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Orientation & Training
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The New Employee
A job situation is a very complex relationship and many details need to be communicated to the new employee. Communication involves messages or information to the employee, feedback that indicates the message is understood, and action which tells us the message got across.
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Think of orientation as a process. It occurs over time and needs ongoing clarification and reinforcement. Have several sources available, if possible, that the employee can turn to. The new employee should understand the schedule, that you see this as a process, and you expect her or him to ask questions.

Orientation Content

•Establishment of friendly relations with the new employee (overcome feelings of strangeness; express personal interest, introduce to co-workers).

• Explain briefly the goals of the farm business and the suggested goals of the specific task he or she will perform.

• Essential facts about your business (principle markets, locations, products or services, the general organization).

• Details about the pay and benefit package (starting rates and range, basis for compensation, overtime and holiday rates, policy on pay increases, pay period, deductions, incentives and bonus, bargaining agreements, vacation, insurance, etc.).

• Details about the work schedule (regular hours, policies about overtime, lunch and rest breaks, time off, flexibility over attendance and punctuality, how to use the time clock).

• What and where are the facilities (restroom, lunch, recreational, first aid, transportation, laundry and lockers).

• The safety program (rules and regulations, safety equipment needs, your and the employee's concerns and questions about safety).

• Staff meeting procedures and times.
• How grievances and corrective actions will be handled.

Many of these topics could be included in an employee handbook.  If a new employee receives a simple straight forward handbook they can refer back to topics covered in orientation of questions come up later.

The Mental Picture

and First Impressions

When an applicant interviews for a job, she or he will begin to get a mental picture as to what the job will be like and what the employer's expectations are. If hired, this mental picture or "first impression" becomes a psychological contract. If, during the orientation process, the actual expectations differ markedly from what is in that psychological contract, the employee is confused and frustrated. Since first impressions are apt to be more lasting, it is important that they are consistent with that presented in the orientation program.

A common example is the farmer who has found an applicant that looks very good; so in answer to questions from the applicant about scheduling, the farmer gives the impression of one who has a very flexible attitude (" . . . just as long as the work gets done . . . "). Then the first time the applicant/new employee arrives at the barn five minutes late, he is chewed out for being late. Such an inconsistency in expectations only causes problems.

Only with open communication will an effective orientation take place, leading to the desired job and farm business goals being accomplished.
The Orientation Process

Once an employee has joined your farm business, it is the manager's responsibility to provide basic orientation to the employee. New employees are most impressionable on 

their first day of employment. In a totally new situation, most employees feel out of place, socially ill at ease, confused and somewhat worried about how well they will perform and whether they will live up to the expectations of those who hired them. Many of their ideas about the organization will be formulated by the first several people they meet and by the way they are treated as they begin their new jobs. Consequently, to establish a favorable image and to relieve a new employee's feelings of anxiety, managers must take extra care in extending a warm welcome to new employees and in thoroughly familiarizing them with their new job responsibilities, their work surroundings and their fellow employees.  Some organizations use a "buddy system" to help supplement the manager's orientation effort. (A member of the work group is assigned as a "buddy" to the new employee and is responsible for  helping him or her become socially adjusted with other members of the group) How an employee gets underway in a new job should not be left to chance. Instead, a systematic approach, tailor-made to match the specific needs of the employee, should be followed by managers to make certain that each new employee understands:

1.
His or Her Initial Job Assignment
The following items should be reviewed: the employee's job title, duties and responsibilities, levels, of authority, job performance standards, department, name of immediate supervisor, company service date,

 
hours of work, lunch and break periods, duration of probationary period, starting wage, first payday, overtime rates, how to report absences and tardiness, dress regulations, location of nearest locker rooms, restrooms and first aid facilities, and the eligibility dates for various employee benefit programs. 

2.
Organizational Policies and Practices
New employees also need to know such items as: the organization's history and mission statement, its chain of command, some of the formal and informal rules, regulations, customs and traditions, employment policies, how pay is determined, the provisions of the various benefit programs, communication channels, training available, opportunities for advancement, employee services and facilities, safety, personal conduct and the handling of complaints and grievances. These items are contained in employee handbooks that are given to employees on their first day of employment.

3.
The Manager As a Person
In many work situations the boss-subordinate working relationship is a critical factor in an employee's success on the job. Consequently, it is helpful if managers share information about themselves with their new employees. Managers can help to relieve some employee anxiety if they give their employees an idea how they like to operate -- their work objectives, priorities, 

work habits, pet peeves, as well as any little quirks and foibles. Sharing this information gives employees an edge on adjusting to a manager's 

brand of leadership through costly trial and error.

4.
People and Functions Important to The Employee's Job
Many technical and professional jobs require frequent interactions with different people and departments throughout the organization. The effectiveness of people in these jobs is often determined by their interpersonal skills as they work across departmental lines. Where this is true, a manager can help a new employee establish some sound working relationships by providing a planned series of visits with members of various departments. At these meetings, the new employee is introduced to his or her "contact person" in the department and is given a brief overview of that department's organizational structure, its personnel and its operations.

Outside consultants or suppliers may also fall into this category.  Introducing the new employee to the nutritionist, veterinarian and other suppliers will help develop good relationships.

Establishing these things early can be a great help to new employees in building bridges of understanding and cooperation with various work groups.

Managers need to touch base with new employees to see how they are doing, to assist them in learning their jobs, and to answer any questions they may have. A key theme the manager should express in each of these contacts is: "I expect you to succeed and I know that you will!" 




This orientation follow-up should not be left to chance. To be effective, it must be scheduled and placed high on the manager's list of priorities. This extra effort will go a long way in helping employees get off to the right start.
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Competence, Confidence and Commitment through Training
Every new employee needs training. Every present employee that moves to a new position or takes on additional duties needs training. Effective training not only builds competence but also confidence, two characteristics that are essential to high worker performance productivity.

Also, competence and confidence help promote commitment, the other ingredient to peak performance.
Adults learn better when they feel a need to; a need to grow, to achieve, to be in control.
Training has evolved considerably over the past 20 years. Where training was task-oriented, it is now "need to know" oriented; where it was teacher-oriented, it is now learner-oriented. Training is anything an employer does to help employees learn to do their work the way the employer wants it done.  Training is an investment in people and the organization they work in.

Understanding human behavior and how and why people learn will improve our ability to train others.  We learn quicker and retain longer when we want to learn (when the training meets the learner's needs, not the trainer's needs). 

Children learn out of respect for and fear of elders; they "do what they are told." Adults learn because they feel a need to; a need to grow, to achieve, to be in control or any combination of these. If an adult does not perceive that the training fulfills one or more felt needs, he or she will not learn as well.

Another way of looking at this is to be aware that effective training usually requires two jobs; one is to teach new or different skills, the second is to bring about a change in attitude. The first is relatively straight forward but the second, attitude change, may take considerable time and patience. 

However, effective skill training without question to relevant attitude will not lead to peak performance. For example, teaching safety skills in equipment operation and maintenance will do little to prevent accidents, workers compensation claims and high turnover if the learner retains an attitude that safety is not important.

The effective teacher must know how people learn and effective ways to activate the trainer.  Not everyone is an effective teacher.  People learn more when they are engaged in an activity and teach other people.  Research tells us that people learn 20% of what they read and hear, 30% if they see something done.  If someone hears and sees a demonstration they retain 50% of the demonstration.  However, if they teach a concept they learn 70% of the process but the most effective method is to have the learner tell someone else as they do the project themselves.  This teaching of another will help them retain 90% of the material.

The key then is to involve the learners. 

Involve them by enabling them to meet their needs through your training. Involve them in the training design and in doing the training (most adults have considerable wisdom that can be of value).
Now that we have involved the learner, picking the right teacher is necessary in completing an effective training program.  Some people do not make good teachers.  They may be impatient, too busy, not able to logically break the job into parts, jump from one point or topic to another and criticize the learner.  However, a good teacher will accept the learner (no question is dumb), be enthusiastic and motivated, have the lesson be active not passive, guide the learner in a sequential  process and provide time for the learner to assimilate the lesson and practice or teach it to other people.  Varying teaching methods and using different teachers for different topics will provide variety and improve learner retention.  Building a positive learning environment that rewards people for their accomplishments will help keep employees motivated.

"Don't tell a man how to do a thing. Tell him what you want done, and he'll surprise you by his ingenuity."



-- General George Patton

With the above discussion in mind consider the following training tips:

Training Tips

•   
Use performance standards/expectations as the basis for training program content

•
Set goals, make training challenging (involve learners in this)

•
Think "Human Resource Development" rather than instructing

•
Think "attitude adjustment" as well as "skill training"

•
Think "sharing" rather than training

•
Think "involvement of many senses" rather than lecturing

•
Think a "directing, coaching, supporting, delegating" process rather than just telling, delegating 

•
Think safety

•
Make training formal. The learners will better recognize its importance

•
Decide who the best trainer would be

•
Move from the known to the unknown; from the simple to the complex. Learn how much the learner already knows


•      Share "why" as well as "how"

•
Give feedback. Feedback (giving  knowledge of performance results to the person being trained) should occur as soon after the performance as possible. Try to make the feedback be the natural result of performance

•
Have short training units. Organize learning into small units so that continuous uninterrupted attention beyond 10 or 15 minutes will not be required

• 
Have personal contact. The more contact or interaction by the learner with you, a co-worker, or another trainee who can  aid instruction, the faster will be the learning.

Training Methods Used In This Workshop

Competence, Confidence

& Commitment

through Training

· Training IS Important

· Must be “need to know” oriented 

· Must be learner oriented 

[image: image3.png]i AgVentures
’/




[image: image4.wmf]
[image: image5.png]Atypical Learning Pattern

Learner's |
Job |
Proficiency| }
Steady Learning }
|
! Peak Proficiency
|
|
I
|
I
I
Time
Typical Learning Pattern
Learner's . . . .
Job | | | |
Proficiency | ! | Peak | Routinism
! ! IPerformancd
! | False :
! " Plateau |
| Rapid
Discourage- | Progres
ment |
|

¥
I
|
|
|
1
|
I
I
1
|
|

Time




[image: image6.wmf]












*Attitude Change



HOW PEOPLE LEARN

     READ. . . . . .20%

     HEAR . . . . . . 20%

     SEE. . . . . . . 30%



HEAR & SEE . . . .50%

     SAY . . . . .70%

     SAY & DO. . . . .90%


Notes
�EMBED Imaging.Document���





Training





Competence





Confidence





Commitment





�EMBED MSPhotoEd.3���









Human Resource Management





         Page 


_1054990592.doc



_1054990620.bin

_1054990574.bin

