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Abstract - Purpose of the study is to find out the role of
cross-docking in FMCG sector of Pakistan. Research
will be helpful to find out the benefits, risks, befits and
challenges for implementing the cross-docking in
organizations. The researchers have gathered the
interview from twelve supply chain managers working
the manufacturing sector of Pakistan. The study cae
useful for the organizations adopting the cross-#daug
strategy especially in the uncertain countries. Thesult
shows that cross-docking leads to improve the costo
services and helps to achieve cost-effectivenesxah
improve the lead time tremendously but labor cosed
not get reduced in cross-docking. Cross-docking may
lead to increase the risk of uncertainties, chance$
pilferages and damages.
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1 Introduction

Traditionally companies used to work witie old
warehousing strategy. They were used to produdden
large quantity to avoid the stock out problem imith
warehouses. Their warehouses were always congested
with inventories and it was leading them to thebpems
of congestion [21] and increased holding costs ather
supply chain costs. Cross docking strategy leadnthe
towards the reduction of the inventory and made the
delivery more efficient than before [14]. As comgrto
the past, now supply chain management is gettingemo
cost oriented and efficient. Companies which weseduo
pack their warehouses with the inventories are trging
to make themselves cost oriented. Their supply nchai
departments are always trying to reduce their caststo
make their supply chain more efficient. Cross-dogki
strategy is a tool in which the goods are receiged
directly transfers to the shipment with almost twage,
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which leads the company to reduce lead times, texuc

of costs and consolidation of supplies [5]. Thepose of

the research study is to find out the role of crdssking
strategy in the fast moving consumer goods sedtdineo
Pakistani Industry to find out its benefits, chafes,
hurdles and risks associated with its implememntatio
Inventory management is always a problem for thpplu
chain professionals. Companies are always having
problem dealing with it. In the traditional warelstg
strategy, space cost and overall cost of the sugmyn is
always high [14] so if it is not properly handlethie
problem related with the warehouse and inventorly wi
always remain there. Cross-docking strategy has tha
magic which increases system level while decreases
inventory stock, stock return and the total codt3].[ It
also increases the efficiency of the delivery [E8]d
reduces lead time [20] if implemented efficientBo it is
required to conduct a research to find out the turalc
implementation of the cross-docking to resolve the
warehousing issues. Although many studies have been
conducted globally regarding the warehousing amdszr
docking strategies but no research found in a very
uncertain country like Pakistan. Ref [12] identifi¢hat
Pakistan is a very uncertain, complex and ambiguous
country so it is vital studying the cross-docking i
Pakistani manufacturing sector.

2. Literature Review

Cross-docking is the distribution process the
freights by receiving inbound trucks and dispatclites
direct for the outbound trucks with minimum or riorgng
the freight [5]. Study revealed that the firms chore the
inventory for around 24 hours or more even and istib
considered as cross-docking [5] but some firms heaté
cross-docking and warehousing strategy to take the
advantage of both approaches [1]. Cross-dockiragtosl
in which incoming consignments are delivered thioug
inbound logistics, sorts according to destinatiod ghen
heads to the point of destination through outbowndks
immediately [26]. Cross-docking is a tactic where
incoming shipments are transferred directly to the
outbound trucks without storing them meanwhile fie t
process which leads to the consolidation of goods,
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minimization of costs, lead time, etc [5]. Crosskiag is
basically a model in which goods are moved from
receiving to the consignment. It actually leadsatwid
overload and storage. Furthermore it improves the
distribution and minimizes inventory [25]. It isstrategy
which improves customer order time through tramsfgr
goods from receiving towards the shipment vehicle
directly without storing it in the warehouse [9]rdSs-
docking is a tool which focuses on removal of sgerand
coordinate goods between receiving and shippingumed
[28]. Cross-docking has many advantages and iéstoe
strategies to handle the inventory system progerjvoid
warehouse packs and improving lead times. Somer othe
studies pointed that it reduces two most significan
expensive handling operations such as order picimd
storage [4], [17]. Literature indicated followingtefits of
cross-docking [5] and [10].

. Reduction of lead time

. Improved customer satisfaction

. Cost reduction

. Reduction of storage space

. Reduce chances of loss and damage

. Better control over the distribution operations

Ref [16] pointed out that cross-docking dazam an
effective strategy as it reduces the cost butjtires trust,
cooperation and proper communication among thelgupp
chain partners. The cost reduced by around 21 perce
[16]. They have found that cross-docking was a
productive strategy as it increased the efficien€ythe
operations but they identified that trust and penship is
needed before the elimination of the buffer stock.
According to Ref [13] cross-docking appears as gicaad
supply chain strategy in the organizations through
reduction in warehouse area and inventory stocking.
Alternatively, stock return was improved up to Etqent.
Furthermore, the researcher indicates that ovests
were also diminished after implementing cross-dogki
Ref [31] studied the supply chain management in toy
industry through in-depth case study and semi-8ired
interviews from 11 European toy dealers. The reseas
had evaluated that since toy industry has shoredyzt
life cycle and seasonal fluctuation that's why ieta
implement Just-in-Time through cross-docking foe th
sake of avoiding inventory related uncertainties they
recommended conducting further study in order tiviole
solutions for the seasonal and different unpredicte
business circumstances. Similarly, Ref [14] coneldca
research on benefits of cross-docking through psimgp
two models that are cross-docking and warehousing
strategy. According to them, organization’'s costsrev
tremendously diminished as compared with traditiona
warehousing strategy. Likewise, some researchenggub
out that cross-docking leads to the improvementhim
lead time through minimizing it which leads to the
improvement in the distribution [1].

Cross-docking has also some risks whichbeawmery
dangerous if not implemented properly or withoubgar
strategy. Cross-docking can be an effective apjbrdmacd
taking benefit out of its implementation can be
challenging as its effectiveness vary industryrdtistry

and organization-to-organization [10]. Cross-dogkin
cannot be implemented effectively without realistic
approach due to uncertainty [10]. According to Rgf
“cross-docking corresponds with the goal of leanpgup
chain management: smaller volumes of more visible
inventories that are delivered faster and more Gefly”

(as cited in [10]). Warehouses are extremely necgss
supply chain management due to controlling the risk
factors associated with not holding inventory [3.
researcher has pointed out to propose practicakhaddr

the practical implementation of cross-docking whieit

be supporting professionals as a supporting detisio
making tool [8]. Generally, the concept of crossidog
means there is no inventory kept but it may leadht®
stock-out situation due to fluctuation in demand][1
Furthermore, Ref [18] suggested keeping some iovgnt
to avoid the uncertainty. Implementation of crossking

is complex but uncertainty is a factor which hasb&®
considered but they have recommended proposing a
scenario where it can be adopted easily [5].

3. M ethodology

Researchers have used qualitative relsegmgroach
to identify the role of cross-docking in the maraiéaing
sector of Pakistan. Supply chain managers wer¢atiget
population. They will be able to provide bettergpactive
of cross-docking and its implication in Pakistaattsg.
Twelve respondents were selected from the manufagtu
sector of Pakistan via using convenience samphtighe
respondents were the managers of supply chain
department and they were dealing with the warelmgusi
and cross-docking. The researchers have collebeeddta
through interviews and none of them were less tB@an
minutes. Informed consent was taken by the respuade
Interviews were then transcribed into written foamd the
researchers used thematic analysis for the anabfsis
gualitative data. Themes were developed via themati
analysis and the results were shared with the relgras
for its validity.

4. Data Analysis

RQ1: What are the benefits of implementing cross-
docking?

4.1 Customer Services

Customer services is an important factor and
cross-docking leads to the improvement of customer
services. According to the responderi@ustomer services
get improved and moves toward faster respbnsethe
similar manner, cross-docking is an important taathich
helps the organization to strengthen their opematiand
customer services. Respondent has indicated Yt are
basically doing cross-docking to strengthen androwp
your customer service'The lead time gets reduced as the
firm use the cross-docking strategy. It ultimatehakes
the production process faster and makes the product
available to the retailer thus leading the custotoethe
satisfaction. Previous study has also proven thesse
docking makes the customer response efficient [16].
Customer satisfaction is the firm’'s ultimate obijeet(as
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cited in Ref [5]) and thus implementing cross-dagkcan
be effective competitive advantage.

4.2 Cost effectiveness

Cost effectiveness is another benefit of cross-
docking because the carrying and holding costs of
inventory in the warehouse would not be there adugst
usage as compared with traditional warehousinghas t
respondent has indicated,

Second is the most important, and that is cost
effectiveness. Because in cross-docking you ded rio
manage the entire warehouse so usually goods came i
the particular warehouse, dock or whatever, then go
break-bulk or give value added service and furthaen
distribute it ahead”.

Cross-docking helps the organization to control
the costs as supported by previous studies [14], §hd
[13]. Respondents have also revealed that the ftiras
use cross-docking can effectively reduce their dmit
there are some factors which have to be seen before
implementing cross-docking that are discussed helow
Cross-docking eliminates the concept of warehousing
through not keeping the inventory which ultimately
reduces their cost.

4.3 Lead time

Lead time actually depends upon the aspect of
the operations. It definitely gets reduced with tisage of
cross-docking as respondent has sdidpk lead time, it
actually depends on how you basically implement the
cross-docking. Lead time is the time when you &idgbe
order versus when the good receives. So in thigoably
warehousing time gets saved because now you are not
doing warehousing”But additionally the respondent has
indicated that lead time does not get reduced dssr
docking is in the aspect of production as mentioti€de
time for the production will remain there; the tinué
delivery will also remain there because cross-dogkis
not a name of efficiency of productiori’ead time is only
reduced in the circumstance where the storage wioald
there rather than the production as another respund
revealed:

“Cross-docking is not the name of efficiency ofnsia
Cross-docking is all about the elimination of arafge, so
if storage is getting somewhere in your processrever
it will be happening; will be reduced. Lead timellwi
remain same wherever storage is not happening”.

Another respondent has mentioned that lead time
is reduced in using the cross-docking because theutd
not be factor of storage. According to the respatide

"Definitely lead time gets affected because lookuryo
holding cost gets saved. When vehicle comes, theuid
be labor, labor will off-load the goods, place itexr off-
loading, sort it by area wise. After sorting thedr will
consolidate it and then prepare it for departuréhen
again load it. How much time gets saved? Cost sgisd
and even time”.

It clearly indicates that when an organization
uses cross-docking, their costs, efforts and tiegarding
the storage and other supply chain operations bl
saved. The result is somehow same as the previodies
[5] and [1] but it has furthermore identified thetoss-
docking would be beneficial more in the aspect of
movement but it will not reduce the lead time tlgt
associated with the manufacturing.

4.4 Labor cost

Labor cost is reduced with the usage of cross-
docking but one of the respondent has indicatedl itha
does not get reduced because the labors are hicethay
are given salaries on monthly basis. It means vendtiey
would be working or not, they will get their saksieach
month. It can be reduced in the case of outsourofrtbe
labors whenever needed as mentioned:

“Look | think it does not have any significant ingban
labor cost So you will hire labors in the basidaily
wages, it will be beneficial now instead of hiring
permanently. So whenever the container will conoe, y
hired the labor on contract and they unloaded the
container and then loaded into small vehicles. Tiiealy
labor also gets free and your goods have also gBoethe
working hours of labor; productive working hoursliviie
same but if your method is contract versus permiattem
your cost will be saved”.

In a same manner, another researcher has pointed
out that labor cost is only reduced if they aresoutced
instead of hiring them permanently as:

“if your labors are in permanent basis and you have
hired; not outsourced then definitely it will noteb
affectedlike it is happening in our company ......r.cnst
gets reduced in sense of cross-docking. Right?fBuau
hire permanent labor then definitely it will notJeany
significant impact on cost”.

RQ2: What aretherisks, barriersand challenges faced
with the implementation of cross-docking?

4.5 Risk of uncertainty

Though cross-docking has its own benefits but
uncertainty, stock-out and shut-down is the most
threatening risk of cross-docking as discussed ey t
respondent:

“There are many risks in the cross docking. Time is
getting reduced in cross-docking and the processksvo
quickly. If you have implemented cross-docking bhade
kept inventory in the critical phases then the ngK be
diminished but if inventory is also drastically rextd
along with cross-docking and buffer is also unplkeain
and uncalculated then of course production will dfeut
down in the case of raw material and packagingth
scenario is the case of finish good then stockcant be
faced. So you can say that cross-docking has nigkitb
depends that how you are managing the cross-docking
The level of inventory should not be diminishedtay
much reduced while doing cross-docking in ordecdaer
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the demand side or supply side deviation. Crossddgc
is a good thing but risk also will have to be manag

properly”.

So there should be some inventory in the
warehouse in order to avoid the chances of uncgieai
like stock-out or shut-down situation as sugge$sdnd
[18]. It would be extremely risky in the uncertain
countries like Pakistan [12] to completely implernéme
cross-docking as the respondent has suggestednieepi
safety stock in the warehouses to cover the fldicing in
demand.

4.6 Chances of damages and pilferages are high

Cross-docking has the aspect of uncertainties as
well which should be controlled otherwise it cantet
implemented by the supply practitioners. Accordinga
respondent,'Risk gets high with the implementation of
cross-docking” Cross-docking may sometimes lead to
pilferages and damages as mentiorigdte chances of
damage also gets increased .... The chances ofguker
are very high”.So these are the factors which may occur
due to cross-docking due to not having the waredous
Sometimes goods may get damage as well due to not
having enough space and place for its sorting and
categorizing. Although previous studies indicatdu t
cross-docking leads to minimizing the probability o
damage and loss (as cited in Ref [5]) but the study
revealed that cross-docking may lead to increage th
chances of pilferages and damages. It is vital tfer
supply chain practitioners keeping their warehousen
when they are implementing cross-docking becausejt
be helpful for the effective sorting and planning o
keeping inventories in vehicles.

RQ3: What are the recommendations regarding the
implementation of cross-docking?

4.7 Safety stocks in small warehouses along with cross-
docking

Inventory is an important factor in the supply
chain management and there should be some safeksst
in the warehouse otherwise stock-out situation owur.

Of course, elimination of the stock may get reduretin
the cost but ultimately it may cause to face tleelsiout
situation as well. Respondent has mentioned tAatain

| will say that there should be some inventory asaety
stock. Wherever cross-docking can implement, iulsho
be implemented”lt means that cross-docking should be
implemented but with having some level of buffevcét
along with it to avoid any uncertainty. The respamidhas
mentioned that the complete elimination of the \narese

in Pakistan scenario may lead the company to aetang
situation. Organizations should have small wareésus
where they would be keeping some safety stocks as
mentioned by respondent:

“Keep small warehouses to keep safety stock andrsov
to avoid any gap and support as a cushion whilengloi
cross-docking effectively. So it does not mean ytoat
should eliminate warehousing completely and worth wi
zero-based inventory. It will be very dangerousnsci®

especially in Pakistani environment where thereiaseies
of infrastructure and commitment. So it is betticarry
some inventory and you need to create win-win 8doa
Implement cross-docking wherever it is possible kesp
some safety stock as a backup and for that youdeay
with a small warehouse”.

The results are similar with the study of [18] as
they have suggested keeping safety stock in the
warehouses to avoid the uncertainty factor.

Respondent has suggested having hybrid
approach through having small warehouses whereysafe
stocks would be kept to avoid the risk of uncettaaiong
with cross-docking wherever it is possible as nwed:

“But you will have to keep and manage some inventor
Actually you will have to make trade-off situatism then
your production will also not get shut down andréhe
would not lost of sales and also enjoying the benef
cross-docking. And it will also drastically redudhe
unexpected and significant cost of warehousing”.

The respondent has mentioned that warehousing
is required anyhow especially in the circumstanehere
delivery is required after some time then where ghack
would be kept before its delivery to the point of
consumption.

The respondent has mentioned the importance ofhbavi
warehouse in order to keep equilibrium between the
demand and supply. Cross-docking is good but totall
elimination of warehouse may cause the stock-out
situation of the product in the market as indicatéfl
demand rises suddenly because of marketing aesvar
any factor; demand has raised and if you don’'t have
buffer stock or safety stock then you cannot manbmge
the same manner, organizations should use crodsnagdoc
with the combination of warehousing. The respondest
mentioned it,“Cross-docking should be implemented but
companies try to implement cross-dock along with th
concept of warehousing; you can say combination of
warehousing and cross-docking because both are
important”.

4.8Awar eness of supply chain tactics

Awareness of supply chain tactics would be
helpful for the proper enhancement of cross-docking
strategy effectively as mentioned by a respondent,
"Nowadays in our Pakistani environment, people are
getting aware of the supply chain terms. As awassne
gets increased accordingly the concepts of croskidg
will be seen implemented”.

Mostly people in Pakistani environment does not
have much awareness and knowledge about the supply
chain terms and tools so increasing its awarersessry
necessary to implement the cross-docking strategy
properly efficiently and effectively as per the deef
industry. It can be happened through the profeasion
trainings of relevant personnel.
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5. Conclusion

According to the previous studies, cross-docking
is a tool which is very beneficial and helpful.réduces
lead time, increase process efficiency and redeosss
[14]. Inventory management is always a challengask
for the company and cross-docking may overcome the
challenge but it has also some dangerous riskshatfaee
to be looked carefully to properly implement itiently
in all manners. The purpose of the study was td ot
the way to increase the efficiency of the procegs b
reducing lead time and inventory carrying costscolvhis
very high. Customer services are improved with the
implementation of cross-docking and the processemov
towards cost-effectiveness. Now whole warehouseots
supposed to be controlled in cross-docking and gg®c
becomes quick. It is the need of the industry egfigdn
manufacturing sector where sometimes demand is
increased swiftly and cross-docking is supposecdéo
implemented anyhow to meet on demand side deviation
Lead time also gets reduced. Time which was preWou
consumed on storing and warehousing has now sawed d
to cross-docking and obviously it leads to increase
customer response time. The whole process should be
planned with the collaboration of both parties hseaif
container is dispatched before time then the whole
planning of opposite party will be messed up. Prope
collaboration is needed on every stage with evenyigs
involved. Labor cost does not significantly reducesty
much. Actually it has two scenarios. If the labars hired
on monthly basis then the cost will remain same \aitid
not be changed but if the labors are hired on waggser
requirement then labor cost will be reduced. Itsloet
depend on cross-docking. Cross-docking has alsae som
risks which can be dangerous for the company. ¢ th
whole process is working on cross-docking and itwgn
is not kept for the critical phases then due to amgertain
reason, whole distribution or production can beulized.

It can be shut down in the case of production oclsbut

in the case of distribution. Another risk is offeiages
because cross-docking is a fast and quick proceds a
inventories are directly dispatched forth withootinting
and tallying. Misrouting is also a significant risk cross-
docking because of lack of space i.e. there wiltha&nces
of error of sorting inventories accordingly withetiplace

of destination. It may result in increasing of thad time
and even cost.

According to the findings, organizations are
needed to implement cross-docking but with havimgls
warehouses to remove the risk of stock-out, damages
pilferages and misrouting. The whole and sole
implementation of cross-docking can be risky esgbci
in the Pakistani scenario. Proper planning and
collaboration is required with the every supply ioha
partners to avoid uncertainties. Labors shouldibedion
wages as per their requirement but organizatiolisvegd
to have be in contact with the labor services mtewi
company to avoid chances of labor deficit on trguied
time. According to many researchers, cross-docking
should be implemented in the organizations becalse
increases the efficiency and reduces the costdaa][16].
Alternatively as per the findings, cross-dockingud be

implemented whilst having a small warehouse to remo
the chances of uncertainty, damages, pilferages and
mishandling of the stocks otherwise it may lead to
dangerous situation of stock-out or production stawn
especially in uncertain situation of Pakistan. kermore,
proper model should be created to implement cross-
docking with having proper level of safety-stock
accordingly with different sectors as a future clii@n for
researchers. It will help to have clear idea ofttlaele-off
situation between warehousing and cross-dockiragesty
.Most importantly, supply chain professionals skdobk
trained properly via professional certifications give
them proper awareness about supply chain tactiadapt
them accordingly.
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