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In manufacturing, recognition isn’t a matter of intention.
It’s a matter of structure.

Multiple sites, rotating shifts, employees without digital
access: without a clear framework, recognition becomes
inconsistent from one location to the next.

As an HR professional, you manage teams spread across
multiple sites, employees working shift work, sometimes
without an email address. Your plant managers are
stretched thin, under pressure, and recognition isn’t always
their top priority.

In this kind of environment, even the best intentions fall
short. Some locations build a strong, consistent culture.
Others let it slip entirely.

The result: an uneven employee experience, and limited
impact on engagement and retention.

This guide won’t explain why recognition matters. You
already know that.
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What it will give you are the concrete conditions to build a
program that:

genuinely engages your frontline managers
stays consistent across all your sites
reaches every employee, connected or not
delivers measurable results.

The goal isn’t to add another HR initiative to the pile. It’s to
build a lasting practice, one that fits the operational
realities of manufacturing.
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Most organizations have a recognition program. Few have one that drives real behaviour change. What makes the
difference?

An operational program covers the basics: marking work anniversaries, handing out certificates, managing retirement
gifts. It’s necessary, but it won’t retain your best people or motivate your managers to change their habits.

An engaging program is rooted in your organization’s values, visible on the plant floor, and applied consistently across
locations, even when the local context varies.

OPERATIONAL VS. ENGAGING PROGRAMS
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5 CHARACTERISTICS OF A PROGRAM THAT WORKS

Anchor recognition in
your organizational
values, not just in an
HR process.

Employees should
understand why they
are being recognized
and what the
organization stands for

Encourage peer-to-
peer recognition. 

A program that relies
solely on hierarchy
creates blind spots.
When employees can
recognize each other,
appreciation becomes a
collective reflex rather
than a responsibility
that rests entirely on
managers or HR.
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Empower each
location while
maintaining a
consistent framework. 

Give sites the autonomy
to recognize their
teams, while ensuring
equity across the
organization.

Make recognition
accessible to
everyone. 

Include floor employees
without digital access,
night shift workers, and
those on rotating
schedules.

IEquip managers to
lead recognition
efforts. 

40% of employees say
the most meaningful
recognition comes from
their direct manager.
Help managers
recognize naturally and
effectively, even with
demanding schedules

TO REMEMBER
Define what “success” looks like for your program before choosing your tools. Is it participation rates? Your engagement survey
recognition score? Twelve-month retention? Without a clear benchmark, it’s hard to measure real impact.

https://www.hrfuture.net/strategy-operations/reward-benefits-recognition/26-employee-recognition-statistics-you-need-to-know-in-2025/?utm_source=chatgpt.com
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In manufacturing, reaching employees isn’t
simple, especially when they lack digital access,
work rotating shifts, and rely on managers who
are already stretched thin.

THE UNEVEN COVERAGE PROBLEM

In a multi-site organization, the employee
experience can vary widely from one location to
the next. Some managers are rigorous in their
recognition practice; others forget. Some sites
have strong local champions; others don’t. The
result: employees who fall through the cracks,
and a growing sense of inequity.
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What Works on the Floor

Designate a point person at each site, responsible for
making sure recognition reaches every employee, with
or without digital access.

Create recognition rituals, at shift changeovers or
team meetings, for example. Short, visible, and
consistent.

Use physical displays, paper or digital, in common
areas to keep celebrations and recognition visible, even
without computer access.

Encourage peer-to-peer recognition. Colleagues are
often the first to witness each other’s efforts. When
they take the time to acknowledge one another, it
creates a culture of recognition that doesn’t depend
solely on managers or HR.

Automate reminders to managers so nothing slips
through, especially during peak production periods.

Use a centralized tool to manage employee data and
automate key program triggers (work anniversaries,
milestones, etc.) so no one gets overlooked.

Work with a recognition partner that adapts to your
operational realities, for example, by providing printed
invitations that allow employees without computer
access to participate in the program and select their
gift.

https://www.altrum.com/recognition/
https://www.altrum.com/recognition/
https://www.altrum.com/recognition/
https://www.altrum.com/resources/recognition/checklist-choose-right-employee-recognition-partner/
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Frontline managers are the backbone of your program. If they don’t recognize, no one will do it for them. But training them
requires an approach that fits their reality.

THE REALITY OF A PLANT MANAGER

A plant floor manager doesn’t have the time, or the patience, for a two-hour theoretical training session. Their day runs on
production schedules, unexpected issues, and constant team management. It’s not a lack of will. It’s the reality of the job.
That’s why recognition training needs to be short, practical, and spread out over time, so managers can apply what they
learn between sessions.
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The Nortera Case

Nortera, a food manufacturer with over 3,000
employees across 13 plants in Canada and the United
States, enrolled 100 N-1 managers in a recognition
training program. The format: videos no longer than 25
minutes per week, practical challenges to apply
directly on the floor, and a bilingual curriculum
adapted to the realities of their sites.
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“Plant managers don’t have time to sit
through lengthy theoretical training.
The Orange Program, with its short
videos and hands-on activities, fit
perfectly into their packed schedules.”

—Oriane Tisseyre, Total Rewards
Coordinator, Nortera

MEASURED RESULTS

Several managers integrated recognition into their
daily floor walks and team meetings.

Some began incorporating recognition into
onboarding, asking new employees about their
recognition preferences from day one.

Recognition scores in internal surveys increased by
0.3 to 0.4 points above the comparative market
benchmark.

Managers who were already recognizing their teams
improved the quality and personalization of their
approach.

BEYOND THE TRAINING

Nortera found that the program surfaced questions
about recognition policies, which led to the creation
of clear organization-wide guidelines. Plan for this
follow-through from the start.

https://www.altrum.com/resources/recognition/study-case-nortera-orange-program/
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This is the central tension in any multi-site organization: giving local teams enough autonomy to own the program,
without creating experiences so different from one site to the next that employees start to feel the inequity.

LOCAL AUTONOMY VS. CORPORATE CONSISTENCY

The model that works best in manufacturing combines a clear corporate framework (values, budgets, eligibility criteria)
with local execution, where the site HR lead or plant manager handles delivery, manages follow-ups, and adapts
recognition moments to their team’s culture.
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What It Takes to Make It Work
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Clear rules. 

A well-defined program at the corporate level. Each
site HR lead needs to know exactly what falls within

their mandate and what escalates to corporate. Grey
areas create inconsistency.

Shared values.

Corporate leadership needs real-time visibility into
participation by site to quickly identify where the

program is losing traction. Each site should also be
able to track employee participation and follow up to

ensure everyone benefits equally.

A centralized dashboard.

For a recognition program to feel genuine, rather than
box to tick, it needs to be anchored in the

organization’s values. A plant manager who recognizes
a safety behaviour or a continuous improvement

initiative is reinforcing something concrete, not just a
policy. When values are understood at every level,

recognition becomes a common language between
leadership and the floor.

A dedicated contact.

Adedicated account lead within your recognition
partner who knows your organization can make a

measurable difference in day-to-day execution. The
relationship matters as much as the tool.
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A recognition program without measurement is a program you
can’t improve, and one you’ll struggle to defend internally. Here’s
how to approach measurement in a practical way.

METRICS THAT SPEAK TO LEADERSHIP

HR professionals understand the value of recognition. Leadership
wants numbers. Here are the indicators that bridge the two:

Participation rate by site. Quickly flags locations where the
program isn’t being relayed effectively.

Impact on engagement scores. Benchmarked against the
market, this gives an objective read on where your
organization stands.

Correlation with retention rates. By linking participation data
to turnover by site or department, you make the cost-benefit
relationship visible to leadership.

Return on investment. Recognition can be hard to quantify,
but if you document your baseline indicators before the
program launches (turnover rate, recruitment costs,
absenteeism, burnout indicators), you’ll have the data you
need to measure real impact afterward and make a
compelling case to your leadership team.
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https://go.altrum.com/recognition/guide-to-convince-decision-makers
https://go.altrum.com/recognition/guide-to-convince-decision-makers
https://www.altrum.com/resources/recognition/calculate-employee-engagement-rate/
https://go.altrum.com/en/recognition/your-roi-with-altrum
https://go.altrum.com/en/recognition/your-roi-with-altrum
https://www.altrum.com/resources/recognition/the-measurable-roi-of-employee-recognition/


What Gets Measured Wrong

The number of gifts distributed, or the total dollar value allocated are operational metrics, not engagement indicators. They
say nothing about the quality of recognition or how it landed with employees.

What matters is whether the employee felt their contribution was seen, understood, and celebrated, not just that an
envelope was handed over.

| 18

Practical Tip
Add one or two targeted questions about recognition to your next engagement survey—before you launch or redesign
your program. That gives you a clean baseline to measure the impact of any changes you make.



In manufacturing, a high-performing recognition program
isn’t just another HR initiative.
It’s a strategic lever that shapes engagement, retention,
and organizational culture.

The organizations that get it right don’t just send out
certificates and gifts. They align every practice with their
values and their operational reality. 
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They understand that recognition only becomes
powerful when it is

Structured and measurable. Each site follows a
clear framework, with relevant indicators that
demonstrate real impact on engagement and
retention.

Driven by managers. Those who live the day-to-
day on the floor are trained and supported to
recognize consistently, despite their operational
demands.

Decentralized, but consistent. Each site has the
autonomy to adapt its practices while staying
within a shared framework that ensures equity
and visibility.

Accessible to everyone. Night shift workers,
rotating crews, employees without digital access,
everyone should be able to both give and receive
recognition.

CONCLUSION



I assess my recognition practice

Download our assessment tool and get a clear picture of where
you stand today.

Assess the Maturity of Your
Recognition Program

The real difference doesn’t come down to budget or tools. It comes down to alignment, between corporate leadership,
 frontline managers, plant employees, and the values that run through the entire organization.

The question is no longer: “Does recognition matter?”

It’s: “Is your program built to last, and to deliver real impact within your operational reality?”

https://www.altrum.com/resources/recognition/recognition-practices-evaluation-guide/

