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Manage for
Employee
Retention

Reduce staff turnover before it quietly drains
your profits.

Turnover rarely explodes all at once. It leaks out of your
business through missed shifts, rushed training, burned-
out managers, inconsistent service, and employees who
walk out the door before they ever become profitable. This
is a practical, no-fluff guide for managers of hourly teams

ready to plug the leak.

TIMEFORGE — WORKFORCE MANAGEMENT FOR SHIFT-WORK
OPERATORS

The people who stay are the ones who

feel seen.




—— THE PROBLEM

Turnoveris a silent business killer.

Most managers only notice turnover after someone quits. By then, the
damage has been building for weeks.

Employees rarely tell you the real reason they leave. Some vanish overnight. Others stay
in body but check out in spirit — doing the bare minimum, dragging down service, and
slowly pulling the rest of the team down with them. You can't read minds from the back

office, so the warning signs slip by until a resignation lands on your desk.

The cost shows up everywhere except the line item labeled "turnover." It hides inside
overtime, inside rushed onboarding, inside the regular who stopped coming back

because the service felt off.

Time Morale Service

Recruiting, interviewing, and Short-staffed teams burn out. Customers feel it instantly
retraining pull managers off One disengaged employee when staff are undertrained,
the floor — again and again. quietly lowers everyone's bar. rushed, or checked out.

If you only measure turnover after someone quits, you're already
too late.

MANAGER QUESTION Think about the last three people who left. Did you truly know why — or
did you just fill the slot and move on?
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—— THE REAL COST

What turnoverreally costs.

The new hire's wage is the obvious cost. The expensive part is everything
that happens around it.

Management time Training costs

Posting roles, screening résumés, scheduling Trainer wages, the new hire's wage before

and running interviews, evaluating candidates, they're productive, plus the hours spent

and making offers — all while productivity on teaching the tools, systems, and standards of the
the floor slips. job.

Learning curve Knowledge replacement

New employees work below full speed until they = Experienced staff carry hard-won judgment,
reach real competence. That gap is a cost even refined habits, and shortcuts. A new hire doesn't
when no one writes it down. inherit any of it on day one.

The replacement employee isn't the real cost. It's the time, energy, productivity,
and customer experience lost while everyone else scrambles to cover the gap.

...PLUS THE COSTS THAT NEVER REACH A SPREADSHEET

Overtime Burnout Lostregulars

Existing staff cover the gap at Short-handed teams pick up the Inconsistent service quietly
premium pay — week after slack until they start eyeing the sends loyal customers to the
week. exit too. competition.

Rule of thumb: a single departure can run anywhere from 25% to 150% of the role's annual pay
and benefits once every cost is counted. Treat it as a planning estimate, not a guarantee.
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—— DO THE MATH

The turnover cost calculator.

Put a real dollar figure on turnover in two steps. Pick one role — Server,
Cashier, Cook — and work it through.

STEP 1 STEP 2

Add up what it costs to replace one person Multiply that by how many leave that role

in that role. eachyear.

ADD IT UP (FOR ONE ROLE) EXAMPLE — ONE SERVER YOUR NUMBER
QUITS

Manager time to post, screen &
. - , 10 hrs x $25 = $250
interview (hours x manager's pay)
Training (trainer + new-hire wages

24 h 14 =
while learning) 4 hrs x $14 = $336

Lost productivity while they ramp up

(weeks below full speed) ~ 3 weeks =~ $450

Covering the open shifts (overtime or

= $300
temp help) $
= Cost to replace ONE employee ~$1,336
x People who leave this role per year X 8

= Estimated annual turnover cost ~$10,700
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—— THE REAL REASONS

Why employees quit before they tell you.

People rarely give you the honest reason on the way out. Here's what's

usually really going on.

WHAT THEY SAY WHAT'S OFTEN REALLY HAPPENING

"I found something closer to home." Unstable or unfair schedules that wreck their week.

"It just wasn't a good fit." Weak onboarding left them confused and
unsupported.

"I need more hours." No clear path to better shifts, growth, or respect.

"Personal reasons." Burnout from chronic understaffing and last-

minute changes.

"I'm taking a break." They felt replaceable and stopped feeling seen.

None of these are about a single bad day. They build quietly until leaving feels easier than
staying. The good news: almost every reason on the right is something a manager can

influence.

Flip the right column with five moves

Post schedules earlier so people can plan their lives around work.
Structure onboarding so no one is left guessing in week one.
Name a growth path — more hours, better shifts, or a lead role.

Staff to demand so chronic understaffing stops burning people out.

Recognize effort out loud before someone feels invisible.
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—— ONBOARDING

The first 30 days decide more than you think.

A confused new hire becomes a former employee fast. Early structure is the

cheapest retention tool you have.

New employees shouldn't have to guess what "good" looks like. Training improvised on a
busy shift teaches them that nobody has time for them — and that lesson sticks. Check in

before frustration builds, not after. A buddy system gets new hires productive faster —

and gives them someone to ask before small confusion turns into quiet resentment.

Early warning signs in the first weeks

® They stop asking questions. Silence usually
means they've given up, not figured it out.

® Early call-outs or lateness. A fast signal that
something already feels off.

A 30-day map that keeps people

@

DAY 1

Clear welcome, their
schedule in hand, and

plainly stated role
expectations.

®
WEEK 1
Core job skills, real

team introductions,

and an early round of
feedback.

TIMEFORGE - MANAGE FOR EMPLOYEE RETENTION

® They'reisolated. No connection to the team
makes leaving painless.

® "Whatever works" availability. Low
investment in the schedule, low commitment

to staying.

@

WEEK 2

A confidence check
and an honest review

of how shifts are
actually going.

®

DAY 30

A retention conversation:
what's working, what
isn't, and the next-step
plan.
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—— SCHEDULING

Scheduling is aretention tool.

For an hourly employee, the schedule isn't admin. It's income, routine, and

stability.

Schedules collide with income, stress, transportation, childcare, school, and second jobs.

Last-minute changes and unpredictable hours quietly push your best people toward a

competitor who simply offers consistency. Fairness matters as much as flexibility.

Aretention-friendly scheduleis...

° Predictable — posted early enough to
plan a life around it.

Fair — desirable and undesirable shifts
spread evenly.

Consistent — hours don't swing wildly
week to week.

Responsive — availability and time-off
requests are actually honored.

Visible — managers can see coverage
gaps before they become call-outs.

Red flags that push people out

Schedules posted the night before. No one
can plan childcare, school, or a second job
around it.

The same people always get the bad shifts.
Unfairness reads as disrespect.

Hours that swing 15 to 35 each week.
Unpredictable income drives people to
steadier jobs.

Time-off requests ignored. One denied
request at the wrong moment can end a
tenure.

If you had to live on next week's schedule, would it feel fair — and could

you plan a life around it?
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—— LEADERSHIP

Managers are the retention system.

People don't quit companies as often as they quit managers. Retention is
built one daily interaction at a time.

Recognition, useful feedback, consistent accountability, and genuine listening don't cost a

thing — but their absence costs you good people. Run the self-audit below honestly.

Recognition that costs nothing

Name the win Say itin front of others Ask their opinion

"You handled that rush Public credit is "How would you fix this?"
better than anyone" beats a remembered long after the tells people they matter.
generic "good job." shift ends.

Manager self-audit BE HONEST

Do I give feedback before there's a problem?

Do I recognize good work out loud, where the team can hear it?
Do I explain the "why" behind decisions and changes?

Do I hold everyone to the same rules — including myself?

Do I actually know who on my team is at risk of leaving?

Every box you can't check is an open door your best employees may quietly walk through.
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—— YOUR BEST PEOPLE

Keep good people before competitors
recruit them.

Strong employees notice when their effort is taken for granted — usually
right before they leave.

A dollar more per hour down the street is real, but so are respect, flexibility, growth, and
consistency. Assistant managers and shift leads are especially costly to lose: they carry
operational knowledge you can't post in a job ad. Replacing a strong employee is far
harder than filling a schedule slot.

Three conversations to have before they're already leaving

1  "What would make this job easier to keep?"
Surfaces the small frictions that quietly stack up.

2 "Whatfrustrates you most about your schedule or shift?"
Scheduling is the #1 fixable reason hourly staff walk.

3  "What would make you want to grow here?"
A path forward turns a job into a reason to stay.

Low-cost levers that keep strong people

O First pick of shifts for your most reliable ° Cross-training that adds variety and
performers. signals you're investing in them.

° A real title and responsibility — shift lead, Q Predictable hours so they aren't tempted
trainer, opener. by stability elsewhere.

Have these conversations on a normal Tuesday — not in the exit interview. By then,
the decision is already made.
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—— EARLY WARNING

Measure turnover before it becomes a crisis.

A turnover percentage is a lagging indicator. The signals that matter show
up weeks earlier.

Watch the leading indicators — call-outs, late arrivals, schedule swaps, availability

changes, and declining hours — and track them by manager, role, and tenure.

A simple retention dashboard

TURNOVER RATE FIRST 90-DAY AVERAGE TENURE OPEN SHIFTS
TURNOVER

CALL-OUTS / WEEK OVERTIME FROM TRAINING COMPLETION AVAILABILITY
VACANCIES CONFLICTS

How to calculate the numbers that need math

Turnover rate = employees who left + average headcount x 100

e.g., 6 left + 40 on staff = 15%. Pick a window — month, quarter, or year — and reuse it every time.

First 90-day turnover = new hires gone within 90 days + total new hires x 100

e.g., 3 of 10 new hires left within 90 days = 30%.

Average tenure = total months everyone has worked here + number of employees

e.g., 240 months + 20 employees = 12 months on average.

Overtime from vacancies = OT hours caused by open roles x overtime pay rate
e.g., 30 OT hrs x $21 = $630 a week.

Open shifts, call-outs, and availability conflicts aren't math — they're just weekly counts. Tally them as they
happen and watch the trend, not any single week.

10



—— REMOVE THE FRICTION

Use technology to remove retention friction.

Most retention problems are really process problems. Better tools take the

chaos out of the day — for managers and employees alike.

DAILY FRICTION THE FIX

Last-minute schedule scrambles Scheduling software that flags conflicts and gaps
before they happen.
Hidden staffing problems Time & attendance data that reveals call-out and

coverage patterns.

Crossed wires and confusion Shared communication tools so everyone sees the
same plan.

Chronic over/ understaffing Forecasting that matches labor to real demand.

Inconsistent manager decisions Clear processes that make fairness the default, not the
exception.

Retention improves when managers have fewer surprises, employees have clearer
expectations, and the business can see labor problems before they become resignation
letters.

What "less friction" looks like day to day
@ Fewer surprises for managers — gaps and conflicts surface before the shift, not during it.
O Clearer expectations for employees — everyone sees the same schedule and the same rules.

° Earlier signals for the business — staffing problems show up in the data, notina
resignation.

TimeForge helps shift-work operators simplify scheduling, time & attendance, and labor
compliance — so the day runs with less friction and fewer avoidable conflicts.
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—— YOUR ACTION PLAN

The 7-day retention reset.

One focused move a day. Each builds on a chapter you've just read — by Friday
you'll have a real number, a clearer picture, and a habit that sticks.

@ DAY1
Calculate the real cost of one lost employee. (Calculator, p.4)

@ DAY2
List the three roles or shifts with your highest turnover. (Measure, p.10)

@ DAY3
Walk one recent hire's first-30-days onboarding. (Onboarding, p.6)

® DAY4
Audit next week's schedule for fairness and consistency. (Scheduling, p.7)

® DAYS
Have the three retention conversations with good people. (p.9)

® DAYe
Run the manager self-audit and fix one habit. (Leadership, p.8)

@ DAY7
Stand up your retention dashboard and book a weekly review. (p.10)

You can't eliminate every resignation. But you can stop treating turnover like a mystery — start

measuring it, managing it, and fixing the daily friction that makes good people leave.

Stop guessing.
Start managing turnover.

TimeForge simplifies labor management, improves

scheduling visibility, and cuts the operational chaos
that makes retention harder than it needs to be.

See how TimeForge helps — timeforge.com/demo

TIMEFORGE.COM : WORKFORCE MANAGEMENT FOR SHIFT-WORK
OPERATORS
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