examples of Offenses
1. Informational Minor ' e
Discussion * Unauthorized absence from job
Disputes with co-workers
{nextoccurrence) Foul or abusive language
Inefficiency, incompetence, or
2. Verbal Warning negligence
{next occurrence) Moderate
Gambling
3. Written Warning - Careless or negligent use
of property
Failure toreport withoutnotice -
_ Failure to comply with
(nextoccurrence) written rules
4, Suspension Major
Intoxication or use of
drugsonjob
(next occurrence) Fighting on job o
Theft or willful destruction
5, Dismissal of property
' Failure to report without notice
for ¥days
Gross insubordination

Appeals

Large farms using middle managers or crew foremen
with authority to discipline employees should also estab-
lish an appeals procedure. Employees who believe they
have been unjustly treated must have an opportunity to
tell their side of the story. Dont make their only option
the courts. A precautionary step which many businesses
use is to suspend an employee and consult an attorney
prior to a forced termination. - '

Threats, intimidation, and fear produce only bitter
employees. Think of warnings as reminders of perfor-
mance standards. Make sure your employees wnderstand
what is expected of them. Provide people an opportunity
to talk about problems and make sure to listen to your
employees, and you will go a long way toward resolving
conflicts on your farm. - -

'Smith, Gerald D., Citrus-Avocado Supervisor’'s Hand-
book, Agricultural Producers, Los Angeles, 1979.

Rosenberg, Howard, “Discipline Means . Not Alw.ays
Having to Say ‘You're Fired’”, University of California,
February 1982.

Next Letter: Seasonal and Temporary Workers:
Special Considerations
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_The personnel practices which were covered in this
series provide a good foundation for functioning with afl
employees. Respect for the individual and fair treatment
for each person are essential to good employee relations.
Agricultural businesses require employment of some
people on a temporary seasonal basis and the hiring of
many people for a short time is no reason to omit your
standard hiring procedures.

Hiring

Although you may recruit through another source you
still need to make a good match between the applicant
and the job and to consider some special steps to assure
success on the job for these employees. The use of labor
contractors is unfortunately often an integral part of the
migrant labor system. Labor contractors have their own
needs as a priority, which are often not in your best
interest or in the best interest of your employees. On
farms with good employer-employee relations manage-
ment deals directly with their own seasonal employees
with no independent middleman. :

Checking references for so many people at the same
time may seem to be an endless task. However, many
seasonal employees, even the ones coming to New York
from another state, will have worked in the past for
another farm in your area. A quick phone call to that
employer can save you many headaches down the road.

Housing

When you are providing housing to an employee, you
need to be particularly careful about whom you hire.
The process of evicting a former employee from housing
which you provide can be a lengthy process. Although
destruction of property might be a concern, the effect
of a disruptive employee on your other employees in

nearby housing must be considered. Many migrant farm
workers report leaving a well-liked employer because
other workers at the labor camp were causing problems
for them or their families. On the other hand, good
housing conditions can be used to attract workers. Some
qualities which people look for in housing are privacy,
cleanliness, reputation of other people in the camp,
safety, and access to stores.

Good Employee-Employer Relat_ions :

The short length of time which seasonal employees
will be on your farm does require some special consider-
ations. You need to get to know them as quickly as you-
can and communicate to them their value to the business
and the importance of their job. The group is made up
of unique individuals who do not want to be viewed as
a faceless mass. Learn each person’s name immediately.
Find out each person’s interests and develop a relation-
ship with him or her as quickly as possible. You want to
establish a trusting relationship between the two of you
and to develop a commitment to your farm on the part
of the worker.

Work Crews

Large groups or labor crews who work closely together
can present a challenge. These people may live and travel
together developing very close bonds. They often depend
on each other for food, loans, and other assistance. A
supervisor’s disagreement with one worker may quickly
become a confrontation with the entire crew as it did
recently on one New York farm. One member of a labor
crew was told the cost of his damaged picking-sack would
be deducted from his pay.* The rest of the crew agreed

*I1 is also llegal in New York State to make deductions from employee's
wages for broken or damaged materials. ' -
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with the worket’s story that the sack had a broken strap
when it was given to him. The disagreement escalated
and the employee was ordered to return to the labor
camp. To show their support of their fellow employee,

the rest of the crew sat right down in the orchard and

refused to work until the man was allowed to return to
work. . R
On the other hand, a crew also knows when one
employee is disrupting work or is taking advantage of
you. You will gain respect of the group by dealing with
-this employee’s behavior fairly. Other employees will back

you when they see fair treatment for everyone. But if -

they perceive favoritism or arbitrary treatment, the whole
group will react. Your relationship with each individual

will be the determining factor. If they know and trust

you they will come to you with problems or complaints
before things get out of hand.

Cultural Differences and Values Conflicts

People from various cultural and ethnic groups have

different ways of viewing the world and have their own

unique value system. When people from different cul-
tures work together, you need to take the time to talk
about differences. Consider them as you establish work
rules and methods for achieving your goals. Recent inci-
dents on farms best illustrate the problems which can

occur.

Haitian farm workers had been told repeatedly to
leave the apples which had fallen on the ground
and not put them with those that were picked from
the tree. Problems also occurred when different var-
ieties of apples were placed in the same containers.
The supervisor had even told a few people not to
return for work because of their insubordination. -
Discussions with the farm workers explained their -
actions. In Haiti food was in short supply. Leaving .
what appeared to be good apples on the ground
was a waste of food that they could not understand.
Mixing varieties was understandable when we con-
sider that only the rich can afford apples in Haiti. -
The numerous varieties of apples were as unknown

" to them as the numerous varieties of bananas would
be to us.
A farm worker repeatedly arrived late for work in
the morning. The manager told him that the next -
‘incident meant termination of his employment. The
American obsession with time is often viewed as
strange by people of other cultures. This particular

- farm worker gave rides each morning to two neigh-
bors whose jobs started later than his. The choice
of leaving his friends behind or being late for work
was not even a choice to him. Of course he would '
wait for his friends.

Respecting the values of your employees and trying to
be flexible in your operation will allow you to draw on
the strengths of each person involved. Explaining your
production practices and the logic behind your rules will

- go a long way toward preventing problems.

Interpreters

If you cannot speak the language of your employees,
the best advice is to start learning it immediately. Your
employees must be able to understand you and be ablé

- to communnicate problems to you. The use of interpreters

on farms is a common solution, but it must be undertaken
with caution. Often interpreters make inaccurate tramslzv :
tions, do not stress the same points that you would, or’
change what you say to elevate their own position. This
responsibility gives them a powerful position in your bus-
iness. They can withhold or share information based. on

* their own needs. Rarely do interpreters just transiate;
~ often they also supervise groups of workers. With their

control of the flow of informaiton they have tremendous
power over the people beneath them. Employee grie-
vances often will not come to your attention until they
have reached unsolvable proportions.

Many times people will be promoted to a maragement
position based purely on their interpreting skills. This
should not be your sole selection criterion. You need to
consider the skills you would look for in any supervisor:
leadership, communication, and motivational skills.
Supervisors selected from the group for their interpret-
ing skills will need special training to make them part of
your management team. They should be your employees
with clearly defined responsibilities. It is wise to avoid
labor contractors who have no allegiance to your farm.
It often takes new supervisors some time to view the farm
operation from a management perspective, to learn to
communicate this view to the people they supervise, and
to maintain an honest and fair _relationship  with
employees

A Multl—Talented Team

If we think of your employees as a work team, all head--
ing toward the same objective, then you are the coach.
The coach must understand all of his players individu-
ally—their strengths, weaknesses, and what will help each
player achieve his or her best performance. Understand-
ing the background and culture of your team members
will allow them to contribute their fullest to your farm
business.

Next Letter: Human Resource Management
Practices in Action
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Human Resource Management On The Farm
HUMAN RESOURCE MANAGEMENT PRACTICES‘ iIN ACTION
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Handling people on farms is unique because of owner
involvement, family help, seven-day weeks, high risks,
very seasonal work, and tasks that can’t be separated. But
successful farmers have found ways to implement human

resource management principles.

Various methods are currently being used successfully
by farm owners who realize that people resources are
very critical to the success of their businesses, especially
within the current labor climate.

The better people managers will:

1

Involve Their Employees. In the business world,
it's know as participative management style and
was already highlighted in a previous newsletter.
Remember that the person who does the job-
knows the most about how the job can be done
(or changed). Despite a farm’s hectic schedule
some owners do find time to:
¢ Be with their key employees during a short
morning session-monitoring areas after
breakfast or once the work crews are going

e Take key employees equipment shopping
and to meetings and shows

¢ Encourage their employees to work directly
with agribusiness, i.e., the vet and crop
specialists, who can be effective trainers

¢ See all employees each day.

Create a Positive Attitude. “Have you caught an
employee doing something right today?” (from
The One-Minute Manager book) If we feel an
employee s stupid, lazy, and no good, then he
will sense this and fall into this rut. If we feel an
employee is moral, trainable, and a worthwhile
human being, he probably will be. Again putinto
your vocabulary the phrases—“well done,”
“thank you,” “I appreciated the extra effort.”

3. Understand That Time Off Is Essential. Planting

and harvesting seasons are long. Most employees
accept this and enjoy the challenge. What they

.don’t accept is getting only every other. Sunday.. . |

off. Probably the #1 pet peeve for farm
employees is not having enough time off, espe-
cially weekends. A Wednesday off when the kids
are in school and the spouse is working doesn't
fit into family priorities. Many farmers are or-
ganizing their schedules to create at least one
weekend day off a week for each employee.

. Train a Trainer. In our labor management work-

shops, over 90 percent of farm owners admit that
they don't train. They assume everyone knows
the basics of milking, handling equipment, and
driving a tractor. If you haven't the time to do
the training yourself or don’t have the patience,
then develop training skills in some of your key
people. Send them to seminars, etc. Several far-

" mers | know have been pleased with the results

of a Dale Carnegie course. Others pay for compu-
ter courses.

. 'Manage Relatives Carefully. Relatives in a busi-

ness sometimes can be the root of serious labor
problems—the son home from college in charge
of longtime employees or cousins and uncles and
their wives playing games with each other. You
cant afford poor communication here. Em-
ployees will get the upper hand if the family can’t
be in accord —especially fathers who can't handle
their sons as employees will be in trouble. Some
suggestions that have worked well:

¢ Have uncles supervise their nephews.

e Put the son in charge of employees —with-
out interference from the father.

Cotperative Extengion in New York State pravides Equal Program and Empleyment Opportunities. New York State Coliege of Agricutiure and Life Sciences, New York Siate College of Human Ecology ‘andr
New York State Couege of Veterinary Medicine at Cornell University, Cooperative Extension Associatiors, County Governing Bodies, and United Stales Department of Agricuture, cooperating.
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e Avoid hiring employees’ relatives. If you

have already hired them, separate their .

duties.

e Don't play family favorites.

Do Not Give Titles Without Authority.. A
herdsperson in charge of the dairy herd had
better be in charge. If he can't call the vet, order
semen, schedule milkers, or treat a cow, he is not
a herdsperson. One of the major miscommunica-

tions with employees is the perceived expecta-

tions versus the real-world responaubﬂmes

Do Performance Appraisals. An employee has

a right to know how he/she is performing. Have
you sat down and discussed with your employees
for at least an hour their strengths and weaknes-
ses and how you can help them do a better job?
If you haven't, you had better. It's necessary, and
farmers who do this regularly have told us how
rewarding it is to both parties.

- Provide Incentives. You hear 2 lot about specific

money incentives for meeting certain-goals—
corn planted by June 1; $25 for every live calf
after six months; a heifer calf each year: All these
incentives create a positive inage for-what is im-

portant, but remember:
‘s The employee must be in agreement and
have some control over achieving his goal.

o Theemployee must be trained to succeed.

Incentives in farming are hard to measure and
control, especially a percentage of the profits. If
the employee is good, he needs very little incen-
tive other than a good salary and benefits. Becom-
ing part of the business is something many far-
mers find is a meaningful reward to a key
employee, and it creates job security. But this is
a serious step that requires careful planning and
commitment. Al too often: good intentions never
materialize.’

Plan Business Family Activities, One can't
ignore the value of a picnic after a hard planting
season for all employees and their families, or
sponsorship of a bowling team, or tickets to a
sporting event. One farm business enjoys a
Christmas party. Yes,.these activities cost money

_ but they create teamwork, pride, and appreciation.

10. Keep a Daily “To Do” List. Busy owners and:
supervisors find that a notebook calendar or poc-
ket card to write notes on goes a long way in -

" helping you to: organize yourself, help you to

- remember somethmg, allow you a chance ‘to.
think and write down points, brmg priorities into
focus, and remind yourself to call someone, get
help, or find some information. I use it to ¢hal-
lenge myself.

11. Establish Communication . Helping Devices.
Some that are working quite wellinclude: mainte-
- nance schedule checklists, blackboards to write
messages to one another, two-way radio phone
systems, and answering service. Or try a daily
diary of production results (i.e., pounds of milk
shipped/cow/day, number of cases of eggs proces-
sed/hour). These become monitoring tools and
goals that offers opportunities for working
-together.

12. Prepare An Employee Handbook. Businesses
"~ with more than 2 dozen employees are putting
together written information for their new
employees on expectations, rules and policies
(i.e., vacations, holidays, absenteeism, etc.), and
details regarding fringe benefits. This creates fair
standards for everyone and eliminates politics
and favoritism, which, if not controlled, become
roots of employee discontent.

There are many more examples of excellen: human
management practices. Hopefully, you are doing sorne
of these already. But remember that you must have the
basic employee management practices emphasized in this
newsletter series in piace before creative ones become
effective.

Now, after reading this series on human resource man-
agement, why not make up your own personnel manage-
ment action plan to incorporate key points that you feel
will have a positive effect on your business.



