
Logistics Performance Is a Driver of Corporate Performance!
Miebach Consulting Study Reveals new Trends in Chemical Logistics

For many years, the chemical industry was asleep regarding logi-

stics. Although logistics costs played a significant role for many 

chem ical companies, in many cases they were seen as an optimiza-

tion field only to a limited extent. The focus was too much on pro-

duction and capital-intensive plants; logistics, on the other hand, 

had to function at the end of the value chain. The ability to influence 

logis tics costs and the importance of logistics for service and flexi-

bility were often rated as low.

This picture has changed fundamen-
tally over the past five to ten years. 
Increasing competitive pressure, in-
creased price sensitivity on the part of 
customers, shifts from procurement 
and sales markets, and in creasing sa-
fety and security regula tions are po-
sing new challenges to the logistics of 
chemical companies.

This initial situation led Miebach 
Consulting to carry out a market 
study on logistics in chemical com-
panies for the first time in 2016. The 
study at that time was the first sur-

vey of logistics in the German chem-
ical industry. Three years later, now it 
is time to review the results achieved 
in 2016 and to track down develop-
ments that have been driving the in-
dustry ever since.

One of the results of the study in 
2016 most mentioned in the media 
was the finding that a poorer or bet-
ter logistics performance might also 
result in a poorer or better company 
performance. At the time, this new 
and provocative finding provided a 
variety of topics for discussion and 

raised the question anew of the si-
gnificance of logistics in many com-
panies. Therefore we have investiga-
ted in the current study the question 
whether the results from 2016 can be 
confirmed or whether there is cur-
rently a different assessment of the 
participants.

If one compares those companies 
that assess themselves worse than 
the average of the industry with those 
that assess themselves better than 
the average, it can be seen that 71% 
(2016: approx. 57%) of the companies 
with below-average logistics perfor-
mance also show below-average com-
pany performance, while from the 
group of companies with above-aver-
age logistics performance approx. 
56% (2016: 84%) also show above-
average company performance.

Of the above-average successful 
companies, over 70% have an above-
average logistics performance (2016: 
64%), whereas of the below-aver-
age successful companies, approx. 
56% (2016: 80%) also have a below-
average logistics performance. In 

the 2019 study, only 13% of all par-
ticipants (2016: 23%) managed to 
achieve above-average company re-
sults with poor logistics.

A Fundamental  
Change in Thinking

Is this an indication that a poorer or 
better logistics performance also re-
sults in a poorer or better company 
performance? At least the survey re-
sults suggest such a connection — 
even if the evaluations may not be sta-
tistically significant. If this is true, then 
in conclusion, logistics management 
must do everything in its power to 
improve logistics performance in or-
der to make a relevant contribution to 
corporate performance. Compared to 
the past this is actually a fundamen-
tal change in thinking. The paradigm 
shift means there is movement away 
from the pure functioning of logistics 
towards logistics as a value driver!

In addition to the relationship bet-
ween logistics performance and com-
pany performance, the study also 
addressed other topics such as the 
degree of outsourcing, supply chain 
typologies and strategic, infrastructu-
ral and operational logistics projects 
and their drivers in chemical logis-
tics. Special attention was paid to the 
currently highly discussed topic 4PL.

The term 4th Party Logistics Ser-
vice Provider, or 4PL for short, is fre-
quently used in the industry. Already 
a hot topic in the 90’s, the trium-
phal march of the 4PL was hypothe-
sized by some sides, however its pre-
sence was not reflected in reality in 
any way. If one compares the publi-
cations, lectures and other PR activi-
ties of that time with the true number 
of implemented projects, it seems as 
if the 4PL euphoria of that time was 
more of a marketing hype than an ac-
tual trend.

Klaus-Peter Jung, 
Miebach  
Consulting©
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For a long time, the concept had 
been quiet, but in recent years it has 
experienced a public renaissance — 
4PL is back in public discussion. And 
especially in the chemical industry, 
there have been attempts by various 
companies to approach this model 
and try it out.

The renaissance of the concept is 
based on various reasons: On the one 
hand, the revival of the idea can be 
observed in some industries that ex-

hibit a very high degree of standard-
ization for the supply chain planning 
and execution processes. These in-
dustries are characterized by the 
fact that the primary focus is on re-
ducing transaction costs rather than 
focusing on logistics know-how or 
customer-specific solutions. It is pre-
cisely in this respect that the chemi-
cal industry has specific features, 
which means that the 4PL concept is 
more likely to be used here than in 
other industries, since in many cases 
entire truck loads, entire containers 
or rail tank wagons have to be dis-
patched and fewer small shipments 
are involved. These requirements 
can be implemented more easily to-
day than in the 90s or 2000s due to 
technological progress using IT, Big 
Data, etc.

On the other hand, the estab lished 
logistics service providers have further 
developed their concepts in such a way 
that they represent an interesting offer 
for the customer even without the his-
torical focus on their own service pro-
vision, e. g. by making a significant con-
tribution to increas ing supply chain 
visibility and improving the availability 
of information for decision-making.

4PL Concept  
Critically Assessed

As a result of these developments, the 
chemical industry in particular has 
been more intensively addressing the 
issue of 4PL in recent years, while 
other industries have already tur-
ned their backs on this concept. Rea-
son enough for Miebach Consulting to 
question whether the chemical indus-
try is sticking to the concept or whe-
ther the end of the 4PL concept has al-
ready been initiated, as some decisions 
of large chemical companies suggest.

The study results are particularly 
interesting in this respect: the partici-
pants do not expect any significant cost 
or quality advantages from a 4PL con-
cept. Rather, they assess the concept 
very critically because the processes in 
the company can only be standardized 
to a limited extent and are therefore 
not suit able for outsourcing to a 4PL. 
Interesting is also the fact that alt-
hough only a third of the participants 
(35%) expect a dependency on the 4PL, 
which they would like to avoid, about 
two thirds (65% and 62%, respectively) 
argue that the 4PL approach leads to 

the loss of internal know-how, which 
should be avoided, and alternatives 
such as supply chain visibility or con-
trol tower approaches offer similar ad-
vantages to a 4PL with out creating de-
pendency problems.

Due to the very critical evaluation 
of the 4PL concept also in the chemical 
industry, it must be stated that perhaps 
it is not the end of the 4PL concept in 
the chemical industry, but this very 
special concept obviously only seems 
suitable for a few companies and 

will therefore have a  niche existence 
rather than an industry trend.

Klaus-Peter Jung, management 
board member, Miebach Consulting 
GmbH, Frankfurt Main, Germany

jung@miebach.com
www.miebach.com

The complete study can be requested 
from Ralf Hoffmann by e-mail at 
hoffmann@miebach.com.

ecocool.de

Temperature data logger are indispensable
measuring instruments for temperature 
monitoring and documentation. 

ECOCOOL offers a
wide selection also for
your field of   application.

www.ecocool.de
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SECURE SOLUTIONS FOR 
TEMPERATURE SENSITIVE LOGISTICS

We are 

happy to 

advise you!

Fig. 1: Logistics performance is a driver of the corporate performance

Fig. 2: Self-assessment of companies with regard to their logistics performance
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“There is movement away 
from the pure functioning of 
logistics towards logistics as 

a value driver!”
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