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S Practical Techniques

* To leave you with some thoughts and ideas on
ways to help improve your management style,
training of staff, and your maintenance
program.




b Ingredients for a successful hatchery

Much like a 3 legged stool a hatchery needs
1. Effective Management

2. Well trained staff

3. Good Preventative Maintenance
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A struggling hatchery

e When one or more of these elements are not
functioning well. Hatcheries struggle in a variety
of areas

— Hatchability

— Turn over

— Poorly trained staff
— Poor maintenance
— Hatchery hygiene
— Safety

— Biosecurity




b Good Management — the 15t leg

 Good Management is key and the first leg to
the success of the hatchery.

* Without it the hatchery will struggle

* Poor management will impact the other two
legs as well.




@ Importance of good hatchery management

* Hatchery runs smoothly and efficiently
* Reduced turnover

* Reduced labor costs

* Improved hatchery performance

* Improved chick, poult, ducking quality
e Reduced maintenance costs

* I[mproved staff moral
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Why Employees leave

 Employees join companies but leave Managers.

* A Gallop poll of more than a million US workers
concluded that the #1 reason they quit their jobs
is because of a bad boss or supervisor.

* 75% of employees who voluntarily left their jobs
was because of a bad boss and not the company.

* Turnover is mostly a Manager issue.
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* A culture of blaming, punishment, inflexibility,
and insensitivity only pushes people away.

* Employees want Managers who are leaders.
Managers who will inspire them, who are fair,
honest, and will stand up for them and the
team.

* Too many times employees become
discouraged, stop caring and just go through
the motions until they find another job.




> Treat Employees well

* Managers — please use a human to human
approach when dealing with employees. It’s
people you are dealing with.

* Get to know your staff meet them where they
are and be flexible.

* You can’t buy loyalty but you can earn it.
* |f you want loyal employees — treat them well!
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Listening

" Leaders who don't listen will eventually
be surrounded by people who have
nothing to say." ~Andy Stanley
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Listening

The biggest
communication problem
is we do not listen to
understand.
We listen to reply.
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THE SINGLE
BIGGEST
PROBLEM IN
COMMUNICATION
ISTHE ILLUSION
THAT IT HAS
TAKEN PLACE.
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Communication

“Communication must be
HOT. That’s Honest, Open,
and Two-way.” - Dan Oswald




S Good Communication

e Good communication is essential for your staff
to know what is going on. This should occur
daily.

e This daily feedback is essential for your staff
And believe me your crew craves this

feedback.

* Need to have a positive attitude even when
things are not going well.
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Skill in the art of communication
IS crucial to a leader’s success.

You can accomplisSh nothing unless
you communicate effectively.

Norman Atlen
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Boss Vs Leader

Difference Between

Boss

Drives employees

Depends on authority

Inspires fear

Says,”’I”

Places blame for the breakdown
Knows how it is done

Uses people

Takes credit

Commands

Says, ™ Go ™

This Photo by Unknown Author is licensed under CC BY-NC

& Leader

..Coaches them

.. On goodwill

... Generates enthusiasm
. Says, " We™

.. Fixes the breakdown
.. Shows how it 1s done
.. Develops people

.. Gives credit

.. Asks

. Says, " Let'sgo ™



https://donotflyemirates.wordpress.com/2014/10/01/what-staffs-do-for-free-in-emirates-airline/
https://creativecommons.org/licenses/by-nc/3.0/

Poor Manager

most common traits of bad managers

. Doesn't communicate clear expectations 11. Is a poor verbal communicator
58% 47%
. Plays favorites 12. Doesn't advocate for me
5..:' % .1'I:' 3
. Doesnt show concern for my personal development 13. Doesn't set clear expectations for me
55% 47
. Badmouths people behind their backs 14. Doesn't recognize my good work and efforts
243 45
. Isn't open or interested in feedback 15. Intimidates others
54 45%
. Wants to prove himself/herself right 16. Is impatient
=
. lsn't self-aware 17. Is abrasive
5] -]
. Betrays my or others’ trust 18. Is reactive
51% )
. Doesn't listen to others 19. Doesn't follow through on commitments
% 40
10. Puts herfhis needs in front of my needs 20. Is easily threatened
48% 39%
PEOPLE

MANAGEMENT
trypl.com/managers SURVEY

T e - LT
Source: The Predict

This Photo by Unknown Author is licensed under CC BY-SA-NC



https://www.peoplematters.in/article/employee-relations/the-making-of-a-great-manager-insights-from-people-management-survey-2018-19090
https://creativecommons.org/licenses/by-nc-sa/3.0/

Bad Manager

A bad manager can take a good
staff and destroy it, causing the

best employees to flee and the
remainder to lose all motivation.




b Pay Attention to details

* Simply put we need to pay close attention to
the details and ALL of the basics.

e All of these little things will make a difference.

* |'ve found by paying attention to the details
your staff will begin to pay closer attention as
well.
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In order to pay close attention to the details

You need to walk the hatchery throughout the
day.

You can not effectively manage a hatchery
from in an office looking at a computer screen

| know hatchery managers are busy but you
NEED to find time to walk your hatchery. To

interact with employees and see what's going
on.
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* Walking the hatchery to use your senses of
hearing, seeing, feeling, and smelling.

* |f you don’t walk the hatchery you will miss
the small details and early indicators of
potential problems.




Y SOP’s

* A processin control is also vital to the
hatchery, this is accomplished through
detailed SOP’s

* |f you don’t have or use SOP’s We have you
covered, our Operations manuals have many
written processes that you can use to develop
your own SOP’s

Jamesway Incubation Systems

Platinum Single-Stage

Operations Manual for Chicken

This Photo by Unknown Author is licensed
under CC BY


https://www.flickr.com/photos/128733321@N05/19620861981
https://creativecommons.org/licenses/by/3.0/
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 Don’t let things go, or cut corners within your
SOP’s/ process even if its just every once in

awhile.

* Don’t fall into this trap because it creates
confusion with your staff.
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Inspect what you Expect

* You need to walk the hatchery to Inspect what
you Expect

* Are staff following your programs and SOP’s if
yvou never walk around how do you really
know what is truly going on

* Are staff wearing the proper PPE’s
e Are staff cleaning and sanitizing properly
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* A word of advise here- if you're walking
around and you see something not right or
someone not doing something properly.

* You NEED to address it right then and there if
you don’t and you walk away you have just
told your staff- it’s okay that behavior is
acceptable.




S Don’t confuse your staff

* Don’t confuse your staff

* You need to walk the talk if you have a
program or policy you and your management
team need to follow it as well.

* If you have a program/policy/SOP it needs to
be followed 24/7/365 without exception. If
you make an exception you are telling you
staff its okay to do things this other way.




b Staff training and development

* The next leg of the stool is a well trained staff.

* This is also essential to a properly functioning
hatchery.

* Without a good staff to get the work done the
hatchery will suffer.




Importance of a well trained staff

mproved hatchery performance
Reduced labor costs

mproved safety

oroved animal welfare

oroved biosecurity

3 3 3

oroved Hatchery hygiene




) Staff

 The #1 problem in most hatcheries is finding
staff do this this type of work.

* So what are some things we can do to help
improve this?

* Training
» Effective communication/ listening
* Proper on-boarding




b Training

* Over the years I've found a simple 3 step
process to improve training.

1. Tell me (what, why, how, when, and where)
2. Show me
3. Let me

* |f they don’t understand retrain
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Training

“The only thing worse than

training your employees |
and having them leave is ‘\
not training them and -l
having them stay.” |

Henry Ford

&%)
commelius




ONBOARD:I
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On-Boarding

* On Boarding is a process by which new
employees acquire the necessary knowledge,
skills and behaviors to become effective
members of the team.
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* The process of integrating a new employee into
the work place can be done in many ways.

* The goal is to get the new hire immersed into the
work place and it’s culture as swiftly as possible.

* These socialization techniques lead to positive
outcomes such as higher job satisfaction, better
job performance, greater Company commitment
and reduced work place stress.
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New hires tend to decide within
the three months of starting a
new job whether or not they
will stay with the orqanisation,
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“With a etructured onboarding
program, employees are 58%

more likely to remain with their
organization after three years.”






http://www.flickr.com/photos/stevendepolo/4294686346/
https://creativecommons.org/licenses/by/3.0/
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* This younger generation wants to hear they
are doing a good job.

 They want the warm and fuzzy

* |f they don’t’ get this feed back they will leave
to find someone who will appreciate them.
Remember this group has been brought up
hearing they are awesome, they are doing
great. They Need this type of feedback daily.
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“G00DWORDS
AREWORTH

MUCH, AND
COSTLITTLE. »




Maintenance — the 3" leg

MAINTENANCE IS
TERRIBLY IMPORTANT




b Two types of hatchery maintenance

* Reactive Maintenance
* Preventative Maintenance (pro-active)




S Reactive maintenance

e Reactive Maintenance

— Performs maintenance as a reaction to a
breakdown or problem.

— Waits until the equipment stops working properly
before maintenance begins

— Lowers the life expectancy of equipment

— At this point the equipment is having a negative
effect on performance
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Preventative maintenance

Preventative Maintenance

To perform regularly scheduled maintenance
to prevent equipment breakdown

This maintains the consistency of
machine/equipment operation

Improves the life expectancy of equipment

Optimizes equipment operation and therefore
optimizes performance
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Preventative Maintenance is so important,
and yet so many people just neglect it.

People will only react when things don’t work.

Once things are not working, now we really
have a problem.

This mentality in a hatchery can and will have
devastating consequences.
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Many hatchery managers tell me they would
like to have a preventative maintenance
program

BUT they don’t have time.

If you don’t find time nothing will change and
vou will never get to a preventative
maintenance program.

You need to find time and you need to start
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 So how do we go from a reactive maintenance
program to a preventative maintenance program.

e 15t —You and your maintenance staff must want
to make the change and are 100% committed.

e 2" — hegin a PM program on the equipment that
is giving you the most problems and taking up
most of your time Continue this process of
starting a PM program on each piece of
equipment
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e 3rd—yse the owners manual from each piece
of equipment to develop a PM program.

* Document what has been PM and by whom.

* This process will take awhile to accomplish but
once completed you will have a great PM
program




@  Benefits of good hatchery maintenance

* Improves the efficiency of the
machines/equipment

 Equipment and Parts last longer

* Lower power usage

* Improved chick quality

* Fewer un-expected breakdowns

* I[mproved labor savings

 More time available for other things




Good Maintenance

V&
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Bad Maintenance

B

M
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What makes a good maintenance
team/program

A good PM program is a must

Following the troubleshooting guides in the
operations manual is also a must. This will
save you time and money by not changing out
parts that do not need changed out

5 minutes to check out the troubleshooting
guide will save you so much more
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Key areas of focus

ncubators and Hatchers
HVAC
Physical structure and components

Controls

Room conditions
Calibrations
Processing equipment




v Example of Jamesway PM Guide

MAINTENANCE SCHEDULE FOR PLATINUM INCUBATORS AND HATCHERS
All of $he tems mentionsd below should be checked, as scheduled.
Actual readings showld be recorded and compared with $he optimum.
Al other items should be assessed as 1o their operasng condition — ether satisiaciony or cnsatisiaciony.

MMMMMMMMMﬁuwmwM
Bems, not in satisfactory condiion, should be repai P d. andior clean=d pricr 1o further use.
ems to be Checked Time Schedule
I b HaascH Both, Every BodLEvety
Afser Every Moruhly 3 Months € Months
Transfeo'

7. Damper opemsSng propedly. See page 1060

8. Demper skdes not binding

9. Demper openings eqgual o o
10. Heacher fan (f equipped) cperating properiy

11. Water hose connections (=] <o
12. Water hose couplings o

=

jor -

8. Demper zero position >
) -

-~

Patirnrry Sarxofer-Staoe Ooorationss AManusl - Chvckern — Chaoter 6 Routine AMainfeornssnce 67
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Example of Jamesway Troubleshooting Guide

TROUBLESHOOTING CHARTS
ALARM RELAY
YES
[ I there an Alpem Relay alaem? ] —— | Tre gl relay feedback Sgnal does nOt agres with
relay’s current state.
NO o Check Teedback wites from €A4 and KA-7,
’ * Slence alarms to clear this alarm
Turn on bypass swizch inside canscle. Is NO
LED £1 on SMAT11 boerd 1it? — * Replace faulty bypass switch
* Replace SMATLI crou't Doard
‘ YES
ND
Is amber Bypass fght on canscle door Iit? l — l- Folow Stetus Ughts traubleshooting chaet
‘ YES
Turn off bypass switch inside console and YES 3 * Replace faulty bypass swich
on main screen. (s LED E1 on SMALLL * Replace SMATLI Crowt basd
board it?
(™
Slence alarms so that alarm reday status NO * Replace U26 criver chip on SMALLL with PT1041,
indicator is not visible on the screen > * Heplace SMALLI orowt board
Measwre DC voltage across KA-S (+] and
KA-A (-} Is voltage apprasimatedy 12 VDC?

‘ YES

NO
Is alarm refay KA coil sctivated? ] ——— [0 Heplace slarm relay
‘ YES
Create an audible 2/arm so that status YES e Repiace U256 criver chip on SMAL11 with PT1041.
indicator is visible on man soeen, » * Replace SMAL11I cdrowt basd

Measure DC wvoltage across K4-8 (+] and
KAA () Is voltage appradmately 12 VDC?

J o

YES
Is LED £€ on SMAL111 Daard 17 ] — | . Check T darm relay sStuck e on postion, Replace
* Heplace SMAL11 crout board
l NO
Sdencs slerms agsin. 15 LED €6 on SVMAL111 NO * Check relay feechacs wiring
beard §t? > * Replace SMALLD cros’t Dowd

‘ YES

Narm relay system (= working rormally.
o Oneck externad alaom system wiring for possible
fauts.

Platinurn Single-Stage Operations Manus/ - Chickerr — Chaoter 7 Troudleshooting 75
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Summary

 Work to become a great LEADER.

* People leave bosses not jobs.

 Turnover is mostly a Manager issue.

* Appreciate and Treat your employees well.

* Need good communication and listening skills
* Have an On- Boarding process

* Have a Training and development program

* Good PM maintenance program

* Use Troubleshooting guides




\ 1 4

Questions?

I=my job

My j@b “me

Together
Achieve
More



https://career-ready.blogs.latrobe.edu.au/
https://creativecommons.org/licenses/by-nc-sa/3.0/
http://technofaq.org/posts/2016/08/5-ways-to-boost-motivation-at-workplace/
https://creativecommons.org/licenses/by-nc-sa/3.0/
https://www.tanveernaseer.com/using-our-leadership-to-make-work-meaningful-again/
https://creativecommons.org/licenses/by-nc-sa/3.0/




