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The Bottom Line

Nucleus found that organizations deploying modern workforce management solutions report an
average of $13.09 in value for every dollar invested. The primary benefits driving this return
include an 80 percent reduction in manager scheduling time and a 46 percent decrease in payroll
processing time. As labor optimization advances, overall labor spend can decline by more than
six percent, while unified rules and integrated data can reduce payroll errors by up to 95 percent
and cut regulatory administration time by 33 percent. In parallel, WFM platforms that combine
mobile self-service and explainable policy enforcement have helped reduce frontline turnover
by 40 to 60 percent, as greater adoption of mobile scheduling and communication tools gives
employees more control and clarity over their schedules. These deployments have also cut
routine questions to managers by more than 50 percent, positioning WFM as a control point for
labor spend, compliance management, and frontline experience. Nucleus expects that
incremental returns in the near term will continue to come primarily from deeper use of
scheduling automation, labor optimization, and integrated rules engines, while value from newly
announced Al features will materialize more gradually.
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Overview

Labor conditions are sending mixed signals, with increased applicant
volumes and greater variability in applicant quality and preparedness.
For frontline teams, this translates into higher staffing volatility and more
frequent coverage gaps. Additionally, the expansion of regulations and
margin pressure has elevated the importance of WFM solutions, making
them a crucial strategic investment for organizations in industries such
as retail, hospitality, healthcare, and others.

Customer sentiment suggests that investment plans are holding steady
or rising, with outcomes clustering in four areas. First, automation
significantly reduces repetitive manager effort in schedule creation,
approvals, time capture, and payroll preparation. Second, audit
readiness improves, and exception handling decreases as a single rules
engine enforces pay and time policies across jurisdictions with visible
logic. Third, coverage and retention strengthen when employees can
set preferences, request time off, participate in shift marketplaces, and
receive timely notifications through mobile access. Finally, integrations
with payroll, HCM, point of sale, and time-capture hardware influence
how quickly these benefits are realized, especially when staffing
changes frequently and schedule volatility rises, as broken data flows
lead to more reconciliation work and increase the risk of errors.

Market Observations and Trends

Nucleus found that while Al dominates vendor messaging, day-to-day
gains reported by customers still come from established automation
and policy engines. However, current use of conversational models in
WFM remains concentrated in initial, lower-risk applications. Teams
deploy these tools to draft shift communications, summarize policy
updates, and create concise training snippets that are easy to test and
deploy. Alongside these early Al use cases, vertical fit has become
increasingly important, with organizations in healthcare, retail, logistics,
and construction reporting faster time-to-value when workflows,
credential checks, and analytics reflect industry realities. In turn, vendors
are bundling vertical content, policy templates, credential checks, and
labor standards to reduce custom projects and accelerate rollout.

Administrative maintainability is also a recurring selection factor in new
deployments, as operations leaders look to adjust labor standards,
demand drivers, and compliance rules without incurring significant
costs. In parallel, vendors are expanding the jurisdictional reach of their
compliance engines and emphasizing transparency in regulations,

Nucleus found
standalone workforce
management
platforms deliver
$13.09 in value for
every $1 invested.

Scheduling
automation reduces
manager scheduling
time by up to 80
percent.

NucleusResearch.com



Document 2245 | December 2025

which shortens dispute resolution times and lowers legal risk for
customers. At the same time, mobile devices have become the primary
platform for hourly workers, and adoption of WFM solutions increases
when employees can set their availability, bid or swap within established
parameters, and resolve issues in real time without switching between
systems or relying on applications that are not mobile-optimized. As a
result, a mobile-first approach has quickly become table stakes among
providers in the WFM market. Meanwhile, across these trends, access
to clean and consistent data remains a critical dependency.

Quantified Outcomes

Nucleus reviewed deployments from the past three years in which
organizations implemented or expanded workforce management
platforms. By examining these projects, Nucleus identified the primary
cost components and value drivers of WFM investments. Aggregating
the benefits over a three-year period and comparing them with the
accumulated costs, Nucleus calculated a cost benefit ratio of 13.09,
meaning organizations recovered $13.09 for every dollar spent on their
WFM deployments. These returns were primarily driven by increased
operational efficiency and time savings, as well as avoided costs,
improved data accuracy, and risk mitigation, alongside enhancements
to frontline employee experience and engagement.

Operational efficiency and time savings

Organizations reported substantial reductions in time spent on manual
processes, such as data entry, upon taking advantage of automated
capabilities. In complex payroll environments, processing time fell by
46 percent when manual steps were replaced with automated
workflows, enabling redeployment of resources to higher-value
initiatives. Eliminating manual processes resulted in a 15 percent annual
time savings in one public-sector setting, while consolidating workflows
for time and attendance and payroll reduced the time spent on HR
processes by 27 percent.

Demand-driven automation of scheduling reduces manager effort, with
observed ranges from 66 to 75 percent in location-level rollouts, where
deployments occur at individual stores or other physical sites, and
benefits are measured for local managers. In clinical settings using
predictive scheduling, reductions range from 50 to 90 percent,
reflecting greater complexity in staffing and demand patterns. Frontline
employee productivity also improves by an average of 20 percent,
where digitized tasking and accurate labor standards guide work. WFM
customers reported approximately a 55 percent reduction in scheduling
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effort, and store managers cut their time from 47 minutes to 16 minutes
per week, resulting in a 66 percent decrease. Manager productivity
gains range from 25 to 75 percent as routine approvals and adjustments
move into standardized workflows. End-to-end deployments also cut
time spent on regulatory administration by 33 percent when policy
enforcement is automated and explainable.

Financial benefits and cost reduction

Labor optimization and tighter alignment of staffing with demand are
able to significantly lower operating expenses. Organizations that
employ labor optimization report an average five percent reduction in
overall labor costs. Large-scale enterprise deployments record more
than a five percent decrease in its payroll expenses when automated
scheduling and compliance rules are consistently enforced. For
example, a fashion retailer that shifted from 30-minute to 15-minute
increments documented more than six percent daily labor cost
reduction per employee by avoiding overstaffing.

Additional gains are achieved through reductions in unplanned
overtime, retiring overlapping payroll subscriptions, and transitioning to
cloud infrastructure, which lowers maintenance efforts and eliminates
legacy database support costs. Nucleus research shows that labor
optimization capabilities within WFM can reduce labor spend by more
than six percent on average, while organizations that do not leverage
WFM and rely on manual scheduling typically spend three to six percent
more on labor than their peers.

Data accuracy, visibility, and risk mitigation

Accuracy improves when time capture, scheduling, and payroll operate
on a single rules engine with integrated data flows. A municipal
deployment reduced payroll errors by 75 percent after replacing
unstable or homegrown systems, while organizations moving from
manual data entry to automated payroll reported reductions in errors of
up to 95 percent. Global organizations consolidating payroll and time
on a single platform report payroll accuracy improvements of 80
percent or higher, with some achieving increases of more than 80
percent once electronic capture and validation replaced manual inputs.
Many solutions deliver real-time alerts that enable managers to rectify
time and attendance errors before payroll is run, and consistent policy
enforcement minimizes exposure to penalties and fines. Additionally,
the centralization of data enhances visibility into labor costs and
productivity, providing managers with a single, consistent view of
staffing needs and outcomes.
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Employee experience and engagement

Mobile-first self-service is linked to stronger retention and more
consistent shift coverage, as employees have the tools to better
manage their schedules. One hospitality and retail organization
reported 95 percent active mobile users across 40,000 staff and 16,000
locations, and large global rollouts have reached full user adoption
across dozens of countries within a brief interval. Frontline workers,
noting transparent schedules and predictable processes, report higher
satisfaction when using self-service capabilities.

Meanwhile, managers spend less time having to make changes to
schedules that have already been published. Across recent
deployments, Nucleus observed that implementing dedicated WFM
solutions can reduce frontline turnover by 40 to 60 percent, particularly
when paired with modern scheduling and mobile tools. Employee self-
service capabilities alone reduce routine questions to managers by
more than 50 percent, freeing leaders to focus on coaching and higher-
value work while improving the employee experience.

Buying Considerations

The selection of any technology solution should emphasize proof over
promise. This begins with running controlled pilots that measure
overtime, fill rates, schedule padding, and change effort before any
broad rollout. In addition, operations teams, not only IT, should be able
to maintain demand drivers, labor standards, and constraints. Next,
auditable, explainable rules across jurisdictions should be enforced,
with scenario tests that include edge cases to validate pay outcomes
before go-live.

Concurrently, mobile adoption should be treated as a leading indicator
by tracking activation, weekly active use, and completed shift
transactions, with coaching planned for locations that lag. Equally
important, integrations should be validated bidirectionally in a sandbox
with payroll and point of sale, ensuring that time and pay calculations
align with the rules engine and that exceptions are passed downstream
cleanly.

Finally, a baseline of manager minutes per location and the time to
resolve compliance exceptions should be captured, so improvements
are visible and defensible.
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Looking Ahead

Nucleus expects Al features to move from pilots into production Nucleus expects Al in
workflows for schedule generation, exception handling, and policy WFM to shift from
alerts. However, evaluation criteria will continue to shift toward pilots to production,
operating metrics that reflect real adoption, including manager minutes but differentiation will
per location, time to resolve compliance exceptions, payroll accuracy hinge on adoption and
deltas, and retention changes tied to schedule quality and flexibility. metrics, supported by
Vendors that combine hardened Al with dependable integrations and integrations and

clear governance will translate interest into measurable outcomes. governance.

Others will see customers rely on established automation and external
conversational tools until value is proven.
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