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D I S T R I B U T I O N

Coleman Consulting helps clients achieve quantifiable cost savings by

implementing new schedules for deploying operations, maintenance, and

service assets, without sacrificing employees’ work/life balance.
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 How would you like to increase customer service, reduce delivery time and defer capital 
investment without adding any employees?  

 Would you like to capture the lessons learned from hundreds of continuous operations 
manufacturers and service industries who have successfully applied this scheduling technology?  
Retailers and grocery stores miss countless opportunities to make additional profit because their 
distribution centers are not scheduled to deliver the right product at the right time.  Grocery stores 
often start Monday mornings with under-stocked shelves as a result of this problem. 

 Coleman Consulting has successfully worked with a wide variety of industries all around
the world to maximize their capital, decrease labor costs and improve customer service with 
innovative scheduling.  Are you aware of the best cost practices?  Some examples: 

• Is customer delivery on Monday critical to your distribution?  If it is and you choose to have 
a distribution center on a five-day schedule you should be operating Wednesday through      
Sunday with Monday and Tuesday off. 

• Eliminate “weekend warrior” schedules because they are one of the most inefficient and costly 
methods used.

• If most of your employees are scheduled Monday through Friday, you probably have excess 
loading dock, storage space and forklift trucks even though your distribution center seems 
crowded.  You need a new schedule. 
Overtime is a cheap resource that should be exploited.

• Idle labor time reporting is typically more valuable than overtime reporting.
• The problem of turnover and skill imbalance associated with fixed shifts can be overcome  

without going to rotating shifts. 
Most companies reduce labor costs only two to three percent when they mistakenly              
implement twelve-hour shifts
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“With the Coleman Consulting Group system, we achieved a new Academy shipping record – 22% more 

cases a week and in only 6 days (the old record was for 7 days). We have seen predictable and at-

tractive schedules that capture substantial savings and that are tailored to each department’s specific 

needs. This Christmas was the smoothest it has ever been and the stores were full of product.”

Kal Patel / Vice President Distribution / Academy Sports and Outdoors
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People basically look at it as a shift length or a day-on, day-off pattern.  At Coleman Consulting, a schedule is a system 
for deploying capital and labor with employee buy-in and the correct work, pay, and coverage policies.  
That might mean: 
• staffing certain departments continuously while other departments are restocking or undergoing maintenance,
• operating 24 hours a day, but only for three days a week, while the workload is heaviest,
• scheduling employees to work rotating weekend or night shifts.

W h a t  i s  a  s c h e d u l e ?

D e v i s i n g  t h e 
P e r f e c t  S c h e d u l e

 To help companies evaluate their needs and devise 
a workable schedule, Coleman Consulting uses a database 
of schedules and models drawn from research on thou-
sands of workers. Company data is plugged into the model 
regarding business needs, employee desires, and health 
and safety considerations.  Ideal schedules balance all 
three factors.
 For example, one company wanted employees on 
their day off to stay near a phone – just in case someone 
got sick during a shift.  That’s great for the business circle, 
but employees really hated that schedule. 
 Another firm, based in Australia, refused to ask its 
employees to work anything but traditional hours.  It was a 
beautiful employee schedule, but essentially the operation 
was only running 30 percent of the time.  The company 
started losing contracts because outside firms perceived 
they were not open enough hours to get the work done. 
 In the third circle, companies that try to cut back 
on head count by scheduling the same workers for back-
to-back shifts – even to the satisfaction of those receiving 
overtime pay – may bring about serious health and safety 
concerns.  A single workplace accident can quickly negate 
any benefits derived in the business or employee circles.  
 These are just a few of the many lessons that 
Coleman Consulting has learned.  We help companies 
design schedules that maximize capital utilization, improve 
customer service and minimize labor costs by carefully 
balancing all three circles. We build these cost savings into 
schedule models that meet your business requirements 
whether you need to run two or twenty-four hours a day, 
four or seven days a week, or one to 365 days a year.  

 In response to a major pharmaceutical company 
that wanted to eliminate Sunday double time, Coleman 
Consulting advised against a change.  The change 
could have saved $50,000 per year, but the workers 
would have been angered.  Many of them had come 
to rely on the extra income.  In the final analysis, the 
total cost savings would likely have been zero due to 
resistance by the workforce.  Changing a schedule is a 
major emotional event, unless it represents a major cost 
saving, the best advice is don’t change. 

 HR managers at one employer came up with 
what seemed a sound solution to a schedule problem.  
They never put the answer out there in front of the 
employees, and it became a lightning rod for negativity.  
The way to implement a schedule change is to develop 
a series of models the managers can live with and let 
the employees choose.  Variable features might be start 
times, shift length, and day-off patterns. 
 Working with employees we turn the models 
into specific schedules that they prefer.  For example, 
how do you think your workforce would like a sched-
ule where they could make 30% more pay and get 150 
days off per year, but never work more than two days 
in a row?  Once the employees select their schedule 
(chosen from models that meet the business needs and 
achieve savings), we develop specific work, pay and 
coverage policies. 

I n v o l v e  E m p l o y e e s
B e f o r e  M a k i n g  C h a n g e

D o e s  C h a n g e  M a k e
S e n s e ?

The following list represents typical cost saving opportunities in distribution centers: 
• Defer the need for new space
• Defer the need for new trucks
• Decrease inventory levels
• Reduce storage space

• Reduce turnover
• Match seasonal workload
• Maintain skill balance
• Reduce delayed deliveries
• Improve customer service


