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he emerging demands of retail cross-channel fulfillment 

are driving an environment characterized by increasing 

consumer expectations, volatile demand and increased cost 

pressures on logistics and transportation. Consumers want 

lots of choices including when, where and how their orders 

will be fulfilled. The line between distribution and the store is 

blurring as stores are being asked to perform new processes 

traditionally reserved for the distribution center, including:

•  Buy online/pick up in store;

•  Buy anywhere/ship from store to home;

•  Buy online/transfer to store for pick up;

•  Research online/reserve in store;

•  Buy online/return to store; and

•  Endless aisle buy in store/ship to store or home

According to a recent survey by RSR Research measuring the top retail 
business challenges by performance (shown below), nearly half of Laggards 
report that they are challenged by eroding same-store sales and by controlling 
labor costs when integrating new channels into the store. Only 11% of Winners 
report that store cannibalization is an issue for them, and only 17% are 
challenged by store labor costs —vast gaps in challenges. 
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Internal challenges prevent us from 
delivering cross-channel capabilities

A good customer experience in one channel is
not enough to maintain customer loyalty

Effectively integrating new processes driven by
cross-channel strategies into the store

Consumer expectations outpace our ability
to deliver cross-channel experiences

Difficulty keeping up with shifting
consumer cross-channel behavior

We are not doing enough to leverage our assets
(digital, inventory, or otherwise) across channels

Controlling labor costs while integrating new
processes driven by cross-channel strategies into

Same store sales are being
eroded by other channels
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Consumers want lots of
choices including when,
where and how their orders
will be fulfilled.
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The gaps between the winners and the laggards represent the biggest 
opportunity for improvement by companies who want to distinguish 
themselves in the multi-channel retail environment. The winners are 
addressing new store fulfillment processes by adding store execution systems 
that enable fulfillment type activities and provide a workflow framework for 
associates to follow. The workflow, while tailored to a store environment, has 
many of the characteristics of traditional fulfillment including consistent 
repeatable processes, system-directed assignments and the ability to track 
associate performance against a pre-defined standard.

The changing store environment calls for new labor technologies
One of the primary drivers of the cost of these new store fulfillment processes 
is labor. While many retailers have implemented Workforce Management 
(WFM) Software, the changing store environment requires them to expand 
the use of labor technologies and to adapt their approach to optimizing 
productivity in their stores based on the new processes. Retailers have 
traditionally been focused on associates’ Time and Attendance and to a lesser 
extent, scheduling. Unfortunately in many cases these systems offer limited 
functionality or simply lack the ability to measure specific work activities.

According to a study conducted by RIS and Gartner, “We see evidence of this 
when we look at the figure for those who have up-to-date technology in place 
for labor standards analysis (32.5%). This means only a third of retailers have 
the ability to know exactly how long it takes to complete necessary tasks in 
stores and DCs.“

Without this technology it is impossible for retailers to calculate the impact 
of various labor options, such as checkout, picking and packing, fulfillment 
and price changes. Also, they cannot plot “what if” scenarios that coordinate 
multiple projects, assign optimal workloads and set phased schedules. 
Retailers operating this way handle workforce management by averages as 
opposed to absolutes, and their labor costs leak small but measurable levels of 
efficiency and productivity. 

Retailers need to analyze and manage workloads based on individual labor 
standards, and then apply recommendations to each individual store. But to 
get to this advanced stage, the retailer needs to be able to work on top of a 
data layer based on labor standards analysis, which is a step more than two 
thirds of respondents in the study have yet to take.

While many retailers have
implemented Workforce
Management (WFM)
Software, the changing store
environment requires them
to expand the use of labor
technologies and to adapt
their approach to optimizing
productivity in their stores
based on the new processes.

Time and attendance

Labor scheduling
and optimization

Labor standards analysis

Task management
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STATUS OF WORKFORCE MANAGEMENT TECHNOLOGY

• Up-to-date tech in place    • Started but not finished     • Will start in next 12 months     • Will start in next 12-24  months

60% 7.5% 11.3% 5%

39.2% 16.5% 10.1% 10.1%

32.5% 15% 5% 5%

23.8% 16.3% 10% 7.5%
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The data layer requires retailers to leverage Labor Management Software. LMS 
allows distribution centers and stores to evaluate staff performance against 
engineered labor standards or generally configured performance metrics. 
While not absolutely necessary, most labor applications are integrated with 
task execution systems to enable the seamless flow of work assignments to 
LMS for measurement and analysis. 

Optimizing labor in the store enables fulfillment success
As part of a forward thinking store strategy, retailers need to consider how 
they will enable the store fulfillment processes. The figure below illustrates how 
a labor standards data layer can enable the flow of information, about actual 
workload, based on actual fulfillment processes, to Workforce Management 
based on integration to the new store fulfillment and task management systems.
 

This data layer becomes the common thread between optimizing store 
fulfillment processes and the human capital aspects of WFM.

The ability to capture and analyze employee productivity data helps to 
identify the top performers and equips supervisors with objective actionable 
information that helps them to praise, coach and provide feedback in a 
meaningful manner. Rather than sifting through data to draw conclusions, 
the system does it for them.  Furthermore, the data can be used to provide a 
more accurate estimate of how many employees are required based on both 
traditional store activities and the new store fulfillment processes. The data 
can also be used as the basis for simulating the impact of a new process, store 
layout changes and the impact of changing order profiles. 

As the role of the store changes so does the role of the store associate. 
Putting into place a tool for measurement and analysis of associate and 
process performance will enable you to distinguish your store operation as a 
winner in terms of multi-channel fulfillment processes. Focusing on employee 
and process excellence will ensure you are meeting consumer expectations, 
managing volatile demand in the optimal manner and controlling logistics 
and transportation costs. As the saying goes, “you cannot manage what you 
cannot measure.” Labor Management provides the baseline for managing your 
operation and gaining significant competitive advantage.

As the role of the store
changes so does the role of the 
store associate. Putting into 
place a tool for measurement 
and analysis of associate and 
process performance will 
enable you to distinguish your 
store operation as a winner 
in terms of multi-channel 
fulfillment processes.
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Manhattan Associates continues to deliver on its 21-year heritage of providing global 

supply chain excellence to more than 1,200 customers worldwide that consider supply chain 

optimization core to their strategic market leadership. The company’s supply chain innovations 

include: Manhattan SCOPE® a portfolio of software solutions and technology that leverages 

a Supply Chain Process Platform to help organizations optimize their supply chains from 

planning through execution; Manhattan SCALE™, a portfolio of distribution management and 

transportation management solutions built on Microsoft. NET technology; and Manhattan 

Carrier™, a suite of supply chain solutions specifically addressing the needs of the motor 

carrier industry. For more information, please visit www.manh.com.
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