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eBOOK: Building a Frontline
Worker Retention Strategy
That Drives Positive Outcomes

RETENTION MATTERS
An astounding four million workers left their jobs every month in 2021,
and it was no different for the supply chain industry where turnover rates
hit an all-time high of over 55%. As we ease our way into 2022, we
continue to find ourselves in a historically challenging labor market and
with approximately 40% of employees indicating that they are at least
“somewhat likely” to quit their job in the next three to six months, it’s
clear that challenges will persist into the foreseeable future.
It’s understandable that so many companies have responded by
strengthening their hiring practices by offering increased pay, signing
bonuses, and compelling benefits packages to attract new hires.
But hiring is only one side of the coin.
Hiring as a response to turnover is reactive rather than proactive because
it’s a measure taken after the damage has been done. Retention, on the
other hand, comes without the overhead of recruiting and onboarding,
and benefits an organization beyond simply maintaining the labor force.
On average, it costs organizations six to nine months’ salary to replace an
employee.

And for frontline supply chain workers, the cost of turnover is only increasing. In
2020 the average cost of a turnover event was $10,246. This increased by 25% in
2021 to $12,876 and the outlook for 2022 is that it will continue to increase by a
further 20%. Poor retention not only stings financially, it also hurts morale and
company culture. Employees who remain wonder why their coworkers left and can
feel overworked if expected to pick up the slack.
Sure, employees sometimes leave for higher pay, but that’s just the tip of the
iceberg. To retain employees, you need a comprehensive strategy that gives
workers what they want. Studies show it’s not just pay, it’s also career-growth
opportunities, better engagement, diversity, inclusivity, and flexibility, to name just
a few factors. Every organization is different, so you have to ask your employees
directly by checking in and crafting a retention strategy tailored specifically to their
needs.
If that sounds daunting, don’t worry. Take solace in the knowledge that others are
facing the same challenges and your hard work will pay handsome dividends. A
methodical, step-by-step approach that leverages modern technology will make
the process easier and help ensure success.

STEP 1:
ASSESS
YOUR
CURRENT
TURNOVER
& RETENTION
STRATEGY
What does your current retention strategy look like? Don’t have one? That’s okay, you
might be surprised by how many of your peers are in the same situation and don’t
have a documented, measurable strategy either. But without a specific strategy, you
can’t measure effectiveness and ROI.
Regardless of whether you have a defined strategy in place, it’s time to take stock of
your current turnover. Start by assessing what’s working and what isn’t. Look at your
turnover rates across specific departments, roles, and age groups to gain as much
insight as you can. Look for the patterns.
Why are employees leaving?
Review exit interviews and exit
surveys. Do you check in regularly
with employees? What steps are
you taking already to make them
want to stay with the organization?

75%

of turnover
can be
prevented

These are the types of questions to think about so you can glean a baseline
understanding of where things stand.

STEP 2:
DETERMINE
YOUR
COST OF
TURNOVER

A qualitative assessment is crucial, but real numbers allow you to articulate actual
cost and impact on your bottom line.
Companies often underestimate the cost of a frontline worker leaving. On average it
costs nearly $13,000 per turnover event but, depending on the role, the cost can
exceed $45,000. You need to consider sourcing expenses, salaries, incentive pay,
benefit costs, and new-hire efficiency.
We know, there are
many
considerations that
impact the cost of
turnover that it can
seem like an
impossible task to
compute a precise
value manually. Our
intuitive online calculator simplifies this process with guided questions that yield a
real number that you can use to assess ROI of your new retention strategy. Refer
to our recent Calculate Your True Cost of Turnover & Improve Workforce
Retention eBook for a step-by-step.

STEP 3:
CUSTOMIZE
YOUR
RETENTION
STRATEGY

Now that you know how much turnover is costing your company and have a handle
on current retention tactics, it’s time to craft a documented, comprehensive retention
strategy that is customized to your specific organization and employees.
In short, it really is about giving employees what they want so they’d rather stay with
you than jump ship to another company. We know, easier said than done. But we also
know that it can be done.

What do employees want?
A recent WorkStep survey assessing career priorities of more than 18,000 frontline
workers at 155 supply chain companies found that pay was actually No. 2, with
career growth as No. 1, followed by job expectations and onboarding.
Pay is clearly not the only important consideration, and employees also prioritize
safety, scheduling flexibility, better management, more training, diversity, and
security, in addition to the factors mentioned above. In fact, pay actually ranked No. 7
in a similar survey we conducted last year when inflation was less pronounced and
the competitive wage landscape hadn’t taken hold as much as it has now.

WorkStep insight reveals
career growth to be the
No. 1 reason for turnover.

The importance of these priorities also
shifts depending on what’s going on in the
world—the ever-evolving pandemic, the
economy, the job market, and international
events, like the war in Ukraine for example.

External research can help you frame your approach and question your
assumptions, but you need to explicitly ask your employees what they want. And
yes, absolutely, they will tell you if you ask. 89% of frontline workers are more
likely to stay if they feel that their company encourages and listens to feedback,
and 66% of them want the opportunity to provide feedback to their employer at
least once a month.
Since attitudes do evolve constantly, annual or quarterly employee surveys are
not enough. You need processes and technological tools that allow you to check
in regularly and be proactive.
Refer to our recent eBook for possible retention measures to consider as part of
your new strategy.

Be mindful of cultural differences
As you sift through your research and
employee feedback, consider the impact
of cultural differences and be mindful of
inclusivity measures. Perhaps optional
English classes could help non-native
speakers feel more comfortable in their
work environment?
Do employees feel connected to their
fellow team members? Would mentorship
and team-building programs help?
Consider promoting from within, so
employees see managers who come from
the same situations and backgrounds as
them.
These are just suggestions, and not to
belabor the point, but you do have to ask
so you know what they need. And of course, remember to remain cognizant of fair
labor and other regulations so your efforts towards inclusivity don’t backfire.

STEP 4:
SET
MEASURABLE
GOALS

Without measurable goals, a strategy isn’t really a strategy—it’s more a collection of
blind tactics. You have to pre-determine what qualifies as success.
Is your aim to address a current turnover problem? Mitigate future turnover? Are
you looking to maintain the current number of frontline workers? Or combine
retention with hiring to increase the labor force? If so, what’s the shortfall and how
many additional workers are you looking to add per quarter?
Your goals should be realistic, achievable, and defined so you can follow through
and demonstrate success. If you’re too aggressive, not only do you risk not meeting
your metrics, but you can also lose momentum for the strategy overall, which can
impact retention negatively if programs are abandoned and employees feel more let
down than they did in the first place.

Make benchmarking a part of your plan
Consider both internal and external benchmarking as part of your plan so you can
track progress and assess how you measure up against industry peers. The U.S.
Bureau of Labor Statistics is a helpful source for generalized turnover data,
broken down by industry and region.
Leverage modern retention platforms that will not only facilitate implementation
of your new strategy, but also offer real-time benchmarks and data analysis
relative to your industry, geography, and organization size.

Use real numbers
Since you’ve now quantified the cost of each turnover event using our calculator,
you know exactly how much money your company could save with your new
retention strategy. Again, be specific but reasonable. Plan on sharing concrete
targets and results with management and decision makers.

STEP 5:
ASSIGN
ROLES AND
PRESENT TO
LEADERSHIP

Make sure managers and colleagues who will execute your strategy are clear on their
role, what will be expected of them, and that they are responsible for addressing
turnover in their respective departments. Solicit their feedback to not only strengthen
your plan but to demonstrate that their voice matters. You might even consider these
interactions the first implementation of your new strategy.
Assign resources so they have what they need to succeed with reasonable budgets
and attainable timelines.
Your approach should take advantage of technological platforms that automate
processes as much as possible, so your strategy minimizes resource overhead and
burden on already-stressed managers.
Draft a document that covers everything we’ve discussed in a way that’s compelling
and easy to read. Be concise, but specific. Make it actionable and measurable.

The big reveal
When presenting your plan to senior management and stakeholders, do
communicate specific costs and benefits, but don’t forget the overall big picture
and how your new retention strategy will impact your organization’s overall longterm success.
Let them know that they are an essential part of your plan and you need their fullthroated support because retention is ultimately a cultural shift that requires buyin from everyone in the organization.

STEP 6:
GO LIVE
AND ITERATE,
AND ITERATE,
AND ITERATE

Once you go live, success will depend on your people and whether you’ve
empowered them with the resources and tools they need to succeed.
It will be critical that they have access to real-time data and analytics that matter to
them and their department. They’ll need actionable insights and alerts, and they’ll
need the ability to act immediately on each.

Remain flexible
Check in with your employees on both a set cadence and as needed to assess
performance of your strategy.
Despite your best efforts, employees will still leave. That’s natural and inevitable, so
be sure to have automated exit check-ins planned in advance so you can at least
learn why they’re leaving and what you might do differently in the future.
Remember, you can plan, but you’re not perfect and can’t predict the future. Some
of your approaches will work better than others and you’ll need to remain flexible so
you can iterate on your strategy, redouble efforts that are working, and replace
less-effective approaches with new methods.
Keep in touch with managers on the ground who are implementing the new
initiatives since they’re the ones on the frontlines and can offer insight you might
otherwise not be privy to.

RETENTION IS AN ONGOING PROCESS
Every significant initiative takes time, patience, and understanding.
Retention is not something you do, it’s an ongoing company-wide shift in
thinking. You will evaluate programs, track progress, improve processes
—and step-by-step morale will increase, culture will improve, and
employees will want to stay with you rather than work elsewhere.
Engage Effortlessly & RETAIN Your Frontline
Planning a retention strategy that doesn’t leverage modern engagement
technology is like planning a communication strategy based on fax and
landlines.

Engage with your frontline workers throughout their employment
journey and use their feedback to inform your retention initiatives.
Instead of spending time creating, sending, and managing employee
questionnaires, RETAIN allows you to conduct pre-defined custom checkins by email and SMS at a set cadence and during key employee
milestones.
A central data repository offers real-time analytics, alerts, and actionable
insights that empower managers to act proactively and address the direct
needs of their employees.

Use RETAIN to:
Identify turnover drivers and opportunities for improvement
Benchmark employee satisfaction and retention across your company and
against industry peers
Identify and solve problems proactively
Improve productivity
Iterate your retention strategy and track the impact of your actions in real-time
Reduce turnover
Are you ready to make RETAIN a part of your retention strategy and
reduce frontline turnover?
Learn more at workstep.com

Helping supply chain companies hire
and retain their frontline workforce.

Click Here to Calculate Your
True Cost of Turnover
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