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At the ChI'listchurch 1Slhaw Jn ·1963 
Lincoln College produced an exhibit 
titled "Bossmanship." Evidently this 
exhilbit created considerable 1nterest 
amongst those who saw it and tJhere 
has been a demand by funrnem for 
1Jhe publication of this information. 

There are three ways in whiich ilt 
is possible to ·increase tJhe output of 
labour. Firstly there are mechiani!sa· 
tion and laYout which have made 
suah an oUJtstanding contri!bution tio 
New Zealand f1arming since it.he war. 
Secondly nhere are metlhod :iJmprove­
ments. For instance, the output of 
dai:iry faI"IIl workers ihas .i!ffiproved 
~mrrneasurably since hand stripping 
was dropped from tJhe milking 
regime, and Mr 'Bowen has intro­
duced his method of shearing to the 
world. Thirdly comes ·bossmanshiip, 
the human relations side of output 
from labour and tJhe subjecit. of this 
bulletin. It ii.s wellknown tJhat some 
bosses can get h.igh output from 
their workers where under tJhe same 
oonditions others fail. In the exhibiit 
at it.he 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 haw accuraitely you 
can predict .their performalilce. 

Rav.Ing a good reputation in­
creases 1Jhe number of people who 
will apply for your job. 'I1here are 
farmers who have a waiting list of 
men who want tio work on their 
furms. Some forget that the shoI'lt 
run benefits of firing a man 1to re­
place him wilth someone better can 
have a long run damaging effect on 
reputation if tJhe act of firing gives 
lhim a reputation of being unfair. 
This will reduce his chances of 
employing a good man in tJhe 
future. 

To draw a wide range of appli­
cants 'One needs tio offer good con­
ditions. This not only means offer­
:i.ng wa1ges comparable with alterna­
t1ve emp~oyiment but also 1means pro­
viding a decent •hoU1Se. 1Some od' the 
empty farm workers' houses which 
are used as evidence of 1the farm 
labour shortJages are not fit tio llive 
in by modern standards. 

Further, adverbise wiidely. A well 
laid out two-col'Umn advertisement 
is rmore likely to atJtract attention 
and create the tmpression tJhait your 
job is wortJhwhile ihllan a few liines 
cra1mmed together 1in a one-colurrnn 
advertiisement. Most 1people agree 
1tJhat, if possible, 1Jhe adver.tiser 
should ogtive his naime raitJher than 
quote a box number. ·A naime of 
giood repute 'Wlill atJtraGt more a:pp1'i­
cants. 

Finally, forward thinking helps in­
crease the Mst of iaipplicants. The 
ch1ances of finding a firstclaes shep­
herd 'in the middle of lambing is 
remote. On 1the otJher hand illhere 
are usually more men to select. from 
in tJhe autumn. ·F'Orward thinking is 
1impossible when an employer is left 
'in the lurch. Often it is better to 
run 1the farm wilthout a man unrtil 
one can find the ritght man rather 
than employ an inadequate. For­
ward think:ing also helps ·tJo 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. 

Preddcting fuiture performance of 
an applicant is a difficult job. Judg­
ing chariacter is a notJoniously uncer­
tain procedure. Even references 
should be interpreted cautiously. 
Often a paist employer will write a 
reference stressing the good charact­
eristics of an employee lbuit wilil 
leave unsaid anything about Ms less 
favourable a ttribuitJes. Most people 
use references and letters Of app!Ji-



cation to oompile a short list. To 
assess an app1icant one should visit 
1the previous employ-er and also ithe 
potentia11 employee hiimself, meet •hills 
wi•fe and invirte him to viisit your 
farm ·bringing his wi!fe wHJh 1h1iim so 
that they both oan look at the con­
ditions under whiiah 1they w ill be 
working. During 'these interviews 
one should look ±ior d!iagnosti'c 
points whioh mi!ght ·gii.ve you some 
idea of hts perforimance. One fal'mer, 
who takes great care of 'his machin­
ery and equipment, told me that he 
always looks at how 1a po1Jenitial 
employee keeps his own giardening 
tools. 'He uses this diagnostic poirut 
to predict how careful the applicant 
wm be with farnn equipment. 

It is a good idea VO finalise the 
arrangements with a new employee 
by writing out the conditions of 
employment wttJh •a copy for both 
worker and boss. Thi>s should set 
clown the wa·ges, the perks, hol1idays 
and time off and duties so that there 
can be no possible misundersttand­
ing afterwards. 
TRAINING: 

If one 1iis foritunaite 1in employling a 
skilled farim worker, then very liJtJtle 
traiining wHl 1be necessary. However 
these days skhlled farm workers are 
jhard to find anld lit is up to the 
farmer himself to 'initiate his 
employee in the most efficient 
moohods of farm work. 18'0 of1ten a 
boss can become infuriiiated with 1Jhe 
.inefficiency of a young farm worker 
believing it to be due to lhis ~azi­
ness or dullness when in faot lit is 
because of lack of training. There 
are three important steps in tmin­
ing a man .in a 'Pa11bicular skill. They 
are .(1) tell him, (2) show him, {3) 
check hts perfovmance. Obviously 
wi1Jh some jobs these three steps may 
not always be necessary, but ofor 
more complicated jobs they are. 

When explaining how to do a job 
remember to arouse interest and 
keenness Ito learn. "This is a trick 
that'll save your back," or "I'll show 
you how Mr Bowen does it," are 
examples of opening gambiits . Most 
people do not change their habits. 
unless rthey feel that it.here 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 sh 
ped I knew I had disc 
right place!" 

In step -two you show him how oo 
do the job. Remember that you have 
done t he job hundreds of times your­
self and have developed automatic 
habits. A new chum cannott follow 
these swifit movements, SO· you have 
to do them in ·slow mottion so that 
he can follow. Complicated jobs need 
to be broken up inuo simple steps. 
When demonstrating how tJo. kill a 
sheep train him to do each pa11t of 
the job properly before giving him 
the task ·of doing rthe complete job. 
Step thI'ee, checking performance, 
is also viital. Let y10ur trainee do the 
job under supervision and poitnJt out 
the mistakes that he makes in a plea­
sant way. Always remember tha,t a 
little encouragement speeds the 
learning process. 

Finally it is important to remem­
ber that there is a limit to the 
amournt of fresh infonnation a man 
can take in in one session. So ofiten 
an emp)lloyer swamps his new 

.employee with .infonnation 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
r>loyee is rewarded for his efforts. 
The word incentive is, perhaps, a 
beit!ter word and more commonly 
understood than motivat!ion 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 1non-maiterial re­
wards for ha:rd work, incenJtive 
schemes provide material rewards. 
NON-MATERIAL INCENTIVES: 

The effect of non-material rewards 
can be very clearly seen in it.be field 
of sporit. 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 
pernonaliity of the coach himself. The 
successful coach is able to extract 
the l'ast ounce of effort from his 
players by good leadership. The same 
same is true of farmers. 

Most people like 1to be thoughit 
well of by others and therefore praise 
for a job well done is a powerful 
incentive fior 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 expe·ri­
menits have been done by social psy­
chologists on t he effecit of these two 
k inds of leadership. A work task is 
presented to twio groups. One group 
is led by an autocratic boss who 
spends his time crHicising and blam­
ing while the other group is led by 
a democratic leader who uses praise 
as an incentive. When comparing 
the work outpU1t of the two groups 
social psychologists always find 
democratic leadership using praise as 
an incentive produces more output. 

Of course <there are 1times when 
crit icism and the pointing out of mis 
takes is necessary. There Ls one use­
ful maxim which softens the blow: 
"Crirticise the job rather than the 
man ." Rather <than sayi<ng, "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 whrait we can do 
to fix up the plough." 

A man likes to know where he 
stands w ith the boss. If h e <thinks 
that he is being criticised behind 
his back, his reaction will be worse 
than if he is orirticised to his face. 
A good rule then is never go behind 
a man's back. 

Participation in the decisions of the 
farm acts as a powerful incentive to 
incre3se output. The realisation of 
th iLS fact has been <the m ain contri­
bution made by social psychologiis~s 
in the fi eld 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. As a psychologist he was madn­
ly in ter ested in the effect of t he phy­
sical environment and work­
ers' comfort on omput. In a series of 
experiments at the Hawthorne works 
of the General Elootric Company in 
1924 h e s tudied the output of a 
workroom in which girls were a's­
sembling iJelephone relays. The girls 
normally worked a 48 hour week. H e 
first put them on piece work for 
eight weeks. Output went up. Then 
he introduced two te3, 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 dncrease. Fin­
ally all .the improvements were taken 
away. Oll'tput broke all records! Later 
research showed thrart the attitude of 

the workers had cha·nged because in­
terest had been taken in them by the 
investigators who had sought their 
opinions during <the experiment. The 
improvement in attLtude rather than. 
the cha:nge in the pattern of work 
had been responsible for 1the increase 
in output. 

Farmers :oan 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 m utu­
al concern . The 'planning of the prior­
ities of work for the week can be a 
joint effort. A boss u sting the parti­
cipat ion method might say, "Next 
week, we could repair ithe boundary 
fence, go through the ewes for foot­
rot, o-r cLean up the machinery for 
the w inter. Which do you think is the 
most important pressing job for us 
to do? 

However, 1Jhe degree to rw1hich a 
fanner oan use tihe 'Pariticiilpation 
technlique depends on seveval ifac­
oors. Obv0iously an eXJperienced 
man can help in ma'kin1g decisions 
which would 1be beyiond rthe ability 
of an inexperienced youth. 1F urther 
some rnen object ito takinig respon­
sibilirty and jUJSt like lbedng t•old 
what to do . For them the pa11tioipa­
t ion approach '~s olf no value. IFdn­
ally confidential decisions cannrort be 
discussed with every e1mp'1oyee. 

'Most ipeople enjoy work. Becaruse 
people gert sa'1:Jisf1actton fnom doing ia 
day's work, an reffi.cient fann wti.th 
good gear and good rplanninig pro­
vides a powerful 1sUmrulus for •eXJtra 
effort. Farm workers object to be­
ing "mucked up" by tineffi.cient orig­
a111isait1ion. Nothing is ·more :frustra t­
ing than being 1Jold to star t a job 
and tJhen ibeing itold ito stavt ianotiher. 
Gear which continuously brea1ks 
down ·or w hich 1is out of date 1is 
likely 1to anntoy rworkern and lead ruo 
lower outprurt. 

Y1oung men on f<a11ms of•ben desire 
to gain experience. Thus giving 
opportunities to lea11n 1new s:kiHs 
provides an 'incentive. So of'ten one 
sees the unskiNed work ,being 1giV'en 
to the u rnsktilled man Whiile the boss 
does the sk!illed and inrberesting 
work. Week upon week of hoeinig 
fodder while 1Jhe boss tiinkers in 
the workS'hop does not encourage a 
man to exert himself. 

Fioolly 'it i s i!lnpor1tant to work as 
a team. 1Most ·perople wanit to show 
Vhait they are as good 1as the next 
man and if the boss works ihard ' 
their own 1se1f l'espeot make:s t h·em 



keep up Wlith him. One cannoit reduces the bonus Of •a worker who 
exipect a great deal of efforit d'rom has given his best. Further the 
a worker if you 1leave him 'instruc- if<arimer may decide to re-invest a 
tions to do all tJhe dirty jobs <wlhile considerable porillion of lbhe avaiil­
you spend your 1tlime at Addingiton. able gross income iback in the rfarm, 
Older farmers who are no ,longer thus reducing tJhe a'Pparent neit !in­
capable of 'PUtlting in a !hard day's come and also rediuoing the bonus 
work need considerable skill ·in lhe •has agreed to pay. Percentage 'Of 
leadership. A farmer with a fuH net li.ncome also conflicts w i th 'Prin­
public Ure who ·iJS able 1'0 encour- c~ple number (4). lit does not form 
age others Wliithout woI1k!ing •along- a good basis for a bonus sclheo:ne. 
side is indeed a master of 1Jhe art In some circumstances a peTcen-
of bossmanship. tage of the gross profi<t is S01tisfac-
MATJillNAL IiNCIDNTIVIIDS: tory pal'ticularly for dairying 

Extra pay for extra work is an where prices are established and the 
incent1ve rfor hard work. This is eas- clilmate does not aff€Ct ithe O'Ut­
ier said •than done. In fact efficient put from year ito year ito any 
incOillttive schemes are extremely diif- great ·extent. To make suclh a scheme 
ficu1t to design. 1Mr J. N. Hodgson, more efficient it may be w.ise t'O 
Senior Lecturer 1in Farm 1Mana1ge- pay a bonus over and above some 
ment, Massey University, has formu- given •level of gross returns, that is, 
lated principles ·for incentive a portion of the gross !income over 
schemes set out in an excellent £3000 •mi1ght be paid. 
paper to tJhe 'Massey Dairy Farimera' Efl1eotive bonuses can also be 
Oonference iin 1963. He imaintad.ns paid on farm output Slllc!h as on 
tihat a good incentJive payment lambing perceilJtage. A !bonus can 
scheme should not s ePiously con- also be paid on llTililk production dn 
flict with any of 1tJhe following: crucial monthis on toWIIl milk farms. 

(1) Output on which a 1bonus ils F1inally there may be Q'Pportuni-
paid must be largely under the con- tJies for paying !bonuses on i}ieee 
trol of tJhe worker. It is not much work. ·For Jnstance if tJhere is fenc­
use having a scheme based on out- dng to be done a farm worker can 
put when output is largely con- be taken off a weekly wage basis 
troHed by seasonal condi•tions and for payment and paid on a piiece 
other factors whioh bear no rela- work basis While ithe fencing job is 
tion to the workera' effort. being done. Piece work seldom con-

(2) Payment for •outJpuit slhould be flictJs wiith 1the principles 1gdven 
made at 1Jhe rtd.me when tJhe work is above exC'e'IJt principle nUIITlber .(3). 
fiiruished . Any reward is more effec- (encouragiing uneconomdc practice). 
Uve when lilt is close to the work Informal bonus schemes are 
which earned 'it. much simpler. A young man can be 

(3) Incentives sh·ould not encour- started at a relatively low level and 
age uneconomic practices. Thiis is a the boss can ·give ruses as his per­
big difficulty with incentive formance improves. This can be 
schemes. As one example, the qua'1- made more effective by timing a 
ity of the product oft::n fa'1ls as rise so ·it follows a period of hard 
a result Olf a bonus scheme. work, such as harvest. For married 

(4) IncentJives should not s!h1Ht ia men, appreciaition for extra effort 
portion of tJhe 'financial risk on to oan be made by a cash bonus, extra 
the employee. It is tJhe boss's job, perks, or improveme1I1ts to tJhe farm 
who owns the business, to take the corttage. SometJimes it ilS possible to 
risks oand ·he is rewarded iby the provide a tlime bonus by saying, 
profits he makes on the farm. "When we've cut 'OUt these ewes 

(!'i) A scheme must be clearly we'll all knock off for 1t1he week-end." 
defined and easily underSltood. Com- This can be Particularly effectdve. 
plicated ·incentive schemrs may con- CONCLUSION: 
fuse the worker. If he does not If you believe that workers oare a 
understand them tJhey will not be lazy and shiftless lot, that 1a. good 
effective as an incentive. dose of unemployment would put 

T .et 11s now look at \'lOllT1e pos- them in their place, 1if you find that 
sible sdhemes and see 'if tJhey con- you can never keep a man lung and 
fliot wltJh the1= five principl:es. A that casual labour •is impoS1Sible to 
percentage of net profit conflicts get while others mania15e aH ri~ht, 
with princinle number (ll. A faU in tJhen you probably iiail as a 'boss. 
prices coupled with an unfavour- To fail oas a boss 1is ito •falil ais a 
able season lowers profits and so ·human being. 

Copies <>f this Bulletin may be obtained from the Secretary , Canterbury 
Chamber of Commerce, p_o. Box 187, Christchurch . 


