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Shift Work

INTRODUCTION: A SIGNIFICANT SOCIAL PHENOMENON

According to a July 2011 article in the U.S. Department of Labor’s Monthly
Labor Review, large numbers of Americans work nonstandard schedules.

‘‘Cross-sectional data reveal that one-fifth of all employed Americans work
mostly in the evening, at night, or on a rotating shift,’’ authors Harriet B. Presser
and Brian W. Ward of the University of Maryland wrote. ‘‘Moreover, one-third
of all dual-earner couples with children include at least one spouse working one
of these shifts. Such widespread employment at nonstandard times is a signifi-
cant social phenomenon, with important implications for the health and
wellbeing of individuals and their families.’’

Sleep Deprivation a Serious Concern

One example of the health implications of nonstandard work schedules is fatigue
resulting from too little sleep, a particular concern for shift workers in health
care, law enforcement, trucking, mining, manufacturing, retail, and some other
fields.

‘‘A lot of mining companies are relying on technology being developed to help
determine whether a driver of a haul truck is fatigued or not,’’ Tom Chism,
global director of occupational health for Canadian-based Barrick Gold Corp.,
told BNA. Chism is helping develop a fatigue risk management standard for use
at the company’s 26 mining sites worldwide.

In the past five years, fatigue risk management systems (FRMSs) have become
more prevalent in shift-working industries, sources tell BNA. Such systems are
designed in part to monitor the hours of service an employee works and deter-
mine what potential risk factors are tied to workplace safety.

William Sirois, senior vice president and chief operating officer for CIRCADIAN
Technologies Inc., a consulting firm based in Stoneham, Mass., that provides
workforce performance and safety solutions for businesses that operate around
the clock, noted that the Nuclear Regulatory Commission, the pipeline industry,
the air transport industry, and the American Petroleum Institute are involved in
exploring the use of FRMS plans.

Employee assistance programs offer employers another tool to help ensure their
workplaces are safe and their employees are receiving the support they might
need as a result of working nonstandard hours.

According to Philip Sutton Chard, president and chief executive officer of
Empathia, an EAP in Waukesha, Wis., sleep deprivation can be a contributing
factor to ulcers, cardiovascular disease, metabolic syndrome, and emotional dis-
orders including anger and depression.

SHIFT WORK

‘‘One-fifth of all employed
Americans work mostly in the
evening, at night, or on a
rotating shift.’’
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An Empathia blog posting concluded that ‘‘employers can improve the work-
place for shift workers with a few changes—breaks, work buddies, cots for naps,
simple awareness of the problem—to decrease fatigue and increase safety.’’

Maintaining Balance

Another area of concern for employers, hourly workers with low wages continue
to grapple with how to balance work and family commitments when they gener-
ally lack control over when—and how much—they work each week. Many have
no input when supervisors abruptly change their work schedules, which can de-
rail child care or other plans, and their incomes can fluctuate when sales are
slow and supervisors either tell them not to show up for work or send them
home.

‘‘With employees who feel like they have more control over their work sched-
ules, we see evidence of increased retention and job satisfaction,’’ said Julia
Henly of the School of Social Service Administration at the University of
Chicago. ‘‘There are payoffs for paying attention to the preferences of employees
and trying to schedule around those preferences.’’

In Shift Scheduling & Employment Involvement: The Key to Successful Sched-
ules, CIRCADIAN Technologies Inc. officials reported that ‘‘research shows that
involving employees in the [scheduling] selection process results in better em-
ployee morale and satisfaction with the new schedule, lower absenteeism and
turnover, and increased operational efficiency.’’

Similarly, CIRCADIAN reported in a 2007 Shiftwork Practices Survey that em-
ployee morale is much worse when schedules are mandated by offsite managers.

Although employers such as Barrick are addressing the challenges facing em-
ployees who work nonstandard hours, workplace safety and the health of shift
workers remain at risk. This issue of Workforce Strategies examines the HR is-
sues unique to dealing with shift workers, focusing particularly on health and

Absenteeism and turnover rates in facilities with schedules mandated by 
offsite managers vs. those that allow employees to select schedules.

Shiftwork Practices Survey 2007.
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‘‘There are payoffs for . . .
trying to schedule around
[employee] preferences.’’
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safety issues and on the deleterious effects of nonstandard work schedules on
employee personal life and morale, examining current academic research, and
providing expert advice on best practices, including case studies of two employ-
ers with particularly successful risk management systems.

Percentage of facilities reporting severe fatigue problems with schedules mandated
by offsite managers vs. those that allow employees to select schedules. 

Shiftwork Practices Survey 2007.
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Shift Work

HEALTH & SAFETY CHALLENGES

One of the greatest challenges facing employees who work shifts outside the
traditional hours of 7 a.m. to 6 p.m. is fatigue.

Researchers worldwide say fatigue can take a toll on employees’ health and in-
terpersonal relationships and jeopardize workplace safety.

In an article titled ‘‘Irregular Working Times and Metabolic Disorders Among
Truck Drivers: A Review’’ in the journal Work, researchers in Brazil noted that:
‘‘Truck drivers work irregular hours due to workload demands, [and] long work-
ing hours, including night work, [are] the main characteristic of the job. Working
at night may contribute to chronic sleep deprivation and obesity, which are com-
monly observed among these professionals.’’

In another Work article, titled ‘‘Effects of Extended Work Shifts on Employee
Fatigue, Health, Satisfaction, Work/Family Balance, and Patient Safety,’’ re-
searchers in France and the Netherlands reported that: ‘‘One-third of nurses
working 12-hour shifts during the day, 10-hour shifts at night, and alternating
shifts are dissatisfied with their working time relative to their wellbeing. Nurses
working 10- or 12-hour shifts during the day, 12-hour shifts at night, and alterna-
tive shifts feel more often tired and have more frequently a high burnout score.’’

The study was based on a multivariate analysis of 25,924 European nurses.

Battling Biology

‘‘We know that sleep is important,’’ research scientists Claire Caruso and
Roger R. Rosa said in an entry posted on the National Institute for Occupational
Safety and Health’s Science Blog. ‘‘The need for sleep is biologically similar to
the need to eat and drink, and it is critical for maintaining life and health and for
working safely.’’

Sleeping seven to eight hours a night is tied to better health and safety out-
comes, they said, but warned that ‘‘a growing number of American workers are
not getting enough sleep.’’

While during the 1980s 24 percent of workers reported six or fewer hours of
sleep per day, Caruso and Rosa noted, during the 2000s 30 percent of American
civilian workers reported six or fewer hours of sleep per day, ‘‘a level considered
by sleep experts to be too short.’’

This lack of sleep is tied to work demands and other factors, Caruso and Rosa
explained: ‘‘The timing of a shift can strain a worker’s ability to get enough
sleep. Working at night or during irregular hours goes against the human body’s
biology, which is hard-wired to sleep during the night and be awake and active
during the day.

WORKFORCE STRATEGIES

Fatigue can take a toll on
employees’ health and

interpersonal relationships
and jeopardize workplace

safety.
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‘‘Still, society needs certain workers around the clock to provide vital services in
public safety, health care, utilities, food services, manufacturing, transportation,’’
and others sectors, they added. ‘‘The resulting shift work—any shift outside the
normal daylight hours of 7 a.m. to 6 p.m.—is linked to poorer sleep, circadian
rhythm disturbances, and strains on family and social life.’’

Because it is not possible to eliminate shift work altogether, Caruso and Rosa
concluded, ‘‘the challenge is to develop strategies to make critical services avail-
able while keeping workers healthy and everyone around them safe.’’

Working at night and sleeping in the daylight creates chronic sleep deprivation
and fatigue, said CIRCADIAN’s William Sirois.

‘‘Fatigue risk management has become the issue of this time; it’s a manifest of
shift work,’’ Sirois told BNA. ‘‘When we work rotating shifts, long irregular
hours, even steady night shifts, all of that serves to de-synchronize the timing of
our biology, much like jet lag.’’

Running Risks

Caruso and Rosa said in their blog post that the risks for employers of long
work hours and shift work are:

s reduced productivity,

s increased errors,

s absenteeism and presenteeism (which they define as being present at work
but not fully functioning because of health problems or personal issues),

s increased health care and worker compensation costs, and

s workforce attrition due to disability, death, or moving to jobs with less de-
manding schedules.

They cited as risks for workers of long hours and shift work:

s sleep deprivation;

s lack of adequate time to recover from work;

s decline in mental function and physical ability, including emotional fatigue
and a decline in the function of the body’s immune system;

s higher rates of depression, occupational injury, and poor perceived health;

s higher prevalence of insomnia among shift workers with low social sup-
port;

s increased risk of illness and injury;

s strain on personal relationships, such as marriage and family life; and

s increased risk of long-term health effects, such as heart disease, gastroin-
testinal disorders, mood disturbances, and cancer.

SHIFT WORK

Working at night and
sleeping in the daylight
creates chronic sleep
deprivation and fatigue.

COPYRIGHT � 2013 BY THE BUREAU OF NATIONAL AFFAIRS, INC., 9



The risks to the community, Caruso and Rosa said, include ‘‘potential increases
in errors by workers’’ leading to medical mistakes, vehicle crashes, and industrial
disasters.

They added that ‘‘the effect of long work hours and shift work may be more
complex than a simple direct relationship between a certain high number of
work hours or shift schedule and risks.

‘‘The effects appear to be influenced by a variety of factors including character-
istics of the worker and the job, worker control, pay, nonwork responsibilities,
and other characteristics of the work schedule.’’

In an August 2012 study published in the International Journal of Exclusive
Management Research titled ‘‘Shift Work: Evaluation of Employee’s Physical
Well Being and Its Impact on Quality of Life,’’ Rakhshinda Siraj and N. Ravi-
chandran of Hamdard University in Karachi, Pakistan, noted that several studies
‘‘point to a modestly elevated risk of preterm delivery for [pregnant] shift work-
ers; an elevated risk of gastrointestinal disorders; [and] evidence of a link be-
tween shift work and heart disease. [S]hift work that involves circadian disrup-
tion is probably carcinogenic to humans.’’

Siraj and Ravichandran suggest various strategies employers should consider to
help shift workers cope, including employee assistance programs, health risk
appraisals, and health coaching.

Balancing Act

Sirois at CIRCADIAN told BNA: ‘‘The challenge for the shift worker is, ‘How
do I get adequate rest and quality of sleep when I’m struggling to balance work
and family life and the only flexibility I have is how much sleep I get.’ We are
all struggling to balance work and life, and what gets compromised in the pro-
cess is sleep.

‘‘So we have this inherent physical stress that comes with shift work and that
creates fatigue, and fatigue creates human error,’’ Sirois said. ‘‘And with the as-
sets at risk for employers today, a simple human error of inattention or slow and
inappropriate response can cause a major safety incident—if not a catastrophic
failure.’’

Ian Nimmo, president of User Centered Design Services Inc., a consulting firm
in New River, Ariz., told BNA that the 2005 explosion at a BP refinery in Texas
City, Texas, that killed 15 people triggered more interest from businesses in de-
veloping Fatigue Risk Management Systems. Such a system could lessen the risk
of accidents tied to fatigue, Nimmo said, and help employers develop shift work
schedules.

According to its website, UCDS works with companies to reduce the frequency
and severity of ‘‘abnormal situations’’ and to implement efficient and effective
work processes.

WORKFORCE STRATEGIES

‘‘A simple human error of
inattention or slow and

inappropriate response can
cause a major safety

incident.’’
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‘‘Fatigue Risk Management Systems look at the hours of service worked and
what the potential risk factors are,’’ Nimmo said.

‘I’m Not Paying People to Sleep’

A CIRCADIAN Technologies Inc. white paper titled Evolution of Fatigue Risk
Management Systems: The Tipping Point of Employee Fatigue Mitigation notes
that a successful FRMS is science-based, data-driven, and progressively reduces
risk using feedback, evaluation, and modification.

Included in the analysis are questions such as what happens when a worker takes
an extra shift for a co-worker or when employees wake up at midnight to arrive
at work at 3:30 a.m.

‘‘Traveling to work in the dark and traveling home in the dark . . . the likelihood
of having an accident is extremely high,’’ Nimmo said. ‘‘It’s not unusual to see
shift workers taking a nap before they drive home. About 2 percent of compa-
nies allow that.

‘‘We’ve got to get past the cultural issues about, ‘I’m not paying people to
sleep.’ It’s junior management more than senior management that still has hard-
ened attitudes toward naps,’’ Nimmo said. ‘‘That’s becoming an issue to be ad-
dressed.’’

Sirois said that in the last few years the Nuclear Regulatory Commission has
launched a fatigue risk management program. The pipeline industry has also put
a fatigue risk management standard in place.

‘‘In the industrial sector, the Texas City refinery explosion gave rise to discus-
sions in the federal corridor about regulating the refining and chemical industry
as well,’’ Sirois said. ‘‘The industry response has been to promulgate their own
standard and demonstrate to the regulators that [they] can fix this problem with-
out regulations.’’

The American Petroleum Institute has put together a fairly comprehensive stan-
dard, Sirois said, that is being embraced by that industry, although the U.S.

Key characteristics of a successful Fatigue Risk Management System

Science based Supported by established peer-reviewed science

Data driven Decisions based on collection and objective analysis of data

Cooperative Designed together by all stakeholders

Fully Implemented System-wide use of tools, systems, policies, procedures

Integrated Built into the corporate safety & health management systems

Continuously improved Progressively reduces risk using feedback, evaluation & modification

Budgeted Justified by an accurate ROI business case

Owned Responsibility accepted by senior corporate leadership

Source: CIRCADIAN

SHIFT WORK
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Chemical Safety Board, an independent federal agency that investigates chemical
accidents, is reviewing and challenging some parts of the standard. Other indus-
tries are embracing the API standard or similar ones.

‘‘The bottom line is the fatigue risk management system has become a substan-
tial movement in the shift-working industries,’’ Sirois said, ‘‘and involves taking
a holistic approach to dealing with what is undeniably a physiologically and so-
cially conflicting way of life.’’

WORKFORCE STRATEGIES
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Shift Work

SCHEDULING OPTIONS

Another employee population facing challenges posed by nonstandard work
hours are individuals holding low-level hourly positions.

Julia Henly of the School of Social Service Administration at the University of
Chicago told BNA that challenges facing these employees include supervisors
assigning them too few work hours and fluctuating schedules. This can wreak
havoc on child-care arrangements, school plans, medical appointments, and the
coordination of a second job or of a spouse’s job.

Henly also pointed out that while the notion of professional employees having
more flexibility in the workplace is gaining popularity nationwide, hourly work-
ers holding low-level positions are reaping few benefits from such arrangements.

‘‘One problem for professional workers in the work-family field and an issue
they have tried to address is the rigidity in long hours of professional work,’’
Henly explained. ‘‘But at the lower level a lot of the concern is really around
scarce and fluctuating hours. Many employees are working involuntarily part-
time. What they want is more control over the hours they work, and they also
want more hours—not fewer hours.’’

Workplace Flexibility

Henly and co-authors Susan J. Lambert of the University of Chicago’s School of
Social Service Administration and Anna Haley-Lock of the University of
Wisconsin-Madison School of Social Work discuss such challenges in more de-
tail in their article ‘‘Schedule Flexibility in Hourly Jobs: Unanticipated Conse-

PERSONAL AND FAMILY CIRCUMSTANCES OF HOURLY WORKFORCE

Source: WSS manager survey. Note: N = 139 store managers. Results for each category indicate the 
percentage of store managers who report that they have at least one sales associate in that category.
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quences and Promising Directions’’ in the August 2012 issue of the journal
Community, Work & Family.

‘‘In particular, we argue that the assumptions of job rigidity and overwork that
motivate conventional flexibility options may not be broadly applicable across
jobs in the U.S. labor market,’’ the authors write.

Lambert, Haley-Lock, and Henly note two flexibility options included in most
lists of recommended flexibility practices:

s working reduced hours and

s varying the time of work.

‘‘[C]onventional flexibility options do not always map well onto hourly jobs and
in certain instances may disadvantage workers by undermining their ability to
earn an adequate living,’’ they wrote. ‘‘In particular, we provide evidence that
work hours are both scarce and variable for many low-level hourly workers.’’

Henly told BNA that ‘‘workplace flexibility’’ is often defined one way by em-
ployers and another way by employees.

‘‘For employees, it means having more control or discretion over when, where,
and how they work,’’ she said. But when employers use the term, ‘‘they mean
flexibility to adjust their workforce and work hours so they can better respond to
[consumer] demand.’’

As a result, Henly said, employer-driven flexibility can involve a focus on adopt-
ing scheduling practices that result in employees having unpredictable work
schedules.

Not all employers subscribe to the same scheduling philosophy, however.

‘‘There is quite a bit of variability in how employers schedule workers,’’ Henly
told BNA. ‘‘But a lot of employers say, ‘There’s not another way I can do this.’
In retail, employers say, ‘It’s a lower-profit industry and labor costs are high and
we have no other choice but to very carefully match labor costs to demand.’ ’’

This can result in abrupt changes to employee work schedules on short notice if,
for example, customers are not visiting a store or sales figures are too low.

Lambert and Henly discuss this in greater detail in their article ‘‘How Frontline
Managers Matter: Labor Flexibility Practices and Sustained Employment in
Hourly Retail Jobs in the U.S.’’ published in the 2012 book Are Bad Jobs Inevi-
table? Trends, Determinants, and Responses to Job Quality in the Twenty-First
Century.

Citing corporate administrative data and manager surveys from their Work
Scheduling Study of 139 Midwestern and Eastern stores of a national women’s
apparel retailer, they highlight ‘‘the accountability pressures facing frontline
managers’’ in a firm, ‘‘describe the extent of variation in managers’ hiring and

WORKFORCE STRATEGIES
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scheduling practices, and examine the relationship between these practices and
store-level rates of employee turnover and retention.’’

When it comes to determining work schedules, ‘‘we see variations in how em-
ployers do this,’’ Henly told BNA. ‘‘While there’s absolutely a real concern that
employers have, for good reason, about keeping labor costs in line with sales,
there’s variation in the strategies they can and do adopt.’’

‘‘It’s kind of a fact of the 21st century that you will have 24/7 labor require-
ments in some fields,’’ she said. ‘‘At some level there are constraints on chang-
ing the existence of nonstandard timing. But that doesn’t mean employers can’t
adopt strategies that allow workers to have more say in which hours they work.
It doesn’t mean we can’t have employer practices that provide a little more lead
time in when employees know their schedules.

‘‘It doesn’t mean we can’t have practices that allow employees to do self-
scheduling,’’ she added. ‘‘There are some employers that allow employees
through online scheduling systems to declare the shifts they want or do shift-
swapping and have a lot more involvement and control over their scheduling
options.’’

Improving Work-Life Fit

In a 2011 report titled Improving Work-Life Fit in Hourly Jobs: An Underutilized
Cost-Cutting Strategy in a Globalized World, Joan C. Williams, a law professor
and founding director of the Center for WorkLife Law at the University of Cali-
fornia, Hastings College of the Law and research sociologist Penelope Huang
described online scheduling as ‘‘the wave of the future.’’

‘‘Employers can use online scheduling services at a cost between $1.25 and $5 a
month per employee,’’ they said, citing various sources. ‘‘This means that, for
the first time, even small employers can shift to online scheduling.’’

MANAGER PRIORITIES WHEN MAKING SCHEDULES: BUSINESS REQUIREMENTS

Source: WSS manager survey. Note: N = 139 store managers. Results for each category indicate the importance surveyed 
managers assign to the issue in that category.
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Employers can ‘‘adopt
strategies that allow workers
to have more say in which
hours they work.’’
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Improved Scheduling Practices Benefit Employers and Employees

The University of Chicago’s Work Scheduling Study was designed to
‘‘further knowledge on scheduling practices in the retail sector by identi-
fying ways to improve scheduling practices to benefit both families and
firms,’’ its two principal investigators, Susan J. Lambert and Julia R.
Henly, said.

As part of the study, researchers collaborated with a national women’s
apparel retailer to obtain information on strategies store managers adopt
in an effort to ‘‘balance the needs of business with those of employees
and the challenges managers face in doing so.’’

The study is based on information gathered in 2007 and 2008 from 139
stores and managers and 1,272 hourly workers. Among its key findings:

s There might be more stability in labor demand than is com-
monly assumed in the retail sector. For most stores, more than 80 per-
cent of staffing hours assigned to stores remain the same from month to
month, suggesting more predictability in staffing and scheduling require-
ments that could be capitalized on to produce more stable schedules for
employees.

s There might be more stability in the workforce than is com-
monly assumed in the retail sector. Analysis of corporate administra-
tive records demonstrates that the stores had an annual retention rate of
50 percent or higher among part-time and full-time employees in both
2007 and 2008.

s Management practices make a difference. Stores in which man-
agers pursue a strategy of keeping headcount high have higher turnover
and lower retention rates than stores in which managers say they try to
keep their staff small to help ensure that workers get hours.

s Employees experience a great deal of variability in their hours.
Across the study period, employees worked an average of 20 hours per
week and their hours varied 5.7 hours week to week, some employees
experiencing greater variation than others.

s The more hours employees work and the less hours fluctuate,
the longer they remain employed at the firm. Both hour fluctuations
and average total work hours are significantly related to sustained em-
ployment.

s Both schedule predictability and schedule flexibility are related
to employee wellbeing and work-life outcomes. Employees with less
predictable work schedules report higher levels of stress, greater work-
to-family conflict, and more interference with nonwork activities such as
scheduling doctor’s appointments, socializing with friends, and eating
meals together as a family.

WORKFORCE STRATEGIES

16 COPYRIGHT � 2013 BY THE BUREAU OF NATIONAL AFFAIRS, INC.,



Williams and Huang describe programs featured in best-practice studies based on
their use of online scheduling from JCPenney, Alpine Access, Marriott’s Global
Reservation Sales and Customer Care Center, and PNC Financial Services
Group.

‘‘JCPenney’s On-Line Schedule Changes and Availability Requests, or OSCAR,
enabled associates to customize their work hours, add or drop shifts, or make
last-minute schedule changes to meet their family or other needs,’’ the report
notes. ‘‘OSCAR also allows associates to identify others willing to consider a
shift swap, and allows such swaps without a manager’s intervention.

‘‘As of 2003, JCPenney retail units placed Associate Kiosks on-site so that em-
ployees could enter their ‘general’ and ‘preferred’ availability times themselves,’’
Williams and Huang noted. ‘‘Changes can be made anytime, with a manager’s
approval.’’

In addition to online scheduling, Williams and Huang said, ‘‘employers can im-
prove morale and decrease costs by taking the trouble to design overtime sys-
tems to achieve work-life fit.’’

Other options they said employers could adopt to redesign work schedules in-
clude compressed workweeks, flex-time, reduced hours and job sharing, gradual
return to work, comp time, and part-year work.

Practices Williams and Huang suggested to handle changes after the work sched-
ule is set include shift-swapping, shifting work hours, using floaters (a worker
who covers a shift for an employee who is unable to work), team scheduling,
and allowing staff to vary their schedules at will as long as production goals are
met.

What Employees Prefer

When it comes to work schedules, Henly said, employers do not necessarily
know that much about their employees’ preferences.

‘‘They ask about scheduling at the point of hire, but there aren’t often formal
ways for the person doing the scheduling to continue being updated and in-
formed about scheduling changes,’’ she said. ‘‘So if I’m a student who’s work-
ing, my [work] schedule will change and, depending on my relationship with the
scheduler, there may or may not be a system to formally update changes.’’

Another employee might have a second job and be juggling two work schedules
and one employer decides to change his schedule, Henly said.

‘‘Employers sometimes find out accidentally that employees would prefer a dif-
ferent schedule,’’ Henly said. ‘‘When employers and HR know what their em-
ployees’ preferences are and update them on a regular basis, these kinds of
scheduling challenges can be lessened.’’

In addition, Henly said, employers sometimes think there is more fluctuation in
demand for employees to be available than there really is.

SHIFT WORK
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‘‘It’s absolutely true that sales fluctuate from week to week but there’s a hidden
stability in hours,’’ Henly said. ‘‘There’s a set number of hours employers have
that really don’t change from week to week, and employers don’t necessarily
take advantage of that stability in their scheduling practices.’’

An example she used is that in one firm that she has studied every store has set
hours for when the establishment will open and a minimum number of employ-
ees are required to be on the floor at all times.

‘‘Those are stable labor costs that every store manager knows. But that stability
is not always taken advantage of,’’ she said. ‘‘If I work part-time it’s common
that my schedule will be different every week. But it wouldn’t have to be differ-
ent if the employer started to think about scheduling in a different way.

‘‘Some store managers, in thinking about scheduling, have firm rules about how
many workers have to be on the floor and they build this into scheduling,’’
Henly said. ‘‘But a lot of store managers don’t really think about it.

‘‘We’ve argued that the more employers take advantage of that hidden stability
the easier it would be for workers,’’ she continued. ‘‘That might be good for em-
ployees’ families but also for their loyalty to the firm.’’

In their Work Scheduling Study, Lambert and Henly point out that ‘‘relatively
limited advance notice is given—both to store managers and to employees—
about work hours.’’ The majority of managers receive their monthly allotted
weekly staffing hours two or fewer weeks before the start of the next month.

‘‘We think it is almost habit or culture that some store managers think they have
to post the [shift] hours a week at a time,’’ Henly said. ‘‘They might have more
flexibility than they think they have.’’

Another strategy some managers use when they have an hourly workforce,
Henly said, is to hire a lot of workers rather than maintaining a small workforce.

‘‘They do this because it gives them flexibility to add a sales associate here and
there when they have a couple of hours to fill,’’ Henley said. ‘‘It’s easier to tap
workers when they need them.

POSTING SCHEDULE ONCE HOURS ARE RECEIVED

Percent of Managers Who...

64%

30%

6%
Post a single week's schedule at a time
(the Tuesday or Wednesday before the
workweek begins on Sunday)

Post 2 weeks of schedules at a time

Post 3 weeks or more

Source: WSS manager survey. Note: N = 139 store managers.

Source: University of Chicago, School of Social Service Administration
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‘‘The downside is that when you have a larger workforce, you have fewer hours
to distribute across each employee,’’ Henly said. ‘‘What we find in one study is
that store managers who prefer to maintain a larger workforce relative to their
sales have higher turnover and lower retention. That would suggest that, while
there’s an advantage to having a larger workforce, there’s a cost to it, we think
and our data suggest, in terms of higher turnover.’’

SHIFT WORK

COPYRIGHT � 2013 BY THE BUREAU OF NATIONAL AFFAIRS, INC., 19



Shift Work

THE CHALLENGES OF SHIFT WORK

Employees facing challenges working nonstandard hours can find an important
resource in employee assistance programs.

According to Marina London, web editor and former EAP executive who now
works for the Employee Assistance Professionals Association in Arlington, Va.,
67 percent of all U.S. companies with more than 1,000 employees have a con-
tract with an EAP.

‘‘Typically, part of EAP services includes providing wellness seminars and other
types of training,’’ London said. ‘‘So when you have shift workers, EAPs will
provide that training when it makes sense.’’

A disproportionate number of shift workers are male and blue-collar, London
said, and ‘‘we know that [men] tend to access EAP services much less frequently
than female workers.’’

‘‘If you’re dealing with a primarily male population, they tend to have more is-
sues about seeking help,’’ London said, ‘‘so you would emphasize and try to
normalize the seeking of EAP services.’’

It is important that EAPs be able to address the full range of employee concerns,
including topics as diverse as coping with a teenager, stress management, and
preparing for retirement. It is also important that EAPs have ‘‘the flexibility and
resources to meet employee needs at the hours where they are going to be able
to access EAP services and training,’’ London explained, which means 24 hours
a day, seven days a week.

Tailoring Services

One of the first steps in establishing an EAP, London said, is meeting with man-
agement at a work site to learn about the demographics of the employee popula-
tion and the shift workers’ greatest concerns, so the EAP can tailor its services to
that specific worker population.

Pia Notaro, director of account management at Harris, Rothenberg International,
an EAP based in New York City, told BNA: ‘‘One thing we do is spend a lot of
time with HR and managers within organizations, those in touch with the front
line of their employees. We try to help them understand what to look for and be
more proactive and supportive in referring employees to the EAP so [problems]
don’t get to the next level.’’

Notaro said most of the concerns Harris, Rothenberg hears from employees who
work nonstandard hours pertain to relationship issues, depression, anxiety, stress,
and how to access concrete services.
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‘‘A big piece [with shift work] that employers should consider is flex time,’’
Notaro said. ‘‘With technology, employees in a call center could have calls
routed to their home line from work, so they don’t have to commute. We defi-
nitely are seeing many organizations moving in that direction.’’

EAPs also focus on getting shift workers to pay attention to health and wellness
issues by providing them with information on nutrition as well as exercise tips,
Notaro said.

‘Sleepy Workers’

In a December 2011 blog posting titled ‘‘Give Me Your Tired: Shift Workers,
Fatigue and Safety,’’ Joe DesPlaines, an EAP professional at Empathia in
Waukesha, Wis., suggested that employers could assist employees who work
nonstandard hours by:

s providing a quiet area for breaks or short naps;

s discouraging overtime, which ‘‘will most likely lead to even more tired
employees who will be more likely to fall asleep or have an accident’’;

s encouraging the use of car pools, public transportation, or taxis to reduce
the risk of car accidents ‘‘due to sleepy workers driving home in a sleep-
deprived state’’;

s suggesting a buddy system where ‘‘two or more employees can keep an
eye on each other, keep each other awake and alert’’; and

s encouraging workers to make sleep a priority.

‘‘Employees should go to sleep as soon as they get home,’’ DesPlaines said.
‘‘With the help of family or friends, they should keep the environment quiet,
wear eye masks and ear plugs to ensure a good night’s sleep.’’

‘‘Fatigued workers are unsafe workers,’’ DesPlaines concluded in the blog post.
‘‘Employers can improve the workplace for shift workers with a few changes—
breaks, work buddies, cots for naps, simple awareness of the problem—to de-
crease fatigue and increase safety.’’

Philip Sutton Chard, Empathia’s president and chief executive officer, told BNA,
‘‘We’ve had requests from our client organizations to provide coaching for man-
agers, training for employees and to do some strategy discussions with manage-
ment and leadership around how best to address the challenges of shift work.’’

When Empathia begins an effort to help an employer with shift workers, Chard
said, ‘‘we ask about things like their safety record. Sleep deprivation is related to
this, so we ask them about their health care claims—whether they are seeing big
spikes in certain behavioral health issues associated with sleep deprivation, such
as depression.

‘‘Sometimes organizations will be able to identify whether some of the medical
issues associated with sleep deprivation are ticking up,’’ Chard said, noting that
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such deprivation can be a contributing factor to ulcers, cardiovascular disease,
diabetes, and metabolic syndrome.

‘‘We ask them to look at absenteeism data and suggest ways to measure presen-
teeism, also a common occurrence in people who are sleep-deprived,’’ Chard
said. ‘‘We tend to see these things across the board.’’

One way employers can ‘‘tease out the data,’’ Chard said, is to compare employ-
ees who work shifts with those who don’t for any differences in mental and
physical health.

Often, Chard said, Empathia representatives provide employers and employees
with information on ‘‘sleep hygiene,’’ which the National Sleep Foundation de-
fines on its website as ‘‘a variety of different practices that are necessary to have
normal, quality nighttime sleep and full daytime alertness.’’

In addition to sleep hygiene, Empathia subscribes to ‘‘energy management,’’
Chard said, which he described as a series of lifestyle approaches people can
take to maximize their physical and mental well being.

‘‘Sleep hygiene is one element,’’ he said. ‘‘Others include effective use of down
time, napping, exercise, nutrition, as well as leisure-based activities.’’

Chard also stressed that ‘‘while shift workers are at a greater risk of sleep depri-
vation, in general across the whole population we have seen a real uptick in
sleep deprivation and it’s having an impact on our society as a whole.’’

Sirois at CIRCADIAN Technologies Inc., the consulting firm that provides work-
force performance and safety strategies for businesses that operate around the
clock, said employers and employees should consider these strategies when deal-
ing with fatigue:

s Use caffeine in moderation. ‘‘People generally drink pots of coffee, not
cups, and supplement it with colas and energy drinks,’’ Sirois said. ‘‘What they
don’t realize is that after we’ve had three cups of normal brew, it does nothing
further in terms of stimulating alertness. It keeps one wired and craving for more
because it is addictive. So now you’re wired on caffeine, which has a half life of
seven hours but stays in your system up to 24 hours. So it could disturb sleep.
The key is to use caffeine moderately when you need it most, rather than a con-
tinuum of usage.’’

s Short naps can boost energy. Shift workers should take ‘‘power naps’’ for
10 to 20 minutes, Sirois said. ‘‘You probably can’t do those in the workplace but
can do them at home to burn off sleep deprivation,’’ he added. ‘‘A short nap
gives you a three- to four-hour boost in energy, alertness, and productivity.’’
Drinking a caffeinated beverage before a power nap has benefits because it takes
about 30 minutes for caffeine to get into a person’s system. ‘‘So a nap and the
caffeine could give an employee a secondary boost—if timed properly.’’

s Drive safely.‘‘Getting home from the night shift, especially on the high-
way, is a real challenge,’’ Sirois said. ‘‘Having a caffeinated beverage 30 minutes
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prior to the drive home could help, but that could also disturb your ability to get
to sleep.’’ Sirois advised taking a 10- to 20-minute nap in the car or parking lot
before driving home.

Sleep Hygiene

The National Sleep Foundation offers the following recommendations for
achieving ‘‘sleep hygiene’’:

s The most important sleep hygiene measure involves maintain-
ing a regular sleep and wake pattern seven days a week. ‘‘It is also
important to spend an appropriate amount of time in bed, not too little,
or too excessive,’’ NSF advises. ‘‘This may vary by individual; for ex-
ample, if someone has a problem with daytime sleepiness, they should
spend a minimum of eight hours in bed, if they have difficulty sleeping
at night, they should limit themselves to seven hours in bed in order to
keep the sleep pattern consolidated.’’

s Avoid napping during the day. This can disturb the normal pat-
tern of sleep and wakefulness.

s Avoid stimulants such as caffeine, nicotine, and alcohol too
close to bedtime. While alcohol is well known to speed the onset of
sleep, NSF says it disrupts sleep in the second half of the sleep cycle as
the body begins to metabolize the alcohol, causing arousal.

s Exercise can promote good sleep. Vigorous exercise should be
done in the morning or late afternoon. A relaxing exercise, like yoga, can
be done before bed to help initiate a restful night’s sleep.

s Food can be disruptive right before sleep. Stay away from large
meals close to bedtime. In addition, dietary changes can cause sleep
problems.

s Ensure adequate exposure to natural light. This is particularly
important for older people who may not venture outside as frequently as
children and adults. Light exposure helps maintain a healthy sleep-wake
cycle.

s Establish a regular relaxing bedtime routine. Try to avoid emo-
tionally upsetting conversations and activities before trying to go to
sleep. Don’t dwell on or bring your problems to bed.

s Associate your bed with sleep. It’s not a good idea to use your
bed to watch TV, listen to the radio, or read.

s Make sure that the sleep environment is pleasant and relaxing.
The bed should be comfortable, and the room should not be too hot, too
cold, or too bright.

SHIFT WORK
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s Watch food consumption. ‘‘When working the night shift, eat only low-
fat, low-sugar snacks,’’ Sirois said. ‘‘This helps to not cause weight or digestive
problems.’’

s Family support is vital. ‘‘Shift work and shift schedules affect the whole
family, not just the shift worker,’’ Sirois said. ‘‘Try bringing spouses, partners,
and older children into the workplace training program to create a better under-
standing of the lifestyle of a shift worker and what can be done about it.’’

s Technology can help. ‘‘There’s now technology and new analytics that
allow you to monitor fatigue and alertness levels,’’ Sirois said. ‘‘Software is
available that can help identify fatigue-related errors’’ and is being widely used
in mining trucks. Another option for employers is computerized systems that can
detect and manage driver drowsiness and distraction by evaluating eye and facial
activity in real time and communicating these data to dispatchers and supervi-
sors, who can sound an alarm to make sure the employee is alert.

‘‘We also focus on the fact that there is a strong correlation between emotional
problems and sleep disorders,’’ Chard at Empathia said, ‘‘so we educate
[employers and employees] about signs and symptoms of some of the emotional
disorders of sleep deprivation and encourage them to use their EAPs to address
those issues.’’

‘‘Sometimes,’’ Chard continued, ‘‘the way you get better sleep is by attacking
other problems in your life more so than sleep deprivation per se. Depression is
one symptom associated with sleep deprivation. Being angry or having temper
problems also is associated with sleep deprivation.’’

People affected by sleep deprivation can be more irritable, quicker to anger, and
less in control of their impulses and emotions, Chard said.

‘‘Interpersonally, sleep deprivation is correlated with greater conflict in the work-
place and at home,’’ he explained. ‘‘While it’s difficult to isolate the exact vari-
ables, it is fair to say that globally if you’re sleep deprived it’s going to mess up
your relationships with coworkers and family members. You’re not going to be
emotionally and cognitively prepared to interact effectively with other people.’’

Another ‘‘big hit’’ with sleep deprivation, Chard said, is that it greatly affects
memory, problem-solving, and a person’s ability to concentrate.

‘‘All those cognitive elements employers look for are compromised by sleep de-
privation,’’ he said.
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Shift Work

CASE STUDY: BARRICK GOLD CORP.

For Barrick Gold Corp., addressing safety concerns involving the company’s
shift workers began with three pilot projects at its mining sites in North
America, South America, and Africa, Tom Chism, global director of Occupa-
tional Health for the Toronto-based firm, told BNA.

Chism, who is based in Salt Lake City, is preparing to release a set of standards
based on the pilot projects that all of Barrick Gold’s 14,000 employees and up to
40,000 contractors at 26 sites worldwide will have to follow.

‘‘We’re convinced that 12-hour shifts—and the number of shifts—cause fa-
tigue,’’ he said. ‘‘We haven’t had an incident yet, but we know there’s the poten-
tial for someone to have an incident, and we want to help our workers before
they reach that point.’’

One requirement in the proposed standards is that management at each mining
site implement a plan outlining how they are going to manage worker fatigue at
their location, Chism said. Another involves analyzing staffing workloads and
shift design and deciding how long shifts will last and how many workers will
be required. Safety training for all employees, including supervisors, also will be
required based on the standards.

A fatigue-monitoring component in the standards will require supervisors to
monitor workers—and for workers to monitor other workers—for signs of fa-
tigue. If an accident occurs, Chism said, a performance management section of
the standards will require company officials to determine whether fatigue was
part of the cause.

‘‘We participate in a roundtable forum comprised of some of the major mining
companies,’’ Chism told BNA. ‘‘It’s primarily just a safety and health group in
which leaders at each of our companies meet four times a year to talk about
various safety and health programs. One subject that has continued to come up is
fatigue and the potential that it could cause serious injuries or that the equipment
can cause severe damage.’’

The Fatigue/Shift Work Link

As a result, Chism said, Barrick decided to address the potential link between
fatigue and shift work in collaboration with CIRCADIAN Technologies.

‘‘In 2010-2011, we started looking at developing a standard that we would give
to each of our sites globally to help them put in some of the minimum require-
ments of fatigue management,’’ Chism said, noting that the company has mining
operations in North America, the Dominican Republic, South America, Africa,
Australia, and Papua New Guinea.
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The purpose of the standards is to set minimum requirements for employee com-
pliance in a fatigue risk management system, Chism said.

‘‘We like to make the standards as simple and understandable as possible,’’ he
said. ‘‘For instance, one of the requirements is that the mine site conduct a staff-
ing analysis, which means you determine how many workers you need on the
site to produce the amount of gold you need to produce for the year.’’

To do this properly, Chism said, managers need to make sure they do not have to
work employees for long periods of overtime.

‘‘Each site would be required to comply with the standard, but it allows room to
adjust for various cultures we work in,’’ he said, ‘‘and the various legal regula-
tions we must comply with.’’

Lifestyle Management Training

‘‘Another thing we’ve been very focused on,’’ Chism said, ‘‘is providing our
workers and our supervisors with training on how to manage their lifestyle.’’

For example, while employees at all of Barrick Gold’s sites work 12-hour shifts,
which is the standard in the mining industry, ‘‘a worker needs to understand the
impact of his lifestyle and how that affects his work,’’ Chism said.

‘‘Staying up late hours at night and not going to sleep, that is not safe,’’ Chism
said. ‘‘This training is really focused at a level so that the worker can understand
the impact of how what he does on his own time can impact nutrition, health,
and his life at work.’’

Employee feedback on the fatigue risk management system has been ‘‘great,’’
Chism said. ‘‘The workers are saying they are excited about it.’’

At Barrick’s Goldstrike operation in Nevada, for example, employees’ family
members have been invited to training sessions to learn about the importance of
workers getting enough sleep and consuming a proper diet.

‘‘Everybody is involved in the process,’’ Chism said. ‘‘It’s a cultural project, and
it’s going to take five to 10 years to develop a culture so that a worker feels
comfortable, for example, going to a nap shack or taking a break.’’

The company has ‘‘nap shacks’’ at its work sites in South America, Chism said.
‘‘They are a year or two ahead of the rest of Barrick. Workers do use them on
occasion.’’

There also are doctors on site in South America who conduct evaluations of em-
ployee sleepiness.

‘‘A lot of mining companies are relying on technology being developed to help
determine whether a driver of a haul truck is fatigued or not,’’ Chism said. ‘‘The
technology is good, but there’s more to this than technology.’’
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Shift Work

CASE STUDY: DUPRÉ LOGISTICS

In April, Dupré Logistics LLC in Lafayette, La., received the Grand Award in
the 31.5- to 40-million-mile class in personnel safety from the National Tank
Truck Carriers Association, company officials announced.

‘‘Dupré has a long history of carrying hazardous materials via tank truck and has
been an NTTC member since 1984,’’ they said in a written statement. ‘‘As a
full-service logistics provider, Dupré drivers were ranked in this first place cat-
egory due to their lack of personal injuries in the preceding year.’’

The Grand Award is the latest in a long list of honors this hazardous material
transport company has received based on its safety-related efforts.

‘We Learned Some Things’

Dupré operates more than 500 trucks and employs over 1,000 professional driv-
ers, who work day and night shifts, transporting chemicals, gasoline, and other
materials around the contiguous United States and in parts of Canada and
Mexico. The company began operating in 1980 and began working to implement
its fatigue risk management plan in 2001.

‘‘Our company is regulated by different federal agencies,’’ Tom Voelkel, Dupré’s
president and chief operating officer, told BNA. ‘‘We were compliant with their
regulations, but that didn’t necessarily make us safe.’’

After a suggestion from an insurance carrier, Dupré turned to CIRCADIAN
Technolgies for help.

‘‘We learned some things from them about fatigue that we didn’t know,’’ Voelkel
said. ‘‘We implemented those things, and we drastically improved our drivers’
alertness and our safety record.’’

For example, Voelkel said, company officials found out there were different strat-
egies they could use to coordinate employee work shifts more effectively.

‘‘There were things about swapping from day shifts to night shifts that we
learned,’’ he explained. ‘‘We learned it was better to stay on straight shifts in-
stead of swapping shifts, because it would take three to four days for a driver to
acclimate to a shift change. It was better for them to have regular sleep pat-
terns.’’

Voelkel said Dupré would gather information about each driver and using a com-
puterized system develop numerical fatigue scores. ‘‘That helped us manage
what was good and what was not so good’’ about company safety, Voelkel said,
and what needed to change to keep drivers safe during their 11-hour shifts.

By keeping tabs on driver behavior and tabulating their safety-related scores,
‘‘we reduced the severity of our incidents by at least 75 percent,’’ Voelkel said.
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‘‘We created a better job’’ and as a result decreased the company’s employee
turnover rate from 60 percent to 20 percent.

‘‘By making these changes—and paying drivers an hourly rate instead of a com-
mission or flat fee—we create more desirable jobs,’’ Voelkel said.

Technological Edge

Using technology as part of the fatigue risk management plan also is proving
helpful. Dupré tabulates information gleaned from logs linked to each driver and
feeds it into a computerized system to obtain safety-related scores. The company
also uses ‘‘predictive modeling’’ to identify drivers who might need more train-
ing, Voelkel said.

Dupré also uses GreenRoad, a technology system that contains programs de-
signed to help employers reduce driving risks, save fuel, and reduce insurance
and maintenance costs. GreenRoad offers employers an in-vehicle edition and
has plans to offer a smartphone edition.

‘‘It gives a driver a score based on four to six different factors related to how
they drive—including a focus on lane changes, acceleration, and speed,’’ Voelkel
said.

The company’s aggressive approach to safety is part of a larger picture.

‘‘We have a vision: to be the safest transportation and logistics company in
North America,’’ Voelkel said. ‘‘That’s a strategy that drives us.’’
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Section 7

CONCLUSION: UNDERSTANDING EMPLOYEES

As global competition expands so too will the need for employers to more effec-
tively address the challenges facing men and women who work nonstandard
shifts, various sources said.

‘‘As we struggle to become globally competitive, there’s clearly three strategies
companies have to employ,’’ noted CIRCADIAN Technologies’s William Sirois.
‘‘First, we need to automate with the latest and greatest technology. Second, we
need to run that equipment and technology continuously—24/7, 365 days a year.
That’s how you reduce unit costs and compete globally. Our economy demands
that. Third, it means having to work 24-hour shifts and continuing to endure the
special challenges that come with this.’’

The Risk of Falling Behind

Refining and getting ‘‘shift-work risk management systems’’ in place will be one
of the greatest challenges employers face, Sirois said. ‘‘Over the next decade,
those who don’t go down that path will fall behind.’’

Research and technology tied to fatigue risk management is gaining momentum.
For example, Sirois said, work is now being done on Fitness for Duty Monitors,
designed to determine whether an employee is too tired to perform effectively or
is energized and ready to work. In addition, software programs are being devel-
oped that will monitor employee work hours and calculate ‘‘fatigue hours’’ to
help supervisors make the best assignments for open shifts.

‘‘So on lots of fronts, there is better technology, better training and software,’’
Sirois said.

More medications tied to sleep patterns also are being created.

‘‘Stimulants are being promoted, not as a replacement for sleep but to help you
through the rigors if you’re having a bad patch,’’ Sirois said. ‘‘The problem is
they become candy, so to speak. But people need to realize that all the medica-
tions and sleeping aids do is drug you. They don’t provide quality sleep. They
are great for intermittent usage, but not for long term.’’

At the same time, he said, thousands of research studies are being conducted
around the globe that address shift work and shift scheduling.

Controls, Tracking, Awareness

Ian Nimmo, president of User Centered Design Services Inc., said, ‘‘Because of
the number of accidents [companies] are having . . . now we are being asked to
determine whether fatigue had any part in the incident.’’ He added that software
is now available to help determine this.
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‘‘There will be more controls, more tracking, and more awareness of what we’re
doing and how much risk we are exposing ourselves to and why. At the moment,
a lot of people have no idea,’’ he said. ‘‘This will shine a light on bad practices
and hopefully then people will make improvements.’’

The University of Chicago’s Julia Henly said: ‘‘There’s no evidence that this
24/7 economy is changing, and there’s not a lot of push to restrict work hours.’’

In fact, the majority of managers interviewed in Henly’s Management Survey
reported that their companies do not readily reward them for being responsive to
employee’s scheduling preferences.

‘‘In the next 10 years, you probably will see more efforts not just to focus the
work-family debate on professional workers,’’ she predicted, ‘‘but to pay atten-
tion to the needs of lower-wage workers.’’

In Improving Work-Life Fit in Hourly Jobs, Williams and Huang concluded:
‘‘Businesses are organizations of people. What really matters is whether employ-
ers understand their employees’ lives well enough to design schedules that do
not place workers in the position of having to choose between their employers’
needs and a family member’s immediate and pressing need for care. Employers
who place workers in that position are bound to be disappointed time and again,
as employees put family first. The logical solution is to increase schedule effec-
tiveness by designing today’s schedules for today’s workforce.’’

MANAGERS’ VIEWS OF COMPANY’S ORIENTATION TO WORK-LIFE BALANCE AND  
COMPANY’S RESPONSIVENESS

Source: WSS Manager Survey, N = 139 store managers
Items adapted from Families & Work Institute’s Company Responsiveness Index.
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Work-Family Balance Is an Important
Corporate Goal for Company

Upper Management Rewards Store
Managers Who Take into Account
Associate Scheduling Preferences

Source: University of Chicago, School of Social Service Administration
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Williams, Joan C., and Penelope Huang, ‘‘Improving Work-Life Fit in Hourly
Jobs: An Underutilized Cost-Cutting Strategy in a Globalized World,’’ Center for
WorkLife Law, University of California, Hastings College of the Law: http://
worklifelaw.org/pubs/ImprovingWork-LifeFit.pdf
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