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MarketMap: The Convoy Platform

Strategic Summary

The Convoy Platform represents a fascinating structural pivot in market engineering. In its
original incarnation, Convoy functioned as a digital digital freight broker, taking principal margin
risk and ultimately collapsing as an Exogenous Casualty when macro freight cycles turned.
Relaunched and now integrated into DAT Freight & Analytics (July 2025), the platform has been
repositioned purely as a technology matching layer. This removes the existential macro-financial
exposure while preserving the core capability: using algorithms to orchestrate a highly

fragmented, temporally sensitive transportation market.

The major opportunity lies in attaching Convoy's automated workflow engine to DAT One's
massive existing liquidity (~700k daily loads). By abandoning the attempt to be a standalone
broker and instead selling execution software to all brokers, the platform sidesteps the cold-start
problem entirely. The major threat is no longer macroeconomic, but operational opacity: carriers
structurally hide their empty miles to preserve negotiating leverage, while brokers hide their true

willingness to pay.

For a market engineer, the highest-leverage first move is deploying an Al Trusted Intermediary —
a confidential broker that ingests the absolute pricing floors and exact geographic availability of
both sides, clearing matches instantly without forcing either party to reveal their baseline
strategy to the other.

Stage 1 — Initial Analysis

§0. Company Snapshot

Field Detail
Company The Convoy Platform (owned by DAT Freight Tech, LLC)

Tagline "Smart matches. Smoother hauls."



Field Detail

HQ Seattle, WA / Beaverton, OR (DAT)

Stage Post-M&A Integration (Acquired July 2025 by DAT)

Business Model B2B Marketplace Tech / Subscription Enablement Layer

Revenue Layers Embedded via DAT One subscriptions and facilitation fees

Target Customers Freight Brokers (supply-side creators) and Truckload Carriers / Owner-Operators

(execution)

Core Claim "The leading marketplace built exclusively for brokers and trusted carriers to

effortlessly match and execute freight."

§1. Market Identity & Structure

The truckload freight market requires getting both sides to show up at an exact time and place,

creating a severe matching challenge.

Diagnostic Assessment Matrix Target
Dimension Placement
Counterparty Is this a one-to-one, one-to-many, or many-to-many market? Many-to-many
Arrangement:

Participant Types: Is this B2B, B2C, C2C, or C2B? What sophistication level? Broker

dispatchers and

owner-operator

drivers.
Decision Unit (Scope = Does each side decide as an organization or as an individual? O2I. Brokers
Check): (Determined by the veto-holder). decide as

organizations
(subject to
compliance,
routing limits,
shipper
contracts).
However, the
vast majority of
trucking capacity
comes from
owner-operator
individuals or
micro-fleets
where a single
driver holds

unilateral veto



Diagnostic
Dimension

Repeat vs. One-time:

Participant Density
($P$):

Friction Density

($F9):

Market Quadrant:

Friction Diagnosis:

Assessment Matrix

Are participants repeat players or one-time transactors?

High (Dense) / Low (Sparse)

High (Friction-Dense) / Low (Frictionless)

Quadrant Model Placement

Why is it thin?

§2. Demand Diagnosis

Target
Placement

power over
accepting a

route.

Highly repeat,
but episodic on

specific lanes.

High

High

Quadrant 4:
Latent Thin
(High P, High F)

A thin market —
one where
multiple frictions
accumulate to
forestall useful
deals — occurs
here because
overlapping
temporal,
geographic, and
equipment
constraints
shatter high
participant
density into
millions of
hyper-specific,
fleeting micro-

markets.

Is there genuine demand — real economic urgency and coincidence of wants — driving this

market? Yes. Brokers face intense pressure to move shippers' goods or risk losing enterprise

contracts. Carriers operate heavy machinery with high fixed costs; every mile driven without

cargo (deadheading) destroys their livelihood.



The original Convoy famously generated manufactured demand — subsidizing activity with VC
capital to simulate liquidity. By transitioning to a neutral enabling layer sold to brokers, the
current Convoy Platform operates purely on the structural urgency of its users without artificially

subsidizing the freight yields.

Market Gravity Assessment: What makes buyers return to this specific platform rather than
alternatives? * Supply-side gravity (Brokers): Brokers are pulled heavily by integration
convenience and the sheer scale of the carrier network. Since Convoy is now owned by DAT, the
gravity is overwhelming: DAT is the industry's default liquidity pool. * Demand-side gravity
(Carriers): Owner-operators use the app because it offers "frictionless” reloading—finding the
next haul instantly without calling dispatchers. * Incumbent gravity: Because DAT is the
incumbent, the acquisition merged the disruptor's matching technology with the incumbent's
unassailable user gravity. * Gravity compounding: High. Every automated load successfully
matched trains the machine learning models on lane density and pricing, creating a data

advantage that standalone load boards lack.

§2b. Business Model Physics

Under DAT, the business model physics have fundamentally shifted from a principal-risk model

to a SaaS/enablement model.

Diagnostic Assessment

Dimension

Revenue Shifted from taking a margin on every freight transaction to an embedded
Architecture: technological layer within DAT's wider subscription and facilitation ecosystem.

Bootstrapping Math: = Bypassed. Critical mass — the point where a network becomes self-sustaining — is

instantly satisfied by DAT's base of nearly 700,000 daily load postings.

Unit Economics Structurally sound. The marginal cost of an algorithmic match is near-zero compared
Flags: to the hours of human labor required for manual broker dispatching. Retention is

sticky if automation yields higher load-clearance rates.

Asset Specificity: Low. The solution uses standard mobile apps and web portals requiring no localized
hardware.
EMU Exposure: Medium. Freight volumes fluctuate wildly with macroeconomic trends, but as an

embedded SaaS tool, DAT's subscription revenue is highly insulated compared to a

traditional broker holding physical freight guarantees.

Option Value of Minimal. Freight must move; shippers cannot delay supermarket deliveries or
Delay: manufacturing inputs because of market uncertainty.
Runway Alignment: Pass. Supported by a profitable corporate parent, completely removing the venture

capital countdown clock.



§3. Existential & Exogenous Challenges

Below a certain threshold, these barriers prevent a market from functioning entirely.

Challenge Layer Challenge Assessment
(Pass/Fail/Warni
ng)

Endogenous Trust Pass. The
platform
bypasses the
hardest trust
gate by keeping
the freight
broker as the
broker-of-
record. The
platform
automates the
match, but the
institutional
liability and
payment trust
remain anchored
to established
industry entities.

Endogenous Risk Warning. A
carrier failing to
pick up a load
(fallout) carries
high supply
chain risk. The
platform relies
on algorithmic
tracking to
minimize

ghosting.

Exogenous (EMU) Regulatory Friction Pass.
Standardized
licensing (DOT,
FMCSA) limits
the burden
format, and the
US domestic
focus avoids

cross-border



Challenge Layer Challenge Assessment
(Pass/Fail/Warni
ng)
customs

frictions.

Exogenous (EMU) Geopolitical & Trade Volatility Pass. Operates
entirely within
the contiguous
United States,
insulating it from
tariff or corridor

blockages.

Exogenous (EMU) Macro & FX Exposure Warning. The
logistics sector is
highly volatile to
diesel spikes and
consumer
demand shocks.
While Convoy
1.0 was
destroyed by
this, Convoy 2.0
(as a tech layer)
avoids direct
margin wipeouts,
though severe
recessions will
compress overall
DAT subscription
seats.

§4. Resistance Challenges

These friction forces — the effort participants must spend before they can act — degrade

transaction efficiency and thin out the market.

Friction Layer Challenge Assessment
(Low/Medium/H
igh/Critical)

Endogenous Opacity High. Both sides
strategically
withhold

information.

Brokers disguise



Friction Layer

Endogenous

Endogenous

Endogenous

Challenge

Geographic Distance

Temporal Distance

Offering Complexity

Assessment
(Low/Medium/H
igh/Critical)

their true
maximum
payout to
protect margins;
carriers disguise
their empty
backhaul lanes
to avoid lowball
offers. This
prevents optimal
matching.

High. Freight is
constrained
strictly by
physical
geography. A
truck in Ohio is
zerouse to a
load sitting in
Texas.

Critical. Trucking
is a service,
meaning
capacity is
consumed at
delivery and
cannot be
stockpiled. A
driver's hours-
of-service
regulations
mean a
matching error
of two hours can
kill a cross-

country route.

High. A match
isn't just about
weight; it
requires

matching



Friction Layer

Endogenous

Endogenous

Endogenous

Endogenous

Challenge

Cold Start

Cognitive Bandwidth

Fulfillment

Participant Fragmentation

Assessment
(Low/Medium/H
igh/Critical)

equipment types
(reefer, flatbed,
dry van), specific
endorsements,
facility
appointment
windows, and
driver hour

constraints.

Low. Solved via
M&A
consolidation
with DAT.

High. Owner-
operators driving
65mph simply
do not have the
cognitive
bandwidth to
scroll through
static load
boards.
Automation is
practically a
safety
requirement.

Critical. The
transaction is
entirely physical,
exposed to
weather, traffic,
gate delays, and
mechanical

breakdowns.

Critical. Over
90% of US
trucking
companies
operate 6 or

fewer trucks. This



Friction Layer Challenge Assessment
(Low/Medium/H
igh/Critical)
extreme
fragmentation
makes
algorithmic
consolidation

essential.

Exogenous (EMU) Tech Obsolescence Low. Core
trucking
mechanics
change slowly,
insulating the
platform from
API churn.

§5. Intervention Relevance

Map of how a market engineer would deploy Al to resolve the dominant (Medium+) constraints
identified above.

Challenge (Severity) Al Al Intermediary Al Input = Al Al Synthet = MacroR
Matchi Translat Memor Aggreg ic iskEngi
ng ion y ation Bootstr ne/

apping = Dynami

c
Contrac
ts

Opacity (High) Neutral = Primary Neutral = Support = Neutral — —

ing

Temporal Distance Primary = Neutral Neutral = Support = Neutral — —

(Critical) ing

Geo Distance (High) = Primary = Neutral Neutral =~ Support = Lower — —

ing

Complexity (High) Primary = Supporting Neutral ~ Support = Neutral = — —

ing

Cog Bandwidth Primary = Neutral Neutral = Neutral = Neutral — —

(High)

Fulfillment (Critical) Neutral = Neutral Neutral ~ Primary = Neutral =— Support

ing



Challenge (Severity) Al Al Intermediary Al Input Al Al Synthet = MacroR
Matchi Translat Memor Aggreg ic iskEngi
ng ion y ation Bootstr ne/

apping Dynami
(d

Contrac
ts
Fragmentation Neutral = Neutral Neutral ~ Neutral = Primary — —
(Critical)
Macro/FX (Warning) Neutral Neutral Neutral Neutral Neutral = — Primary

Traditional interventions in use: The overall market heavily utilizes standard load boards (bulletin
boards), factoring companies (liquidity bridging), and human freight brokers. Convoy replaces

the manual dispatching of traditional brokers with algorithmic computation.

§6. GTM & Competitive Assessment

e GTM Strategy: The go-to-market is an institutional integration play. DAT is rolling out the
platform to its existing captive broker base, offering them a chance to turn their static DAT
terminal into a fully automated execution layer.

¢ Incumbents: DAT was the incumbent block that Convoy previously couldn't breach. By
becoming the internal tech layer of DAT, the platform's primary competitors are now
exclusively Uber Freight and load-board rival Truckstop.

e Technological Barrier: Advanced algorithmic routing and pricing predictions require
immense, continuous high-fidelity data, which takes years to train.

e Competitive Moat: High. Embedded workflow lock-in inside DAT. Once a broker routes their
loads automatically via the Convoy engine, ripping it out to return to manual phone calls is

exceptionally painful.

PMF Signal by Vertical

Vertical Genuine Demand Friction Level PMF Signal Strength
Broker-side High High Strong (Massive efficiency
Execution gains over manual booking)
Carrier-side Routing High Critical Strong ("Keep my truck full

natively" is the holy grail for a

driver)



§6b. Evidence Quality & Risk Register

Evidence Stack Audit:

Evidence Item Type Quality
Assessment

"Platform acquired by = Public benchmark / Corporate Event Strong.

DAT - major step Confirmed by

forward for independent

truckload" market notes;
demonstrates
institutional

asset transfer

and integration.

"Keep your trucks full = Target Claim Moderate.

on the lanes you like" Plausible use of
Al matching, but
exact utilization
rate
improvements
are not

published on the

landing page.
"Scale your business Customer Proof Strong. This
... remaining broker specifies the
of record" structural pivot
away from

principal liability,
shifting to a Saa$S
architecture.

Critical data gap note: The scraped website copy is extremely thin and static, functioning
primarily as a dual-routing login portal. It entirely omits the recent April 2024 Flexport rebuild
and the July 2025 DAT acquisition details beyond a single banner. Manual pre-research (provided
in Analyst Notes) is absolutely strictly necessary to verify the platform's active survival,

operational model, and ownership chain.

Risk Register:

Risk Severity Mechanism
Internal Medium-High DAT historically
Cannibalization sold visibility

(the load board).

Convoy sells



Risk Severity

Algorithmic Margin Medium

Squeeze

Data Quality Decay Medium

§7. Overall Assessment & Prognosis

Friction Layer Challenge
Endogenous Trust

Endogenous Risk

Endogenous Opacity
Endogenous Geographic distance
Endogenous Temporal distance

Severity

Low

Moderate

High
High

Critical

Mechanism

frictionless
automation.
Tension exists in
how to price
automation
without eroding
the base
subscription
board.

If the matching
engine is too
perfect, it will
compress broker
spreads across
the industry,
potentially
prompting
backlash from
the very brokers

paying for DAT.

If carriers spoof
their locations or
use bots to claim
favorable lanes,
the efficiency of
algorithmic
matching
plummets.

Primary Engineering

Response
N/A

Al Memory (Performance

Dossiers)
Al Trusted Intermediary
Al Matching (Spatial indexing)

Al Matching (Predictive

asynchronous scheduling)



Friction Layer Challenge Severity Primary Engineering
Response

Endogenous Offering complexity High Al Matching (Semantic
lane/equipment alignment)

Endogenous Cold start None N/A

Endogenous Cognitive bandwidth High Al Matching (Curated instant
push notifications)

Endogenous Fulfillment Critical Al Memory / External tracking
integration

Endogenous Participant fragmentation Critical Al-Enabled Aggregation

Exogenous (EMU) Regulatory friction Low N/A

Exogenous (EMU) Geopolitical & Trade Low N/A

Exogenous (EMU) Macro & FX exposure Moderate MacroRiskEngine (Indexed

dynamic pricing)

Exogenous (EMU) Technological obs. Low N/A

Dual-Friction Scoring Index: * $I_{f,endo}$ (Endogenous): ~26 * $I_{f,emu}$ (Exogenous/EMU):
~3 * $G$ (Gains from trade): 1.0 (Critical industry/livelihood margins) * Market Thinness Score =
(26 + 3) x 1.0 = 29 / 56 (Indicates a highly friction-sensitive market where engineering is

required, but successfully isolated from exogenous extremes).

Scope Confidence Qualifier: Reduced. Because carriers operate primarily as individuals (O2l) with
unilateral vetoes over physical movement, independent human transient factors (driver fatigue,

preference, home-time) can override purely mathematical physics models.

Prognosis: The Engineering Candidate Convoy began its life as an Exogenous Casualty—
attempting to digitize relationship frictions while exposing itself to massive macro-financial risks
as the principal broker. Reborn as an enablement platform inside DAT, it has matured into the
definitive Engineering Candidate. It correctly identifies that trucking'’s thinness is caused by
temporal logistics and participant fragmentation rather than lack of demand. By abandoning the
broker-of-record liability, the startup numbers finally align: the platform can sell highly complex
Al semantic matching and spatial orchestration to incumbents without bearing the
environmental volatility of the freight itself. To complete the transition, a market engineer would
configure an Al Trusted Intermediary to ingest absolute floor rates from carriers and maximum
margins from brokers confidentially, eliminating the final layer of haggling opacity and clearing

loads instantaneously.



Stage 2 — Analyst Review

(Analyst to add comments here)

Stage 3 — Revised Verdict

(To be generated after analyst review)



