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  Organization of Human Resources
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Organization of Human Resources
Organizational charts for some farms are a informal process, often based on length of employment, and who is in charge when the manager is away.

Although informal organizational charts can work, a formal, written chart is a better option.  It allows a farm manager to look at the team and the roles of each member, and how they fit together to achieve the end goals.  This chart is not set in concrete; as conditions change, so does the chart.  Reviewing organizational charts at least once a year to make sure they are still relevant is a good idea.

Like football, the chart shows the position that everyone plays on the team. Each team member knows what the other team member is supposed to do and if they see a problem, they can bring it up at a regular staff meeting.

Can you imagine a football team operating without the play diagrams indicating where each player is supposed to be and what their function is? The manager, much as a coach would do, must design the organizational 

chart to achieve a result (mission).

When designing organizational charts, try to group together roles that go together and then look at the chart to see who should answer to whom.

Charts can be horizontal (Fig. A, page 2) or vertical (Fig. B).

The advantages of Figure A are that everyone answers to the boss or farm manager. The disadvantages are that everyone is equal with no place for advancement. Figure B encompasses a vertical approach to organization. Roles are grouped according to sections of the business and employees answer to a supervisor who in turn answers to the manager.

The organizational chart is not effective until job descriptions are attached to each position. Job descriptions insure that nothing will be missed in the day to day routine, and gives an indication of training that should be done.
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Leadership Styles and Organizational Structure
Determining the organizational structure for a business is a decision making process. It should be approached as a problem to be solved. Hoping people will learn to fit in and get along is not enough. Careful attention should be given to the goals for the organizing function (division of tasks, coordination, control and flow of information).

In the absence of careful attention to the organizing function, the structure may simply reflect the manager’s natural tendencies. To illustrate, a manager may have a tendency to orderliness and neatness.  She likes things to be tidy.  Her way of organizing is the “Formal Way”.  A formal organization chart with titles and slots for everyone appeals to this manager.  

Slots in the organization chart matter more than the people in those slots.

Another manager may have a strong “me” orientation. He needs to have his finger on the pulse of everything going on in the business. His way of organizing is “My Way”. Everyone in the business reports to him, everyone gets instructions everyday from him, and everyone knows who is boss and who is bossed. The business is “me”. Titles and slots are unimportant because the manager expects employees to be ready to do what he wants done when he wants it. 

The “Formal Way” and “My Way” organizers know their organizational structure. Each can explain their structure and give good reasons for it. They differ from a third kind of manger, the “No Way” manager. 

The “No Way” manager expects people to see what needs to be done and do it. A key employee may be so key that he knows more about certain parts of the business than even the manager. He may be like family to the manager often ranking above family members. A new employee gets little training from the “No Way” manager, no job description and maybe not even a name. He may simply be the “hired man”. Failures are someone else’s fault and successes come from everyone working hard everyday.

Finally, there is the manager who sees his business as a team effort and his employees as co-managers and co-workers. He gets things done by doing them “Our Way”. Of course he accepts final responsibility, but delegation, shared responsibility, group decision making and co-responsibility for successes and failure come naturally and easily. To join this business is to become part of a team; to leave is to part with good friends.

“Formal Way”, “My Way”, “No Way” and “Our Way” are just four examples of how a family business may be organized. Variations on these four themes are common in practice. No simple recipe exists for the organizational structure of a business. The best organizational structure for a particular business depends on the characteristics of its management and employees, nature of the business (production, processing and service), size, and geographic spread of its operations.

Principles of Organizing
These principles have two uses. First, they are helpful in the actual design of the organizational structure. Second, they can serve as a checklist for evaluating and improving the current organizational structure.

1. Exception Principle — Someone must be available to handle the exceptions to the usual i.e., someone must be in charge. When an employee or worker has a problem he or she cannot handle, the organizational structure should provide for someone higher in the organization to provide assistance.

2. Decentralization — Decisions should be pushed down to the lowest level possible in the organization. The more routine a decision, the lower the level in the organization where it should be handled. To illustrate, workers waiting each morning to be told what to do and where to do it can be a great waste of manager and worker time. Workers having a routine not requiring daily instruction, and workers being trained to handle with confidence decisions within their job descriptions illustrate decentralization.

The objective is to overcome the waste of time stemming from too much centralization of decision making. Working managers rather than managed workers should be the goal.


3. Parity Principle — Decentralization requires delegation and with delegation comes responsibility. Managers should hire people and delegate to them the authority and responsibility to make decisions.

4. Span of Control — The span of control is the number of people a manager supervises. The organizational decision to be made is the number of subordinates a manager can effectively lead. The typical guideline is a span of control of no more than 5-6 people. However, a larger span of control is possible depending on the complexity, variety and proximity of jobs.

5. Unity Principle — Ideally, no one in an organization reports to more than one supervisor. Having more than one supervisor causes an employee relatively few problems if the supervisors have good coordination and frequent communication. However, supervisors typically lack the time for the necessary coordination and communication. Too often, employees get conflicting instructions and assignments.

Working Managers Rather Than Managed Workers Should Be The Goal
Exercise
Create an organizational chart for the following farm:

Hart Farms
For the past 20 years, the farm has had 100 cows. Labor consisted of Gary and Louise Hart, and their two children, and one hired man. Over the last year, the operation has changed with the addition of 300 more cows with young stock and facilities to match. The hired man, who has been with the farm for the last 15 years is still here. They have an additional 500 acres of crop ground rented in order to provide forage. Current staff include Gary and Louise Hart, with Louise’s input being mainly bookkeeping. Phil, the 15 year hired man, likes working in the shop. Both children are in college. The Hart farm currently employs seven additional milkers with one milker taking some herdsman responsibility when Gary is not around.

The Job Description

Uses of a Job Description
A well-prepared written job description is a very important tool in effective personnel management. It is used to make numerous personnel decisions and can prevent many headaches. Some of those uses are listed below.

· Prepare a help wanted ad

A job description...is used to make numerous personnel decisions and can prevent many headaches.
· Screening applicant

· Selecting the best applicant

· Orienting the new employee

· Developing performance standards if not part of the job description

· Training

· Employee evaluation (performance appraisal.)

· Recognition of a job well done

· Corrective action

· Mutual understanding between employer and employee

· Dismissal

· Defense, if a dismissal is challenged

· 

Content of a Job Description
An effective job description contains the following items:

· Job title

· Job summary, consisting of a brief statement of the major responsibilities of the person with this job

· Job requirements. These are the knowledge, skills and abilities required, and education and work experience needed to do this job. Make sure that the requirements are essential to perform the tasks and do not violate any civil rights

· Scope of tasks and duties. These include a list of major activities the person will perform

· Relationships — who is the employee responsible to, and who is responsible to the employee, and what authority does the employee have

· Performance standards/expectations. Performance expectations may be part of a job description or kept as a separate document depending on the situation. If the job is technical, performance expectations can be easily determined. (Example: Be able to prep each cow for milking in one minute using established practices).  If the job includes many responsibilities, they may be more difficult to determine.
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Tips for Developing a Job Description

When developing a job description, there are certain pointers that will make the task easier, the document more useful, and the job being described more appealing and motivating to the person applying for and/or performing the job.

Make the job description appealing and motivating for the possible employees...and assume that it will be modified as the business and employee changes.
· Use the business organizational chart as the basis for writing the job description. As you develop job descriptions for all positions in the business, you may see ways the organization (and the chart) can be modified for more effective management.

· Keep the job description as brief as possible. Leave out the “nice to know” items and keep detail to a minimum

· 

· When writing the job summary use the term “responsible for...” if possible. Being “responsible for the grain harvest” is much more appealing and motivating than just “operate combine”. The operation of the combine would appear in “Scope of Duties”.

· Try to incorporate some skill variety in the job

· Provide the job with as much autonomy as possible.

· Assume that the job description will be modified as the business changes and employees change. You may find a particular job can be eliminated with those tasks either eliminated or incorporated into other job descriptions.

Examples of Job Descriptions

Milker
Job Summary: Primary responsibilities will be to perform the milking operation at Smith Farms in a professional and efficient manner to produce a high quality product and to promote animal well-being. 

Milking Responsibilities and Procedures:
1. Prepare milking equipment and bulk tank for milking.

2. Bring in cows for milking or help other employees bring in cows if needed or requested.

3. Wear gloves when milking to help prevent spread of mastitis-causing organisms.

4. Follow recommended pre-milking preparation of cattle before milking.

5. Milk all cows in an orderly, proper, and consistent manner.

6. Be certain to look at treatment records so that milk from treated cows is not put into the bulk tank. Since all milk will be sampled for various drug residues at each pick-up, it is the milker’s responsibility to guarantee that milk shipped meets the quality standards. If any questions or concern is expressed about the safety of any shipment, it should be tested by the milker and the results discussed with the manager immediately.

7. Note cows that may have mastitis or other problems and inform the manager for possible treatment. (No treatment will be done without permission of the manager.)
8. Clean the milking parlor, holding area and bulk tank room.

9. Operate all milking equipment as recommended by the manager and factory specifications.

10. After milking, be sure all machinery and sanitation procedures are followed according to manufacturer’s specification and Grade A Standards of the Public Milk Ordinance.

Milking Related Activities:
11. Help to get cattle in barn if necessary.

12. Maintain treatment records and identify treated cows with appropriate markers, such as leg bands, etc.

13. Assist in ordering supplies by making a list and bringing to the manager’s attention any items in short supply.

14. If unable to be present at scheduled working hours, the worker must find a qualified replacement and ok the schedule change with the manager.

15. In case of an emergency, you may be called to work on a vacation or regularly scheduled day off.

Other responsibilities as assigned by the manager. These responsibilities may include, but are not limited to the following:

· Care of springers and cows at calving

· Feeding and care of calves

· Feeding, cleaning, and care of milking herd

· Maintenance of free-stalls

· Heat detection, A.I.

· Record keeping

· Cleaning and maintenance of office building

· Maintenance of grounds, pasture, fences

· Maintenance of vacuum pumps

Dairy Herdsperson
Job Summary: Supervise and coordinate the dairy herd and upkeep of facilities and supervise milkers.

Characteristic Duties and Responsibilities:

1)   Management of the Dairy Herd
Supervising employees in all phases of the dairy, including

· Ration preparation and feeding

· Raising of replacements

· Milking

· Upkeep of facilities, grounds and equipment

· Herd management

2)   Herd Health and Reproduction
· Treat and care for sick animals

· Help with difficult births

· Heat detection

· Breeding

· Fill in for sick and vacationing employees

3)  General Office Work and Procurement 

Record keeping (herd health, production, reproduction inventories)

· Monthly inventories

· Order supplies, repair parts, and feed

· Discuss needs and problems with sales and service representatives

· Personnel evaluations

· Personnel recruitment and training, in consultation with herd owner

Scope and Effect of Work Output and Independent Decisions Made and Acted Upon:

Make decisions pertaining to day-to-day operation, such as when an animal needs to be treated, or bred, call veterinarians or service personnel. Decide whether a tank of milk must be dumped, when hay should be harvested, when and what feed to order, what repairs and upkeep should be performed. Solve problems concerned with herd health, failure of milking equipment or outside equipment, nutrition and pasture management.  Make suggestions for budget; decide when to sell cull cows and bull calves.

Minimum Qualifications (Education/Experience):

· Dairy management or training in the dairy industry (2-5 years)

· Supervising experience (1 year)

Knowledge, Skills and Abilities Required:

· Trained in artificial insemination

· Knowledgeable of disease and injury treatment and calf pulling

· Knowledgeable in dairy nutrition

· Ability to motivate employees

· Ability to work with all types of people

· Ability to communicate with a broad spectrum of individuals

· Knowledge of milking procedures

· Knowledge of and uses for Dairy Herd Improvement Records

Notes
AgVentures
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Homework Assignment I

List the jobs in your farm business ( both full and part-time jobs including paid and unpaid people) which encompass:
1. Mostly management responsibilities:

2. Mostly staff responsibilities (bookkeeping, secretary, etc.)

3. An even mix between management and labor responsibilities (herdsperson, etc.):

4. Mostly labor responsibilities:

5. Draw an organizational chart which includes all the jobs you listed previously. Your organizational chart should show job titles or names of people, and who reports to whom.

AgVentures
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Homework Assignment II

Write a job description for one position on your farm.
Job Title:
Job Summary (person is responsible for...):

Job Requirements: (knowledge skills, abilities, education, experience, required)

Tasks and duties (Major activities the person will perform):

Relationships (who does employee report to):
AgVentures
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Homework Assignment III

Compensation Survey
This survey is being used to gather ideas on how you may compare with others in your industry. Please realize this may not represent an adequate sample of the industry, but will serve as a basis for further thought and discussion.

Your responses will be combined with other responses and no name or individual figures will be used. Please consider three types of employees and the typical amounts you are currently paying each in cash and value of



benefits. Consider only full-time employees and do not include your children or relatives.

Your responses may require some bookkeeping research, but if not, try to list your best estimate for each benefit that applies. For this survey, please consider the annual value of each of the following benefits, as well as the number of hours worked for each of the following: 1) general laborer, 2) milker, and 3) herdsperson.

Dairy Farm Personnel Compensation Survey, 1997
Complete for EACH full time employee:
Circle ONE of the following management groups for each employee

1) Employee has little to no management responsibilities

2) Employee has moderate management responsibilities (like feeding, breeding, herd health decisions or other decisions of limited financial impact)

3) Employee has major management responsibilities (like Dairy Herdsperson)
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Employee #1
Employee #2

Employee #3

Management Group - Circle correct one 
1       2        3
1       2        3

1       2       3

Compensation Provided by Employer
Amount/Yr
Amount/Yr

Amount/Yr
Cash Salary or Wages                                         $__________              $_________           $_________

Dollar Salary Paid in Commodities
__________
__________

__________

Bonus Payments
__________
__________

__________

Incentive Payments
__________
__________

__________

Value of House
__________
__________

__________

Value of Utilities
__________
__________

__________

Value of Food
__________
__________

__________

Health, Med. & Disability Ins. Premiums
__________
__________

__________

Life Insurance Premiums Paid
__________
__________

__________

Other Insurance Premiums Paid
__________
__________

__________

Employer Half of Social Sec & Medicare
__________
__________

__________

Employee Half of Social Sec & Medicare
__________
__________

__________

Workers Compensation Premiums
__________
__________

__________

Unemployment Insurance Premiums
__________
__________

__________

Retirement or Pension Contributions
__________
__________

__________

Value of Profit Sharing
__________
__________

__________

Payment for Employee Improvement
__________
__________

__________

Other - List

   ____________________________
__________
__________

__________

   ____________________________
__________
__________

__________

   ____________________________
__________
__________

__________

Other Items:

   Hours Worked per Year
__________
__________

__________

   Paid Vacation Days per Year
__________
__________

__________

   Days off per Month
__________
__________

__________

   Years Worked on Present Farm
__________
__________

__________

   Number Dairy Cows on Farm
__________
__________

__________
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