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A successful 
implementation is not 
only about getting your 
new software up and 
running, but identifying 
how you can achieve 
continued success into 
the future.

“
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Introduction

Many companies are familiar with the use of 
Warehouse Management Systems (WMS) and 
other technology solutions to gain efficiencies 
in day-to-day operations. Labor Management 
Software (LMS) is another tool gaining 
popularity in large production and distribution 
organizations. It's easy to understand why, with 
goals of improving productivity by 15%-25%, 
reducing turnover, and increasing engagement 
from the front lines up through leadership.

An LMS supports this process by measuring 
performance against established standards to 
take action and enable improvement across 
functions.

It should be noted that labor management 
software is only one part of the solution needed 
to achieve the full benefit of the program. In this 
white paper, we will present other components 
which should be considered when deciding to 
implement an LMS and highlight common pitfalls 
encountered during implementation.
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Michael Reighard
Senior Consultant 
Miebach Consulting, Inc.
USA



4

Benefits of LMS

There are a number of LMS platforms available 
on the market, offering multiple combinations of 
features, capabilities, and integrations. While the 
technology has been around for decades, only 
recently has it become more cost-effective, some 
achieving an ROI of less than a year. 

LMS allows for an objective measurement of 
employee performance and the ability to identify 
individuals who regularly exceed or fall short of 
standards. With this data, a company can more 
appropriately schedule shifts, reduce the need 
for temporary labor, increase workflow efficiency 
while reducing labor costs, improve morale and 
enable employees to become more self-directed 
in their duties.

However before measuring performance against 
a standard, you have to determine that there 
is, in fact, a standard process in place to begin 
with. It bears repeating that LMS is only a single 
component in a much more complex solution.  For 
example, the LMS data can identify that multiple 
employees are struggling to reach a particular 
metric, however it does not have the ability to 
specify why, or how the performance can be 
improved.  

To be truly effective, an implementation of 
this magnitude must be undertaken with a 
full understanding of all the operational areas 
that will impact the data. In this way, process 
improvement and benchmarking can take place in 
tandem with the LMS software implementation to 
ensure a solid foundation for go-live.

Figure 1: Potential capabilities and benefits of an LMS
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Company culture that 
embraces improvement

Before an LMS can be considered, a critical 
component must be part of your organization: 
a culture that encourages and empowers 
employees to improve their work. In order to 
deliver productivity improvements through 
labor standards, the current culture and 
management styles need to be assessed for 
readiness. Are changes needed in your current 
culture? What changes will help? How will the 
changes be communicated? Is the leadership 
ready to support and model the changes? Some 
examples of typical changes are included in 
Figure 2. 

There is a tendency for employees to be wary 
of the level of detail to which their daily work 

processes are scrutinized in the early phases 
of an LMS implementation.  Care must be taken 
to ensure that employees are engaged and 
informed as to the benefits they will achieve, 
and not just how it is going to affect the 
company’s bottom line. 

An external implementation team that is 
dedicated to employee engagement throughout 
the project will be certain that these changes 
are appropriately and carefully presented 
in order to achieve the greatest possible 
adoption. Without the proper culture and 
change management support team in place, the 
employees are far less likely to embrace the 
implementation of an LMS.

Figure 2: Culture Change - Evolution from current state to future state
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The importance of standard 
operating procedures for LMS

By developing SOP’s you create a repeatable 
approach for daily use, training, as well as for 
coaching material. As the operation evolves 
over time due to equipment updates, process 
improvements and use of the space, the SOP’s 
need to be reviewed and revised to ensure 
expectations align with the working conditions. 

Too many times a company believes they have 
standard processes in place, when in reality 
the existing documentation is buried inside a 
file folder and often too outdated to apply to 
current operations. This is yet another instance 
where the culture needs to change and evolve 
in order to achieve results. An independent 
advisor can assist in the creation of best 
practices for effective SOP documentation 
for your specific needs, such as standardized 
formatting, placing them in accessible areas for 
all employees, creating, laminating and posting 
Quick-Use guides, and including the date of the 
most recent update.

Standard Operating Procedures (SOP) are a 
team’s playbook. When operating a facility, you 
want to avoid team members doing the same 
process differently. The goal is to ensure that 
all members are on the same page as to what 
tasks need to be completed and how to do 
them. The way we establish and enforce this 
critical first step of our productivity structure 
begins to uncover part of the importance of 
the culture we have in our organization.

It's during the initial operational assessment 
that you have a chance to review, validate, 
and ensure you have standard processes that 
are correct, efficient, and being followed. It's 
important to note that not just the "normal" 
process needs to be standardized, but also 
the processes to follow when conditions 
have changed even temporarily, such as due 
to illness, weather, or scheduled equipment 
maintenance. 

• Is the process truly standard, or are there 
additional variables that need to be 
considered? 

• Are value-added steps captured? 

• Are there system implications? 

• Is the metric realistic?  

• Does the process need to be examined and 
reviewed to be sure it is ideal? 

• Does the process accomplish the desired 
business requirements... and no more?
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How much is your time 
worth?

Without a standard procedure in place, 
the amount of time it should take to 
complete an activity can't be measured 
- also making improvement difficult. 
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An ideal project approach 

Because of the complexity of an LMS software 
implementation, multiple topics need to be con-
sidered long before the actual software is select-
ed or purchased in order to ensure a successful 
launch. 

An initial assessment of the facility operations 
must be conducted to identify all processes, 
equipment, tools, and organizational hierarchy 
that will be measured by an LMS. Next, any pro-
cess improvements that have been identified in 
that assessment must be implemented in order 
to create a stable foundation to build upon. At 
this point, the company has the ability to step 
back and review the business case for moving 
forward and get alignment from the key stake-
holders for next steps. 

Once the decision is made to move forward, the 
requirements and specifications for what needs 
to be measured can be compared to various soft-
ware providers. A full evaluation with a partner 
who is knowledgeable of marketplace options 
and who can compare offerings while leveraging 
the right criteria to achieve objectives is recom-
mended. During vendor evaluation and selection, 
a technical representative should be utilized to 
support the client and vendor implementation 
team through the setup and interface of the new 
LMS software. 

An often undervalued service, support through 
implementation and go-live can significantly 
impact the acceptance of the system and overall 
program, especially if a culture change is also 
necessary. The continuous improvement process 
can be supported through training at various lev-
els, testing and monitoring, and the final ramp-
up and handoff. 

Figure 3: Project approach 

Initial Assessment (Audit)

Assessment Implementation Support

Processes & System Criteria

RFP, Tendering & Award

Site Setup and Project Management

Implementation & Go-Live
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Labor standards as a benchmark 
for improvement 

be compared to any functions currently being 
benchmarked as well as historical data. 

There are multiple factors which need to 
be evaluated when creating standards. The 
overall purpose of creating standards is to 
create a fair and obtainable goal in order to 
drive improvement. A common pitfall many 
companies encounter is an antiquated business 
practice of setting an arbitrary goal across the 
board. 

In the example depicted below in Figure 4, 
the company has set a particular metric to be 
measured against a goal of 90% to standard. 
Only a small number of facilities (C,D,I) are in 
a position to improve to successfully reach the 
goal.  Others (F,G,J) are already achieving the 
goal and will have no motivation to improve 
their performance, and in many cases will 
actually decrease performance rather than 
maintaining or improving. The remaining 
locations are so far below the expectation 
that compliance with the new standard will 
be seen as unachievable. A more adaptable 
goal, such as, "Achieve 10% improvement over 
current performance," is achievable and applies 
fairly to every location regardless of current 
measurement.

Each operation is unique, so how or what 
another company decides to measure may 
not be valuable for your organization, even 
if they are in the same industry. In order to 
measure performance, you have to determine 
the level of detail you are able to obtain 
and at what effort. Then you can develop a 
reasonable expectation on the accuracy of the 
measurement and how to report the data. 

For example, in some instances a case per 
hour or line per hour metric may be sufficient, 
while others may have enough complexity to 
require information on order profiles, cube 
measurements, weight, value-added steps, and 
other factors. To create effective standards, 
you need to have accurate information to 
evaluate.  Keep in mind, there may also be 
WMS system limitations which limit your 
objectives and may require an upgrade.

The next step is to build standards based on 
repeatable functions that can be measured. 
Typical functions could include picking, 
unloading a trailer, and put away. Less typical 
may be housekeeping, administrative work, or 
supervisory duties. Once these functions are 
identified you're able to develop the standards 
for each through observation. This data will 

Figure 4:  An arbitrary goal across all 
locations is not likely to produce the 
desired improvements - only 30% of 
locations are positioned to achieve the 
goal, while for 40% it is unachievable 
and the rest have already exceeded it.

Goal set at 90% to standard
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Not all forms of employee engagement 
include an incentive program. Providing 
ongoing training, scheduling brief meetings 
before the beginning of a shift, and regular 
meaningful feedback sessions will keep 
employees informed and capable of solving 
problems as they occur. Simply recognizing 
the top performers for a day, week, month can 
incentivise productivity. Without the support 
and buy-in from the employees your facility 
will not be able to sustain any short-term 
improvements. 

Reports that can be generated through the 
LMS can identify where standards are not 
being met, but it is still up to leadership to 
find out why. Coaching is more than just 
telling an employee they are not performing 
to standard. It involves a deeper look into why 
the standard is not being met by an individual 
and having suggestions for improvement, such 
as an accommodation or additional training. 

Employee engagement 
through feedback

Employee engagement is a pivotal part of a 
successful implementation: without the trust 
of the employees the system results are not 
sustainable. Engagement is not only defined 
as keeping all the workers informed but to 
have them play a key role in the organization. 
These feedback loops could include assisting 
in development of the standards or listening 
to and implementing ideas for process 
improvement. Ideas can be as simple as getting 
new box cutters or improving the slotting of 
the facility. People need to know that their 
input is valued and the work that they do 
matters. 

Incentive programs are one of many ways 
to drive employee engagement. The method 
chosen is highly dependent on the culture of 
the operation. Approaches can include but are 
not limited to: monthly gift cards for perfect 
attendance, additional break times, employer 
provided lunches, etc. It is important that 
an assessment is done to identify what the 
employees find most appealing and using this 
information to create incentives that have 
value to them.

Figure 5: Feedback loop for employee engagement

Employee
Engagement
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Sustainability of your solution

A successful implementation is not only 
about getting your new software up and 
running, but identifying how you can achieve 
continued success into the future. There are 
a number of questions you can ask yourself 
as an organization to determine if you 
are ready for the future, such as: Are we 
invested in continuous improvement? Have 
we developed all of the necessary tools?  
Where are we working harder verses smarter? 
Only by answering these questions can you 
recognize where your company’s strengths and 
weaknesses lie.

In conclusion, a labor management system is a 
tool which can drive significant value, but all 
of these components are needed in order for 
the implementation to successfully deliver the 
intended results:

The proper culture for continuous improvement

Standard processes that are documented and followed

The right LMS software with the capability to match the 
complexity of the operations and the available data

A strong, measured implementation

An engaged team that understands how to leverage the 
information and coach for success

An understanding of how to maintain the system for      
continuous value into the future

++
+
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Miebach Consulting 
The Supply Chain Engineers

Miebach Group

Founded in 1973 by Dr.-Ing. Joachim 
Miebach in Frankfurt, Miebach Group offers 
international supply chain consulting as well as 
logistics and production engineering to large 
and medium-sized companies.

Experience of more than 46 years in countless 
projects has led to the methodical approach of 
Supply Chain Engineering, designing network 
structures, processes, and intralogistics of 
supply chains. Strategy and technology are 
equally taken into consideration because only 
the integration of both elements will render an 
optimal result. 

We offer our services as a consulting partner 
in 24 offices across the world. Miebach has 
over 370 employees and is among the leading 
international consultancies for logistics and 
supply chain design. Due to our presence in the 
key regions of Europe, Asia, South and North 
America we can support our global customers 
effectively with our local background 
knowledge. 

Industry Specialization

Miebach offers consulting services covering 
a wide range of industries. We believe 
that industry specialization is essential to 
understand the specific requirements and 
processes of our customers. We also believe 
that the exchange of expertise between 
industries is the ideal way to develop 
innovative and best-in-class solutions for our 
customers.

Expert Know-how

For more than four decades we have been 
developing innovative logistics solutions with 
the creativity and expertise to deliver state of 
the art supply chains.

Miebach Consulting provides insight to 
clients as they optimize their business 
across functional levels such as operations, 
purchasing, finance, sales, planning & control, 
marketing, and customer service. All of our 
solutions are tailored to the client's specific 
needs. By identifying key processes, coaching 
and continuous improvement methodologies, 
and implementing best practices, we are 
able to support our clients across a range 
of industries as they develop more efficient 
supply chains. 

Our strength is the integration of this expertise 
in order to offer holistic solutions which 
exceed the expectations of our customers. We 
design strategies, develop commercially viable 
concepts, provide guidance through solution 
selection, and support the implementation of 
operational excellence down to the last detail. 
Miebach enables our clients to achieve their 
vision by partnering with them throughout the 
project lifecycle.

2020
 •  24 offices worldwide
 • 370 employees
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