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THE PLATFORM
If transport continues to grow at the same rate as the economy,
this will become both an economic and an environmental problem.
lncreasingly congested roads are as much a disadvantage to
European business as they are to society at large. The bestlog
project, initiated by the European Commission, will establish an
exchangeplatform for the improvement of supply chain
management practice across Europe.

OBJECTIVES
•
•
•
•
•

To improve logistics practice and logistics education
To raise the overall standards of practice across Europe
To set high standards for logistics education and practice
To create economic growth and job opportunities as a result
Achieve a better match between EC policy and business decisions

SOLUTIONS & ACTIVITIES
•
•
•
•
•
•
•

European platform for sharing logistics best practice
Online directory of logistics best practice case studies
Online directory of European logistics education opportunities
Benchmarking on line for European companies
European conferences to share logistics best practice
Web forum, award directory, media directory, and more
lndustry workshops
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Mercadona and Renfe: Intermodal
Collaboration Distribution
PROBLEM DESCRIPTION
Mercadona is a Spanish distribution company in the
supermar¬ket sector. This company transports 19,000 tonnes
of goods daily from the eastern coast to southern Spain.
The company is sustainability-oriented and wanted to their
suppliers to join in pursuing the company’s objectives to
obtain a win-win result. Taking into account these primary objectives and environmental concerns being inherent in
Mercadona’s policies, the company developed and launched
an enviromental plan involving its main logistics and transport supplier, called Acotral.
Mercadona transport strategy is intermodal oriented. It is
inside of the sustainable company policy. Road transport is
congested in Spain and in Europe, being the most commonly
used mode of goods transport.
On the other hand, Renfe is a train company carrying both
passengers and goods. It had suffered losses following
market liberalization and needed to change their market
positioning in order to fight back in this unexpected
situation. As a strategic target, Renfe wanted big supermarket chains to see rail as an effective transport alternative.
Mercadona being a sustanaibility-oriented company, it also
wished to shift mode from road to rail.

Mercadona, with Acotral and Renfe,
developed a plan to promote sustainable transportation in Spain, and signed a
contract with Acotral and Renfe for them
to transport non-fresh food and non-food
goods.
The contract specified that Renfe had to
provide eight trains a week from Sevilla
to Tarragona and from Sevilla and Valencia in a round trip.
This new route connects suppliers’
warehouses in the south of Spain with
Merca¬dona Distribution Centres in the
east coast. This solution enabled Mercadona to reduce CO2 emissions by over
12.000 tonnes due to the number of its
truck deliveries being reduced by up to
9.152.

COMPANY FACTS
Company name: Mercadona S.A.
Location:
Spain; Presence in 46
provinces, most in
		
Valencia region
Number of shops/supermarkets: 1.137
Industry/sector: Consumer Goods
Company size: Medium
Employees:
60.000
Turnover:
13.986 mio. €
Services/products offered:
Consumer Goods Distribution and Retailing
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THE SOLUTION
Mercadona, Acotral and Renfe-Freight signed a contract
continuing until 2010 to transport non-fresh food and
non-food goods between Sevilla and Tarragona/Valencia.
Under this contract, they have a collaboration agreement
whereby Mercadona relies on Renfe to deliver the goods on
time and Acotral is responsible for the logistics management and the transport coordination. With this contract
Mercadona increases its sustainability.
Both supplier companies coordinated their efforts.
Acotral scheduled the trucks to pick up the goods
from the trucks at the specified times, and Renfe fulfilled the promise of delivering them on time.
The principal feature of the innovation for Mercadona is
its collaborative agreement wherein it relies on Renfe. Secondly, it is uncommon for a customer to involve one
of their transportation and logistics providers in improve their efficiency performance and sustainability profile.
Goods are transported by truck from suppliers in Sevilla to
the rail terminal where the trucks are unloaded and the train
is loaded with the goods.
This process is not easy because queues to load
and unload goods are very common at suppliers.
As Mercadona is very concerned with the reliability of this
transport chain, Renfe gives preference to these Mercadona’s
loadings.
Mercadona had no previous experience of intermodal road/
rail transport, so it was important to learn about the system
moving to the new alternative.
Once it is loaded, the train transports the goods to a rail
terminal in Tarragona/Valencia where the truck company
(Acotral) picks up the goods again and takes them to the
Mercadona distribution center.
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Renfe has developed a communications platform to track
goods transported in its trains. Mercadona has also integrated its own communication system with Renfe’s to ensure
visibility through the whole supply chain. Train journeys take
place twice a week, in two trains Renfe that has assigned
exclusively to Mercadona. The total load transported during
a complete year is 220.000 tonnes. Mercadona has found
improvements in goods being delivered reliably on time, and
at lower cost, in a more sustainable way.
This solution permitted Mercadona to cut up to 9.152 truck
delivery journeys and to reduce its freight transport CO2
emissions by over 12.000 tonnes.

CHALLENGES
•

Challenge 1: Coordination
between the road transport and
train companies to manage the
logistics chain.

•

Challenge 2: Coordination
between trucks and the warehouses to achieve on-time
fulfilment of supermarket deliveries.

•

Challenge 3: Customisation of
Renfe freight services to fulfil
Mercadona’s requirements,with
two trains per week assigned
exclusively to Mercadona.
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LESSONS LEARNED AND SUCCESS FACTORS

“Transport more with less pollution”
Mercadona, Part of logistics vision

•

Lesson 1: Nowadays rail transport is not an economic
alternative for short and medium distances. It is good for
long distances. On the other hand, it is a new and effective solution for consumer goods distribution.

•

Lesson 2: It is hard to implement a collaborative system.
The collaboration among partners should be based on
trust and on a win-win scenario.

•

Lesson 3: It was worth improving the company’s logistics
in terms of economic and environmental advantages. This
is consequence of developing a new strategy to manage
operations, prioritize loads, decide the types of goods
transported, obtain energy savings, etc.

STRATEGIC IMPLEMENTATION & CONTINUITY
Railway transport for goods is not a unique or innovative
practice, but what is innovative is the way that a customer or a large company enrols its transport and logistics
provider in the search for a win-win solution. In addition
Mercadona and its partners improved the sustainability of
the client’s transport.
This practice is easy for competitors to copy, the only
obstacle is the availability of rail capacity. The key drivers
and motivations for the different companies involved in this
case include their commitment, the benefits, and the business growth achieved.
Mercadona has a strategic environmental commitment. This
good logistics practice allows the company to reduce costs
and be environmental and social responsible. In addition,
this case supports geographic expansion and the reduction
of operational costs.
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THE BENEFITS
The punctuality of deliveries has been increased by avoiding the use of roads. Road
congestion has been reduced by transferring goods to rail and as consequence greenhouse gas and noise emissions have also been reduced. Regarding economical benefits
the practice has achieved a an almost five-fold reduction of societal costs.

Economic

SUSTAINABILITY

•
•

Goods are now transported with almost no damage, which reduces losses.
The punctuality of deliveries has been improved due to avoiding traffic congestion,
so more goods are now available to customers.
• Rail transport is not used by other supermarket chains in Spain, even though the
costs are very similar to road transport and although Renfe has introduced “the
custom train” (a customised service) to fulfill customer demand.
• In summary, the transport process has become more efficient and Mercadona has
achieved an external costs saving of €13.1 million.

Environmental
•
•

A CO2 emissions reduction of 12,000 tonnes per year has been achieved by choosing rail transport.
Fuel consumption has been cut with less truck use, and there has been a 70% energy consumption saving.

Social
•
•

The number of accidents has been reduced due to reducing the number of trucks
in use.
Noise emissions and traffic congestion have also been reduced by unloading  trucks
at night.

CHALLENGES

TRANSFERABILITY

Country

Transferables
Companies that have a large volume of goods to
transport can use this mode of transport as an alternative to road transport. It can be transferred to any
country without difficulty for internal transport.
The crucial factor is the company’s size. Not all companies can involve their suppliers in seeking to change transportation mode in order to reduce costs and
increase overall performance for all the agents involved.
Sector transferability is weak in relation to food and
perishables.

++

Sector

++

Company Size

++

Limitations
It can be used in all countries, but not in international transport across all borders, due to problems with different rail gauges. It is also difficult
to use rail for small companies which do not need
to transport large volumes of goods.
Geography can be a disadvantage where is little
potential for good quality rail infrastructure.

++: very high, +: high, o: neutral, -: low, --: very low
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