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Part one of this paper published in the April
issue discussed options for milking procedures and routines in parallel and herringbone parlors. In part two labor training and
management issues as well as parlor performance monitoring are the focus.
Training and Motivating Employees

Since cows are milked by the employees in a
dairy, employees are the most important resource
of a dairy. Managers are responsible for employee
training and development, and employees, in turn,
are accountable to management.
Teamwork is defined by Webster as “joint action by a group of people in which individual interests are subordinated to group unity and efficiency”. Together Everyone Achieves More! To
have a teamworking environment it must be clear
who makes up the team and what each member of
the team’s role is.
The most effective way to identify team members and their role within the team is to have a
flow chart of every job on the dairy. A flow chart
should clearly define the chain of command within the team and who is accountable for each and
every member of the team. If a member of the
team answers directly to more than one person,
the chart organization should be re-visited.
The milking parlor is the heart and soul of any

dairy. Harvesting quality milk requires more than
just milkers in a parlor. Typically a shift supervisor or leader will be directly responsible for the
milking during their shift. Cow pushers bring
cows to the parlor to be milked and return them
to their pens. In some parlors, cow pushers play a
role in the milking routine used to milk the cows.
Spreadsheets and other tools may be incorporated
to monitor the daily activities in and surrounding
the milking parlor.
The most important aspect to training and
communicating effectively to employees are
through Standard Operating Procedures (SOPs).
SOPs provide a clear understanding of responsibilities of a specific job and they prepare employees to succeed. Each SOP should have a specific
set of objectives. In other words, if the SOP is
followed precisely, employees will be very successful, ultimately contributing to the overall success of the dairy.

D

esigning jobs (with input from employees) to
be effective yet simple, thus allowing each employee doing the same job to perform equal
amounts of work, will minimize employee
turnover and improve labor efficiency. Well designed SOPs fit the person to the job, not the job
to the person. Standard operating procedures
should be written (in the language of choice) and
given to all employees prior to performing a job.
It is also beneficial to have SOPs posted in plain
site in each work area for everyone to see.
The relationship between management and
employees are inseparable. Below is an example
of a process for milking cows, along with the influence for each step. Although many procedures
can be developed depending upon particular man-

agement strategies of a dairy, the items below are
basic underlying methods that may be employed
to maximize milk yield, parlor throughput, and
udder health.
Basic Principles For Milking Cows
(For more on Parlor Management for Large
Herds, see VanBaale and Smith, 2004).
1. Provide cows with a clean, dry, stress-free environment to help ensure calm cows with clean udders
are brought into the parlor (management).
2. Prepare clean dry teats for milking (employee).
3. Properly pre-dip teats with an effective teat dip
(employee).
4. Provide some type of physical stimulation (forestrip?) (employee)
5. Dry teats completely with an individual towel or
cloth (employee).
6. Attach teat cups appropriately, minimize air inlet,
and align units to ensure even milk out (employee).
7. Remove the milking unit as soon as milk flow
slows substantially (management (detacher settings)
and employees).
8. Post dip with an effective teat dip immediately following removal (employee)
9. Remove cows from the parlor in an expeditious
manner (management and employees).
10. Ten percent rule: If ≤ 10% of cows are still milking, properly remove unit and remove all cows from
parlor (management and employees).
Protocol Considerations
What about forestripping every cow every
milking? Some say “No time to prep”; others say
“No time not to prep”. Currently the authors do
not know of any published data that suggests additional forestripping speeds up parlor through-
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put. Stewart et al. (2002) reported a 10.2 to 15.6
second reduction in milking time per cow when
automatic cluster removal settings were increased. Average milk flow per minute increased 0.11 to 0.42 lb/minute, and milk production was not negatively impacted – thus suggesting that increasing automatic cluster remover settings represents an opportunity to increase parlor performance.
Although often a challenge for large dairies,
it is necessary to forestrip milk from teats to
detect clinical mastitis. Some dairies have chosen to strip cows intermittently (once a week or
as needed) with a herdsperson or lead milker.
Others have chosen to forestrip two groups of
cows per day, thus on a dairy with 10 pens all
cows would be forestripped at least once every
five days. If 0.5% of a herd has clinical mastitis,
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Employee job flow diagram for Stotz Dairy, Buckeye, Arizona
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and each case last five days, then only 0.1% of
the herd will be diagnosed each day. Which
means, in a herd with 1,000 cows milked three
times per day it would be necessary to forestrip
12,000 teats to detect one new case of mastitis
(W. Nelson Philpot, Ph.D., professor emeritus
Louisiana State University, and President of
Philpot and Associates International, Inc.).
By identifying the mastitis causing microorganism(s) your cows are infected with (by taking
samples to a proven milk quality laboratory) you
can improve prevention and treatment. In addition, laboratories can expose other problems such

as cows not being sanitized properly during milking, cows being milked wet, poor maternity housing/bedding management, or heifers calving with
mastitis. When taking milk samples from cows it
is important to:1) minimize sample contamination
during collection; 2) use a proven milk quality lab
with an acceptable turn around time; 3) effectively communicating the information between employees and management; and 4) effectively utilizing the information to improve mastitis control
and overall milk quality. Routine sampling of
fresh cows and clinical cows in addition to bulk
tank milk samples is warranted.
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