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Abstract (Dutch)

De brug slaan tussen kenniscreatie  en praktische im p lem en ta tie  in m u ltim o d a a l ach te rlandve rvoer. De 
brug slaan tussen theo rie  en p ra k tijk  v o rm t steeds een g ro te  u itd ag ing . Het V laam s Instituut vo o r de 
Logistiek (VIL) heeft deze missie op het v lak  van log istiek. Het VIL wil de log istieke sector in V laanderen 
duurzaam  ondersteunen en versterken in ha a r com petitiv ite it. Het wil een p la tfo rm  zijn m et concrete 
an tw oo rden  op re levante log istieke vraagstukken. Z o  w il het VIL de b rug functie  vervu llen tussen enerzijds 
de kennis d ie  gecreëerd w o rd t aan de trad ition e le  kennis inste llingen, zoals un iversiteiten o f hogescho len , 
en anderz ijds de concrete p ro b lem a tie k  d ie  zich stelt in het werkveld . Het VIL w il u itg roe ien  to t een 
centrum  d a t log is tieke  kennis op bo uw t, verzam elt en verspreid t. Het innoveert en m oe d ig t innova tie  aan. 
Het stuwt de p ro m o tie  van de V laam se log is tiek  en van de log is tiek  in V laanderen . Het VIL is voo rtdu rend  
op  zoek na a r instrum enten om  theo rie  te verta len na a r de p raktijk . D a t kan v ia  een toe ga n ke lijk  ra p p o rt 
(VIL-Series), een ha nd le id ing  (bvb. om  de meest geschikte m oda l sp lit te ach terha len ), een s tappenp lan 
(bvb. om  een sam enw erk ing o n d e r log istieke dienstverleners op  te ze tten ),... m aa r o o k  via best practices. 
V ia verspre id ing  van deze tes tim on ia ls  kunnen log istieke acto ren w arm  ge m aa k t w orden v o o r bepaa lde  
log is tieke concep ten. Z o  kan b ijvoo rbe e ld  een m u ltim o d a le  on ts lu iting  van een haven g e p ro m o o t 
w o rden . Er w o rd t een k lo o f w a a rgenom en  tussen v raag  en a a n b o d  in de vervoerm arkt. Een afstem m ing 
tussen v raag  en a a n b o d  is nod ig  v o o r een goed  a fgew ogen m odalite itskeuze. Verladers nem en nog te 
vaak  beslissingen op basis van een in com p lee t o f gek leurd  beeld van de beschikbare d ienstverlen ing van 
de versch illende m od a lite iten . D aarnaas t hebben vervoerders en transportope ra to ren  te w e in ig  voe ling  
m et de verzuchtingen van de verladende sector. In de pape r w o rd t ingegaan  op de m ethod iek  d ie  het VIL 
hanteert om  de brug te s laan tussen vaak  u it e lkaa r ge g ro e id e  werkvelden.

Abstract (English)

The Flanders Institute fo r Logistics (VIL) is con tinuous ly  search ing fo r oppo rtun ities  to  bring  tog e the r the 
various logistics actors. The m ain ro le  o f the VIL is often the one o f m atch-m aker. A  m atch shou ld  be 
m ade between transport dem and  and supply, between users and providers o f transport. Know ledge and 
experience a b o u t the d iffe ren t transport m odes has to  be d is tribu ted tow ards po ten tia l users. T ransport 
p roviders, on the ir side, shou ld  be given ins igh t in the sh ippers ' requirem ents. T hrough best practices and 
a m anua l e lab o ra ted  in the fie ld  o f m u ltim oda l transp o rt one supports this m atch ing  go a l. A  m atch 
shou ld  a lso be looked  fo r between on one hand the ports w ith the ir m aritim e  activ ities (i.e. lo a d in g  and 
un lo a d in g  sea vessels) and on the o th e r hand custom ers in the h in te rland  search ing fo r ap p ro p ria te  
connections w ith the ports. Several im provem ents can be w orked on. O ften  one o f the m ost critica l 
success factors seems to  be the ab ility  to  b ring  toge the r the rig h t players. The VIL, as a neutra l party, has 
often a fac ilita tin g  o r c o o rd in a tin g  ro le  in c o lla b o ra tio n  pro jects. F ina lly one shou ld  m atch the 
academ ic ians w ith the p ractitioners. There often seems to  be a know ledge  gap  between these tw o 
d iffe ren t w orlds. The Flanders Institute fo r  Logistics (VIL) has the m ission to  deve lop and to  ap p ly  several 
too ls  in o rd e r to  b ridge  these various gaps.
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Introduction

The Flanders Institute fo r Logistics (VIL) started in M ay 2 0 0 3  and was an initiative o f a few 
logistics service providers with financ ia l support from  the Flemish governm ent. It im m ediately 
filled  a gap.

Flanders takes a prom inent place in the logistics environm ent o f Europe. That position is gained 
by this region th rough its prim e loca tion , dense and integrated m ultim odal transport 
infrastructure and its well tra ined , m u ltilingua l and productive employees. Foreign investors 
d iscover in Flanders an ideal loca tion  fo r a European D istribution Centre, as is confirm ed by the 
European D istribution Report o f Cushman & W akefie ld  Healey &  Baker (2004).

Since the above-m entioned advantages are o f a tem porary nature and in o rder to  m aintain and 
im prove its position, the logistics sector in Flanders has to  innovate continuously. M oreover, 
sufficient a ttention has to  be given to  value added activities and innovative concepts and 
technologies tha t can anchor and further strengthen the logistics future o f Flanders. C reating , 
spreading and encourag ing  innovation fo r logistics belongs to  the main task o f the Flanders 
Institute fo r Logistics (VIL).

The logistics sector in Flanders has to  fu lfil an im portan t role in the g loba l, fast changing 
logistics market. This means that Flanders needs to  have a p la tform  to  perm anently unite the 
three interested parties involved, namely the com panies in the logistics sector, the Flemish 
institutions o f know ledge (e.g. universities) and the Flemish governm ent. The intense 
coopera tion  between com panies with logistics activities, researchers and experts, and the 
governm ent, is the best guarantee to  realise continuous im provem ent in the Flemish logistics 
sector, partia lly  th rough techno log ica l and conceptua l innovation , in o rder to  develop Flanders 
as the 'logistics region o f excellence' in Europe. To m ateria lise this coopera tion  and as a 
consequence to  bridge the gap between the d ifferent logistics actors, the VIL has a task as 
know ledge base. It has to  fo rm u la te  specific answers to  relevant questions and issues in the 
Flemish logistics sector.

In this paper first the research m ethodo logy o f the VIL is explained. The d ifferent know ledge 
pillars and research levels are presented. Further the paper focuses on m ultim odal transport 
and its challenges. Looking fo r app ropria te  tools in o rder to  match supply and dem and in 
transport is one o f these challenges. A nother is m atching the port com m unity with the logistics 
actors in the port h interland th rough effic ient h interland connections. Finally some prom ising 
innovative concepts are presented and the role o f the VIL here in.

Research methodology

Knowledge deve lopm ent o f the VIL is structured in tw o dim ensions. In the first d im ension there 
are fou r p illars, tha t make a first division o f the various research projects. O f these fo u r pillars 
there are three know ledge pillars (M u ltim oda l Transport, Value added concepts and 
Technologies, Partnerships) and one supporting p illa r (Benchmarking o f Flanders). In the p illa r 
'Benchm arking o f Flanders' projects are set up to  m ap logistics in Flanders quantita tive ly and 
qua lita tively. For projects developed w ithin the know ledge pillars, know ledge creation is the 
m ain goa l as well as the support o f the competitiveness o f the logistics sector.

W ith in  each o f these know ledge pillars projects are set up when they meet predefined criteria 
such as the m agnitude o f the user basis, the innovative characte r and the support and interest 
from  the sector. In this top ic  selection, criteria such as the c lear identifica tion o f the target



g roup , the con tribu tion  to  the com petitive position in Flanders and the strengthening o f the 
im age o f logistics in Flanders are taken into consideration.

These projects can, in a second d im ension, be divided accord ing to  research level. W e can 
identify fou r types o f projects:

1. Feasibility studies
2 . Strategic projects
3. P ilot-projects in coopera tion  w ith com panies
4 . C ontract research

Feasibility studies

A  feasib ility study (h ttp ://w w w .v il.be /en /s tandvzaken .h tm ) is the first in troduction  to  a top ic. It 
describes a current status o f research and practice o f this chosen top ic. D ifferent players, 
expertise and relevant w ork on this top ic  is m apped. Bottlenecks, opportunities and solid cases 
are listed. Existing patents and licences are verified. The th roughpu t tim e o f such study is 
generally fou r to  six months. The findings o f a feasib ility study are collected and presented to  the 
VIL m embers, w ith whom  feedback sessions are organised.

W ith the feedback o f the sector it is then decided if a strategic pro ject is in itia ted. A  feasib ility 
study w ill always result in a pub lica tion , in most cases a VIL-series.

Strategic project

A  strategic pro ject (h ttp ://w w w .v il.be /en /s tra teg ischew g.h tm ) aims at an in-depth  study o f a 
(niche of) a research top ic  and the start-up o f innovative know ledge in this dom ain . The 
taskforce, o f which the pro ject period can last up to  12 months and m ore, is d ivided into phases 
and presented to  a steering com m ittee. This steering com m ittee, assembled from  academ ic 
experts and logistics players, acts as a soundboard  tha t fo llows up and steers the course o f a 
project. The pro ject is rounded up w ith an actual realisation in which the new concepts are 
app lied.

Pilot-projects in cooperation w ith companies

G eneric know ledge is developed w ithin a strategic project. This know ledge, crystallized in a 
m anual and a step-by-step p lan, can be app lied  by a w ide range o f com panies and industria l 
sectors. The VIL also wants to  be active in a m ore specific context th rough counselling 
com panies (clusters) in the practical deve lopm ent o f the developed know ledge. In p ilo t projects 
the too ls developed in strategic projects are used and fu rther va lidated. C om panies are w illing 
to  invest (financial) resources in the p ilo t. Practical results are translated by the VIL into generic 
lessons relevant fo r a b roader ta rget group.

Contract projects

A  fourth type o f pro ject is contract research. This involves co llabo ra tion  between (a g roup  of) 
com panies and the VIL as partners, whereby each party has input and the results are shared. 
Im portan t is the social relevance o f the pro ject assignm ent, whereby the neutral and advising 
position o f the VIL is essential. In this contract research the VIL w ill have a coord ina ting  and
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supervising role and specific external expertise w ill be conso lidated and integrated through 
consultants o r know ledge centres. B reakthrough, innovation , neutra lity and qua lity are kept high 
in these projects. The VIL was a lready involved in d ifferent contract research projects, e.g. BIAC 
(A irport Zaventem ), CEPA (Head office fo r employers at the harbour o f Antwerp) and the 
Adm in istra tion o f Customs and duties o f the FO D Finance.

M ultim odal transport

In this paper we focus on the VIL know ledge p illa r M u ltim oda l Transport. O ften  m ultim odal 
transport, considering the d ifferent modes o f transport in transport decisions, is named one o f 
the sustainable solutions fo r crucia l m ob ility  issues. Both pub lic and private actors are looking 
fo r solid initiatives and innovations in this dom ain . The ultim ate goa l should be to  use in an 
optim al way the ava ilab le  capacities o f the transport networks (roads, rails, inland waterways, 
te rm ina ls ,...). A  well developed m ultim odal transport system is assessed as the critica l success 
fac to r fo r the con tinua tion  and expansion o f Flanders as logistics top  region.

The VIL started mid 2 0 0 4  with an explora tion phase on the dom ain  o f m ultim odal transport. 
The goa l o f this explora tion  phase was m apping the bottlenecks and opportunities in 
m ultim odal transport. A  modus neutral position is taken. M u ltim oda l has the fo llow ing  m eaning 
to  the VIL: on the basis o f sufficient know ledge o f the various transport modes fo r the type 
goods concerned, choosing the most app ropria te  means o f transport. This implies tha t a 
so lu tion can be e ither un i-m oda l o r interm odal.

In August 2 0 0 4  an in form ation  meeting was organised where a w ide g roup  o f actors was 
invited. The intent was to  check the role o f the VIL in this m ultim odal context. A  steering 
com m ittee fo r m u ltim odal transport was form ed tha t overlooks this know ledge p illa r o f the VIL 
and tha t is able to  o ffe r tha t feedback useful to  va lidate  the created know ledge on m ultim odal 
transport.

Via various, well-chosen in-depth interviews with 'p rom inent witnesses' this explora tion phase 
was conducted.

The explora tion phase b rought abou t seven m ultim odal challenges:

1. M atch ing dem and and supply in transport
2. W ork ing  on a fa ir m a rk e t-a  level playing fie ld - fo r transport
3. O p tim is ing  h interland connections fo r the ports
4. Revitalising rail tra ffic
5. O p tim is ing  the use o f a ll ava ilab le  network capacity
6. Total logistics optim isation
7. Analysis o f innovative transport concepts

The VIL is determ ined to  fo llo w  up these seven themes. In o rder to  guarantee the v igou r o f the
VIL and a structural research approach  in this know ledge p illa r m u ltim odal transport, one
should focus on a lim ited num ber o f topics. The fo llow ing  three priority projects were chosen:

1. M atch ing dem and and supply in transport
2. O p tim is ing  h interland connections fo r the ports
3. Analysis o f innovative transport concepts



The first tw o projects are drawn in a generic research pro ject (strategic project). The th ird  one is 
research in various separate (pilot) projects.

Matching tools in the multimodal transport m arket 

Introduction

Because o f grow ing congestion problem s and environm enta l and safety concerns in road 
transport, fre igh t transporta tion  becomes m ore and m ore a key issue in logistics in particu la r 
and in the whole  industria l process in general. Nowadays a large m ajority o f fre ight flows are 
going by road haulage. M u ltim oda lity  is m ore and m ore presented as the option  to  deal with 
the above-m entioned transport problems. In a m ultim oda l transport context the decision maker 
is able to  consider d ifferent transport modes and to  eventually choose the most appropria te  
so lution. This can be a un i-m oda l o r an in term odal one. An in term odal journey combines 
different transport modes with transhipm ent in between. Shippers often adm it they have a lack 
o f know ledge and experience abou t the d ifferent transport modes. O n  the o ther hand transport 
suppliers are not always aware o f the specific requirements o f the transport user. O ften  there 
appears a w ide gap between transport dem and and supply.

Listing matching opportunities

An abundance o f m atching tools are suggested in academ ic and funded pro ject w ork 
environm ents. The step towards im plem entation and com m ercia lisa tion  is often e ither neglected 
o r underestim ated. The Flanders Institute fo r Logistics (VIL) has carried ou t a thorough  analysis 
o f the m atching opportunities in the transport market. A  clustering exercise resulted in an 
exhaustive and unam biguous list o f m atching opportun ities, from  creating awareness th rough 
in form ation  provid ing (e.g. p rom otion , best p ractices,...) to  supporting decisions by means of 
various tools (sim ulation too ls, route planners, com m un ica tion  p la tfo rm s,...). Based on a SW OT 
analysis o f the d ifferent opportunities a roadm ap fo r further initiatives has been developed. This 
resulted in concrete tools fo r logistics decision makers. A  m anual describ ing the d ifferent steps 
in the m odal split process in a user-friendly way is such a too l. It helps industria l actors to  make 
m ature m ultim odal decisions. Such a too l is deve loped, m ade ava ilab le  and prom oted by VIL 
a fter an extended va lida tion  am ong logistics decision makers.

Industry relevance

M any logistics managers regularly face the choice between d ifferent transporta tion  modes: road 
hau lage, in land naviga tion , rail transport, short sea sh ipping, etc... The transporta tion  m ode 
choice is still often m ade in a rather irra tional way. Recently this problem  was merely a cost 
m in im isation p rob lem ; cost was m ainly understood as 'o u t o f pocke t' cost. The increasing 
pressure fo r fast delivery o f small batches (cf. JIT), the possibility o f d irect and flexib le access to 
the fina l custom er (responsiveness) and various o ther reasons have favoured road 
transporta tion  in the years past. C ongestion, environm enta l dam age, accidents and the 
threaten ing re-regu lation  make tha t industria l actors at least should exam ine the opportunities 
o f a lternative transport modes. Nowadays, one decides to  apply a lternative transport fo r 
spreading o f risks. Logistics decision makers adm it they often have not enough background to 
choose the most app ropria te  transport so lu tion . They are searching fo r tools to  support 
transport decisions in a m ultim odal context. It is part o f the VIL mission to  antic ipa te  tha t need.



The VIL role

The VIL has the role o f match m aker in m ultim odal transport. Beside the developed m anual 
supporting decision makers in the ir m odal split decisions (see above), one has chosen fo r best 
practices o r testim onials abou t a certa in issue in m ultim odal transport. The aim  is tha t logistics 
actors w ill learn som ething by reading these structured cases o r w ill com e to  new insights. 
Perhaps this can help these logistics decision makers to  realise a m odal shift. At least they 
becom e aware o f the opportunities o f a lternative transport concepts and in this way they get a 
mental shift. A bou t 30  well-chosen best practices are offered on the VIL-website. A ga in , this is a 
way to  decrease the gap  between shippers and transport providers.

Optimising hinterland connections of Flemish ports

The developm ents in m u ltim odal networks take place in a fast changing econom ic context with 
im portan t logistics and m aritim e evolutions, tha t equally have an im pact on the logistics 
organ isation  o f the h interland network. Ports are hereby m ainly focussed on loading  and 
un load ing  sea vessels. The strong increase o f the to ta l vo lum e handled in the Flemish seaports, 
m ainly under the impulse o f the fast grow ing conta iner tra ffic  in the port o f Antwerp, poses new 
dem ands to  the m ultim odal h interland connection. Hereby is recognized tha t sm ooth 
connections from  the Flemish ports to  the h interland are crucia l to  safeguard the com petitive 
position o f these ports.

In this strategic pro ject the VIL has focussed on the bottlenecks o f h interland connections and 
the requirements o f users o f these connections to  ports. The first objective is to  search fo r 
o rgan iza tiona l aspects in a current existing infrastructural context with a fina l goa l o f optim al 
use o f the capacity in the existing h interland network across borders o f the ind iv idua l modes.
The fo llow ing  phases were com pleted:

Bottleneck analysis

Enum eration o f bottlenecks th rough abou t 3 0  in-depth interviews with interested actors w ithin 
the h interland connections such as port authorities, fo rw ard ing  agents, sh ipping com panies, 
(inland) term ina l operators, logistics service providers (LSPs) and shippers.

Best practices

Fifteen best practices accord ing  to  a fixed structure were worked out. The cases describe m ainly 
o rgan iza tiona l but a lso technical improvements in the optim isa tion  o f h interland connections.

Requirements analysis

The (logistics) requirements o f transport app licants, prim arily shippers but a lso LSPs and te rm ina l 
operators, were m apped qua lita tive ly  th rough in-depth interviews. O n  the basis o f the findings 
o f these interviews, a survey was com posed tha t ensured a quantita tive  check at the shippers' 
side.

Im provem ent projects

From the synthesis o f bottlenecks and requirements o f h interland connections in com b ina tion  
with inventarised best practices, a long list o f im provem ent opportunities was created, m ainly



focussing on m arket players. A fter evaluation on the basis o f tw o criteria , the opportun ity  fo r 
success and the fina l effect on m u ltim odal transport, six favourab le  improvements projects were 
selected whereby the role o f the VIL was stated:

1. Set-up o f a neutral m u ltim oda l in form ation  desk
2 . Encouragem ent o f co llabo ra tion  w ithin the m u ltim odal transport chain actors
3. Stim ulation o f techno log ica l deve lopm ent and innovation in m ultim odal transport
4 . C reation o f a basis fo r increasing opening  hours o f seaport term inals
5. Im provem ent o f the insight in to ta l logistics costs
6. Study o f opportunities in the deve lopm ent o f an integrated m ultim odal network

In most o f these im provem ent tracks the VIL aga in  has a role o f co o rd in a to r o r fac ilita to r. There 
is often lack o f a neutral partner w ho is ab le  to  bring toge ther the necessary actors and w ho is 
guard ing  a level playing fie ld  am ong the d ifferent players.

Transport innovation

The Flanders Institute fo r Logistics (VIL) has the objective to  search fo r new opportunities and 
innovation in transport. N o t only introducing new modes o f transport, but a lso app ly ing new 
concepts m aking use o f existing transport modes is part o f the VIL mission. Two examples are 
given here in o rder to  illustrate the VIL innovative approach.

Transport o f pallets through in land navigation

In the Distrivaart pro ject (2 0 0 2 -2 0 0 4 ) the opportunities were investigated to  transport pallets 
with fast m oving consum er goods via inland waterways. This innovative logistics concept was 
e laborated in the Netherlands. The concept is innovative in the sense tha t it is focused on non- 
trad itiona l flows fo r in land naviga tion , i.e. neither bulk nor containers. Line services are offered 
fo r palletized goods wherein several vessels fu lfil a fixed journey.

The objective is to  attract palletized fast m oving consum er goods (FM CG ), w ith the aim  to 
establish econom ies o f scale and scope th rough co llabo ra tion . Retail o rganizations like A lbert 
H eijn, Schuitema and Laurus and m anufacturers like Heineken, Interbrew, G ro lsch , Unilever, 
C oca C o ia , and K im berly-C la rk partic ipated in the p ilo t project. In the im plem entation phase 
both techn ical and econom ica l problem s appeared.

Nowadays, in Flanders a pro ject has been started to  explore the opportunities o f a s im ila r 
concept. A  trad e -o ff should be m ade between on one hand the ease to  im plem ent such pallet 
transport and on the o ther hand the econom ies o f scale and network effects obta ined by that 
concept. This study should result in concrete p ilo t projects im plem enting such innovative 
concepts in inland navigation. A fter the first phase co llabo ra tion  am ong actors in construction 
m aterials seems to  be prom ising in o rder to  atta in  the necessary volumes. A ga in , the VIL can 
play the role o f consolidator.

Barge shuttle

C ongestion is not only a problem  on roads, but a lso more and more in ports. Ports are trying to  
optim ise the handling operations at the sea term inals. They are focused on loading  and 
un load ing  the often huge sea vessels. H andling  inland barges comes on the second place. O ne  
o f the im provem ent options is trying to  avoid the small call and drop  sizes o f the inland 
conta ine r barges in the port. A  barge shuttle service m ight be useful fo r the co llection and 
d istribu tion o f containers between the d ifferent sea term inals in the port o r between different



transhipm ent points in a certain region in the h interland. As a result high vo lum e line services 
can be organised between the port on one hand and the h interland hubs on the o ther hand.

Nowadays, ind iv idua l actors a lready o ffe r such a service. O pportun ities  are exam ined in which 
several shippers use a com m on barge shuttle service. There are examples where a crane is 
connected on the vessel (e.g. the AMS crane-vessel in the port o f Am sterdam ). In the latter 
concept transhipm ent infrastructure can be avoided on the quays. The critica l success fac to r as 
a lm ost always is a high enough vo lum e. Through co llabo ra tion  one can conso lidate  fre ight 
flows and as a consequence a structured line service m ight be viab le. The VIL is asked by some 
actors from  the petrochem ical sector to  exam ine the opportunities in this fie ld .

Conclusion

The Flanders Institute fo r Logistics (VIL) is continuously searching fo r opportunities to  bring 
toge ther the various logistics actors. The m ain role o f the VIL is often the one o f m atch-m aker. A  
match should be made between transport dem and and supply, between users and providers of 
transport. Knowledge and experience abou t the d ifferent transport modes has to  be distributed 
towards potentia l users. Transport providers, on the ir side, should be given insight in the 
sh ippers' requirements. Through best practices and a m anual e laborated in the fie ld of 
m ultim odal transport one supports this m atching goa l. A  match should also be looked fo r 
between on one hand the ports with the ir m aritim e activities (i.e. loading  and unload ing  sea 
vessels) and on the o ther hand customers in the h interland searching fo r appropria te  
connections with the ports. Several improvements can be worked on. O ften  one o f the most 
critica l success factors seems to  be the ability  to  bring together the right players. The VIL as a 
neutral party has often a fac ilita ting  o r coord ina ting  role in co llabo ra tion  projects. F inally one 
should match the academ icians with the practitioners. There often seems to  be a know ledge 
gap between these tw o d ifferent worlds. The Flanders Institute fo r Logistics (VIL) has the mission 
to  develop and to  app ly several tools in o rder to  bridge these various gaps.


