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Agenda

• Intro

• Labour framework: how we assess current labour management practices

• Labour cost driver tree: used to identify levels for improvement

• Case study #1: American fast-food company

• Case study #2: UK-based grocery retailer 



3

We typically assess the current labour management practices of a client against our 
Best Practice Labour Framework

• General Manager creation and Area 
Manager feedback iterate based on 
local conditions

• Staffing needs determined by 
forecast

• Time allocated for non-
demand tasks (e.g. training)

• GM staffing decisions 
reviewed by Area Manager

• Use tool for efficient 
development / posting

• Schedule built on supply / 
demand every 15 mins

• Provide employees online 
access

• Shift change maintenance

• Managing to Daily Operating Plan

• Manage schedule vs. forecast

• Manage actual vs. schedule

• Use data-driven forecasting 
methods

• Regularly optimise finances 
and align resources to meet 
customer needs

• Managers review shifts 
daily

• AM and GM conduct weekly 
forecast and labour reviews

• Labour costs are 
periodically reassessed

Category Mngt.

Labour 
Mgmt.

1. Forecast 
Sales 3-4 

Weeks Out

&

&

2. Forecast 
Sales Next 

Week

3. Staffing 
Needs

4. Build
Schedule
and Post

5. Shift 
Operations 

and  Control

7. Weekly 
Reviews 
(S&OP)

6. Daily Area 
Mgr. Reviews

AlixPartners labour best practice framework
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When looking at optimising labour costs, we apply the labour cost driver tree to identify 
levers for improvement 

DetailsLevers

Relative 

OpportunityCost BucketsLevel

Labour Cost

Hours

Wage

Field Ops

In-Store

Salary 

Turnover Root cause assessment of turnover drivers causing replacement costs

Hours of Operation Adjust store hours based on actual demand vs cost to serve

Make vs. Buy
Buy in of non-differentiate components (e.g. cut vegetables, breaded 

chicken)

Match demand precisely to staff levels, typically enabled with a scheduling 

tool
Labour Demand Forecasting

Labour Model / Productivity Set productivity levels by labour drivers, by role; Fixed / non-service hours

Technology / Automation Utilize tablet, mobile phone, “queue busters”, automation, etc. 

Management Bonuses
Actual performance matches bonus received; poor performance not 

rewarded

Overtime Eliminate unnecessary instances of overtime 

Labour Type Mix Re-balance hours to reduce average wage (FT to PT and Mgt to Hourly)

Wage Bands & Rates Resetting wage rates and compliance with wage bands across stores

Span of Control Align span of control to benchmarks

Field Ops Bonus Actual performance match bonus received; poor performance not rewarded

Headcount

Real-Time supervisor management of in-shift labour, e.g. sending crew 

home
Active Shift Management

Salary Bands Salary bands consistently followed based on experience and policy
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For our client, one of the largest seafood restaurants in US, we conducted several initial 
analyses to quantify the potential benefits of a labour optimisation programme

CASE STUDY #1

Store Level Quartile Analysis

Overtime Analysis

Note: Some values and details have been changed or rounded up/down to protect confidentiality
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Based on the assessment, we built a comprehensive labour efficiency plan to enhance 
performance and yield sustainable benefits

We created a 

clear, actionable 

plan for the client 

using a structured 

framework

CASE STUDY #1
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Enhancement Pillar #1: Improve Forecasting Accuracy based on sales and guest demand 
to generate better labour forecasts and schedules

Historical Forecasting Performance 

Forecasting Accuracy Matrix 

1 CASE STUDY #1
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Enhancement Pillar #2: Consolidate Roles and Responsibilities to simplify operations 
and improve leverage with greater cross-functionality

Current Layout (Silos & Complexity)

Multidisciplinary framework

2 CASE STUDY #1
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Enhancement Pillar #3 & 4: Rebuild Labour Model based on updated Fixed Hours and 
Activity-based Drivers to improve labour efficiency or usage

3 CASE STUDY #14

Intraday Chart based on Real Guest 

Counts and Actual Hours Worked 

(staffing not aligned with demand) 

Intraday Chart based on Real Guest Counts 

and Projected Hours per New Model 

(reduced excess hours and increased 

staffing for higher demand daypart) 
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Enhancement Pillar #5: Designed “A Day in the Life of the Operator” to drive beneficial 
sustainability systemwide based on best practices and balanced compliance program

New Scheduling Programme

Simplified Daily Labour Punchlist

5 CASE STUDY #1
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For a top grocery retailer, a holistic review of value levers allowed us to define the scope 
of the transformation and prioritise initiatives

Customer Experience

• Tills and self-checkouts

• Food services

• Kiosk, customer service and returns

Product

• Replenishment and stock control

• Merchandising

• Price, promo changes, code control

On-line

• In-store picking

• Customer Delivery

• Training

Management

Other

Labour ModelOperating Model Workforce flexibility 

Transformation levers:

• Translation of fixed into 

variable labour

• E2E process-centric labour 

planning

• Demand forecasting and 

planning

Transformation levers:

• Task reduction

• Task automation

• Process/task improvement

Transformation levers:

• Fixed versus flexible labour

• Actual versus theoretical 

labour flexibility

• Multi-skilling

• Colleague mobility

Value Levers

POLICY

Which policies could be reconsidered to improve labour productivity?

PROCESS & ORGANISATION

What is the potential for task elimination, streamlining and automation?  How efficient are organisational 

structures?

PRACTICES

How is labour productivity performance reported and managed? What are the incentives? Are there any 

cultural barriers?

PROPOSITION & OPERATING MODEL

Taking an end-to-end view, what proposition and op model changes could reduce total system cost?
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Delivery Capabilities (enabler) 

CASE STUDY #2
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As part of the transformation, we helped our client achieve c.£200m annual labour cost 
savings, plus identified additional cross-functional long-term opportunities

Labour Productivity 

Deep Dive

Transformation Scope

6-week assessment

6 months implementation support

Operating Model

Delivery 

Capabilities

Labour Flexibility

Enhanced Labour 

Modelling

Key results
Financial benefits

Annual cost reduction opportunity

c.£200m across 3 workstreams

Enabler

• Accelerated design and implementation of key operating models: Process re-engineering, 

proposition simplification, task removal and reduction, and others

• Introduced rigour and structure into transformation delivery of in-flight initiatives

• Focused on adoption approach and impact assessment

• Identified and closed gaps in existing delivery capabilities – Strengthening cross-

functional thinking and accountability, defined core implementation process and developed 

financial tracking tools

• Developed Playbook, setting out new ways of working to embed Transformation Office into 

the retail business

• As is analysis of contracted position at each store, creating transparency into size of the 

challenge and store-specific opportunities

• Centrally-led prioritisation of levers for changing contracted position and introducing flexibility, 

considering as is state, colleague engagement, technology options and Unions positions 

• Redesign of the labour model – Simplification of core categories, increased flexibility and 

agility by changing fixed cost to variable, improving transparency

• Data-driven labour demand - Integration of EPOS and Supply Chain data to forecast labour 

based on customer demand and supporting operating model changes

• Holistic review of the retail business, transformation opportunities, and 

quantification of benefits - Focused on transformation impact, feasibility, technology 

and speed of results

• Transformation Office design, defined 3-year scope of transformation, Transformation 

roles and RACI into Retail organisation

£120-270m

(short term) + additional £300m cost 

opportunities largely through cross-

functional programmes (mid-term)

CASE STUDY #2

SANITISED VALUES

Note: Some values and details have been changed or rounded up/down to protect confidentiality
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The transformation brought systemic agility and flexibility into 3 core retail areas and 
allowed our Client to better respond to future trading environments

Flexible and Variable Labour ModelCustomer Centric Operating Model Increased Workforce Flexibility 

Tailored Operating Model Decisions, based 

on a set of ‘design principles’ that prioritise 

customer proposition

• Customer Decision and Mission – 

leveraging customer insight to 

understand key drivers of customer 

decision process 

• Developing the right proposition – 

Define the overall category strategy in 

terms of SKUs and Range and quality 

expectations

• Tailored Operating Model – Align 

operating model to customer experience 

and profitability, based on the right 

proposition, process re-engineering, 

simplification/removal of tasks, etc

Capitalising on the opportunity to reduce the 

unproductive hours by increasing flexibility 

and improve the contracted position

• Current contracted position – 

developed store by store analysis of 

contracted position vs demand

• Defined priorities for reducing 

contracted hours - Attrition a key lever, 

together with Voluntary Reduction in 

Hours and Redundancies, avoiding buy 

out of contracted hours

• Defined levers for increasing 

flexibility – Increasing Colleague 

availability and Multi-skilling key levers, 

combined with more flexible schedules, 

but deprioritised renegotiating existing 

contracts

Designing a data-driven labour model that is 

more variable and responsive to changing 

customer demand across categories, channels 

and checkout options

• Labour Model Simplification – 

Simplified General Merchandise and 

Clothing labour model for stores with low 

GMC customer demand

• Increasing variability and 

responsiveness to customer demand – 

Front end flexible labour model removes 

minimum manning across front end and 

allocates labour based on EPOS data on 

customer participation and demand

• Data Driven Labour Demand Across all 

Core Store Processes – Integration of 

EPOS and Supply Chain data into labour 

model to improve demand forecasting 

1 2 3

CASE STUDY #2
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