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INSIGHT ARTICLE 

Volume to Workforce 
Better Planning and Control in the Warehouse 

FORECAST PLAN CONTROL 

 

Labour is not simply a cost to manage after the fact. It is a strategic capability to plan, 

measure and improve. 

BUSINESS CLARITY 

Align labour to operational demand. Manage exceptions earlier. Improve service while controlling cost. 

 

Prepared by Maluti-X 

Data • Automation • Insight — for people. 
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THE OPPORTUNITY 

Labour control is the real issue 

In logistics, labour is often treated as a variable cost to manage after the fact. Yet it is one of the largest and 

most volatile cost lines in many operations. When control is weak, rising overtime, inconsistent productivity, 

reactive scheduling, limited visibility and unnecessary cost leakage follow. 

Many businesses have invested in transport visibility, warehouse systems and customer-service reporting. 

Labour planning can still sit across spreadsheets, emails, WhatsApp groups, manual approvals and 

disconnected systems. This leaves too much reliance on individuals rather than structured controls. 

The aim is not simply to reduce headcount or cut hours. It is to align labour to operational 

demand, manage exceptions early and improve service while controlling cost. 

WHAT GOOD LOOKS LIKE 

From reactive firefighting to proactive control 

A strong labour optimisation model helps your operation: 

• Forecast labour requirements more accurately. 

• Align staffing to actual operational volume. 

• Reduce overstaffing and wasted capacity. 

• Limit overtime leakage. 

• Improve schedule consistency. 

• Strengthen approval and reconciliation controls. 

• Create better visibility for operations, finance and leadership. 

VISIBILITY 

See the operation before cost becomes spend 

Visibility is the first step. If your organisation cannot see planned hours, actual hours, adjusted hours, 

approved overtime, productivity trends and staffing alignment in one connected process, control will remain 

difficult. 

Effective reporting should help teams identify root causes, including poor forecast accuracy, inconsistent 

work rates, over-allocation, absenteeism, shift changes, approval bottlenecks and payroll mismatches. 

Measure What it enables 

Forecast accuracy Test whether planning reflects expected volume. 

Demand versus headcount Identify staffing gaps and over-allocation. 

Plan versus actual hours Expose deviation before it becomes recurring cost. 

Overtime by depot, role and cause Target the causes of overtime, not only the total. 

Productivity against work-rate baselines Measure operational consistency. 
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Exceptions and allocation patterns Prioritise interventions and improve governance. 

 

FORECASTING AND PLANNING 

A practical route from volume to workforce 

Labour should be planned against expected volume by day, location and activity — not habit, depot instinct 

or “what we usually do”. Weekly forecasts can translate into volume profiles by depot, day and function, 

allowing labour demand and required headcount to be calculated more accurately. 

FORECAST WORKLOAD HEADCOUNT SCHEDULE 

Forecast → workload → headcount → schedule 

Historical performance data, work-rate baselines and machine-learning-supported forecasting can strengthen 

planning accuracy. The goal is not perfection. It is consistency, realism and continuous improvement. 

EXCEPTION MANAGEMENT 

Control disruption before it becomes unnecessary 

spend 

Even the best labour plan will encounter no-shows, volume spikes, absenteeism, skill mismatches, late 

changes and overtime decisions. High-control businesses do not avoid every exception. They identify and 

manage deviations quickly and consistently. 
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OVERTIME CONTROL 

Use workflow automation, defined approval rules and reconciliation reporting to control overtime before 

payment, rather than investigate it afterwards. 

 

This creates fewer surprises, more predictable labour costs and more stable service delivery. 

THE HUMAN FACTOR 

Better planning supports better employee 

experiences 

Labour optimisation should never become a purely mechanical exercise. Behind every forecast, schedule 

and clocking record is a person. If you focus only on efficiency and ignore employee experience, turnover, 

disengagement and poor communication can create another costly problem. 

A stronger employee value proposition in labour operations includes: 

• Clearer and more reliable scheduling. 

• Better communication with employees. 

• More transparency around shifts and changes. 

• Less confusion around attendance and access. 

• Fair and visible approval processes. 

• A more consistent work experience across sites. 

THE REINFORCING CYCLE 

Accurate planning creates stable schedules. Stable schedules improve communication. Better communication 

builds trust. Trust supports retention, capability, productivity and cost performance. 

 

ILLUSTRATIVE IMPACT 

Create value that compounds over time 

The exact value will differ by operation. Stronger visibility, planning discipline and control can reduce 

administrative burden, improve overtime governance and support retention. 

10–20% 

Potential management time released 
from manual reporting and analysis. 

1–2% 

Illustrative early reduction in overtime as 
processes mature. 

R400,000 

Illustrative annual saving from a 1% 
turnover reduction across 1,000 
employees, assuming R40,000 
replacement cost per worker. 

Illustrative only. Results depend on your workforce size, operating model, current processes and level of labour control. 
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CONCLUSION 

Build a visible, measurable and controlled labour 

operation 

Labour optimisation belongs higher on the strategic agenda in logistics. It is not a 

simple cost-cutting exercise. It is a capability to manage. 

Investing in visibility, reporting, forecasting, planning discipline and exception management gives you 

stronger control over labour cost and operational performance. Investing in communication and employee 

value proposition makes those gains more sustainable by retaining the people behind the process. 

MALUTI-X 

Navigating complexity. Delivering business clarity. 

 

explore. discover. improve. 

 

 

 


