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

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 Policies Break When Schedules Change
The first question any employee asks when a new schedule is announced is: how does this affect my paycheck? The

second is: what happens to my vacation? The third is usually: what about holidays? These are reasonable questions.

They are also difficult to answer when the policies underlying them were written for a traditional

Monday-through-Friday, eight-hour-day operation.

Most shift work policy problems are not intentional. They emerge when organizations implement new schedules

without systematically reviewing every policy that will be affected. The results range from administrative confusion to

significant unintended costs to workforce relations problems when policies must be walked back after employees

have come to expect them.

The principle is simple but consistently violated: never announce a schedule change until you have reviewed and

updated every affected policy. Once something is given, taking it back creates problems that outlast whatever

operational gains the schedule change achieved.

COMMON POLICY CONFLICTS AT SCHEDULE CHANGE

Policy Area Old Assumption (8-hr/5-day) Problem on New Schedule

Vacation tracking Measured in days or weeks A “day” means different hours across schedules

Holiday pay 8 hrs pay for holidays not worked 12-hr workers lose 4 hrs vs. peers

Overtime trigger After 8 hours/day 12-hr shifts trigger OT on first hours

Shift differential Evening premium only Overnight and weekend rates undefined

Sick leave 1 day = 8 hours Workers use full 12-hr shift at 8-hr rate

Break entitlements Two 15-min breaks per 8-hr shift Policy silent on 12-hr schedule entitlements

These conflicts appear in virtually every schedule transition involving workers moving from 8-hour to 12-hour patterns. Review all
six areas before any announcement. Source: Shiftwork Solutions policy review process.

VACATION POLICY

Why Days and Weeks No Longer Work
Traditional vacation policies measure time off in days or weeks because every work day represented eight hours and

every work week represented forty hours. That equivalence disappears when schedules change.
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An employee on a 12-hour schedule who takes a “week” of vacation under a policy written for 5-day schedules works

a very different period than an employee on a traditional 5-day, 8-hour schedule. A “week” of vacation might mean 3

days off at 12 hours per day (36 hours) while a traditional worker uses the same allotment for 40 hours.

The solution is tracking vacation in hours rather than days or weeks. This creates genuine equity across all schedule

types because hours are hours regardless of how they are organized into shifts. An employee earns 80 hours of

vacation annually, period. How they use those hours depends on their schedule.

Hours
The right unit

Tracking vacation in hours rather than days

creates equity across all schedule patterns.

Hours are hours regardless of shift length.

Before
Review first, announce second

Never announce a schedule change

without first reviewing every policy it

affects. Policy surprises after

announcement damage trust and often

cannot be corrected.

All shifts
Define coverage for holidays

In a 24/7 operation, every day is potentially

a work day. Holiday policy must define

which days qualify, what premium applies,

and what happens when workers are not

scheduled.

SHIFT DIFFERENTIAL

Setting Premium Pay That Works
Shift differential compensates workers for working less desirable hours — evenings, nights, and weekends. Getting

the rate right requires understanding what it needs to accomplish: make less desirable shifts as easy to staff as more

desirable ones.

A differential set too low fails to attract volunteers for nights and weekends, creating chronic coverage difficulties. A

differential set too high pays premium for positions that would be filled at lower rates. The right rate sits at the point

where staffing less desirable shifts requires no more effort than staffing preferred shifts. Most facilities need to

analyze rates periodically as labor market conditions change.

HOLIDAY POLICY

Every Day Is a Work Day
In a 24/7 operation, every day on the calendar is potentially a work day. Traditional holiday policies that assume most

employees will be off on holidays do not translate. Twelve workers may be scheduled on Christmas Day. Another

twelve will be off. The policy must address both groups equitably.

Key questions to resolve before implementing any holiday policy in a 24/7 operation: Which days qualify? How many

hours of premium pay do workers who work holidays receive? What happens to workers scheduled off on a holiday?

Can holiday time be traded? Well-designed continuous schedules rotate holiday assignments equitably over

multi-year cycles.
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OVERTIME COMPLIANCE

FLSA Realities for 24/7 Operations
The Fair Labor Standards Act requires overtime pay after 40 hours worked in a work week, not after 8 hours per day.

This distinction matters enormously for 12-hour shift operations. A worker who works three 12-hour shifts totals 36

hours for the week — below the 40-hour threshold. The same worker who works four 12-hour shifts totals 48 hours

and owes 8 hours of overtime.

This creates a predictable overtime structure that most continuous schedules build in explicitly. Workers understand

they will receive overtime on certain weeks, which helps them plan financially. Payroll systems must track actual

hours worked by calendar week, not by schedule patterns, to calculate overtime accurately.

“
Policy mistakes made during schedule changes are long-lived. Once you give something

away, taking it back creates major workforce relations problems. Review everything before

you announce anything.

— Jim Dillingham, Shiftwork Solutions

The most expensive policy mistake in shift work is not getting it wrong initially — it is announcing a policy before

it is fully reviewed, then discovering a problem and having to change it. Employees who have planned around a

policy will not forgive easily when it is altered. Build review time into the implementation schedule and do not

announce details until every policy question is resolved.

SICK LEAVE & ATTENDANCE

When Leave Policies Don't Translate
Sick leave policies written for 8-hour schedules typically define leave in days. When an employee on a 12-hour

schedule uses a sick day, questions arise: Do they use one sick day (8 hours) or a full shift (12 hours)? These are not

theoretical edge cases — they occur every time a worker on a 12-hour schedule calls in sick. Facilities without clear

policies make ad hoc decisions that are inconsistently applied, creating both administrative burden and perceptions of

unfair treatment.

The same hours-based approach that resolves vacation tracking solves sick leave too. When sick leave is measured

in hours, the calculation is straightforward: a worker who misses a 12-hour shift uses 12 hours of sick leave. The

policy applies consistently regardless of schedule pattern.

IMPLEMENTATION

Getting Policy Right Before Announcing Changes
The sequence of schedule change implementation matters as much as the content of changes. The correct

sequence: resolve the business case, conduct workforce engagement, finalize schedule options, review and update
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all affected policies, and only then present the complete package to employees including both schedule details and

policy implications.

Employees will ask policy questions immediately upon hearing about schedule changes. If the answers are not ready,

management loses credibility and the rumor mill fills the vacuum with speculation that is rarely accurate and often

alarmist. Having complete, accurate answers ready when the schedule is announced demonstrates thoroughness

and builds confidence in the change process.

“
Employees will ask: what does this mean for my paycheck? If you cannot answer that

question clearly when you announce a schedule change, you have not finished preparing for

the announcement.

— Dan Capshaw, Shiftwork Solutions

CONCLUSION

Policies as Foundation, Not Afterthought
Pay and time-off policies in shift operations are not administrative details. They are the concrete expression of the

employment relationship. When they are well-designed and clearly communicated, they build trust and reduce

friction. When they are confused, inconsistent, or have to be changed after announcement, they create lasting

workforce relations problems that outlive the operational reasons for the schedule change.

Getting policies right requires treating them with the same rigor as schedule design. Build policy review into the

implementation timeline. Use the same expertise that informs schedule analysis to inform policy analysis. And never

announce anything until you can answer the question every employee will immediately ask: what does this mean for

my paycheck?

Ready to get your shift work policies right?

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


