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This concise note outlines the path to an integrated, urban logistics system, using a 
systems approach, based on logical principles that underpins logistics and transport and 
starting from the current context in which city operates. The proposed logistics system is 
built on consolidation, decoupling, multimodality, connectivity, open access, public-private 
collaboration, and orchestration. By implementing this holistic approach, the urban logistics 
system aims to achieve efficiency, sustainability, and improved quality of life for both, citizens 
and businesses. Moreover, it is able to address the future challenges in city logistics.
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The context
City logistics is a fundamental part of city life, where 
cargo distribution is essential for various productive 
economic activities. Grocery stores, restaurants, shops, 
the construction industry, individual customers, among 
others, rely heavily on the distribution of goods to meet 
their consumer and business demands. City logistics is 
therefore essential for a living city.

At the same time, freight transport activities are res-
ponsible for about half of local air pollutants in cities 
and generate a large amount of greenhouse gas emis-
sions (ITF, 2021). They also contribute to road trauma: 
heavy trucks (lorries) were involved in 4.5% of police-
reported traffic accidents and 14.2% of road fatalities in 
Europe in 2019. In addition, logistics operations often 
have a large spatial footprint in urban areas, due to the 
large amount of space required to store, consolidate 
and redistribute goods entering and leaving the city.

Due to the already high demand for urban space in 
central areas, this pressure has consequences such as 
increasing urban congestion and high urban land prices 
(ITF, 2022). City logistics is very fragmented with many 
different service providers and sectors (construction 
logistics, waste collection, catering supplies, retail, 
e-commerce, etc.) and is therefore very difficult to 
optimize. Oversized vehicles drive in and out of ports, 
inland terminals, distribution centers and warehouses 
far outside the city, criss-crossing the city with a limited 
number of drops and therefore a very poor drop density 
(Figure 1). In other words, many kilometers are covered 
between successive deliveries. The result is very 
often a low profitability of last mile service providers.  
This current city logistics is hardly profitable and is 
increasingly hampering the quality of life in the city.

With rapid urbanization (for example, 85 percent of 
the European population is expected to live in urban 
areas by 2050, compared to the current 73 percent (UN 
2018), the demand for transport and logistics in cities 
both for B2B  and B2C  will only increase. 

In city logistics, the liveability of the city 
and of the last mile service provider is 
at stake
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These evolutions and impacts make city logistics an 
important topic and theme for government agencies 
as part of their decarbonization and urban liveability 
agendas. In addition to addressing the mentioned 
negative externalities, government agencies are also 
concerned about their limited understanding of the 
commercial dynamics of freight distribution and logistics, 
as city logistics have so far been mainly controlled and 

operated by the private sector. The limited knowledge 
on the public side already threatens to stand in the way 
of a substantive and balanced dialogue. 

Figure1: City logistics today is fragmented and not harmonised, sometimes even chaotic.

Sustainable city logistics entails much 
more than just decarbonization



4

These rapid and continuous changes in the sector 
pose major challenges for governments to understand 
the sector and facilitate or regulate it effectively and 
efficiently (ITF, 2022). The challenges for authorities 
differ according to the development stages of logistics 
activities and local characteristics. For example, in the 
maturing market of Western European countries, there 
is an increasing demand for smaller shipping quantities 
in urban areas. In addition, the more mature and larger 
the e-commerce market is, the more there is a need for 
diversified storage needs in urban areas. In contrast, 
markets in their early stages usually demand larger units 
with a stronger focus on new developments, combining 
operations mainly in shared facilities (Prologis, 2016). 

Urban logistics hubs form the core of urban logistics 
activities. Hubs are spaces where important logistical 
functions take place, such as consolidating shipments 
coming into an urban area, sorting goods and 
fragmenting loads into smaller ones to ease the 

Complexity of city logistics is increasing 
with the variety of actors and the 
economic, social and environmental 
needs

Recent trends in goods delivery, as well as increasing 
legal requirements, make urban logistics increasingly 
complex. This complexity is caused by the wide 
range of activities resulting from a variety of actors 
with different and often conflicting economic, social 
and environmental needs and goals. For example, 
e-commerce and end-user expectations for faster 
deliveries increase the complexity of logistics in cities 
around the world, especially in the so-called last mile. 
They also broaden the range of actors influencing urban 
logistics beyond traditional shippers, carriers, receivers, 
citizens and the public sector. New stakeholders are app-
based companies, owners and managers of emerging 
logistics facilities, such as dark kitchens, dark stores, 
drop-off and pick-up points, click & collect facilities 
and collaborative logistics hubs. Local and national 
regulations for environmental sustainability, such as low 
or zero emission zones, pedestrian policies and urban 
densification policies, stricter vehicle emissions criteria 
and circular economy targets add further complexity 
for all stakeholders. As a result of these trends, freight 
forwarders and carriers face several new challenges 
in meeting their operational performance goals at 
competitive costs (ITF, 2022)

The challenges towards the future
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The urban logistics hub should act more 
as a multifunctional connector

transition from larger to smaller vehicles, facilitate 
distribution to nearby areas,  the storage of goods and 
the processing of returns or outgoing goods are carried 
out. These can be areas such as inbound cross-dock 
facilities, fulfillment centers, sorting centers, delivery 
stations, local freight stations or express delivery hubs. 
These are often created by private initiative as a hub 
of an (individual) company’s urban, metropolitan or 
national logistics systems. However, there might be 
increasing interest in whether government agencies 
should play a role in improving the sustainability of 
urban logistics by making such hubs open access.

Further development of urban nodes and better  
connection of these nodes with the traditional 
transportation networks of logistic service providers 
can potentially improve the sector’s sustainability 
performance while generating economic efficiency 
gains. By better consolidating shipments, hubs can 
increase vehicle load factors, avoiding unnecessary 
trips. Hubs can also support  the modal shift, as they 
can bring goods close enough to final delivery points 
to transfer loads onto cargo bikes and other smaller, 
potentially “greener” vehicles. Hubs can be enabling for 
vehicle technology shifts by serving as charging points 
for electric commercial vehicles, facilitating their use. 
Hubs could also be seen as decoupling between different 
technologies, for example hydrogen for the line haul in 
the countryside and electric in the urban environment. 
Finally, hubs could facilitate reverse logistics, i.e. 
handling rejected or returned goods, collection and 
transport of packaging materials, including used 
packaging and other waste material, or even hosting a 
repair shop, in support of circular economy principles.
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Lower emissions or fewer vehicle 
kilometers
Given the many challenges and the  increasing 
complexity and fragmentation of urban logistics, the 
question arises which direction we should take to 
make urban logistics more sustainable. What will be 
the starting point? Are we going resolutely for low, 
even zero-emission logistics and at the same time keep 
heavy freight transport out of the inner cities? Or are 
we trying to reduce vehicle kilometers in a smart way?

This creates a division of the urban area with more 
difficult route optimisation for the operator. This 
ultimately presents logistics players with a dilemma 
between leaving the city or investing heavily. 
Consequently, transport federations and individual 
service providers have already made requests to cities, 
urging them to somewhat postpone their plans for 
zero-emission districts. Some cities might consider 
implementing a temporary transitional regime. In 
summary, logistics parties find themselves in a highly 
uncertain situation, making it difficult to plan and 
posing a significant challenge when it comes to making 
timely and appropriate investments.

The dilemma for the city is to choose 
between imposing zero emission and 
reducing cargo transport

Today, the focus is mainly on climate neutrality and 
zero emission targets. Cities include this in their policy 
development on city logistics. Zero emission zones are 
being demarcated in cities. Strict rules are imposed 
in these zones. Cities can set rules regarding vehicle 
access, traffic restrictions, loading and unloading zones 
and other measures to manage the impact of freight 
transport. Vehicles with classic combustion engines 
will soon no longer be allowed in these environmental 
or zero-emission zones. Local governments may be 
able to presuppose and impose this, but they should 
realize that with such restrictions they put the logistics 
sector under considerable pressure. This is a top down 
approach.

Only 2 options then remain for the logistics operators: 
either to reduce their activities in those demarcated zo-
nes and leave them to others, or to invest more quic-
kly in new vehicles that meet the new, strict standards, 
but with a technology that is not yet fully developed or 
matured. For the logistics actor, this means purchasing 
substantially more expensive vehicles that cannot be 
made profitable, certainly in the other, peripheral zones 
of the city where those strict (emission) rules do not 
(yet) apply. Moreover, at this stage, most customers of 
the operators are not really prepared to pay a signifi-
cant markup for an emission-free delivery.

Moreover, the result of this “cleaning operation” could 
well be that the existing traffic jams, delays, congestion, 
all kinds of nuisance (loading and unloading, double 
parking,…) will remain unchanged after the installation 
of the zero emission zones. Then these traffic jams and 
congestions will be electrified or “cleaned up” and the 
emissions emitted in the city will drop considerably, but 
they will remain problematic for the liveability of the 
city.

Imposing zero-emission delivery 
unilaterally shifts the burden and the 
risk to the logistics actors
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An alternative strategy is to fully focus on “reduction” 
and make this the main goal of the city logistics policy. 
At first sight, reducing vehicle kilometers does not 
seem to be compatible with the intended economic 
progress and growth aspirations. Moreover, logistics 
actors often perceive this reduction as a threat to their 
current revenue model as contradicts their objectives 

Reduction of vehicle km is beneficial for
logistics operator who prioritize profit 
over turnover growth

of expanding market share and increasing turnover. 
By optimizing journeys in the city and by smartly 
combining, even exchanging freight across company 
boundaries, significant vehicle kilometers can be saved. 

This optimization can lead to higher drop densities, 
allowing logistics operators to perform the same or 
even more deliveries with fewer vehicles. This shift 
towards profit growth over turnover growth could 
become the revenue model of the future for logistics 
operators, ultimately resulting in better returns on their 
investments.

Large logistics operators are of course already optimi-
zing their journeys and vehicles, leading to full trucks 
entering the city. While this is already an achievement, 
further improvements can be made by maximizing coo-
peration and freight exchange among multiple opera-
tors. In this way, the pick-up and delivery density can 
be improved as distances between stops is decreasing. 
A filled distribution van, delivery van, cargo bike can ul-
timately be emptied in shorter distance and in shorter 
timespan, making it rapidly available for a next tour. 
This results in a higher capacity utilization. This can be 
easily illustrated by the case of Districting or Zoning.

   Case of Districting or Zoning

The scheme below illustrates how freight exchange can lead to more effective and profitable logistics by allocating districts 
or zones to preferred last mile operators. The same customers are supplied with 18% to 45% fewer kilometers traveled in 
total (right figure compared to left figure) . In addition, mixed shipments per customer can be delivered from the common 
single depot (D1 + D2 + D3). Een visually it can easily be seen that the districting requires much less distance to be covered. 
If this is also organized in a fair way, then all stakeholders involved can benefit from those profits. Significant higher margins 
for logistics service providers and substantial less vehicle kilometers covered, reducing city traffic. 

Figure 2: Smart delivery schedule for the city by division into districts (Source: TRI-VIZOR, 2023)
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An integrated, 
urban logistics system
The most effective approach for future-proofing urban 
logistics relies on a robust, coherent, and integrated 
system. This system includes not only the hardware but 
also the software and organizational aspects, referred 
to as “orgware”. This system should align seamlessly 
with a strategic plan, including the mobility plan, and 
be effectively implemented in operations to achieve 
excellence in efficiency, effectiveness, and sustainability.

Embedded in the policy

Establish a robust, coherent,
and integrated system
to ensure long-term viability

Distinguishing and properly integrating the three levels 
of policy - strategic, tactical, and operational - is crucial 
to ensure a cohesive and consistent approach.The 
following conditions should be met:

- Embedded in the policy
- Data as an essential resource
- Based on logical logistics principles

A system can only work if it is embedded in a logistics 
policy. Today, this is often lacking in cities and 
municipalities. There is usually a mobility plan, but only 
focused on people. This plan should be broadened to 
freight mobility. Spatial development plans and plans 
for the local economy should also include a logistical 
component.

Mobility plans should
integrate people and freight

Strategy

Data management

Standards and 
protocols

Modeling strategies/scenarios Clear vision and concrete plan on freight flows/
logistics - integrative, inclusive and fair

Tactics Modeling design of system(s)
Holistic (multi-layer) urban logistics system 
- zoning and clustering - nodes and corridors - 
smart and obvious

Operations Modeling optimization options Operations excellence - efficient, effective and 
sustainable

City logistics is closely linked to city planning. Creating 
logistics hubs, distribution centers and loading and 
unloading zones in strategic locations can improve 
logistics efficiency. In addition, it is important to take 
into account urban development and the integration of 
logistics in spatial plans to minimize potential conflicts 
between logistics and other urban activities.

Ideally, the logistics policy is shaped by the most diverse 
and largest possible group of stakeholders. This colla-
boration can take the form of a Green Deal Urban Lo-
gistics or a covenant, where various actors pledge their 
commitment to specific aspects. This agreement then 
serves as a solid basis for the development of subse-
quent policies.
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Data as a resource

Data is crucial, both for an adequate policy and for 
optimized operations. To achieve this objective, data 
must be collected and integrated across various 
levels: strategic, tactical, and operational. However, 
this task is not without challenges. Actors involved 
are often reluctant to share their data with others. 
Additionally, data sharing can potentially lead to 
unauthorized practices and even violate competition 
regulations, such as the formation of cartels.

The platform is responsible for aggregating and 
translating the data for various target groups. Clearly, 
creating and managing such a data platform for 
urban logistics necessitates the right governance, 
structure and organization to be effective.

Stakeholders should be connected to a 
governed data platform 

The optimal approach is to establish a secure and 
efficient (data) platform to gather relevant information. 
All stakeholders can connect to this open platform and 
access the processed data according to their role and 
authorized permissions. It is essential that individuals 
can only view data relevant to their positions or those 
authorized for their roles. For instance, strategic and 
tactical levels may require more aggregated data.

Based on principles that 
make logistical sense

The foundation of a robust system lies in several 
key logistical principles, which must be rational 
and applicable. These principles are not novel or 
exclusive to urban logistics; they also find relevance 
in other environments, like port logistics. An 
integrated logistics system for urban logistics should 
be built on the basis of the following 7 principles:

    1.  Consolidation 
Collaboration and consolidation leads to the 
generation of scale, and this holds true for logistics 
as well. If goods flows are bundled through corridors, 
activities are clustered in hubs or nodes, and resources 
are shared, then operations can be conducted on a 
larger scale, resulting in increased efficiency. In this 
way, more can be accomplished with better utilization 
of available capacity.

Efficiency improvement through the bundling 
and clustering of logistics activities has been a 
longstanding goal for the logistics sector. Companies 
often consolidate volumes within their own 
operations to achieve economies of scale. However, 
extending this consolidation across different 
companies and collaborating with competitors can be 
more challenging due to competitive considerations 
and potential trust issues.

1. Consolidation
2. Decoupling
3. Multimodal
4. Connectivity
5. Accessibility
6. Public-private
7. Orchestration
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    2.  Decoupling  

The primary objective of decoupling processes is 
to facilitate consolidation by bringing together, 
regrouping, and bundling loads. Decoupling also 
plays a crucial role in the transition to smaller, more 
sustainable inner-city vehicles. Moreover, it opens up 
opportunities within the logistics process by allowing 
the integration of lean and agile strategies.

Before reaching the decoupling point at the edge of 
the city or district, large quantities can be efficiently 
supplied (lean approach). Beyond this point, flexibility 
and responsiveness to the wishes and needs of end 
customers become possible (agile approach). The last 
mile delivery focuses on agility and maneuverability. 
By decoupling in the logistics process, supply-driven 
operations (before the decoupling point) are com-
bined with demand-driven logistics (after the decou-
pling point).

Decoupling can be effectively achieved by adopting 
a modular approach, streamlining operational 
transfers. For instance, the tractor, vessel, or 
locomotive can disconnect from the trailer, loading 
bodies, or wagons, enabling immediate return or 
onward journeys. Utilizing standardized modules 
offers greater flexibility for regrouping without the 
need for unloading, transferring, or reloading.

In logistics, decoupling involves creating buffers or 
stock points between different steps in the supply 
chain to reduce inter-process dependency.

Moreover, decoupling can play an instrumental role 
in facilitating technological transitions in urban logis-
tics. At the preiphery of the city, people, but also lo-
gistics operators can transition from one technology, 
such as hydrogen-based propulsion, to another tech-
nology like electric propulsion, as they enter the city.

    3.  Multimodality

Meeting the growing future demand requires a 
collaborative and integrated effort involving all 
available resources. In the urban transport system, 
every mode of transportation will have a role to play. 
The key is to select the most suitable transport modality 
for each component in the chain, encompassing road, 
rail, water, underground, air, adding even on foot, and 
bicycle in the context of urban logistics.

This integration demands careful coordination and 
synchronization both within individual chains (verti-
cal) and between different chains (horizontal), a con-
cept known as synchromodality. It allows for real-time 
switching between modalities, ensuring that the most 
sustainable option is always chosen. As a result, the 
entire system becomes robust and capable of adap-
ting to varying circumstances.

In passenger mobility, the STOP  principle in the 
smart planning of a mobility policy is often used, 
emphasizing the priority of “by foot” first, followed by 
“by bike,” then Public Transport, and finally individual 
passenger or private cars. This principle can also 
be applied to freight mobility, aiming to enable the 
utilization of the most suitable transport modality for 
goods flows.

Where feasible, the existing public transport system 
for passengers can be adapted to accommodate 
freight, such as incorporating freight trams or using 
the metro for freight transport. Alternatively, dedi-
cated underground or unimpeded logistics systems, 
inspired by technologies like Omniloop  or hyperloop 
applications, can be constructed to enhance freight 
mobility.

    4.  Connectivity

Connections must be made on various levels. 
Disconnected processes must be reconnected. The 
various components in the broad system of urban 
logistics must be connected in an Internet of Things 
(IoT) concept, commonly referred to as the City of 
Things (CoT).

Connectivity manifests itself on three levels: the 
strategic level involving stakeholders, the tactical level 

encompassing IT systems, and the operational level 
dealing with logistics operations.

Logistics, also in an urban context, will be more and 
more embedded and integrated in a hyper-connected 
network of nodes (hubs) and connections (corridors). 
If a connection (corridor) or node (hub) encounters 
issues, there is still an alternative route.
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5. Open access 

To achieve maximum consolidation, it is essential to open up infrastructure and logistics services. The goal is 
to create an open access system where all interested parties can make use of the infrastructure or logistics 
services. This concept is often referred to as a neutral or white label system. By sharing capacities extensively, 
optimal utilization can be pursued, leading to the effective deployment of resources (effectivity).

     6. Public-private 

Urban logistics encompasses various aspects such as mobility, economy, spatial planning, quality of life, 
and safety. Given the wide-ranging impact, it is evident that public actors, i.e., governments, have a stake in 
this domain. However, an approach based solely on imposing or prohibiting measures may not be the most 
effective, as it can put the private sector on the side (e.g., in the case of imposing zero emission zones). Finding 
a middle ground and uniting the interests of both the public and private sectors is crucial. Striking a well-
balanced approach between these two entities poses a significant challenge but is vital for successful urban 
logistics planning and implementation.

The crucial challenge is to determine which aspects of logistics should be publicly organized and which 
should be left to market parties.Figure 3 gives an overview of the different levels in the logistics market. The 
first level (layer 1: the economy, trade) logically seems to lie with market actors. The lowest level (layer 4 – 
infrastructure or hardware) is most often in public sector’s hands. However, there is less consensus concerning 
the intermediate levels. Some argue that nodes, including hubs, parcel vaults, lockers, and collection points, 
as well as the transport system with vehicles (layer 3), should be in the public domain. The rationale behind 
this viewpoint is that increased access to a specific infrastructure or service by multiple actors leads to greater 
efficiency. Others advocate to let the market play at that level of the transport system.

Figure 3: Integrated Logistics Conceptual Model (ILCM)
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     7. Orchestration

In an urban logistics system, the involvement of a 
neutral orchestrator, sometimes referred to as a 
director, is crucial to ensure smooth operations. 
During the preparatory phase, the orchestrator acts 
as an architect, while in the operational phase he 
functions more as a trustee.

The primary responsibility of this neutral party is to 
ensure proper and equitable setup and smooth func-
tioning of the entire urban logistics system. An urban 
logistics-wide monitoring system is useful for this pur-
pose. Ideally, the orchestrator operates in an urbanlo-
gistics community or ecosystem. This is a community 
of stakeholders that has been set up with a covenant 
or a multi-stakeholder agreement or commitment 
statement.

The orchestration role fits within the so-called 
governance of urban logistics. This encompasses 
a comprehensive framework of policies, rules, 
mechanisms, processes and structures that are 
applied to regulate and manage logistics activities 
in urban areas aiming at enhancing their efficiency, 
effectiveness, and sustainability.

Promoting awareness about sustainable logistics and 
providing educational programs to both public and 
private sector actors, such as logistics companies and 
drivers, can help to bring about behavioral change 
and promote the adoption of efficient and sustaina-
ble logistics solutions. This pursuit of broader support 
is also part of orchestrated governance. Instead of a 
top-down approach, the focus is on working from the 
bottom up to bring about positive changes.
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A strong and logical 
logistics system for the city
The above principles come together in an urban logistics 
system with nodes and corridors, aligned with how 
logistics also work outside the city.
Setting up urban distribution centers (Urban 
Consolidation Centers - UCCs) on the periphery of the 
city can help reduce the number of trucks and vans 
entering the city centre. Goods can be brought to 
these strategically located centres, multimodal where 
possible, and then transfering them onto smaller, more 
environmentally friendly vehicles for the final miles to 
their destination.

Creating consolidation points where goods from various 
suppliers are collected and combined before transpor-
tation can significantly improve overall efficiency. This 
approach reduces the number of individual deliveries 
and optimizes routes, consequently alleviating con-
gestion and traffic issues. Ideally, these consolidation 
points should be accessible to all suppliers, and they 
can be incentivized to utilize them effectively through 
advantageous conditions made possible by economies 
of scale. Nevertheless, it’s essential to acknowledge 
that using a consolidation point involves additional lo-
gistical handling or operations. Therefore, a sufficient 
volume of goods is necessary to justify and offset these 
extra costs.

Use of city hubs is overall advantageous 
when volume effects are more
substantial than extra handling costs

It might be more appropriate to refer to them as 
city hubs rather than distribution centers. This is 
because the primary focus is not on warehouse stock 
management but on inbound, consolidation, and 
outbound activities. These hubs function primarily 
as “cross-docks”. Temporary storage to supply retail 
stores or construction sites on demand is an intended 
function.

In large urban environments, the logistics network in-
volves not only multiple urban distribution centers (Ur-
ban Consolidation Centers – UCCs), but sometimes also 
various levels of decoupling. At neighborhood, district, 
or zone levels, micro and nano hubs are deployed as ad-
ditional consolidation points to enhance efficiency. Par-
cel safes, collection points or lockers can also be seen 
as decoupling points. Promoting and encouraging alter-
native delivery options, such as collection points, parcel 
lockers and convenience stores, can alleviate the strain 
on the urban road network. This approach empowers 
consumers to conveniently pick up goods at a location 
that suits them best, eventually leading to a reduction 
in the number of individual home deliveries.

The figure below illustrates the urban logistics system 
with multi-echelon decoupling points. It is evident that 
the various logistics niches (construction, retail, e-com-
merce, waste, service,…) require specific interpretati-
ons of the logistics system. In short, the system is gene-
ric, the implementation can be sector-specific.
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    Connectivity as a common thread 
The concept of the Internet of Things (IoT) or City of Things (CoT) is based on data exchange and communication, 
but its foundation lies in connectivity. Connectivity is the common thread throughout the development of a 
future-proof, urban logistics system. It is also the underlying principle of the 15-minute city. It is considered 
the critical success factor. Without strong connectivity, achieving smooth, streamlined, efficient, effective, and 
sustainable logistics becomes challenging, if not ipossible!

Key principle for 
urban logistics Motivation - clarification Main goal

Consolidation Bundling, clustering and pooling – asset or capacity sharing – collaboration - 
“more with less” Efficiency

Decoupling Transhipment – replenishment & last mile & last-last mile – modular – 
buffering - from supply-driven towards demand-driven Agility

Multimodal
Combination of various transport networks (road -incl. bike and foot, 
rail, water, undergroud and air) – various vehicle types – integration – 
transhipment - synchronization

Robustness

Connectivity City of Things (cf. IoT) – hub & spoke – hyperconnected network –
data sharing – community or ecosystem design Integration

Open-access Standards and harmonization – protocols - infrastructure on public domaine 
- neutral assets – white label – common assets Effectiveness

Public-private Urban logistics deal – alignment – multilateral agreement – multi-stakeholder 
covenant Equitability

Orchestration Governance – organization of collaboration – community or ecosystem 
building and management - monitoring Fairness

The table below provides an overview of the important principles for urban logistics.
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Conclusion
Organizing urban logistics requires a holistic approach and a combination of different actions. These actions can only 
form a robust framework if they start from an unambiguous vision, translated into a policy plan. By doing so, cities can 
mitigate the negative impact of logistics on the environment, traffic congestion and air quality, while at the same time 
creating new opportunities for the local economy and delivering quality to customers through the smooth and caring 
delivery of goods and services.

A holistic approach entails breaking down barriers and demolishing the proverbial silos. The advice is often given to start 
small, with a clear scope and focus. This does not detract from the fact that it is best to look across borders in good time 
at related logistics activities that may well be complementary and reinforce the whole story.

A next step could be to put the various logistical pieces of the puzzle together. Logistics in the city is currently far too 
fragmented. At first glance, parcel deliveries and construction logistics, for example, have little in common. However, 
synergies may also be discovered here. Work needs to be done on integration.

Instead of imposing matters from the government and thus regulating and directing the logistics operation, solutions 
can also be worked out together with the stakeholders. The first and compelling approach is rather easy, top down and 
the market participants have no choice but to follow. It puts considerable pressure on the sector, logistics becomes even 
more chaotic and also makes urban logistics substantially more expensive. This increased cost ultimately also translates 
to the (end) customer. Only losers.

Working together with the stakeholders according to a public-private deal means that the logistics system can be sub-
stantially changed and this from the bottom up. By bundling smartly and making maximum use of synergies, capacities 
(space, infrastructure, vehicles, loading units, personnel, etc.) can be handled much more intelligently. By organizing 
logistics differently, “more with less” can be achieved. Higher margins for the logistics actors and more quality of life for 
the people in the city. Everyone benefits from that. Only winners.

Thanks to this holistic approach with a well-considered and widely supported logistics plan based on a public-private 
deal, a smart and sustainable integrated logistics system and an excellent operational operation, in which all actors are 
connected - in every sense of the word -the City of Things (CoT)- might be all considered as a serious step towards ‘the 
physical internet’ for cities (PIfC).
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