








These systems provide Marshalls with the following

operational capabilities and efficiency savings:

Vehicles are enabled with General Packet Radio

Service (GPRS) and a mobile data service,

allowing the operator to download positional

updates every five minutes

Sales orders can be fed directly online into

REACH software

Vehicle status and delivery performance can be

viewed at 15 minute intervals

3.4 Fuel Management Programme

Marshalls introduced an improved fuel management

programme, with all company sites having updated

fuelling facilities. Access to fuel can now only be granted

through the use of the Keyfuels card.  

If drivers need to refuel whilst en route, it can only be

done using the Keyfuels card at participating fuel

stations. The system provides improved management

control and data on miles per gallon (MPG)

performance and other KPIs.  

This allows Marshalls to measure and manage the

behaviour of drivers facilitating the provision of

customised training for individuals. It can compare

different vehicle makes and models, providing more

information for the vehicle specification and

procurement process.  

The fuel management system allows flexibility in

reporting, by depot or vehicle make and model and can

also provide information showing distance travelled and

the amount of fuel drawn.

3

Figure 1  Screenshot of REACH planning software showing 

planned trips and vehicle progress

Marshall’s efficiency savings (per year): 

Cost of Hardware and Software: £1.2m

Annualised Benefits: £550K

Return on Investment: 2.2 Years

New fuel facilities at Marshalls have enabled a more
accurate and effecitve data collection and reporting
system

A fuel card system provides the opportunity for greater
control of fuel costs

For more information on implementing

systems, see the Freight Best Practice

publications Information Technology for

Efficient Road Freight Operations and

Telematics for Efficient Road Freight

Operations. These and many other

publications can be ordered FREE of charge

by calling the Hotline 0845 877 0 877, or by

downloading them from the website

www.freightbestpractice.org.uk



4 Impacts on Operational
Efficiency

The measures outlined in this case study have resulted

in a series of benefits for Marshalls, including both

economic and environmental benefits.

4.1 Benefits

Reduced mileage - the combination of using

larger vehicles with a 22.7% increase in payload,

coupled with using the REACH real-time

software, saved over 4,000 journeys equating to

338,000 miles per annum, saving 192,164 litres

of fuel

More on time deliveries - over 98% of deliveries

are now on time compared to around 90% in

2003

Improved customer service – improved order

fulfilment has occurred due to improved

communication between depots and cross depot

working. This has resulted in an enhanced level

of customer service

Accurate vehicle tracking - the use of an

automatic vehicle locator system  provides

accurate data on vehicle location and delivery

progress

Improved data management  - automatic costing

of journeys provides  management with individual

journey cost data for each of Marshalls’

customers

Improved fleet utilisation - through centralising the

planning function greater inter-depot working has

resulted in better vehicle utilisation including

increasing backloads from nil to 30%

Reduced staff costs - centralising the planning

function has reduced the number of planning staff

from 16 to 7

Improved company image - through the use of

attractively liveried vehicles the Marshalls’ brand

is more visible and raises the company profile

Improved maintenance programme - better

vehicle maintenance programme has resulted in

fewer vehicle breakdowns. This has been

accompanied by some environmental benefits

through sending oil filters, brake fluid, antifreeze,

batteries and tyres to recycling plants 

Environmental benefit - through the fuel saved by

running 338,000 miles less per annum, 192,164

litres of fuel was saved reducing CO2 emissions

by 515 tonnes

4

The dip in the graph above relates to the period when
the new software was being bedded in, but the increase
after this is very clear to see (the ‘x’ axis shows % of
orders delivered on time, the ‘y’ axis shows the month)

Tracking of vehicles provides transport managers and
planners with real time information and dynamic routing
capabilities

Figure 2  Monthly In-time Delivery Performance 2002 to Date

Figure 3  REACH Vehicle Tracking Software



5 Implementing Your Own
Efficiency Improvements

Improving operational efficiency can be achieved when

investment decisions in new vehicles and systems are

well managed. This can provide a sustained return on

investment, improve efficiency, lower costs and help to

increase market share.

Implementing new technology can be thought of as a

project involving some basic steps. These are shown in

Figure 4. This generalised process can be followed

whatever the size of your operation.

A Project Champion should be appointed who is

responsible for project implementation    

Evaluate current practice and systems, before

identifying present and future requirements

Research industry best practice through

publications available from Freight Best Practice 

Create a shortlist of potential suppliers and

discuss their product offerings before making a

final decision

Where possible, pilot the system and if

appropriate use the system supplier to deal with

any problems

Set achievable targets for the usage of any new

system and monitor results

Provide sufficient training and communicate with

staff throughout the process

Always take action to adjust and improve new

systems over time

6 Conclusion

This case study illustrates the potential benefits from:

Vehicle specification - it is vital that vehicle

specification meets your needs. Using older

vehicles equipped with outdated technology can

adversely affect the efficiency of your entire

operation  

Telematics - telematics systems can help your

company to increase productivity, through

allowing better control of the operation and

effective monitoring of KPIs and improving

customer service

Routing and scheduling - an integrated 

multi-depot route planning system, combined with

the telematics system, can achieve higher vehicle

utilisation and improve overall customer service

levels 

Efficient operations - logistics management needs

to be well structured and everyone must be clear

about their role. Poorly managed systems are

bound to reduce the effectiveness of your service

Fuel management - introduction of a cross-depot

fuel management system, with modern fuelling

facilities at all sites, provides better management

information, including fuel data on MPG

performance and other KPIs useful for observing

driver and vehicle performance. This allows

specific training needs to be identified on an

individual basis 
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Monitoring and Improving the System 

Implementing the System 

Product and Supplier Selection 

Identifying Your Needs and Requirements 

 Select Project Champion

Select supplier

Evaluate your systems and processes

Continuously monitor and assess benefits Adjust the system and introduce training

Identify present and future requirements

Research market for 
available products

Pilot system
(testing)

Estimate cost benefits of 
system and risk analysis

Shortlist products arrange 
supplier presentations

Set target savings to be
achieved and develop plan

Train staff and roll out
system

Figure 4  Implementing Efficiency Improvements 
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Freight Best Practice publications, including those listed below, can be obtained

FREE of charge by calling the Hotline on 0845 877 0 877 or by downloading

them from the website www.freightbestpractice.org.uk

Saving Fuel

Developing Skills

Equipment and Systems

Operational Efficiency

Performance Management

Public Sector

Fuel Saving Tips

This handy pocket book is ideal for drivers and

managers looking for simple ways to reduce fuel

consumption.

Expert Advice Helps Cut Fleet Costs

This case study shows the savings achieved by

Denholm Industrial Services Ltd as a result of the

measures implemented as part of a site specific

efficiency improvement plan.

Proactive Driver Performance Management

Keeps Fuel Efficiency on Track

This case study shows how Thorntons

implemented a highly effective driver incentive

scheme combining in-cab driver monitoring,

service delivery levels and accident rates.

Performance Management for Efficient Road

Freight Operations

This guide explains the process of measuring

performance effectively. It includes advice on how

information is best collected and interpreted to

allow informed decision making in order to achieve

operational efficiency improvements.  

Information Technology for Efficient Road

Freight Operations

This guide provides an overview of the available

and relevant systems, covering their uses, likely

benefits, issues to consider and associated costs.  

Efficient Public Sector Fleet Operations

This guide is aimed at fleet managers in the public

sector to help them improve operational fleet

efficiency.

Equipment and Systems




