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Welcome to Session 4 of Farming With My Team. 
In this session we will explore how to develop your on-farm team. 
Farms, like any other workplace, have production targets and goals and require a skilled workforce in order to meet them. The leader’s role on farm is certainly to recruit and select the right people ensuring they have the right mix of skills and experience needed, and it is also to be future focused to ensure that the people you employ grow and develop their skills over time. These skills can be ‘hard’ skills such as technical or practical skills and they can be ‘soft’ skills which are the skills needed to form relationships to be able to work together in achieving the farm’s goals.
The complement to what skills are needed on farm, is what skills do workers bring. An important part of what anyone brings with them to a job or role is the strengths that they have. As we explored in Session 2, playing to a person’s strengths brings greater job satisfaction, enthusiasm and productivity. If you can balance the skill demands of on-farm tasks with the strengths that someone has you will create a more productive and fulfilling work environment.
When we refer to skills we often classify them as hard or soft skills.
Hard skills are specific and quantifiable knowledge or abilities that can be taught. For example: the ability to operate machinery; perform procedures with cows; to take measurements.
Soft skills are human or social skills or interpersonal skills. For example: communication; collaboration; critical thinking; negotiation; conflict management.





Activity: What skills are needed?
Skill requirements usually start with breaking down on-farm roles  or jobs/task into component skills. Below is part of a farm hand position description. What would be the hard and soft skills required to complete each task?
	Area of responsibility
	Tasks to be performed
	Hard skills needed
	Soft skills needed

	Milk harvesting
	Collect cows from paddock
	

	

	
	Check and start milking system
	

	

	
	Cup up cows after attending to appropriate udder hygiene.  
	

	

	
	Remove cups from cows following the standard operating procedures
	

	

	
	Identify cows with mastitis and other conditions and follow protocols for their treatment and recording
	
	

	
	Oversee the movement of cows from the dairy
	

	

	
	After milking follow the process for cleaning  and shut down
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As we learned in Session 2 the benefits to organisations in playing to the strengths of their employees are numerous:


We can learn to recognise and develop our own strengths. We can also learn to recognise and develop the strengths in others.
Clues to Strength Spotting 
Linley (2008, p74) gives the following clues when spotting strengths in others. A person’s strengths may not be on display every day and may need to be observed over a period of time.





Activity: Strengths in my team
Think of each of your farm workers What clues have been on display that indicates a strength?
	Strength clue
	Who in my team demonstrates this and when (the context)?
	So what is the strength the clue is pointing to?

	A sense of urgency and engagement
	
	

	Losing a sense of time because they are so engrossed and engaged in the activity
	
	

	Very rapidly learning new information or activities
	
	

	A repeated pattern of successful performance
	
	

	Exemplary levels of performance
	
	

	Prioritising task that use the strength over other tasks
	
	

	Having a yearning to use the strength
	
	

	Being drawn to things that play to the strength
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Observing and listening to and understanding what excites and motivates people allows you to best utilise their strengths.
Sometimes you may need to probe a little deeper to find out what a person’s strengths are. It is important not to focus solely on work scenarios. Here are some suggestions (Linley 2008) on the types of questions you may ask someone to better understand what characterises their strengths - in a work context or more generally.
· What sort of everyday things do you enjoy doing?
· What makes for a really good day for you? Tell me about the best day that you can remember having?
· What would you describe as your most significant accomplishment?
· When you are at your best, what are you doing?
· What gives you the greatest sense of being authentic and who you really are?
· What do you think are the most energising things that you do?
· Where do you gain the most energy from? What sorts of activities?
· What are you doing when you feel at your most invigorated?
· Tell me about a time when you think that “the real me” is most coming through.
· Do you have a vision for the future? What is it about?
· What are you most looking forward to in the future?

Once you have established what a person’s strengths are you can look at how they are being utilised.





Once identified, strengths can be developed in the following ways:
Push the limits
· Provide challenges
· Set the bar higher
Allow them to grow
· Education and Training
· Formal and informal learning
· Skill and knowledge acquisition
Mentoring
· Engage mentors
· Have the employee mentor others
Job shadowing
· Employee develops from observing more experienced operators
· Employee is observed so others can learn

Activity: Strength Development
What are you currently doing to develop the strengths of others?




What else could you be doing?
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Both coaching and mentoring are relationship driven and both seek to enrich the lives of those being coached (which we will refer to as the coachee) and mentored (which will we refer to as the mentee) – however they have different intents and their relationship parameters are shaped accordingly.



Coaching can be defined as (Parsloe 1999, p8):
“a process that enables learning and development to occur and thus performance to improve. To be a successful a Coach requires a knowledge and understanding of process as well as the variety of styles, skills and techniques that are appropriate to the context in which the coaching takes place”
Mentoring can be defined as (Cambridge dictionary online)
“the activity of  supporting and advising someone with less experience to help them develop in their work”
[bookmark: _Toc34986752]
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Coaching consists of a series of structured coaching sessions.  One of the most widely used models in coaching is the GROW model. This model was developed in the UK in the late 1980’s by John Whitmore and associates. There may be some variation in the labels that make up the model. This course uses the following labels:



Each coaching session follows this basic structure so that each sessions ends with a plan for the coachee – the specific actions they will now complete. 
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The secret to good coaching is to empower the coachee to take action to decide on their goal and what steps they will undertake to get themselves there. Empowerment is principally tied to what sort of approach the conversation takes between the coach and the coachee. The coach takes on an “ask don’t tell” position that relies on answers and decisions (and therefore the momentum) to come from the coachee and not the coach.
[bookmark: _Toc34986754]The ask/tell spectrum.
More Empowering
More Controlling







Setting the Goal
The first step in coaching is for the coachee to set a goal. The best type of goal to set is a SMART goal
	Specific
What does the coachee wish to accomplish? Why is the goal important to the coachee?

	Measurable
How much?
How many?
How will I know when it is accomplished?

	Achievable
Can the coachee accomplish this goal (which can be a stretch goal)?
What constraints might impact the goal being achieved?

	Relevant
Does this goal matter to the coachee? Is the timing right? Does it suit the current farm environment?

	Time-bound
When will this goal be reached? Give specifics.


Doing a Reality check
The coach and the coachee consider the goal objectively and decide if the goal is achievable. Questions to consider include:
· Is time a factor?
· Should this goal be a priority? Are there more pressing goals?
· Do you have all the resources you need?
· What is the plan for achieving this goal?
· What action have you taken so far?
The role of the coach is to get the coachee to think about their issue and goal from multiple perspectives; to focus on the detail; and give the coach sufficient feedback on the direction to take the conversation.
Exploring options
The options phase of GROW is a little like brainstorming. The coach works with the coachee to generate as many courses of action as possible that the coachee could take to move closer to their goal. It is important not to place any barriers or restriction in the way of generating options. It is important that the coach encourage ideas without judgement and to challenge any assumptions the coachee may have. In this way nothing is left off the table.
Some questions to ask here include:
· What could you do? 
· What ideas do you have? 
· What alternatives do you have? 
· Is there anything else? 
· What steps could you take? 
· Where could you find out the information? 
· How could you do that? 
· What are the different ways in which you could approach this issue? 
· What else could you do? 
[bookmark: _Toc34986763]Will – from discussion to decision
This is the crunch time phase of the GROW model – where the coachee states explicitly what he or she will do to progress their goal. Get the coachee to write down the actions they will take. Be specific and make sure the actions are time bound.
Next time you have a coaching session you will check in with the coachee to see if they have competed the actions they agreed to.
Activity: Having a  GROW conversation
You will do this activity in pairs, each taking it in turns to be the coach or the coachee.
The person playing the part of the coach will:
· Set a SMART goal with the coachee
· Do a reality check of the goal with the coachee
· Consider the options that the coachee may take to move towards their goal
· Gain agreement from the coachee on what they will do (from their options) to move towards their goal
The coachee is to spend a couple of minutes thinking about a goal they wish to achieve that is relevant for them.
Use the template on the next page to plan and record the coaching conversation.




	Goal
Ensure it is:
· Specific
· Measurable
· Achievable
· Relevant
· Time-bound
	

	Reality check
What is the current reality of achieving the goal?
	

	Options
What are all the options available to achieving the goal?
	

	Will
What has the coachee agreed to do?
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In a mentoring relationship the mentee (person being mentored) directs the learning and mentor passes on their knowledge. Mentoring programs have been set up between less experienced and more experienced farmers for the knowledge of that experience to be shared more broadly. Equally mentoring program can exist between farmers and their dairy workers where dairy workers have a willingness and desire to advance their knowledge and career prospects. 
There are many reasons why you would enter into a mentoring relationship including:
· To develop a skill
· To develop professionally
· A desire to have more influence in the dairy industry
· To fulfil a particular career goal
Mentoring relationships are rewarding for both the mentor and the mentee. It is best to enter into a mentoring agreement where both parties are clear on the goals and expectations of the relationship. The agreement can also specify the frequency and type of contact.
Activity: Mentor and mentee
How would you benefit from a mentoring relation where you were the mentor? How could you challenge the thinking of less experienced farmers? What could you pass on to them?
















How could you benefit from being a mentee? What  wisdom are you seeking when it comes to challenges you have on-farm or where your career is headed?
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Your Action Journal is a chronological personal record of your reflections as you move through this course and what actions you will commit to, to improve as a leader. A Journal is another mode of self-reflection and is a vehicle to promote self-awareness and self-improvement.
At the end of each session you will be encouraged to reflect on what was covered and decide what actions you will take to lead more effectively.

[bookmark: _Toc51309651]Coaching
Create a coaching program for your team. Meet with your dairy workers individually to introduce the concept of coaching and to start the conversation about what goals they would like to be coached through.
Run a GROW session. To get comfortable in the coaches seat, run a GROW session with one of your team.
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An increase in focus and engagement of tasks


Greater productivity


Improved wellbeing


More job satisfaction


Greater life satisfaction


To achieve goals more effectively


To reduce stress levels



A sense of urgency and engagement


Losing a sense of time because they are so engrossed and engaged in the activity


Very rapidly learning new information or activities


A repeated pattern of successful performance


Exemplary levels of performance


Prioritising task that use the strength over other tasks


Having a yearning to use the strength


Being drawn to things that play to the strength



Strengths


Do I understand what their strengths are?


What opportunities can I provide for their strengths to shine?


How can I observe their strengths in action?


How can I encourage the use of their strengths?



Coaching


Is goal driven- looks at specific skills and abilities  that the coachee is wanting to develop


Timeframe is shorter as the focus is on the goal (3 months to a year)


Mentoring


Is focused on the whole person (mentee)and has a development/career  focus 


Timeframe is longer, usually greater than one year


Structured and regular meetings - set by the coach and coachee


Less formal structure - meeting set by the mentee as required


Coaches have expertise in the process, coachee has expetise in the content


 Mentors and mentee have expertise in the content and the process


The coach directs the learning asking the coachee questions to discover a solution


The mentee directs the learning. The mentor tells the mentee the solution to the problem



Goal


Reality


Options


What is the inspirational goal that the coachee wishes to achieve?


What is the current reality of achieveing the goal?


Will


What options exist for the coachee to move closer to achieving their goal?


What specific actions will the coachee complete towards achieving their goal?



Ask questions (paraphrase)


Make suggestions


Demonstrate


Give advice


Tell what and how
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