
SHIFTWORK SOLUTIONS LLC

Guide 7

Employee Engagement
Building It in Shift Operations

Expert guidance from consultants who have worked with hundreds of 24/7
operations.

SHIFTWORK SOLUTIONS LLC

WHO WE ARE

Shiftwork Solutions LLC is a leading U.S.-based management consulting firm specializing in shift schedule design, workforce
engagement, and operational optimization for 24/7 industrial operations. For over 30 years we have helped hundreds of
manufacturing plants, distribution centers, mines, utilities, and processing facilities across more than 16 industries build better
schedules, reduce costs, and create workforces that stay.

OUR PROCESS

1
Assess
We start by understanding your
operation, schedule, costs, and
workforce composition.

2
Design
Schedule options built for
operations AND people — with full
cost and coverage clarity.

3
Deliver
Rollout support, employee
education, policy development,
and ongoing guidance.

4
Sustain
Post-implementation survey,
results review, and adjustments to
ensure it holds.

OUR EXPERIENCE

30+
Years of dedicated
shiftwork consulting

Hundreds
Operations helped
across North America

16+
Industries served
in every engagement

Fixed
Fee model — no hourly
billing surprises

Ready to discuss your operation?  The conversation is free.

(415) 265-1621   Contact@shift-work.com   shift-work.com/contact
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INTRODUCTION

Why Traditional Engagement Approaches Fail in Shift Work
An engaged workforce is more productive, solves problems more effectively, and stays with the company longer. Yet

in shift operations, engagement presents unique challenges that traditional approaches rarely address. Sixty percent

of the time a shift worker is at work, top management and administrative personnel are not. Each shift functions

almost like a separate company. Workers develop stronger loyalty to their crew than to the organization as a whole.

These structural realities mean that engagement strategies designed for day-shift office environments often fail in

24/7 operations. Building genuine engagement in shift work requires understanding what shift workers actually value,

how communication must adapt to reach them, and why involvement in decisions matters more in shiftwork than in

almost any other work setting.

WHAT SHIFT WORKERS VALUE MOST — KEY ENGAGEMENT DRIVERS

Involvement in decisions High

Schedule predictability High

Supervisor quality High

Recognition for
contributions

High

Transparency about
direction

High

Ranked by frequency of citation in workforce surveys. All five factors consistently outrank pay as engagement drivers. Source:
Shiftwork Solutions survey data across hundreds of facilities.

60%
Management absence

Sixty percent of shift hours occur when top

management is not present. Each shift

develops its own culture — for better or

worse.

<50%
Feel well-communicated with

In almost every facility surveyed, fewer

than half of shift workers feel managers

communicate well with them.

50%+
Turnover reduction

One food processor saw turnover drop

more than 50% after giving employees

choice between a 5-day and 7-day

schedule pattern.

THE BUSINESS CASE

Why Engagement Matters More in Shift Operations



SHIFTWORK SOLUTIONS LLC Employee Engagement: Building It in Shift Operations

(415) 265-1621  |  Contact@shift-work.com  |  shift-work.com Page 3

The business case for engagement is straightforward. Engaged employees care about their work. This translates

directly into lower turnover, higher productivity, fewer safety incidents, reduced absenteeism, and better quality.

In shift operations, these benefits compound because turnover is especially costly. Every departing employee takes

skills you paid to develop. A facility with engagement problems eventually becomes known in its community, shrinking

the candidate pool for future hiring.

The flip side creates a virtuous cycle. Engaged employees spread positive word-of-mouth, making you the local

employer of choice. They mentor new hires effectively. They solve problems before management ever hears about

them. These behaviors multiply across a workforce, creating operational resilience that no policy manual can

produce.

UNIQUE CHALLENGES

The Unique Challenges of Shift Work Engagement
Shift workers face lifestyle challenges that day-shift employees never experience. Working nights disrupts sleep

patterns and family routines. Weekend shifts conflict with social activities and children's events. Rotating schedules

make long-term planning nearly impossible. These challenges create chronic stress that accumulates over time.

Communication presents particular difficulties. In almost every facility our consultants have worked in, less than 50%

of shift workers felt that managers communicate well with them. Messages sent during day-shift hours miss workers

on nights and weekends. Bulletin boards go unread. The grapevine fills information voids with speculation and

anxiety.

WHAT WORKERS WANT

Understanding Shift Worker Priorities
Research consistently identifies four priorities that span most shift workers. First, they want to be involved in

decisions that affect them — they want you to ask what they think. Second, they value recognition, which remains

underdelivered in most operations. Third, they want transparency about company direction and the reasoning behind

decisions. Fourth, they want predictability in their schedules and reasonable control over their time.

Work-life balance consistently ranks as the top concern, but the term means different things to different people:

predictable schedules, access to overtime for those who want it, avoiding mandatory overtime for those who don't,

more weekends off, or the ability to trade shifts with colleagues.

“
Shift workers quickly tell the difference between pretense and reality when it comes to being

told they are important members of the team. Give them something to own, and they will

know they are contributing.

— Jim Dillingham, Shiftwork Solutions
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THE POWER OF INVOLVEMENT

Why Employee Choice Transforms Outcomes
Employees are significantly more likely to support decisions they helped shape. This principle carries special weight

in shift operations where decisions reach directly into workers' personal lives. When workers participate in developing

solutions, they understand the constraints, accept the tradeoffs, and become advocates rather than critics.

The most powerful form of involvement gives workers real choice. When employees choose their schedule from

options that all meet business requirements, complaints diminish dramatically. They cannot blame management for a

decision they made themselves. The schedule becomes 'our schedule' rather than 'management's schedule.'

COMMUNICATION

Reaching Workers Across All Shifts
Effective shift communication requires multiple channels delivering consistent messages. The same information

should appear on bulletin boards, in emails, in pre-shift meetings, and in conversations with supervisors. Different

workers receive information through different channels, and repetition reinforces rather than annoys.

Four practices consistently improve communication. First, schedule line managers to work off-shift periodically — not

to inspect but to be present and available. Second, hold quarterly meetings with all shifts that provide business

updates. Third, involve shift supervisors in decision-making so they can explain reasoning to their crews. Fourth,

expose night and afternoon workers to day-shift functions so they understand the full scope of what makes the

company successful.

RECOGNITION

Recognition: Simple But Underdelivered
Public recognition for jobs well done represents Leadership 101, yet opportunities consistently pass unnoticed. Daily

operational pressures consume attention that should be directed toward acknowledging good work.

Research found that employees rated public recognition as one of the biggest contributors to their satisfaction with

work-life balance. Recognition does not require elaborate programs or significant expense. It requires intentionality

and consistency. Praising employees publicly in crew meetings, acknowledging contributions in communications, and

simply saying thank you for specific actions all build engagement. The key is making recognition routine rather than

occasional.

“
People don't quit jobs — they quit bosses. Your first-line supervisors play the single biggest

role in employee performance and job satisfaction. Strong supervision represents one of your

highest-return investments.

— Dan Capshaw, Shiftwork Solutions
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SUPERVISION

The Supervisor's Central Role
First-line supervisors shape engagement more than any other factor. They translate company policies into daily

reality. They deliver recognition or withhold it. The relationship between supervisor and worker determines whether

someone stays or starts looking elsewhere.

This makes supervisor selection, training, and support critical investments. One supervisor for sixty employees

makes meaningful relationships impossible. One supervisor for twelve to twenty employees creates space for the

personal attention that builds loyalty. Supervisors should work the same schedule as the crews they supervise —

rotation undermines accountability and prevents the relationship-building that drives engagement.

RETENTION

Building a “Sticky” Workforce
Creating stickiness requires understanding what makes employees leave. High turnover often traces to excessive

mandatory overtime, unpredictable schedules, poor supervision, and feeling disconnected from the organization's

success. Addressing these factors directly reduces turnover more effectively than generic engagement programs.

Consider one food processing company experiencing severe turnover. Analysis revealed excessive overtime as the

underlying cause, with newer employees bearing disproportionate mandatory overtime burdens. The solution

combined a new 7-day schedule for those who wanted it with a traditional 5-day schedule for those who preferred it.

Six months later, surveys showed dramatic improvements: schedule predictability up 41%, flexibility up 48%, and

overall turnover down more than 50%.

CONCLUSION

Moving from Understanding to Action
Building engagement in shift operations requires addressing the specific factors that matter to shift workers:

involvement in decisions, effective communication, recognition for contributions, reasonable work-life balance, and

strong frontline supervision. Generic engagement surveys and programs miss these specific needs.

The path forward starts with understanding your current state through anonymous surveys that reach all shifts. The

organizations that build lasting engagement treat employee input as genuinely valuable, communicate transparently,

hold supervisors accountable for workforce wellbeing, and design operations with employee experience as a real

consideration rather than an afterthought.

Ready to build engagement in your shift operation?

Call (415) 265-1621 | Contact@shift-work.com | Book a free consultation: shift-work.com/contact


