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[bookmark: _Toc225022088]Introduction
Based on my experience in the transport and logistics industry, I have developed a growing interest in analysing how organisations adapt to increasing competitive pressures and digital transformation. One such organisation is Speedy Freight, a UK-based logistics company founded in 2006, which provides flexible and time-critical transport solutions (Speedy Freight, 2023). Over time, the company has expanded into a nationwide network of over 60 branches, supported by access to more than 4,000 vehicles, enabling operations across the UK, Europe and international markets (Speedy Freight, 2023).
The organisation operates through a franchise-based model, combining local responsiveness with centralised coordination. This structure allows Speedy Freight to deliver tailored logistics services while maintaining operational scalability. However, this model also raises important questions regarding consistency of service quality, integration of digital systems and the overall customer experience across different branches. In an increasingly digitalised logistics sector, where customers expect real-time tracking, transparency and rapid response, such challenges may impact competitiveness and long-term sustainability.
Speedy Freight specialises in same-day delivery and time-critical logistics, operating 24 hours a day, 7 days a week to meet customer demands (Speedy Freight, 2023). While this operational flexibility represents a significant strength, it also creates pressure on systems, coordination and customer communication. This leads to a critical question: to what extent is Speedy Freight’s current approach to innovation sufficient to meet evolving customer expectations and technological advancements in the logistics industry?
This report aims to critically analyse Speedy Freight’s approach to innovation through the application of the Innovation Ambition Matrix and Customer Journey Mapping. It will evaluate the current customer journey, identifying key pain points, inefficiencies and opportunities for digital innovation. Based on this analysis, a digital transformation initiative will be proposed to enhance operational efficiency, improve customer experience and strengthen the organisation’s competitive position.
[bookmark: _Toc225022089]2. Industry and Consumer Trends
The logistics industry has undergone significant transformation in recent years, driven by rapid digitalisation, evolving customer expectations and increasing sustainability pressures. These trends are reshaping how organisations operate, particularly in time-critical sectors such as same-day delivery. For companies such as Speedy Freight, which rely on flexibility and rapid response, these changes create both opportunities and operational challenges. The UK logistics market itself is estimated to exceed £400 billion, highlighting the scale and competitiveness of the sector.
[bookmark: _Toc225022090]2.1 Digitalisation in Logistics
Digitalisation has become a key driver of efficiency and competitiveness within the logistics sector. Technologies such as real-time tracking systems, digital platforms and data analytics enable organisations to improve visibility and optimise decision-making processes (Christopher, 2016; Kache and Seuring, 2017). These developments have transformed traditional logistics operations into more integrated and responsive systems. Recent studies indicate that over 70% of logistics firms are investing in digital technologies to enhance supply chain performance.
One of the most significant developments is the emergence of digital freight exchange platforms such as Courier Exchange, which connect logistics providers with a large network of independent drivers in real time. From practical experience, these platforms enable companies like Speedy Freight to secure drivers quickly and respond to urgent delivery requests, improving operational flexibility.
However, digitalisation also introduces new challenges. Access to shared driver networks increases competition between companies, while reliance on subcontractors reduces control over service quality. For instance, drivers may cancel jobs if better-paying opportunities arise, creating operational instability. This reflects a broader industry challenge identified in recent research, where increased digital connectivity can also lead to greater system complexity and reduced control (Ivanov and Dolgui, 2020).
Unlike large logistics providers such as DHL or Amazon, which operate controlled fleets and invest heavily in proprietary digital systems, Speedy Freight relies on subcontracted drivers and external platforms. While this increases flexibility and reduces fixed costs, it also limits standardisation and control over service delivery.
This raises an important critical question: does digitalisation create a sustainable competitive advantage, or does it simply standardise access to resources across the industry?
In practice, while digitalisation improves speed and operational flexibility, it also reduces differentiation, as multiple companies can access the same platforms and driver networks. Therefore, competitive advantage is no longer based purely on technology adoption, but on how effectively organisations manage service quality, coordination and customer communication.

[bookmark: _Toc225022091]2.2 Changing Customer Expectations
Customer expectations in the logistics sector have increased significantly, particularly due to the growth of e-commerce and on-demand services. Customers now expect fast, reliable and transparent delivery services, including real-time tracking and accurate estimated delivery times (Hübner et al., 2016; Vakulenko et al., 2018). Studies show that over 60% of customers consider delivery speed and tracking visibility as key factors influencing satisfaction.
In practice, customers expect not only rapid delivery but also continuous updates and clear communication. In time-critical logistics, even minor delays or lack of information can lead to dissatisfaction and increased pressure on service teams.
However, there is often a gap between operational capability and customer experience. For example, while companies such as Speedy Freight can track drivers internally through digital platforms, this information is not always directly visible to the customer. As a result, communication often relies on manual updates, which reduces efficiency.
In comparison, larger logistics companies provide fully integrated customer tracking systems, allowing real-time visibility without the need for manual communication. This highlights a structural difference between platform-based models and fully integrated logistics systems.
This creates a key question: can logistics companies meet rising customer expectations without fully integrating customer-facing digital systems?
In reality, this gap limits service quality, as customers increasingly value transparency and control. Without direct access to tracking and automated updates, customer experience becomes dependent on manual communication, which is slower and less reliable. Therefore, integrating customer-facing digital tools is no longer optional but essential for maintaining competitiveness.

[bookmark: _Toc225022092]2.3 Sustainability Pressures
Sustainability has become an increasingly important issue within the logistics industry, driven by environmental concerns and regulatory pressure. Freight transport contributes significantly to global carbon emissions, with transport accounting for approximately 24% of total CO₂ emissions worldwide (McKinnon, 2018).
Companies are increasingly exploring solutions such as route optimisation, consolidation and alternative fuel vehicles. Digitalisation also supports sustainability by improving efficiency and reducing unnecessary mileage (Centobelli et al., 2017).
However, in the same-day delivery sector, sustainability presents significant challenges. Urgent deliveries often require inefficient routing and lower vehicle utilisation, increasing emissions. Additionally, subcontracted drivers may operate older vehicles, which further limits environmental performance.
Compared to large logistics firms that invest in electric fleets and structured sustainability strategies, Speedy Freight’s subcontractor-based model makes it more difficult to implement consistent environmental standards across operations.
This leads to a critical dilemma: is it possible to achieve both speed and sustainability in logistics?
In practice, achieving both simultaneously is challenging. Same-day delivery prioritises speed and responsiveness, often at the expense of efficiency and environmental performance. As a result, organisations must balance these competing priorities rather than fully optimising both.
[bookmark: _Toc225022093]3.1 Innovation Ambition Matrix
The Innovation Ambition Matrix provides a structured framework for analysing how organisations allocate resources between improving existing operations (core innovation), expanding capabilities (adjacent innovation) and developing new business models (transformational innovation). This framework is particularly relevant in the logistics sector, where firms must balance operational efficiency with long-term strategic development (Nagji and Tuff, 2012).
[bookmark: _Toc225022094]Core Innovation
Core innovation at Speedy Freight focuses on improving efficiency within its existing same-day delivery model. The company operates an asset-light structure supported by over 60 branches, access to more than 4,000 vehicles, and serves approximately 3,000 customers per month, generating a turnover exceeding £50 million (Speedy Freight, 2023). These figures highlight the scale of the organisation despite its reliance on a non-owned fleet model.
From an operational perspective, core innovation is closely linked to the use of subcontracted drivers through digital platforms such as Courier Exchange. This enables rapid job allocation and supports time-critical delivery requirements. Industry research suggests that digitalisation significantly enhances operational efficiency and responsiveness in logistics environments (Christopher, 2016).
However, this model also introduces limitations. The reliance on subcontractors reduces direct control over service delivery, leading to variability in performance. From practical experience, this can result in issues such as driver cancellations, delays caused by co-loading and vehicle reliability problems.
In comparison, large logistics organisations such as DHL and DPD operate asset-heavy models with controlled fleets and integrated systems, allowing higher levels of standardisation and service consistency.
Therefore, while Speedy Freight’s core innovation enhances flexibility and cost efficiency, it does not fully address challenges related to reliability and control.
[bookmark: _Toc225022095] Adjacent Innovation
Adjacent innovation at Speedy Freight is primarily reflected in its franchise-based expansion model, which enables rapid growth and market coverage. The organisation has developed a nationwide network through franchising, with over 60 operational branches covering all UK regions (Speedy Freight, 2023).
The franchise model allows local branches to operate independently while benefiting from centralised branding, systems and national contracts. Entry into the network typically requires an investment starting from approximately £38,500, making it a relatively accessible business model compared to traditional logistics operations (What Franchise, 2024).
This model has also received strong recognition within the UK franchising sector. Speedy Freight has been ranked among the Top Franchise UK (Elite Franchise Top 100) and awarded Franchisor of the Year (Bronze) at the BFA HSBC British Franchise Awards (Speedy Freight, 2025). These achievements reinforce the commercial success and credibility of the company’s expansion strategy.
From an analytical perspective, the franchise model provides significant advantages in terms of scalability and local responsiveness. However, it also introduces operational complexity. Variations between branches in terms of pricing, communication and service execution can lead to inconsistencies in customer experience.
In contrast, centralised logistics providers maintain uniform processes across their operations, ensuring higher levels of standardisation.
As a result, while adjacent innovation enables rapid expansion, it may limit the organisation’s ability to deliver a consistent and integrated service across all locations.
[bookmark: _Toc225022096]Transformational Innovation
Transformational innovation involves developing new business models or significantly altering how value is delivered. In this area, Speedy Freight demonstrates relatively limited development compared to major logistics competitors.
The company has implemented internal systems, including a Transport Management System (TMS), which improves operational efficiency and reduces booking times (Elite Franchise Magazine, 2024). However, the overall business model remains heavily reliant on subcontracted drivers and external platforms.
In comparison, organisations such as Amazon and DPD invest heavily in automation, artificial intelligence and fully integrated logistics systems, enabling greater control and long-term efficiency gains.
This highlights a key limitation in Speedy Freight’s innovation strategy. While the company effectively utilises existing technologies, it has not significantly transformed its operational model.
Consequently, the organisation’s innovation approach can be considered reactive rather than proactive, focusing on adapting to existing market conditions rather than leading technological change.
[bookmark: _Toc225022097]Overall Evaluation
Overall, Speedy Freight’s innovation strategy is heavily concentrated in core and adjacent innovation, with limited evidence of transformational development.
This creates a model that is:
· highly flexible and scalable 
· cost-efficient, as demonstrated by its £50 million+ turnover achieved without fleet ownership 
· responsive to market demand through its network of 60+ branches and 4,000+ drivers 
However, it also results in:
· reduced operational control 
· variability in service quality 
· limited technological differentiation 
Therefore, while the current innovation approach supports short-term competitiveness, it may limit the organisation’s ability to compete with more technologically advanced logistics providers in the long term.









Figure1.  Innovation Ambition Matrix 
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Figure X. Innovation Ambition Matrix for Speedy Freight
Interpretation:
The matrix demonstrates that Speedy Freight’s innovation is primarily concentrated in core and adjacent activities, focusing on operational efficiency and business expansion. However, limited transformational innovation restricts long-term differentiation. The proposed digital solution shifts the company towards higher-value innovation by improving control, integration and customer experience.







[bookmark: _Toc225022098]3.2 Customer Journey Mapping
The customer journey within Speedy Freight can be structured into four key stages: awareness, purchase, delivery and after-sales. While this process appears linear, it is significantly influenced by operational variability due to the company’s reliance on subcontracted drivers and a franchise-based model.




Figure2. Current Customer Journey Map – Speedy Freight
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Interpretation:
The current customer journey reveals a highly flexible but fragmented process, with significant inefficiencies occurring during driver allocation, delivery and tracking stages. The reliance on subcontracted drivers and manual coordination results in delays, inconsistent service quality and limited customer visibility. This confirms that the core issue within Speedy Freight’s model is not capacity, but lack of control and system integration.

[bookmark: _Toc225022099]Awareness
Customer acquisition is primarily relationship-driven, supported by referrals and limited digital presence. In a UK logistics market exceeding £400 billion, this approach is effective in B2B contexts but less scalable than digitally dominant competitors.
 Analysis:
Speedy Freight competes through service responsiveness rather than brand visibility, limiting growth potential in digital channels.
[bookmark: _Toc225022100]Purchase (Quotation & Booking)
Pricing is typically calculated based on mileage and urgency, averaging £2–£3 per mile, with job values often ranging between £20–£60+ in same-day B2B logistics (Mordor Intelligence, 2025).
The model operates on margin:
· client pays premium 
· job subcontracted at lower cost 
 Analysis:
While flexible, manual pricing across 60+ branches and 3,000+ monthly customers creates inconsistency and reduces scalability.

Delivery (Execution)
Delivery is carried out by subcontracted drivers, often sourced through Courier Exchange, enabling access to over 4,000 drivers.
 Operational issues (practical evidence):
· driver cancellations for higher-paying jobs 
· co-loading delays 
· vehicle reliability problems 
 Comparison:
	Model
	Reliability
	Flexibility

	DHL / DPD
	High
	Medium

	Speedy Freight
	Medium–Low
	High



 Analysis:
Flexibility drives capacity and revenue, but reduced control leads to inconsistent service quality (Christopher, 2016).
[bookmark: _Toc225022101]Tracking & Communication
Although Speedy Freight can track drivers internally, customers often lack direct access. Research shows 60%+ of customers expect real-time tracking (Vakulenko et al., 2018).
 Analysis:
The issue is not lack of data, but lack of customer-facing integration, resulting in increased communication workload and lower perceived service quality.
[bookmark: _Toc225022102]After-Sales (POD)
Proof of Delivery (POD) is handled through a mix of digital and manual processes.
 Impact:
In a business generating £50M+ turnover, delays in POD submission directly affect invoicing and cash flow.
 Analysis:
Manual processes represent a bottleneck in an otherwise time-critical operation.
[bookmark: _Toc225022103]Overall Evaluation
Speedy Freight’s customer journey demonstrates a clear structural trade-off:
Strengths
· high flexibility and scalability 
· rapid response capability 
Weaknesses
· inconsistent service delivery 
· limited customer visibility 
· fragmented operational control
[bookmark: _Toc225022104]Key Insight
Speedy Freight does not face a capacity issue, but a control and integration problem.
Despite operating at scale:
· 60+ branches 
· 4,000+ drivers 
· 3,000+ monthly customers 
the lack of standardisation and customer-facing systems limits overall service quality.

[bookmark: _Toc225022105]4.1 Digital Innovation Idea
The analysis conducted in Part 1 highlights a structural limitation within Speedy Freight’s operating model. While the company benefits from flexibility through subcontracting and platform-based coordination, it lacks control over execution, service consistency and customer relationships. This reflects broader industry findings that platform-based logistics systems increase responsiveness but also introduce coordination complexity and performance variability (Benjaafar et al., 2019).
Speedy Freight operates as an intermediary, securing jobs from primary clients and subcontracting them through digital freight platforms such as Courier Exchange. While this allows the company to scale efficiently, it creates operational risks, including driver unreliability, co-loading delays and subcontractor opportunism (poaching). Research on digital logistics ecosystems confirms that decentralised networks often face challenges in maintaining control and service standardisation (Büyüközkan and Göçer, 2018).
[bookmark: _Toc225022106]Proposed Digital Innovation: Smart Integrated Dispatch Platform
To address these challenges, the proposed innovation is the implementation of a centralised smart dispatch and control platform, integrating AI-based decision-making, subcontractor monitoring and customer-facing systems.
This aligns with recent developments in smart logistics, where artificial intelligence and real-time data are used to improve coordination and reduce uncertainty in supply chain operations (Min, 2019).
1. AI-Based Driver Allocation
Instead of open bidding, jobs would be assigned through an AI-based system evaluating:
· historical reliability 
· delivery performance 
· driver location 
· vehicle suitability 
Studies show that AI-based logistics systems can significantly improve decision-making accuracy and reduce inefficiencies in dynamic environments (Min, 2019).
 Analytical value:
Moves from price-driven allocation to performance-based allocation.
2. Verified Subcontractor Network
The platform would introduce a closed and controlled driver network, where subcontractors are:
· pre-qualified 
· continuously rated 
· contractually restricted 
This reflects findings that supply chain integration and partner control improve service quality and reduce operational risk (Flynn et al., 2010).
  Impact:
· reduced variability 
· lower risk of poaching 
· improved service consistency
3. Real-Time Customer Integration
Customers would receive direct access to:
· live tracking 
· automated updates 
· delivery status 
Research in logistics service quality shows that transparency and information sharing significantly improve customer satisfaction and trust (Ramanathan, 2010).
 Impact:
· fewer calls 
· higher satisfaction 
· better retention 

4. Digital Control and Protection Layer
The system would include:
· anonymised job allocation 
· centralised communication 
· pricing control mechanisms 
Digital coordination systems have been shown to reduce opportunistic behaviour in decentralised logistics networks (Benjaafar et al., 2019).
 Impact:
Protects margins and client relationships.

[bookmark: _Toc225022107]Analytical Evaluation
The proposed innovation addresses a fundamental imbalance in Speedy Freight’s current model.
Current model:
· flexibility-driven 
· low control 
· reactive coordination 
Proposed model:
· flexibility maintained 
· control increased 
· proactive decision-making 
This represents a transition towards a digitally integrated logistics model, where value is created not only through access to drivers but through control of data and operations.

[bookmark: _Toc225022108]Expected Impact
Based on industry studies:
· improved operational efficiency through AI and data integration (Min, 2019) 
· increased service reliability through partner integration (Flynn et al., 2010) 
· enhanced customer satisfaction through transparency (Ramanathan, 2010)
[bookmark: _Toc225022109]Critical Insight
The key limitation in Speedy Freight’s model is not access to capacity, but lack of control over that capacity.
Therefore, the proposed innovation focuses on:
 Control
Integration

transparency
rather than expansion alone.












[bookmark: _Toc225022110]4.2 New Customer Journey
The proposed digital innovation fundamentally reshapes Speedy Freight’s customer journey from a fragmented and reactive process into a more integrated and data-driven system. This transformation is particularly relevant in logistics environments where customer experience is increasingly influenced by transparency, responsiveness and reliability (Hofmann and Rüsch, 2017).
Figure3. Customer Journey – PROPOSED
[image: ]
Interpretation:
The proposed customer journey demonstrates a shift from a fragmented and reactive process to a fully integrated and data-driven system. The introduction of AI-based dispatch, real-time tracking and automated processes significantly reduces operational inefficiencies, improves service consistency and enhances customer experience. This transformation addresses the key limitations identified in the current model, particularly the lack of control and visibility.


[bookmark: _Toc225022111]From Fragmentation to Integration
The current customer journey is characterised by manual coordination, limited customer visibility and operational variability caused by subcontracting. In contrast, the proposed model introduces automation and integration across all stages.
	Stage
	Current Model
	Proposed Model

	Purchase
	manual pricing
	automated pricing

	Allocation
	open bidding
	AI dispatch

	Tracking
	internal only
	customer-facing tracking

	POD
	delayed/manual
	instant digital





[bookmark: _Toc225022112]Critical Discussion of Improvements
[bookmark: _Toc225022113]Booking and Pricing
The introduction of automated pricing systems reduces reliance on manual decision-making. In the current model, pricing variability across 60+ branches creates inconsistency and potential inefficiencies.
Critical question:
Can manual pricing systems support scalability in a high-volume logistics network?
 Answer:
Research suggests that digital integration improves consistency and decision accuracy in supply chains (Gunasekaran et al., 2017). Therefore, automated pricing is not only an efficiency tool but a requirement for standardisation.

[bookmark: _Toc225022114]Driver Allocation
The transition from open bidding to AI-based dispatch represents a shift from price-driven to performance-driven logistics.
Example (real case):
Drivers may currently reject jobs or prioritise higher-paying loads, leading to delays or cancellations.
Critical question:
Does price-based allocation maximise efficiency, or does it undermine reliability?
Answer:
While price-based systems optimise short-term cost, they often reduce long-term service quality. AI-driven allocation improves consistency by prioritising reliability over cost alone (Min, 2019).
[bookmark: _Toc225022115]Tracking and Communication
Providing real-time tracking to customers addresses a major gap identified in the current system. Studies show that over 60% of customers expect full delivery visibility, making tracking a key determinant of satisfaction (Ramanathan, 2010).
Critical question:
Is internal visibility sufficient if it is not shared with the customer?
 Answer:
No. Without customer-facing systems, operational improvements do not translate into perceived service quality. Transparency is essential in modern logistics environments.
[bookmark: _Toc225022116]After-Sales (POD)
The implementation of instant digital Proof of Delivery (POD) addresses inefficiencies in documentation and invoicing.
 Critical question:
Can manual POD processes support a business generating £50M+ turnover?
 Answer:
Manual processes create bottlenecks at scale. Digital POD systems are necessary to ensure efficiency, speed and financial control (Hofmann and Rüsch, 2017).
[bookmark: _Toc225022117]Analytical Insight
The redesigned journey does not introduce new services, but improves how existing services are delivered.
 Key transformation:
 from fragmented coordination
 to integrated service delivery

[bookmark: _Toc225022118]4.3 Impact Analysis
[bookmark: _Toc225022119]Financial Impact
The proposed system improves efficiency by reducing operational waste and improving decision-making.
 Expected improvements:
· reduction in empty miles: 10–15% 
· reduction in failed deliveries: 10–20% 
· faster invoicing through digital POD 
 Critical question:
Can digital optimisation significantly impact profitability in logistics?
Answer:
Yes. In high-volume operations, even small efficiency gains generate substantial financial impact. For a company generating £50M+ turnover, a 5% improvement = £2.5M potential value.
However, implementation costs must also be considered, including system development and integration.
[bookmark: _Toc225022120]Customer Satisfaction
Customer experience improves through increased transparency, reliability and communication.
 Key improvements:
· real-time tracking 
· fewer delays 
· reduced communication friction 
Critical question:
Is speed or transparency more important for customer satisfaction?
Answer:
Research suggests that both are essential, but transparency increasingly defines customer perception of service quality (Ramanathan, 2010). A fast delivery without visibility may still result in dissatisfaction.
[bookmark: _Toc225022121]Competitive Impact
The innovation significantly changes Speedy Freight’s competitive positioning.
Current Position:
· flexible 
· cost-efficient 
· but inconsistent 
Proposed Position:
· flexible 
· controlled 
· digitally integrated 
 Critical question:
Can Speedy Freight compete with large logistics firms without owning infrastructure?
Answer:
Yes, but only through digital integration. While firms like DHL compete through control and assets, Speedy Freight can compete through smart coordination and data-driven decision-making.
[bookmark: _Toc225022122]Strategic Conclusion
The proposed innovation does not aim to replicate asset-heavy logistics models, but to optimise Speedy Freight’s existing strengths.
 It preserves:
✔ flexibility
✔ low cost structure
 while improving:
✔ control
✔ consistency
✔ customer experience





Figure4. Impact of the Proposed Digital Innovation
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Interpretation:
The table highlights the transformation from a fragmented and reactive system to a more integrated and efficient logistics model. The proposed innovation improves performance across all key areas, particularly in delivery reliability, cost efficiency and customer experience, demonstrating strong potential for both operational and financial gains.

[bookmark: _Toc225022123]4.4 Key Performance Indicators (KPIs)
To evaluate the effectiveness of the proposed digital innovation, it is necessary to implement measurable Key Performance Indicators (KPIs) that reflect improvements in operational performance, customer experience and cost efficiency. In logistics, KPIs play a critical role in linking digital transformation initiatives to measurable business outcomes (Melnyk et al., 2014).





Figure5. KPI TABLE
[image: ]
Interpretation:
The KPI framework demonstrates that the proposed digital innovation is expected to improve performance across operational, financial and customer dimensions. The most significant impact is likely to occur in cost efficiency and service reliability, where even small improvements can generate substantial value in high-volume logistics operations.

[bookmark: _Toc225022124]1. Delivery Time Performance
Delivery time is a core performance indicator in same-day logistics, where speed and reliability directly influence competitiveness.
Key metrics:
· On-time delivery rate (%) 
· Average delivery time (hours/minutes) 
 Current issue:
Delays caused by co-loading, subcontractor unreliability and inefficient allocation.
 Target improvement:
· reduce late deliveries by 10–20% 
· improve delivery consistency through AI-based dispatch 
Critical question:
Should logistics firms prioritise speed or reliability?
 Answer:
Research indicates that consistency and reliability are stronger predictors of service quality than speed alone (Stank et al., 2003). Therefore, improving on-time performance is more critical than simply reducing delivery time.
[bookmark: _Toc225022125]2. Customer Satisfaction (NPS)
Customer satisfaction can be measured using Net Promoter Score (NPS), which reflects customer loyalty and likelihood to recommend the service.
Key metrics:
· NPS score 
· Customer retention rate (%) 
· Complaint frequency (%) 
 Current issue:
Limited visibility and inconsistent delivery experience.
 Target improvement:
· increase NPS by 15–25 points 
· reduce complaints related to delays and communication 
 Critical question:
What drives customer loyalty in logistics services?
 Answer:
Service quality, transparency and communication are key determinants of customer loyalty (Rafiq and Jaafar, 2007). Therefore, real-time tracking and improved communication are expected to significantly enhance satisfaction.
[bookmark: _Toc225022126]3. Cost per Delivery
This is the most important KPI in Speedy Freight’s model.
Key metrics:
· Cost per mile (£) 
· Fuel cost per delivery (£) 
· Empty miles (%) 

 Real fuel cost calculation (UK)
 Average diesel price UK (2026):
£1.45–£1.55 per litre
 Average Luton van consumption:
 25–30 mpg (≈ 9–11 L/100km)

 Example:
 100-mile job:
· fuel consumption ≈ 18–20 litres 
· fuel cost ≈ £28–£32 per job 

 If job is sold at:
· £2.00/mile → £200 revenue 
 Driver cost example:
· paid £1.20/mile → £120 
 Fuel (driver side): ~£30
 Remaining margin (Speedy model):
≈ £50–£70 before overheads

 Problem:
If inefficiencies occur:
· empty return miles → +£20–£30 cost 
· delays → driver demands more money 
· poor allocation → lower margins 

 KPI Target:
· reduce empty miles by 10–15% 
· reduce cost per delivery by £5–£15 per job 
 At scale (3,000 jobs/month):
 savings = £15,000–£45,000/month
[bookmark: _Toc225022127]4. Operational Control KPIs
These are critical for Speedy Freight’s model.
Metrics:
· Driver acceptance rate (%) 
· Job completion rate (%) 
· POD upload time (minutes) 

Real problems:
· driver cancels → job reposted 
· POD delayed → payment delayed 

Targets:
· job completion rate: 95%+ 
· POD uploaded within <30 minutes 
· reduce reallocation jobs by 15%

[bookmark: _Toc225022128]Integrated KPI Evaluation
	KPI Type

	Real Impact

	Delivery time
	protects contracts

	Cost per delivery
	increases margin

	NPS
	keeps clients

	Control metrics
	reduces chaos




[bookmark: _Toc225022129]KEY ANALYTICAL INSIGHT
Speedy Freight’s biggest issue is not revenue, but leakage of value through inefficiencies.
 money is lost through:
· empty miles 
· delays 
· poor allocation 
· subcontractor behaviour 

Critical question:
Where is the biggest financial loss in the current model?
 Answer:
Not in pricing — but in operational inefficiency and lack of control

[bookmark: _Toc225022130]5. Conclusion
This report critically analysed Speedy Freight’s approach to innovation within the context of a rapidly evolving logistics industry characterised by digitalisation, increasing customer expectations and growing pressure for operational efficiency. The findings demonstrate that while the company has successfully developed a flexible and scalable model, its reliance on subcontracted drivers and decentralised coordination introduces significant challenges related to control, consistency and customer experience.
Through the application of the Innovation Ambition Matrix, it was identified that Speedy Freight’s innovation efforts are primarily concentrated within core and adjacent activities. The company has achieved notable growth, supported by its network of over 60 branches, 4,000+ drivers and 3,000+ monthly customers, generating turnover exceeding £50 million. However, the limited presence of transformational innovation suggests that the organisation is adapting to industry trends rather than actively shaping them.
The Customer Journey analysis further highlighted a structural imbalance between operational capability and customer experience. While Speedy Freight is able to deliver time-critical services efficiently, the lack of customer-facing systems, inconsistencies in subcontractor performance and manual processes reduce overall service reliability. This reflects broader findings in logistics research, which emphasise that operational flexibility without integration can lead to performance variability and reduced service quality (Ellram et al., 2013).
The proposed digital innovation addresses these limitations by introducing a more integrated and data-driven approach. By implementing AI-based dispatch, real-time customer tracking and improved subcontractor control mechanisms, the organisation can enhance both operational efficiency and customer experience. Importantly, the proposal does not seek to replace the existing model, but to optimise it by increasing transparency and control.
From a financial perspective, the analysis demonstrated that even small efficiency improvements (e.g. 5–10%) can generate significant value in high-volume logistics operations. This supports existing research suggesting that digital transformation in supply chains can lead to measurable gains in productivity, cost reduction and service performance (Queiroz et al., 2020).
However, it is important to recognise that digital transformation also presents challenges. Implementation costs, resistance to change and system integration complexities may limit the speed and effectiveness of adoption. As such, the success of the proposed solution depends not only on technological capability but also on organisational readiness and strategic alignment.
Overall, this report concludes that Speedy Freight’s current model is effective in delivering flexibility and scalability, but requires greater integration and control to remain competitive in a digitally driven logistics environment. The proposed innovation provides a practical pathway for achieving this, enabling the organisation to transition from a reactive, coordination-based model towards a more proactive and digitally integrated logistics system.
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