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Abstract 
A DSP is made up of a number of different sustainable freight measures that will 
improve the efficiency, safety and reliability of deliveries to and from a specific 
building/site or an organisation.  This case study is for a project to consolidate 
deliveries to a number of municipalities.  This measure which could form part of an 
area-wide DSP.    
The municipality of Borlänge has developed a model of distribution together with 
three other municipalities, Gagnef, Säter and Smedjebacken, in the county of 
Dalarna in Sweden.  The work began in 1999 and there are ongoing efforts to 
develop the system and encourage other municipalities in the area to join.  
 
Emissions of CO2 and pollution with nitric oxide and particles, is one of the largest 
global environmental problems we have to deal with.  Emissions from goods 
transport is decreasing, cars are getting cleaner, but it is not enough.  It is also 
necessary to reduce the number of journeys and improve the environmental 
standards of the vehicles used for transport.  
 
During the last few years there have been ongoing discussions about reducing the 
amount of transport generated by the 
municipality of Borlänge.  As a result, 
Borlänge developed a new logistics model 
for the transportation of food which is a 
good example of best practice.   
 
This model of distribution has now been in 
place for ten years.  Producers leave their 
goods at the distribution centre and there it 
is reloaded onto the trucks.  The trucks 
then drive on planned routes to the schools 
and elderly homes and have decreased the 
number of stops by 50 – 75% as a result of 
better planning.  The food and the transport 
are procured separately.  

Introduction  
In 1999 in Gagnef, Säter and Borlänge it was decided that the system of distribution 
of food to schools, kindergartens and adult social care would be changed.  The aim 
was to separate the transport provider from the supplier of the goods, to increase 
competition and to lower the prices.  The objective was to develop a distribution 
system with less negative environmental impact and increased security as a 
consequence.  
 
A review of food procurement strategies was already underway so this was also a 
great opportunity to review the issue of transport.  For a number of years the 
authorities of Borlänge, Gagnef and Säter had already been cooperating concerning 

Figure 1. A truck leaving the 
distribution centre. 
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the procurement of food for schools, adult social care and kindergartens.  This 
cooperation led to lower prices on food. 
 
Before the introduction of the system to cooperate on transport, many trucks were 
driving through the municipalities to deliver food to individual units.  This had the 
following drawbacks: 
 
• More miles were driven, causing more pollution 
• There were too many deliveries to pre-schools and schools which resulted in 

safety risks with trucks reversing in front of the schools but also, staff often had to 
interrupt their work to receive goods.  

 
With the new system of delivery the food is delivered early in the morning, before the 
staff are at work and also before the children get to school. This is a much safer way 
of working.  
 
The groceries that are ordered by schools, pre-schools, adult social care and 
kindergartens are now delivered to a distribution centre.  There the goods are 
repacked and delivered to the different units following a pre-defined schedule.  As a 
result, the total length of the journeys has reduced.   
 

‘Earlier many trucks were delivering goods, now there are a few trucks that deliver 
everything.  The truck is almost full when it starts, it drives a special route which 

results in a reduction of the total number of stops by 50 – 75%’ 
(Unni Öhman, Borlänge Municipality).  

 
With the previous way of procuring goods in the municipality, the distribution of goods 
to the end user formed part of the price of the food.  The authorities have now 
opened up for small food producers by splitting the procurement of food and 
transport.  Earlier there were some food suppliers that were dominating the supplies 
to the municipalities, but today more than 20% of the food comes from regional food 
producers.  
 

 
 

Figure 2. Number of suppliers. 
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How does it work? 
All distributors leave their food in a distribution centre in Borlänge.  From there the 
food is transported to the different units according to a schedule.  The person driving 
the truck with goods has keys to the storage/freezers in the different units and leaves 
the food there.  The deliveries take place during the night and very early in the 
morning.  As a result it is more convenient for people working in the kitchens as the 
food has already been delivered when they arrive at work.  
 
Since the autumn of 2000 the municipality of Smedjebacken has also been 
participating in the system.  In the distribution network there are 125 units in Borlänge 
and about 20 units in each of the other three municipalities.  Each unit has an 
identified delivery day each week.  If required, it is also possible to receive deliveries 
twice a week on identified weekdays.  Every week, 50 tonnes of food is delivered, 
62% of this within Borlänge.  
 
The distribution centre is key to the system as all goods are delivered to the centre 
and then re-distributed.  The first agreement between the municipalities and the 
distribution centre was for four years and there are new public procurements every 
four years for both food and transportation/distribution.  
 
As the transport is procured separately, the authorities have been able to place 
environmental demands on both cars and fuel.  In the latest procurement round, it 
was required that the distributor reduced their CO2 emissions by 5% during the 
agreement period.  Some of the most important requirements are: 
 
• The trucks have to be classified as EURO 4 or better 
• The fuel consumption is to be of the best available standard 
• Tyres are to be new and of the best possible environmental standard available 
• The rules for idling have to be followed 
• The workshops used for servicing and repairs have to take care of hazardous 

waste correctly 
• Detergents are to be eco labeled  

Results 
The result is 50 to 75% fewer stops made by the delivery trucks depending on how 
big the unit is.  Most noticeable in the evaluations is that the kitchen staff have 
benefited from a better working environment.  
The kitchen staff also have more influence over 
decisions about what food to cook since there 
are more suppliers to get the food from.  The 
food also arrives at a scheduled time, which 
makes it easier to plan the day. 
 
The smaller suppliers in the system are positive 
about the system as they don’t have to handle 
the deliveries themselves.  An electronic system 
to handle the orders would benefit them even 
more. 

Figure 3. Groceries ready for delivery. 
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Future plans 
Falun and Ludvika, two mid-size municipalities in Dalarna, started taking part in the 
public procurement in 2010.  They will also join the distribution centre - Ludvika from 
2011 and Falun shortly afterwards.  The amount of transported goods will then 
increase to approximately 420 tonnes per month which provides an opportunity for 
future development.  
 
There is also a plan to develop an online 
system for ordering the food.  This was the 
plan when the model was new in 1999 but 
at that time there were technical difficulties 
which meant it was not possible to 
introduce the online system.  An online 
system would especially benefit the smaller 
suppliers.  
 

 

     

Transferability 
The Borlänge model of distribution is already being transferred to other locations and 
is also adaptable to other kinds of goods.  Hammarby Sjöstad is one example, where 
a similar distribution model has been introduced for delivering construction material 
every morning to building sites.  Another example of consolidated deliveries is the 
Municipality of Halmstad on the west coast of Sweden which has been using a 
similar platform for a number of years.  Ways in which the model could be adapted to 
benefit the countryside and general stores are being investigated.  It is also planned 
to introduce this model of distribution for independent schools, restaurants and 
shops.  
 
Representatives from Borlänge have been invited to a large number of municipalities 
in Sweden. Others have visited Borlänge to get an introduction and a presentation of 
the distribution model.  

Conclusion 
Distribution models like the one introduced in Borlänge can be introduced as part of 
an overall Delivery and Servicing Plan.  The distribution model has reduced negative 
environmental impacts and increased traffic safety.  Several regional food producers 
have used the model to deliver food including small food producers that would not 
otherwise have the capacity to transport goods to many units.  
 
As public procurement takes place every four years, it provides an opportunity to 
continually make improvements to the standard of trucks.  Having this level of control 
over environmental standards of transport is very important.  

Figure 4. The food has arrived at one of 
the units. 
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More local producers 
One objective of the Borlänge distribution model was to enable suppliers with no 
distribution facilities of their own to join the scheme.  This has enabled several 
smaller regional suppliers to sell their food to schools.  Previously they would not 
have been able to do this as they would have had to deliver their goods themselves.  
According to the most recent agreement, 8 out of a total of 15 suppliers are from the 
region of Dalarna.  The model therefore provides an opportunity for the staff working 
in the kitchens to use more locally produced food, in line with objectives. 
 
In order to enable more local producers to participate in the model, it is essential that 
they know how the procurement system works.  Education for local and smaller 
suppliers is one possible way to get more local producers interested and enable them 
to see the possibilities for themselves.  Even though some suppliers are from the 
local area, 80% are major suppliers with little or no local connection.  Therefore, 
there is an ongoing effort to encourage more and more local producers into the 
distribution system.   

Reduced damage to the environment 
Environmental damage and pollution has reduced as a result of the distribution 
model since the total length of journeys has reduced within the municipalities.  Due to 
the fact that the number of deliveries has decreased, noise levels around the schools 
have decreased. 
 
The increased number of regional suppliers also means a reduced impact on the 
environment.  More local food in the system decreases deliveries from other 
suppliers from all over the world, an important benefit in the global society of today. 

Increased traffic security 
In Borlänge, consolidation of deliveries has led to a 50% reduction in the total 
number of stops.  The deliveries normally take place in the morning when there is 
less traffic on the roads and children are not yet in the schoolyards.  This is 
especially positive at small pre-schools where there is not much space for trucks. 

Unit sizes 
In the first public procurement of groceries there was an ambition to increase the 
flexibility of the unit sizes.  Since the kitchens differ in size the goods in the catalogue 
were divided into two sizes; one for big kitchens and one for small kitchens.  The 
intention was that the kitchen should get better prices and the right amount of goods. 
Unfortunately there was insufficient demand from small kitchens to make it work. 
Therefore this system is not used anymore. Now one requirement in the procurement 
system is that the supplier should be willing to split big packages of food into smaller 
parts.  
 
The implementation of the distribution model has been a learning process.  One of 
the conclusions has been the importance of working with the model continuously.  
For example: it was realised that in order to attract smaller suppliers to participate, 
extended contacts with the market are required.  
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The success of Borlänge's distribution model is an innovative idea.  Without the 
courage of staff and politicians in the authority the model wouldn’t have been 
realised.  

Evaluation 
One of the largest obstacles to evaluation is that it is difficult to get information on the 
costs for transport in a normal distribution chain, especially from the big food 
suppliers.  The model is not able to compute the economic results as there are no 
reliable figures. Before the system was introduced there were no measurements 
made and therefore it is difficult to calculate the economic consequences related to 
the distribution model alone. 
  
Borlänge’s model is built on the basis that supply and distribution are separate 
competitive forces.  This is positive for the suppliers with no transport of their own. 
Despite this there are problems with getting the smaller suppliers to participate.  
Contacts with the market therefore need to be extended and developed.  An online 
system for ordering, and also education about public procurement especially for local 
and smaller suppliers, will hopefully make it easier for them to join the system.  

Contact 
Åke Persson 
Environmental Strategist, Municipality of Borlänge 
Email: ake.persson@borlange.se 
www.borlange.se 


