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Planning for employee vacations can be a daunting task, especially
when balancing employee preferences with the operational needs
of your organization. Without a proactive, streamlined approach that
maintains fairness across the team, shift-based organizations may
face scheduling gaps, decreased productivity, and employee
dissatisfaction during the busiest time of the year.  

This guide offers five practical tips to help you efficiently prepare
for and manage employee time of requests, ensuring smooth
operations and happy employees no matter the season.

IntroIntro



Start initiating the vacation request process several months in advance,
giving employees the opportunity to coordinate their time off without
scrambling at the last minute. Early planning also reduces stress for managers
by providing a clearer view of staffing availability well before the holiday rush.
Here’s how to proactively plan:

Define and clearly communicate deadlines for submitting vacation
requests, so employees understand when decisions will be made. Set
expectations for both employees and managers, helping prevent any
misunderstandings about timing. Providing firm but reasonable deadlines
allows for better alignment between operational needs and personal
preferences.
.

1.

Outline specific request procedures. Establish a simple, well-defined
process for how employees should submit their requests—whether
through an online system, email, or direct communication. This not only
makes the process easier for the employees but also ensures consistency
and reduces the chance of miscommunication.
.

2.

Clarify company policies on approval. Employees should be fully aware of
any conditions that may impact their request, such as blackout periods
(specific dates employees are restricted from taking time off) or minimum
staffing requirements. Make sure these policies are visible and accessible,
whether in an employee handbook, on an internal site, or through direct
communication channels.

3.

#01SET CLEAR
GUIDELINES



ENSURE FAIR
ALLOCATION#02#02

Fairness begins with consistency. Decide on a clear, consistent method for
approving time off requests, whether it’s seniority-based or first-come, first-
served. Once the method is chosen, make sure it’s applied uniformly to avoid
any perceived bias. This consistency ensures that employees feel the process
is equitable, which can be ensured by doing the following:

Communicate the criteria upfront for approving or denying requests—
transparency is key to avoiding misunderstandings or resentment. Whether
you’re using a point system, basing decisions on operational needs, or
rotating approvals, employees should understand why certain requests are
granted while others may be declined.
.

1.

Address potential conflicts with empathy. In cases where multiple
employees request overlapping dates, make sure there’s a clear conflict
resolution process. Whether you offer a compromise, such as splitting the
requested time off, or suggest alternative dates, ensuring employees are
involved in resolving scheduling issues will help maintain trust and
cooperation.
.

2.

Document decisions for accountability. Keep records of all vacation
requests and the decisions made, along with the reasoning. Documenting
the process provides the ultimate transparency, offering a reference point
if employees have any concerns or questions about how time-off requests
were handled.

3.



Use tools or systems that allow
employees to see their place in line,
the status of their request, or even
who has already been approved for
time off. This kind of real-time
visibility helps employees manage
their expectations and understand
how the decision-making
process is progressing.



Don’t forget about emergency requests. Despite your best efforts, there will
always be cases where last-minute leave requests arise, such as unexpected
family events or personal emergencies. Having a contingency plan in place
ensures that your operations remain smooth even when faced with these
unplanned absences. Consider the following steps:

Define what qualifies as an emergency request and how these requests
will be prioritized. Whether it’s offering a set number of emergency days to
the affected employee or initiating a shift swap on their behalf, ensuring
you have a plan for late-stage changes will help avoid disruptions during
peak seasons.
.

1.

Maintain a pool of backup employees to minimize the impact of last-
minute absences. It’s important to know the employees who are willing to
take on extra shifts or have flexible availability before you need them.
Creating a list of standby team members who can fill in during busy
periods will give you the flexibility to respond quickly to unexpected
scheduling changes.

2.

PLAN FOR
CONTINGENCIES #03



Cross-train employees to handle
different roles or responsibilities. This
can be a game-changer in filling gaps
caused by last-minute requests.
When team members can step in
across various departments or tasks,
it adds an extra layer of resilience to
your scheduling system and helps
prevent potential productivity losses.



#04 LEVERAGE
HISTORICAL DATA

Historical data on employee schedules, customer demand, and business
operations can provide valuable insights into when your busiest times occur.
Use this data to identify peak business periods and analyze previous years’
data to recognize recurring patterns—whether it’s a surge in production in
November or high warehouse worker demand in January due to returns. These
periods can be flagged as critical times when staffing needs are highest.
Here’s how to go about this with as little friction as possible:

Set blackout dates strategically, but don’t overdo it—employees need to
be able to rest, recharge, and spend time with their families. Blackout
dates should only align with times when your operations are most critical
and all-hands-on-deck is required.
.

1.

Communicate early and often. Transparency is key here. Share dates well
in advance and reinforce them regularly so employees have enough time to
plan around these periods. This ensures there are no surprises when a
time-off request falls within a blackout window, maintaining a sense of
fairness and clarity across the team.
.

2.

Use demand forecasting to predict future trends and inform decisions.
For example, if your organization anticipates a spike in order volume, use
this information to refine your blackout date decisions. Proactively planning
for increased demand ensures your team is staffed appropriately and
ready for peak periods.
.

3.

Be flexible around non-peak periods. By being strategic about when
employees are encouraged to take time off, you can balance operational
needs with employee satisfaction, reducing the likelihood of understaffing
during high-demand periods.

4.



Managing holiday vacation requests can become overwhelming, especially when
dealing with large teams across many facilities and multiple overlapping
requests. Automate your vacation planning process with workforce
management software like Indeavor’s Annual Vacation Planning module.
Indeavor drastically reduces the time and effort needed to manage vacation
requests while ensuring that rules and policies are followed consistently. Here’s
how:

Guarantee fairness with pre-set rules. Automation ensures that all vacation
requests are processed based on the rules you establish, eliminating the
potential for human error or bias. Whether you use a first-come, first-served
system, seniority-based approval, or a rotating system, Indeavor applies
these rules fairly and consistently, fostering a sense of equity among
employees.
.

1.

Offer flexible request options. Depending on your organization’s needs, you
can choose different automated vacation planning approaches. With Active
Pick, employees select their preferred vacation dates one at a time in order
of seniority. This ensures that more senior employees have first choice while
still maintaining fairness for others. With Open Enrollment, all employees
submit their requests simultaneously, and approvals or denials are
processed based on predefined rules.
.

2.

Enhance visibility and transparency. This automation provides employees
with real-time access to the status of their vacation requests. Employees
can easily see which dates are available, when their requests are approved,
and what alternatives might be if their preferred dates are unavailable. This
level of transparency helps reduce back-and-forth communication and
prevents misunderstandings.

3.

#05FULLY AUTOMATE
THE PROCESS

https://www.indeavor.com/solution/annual-vacation-planning/


#01 Set clear guidelines early to give
employees enough time to plan and
avoid scheduling conflicts

#02 Ensure fair and allocation to promote
trust, transparency, and satisfaction
across the team

#03

Fully automate the process with
Indeavor Annual Vacation Planning to
save time for managers

#04

Plan for contingencies and last-
minute requests to maintain
operational stability

#05

Leverage historical data to create
blackout dates and ensure all-hands-
on-deck during critical periods

Initiating vacation planning early, setting clear guidelines, and ensuring fair and
transparent approval processes help manage staffing effectively during peak
periods. Leveraging automation and historical data can further streamline the

vacation request process, reducing scheduling conflicts and operational
disruptions.
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