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01  ·  EXECUTIVE  FRAMING

Static plans meet a dynamic world. The plans

always lose.

Weather shifts, ports queue, drivers reroute, customers reschedule. Logistics

has always absorbed variability with buffer. More inventory, more time, more

cost. Agentic AI gives the network a faster nervous system. Replanning

happens continuously, not weekly. The buffer shrinks, and so does the cost of

pretending nothing changes.

Why this matters now

Visibility used to be a project. It should be a service the customer self-serves. The role of

an AI Officer in logistics is to design the autonomy boundaries. What the agent can do

without asking, what it must escalate, and what gets logged for the inevitable claim.

Your last delivery exception resolved in 41 hours. Where did the 38

unproductive hours go?
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02  ·  THE  REGULATORY PRESSURE

Autonomy, route AI, and driver monitoring are

regulated as safety, labor, and infrastructure

decisions all at once.

Beyond the six global regimes, transportation & logistics carries the overlays below. Each

one has its own enforcement model and its own evidence expectation.

NHTSA AV NHTSA Automated Vehicle Framework + Standing

General Order

UNITED STATES, NHTSA

CRITICAL

Applies to. Vehicles with SAE Level 2 or higher driving automation, AI-enabled ADAS.

Key obligation. Crash and incident reporting within 24 hours for L2+ systems. Voluntary safety self-

assessments. Standing General Order compliance.

Evidence. Crash reports, safety case documentation, simulation testing logs, OTA update controls.

FMCSA AI FMCSA AI-Enabled Fleet Safety + Driver Monitoring UNITED STATES, FMCSA HIGH

Applies to. Commercial fleet AI for routing, driver monitoring, hours-of-service, accident prediction.

Key obligation. Hours-of-service accuracy with AI-enabled ELDs. Driver coaching system fairness.

Privacy of biometric driver monitoring.

Evidence. ELD audit logs, driver consent records, accident prediction model validation.

Aviation AI FAA + EASA AI in Aviation Safety Roadmap GLOBAL, FAA/EASA CRITICAL

Applies to. AI in flight operations, maintenance scheduling, predictive maintenance for aircraft, ATC.

Key obligation. DO-178C and EASA AI Roadmap compliance. Level of AI involvement classification.

Explainability for safety-critical decisions.

Evidence. Certification artifacts, safety assessment, AI assurance case.

IMO Maritime AI IMO MSC.428(98) + AI in Maritime GLOBAL, IMO ELEVATED

Applies to. Maritime AI for routing, port operations, autonomous vessel pilots.

Key obligation. Cyber risk management integrated into Safety Management Systems. AI-specific

risk treatment for MASS vessels.

Evidence. Safety Management System documentation, cyber risk register, MASS classification

artifacts.

Global emphasis for this sector. EU AI Act &middot; NIST AI RMF &middot; UK AI Framework.
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03  ·  WHERE AGENTS CHANGE THE  MATH

Four capability domains. One operating layer.

01

Dynamic Routing and

Replanning
02

Last-Mile and Customer

Service

Your dispatchers replanned 240 routes last week. How many were the same

problem?

Real-time route optimization across

modes

Driver-friendly replanning that respects

HOS

Cost-vs-service tradeoff agents

Yard, port, and terminal coordination

Autonomous shipment-status agents

Exception triage and proactive customer

notice

Returns orchestration

56%+ of support interactions resolved

autonomously
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04  ·  WHERE AGENTS CHANGE THE  MATH

Capability domains, continued.

03

Demand Forecast

Orchestration
04

Safety, Compliance and

Audit

Network-wide demand sensing

Capacity planning by lane and mode

Carrier negotiation and tendering agents

Spot-market arbitrage

Geofenced autonomy for high-risk

decisions

Immutable audit logs for liability

DOT, FMCSA, and customs compliance

agents

Driver-coaching agents with HITL
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05  ·  OUTCOMES AND ROI  REAL ITY

What production deployments look like at scale.

30 to

56%
DELAY AND COST

REDUCTION

171%
AVERAGE ROI

9 to 15

mo
PAYBACK PERIOD

Production-stage benchmarks compiled from FreightWaves SONAR industry analytics, Gartner Supply Chain research, and DHL

Logistics Trend Radar (2024 to 2025). Your spread depends on TMS integration, EDI vs API mix, and exception-cost instrumentation.

The AI Officer Mandate.

Three responsibilities a Fractional AI Officer owns from day one in transportation &

logistics.

01

Geofenced autonomy.

Agents act inside

defined operational

envelopes and escalate

at the boundary.

02

Liability-grade audit logs

for every action that

touches a vehicle, a

driver, or a customer

commitment.

03

Regulatory alignment for

autonomous-vehicle,

cross-border, and high-

value-cargo decisions.
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06  ·  A  90 -DAY PATH

How a Sophizo engagement starts in

Transportation & Logistics.

DAYS 1 TO 30

Diagnose

MAP THE OPERATING

REALITY

DAYS 31 TO 60

Architect

DESIGN THE AUTONOMY

BOUNDARY

DAYS 61 TO 90

Operate

SHIP AND INSTRUMENT

What we will not do.

We do not operate your TMS, dispatch your fleet, or negotiate with your carriers. We do not

put agents in the loop on hazmat routing or driver-hours decisions until the audit trail

meets your insurer's standard, not just yours. We pass on engagements where dispatchers

and ops leadership see agents as a headcount play, because that framing kills adoption

inside the first sprint.

AI system inventory

across the operation

Risk and value-tier

mapping by use case

Vendor and integration

audit

Board-ready findings

memo

Agent permissions and

escalation policy

Evidence file and audit

trail design

First production pilot

scoped with rollback plan

Cross-functional

governance committee

charter

First agent in production

with HITL controls

Operator coaching and

policy refinement

P&L instrumentation by

use case

Quarterly review cadence

established
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07  ·  WHAT THE  BOARD NEEDS TO HEAR

Five things the board needs to hear about AI in

freight.

Five cited insights for the next risk-committee meeting. Each one is sourced.

Each one is what an experienced AI Officer would put in front of the board if

they walked in tomorrow.

01 ·  DWELL ECONOMICS

Detention and demurrage drained roughly 11 billion from US shippers in

2023.

Industry reporting puts average truck detention at 700 dollars per day per asset and port demurrage

at 300 to 450 dollars per container per day at peak congestion. Agentic appointment-scheduling and

yard-coordination deployments have compressed dwell time 18 to 32 percent in early production. The

math holds even in soft freight markets.

Source. NMFTA 2024 Detention Cost Report; FMC Demurrage and Detention Quarterly Reports 2024.

02 ·  THEFT ESCALATION

Cargo theft is now an insurance-pricing event.

CargoNet reported a 35 percent year-over-year increase in cargo theft in 2023 and another 27

percent jump through Q3 2024, much of it driven by strategic theft using fictitious pickups. AI

verification at the dock is becoming an underwriting requirement, not a competitive differentiator.

Source. CargoNet 2024 Cargo Theft Trend Analysis; American Trucking Associations 2024 Cargo Security Report.

03 ·  TELEMETRY WASTE

The ELD mandate produced the data. Few carriers actually use it.

The FMCSA ELD mandate phased in from 2017 through 2019, producing hours-of-service, location,

and idle telemetry on every commercial truck. ATRI's 2024 operational-costs report shows fewer than

20 percent of carriers use this data for predictive routing or driver coaching. The data is already paid

for.

Source. FMCSA ELD Mandate Compliance Reporting 2024; ATRI 2024 Operational Costs of Trucking.
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08  ·  WHAT THE  BOARD NEEDS TO HEAR ,  CONTINUED

Two more, then the framework.

04 ·  AV REGULATION

NHTSA's Standing General Order quietly extended to partial automation.

NHTSA's Standing General Order 2021-01, with 2024 amendments, requires crash reporting within 24

hours for SAE Level 2 and above. Many carriers operating partial-automation fleets do not realize

they have triggered an ongoing reporting obligation. The audit trail is the prerequisite, not the

upgrade.

Source. NHTSA Standing General Order 2021-01 (with 2024 amendments).

05 ·  SERVICE ECONOMICS

Self-service tracking is now the customer preference.

DHL's 2024 Logistics Trend Radar and Gartner's 2024 TMS Magic Quadrant both report that freight

customers prefer agentic chat over phone for status updates. Median deflection of inbound status

calls runs near 47 percent in production, and the customer-satisfaction score typically rises along with

it.

Source. DHL 2024 Logistics Trend Radar; Gartner Magic Quadrant for Transportation Management Systems, 2024.
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09  ·  THE  SOPHIZO FRAME

The Yard-to-Yield Operating Stack.

Every logistics agent answers to four operational truths. If the agent cannot

defend itself on all four, it does not deserve a budget. The four truths are dwell

time, lane economics, exception cost, and audit-readiness.

TRUTH 1

Yard time

Agent must compress dwell on a measured lane or it has not earned its keep.

TRUTH 2

Lane economics

Improvement is per-lane, not aggregate. Aggregate hides mistakes.

TRUTH 3

Exception cost

Value is measured against fully loaded cost of the exception prevented.

TRUTH 4

Audit-readiness

Every action survives FMCSA inquiry, discovery request, or insurer claim.
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10  ·  FOUNDER NOTE

From John Utley.

In freight, the agent project pitched on labor savings

dies in the first quarter. The one that compresses dwell

time and reduces exception-claim leakage earns a

second budget cycle. Lead with the operating metric

your CFO already trusts. The headcount question can

wait.

John Utley

FOUNDER, SOPHIZO ·  SEATTLE,  WA

John Utley founded Sophizo to give growth-stage companies the AI and revenue architecture work

historically reserved for the Fortune 500. He writes and advises on agentic AI governance, predictive

forecasting, and operating-model design for boards and operators across transportation & logistics and

adjacent sectors.

SOPHIZO · TRANSPORTATION & LOGISTICS PLAYBOOK SOPHIZO.NET · PAGE 10



11  ·  THREE  QUESTIONS WORTH ASKING

Test your operating picture against these.

Frequently asked questions.

Are autonomous decisions about routing safe?

Routing decisions are bounded. Agents optimize within an envelope you define (cost, time, hazardous-

material rules, driver constraints). Anything outside the envelope escalates to a human dispatcher. The

agent never overrides a safety constraint silently.

How do we measure the ROI of fewer exceptions?

We baseline the cost of an exception (claims, refunds, lost revenue, manual handling time) before

deployment, then track every exception the agent resolves end-to-end. The number is usually larger

than the controller expects, because exception cost was distributed across departments.

What happens to our dispatchers?

It changes their job. Dispatchers move from manual replanning to managing the agent fleet. Setting

policy, reviewing exceptions, and stepping in on edge cases. Most clients keep the same headcount and

run more freight through it.

Your last delivery

exception resolved in 41

hours. Where did the 38

unproductive hours go?

1
Your dispatchers

replanned 240 routes

last week. How many

were the same problem?

2
Your visibility tool

answered where is my

freight. What question

should it have answered

next?

3

If this maps to your operating reality, we should

talk.

The Diagnostic Sprint is two weeks. Board-ready output. Tailored to transportation &

logistics.

ENGAGE

sophizo.net/checkout/diagnostic-

sprint

INDUSTRY PAGE

sophizo.net/industries/transportation-

logistics

EMAI

john
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12  ·  SOURCES

Primary research behind this brief.

Every claim, statistic, and citation in this playbook traces back to one of the primary

sources below. Pressure-test any of them with your team. We have done the same.

01. National Motor Freight Traffic Association.

2024 Detention and Demurrage Cost Report.

02. Federal Maritime Commission.

Demurrage and Detention Quarterly Reports, 2024.

03. CargoNet.

2024 Cargo Theft Trend Analysis.

04. American Trucking Associations.

2024 Cargo Security Report.

05. FMCSA.

Electronic Logging Device Mandate Compliance Reporting, 2024.

06. American Transportation Research Institute.

2024 Operational Costs of Trucking.

07. National Highway Traffic Safety Administration.

Standing General Order 2021-01 (amended 2024).

08. DHL.

Logistics Trend Radar 2024.

09. Gartner.

Magic Quadrant for Transportation Management Systems, 2024.

Editorial note. This brief is a field reference compiled by Sophizo Research. It is not legal, accounting, or clinical advice. Cite the

primary regulator guidance for binding interpretation. Where statistics are quoted, the most recent published figure as of early 2026

is used.
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