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La motivacion de los trabajadores
en las granjas de cerdos
(Motivating Pig Farm Workers)

John Gadd
International Swine Consultant.

MG da la bienvenida a un nuevo colaborador. John Gadd abordara temas relacionados con la
produccion porcina y la ganaderia en general: recursos humanos, alojamientos, normativa
medioambiental, eliminacién de efluentes, marketing, etc.

John Gadd es uno de los consultores mas reconocido mundialmente, con mas de 50 anos de
experiencia, cerca de 3.000 granjas visitadas en 22 paises y mas de 2.700 articulos publicados.
Es también el creador de toda una nueva terminologia para la produccion de cerdos, que incluye
la relacién coste-rendimiento (rentabilidad) en el calculo de la productividad.

ecruiting and keeping skilled
and reliable stockpeople is a
world-wide problem.
For some 40 years now I
have been training pig farm
staff, both at manager, section head and
general worker level. I have taken part
in two international farm labour surveys
and have carried out one of my own. I
have on file the results of three other
recent surveys.

When I was farming myself in the 60s
and 70s, I of course had to employ farm
labour, including their recruitment,
supervision and motivation, the provi-
sion of bonuses and dismissal. The latter
being a task I did not enjoy!

The following notes are a distillation
of all this experience. It has to be in note
form as there is now so much good
information on farm labour manage-
ment.

Here are some facts about livestock
farmers and their employees from many
years of experience.
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The overall position
e Generally speaking livestock farm-

ers are very similar across the in training and motivating their time to spend with the livestock.
world. They display the same good employees. e They undoubtedly value their
and bad points. e They are bad at attracting school- worker’s contribution but are poor

e Compared to many large industrial leavers. in communicating this appreciation
and retail firms they are well behind ¢ They do not allow workers enough to them.
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What constitutes a good farm
stockperson?

Dr Seabrook, an animal behaviourist,
suggests a good animal attendant is as
shown in Figure 1 (with the positive
attributes to the left, negative to the
right...).

What do the attitudinal surveys
reveal?

The results obtained in the attitudinal
surveys are shown in the Tables I and
IL

How to find out what your
employees really think?

From the above attitudinal information
I encourage owners to ask their staff:

e What their priorities are.

e What they least like about the job.

* How they might improve it.

As it is important to get full and hon-
est answers, it is vital to make clear to
the employees that this exercise will be
carried out as follows:

¢ By an independent person, such as
the veterinarian, or a consultant
like myself.

e Who will not reveal the source of
any individuals comments, thus the
sources of the information the
owner reads will be completely
anonymous.

¢ Everyone’s views and all informa-
tion will be reported back to them.

Then hold a meeting and discuss
how their views can be addressed. Car-
ried out in a friendly and constructive
way, | have found this exercise to be
very motivating in itself.

From all the above we can see that to
secure the basis of a reasonably con-
tented workforce, then the keys to staff
motivation are:

e To be given a reasonable standard

of work.

e For their contribution to be recog-
nized,

¢ And valued,

e And to be treated as a normal
human being.

Graphics encourage good
production records

“You cannot manage what you don’t
measure.”

Many stockpeople find performance
recording a chore, compared to record-
ing where animals or birds are in the
production flow as they know this helps
them with their job. Unfortunately
workers (and quite a few managers) are

Self-Assured
Practical
Conservative
Reserved
Forthright
Serious
Tough Minded
Timid
Submissive
Affected by feelings
Expedient
Uncontrolled
Trusting

Group dependent

Apprehensive
Imaginative
Experimenting
Outgoing
Devious

Happy Go Lucky
Sensitive
Venturesome
Dominant
Emotionally Stable
Conscientious
Controlled
Suspicious

Self Sufficient

Gadd, 2008, after Seabrook, 1984.
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Figure 2. Breeder - Services Cusum.

not good at acting on what the perform-
ance records suggest. Stockpeople are
not naturally numerate -but we can
make them so. Columns of figures are

extremely boring to all but financiers
and accountants! I have seen this nega-
tive situation completely turned round
when graphics are shown on the rest
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Large livestock farms

Medium/small livestock farms

1. Getting on well with co-workers.

1. Working conditions.

2. Working conditions. 2. Pay.
3. Efficient, decisive management. 3. Getting on with the boss.
4. Pay. 4. Time off.

5. Promotion prospects.

6. Sense of belonging.

7. Sociable working hours.

8. Training.

Demotivating factors Motivating factors
Unapproachability of the boss Health and safety
Boss is a poor communicator Good pay

Boss is never wrong

Job security

Boss is incapable

Relationship with boss

“I’'m considered a second class citizen”

Good farm equipment

Being over-controlled

Efficient, decisive management

“My needs are not considered”

Being kept informed

Achievement from work done

Encouragement from superior

Involvement in decision making

Sociable working hours

Farmers and their workers were presented with a problem, the solution hidden in
columns of figures and exactly the same data in graphical form.
They were asked to find a numerical answer to each question. The number of correct

answers was:

(n) Columns of figures presentation Graphical presentation
Class 1 30 42% 78%
Class 2 34 57% 84%
Class 3 37 36% 67%
Agricultural students 20 80% 90%

Source: Gadd, 1994.

room weekly (Figure 2 and Table III).
There are now computerized records

where the computer provides a wide

range of performance results in cusum

form (cusum = cumulative sum) on a

weekly basis, thus the progress against
target is shown graphically (Figure 2).
If half a dozen or so of these progress
graphs are regularly put up on the rest-
room wall (Figure 2), eventually (as it

takes a little time for the staff to get
interested in their own sections per-
formance) this will create interest, and
even a spirit of competition and badi-
nage between the different sections of
the farm.

Training as a force for

motivation

The above idea is just one part of a
planned training program which is itself
motivational. There is now plenty of
published research on the benefits of
on-farm training (one real-life example
from a client of mine, the results of
which I am analyzing now) shows that
after two years of planned training the
weaner weight obtained per tonne of
feed fed to the breeding herd has risen
by 28% and in the finishing herd the
saleable meat per tone of food fed has
increased by 9.8%.

The two together has increased mar-
gin over food cost by 15%. Even under
the recent severe rise in farm feed costs
this improved income paid for the train-
ing costs threefold. Under 2006 eco-
nomic conditions, when the training
program started, it would have been a
5:1 return on investment.

The training, by the way, majored on
correct and improved Al technique in
the breeding herd (especially as regards
timing) and in the feeder herd concen-
trating on daily supervision and adjust-
ment, if needed, of the ad-lib feeders.

Not all training needs to be of an
advanced nature. Figure 3 shows how
simple induction training can motivate
the novice stockperson.

The difficult problem of pay

World wide, the percentage of total pro-
duction costs for livestock units taken
up by pay for both managers and work-
ers lies between 9% for industrial units
to 14% for smaller farms. Excluding
times of low output prices/very high

feed costs livestock producers can sur-

vive on this level of worker remunera-
tion. But below these levels you could
be demotivating your staff and risk
damaging your productive performance
as a result. If you achieve a 15%
increase in gross margin from better
productivity due to a more satisfactory
wage level, then I invite you to look at
what a relatively small part of this extra
financial contribution is taken up by a
motivating rise in the weekly wage of
your staff -it will surprise you how
small it is.
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The equally difficult question of
a Bonus Scheme/Plan.
Is a bonus reward a good idea? With
well-motivated staff definitely. It is part
of good modern business practice these
days. With poorly-motivated workers, it
usually makes little difference and can
upset and demotivate their colleagues.
I started my career by being paid a
productivity bonus, so have grown up
with the concept and have designed
many such incentive schemes myself.
My advice on seeing which were benefi-
cial and which were failures is:
e Individuals must be rewarded on a
team basis.
e Based on achieving targeted levels.
e Targets must be agreed beforehand.
e Individual workers get a propor-
tionate share of the reward.
e Which must also be agreed before-
hand.

Performance appraisals
These are distinctly tricky and are a cur-
rent fashion with big companies. A farm
(even a large one) is not a huge imper-
sonal organization, and with the more
intimate relationships of a farm they can
do harm and cause resentment. Be very
careful.

A quiet friendly word is far more
effective. @

References contact: mundoganadero@eumedia.es

Start point - 9 weaners per sow

Pathway 1 Pathway 2

Enthusiastic start - I'm going
to work like mad to wean an extra
one per sow

' '

6 months later 6 weeks later

First of all | want to increase weaners
per sow by 0.2.

9.4 weaners per sow being achieved.
6 month of hard work and I'm not
even half way there.

; '

And so on to 10 weaned

Great, I've done that already, now
let’s try for another 0.2

I’m never going to get there. ¢
¢ Success
] Satisfaction
Fed up — Give up Want to do more

Figure 3. A better way to set your goals.

© Resumen

Los problemas relativos a la mano de obra son comunes en todo el mundo.
En comparacion con otros sectores, la formacion y la motivacion de los
empleados de las explotaciones ganaderas son buenas. Sin embargo falla
la comunicaciéon con los operarios.

La Figura 1 muestra las cualidades que debe reunir un cuidador del ganado
(a la izquierda, los atributos positivos y a la izquierda, los negativos). Por su
parte, en los Cuadros | y Il estan reflejados los resultados de unas encuestas
sobre las prioridades de los técnicos en porcino, y los factores motivadores y
desmotivadores de los empleados de granja, respectivamente.

A partir de estos datos, se puede preguntar a la plantilla sobre sus priorida-
des, qué es lo que menos les gusta de su trabajo y como lo mejorarian.
Para ello es necesario que las respuestas sean veraces y completas, por lo
que se deberia encargar una persona independiente, y discutirse posterior-
mente en un ambiente distendido y constructivo.

Las graficas con la evolucion de los resultados productivos, expuestas en las
dependencias del personal, suelen tener consecuencias positivas, fomentan-
do el espiritu de competitividad entre los departamentos de la explotacion.

De la misma manera, la inversion en formacion del personal tiene un buen
retorno (5:1), mejorando ademas la motivacion del mismo.

Igualmente, se puede destinar una pequena parte del incremento del bene-
ficio obtenido por el aumento de la productividad debida a la motivacion de
la mano de obra, a su retribucion.

Incentivar econdomicamente la productividad es positivo en las plantillas
motivadas. El autor sefala sus recomendaciones al respecto.

A la hora de comunicar con los empleados hay que ser cuidadosos para no
herir su sensibilidad.
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