Appendix X: Communication Excellence — The 3-Touch System
Problem:
Messages fade after one mention. People need repetition, not reminders delivered in different ways that reinforce the same goal.
Solution:
Use the 3-Touch Framework. Repeat key priorities three times, in three formats, across three time frames. This builds alignment without dragging meetings or wasting floor time.
Touch 1 — Shift Handoff (10 minutes)
Format: Face-to-face briefing between supervisors
Content: Top 3 priorities, safety alerts, equipment or system status
Tool: Whiteboard checklist or laminated sheet at the supervisor station
Accountability: Incoming supervisor repeats key points back for confirmation; no “gotchas” later.
Touch 2 — Daily Huddle (5 minutes)
Format: Stand-up team meeting at start of shift
Content: Yesterday’s wins, today’s focus, one safety reminder
Tool: Huddle board with live metrics or dashboard snapshot
Energy Tip: End with quick recognition or a small team goal; keep it positive and forward-looking.
Touch 3 — Weekly One-on-One (10 minutes)
Format: Individual coaching conversation
Content:
• What’s working?
• What’s blocking you?
• What rumors or confusion need clearing up?
Tool: Action log or simple shared sheet for follow-up
Follow-Up: Confirm every action item closed within 7 days.
Virtual Options
For hybrid or multi-site operations:
• Use Zoom or Teams huddles with shared dashboards.
• Record short 2-minute recap videos for second-shift or remote workers.
• Post huddle board screenshots in Teams channels or Slack for consistency.
Morale Tracking
Run a monthly pulse survey, three questions, three minutes. You can switch to quarterly or semi-annual survey once you get some traction.
Target: 80% positive sentiment on clarity, leadership visibility, and communication frequency.
Proven Results
One Midwest DC implemented this framework and:
• Cut mispicks by 35%
• Improved employee satisfaction by 20 points
• Reduced shift handoff confusion incidents to near zero within 60 days
Bottom Line
Say it three times, three ways, and you’ll spend less time fixing what could have been understood the first time.
