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Starting people on the right foot requires effective planning before the employment relationship begins.

Planning will allow the employer to communicate their expectations more accurately to the employee from the outset of the employment relationship. Communicating expectations gives the employee the opportunity to choose if the job matches their own needs and abilities. 


This paper will cover:

· The importance of clarifying expectations for successful employment relationships

· Four steps to clarifying expectations in employment relationships

The importance of clarifying expectations

In the past, people who worked on dairy farms were fairly certain of what a job on a dairy farm would involve from one farm to the next. In 2003 however, there are a wide variety of farming systems operating in New Zealand ranging from intensive feeding systems to organic systems with many other systems in between.

This variety of systems means that there is often a big difference in expectations on the part of employers and employees as to what a job on a farm may involve.

Clarifying expectations between an employer and an employee before the employment relationship begins is therefore increasingly important in forming good employment relationships. 

Starting employment relationships on the right foot requires that the employer is very clear about what they are looking for from a prospective employee, and that they communicate this accurately to the applicants. Accurate information about a job is called a “realistic job preview”.


Being realistic and accurate about what a job involves gives the employee the opportunity to make an informed choice about whether a job is right for them. In the short term this may mean that some employees turn down a job when they come to understand what the job will involve. In the longer-term realistic job previews are vital to starting employees on the right foot and lead to more successful employment relationships and better work outcomes.

Four steps to clarify expectations

Step One: Identify the key tasks in the job

Determine exactly what you want each person working on your farm to do through the following exercise:

List the work that needs to be done in your farming business. Use the list provided as a starting point. Cross off jobs that do not apply to your situation and add others that are missing.

Assign a column to each person involved in the business (including a column for contractors). Tick off the jobs that each person involved in the business will do. 

If you want to identify responsibility levels use the following letters instead of ticks to clarify this to yourself and your staff.

Table 1: Job checklist. R = responsible; A = assists (to do the job properly).

	Job
	Owner
	Herd Mgr
	Other
	Other
	Other
	Other

	Milking
	
	· 
	
	
	
	

	Cleaning up after milking
	
	· 
	
	
	
	

	Milking plant maintenance
	
	· 
	
	
	
	

	Feeding out
	
	· 
	
	
	
	

	Machinery maintenance
	
	
	
	
	
	

	Drafting calved cows from the springer mob
	
	
	
	
	
	

	Picking up new calves
	
	
	
	
	
	

	Feeding calves
	
	
	
	
	
	

	Calving cows
	
	
	
	
	
	

	Recording calvings
	
	
	
	
	
	

	Administration
	
	
	
	
	
	

	Planning – feed management
	
	
	
	
	
	

	Planning  - financial management
	
	
	
	
	
	

	Planning – work management
	
	
	
	
	
	

	Drafting cows for AB
	
	
	
	
	
	

	Assisting the AB technician
	
	
	
	
	
	

	Recording matings
	
	
	
	
	
	

	Moving young stock (at runoff)
	
	
	
	
	
	

	Drenching/ vaccinating /animal health treatments
	
	
	
	
	
	

	Setting up break fences
	
	
	
	
	
	

	Weed spraying
	
	
	
	
	
	

	Moving the effluent irrigator
	
	
	
	
	
	

	Fertiliser spreading
	
	
	
	
	
	

	Cleaning the feed pad
	
	
	
	
	
	

	Maintenance of tracks/fences etc.
	
	
	
	
	
	

	Making supplements
	
	
	
	
	
	


Step Two: Communicate the key tasks in the job

A completed “tick the box” chart similar to the example is one way of communicating to your staff what their job involves and how the workload is shared on your farm. This can be put on the cowshed office wall for people to refer to as needed.

Another way to communicate the job is through the use of a job description. Work directly from the tick the box exercise to write a job description.

A job description that clearly outlines what a job involves does not need to be excessively detailed or pedantic. If small jobs are accidentally missed off the job description it is the employees responsibility to act in good faith and perform the small extras without argument. Problems only arise where significant parts of the job are missed from the job description.

Farmers should not be afraid to write a clear job description in an effort to accurately communicate to their employee what the reality of the job will involve. 

The following is an example of a simple but clear job description.

Job Description

HERD MANAGER

Reports to the general manager

	Key Tasks
	Performance standards 

	Milking

· Milk one herd of approx. 325 cows on a six days on, two days off rostered basis, including cleaning up

· Support people milking the other herd

· Undertake maintenance of the milking plant and equipment following the maintenance schedule provided

· Take responsibility for the milk quality management program
	

	Participate in feed management planning for all stock on the farm

· Measure, monitor and record feed supply on the farm
· Work in with the general manager to plan the allocation of feed to both herds
· Follow the feed plan for your herd to ensure they receive the planned feeding levels
· Instruct other staff regarding feeding in your time off
· Feed out supplements to your herd as required
	

	Care for the other needs of your herd

· Monitor the animal health needs of your herd

· Provide animal health treatments where appropriate

· Notify the general manager (or the vet in the absence of the GM) of animal health problems that you are unable to treat

· Maintain records of animal health treatments

· Maintain the water supply to your herd

· Take responsibility for the mineral status of your herd

· Drench and treat cows for mineral deficiencies as required

· Fill and maintain the Dosatron™ unit
	

	Mating

· Identify animals in heat and draft for the AB technician
	

	Effluent Irrigation

· Move the travelling irrigator as required

· Undertake maintenance of the travelling irrigator as required
	

	Supplies

· Record animal health supplies that are needed on the whiteboard provided

· Record milking plant supplies that are needed on the whiteboard provided
	


Step Three: Communicate performance standards for the job.

When an employer has clearly communicated the tasks involved in a job, the next step in starting people on the right foot is to clearly communicate the standards that are required in performance of the tasks.

Performance management must be based on accurate information about what the job is that the employee is expected to do. While this may sound basic, it is easy to bring things in to a performance management program that are not directly under the control of an employee, and this will make a farce out of the performance management process. For this reason performance standards are directly linked to each task or accountability area in the job description.

The following is an example of performance standards that are linked to a job description.

Job Description

HERD MANAGER

Reports to the general manager

	Key Tasks
	Performance standards 

	Milking

· Milk one herd of approx 325 cows on a six days on, two days off rostered basis, including cleaning up

· Support people milking the other herd

· Undertake maintenance of the milking plant and equipment following the maintenance schedule provided

· Take responsibility for the milk quality management program
	· No rostered milkings are missed without prior agreement

· Cleaning procedures outlined in the milking manual are followed

· Other staff are supported by the herd manager

· Milking plant maintenance schedule is followed

· Milk quality management program is followed

· Zero grading

	Etc.
	


If standards are not clearly communicated to employees they may focus undue effort on only some parts of their job, believing that they are doing what the employer wants. It is the responsibility of management to clearly communicate what is important in achieving success in the job role.

Where performance standards are not clearly communicated an employer must take some responsibility for under-performance of the job. Remember that almost all people want to know how they can be a success in their job. The key to allowing staff to be a success is in the leadership role of the employer through planning the job role and communicating and supporting to achieve success.

Step Four: Start your employees on the right foot

At the start of employment build on the good work that you have already put into staff planning using the following:

· Return to the expectations of the job. What training does your new employee need to be able to meet these expectations? Make a training plan.

· Orientate staff thoroughly. Take time to make sure new employees know where everything is and how it works. Make sure they have met people that they will be involved with. Keep a supportive eye on new employees until they have had enough time too feel confident about what they are doing. Don’t leave new staff to make their own mistakes but support them to achieve success in the first few days. Success breed success and builds confidence and motivation.

· Remember the leadership role of the employer. Take time to discuss the big picture of what your business is about and where it is going. This will remind the new employee of how their contribution is important on a daily basis in contributing to the success of the business.

· Use formal performance management processes to help the employee meet the expectations of the job.

Summary

Most people want to be successful in their job. Good leadership and effective planning sets up an environment for success.

Planning helps the employer clarify his or her own expectations of the employment relationship. 

Planning gives an employee more information about a job and the opportunity to make an informed choice as to whether a job meets their expectations. 

Communication of expectations is the key to starting people on the right foot. 

Workshop summary

Questions

· Is it important to define the difference between who is responsible and who will do the task? Yes, the manager can be responsible but not do the task.

· How do you go about starting these systems with existing staff? Have the staff help develop these systems, get them involved.

· What are the specialist Human Resource groups coming up with? Clarifying what the job involves is the biggest issue.

· Is there any problem linking job analysis to goal setting? No, it shows responsibility for performance management by the employer.

· Do you plan the staff holidays a year in advance? No only the rostered time off, consider holidays as the season progresses.

· What do you do on day one with your new employees? Show them around the farm and the local town. Possibly set them up with a buddy, not the boss, to show them around and answer questions.

· Does the manager decide what boxes to tick for the employees they are responsible for? Ideally yes. The owner may not be the best person to do this, as they don’t know the best way to run the operational parts of the business.

Issues

· Some plan with spreadsheets and colour coded planners. The staff can then negotiate with each other and run it past the owners if they want to change their times.

· Often the problem of an employee not taking all the expected responsibility they were intended to is due to the employer not letting them do so. (Not wanting to let go). Job analysis makes you aware of this scenario.

· Some use a detailed roster (who is putting cups on, getting cows in, feeding supplement etc) on a month by month basis.

· Need to have flexibility in the rosters, easier to do this with more staff as they can swap with each other.

· Offering staff training depends on the staff, if they are not motivated you can’t do a lot about it. One pays for the course at the end of the year when they succeed, to get around the ones that go to the pub instead of the course.

· One user of the job analysis sheet found it surprising what the staff thought they actually do.

· It can be a good idea to get the staff to tick a list of jobs they prefer to do given a choice. It can surprise you that the best stockman who is always given that job actually likes greasing the machinery for example.  
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