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At the Christchurch Show in 1963
Lincoln College produced an exhibit
titled “Bossmanship.” Evidently this
exhibit created considerable interest
amongst those who saw it and there
has been a demand by farmens for
the publication of this information.

There are three ways in which it
is possible to increase the output of
labour. Firstly there are mechanisa-
tion and layout which have made
such an outstanding contribution to
New Zealand farming since the war.
Secondly there are method improve-
ments. For instance, the output of
dairy farm workers has improved
immeasurably since hand stripping
was dropped from the milking
regime, and Mr Bowen has intro-
duced his method of shearing to the
world. Thirdly comes bossmanship,
the human relations side of output
from labour and the subject of this
bulletin. It is wellknown that some
bosses can get high output from
their workers where under the same
conditions others fail. In the exhibit
at the Christchurch Show we dis-
cussed Bossmanship under the
headings of Selection, Training and
Motivation of Farm Labour.
SELECTION:

Selection depends on two factors;
the number of workers you can
select from and how accurately you
can predict their performance.

Having a good reputation in-
creases the number of people who
will apply for your job. There are
farmers who have a waiting list of
men who want to work on their
farms. Some forget that the shont
run benefits of firing a man to re-
place him with someone better can
have a long run damaging effect on
reputation if the act of firing gives
him a reputation of being unfair.
This will reduce his chances of
employing a good man in the
future.

To draw a wide range of appli-
cants one needs to offer good con-
ditions. This not only means offer-
ing wages comparable with alterna-
tive employment but also means pro-
viding a decent house. Some of the
empty farm workers’ houses which
are used as evidence of ithe farm
labour shortages are not fit to live
in by modern standards.

Further, advertise widely. A well
laid out two-column advertisement
is more likely to attract attention
and create the impression that your
job is worthwhile than a few lines
crammed together in a one-column
advertisement. Most people agree
that, if possible, the advertiser
should give his name rather than
quote a box number. ‘A name of
good repute will attract more appli-
cants.

Finally, forward thinking helps in-
crease the list of applicants. The
chances of finding a firstclass shep-
herd in the middle of lambing is
remote. On the other hand there
are usually more men to select from
in the autumn. Forward thinking is
impossible when an employer is left
in the lurch. Often it is better to
run the farm without a man until
one can find the right man rather
than employ an inadequate. For-
ward thinking also helps to get good
casual labour. If you leave the prob-
lem of a shed hand until the shear-
ers arrive, then most likely you will
be doing all the work yourself.

Predicting future performance of
an applicant is a difficult job. Judg-
ing character is a notoriously uncer-
tain procedure. Even references
should be interpreted cautiously.
Often a past employer will write a
reference stressing the good charact-
eristics of an employee but will
leave unsaid anything about his less
favourable attributes. Most people
use references and letters of appli-




cation to compile a short list. To
assess an applicant one should visit
the previous employer and also the
potential employee himself, meet his
wife and invite him to wisit your
farm bringing his wife with him so
that they both can look at the con-
ditions under which they will be
working. During 'these interviews
one should look for diagnostic
points 'which might give you some
idea of his performance. One farmer,
who takes great care of his machin-
ery and equipment, told me that he
always looks at how a potential
employee keeps his own gardening
tools. He uses this diagnostic point
to predict how careful the applicant
will be with farm equipment.

It is a good idea to finalise the
arrangements with a new employee
by writing out the conditions of
employment with a copy for both
worker and boss. This should set
down the wages, the perks, holidays
and time off and duties so that there
can be no possible misunderstand-
ing afterwards.

TRAINING:

If one is fortunate in employing a
skilled farm worker, then very little
training will be necessary. However
these days skilled farm workers are
fhard to find and it is up to the
farmer himself to initiate his
employee in the most efficient
meithods of farm work. 'So often a
boss can become infuriated with the
inefficiency of a young farm worker
believing it to be due to his lazi-
ness or dullness when in fact it is
because of lack of training. There
are three important steps in train-
ing a man in a ‘particular skill. They
are (1) tell him, (2) show him, (3)
check his performance. Obviously
with some jobs these three steps may
not always be necessary, but for
more complicated jobs thely are.

‘When explaining how to do a job
remember to arouse interest and
keenness to learn. “This is a trick
that’ll save your back,” or “I'll show
you how Mr Bowen does it,” are
examples of opening gambits. Most
people do not change their habits.
unless they feel that there is a re-
ward at the end for them. Equally
as important is to explain “why” by
giving him the reason for the
method. A townsman who was new
to dairy farming once told me why
he objected to his boss. “When we
were shifting the electric fence he
just used to shout at me until I
moved the reel to the place he wan-

ted it to be. When the shguti
ped I knew I had disc >
right place!” g

In step two you show him how to
do the job. Remember that you have
done the job hundreds of times your-
self and have developed automatic
habits. A new chum cannot follow
these swifit movements, so you have
to do them in slow motion so that
he can follow. Complicated jobs need
to be broken up into simple steps.
When demonstrating how to kill a
sheep train him to do each part of
the job properly before giving him
the task of doing the complete job.
Step three, checking performance,
is also vital. Let your trainee do the
job under supervision and point out
the mistakes that he makes in a plea-
sant way. Always remember that a
little encouragement speeds the
learning process.

Finally it is important to remem-
ber that there is a limit to the
amount of fresh information a man
can take in in one session., So often
an employer swamps his new
employee with information on the
first day and from then on explains
but little. He incorrectly assumes
the man must be dumb because
everything did not sink in. Teach-
ing is a continuous business.

‘MOTIVATION:

Motivation ensures that an em-
ployee is rewarded for his efforts.
The word incentive is, perhaps, a
better word and more commonly
understood than motivation which
is a psychological term. Incentives
are of two kinds: material and non-
material, and a good boss should pro-
vide both of them if he can. Good
leadership provides mon-material re-
wards for hard work, incentive
schemes provide material rewards.

NON-MATERIAL INCENTIVES:

The effect of non-material rewards
can be very clearly seen in the field
of sport. While different coaches may
recommend different methods of run-
ning or playing golf or differ-
ent methods of training, it seems
that the most important factor is the
personality of the coach himself. The
successful coach is able to extract
the last ounce of effort from his
players by good leadership. The same
same is true of farmers.

Most people like to be thoughit
well of by others and therefore praise
for a job well done is a powerful
incentive for hard work. Of course
this praise hass to be sincere. If a



worker: senses insincerity, praise is
is worse than useless. Genuine praise
much more effective than blame. The
carrot is more effective than the
stick. Quite a large number of experi-
ments have been done by social psy-
chologists on the effect of these two
kinds of leadership. A work task is
presented to two groups. One group
is led by an autocratic boss who
spends his time criticising and blam-
ing while the other group is led by
a democratic leader who uses praise
as an incentive. When comparing
the work output of the two groups
social psychologists always find
democratic leadership using praise as
an incentive produces more output.

Of course there are times when
criticism and the pointing out of mis
takes is necessary. There is one use-
ful maxim which softens the blow:
“Criticise the job rather than the
man.” Rather than saying, “You've
made a damned awful job of plough-
ing this paddock,” it is better to say,
“This paddock has been ploughed in-
correctly. Let’s see what we can do
to fix up the plough.”

A man likes to know where he
stands with the boss. If he thinks
that he is being criticised behind
his back, his reaction will be worse
than if he is criticised to his face.
A good Tule then is never go hehind
a man’s back.

Participation in the decisions of the
farm acts as a powerful incentive to
increase output. The realisation of
this fact has been the main contri-
bution made by social psychologists
in the field of human relations. In-
sight came to Professor Mayo, an
Australian, who headed the Depart-
ment of Industrial Research at the
Harvard Graduate School of Busi-
ness. Ag a psychologist he was main-
ly interested in the effect of the phy-
sical environment and work-
ers’ comfort on output. In a series of
experiments at the Hawthorne works
of the General Electric Company in
1924 he studied the output of a
workroom in which girls were as-
sembling telephone relays. The girls
normally worked a 48 hour week. He
first put them on piece work for
eight weeks. Output went up. Then
he introduced two tea breaks and
output went up further. The work-
ing day was reduced by first half
an hour and then an hour and work
output continued to increase. Fin-
ally all the improvements were taken
away. Output broke all records! Later
research showed that the attitude of

the workers had changed because in-
terest had been taken in them by the
investigators who had sought their
opinions during the experiment. The
improvement in attitude rather than
the change in the pattern of work
had been responsible for the increase
in output.

Farmers .can make great use of
the idea of participation as an incen-
tive. Instead of issuing instructions,
the good boss draws his employee
into the decisions which are of mutu-
al concern, The planning of the prior-
ities of work for the week can he a
joint effort. A boss using the parti-
cipation method might say, ‘“Next
week, we could repair the boundary
fence, go through the ewes for foot-
rot, or clean up the machinery for
the winter. Which do you think is the
most important pressing job for us
to do?

However, the degree to which a
farmer can use the participation
technique depends on several fac-
tors. Obviously an experienced
man can help in making decisions
which would be beyond the ability
of an inexperienced youth. Further
some men object to taking respon-
sibility and just like being told
what to do. For them the participa-
tion approach is of no value. Fin-
ally confidential decisions cannot be
discussed with every employee.

‘Most people enjoy work. Because
people get satisfaction from doing a
day’s work, an efficient farm with
good gear and good planning pro-
vides a powerful stimulus for extra
effort. Farm workers object to be-
ing “mucked up” by linefficient org-
anisation. Nothing is more frustrat-
ing than being told to start a job
and then being told to start another.
Gear which continuously” breaks
down or which is out of date Gs
likely to annoy workers and lead to
lower output.

Young men on farms often desire
to gain experience. Thus giving
opportunities to learm mew skills
provides an ‘incentive. So often one
sees the unskilled work being given
to the unskilled man while the boss
does the skilled and interesting
work. Week upon week of hoeing
fodder while the boss tinkers in
the workshop does not encourage a
man to exert himself.

Finally it is impontant to work as
a team. Most people want to show
that they are as good as the next
man and if the boss works hard
their own self respect makes them



keep up with him. One cannot
expect a great deal of effont from
a worker if you leave him instruc-
tions to do all the dirty jobs while
you spend your time at Addington.
Older farmers who are no longer
capable of putting in a hard day’s
work need considerable skill in
leadership. A farmer with a full
public life who is able to encour-
age others without working along-
side is indeed a master of ‘the art
of bossmanship.

MATERIAL INCENTIVES:

Extra pay for extra work is an
incentive for hard work. This is eas-
ier said than done. In fact efficient
incentive schemes are extremely dif-
ficult to design. Mr J. N. Hodgson,
Senior Lecturer in Farm Manage-
ment, Massey University, has formu-
lated principles for ‘incentive
schemes set out in an excellent
paper to the Massey Dairy Farmers’
Conference in 1963. He maintains
that a good incentive payment
scheme should mot seriously con-
flict with any of the following:

(1) Output on which a bonus is
paid must be largely under the con-
trol of the worker. It is mot much
use having a scheme based on out-

when output is largely con-
trolled by seasonal conditions and
other factors which bear no rela-
tion to the workers’ effort.

(2) Payment for output should be
made at the time when the work is
finished. Any reward is more effec-
tive when it is close to the work
which earned fit.

(3) Incentives should not encour-
age uneconomic practices. This is a
big difficulty with incentive
schemes. As one example, the qual-
ity of the product often falls as
a result of a bonus scheme.

(4) Incentives should not shift a
portion of the financial risk on to
the employee. It is the boss’s job,
who owns the business, to take the
risks and he is rewarded by the
profits he makes on the farm.

(5) A scheme must be clearly
defined and easily understood. Com-
plicated incentive schemes may con-
fuse the worker. If he does not
understand them they will not be
effective as an incentive.

Tet vs now look at some pos-
gible schemes and see if they con-
flict with these five principles. A
percentage of net profit conflicts
with princinle number (1). A fall in
prices coupled with an wunfavour-
able season lowers profits and so

reduces the bonus of a worker who
has given his best. Further the
farmer may decide to re-invest a
considerable portion of the avail-
able gross income back in the farm,
thus reducing the apparent net in-
come and also reducing the bonus
he has agreed to pay. Percentage of
net income also conflicts with prin-
ciple number (4). It does not form
a good basis for a bonus scheme.

In some circumstances a percen-
tage of the gross profit is satisfac-
tory particularly for dairying
where prices are established and the
climate does not affect the out-
put from year ¢o year ito any
great extent. To make such a scheme
more efficient it may be wise to
pay a bonus over and above some
given level of gross returns, that is,
a portion of the gross income over
£3000 might be paid.

Effective bonuses can also be
paid on farm output such as on
lambing percentage. A bonus can
also be paid on milk production in
crucial months on town milk farms.

Finally there may be opportuni-
ties for paying bonuses on piece
work. For instance if there is fenc-
ing to be done a farm worker can
be taken off a weekly wage basis
for payment and paid on a piece
work basis while the fencing job is
being done. Piece work seldom con-
flicts with /the principles given
above except principle mumber (3).
(encouraging uneconomic practice).

Informal bonus schemes are
much simpler. A young man can be
started at a relatively low level and
the boss can give rises as his per-
formance improves. This can be
made more effective by timing a
rise so it follows a period of hard
work, such as harvest. For married
men, appreciation for extra effort
can be made by a cash bonus, extra
perks, or improvements to the farm
cottage. Sometimes it is possible to
provide a time bonus by saying,
“When we’'ve cut out these ewes
we’ll all knock off for the week-end.”
This can be particularly effective.

CONCLUSION:

If you believe that workers are a
lazy and shiftless lot, that a good
dose of unemployment would put
them in their place, if you find that
you can never keep a man long and
that casual labour is impossible to
get while others manage all right,
then you probably fail as a boss.
To fail as a boss fis to fail as a
human being.

Copies of this Bulletin may be obtained from the Secretary, Canterbury
Chamber of Commerce, P.0. Box 187, Christchurch,




