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company: Convoy (now The Convoy Platform by DAT)

stage: Acquired / Relaunched (Post-Bankruptcy)

model: Originally a B2B Digital Freight Brokerage; relaunched as a B2B SaaS execution layer
revenue_layers: Originally transaction margin; currently B2B software licensing
target_customers: Freight Brokers, Enterprise Shippers, and Independent Trucking Carriers
core_claim: "The leading marketplace built exclusively for brokers and trusted carriers to
effortlessly match and execute freight."
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Stage 1 — Initial Analysis

Generated by DeeperPoint Market Engineer - Read-only

80. Company Snapshot

Field Detail
Company Convoy (Acquired by Flexport, then DAT)
Tagline "Smart matches. Smoother hauls."
HQ Seattle, WA
Stage Acquired / Relaunched
Business o
Model Originally B2B Marketplace; currently B2B SaaS software layer
ode
Revenue Transaction margins (freight brokerage) historically; Saa$S licensing
Layers currently
Target ] )
Freight Brokers (Demand) and Independent Motor Carriers (Supply)
Customers
. An effortless digital environment to match loads to trucks, driving
Core Claim

business forward with less hassle.



81. Market Identity & Structure

Diagnostic
Question

Assessment

Counterparty
Arrangement

Participant
Types

Market Size

Repeat vs. One-
time

Many-to-many market. Millions of individual shipments need to be
matched against hundreds of thousands of independent trucking
units.

B2B. The shipper side consists of sophisticated enterprise logistics
teams. The supply side operates at a lower digital sophistication
tier, dominated by independent owner-operators and micro-fleets.

Massive addressable pool ($800B+ US trucking market). However,
it is fundamentally constrained into thousands of micro-markets
defined by geography, trailer type, and exact day of the week.

Highly episodic. Carriers seek out one-time transactions dalily,
jumping between whatever load pays the most for their current
location.



82. Demand Diagnosis

Convoy'’s historical failure provides a perfect diagnostic test of desire in a thin market
— a market where buyers and sellers struggle to find each other.

Diagnostic
Question Assessment
High. There is real economic urgency (genuine demand) on both
Genuine sides. Shippers must move physical goods to keep supply chains
Demand operating. Carriers must fill empty trailers to avoid running
"deadhead" miles which cost them diesel and time.
Massive and ultimately lethal. Convoy subsidized demand — activity
that evaporates without venture capital cash — by undercutting
Manufactured market rates to shippers and guaranteeing above-market pay to
Demand carriers. When capital contracted in 2023, this manufactured layer
vanished, revealing the company was operating at ruinous unit
economics.
Insufficient relative to the chosen model. Freight brokerage yields
Gains from famously low gross margins (historically 12-15%). Convoy's heavy
Trade technology overhead could not be sustained on these margins once

VC subsidies ceased.

Market Gravity Assessment

Market gravity — what pulls buyers back to a specific platform rather than
alternatives — was Convoy's fatal flaw.

Diagnostic
) Assessment
Question
Subsidized. Independent truckers have near-zero loyalty to digital
. brokers. They gravitate precisely to the app offering the highest rate

Supply-side . . i

it per mile that day. When Convoy stopped paying a premium over the
gravity

incumbent load boards (like DAT), carriers simply uninstalled the
app.
Subsidized. Shippers gravitated to Convoy because they were

Demand-side . . -
offered digital transparency coupled with loss-leader pricing. There

gravity .
was no structural lock-in.
Exceptionally strong. Incumbents like C.H. Robinson (human
brokers) provide reliable exception management when physical
Incumbent , _ .
it reality breaks algorithms (e.g., flat tires, severe weather). DAT (the
gravity

software incumbent) held the network gravity by being the neutral
watering hole for all participants.



Diagnostic

) Assessment
Question
Static. Network density improved routing efficiency locally, but data
Gravity accumulation did not trap participants. A carrier with 500 perfect
compounding loads on Convoy would abandon the platform tomorrow for an extra

$0.15 per mile from a competitor.

§2b. Business Model Physics

Diagnostic
) Assessment
Question
Historically, Convoy generated revenue by acting as a digital freight
Revenue broker, capturing the margin between what the shipper paid and
Architecture what the carrier demanded. Following its acquisition by DAT, it has
pivoted to a purely SaaS-based execution layer for existing brokers.
The startup numbers — the math required to reach sustainability —
were unachievable. Sustaining a $3.8 billion valuation required
Bootstrapping Convoy to capture tens of billions in GMV. Because freight operates
Math in geographical micro-markets, Convoy had to buy density
simultaneously across thousands of discrete shipping lanes, burning
massive capital.
Freight is highly transactional and volatile. In a freight recession,
Unit capacity (trucks) floods the market and prices plummet. Convoy's
Economics algorithm treated transactions as scalable digital actions, but the
Flags revenue layer was tethered to a low-margin physical commodity that

turned deeply negative during the market cycle shift.



83. Existential Challenges

Challenge

Diagnostic
Questions

Assessment

Risk

Trust

Regulatory
Friction

Can participants
assess fair value
and diversify?

Is there a
chicken-and-egg
trust cycle?

Do regulations
fragment the
market?

Warning. Market volatility is high. Carriers face
non-payment risks in the broader market, though
Convoy mitigated this by guaranteeing QuickPay.

Pass. Trust is mostly commoditized by institutional
standards. Carriers want to know they will be paid;
shippers want to know cargo is insured. Convoy
successfully solved this via digital tracking and
guaranteed settlement checks.

Pass. DOT regulations are standardized
nationally. The market functions seamlessly across
state lines.



84. Resistance Challenges

This market exhibits extreme resistance. Every transaction is a localized event
struggling against physical world constraints.

Diagnostic
Challenge . Assessment
Questions
Are parties High. Strategic opacity rules freight.
Opacit strategically Shippers hide true urgency to keep prices
aci
pactty withholding low; carriers bluff about availability to
information? negotiate higher rates.
] Critical. You cannot match a truck in
. What is the S
Geographic ] o Seattle to a load originating in Miami. The
] economic shipping . ) . .
Distance dius? market is fragmented into rigid geographic
radius”
origin-destination pairs.
Critical. Freight lacks an inventory buffer. A
What is the time gap truck's capacity is consumed immediately
Temporal . ,
i between readiness through time and space. A match must
Distance I . " . o .
and availability? align a specific vehicle size in a specific zip
code on a specific Tuesday.
Medium. Not overwhelmingly complex
Offering How many distinct (weight, dry van vs. refrigerated, hazmat),
Complexity attributes matter? but non-negotiable. Refrigerator loads
cannot enter dry vans.
Critical. Overcoming the cold start —
getting both sides to show up at the exact
Is the bootstrapping same time per regional lane — is incredibly
Cold Start _ .
plan sound? expensive. Convoy solved this purely by
burning VC capital, masking a structural
coordination failure.
. Medium. Dispatchers manage significant
. Are participants . .
Cognitive . _ cognitive load comparing rates across four
. experiencing choice _
Bandwidth different screens and platforms
overload? ]
simultaneously.
Critical. This is 100% physical fulfillment
What are the subject to friction force — the effort and
Fulfillment physical/logistical drag of the real world: traffic, breakdowns,

delivery constraints?

facility delays, and driver hours-of-service
limits.



Diagnostic
Challenge . Assessment
Questions

o Critical. 90% of U.S. motor carriers
Are participants too
o o operate 6 or fewer trucks. They possess
Participant small individually to o
] ) zero individual market power and rely on
Fragmentation meet commercial

thresholds? platform aggregation to access enterprise
resholds”

freight.
85. Intervention Relevance
Challenge
. . Al Al Al Input Al Al
(this Severity . i . .
Matching Intermediary  Translation  Memory Aggregation
company)
Opacity High Primary Supporting Neutral — —
Temporal " . :
_ Critical Primary Neutral — Supporting —
Distance
Geographic - ) )
_ Critical Primary Neutral — — Supporting
Distance
Cold Start Critical — Neutral — Neutral Primary
Fulfillment Critical — — — — —
Participant . )
. Critical Neutral Neutral — Neutral Primary
Fragmentation

Traditional Interventions Used: Convoy modeled itself as a digital Human Broker
and Market Maker. It held the bag on financial settlement and managed the
matching centrally. It functioned as a clearinghouse, eliminating counterparty risk by
becoming the single broker of record.



86. GTM & Competitive Assessment

Diagnostic
Question

Assessment

GTM Strategy

Incumbents

Technological
Barrier

Competitive
Moat

Historically: outspend incumbents to buy market share. Convoy's
runway was tied entirely to capital markets, not organic,
compounding profitability. Current DAT era: software licensing to
brokers capitalizing on the acquired tech stack.

DAT is the definitive 800-pound gorilla. Because DAT operates as a
neutral bulletin board pulling subscription fees rather than acting as
a margin-extracting broker, it captures all the platform gravity.
Convoy attempted to compete with its own users.

Al and ML easily handle the theoretical matching optimization (e.g.,
creating perfect triangle routes). The hidden structural block is the
exception rate of physical freight. When a truck breaks down, you
need a human to negotiate a rescue, not an algorithm.

Nonexistent. Because independent truck drivers operate on
microscopically thin margins, they will install any app that offers a
better rate today. There is zero data gravity or reputation lock-in
governing their behavior.

PMF Signal by Vertical

. Genuine Friction .

Vertical PMF Signal
Demand Level

Standalone Brokerage ) . Weak structural / Strong
High Critical

(Defunct) manufactured

B2B SaaS / neutral ] ]
Medium Medium Moderate

matching tool (Current)



86b. Evidence Quality & Risk Register

Evidence Stack

Evidence Item Type Quality Assessment

"DAT has acquired ) Strong. Confirms the underlying Al-matching
Third-party . .

the Convoy o technology had genuine asset value, even if
validation ] ) ] ]

Platform” the primary business model failed entirely.

"built exclusively for o Strong. Demonstrates they have retreated
Positioning .

brokers and trusted ot from trying to be the broker and are now
pivo

carriers"

supplying the actual market orchestrators.

Critical missing evidence: We need evidence that brokers are adopting the newly

formatted neutral platform compared to relying purely on native DAT tools.

Risk Register

Risk Severity  Mechanism
o Matching engines are increasingly cheap to build.
Commoditization of ) o T
) High The market value is in the liquidity pool (DAT), not
matching .
the vector logic (Convoy).
. . Carriers remain entirely agnostic to the software
Multi-tenanting . ] )
Critical shell. They will use the Convoy platform only if the

behavior

specific broker posting there pays well.



87. Overall Assessment & Prognosis

Dimension Severity Primary Engineering Response

Guaranteed QuickPay / settlement

Risk Medium ]
clearinghouse
Low - . e
Trust Digital tracking and neutral platform positioning
(Solved)
Regulatory friction Low N/A
_ , Al Semantic matching & real-time pricing
Opacity High
transparency
Geographic distance Critical Spatial vector matching
) - Predictive load matching / asynchronous
Temporal distance Critical _
scheduling
Offering complexity Medium Structured attribute fields
Pivot from burning capital to plugging into
Cold start Critical 2 AR

existing density (DAT)

. , , Automated filtering vs manual load board
Cognitive bandwidth Medium i
scrolling

No software can bypass traffic/weather physical

Fulfillment Critical _
constraints
Participant Critical Al-Enabled Aggregation (bundling mom-and-pop
ritica
fragmentation fleets)

Prognosis: The "Uber for X" Trap

Convoy is the quintessential example of mistaking a structurally thin, highly
fragmented B2B market for a consumer ride-hailing app. The market is defined by
intense geographic and temporal distance constraints, meaning critical mass — the
liquidity threshold — had to be achieved in thousands of localized micro-markets
simultaneously.

What they did well: Their digital automation, matching algorithms, and Ul
fundamentally modernized trucking expectations. Biggest Threat: Mistaking
manufactured demand for structural lock-in. By operating as a broker rather than a
tool, they assumed taking losses to gain volume would create a moat. It didn't;
carriers multi-tenant endlessly with zero loyalty. A market engineer would change:
Exactly what happened post-bankruptcy. A market engineer would immediately strip



away the brokerage/margin model and deploy the matching engine as a pure, neutral
software utility (SaaS) connecting existing fragmented actors without taking on the
ruinous financial liabilities of freight settlement.



Stage 2 — Analyst Review

(Analyst comments go here — corrections, domain knowledge, strategy pushback)



Stage 3 — Revised Verdict

(To be generated following Analyst Review)
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