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AgVentures

Human Resource Management

Facilitator’s Notes 
Leadership
TIME ALLOWED: 2 hours

OBJECTIVE(S):
1. To discover and understand personal leadership styles.

2. To learn about adopting one’s leadership style to the needs of the employee.

MAIN TEACHING POINTS:

1. Begin by introducing the subject of leadership.  You could relate a short story or anecdote about a leader.  Or you could solicit examples of leaders who have made an impression on participants.   (5 minutes)

2. Quickly go through the definitions on page one.  (5 minutes)

3. Instruct the participants to take the “Managerial Leadership Style” exercise as described on page one.  This exercise is based on work by David McClelland, and is sometimes referred to as the “McClelland Profile”.  (5 minutes)

A.  Complete the 36 questions on p.3-8

B.  Complete the scoring key and profile on p. 9

C.  Read about the various leadership styles on p. 10-12

C.  Complete the analysis exercise on p.13

It should take about 25-30 minutes for participants to get finished.

4. Process with the group.  Quickly go over strengths and weaknesses of each of the six leadership styles with input from the group.  This should take about 15-20 minutes.

5. Show the videotape segment entitled “People want to be great”, about Johnsonville Foods, in Tom Peter’s “Leadership Alliance” videotape.  (15 minutes)

6. Process the questions on p. 15 with the group.  The point of this videotape and exercise is that leaders can change the leadership styles they use, and that such a change can be very beneficial to the business.  (10 minutes)

7. Question #6 on p. 15 focuses on how leadership style affects employee selection, and serves as a transition to the next segment of this unit, Situational Leadership.

8. Go over Situational Leadership on p. 16-19.  Explain that situational leadership means using the leadership style best suited to the needs of the individual employee.  Therefore, the leader will use different leadership styles with different employees, and with the same employees at different stages of development.  The key elements of situational leadership are directing and supporting behavior, so be sure to distinguish between the two.  

(10 minutes)

9. Instruct participants to do the situational leadership exercise on p. 20.  Instruction and completion: 10 minutes

10. Process the exercise with the class by facilitating question #5 on p. 20.  (5 minutes)
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Facilitator’s Notes
Organization of Human Resources
TIME ALLOWED: 2 hours & 15 minutes 

OBJECTIVE(S): 

Development of a farm organizational chart and plan

MAIN TEACHING POINTS:
On a blank overhead demonstrate the importance of organization by using a football play without any direction as to how the play should run  then have a volunteer give some direction on how the football play should go.  After this exercise relate the football play to the organizational chart.  Discuss the two types of organizational charts, vertical and horizontal, listing the advantages and disadvantages of each.

1. Determining the organizational structure for a business: Relate back to the goals for the organizing function (division of tasks, coordination control and flow of information).  When these goals aren’t considered a manager’s natural tendencies take over.

2. Introduce 4 types of managers: Using the descriptions on page 3 and the 4 characters on the overhead, develop the managers and their personalities.  This should stimulate some group discussion and get the participants to talk about some of their past bosses.

3. Principles of Organizing: Using page 4 develop the 5 principles of organizing.  It is helpful to give real-life examples of each.

4. Hart Farm exercise: Divide into 4 small groups and have each one create an organizational chart.  Have participants share their charts with the entire group.

5. Job descriptions: have participants close their books and discuss the uses and content of job descriptions.  List them on an overhead.  Use an overhead of page 7 to summarize how job descriptions can work.

6. Example job descriptions: Use pages 10 & 11 to discuss how different job descriptions are required for different types of jobs.

7. Summarize Job Descriptions: Use page 8 to summarize 6 tips for developing job descriptions.

8. Assign homework.
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Facilitator’s Notes
Communications
TIME ALLOWED: 45 minutes

OBJECTIVE(S):
To develop a simple and effective system of communication

MAIN TEACHING POINTS:
1.  Let’s tie a necktie!: use several neckties with several of volunteers from the group.  Time the activity to three minutes maximum.  Have the volunteers pair up with one of the pair giving instructions.    The other member of the pair should follow the instructions exactly.  Try putting the pairs back to back.  Use a minute or two to reflect the observations of the volunteers.

2. Elements of the Communication Process: using an overhead of pg. 2, carefully develop this key concept.  You might want to ask the participants to relate some of the necktie experiences to this.

3.  Communication as a Key Element in Management: move quickly to review the guidelines for effective communication.  Identify some examples from your experience that fit each of the six points of effective communications.  Draw comments from the group.

4. Opening up Communications: review the four items on how communication shuts down.  Before the session starts, identify some examples from your experience that illustrate these points.  Draw comments from the group.

5. The Trip to Abilene: A Modern Parable: You should have approximately 30 minutes left for  this exercise.  Divide the group into 4 smaller groupings and have each read the “Trip to Abilene” answering the questions at the end.  Have the participants share their thoughts with others in their groups and answer the question: “How could this situation have been resolved without taking a trip to Abilene?”.  Put answers on an overhead and share with entire group.

6. Summarize and reintroduce the overhead “Elements of the Communication Process”, pg.2.
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Facilitator’s Notes
Hiring the Best People
TIME ALLOWED: 90 minutes 

OBJECTIVE(S): 

1.  
Students will learn the importance of creating an image of their farm as a desirable place to work.

2. 
Students will learn to write advertisements that will attract quality employees

3. 
Students will learn techniques for identifying the best candidate for position

4. 
Students will learn proper interview techniques

MAIN TEACHING POINTS:
1. Facilitator will engage the group in discussion to identify the negative and positive aspects of the Wisconsin dairy farm image.  Enlist the aid of an assistant to list these points on an overhead as they are identified.

2. Divide participants into small groups to develop tactics that can be used to create a positive image for an individual dairy farm that will attract high-quality employees.  Bring the ideas back into a short, large-group discussion.

3. Send participants back to their small groups to write an advertisement that plays up the positive aspects of a dairy farm’s image and answers the negative aspects of the industry’s image.  Bring the ideas back into a short, large-group discussion.

4. Give participants the homework assignment to write an ad for a position on their farm to be evaluated by the entire group next week.

5. Move into a short group discussion that brings out participants positive experiences in locating quality employees.

6. Role play a poor interview with another agent or a “willing” participant.  Elements for the participants to identify in the interview are: inappropriate questions, not finding out what the candidate’s real skills are, lack of organization by the interviewer, not checking references, etc.  Ask participants to take notes during the interview on what could be improved.

7. Large group discussion critiquing the role-play interview.

8. Summarize the chapter. 

MAKEUP OF A GOOD INTERVIEW

1.
Get up, welcome, and offer something to drink.

2.
Offer chair around corner of desk.

3.
Full use of references.

4.
Questions designed to learn about the candidate's skills and job experience.

5.
No discriminatory questions asked.

6.
Have candidates resume and refer to it during the interview.

7.
Make the candidate feel as comfortable as possible.

8.
Do not show your reaction to a candidate's answers, especially if it is negative.  You want to encourage the candidate to express his/her true feelings and opinions.

9.
Ask only questions that refer to the position and its requirements.

10.
Listen closely to answers that are given.

11.
Take some notes during the interview.

12.
Schedule the interview in a place and at a time that will avoid interruption.

13.
Ask questions that require more than a yes or no answer.

14.
Do everything possible to make a good impression on the candidate.

15.
Thank candidate for coming in.

MAKEUP OF A BAD INTERVIEW

1.
Ignoring references.

2.
Spend a lot of time in small talk.

3.
Ask questions that may be discriminatory ‑ marital status, religious preference,

etc., or uncomfortable ‑ military experience, etc.

4.
Do not have a resume at the interview to refer to.

5.
Ask a lot of questions that only require yes and no answers.

6.
No effort to make the candidate feel comfortable.

7.
Ask questions that do not relate to the job or its responsibilities.

8.
Constant interruptions during the interview.

9.
Interviewer doesn't listen to answers that are given.

10.
Don't take any notes during the interview.

11.
Have people constantly interrupt.

12.
Have the phone ring.

13.
Eat and drink ‑ don't offer any.
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Facilitator’s Notes
 Human Needs & Compensation
TIME ALLOWED: 75 minutes

OBJECTIVE(S): 

Learn to enhance employee satisfaction and performance

MAIN TEACHING POINTS:
Widely accepted theories of what drives human behavior hold that it is a response to needs that all humans have.  Lower order needs address physiological and emotional issues of survival, security and human interaction.  Higher order needs address issues of intellectual growth and reaching a person’s highest potential.  Needs are hierarchical with lower order needs having to be fulfilled before higher order needs are felt.  Human needs and the extent to which they are fulfilled or not will greatly affect worker satisfaction and motivation or lack of it on the job.

A properly designed compensation package can have a positive impact on worker behavior and performance.  Fulfillment of maintenance needs will stimulate an employee to do what is required, but no more.  Employee loyalty, commitment and stronger performance results when opportunities are provided for employees to fulfill motivational or growth along with maintenance needs.

Effective compensation packages focus on employee’s needs.  Those needs vary with the person’s age and life situation.

Successful employee incentive programs are difficult to set up on farms.  It needs to be geared toward improving the owner’s profit, it needs to be simple, employees needs must be taken into account in the design and it can not be a replacement for an adequate compensation package.

Activity:
Extended Benefits: What, For Whom, and How Much? (Case Study Example)
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Facilitator’s Notes 
Putting Together an Employee Handbook
TIME ALLOWED: 45 minutes 

OBJECTIVE(S): 

1. Purpose and use of an Employee Handbook on the farm.

2. Putting farm policies in writing

MAIN TEACHING POINTS:
1. How to write an employee handbook (10 minutes)

1.   Employer/Employee Input

2.   Simple Language

3.   Positive Words – cite examples

4.   List Reasons for Policy

5.   Legal Consideration

2. In small groups: Have participants check off items they would want in an employee handbook.  Have participants complete “Worksheet for Organizing Your Handbook”, p. 6-8.  (10 minutes)

3. Have each participant in group develop 10-15 sketchy policies.  (10 minutes)

4. Randomly select one individual from each group to report back to the larger group what his/her policies are.  (15 minutes)
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Facilitator’s Notes
 Orientation & Training
TIME ALLOWED: 45 minutes

OBJECTIVES:

1. To realize the importance and role of effective orientation and training.

2.
To provide approaches and methods for effective training.

MAIN TEACHING POINTS:
1. Effective training is more receiver-oriented than subject-oriented.  Training is more effective when the receiver feels a real "need to know."  This need is created by the trainer.  Training is more effective when the receiver is actively involved in designing the training program.

A.  
Use overhead “Training Tips” for brief discussion

B.    Divide group into 4 groups  

1.  Two groups develop a short orientation program  (i.e. share what they do on their farms now and develop an example to share with the group as a whole)

2.  Two groups develop a training program to be used on their farms  (i.e. share how they teach milking prep on their farms, and describe the how, who, when and were it gets done as an example to share with the group)

This exercise will take 20 to 30 minutes.

2. The training methods used in this workshop can be used as illustrations that participants can use in their own training programs (such as short training sessions, use of videos, learner involvement, two-way communications, etc.)

A. 
Use overhead "Training methods used in this workshop" to lead discussion of what they remember.

B. 
Use overhead "How People Learn" to reinforce active participation.

2. Use overhead "Atypical & Typical Learning Patterns" to review what a normal learning curve.

3. Conclusion
Have participants list the strengths and weaknesses of their own training program
EXAMPLE EMPLOYEE HANDBOOK

SMITH DAIRY FARM

Welcome to Smith Farm

The Smith Farm is a family partnership between brothers Joe and Mike Smith.

Our farm has always been one of the leading dairy farms in the region. It is our goal to go into the 2 1 st century as one of the most productive and profitable dairy farms in New York State. Over the next five years we plan to have fairly rapid growth in herd size, averaging a fifteen percent increase per year. As we ‑row we hope to add highly qualified and motivated employees to our team.

Our goals include:

I .
To provide the partners of Smith Farm, and the employees of the farm with an above

average financial return.

2.
To provide a safe and enjoyable working environment for everyone.

3.
Allow adequate time off for both the employees and owners of the farm.

4.
To constantly develop and enhance the skills and management ability of all employees

and owners.

5.
Help to develop the Northeast into a highly competitive and leading dairy region.

Hiring Practices

All people interested in employment will be required to complete an employment application. Selection will be based on qualifications and the desire to learn. Work experience, references and education listed on your employment application will be verified.

When hiring employees, we want to attract individuals that fit well into our operation. With this in mind, all employees are hired on a probationary basis for a one‑month period. This probationary period is a trial run to find out whether the‑working relationship is mutually satisfactory. At the end of one month probationary period, if the relationship is satisfactory the new hire will become a regular employee.

All employees who are hired must supply satisfactory proof of identity and legal authorization to work in the United States.

Employment will continue under the "AT WUL" relationship. This means an employee's employment with the Smith Farm is entered into at his/her own will and they are free to resign at any time. Similarly, Smith Farm may terminate his/her employment at will.

Performance Evaluation/Wages

Wages will be based on skill levels and the value of the employee to the farm, rather than seniority.

Performance reviews will be completed on every employee during the month of November each year.

At the performance review in November, salaries will be reviewed. Based upon performance, either a merit raise, a standard raise, or no raise will be given. All salary increases will take place on January 1 following each year’s performance review.

No raw milk will be supplied to employees for health and safety reasons.

Work Scheduling

The work schedule is based on a six‑day work week. The work schedule for the following month will be posted the last week of the month.

If changes must be made in the schedule, employees are asked to make changes 48 hours ahead of time. The partners will be responsible for any scheduling changes. No swaps will be allowed between employees.

Holidays

On Thanksgiving and Christmas the work is divided among all partners and employees so that everyone gets a good portion of the day off.

Vacation Time

After working six months, employees are entitled to one week of vacation. Employees and partners are not allowed to take vacation time during planting or harvesting time. To take vacation time, employees must give at least two weeks notice.

We at Smith Farm want the employee to get away, have a break, enjoy his/her vacation and to come back refreshed and ready to work. In order to get the full benefit of a vacation, we encourage our employees to take their vacation time in at least 3 day segments.

Because we value experienced employees, we base vacation time on years of experience. For every three years of employment, the employee will receive three additional vacation days. The maximum number of vacation days for any employee will be twelve days. A summary of vacation earned is as follows:

Employment length
Vacation days/year

6‑12 months
6


1 ‑ 3 years
6


3 ‑ 5 years
9


6 years or more
12

Personal Days Paid personal days are an opportunity for employees to take an occasional day off for personal reasons that may be health related, family related, or home related. Whatever the reason these days are provided to regular employees so they can have time off without sacrificing income or vacation time.Personal days are based on the length of employment. Employees are entitled to two personal days per year after they have been employed one year. Paid personal days may be saved up from year to year.

Staff Meeting

Communication is very important at Smith Farm. To keep communication occurring on a continual basis, a staff meeting will be held every Tuesday from 10:00 a.m. to 10:30 a.m. Those employees not scheduled to work at that time are encouraged to attend whenever they choose. At certain times, all employees may be required to attend. Those employees not scheduled to work at that time will be paid for both travel time and meeting time.

The meetings are intended to discuss what is happening on the farm and ideas for improving milk production and profitability.

Use of Facilities/Phone Facilities will be provided for break periods. Employees are responsible for keeping the facilities clean. If facilities are left unclean, the privilege will be taken away.

The phones at the farm are for business use first and foremost. The phone may be used for important personal calls. However, lengthy and habitual personal phone calls will not be tolerated. Please keep in mind that toll calls take away from the profitability of the farm.

The cellular phones on the farm are for use by the partners only.

Work Rules

1.
Cows will be treated in a gentle manner at all times. Upset cows lead to a loss of income.

2.
The use of drugs or alcohol on the farm is prohibited. Reporting to work under the

influence of drugs or alcohol is also prohibited.

3.
We ask that all farm business of Smith Farm will be kept at the farm. In return, the

partners agree to keep the personal business of employees confidential.

4.
Children of employees will not be left on the farm to be supervised by employees.

5.
Employees will treat other employees, family members and visitors to the farm with the

utmost courtesy and respect.

6.
Machinery and equipment must be operated in a safe and proper manner. Training will

be provided in the proper care and operation of machinery and equipment. Reckless

driving of equipment will not be tolerated.

7.
No smoking will be allowed except in designated areas on the farm. Smoking near feed

                       and/or feeding areas will not be tolerated.

8.
Employees will not falsify time card or knowingly punch another employee's time card.

9.
Fighting or provoking a fight with or threatening supervisors or other employees is not
allowed.

10.
Established procedures for handling milk must be followed.

Summary

We at Smith Farm want to have a mutually satisfactory working relationship with all of our ​employees. Communication is a two‑way street, and we hope that employees and owners alike will communicate in ways to keep our farm one of the most profitable and progressive dairy farms in New York State.
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Facilitator’s Notes
Performance Evaluation
TIME ALLOWED: 75 minutes 

OBJECTIVE(S): 

1. To learn what performance expectations are, why they are important and how to write them.

2. To learn why, when and how to do performance evaluations.

MAIN TEACHING POINTS:
1. Briefly discuss what a performance expectation is, which is basically a formal statement of “how you want things done” (see examples).  Stress the S.M.A.R.T. criteria for good performance expectations (5 minutes).

2. Divide participants into groups and instruct them to do the Performance Expectation exercise.  After 10 minutes, have each group report an example of a Performance Expectation (15 minutes).

3. Discuss the importance of performance evaluation, stressing the benefits to employer and employee (5-10 minutes)

4. Go over the 10 step performance evaluation process developed by Wylie and Grothe.

5. Have participants observe and take notes of a role play by facilitator’s demonstrating:

a) model behaviour;

b) a performance evaluation where the 10 step process is executed

(25 minutes)

6. If time permits, have participants plan and conduct a performance evaluation (15 minutes)

EMPLOYEE SELF EVALUATION

Date                    

A.
QUANTITY OF WORK


 1.
Very.Slow ‑ Unskilled. Does not concentrate. Does very little work.


2.
Slow ‑ Slow on new jobs. Lacks skill and knowledge to complete assigned work.


3.
Average ‑ Works at a moderate speed. Needs occasional encouragement and urging. Has an average output.


4.
Fast ‑ Works fast. Skillful, understands best methods for putting out work.


5.
Very Fast ‑ Exceptionally fast and accurate. Does work in the best and quickest way.

Comments:

B.
QUALITY OF WORK

1. Many Errors ‑ Makes too many mistakes in carrying out instructions. Poor quality of work. Requires excessive checking. Receive many complaints.

2. Careless ‑ Inclined to make mistakes. Believes in just getting by. Displays a lack of pride in work.

3. Average ‑ Produces an average quality of work. Only makes an average number of errors.

4. Careful ‑ Seldom makes mistakes. Carries out instructions well. Occasionally receives client compliments.

5. Accurate ‑ Produces a superior quality of work. Can be relied upon. Very few mistakes. Receives many client compliments.

Comments:

C.
SELF MOTIVATION

1.
Refuses ‑ Never volunteers to undertake work. Not ambitious. Has no drive.

2.
Passes the Buck - Always gives excuses. Believes in just getting by. Has very little drive. Puts out very little effort. Dislikes responsibility.

3.
Average ‑ Will accept responsibility when necessary. Does not pass the buck but does not go out of way to make suggestions or assume additional responsibility.

4.
Likes ‑ Cheerfully takes any job offered. Works well when given responsibility. Frequently offers better ways of doing a job. Is inclined to work out problems alone.

5.
Seeks ‑ Goes out of way to accept responsibility. Always planning new methods of doing a job. Is 100% a self‑starter.

Comments:

D.
USE OF WORKING TIME

1.
Wasteful ‑ Spends a good deal of time away from his work area. Kills time at every opportunity. Deliberately slows down work.

2.
Loafs – Clock-watcher. Deliberately paces working speed. Wastes a lot of time.

3.
Average ‑ Appears busy, but only accomplishes an average amount of work. Seldom plans work ahead.

4.
Good ‑ Is on the job most of the time. Does not disturb others. Starts work promptly and puts in a good day's work. Working speed above average.

5.
Very Productive ‑ On the job all of the time. A good example for others. Loses no time in starting to work and works up to the last minute. Superior in work output.

Comments:

E.
ABILITY TO WORK WITH OTHERS
1.
Poor ‑ Arouses resentment and quarrels with others. Seldom gives others credit for ideas. Not liked by co‑workers or clients.

2.
Fair ‑ Causes confusion. Doesn't make friends. Inclined to*be stubborn. Difficult to handle. Sometimes leaves clients with unfriendly impression.

3.
Average ‑ Uses average amount of tact and diplomacy. Gets along with people.

4.
Good ‑ Well though of. Promotes teamwork. Uses tact and diplomacy.

5.
Excellent ‑ Natural leader. Highly cooperative, cheerful ‑‑ can say no without causing hard feelings. Commands respect from others. Instills confidence.

Comments:

F.
ABILITY TO ADAPT

1.
Dull ‑ Never seems to understand anything the supervisor says. Cannot adjust from one job to another.

2.
Slow ‑ Takes considerable time to learn new ways to do things. Constantly requires instruction. Has difficult in understanding going from one assignment to another.

3.
Average ‑ Reasoning ability and judgment about average. Is neither slow not fast to learn. Can handle new assignments with average amount of instruction.

4.
Quick ‑ Catches on fast. Doesn't require too much instruction. Can size up a situation quickly. Has good reasoning ability. Handles new assignments with a minimum of instruction.

5.
Outstanding ‑ Grasps and applies new ideas immediately. Seldom has to be shown ho to do anything. An excellent memory. Can handle various assignments without any difficulty.

Comments:

.

G.
ATTENDANCE AND PUNCTUALITY

1
Very Bad - Occasionally absent. Frequently late. (Or vice​-versa.)

2
Average - Seldom absent or late unless for excellent reasons.

3
Excellent ‑ Always at work and on time. Near perfect or perfect attendance.

Comments:

H. 
MOST OUTSTANDING IN:

I.
IMPROVEMENT NEEDED IN:

J. 
PLANS FOR IMPROVEMENTS:

K.
SCORE:                  (Total Possible Score: 


7‑13 
Unsatisfactory

14‑20
Below or At Successful Level

21‑27
At or Above Successful Level

28‑33
Far Exceeds Successful Level
EMPLOYEE PERFORMANCE APPRAISAL ROLE PLAY

Good Employee ‑ Nolan

Employer ‑ Dennis
D‑

Nolan, could I see you for a moment? I'd like to set up a meeting with you to do a regular


performance appraisal. It's part of my job to do this with all my employees.

N:

Oh. Am I. ah ... doing something wrong?

D: 
Nolan, there is no cause for alarm, This is a regular performance review. Everybody gets one. 

The purpose is to provide feedback in a constructive way,

N, 
Okay, I guess.

D:

I’m going to prepare for the meeting by reviewing your job description, your record here,


and analyzing your performance. I'm just as interested in the things you are doing well as I am in


those things you can improve upon, Our meeting will be most productive if you prepare in similar


way. Could we meet a week from Thursday at, say, 10 a.m. in my office?

N: 

Yeah, that's fine.

D :

Also, I want to know if I can do more to help you do your job.  I want feedback from you.


It'll be a good meeting ‑ I look forward to it. See you later.

LATER...

D:
Hi, Nolan, come on in. Have a seat. You want some coffee?

N: 

Yes, thanks.

D:

When does fishing season open?

N:

A couple months yet, but with this warm winter it seeins like fishing should right around


the corner,

D:

Does your little girl like to fish?

N:

I'll be taking her out this year for the first time. She talks about it a lot, so I think she's


gonna like it.

D :
Well, that should be fun, Nolan, the purpose of our meeting is your performance review. I'm trying to hold these at least three times a year for newer employees. This is an important part of my job. Have you ever had one of these before?

N:

Not really.

D:

Here is how it works: I would really like to learn how you think things are going in your job, and


if you are having any problems ‑ I also would like to get any suggestions you might have about

how I can make your job more satisfying and less frustrating. I want to learn how you rate your own performance; things you do well and things you would like to improve. And I will give you my ideas on the subject. Then I'd like us to agree on Some goals for improving your performance. Finally, I'd like us to identify some things that both you and I can do to help you achieve those goals. Do you have any questions?

N:
What's the big deal? Why don't you just tell me what I'm doing wrong and quit beating

around
the bush?

D:
It sounds like you are expecting a chewing out.

N 
Well, why else would we be meeting like this? So you can tell me what a great guy I am?

D: 
What would be wrong with that?

N:
Oh, come on! It won't help to butter me up. I can see through that.

D:
 Look, Nolan, it sounds like you are not sold on the purpose and benefits of performance evaluation, I'm pretty sure you want to know how you are doing, and I want feedback from you. Before you pass judgment on it, why don’t you try it?

N: 
Oh, all right,

D:
Great! You've been here about four months now. Why don't you start by telling me how

things are going in general.

N: 
Fine,

D: 
What do you think of the now milking procedure?

N;
At first it was hard to keep straight and I kept reverting back to the old one, kind of.  But

now it seems to work fine.

D: 
How are you getting along with the computer?

N: 
I don't think it likes me.

D: 
 What do you mean?

N:
I keep getting an error message when I enter the treated cows, and I can't get rid of it, so I

start all
over again. Drives me nuts!

D:
I Wow what you mean. You have to enter those numbers in a certain way. I'll show you after tonight's milking. Anything else you don't like about the job?

N:
No, it's fine. Actually, I like it for the most part.

D:
Oh, really'? I was getting worried.  What do you like about it?
N:
I really like the cows‑ I think the meetings are good. You've got some really good workersout here.

D: 
Anything else?

N: 
No, that's about it,

D:
Okay. You've given me a good idea of how things are going for you. Now I'd like to hear


how you think you are doing in your job, Tell me some things you are doing well, and give some


examples of each thing you mention.

N:
Well, I think I'm doing pretty well milking the cows. I had to learn. and un‑learn, the first


procedure you showed me, and then learn the second one, and I think I have that down solid.

D:
Good. Anything else?

N:
I'm real particular about cleanliness in the parlor. When I clean up after my shift, that


place just shines. Don't you think so?

D:
Yes, I agree with you, but before I give you my thoughts, let's finish talking about yours.


Any other strengths?

N:        I'm real proud of my work but that's all I can think of right now.

D: 
Okay, What about things to improve?

N:
Well, we already mentioned the computer, The other thing is, to be honest with you, I'm


really not sure if I am catching all the mastitis cases I should. I'm not clear on what to look for,


and if I'm not sure, and I can't ask somebody, I probably just go ahead and milk them.

D:
The key thing with mastitis is to identify the animal for evaluation and possible treatment.


If you are not sure, go ahead and milk her, but flag the cow for the herdsman to check. Milk 
quality is extremely important on this farm, so you must identify suspicious cows. Anything else?

N: 
I guess not.

D:
Okay. First, I agree that you are doing a good job milking the cows, following the


procedure, and operating the equipment in the parlor, That's very important. And I already told
you I agree that you do an excellent job cleaning the parlor, I wish all the milkers did as well.
Also, you are on time every day, and you have gotten along well with your co‑workers. Please continue to do these things‑

N: 
All right, I will try‑

D: 
As far as improvements, you mentioned the computer problem and the mastitis problem. I was not aware of the computer problem, but I think that will be pretty easy to fix with a little more, training. Do you agree?

N: 
Yup.

D:
Good. I am aware of the mastitis problem, and I wanted to discuss it with you. The


herdsman noticed he was getting fewer identified cows from you, while the other milkers have


been increasing the numbers they were identifying, I am glad you mentioned it because that tells


me you are concerned about the issue and you are receptive to learning how to prevent this problem


in the future.

N:      Yeah, because I don't want to be the bad guy here.

D:
I know you, don't, so I think we can fix that. There is one other thing I want to mention,


and that is milking rate. With our set‑up, we expect to milk about 70 cows per hour, and I had


hoped that after four months, you would have worked your way up to that.

N:
Where am I at now?

D:
About sixty. You are spending about an hour longer milking than the other two shifts, I


really think it is time we saw some progress on speed. What do you think?

N: 
Well I know I was slower than the others, and I'm tying to move along, but I got that procedure down solid, and I don't want to get hasty and sloppy.

D:
I know, and your priority is correct, first, milk properly, and second, milk fast. But the


other milkers are doing both, and I think you are just as capable as they are

N: 
Like I said, I’m trying!

D:
Okay. Let's see if we can agree on a plan to improve. I will write down what you are


going to do and what I am going to do. What do you want to work on?

N : 
Well, we got the computer and the mastitis cows for sure.

D: 
Right, and I would like you to improve your milking speed as well, First, you are going to loam the proper procedure for entering the treated cows in the computer, and I am going to show it to you, right?

N:
Okay.

D: 
How will we know when the problem is solved?

N: 
I guess when I don't mess it up any more.

D ‑, 
And how will we know when that is?

N: 
How about if I keep a record of each time I enter the treated cows and whether or not I did it right.
D:
Fine, After you have gone one week without a mistake, we will consider the problem


Solved.  Starting today, I'll check on you daily.  How does that sound?

N: 
That sounds good.


(They work out similar plans for the other problem)

D:
Okay, Nolan, we are pretty much finished. Tell me what you think about your first


performance review.

N:
Actually, I'm kind of surprised ‑ it's not what I expected. It wasn't too bad. I can see


where it might help.

D:
I'm glad to hear that. I think you did well, You have a pretty good handle on your own


performance, and I appreciate your desire to improve. I think it was a good meeting. I would like


to schedule a follow‑up meeting with you in one month to review progress on the three things we


will be working on. Any questions, Nolan?

N.‑ 
Nope.

D:
Okay, Thanks for meeting with me. I'm confident we will make progress. See you later.

What Employees Want From Their Jobs

Employee

Employer
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AgVentures

Human Resource Management

Facilitator’s Notes
Conflict Resolution
TIME ALLOWED: 45 minutes 

OBJECTIVE(S): 

1. Learn how to communicate about conflict with employees.

2. Distinguish between two potential sources of conflict: unsatisfactory work performance and violation of business rules and policies.

3. Learn when and how to use corrective action and progressive discipline.

MAIN TEACHING POINTS:
1. Conflict with employees usually arises as a result of two causes: a) unsatisfactory job performance and b) violation of business rules and policies. (Overhead)

2. Conflict needs to be resolved first by communicating with employee (see pages on conflict resolution)

Handout: Conflict-Management Style Survey.   Have students complete survey, handout scoring sheet and discuss (15-20 minutes)

Handout: “Bored & Harassed Dairy Employee”.  Have students read through the two conflict situations.  Discuss.

3. Have participant’s reflect on issues of conflict on their own farm and share with group.  Pose a question to the group about whether or not anyone has had a conflict that turned out well and that they would like to share.  

4. Performance problems may not be the employee’s “fault” and should be addressed using corrective action.  Stress that conflict is not bad.

5. Violations should be addressed using “progressive discipline” (Overhead)

Suggested Revisions  - Comments?
Title : Conflict Resolution [and Termination]

Add:

Review Steps of Termination

Perform an Exit Interview

Documentation of Performance

Complete Government Reporting? (Hours worked/wages paid)



 Reproduced from

The 1982 Annual for Facilitators,

Trainers, and Consultants

J. William Pfeiffer and Leonard D. Goodstein, Editors

San Diego, California: University Associates, 1982

University Associates

CONFLICT‑MANAGEMENT STYLE SURVEY

Marc Robert

Name                                                                                                             

Date                                                 

Instructions: Choose a single frame of reference for answering all fifteen items (e.g., world‑related conflicts, family conflicts, or social conflicts) and keep that frame of reference in mind when answering the items.

Allocate 10 points among the four alternative answers given for each of the fifteen items below.

Example: When the people I supervise become involved in a personal conflicts,


I usually:

Intervene to
Call a meeting
Offer to help
Ignore the


settle the dispute.
to talk over
if I can.
problem.



the problem.


3
6
1

0

Be certain that your answers add up to 10.

1.
When someone I care about is actively hostile toward me, i.e., yelling, threatening, abusive, etc., I tend to:

Respond in a 
Try to persuade
Stay and listen 
Walk away

hostile manner.
the person to give
as long as



up his/her actively
possible.



hostile behavior

2.
When someone who is relatively unimportant to me is actively hostile toward me, i.e. yelling, threatening, abusive, etc., I tend to:

Respond in a
Try to persuade
Stay and listen 
Walk away


hostile manner.
the person to give
as long as



up his/her actively
possible.



hostile behavior


3.
When I observe people in conflicts in which anger, threats, hostility, and strong opinions are present, I tend to:

Become involved
Attempt to
Observe to see
Leave as quickly

and take a
mediate.
what happens.
as possible.

position.

4.
When I perceive another person as meeting his/her needs at my expense, I am apt to:

Work to do
Rely on persuasion
Work hard at

Accept the situation

anything I
and "facts" when
changing how

as it is.

can to
attempting to have
I relate to

change that
that person change.
that person.

person.

5. When involved in an interpersonal dispute, my general pattern is to:

Draw the other
Examine the
Look hard for
Let time take its

person into
issues between
a workable
course and let

seeing the
us as logically
compromise.
the problem work

problem as I
as possible.

itself out.


do.

 

6. The quality that I value most when dealing with conflict is:


Emotional
Intelligence.
Love and
Patience.


strength and

openness.


security.

7. 
Following a serious altercation with someone I care for deeply, I:

Strongly desire
Want to go back
Worry about it
Let it lie and

to go back and
and work it out
a lot but not
not plan to

settle things my
whatever give‑
plan to initiate
initiate

way.
and‑take is
further contact.
further contact.


necessary.

8. When I see a serious conflict developing between two people I care about, I tend to:

Express my
Attempt to
Watch to see

Leave the scene.

disappointment
persuade them
what develops.

that this had
to resolve

to happen.
their


differences.

9.
When I see a serious conflict developing between two people who are relatively unimportant to me, I tend to:

Express my
Attempt to
Watch to see
Leave the scene.

disappointment
persuade them
what develops.

that this had
to resolve

to happen.
their


differences.


10. The feedback that I receive from most people about how I behave when faced with conflict and opposition indicates that 1:

Try hard to
Try to work
Am easygoing and

Usually avoid

get my way.
out differences
take a soft or

the conflict.


cooperatively.
conciliatory



position.

 
11. When communicating with someone with whom I am having a serious conflict, I:

Try to overpower
Talk a little
Am an active
Am a passive

the other person
bit more than
listener
listener

with my speech.
I listen.
(feeding back
(agreeing and



words and
apologizing).



feelings).


12. When involved in an unpleasant conflict, I:

Use humor with
Make an occasional
Relate humor only
Suppress all

the other party.
quip or joke about
to myself.
attempts at


the situation or

humor.


the relationship.

 
13.
When someone does something that irritates me (e.g., smokes in a nonsmoking area or crowds in line in front of me), my tendency in communicating with the offending person is to:

Insist that
Look the person
Maintain
Avoid looking

the person
directly in the
intermittent eye
directly

look me in
eye and maintain
contact.
at the person.

the eye.
eye contact.

14.

Stand close
Use my hands
Stand close to
Stand back and

and make
and body to
the person without
keep my hands

physical
illustrate my
touching him
to myself.

contact.
points.
or her.


15.

Use strong,
Try to persuade
Talk gently and
Say and do

direct language
the person
tell the person
nothing.

and tell the
to stop.

what my

person to stop.


feelings are.

 
Reproduced from

The 1982 Annual for Facilitators,

Trainers, and Consultants

J. William Pfeiffer and Leonard D. Goodstein, Editors

San Diego, California: University Associates, 1982

CONFLICT‑MANAGEMENT STYLE SURVEY SCORING AND INTERPRETATION SHEET

Instructions: When you have completed all fifteen items, add your scores vertically, resulting in four column totals. Put these on the blanks below.

Totals:                                                                                                             

Column 1
Column 2
Column 3 
Column 4


Using your total scores in each column, fill in the bar graph below.

1
2
3
4


150


125



100

Total Points


75


50


25


0

Column 1. 

Competing/Aggressive/Confrontational. High scores indicate a tendency toward "taking the bull by the horns" and a strong need to control situations and/or people. Those who use this style are often directive and judgmental. (win ‑ lose)

Column 2. 

Collaborating/Assertive/Persuasive. High scores indicated a tendency to stand up for oneself without being pushy, a pro‑active approach to conflict, and a willingness to collaborate. People who use this style depend heavily on their verbal skills. (Win ‑Win)

Column 3. 

Accommodating/Observant/introspective. High scores indicate a tendency to observe others and examine oneself analytically in response to conflict situations as well as a need to adopt counseling and listening modes of behavior. Those who use this type are likely to be cooperative, even conciliatory. (lose ‑win)

Column 4. 

Avoiding/Reactive. High scores indicate a tendency toward passivity or withdrawal in conflicts situations and a need to avoid confrontation. Those who use this style are usually accepting and patient, often suppressing their strong feelings.(lose –lose)

Now total your scores for Columns 1 and 2 and Columns 3 and 4.

                                           Score

    Score

Column 1 + Column 2=                      
A              Column 3 + Column 4=                     B

If Score A is significantly higher than Score B (25 points or more), it may indicate a tendency toward aggressive/assertive conflict management. A significantly higher B score signals a more conciliatory approach.

Adapted form The 1982 Annual for Facilitators, Trainers, and Consultants

CONFLICT‑MANAGEMENT STYLES

Adapted by Guy K Hutt from Mar‑tin B. Ross 1982 Annual for Facilitators, Trainers, and Consultants

The ability to cope successfully with conflict is among the most important social skills one can acquire. As people mature they usually develop behaviors for coping with conflict; there is even some evidence that they develop certain preferred styles (Thomas & Kilmann, 1974). Almost invariably, conflict‑management skills are acquired without formal education or guidance. Usually behaviors are modeled after the behavior of others. If one is fortunate enough to have good models, and if one is lucky enough to be in situations in which the modeled style is effective, one is usually successful. If not, one may learn an effective style too late. The best way to minimize failure is to learn what styles are available, in what situations they are most effectively employed, and how to use them.

The model of conflict patterns developed for this paper, based on the earlier work of Thomas (1976), provides an excellent framework for learning various conflict‑management behaviors, their situation‑specific assets and liabilities, and the consequences of using a particular style too little or too much. As shown in the model, two basic variables are plotted against one another (1) assertiveness, the extent to which the individual attempts to satisfy his or her own concerns, and (2) cooperativeness, the extent to which the individual attempts to satisfy the other person's concerns. These two dimensions define five distinct styles for coping with conflict: competition, collaboration, avoidance, accommodation and compromise.

One final look at the model will help to associate the different conflict patterns with the win‑lose Power perspective on outcomes of conflict.


"Bored Dairy Employee"

Gregory Encina Billikopf, University of California

A dairy producer explained that one of her workers needed to be disciplined for “misuses of tools.” The employee, it appears, must have been very bored one day because he took the ear tagging tool and tagged the family dog. Not content with tagging one of the pet's ears, he did both of them. The dairy producer's wife fired the worker. Moments later, the herd manager told the husband that the employee had to stay until the end of the day because he was desperately needed. When one of the producer's sons found out what had happened, he reversed his mother's decision entirely, and unfired the worker. Several weeks after this situation took place, the culpable worker was still on the payroll. What went wrong?

Harassed Dairy Employee

Situation:

1.
A female milker employee at a 600‑cow dairy, called the Extension Office for advice. She reported having problems with another employee regarding general harassment. The harassing employee made fun of her weight problem and made generally derogatory female comments. The harassing employee had general disrespect for all milkers and blamed them for skid steer damage to gates that he had caused.

The owner values the harassing employee because of his work ethic, willingness to put in long hours and work until the job is done. The harassing employee works in the field in the summer, spring and fall and works in the dairy scraping, hauling manure and getting‑and returning groups of cows for the milkers in the wintertime.

The harassed employee wants to know if she should ask for more money in order to put up with this irritating individual or quit. She is a valued employee, too, who likes milking cows.

2.
This was reported to the owner. Several employees have quit the dairy because of the harassing employee.

3.
How would you deal with this problem?

Exercise

Conflict Resolution

Reflect on a conflict that you have dealt with, hot it turned out, and what you learned from it. Are you willing to share this experience with the class?


AgVentures

Human Resource Management

Facilitator’s Notes
Putting it all Together 
TIME ALLOWED: 60 minutes 

OBJECTIVE(S): 

Bring program to closure and initiate the process of adopting the practices

MAIN TEACHING POINTS:
1. Using overhead quickly review goals presented with each unit in the workshop.  (5 minutes)

2. Use the remaining time to have each farm unit spend time to reflect on which three goals are most pressing.

3. Have these listed on appropriate form.  Share with larger group if appropriate.

KEY: Keep this section flexible.  Go with group participation and discussion.
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