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How a disruption-free transition and a redesigned transport model improved operational performance

Shifting gears in  
European logistics



Redesigning transport model

Since mid-2022, Rhenus has implemented a fully integrated international road freight 

solution for ZF Group. Rhenus took over international groupage and FTL flows, shifted 

consolidation to Spain and implemented daily follow-ups. The results: streamlined 

operations, shorter lead times and high reliability across six European countries.

ZF Group

6 countries 

8 k tons annually 
(Spain to Germany)

Subject

Powering the European 
supply chain
ZF Group, a global leader in advanced mobility systems 
and sustainable electrification, faced rising costs and  
the need to optimize cross-border flows. They required  
a partner to manage international shipments while 
maintaining top service quality.
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Solution

From takeover 
to tailored 
operations  
for ZF Group 

The project began in Spain and expanded  

into a multi-country setup covering six 

European markets, with Spain serving as 

the core operational hub. Rhenus assumed 

full responsibility for international groupage 

transports from northern Spain and the 

Barcelona region to Germany, complemented  

by full-truck-load services both domestically 

and along selected European corridors, 

including Poland – Germany, Poland – 

Lithuania and Poland – Czech Republic. 

Beyond taking over existing transport flows, 

we redesigned the operational model. Rather 

than consolidating freight in Germany before 

distribution, Rhenus shifted consolidation 

activities to Spain and established  

operational coordination in Irún and El Prat. 

This transformation increased agility and 

improved transit times, with a more efficient 

northbound operation aligned with ZF Group’s 

import-heavy volumes. 

With a dedicated customer service team 

and a carefully coordinated onboarding, we 

ensured high transparency, responsiveness 

and operational stability. The optimized model 

not only safeguarded supply continuity but 

also enhanced efficiency across ZF Group’s 

European supply chain, supporting a transport 

volume of approximately 8,000 tons annually 

from Spain to Germany.

Consolidation shift  
unlocks potential
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Challenges

Managing 
a high-risk 
transition  
under time 
pressure

The primary challenge was assuming full 

operational responsibility from the previous 

logistics provider within an extremely short 

transition period without any service  
disruption. Key challenges included:

	· Immediate takeover of established 

transport flows	· Maintaining service quality despite  

the provider switch

	· Preventing supply chain interruptions 

especially in the starting season	· Redesigning an existing cross-border 

consolidation model

Rhenus implemented a carefully coordinated 

onboarding process, rapidly aligning internal 

teams, capacity and systems. Beyond 

stabilization, the team transformed the 

operating model by relocating consolidation to 

Spain, enabling a more efficient northbound 

flow structure aligned with ZF Group’s higher 

import volumes.

The project required speed, precision and 

operational excellence, delivered without  

any visible impact on the customer’s 

production continuity.

During the transition, 
production continuity  
was the prerequisite
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From day one, Rhenus gave us confidence 
that our operations were in the right hands. 
The transition was smooth and their tailored 
approach made our European transport flows 
more efficient and responsive. We value the 
partnership and their deep understanding 
of our business.

Juan José Azcárate
Commodity Buyer 

ZF Friedrichshafen AG

Services for a 
smarter trans-
port model

	· Groupage and FTL 

International groupage from Spain to 

Germany and FTL on key European corridors.

	· Operational setup 

Consolidation was shifted to Spain  

with coordination from Irún for faster,  

more efficient flows.

	· Network coverage 

Operations across six European countries, 

with Spain as the main hub.

	· Customer Support 

Dedicated team ensured reliability  

and responsiveness.
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Who we are

The Rhenus Group –  
Our global presence
The Rhenus Group is one of the leading logistics  
specialists with global business operations and an  
annual turnover amounting to EUR 8.2 billion. 39,000  
employees work at 1,300+ business sites and develop  
innovative solutions along the complete supply chain. 

Whether providing transport, warehousing, customs 
clearance or value-added services, the family-
owned business pools its operations in various 
business units, with customers’ needs remaining  
the major focus at all times.

1,300+
locations worldwide

39,000
employees

EUR 8.2 billion
annual turnover
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Case Study

www.rhenus.group

Simplicity.
Trust.
Reliability.
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