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[bookmark: _Toc499124739]Introduction
This report will established challenges that are faced in the transportation Industry and identify, a strategy for a new transport solution and last miles operations, discuss a proposal to overcome distribution problems that may be encountered, and indicate why a strategy is important to make these decisions.
The strategy decision is focussed on PEST analysis; this report will concentrate primarily on the economic implications of exchanging a van Fleet from a traditional diesel engine to a PHEV (Plug in hybrid electric vehicle). The strategies main goal is to gain a competitive advantage in the market, responding to the changes in globalisation, and offering customers a new method of transportation. The swot analysis identifies the validity of the proposition, economic and environmental-friendly solution. 
[bookmark: _Toc499124740]What is Strategy?
Strategy is the formulation of a unified, and integrate step-by-step action plan to guide and ensure that the organisation long-term objectives and goals are achieved, the strategy of an organisation will help identify the organisational capacity and ability to carry out its operation, it will also provide an accurate list of the organisation strength and weakness, and therefore the organisation will formulate an action plan, to implement  when confronted with current or upcoming opportunity and threat, and survival enterprise (Sadler, 2003) 
[bookmark: _Toc499124741]PEST analysis
PEST analysis is a business tools to identify changes in business environment, to help organisations recognise external factors, and understand what effect decisions to change will have on the business operation (Rushton, Alan; Croucher, Phil; Baker, Peter;, 2010).
	Political & Legal Factors
· Legislation
· Environmental Laws
· Taxation
· Trade regulations
· Government stability
	Social & Cultural Factors
· Demographics
· Income
· Mobility & Lifestyle
· Work & Leisure
· Consumerism & Education

	Economic Factors
· Business cycles
· Inflation, 
· Interest rates 
· Investment
· Energy Demand & Cost
	Technological 
· Innovation
· Spending on research
· Collaboration between industry and government
· Speed in technology developments 


(Rushton, Alan; Croucher, Phil; Baker, Peter;, 2010)
The United Kingdom government confirmed that by 2040 it will stop the sale of all petrol and diesel cars and vans, as a strategy to reduce air pollution. The UK government hope to achieve zero emission on UK roads by 2050 (GOV.UK, 2017).
The Renewable Energy Directive (RED) requires all members of the European Union to used 10% renewable sources of energy in transport operations by 2020 (Commission, European, 2009).
One economic factor is the UK government has already invested £2.7 billion in air quality plans. It has a budget of £255 million. To support towns and cities in reducing toxic emissions. Additionally investments up to £600 million are available for the manufacture and development ultra-low emission vehicles by 2020 (GOV.UK, 2017).
The predominant environmental effect is air pollution it has a negative impact in people’s health. In 2012 air pollution cost UK up to £2.7 billion in lost productivity. It one of the principal environmental risks to the country. Transport accounts for quarter UK greenhouse gas emissions. The Renewable Transport Fuels Obligation (RTFO) will ensure that UK government implement the necessary measures and regulations to transport providers, which consequently will force companies to change they fleet to eco-friendly vehicle (Transport, 2013).
PEST analysis showed that the transport companies, can effectively scan the business environment to prepare for upcoming changes, the following case studies showed that there is a need to consider operations using electric vehicles, to reduce pollution in cities, and mitigate the impact to human health.
[bookmark: _Toc499124742]SWOT
The swot analysis helps strategic decision making, the process is a guideline to clarify and simplify a specific goal. And therefore, enable the organisation to highlight internal or external factors, which are divided into four key areas: strengths, weaknesses, opportunities, and threats.
Strengths are positive qualities within a company. Strengths give an advantage to the company. The company strengths can be based on: Location, skills, exclusivity, size and Finances. Weaknesses are internal inability to act or respond. These are the negative points, which identify the lack of resources and skill. Weakness make the company fragile, putting the company in a disadvantage position. Opportunities are external factors that can represent growth in the market, and reflect the positive impact that the environment can offer to the company.  Threats are external factors; they are existing or potential risks that change the business environment, a negative impact beyond the company control (Bristoll, 2009).
The check list method gives specific attention to the company objectives. Beginning by identifying the resources and skill available in the company, culminating with an evaluation which identifies resources and skill that are required for that plan, determining the viability of the operation. Also determining the value its will add to company (Mintzberg, Ahlstrand, & Lampel, 2009, pp. 25-28,51).

[bookmark: _Toc499124743]Swot analysis to change van fleet from diesel to electric fuel.
The company plan is to replace the existing’s van Renault Kangoo 1.5TD. (RENAULT, 2017) to similar Renault Kangoo ZE. The proposed van is a PHEV (Plug in hybrid electric vehicle) van that is electrically charged initially. However this product has an Eco Boost system that charges the batteries as the vehicle moves (Suzi, 2017) this plan is based on the needs to respond to the changes in the last mile operations.
	
	Renault Kangoo ZE
	Renault Kangoo 1.5TD

	Strengths
	Has the same loading capacity, to the diesel, cheaper to operate than diesel equivalents.
No noise from vehicle.
No emission. Zero-rated car tax (Vehicle Excise Duty) 
Zero-rated fuel tax (electricity only attracts 5% VAT)
Approval by public and drivers
	Cheaper to replace the fleet in the short run.
Purchase price start from £14,955. Cheaper to obtain parts.
Diesel engines are built for endurance.
Can be beneficial with trade-in and resale values.
Can be refuel all over the country.

	Weaknesses
	Expensive to purchase, the price starts from £18,177.63  (RENAULT, 2017)
More expensive than a petrol or diesel equivalent, high cost to replace the battery, and weight from batteries that impacting to the payload available.
Insufficient ICT support
Limited and unreliable after-sales support with expensive cost.
Not precise range and energy saving estimation.
Upfront cost is high and reduces the cash flow in the business.
	The price of diesel fuel is likely to continue to rise because of demand.
Diesels engines need regular maintenance.
Change the oil, air and fuel filters so that vehicle run efficient.
Diesels produce toxic emissions.

	Opportunities
	Reduce distribution costs in last mile operations.
Innovative vehicle battery leasing schemes.
Qualified for a plug-in grant, that pays for 20%of the purchase.
Sustainable investment schemes
Greener vehicle discount on the UK congestion charge.
Market the organisation CSR.  
	Upfront cost is Low. 
The business has the advantage of being able to negotiate new contract agreements with dealership, because of UK upcoming laws concerned diesel vehicles (Rob, 2017).

	

	 Threats
	Increasing electricity prices.
Low quantity of charge points around the country.
The need of investment Infrastructure in the depot for charge points.
Take away the flexibility to relocation if necessary.
The unidentified issues that can emerge of Electric motors technology.
(Nesterova & Quak, 2015)

	Negative publicity
Impact of diesel fumes in human health.
Increase road tax of diesel vehicle.


[bookmark: _Toc499124744]LaMiLo- market for Green Logistics
LaMiLo (last mile logistics) provide sustainable logistics solutions, with the aim of creating change in freight deliveries, ensuring a more efficient and integrated logistics attitude. There are many projects by European Regional Development Fund (ERDF) These projects highlight how big the market for “Green” is, and provide the opportunity for business to penetrated new markets, gaining competitive advantages by implementing a strategy to replace the fleet from Diesel or Petrol vehicles engines to Electric ones (Mackean, 2015).
[bookmark: _Toc499124745]Green transport by 2020
The 2008 to 2016 Mayor of London Boris Johnson outline the plan called “An Ultra Low Emission Vehicle Delivery Plan for London” the plan focusses on making London the Capital of green transport by 2020, by employing environment friendly bus and taxi fleets throughout the city. Subsequently, the Ultra-Low emission plan will be in fully operation in central London on 7 September 2020. It will require that TFL (transport for London) vehicles, non-TfL buses and heavy goods vehicles meet the emissions standards or pay a charge that operates 24 hours a day, from Monday to Sunday every day of the year (London, 2015).
Automatically this will have an impact to transport providers, due to the increase in the cost of operation. Companies will be required to embrace the changes to continue operating and continue to provide services to consumers and customers. It is anticipated that these changes in regulations will expand beyond London. The company strategy the options are:
 1) Change the fleet before the enforcement date, to allow a smooth and gradually transition. This decision allows the company to replace vehicles over a period of time, rather than replace its entire fleet at. 
2) Relocate the company’s operation geographic, this would provide time to prepare a financial plan to change the fleet. This decision, will impact on the market where the company operate geographically. The company will need to gain new customers at new location, this decision has high financial risks and a potential loss of revenue.
[bookmark: _Toc499124746]Case-study Electric vehicles
Vin Vara director of the Tool Shop a company that supplies DIY equipment around central London states that the investment in 5 Electric vehicles enable the company to save £30,000 in the period of one year. The company saved £12,000 in congestion charge, £12,000 in fuel costs and £6000 on other running costs. They experienced issues with load capacity. Despite this Vin Vara declares the benefits of savings allowed the company to employed two new staff on part time basis (LoCITYUK, 2017).
Les Mulato director of Fruit4 London, a company that supplies fresh fruit throughout London.  Acknowledges that the use of electric vehicles brought many benefits to his business. The company has a green policy, which attracts many customers. The firm has a fleet of 9 electric vehicles; this was the company strongest sale point in a negotiation with which the company was awarded a contract. Les Mulate declared they had some issues with load capacity, they decided to change the shape and size of packaging in order to maximise the payload. There are also further issues including out of order charging stations and downtime because stations are in use (LoCITYUK, 2017).
[bookmark: _Toc499124747]Critic evaluation of the swot analysis above
The swot analysis has shown that organisations must consider many aspects before implementing planning, these show that a strategy can have positive or negative impact.
Electric vehicles are in a strong position, they appear to offer financial gains, with a reduction of indirect costs, there is a social acceptance from customers and consumers, financial incentive from governments are available. Electric vehicles are restricted by mileage due to the use of rechargeable batteries also there is a lack of infrastructure of rechargeable points, therefore limiting the four operations capacities of a company
Diesel vehicles are more reliable to fulfil the operations in terms of distance. Diesel fuel is widely available, diesel engine are durable. The diesel vehicle is less expensive to purchase than an electric vehicle. Negative aspects when considered diesel vehicles are the indirect costs, associate with fuel price, increasing road tax, which raise the operation costs. Diesel contributes to air pollution which is harmful to human health and the environment. These factors may increase the pressure to ban diesel vehicle in towns and cities.






[bookmark: _Toc499124748]Conclusion 
The plan for green transport has three dimensions that cannot be ignored; these are economic, social and environmental. There is a need to implement a sustainable plan that is visible to transport providers and financially affordable. The economic incentive for renewable energy in transport operations build a strong desire for investment and innovation. As a result the operations in transport may be divided between electric vehicles and diesel or petrol this mean that long haul operations will probably continue to use diesel or petrol. The use of electric vehicles will be predominantly restricted to cities and urban areas. This approach can show them strength with a desire to support social necessity for a better environment. Implementing a change to green transportation appears to be expensive to implement, however, there are substantial financial gains to the company in the long run.
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