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Assessment N0 3
Question 1
 (i) What are the different types of decisions made in an organisation?
There are three main types of decisions that are made in an organisation, which are as follows: Strategic, Tactical and Operating decisions (BBC-Bitesize-business Management-Decision Making).
(a) Strategic decisions which are normally made by the board of directors or owners of an organisation are of long term duration to look at the whole organisation’s planning (i.e how each department will function). In it there are lots of risks involved by nature because of the larger amount of resources involved in that kind of decision. These decisions’ classification is dependent upon their (a) mission strategy (which defines and sets the directions and 
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(b) goals, the objectives and purposes of its existence), or (b) Corporate strategy showing by what means they intend to achieve their goals and targets, or (c) business strategy which shows how each unit of the organisation will function and finally, (d) the functional strategy or logistics which defines and facilitates the actual functioning of each department. Because logistics is a major player in a supply chain it can coordinate and help other strategies achieving their goals more easily than they would on their own (ibid).
(c) Tactical decisions are shorter term decisions which are made by unit or departmental managers, and as they are involved with fewer resources than decisions taken strategically they are hence of much lesser risk. This means 
that there may not be too great loss in case something goes wrong with that kind of decision. However, they focus mainly on resource utilization and operations (businesscasestudies.co.uk/npower-developing-people-through-decision-making/tactical-decisions).
(d) Operational decisions are usually more technical in nature and more involved in daily activities, therefore, of shorter term and there is lesser risk since much fewer resources are involved while making these kinds of decision. These decisions are usually made by employees or supervisors on the floor [Brentwood Unit-3. Logistics Strategy and Operations].

Q 1 (ii) what are tactical decisions about?
Tactical decisions are medium term decisions which focuses mainly on resource utilization and daily operation but which also tends to be more changeable.  It deals with the administrative process of selecting among appropriate ways and means of achieving a strategic plan or objective. The use of tactics in a business environment allows a manager to choose the best tactical methods to deal with each situation that arises in different ways, rather than being regimented by following 
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a particular standard procedure. With harsh global competitions in our unpredictable world of business there is no place for regimentation. I personally believe that the 
use of logic in logistics is very important in order to get advantages over one’s competitors. Tactical decisions consist of important planning of steps of how to carry out the objectives of an organisation by adopting and applying best related strategic decisions. In other words it involves physically carrying out strategic plans.
For example if a company’s strategic plan is to become a market leader, its tactical plan might be to double the amount spent on advertising and marketing.
 Whereas a misguided strategic decision could take an organisation in an entirely wrong direction and lead to failure. A misguided tactical decision would have a more limited impact on the business.

Q 1 (iii) what is the logistic strategy about?
According to The Financial Times-FT.Com/lexicon ‘strategy’ is really a plan of actions or methods designed to achieve a long term goal. Logistics is not confined to tactical decisions about transportation and warehousing as certain people believe. In order to ensure that logistics plays its maximum role in supporting a company’s products in the market, long term decisions or strategic action plans are made to put in place the requirements needed for the logistics’ full capacity to work well (Financial Times). Because of the involvement of different players in a supply chain the implication of the ‘full role’ of logistics strategies extends far beyond the boundaries of the company itself. 
Logistics strategy is in fact, the set of guiding principles, driving forces and ingrained attitudes that help to coordinate goals, plans and policies between partners inside a supply chain (ibid). 
Every organisation depends on its clientele’s satisfaction to succeed in their business, and this success in turn greatly depends on the different aspects of logistics strategy. In every well organised company there are many drivers, each playing different role or roles. However, logistics strategy is that part of a supply 
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chain in which very important decisions are made regarding the best methods of tackling different functions. Logistics strategy applies the best and newest methods and technologies in order to produce the best products for the end of line customers, which should eventually bring that high level of satisfaction. This consequently increases volume of sale and therefore higher profit for the company.  Logistics strategy is important because large amount of resources are involved in it since it is that part of an organisation which plays the greatest part by performing different vital functions. In an earlier assignment I mentioned that without logistics no business can succeed. The reasons for saying this are that logistics strategy puts a lot of emphasis on all the following important matters of a business, viz.:
** Costs: Reducing logistics costs results in higher profits for the company and lesser prices for the customers.

** Customer service: Company will acquire advantages over their competitors by respecting delivery time and responding speedily and also taking good care of all other aspects of customer services.
** Quality: High quality products and high quality service is major aspects of a supply chain to achieve customer satisfaction.
** Timing: Prompt services and fast deliveries render big satisfaction to customers.
** Product Flexibility: Companies should be ready to satisfy clients’ according to their needs and requirements.
** Volume Flexibility: Demands of a product is never the same. It can vary from time to time, hence an organisation should always keep sufficient level of stock in reserve so as to be able to produce and provide according to demand, although this is a very difficult procedure to judge variances of demand in advance.
** New Technologies: In our increasingly unpredictable economic world   with the opportunities and risks of the current cut throat business world and that of tomorrow, competition is becoming fiercer than ever. Organisations have no choice but to look 
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for newest and broadest variety of technologies for communication, for sorting parcels, tracking deliveries, communicating with customers and recording activities and so on.
** Locations: One aspect of satisfying customer needs is fast delivery of products, 
therefore, having locations nearer to customers is a plus.
1) And finally, all the above parts combined together form the logistics strategies which are needed for the success of an organisation [Brentwood Unit-3. Logistics Strategy and Operations]. 

Q 1 (iv) what is the Value Added Strategy about?
The value added strategy is mostly about ensuring value for money by making additional change in the physical state or form of a product; that is the production of a product in a manner that will enhance its value. It is the difference between the price of the product or service and the cost of producing it. The price is determined by what the customer is willing to pay based on their perceived value. And value is added or created in different ways (investopedia.com-value-added). This means it is about the quality of a product which will impress the customer who must be satisfied for the value he is paying for the goods. It is weighing the worth of the product against the price being paid for it. Before and while producing any item the producers need to keep in mind what the customer wants in the first place, that is producing in perspective of customers’ requirements. However, because of fierce competition on the market a company has to keep adding more and better value to the product trying to make it better than those of his competitors. An example is providing innovative features to the product or supplying on time may gain advantage.
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Q 1 (v) what are the three factors to be considered when designing a logistic strategy?
Although there are many factors of consideration to be taken account of when designing a logistics strategy, the following are the three main factors (bolcoline) that managers need to seriously consider before anything else, but this will also greatly depend on what the customers want. It is important to match what the organisation can do best and what the customer wants. Therefore, we see that:

--Firstly, the higher strategies which sets the organisation’s goals and the background for all logistics decisions is crucial. That is, its mission which defines its overall aims showing the corporate strategies of how they are going to achieve their objectives, which is, what the customer wants.
--Secondly, the business environment which consists of several uncontrollable factors which directly affect logistics, such as:
· Customers
·  Market conditions
· Technology
· Economic Climate
· Legal Restraints
· Competitors
· Shareholders
· Interest Groups
· Social Conditions and
· Political Conditions and 
--Thirdly, a distinctive competence. For any organisation to succeed they need to have a unique competence which can differentiate them and make them apart from their competitors. Unlike the environmental factors which are uncontrollable by an organisation, the distinctive competence can be controlled by the following:
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customers,
employees,
finances, 
products, 
facilities, 
organisations, 
facilities, 
technology and last but not least 
communication. All these can be further expanded.

However, when designing a logistics strategy there are three additional, quite important areas which every manager does focus upon. They are: (a) being flexible, (b) doing their best to be cost effective and (c) to be trustworthy, that, in spite of the fact that every organisation’s policy ‘focuses’ on exactly a particular aspect of their main objective while making specific logistics strategic decisions.  For example, some companies such as Ryan Air focuses on expenditure,  preferring to give an inexpensive service but to attract more clients; while others like FedEx focuses and puts more emphasis on fast and speedy delivery in order to beat their competitors; while some other companies put a lot of emphasis and focus on trustworthiness, that is they aim at quality service to gain the trust of their customers, in other words they provide a tailored service aiming at high rated selected customers but at the same time charging higher prices for their services.   
So one of the key decisions for logistics managers is choosing the strategic focus.

Q 1 (vi) How do logistics play a strategic role in organisations?
Logistics plays a strategic role in any well organised company by coordinating and helping different departments to function properly. Effective logistics improves supply chain by avoiding or at least reducing wastes of materials and time. For example, a strategically well-planned transportation and delivery of 
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products to the right location on time which is a priority can bring a lot of success to an organisation.
Logistics creates visibility by using Advance Transportation Management System (TMS) which analyses historical data and track real-time movement of goods in and out of an organisation. It also helps meeting customer demand by providing superior services. It helps in the process of optimization (PLS Logistics.com, 2015).
Since logistics is that part of a supply chain which occupies the lion share in term of finance and the large amount of resources involved, it is therefore, extremely important that strategic decisions are made there. Any successful business leader will acknowledge the crucial importance of an effectively organised logistics strategy. The leaders understand that implementing seamless logistics is a key 
element in keeping pace with customer demands and also very importantly outperforming competitors (A&A-aacb,com—Why Logistics is So Important to Supply Chain). Businesses whatever their size they always want to grow, and as they expand either regionally, internationally or even globally and whatever their location or industry they become reliant on effectively organised supply chains which includes sophisticated logistics. Logistics strategic decisions if well balanced can help cut on the costs and save time normally spent on moving materials and products from one point to another (ibid). A supply chain cannot ensure high value if it is without effectively organised transport. This is why logistics is one of the most crucial factors in the quality of a supply chain. 
Logistics helps create and increase value to a business. Providing value to customers does not only refer to quality or quantity but also refers to availability.  Therefore, logistics increases value by improving merchandise and ensuring the availability of products. 
Logistics helps in reducing costs and improve efficiency.
With global trade growing more popular, logistics has become the heart of supply chains. Business leaders have realised that they can reduce costs by establishing partnerships with other businesses which offer specialised transportation and 
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warehousing services. It is natural that when businesses start using such services to outsource transport and warehousing they improve their overall business efficiency.
While a good marketing strategy can ‘open many doors’ and attract customers and keeping them satisfied, a reliable logistics service can help a business build and maintain a positive public image and reputation.
Now logistics is an industry by itself and a vital part of any business model since it is the control of the flow and storage of goods into and out of a business (PLS Logistics-2015).

Q 1 (vii) Outline the main areas that a logistics strategy emphasise?
Logistics strategy is important because large amount of resources are involved since it is that part of an organisation which plays the greatest part by performing different 
vital functions. In an earlier assignment I mentioned that without logistics no business can succeed. The reasons for saying this are that logistics strategy puts a lot of emphasis on all the following important matters of a business, viz.:
** Costs: Reducing logistics costs results in higher profits for the company and lesser prices for the customers.
** Customer service: Company will acquire advantages over their competitors by respecting delivery time and responding speedily and also taking good care of all other aspects of customer services.
** Quality: High quality products and high quality service is major aspects of a supply chain to achieve customer satisfaction.
** Timing: Prompt services and fast deliveries render big satisfaction to customers.
** Product Flexibility: Companies should be ready to satisfy clients’ according to their needs and requirements.
** Volume Flexibility: Demands of a product is never the same. It can vary from time to time, hence an organisation should always keep sufficient level of stock in 
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reserve so as to be able to produce and provide according to demand, although this is a very difficult procedure to judge variances of demand in advance.
** New Technologies: In our increasingly unpredictable economic world   with the opportunities and risks of the current cut throat business world and that of tomorrow competition is becoming fiercer than ever. Organisations have no choice but to look for newest and broadest variety of technologies for communication for sorting parcels, tracking deliveries, communicating with customers and recording activities.
** Locations: One aspect of satisfying customer needs is fast delivery of products, therefore, having locations nearer to customers is a plus.
And finally, all the above parts combined together form the logistics strategies which are needed for the success of an organisation [Brentwood-Module 3-Logistics Strategy and Operations Supporting Materials].

Q 1 (Viii) What is Lean Strategy?
Looking at Lean approach in its traditional concept, lean is an organisation that understands customer’s value and focuses its key processes to continuously increase this value.  Its ultimate aim is to provide perfect value to the customer through a perfect value creation process that has zero waste.
Lean strategy is in fact, a systematic method of wastes minimization (Muda) within a manufacturing system without sacrificing productivity. Lean also takes into account waste created through overburden (Muri) and waste created through unevenness through work-loads (Mura). Lean manufacturing makes obvious what adds value by reducing everything else which does not add value in order to improve overall customer value. This management philosophy is derived mostly from the Toyota Production System (TPS) [Wikipedia-Lean Manufacturing].
According to Taiichi Ohno lean strategy is based on a zero waste tolerance and hence it concentrates on eight main areas of visible unnecessary and controllable wastes, which are as follows (ibid):
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Defects: One of the most easily recognisable wastes in lean manufacturing is the production of defective goods.
Excess Processing: This relates to too much unnecessary work for too little production.
Overproduction: Often organisations get it wrong in calculating the exact amount required to be produced and lots of a product is produced in excess and then wasted.
Waiting time: Organisation should have enough raw materials in stock and should not delay production so that delivery can be made quick and on time.
Inventory: There should be coordination among different departments in order to avoid unnecessary storage of large stock which is not needed.
Moving: Improper management of transportation of materials and products delay delivery resulting in dissatisfaction of customers.
Motion: Unnecessary movement or action is a waste that can be avoided. For example instead of a bricklayer having to bend to pick a brick each time which is a waste of time and energy and causing pain, this can be avoided by providing him the bricks to his level which will increase efficiency and reducing strain and injuries We can thus make most movement stress free.
According to Womack and Jones (Lean Thinking- Banish Waste Create Wealth) who founded the Lean Enterprise Institute (LEI) there are five key lean principles which are: Value, that is every company needs to understand what value the customer places upon their products and services, Value Stream, Flow, Pull and Perfection.
However, Daniel T. Jones in a more recent seminar (YouTube-July 2017) while releasing his book ‘The Next Frontier’ stated that ‘Lean Strategy is the foundation of the people-centric business system of our time. Lean creates dynamic gains from leaders finding the right problems, building the capabilities to solve them and translating improvements to the bottom line. Lean is about leading from the ground up and learning for continuous innovation’.
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He continued by saying that, ‘Lean in a more modern concept is more of a strategy, a pointer, a direction, a signal, an inspiration, a dynamic tool, a learning system that helps to solve problems faster than competitors and does that with less time, less effort, less capital, less waste and less resources. It is about engaging everybody from the front line (support and training from CEOs and Managers) in continuous accelerating improvement focussing on the right problems. It is not about rolling out best practice, but it is about ‘building capabilities’’ Daniel T Jones. 

Lean strategy defines improvement directions. It’s about defining and creating visions of where the company is heading to and then constructing a plan of action in details with targets, then this given over to those above in the organisation to execute and deal with the consequences. It is about empowering the frontline, train them all appropriately to deal with each problem immediately and instantly instead of having to go through the admin which is a waste of time and energy. Lean is not just about finding the immediate problem but it is about finding the underlying 
causes of the  problems then solve them immediately. It is about setting directions rather than setting targets. Lean is about a scale up capability, about an ability to innovate and reduce costs much faster (ibid).

Q 1 (ix) what is the main purpose of logistics audit in organisations?
According to Vijay Sangam (2017) the primary objective of Logistics Audit is to match the logistics requirements and customer service expectations, taking the market dynamics into consideration, and to identify areas for improvement to achieve customer service excellence. 
Every organisation must have a very well organised and well-planned system in place in order to facilitate and achieve the ultimate aims and objectives of the company. In order to be successful then, there must be a Logistics Audit which basically is a process of investigation to find out the strengths and weaknesses of an organisation and to offer possible advice and solution for changes to take 
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place. The main goal is to objectively assess and profoundly examine the functioning of the existing logistics and transportation operations and flows. Its other purpose is to assess the efficiency of the system and processes which are in place, by gathering pertinent information about current performance and practices of logistics operations and activities, then analyses costs, resources, performance utilisations, products and all other related details and ultimately provide the organisation with necessary recommendations and guidelines for improvement and further development where appropriate.

Quest. 2-
Outline the steps involved in developing a logistics strategy.
According to Martin Murray (2018) when a company is creating a logistics strategy it is actually defining the service levels at which its logistics organisation is at its most cost effective. A company has to develop a number of logistics strategies for specific product lines, specific countries or specific customers, that’s simply because supply chains are constantly changing and evolving according to products, the 
customers, the country and other such factors. It is to be remembered that the ultimate goal of any logistics strategy is to deliver what your customers want, when they want it, and getting that done by spending as little money as possible.
Accordingly, there are four main distinct levels to be looked at when developing a logistic strategy, which are as follows:
(i)Strategic aspects (ii) Structural aspects (iii) Functional aspects and (iv) Implementation level.

(i) Strategic: This is performed by examining the company’s objectives and strategic supply chain decisions. The logistics strategy should review and analyse how the logistics organization contributes to those high-level objectives.
(ii) 
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(iii) Structural: The logistics strategy should examine the structural issues of the logistics organization, such as the optimum number of warehouses and distribution centres, or what products should be produced at a specific manufacturing plant (thebalancesmb.com).
(iv) Functional: Any strategy should review how each separate function in the logistics organization is to achieve functional excellence.
(v) Implementation: The key to developing a successful logistics strategy is to look deeply how it is to be implemented across the organization. The plan for implementation will include development or configuration of an information system, introduction of new policies and procedures and the development of a change management plan (the balancecareer.com).
However, there are some other important components to be taken into consideration when developing a logistics strategy (www.thebalancesmb.com/logistics-functionssmall-business).
When examining the four levels of logistics organization, all components of the operation should be examined to ascertain whether any potential cost benefits can be achieved. There are different component areas for each company but the list should at least include the following:
· Transportation: Does the current transportation strategies help service levels?
· Outsourcing: What outsourcing is used in the logistics function? Would a partnership with a third party logistics company improve service levels?
· Logistics Systems: Do the current logistics systems provide the level of data that is required to successfully implement a logistics strategy or are new systems required?
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· Competitors: Review what the competitors offer. Can changes to the company’s customer service improve service levels?
· Information: Is the information that drives the logistics organization real-time and accurate? If the data is inaccurate then the decisions that are made will be in error.
· Strategy Review: Are the objectives of the logistics organization in line with company objectives and strategies?
It is important to mention that none of the above components can stand on their own as they are all interdependent and rely on one or the other to function properly.
 
Q 3 Case Study: 
1. How does Charlotte currently organise her logistics? What do you think are her aims and priorities?
(i) Charlotte must have been making use of logistics strategy by concentrating on the four ‘Ps’ – product, promotion, place and price, for the system to have got such high quality results and for her to have been 
(ii) able to expand her business to such extent in a period of about eight years.
Using new technologies such as use of a website to advertise and sell her products shows that Charlotte has been applying a tactical approach. She is applying lean strategy with limited resources since it is very clear that she has focused on resource utilization (for example, doing much of the work by herself) rather than employing too many people to work for her.
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She is using the post office which is relatively cheap and secure to send parcels but she is also delivering parcels herself up to a distance of fifty kilometres range which clearly indicates that she is using lean strategy thus avoiding wastes and saving money on one hand and on the other making sure that her customers are receiving their products on time. There are full reasons therefore, to believe that she has been using a lean approach of minimizing or avoiding wastes. 
Initially she must have been organising her logistics strategy by making tactical decisions to implement her strategies within her business over medium term rather than long term. Now that she appears to be well established, she is making strategically long term decisions by thinking of expanding and moving to an industrial area. 
By converting the old barns into a holiday homes shows that Charlotte has innovative ideas which may mean that she did not make big debt borrowing huge amount of money to launch or expand the business.

When she introduced the new varieties of unusual herbs and all the other various attractions shows that she has offered diversification of products to the customers.
(iii) Her aim is to generate more sales by expanding the use of new technologies (such as the introduction of a mail order catalogue and increasing use of website to advertise her products on the Internet). This is an indication that she is using a logistical strategic approach to expand her business.
There is no doubt that she has been supplying the desired products (Products differentiation) to her customers’ satisfaction that more and more customers including passing tourists are coming.
By adding little extra to her products in order to attract more customers she is also making use of the Value Added process of logistics strategy. 
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In addition, she has been using the ‘value principle’ of developing products that have worth from customer’s standpoint by bringing new quality products on the market.
Indeed Charlotte is aiming at expanding her business by planning to move to an industrial area,
(iv) Her main priority is to attract more customers and increase the sales.

(b) What would be the effect of the expansion on logistics?  What problems would Charlotte face and what options does she have to overcome them?
(i) Effect: 
The expansion of Charlotte’s business would need strategic decisions making, planning and new policies and a different culture to be adopted, all that would relate to the kind of new environment and its supply chain management. As oppose to her current business decision-making Charlotte will need to apply the type of logistics strategy that will fit the real movement of materials required to accomplish her objectives. 
Compared to her business being carried out at present, the expansion will have a great logistical effect on the availability, reliability and quality of her products, the costs, lead time (from order to delivery), customer support, design and (packaging), and on the entire success of the whole future enterprise. In the expansion logistics will have a different effect in the delivery of materials and products (since everything will be in larger amount, therefore, transportation needs to be more well-organised), on the other hand she may not be able to produce the entire quantity needed for production, which means she may have to look for suppliers.  Effect will also be felt on the price through the operational costs, on advertising and sales through a use of website, and really to all other parts of the business. If the entire logistics costs may be reduced Charlotte will then have a better chance of succeeding. Customer satisfaction is a very important issue in any organisation and this depends greatly on the diverse features of logistics such as: 
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the positive strategy of reducing logistics cost which results in higher profits; delivery time and speed of response will be affected since customer wants prompt and fast deliveries; customer usually requires high quality in all commodities, therefore, logistics will have to ensure high quality service and products. When it comes to product flexibility charlotte’s organisation will have to tailor products according to customer specification. Volume flexibility is one problem which Charlotte will have to cope with since demand is not always the same, it always varies. Charlotte will have to make use of advance technologies for communication and tracking, recording stocks, spotting products and so on; and finally, as customers wants product to be as near them as possible, Charlotte might find this a bit of a problem to have locations in different areas. So fundamentally, Charlotte will have to provide low cost products, high-quality customer service, speedy delivery, elasticity or flexibility, and to use high technology to achieve success (Brentwood- Module 3 …)

 (ii) PROBLEMS:
The problems that Charlotte may face is balancing the height of service with the price of providing it. Charlotte may need larger capital to invest in the business.
As she is expecting to have a larger clientele she will need to organise better advertising and transportation system for delivery.
If she is unable to produce everything in larger quantities she may then have to negotiate with other suppliers for additional raw materials or unfinished products from other companies. 

Because of competitors she may even have to go for global sources [Mark Thomson & Robert Kemp-(2005) Global Sourcing Operations: How and Why?]
As the expansion will be in a completely new environment she will definitely need new
 Operational Policies, new Environmental Safety Regulations. 
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Charlotte will need more experienced people and more skilful and technological knowhow.
She will have to think of how to deal with competitors.
Once she starts receiving orders internationally she may face some initial problems of negotiating freight arrangement.

Options to Overcome these Problems:
According to Michael Porter, Charlotte will have two choices to use either (i) a lean strategy (low cost) to focus on expenditure and offer inexpensive products (Cost Leadership) or (ii) an agile strategy by offering a tailored service and focus on trustworthiness, offering quality products and services that are not offered by other companies thus targeting high customer satisfaction (Product Differentiation).

However, Charlotte can develop her own logistics policy.
She can negotiate with other companies to work in partnership, for example for distribution of her products nationally and globally.
She will need to be more organised and have more total control over different aspects of the business.
She will generally have to make a lot more operational decisions in the management of the organisation.
She will also have to use more functional strategies to coordinate the daily work of the different functions of each department.
She will have to make aggressive advertising to compete with her competitors if any.
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