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Signs of the Times….



From Couch to Work:  The Challenge



Pactiv Evergreen’s Call to Action
§ Demand outpacing supply

§ Production below 2019 levels

§ Competing with government stimulus programs 

§ Single largest source of line downtime = Lack of Labor
§ Traditional recruiting efforts not effective

§ Skilled workers switching jobs chasing higher wages

The companies that solve this problem will gain market 
share and improve profitability!

Total Labor Management  (TLM)



What We are Doing
Decided on a holistic approach to addressing labor shortages.

TLM is designed to address aspects of labor management that directly 
impact the ability to attract and retain employees.

1. Facility Culture

2. Recruiting

3. Training

4. Retention

.

Total Labor Management



Total Labor Management

Summary of the Process:
§ Validate the business problem and financial benefit (Why do we care?)

§ Use data to clearly define the problem(s)

§ Prioritize the problems and pick 3 to 5 to work on (must prioritize)

§ Dig down to the root causes (must be supported by the data)

§ Establish metrics to determine if actions are making the impact

§ Develop solutions to the root cause problems

§ Build out detailed A3’s (action plans) and resource commitment

§ Establish working teams to implement plan (try to support teams with at least 60% of the 
resources external to the plant)

§ Weekly\biweekly follow-up meetings



Facility Culture
Conduct an onsite cultural assessment

§ Utilize a third party 

§ Items addressed:
o Employee attitude
o Consistent fairness
o Plant environment

• HVAC, breakrooms, bathrooms, parking
o Staffing, turnover, overtime
o Management engagement
o Frustrating equipment

Total Labor Management



Recruitment
§ Typical model is to use a ‘Temporary to Fulltime’ approach

üWith the abundance of job openings this no longer works

§ Now using a dual approach of direct hire and temp to hire

§ Recognized our field HR not experienced in direct hire practices

§ Assigned a full time ‘corporate recruiter’ 

§ Now utilizing these incremental tools to drive velocity
o Radio Billboards
o Job Fairs Sign-on Bonus ($2-5K)
o Employee Referral Social Media
o Job Boards Candidate Ombudsman
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Training

§ Established a Training Coordinator position

§ Expanded the ‘Train the Trainer’ program

§ Dedicated trainers with incremental step up pay 

§ Implemented a ‘pay for skills’ progression program

§ Training done on shift they will be assigned to work
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Retention

§ Facility manager one on one with new employees weekly

§ More plant ‘celebrations’ (cook outs etc..)

§ Wage analysis 

§ Reduced salary to hourly headcount ratio

§ More frequent small group ‘Let’s Talk’ sessions

Total Labor Management



Typical Event (1.5 Days):
§ Participants: Corporate (VP Mfg, HR Operations, Compensation, Recruiting, Program 

Manager, Data Scientist) Facility Leadership Team
§ Kickoff ‘Why do we Care?’   State the business case
§ Go thru the main Data deck to develop very granular problems statements

o Example: 
• Good Problem Statement: We only retain 50% or our operators that have been with us 

for less than 6 months on Line 117
• Inadequate Statement: We have an operator retention problem.

§ Prioritize and pick the key problems to be tackled first
§ Break into groups to drive to root cause for each problem 
§ Come back together to peer review each team’s root cause list
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continued...
§ Break back out and develop:

oMetrics (how going to measure success)
o Proposed solutions

§ Peer review the metrics and propose solutions
§ Break out to develop A3 for root cause (actions, timing and resources needed)
§ Peer review the macro A3’s
§ Establish on-going for expectations, Team Leaders, resources, etc…

o Steering team 
o Team report outs

Total Labor Management



Current Staffing / Gaps – by shift
2024 Projection

§ Direct Labor –
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Current Staffing / Gaps – by shift
§ Salaried Labor
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17Headcount Salary and Hourly Data – 2020/2021 



18Termination Data – Operators



19Termination Data – Operator Turnover 



Questions?


