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ABSTRACT

Although in recent years, there has been an increase in the number of employees working nonstandard schedules outside the daytime hours of the Monday through Friday work week, little research has examined the effects of these schedules on employees, focusing on both shift work and weekend work together. Using Social Exchange Theory, we predicted and found differences among employees’ days and shift scheduling satisfaction, and their predictors. In general, our objective predictors explained a very large proportion of variance (Adjusted R2s from 30% to 57%) in both days satisfaction and shift satisfaction, but the effects of the predictor groups varied substantially among the shifts worked. Among the most relevant findings, meeting preferences in relation to a particular scheduling dimension predicted more satisfaction on the night shift for shift satisfaction than for the other two shifts, but essentially the same days satisfaction for each shift. Further, work-life conflict explained significantly more variance with shift satisfaction than with days satisfaction.
INTRODUCTION

As more businesses operate around the clock in both North America and Europe, there has been an increase in the number of employees working nonstandard schedules outside the daytime hours of the Monday through Friday work week (Barling & Gallagher, 1996; Presser, 2003; Quinlan & Bohle, 2003). Although many studies have investigated shift work (e.g., Baba & Jamal, 1991; Jamal, 1981; Jamal & Baba, 1992), little research has examined the effects on employees of regularly working on the weekend and during nonstandard hours, compared to those who do not. In addition, few have examined both shift work and weekend work together (Jamal, 2004; Jamal & Badawi, 1995; Staines & Pleck, 1984). Using Social Exchange Theory (SET) (Blau, 1964) applied to organizations (Eisenberger, Huntington, Hutchison, & Sowa, 1986), we predict that there will be differences among employees’ scheduling satisfaction and the predictors of those attitudes, based on the shift and days of the week they work. Within the three shifts of day, evening and night, we predict employee satisfaction with shift and days worked from their actual schedules and expressed preferences and feelings. Understanding how employees feel about their work schedules is important because having dissatisfied employees may, and usually does, lead to potentially costly personal and organizational consequences (e.g., Muchinsky & Morrow, 1980; Peters, Jackofsky, & Slater, 1981). In this study, we will examine the predictors of employee satisfaction with weekend and shift work schedules in a situation where many employees worked fixed shifts and schedules, which include weekends.
Work schedule patterns 
Traditional work hours are defined by a work day from 9 a.m. to 5 p.m., Monday through Friday, and represent the most common type of work pattern. Shift work is characterized by working hours that are nontraditional, such as evenings or nights, and/or working days of the week that are nontraditional, such as Saturdays and Sundays (Presser, 2003). Having multiple shifts is prevalent for employees in occupations such as protective services, food preparation, and other service occupations, as well as in manufacturing (Beers, 2000). The U.S. Bureau of Labor Statistics reported that in 2004, approximately fifteen percent of full-time wage and salary workers worked an alternative shift (4.7% worked evening shifts, 3.2% worked night shifts, 3.1% worked employer-arranged irregular schedules, and 2.5% worked rotating shifts).
Although many studies have investigated shift work, few have examined both shift work and weekend work together (Jamal, 2004; Jamal & Badawi, 1995; Staines & Pleck, 1984). One aspect of work schedules that has received considerable research attention is night work (Bourdouxhe et al., 1999; Parkes, 2002). Night work has been linked to job dissatisfaction, with individuals working at night being less satisfied than employees working during the day (Furnham & Hughes, 1999; Jamal & Baba, 1997). In contrast, employees working weekends have been found to have significantly higher emotional exhaustion, job stress and psychosomatic health problems (Jamal, 2004). Ruggiero (2005) found the nurses working fewer weekends had greater job satisfaction. Strouse, Carroll-Hernandez, Sherman, and Sheldon (2003) found that direct-care staff members of community-based programs in positions that required both Saturday and Sunday work had much higher turnover rates than those in positions which did not require such weekend work. Further, compared to weekday positions, the programs needed more time to fill vacant positions involving weekend work. These findings suggest that many employees working weekends or night shifts may prefer working a different schedule and may leave their organization if they believe they will be able to work another schedule at a different organization.

Hypothesis Development

Because the shifts differ structurally both in terms of the times worked and the days of the week worked, we will base our hypotheses on the three separate shifts. Research has found standard schedules are more desirable than nonstandard schedules (Presser, 2003) because standard schedules do not involve weekend and night work (Demerouti, Geurts, Bakker, & Euwema, 2004), and thus have the more highly valued weekend and night hours off. Jamal (2004) reported that those employees who worked nonstandard hours and those who worked more weekend days have significantly more stress and health problems and experience more burnout than those employees that work normal, 9 a.m. to 5 p.m., weekday shifts. Over half of the people working on alternative shifts do so because of the nature of their work (Bureau of Labor Statistics, 2004). Many of these workers have expressed feeling out of sync with the normal pattern of daily life (Baba & Jamal, 1991; Jamal & Baba, 1992). With the normal work day being 9 a.m. to 5 p.m. in the United States, a person working an alternative schedule may have a hard time adjusting, while finding time for family, social events, and other personal demands. This difficulty makes shift workers more likely to experience emotional and physical exhaustion.  

Among the three shifts (day, evening, and night), it can be argued that day shift employees would experience the least amount of displeasure or conflict as a consequence of working a standard shift that is in line with the normal pattern of daily life. Further, we would expect that the night shift employees would experience the highest levels of displeasure and conflict due to the fact that these employees are working a shift that is most dissimilar to the standard 9 a.m. to 5 p.m. work shift. 
From an SET perspective, employees’ work schedules represent a key aspect of their perceptions of the quality of their relationship with their employer. Applied to employee schedules, SET suggests that the negative features of night and/or weekend schedules may lead employees to view those schedules as less desirable than daytime and weekday schedules, and consequently, feel less attached to, and develop poorer quality relationships with, their employer. From the prior discussion, we propose the following hypotheses:

Hypothesis 1: Satisfaction with the days of the week worked will be differentially explained across shifts.  

Hypothesis 2: Satisfaction with the shift worked will be differentially explained across shifts. 
Once we have established the differences in day and shift satisfaction for the three shifts, we will examine the predictors of satisfaction for those shifts. We also propose that the shifts will differ on the factors that lead to satisfaction for day and shift. 
Building on the work of Conway and Briner (2002) and Krausz, Sagie, and Bidermann, (2000), we used two sets of psychological variables assessing the impact of work schedule-related needs, feelings, and attitudes. These reflect employee perceptions of the quality of the exchange relationship with the employer. Specifically, we use work-life conflict, or work-family conflict, as many refer to it, which can stem from work interfering with family responsibilities (work-to-family conflict) or from family interfering with work responsibilities (family-to-work conflict), with these two concepts being very highly interrelated (Frone, Russell, & Cooper, 1992). We have chosen to label our construct work-life conflict, as it represents conflict resulting from several areas of one’s personal life, not just family. Work-family conflict has been found to be highly related to stress and dissatisfaction in those working nonstandard working arrangements (e.g., Janssen, Kant, Kristensen & Nijhuis, 2003; Mikkelsen & Burke, 2004; Westman, Etzion, & Gortler, 2004). The work of Barton (1994), Lee and Johnson (1991) and Morrow, McElroy, and Elliot (1994), who examined scheduling preferences, suggested that when employees received their personal preferences in relation to a scheduling dimension, they had greater satisfaction with that dimension, and thus a better quality exchange relationship with their employer. Pierce and Dunham (1992) and Staines and Pleck (1984), assessed the interferences caused by a particular work schedule for different personal activities. That research suggests that the fewer interferences a schedule causes with personal activities, the greater the scheduling satisfaction. The research by Staines and Pleck (1984) also suggests that those working in the evening may experience more work-life conflict than those working either during the day or night because of their difficulty in attending to personal responsibilities during either the day or night, thus leading to greater scheduling dissatisfaction on those shifts. From the prior discussion, we propose the following hypotheses: 
Hypothesis 3: Work-life conflict is more related to satisfaction with the days of the week worked on the evening shift than on the other two shifts (day and night).

Hypothesis 4: Work-life conflict is more related to shift satisfaction on the evening shift than the other two shifts (day and night). 

METHOD

Data
The data collection was funded by the American Postal Workers Union (APWU) as part of a larger study. Because most mail is posted in the afternoon, most mail processing employees work nonstandard shifts. All full-time career mail processors (N = 245) who were not ill or on leave were surveyed on work time over a two day period. These employees worked in a city in one of three regions of the United States, the Northeast, the Midwest or the West Coast. Overall, 22 percent were assigned to the day shift, 40 percent to the evening shift, and 38 percent to the night shift. Many employees worked on the weekend; only 19 percent did not report having worked on the weekend in the prior month. Sixty-three percent reported working at least once every weekend monthly, and 24 percent reported working every Saturday and Sunday monthly. Further, those on the day shift worked significantly (p < .01) more weekend days monthly (5.67) than those on either the evening or night shift (both 3.66 days).
Measures
Controls. We controlled for installation seniority because that was used to determine what shift and days schedule an employee could work if there was a vacancy. We also controlled for the city through dummy variables created for the three cities in our sample. This allowed us to control for the possibility that exchange relationships differed by city. An additional set of controls is related to the research finding that attitudes have been found to vary based on the number of weekends worked monthly (Ruggiero, 2005). This set of two variables consisted of the number of Saturdays and the number of Sundays worked monthly. Having these controls enabled us both to assess independently the effects of weekend work on days and shift satisfaction and to control for such effects on the subsequent concepts we examined. 
Shift. Shift was defined by the US Postal Service employee assignments, and was determined by the time of day their hours were worked. We used the employee’s self report of shift. It was identical to using the Staines and Pleck (1984) classification based on starting time. 

Satisfaction with the days of the week worked (days satisfaction). We used a two-item standardized scale (alpha = .87) that we developed through pre-testing with APWU members at a site not surveyed. These were: “I would like to work a schedule that has different days off than the one I currently have” and “I am satisfied with the days I am scheduled to be off from work.”
Shift satisfaction. Shift satisfaction was assessed with a two-item standardized scale (alpha = .83) that we also developed through pre-testing with APWU members. These were: “I would like to work a different shift” and “The shift I work is the best one for me.”
Preferences. Preferences were assessed through three variables. Mail processors were asked if they had made formal requests (a bid) to work a different shift and/or to work different days than the previous year. Since the archival records indicated that very few requests to change one's schedule resulted in the desired schedule change, overall such requests were taken as evidence that one's schedule preference was not being met. Additional support for meeting their days of the week schedule preference was assessed by a two-item standardized scale where they indicated their desire to work on the weekend or not (alpha = .67).
Work-Life Conflict. Work-life conflict was measured by five items (alpha = .86) on a five-point Likert type scale developed by Parasuraman and Alutto (1981; 1984) and adapted from Kahn, Wolfe, Quinn, Snock, and Rosenthal (1964). These assessed the degree to which employees felt that their work schedules prevented them from attending to non-work responsibilities or vice a versa, e.g., “I cannot satisfy the demands of my work schedule and my off-the-job responsibilities.” 
Analyses. All the hypotheses were tested through hierarchical multiple regression on both days satisfaction and shift satisfaction. In those regressions, we entered the four different sets of concepts discussed above, and then examined the appropriate statistics (R2 or change in R2).
RESULTS
Desirability of Schedules

Before we could appropriately test our hypotheses, we needed to establish that employees on the day shift were indeed more satisfied with their shifts than those on the evening and night shifts, and that working less on the weekends led to greater satisfaction with the days of the week worked (days satisfaction). If those predictions were supported, we could test hypotheses concerning the predictors of shift and days satisfaction. Thus, we ran a one-way analysis of variance (ANOVA) of shift satisfaction by shift among the employees in our sample. This was found to be significant (p < .001). The means for shift satisfaction with a 5-point scale were 2.26 for the night shift, 2.75 for the evening shift, and 4.55 for the day shift, all of which differed significantly (p < .001) from each other. Furthermore, as predicted, the employees on the day shift were very highly satisfied with their shift, more so than the other two shifts. To determine if days satisfaction was related to weekend work, we broke weekend work into three logical categories based on the number of weekend days worked, and then ran a one-way ANOVA of days satisfaction across those three categories. With a standardized scale of days satisfaction, the ANOVA was significant across the three categories of weekend work (p < .001). Those working less than a day a week on weekends (.7 days monthly) had significantly (p < .001) more days satisfaction than those regularly working one day weekly on the weekends, who in turn were significantly (p < .001) more satisfied than those regularly working more than one day weekly on weekends (7.2 days monthly). In addition, as noted above, in our sample there was a confounding of shift and the number of weekend days worked. Thus, we had to determine that this did not affect the scheduling satisfaction of employees on the three shifts. Therefore, we ran ANOVAs of shift satisfaction within each shift across the three categories of weekend work. In all three shifts, there was no significant difference across the three categories of weekend work in shift satisfaction. Thus, the satisfaction with shift was not apparently affected by the fact that employees on each shift worked different amount of weekend days. Thus, because our initial predictions were supported, and because the confounding of shift and the number of weekend days worked did not affect shift satisfaction, we could move to meaningfully test the formal hypotheses. 
Hypotheses Testing

The results with regard to satisfaction with the days of the week worked are shown in Table 1. Table 2 shows the results concerning shift satisfaction. In regard to Hypothesis 1, that satisfaction with the days of the week worked will be differentially explained across the shifts, there was little support. The four sets of concepts explain similar and high amounts of variance (adjusted R2) in days satisfaction across each of the three shifts; 57 percent for the day shift and 52 percent for the evening and night shifts. For each shift, working on the weekends, the second set of concepts entered to the equations (after the controls of seniority and city) added to most variance explained (R2) (27% to 36%). The controls and the set of preference variables were next in order of explaining variance, adding 4 to 9 percent for the evening shift and 9 to 13 percent for the other two shifts. The preference variables explained a substantial amount of variance. Finally, work-life conflict only added substantial variance for the evening shift. Thus, even though the objective concepts examined explained over half of the variance in satisfaction with the days of the week worked, there was little support, if any, for Hypothesis 1. In contrast, Hypothesis 2, concerned with shift satisfaction, was supported, with large differences in the variance explained; 37 percent for the night shift, 30 percent for the evening shift, and a nonsignificant amount for the day shift. The nonsignificant amount of variance explained for the day shift is likely due to the high desirability of that shift noted above, creating range restriction on the dependent variable. The controls only added significant variance for the night shift. Working on the weekends did not add significant variance explained for any shift. However, the preference variables explained a substantial incremental amount of variance for both the night (16%) and evening shifts (9%). Finally, work-life conflict added 18 percent to the variance explained for the night shift and 9 percent for the evening shift. Thus, Hypothesis 2 was supported. 
Hypothesis 3, that work-life conflict is more related to satisfaction with the days of the week worked on the evening shift than on the other two shifts, was also supported. The variance explained by work-life conflict in days satisfaction was only significant for the evening shift (adding 4 percent to the variance explained). Hypotheses 4, that work-life conflict is more related to shift satisfaction on the evening shift than the other two shifts, was only partially supported. Work-life conflict added more variance explained in shift satisfaction for the night shift than for the evening shift, while accounting for more incremental variance than for the day shift.
Overall, the results indicate that SET is helpful in explaining differences in attitudes toward shifts and weekend work. Over half of the variance in days satisfaction can be explained by exchange-based scheduling variables across the three shifts. Shift and day preferences, and the interferences caused by schedules, need to be further examined in samples with more variance in satisfaction with shift and days worked. Work-life conflict may affect groups of individuals working different shifts in various ways. In post-hoc analyses, we determined that there was significantly less (p < .001) work-life conflict on the day shift (mean = 3.25, lower scores indicate more conflict) than on the night (mean = 2.16) or evening (mean = 2.47) shifts. Work-life conflict did not differ significantly among the three categories of weekend days worked. 

DISCUSSION
Overall, results of this study demonstrate the need for increased research on organizational outcomes associated with non-standard work schedules and show that shift variations are particularly striking. These results illustrate how difficult it can be to keep employees who work fixed, nonstandard workweeks satisfied with their schedules, be it working in the evening or night, or working on the weekends. This is similar to Demerouti et al.’s (2004) conclusion that fixed non-day shifts and weekend schedules should be avoided wherever possible in order to lessen negative consequences for employers, employees, and their families. Consistent with that conclusion, we found that where such schedules exist, employees had worse scheduling satisfaction attitudes, and for the non-day shifts, reported significantly more work-life conflict. We used SET to propose that participants who worked on non-day or weekend schedules would differ from daytime or weekday workers in their schedule satisfaction. Research suggests that individuals who are unhappy with their schedules tend to report less job and life satisfaction than people who are satisfied with their shifts (Zedeck, Jackson, & Marca, 1983). Shamir (1983) found that working weekends related to higher work-family conflict. Jamal (2004) found that employees working weekends reported significantly higher emotional exhaustion, job stress and psychosomatic health problems than employees not working weekends. If organizations could find a fair way to allocate such schedules, it could have an influence on the social exchange relationship between the employee and the organization.
Our results contribute to previous research by demonstrating that employees working different schedules vary substantially in their scheduling attitudes and predictors of those attitudes. Where there was not range restriction in the dependent variable (i.e., not on the day shift in relation to shift satisfaction, as that shift was highly desirable), our predictors explained a very large proportion of variance (adjusted R2s from 30% to 57%). Given that little of this variance was explained by attitudinal variables, this could not have been caused by common method variance. Our findings support the previous research on schedule preferences with actual behavioral preferences, requests (bids) for different schedules. Such bids, along with the desire to work on the weekends, added significant variance explained in both forms of schedule satisfaction. Employees who had their preferences met in relation to a particular scheduling dimension were more satisfied with that dimension. Other research suggests that certain individuals may prefer non-day or weekend work (Barton, 1994; Barton & Folkard, 1991; Strazdins et al., 2004). Their research, along with that of Morrow, McElroy, and Elliot (1994), in relation to personal preferences and scheduling dimensions, was supported, as preferences were related to satisfaction with the dimensions.
Limitations and Suggestions for Future Research

Our study had several limitations that should be mentioned. Schedule flexibility also needs to be examined; how much control or flexibility workers have over changing their schedules, both in the short- and in the long-term, likely has an effect on attitudes and other outcomes. Recent empirical studies have found that employees’ control over their work schedules contributed positively to employees’ health, work attitudes, and behavior (Boswell, Olson-Buchanan, & LePine, 2004; Fenwick & Tausig, 2001; Krausz, Sagie, & Bidermann, 2000). Studies could investigate why employees work non-day and weekend schedules. Generalizability is also a concern in this study. Participants were postal employees, all of whom belonged to a union. It is unclear whether these results would generalize to other industries or non-unionized employees. More research examining work schedules and employee turnover should be done on different populations to examine whether our findings generalize to other populations. Our findings also suggest that research examining work schedule justice, building on the justice literature (e.g., Greenberg, 1987; Greenberg & Colquitt, 2005) is warranted. Future research should also address how employers can implement work schedules that work well for both employee and organization.
Practical implications

In all industrialized societies, workers are increasingly likely to work non-standard schedules (Fenwick & Tausig, 2001; Presser, 2003). Thus, the negative consequences of working more undesirable hours and days may become apparent, both for the employees and for the organization. Using employee preferences to help determine schedules leads to greater scheduling satisfaction; however this may not always be easy for an organization to accommodate. As a result, organizations have a corresponding need to explore ways to manage nonstandard schedules to lessen some of the negative reactions employees may have. Some studies suggest minimizing exposure to nonstandard schedules to eliminate negative employee reactions (e.g., Demerouti et al., 2004). However, since retail, health care, public safety, and other industries require such schedules, the key is not the work schedules themselves, but how they are managed. The results of this study suggest that better management of employee work schedules may be one method of reducing negative employee reactions. There are several methods organizations can use to determine who will work particular schedules. In the unionized setting in the present study, these decisions are at least partially based on tenure. It is possible that the adverse consequences of non-day work may be stronger in organizations where employees are not represented by a union. Alternatively, organizations can explore merit-based work schedule assignments in which high performing workers have their choice of schedules. Either tenure based or merit based schedule assignment systems may create a situation where most high performers tend to work the day shift, during week days. In service-oriented positions where most customers come during the day, this might be an advantageous strategy. However, in situations where work is distributed fairly equally across shifts, this strategy might undermine productivity on evening and/or night shifts. Finally, another commonly used alternative is the use of bonuses and premiums for night and weekend work, providing financial incentives for employees working non-standard work hours. Given these issues, the costs and benefits of different methods for managing work schedule assignments, such compensation-based strategies or awarding employee preferences for schedules clearly needs further research. 

TABLE 1

Hierarchical Regression of Weekend Days Worked, Bids To Work Different Day or Shift, Desire to Work Weekends, and Work-life Conflict on Days Worked Satisfaction a,b

	
	Day Shift
	Evening Shift
	Night Shift

	
	Total
Adjusted
Variance 

Explained
	Incremental Variance

Explained


	Total
Adjusted
Variance 

Explained
	Incremental Variance

Explained


	Total
Adjusted
Variance 

Explained
	Incremental Variance

Explained



	Model


	R2
	R2
	R2
	R2
	R2
	R2

	Step 1c 


	      .09*
	      .09*
	      .04
	      .04
	      .13**
	            .13**

	Step 2d

 
	      .45***
	      .35***
	      .40***
	      .36***
	      .39***
	      .27***

	Step 3e


	      .56***
	      .13**
	      .47***
	      .09**
	      .51***
	      .13**

	Step 4f
	      .57***
	      .01*
	      .52***
	      .04*
	      .52***
	      .01*

	Notes:

 a  N = 245
b*=p < .05; **= p < .01. ***=p <.001

c  Predictors: (Constant), seniority, dummy codes for city
d  Predictors: (Constant, seniority, dummy codes for city, number of weekend days worked
e  Predictors: (Constant, seniority, dummy codes for city, weekend days worked, bid for different shift, bid for different days, desire to work weekends
f  Predictors: (Constant, seniority, dummy codes for city, weekend days worked, bid for different shift, bid for different days, desire to work weekends, work-life conflict




TABLE 2
Hierarchical Regression of Weekend Days Worked, Bids To Work Different Day or Shift, Desire to Work Weekends, and Work-life Conflict on Shift Satisfaction a,b

	
	Day Shift
	Evening Shift
	Night Shift

	
	Total
Adjusted
Variance 

Explained
	Incremental Variance

Explained


	Total
Adjusted
Variance 

Explained
	Incremental Variance

Explained


	Total
Adjusted
Variance 

Explained
	Incremental Variance

Explained



	Model


	R2
	R2
	R2
	R2
	R2
	R2

	Step 1c 


	      .03
	      .03
	      .15**
	      .18***
	      .03
	      .06

	Step 2d

 
	      .03
	      .01
	      .15**
	      .01
	      .05*
	      .04

	Step 3e


	      .06*
	      .03
	      .21***
	      .09*
	      .19**
	      .16**

	Step 4f
	      .13**
	      .07*
	      .30***
	      .09***
	      .37***
	      .18***

	Notes:

 a  N = 245
b*=p < .05; **= p < .01. ***=p <.001

c  Predictors: (Constant), seniority, dummy codes for city
d  Predictors: (Constant, seniority, dummy codes for city, number of weekend days worked
e  Predictors: (Constant, seniority, dummy codes for city, weekend days worked, bid for different shift, bid for different days, desire to work weekends
f  Predictors: (Constant, seniority, dummy codes for city, weekend days worked, bid for different shift, bid for different days, desire to work weekends, work-life conflict
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