
THE

INCUBATOR

COMPANY



Practical Hatchery Management

November 13, 2019

Henry Kohl

Hatchery Consultant 

Jamesway Incubator Company



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. 



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



A struggling hatchery

• 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



Good Management – the 1st 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

• Reduced maintenance costs

• Improved staff moral



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.



• 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.

• If you want loyal employees – treat them well!



Listening



Listening





Communication



Good Communication

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

• 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. 





Boss Vs Leader
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Poor Manager
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Bad Manager



Pay Attention to details

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

• All of these little things will make a difference.

• I’ve found by paying attention to the details 
your staff will begin to pay closer attention as 
well.



• 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

• I 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.



• Walking the hatchery to use your senses of 
hearing, seeing, feeling, and smelling.

• If you don’t walk the hatchery you will miss 
the small details and early indicators of 
potential problems.



SOP’s

• A process in control is also vital to the 
hatchery, this is accomplished through 
detailed SOP’s

• If 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

This Photo by Unknown Author is licensed 
under CC BY
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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. 



Inspect what you Expect

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

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

• Are staff wearing the proper PPE’s

• Are staff cleaning and sanitizing properly



• 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.



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.



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

• Improved hatchery performance

• Reduced labor costs

• Improved safety 

• Improved animal welfare

• Improved biosecurity

• Improved 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



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

• If they don’t understand retrain



Training





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.



• 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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• This younger generation wants to hear they 
are doing a good job.

• They want the warm and fuzzy

• If 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.





Maintenance – the 3rd leg



Two types of hatchery maintenance

• Reactive Maintenance

• Preventative Maintenance (pro-active)



Reactive maintenance

• 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



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



• 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.



• 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 
you will never get to a preventative 
maintenance program.

• You need to find time and you need to start



• So how do we go from a reactive maintenance 
program to a preventative maintenance program.

• 1st – You and your maintenance staff must want 
to make the change and are 100% committed.

• 2nd – begin 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



• 3rd – use 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

• Improved labor savings 

• More time available for other things



Good Maintenance



Bad Maintenance



• 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



Key areas of focus

• Incubators and Hatchers

• HVAC

• Physical structure and components

• Controls

• Room conditions

• Calibrations

• Processing equipment



Example of Jamesway PM Guide



Example of Jamesway Troubleshooting Guide



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



Questions?
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