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1. Introduction

Innovation has become increasingly important for organisations operating in competitive and technology-driven markets. However, successful innovation requires more than introducing innovative technology; organisations must understand customer needs and develop solutions that create value while remaining operationally and commercially realistic. Design Thinking provides a useful human-centred approach to this challenge by combining customer understanding, problem definition, idea generation, prototyping and testing. Amirkhizi, Zeyghami and Pourmohamadi (2026) emphasise that Design Thinking can help organisations address complex problems by considering human desirability, business viability, and technological feasibility. 
FedEx provides an appropriate organisational context for applying this approach because innovation has historically been embedded within its business and technology strategy. Watson (2008) demonstrates how FedEx encouraged ideas from employees and developed customer-focused innovations by assessing their technical feasibility, market potential, and customer value. This illustrates the importance of connecting innovation with genuine customer and business needs rather than pursuing technology alone.
A current challenge within parcel delivery concerns the assumption that faster delivery always creates greater customer value. Garland (2026) reports that customers increasingly value reliability and predictability, with receiving an order within the promised delivery window potentially being more important than maximum speed. This suggests that customer expectations are diverse: while some customers require urgent delivery, others may prioritise price, flexibility, certainty, or control. Malik, Chakraborty and Jayaswal (2026) further demonstrate that accommodating different delivery-speed preferences can create operational flexibility and cost benefits, although increasing the number of delivery-speed options eventually produces diminishing returns.
Therefore, this report applies the five-stage Design Thinking process of Empathise, Define, Ideate, Prototype and Test to explore how FedEx could respond more effectively to different customer delivery priorities. The report proposes a Personalised Delivery-Speed Choice System, offering customers three clear options: Fast, Standard Reliable and Flexible. The proposal is subsequently evaluated in relation to customer desirability, technical and operational feasibility, commercial viability, sustainability, and measurable business value.


2. Design Thinking Process
Design Thinking provides a structured but iterative approach to innovation by placing customer needs at the centre of problem-solving. Amirkhizi, Zeyghami and Pourmohamadi (2026) explain that Design Thinking is particularly useful for addressing complex or ‘wicked’ problems, where organisations may develop solutions that do not adequately align with market needs. Their research also highlights the importance of considering human desirability, business viability and technological feasibility rather than concentrating only on the technical solution.
For FedEx, the five stages of Empathise, Define, Ideate, Prototype and Test provide a suitable process for investigating the delivery challenge and developing a customer-centred innovation. This reflects the wider principles of Design Thinking, including empathy, iterative learning, prototyping, and testing. 
2.1 Empathise
The Empathise stage focuses on understanding customers before defining the problem or proposing a solution. This is particularly important because customers may have different expectations regarding delivery. A customer sending an urgent document may prioritise speed, while another sending a non-urgent parcel may prefer a lower price, predictable delivery window, or greater flexibility.
Garland (2026) provides evidence of this difference in customer priorities. Executives from Macy's, Ulta Beauty and other organisations reported that although delivery speed remains important, reliability and predictability can be more important for customer satisfaction and retention. Customers may therefore accept slower delivery when they know when their parcel will arrive and trust that the commitment will be achieved.
This supports a human-centred approach rather than assuming that all customers define a good delivery service in the same way. Amirkhizi, Zeyghami and Pourmohamadi (2026) similarly emphasise empathy as an essential element of Design Thinking because insufficient understanding of users can weaken the identification of the real problem. 
A Customer Journey Map can therefore identify customer needs, pain points, and opportunities across the FedEx delivery experience.

	Booking
	Selects delivery service
	Clear choices and prices
	Unsure which service is appropriate
	Personalised delivery options

	Confirmation
	Reviews delivery details
	Certainty
	Unclear delivery expectations
	Clear promised delivery window

	In transit
	Tracks parcel
	Visibility
	Uncertainty or limited updates
	Real-time communication

	Final delivery
	Waits for parcel
	Reliability and convenience
	Missed or unpredictable delivery
	More dependable delivery commitment

	Post-delivery
	Evaluates experience
	Satisfaction and trust
	Service does not meet expectations
	Feedback and service improvement


Figure 1. FedEx Customer Journey Map


The journey demonstrates that customer experience depends on more than transportation speed. Communication, reliability, flexibility, and control can influence satisfaction throughout the process.
An Empathy Map develops this understanding further by examining what customers say, think, do, and feel. A customer may say that they want fast delivery but privately consider whether paying extra is worthwhile. They may repeatedly check tracking information when uncertain about arrival and feel frustrated when a promised delivery is delayed. Conversely, customers may feel more confident when FedEx provides a realistic delivery commitment and consistently meets it.
Figure 2. FedEx Customer Empathy Map
Together, the Customer Journey Map and Empathy Map indicate three particularly important customer needs: choice, certainty, and control. This provides the foundation for defining the actual innovation problem. Our existing journey analysis reaches the same conclusion and identifies reliability, communication, and control as important throughout the delivery process. 
2.2 Define
The Define stage converts customer insights into a clear problem. Based on the Empathise stage, the problem is not simply that deliveries need to become faster. Instead, there is a potential mismatch between speed-focused delivery services and customers' different expectations. Some customers require urgent delivery, whereas others may accept slower delivery when it provides greater reliability, flexibility, or value.
The 5 Whys technique can be used to investigate a problem beyond its surface symptoms by repeatedly questioning why the problem occurs (Serrat, 2017).
Why are customers dissatisfied? Because the delivery experience does not always meet their expectations.
Why? Because customers have different expectations concerning speed, price, and reliability.
Why? Because standard delivery choices may not fully reflect individual priorities.
Why? Because delivery services often differentiate services primarily through speed.
Why? Because operational efficiency and speed can receive greater attention than personalised customer choice.
This deeper problem definition is important. Research on Design Thinking indicates that organisations can become too focused on developing solutions before sufficiently understanding the underlying problem, creating the risk of producing a satisfactory solution to the wrong problem. 
The overall customer need can therefore be expressed in one statement:
FedEx customers need a delivery service that provides appropriate choices between speed, price, and flexibility, supported by reliable commitments and clear communication, so they can select the service that best matches their individual circumstances.
The problem can subsequently be converted into the following Design Thinking question:
How might FedEx provide customers with greater choice and control over delivery speed while maintaining reliable and predictable delivery commitments?
Garland (2026) supports this problem definition by demonstrating the importance customers place on receiving deliveries within the promised timeframe.
2.3 Ideate
The Ideate stage involves generating several workable solutions instead of immediately accepting the first idea. This approach is consistent with FedEx's established innovation culture. Watson (2008) describes how FedEx encouraged ideas from employees and subsequently evaluated potential innovations according to factors including technical feasibility, market potential, and customer value.
For this proposal, brainstorming and SCAMPER can be combined to generate alternatives. SCAMPER encourages innovators to Substitute, Combine, Adapt, Modify, Put to another use, Eliminate and Reverse/Rearrange elements of an existing product or service (Eberle, 1996).
Applied to the identified FedEx problem, these techniques generate several potential innovations, including a personalised delivery-speed choice system, AI-predicted delivery windows, enhanced real-time tracking and alerts, and automatic parcel rerouting.
Rather than selecting an idea purely on preference, a Screening Matrix can compare the alternatives against criteria connected directly to the customer problem and FedEx's capabilities.

Figure 3: FedEx Innovation Screening Matrix
Scoring: 1 = very low, 10 = very high

	Innovation idea

	Customer desirability
	Technical feasibility
	Business viability
	Reliability impact
	Total /40

	Personalised delivery-speed choice
	9
	9
	9
	9
	36

	AI predicted delivery windows
	8
	7
	8
	9
	32

	Enhanced real-time tracking & alerts
	8
	9
	8
	8
	33

	Automatic parcel rerouting
	7
	6
	7
	8
	28



Source: Author's own work
The personalised delivery-speed choice system achieves the highest score at 36/40, particularly because it addresses the customer needs identified during the Empathise and Define stages while remaining potentially feasible and commercially viable. The matrix therefore provides a more systematic justification for selecting the innovation rather than choosing it solely on initial preference. This preserves the scoring and selection we 2.4 Prototype.
Following the Screening Matrix, the Personalised Delivery-Speed Choice System would initially be developed as a low-fidelity digital prototype within the FedEx website or mobile application.
During shipment booking, customers would be presented with three clearly differentiated choices: Fast, Standard Reliable and Flexible. Fast would target urgent shipments; Standard Reliable would prioritise a dependable, promised delivery timeframe; and Flexible would allow less time-sensitive customers to accept a wider delivery window, potentially at a lower price.
Each option would clearly display its price and expected delivery date or window, allowing customers to understand the trade-off before making a decision.
The prototype can also be considered through desirability, feasibility, and viability (Amirkhizi, Zeyghami and Pourmohamadi, 2026). It is potentially desirable because it responds to customer needs for choice and certainty; feasible because it could build upon FedEx's existing digital and logistics capabilities; and potentially viable because Fast could support premium pricing while Flexible shipments could provide greater freedom in capacity allocation.
Malik, Chakraborty, and Jayaswal (2026) support this operational logic by indicating that delivery-speed flexibility can create cost benefits, although these benefits diminish as more delivery-speed options are introduced. Therefore, limiting the prototype to three meaningful choices avoids unnecessary complexity and remains consistent with the previously established prototype design.
Watson (2008) provides company-specific support for prototyping at FedEx. The development of Quick Ship involved evaluating technical feasibility and business implications before moving the concept into prototype and eventually commercial development. This demonstrates that assessing an idea before full implementation is consistent with FedEx's previous approach to innovation.

2.5 Test
The prototype should initially be assessed with a selected group of FedEx customers using realistic shipment-booking scenarios. Participants would choose between Fast, Standard Reliable and Flexible and provide feedback regarding clarity, usefulness, price, control, and reliability.
Testing should evaluate both customer experience and operational performance. Measures of success should include customer satisfaction, selection rates for each delivery option, percentage of parcels delivered within the promised window, repeat usage, complaints, and cost per delivery. Reliability should receive particular attention because Garland (2026) indicates that predictable delivery can be more valuable to customers than maximum speed.
FedEx should also determine whether Flexible deliveries create measurable operational benefits without reducing customer satisfaction. The results would then determine whether the prototype should be modified, retested, or progressed towards implementation. This reflects the iterative nature of Design Thinking, where testing and feedback are used to refine solutions before wider implementation (Amirkhizi, Zeyghami and Pourmohamadi, 2026).

3. Innovation Proposal: Personalised Delivery-Speed Choice System

3.1 Overview of the Proposed Innovation
Following the Design Thinking process in Section 2, the selected innovation for FedEx is a Personalised Delivery-Speed Choice System. The proposal is based on the understanding that customers do not all value delivery in the same way. While some customers require maximum speed, others may place greater importance on reliability, predictability, flexibility, or price.
The proposed system would provide three clearly differentiated delivery choices: Fast, Standard Reliable and Flexible. Fast would be designed for urgent shipments where customers are prepared to pay more for quicker delivery. Standard Reliable would focus on delivering within a clearly communicated and dependable timeframe. Flexible would allow customers who are less concerned about speed to accept a wider delivery window, potentially at a lower price.
This approach reflects evidence that delivery speed is important, but not equally important for every customer. Garland (2026) reports that reliability and delivery within the promised window may be more important than maximum speed for many customers. Oblander and Jerath (2026) similarly demonstrate that customer demand is affected by promised delivery time, but the effect is not uniform: their findings indicate that customers are considerably more sensitive when promised delivery times become relatively long. 
Therefore, the innovation does not simply attempt to make every FedEx delivery faster. Instead, it aims to provide the appropriate combination of speed, reliability, and price according to individual customer needs.
3.2 How the Proposed System Works
The system would be incorporated into FedEx's existing website and mobile booking process. After customers enter information such as parcel size, destination, and collection details, they would be presented with the three delivery choices.
Each option would clearly display its price and expected delivery date or window, allowing customers to understand the trade-off before confirming the shipment.
Figure 4
	Delivery option
	Main customer priority
	Example service

	Fast
	Urgency and speed
	Shortest available delivery time at a premium price

	Standard Reliable
	Predictability and reliability
	Clearly defined and dependable delivery commitment

	Flexible
	Price and flexibility
	Wider delivery window, potentially at a lower price



Source: Author's own work
For example, a customer sending an urgent business document could select Fast, while someone sending a non-urgent parcel could choose Flexible. A customer who is less concerned about receiving the parcel immediately but wants confidence that it will arrive when promised could select Standard Reliable. Once a customer selects an option, the same commitment should continue throughout the customer journey. Tracking information should clearly show the promised delivery window, shipment progress and any changes caused by unexpected disruption.
This is important because promised delivery time can directly influence purchasing decisions. Oblander and Jerath (2026) found that a one-day improvement in promised delivery time increased demand by 1.82% on average, with the effect becoming considerably stronger when initial promised delivery times were longer. Their findings demonstrate that the delivery promise presented to customers when ordering can influence demand and therefore represents an essential element of the customer experience.
The value of the proposed FedEx system therefore comes from both greater choice and a clear, credible commitment.
3.3 Customer Value and Market Gap
The proposed innovation addresses a gap between the logistics industry's strong focus on increasingly faster delivery and the more varied needs of customers. Garland (2026) explains that although same-day and next-day services receive considerable attention, not every order is urgent. Customers may instead prefer greater predictability, communication, and confidence that a shipment will arrive within the promised period.
Research also suggests that customer sensitivity to speed differs according to circumstances. Oblander and Jerath (2026) found relatively limited sensitivity to promised delivery times below one week but substantially stronger effects when delivery times became longer. This suggests that continuously reducing already-fast delivery times may not always create the greatest customer value. 
The proposed FedEx system responds to this gap without removing fast delivery. Instead, it allows customers to decide whether speed, reliability or flexibility matters most for each shipment.
This creates a more personalised customer experience and directly responds to the needs identified in the Empathy Map and Customer Journey Map in Section 2: choice, certainty, control, reliability, and clear communication.
Customer choice itself could also provide useful information to FedEx. Different customers may respond differently to delivery promises, and Oblander and Jerath (2026) identify meaningful heterogeneity in customers' responses to promised delivery times. This strengthens the case for providing differentiated delivery choices rather than assuming that the same level of speed creates equal value for every customer. 

3.4 Value for FedEx
The innovation could also create operational and commercial value for FedEx. Knowing which shipments genuinely require maximum speed could enable the company to allocate resources more efficiently. Fast shipments could receive greater priority, while Flexible shipments could potentially be consolidated or moved according to available network capacity, provided the promised delivery window is still achieved.
Malik, Chakraborty and Jayaswal (2026) demonstrate that flexibility in delivery-speed choices can help reduce network costs because not every order must necessarily receive the fastest possible service. However, they also identify diminishing returns when increasing the number of delivery-speed options. This supports the decision to provide three meaningful options rather than creating an overly complex range of services.
The commercial model could also create diverse sources of value. Fast could support premium pricing for urgent customers, Standard Reliable could strengthen trust and repeat usage, while Flexible could attract more price-sensitive customers and provide FedEx with additional operational flexibility.
Akkerman, Dieter and Mes (2025) provide further support for this principle in last-mile logistics. Their research demonstrates that customer behaviour can be influenced through different delivery options and incentives, while dynamic selection and pricing can reduce operational costs compared with static approaches. Their wider conclusion is that effective delivery management requires balancing customer choice, pricing, and operational costs, rather than treating all deliveries identically.
The innovation is also consistent with FedEx's existing approach to customer-centred innovation. Watson (2008) explains that FedEx assessed innovations according to customer value, technical feasibility, and market potential before progressing them. Quick Ship, for example, emerged from an identified opportunity to simplify how customers interacted with FedEx and was developed through evaluation and prototyping before commercialisation. The proposed delivery-speed system follows a similar principle by using digital technology to simplify and personalise customer choice.
3.5 Desirability, Feasibility and Viability
The proposed Personalised Delivery-Speed Choice System can also be considered through the three dimensions of Desirability, Feasibility and Viability (DFV). This helps demonstrate whether the solution provides customer value while remaining realistic for FedEx.
Desirability concerns whether customers genuinely want the proposed innovation. The system responds directly to the needs identified during the Empathise stage by providing greater choice, control, reliability, and predictability. Garland (2026) supports this by showing that many customers value predictable delivery rather than speed alone.
Feasibility considers whether FedEx has the technological and operational capability to deliver the innovation. The proposal could build upon existing digital booking, tracking and logistics systems rather than requiring a completely new network. Watson (2008) demonstrates that FedEx has previously built customer-facing digital innovations using existing technological capabilities.
Viability concerns whether the innovation can create sustainable commercial value. Fast delivery could generate premium revenue, while Flexible delivery could provide opportunities for better capacity allocation. Malik, Chakraborty and Jayaswal (2026) support the potential value of delivery-speed flexibility, while Akkerman, Dieter and Mes (2025) show that strategically managing delivery choices and customer incentives can reduce logistics costs.
The proposal should nevertheless avoid excessive or potentially unfair personalisation. Jiang et al. (2025) demonstrate that firms can combine differentiated pricing with different promised delivery times based on customers' previous purchasing behaviour. Although such differentiation can influence consumer surplus and firm performance, it also creates concerns around differential treatment and has implications for consumer rights and market regulation. FedEx should therefore differentiate primarily according to the delivery option actively selected by the customer, rather than automatically assigning different prices or delivery conditions according to customers' purchasing history. 



4. Implementation and Feasibility
For the proposed personalised delivery-speed system to be successful, FedEx must consider how the innovation can be implemented within its existing technology, operations, and workforce. The solution should not simply provide an attractive customer interface; it must also be technically feasible, operationally manageable, and commercially viable.
The implementation can be structured using the PACT framework, which considers People, Activities, Contexts and Technologies (Benyon, 2019). Applying these four components helps identify how the proposed innovation would interact with customers, employees, operational processes, and FedEx's existing digital infrastructure.




Figure 5: PACT Framework Applied to the Proposed FedEx Innovation

The PACT analysis demonstrates that implementation depends on more than technology. The four components must work together to ensure that the service promised through the digital platform can also be delivered operationally.
4.1 PACT Framework Applied to the Proposed FedEx Innovation
People. The main users would be FedEx customers selecting between Fast, Standard Reliable and Flexible delivery options. Different customers have different priorities; some value speed, while others prioritise reliability, price, or flexibility. Garland (2026) reports that customers can prefer predictable delivery within a promised window rather than maximum speed. Employees are also important stakeholders, particularly drivers, warehouse staff, customer-service teams, and IT specialists. Watson (2008) demonstrates that FedEx has previously involved technical, business, and operational employees in developing customer-focused innovations, suggesting that cross-functional involvement would be appropriate for the proposed system.
Activities. The main customer activity would be selecting a delivery option during shipment booking. The system would then need to connect that decision with operational activities including parcel sorting, capacity allocation, route planning, tracking, and final delivery. The three options should remain simple because increasing delivery choices can also increase operational complexity. Malik, Chakraborty and Jayaswal (2026) identify potential benefits from delivery-speed flexibility but also find diminishing returns as additional options are introduced. Limiting the system to three choices therefore provides a balance between personalisation and manageable operations.


Contexts. The system must operate under different delivery circumstances. Customers may be sending urgent business items, ordinary parcels, or shipments where price and flexibility are more important than speed. FedEx must also consider differences in location, available network capacity, peak demand, and unexpected disruption. Marino, Zotteri and Montagna (2018) demonstrate that delivery lead time can influence consumer demand and that the strength of this relationship can vary according to contextual factors, including location. Therefore, FedEx should only display delivery options that can realistically be fulfilled within the customer's particular context.
Technologies. The proposed system would require integration with the FedEx website or mobile application, existing tracking systems, and operational planning technology. During booking, customers would see the price and expected delivery commitment for each available option. Their selection would then become an input into FedEx's planning process. This is feasible because FedEx has previous experience of connecting customer-facing technologies with existing back-end systems. Watson (2008), for example, describes how Quick Ship developed from existing FedEx web services and progressed through feasibility assessment, prototyping, and testing before becoming a commercial product.
4.2 Implementation Process
Implementation should begin with a limited pilot rather than an immediate company-wide launch. First, FedEx could develop the digital interface and conduct internal technical testing. The three options could then be introduced to a selected customer group or geographic market. This would allow FedEx to observe customer choices and determine whether the operational network can consistently fulfil each commitment.
Employees involved in the pilot would require appropriate training. Customer-service teams should understand the differences between the options, while operational employees need clear procedures for handling parcels with different delivery priorities. This reflects Watson's (2008) description of FedEx innovation as a collaborative process involving technology specialists, business teams, and employees.
4.3 Resources, Costs and Feasibility
The main resources required would include software development, integration with existing systems, employee training, testing, and performance monitoring. Because the proposal builds upon FedEx's existing digital and logistics infrastructure rather than creating an entirely new delivery network, implementation should be more achievable. Nevertheless, operational costs must be monitored carefully.
The Fast option could potentially justify premium pricing, while Flexible delivery could provide greater freedom to consolidate less urgent shipments and use available capacity. Malik, Chakraborty and Jayaswal (2026) support the potential operational value of delivery-speed flexibility, although their findings also reinforce the need to avoid unnecessary service complexity.
Before wider implementation, FedEx should measure delivery within the promised window, customer satisfaction, adoption of each option, complaints, cost per shipment and repeat usage. Reliability should be particularly important because Garland (2026) indicates that customers value receiving deliveries when promised. If the pilot demonstrates strong customer acceptance, operational reliability and acceptable costs, the innovation could then be gradually expanded.
Overall, the PACT analysis indicates that the proposal is feasible, but successful implementation depends on aligning customer choices with FedEx's people, operational activities, delivery contexts, and existing technologies. A controlled pilot would therefore provide the safest approach before wider rollout.


5. Critical Evaluation of the Innovation
The proposed personalised delivery-speed system has the potential to improve FedEx's customer experience and operational flexibility. However, an innovative idea is valuable only when customers want it, the organisation can realistically deliver it, and it creates sufficient business value. The proposal is therefore critically evaluated through the dimensions of desirability, feasibility, and viability, while also considering sustainability and potential risks.

5.1 Desirability
The innovation appears desirable because it addresses the different priorities identified during the Empathise stage. Customers do not necessarily want maximum delivery speed for every shipment. Their decisions can be influenced by delivery time, price, convenience, reliability, and flexibility. Therefore, customer value in last-mile delivery should be considered more broadly than speed alone.
The proposed Fast, Standard Reliable and Flexible options therefore provide customers with greater control. Customers requiring urgency could select Fast, while price-sensitive or less time-sensitive customers could choose Standard Reliable or Flexible.
However, customer acceptance cannot be assumed. Nogueira, Rangel and Shimoda (2021) found that consumers may accept increased delivery time when this produces environmental benefits, although preferences vary between customer groups. Research into customer value in e-commerce last-mile delivery also demonstrates that the delivery experience involves multiple dimensions of value rather than simply the physical movement of the parcel (Vakulenko, Hellström and Hjort, 2018). Consequently, FedEx should assess whether customers perceive the proposed options as useful and ensure that the choices remain simple, clearly differentiated, and easy to understand.

5.2 Feasibility
The innovation is potentially feasible because it extends FedEx's existing digital and logistics capabilities rather than requiring an entirely new delivery network. Watson (2008) demonstrates that FedEx has previously developed innovations through evaluation, prototyping and collaboration between technology and business teams.
Nevertheless, technical capability alone does not guarantee feasibility. The major challenge would be connecting the customer's selected option with capacity allocation, parcel sorting, route planning, and final delivery. If Fast deliveries continually receive priority, they could potentially place additional pressure on the network, while Flexible deliveries would need to be managed without creating excessive delays.
Malik, Chakraborty and Jayaswal (2026) demonstrate that delivery-speed flexibility can produce operational benefits, but that increasing the number of service options eventually produces diminishing returns. This supports keeping the proposal to only three options. The pilot proposed in Section 4 would therefore be essential for determining whether FedEx can manage the additional flexibility without damaging existing service performance.
5.3 Viability
Commercial viability requires the benefits of the innovation to justify its development and operating costs. The three-option system could potentially create different forms of value. Fast could command a premium price, Standard Reliable could provide a dependable core service, and Flexible could provide greater operational freedom for less urgent parcels.
Marino, Zotteri and Montagna (2018) demonstrate that consumer sensitivity to delivery lead time can vary according to different circumstances and customer characteristics. This supports the argument that reducing delivery time does not necessarily create the same level of customer value in every situation. FedEx should therefore avoid assuming that the fastest service is automatically the most valuable.
Commercial viability also requires FedEx to balance customer value with operational cost. Research in your Library on last-mile delivery demonstrates that delivery services can create revenue value, but organisations must weigh this against capacity, routing and other operational constraints when designing delivery strategies. FedEx would therefore need to compare revenue, customer uptake, delivery reliability, and cost per shipment across all three options before wider implementation.

5.4 Sustainability and Risks
The Flexible option could potentially contribute to sustainability by giving FedEx additional time to consolidate less urgent parcels and use available delivery capacity more efficiently. However, these environmental benefits should not be assumed. Nogueira, Rangel and Shimoda (2021) indicate that some consumers may be willing to accept longer delivery times when this contributes to environmental benefits, suggesting that slower delivery can be acceptable when customers understand the sustainability value involved.
Kokkinou et al. (2024) also found that customers can be encouraged towards more sustainable delivery alternatives, although the use of financial incentives may negatively affect customer satisfaction. This suggests that FedEx should avoid relying solely on large price differences to push customers towards Flexible delivery and should instead clearly communicate the purpose and potential benefits of each option.
There is also an important reliability risk. Greater customer choice becomes harmful if FedEx cannot fulfil the selected commitment. Garland (2026) reports that predictable delivery within the promised window can matter more to customers than maximum speed. FedEx should therefore prioritise realistic promises rather than offering Fast delivery where operational conditions make fulfilment uncertain.
Environmental benefits should also be measured rather than assumed. FedEx should evaluate whether Flexible deliveries actually improve capacity utilisation, enable greater shipment consolidation or reduce environmental impact during the pilot. Customer uptake should also be monitored because willingness to accept slower or more sustainable delivery options may vary between different customers (Nogueira, Rangel and Shimoda, 2021).

5.5 Measures of Success
Success should be assessed through both customer and operational KPIs. Customer measures should include satisfaction, adoption of each option, repeat usage, complaints, and perceived control. Operational measures should include on-time delivery within the promised window, cost per shipment, capacity utilisation, and performance by delivery category.
Sustainability measures could include vehicle utilisation, parcel consolidation, and emissions per delivery. These measures would allow FedEx to determine whether Flexible delivery produces genuine environmental and operational benefits rather than merely appearing more sustainable.
Overall, the proposal demonstrates a reasonable balance between desirability, feasibility, and viability. However, the evaluation also identifies clear trade-offs involving customer choice, operational complexity, cost, and sustainability. FedEx should therefore proceed beyond the pilot only if evidence demonstrates that the three-option system improves customer value while maintaining reliability and operational efficiency.



6. Conclusion and Recommendations

6.1 Conclusion
This report has demonstrated how Design Thinking can be applied to a real customer challenge within FedEx. The analysis identified that customers have different delivery priorities and that speed is not always the only factor influencing delivery choice. Evidence considered throughout the report indicates that customers can value reliability, predictability, price, flexibility, and sustainability alongside delivery speed (Garland, 2026; Nogueira, Rangel and Shimoda, 2021). Research also demonstrates that customer sensitivity to promised delivery time varies depending on the length of the delivery promise (Oblander and Jerath, 2026).
Through the Design Thinking process, the proposed Fast, Standard Reliable and Flexible system was developed to give customers greater choice and control while allowing FedEx to manage different delivery requirements. The PACT analysis further demonstrated that implementation requires alignment between people, activities, contexts, and technologies.



6.2 Recommendations

FedEx should initially introduce the personalised delivery-speed system through a controlled pilot programme involving a selected geographical area or customer segment. The pilot should assess the Fast, Standard Reliable and Flexible options under realistic operating conditions before wider implementation. This would allow FedEx to identify technical or operational problems without exposing the entire network to unnecessary risk.
Second, the three options should remain simple and clearly differentiated. Customers should see the expected delivery time, price, and service commitment before selecting an option. This transparency is important because Oblander and Jerath (2026) demonstrate that promised delivery time can influence customer demand, particularly when delivery times become longer. Customers should therefore be able to clearly understand the commitment associated with each option before making their choice.
FedEx should also encourage customers to use Flexible delivery where appropriate but should avoid forcing this choice through excessive price differences. Kokkinou et al. (2024) found that financial incentives can encourage more sustainable delivery choices but may also negatively affect customer satisfaction. FedEx should therefore communicate the potential benefits of Flexible delivery rather than relying solely on price incentives.
Finally, FedEx should monitor on-time delivery, customer satisfaction, adoption of each option, repeat usage, complaints, cost per shipment, capacity utilisation, and environmental performance. Additional customer flexibility does not automatically produce sustainability improvements; FedEx should measure whether Flexible deliveries actually improve capacity utilisation, parcel consolidation, or environmental performance. Wider implementation should proceed only when the pilot demonstrates clear customer value, reliable operational performance, and acceptable costs.
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Customer Empathy Map



SAYS


“I want my parcel delivered on time.”
 “I want to know when it will arrive.”
“I want a delivery option that suits me.”




THINKS

Do I really need to pay more for faster delivery?”
“Can I trust the promised delivery time?”
“I would accept slower delivery if it was cheaper and reliable.”


DOES


Compares delivery options and prices
Checks tracking information
Selects services according to urgency
Contacts support when problems occur








FEELS


Frustrated by delays
Anxious when delivery information is unclear
Confident when delivery is predictable
More in control when given meaningful choices








PACT framework



People	

Customers, drivers, customer-service employees, operations teams and IT staff involved in delivering and supporting the service.



Activities

Booking shipments, selecting a delivery option, processing parcels, tracking deliveries, communicating updates and completing delivery.


Contexts

Urgent and non-urgent shipments, individual and business customers, different locations and changing delivery requirements.


Technologies	

FedEx website and mobile application, tracking systems, logistics systems and existing digital infrastructure.


Stage
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Fedex
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Costumer
Action


Costumer
Need
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