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Strategic Summary

The Convoy Platform is the second incarnation of a freight-matching business whose first version
collapsed in October 2023 — not because the matching failed, but because the original company
owned the freight risk on every load when the freight cycle turned. The current entity is
structurally different: a neutral matching-and-execution layer for brokers, now owned by DAT, the
incumbent load board with roughly 700,000 loads posted daily. That embedding converts the
two problems that kill most marketplaces — the cold-start problem and runway — into a

product-integration exercise.

The major threats are now concentrated on one endogenous gate: trust. Freight is in a
documented fraud epidemic (double brokering, stolen carrier identities, cargo theft), and every
load the platform auto-books is freight a broker is liable for. The exogenous freight cycle remains
severe but no longer existential — it caps growth rather than threatening survival, because the
platform takes no principal margin. The major opportunity is that participant fragmentation —
hundreds of thousands of tiny carriers — is exactly the raw material an automated matching
layer turns into value.

The single highest-leverage first move: make carrier trust evidence-based and visible —
persistent performance dossiers and network-wide fraud-pattern detection surfaced to the
broker at the moment of booking. Matching is solved; verified trust is what converts brokers

from trying automation to defaulting to it.



§0. Company Snapshot

Field

Company

Tagline
HQ

Stage

Business Model

Revenue Layers

Target Customers

Core Claim

Detail

The Convoy Platform (rebuilt by Flexport, Apr 2024; acquired by DAT Freight &
Analytics, Jul 2025; operated by DAT Freight Tech, LLC)

"Smart matches. Smoother hauls."
Operated within DAT (Beaverton, OR — assumed; Convoy team ex-Seattle)

Not a startup — a product line inside a profitable incumbent; standard stage labels

don't apply

Two-sided freight-matching marketplace (brokers < carriers); matching + execution

automation

DAT One subscription ecosystem + per-load transaction facilitation (assumed;

pricing not disclosed)
US truckload freight brokers; owner-operators and small-fleet carriers

"The leading marketplace built exclusively for brokers and trusted carriers to
effortlessly match and execute freight"; ~98% supply-side automation reported in its

earlier incarnation

§1. Market Identity & Structure

US brokered truckload freight is a giant market that still runs substantially on phone calls, emails,

and "check calls." That combination — enormous participation, archaic transaction mechanics —

is the signature of a thin market: a market where friction, not a shortage of willing buyers and

sellers, stops good deals from happening.

Diagnostic

Dimension

Getting both sides to

show up

Participant types

Decision Unit (Scope
Check)

Repeat vs. one-time

Assessment

Many-to-many: tens of thousands of licensed brokers on one side, hundreds of

thousands of small carriers on the other.

B2B by label, but see the scope check — the carrier side does not behave like an

organization.

O2I. Broker side: predominantly organizational — adoption of an automated
booking layer touches credit, compliance, shipper contracts, and dispatcher
workflow, so the veto sits with owner/ops leadership, not the person who sees the
demo. Carrier side: individual — an owner-operator with one truck is incorporated
but decides alone, can commit unilaterally, and holds the veto personally. Under the
veto-holder rule, that is an individual decision unit.

Strongly repeat: brokers post loads daily; carriers run lanes weekly. Reputation and

history accumulate — the raw material for evidence-based trust.



Diagnostic Assessment
Dimension

Participant Density High (Dense). DAT One alone posts ~700,000 loads daily; the platform inherited tens

(P) of thousands of carriers from the Flexport era.

Friction Density (F) High. Rate opacity, fraud risk, phone-tag booking, perishable capacity. The friction
force — the effort a broker or carrier must spend before a deal can happen — is the

market's defining feature.
Market Quadrant Quadrant 4: Latent Thin — dense participants, dense friction.

Friction Diagnosis Willing counterparties are everywhere; deals are blocked by friction blocks (search
cost, verification cost, timing), not by missing demand or supply. This is the most

engineerable quadrant.

§2. Demand Diagnosis

Genuine demand — economic need that exists whether or not anyone markets it — is about as
strong as markets get. A broker with an uncovered load has a shipper problem today; a carrier
with an empty truck loses revenue that can never be recovered, because truck capacity is
consumed at the moment of delivery and cannot be stockpiled. Both sides must transact

continuously.

Manufactured demand — usage that exists only while someone subsidizes it — is the ghost in
this story. The original Convoy effectively bought volume with VC-subsidized rates as a principal
broker, and that demand evaporated when the money and the cycle turned. The current model
shows no equivalent mechanism: the carrier app is free, but that is ordinary marketplace pricing
(charge the side with money, free the side with supply), not a subsidy of the trade itself. Freight

must move regardless.

Gains from trade per match are real but modest per unit: a covered load is worth roughly
$1,500-2,500 in carrier revenue and perhaps $200-400 in broker gross margin. That comfortably
supports a thin per-load automation fee — but it cannot support a principal's balance sheet,

which is precisely the lesson the reincarnation absorbed.
Market Gravity Assessment

Market gravity — what pulls participants toward this venue instead of the alternatives — looks

very different post-acquisition than it ever did standalone.

Question Assessment

Supply-side (carriers) = Structural pull: more loads in one free app, on preferred lanes, without phone tag.
Embedded in the DAT ecosystem carriers already use daily, the pull is near-default

rather than acquired.



Question

Demand-side
(brokers)

Incumbent gravity

Gravity

compounding

Assessment

Structural pull: capacity and automation while remaining broker of record. Unlike
digital brokers (Uber Freight et al.), the platform does not compete with its customer

— the single most important repositioning decision in the redesign.

The strongest gravity wells were DAT One itself, Truckstop.com, and phone-known
carrier relationships. The acquisition moved the largest well inside the tent; what

remains outside is habit and Truckstop.

Yes. Every booked load adds carrier reliability history, lane-preference data, and rate
signal on top of DAT's existing rate data. The pull strengthens with use — a better-

funded entrant cannot simply buy equivalent position.

§2b. Business Model Physics

Dimension

Revenue architecture

The startup numbers

Unit economics flags

Asset Specificity

EMU Exposure

Option Value of
Delay

Runway Alignment

Assessment

Subscription-anchored: the platform rides inside DAT One's paid broker base, plus
(assumed — undisclosed) per-load facilitation economics on automated execution.

Carrier side free. No disclosed viral mechanic; growth is channel attach, not referral.

The standalone question — "how many customers to reach ~$2-3M ARR before
runway ends?" — is retired. Reframed: attach rate on an existing subscriber base of
tens of thousands of broker seats. Assumptions flagged: if automation value
averages even $10-20 per booked load across a meaningful share of ~700k daily
posted loads, the revenue ceiling is large; the floor is covered by subscription
retention. Sales cycle for existing DAT subscribers is an in-product upsell (weeks);

non-DAT brokers are a longer, competitive sale.

Usage is recurring (daily booking), not episodic — no one-time-buyer problem.
Structural LTV risk is low; the real flag is fee compression as competitors bundle
matching into their own boards and TMS tools.

Low—Medium. Workflow/TMS integration, no custom hardware, no relationship-
specific capital. A broker can run automated matching alongside manual board

work.

Medium. Load volumes are highly cyclical (see §3), but the entity holds no trucks, no
principal margin, no freight debt. A downturn shrinks volume; it does not strand
capital. Load-board and automation usage historically rises in downturns as brokers

cut cost-per-load and carriers hunt freight.

Minimal. Option Value of Delay — the rational choice to wait rather than commit
when uncertainty is high — is weak here: adoption is additive, cheap, and reversible.

This is the exact inversion of the Exogenous Casualty paralysis pattern.

Pass. Funded from an incumbent P&L; the 18-24-month runway constraint that

governs startup market engineering does not bind.



§3. Existential & Exogenous Challenges

Externally-Imposed Market Uncertainty (EMU) — volatility arising outside the relationship

between the two trading parties — is assessed separately from relationship-level threats.

Layer Challenge Assessment

Endogenous Trust Warning — the
binding gate.
Freightisina
documented

fraud epidemic:
double
brokering, stolen
carrier identities,
rising cargo
theft. A broker
handing a
shipper's load to
an algorithm-
selected carrier is
betting an
account on the
vetting.
Automation
scales whatever
the vetting
misses. Chicken-
and-egg
platform trust is
largely inherited
from DAT's
decades-old
brand, but per-
transaction trust
is where deals

stall.

Endogenous Risk Warning. Per-
load cargo
liability is high,
but risk is
diversified across
thousands of
daily
transactions and

borne by insured



Layer

Exogenous (EMU)

Exogenous (EMU)

Challenge

Regulatory

Geopolitical & Trade

Assessment

parties.
Comparable-rate
assessment is
unusually good
(DAT rate data),
softening the
thin-market

pricing problem.

Warning
(Medium).
FMCSA authority
and insurance
rules, broker-
transparency
rulemaking,
state-level
emissions
mandates, and
classification
debates all churn
the compliance
layer.
Fragmentation is
modest (single
national
jurisdiction), and
compliance
automation is a
value driver, not

just a cost.

Warning
(Medium). Lanes
are
overwhelmingly
domestic, but
tariff waves hit
import volumes
and reshape lane
flows — a
demand shock
transmitted

through trade



Layer Challenge Assessment

policy, not a
corridor block.

Exogenous (EMU) Macro & FX Warning (High
market /
dampened
entity). The
freight cycle is
brutal — spot-
rate collapse is
what felled the
original. FXis
irrelevant
(domestic);
diesel and rate
volatility are not.
Critically, the
exposure now
lands on volume
and growth,
inside a
subscription
business, rather
than on principal
margin. Severity
downgraded
from the
original's fatal
reading precisely
because of the

model change.

§4. Resistance Challenges

Layer Challenge Assessment

Endogenous Opacity High. Rate
opacity (spot vs.
contract), carrier-
quality opacity,
and strategic
withholding —
brokers hide
margin, carriers
hide true



Layer

Endogenous

Endogenous

Challenge

Geographic Distance

Temporal Distance

Assessment

availability. Fraud
raises inspection
costs further.
DAT's rate data
and the
platform's
vetting attack
this directly, but
it remains the
thickest market
friction — the
accumulated
effort that blocks
deals — in the

stack.

Medium. Freight
is inherently
spatial (lanes,
deadhead
economics), but
the market is
national, single-
language, single-
jurisdiction.
Distance is a
matching
parameter, not a

barrier.

Medium. Spot
freight is a near-
real-time market:
capacity is
perishable and
matching
windows are
hours, not
weeks. This is the
problem the
platform exists
to solve — post-
ahead and
instant booking

compress the



Layer

Endogenous

Endogenous

Challenge

Offering Complexity

Cold Start

Assessment

gap — but
timing
mismatches still
strand trucks

daily.

Medium. Dozens
of structured
attributes per
load (equipment,
weight,
commodity,
accessorials,
facility
constraints) and
per carrier
(equipment,
safety, insurance,
lane
preferences).
Complex enough
to defeat
keyword search;
structured
enough for
automation.

Low — solved
structurally. The
cold start — the
chicken-and-egg
deadlock where
neither side joins
until the other
has — was
Critical for any
standalone
entrant.
Embedding into
DAT One (~700k
daily loads) plus
the inherited
carrier base
converts critical

mass from a



Layer

Endogenous

Endogenous

Endogenous

Challenge

Cognitive Bandwidth

Fulfillment

Participant Fragmentation

Assessment

coordination
miracle into an
integration

milestone.

Medium.
Carriers face
hundreds of
loads per lane
search; brokers
face dozens of
carrier calls per
load. Curated
matching (“the
lanes you like to
run") directly
respects these
limits.

Medium. The
platform
matches and
tracks but does
not haul;
breakdowns,
detention, and
facility delays
remain physical
frictions it can

only monitor.

High. The
overwhelming
majority of US
for-hire carriers
run ten trucks or
fewer; a huge
share are single-
truck owner-
operators.
Brokers are
similarly long-
tailed. Sub-scale
participants are
the market's

defining



Layer

Exogenous (EMU)

§5. Intervention Relevance

Challenge

Trust

Risk

Opacity

Geographic Distance

Temporal Distance

Offering Complexity

Challenge

Tech Obsolescence

Severi

ty

High

Mediu

High

High

Mediu

Mediu

Mediu

Al Matching

Neutral

Neutral

Primary

Supporting

Primary

Primary

Al
Inter
media

ry

Prima

ry

Suppo
rting

Suppo
rting

Neutr

al

Suppo
rting

Neutr

al

Al
Input
Transl

ation

Suppo
rting

Suppo
rting

Al
Memo
ry

Prima

ry

Suppo
rting

Suppo
rting

Suppo
rting

Suppo
rting

Al
Aggre
gation

Neutr
al

Neutr

al

Neutr

al

Suppo
rting

Suppo
rting

Assessment

condition — and
the platform's

raw material.

Medium. A wave
of Al dispatch
agents and
autonomous-
trucking
roadmaps churns
the tooling
landscape, but
buyer lock-in
cost is low and
the platform
rides the wave
rather than

resisting it.

Synth  Macro
etic RiskEn
Bootst gine/
rappin  Dyna
g mic
Contr

acts

— Suppo
rting

— Suppo
rting

— Suppo
rting



Challenge

Cognitive Bandwidth

Fulfillment

Participant

Fragmentation

Regulatory (EMU)

Geopolitical (EMU)

Macro & FX / freight
cycle (EMU)

Tech Obsolescence
(EMU)

Severi

ty

Mediu

Mediu

High

Mediu

Mediu

High

Mediu

Al Matching

Primary

Supporting

Supporting

Supporting

Neutral

Al
Inter

media

ry

Suppo
rting

Suppo
rting

Prima

ry

Al
Input
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Suppo
rting
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rting
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rting
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Al
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gation
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rting
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rting
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9

Traditional interventions already in use: structured load-post standardization; carrier

Macro
RiskEn
gine /
Dyna
mic
Contr

acts

Suppo
rting

Suppo
rting

Suppo
rting

Suppo
rting

Prima

ry

Suppo
rting

certification (authority and insurance verification); payment/quick-pay clearinghouse functions;

DAT rate benchmarks as price-transparency infrastructure; and — most notably — the human

broker is retained as broker of record rather than disintermediated. The market-maker role (the

original Convoy's principal model) was deliberately abandoned; that subtraction is the

repositioning. Synthetic bootstrapping is largely moot at current density — relevant only for

seeding new lanes or regions.

§6. GTM & Competitive Assessment

Question

GTM strategy

Incumbents

Assessment

Distribution-led, not acquisition-led: attach automation to the existing DAT One

broker base; keep the carrier app free and habit-forming. Critical mass is pre-solved;

the metric that matters is automation share of booked loads, not logo count.

Why hadn't the market been thickened already? Because incumbents earned rents

from the friction: load boards monetize search effort, and traditional brokers

monetize phone-based capacity access. DAT buying the automation layer is the

classic incumbent move — own the disruption before it owns you. Truckstop.com



Question Assessment

remains the external board rival; Uber Freight, Loadsmart, and Transfix compete on

tech but against brokers, not for them.

Technological barrier = Digital freight matching was buildable by 2017 — Convoy itself proved it. Per the

rubric's test, a solvable market that stayed un-thickened signals a hidden structural

block. The block was never the algorithm; it was principal-model economics and

channel conflict with brokers. Both are now removed.

Competitive moat DAT's rate and lane data gravity, the two-sided carrier network with accumulated

history, compliance infrastructure, and default distribution. The moat is real but

concentrated: it defends the matching layer, not the trust layer (see §3).

PMF Signal by Vertical

Vertical Genuine Demand

Small/mid brokers on = High
DAT One

Owner-operator High

carriers

Small fleets (2-50 High

trucks)

Large enterprise Medium

brokers

Shippers direct —

§6b. Evidence Quality & Risk Register

Evidence Stack

Friction Level

Medium

Medium

Medium

Medium

PMF Signal Strength

Strong — automation is pure
cost-down for them

Strong — with the O2] caveat:
adoption runs on habit and

sentiment

Moderate-Strong

Weak-Moderate — C.H.
Robinson-scale players build
in-house; platform sees

overflow at best

Out of scope by design — the
deliberate broker-only
repositioning



Evidence Item

"Leading marketplace
built exclusively for
brokers and trusted

carriers"

"DAT has acquired
the Convoy Platform"
banner; ©2026 DAT
Freight & Analytics

Free carrier app with

live app-store links

Broker-of-record

positioning

~700k daily DAT One
loads; tens of
thousands of carriers;
~98% automation
heritage (analyst

notes)

Type

Self-asserted positioning

First-party corporate announcement

Adoption signal

Product/design evidence

First-party / historical benchmarks

Quality
Assessment

Weak — no
corroboration,
metrics, or third-
party validation

on the page

Strong —
externally
verifiable; analyst
notes confirm
the Jul 28, 2025

agreement

Moderate —
verifiable
externally via
store data, but
no counts

disclosed on-

page

Moderate —
strategically
meaningful and
checkable in-

product

Moderate —
credible but
absent from the
landing page;
the 98% figure
dates to the

prior incarnation

Critical missing evidence: current automation share and match rate, broker attach rate inside

DAT One, carrier retention post-acquisition, fraud/claims performance, pricing and take rate, and

integration milestones.

Landing page data gap. The page is thin and static: hero copy, two CTAs, support links, cookie

notice — no pricing, no integration roadmap, no metrics, no news or changelog. The newest

artifact is the acquisition banner, ~11 months old at review date. Nothing on the page addresses

the last 2-3 months of operations — DAT One integration status, feature launches, carrier

growth. A manual/agent pre-research phase (DAT press releases, app-store update cadence and



recent reviews, LinkedIn showcase activity, engineering job postings) is necessary before any

recency-sensitive claim in this marketmap is treated as verified.

Risk Register

Risk Severity Mechanism
Trust-gate breach via = High Automation
fraud scales whatever

vetting misses;
one high-profile
stolen or
double-brokered
load pushes
brokers back to
phone-known
carriers. Trust is
the binary gate

of this market.

Freight-cycle Medium-High Volumes collapse

downturn as in 2022-23;
the entity
survives (no
principal
exposure,
subscription
cushion) but
growth and the
automation-ROI
narrative stall.
The original's

killer, dampened

to a growth-

capper.
Neutrality / Medium-High “Neutral layer for
integration dilution ALL brokers"

erodes as it

becomes a DAT
feature; non-DAT
brokers and
rival-leaning
carriers hesitate;
channel conflict
over DAT One



Risk Severity

Competitive squeeze = Medium

Carrier-side Medium

sentiment churn

Regulatory shift Medium-Low

§7. Overall Assessment & Prognosis

Friction Layer Challenge Severity (0-4)

Endogenous Trust 3

Mechanism

pricing and
packaging.

Uber
Freight/Loadsma
rt/Transfix on
tech, Truckstop
on the board,
and large
brokers' in-
house
automation
removing top-
of-market
demand.

Two ownership
changes in three
years; individual
owner-operators
adopt on brand
feeling and
truck-stop word-
of-mouth —
dynamics friction
analysis cannot
model (see §7
qualifier).

Broker-
transparency
rules,
classification,
emissions
mandates raise
compliance value

as much as cost.

Primary Engineering

Response

Al Trusted Intermediary + Al

Memory (evidence-based



Friction Layer

Endogenous

Endogenous

Endogenous

Endogenous

Endogenous

Endogenous

Endogenous

Endogenous

Endogenous

Exogenous

Exogenous

Exogenous

Exogenous

Challenge

Risk

Opacity

Geographic distance

Temporal distance

Offering complexity

Cold start

Cognitive bandwidth

Fulfillment

Participant fragmentation

Regulatory

Geopolitical & trade

Macro & FX (freight cycle)

Tech obsolescence

Severity (0-4)

Primary Engineering
Response

vetting, fraud-pattern

dossiers)

Vetting wall,
insurance/authority
automation, performance

history

Al Matching on structured +
unstructured attributes; rate

transparency
Lane-aware matching

Real-time matching, post-

ahead, intent persistence
Structured-attribute matching

Solved by DAT One
embedding

Curated lane matching

Tracking/execution
automation (does not haul)

Al-Enabled Aggregation of

owner-operator capacity

Compliance oracles,

automated vetting fallbacks

Lane-flow monitoring; limited

domestic exposure

Dynamic contingent contracts
— fuel/rate indexation;
subscription model dampens
entity exposure

Rides the Al tooling wave; low

buyer lock-in

Dual-Friction Scoring Index: |_endo = 21 (of 40); I_emu = 8 (of 16); G = 0.5 — each matched

load is genuinely valuable but per-load surplus is modest and friction-sensitive. Market Thinness
Score = (21 + 8) x 0.5 = 14.5 / 56. The score sits at the boundary between "unlocked" and

"friction-sensitive," which is the right read: raw market friction remains substantial, but the



existential blockers (cold start, runway, principal-model macro exposure) have been structurally

neutralized. What remains is per-transaction trust quality.

Scope Confidence Qualifier: Decision unit is 021 — brokers decide as organizations, carriers
decide as individuals — so confidence in this prognosis is reduced: transient-desire dynamics on
the carrier side (brand sentiment after two ownership changes, app habit, community word-of-
mouth) are not modelled by market physics and may move adoption in ways this analysis cannot
predict.

Prognosis: The Engineering Candidate. The platform correctly diagnoses the market's dominant
frictions — opacity, fragmentation, temporal distance — and deploys the targeted interventions
(automated matching, vetting, execution) that a market engineer would prescribe, now with
distribution and runway secured. The alternative considered most seriously was the Exogenous
Casualty — the category that describes the original 2015-2023 company, killed when the freight
cycle turned against its principal-model margin. The repositioning resolves that failure mode:
with no principal exposure, EMU lands on growth, not survival, and the broker's Option Value of
Delay is minimal because adoption is additive and cheap. The single biggest threat is
endogenous: the trust gate, in a fraud-heavy market where the platform stakes a broker's shipper
relationships on every automated booking. The first change a market engineer would make:
convert carrier vetting from a checkbox into evidence — persistent performance dossiers and

network-wide fraud-pattern detection, surfaced at the moment of booking.

§8. Al Interventions — Current and Available (Appendix)

This appendix translates the diagnosis into intervention terms. It is not part of the assessment; the

prognosis above was reached independently of it.

Diagnosed challenge = What the company already Available Al What it would change or
does intervention extend
(generic)
Trust & Risk (High) Automated carrier vetting; Al Memory — Gives brokers evidence-based
insurance/authority checks persistent trust scores on first-time
performance carriers, shrinking the vetting
dossiers and liability that pushes them back
fraud-pattern to phone-known carriers
recognition
across the
network
Opacity (High) Automated matching on Al Matching — Extends matching beyond
structured load attributes semantic attribute filters to nuance
matching that (facility quirks, driver

finds



Diagnosed challenge

Participant

Fragmentation (High)

Macro / freight-cycle

exposure (High)

What the company already
does

Pools tens of thousands of
owner-operators into broker-

accessible capacity

— (no hedging visible)

Stage 2 — Analyst Review

(Analyst to add comments here)

Stage 3 — Revised Verdict

(To be generated after analyst review)

Available Al
intervention

(generic)

counterparties
describing the
same need in
different

vocabularies

Al-Enabled
Aggregation —
dynamically
grouping sub-
scale carriers
into reliable
lane-level supply

MacroRiskEngin
e / Dynamic
Contingent
Contracts — rate
indexation, fuel-
surcharge
formulas,
programmatic

escrow

What it would change or
extend

preferences), raising match

quality and automation share

Lets brokers source
committed lane capacity from
fluid collectives of small
carriers rather than one-off

spot bookings

Enables longer broker-carrier
commitments with collars,
smoothing spot-cycle
whiplash and locking supply
through downturns



