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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 Schedule Changes Are So Difficult
It looks simple on paper. Post a new schedule on the bulletin board and implement it Monday. Yet schedule changes

consistently rank among the most difficult organizational transformations to execute successfully. The explanation lies

in understanding what a schedule change actually represents to the people affected.

A schedule is not just a work assignment. It is the foundation around which employees build their lives outside of

work. Childcare arrangements, second jobs, school schedules, family commitments, social activities, and medical

appointments are all constructed around when employees work. Changing a schedule means asking employees to

reconstruct all of these arrangements simultaneously. That is why even minor schedule adjustments can trigger major

resistance.

SCHEDULE CHANGE PROCESS — STAGES AND COMMON FAILURE POINTS

1

Business Case
Define why change is

needed. Quantify

consequences of not

changing.

Fail: No clear rationale

2

Communication
Multi-channel, repeated

messaging. Address why,

when, and how.

Fail: Single
announcement

3

Engagement
Structured workforce

input. Surveys, education,

preference gathering.

Fail: Token input only

4

Policy Alignment
Review vacation, OT,

holiday pay, differentials,

breaks — all policies.

Fail: Discovered after
launch

5

Employee Choice
Implementation package.

Employees select from

viable options.

Fail: Schedule imposed

Each stage builds on the previous. Skipping any element increases the risk of failure. The most common failure point is Stage 2 —
insufficient communication. Source: Shiftwork Solutions process model refined across hundreds of implementations.

THE ROOT CAUSE

Why Schedule Changes Fail
The gap between how managers view schedules and how employees view them explains most failed

implementations. Show a schedule to managers and they immediately check whether it provides required coverage.

Hand the same schedule to shift workers and they count weekends off, calculate vacation timing, and identify who

works on holidays. Managers judge schedules by their coverage. Employees judge schedules by the time off they

provide.

A second difficulty emerges from assuming employees will agree on what constitutes a good schedule. They will not.

A schedule one worker considers perfect may spell disaster for another. Some have second jobs that require specific

days off. Some are students with class schedules. Single parents face different constraints than dual-income couples.

If you have 500 shift workers, they have 500 different sets of personal commitments built around their time away from

work.
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“
Shift workers have built their lives around their current schedules. Change the schedule and

you are reaching into their personal lives and rearranging their world. That is why a 15-minute

shift in start time can generate more resistance than a major policy change.

— Jim Dillingham, Shiftwork Solutions

FOUNDATION

Building Your Business Case
Before presenting any schedule options, you need a compelling answer to one question: why are we changing?

Employees will ask this repeatedly throughout the process. The answer must be clear, honest, and grounded in

business reality.

A strong business case justifies the disruption employees will experience, provides criteria for evaluating schedule

options, creates accountability for measuring whether the change succeeded, and demonstrates that the decision

was not arbitrary — which matters enormously to employees who feel their lives are being disrupted.

The business case should also establish what is not negotiable versus what remains open for employee input.

Coverage requirements driven by customer demand may not be flexible. But within those constraints, significant room

for employee preference often exists regarding shift patterns, rotation direction, start times, and other schedule

features.

COMMUNICATION

The Single Biggest Factor in Success
The single biggest factor affecting whether employees support a schedule change is communication quality and

frequency. A common mistake is assuming a message has been received after a single announcement. Safe practice

requires broadcasting the same information multiple times through varied channels: emails, bulletin boards, videos,

town halls, company newsletters, and direct supervisor conversations.

Here is a reliable indicator: if you are implementing a change that should be received positively but employees do not

perceive it that way, you have under-communicated. A grumbling workforce signals the need for more

communication, not less. There is no such thing as over-communicating when it comes to workplace changes that

affect personal lives.

Left in an information vacuum, employees fill the void with speculation and rumors. The rumor mill rarely produces

accurate information, and the anxiety it creates poisons attitudes toward the change before accurate details emerge.

Proactive communication addresses not just what is changing but why, when, how employees can provide input, and

what happens next.
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500
Different priorities

If you have 500 shift workers, you have 500

different sets of personal commitments. No

single schedule satisfies everyone.

~5%
Always dissatisfied

Approximately 5% remain unhappy with

any option. Waiting for unanimous buy-in

delays progress for the other 95%.

6–8 wk
Advance notice

Employees need six to eight weeks to

rearrange childcare, transportation, and

family commitments. Four weeks is the

minimum.

WORKFORCE ENGAGEMENT

Making Employees Part of the Solution
Employees are significantly more likely to support schedules they helped develop compared to solutions imposed

from above. When workers participate in creating the solution, they understand the reasoning, feel ownership of

outcomes, and become advocates rather than resistors.

Two principles guide effective workforce engagement. First, avoid getting too specific too early. Asking employees

which exact schedule pattern they prefer before explaining constraints produces answers that may not be

operationally viable. Better to ask general questions first: Would you prefer more days off even if it meant longer

shifts? How important are weekends versus weekdays?

Second, educate before soliciting preferences. Employees may reject unfamiliar options reflexively. Someone who

immediately dismisses 12-hour shifts as too long might reconsider after learning the pattern provides twice as many

days off annually. Education opens the door to possibilities employees would otherwise never consider.

“
The best schedule is not the one that looks good on paper. It is the one employees have

experienced and chosen to keep. When workers choose their schedule from viable options,

they own the outcome. When management imposes it, they own the resistance.

— Ethan Franklin, Shiftwork Solutions

POLICY ALIGNMENT

The Hidden Complexity of Policy Changes
Schedule changes frequently require corresponding policy changes that organizations fail to anticipate. Most pay and

work policies were designed for eight-hour, Monday-through-Friday schedules. Applying those policies to different

patterns creates problems ranging from administrative confusion to significant unintended costs.

Vacation tracking illustrates the challenge. Traditional systems measure vacation in days or weeks. But when a 'day'

means 12 hours rather than 8, and a 'week' means three or four workdays rather than five, the old system produces

inconsistent results. Holiday pay creates similar complexity — what happens when an employee is not scheduled to
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work on a holiday? These questions must be answered before the schedule takes effect.

Policy mistakes made during schedule changes are long-lived. Once you give something away, taking it back

creates major workforce relations problems. Review vacation, shift differentials, holiday pay, overtime

distribution, break policies, and every other work rule affected by the new schedule before announcing details to

employees.

COMMON PITFALLS

Mistakes That Derail Implementations
Insufficient notice derails more implementations than poor schedule design. Four weeks represents the minimum

acceptable notice period for major schedule changes. Six to eight weeks is better. Childcare cannot be rearranged

overnight. Carpool partners need time to find alternatives.

Assuming universal agreement delays progress unnecessarily. Approximately 5% of any workforce remains

dissatisfied with any option offered. Waiting for universal buy-in delays progress that would benefit the other 95%.

Listen to all concerns, but recognize that unanimous support is neither achievable nor necessary.

Taking something away generates the most intense resistance. Employees intensely scrutinize schedule changes

for losses in money, choice, or time off. Both real and perceived losses generate resistance. Address both directly —

show employees specifically how their income, time off, and options compare between old and new schedules.

Ignoring ripple effects creates cascading failures. Schedule changes in one department frequently impact

maintenance, warehouse, and support functions. Before implementation, systematically identify all departments

affected.

THE IMPLEMENTATION PACKAGE

What Employees Need to Make Informed Decisions
Before employees can make informed decisions about schedule options, they need comprehensive information about

how each alternative works and how it affects them personally. An implementation package assembles this

information in one place.

Effective implementation packages include detailed descriptions of each schedule option, explanations of affected

pay and work policies, charts comparing income and time-off patterns across alternatives, anticipated questions with

prepared answers, and a preference form. Most employees want time to review options with family and coworkers

before deciding — build this time into the timeline.

CONCLUSION

Experience Makes the Difference
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Schedule changes represent some of the most personal workplace transformations employees experience. Unlike

process changes or system upgrades, schedule changes reach directly into employees' lives outside of work. This

personal dimension explains why resistance often exceeds what the change itself seems to warrant.

The path to successful implementation runs through clear business justification, extensive communication, genuine

workforce engagement, thorough policy alignment, and comprehensive implementation materials. Skipping any

element increases the risk of failure. The difference between organizations that navigate schedule changes smoothly

and those that struggle often comes down to experience built through hundreds of similar transformations.

Ready to manage your next schedule change successfully?

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


