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• What is the optimal last mile delivery fleet in terms of the optimal 
number of last mile vehicles and delivery vehicle mix?

• What is the best order allocation strategy for this newfound last mile 
delivery fleet?

• A strategic fleet planning tool that provides financial and 
environmental impact for new last mile fleet strategies, 
including green vehicles. 

• Estimate 5% reduction in cost & CO2 emissions by improving 
fleet allocation
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Coppel, one of the largest 
retailers in Mexico, delivers 
around 11 million products per 
year to customers by driving over 
30M KM. Since 2019, Coppel’s
last mile deliveries grew 73% for 
Hardline products, while Softline 
grew 485%. This growth is 
visible in the figure on the right.

Coppel’s growth in ecommerce, 
resulting in more last mile deliveries, 
mirrors the accelerated growth rate 
the overall industry is experiencing. 
The industry growth rate is visible in 
the figure on the left. This project 
created a strategic fleet planning 
tool that allows Coppel to define the 
optimal last mile fleet and 
composition. 

Optimizing Last Mile
Fleet Size & Composition

Problem

• The figure above displays the cost vs CO2 for the Culiacán Region, 
highlighting the benefits of using third-party big trucks. All regions tested 
resembled this figure above. 

• Using third-party big truck rentals achieves cost optimality, as displayed 
above.

The analysis of all three regions revealed that:
• Reducing the usage of third-party small parcel carriers reduces costs and 

increases own-fleet utilization. 
• Reducing order allocation constraints will increase utilization of own-fleet 

trucks and lower costs.
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