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Chapter XVI

THE ROLES AND CONDITIONS FOR THE FUNCTIONING
OF LOGISTICS MANAGERS IN PRODUCTION
ENTERPRISES

Stefan LACHIEWICZ, Agnieszka ZAKRZEWSKA - BIELAWSKA

1. INTRODUCTION

Logistics managers form a relatively new professigmoup in Polish enterprises.
Similarly to other logistics areas, they startedafmpear in large trade centers,
logistics centers or other service areas.

Additionally, they have been more and more oftesnsa production enterprises
recently, functioning at many various levels of a@gement structure and realizing
complex functions in the area of supply, productimgistics and distribution. It is
very often the case that special logistics secioescreated in medium and large
enterprises, with Logistic Director at the topmpmsed of many or even a dozen of
organizational cells employing about 10% of workers

Logistics managers play vital role in modern ecoyolnis proved by the fact
that economic analysts and companies conductiijoopeconomic surveys base
on the assessment of such managers when they dadicators such as prosperity
and recession in economy, chances for ,gettingafutfinancial crisis, level of
optimism in business or interest in investment rise

The article presents basic tasks of logistics marsagn production enterprises,
forms and conditions for their functioning such msper work organization and
relevant job competencies.

* Technical University of Lodz, Department of Manampt
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2. THE AREAS OF FUNCTIONING AND ROLES OF LOGISTICS
MANAGERS IN PRODUCTION ENTERPRISE

Logistics processes support main productive progegzoduction enterprises
thus playing the role of a service, but their intaonce is still rising. Effective
production process is not possible without delivefy proper amount of raw
materials, materials, equipment and informatiomgpropriate places and in proper
time. Efficient flow of company products to recipis must also be ensured. These
are the tasks of logistics activity.

In literature and practical analyses, three arédggistic activity can usually be
distinguished in production enterprises. They atelivery logistics, production
logistics and distribution logistics. Delivery adstribution logistics are sometimes
joined and treated as one area of the so calleletiay logistics or waste disposal
logistics is additionally marked out. The layouttbése basic areas is presented in
Exhibit 16.1.

Logistics activity can positively influence prodwet processes in all these areas
by:

- ensuring relevant order and procurement processlelivery of raw materials,
materials and components to production area,

- ensuring optimal flow of materials, production irogress and information by
production worker jobs, manufacturing units anteliroperational inventories,

- proper distribution of products and service inchgdensuring optimal customer
service,

- a range of other logistics actions such as storpagking, shipping and
inventory control and waste utilization.

Wide range of issues causes that more and mordepeapk in logistics and
therefore the need to manage this area of busawidty efficiently arises. It is a
responsibility of logistics managers who are inrghaof multi-professional teams
performing logistics functions in the above mengidnareas. They are people
working in head offices of enterprises (e.g. lagsstirectors) and those working at
medium and low level of management ( e.g. head$fogitics departments or
sections).
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Exhibit 16.1. Three areas of logistics activitypiroduction enterprise [ 2, p.52]

Various forms of organization of their work areadissed in further part of this
article. The names of individual positions are alsgied, e.g. the terms such as
delivery or procurement director and manager ofstary and inventory economy,
procurement or delivery and transport departmequear.

However, regardless of the type of organizationmlicture and level of
management that logistics manager is placed atamtain enterprise, some common
tasks can be singled out. They are usually dividéal two categories comprising
functions related to substantive activity of lomist sectors (departments) and
managerial functions related to the role of a manag

Functions related to substantive activity incluidet Of all:

- coordinating delivery and transfer of raw materiatgterials and intermediate
products to places where they are processed,

- proper choice of suppliers and maintaining partmprgelations with them,
consistent with the company interests,
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- controlling inventory management in order to usepgtimally and ensure its
proper amount and structure in all links of theidags chain,

- coordinating the functioning of depositories of ramaterials, materials and
finished products,

- maintaining proper cooperation with other sectdrthe enterprise, production
and technical sector in particular,

- organizing proper distribution channels and enapthreir efficient delivery to
recipients and services,

- coordinating issues related to logistics documenrtaind settlements together
with financial or accounting sector.

Managerial functions realized at these positiorestarsome extent similar to
those of other managerial positions. These areasildhbe considered as
particularly meaningful:

- accurate choice of staff for logistics sector,

- appropriate division of tasks and efficient orgatian as far as their
performance is considered,

- ensuring effective system motivating subordinates,

- staff development and training in the scope of asi innovations and
procedures applied in logistics,

- organizing efficient system of planning and gathgrinformation, e.g. about
deliverers and recipients,

- monitoring logistics action as well as control @awaluation of the work of units
in charge.

Proper realization of these functions requires & db contact, talks and
negotiations with deliverers and recipients ando alith external units e.g.
marketing and sales department or economic sedtoerefore, the work of
logistics manager very often involves frequenpstrand staying outside the
company. However, cooperation between logisticsagars and production units
Is the most essential and visible for company tssul

The survey conducted among 48 managers of logistts taking part in
postgraduate and weekend courses organized by itathmiversity of Lodz and
University of Lodz in the years 2008 and 2009 shdiwet frequency of contacts
proves the conclusion formulated above (see tehte) 1

The biggest frequency of contacts (frequent ang Werquent) characterizes
managers of production departments and mastemméar and shift dispatchers,
top managers are only on third position. Considerfso quite a big scale of
average frequent relations with executive productirkers (no. 6), significant
dominance of production units in the area of prifasal contacts of logistics
managers can be observed.
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Table 16.1 Organizational units and job positions most oftamtacted by
logistics managers in production enterprises

No. | Organizational units and job positions Frequency of contacts (in %)
Frequentand | Average | Rare and
very frequent very rare

1. The company Board of Directors (presidents,

vice-presidents and branch directors) 20,8 60,4 18,8

2. Top management (e.g. Sales Director)

43,7 39,6 16,7

3. Directors of Administration Department of the

company (e.g. HR, accountancy departments 31,2 43,7 25,1

4. Directors of Production Departments ahd

Divisions (e.g. weaving department, department 70,8 20,8 8,4
producing drills)

5. Masters, foremen, shift dispatchers and manapers

of production cells 62,5 25,0 12,5

6. Production workers (e.g. mechanic, sewer,

toolmaker) 18,8 39,6 41,6
7. Other units and job positions (e.g. property

protection services, solicitor, company holiday| 10,4 25,0 64,6

resorts)

Source: author’s study

It follows from the above that cooperation betwdegistics managers and
production sector is very important for efficieahttioning of enterprises.

3. ORGANIZING LOGISTICS ACTIVITY IN PRODUCTION
ENTERPRISES

Proper organization of logistics activity in anenprise is an important factor as
far as efficient work of logistics managers andrtisebordinates is considered. It
allows to realize functions presented above.

Two issues should be basically considered here:

- firstly, should logistics activity function individally within the enterprise or
should it be outsourced as the so called LogisBesvice Outsourcing? It
concerns mainly small and medium production enisepr

- secondly, when logistics activity operates withimiegprises structure, should it
be organized in the form of centralized logistiesvice at top management
level or in decentralized form in which logisticells will be placed in
individual plants or production sectors? The isgsuparticularly important for
large enterprises.

213
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Taking into consideration the first question, ibgll be stated that outsourcing
certain services and productive processes is tnémsothat has been applied in the
area of production activity for a long time. lt@lsoncerns logistics sphere to a great
extent. J. Demiiska — Cyran presents the results of American relsdaom the
second half of the twentieth century which prowe the biggest number of services
offered by outsourcers were in [1]:

- storing (inventory)— 98%

- planning shipping track— 92%

- overpacking — 90%

- managing inventory — 89%

- dealing with returns of products — 83%

- logistics counselling — 55%

Although outsourcing often includes services sushpassessions protection,
accounting, IT or repair services, it most of alhtes to logistics ventures.

The research conducted by the consulting compamstEand Young and
Georgia Institute of Technology shows that Wesibgean enterprises allocate 51%
of logistics budget to outsourcing, in the USA stzare equals 43%. 90% of the
researched stated that logistics determinatesdbaipetitive advantage. [6, p. 201].

Outsourcing logistics services has a lot of goodtpdeing the results of typical
outsourcing advantages (lower costs, professiomalice, outsourced company
focusing on productive processes), and it additiprizelps to avoid high costs
resulting from costly transport, inventory and fiveéstments.

When this option is chosen, it often happens ldgstics activity in production
enterprise can be dealt with by one person (e.grdatator or intermediary with
logistics operator) or a small team cooperatinghvatitsourcing companies (e.g.
sector dealing with contracts).

Creating independent logistics unit in an enteeprisructure (department or
logistics sector) is a contradictory solution. Togistics departments (sectors) take
over most of matters ,scattered” in various enisgorunits before (supply
department, inventory and transport economics).

The process of creating logistics sector in enisgprusually takes place in two
options: evolutionary or creating from scratch. Iationary option assumes slow
isolation of logistics sector as a result of depeient of previous organizational
units dealing with logistics activity in various rpaof the company and their
integration into related organizational system.

The option where logistics sector is created fromtsh consists in designing full
scope of logistics functions at the moment of agstransforming (restructuring) or
development of an enterprise.

When choosing a definite option of building orgai@nal form of logistics
sector one can take into account various choiamgstsons (concepts). They are [4]:
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- one way approach, stating that integration of adjidtics tasks within one
section directly subordinate to a member of ther8oa the most reasonable
solution,

- life-cycle approach, stating that logistics orgatiianal structure in enterprise is
formed by stages in different periods but with easing degree of
concentration,

- contingency approach, stating that detailed salgti@oncerning logistics
organization in enterprise structure depend orrnateand external conditions
and situations.

Irrespective of accepted detailed solutions, itusthdbe stated that leading
logistics activity individually within enterpriseracture has also many advantages
particularly in large industrial enterprises. Itintg ensures greater independence
from outsourcers, it allows to develop logisticenpetencies inside the company and
influences the prices of logistics services toeatgr extent.

Another important organizational issue as far atiziag logistics activity within
enterprise is considered is extent to which managéwf this activity is centralized.
Taking into account contradictory solutions, cdizeal and decentralized model of
managing logistics in production enterprises cadisinguished.

Centralized model can be characterized mainly byfdht that managing logistics
activity is focused in one place (in one positiomhere course of logistics processes
is coordinated in a way to ensure homogeneity 6€ypand procedures in this area.
Organization of logistics sector in one of coal pames is an example of such
solution. (Exhibit 16.2).

Logistics Director has large scope of competeneied responsibilities for
supplying the mine with production materials andrspparts, supervising material
and inventory economics as well as marketing astaod public procurements. All
these processes are concentrated in one sectorcahtbls particular logistics
ventures for the whole enterprise.

Solution based on centralization of logistics attivis applied in compact
enterprises functioning in one isolated place (em.the area of one town) and
characterized by functional or linear-staff orgatianal structure.

Advantages of such organizational model includg easy control and efficiency
of coordinating logistics processes. Controllingsth processes from one place and
avoiding ,duplicating” some works and expenditueeg( by better use of means of
transport and inventory) as well as possibilitygtoup professional logistics staff in
one strong sector, which allows to work out certsafutions and make decisions
faster, are also main advantages of this typelafisn.
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Department ment
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Trade & Supply Material and Inventory Econo-
Department mics Deparment
I I I I
Supply De- Sales De- Inventory Econo- Inventories
partment partment mics Department

Exhibit 16.2. Organization of logistics sector @lected coal company.
Source: author’s study.

Decentralized model of organizing logistics in protibn enterprise is
characterized by the fact that logistics actiongd eglls are placed at medium and
lower management levels. In company head officeethee only coordinating units
that ensure cooperation between these cells. Bhitian is most often applied in
holdings or divisional structures in which isolatéjistics cells occur within
particular divisions or regions (areas) of compaaivity [8, p. 187-188]. The
example of such model of organizing logistics agaplin fruit processing plant is
presented in Exhibit 16.3.
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Exhibit 16.3. Decentralized organization of logistin selected fruit processing plant.
Source: author’s study

Advantages of decentralized model of organizingstags include:

- better adaptation of logistics service to the neefdmdividual divisions and
their clients (faster reaction to the needs ofpiecits),

- bringing the place of making decisions closer tfmrimation sources which
enables faster action in logistics sphere,

- making it possible for managerial level (e.g. Ldigss Director) to concentrate
on strategic and coordinating matters and relieximgm from peripheral or
secondary decisions),

- creating broader possibilities of action for logist managers and their
subordinates employed in individual divisions (mew), which allows to use
their competencies better and enhance motivatioddeelopment and training,

- lowering costs of managing logistics activity byane of lowering the number
of managerial and administrative staff at the lefelompany head office.
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This option is more appropriate for large productemterprises with multiplant
structure and functioning on a few markets, paldity for international and global
companies. It is often applied in matrix, hybryd pmocess structures in which
logistics must be decentralized due to its funetiamaracter and necessity to adjust
to scattered organization of production processes.

The choice of a particular model or version of diedaorganization of logistics
activity in an enterprise defines essentially tlaure of the work of logistics
managers as well as the level of efficiency ofizatibn of individual functions.

In the case of outsourcing of logistics services jrudimentary” activity within
enterprise and realization of logistics servicehimita company leads to rise in the
meaning and areas of functioning of logistics managCentralized system of
organizing logistics is conducive to concentratifriogistics managers’ activity in
one sector and therefore it enables passing onlkdge and experience within the
same workgroup. It is particularly advisable in théial phase of creating and
developing logistics sector of an enterprise. D&edézed system, provides, in turn,
broad possibilities of action for logistics managand is conducive to development
of competencies because of greater independenomaking decisions and direct
verification of their consequences.

4. COMPETENCIES OF LOGISTICS MANAGERS

Bearing in mind functions and spheres of functignof logistics managers
discussed above, it should be considered whatdfimbmpetencies the manager of
this type should have in order to function effeslvin production enterprise. The
question is also essential because of the factribeg and more directions of studies
and specializations arise that prepare for suchigros. Numerous courses and post-
graduate studies in this field are also organiZBldey are formed in various
universities due to their character and traditwhich can prove great popularity of
this field (logistics, logistics management). Ore thther hand, though, lack of
common framework can cause some difficulties inpiteeess of professionalization
of logistics managers as a workgroup. Table 16&sgnts universities teaching
logistics in Poland.

Table 16.2. Profile of public universities teachlagistics

No University profile Number
1. Technical 10
2. Economic 9
3. Humanistic 2
4, | All 21

Source: [3]
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It can be well seen that the role of technical &ednomic universities is
significant but efforts to teach such directiong also made by humanistic
universities. Moreover, variety of faculties offegi these studies is seen within
particular universities. They are most often faealof management, IT and transport
but other types such as e.g. Faculty of MathematdsApplied Physics also appear.

Among non-public universities, the Poarachool of Logistics and International
School of Logistics and Transport in Wroctaw infige greatly training of logistics
workers in Poland.

The question of defining competencies for particytzb category is quite
complicated. There are numerous references on lwowintderstand the term
‘competencies’ [see 5, 7]. Following many authdrat ttake the issue broadly, it
should be stated that competencies of logisticsageminclude a collection of
acquired knowledge and practical professional ski8 well as possessed personal,
social features and motivation, which altogethesuem effective performance of
roles and functions that this position requires.

In many analyses and practical solutions concertiiegso called competence
profiles or standards, there is a division inta gb&havioral) competencies, related
to emotional and social sphere and hard (functjoo@amnpetencies, related to the
nature of the work performed. In relation to mamedepositions, they are often
divided into personal (psychological) competencsegjal (e.g. empathy, leadership
or cooperation) and praxeological (technical, pieficy) competencies.

Taking into account these considerations and basirtge specificity of the work
of logistics managers, a division is suggested ihtee categories of competencies
essential in this position. They are:

- general competencies, concerning work at a paaticldvel in production
enterprise,
- managerial competencies, useful in the work of mganaf logistics sector

(department),

- technical (hard) competencies, related to the pabfifogistics activity in the
company.

The first category includes mostly:

- capability to gain and analyze information,

- representing interests of the company outside,

- creativity and entrepreneurship while realizingsthéasks,

- reliability and punctuality in the process of work,

- client orientation,

- knowledge from the field of law, marketing and c@mp finance,

- knowledge of market and branch,

- IT competencies,

- motivation for development and constant improvenoémjualifications.
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Managerial competencies are to a great extentame $or all managerial positions

but in the case of logistics managers, attentioulshbe paid particularly to:

- features and capabilities of communicating with ¢cbenpany environment and
inside the enterprise,

- leadership forces that are essential due to irseipinary nature of logistics
teams, including ability to manage a few taskfhiatsame time,

- capability to negotiate with deliverers, subcortivex and recipients as well as
production departments,

- ability to cooperate and soften conflicts and tensithat often arise in this type
of organizational cells,

- knowledge and capabilities in the sphere of marmpgihanges, including
convincing the staff and creating bonds in team,

- ability to motivate subordinates and supervise,

- efficiency and ability to manage time.

Technical competencies constitute a range of kradgee capabilities, and

predispositions ensuing from the specificity of Wog in logistics. The most

important are:

- knowledge about deliverers and clients,

- knowledge in the field of transport techniques, emwory and material
economics,

- knowledge of good practices and effective logisticecedures,

- ability to manage the flow of materials and audjtat various points of supply
chain,

- ability to plan and optimize transport services,

- ability to evaluate technical usefulness and qualitsupplies of raw materials,
materials and services as well as the choice ofatels,

- knowledge of new methods of inventory management (st in Time and
other),

- knowledge about effective solutions as far as pgiokg shipping and waste
disposal are considered.

The importance and usefulness of individual comp¢s depend on the size and
phase of company development, branch and naturecgdient market, technical
level of the company and management level a lagistianager functions at. The last
relationship is presented in Exhibit 16.4.
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Exhibit 16.4. Relationships of competencies of étigs managers to management level

Source: author’s study

The group of 48 participants of weekend and pamthgate studies on logistics
management were also asked about the meaning ividimal competencies for the
efficiency of the work on the position of logistiosanager. Synthetic results of the
answers (each respondent pointed to four most taugiofeatures) are presented in

table 16.3.

Table 16.3. Competencies particularly useful inwloek of logistics manager

No. Competence type % of Position

answers

1. Ability to gain and analyze information 5,4 X

2. Client orientation 8,5 VI

3. Knowledge of market and branch 6,5 VIII

4, Leadership forces 15,0 Il

5. Ability to negotiate 18,2 I

6. Ability to cooperate and soften conflicts 8,0 VI

7. Efficiency and ability to manage time 5,4 IX —

8. Knowledge about deliverers and recipients 11,3 Vo

9. Knowledge of good practices and logistics proicesl 12,5 11

10. | Ability to assess raw materials, materials dralf- 9,1 \%
products and choice of deliverers

11. | Total 100,0

Source: author’s study

Among the chosen competencies, there are featndesagabilities belonging to
all of the categories discussed above. Howeverageial competencies (ability to
negotiate and be the leader) were put on thetfuspositions (the biggest number of
answers). Technical competencies were also coesider very important (positions
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Il — V). From among general competencies, the dsggumber of answers was
given to the following features: client orientatiand knowledge of the market and
branch. Two last positions were taken by compegésnaihich, as opinions of the
respondents show, are necessary and essentiabifking in this position (efficiency
and ability to gain and analyze information).

Although the conducted survey is fragmentary andoisrepresentative of the
whole of logistics managers, it still shows greatportance of competencies
mentioned above for efficient performance of thacfion of logistics manager.
Forming and development of these competenciesjcparly managerial and
technical ones, are to be treated as importardlffechools and centers training staff
responsible for managing logistics sphere in proda@&nterprises.

5. CONCLUSION

Logistics managers realize very important functiamgproduction enterprises.
They essentially influence the efficiency of entmg work by ensuring proper
organization of procurement and supply of raw nialeand services for production
processes as well as efficient shipping systemsystem of delivery of finished
products to recipients.

Basic factors conditioning the efficiency of therwof the managers have been
also presented in the article. On the basis ofesuresearch of the author of the
article and other authors, attention has been fpaido essentials conditions. They
are proper organization of logistics activity inoguction enterprises and proper
system of forming competencies of logistic managers
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