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Introduction (Logistics clusters)

SoCool@EU

To access externalities: Knowledge, skills, scale, andiam®gation

From: proximate or céocated logistics operators and intensive logistics firms
A Risk: Lack of technological heterogeneity

A Way forward: learning from outside the cluster

C Exploiting externalities from interluster relationships

Logistics Virtual Clusters

C Complementary and cognitively proximate firms, research institutes, educat
Institutions, authorities, anégencies (despite not being geographically
proximate)

O O

C SoCool@EUdases e.g.:
A Aragon Region
A The Netherlands South West & Flanders (Belgium)




Literature
(Innovation, Business Models & Externalities)
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C Innovation C Main drivers for logistics

A Industrialand evolutionary economists (Flint, Larsson, Gammelgaard, & Mentzer, 20B85awe
(Freeman andoete 1997;Dosi& Nelson, 2009: Porter, 2000, Raschke, 2009, SoCool@EU D2.1,
1994; Abernathy and Clark, 1985; von 2013)

Tunzelmanr& Wang, 2008 A Increasing or sustaining market shares,

A Resourcebasedview (Teece Pisano, &huen A Increasingange and quality of product,

1997; Lamming, 2000 : :
) L . processes, services, technologies, and
A Organisatiorand knowledge theoriesSgnge :
systems and replacing the old ones

1990;Nonaka& Takeuchi, 1998:ichtenthaler

& Lichtenthaley 2009 A Reducehe time to respond to customer
A Geographicatconomists $torper 1993; needs
Cooke, 2001L A Reducecosts
A Enternew markets
‘A variation in a product, process, A Reduceenvironmental impacts
service, technology or system that is A Meet regulatory requirements
recognised by the market through A Improvehealth andsafety

economic transactions
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Literature
(Innovation, Business Models & Externalities)

SoCool@EU

C Efficiency externalities
A Price mechanisms (prices charged to customer)
A Cost mechanisms (input costs)
A Cooperation mechanisms (Joint projects)
A Scale mechanisms (market size and skills availability)

C Innovation externalities
A Vertical mechanisms (supply chain knowledge flows)

A Horizontal mechanisms (similar sector knowledge flows)

A Size and diversity mechanisms (diversity of customer base engaged in
project development and of HR with variegated specialised skills)

(Johansson, 200Karlsson2009
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Literature
(Innovation, Business Models & Externalities)

SoCool@EU

C Logistic services business models
A Classified by:
V Type of service (1PL, 2PL, 3H1,) Qjala Andersson & Naulg 2008

V Architecture (traditional, networked, outsourced, so)qNeubauey 201
V Revenue and profitability generation strategies???
A Business models (revenue and profit generation)
V Service sectors igeneral (EPISIS Final Report Task 2,)2011
i DBFO
i Performance fees
T Resources sharing
V No previous application of this BM concept to describe logistics operations

C Why do business models matter?

A If cluster or project managers do not understand how revenues and profits are
generated, then complementing differ
innovation to exploit externalities is being left to serendipity.
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Literature
(Innovation, Business Models & Externalities)
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C Hence, the likelihood of success of intdustercollaborative

projects and setting ‘Logl st
the following conditions:
A The projects are based upemnploiting externalities

[AManagers‘dentifythe project partners’ bu5|le

A The projects are built upocompatible business models of the different partner$

A Managersmonitorand set the mechani sms to ma
models do notompetea gai nst t he projects’ busi

C How do we identify their business models?

A Cases of Aragon Region (AR) and The Netherlands South West & Flanders
(Belgium) (NSW&F)
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Methodology

SoCool@EU

¢ Four stages:

A Identifying the research questions
V SoCool@EWbroject, literature review, and emerging concepts

A Cases selection and developing instruments for data collection
V SoCool@EWpartners (AR and NSW&F):
I Similar regional importance of the logistics clusters, and different performances
V Data collection instruments

I Onlinequestionnaires, face to face interviews, firms and experts forums, and desk
research.

A Data collection from January 2012 to August 2013
A Organisation, analysis and presentation of the data and results.
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Preliminary findings

C Supporting logistics clusters is strategic for the Aragon Region
(AR) and The Netherlands SoWrest & Flanders (NSW&F) since
companies planned to drive down costs and handle and deliver
value taking advantage of the agglomeration economies

C AragonRegion (ARinceearly 80sand consolidated in the mid
2000s.

C TheNetherlands SouttWest & Flanders (NSW&s$tarted earlier
and consolidated in the 2000s.

C Our findings: There are complementary drivers and business
models leading build upon for logisticger-cluster
collaboration for innovationthustosetupd | ogi st i cs
cl uster?”
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Preliminary findings
Aragon Region

C Location
C GDP percapita 14% higher than EU average
C Low population and logistics employment density

C Logistics: Rail, Air, Road Transport, Dry Port connected to Barcelona and
Valencia.

C Externalities
A Increasing prices, lowering costs, releasing resources for investments

A Cooperation externalities is common with supply chain partners, and horizontal
collaboration is only emerging

A Low scale economies in the region, but the area of influence of the business
operations of the cluster includes Spain and Europe. There is a skills gap of 25%
the cluster.

A Knowledge flows solutions development projects: 60% the supply chain, 30%
from end users, 35% competitors, 50% informal contacts (networking), and 30%
R&D Institutes .

SoCool@EU
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Preliminary findings
Aragon Region

C Innovation barriers of intecluster collaborations
A 57% Costs

46% Demand uncertainty

29% Limited finance

29% Lack of culture

17% Length of the projects

14% Emerging followers

11% Lack of right skills

9% Dominant firms do not facilitate projects

6% Deficient information

6% non reliable cooperation partners

SoCool@EU

v v v Dy Dy Dy D> Dy D D

0% lack of know how
V Implication: amortisation time of the project to allow know how to take effect

Timel
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Preliminary findings
Aragon Region
C Business models

SoCool@EU

Company/projects

Performance
isk and Venture
Pay per service

PLAZA, PLATEA, PLFRAGA, PLHUS
Public-Private Partnerships logistics platforms distributed in various locations in AR.
Profits for selling at over the costs prices or leasing at price/time long enough for

investments amortisation.

Grupo Sesé

4PL operations with “non-contractual” guaranteed savings upon which fees are

reviewed for better terms and conditions for the company. Road transportation with

fees adjustable according to KPI performances agreed a priori between the company and [s] 0O o

the client. Clients’ outsources value adding services for a fixed fee handled by the

company generating extraordinary profits by identifying continuous cost reductions with

the same quality delivered by the company.

Apyl-(Inditex)

Apyl is an Original Design Manufacturer of minor processes for Inditex, also it designs

and manufactures its own textiles. 90 % of its business is to handle, warehouse and

manage logistics of outsourced textile from Inditex. It is a horizontal collaboration

whereby Inditex and Apyl built an underground tunnel connecting their facilities for 0O o (0] (o]

accelerating their logistics operations and solve the warehousing and stocks needs of

Inditex. Apyl profits from its extraordinary stable relationship with its client, and reduces

its costs with the reduced logistics operations throughout its underground connected

facilities.

ALIA

Logistics cluster for formed to respond to the specific project needs of its members.

Projects so far requested by its members are joint purchasing for scales economies and

reduced prices for its members (e.g. multi-client trains), national and international inter-
= cluster collaboration (e.g. SoCool@EU) for better access to participate in ground

wur| breaking inter clusters companies projects

Knowiedge r




Preliminary findings
The Netherlands South West & Flanders (Belgium)
C NSW&F Cluster zogistics

Geographicaposition as gateway t&urope
ExcellentMainports (RotterdamAntwerp)
ExcellentHinterland Connections (road, rail, barglort sea)
LogisticService Providerd PL-4PL)

Legislativdramework &customs

SoCool@EU
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Preliminary findings
The Netherlands South West & Flanders (Belgium)

SoCool@EU

C Drivers for absorptions of efficiency and innovation externalities

of the logisticglusters

A Priceand cost efficiencies externalities: (veggod

A Scalesconomies efficiencies externalities: high importance for the economic
welfare; lacks of image of a fastoving, innovativendustry

A Knowledgedlows externalities: broad logistics experience, although labour
problems remain




Preliminary findings
The Netherlands South West & Flanders (Belgium)

SoCool@EU

C Barriers for absorption of efficiencies and innovation
externalities
A Economidactors
A Costsof innovation

A Profitmargins are shrinking (as LSPs cannot transfer the increased
operating costs to their customers)




Preliminary findings
The Netherlands South West & Flanders (Belgium)

C Emerging business models in tN&SW&F

A More than 40 R&D/demonstration projects and national initiatives since
2000

A Triple-helix involvements
A Coversall business models factors

SoCool@EU
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Preliminary findings
Inter-cluster fields of action

C Based on their capabillities and potentially compatible business
models, the ARNdNSW&F had defined 6 fields of action which
may lead to the development of a logistics virtual region:

A Advanced Supply Chains ali@ir

A Cluster Development anditernationalisation
A GreenLogistics

A Intelligenthubs

A Knowledge transfer andalorisation

A Urbanlogistics

C Emerging business model:

A Resourcesind knowledge sharing, mainly horizontally, and vdésign
build and operation of pay per service interoperable infrastructures (incl.
software).
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Conclusions

SoCool@EU

C ARandNSW&F developing logistics virtual cluster

C Suitable business models:

A Performancebased, shareholding with independent operations, resource
sharing and reductions, horizontal collaboration/joint ventures, and pay
perservice

C Business models requiring substantial support:

A BDFO, Risk and Venture, and Lease/Transfer

C Exploiting externalities
A AR benefiting from the scales economies in RW&F
A NSW& from the price and cost efficiencies externalitiesAiR

A Both regions can add their strengthsdooperation efficiencies,
specialised human resources, and horizontal flowshofwvledge.




Future research and implications

SoCool@EU

C Future research

A Interviews with companies engaging in specific irdierster collaboration
projects, the company business models, and the way they expect business mode
to be defined in the collaborative project.

C Implications

A Practical: understanding of how can ineluster collaborative projects
developments be driven to success

A Managerial/Strategic: project managers are able to monitor the evolution of the
business models to maximise the externalities exploitation based on optimisation
of the relationships between the intezluster project business models and the
firm s own business model

A Scientific: evidence based research of business modelsyliles

A Cluster policies: Capacity building on supporting mechanisms of clusters and inte
cluster development initiatives. E.g. Business models requiring substantial
support.
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