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Abstract

This paper will consider strategic decisions by corporations, what drivers are there behind strategies, and how sustainable strategies develop. The paper finds that strategies are driven primarily stakeholders, and it is in their hands what strategies are developed. Two of the biggest drivers are the policymakers, and the customers. Examples are presented throughout the paper to support each point made. 
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1. [bookmark: _Toc66452575]Introductions

Logistics strategies features prominently in literature, with logistics guide and lecture books, such as Rushton et al. (2017) and Mangan et al. (2008). Further literature also reinforces this, as there are many papers published that discuss strategy, or how to build models to figure out and expand on strategy, such as electric vehicle routing strategies (Schiffer and Walther, 2018), and biomass energy production planning strategies (Frombo et al., 2009). 
Corporations only recently started treating logistics as a separate identity from other corporate operations (Mangan et al., 2008; Rushton et al., 2017), although this is changing, as there is a growing acceptance of logistics as a sector of its own, and recently as a way of gaining advantage in competitiveness. 
There is also a growing movement to introduce “green logistics” (McKinnon et al., 2015), as the logistics sector is one of the greatest contributors of greenhouse gases (GHG), being the single greatest emitter of GHG in 2017 in the UK (Kronberg and Weekes, 2019). There have recently been more weight given to the issue, taking centre stage (Abbasi and Nilsson, 2016; Lee et al., 2010; McKinnon et al., 2015; Ping, 2009). Even literature that considers the broadest aspects of logistics, like Mangan et al. (2008), Manners-Bell (2017) and Rushton et al. (2017) attributing to the debates and the research of green logistics with dedicated chapters discussing it within their respective books. 
The goal of this paper is three fold. One, is to show the authors understanding of logistics operation strategies, and logistics strategies formulation and implementation. Secondary objective is to consider these concepts in the light of sustainable logistics strategy. The final objective is to provide examples of strategy planning implemented by corporations to achieve competitiveness, and sustainability. 

2. [bookmark: _Toc66452576]Strategies Concepts
2.1. [bookmark: _Toc66452577]Levels of Strategies

Rushton et al. (2017) divided strategy into three horizons, something partially echoed by (Frombo et al., 2009). The horizons of strategy that are identified by Rushton et al. (2017) are: Strategic Level; Tactical Level and; Operational Level. These levels refer to the scope of the strategy that is being considered, with Strategic level planning being the most broad, and the longest lasting, while Tactical is described as short time frame, with operational being even smaller. Examples of operational decisions on each horizon are:

· Strategic: depot sizes/types/numbers that are operated, weight of consideration of environmental impacts, reverse logistics considerations, outsourcing v. in-house operations. 
· Tactical: vehicle types/sizes/numbers that are selected to operate, delivery scheduling and routing, depot space allocations, and what IT operating systems are purchased.
· Operational: employee scheduling for daily operations, assignment of employee tasks, paperwork filling.

These examples are from Rushton et al. (2017). Furthermore, it is accepted that strategic planning is usually long term, while tactical includes shorter term strategies (Frombo et al., 2009). These horizons are often viewed from the “top down” perspective, where each planning scale is deemed a subsection of the previous, delegating the longest period as the top, and the shortest period as the bottom (Mangan et al., 2008).
The need to establish these horizons is because this way there is enough delegated power to people on the ground that they can make decisions without contacting company CEOs for every small thing, all the while having clearly laid out strategy for everyone to follow.

2.2. [bookmark: _Toc66452578]Creating Strategies

Corporate strategy is largely influenced by stakeholders (McKinnon et al., 2015), a fact that can make it difficult to push through sustainable strategies if stakeholders are not interested. Therefore, it is important to communicate with the stakeholders, and engage with them, allowing them to share their ideas and perspectives when strategic planning is considered (McKinnon et al., 2015; Rushton et al., 2017). 
If there is stakeholder support, the strategy might be limited or influenced by other factors. A study looking into Scandinavian logistics service providers found that many are not implementing sustainable changes because there is no market requirement for them (Abbasi and Nilsson, 2016), while a study into electric vehicle routing solutions have found that the implementation of electric trucks is at the moment limited by the poor infrastructure in place to accommodate long distance haulage (Schiffer and Walther, 2018). 
Models play an important role in helping to formulate strategy, with a broad range of literature on different models helping corporates eliminate or plan for uncertainty. One of these was proposed by Frombo et al. (2009), creating a model that allowed strategic planners to figure out the best location and size for biomass burning power stations, while a system that considers reverse logistics with two-way logistics in mind has been created by Lee et al. (2010), examining how a reverse logistic chain might impact downward moving elements, and vice versa.

2.3. [bookmark: _Toc66452579]Global Strategy Philosophies

In an environment of increasing globalisation, logistics seen a drastic shift to global logistics operations, pushing many large companies to pursue multi-national, global strategies (Manners-Bell, 2017). Global companies usually treat their global strategies based on three methods, identified by Mangan et al. (2008) as: Glocalisation; Polycentric and; Ethnocentricity.
Glocalisation is the strategy of creating a global, overarching strategy that is closely followed everywhere, but made with the flexibility to be adjustable for local requirements (Mangan et al., 2008). A company that follows this thinking is McDonalds, whose global strategy is the same everyone, as shown by the menu and the construction of their stores, but  in places where the population is against eating certain products, such as beef in India, the alternatives exists. 
Polycentric strategies are described by Mangan et al. (2008) as a strategy where a company adopts local customs completely, changings all of their strategies to fit every country. The old term “when in Rome, do as Romans do” is used by Mangan et al. (2008) to describe this strategy. Examples of these kind of strategies would be the likes of DHL and UPS, large logistics companies that tailor their operations to the regions they work in. 
The last philosophy is the Ethnocentric strategy, where one treats overseas branches of the company as if they were still operating in the home country (Mangan et al., 2008). An example of this would be Toyota, whose lean logistics operations follow the same principles wherever the production facilities are established (Mangan et al., 2008). Another company with a similar philosophy is IKEA, a Swedish company that has similar store layouts wherever they are on the earth, and have the same products regardless of the market (Mangan et al., 2008). 



2.4. [bookmark: _Toc66452580]Sustainable strategies

One of the largest issue of sustainable strategies comes from the reliance on fossil fuels to power vehicles (McKinnon et al., 2015), there are alternative solutions that are in the making (McKinnon et al., 2015; Schiffer and Walther, 2018). While green vehicle exists, with hybrids and Europes 5.0 trucks (Schiffer and Walther, 2018), the greatest invention in the area has been the auto-pilot equipped, fully electric Tesla Semi, with predicted fuel saving price of $200,000+ (Tesla, 2021), the vehicle has been described on the company site to have a “badass performance”. 
Further strategies have also been implemented by larger providers, such as DHL. DHL has three initiatives to increase awareness amongst their shareholders and stakeholders called “Go-Green”, “Go-Help” and “Go-Teach” (Abbasi and Nilsson, 2016; McKinnon et al., 2015). These initiatives target stakeholders, such as employees, by teaching greener driving methods, and awareness of emissions, with the goal of achieving greater sustainability (McKinnon et al., 2015).
A similar stakeholder targeted strategy was also implemented by IKEA, when they gave 9000 employees bikes for Christmas, to encourage pedalling to work, rather than to drive (McKinnon et al., 2015).

2.5. [bookmark: _Toc66452581]Strategy Implementation

Corporate strategy is 90% implementation (Mangan et al., 2008). This means that after creating a strategy, one needs to make sure that the objectives and the processes created by the strategy are being followed. A way to do this is through the planning cycle, which consist of four stages (Rushton et al., 2017). 
1. “Where are we now?” – the stage where one needs to ask where the company is currently at. This is the pre-planning phase, where feedback on operations are given, and decision is made as to what needs to be improved (Rushton et al., 2017).
2. “Where do we want to be?” – this is the stage where objectives and goals are set out, setting a bar as to what is the desired output/income/productivity/etc. levels that are desirable to achieve (Rushton et al., 2017). 
3. “How are we going to get there?” – the actual planning phase, where the strategy for each horizon is decided, and processes discussed. This is the strategy making phase (Rushton et al., 2017). 
4. “How do we know when we arrived?” – this is the monitoring stage, lasting over a pre-determined timeframe. During this time the strategy is not changed, and it is observed if the strategy is working, and if it yielded results. Upon receiving data, a return to the first stage is made, to start the process again (Rushton et al., 2017).
In the context of sustainable planning, Abbasi and Nilsson (2016) the standard strategy of implementation closely follows this format. They found that the companies that they interviewed, the ones with sustainability goals often depend on reports and feedback to change their strategies, or to see if they are on target. 

3. [bookmark: _Toc66452582]Sustainable Logistics Strategies
3.1. [bookmark: _Toc66452583]Green Vehicle Adoption

Green vehicle adoption to logistics supply chains is hindered by the lack of charging infrastructure in place (Schiffer and Walther, 2018). While options for green vehicles exists, as discussed before, they make little strategic sense on long distance operations, as they do not have the range (Schiffer and Walther, 2018). On short range haulage, on the other hand, green vehicles have been implemented, with an example by DHL mentioned by Schiffer and Walther (2018). 
Electric and hybrid vehicles have been increasingly used with taxi services, with Uber announcing that in London, all Uber drivers will have to use hybrid vehicles (Vaughan, 2017), and a growing pressure on taxi companies to switch to hybrids or electric vehicles (Briscoe, 2020). Switching to greener vehicles is a good strategy, as it has been found that new generations are more environmentally friendly (Haal, 2019; Tang et al., 2016), and it might be a good strategic decision to appeal to this generation by going green. 
However, while switching to green vehicles might have its strategic advantages, procurement of such vehicles is costly, which is the greatest obstacle to large scale adoption of green vehicles (McKinnon et al., 2015; Schiffer and Walther, 2018). This might also change soon, at least in the UK, where the government has announced that they will ban the sale of solely petrol fuelled vehicles by 2030 (GOV.UK, 2020), which prompted car manufacturers like Volkswagen to announce that their strategy of making petrol only vehicles will come to an end, Volkswagen planning to release the last petrol only vehicle line-up on 2026 (Allen, 2018).
This is a strategic change pressured on by a secondary stakeholder, although Greenpeace claims that the Volkswagen group had been campaigning against such a drastic change for a long time now (Wockner, 2020). In the end, pressure from stakeholders pushed the company to change its strategy if it wanted to remain competitive in the UK. 

3.2. [bookmark: _Toc66452584]Social Responsibility

Social corporate responsibility has 3 bottom lines that one must live up to, also called the 3Ps, which are: People, Profit, Planet (Mangan et al., 2008; McKinnon et al., 2015). It is believed that companies that show customers that they are sustainable and responsible, can get a competitive advantage (Hooley et al., 2012).
Most strategy in this regards aims to target the planet aspect, with companies targeting their packaging, such as McDonalds, attempting to reduce the waste that they produce (Hooley et al., 2012). More significant in this regard however, is the strategies that focus on the human aspect, such as labour. There are many companies out there that invited controversy over the treatment of overseas labour, such as Shell and Nike (Guguen, 2018; Wazir, 2001).
While these kind of human right violations give companies cheap labour and increase their profits, customers are more and more aware of such practices, and they factor this into their selection of products (Hooley et al., 2012). As such, a strategic change to try and become more responsible has occurred on the human front too, as can be seen by Nike trying since the scandal of their sweatshops appearing to change the image of the company (Sankey, 2018). 

4. [bookmark: _Toc66452585]Conclusion

From the above, it can be summarised that strategy is on many levels, and that strategic creation process relies on feedback that comes from implemented strategies. It is also important to take away that corporate strategy is strongly influenced by stakeholders, many of them who do not always have the same vision. 
Furthermore, the global strategic philosophy of companies also factors into the strategic decisions that they will make. Keeping the philosophy of a company in mind is important during the decision making, as some of the stakeholders will be invested in the corporate philosophy. This philosophy can also serve as the bases on which the strategy is built.
Sustainable strategies with all this in mind depend on the philosophy and the stakeholders of a company. If there is no stakeholder support for the strategy being implemented, it will fail. As such, keeping stakeholders desiring the changes to keep sustainability in mind is important, or else the changes will not come. Examples of stakeholders influencing strategy are throughout presented in the paper, though the clearest example is with Nike, and Volkswagen. 
These two companies had significant changes happen to their industry standards in the last two decades, and they adopted their strategies in response to the changing demands. Both of them made more sustainable changes, Shell in the People, Volkswagen in the Planet department. 
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