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ABSTRACT

AN INVESTIGATION OF THE PERSONNEL MANAGEMENT PRACTICES OF
LARGE SCALE DAIRY OPERATIONS

By
Frank W. Roche

The personnel management practices of 36 dairies were studied. These
dairies were chosen from a total population of 399 dairies in the United
States with 500 cows or more.

Ten functions of personnel management were identified and their
practice was studied on each dairy farm. The observed practices were
discussed in relation to current theory and practice of personnel manage-
ment in the industrial sector. This served as a basis for drawing con-
clusions and making recommendations with regard to improving personnel
management on large dairies.

The functions studied were manpower planning, maintaining personnel
records, setting up the organization structure, hiring personnel, training
and development, wage and salary administration, motivation and discipline,
communications, health and safety and labor-relations.

The only functions to receive much attention from dairy owners and
managers were hiring, training and development and wage and salary
administration. Even with these functions active recruiting programs
were absent, almost all dairymen expressed a need for organized training
programs for dairy employees and many dairies lacked sufficient fringe
benefits for their employees.

Manpower planning was not typically an integral part of the overall
planning process. Personnel record keeping was regarded as a chore made

necessary to meet legal and payroll requirements. Little attention was



L
o L
. 8 o < [ o
o Oy ' Y . ‘e R ’ ' )
o " 8 [ (W) L ) ¢ ¢
. wr. o) (8] | .—»_ 8 & [
Y t. by ) ., ') .
O 4 0 iy ¢ “ v
N "y "y W 1Kl ) .
- " .- oW “ 13} o .- “-
'Rl v, e m . ¢ " MY
‘e ) . [ wr . 1 )
v ‘ g ~y —c N .
e ! . - ! . . !
e v M . i . .
¢ ab 'V e 4
: o n N HO A " 0
: ‘ . h
C : w i i i




Frank W. Roche
paid to developing an efficient organization structure and developing

responsibility centers. Methods used to motivate employees were con-

sidered more as means of preventing dissatisfaction, rather than creating

inherent motivation within the employees. The communications process

generally appeared adequate, relying principally on individual daily

contact between employees and their supervisors or owners/managers. The

health and safety of employees appeared to be up to the individual him-
self with management playing predominantly a passive role of warning.

Management-union relations appeared good on the six unionized dairies

visited in California. Non-unionized dairies were concerned with the

possibility of increased labor costs and changed employer-employee

relations detrimental to the company resulting from unionization.
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CHAPTER 1

INTRODUCTION

The subject matter of this thesis is developed from the author's

awareness of a distinct lack of personnel management principles and

guidelines pertaining to agriculture, especially to large scale dairy

farms.

The author is particularly interested in and aware of the

problems of large scale dairy farms. The overall goal or purpose of

this research is, therefore, to develop effective personnel management

guidelines for large scale dairy operations.

OBJECTIVES OF STUDY

Though having an overall goal in mind, it is necessary to be more

specific as to the individual objectives of the study. These could be

cited as follows:

1.

Establish the functions of personnel management that are
presently performed on large dairy operations.

Appraise each function and its practices (i.e. means of
performing the function).

Provide some measure of the effectiveness with which each
function (or the overall program) is performed in guiding the
operation to the achievement of its goals.

Make use of the concepts of personnel administration generally
recognized in business to recommend how the functions might
be better performed on large dairy operations.

Develop hypotheses with regard to personnel management on
large dairy operations, which could later be empirically

tested.
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THE ROLE OF PERSONNEL MANAGEMENT

Personnel management is generally recognized as an important
part of business management and almost all large business firms have
separate personnel departments. Some confusion appears to exist as
regards to terms used when referring to the management of people. This
subject can go under a variety of headings eg. Manpower Management,
Personnel Management and Human Relations, but for purposes of this
thesis no distinction will be made among these three. Sometimes the
term labor relations is also used as synonymous with personnel manage-
ment, but the term will be reserved in this text to refer to management-
union relations.

Huneryager and Heckman (1967)] and many other authors of personnel
texts have pointed out some of the phases that the human relations
or personnel management movement has gone through. The first decade
of the twentieth century was a pioneering stage for management with
primary emphasis on developing systems and procedures for improving
overall corporate efficiency. Little attention was paid to personnel
management. Finance and investment were the focus of attention and
paternalism and "welfare management" were the approaches to personnel
problems .

The next phase could be termed the "engineering phase". Specializa-
tion became the vogue. Little distinction was made between men and
machines. The years 1910-1940, including both world wars, were
characterized by rapid technical innovations and management was con-

cerned primarily with costs, production processes and new product.

]Huneryager, S. G., and Heckmann, I. L., 1967, Human Relations in
Management. South-Western Publishing Company, Cincinnati, Ohio, pp. 811-816,
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3

development. The human side of enterprise was still being neglected,
though by this time some of the more progressive companies were
beginning to establish personnel departments and some research efforts
were being directed along these lines.

It was not until the middle 1940's that the human relations move-
ment blossomed out into full force and the personnel function became
a major function of company organization. This movement has been
gaining impetus over the past 20 years. The behavioral sciences are

now playing a vital role in their association with the business

environment.

DEFINITION

What appears to be a good general definition of personnel adminis-
tration is given by Waite (1952)2. He states: "It is the function
of personnel administration to organize the utilization of the human re-
sources of business and industry in such a way that the frictions and
maladjustments between individuals will be minimized. The means by
which this is accomplished are many and varied, but they are all
directed to the single end of improving the relationships between labor
and employers and thereby facilitating the production of goods and
services",

The size of a business unit has little to do with the importance
of an adequate personnel program. The principal difference between
the large and small organization is the degree of subdivision of duties

between members of the personnel staff (Waite, 1952)3.

2waite, William W., 1952, Personnel Administration. The Ronald
Press Company, New York, p. 14.

31bid., p. 14.
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4
The universality of personnel administration, i.e. that it is
required, regardless of the size or field of activity in which an
organization is engaged, has been pointed out by several authors; Waite
(1952)%, Yoder, Heneman, Turnbull and Stone (1958)°, Yoder (1962)°,

Strauss and Sayles (1963)7 and Flippo (1966)8.

Another feature of
personnel administration that is stressed in many of these books is the
pervasive nature of personnel management, i.e. that all managers and
supervisors at all levels in an organization are responsible for
personnel work in their own respective areas, even though the personnel
function per se may be centered in a staff department, Flippo (1966)9,
McFarland (1968)10.

Although almost all the personnel management texts have stressed
the principles involved in personnel management, they have been some-
what oriented toward the large organizations employing, perhaps, thousands

of people and where the various functions of personnel management have

themselves been split into various sub-departments or sections. The

4Op. Cit., p. 15.

5Yoder, Dale, Heneman, H. G., Turnbull, John B,, and Stone, Harold
C., 1958, Handbook of Personnel Management and Labor Relations. McGraw-
Hi11 Book Company, Inc., New York, p. T-3.

6Yoder, Dale, 1962, Personnel Management and Industrial Relations.
Prentice-Hall, Inc., Englewood Cl1iffs, New Jersey, p. 7.

7Strauss, George and Sayles, Leonard R., 1963, Personnel --
The Human Problems of Management. Prentice Hall, Inc., Englewood
Cliffs, New Jersey, p. vi.

8Fh'ppo, Edwin B., 1966, Principles of Personnel Management.
McGraw-Hi1ll Book Company, New York, pp. 2-7.

dIbid., p. 7.

]OMcFarland, Dalton E., 1968, Personnel Management, Theory and
Practice. The Macmillan Company, New York, and the Collier-Macmillan
Company Limited, London.
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5
universality of personnel administration was mentioned previously.
There is very little published material, however, specifically relating
to the small firm. The "Small Business Administration" (1961)1]
has published some personnel guidelines for small businesses in which
they stress the importance and the role of this function in a small
business. Broom and Longenecker (1966)]2 also point this out. 1In a
study by Baker (1955)13 firms were divided into various size categories
by number of employees -- the smallest category being less than 25
employees. The results generally showed that the smaller the firm the
fewer personnel functions were performed. The reason these smaller
firms are mentioned is that from a standpoint of people employed even
our largest farms employing, perhaps, up to 100 people, would still

be classified as small businesses in terms of industry.

PERSONNEL MANAGEMENT IN AGRICULTURE

There has been 1little evidence to show that farm management as
opposed to business management has recognized the human relations
aspect of management. It would appear that as far as the management
of people is concerned that farmers are still in phase two that was
mentioned with respect to development in industry, i.e. the "engineering

phase". This paucity of research on the human side of farm labor was

]]Small Business Administration, 1961, Personnel Management Guides
for Small Business. Small Business Administration, Management Series
No. 26, pp. T-4.

IZBroom, H. N., and Longenecker, J. G., 1961, Small Business
Management. South-Western Publishing Company, Cincinnati, pp. 529-532.

]3Baker, Alton W., 1955, Personnel Management in Small Plants.
Bureau of Business Research, ColTege of Commerce and Administration,
The Ohio State University, Columbus, Ohio.







6
stressed by Maurice Voland in a paper presented to the American
Agricultural Economics Association in Columbia, Missouri, in August,
1970.
Most of the farm management texts, though they do devote at least
a chapter to labor, focus on labor utilization, scheduling labor
throughout the seasons of the year and on labor efficiency in production,

)14

Herrell Degraff and Ladd Haystead (1948)" ", Andrew Boss and George A.

Pond (1949)'°, Robertson Woods (1951)'°, J. Norman Efferson (1949)'7,

Black, Clawson, Sayre, Wilcox (1951)18, Hopkins and Heady (1953)]9,

Castle and Becker (1967)20, Bradford and Johnson (1967)2'.
Degraff and Haystead discussed the application of time and motion

study to agriculture and job simplication. Boss and Pond in their

]4Degraff, Herrell and Ladd, Heystead, 1948, The Business of
Farming. Norman: University Press, pp. 109-170.

]sBoss. Andrew and Pond, George A., 1949, Modern Farm Management
Principles and Practices. Ithaca Press, the Webb Publishing Company,
St. Paul, pp. 268-275.

]Gwoods, Robertson, 1951, Farm Business Management Revised.
J. B. Lippincott Company, Chicago, Philadelphia and New York,
pp. 109-174,

]7Efferson, J. Norman, 1949, Farm Records and Accounts. John
Wiley and Sons, Inc., New York and Chapman and Hall Limited, London,
p. 138.

lsBlack, John D., Clawson, Marion, Sayre, Charles R., and Wilcox,
Walter W., 1951, Farm Management. The Macmillan Company, New York,
pp. 543-578.

]gHopkins, John A., and Heady, Earl 0., 1953, Farm Records.
The Iowa State College Press, Ames, Iowa, p. 199.

20Cast]e, Emery N., and Becker, Manning H., 1962, Farm Business
Management. The Macmillan Company, New York, and Collier-Macmillan
Cimited, London, pp. 309-329.

2]Br'adfov'd, Lawrence A., and Johnson, Glenn L., 1967, Farm
Management Analysis. John Wiley and Sons, Inc., New York, pp. 284-314.
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7

chapter entitled, "The Human Factor in Farm Operations", discuss the
personal traits needed by the farmer to succeed and also the necessity
of team work. Woods points out that the treatment of the hired worker
by his employer influences the amount of work that the employee will
accomplish. He also stresses the need for individual treatment of
workers taking into consideration their various capabilities. The
importance of good living conditions for workers is mentioned and also
the difficulty of establishing satisfactory incentive programs. Black,
et al discuss the difference between farm work and factory work. They
say that farm work is less repetitive and since materials do not come
in on a line, agricultural workers have to be much more flexible in
their skills. Agriculture, they say, does not lend itself so well to
specialization by tasks. Though specific programs for personnel are
not mentioned, they do say that "the usual hired worker is interested
in wages, in the progress which he is able to make, in security and
in working conditions." The need for good management of labor is
stressed and although policies and programs for labor management are
not spelled out, there is some recognition of the need for them. In
a section devoted to employer-employee relations they point out that
on farms where a number of hired workers are employed, that employee-
employer relations begin to take on the same general character as in
industry. Castle and Becker give some pointers or guidelines to
successful techniques for managing labor, but again the area of policies
and programs is neglected.

A great number of macro studies of labor have been carried out
by the U.S.D.A. and the U.S. Department of Labor. An annotated

bib]iogrgphy of studies pertaining to rural manpower was compiled
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8

by Harvey and Holmquist (1968)22. Another bibliography on mechaniza-

tion and labor in agriculture was prepared by Hall (1968)23. A large
portion of these macro studies pertain to the use of migrant workers
and working conditions and housing for the migrant worker. Prominent
among these studies is the productivity of migrant workers in the
fruit industry. There has been a lack of attention to the individual
functions of personnel management. Where there is some discussion that
would pertain to the present study of large scale dairy operations, it
will be brought out in the particular chapter of the thesis pertaining
to that topic.

In recent years some farm management students and researchers
have begun to focus a little more on what is actually involved in

personnel management on farms. Much of the limited literature that

exists in this area is as unpublished occasional papers.

PERSONNEL MANAGEMENT IN DAIRYING

In a study on some labor efficient dairy farm organizations, Varden
Fuller (1957)24 discussed and suggested some policies pertaining to

personnel management on the dairy farm. Given and Hundley (1966)25

22Harvey, Jack L., and Holmquist, Garth, 1968, Rural Manpower:
An Annotated Bibliography. Rural Manpower Center, Special Paper
No. 5, August, 1968, Michigan State University, East Lansing.

23Ha11, Carl W., 1968, Bibliography on Mechanization and Labor

in Agriculture. Rural Manpower Center, Special Paper No. 6, September,
1968, Michigan State University, East Lansing.

24Ful]er, Varden I., 1957, Some Labor Efficient Dairy Farm

Organizations. Ag. Econ. No. 690, Department of Agricultural Economics,
ichigan State University, East Lansing.

25Given, Charles W., and Hundley, James R., Jr., 1966, Human
Rglations on Dairy Farms. Rural Manpower Center No. 2, November, 1966,
Michigan State University, East Lansing, pp. 25-31.




eoag MEn re

fee TL e

PR
s facr tret

il cepiaY A~
";'rf"'\ r a. - -

lede v’

irres and progra”

Fanrand Lator

*2, Assrrine s -
T, SESeT LTa
et :’LH"".‘I
Ty -, Lot

e sfEi e

Sosnalten

Ps ~|

-y .

$ e IS
Beiyre.ate ¢ ¢:
Sriieina
: -

g ’-'\JS] ‘:r
RN 2
oY exiengiar o

aroa




9
studied human relations on dairy farms in Michigan and clearly brought
out the fact that dairy farmers in Michigan were a long way behind
their industrial counterparts in establishing satisfactory personnel
policies and programs. Anderson and Greene (1969)26 studied the "Use
of Labor and Labor Management Practices on Florida Dairy Farms".
They (1) desc}ibed the labor force and organization on Florida dairy
farms, (2) determined management practices with respect to recruit-
ment, training, supervision, payment of fringe benefits and other
incentives and (3) related organization and management practices to
labor efficiency. This would appear to be one of the first studies
where some of the individual personnel functions have been spelled out

as they relate to dairy farms. Allen Shapley (1970)27

developed a
training manual for personnel management in agriculture which is being
used by extension agents in Michigan to help improve the quality of
personnel management on farms (dairy farms in particular). The most
recent fairly comprehensive treatment of personnel management in
agriculture is a four state study (Florida, Georgia, North Carolina and
South Carolina) on Improving Employee Performance and is edited by

Robert S. Boal (1970)28.

The scarcity of application and the absence in the literature of

26Anderson, Charles L., and Greene, R, E. L., 1969, Use of Labor
and Labor Management Practices on Florida Dairy Farms. Agricultural
Economics, Mimeo Report EC 69-12, Gainesville, Florida.

27Shapley, Allen E., 1970, Personnel Management in Agriculture:
Instructor's Manual. Rural Manpower Center Special Paper No. 12,
February, 1970, Michigan State University, East Lansing.

2BBoa1, Robert S., 1970, Ed., Improving Employee Performance. The
Four State Committee on Cooperative Research and Education, Florida,
Georgia, North Carolina, South Carolina, Four State Publication 1.
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10

personnel management principles pertaining to farms has been undoubtedly
due to the small size of the majority of farms. These farms have for
the most part been family operated and use few, if any, hired laborers.
The large farms in the past were the cotton and fruit farms in the
southern part of the U.S. On these farms where large numbers of seasonal
employees were hired, the labor was typically organized in work crews
or gangs. Each gang had a boss who was responsible for the management
of his men, (Black, 93_91_195])29. These gang bosses relied on their
experience in management of people to get the job done. An effort
to improve this situation was made by the Department of Agricultural
Education, University of California, Davis (1965)30 when they developed
a manual to be used by trained personnel on, "Training Supervisors of
Farm Labor".

The present study, however, concerns large dairy operations,
where the use of labor crews is not really applicable. In the past
dairy farms were typically organized in small family units, with all
or most of the labor input coming from the family. But dairy herds
are rapidly expanding in size while the number of dairy farms is
decreasing (Agricultural Statistics, 1970)3].

Due to the increasing size of the farm firm and its associated
expansion in number of employees, personnel management will play an

increasingly important role in overall farm management.

230p. Cit., p. 5.

30Department of Agricultural Education, University of California,
Davis, 1965, Training Supervisors of Farm Labor, A Guide for
Instructors.

3]Agricu1tura] Statistics, 1970, United States Department of
Agriculture, Washington, p. 362.
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1

Michigan Agricultural Statistics (1971)32 show that dairy herds
in Michigan are also expanding in size. Projections made in Project 80
(1964)33 show an expected continued increase in the average size of
herd, while the number of herds will decrease. Presently there are five
herds in Michigan with 400 or more cows, but more herds of this size
are anticipated in the future. It would be well to be prepared to serve
the needs and problems of these large scale dairy operations. The

present research study is an effort in this direction.

LARGE SCALE DAIRIES

"Large", for purposes of this study, has been defined as herds
having 500 or more cows that are operated as a single unit. The
basis of this definition is a concensus among dairy specialists that
at about this size the owner or manager becomes a full-time manager
and no longer performs daily chores. A New York study by Hughes and
Stanton (1965)34 would seem to support this concensus. It was thought
that by choosing 500 cows as a base number that we would be dealing
with farms employing from 10 to 100 hired personnel and that if looking
at personnel management practices, there would be a better chance of
finding them performed on farms of this size. On a small dairy, the

manager is concerned primarily with the management of his cows, but on

32Michigan Agricultural Statistics, 1971, Michigan Department of
Agriculture, Lansing, Michigan, p. 31.

33Project 80, 1964, The Dairy Industry. Research Report 45,
Farm Science, Michigan State University, East Lansing, pp. 4-5.

34Hughes, Earl M., Jr., and Stanton, B. F., 1965, Time Spent on
Entreprenenrial and Related Activities (44 New York Dairy Farms 1964-65)
Department of Agricultural Economics, A. E. Res. 187, Cornell University,
Ithaca, New York, pp. 12-17.




itz ‘ar?g hEN rogs

Er Trg r'.afa’:‘i"
wienl,
E3tizirg tre

e of tress

Emimnel ranaoemer

e 'grge operats

o

-
-



12
these large dairies the manager is now managing people rather than
cows. This manager is concerned, or certainly should be, with personnel
management,

Realizing the importance of personnel management to the owners or
managers of these large dairy farms, this research is directed towards
personnel management as it applies to large scale dairy operations.
These large operations would have more people employed, possibly be
concerned with more functions of personnel management and possibly have
more highly qualified and skilled managers. Again, it is emphasized
that this study assumes the universality of the functions of personnel

management as previously pointed out.

THE FUNCTIONS OF PERSONNEL MANAGEMENT

It now becomes necessary to establish what indeed are the functions
of personnel management. Another definition of personnel management
which might be given at this time is that it is the planning, organizing,
directing and controlling of the operative functions of personnel.

These operative functions can be specified as the procurement,
development, compensation, integration and maintenance of the personnel
of an organization, Flippo (1966)35. This definition already gives

a good idea of some of the details of the personnel function. Almost
all of the personnel management texts break down the personnel function

into its component parts or sub-functions. From a review of these

30p. cit., p. 14.
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texts; Flippo (1966)36, Jucius (]967)37, Kindall (]969)38, McFarland
(1968)37, strauss and Sayles (1967)*C and Yoder (1962)*1, a 1ist of
personnel functions was established. Not all of the authors identified
all of the following functions. In some instances some of the functions
identified here as being separate were considered as sub-functions of a
major function by some of the authors. Although some regrouping of
these functions has been carried out for the purpose and convenience of
this research, it is thought that the 1list of functions is a comprehensive
one and that it does cover all those functions that would be performed
by a personnel department of a large business. The following 1list of
functions was identified:

1. Planning manpower requirements.

2. Maintaining personnel records.

w
.

Setting up the organizational structure.

4. Hiring personnel (recruiting, selecting and placing).
5. Training and development.

6. Wage and salary administration including incentives and
benefits.

7. Motivation and discipline.

36Op. Cit.

37 Jucius, Michael J., 1967, Personnel Management. 6th Ed.,
Richard D. Irwin, Inc., Homewood Il1inois.

38yindall, Alva F., 1969, Personnel Administration, Principles
and Cases, Richard D. Irwin, Inc., Homewood, ITTinois.

39

40Strauss, George and Sayles, Leonard R., 1967, Personnel 2nd Ed.,
Prentice Hall, Inc., Englewood Cliffs, New Jersey.

4

Op. Cit.

Op. Cit.
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8. Communications.
9. Health and safety.

10. Labor relations (management-union relations).

GENERAL APPROACH

The first chapter was intended to generally introduce the subject
matter and identify the objectives of this thesis. A broad review of
literature pertaining to personnel management in industry and in
agriculture has been presented. The lack of personnel policies and
programs in agriculture has been discussed. Their need has been
established through showing the universality of personnel functions
to all types and sizes of organizations. This function of management
has been shown to be even more important on large scale dairy operations,
where the manager becomes a manager of people rather than of cows.
Finally, the functions of personnel management have been identified.

Chapter II will deal with the methodology used in the research.

It will discuss sample size and sampling procedure, questionnaire
development, data collection procedure and the method of analysis.

The succeeding chapters will be devoted to the individual functions
of personnel management. Each chapter will begin with a review of
relevant literature pertaining to the particular function. Next, the
results of the research will be presented. These results will then be
discussed in light of previous research findings and prevailing
practices in business. Where specific improvements could be made on
these farms by adopting or adapting some practices from industry,
these will be suggested. Finally, some conclusions will be drawn
based on the observations made by the researcher and in light of present

research results and industrial practices.






CHAPTER I1I

METHODOLOGY

THE CASE-METHOD APPROACH

The research method used was a descriptive multi-case-study
analysis of the large scale dairy farm operations throughout the
United States. This case study approach was chosen after a careful
review of literature pertaining to social science research. The value
of the case-method of research is shown by Melvin T. Copeland (1958)]
in his book, And Mark an Era, which describes the development of the
Harvard Business School and its reliance on case studies. The value
of individual observation on the part of the researcher is shown by
Glenn Jacobs (1970)2 in his book, The Participant Observer,

One of the characteristics of this present research is that very
little was known about how the functions of personnel management apply
or are practiced on large scale dairy operations. Thus, there was no
underlying theory of personnel management on dairy farms from which
hypotheses could be developed and tested. The industrial sector
does have a well-developed theory of personnel management, but the
hypothesis that these principles and practices also apply to farming
could not be tested without carrying out a similar study of industrial

firms. The funds or time were not available to do this. It was decided

]Copeland, Melvin T., 1958, And Mark an Era, The Story of the
Harvard Business School. Little, Brown and Company, Boston and
Toronto, pp. 208-238.

2Jacobs, Glenn, 1970, The Participant Observer. George Braziller,
New York.

15
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to use a descriptive case-study approach, to break new ground and to
apply principles developed in industry to dairying.

Simon (1969)3 points out that descriptive case-studies are
usually the jumping-off point for the study of new areas in the social
sciences, and rely heavily on borrowing from the theories and concepts
of other disciplines. This value and place of the case study method
is also supported by Rigby (1965)4, Jahoda, g}_gl_(1965)5 and Good
and Hatt (1952)°. Jahoda, et al in discussing this method of research
mention that a case study may involve the examination of existing
records, unstructured interviewing, participant observation or some
other approach. Stouffer (1962)7 defends the use of the qualitative
case method and the use of unstructured questions. Jahoda, et al
again point out that this approach relies on the integrative power of
the investigator and his ability to draw together many diverse bits
of information into a unified interpretation. This has led critics of
the method to view this method of analysis as a sort of projective

technique in which conclusions reflect primarily the investigator's

predisposition rather than the object of study. Even if this reproach

3Simon, Julian L., 1969, Basic Research Methods in Social
Science. Random House, New York, pp. 2/6-278.

4Rigby, Paul H., 1965, Conceptual Foundations of Business
Research. John Wiley and Sons, Inc., New York.

5Jahoda, Marie, Deutsch, Morton and Cook, Stuart W., 1965,
Research Methods in Social Relations. Holt, Rhinehart and Winston,
New York.

86ood, William J., and Hatt, Paul K., 1952, Methods in Social
Research., McGraw-Hill, New York, pp. 330-340.

7Stouffer. Samuel A., 1962, Social Research to Test ldeas.
The Free Press of Glencoe, New York, pp. 253-260.
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is valid in certain case studies, the characteristic is not
necessarily undesirable when the purpose is to evoke rather than to
test hypotheses. Stouffer points out that there is no reason why
the individual case record should not be an explicit entry as one of
the predictive items in a formal statistical analysis.

An excellent discussion of case work and the statistical method

was given as far back as 1926 by George A. Lundbergs. A summary of
his article shows:

1. The case method is not in itself a scientific method, but
merely the first step in scientific method.

2. Individual cases become of scientific significance only when
classified and summarized in such a form as to reveal
uniformities, types and patterns of behavior.

3. The statistical method is the best, if not the only scientific
method of classifying and summarizing large numbers of cases.

In case study analysis, the question arises whether the classifica-

tion of, and generalizations from, the data will be carried out by the
random, qualitative and subjective method of common observation or
through the systematic quantitative and objective procedure of statistical
method.

As has been seen, empirical generalizations have always been

the precursor to the more accomplished statistical method and while in

the absence of definite quantitative data, it is a necessary and desirable
procedure. It is subject to all the dangers and fallacies to which the
senses unaided by tools, symbols or other objectifying processes are

subject.

8Lundberg, George A., 1926, Case Work and the Statistical Method.
Social Forces, Vol. 5, p. 61.
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It is felt, however, that content analysis gives us the tools and
symbols to work with in this particular research. Holsti (1969)g points
out the ability to work with both quantitative data, obtained from
frequency reporting of categories developed from unstructured questions
and qualitative data which may aid in clarifying the quantitative data.
Pool (1959)]0 states, "It should not be assumed that qualitative methods
are insightful, and quantitative ones merely mechanical methods for
checking hypotheses. The relationship is a circular one; each pro-
vides new insights on which the other can feed." Scheuch and Stone

(1964)]'l successfully demonstrated how content analysis could be used

to analyze open ended questions.

THE POPULATION

Having decided on using the multi-case study approach, the next
step was to determine the population size. This was done by telephone
calls to the Dairy Extension Specialists in the various states (ex-
cluding Alaska and Hawaii) asking them for a 1ist of herds in their
respective states of 500 cows or more. The information was obtained
through the extension service in all states except California, where

it was obtained from the California Department of Agriculture. The

9Ho’lst1, Ole R., 1969, Content Analysis for the Social Sciences
and Humanities. Addison-Wesley PubTishing Company, Reading, Massachusetts,
p. 11 and p. 23.

]OPool. I. de S., 1959, Ed., Trends in Content Analysis. University
of I1linois Press, Urbana, p. 192.

]]Scheuch, E. K., and Stone, P. J., 1964, The General Inquirer
Approach to an International Retrieval System for Survey Archives.
Amer. Behav. Scientist, Vol. 7, pp. 23-28.
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listing included 399 dairies with 500 cows or more and a break down
by state (see Appendix A).
It was decided to stratify the United States into dairying regions,
based on differences in the type of dairying typically practiced and
on geographic location. Six different strata were identified. The
location, total number and selected sample size of these strata are

shown in Table 1.
TABLE 1

NUMBER OF DAIRY HERDS WITH 500 COWS OR
MORE BY DAIRYING REGIONS AND IN THE SAMPLE

Number of Herds With

Strata 500 Cows or More Sample Size
Mid-West 6 6
Northeast and East 11 5
Southeast 116 10
South 49 5
California 210 10
North and Northwest 7 0

399 36

The regions comprised the following states: (see Appendix A)

1. Mid-West. Michigan, Ohio, Kentucky, I11inois, Indiana,
Missouri, Kansas, Iowa, Wisconsin and Minnesota.

This area is typically considered as a geographical region and
dairymen in the region typically produce their own forage supplies as
well as the grain for the concentrate ration. Proteins and other
supplements are purchased.

2. Northeast and East. New York, Vermont, New Hampshire, Maine.
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Massachusetts, Rhode Island, Connecticut, Pennsylvania, New Jersey,
Delaware, Maryland, West Virginia and Virginia.

Dairymen in this region typically produce their own forage supplies
but purchase the entire concentrate ration.

3. Southeast. North Carolina, South Carolina, Tennessee,
Arkansas, Louisiana, Mississippi, Alabama, Georgia and Florida.

The region contains a large number of big herds, most of which are
located in Florida. Dairying in Central and Southern Florida is
typically characterized by the purchase of all feeds with the cows exer-
cising on free range which has little, if any, nutritive value. 1In
Northern Florida the climate permits dairymen to produce almost all
their own forage, though concentrates are generally purchased.

4, South. Oklahoma, Texas, Colorado, New Mexico, Utah, Arizona
and Nevada.

A large geographical region in which most of the large dairies
are located in Western Texas, Southwestern New Mexico and around Phoenix,
Arizona. Dairying in this region is typically characterized as dry
lot -- with cows confined to corrals all the year round. All feed
is purchased.

5. California. The state has a sufficient number of herds to
qualify as a separate region.

The type of dairying practiced varies greatly from South to North.
The greatest concentration of herds is in the Southern part of the
state with the type of dairying practiced being analogous to that
described for Texas and Arizona. Many dairies in California are

unionized while those in the other regions are not.

6. North and Northwest. Washington, Oregon, Idaho, Montana,

Wyoming, Nebraska, South Dakota and North Dakota.
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A catch-all geographical region that was not sampled because of

the small number of herds and the extra distance involved.

SAMPLE SIZE

Sample size was primarily influenced by the time available and
the financial budget allocation for this research. Considering these
factors, the maximum number of herds that it was thought possible to
visit was 36. The number selected from each stratum was somewhat on
proportional basis. Because of a premium on information from the Mid-
West region, it was decided to visit all herds in the region. Since
the Northeast and Eastern type of dairying is the most nearly similar
to that of the Mid-West, a relatively larger proportion of herds from

the region were selected.

CHOOSING CANDIDATES

Appendix A gives a list of the number of herds of 500 cows or
more in the various states. Once it was decided on the sample size
from each region then a decision was made on what states within the
regions herds would be chosen from. This choice was based on the number
of herds in a state and their proportion relative to other states. As
a result some states were left out. Another factor in leaving some
states out was that they did not have herds which met the criteria
for selection.

Sampling, by states, is shown in Appendix A.

In choosing the individual farmers to visit the help of the Dairy
Extension Specialists was again sought. Again, telephone calls were
made to the specialists in the various states and their cooperation was
sought in selecting those dairymen that should be visited. The following

criteria were used in selecting these herds:
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1. 500 cows or over in size,

2. That the owner or manager be willing to cooperate.

3. That the farm be known to have good labor relations (as

judged by the specialists).

4, That it be a commercial dairy enterprise, not a hobby or

institution.

This procedure proved very effective in all states except California,
where due to extension policy they were unable to assist in the selection
of herds. As mentioned previously all herds in the Mid-West were visited.

In California, the assistance of the Dairyman Magazine and various
feed companies was sought to arrive at a concensus on what farms would
meet the criteria for inclusion in the sample. This approach appeared to
be successful.

In a statistical study it is important to avoid bias. Yet, in
a study of this nature which is exploratory, descriptive and deals
with a small sample size, a certain amount of bias is tolerable. The
method of selecting candidates for inclusion in the study does reflect
the biases of the extension service. It was endeavored to minimize
this bias by providing the extension specialists with criteria for

selection of candidates.

THE QUESTIONNAIRE

The questionnaire was designed with roughly a two-hour interview
in mind. The organization of the questionnaire started with general
questions and then proceeded into the various functions of personnel
management. A copy of the questionnaire along with the categories of
response is shown in Appendix B. Design was not considered to be a
vital aspect of the questionnaire, since it would be used primarily to

guide an interview which would be tape recorded. The guidelines
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suggested by Backstrom and Hursh (1968)'2, Sellitz, et a1 (1965)'°,

)]5 were followed in

Festinger and Katz (1953)14 and Kerlinger (1964
designing the questionnaire and in structuring the questions, all of

which were open ended. Another source of help in designing the questions
was Stanley L. Paynes, The Art of Asking Questions]s. The questionnaire
was pretested on three dairymen in Michigan to check the validity of the

questions and the approximate length of the interview.

INTERVIEW PROCESS

One complete day was set aside to visit each farm. The owner or
manager had been prepared for the visit either by the extension
specialist who also sent him a short synopsis of the research project
or by the author through a telephone conversation with the owner or
manager confirming an appointment. Appointments were typically confirmed
two or three days in advance. In almost all cases the interview with
the owner or manager was conducted before lunch, leaving the after lunch
period to interview some of the employees and to look over the physical
facilities. In interviewing the employees the author specified that he

would 1ike to talk to a herdsman, a milker and a feeder. Where one or

]zBackstrom, Charles H., and Hursch, Gerald D., 1968, Survey
Research., North Western University Press, pp. 67-128.

]3Sellitz, Claire, Jahoda, Marie, Deutsch, Morton and Cook, Stuart
W., 1965, Research Methods in Social Relations, Rev. Ed. Holt, Rinehart
and Winston, New York, pp. 236-268.

]4Festinger, Leon and Katz, Daniel, 1953, Research Methods in the
Social Sciences. The Dryden Press, New York, pp. 327-378.

1sKeanger, Fred N., 1964, Foundations of Behavioral Research.
Holt, Rinehart and Winston, Inc., New York, pp. 467-476.

]GPayne, Stanley L., 1951, The Art of Asking Questions. Princeton
University Press, Princeton.
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more of these were absent no substitutions were made. The 1list of
questions to be asked to the employees was shown to the owner or
manager first in order to gain his approval. This was obtained in all
cases. In asking the owners or managers for permission to tape the
interview it was pointed out that taping would speed up the interview
process and protect against mis-interpretation of what was said. This

was agreed to in all cases.

METHOD OF ANALYSIS

The responses which were taped were later transferred in summary
form back onto the original questionnaires. Each individual question
was categorized according to the guidelines established in Kerlinger
(1964)]7. These are: (1) that the categories should reflect the
purpose of the research, (2) that the categories should be exhaustive,
(3) be mutually exclusive, (4) be independent and (5) be derived from
a single classification principle. These categories along with the
frequency of response within each category are shown in the Appendix B
under the appropriate question.

It is suggested that this approach does meet the research require-
ment of objectivity and that the measures and procedures are reliable
and not time dependent.

The major tables of frequency tabulation will be left in Appendix B,
and the salient facts will be referred to in the discussion. Simple
frequency tabulations are not considered sufficient. Frequencies can,

however, be supplemented by the use of qualitative data or through the

development of scales to show intensity of feeling. The former approach

Top. cit., p. 606.
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is being used in this study since the main purpose of the research is
descriptive rather than to show intensity of feeling. This is relying
on the maxim of Pool (1959)]8 -- already referred to -- that both
quantitative and qualitative data are important. Holsti (1969)]9 also
supports this view,

There is no reason to suspect the content validity since the
results are considered plausible, and will be discussed in light of
existing research. The predictive validity, however, is limited by
sample size.

Certain functions of personnel management will have regional
differences and these will be discussed in the appropriate chapter.
Certain differences will exist between dairies that are unionized
and those that are not. Personnel management considerations do have
some influence on the physical facilities being built in certain
instances. Where necessary, objective measures of herd size, etc.

will be used to emphasize points.

1855 Cit., p. 192.

Yop. cit., pp. 5-12.
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CHAPTER III
MANPOWER PLANNING

In industry manpower planning is considered a part of the overall
staffing function of personnel management. Staffing is a never ending
function of management. It involves: determination of manpower require-
ments (dealt with in this chapter), recruitment, selection, placement,
orientation, promotions, demotions, transfers and terminations (Yoder,
1962) .

The current practice in staffing is getting away from the old idea
of hiring as needed and releasing when the need ceases. There is a
growing tendency to employ for careers rather than simply for jobs. In
this respect, staffing policy should be consistent with general manpower
policy, which proposes to maintain full employment. Human resources have
become more costly and shorter in supply and the growing educational and
technical requirements of jobs mean that few jobs can be filled with raw
labor (Yoder, 1962)2.

French (1964)3, points out that "without the right people in the
right jobs at the right time, any of the vital management processes can
become so inefficient as to threaten the existence of the organization".
Manpower planning is a prerequisite to achieving this. Yoder, et al

(1958)4, in their Handbook of Personnel Management and Labor Relations

]Yoder, Dale, 1962, Personnel Management and Industrial Relations.
Prentice-Hall, Inc., Englewood Cli1ffs, New Jersey, p. 272.

2

3French, Wendell, 1964, The Personnel Management Process, Human
Resources Administration. Houghton Mifflin Company, Boston, p. 120.

Ibid., p. 295.

4Yoder, Dale, Heneman, H. G., Turnbull, John G., and Stone,
Harold C., 1958, Handbook of Personnel Management and Labor Relations.
McGraw Hill Book Company, Inc., New York, pp. 5.7-5.45%.

26
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discuss this function of planning very thoroughly and they recommend
the use of continuous five-year staffing plans.

It is recognized, however, (Broom and Longenecker, 1961)5, that
large firms can and do utilize personnel tools and procedures that are
far more complex than those found in small concerns. Examples might
include extensive recreational programs, elaborate testing methods,
comprehensive personnel records, a multiplicity of training programs
and complex job evaluation procedures., The authors go on to point
out that the effectiveness of a small business's personnel program
does not depend on its complexity, or the degree to which it mimics
that of large concerns. It is the efficiency with which personnel
are utilized and harmony achieved which determines the effectiveness
of the overall program. This is not saying that more of the practices
of large companies should not be adopted by smaller ones, but merely
that perspective should be maintained in evaluating their contribution
to a smaller concern.

In his study of personnel management in small plants, Baker (]955)6,
found that the prevailing practice in small companies at that time was
to hire persons only as they were needed. Of the firms with less than
25 employees, only seven percent planned ahead for their manpower re-
quirements. Twenty-four percent of companies with 150-299 employees

planned ahead. The author points out that where there is a stable

market for labor, planning ahead may not be a prerequisite for efficient

sBroom, H. N., and Longenecker, J. G., 1961, Small Business
Management. South-Western Publishing Company, Cincinatti, p. 532.

6Baker, Alton W., 1955, Personnel Management in Small Plants.,
Bureau of Business Research, College of Commerce and Administration,
The Ohio State University, Columbus, Ohio, pp. 38-49.
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hiring in a small company (less than 25 employees), unless the company
is rapidly increasing or decreasing in size or volume of production.
Otherwise the need for new employees may be sufficiently small or
infrequent to make advance planning unnecessary. As the size of the
company increases, however, the labor needs become more complex and

require some degree of advance planning.

STEPS IN MANPOWER PLANNING

Manpower planning is concerned with determining the kind of
personnel desired for each job as well as a specification of the
number to be hired (Flippo, 1962)” .

In order to determine the kind or quality of personnel desired,
the design of the job must first be studied and secondly a study of the
job duties and responsibilities should be made to determine the human
abilities required for its execution.

Job design involves creating a job or unit of work to be manned.
There are many factors which should be considered in designing the job.
These include: (1) principles of organization, (2) technology, (3) labor
union policies, (4) abilities of present personnel, (5) available labor
supply, (6) psychological and social needs of man and (7) interaction
requirements among jobs.

The most commonly cited human relations problem in the area of
job design is employee dissatisfaction with jobs that are repetitive,

narrow, meaningless and routine. Such work is found on most assembly

lines. Solutions to these problems have included: (1) allowing

7Fh’ppo, Edwin B., 1966, Principles of Personnel Management.
McGraw-Hi11l Book Company, New York, pp. 109-140,
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employees to work up the line, (2) job rotation, (3) job enlargement
and (4) compensating the employees for such work by enlarged fringe
benefits.

Having basically designed the job, the next step is job analysis.
This involves the collection of information relating to the operations
and responsibilities of a specific job. Such information may be
obtained by:

1. Questionnaires; asking present job holder about his job.

2. Logs; keeping daily record of duties performed and time taken.

3. Observation.

4, Interviews.

The results of this job analysis lead directly to the development
of job descriptions and job specifications.

The job description is an organized, factual statement of the
duties and responsibilities of a specific job. Such a description
would normally include: (1) job identification (title, etc.), (2) job
summary, (3) duties performed, (4) supervision given and received,

(5) relation to other jobs, (6) machines, tools and materials,
(7) working conditions, (8) definitions of unusual terms and (9) comments
which add to and clarify the above.

Pigors and Myers (1969)8 state that "job descriptions can be
assets if they cover every position in the organization, offering an
operational view of the whole, and showing that every job in the enter-

prise has been designed and analyzed as an integral part of a total

effort". But a job description "can be a liability if it is inaccurate,

8Pigors, Paul and Myers, Charles A., 1969, Personnel Administration.
McGraw-Hi11 Book Company, New York, p. 369.
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incomplete, out of date or if suspicion and antagonism were aroused in
its making".

Baker (1955)9 found that 10.5 percent of companies with less than
25 employees had job descriptions, while 31.2 percent of companies with
150-299 employees made use of them.

The job specification is a statement of the minimum acceptable
human qualities necessary to perform the job properly. Items included
pertain to age, education, skills, experience and other characteristics
relating to the job.

Having determined the quality of personnel needed for each job,
the next step is to determine the number. This involves the use of work
load analysis and work force analysis (Flippo, 1962)]0.

Work load analysis involves forecasting sales, scheduling work and
determining labor requirements per unit of product. The result of this
analysis will tell the number of personnel required to process a certain
work load. ‘

Work force analysis is needed also since there will always be some
absenteeism. This analysis should cover absentee rates, turnover rates
and pending transfers and retirements. The analysis will modify somewhat
the results of the work load analysis.

The end result of this manpower planning is the specification of

the quantity and quality of employees needed.

9p. Cit., p. 60.

100p. cit., pp. 125-130.
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MANPOWER PLANNING IN AGRICULTURE

The author was unable to discover literature pertaining to manpower
planning in agriculture, other than references to its need (Sturt,
1969'7, Holt, 19672, and king, 1970'3). Sturt points out that planning
is a basic essential to obtaining an adequate supply of farm labor.

Its lack of practice by farmers is possibly due to the past abundance
and seeming unlimited supply of workers, including foreign workers.
Speaking at a macro level, Sturt states that "a farm labor profile
specifying needs by skills and days has proven a most useful approach
for us in Michigan". Holt states that "systematic analysis and planning
for the acquisition and use of labor is just as important if not more
important than any other type of farm planning". Finally King states,
"we don't go out to buy a truck today without a set of specifications.

Let's not do it when we wish to hire a man".

SUMMARY OF RESULTS OF PRESENT RESEARCH

The results presented in this section will cover the responses to
questions 28 through 33 and questions 118 through 121. The questions

as well as the categories of response and their frequencies are shown in
Appendix B.

—

]jsturt, Daniel W., 1969, The Manpower Game. A compendium of
notes based on previous papers, presented to the Kellogg Farmers
G'?UP V, October 20, 1969. Rural Manpower Center, Michigan State
University, East Lansing, p. 12.

12451, James S., 1967, How to Hold Your Farm Labor Force.
Papep presented at the Northeastern Dairy Conference, Niagra Falls,
New York, April 6, 1967, p. 26.

]3King, Walter P., 1970, Employee Selection, Orientation and

Development. The Four State Committee on Cooperative Research and
Eaucafson. Florida/Georgia/North Carolina/South Carolina, p. 6.
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Responses indicated that 14 farms had definite plans to expand
or make other major changes within a year. Nine of these plans were for
herd expansion. Eighteen had plans in mind for five years or so and
again these were mostly for herd expansion. Most plans appeared to be
very general in nature. Only one manager produced a five year plan on
paper.

Labor figured prominently among the types of information used in
planning. Information on both labor availability and labor efficiency
was used. Due to their proximity to city limits and tax considerations
two farmers mentioned location.

The major unknowns as far as planning was concerned were: the
market for milk, labor availability and waste disposal. Uncertainty
of the market for milk reflected concern about the future role of govern-
ment programs, consumer demand and price and competition from synthetic

milk products.

ANTICIPATING LABOR REQUIREMENTS

In anticipating future labor requirements, by far the most frequent
response was "cows per man". This statement was modified in some
instances to take into consideration the level of technology being used
and the amount of milk production.

Figures quoted for cows per man varied from 100-220 cows, depending
on the milking system being used and which men were included in the
estimation, i.e. whether outside help or just milkers were included.

One man reported that he went strictly by union requirements.

In the event of a man suddenly leaving, 13 of the farms relied on

the supervisor or herdsman to fill in until a replacement was found. Six

relied on an outside dairy hand such as a cow pusher, feeder or clean-up
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man to fil1l in. Of the eight respondents who said they carried extra
help on the farm, seven were located in the East and Mid-West regions,
which typically carried on farming as well as dairy operations.

Most commonly, all the planning pertaining to the operation was
done by the owner or one of the owners who managed. The conference
approach to planning was used in 12 cases, either of owners or owners
and their manager. Five owners or managers found that they could delegate
certain planning tasks to a supervisor or herdsman. One large dairy
had an executive committee comprised of the corporate staff that did

all the planning. This dairy had written five-year plans.

LABOR OUTL.OOK

Responses indicated that the general outlook was for good avail-
ability of labor for dairy farms. This view was based on the expecta-
tion that wages would be higher, working hours and working conditions
would be better in the future, making dairying more competitive with
the industrial 1abor market. Many expected it to be good while
unemployment in industry is high and some said that this made a higher
caliber man available for dairy work. Those expecting a poor labor
situation were mostly located in the South and cited turnover and a lack
of motivation due to welfare programs as being their reasons for this
pessimistic outlook.

Labor Problems

Finding the right caliber of man and motivating men were the two
biggest problems with labor. The right caliber of man was considered
as one who was willing to work and take responsibility. These factors
apPeared to be more important than having the skill, which they could

acquire on the job. Difficulty in motivating men was due to their
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"don't care attitude", an unwillingness to work attitude, or as one
dairyman summed it up "a socialistic attitude". Personal problems
included drinking, financial problems and family problems. These
were mentioned mostly in the Southeast.

When asked had they made any changes recently to help alleviate
these problems, there were almost as many different replies as
respondents, Better communications was mentioned four times and
included using meetings, giving pep-talks and trying to generally
improve communications throughout the organization.

Research

Research was considered needed in methods of improving labor
efficiency and improving the image of dairying as a source of employment.
Most farmers wanted a 1ot more training done in all areas but particularly
to have information and courses available on techniques of personnel

management, motivation and communications.

SOURCES OF INFORMATION

The sources of information found most effective in helping dairy-

men to solve their labor problems are shown in Table 2,
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TABLE 2

SOURCES OF INFORMATION FOUND MOST EFFECTIVE IN HELPING
DAIRY FARMERS SOLVE THEIR LABOR PROBLEMS

% Time Index

Ranked No. 1 Index* Base 100
Radio and T.V. 0 45 20.8
Meetings 14 135 62.5
Individual consultation 49 182 84.3
University bulletins 3 107 49.5
Farm magazines 14 139 64.6
Industry 20 131 60.6

*The index was developed on the basis of giving six points every
time a source was ranked number one, down to one point when
ranked number six and zero points if not ranked. This index
was then converted to base 100,

Individual consultation with other farmers and specialists from
companies and universities was ranked number one by almost half the
farmers. Information from industry and looking at industrial trends in
labor management was ranked number one by 20 percent. The index gives
a better overall idea of the relative importance of the various sources.

Individual consultation is still the highest, but there is not too

much difference between meetings, farm magazines and industry.

DISCUSSION

Some of the questions in this section were addressed to planning
in general rather than specifically to manpower planning. This was
done to determine the manpower content and implications of the

responses.
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The fact that many of these large herds are planning for future
expansions is an indication of the confidence of these dairymen in the
future market for their product and their desire for more information
and projections about market trends would appear natural. Lack of
research in the past in this area of consumer demand and changing taste
patterns as well as changes in areas of population have left many un-
knowns as far as the dairy industry is concerned. In recent years the
American Dairy Association (A.D.A.), the National Dairy Council (N.D.C.),
the Associated Milk Producers Incorporated (A.M.P.I.) and Dairy Research
Incorporated (D.R.I.N.C.) have been carrying out advertising and sales
promotion programs, nutrition and education programs, new produce develop-
ment and public relations and market research to help solve many of these
unknowns, In 1970, A.D.A., N.D.C. and D.R.I.N.C. were brought together
under the United Dairy Industries Association (U.D.I.A.) who were
to act as a central funding agency and to coordinate program activities.

Great optimism was expressed in Florida about the future increased
demand for milk. This is largely due to the rapidly expanding population
size of the state.

Future herd expansion will increase the need for dairy labor on
individual farms. Advances in technology and increased labor efficiency,
however, can be expected to reduce labor need per unit of output.

More skilled dairy workers will be needed in the future and the need
for training programs in all areas was strongly indicated. The need for
Supervisory training and personnel management training is widely realized
by these dairy owners and managers. Some mentioned that the only limiting
factor to herd size was management ability.

The cow per man approach to anticipating manpower requirements

Would correspond closely to what was discussed earlier under work load
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analysis. The fact that many herds suffer from a very high turnover
rate would also indicate a need for some work force analysis to determine
the rate at which new men are required, so that plans can be made to
have them available when needed. Such planning did not appear to be
practiced.

The use of job descriptions and job specifications was seen to be
an integral part of manpower planning in industry. Only two of these
dairies have written job descriptions covering all jobs in the dairy.
One other dairy is just starting to develop job descriptions while three
others are considering it. This refers to dairies that are non-
unionized.

Six of the dairies visited in California were unionized. The
union does have job descriptions for the various jobs performed. Job
descriptions were found to be a help both to management and to the
employees. The wage rates negotiated with the union depended upon job
classifications and in the case of milkers the wages depended on the
system of milking being used and the number of cows milked per man per
day. Only one man indicated that he used the union exclusively as a
guideline to determining future labor requirements. The unions also
endeavor to provide a relief milking pool and to guarantee the avail-
ability of milkers, though several managers were not too confident in
this service.

The responses reported in this study pertaining to the future
labor outlook were favorable to the future availability of labor. As
Pointed out those who thought it would be poorer were located mostly

In the South. This would agree with the observations of Anderson and
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Greene (1969)]4

who found that most dairy farmers in Florida expected
the labor situation to be worse in the future, due to lack of interest
in dairy work, competition from industry and government "give-away"
programs .

The major problems and methods of improving the situation reported
in this study, parallel closely the results of Anderson and Greene
(1969)15. They listed rapid turnover, undependability, lack of interest
and inefficiency as being the main problems. There would appear to be
a close connection between turnover and caliber of man. The transient
nature of many dairy workers was referred to by many farmers and this
observation was also made by Given and Hundley (1967)]6 in explaining
the higher turnover of dairy workers in Michigan. Shapley (1969)17
found that off farm competition for labor was one of the main problems
in Michigan and Bratton (1966)18 found "getting good, dependable"
help the major problem in Lewis County, New York. Anderson and Greene

reported that 83 percent of their respondents said that welfare removed

the incentive to work. To relieve problems they found farmers changing

]4Anderson, Charles L., and Greene, R, E, L., 1969, Use of

Labor and Labor Management Practices on Florida Dairy Farms.

A9P1gu1tura1 Economics, Mimeo Report EC 69-12, Gainesville, Florida,
Pp. 28-30.

15

Ibid., pp. 28-30.

IGGiven, Charles W., and Hundley, James R., Jr., 1966, Human
Relations on Dairy Farms. Rural Manpower Center, No. 2, 1966, Michigan
ate University, East Lansing, p. 12.

]7Shapley, Allen E., 1969, Full-Time Employees on Michigan Dairy
Farms. Rural Manpower Center, Report No. 20, Michigan State University,
Ea§'f"Lans1'ng, p. 12.

IBBratton, C. A., 1966, Labor Practices on 71 Dairy Farms, Lewis

County, New York. A. E. Ext. 467, Department of Agricultural Economics,
tarne‘l University, Ithaca, New York, p. 8.
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from a split to a straight shift for milkers, improving hiring
practices , paying more, using bonuses, shorter work hours and more
training. They reported a need for research into automated equipment,
time and motion studies and more training and techniques of personnel
management. Shapley (1969)]9 reported that half of Michigan's dairy-
men could not deal with the problem of industrial competition for labor
while the other half said they would increase salaries, cut back on

herd size or find new employees to try and solve their problems.

CONCLUSIONS AND RECOMMENDATIONS

Based on the results of this study, the observations of other
researchers and in light of tested personnel practices in the industrial
sector, the following conclusions and recommendations would appear
appropriate:

1. Dairymen may find it to their advantage to pay more

attention to the need to plan their manpower requirements.

2. Additional research is needed to eliminate some of the unknowns
in the area of milk marketing. Particular emphasis should be on
changing population centers, consumers' changing tastes and
preferences for dairy products and the impact of synthetic
milk products.

3. The high turnover of labor on many dairies is due to the
transient nature of many dairy workers. Typically these workers
are from minority groups and do not partake in community

affairs. This sociological problem should be investigated

Bop. cit., p. 12.
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to see if these transients can become a permanent part of
a community. Retirement plans and various other inducements
to stay have failed on Florida dairy farms.
4, The development of job descriptions may prove beneficial
to large dairy operators. They would help dairymen clarify
their own organizational set up and responsibilities and could
also contribute to a pool of job descriptions for dairying in
a region. On the basis of this, more realistic training
programs could be established to serve the future needs of these

dairymen.






CHAPTER IV
PERSONNEL RECORDS

The vast majority of personnel departments in industrial companies
first made their appearance as record keeping departments. They main-
tained employment records for workers and managers, including such
factual material as date hired, background information, successive
Jjobs held in the Company with dates and wages received, disciplinary
Penalties imposed and other events in the relationship of the individual
to the organization. Sometimes they maintained time and production
records for the purpose of preparing payrolls and kept a record of
the rates paid for various jobs. Generally up to this time payroll
data was handled by the accounts department.

Later as the threat of unionization became evident in the 1920's,
the personnel departments became responsible for the development of
various benefit programs for the employees. This was an effort to
stave off unionization and represented the "paternalistic" approach
of management referred to in the introduction.

With the coming of unionization during the 1930's and 1940's
the personnel departments took over the role of handling union
grievances and negotiating union contracts. This function became
known as 1abor relations and many personnel departments had their
titles changed to labor relations departments or industrial relations
departments.

Despite the changing emphasis and broadened scope of the personnel

departments, record keeping was still important and, in fact, became

41
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a growing function that needed to be carried out (Strauss and Sayles,
1963) 7.

The infinite variety and types of records and reports that can
be kept pertaining to employees was shown by Yoder, g;_gl_(1958)2.
Though their 1ist is long, covering almost all functions of personnel
management, the authors state that it is "neither exhaustive nor all
inclusive". The authors point out that it is essential that every
organization develop its own records to suit its own specific needs.
In this respect they state that all employment records should:

(1) serve specific needs, (2) have specific objectives and purposes,
(3) be kept to a minimum with respect to number, scope and content,
(4) be designed for least expensive handling, (5) be up to date,
(6) be worth their cost, (7) be related directly to tabulations and
reports that will stem from them, (8) be available when needed and
(9) be considered valuable by supervisors and line management.

Considering the extent of this record keeping function, it is
not surprising that the modern trend is the development of Personnel
Management Information Systems (P.M.I.S.). Several authors, among

them Morgan (1966)3 and Berry (1969)4 have pointed out the prerequisites

]Strauss, George and Sayles, Leonard R., 1963, Personnel, the

ﬁ!ﬂE!ﬂ,Prob]ems of Management. Prentice-Hall, Inc., Englewood CTiffs,
New Jersey, pp. 397-399.

zYoder, Dale, Heneman, H. G., Jr., Turnbull, John G., and Stone,
Harold C., 1958, Handbook of Personnel Management and Labor Relations.
McGraw-Hi11 Book Tompany, Inc., New York, pp. 22.1-22.42.

3Morgan, Philip L., 1966, Automatic Data Processing of Personnel
Data. Personnel Journal 45, 9, 553-557.

4Berry, William E., 1969, What a Personnel E.D.P. System Should
Do. Personnel Journal 46, 1, 18-2T.
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of a P.M.I.S. and what such a system should accomplish for the organiza-
tion. The system should:

1. Establish a data base which will incorporate the items of
personnel information which the personnel director should
know about his employees.

2. Be able to integrate all personnel data and a useful composite
record and provide a simplified method of updating.

3. Allow for controlled retrieval of data and analysis that could
not be achieved with conventional clerical methods.

4. Adopt a systematic approach to data handling that will
convince employees that the organization's personnel policies
are being applied consistently day in and day out.

5. Be integrated in the overall Management Information System
in such a way that multiple handling and storage of data will
be avoided.

6. Provide cost savings, either through allowing the present work
to be done more efficiently, or through allowing much more
information and analyses to be handled.

Though small plants do not handle the same volume of data as
larger plants, Baker (1955)s found that most managers of small plants
do have to keep a large number of records. The need for these records
arises primarily from three sources:

1. Management itself needs to have certain data available. A

system of personnel records is the only method by which current

information can be accumulated. These records serve two

5Baker, Alton W., 1955, Personnel Management in Small Plants.
Bureau of Business Research, ColTege of Commerce and Administration,
The Ohio State University, Columbus, Ohio, p. 153.
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functions. The first is to record the entrance progress and
departure of each employee. The second is to establish
efficient personnel policies and practices.

2. Labor has also influenced the type of records kept. It has
been interested in such matters as seniority status, employee
promotion and reasons for termination of employment.

3. Several Federal and State laws require having information
available about employees.

In a small company, most of the needed personnel data may be
recorded on its payroll or time keeping records, Baker (1955)6. This
would appear logical since most of the small company's requirements
for employee data are related to the wages, hours and conditions of
employment. In a larger company with its more complex personnel
program, many more types of information about its employees are needed.
The only efficient method of keeping this is to have an orderly personnel
record system. Such personnel records should be kept separate from pay-
roll and time keeping records in a large company since their primary
functions increasingly diverge as the size of the company increases.

In his study of small manufacturing companies, Baker (1955)7
found that separate personnel records were maintained to an ever
greater degree as the size of the company increased. Fifty-seven
percent of the companies with less than 25 employees kept separate
personnel records. The percentage of companies following this practice
increased steadily to 100 percent in the case of companies employing

150-299 employees.

80p. Cit., p. 154.

70p. Cit., p. 154.
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The fact that many of the very small companies do keep personnel
records other than payroll records is an indication of their value.
But the true value of records depends on the use that is made of them.
Reports or information gained from these records are needed in evalua-
tion and decision making with respect to efficient manpower alloca-

tion, utilization and conservation (Yoder, 33_21_1958)8.

PERSONNEL RECORDS IN AGRICULTURE

This subject of personnel records is noticeable by its absence
from all farm management texts. The only labor records referred to in
these texts pertain to the amount of work performed and the labor
efficiency. Part of this lack is possibly explained by the traditional
small size of farm enterprises employing a correspondingly small number
of employees. Another part of the lack is undoubtedly due to the slowness
of the human relations movement to affect agriculture and the lack of
up-to-date farm management texts introducing newer concepts of management.
One of the very few references to personnel records, apart from
payroll records, discovered by the ;uthor was by Mitcheltree (1966)9.
This author suggested that the farm manager carry a notebook with him
for control purposes. This would enable him to write down what was
said when he criticized a man and what the response was from the hired
man. This, he said would prevent exaggerations and misunderstandings

and also be a valuable record in case dismissal was required.

80p. cit., p. 22-23.

9Mitche1tree, Wallace A., 1966, Supervision of Management of
Farm Labor. Journal of Farm Economics, 48, 5, TT49,
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In 1967, the Rural Manpower Center of Michigan State Universit_\,']0

published a short mimeograph report on "Suggested Farm Labor Records".

This report suggested means of maintaining records needed to satisfy

labor regulations (Federal and State minimum wage, workmen's compensation,

social security and internal revenue) and to provide information which
the farmer needs to pay his employees. Four general types of records
are suggested: (1) an employee data sheet, (2) a detailed employee
field record, (3) a statement of earnings and (4) some type of permanent
record of earnings, wages paid, social security withholdings, etc.
Examples of these suggested records are shown. None of these records
allow for any qualitative information with regard to performance other
than the reason for termination of employment. Records of grievances,
accidents, health, sick leave, absenteeism or performance review are
not considered. The employee is considered as a mechanical input, with
a cost, and not as a human person as the human relations movement and
modern management practice suggests. This is not suggesting that the
records outlined in the mimeograph are not useful -- for they are
essential, but simply that other records are also needed in developing
a successful personnel management program, especially where large

numbers of employees are maintained.

SUMMARY OF RESULTS OF PRESENT STUDY

The results presented in this section are concerned with

questions 34-39. The original questions along with the categories

loRural Manpower Center, 1967, Suggested Farm Labor Records.
Mimeograph No. 5, Rural Manpower Center, Michigan State University,
East Lansing.
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response and reported frequency are shown in Appendix B.

KINDS OF RECORDS KEPT

One half of the 36 respondents said that they kept basic payroll
information only. This information included name, address, age, social
security number, marital status, date hired, hours worked, rate of pay,
total earnings and deductions. Vacations and wage rate changes were
also noted and insurance forms were kept by all employers. Eight of
the respondents did not carry any health or life insurance policies
and in the case of the six unionized dairies in California these
forms were kept by the union. Total earnings was supplemented by
bonuses and profit sharing where these were in operation. Deductions
included social security, income tax, insurance policies, savings,
loans and union dues, where applicable.

The other half of the respondents reported keeping some additional

information to the above. The most common form of additional personnel

information was the use of job application forms by fourteen respondents.

One dairy made use of a screening test in selecting candidates and two
of the largest dairies required physical examinations as part of company
policy. Only one dairy carried out performance reviews of employees.
Most managers relied on memory to evaluate their employees and this was
a continuous process.

There did not appear to be any difference between union and non-
union dairies in the type of records kept.

Almost all the respondents said that it was legal requirements
and payroll needs that influenced the types of records they kept.
Most seemed to regard record keeping as a chore, without any return to

be gained and only three said that they used this information in
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determining individual performance.

Separate Personnel Records

The majority (20) relied solely on their payroll sheets to keep
all information pertaining to their workers. Twelve of the 14 using
application forms had a separate file for applications, while only
four had individual worker files, apart from payroll data, keeping
application forms and other personal data.

Use of Records

A11 the respondents indicated that the main use of their personnel
records was for wage and salary purposes. Their use in performance
appraisal and wage increases was mentioned twice in each case.

The majority of time clocks were found on the larger farms, due
to the more difficult task of keeping track of workers.

Keeping Farm Records

The personnel records kept were part of the business records. All
of the dairy operations visited had some sort of office arrangement for
handling its herd and business records. Herd records were always kept
close to the dairy barn, whether they were kept by the manager, herds-
man or secretary. Ten of these dairies utilized outside accountants
to keep their business records. This was particularly evident in
California where some accounting firms specialize in this activity.
Most of the farms that were part of another business or where the owner
had other business offices had their business records kept in these
offices. Seven farms utilized secretary-bookkeepers, while four farms

had an office staff of more than one person, actually on the farm.
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DISCUSSION

Maintaining personnel records appeared to be very much of a chore
to most managers, and they found it necessary to keep these records to
meet legal requirements as well as their own payroll needs. Very little
other use was made of these records from the point of view of giving
management information or being used to establish efficient personnel
policies and practices. The types of information included in the records
fell short of that reported by Baker (1955)]] for small manufacturing
plants. There is no apparent reason for this lack on the part of
these dairy farmers, other than a lack of attention to or knowledge
of the benefits to be gained from keeping more comprehensive personnel
records. These records could then be used to develop sound personnel
policies and improve overall efficiency. Only one large dairy had a
comprehensive personnel management program and this was developed by a
personnel management specialist from industry. This program included
the development of a Personnel Handbook for the company, the use of
job descriptions and the use of performance evaluations. The company
appeared pleased with the results.

It is interesting to note that in cases where the farm or dairy
was part of another business, that even though this other business
employed a person to take care of personnel problems, this personnel
officer did not concern himself (or herself) with labor problems on the
farm. The most this office did was to run advertisements, file applica-
tion forms and take care of payroll. A1l other personnel matters

were entirely up to the farmer or dairy manager.

op. cit., pp. 153-167.
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Though Baker (1955)12 found that unionized companies kept more
personnel records, this is not shown in this study. It appears that
the unions keep most of the records with regard to seniority, eligibility

for promotion, grievances and reasons for termination of employment.

CONCLUSIONS AND RECOMMENDATIONS

Based on the results of this study and in 1light of various
comments made by dairy farm managers as well as successful industrial
practices the following conclusions and recommendations seem appropriate:

1. There is a distinct lack of information in dairying with
regard to the types of personnel records to keep. This
area needs to be examined very closely, to develop the kinds
of personnel management information most useful to the dairy
farmer and to show him how this information can be used to
set up policies and improve personnel practices.

2. Dairymen may find it to their advantage to use application
forms when hiring a new man. Bi-lingual forms may be
necessary in certain areas. These application forms could
sometimes be filled out by the manager as he interviews a
prospective employee and remarks with regard to quality of man
desired noted. There are many commercially available inter-
view check lists and application forms that would serve

this purpose.

120 cit., p. 161.
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The following types of personnel records have been of

benefit to industry. Dairymen may find it to their

advantage to adopt some of the following:

A.

Job descriptions and specifications for all jobs on the

farm.

Individual Application forms -- showing name, address,

social security number, etc. Also giving skills possessed,
the type of employment desired, an employment history,
educational record, military record, citizenship, marital
status, physical limitations record and references. An
interview check 1list can also be incorporated into the
application form and space left for the interviewer to
make comments.

Employment records

1. Job title
Wages or salary rate and dates of changes

Training record

S w N

Wage or salary information

production records where wages are based on production

hours worked,
total earnings and deductions
yearly earnings record
Seniority status
Requests for leave, transfer or promotion
Vacation record
Health and accident record

Absentee record

o {Ye] (o] ~ (=)} (3,]
L . . . . .

Grievances and action taken
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Suggestions made and action taken

Termination record and reasons

Yearly Work Force Summary Record

1.

g A w N

Labor turnover report
Attendance report

Vacation report

Health and accident report

Grievance report






CHAPTER V
ORGANIZATION

Organizing is based on the goals and objectives of the enterprise
which are formulated during the planning process. It reflects manage-
ment's thinking on the structure of and the relationships among the
various parts of the organization, (Haimann and Scott, 1970)]. This
relationship of objectives to organization has been clearly stated
by Ernest Dale (1951)2 who says:

The organization structure is a mechanism designed to

help in achieving the goals of the enterprise. However small

an organization, it must start by determining its objectives.

For the resources of any organization are limited and must

be properly utilized if the company is to survive and to

prosper. This requires a formulation of objectives and an

assignment of responsibilities. Allocation of responsibilities

is essential, even if the organization consists of only one

man, for he must divide his time as effectively as possible.

The allocation of responsibilities becomes even more important

when there is more than one person in the organization ...

The term organization is commonly used with at least two meanings.
The first refers to an organization as a structure or a network of
specified relationships among individuals. This is a static concept.
The second is the concept of organization as a process, or as an
executive function in which the dynamics of organization change and

growth are central. Both these meanings are important in the study

]Haimann, Theo. and Scott, William G., 1970, Management in
the Modern Organization. Houghton Mifflin Company, Boston,
p. 158.

2Dale, Ernest, 1951, Planning and Developing the Company
Organization Structure. American Management Association, New York,
p . 23.

53



"‘..Orl
SLoee
nEnn or

A anst b
rp At

el

NECAARE M

o

(V=Y
Gy
3
o
3
Y

ofing ird:

$ra apase s
S o]

Jr & Ty
Irexegyss

v

.
ne A

mie] !f }{:;a




54
of management (Yoder et al, 1958°, Yoder, 19627, McFarland, 1970°).

ORGANIZATION STRUCTURE

Dalton McFarland (1970)6 defines organization structure as "the
pattern or network of relationships between the various positions and
the position holders". As well as possessing formal structures,
organizations also have informal structures. The former type of structure
is generally the result of planning, while the latter type develops out
of the interactions and sentiments of particular individuals comprising
the organization. Both formal and informal organizations do, however,
have structure (McFarland, ]970)7. Massie (1964)8 points out that
informal organizations can help improve communications, develop
cohesiveness in groups and help maintain the self respect of members

in the organization. This fact should be recognized by the planners

or executives who set up the formal organization.

The most common form of organization structure is the hierarchial

model (McFarland, 1970)9. This model consists of a vertical dimension

3Yoder, Dale, Heneman, H. G., Jr., Turnbull, John G., and Stone,
Harold C., 1968, Handbook of Personnel Management and Labor Relations.
McGraw-Hi11 Book Company, Inc., New York, p. 6.3.

4Yoder, Dale, 1962, Personnel Management and Industrial Relations.
Prentice-Hall, Inc., Englewood Clitfs, New Jersey, pp. /79-80.

5McFarland, Dalton E., 1970, Management Principles and Practices.
The MacMillan Company, Collier-MacMillan Limited, London, p. 33b.

6

Ibid., p. 337.
7

8Massie, Joseph L., 1964, Essentials of Management, Prentice-Hall,
Inc., Englewood Cliffs, New Jersey, p. 54.

Ibid., p. 337.

9p. Cit., p. 338.
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Of differentiated levels of authority and responsibility and a
horizontal dimension of differentiated units such as departments,

branches or divisions.

COMPONENTS OF ORGANIZATION STRUCTURE

The basic components of organizational structure in the business
enterprise center on its horizontal and vertical dimensions. The basic
component in the vertical dimension is the scalar level, and that of the
horizontal dimension is departmentalization (McFarland, 1970)10.

The vertical dimension is comprised of levels of authority which
are arranged into a hierarchy. A1l organizations distribute authority
vertically in gradations called levels ranging from that of the
executive at the top to the supervisory level of management near the
bottom (McFarland, 1970)]].

Departmentalization is the process of setting up groups of functions
and activities or tasks, for purposes of assigning them as responsibilities
of particular positions or people. The primary purpose of depart-
mentalization is to subdivide the organization structure vertically so
that executives or managers may specialize within restricted ranges of
activity (McFarland, 1970)]2. There are four main types of
departmentalization.

1. By function; eg. finance, production, sales.

2. By process; eg. bottling, crating, storing, shipping.

1095, cit., p. 340.

Nop. cit., p. 340.
1205 cit., p. 342.

-
-
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3. By geographical area of location; eg, branch plants and
branch offices.
4, By product; eg. engines, bodies, accessories, exports.
The primary problem involved in departmentalization is one of
coordination of all the functions or units (Haimann and Scott, 197013,

McFarland, 1970'%).

THE OVERALL FORM OF ORGANIZATION

The growth of an organization creates problems for the manager who
must decide how to expand the structure. Both vertical and horizontal
dimensions may be combined in various ways to achieve the desired result.

Basic Structural Types

Line Organization. Consists of the direct vertical relationship

which connects the positions and tasks of each level with those above
and below it -- often called the chain of command. McFarland (1970)]5
points out that the line structure is indispensable to all organized
effort; any other form must relate to it in such a way that its
integrity and effectiveness of action are not impaired. The line
structure provides channels of communication upward and downward
linking the various parts together through connections with the ultimate

source of authority in the organization.

Line and Staff Organization.A Is similar to the line organization

in that each worker reports to a single supervisor. However, as the

13
14
15

Op. Cit., pp. 175-187.
Op. Cit., pp. 342-346.
Op. Cit., p. 354,
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size and complexity of a business increases, the need for specialists
in the business enterprise grows. These specialists are set up in
staff departments and their function is to aid the line organization in
the areas or functions assigned to it. Examples of staff include the
personnel manager, quality control specialist and assistant to the

16

president (Broom and Longenecker, 1961'°, McFarland, 197017).

Functional Organization. Is one where various activities such

as accounting and quality control are organized as separate departments.
This enables personnel in the accounting or quality control departments
to exercise authority over line personnel in matters pertaining to
accounts or quality. This division of authority may interfere with

efficient operations (Broom and Longenecker, 196118

, and McFarland,
197019y

Committee Organization. Involves designating key executives to a

permanent committee with authority for action and decision -- these
differ from special ad hoc committees whose purposes are generally
investigative rather than decision making (McFarland, 1970)20. An
example of the committee organization is found in executive committees,
who are charged with formulating broad company aims and policies and

carry powers of decision.

165 00m, H. N., and Longenecker, J. G., 1961, Small Business

Management. South-Western Publishing Co., Cincinnati, pp. 2AT-282.
70p. cit., pp. 355-357.
18

Op. Cit., p. 241.

90p. cit., pp. 357-361.

2005, cit., p. 361.
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Designing and Organization Structure

Peter Drucker (1954)2] points out that,

A good organization structure does not by itself
produce good performance -- just as a good constitution
does not guarantee great presidents, or good laws, or a
moral society. But a poor organization structure makes
good performance impossible, no matter how good the
individual managers may be.

When speaking of designing an organization structure it is well to
keep in mind the functions of this structure. McFarland (1970)2‘2 lists
the foT Towing functions of organization structure.

1. Providing an efficient production system,

2. Providing a system of communication,

3. Providing satisfactions to individual members of the

organization,

4. Providing organizational and individual identities.

Choice of Type of Organizational Structure

The decision as to what kind of structure will best accomplish
the work required of it presents first the problem of describing and
analyzing the presently existing structure and secondly developing a
Plan and design for the desired structure (McFarland, 1970)23.
Byroom and Longenecker (1961)24 point out that the only two

Practical alternatives for most small firms are the line organization

_—

and R 1 Drucker, Peter F., 1954, The Practice of Management. Harper
Ow, Publishers, Inc., New York, pp. 225-226.

22
23

Op. Cit., pp. 368-271.
Op. Cit., p. 379.
240, cit., p. 203
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and the line and staff organization. The decision as to which of these
two types should be utilized can usually be made on the basis of the

company's size.

THE INDIVIDUAL AND ORGANIZATION DESIGN

That the organization structure has an effect on individuals and

25 and McFarland (1970)26.

vice versa is pointed out by Flippo (1962)
The chief effect of organization structure upon individuals within it
is a tendency to fix the nature and scope of their activities and to
condition the direction of the growth and development of the executives
holding the various positions. On the other hand executives also in-
fluence the structure, through exercising leadership and altering that
part of the organization which is under their responsibility. It is

often desirable to adapt a structure in order to accomodate to the

particular weaknesses or strengths of executives.

AUTHORITY AND RESPONSIBILITY

McFarland (]970)27 defines authority in management as "the right
to guide or direct the actions of others and to exact from them responses
which ape appropriate to the attainment of the organization's purposes".
An important aspect of authority discussed by many authors is that

authority must be accepted. They all agree that the source of manage-

MNt's authority is acceptance by subordinates (Haimann and Scott,

—_

McG 25Fh’ppo, Edwin B., 1962, Principles of Personnel Management.
Taw-Hi1l Book Company, New York, p. 64.

2605, Cit., pp. 394-39.
270p. Cit., p. 403.
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8, McFarland, 197029) .

19702
Management delegates authority to subordinates and in so doing
vests a subordinate with a portion of its own authority to operate
within prescribed 1imits (Haimann and Scott, 1970)30. When manage-
ment delegates authority to a subordinate it also creates an obligation
on the part of the subordinate for the satisfactory performance of
assigned duties. The acceptance of such an obligation by the subordinate
manager creates responsibility. It is important that authority and
responsibility be commensurate. This means that the subordinate must
have been delegated enough authority to undertake all the duties which
have been assigned to him and for which he has accepted responsibility

(Haimann and Scott, 1970)3].

ORGANIZATION CHARTS

Structure of the organization may be graphically portrayed by
organization charts. Such charts can be of considerable assistance to
management in portraying the existing organization, in improving
COmmunications and personnel relations, and in analyzing the organiza-
tion for future planning purposes (Broom and Longenecker, 196132,

Haimann and Scott, 197033).

28,5 Cit., pp. 190-193.

290p. Cit., p. 404,
3op. cit., p. 194.
30p. cit., pp. 202-204.
320p. cit., p. 248.
30p. cit., p. 221.
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Although different types of organization charts are available,
about 95 percent of companies use the vertical organization chart,
which presents the different levels of the organization in a step
arrangement with the senior executive at the top of the chart and
the successive levels of management depicted vertically in pyramid
form. Horizontal and circular charts are sometimes used (Haimann
and Scott, 1970)34.

Baker (1955)3° found that in companies with less than 25
employees less than 10 percent had organization charts. In firms

employing 150-299 employees close to 50 percent maintained organization

charts.

ORGANIZATION STRUCTURE IN AGRICULTURE

The author was unable to discover any significant literature
Pertaining to this function in agriculture. Cash (1968)36 found that
there was a tendency on farms with 1arger'herds to separate the dairy
)37

and the farming enterprises. Anderson and Greene (1969 reported a

division of the labor between milkers, feeders and clean-up crew on many
Florida dairy farms.

For purposes of this study it was thought that the size of many
of the farms visited would be approaching the organizational complexity,

\

340p. cit., pp. 222-224.
35

F ?GCash, J. G., 1968, Some Factors for Consideration When Planning
0°" M'llk']ng Herds of 150+ Cows. Department of Dairy Science, University
Tnois, Urbana, ITlinois, p. 5.

Op. Cit., p. 25.

3
and 7Anderson, Charles L., and Greene, R. E. L., 1969, Use of Labor
Labor Management Practices on Florida Dairy Farms. Agricultural
COnomTcs Mimeo Report EC 69-12, Gainesville, Florida, pp. 18-20.
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where the theories of complex organization or organization theory would

be helpful in explaining what is happening.

RESULTS OF PRESENT STUDY PERTAINING TO ORGANIZATION

The results and observations discussed in this section pertain
to questions three through 27, as shown in Appendix B. Many of these
questions do not pertain directly to the topic of orgam’zation‘, but
are considered important from the point of view of presenting some of
the more salient statistics of the farms visited. Where appropriate
these statistics have been presented separately for the five regions.
Due to the small sample size these figures cannot be meaningfully

analyzed statistically, though certain trends can be observed.

SOME STATISTICS

The average size herd in the study was 1,579 cows. The largest
herds were located in California and the smallest in the East. The
mjority of dairymen had been in the dairying business for more than
20 years and some had been in the business for more than 50 years.
Many had changed the location of their business during this time due
to economic pressures and the spread of urbanization.

Farms in the East were smaller in their conception, thus making
it move difficult to amass a large unit. This fact helps explain
the awerage of 3.7 parcels of land farmed by eastern dairymen, compared
to 2.0 in the Southeastern region and 1.5 in the Mid-West and California.
The smaller size of farms in the East appears to be the result of the
SMall 1and allotments granted to early settlers and the difficulty of
PUrchasing 1arge blocks of land in such an old established society.

Ten dairymen operated more than one dairy herd. For these

fa"'“s the average number of dairy herds was 3.3 with a range of two



nvea

Tatrell

winga

't

Rior ¢
A J0d 2

M n
i o Spc

in
ms:{)qs :

.,f;e FS ’pa "



63
to six.

The average number of youngstock on the farms was closely related
to the average number of cows. The herds in the Mid-West and East
that reported a low percentage of replacements raised were rapidly ex-
panding and, therefore, purchasing replacements from outside. Three
herds operated under contract system for raising replacements. Two of
these had an option to buy their own heifers back from the contractor.
In California, two of the herds kept no replacements at all, while the

remainder had 100 percent replacement programs.

TYPE OF OWNERSHIP

The three types of ownership, i.e., single ownership, partnership
and corporation were found in all five regions. There was a preference,
however, for the corporation in the Southeast. Of the 12 partnerships,
only one employed a full-time professional manager. Generally, one of
the partners managed the dairy operation. Of the 15 corporations only
Séven employed professional managers who managed the entire farm or
at Teast the dairy enterprise. Of the nine single ownerships only four

€mPYoyed professional managers.

NUMBER oF EMPLOYEES

The responses to number and kind of employees were purely descrip-
tive and due to the large differences between many of the farms little
ANAaTysis can be carried out. An attempt was made to categorize the
WOvrkers into various positions and the 1ist does help to identify the
Mmajor job activities on these dairy farms. Milkers stand out as a
Sroyp of specialized people on every farm. On some farms the milkers

Are presponsible for getting their own cows in to be milked, while on

Others (particularly in Florida and Texas) cow pushers are utilized to
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br-ing the cows to the milkers. In looking at the number of milking
cows per milker, it was found that the Southeast was the most
efficient, with an average of 134 cows per milker. Again, when
pushers and milkers were considered the Southeast was still the most
efficient, with 126 cows per milker and pusher.

The labor force was constant on 23 of the farms. The remainder
ind1i cated higher requirements in summer for silage and hay making.

Questions 12 through 22, though generally concerned with farm
organization are not particularly relevant to this discussion on
Personnel management. The responses to these questions are categorized

in Appendix B and where necessary individual items will be referred to.

WORK STRUCTURE

Nineteen of the farms operated on a split-shift basis, using the
Same milkers for morning and evening milkings. The remainder operated
a s traight-shift, utilizing different milkers in the morning and evening.
The split shifts were most notable in Florida and California and on
farms with flat-barn milking systems. Flat-barns were most common in
Flovrida and California also. These barns represented an older type of
mil k dng technology and many were being, or about to be replaced by
more modern parlor-type barns.

There was a tendency to move towards the use of straight shifts

as herd sizes increased and as the milking facilities were modernized.

HOURS WORKED
The most common arrangement for milkers was to work nine hours per
day , six days a week, having one day off. In most instances the day off

%as not set, but in a few cases the day off was rotational, thus giving
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a man a chance of having two days off together every seventh week.
Ten hours per day was quite common also, and eight hours per day less
conwnon.

Outside workers typically worked longer hours, with ten hours per
day being the most common, and six days a week.

Unionization did not affect the hours worked -- though as men-
tioned previously they did have set rates per cow milked by various
systems. This insured a man of being paid for the time he worked and
amount of work done.

The couple of instances of very long hours of outside work were

observed in the Mid-West.

RELIEF MILKING

The majority of dairies had set relief men to relieve milkers.
In some cases the supervisor was the relief man, while in other cases
relief work was handled by family members. The larger dairies
appeared to have a very good system for relief of both milkers and

outside men. On these farms relief work was a full-time job.

ORGAN T ZATION STRUCTURE

None of the farms visited maintained organization charts. An
attempt was made, however, through questioning to establish such a
chart for each farm. As shown in Figure 1, six classifications of
Organj zation structure were identified. They represent different levels
In the evolution of the management function. The respondents were
Classy fied in the closest appropriate category.

The most common types of structure were III and IV. The simplest
str"‘Cture, type I, was followed in five dairies. Type V which is

Wi te complex was observed on six dairies, while type VI which is the
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FIGURE 1. ORGANIZATION CHARTS SHOWING TYPES OF ORGANIZA
FOR THE SAMPLE OF LARGE SCALE DAIRY FARMS, TION STRUCTURE
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the most complex was observed on one dairy. In general, as the size
of herd increased and as more people were employed so did the com-

plexi ty of organization structure.

RESPONSIBILITY FOR LABOR MANAGEMENT

In most cases the owner or his manager were responsible for labor
management. Two owners mentioned that they and their managers did this
joint1ly. Eight respondents said that their supervisors were directly
responsible for the men under them and would only refer problems they

could not handle to the owner or manager.

DISCUSSION

It was obvious from discussion organization structure with these
dairymen, that very few had given much thought to this function of
management. That some structure did exist was evident from the charts
which were established through questioning and the dairymen became very
interested in these charts as a way of viewing their organization.

The charts developed were of the hierarchial model showing both the
vVertical and horizontal dimensions of the organizations.

In the classification developed, types I and II show only a
verti cal dimension, while all other classifications show both vertical
and horizontal division of management. Type IV shows the clear use
of departmentalization between dairy and farm activities with a supervisor
in charge of each. This decentralization by process is carried further
in type V with the creation of more divisions, and there is also
greater yse of the scalar level within the division headed by the herds-

man,

Some of these larger farms, having more than one dairy, were
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decentralized to an extent and each dairy or division was set up as
a profit center. Organization types I to V represented line organiza-
tions , there was no use of staff other than office personnel.

Type VI was the most complex organizatioﬁ visited. It was com-
prised of the President, Vice President (Farm Manager), Herd Health
Superi ntendent (Assistant Farm Manager) and the Controller. This
corporate staff comprised the executive committee also, which had
responsibility for planning. Four barn managers as well as other
divis 1 on heads reported directly to the Vice President and Farm Manager
and each milking barn was set up as a profit center.

I t was evident that many of these farms lacked an organization
struc ture that would enable them to operate more efficiently. There
was an  unwillingness among many owners and managers to delegate authority
to workers and to creat supervisory positions of responsibility. Some
managers, though conscious of this, said that they lacked the caliber
of man willing to take on any responsibility. This, however, left too
much responsibility with the owner or manager himself and severely
limited the time he could devote to planning and organizing functions

of mana gement.

STRAIGHT vs. SPLIT SHIFT

A common topic for discussion among large scale dairymen is
the shi Ft arrangement. The tendency to move toward the use of a
Straight shift as herd sizes increase and as facilities are modernized
répresents an effort to give dairy workers hours and conditions more in
line with their industrial counterparts.

Some of the dairies that tried changing to a straight shift where

differeny men milked the cows in the morning and in the evening were
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forced to change back to a split shift due to mastitis problems de-
veloping in the cows. Indeed, this is the main objection to the
straight shift for the same man no longer milks the same cows morning
and evening. This means that there is a loss of control in identifying
problems and the morning shift man can blame the evening shift man
and vice versa. On the other hand, some dairymen reported improved
bacterial counts and mastitis condition when changing to a straight
shift.

It would appear that the milk quality and herd health status are
more closely related to management and control systems established than
to the type of shift used. The use of a straight shift does necessitate
certain changes in herd management but provided these are adopted there
appears to be no reason why the straight shift cannot work.

The workers themselves prefer a straight shift and those who
Previously worked a split shift and are now on a straight shift would

not be willing to change.

CONCL USIONS AND RECOMMENDATIONS

The following conclusions and recommendations would appear justified,
based on the type and frequency of response and comments made by
individual operators and also in light of the review of industrial
Practq ces.

1. Large scale dairymen are not particularly conscious of the

part an organization can play in helping them to manage.

2. The establishment of simple organization charts of their

present organization may help dairymen to view it more
objectively.
. There is an unwillingness among many owners and managers to

delegate authority. This severely limits the capacity of these
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organizations to grow.
Owners and managers should seek young men who are willing to
take on responsibility and delegate to them the necessary
amount of authority. Many owners are unwilling to pay the
price for a man of this ability. They should consider the
potential for growth, through having more capable employees.
The use of straight shifts will increase in the future in an
effort to give dairy workers comparable working hours and
conditions as enjoyed by industrial workers. This will be
facilitated by improved systems of herd management and controls
which will minimize the presently feared cow problems associated

with changing from a split to a straight shift.
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CHAPTER VI
THE HIRING PROCESS

This chapter will discuss the recruitment, selection and placement
of new employees,

Flippo (1966)1 defines recruitment as, "the process of searching
for prospective employees and stimulating them to apply for jobs in the
organization". The same author points out that recruitment is "positive"
in that its objective is to increase the selection ratio, that is,—the
number of applicants per job opening.

The selection procedure is defined by Flippo (1966)2 as, "a
series of methods of securing pertinent information about the applicant".
Selection he states is "negative" in that it attempts to eliminate

applicants, leaving only the best to be placed in the organization.

RECRUITMENT

Since the manpower needs of no company are completely static, the
recruitment function is a continuous one. The Small Business Administra-
tion (1961)3 points out that sound employee recruitment practices demand
that:

1. The short and long term manpower needs of the organization are

considered, including the probable turnover of labor. Job de-

scriptions and job specifications should be established, as

"Flippo, Edwin B., 1966, Principles of Personnel Management.
McGraw-Hi11 Book Company, New York, p. 47.

21bid., p. 137.

3SmaH Business Administration, 1961, Personnel Management Guides
for Small Business. Small Business Management Series No. 26, p. 5.

71
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discussed in Chapter III on planning.

2. A regular recruitment program be organized, bearing in mind
that the principles of selection involve having a large number
of recruits from which to pick the most suitable. The labor
supply will, of course, influence the number of applicants.

3. A1l sources of recruitmentrshou1d be tapped so that the final
selection can be made from the total pool of applicants.

The Small Business Administration (]961)4 lists the following
possible sources of manpower; present employees, former employees, chance
applicants, trade and industrial associations, clergymen, schools and
teachers, customers and suppliers, state employment agencies, commercial
employment agencies, advertising in the local press and trade magazines
in labor unions. These sources may be classified as external to the
firm, as compared to promoting and transferring employees already within
the company.

Baker (1955)5 found that the two external sources most frequently
used by small manufacturing companies were casual applicants and
recommended labor by present employees. The next most popular sources
were public employment agencies and recommendations of former employees.
Flippo (1962)6 points out that not every firm can afford to develop
every source of labor to the fullest extent. It is, therefore, impor-

tant to try and ascertain the most successful sources of employees so

4
5

Ibid., pp. 8-9.

Baker, Alton W., 1955, Personnel Management in Small Plants.

Bureau of Business Research, ColTTege of Commerce and Administration,

The Ohio State University, Columbus, Ohio, p. 53.
Sop. cit., p. 135.
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that the recruitment program can be more carefully aimed.

SELECTION

Having secured as many applicants as possible from whom to choose,
the next task is to screen them. The screening tools most commonly
used and identified by Baker (1955)7 are: the preliminary interview,
the application blank, the reference check, physical examination and
the personal interview.

Preliminary Interview: Conducting a preliminary interview will
save considerable time and expense, which would be involved in having
every applicant go through the entire selection procedure. This
interview is usually quite short and has as its purpose the elimination
of the obviously unqualified (Flippo, 1962)8. In order to insure that
potentially successful candidates are not eliminated at this point,
careful standards for rejection should be set up for use in this inter-
view, Baker (1955)9.

Application Blanks: These may have several purposes, all or
any of which may be utilized by a particular company, depending upon its
particular need. These purposes include using the form as a permanent
record, eliminating candidates with obviously unsuited characteristics,
determining applicant's ability to follow instructions and providing

a basis for a subsequent detailed interview (Baker, 1955)]0.

Op. Cit., pp. 63-66.
80p. cit., p. 140.
%p. Ccit., p. 64.

100p. cit., p. 64.
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Though certain biographical information such as age, education,
military service status, marital status, skills, past experience and
social security number are common to all application blanks, the questions
should not presume to pry too deeply into the applicant's personal
affairs (Small Business Administration, 1961)11.

References: The use of references is common to many selection
procedures. The primary methods of checking references include
telephone calls or personal calls to those close by; secondary methods
include the use of written references and reports from outside agencies

(Baker, 1955)'2. Flippo (1962)'3

points out that the closer one can
get to the reference giver, the more accurate and valuable will be
the information obtained. But, the Small Business Administration
(1961)]4 says that in judging references one should be circumspect,
since an employer does not usually dwell on an ex-employee's weak points
and does not wish to spoil the ex-employee's chances at another job.
Physical Examinations: The use of pre-employment physical
examinations is more and more becoming recognized as an indispensable
step in the selection process. This examination, according to Baker
(1955)]5 serves three functions. These are; placing individuals in jobs
which are suitable to their health and physical conditions, safe- |

guarding the health of present employees against communicable diseases

and guarding the experience record of the company under workmen's

——

11
12
13

Op. Cit., p. 12.
Op. Cit., p. 64.
Op. Cit., p. 147.
Wop. cit., p. 14.

50p. cit., p. 65.
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compensation laws.

Testing: An employment test is an instrument designed to measure
selected factors which contribute to a man's ability to perform his job
(Flippo, 1962)16. Baker (1955)]7 states that "when properly
validated tests are used discriminately and intelligently, they are
useful instruments in helping to predict whether or not an applicant
will be successful on the job, in which he is to be placed. Strauss

and Sayles (1963)]8

identify five general types of tests that can be
used. These are; (1) performance tests, (2) intelligence<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>