
Trucking Process

OA

15 interviews

...as well as relationships

....if client preferences 
and strict KPIs are in 
place

....And it works better 
than current open 
carrier

Open carrier is well 
recieved....

Open carrier could be an effective solution for capacity constraints, 
invoice reconciliation, and routing to uncommon lanes

Consistency of trucker by client and 
delivery location is critical

Because deliveries are highly dependant on 
destination facility specifications

“These truckers know 
how to deliver into like 
DJI has very specific 
facilities like I know that 
this trucker can deliver it I 
trust them to do it hands 
off”

-Heather Greybill, OA, ATL

Concerns primarily stem from ops want to focus 
on relationship building and ownership not only on 
the client side, but the carrier side

Rail ramps are not adequately 
supported in marketplace

The quoted carrier rarely changes through the shipment lifecycle and is 
actively avoided, but may happen due to capacity constraints or if quoted 
carrier doesn’t serve the delivery area, though these exceptions are not 
caught until diapatch

“I noticed with [Ocean] 
flexport open carrier that 
we experience less of 
those invoicing pain 
points” 

-Andrew Johnson, OA, LA

identify trucker marketplace quote

Quote

#Valid Dispatch

Dispatch

Arrange and Deliver Return Empty & POD

PODs have varrying levels of 
importance depending on client

But are still chased for invoicing KPIs (compliance)

Regardless, chasing PODs is non 
value add work for most clients

Much of track and trace is done via phone call and 
"checking" so we might not see it in the system

Track

Receive invoice from trucker Invoice client

Invoice

DOA
Not all squads have DOAs, and their responsibilities 
vary greatly on a squad by squad basis. Typically, 
they are OAs in training who take on more and more 
responsibility as they approach promotion to OA. 
They tend to work across a squad’s book of business



Typically they are responsible for:



1. Data quality

2. FCL destination coordination 

3. LTL/FTL destination coordination

4. LCL/Air destination coordination

5. Learning to quote and doing so in certain cases


Will wait 4 hours to 
reach out to trucker.

-Hannah

milestones I would 
expect off app is like a 
confirmed receipt of DO, 
pick up confirmation, 
delivery confirmation 
with a delivery 
confirmation providing a 
POD 
-Hannah

Typically they are responsible for:



1. Escalations from DOA

2. Trial accounts end to end

3. Quoting

4. Invoicing


Roles Overarching Themes

FTL Quotes are unsupported in marketplace

Freightclasscalc.com 

website to find freight class 
rather than waiting for USA 
trucking -Ece & Jake


FTLrates@ also uses 
freight quote “just adds 
extra steps. Typically FTL 
it's very urgent right 
they're transloading 
something and that's 
because the deadline, the 
ETA that we have in core 
isn't good enough.” 

-Jeff Martin, OA, SF

“FTL rates Is too slow”

-Hannah, OA, SF

1. Use Freight view/Freight quote

2. Use FLTrates@

1. Marketplace

2. Use Freight view/Freight quote

3. Quote directly with Estes or OFDL

LTL Quotes are undersupported in marketplace are the 
most time consuming and painful trucking move to quote 

Calculating freight class is overly complex and time 
consuming, so squads often find work arounds

LCL: starts tracking at Devan 
date - pays close attention to 
shipco “it's a lot of more like 
babysitting” -Arlette

uses ODFL

site is easy but “you're 
entering a lot of data for 
the shipment and then 
have to enter it again 
into their website”

-Hannah

Carrier selection hierarchy 
(selection per market)

0. Bid NAK

1. Past experience / relationships

2. Ask peer

3. Client preference

4. Trucking map

5. USA trucking slack

6. Slack individual trucking ops if urgent

Quote selection hierarchy “Quoting is extremely simple”

-Jeff Martin, OA, SF

0. Bid NAK

1. Marketplace option

2. SRT request

3. Freight View or Freight Quote (LTL, FTL)

4. FTLrates@

5. usa_trucking slack if urgent

6. Slack individual trucking ops if urgent

Besides blanket frustrations of unreliable 
rates and repetitive tasks, generally ops 
agrees that putting together quotes is 
relatively easy.

Operations percieves dispatching as 
something that is easy and doesn’t take 
much of their time. They agree it could be 
automated and have no issue giving up 
control over the process.

Marketplace rates arenot always trusted

Nor are transit times

“ideally we should be 
updating delivery 
locations in network, 
so that that 
information pulls into 
the DOs 
automatically. And in 
that case, you 
shouldn't be updating 
DOs individually 
whereas you should 
actually learn the 
location” -Ece

client just wants to be 
able to pick a time slot 
for delivery, they don’t 
care about carrier 

-Marjon, OM, AMS


#Valid is not a commonly used or fully 
understood process (chicago was the only 
office to consistently use it)

Start watching shipments as soon as they hit 
the water or depart “All we’re doing is pressing a button”


-Ellen Kirkness, OA, CHI
“it may take 10 seconds to send the message 
for me, but it can save the client, a lot in 
storage if you're not picked up.”

-Tom Spagnola, OA, ATL

“I think that most of us will echo that invoicing 
is the worst part of our job.” 

-Izzy Loyd, OA, CHI


But there is a standard set of information 
checked for, even if it doesn’t have a name

If the user is responsible for validating and 
dipatching, they will validate docs immediately 
prior to sending

Wide support for automating DO dispatch...

...though ease depends on mode:

I. 5-7 days out

I. Customs Clearance II. Cargo ready for pickup III. Pallets for exchange IV. Fees paid

I. DO Accepted II. Confirm schedule III. Confirm pickup

I. LTL II. LCL

I. At quoting / Network

I. Prepull II. Chassis Days I. Wait time II. Bobtail II. Chassis splitsII. Overweight fees

Recieving an accessorial

II. At delivery scheduling IV. Real time via trucker...III. During OFD ...But they often don’t include rate

EU Ground Ops has already 

proven this a promising solution 

Reduces repetitive/non value 

add work

Not always clear accountability Not always clear responsibility Does it actually save time? Does it actually serve the client?Communication doesn’t always 

save work

III. Rail

IV. Approaching LFD VI. Date past dueV. Confirm Delivery


(want to let client know 

personally it arrived)

I. Customs Clearance II. Cargo ready for pickup III. Pallets for exchange IV. Fees paid

I.Trucking BOL II. Cargo ready for pickup III. Add LTL reference #s

II. upon customs clearance III. unless urgent or rail

Move Accessorials upstream

Proactive client communication is critical

“Let me know what that 
translates to in dollars, so 
that I can add that to the 
invoice immediately that 
would be great”

-Jeff Martin

Proactively let’s client 
know if an 
accessorial is coming

-Jeff Martin

Accessorial line items don’t 
always match reality

Centralization is a balancing act.

Pros:

Concerns:

Leverage bulk actions to drive 
efficiency

Ops should not be scheduling 
appoitments...

...except in exceptional cases

1. FCL (Easiest)

2. Flex LCL and Air Charter

3. Air - Beware dry runs

4. LCL - Hardest thanks to CFS coordination

5. LTL - wasn’t even brought up when discussing automation

“No one knows what 
#valid is. No one is 
actively using it. There’s 
a page for hashtags in 
confluence but it 
doesn’t actually explain 
what it is.”

 -Mariana, OA, AMS

DO edits are typically associated with Network requirements

However, there are other 
exceptional reasons to edit a DO

“it would be great if we 
could rely on the trucker. 
Right now you have to know 
who uses the platform well 
or who can do something 
for you last minute” -AMS

“It’s also important to 
have consistency for 
the client. So they know 
trucking carrier X is 
from flexport and they 
know all our 
requirements so they 
don’t have to explain 
again these are our 
processes”

-Marjon, OM, AMS

“If you asked 5 different 
people what it meant, 
you would get 5 
different’ answers” 
-Marjon, OM, AMS

Where it got lost was 
each squad had a 
different #valid 
process. -Gui, OA, AMS

Unless there is a serious escalation, there are 
standard points of follow up communication

Often it is unclear what the SLA for follow ups 
and escalations should be 

Empty returns continue to be a manual process 
that cause invoicing and accessorial issues if not 
taken care of

There are instances today of hands off trucking 
legs. Tracking should be exception management...

...but is highly dependent on carrier trust

There is a bias toward over communication beause 
ops would rather spend time proactively 
communicating in order to avoid delays and 
exceptions

Especially if it is a hot shipment

“It would be some notification or something that, that 
the freights been picked up and or delivered. I know 
you can check in external or event details but it would 
be nice to get a notification or see something in core 
that it may, there may be something that you don't have 
to keep following up to see if something's been 
delivered. Because that can take some mental energy. 

-Tom

Or if it is LTL, LCL, or Rail, which 
is much more manual

Shipco: “it's spending hours 
on the phone for no update”

-Andre Johnson

Unanomous support for automating recover and hold release as 
ops rarely, if ever updates a DO before releasing and often 
forgets the action item....

Recover and holds are common in the US

...especially for consistent truckers who how 
where delivery locations are, recover and holds 
sometimes aren’t enough

...So long as there is communication

“I don’t find it efficient to send each DO individually. 
For our larger clients, as a work around we have a 
google sheet with flex id, container, vessel, eta, and 
appointment that we send to the trucker as a plan for 
next week and it has the 12 deliveries listed. It’s not 
always efficient to communicate on individual 
shipments when you have a lot going to a single 
location” -Chris Massol

“If something happens on one 
shipment, you have to move 
around all the deliveries, and it’s 
easier to have a table than 
cross reference a bunch of 
email” -Chris Massol

“We do 10 shipments in an hour, 
where otherwise 10 OAs would 
do 1 shipment in an hour” 
-Koen, saves a lot of time for 
individual shipments - can 
resolve in bulk when things go 
wrong “ -Koen

“If the moment we 
schedule a delivery in 
core, if there was a flag 
that said if you really 
want to deliver on this 
day, it will be 2 days 
demurrage, or 1 day you 
won’t be able to bill to 
the client because you 
sold them 1 day 
demmurage” -AMS

“Auto add accessorials: on the trucking 
side that would be helpful if we know for 
sure that a location is a two day point 
that pre pull auto populates there so that 
I don't have to make that decision for 
myself” -Ece

75% (x3) of accessorials 
communicated upstream by 
trucker via messaging/email 
-Gryffin door to port

“Bobtail fees still lose 
me on how they 
calculated so I'm a little 
bit still I'm still a little bit 
scared on how they 
calculate so I don't 
include those in my first 
invoice and I wait for 
the bill.” -Huy

Supply teams: “just that people 
are not always in the same 
shoe we are in, we see more 
and we know like we know 
what our clients want. So 
there's all, there's never going 
to be that same level of 
urgency between us and the 
supply team. “

Supply teams: “just that people 
are not always in the same 
shoe we are in, we see more 
and we know like we know 
what our clients want. So 
there's all, there's never going 
to be that same level of 
urgency between us and the 
supply team. “

-Huy

i need this urgently, But I'm not 
at the top of your radar, 
because, frankly, we're 
working off the queue and like 
there's no relationship 
between you and my client 
from each prioritizing first, like 
those are situations that I am 
biased, but that's what we take 
most of them take stuff into 
our own hands because we 
need to get it resolved. -Huy


“Just that having 
another person to help 
us might not help us 
too because it's just 
another person to wait 
on to get information 
from, and we all have 
our own workflow setup 
already.”

-Arlette

 “like we don't know 
what's appropriate 
because we don't know 
everything that they're 
going through, but you 
know it's little things 
like that when you 
make them to extra 
work

-Arlette

Ground ops shipments: 
“Once it’s arrived i just 
have to schedule the 
appointment and the 
last leg is done for me 
which is nice” -AMS


Ground ops shipments: 
”There’s 
overcommunication 
sometimes “i know why 
they’re doing it but 
often it’s not relevant 
for ops...for new people 
it’s a lot of information 
to know what you need 
and what’s not relevant” 

-AMS

Ground ops shipments: 

Accountability is 
sometimes missing: if a 
trucker has delayed 5 
deliveries i can call 
them and ask why this 
trend is happening and 
they feel more 
accountability to us and 
will provide an 
explanation

-AMS


Transmission has been a game changer in 
reducing ops involvement in last leg delivery...

Destination coordination is seen as a critical point in the 
shipment lifecycle that contributes heavily to client 
success

....But not all carriers are 
created equal

“you can tell there's 
going to be pre pull 
right if it was pulled 
on November 12 and 
delivered on the 13th 
I know there's gonna 
be pre pull, so I can 
make that call pretty 
easily...Pre pull is one 
of the ones that's 
really easy to 
determine now 
because you just look 
at our schedule”

-Jeff Martin

Transparency into data changes is important to mitigate downstream impact

“If the date was 
automatically updated 
and you didn’t know, 
the client might find out 
before you or you might 
need to change 
delivery, so you still 
need to be in control of 
the information” -Chris

client by client basis 

“a lot of chasing”

“Why don’t we show it by 
default?” -AMS


Issue with truckers 
changing pickup and 
delivery dates on 
transmission without 
the squads knowledge 
“clients do container 
planning weeks in 
advance because they 
have so much coming 
in” -AMS

“In my opinion it would be 
better if they couldn’t just 
change a date but had to 
propose a date change for 
approval” -Gui

“Sometimes a trucker will 
change it to a day later 
thinking ‘we need to prioritize 
barge over everything’ but 
really the client wants it 
immediately.” -Gui


Multiple containers on 
one shipment: can’t add 
multiple demurrage line 
items, have to manually 
calculate and add a 
single line item so the 
client can’t see which 
container actually 
incurred which charge 
-AMS


Not all accessorials are created 
equally....

Some are easier to standardize Some are more difficult

Misalignment between trucking 
bills and client invoicing KPIs

The process for disputing accessorials is 
painful and rates typically taken at face value

Can be unclear who is 
making decisions 
around deliveries and 
there can be 
miscommunication- do 
we have the trucker 
wait?

Not going to follow up 
with you - “until you tell 
them, it’s not on their 
radar” -AMS


“Because there’s no 
business relationship, 
they sometimes don’t 
give us the same level 
of liability because 
external teams are 
trying to keep the 
business” -Pedro


“It’s a really good 
upgrade for us. They’re 
really proactive in 
updating schedules in 
core” -Gui

“When i don’t know a 
process it creates 
frustration for the other 
team but there’s no way 
to know what the 
process is without 
sacrificing huge 
efficiencies” -Chris 
Massol

Before ground ops, 
truckers would get 
frustrated by messages 
from dozens of OAs, 
ground ops has helped 
with that -KJ


“We as ground ops don’t 
know the urgency of a 
shipment because we’re 
working across clients” 
-Koen


“The one downside of the 
centralized model is that you 
don’t have that client 
visibility. That’s true for 
supply in general, but ground 
ops is an interesting 
marriage between supply 
and operations because you 
are in shipments on a day to 
day basis” -Koen


“going with the same 
trucker for a particular 
client tends to work 
out better when it 
comes to the delivery 
scheduling portion of 
things later in the 
shipment” 

-Ece, OA, LA

open carrier “ the trucking 
team at the end are the 
expert so they will know 
which carrier to use best” 
-Ece, OA, LA

Understanding when trucking ops will turn around quotes is often 
unclear or untrusted and, in the case of FTL, will be bypassed

“I don't really feel confident with the trucking 
SRT because I'm not sure when they're gonna 
get actioned, or I don't know I feel like it's really 
useful to actually leave notes because 
whenever I request rates, what I do is I go to 
internal notes and put requested rates and 
assign myself, so that I actually don't forget 
that quote” 

-Ece, OA, LA

Don’t use Valid: “For a 
couple of weeks, we 
tried. We just had way 
too many clients and 
too much. And just two 
OAs, it was really just 
too much responsibility 
for everyone at that 
point” -Carpe Per Diem

“Flexport Air makes sense too ...[they] just tags us 
and says hey dispatch this by 3pm. And at that 
point, you're on the shipment, you could just click it.”

Everything “usually 
happen on the same 
day. So if we send out 
the DO for an air 
shipment, it will get 
picked up.” -Ece

wait for customs: “the 
trucker won't call their 
terminal to see if it's 
clear or not and just go 
try to pick it up”

-Jake Kent, DOA, LA

wait for manila for 
cargo available

Check CFS warehouse 
to see when cargo is 
available and on how 
many pallets

Only edit DO on 
exception - DG or refer:

one client uses a 
refrigerated warehouse 
that is usually 
prebooked and need to 
let the trucker know 

-Ece


FCL: 40% have telex 
holds 

-Ece, OA, LA

holds: “I like to send the 
message to the trucker 
on the app, and if 
they're not send an 
email to, because I just 
want to make sure they 
actually get that and 
know that it is really 
released. Because 
usually at that point it's 
kind of gets to a point 
where it's urgent, and 
they have to 
action”-Ece

“We just had a couple cases 
where the truckers 

say they haven't received the 
DO that what happened and 
that kind of got me a little 
paranoid. Now I tag 
everyone. That happened 
with gulfwinds a few times.” 
-Ece


“I scheduled a delivery 
appointment in the past 
and they were like, No, 
we want to schedule 
Own appointments.”

-Ece


But if it's not scheduled after 
arrival or when I see that the 
last free days posted, because 
we get that notification and I 
see that it's posted it means 
that it's discharged and if we 
don't have a pickup 
appointment I will definitely 
reach out.”

-Ece

“if it's scheduled, then I 
would just say please 
confirm once picked up.

“sensitive shipments. I tend 
to just send a message on 
the day of arrival, even if it’s 
not going to be ready that 
day” -Ece

“delivery appointments, 
that's still via emails or 
phone. So in terms of that 
delivery appointment 
scheduling, we really 
don't have that much 
visibility” -Ece

90% of the time, trucker 
is scheduling 
appointments: “t's better 
for the truckers to 
schedule that because 
they will know what they 
are going to come from 
the port, like, you don't 
really have that much 
control over the port 
pickup portion of things 
so they know their 
schedules the best”-Ece

10% is difficult appointments 
like air at difficult WH’s that 
are booked out in advance 
(schedules appointment 
earlier than trucker would 
get to it) -Ece

Like to confirm delivery to 
the client “ I feel like 
clients actually like to see 
the OAs name, because 
then it becomes like okay 
this is my person”

-Ece

Like to confirm delivery to 
the client “ I feel like 
clients actually like to see 
the OAs name, because 
then it becomes like okay 
this is my person”

-Ece

Would like fast updates from the truckers. “ When I 
escalate something to the truckers I don't know if they 
actually care about that escalation or when I request an 
update and don't hear back for a full day, then it turns into 
phone calls, which we are trying to avoid” -Ece

wants “ live updates 
when things actually 
occur so i can Stop 
nagging truckers when 
they use to confirm 
pickups I can I trust that it 
has actually happened.” 
-Hannah

Day of pickup, will 
message trucker to get 
updates (unless already 
updated). 

 make sure they get POD 
before closing out the 
shipment “one of our 
clients, literally can't get 
paid unless they provide 
pod to their clients.” -Ece

Try to find the best 
wording for accessorials. 
-Ece

manually calculates 
chassis days - everyone

“They’ve standarized 
pre-pull charges across the 
board.” 
-Freightwood Mac

“in the past we haven't 
had that for some time so 
that's good but we had 
instances where the 
trucker was notified, or 
the warehouse forgot to 
notify but the trucker 
didn't follow up and we 
forgot and then was 
sitting there for 30 days 
and that's huge charges”



“in most cases we have to 
prompt the truck or to 
follow up on that 
empty..that's literally just 
one line” message



-Carpe Per Diem, LA

checks invoice table to 
see what FCL shipments 
have no invoices shared 
and therefore need empty 
returned -Arlette

Once they dispatch to a 
trucker, it’s hands off. Rely on 
the trucker. They let 
shipments run themselves 
and then get involved if an 
exception pops up.

-Gryffin door to port, LA

“I think that's great because I 
feel like what do is most of the 
work, It's usually sending out 
the same messages over and 
over again unless there's a big 
issue with the delivery.” -Ece

My only concern is the client 
communication side of things 
where if I'm not handling that 
communication with the 
trucker I might not have all the 
information that I need to pass 
on to the client” -Ece


The first time deliveries to a 
new location. Might be a little 
tricky to get centralized, 
because that's something the 
trucker will not be used to as 
well. Even though they will be 
used to the team or maybe even 
the client name. -Ece


“I don't see why it couldn't be 
centralized. Yeah, I send very 
often the same message, the 
truckers know what they're 
doing, they don't, you know, 
yeah hand holding necessarily. 
Sometimes you'd be like 
reminded what to do but 
they're not being educated by 
like by us” -Jake

Clients have preferences, 
especially if they’ve had bad 
experiences with a carrier in 
the past

-Andrew Johnson, OA, LA “truckers they are very special 

especially to each specific 
delivery location, they're very 
individualized and personalized 
like near and dear to us. And 
there are a lot of things that we 
really understand about our 
clients and the delivery 
locations because we've been 
doing over and over and over 
again” -Huy

“there are a lot of things 
that we really 
understand about our 
clients and the delivery 
locations because we've 
been doing over and 
over and over again” 
-Huy, OA, LA

“truckers they are very 
special especially to 
each specific delivery 
location, they're very 
individualized and 
personalized like near 
and dear to us.” 

-Huy, OA, LA

“I can’t wait for the 2nd 
invoice, because my 
chances of being able to 
justify decreases.”

-Andrew Johnson

Wait time and bobtail fees 
are unpredictable.

-Andrew Johnson

make POD automatically 
visable to client (per client 
basis - beware carriers 
sometimes upload invoice as 
POD) -Gryffin door to port

“I think having an extra set of 
eyes and hands. That wouldn't 
hurt. You know, I think it could, 
like you mentioned allow us to 
focus on some other activities 
and even if it's not like another 
person doing it but it might be 
technology”

“As long as there are some 
distinguishable way for our 
for the ops person to 
understand to know which 
trackers to use for which 
lane...we would still like 
some control,” 

-Huy, OA, LA

where it's our dedicated 
account, we feel 
comfortable putting two 
hours waiting on phone 
call to get our own 
shipment resolve -Huy

where it's our dedicated 
account, we feel 
comfortable putting two 
hours waiting on phone 
call to get our own 
shipment resolve -Huy

if it's time sensitive and I 
know that they're not 
usually messaging me 
back within 30 minutes, 
and it's something that a 
client's waiting is this 
going to deliver today or 
not, but I'll just call. So I 
guess that falls in the 
tracking phase you know 
it's definitely more just 
direct phone call. 

-Dan Varn


“it's literally just like 
phone tag”

-Ellen Kirkness, OA, Chi


Add additonal buffer to rail scheduels, but 
“it's going to be further down [on OFD], and 
they don't realize that it actually just like 
departed the moment it arrived at port. And 
those are some times where we can get 
caught off guard. “  -Huy, OA, LA

Transit time not accurate - google maps it 
-Andrew Johnson, OA, LA

“FCL once we decide to a 
trucker. It's really hands off for 
us. There is no case where 
you need to be tracking a 
container every single day, is 
we trust our trucker enough, 
and we know them enough to 
tell us when something's 
wrong..the moment you 
dispatch, it should deliver it 
itself”

-Huy, OA, LA

Explaining some 
accessorials to the client is 
difficult (chassis flips) and 
repetitive

-Huy, OA, LA

LCL team doesn’t 
always communicate 
cargo availability in a 
timely manner “out of 
the LA warehouse that 
something is available 
for pickup and we 
received that about a 
week after it's 
physically been picked 
up from” -Andrew 
Johnson

“important to pay 
attention to all the 
details about the cargo 
and send all the 
messages to the trucker 
because every time you 
miss information like 
how many pallets is 
required, that little thing 
sometimes the trucker 
will respond that day 
but it makes us pick up 
the cargo at a later 
date.

-Arlette, DOA, LA

Rail: close eye once 
departed incase it arrives 
early and is at risk of 
incurring demmerage

-Arlette

“if it's delivered. I want 
the client to know it”

-Arlette

 Make sure everything 
that was supposed to 
happen yesterday, 
happened: “I need to 
give it to the truckers 
this morning to set 
them up for the day”

-Arlette

Will request appointments for 
Amazon 1-2 weeks early. 
common for Amazon to move 
or cancel appointments

-Arlette Cataquiz, DOA, LA

Costco deliveries - feel the 
need to be more hands on in 
complicated shipments

“client is trial and when 
we share those drayage 
rates and all the 
destination rates that 
we want to keep that as 
consistent as possible. 
So if I'm quoting JC 
transport during the 
trial. That's probably 
what I'm going to move 
with for the entire 
relationship” -Jeff 
Martin

Ideally FTL quote would 
happen in core, even if it 
were just a text expander 
to avoid email -Jeff 
Martin

it becomes extremely 
important for truckers to 
have rapport with 
warehouses they're 
delivering to” 

-Jeff Martin, OA, SF

“the shipment is not over 
when delivered to the 
consignee right it's over 
when the trucker 
brought back empty to 
the port, and that you 
know involves 
communication with us”

-Jeff Martin

“I've seen a lot of shipments 
go wrong and I don't hear from 
them and it took oh shit say 
sorry like we actually didn't 
deliver this will get a first thing 
tomorrow morning so it gives 
me peace of mind as well, 
hearing from them hey this is 
on track, our drivers already in 
route”

-Jeff Martin

PODs more important when there’s missing cargo 
as a paper trail for us and so the client knows the 
warehouse didn’t misplace the cargo -Jeff martin

PODs are important to 
clients when they get 
audited by third parties

-Jeff martin

“transmission has made 
this all a lot easier if a 
trucker is good, and 
dedicated to updating 
transmission that makes 
my life a lot easier.”

-Jeff Martin

“I tried to I've tried to 
dispute with trucks 
and it rarely works so 
you know we kind of, 
and you get good 
enough I've been 
here long enough to 
determine whether 
it's valid or not.”

-Jeff Martin

Share an invoice not 
knowing the accessorials.

-Jeff Martin

“I've now kind of almost 
developed relationships with like 
a dispatcher at our primary like 
or primary truckload carriers. 
And so that it's just like kind of 
like almost like a, like a ease my 
state of mind kind of thing I'm 
just like I know how they act, 
what do I do what I need to 
follow up with them, versus if 
there are like in an LA area call it 
there's four different carriers 
that could potentially be 
selected. Whereas I'm really 
really comfortable with one yeah 
and I know exactly like the 
service and timeliness I'm going 
to get maybe another is better, 
I'm not really sure but I'm very 
comfortable with this carrier”

-Cavan Briody

Follows up to ensure the 
DO is accepted/rejected

-Tom

“most of the time a DO 
get rejected it's, I guess 
it's kind of on me, 
because a lot of times 
they don't run that lane, 
or they don't make a 
delivery to that location. 
So, ideally I just get 
rejected once and make 
note of that” 

-Tom, OA, ATL

“I've now kind of almost 
developed relationships 
with like a dispatcher so 
that eases my mind. I 
know how they act, what 
do I do what I need to 
follow up with them”

-Cavan Briody, DOA, SF

When you change 
carriers during the 
course of a shipment, it 
doesn’t update the 
invoice automatically 
leading to leakage

-Cavan Briody, DOA, SF

“if I get a notification in 
my email that 
something's customs 
release I'll just jump in 
and dispatch it”

-Cavan, DOA, SF

“The most frequent 
reason why a DO is 
marked as like improper 
or whatever it is, is 
because our network 
doesn't have correct 
contact information for 
setting up 
appointments.” (10% of 
shipments - usually 
when a client is 
shipping to a new 
location) -Cavan

Dispatch once we have 
customs release (1 in 
50 are dispatched 
before clearance if time 
sensitive).

Automating DOs would 
save 45min-1 hour a 
day

-Cavan Briody, DOA, SF

Only way to know to 
release DO is by going 
into every shipment.

-Cavan

“if there wasn't an 
action item and you 
dispatch it without the 
customs clearance, I 
would probably forget.”

-Cavan


LTL Team: messages with 
updates but not updating 
actual leg, therefore not 
actually saving ops time 
on schedule updates - 
should be like LCL where 
one update serves all 
child shipments

-Cavan

Depending on warehouse 
(esp amazon) have to 
pass along reference and 
delivery appointment 
numbers

-Cavan follow up with the trucker 

if “any sort of 
interference with, they're 
going to violate the last 
free day and we're 
currently going under 
concur storage, or if the 
client needs it sooner.”

-Cavan

Transmission truckers 
means tracking is 
lightweight.

-Cavan

Follows up once per day 
to check on shipments - 
esp off app

-Cavan

90% of the time will be 
notified how much wait 
time there was, but 
needs to ask rate

-Cavan

Tarrif works well for: 
detention, demurrage, 

-Freightful dead

Truckers ask for approval of 
accessorials, but they will 
always be approved

-Cavan

“[tariffs] an imperfect way to do 
it. Whereas, knowing who the 
trucker is and knowing what 
they charge is pretty much as 
close to perfect as you can 
have versus a tarrif. 

-Cavan


“All truckers on transmission 
and clients on the warehouse 
app, I think, solve a lot of 
things”

-Cavan

“trucking leg is so much more 
than just a to b there's there's, 
like, so much more 
communication that needs to 
happen, as well as just like just 
a higher level of service for 
that like Final leg, last mile 
delivery where it's where it's 
the where the consignee the is 
like on on your ass.”

-Cavan

“for Extreme when the 
trucking team is diaptching 
for us, We're using 
accelerated, and they've just 
like been terrible. And I want 
to switch but the trucking 
team is like not allowing me 
to switch. so that there's a 
tension there, like, it's not 
serving us and for some 
reason they want to build this 
relationship with this 
trucker.”

-hannah

“say that option A was 
on app and another one 
was off it, I much prefer 
the on app carrier.”

-Hannah

“Sure, but speed is really 
important for us, especially 
with the domestic and LTL 
so if they can do that 
within 30 minutes...If 
they're all the same quality 
then don't care”

Hannah, OA, SF

“I think paying ISC 
is repetitive. It's like 
online shopping.”

-Hannah

Trucking team currently 
sends her DOs for 
Extreme “ I mean they're 
dispatching it but it's like 
I'm telling them which 
ones to dispatch... I think 
they like something that 
squads do really well as 
you are really tied closly 
to your client and you 
have ownership of their 
success. The trucking 
team is so removed from 
that they aren't invested 
in the same KPIs that we 
are. So somehow tie that 
together”

-Hannah

Air is ISC paid or is 
there a hold, because 
a trucker will go 
immediately”

-Hannah


If there's like any 
handling fees owed 
some CFS can pay 
online similar to ISC 
so you have to have 
the driver outlay it 
depends in terms of 
which CMS you're 
working with.

-Hannah


checks to make sure 
the trucker has 
accepted the DO

-Hannah

Follows up directly if it’s 
been more than an hour 
since something was 
supposed to happen

-Hannah

“holding them 
accountable for it, they 
say they're going to 
confirm a leg within two 
hours, make sure it's 
happening. Because 
sometimes just doesn't 
happen so holding them to 
really tight metrics. And 
then if it is after two hours 
it doesn't then that's what 
I could escalate. But right 
now it's kind of blurred 
line, it should be done but 
I don't know, at what point 
I should worry about it not 
make sense.”

-Hannah

tags a request for the 
POD 24 hours after 
delivery -Hannah

Only thing preventing 
invoice upon delivery is 
trucking invoices. could 
recieve up to a month 
later

-Hannah

Truckers inconsitently communicate 
about accessorials ahead of time to 
the point that “I wouldn't be able to 
invoice based on those notes.” - 
either changes $ value or message 
doesn’t include value

-Hannah

Meraki requires 1 invoices causing 
them to be 40% late with invoice 
sharing thanks to five star..I was 
invoicing and hoping the 
accessorials weren't that bad 
because I can't wait to invoice my 
client for four months.

-Hannah

“We trust the trucker. I 
think Eastern drayage 
was overcharging us on 
a lot of things. And I 
went into a long thing to 
fight back with the 
trucking team. And it 
was like they were like 
it's not worth the 
relationship damage to 
fight the accessorials.”

-Hannah

“with the LCL team it's like 
there's a lack of trust and 
clarity or what their timeline is. 
It is what things will get done 
it's easier for me to just do it 
then worry about them not 
doing it. I think in general is a 
really great idea to centralize 
it, but it just like has the 
perfect system or else the 
squads will continue to do it”

Hannah

Likes having a direct 
relationship with the 
trucker “because if 
something goes wrong I 
can call him directly and 
get answers pretty quickly” 
-Michael Thorsen, DOA, SF

“we've always been 
able to request rates 
directly to Nolan from 
core, but I don't have 
that permission 
anymore. So I go 
manually into the email 
and ask for a rate so it's 
a little tedious”

-Michael THorsen

checks for cargo 
availability on CFS 
website also check for 
handling fees.

-mission importable

considering sending regular reports to 
five star for outstanding invoices: 
“Just like flex IDs, number of days 
outstanding and accessorials. I mean 
we haven't implemented it, it's just an 
interesting idea that we're thinking 
about”

-Micahel Thorsen

“I don't know if it's just how 
new I am to LCL imports, but 
we did have like kind of a 
misunderstanding about who 
sends like the DO and 3461 to 
the destination warehouse and 
actually ended up causing 
some storage and a missed 
appointment... if I just see the 
action item, I just go ahead 
and complete it because it's 
just a quick like email.” 
(communication between 
centralized teams is critical)

-Michael Thorsen

“Most clients don’t 
know we're consistently 
using one carrier but we 
just found that they 
know that route, and 
they're able to set up a 
delivery appointment in 
time”

-Tom Spagnola, OA, ATL

“the biggest pain point would 
be would be LTL moves, 
When it comes to quoting 
and that's probably the most 
difficult thing is, when like 
the final destination is just 
outside the range of 
marketplace” repetitive. must 
copy paste info out of core 
and then back in

-Tom Spagnola

‘No rhyme or reason’ to 
different rates in Freight 
view - just select the 
second or third 
cheapest

-Tom Spagnola

LTL classification google 
sheet: could take 24 
hours to request rates

-Tom

Freightclasscalc.com 

website to find freight 
class rather than waiting 
for USA trucking

-Carpe Per Diem, LA

LTL shipments often 
change weight/quantity 
from quote to fulfillment 
which causes the freight 
view cost to be more 
than quoted

-Tom

“FTL quoting is faster [than 
LTL]. you don't have as many 
options with that to quoting, 
you're kind of given a rate 
which is, which is kind of 
nice. You don't have to think 
about it. And their a trusted 
source”

-Tom

‘would make turn around 
time much faster’

-Tom, OA, CHI

dispatch 7-10 days out “a 
lot of the time we’re 
missing something so 
chances are I’m sending 
a recover and hold” 

-Tom, OA, ATL

“automating when the 
DO is sent, would be 
great. It's just one less 
thing I have to 
remember”

-Tom, OA, ATL

Remembering to release 
a hold is easy to forget

-Tom

Rural King trucker not 
honoring recover and hold, 
now wait till valid to 
dispatch -Izzy Loyd

If amazon: will check in 
with on and off app 
truckers often because 
appointments are so 
tight and if missed can 
lead to a week+ storage

-Tom

“for air and rail last free 
day comes up quickly. So 
I will follow up to confirm 
the recovery scheduled 
for those just because it 
may take 10 seconds to 
send the message for 
me, but it can save the 
client, a lot in storage if 
you're not picked up.

-Tom


There is a bias toward overcommunication because ops 
has been burned before and would rather be proactive in 
order to avoid delays and exceptions

TL;DR everyone hates invoicing. It is manual, time 
consuming and difficult to reconcile or dispute. The main 
source of frustration? Trucking accessorials.



Percieved estimates are that 60-100% of shipments incur 
accessorials

“I know there’s an SLA 
around updating the app, 
but [the client is] overly 
eager to get it delivered, 
they might say like why 
hasn't it been updated. 
And so in that case I'll 
reach out to the, to the 
carrier. So mostly it's 
around scheduling...I try 
not to intervene” 
-Tom


Some carriers are not 
good at updating empty 
return, so he’ll track the 
master BOL or terminal 
websites

-Tom

Mentally keeps track of 
what shipments have 
empty returns

-Tom

Waits to invoice for 
PODs: ‘how I was trained’ 
carriers mostly posting 
within a day or two

-Tom

LTL: “There's a lot of steps, and 
sometimes things get missed, 
such as recognizing that the 
original quote that you, the rate 
you pulled for the first quote is 
not what actually what shipped 
and you kind of noticed that 
when you're going through, like 
the billing after the shipments 
and completed.

Tom


“whether it's chassis 
or yard storage were 
able to calculate that 
pretty well and can 
invoice on time. The 
issue is around 
waiting time” Has a 
list of carriers and 
wait time charges

-Tom

Not likely to dispute 
an accessorial 
charge, but will ask 
for an explaination 
pre emptively to 
inform the client

-Tom

Calculating chassis 
days -Tom

Amazon shipments: 
always waiting time

-Tom

“It kind of does come back to quoting 
is that if we know the delivery 
location we know that that a pre pull 
is needed, it makes sharing 
accessorials a lot easier.” -Tom

“clients have very specific 
requests and needs...especially 
in emerging where we have so 
many different clients, a lot of 
them are smaller require 
equipment, or delivery 
windows...it would be awesome 
[to have a centralized team] not 
saying it's not it's not possible 
but it would be definitely 
challenging.”


“It’s inconvenient for LTL 
trucking having to to go 
into freight view put in 
these thing it's just like, I 
mean it's not that   we can't 
do it just like it's just 
another step. It kind of 
gets you out of your 
workflow”

-Melissa Roberson

“if the weights and dimensions are already 
input in the quote, if there's a way that some 
of those accessorials [overweight] could just 
go ahead and populate” 90% accurate. prepull: 
client + location specific

-Melissa, OA, ATL

“if the weights and 
dimensions are already 
input in the quote, if 
there's a way that some 
of those accessorials 
[overweight] could just 
go ahead and populate” 
90% accurate.

-Melissa, OA, ATL

LCL: waits for customs 
clearance (more likely a 
trucker will go try and 
pick up before holds are 
clear)

Dispatches based on 
customs clearance - 
only sends with a hold 
for hot shipments or if 
time is running out

-Delaney Hand


Sends physical email 
during dispatch also to 
make sure the trucker 
sees it in both their 
notifications and email

-Melissa

Often has to manually 
add dimensions to DO if 
they’re missing dims

LCL/air: deconsolidation 
check mark

Internal note: “confirming 
trucking schedule” and will 
message if schedule is not 
updated

Melissa

Wait for POD to invoice: 
has to remind the trucker 
4/10 shipments

-ATL

I do think it makes like a 
noticeable difference the 
truckers that are in app, because 
it just makes going through 
those so easy like you don't have 
to pull up your email next to it to, 
you know, I mean I, I guess, like 
you said, what, what we enjoy 
like it's it's makes it so easy to 
just work with the truckers that 
are super responsive, in, in the 
app

-Melissa

Quoting a trucker but 
replacing with another 
creates invoicing problems 
- have to honor the quoted 
price even if the updated 
carrier is more expensive

-Kendall Hardemon, DOA, 
ATL

Flatbed: required by some 
delivery locations, but can’t 
see location details during 
quoting. flatbed quotes are 
not in marketplace.

-Kendal Hardemon, DOA, ATL

“As long as you get a trucker 
that has capacity, the first time, 
it makes our life like a whole lot 
easier. “

-Kendall Hardemon

“So I have to toggle 
between a handful of 
others and try to find one 
that will accept it 
sometimes it's you know 
they they can't drive that 
far away from the port. 
Sometimes it's they 
refuse to delivered in a 
certain location.”

-Andrew Johnson, OA, LA

“We have to send the DO and 
we have to ask if they can 
make it and it’s common for 
them to say like, no, we don't 
serve this that area so that 
does take a lot of time, the 
whole try this trucker try 
this...so we have to do that 
manual work of just keep 
asking until someone confirms

-Arlette Cataquiz, DOA, LA

ATL capacity issues: 
Change truckers from the 
quote because the trucker 
can’t do certain delivery 
requirements or they can’t 
deliver before LFD.

(5/10 shipments off app - 
On app rarely happens, 
they will decline)


Waits to dispatch until 
customs cleared unless 
it is an urgent shipment 
(need to ensure it gets 
on the truckers radar)

-Kendall Hardemon, 
DOA, ATL

“once we get customs 
release. We have the 
action item. This is 
send do updated do 
with customs release 
but nothing physically 
changes we just attach 
the 3461 and send it to 
the trucker.”

-Kendall Hardemon

Overcommunicates because 
can’t remember which truckers 
are on app vs. edi vs. off app - 
messages trucker with last 
free day

-Kendall Hardemon

Auto DOs: notify ops 
when an urgent DO is 
sent so that they are 
aware and have peace 
of mind

-Kendal Hardemon

If pick up and delivery is 
same day, will always 
message trucker to 
make sure it was picked 
up

Follows up if it’s prepull and 
there is no delivery 
appointment

off app truckers take their 
time returning empties (3 
days) 

-Kendal Hardemon

No notification that the 
empty was returned.

-Jake Kent 

“there's very little that 
changes [only] the size 
of the shipment... a lot 
of copy and paste”

-key accounts

Origin books, chooses US open 
carrier, then Heather goes in and 
selects a trucker - current open 
carrier doesn’t actually select a 
trucker = quote and invoice can 
differ.

-Red Hot Chili Shippers, ATL

 issues DO when cargo 
is ready for pickup from 
CFS

generate trucking BOL 
and upload to Freight 
view during dispatch

“I think like the hardest 
part... is making sure to 
follow up the DO. 
Because it's easy to 
dispatch while still on 
the water then you're 
like oh I'll deal with this 
later” -Heather Graybill

Follows up on all DOs that are 
hot shipments or time 
sensitive

-Heather Graybill

“there's been instances 
where like they will tell 
me [telex] uploaded and 
it's been sitting at port 
for like two weeks and I 
don't check it every day 
when it's just waiting for 
multiple weeks, and 
then I'll realize 48 hours 
later oh they uploaded 
this and never told me. 
So it's like the release 
never got sent because 
they didn't do it because 
it's my job but then I 
didn't know that it got 
released.”

-Heather Graybill


Will send DOs, then 
circle back a day or two 
later to make sure 
everything happened (on 
app). - Heather Graybill

For new truckers, she 
will be much more 
hands on.

-Heather Graybill

Will mark down the 
Estes Pro number in 
Core and add to DO

“I have to go into the CFS 
website every day when I know 
a containers arriving there's 
very limited tracking for that”

-Heather Graybill

“I'm sure there's a couple 
DOs that could have been 
issued this morning, which 
means like it could 
potentially allow for 
pickup a day sooner.” 
-Heather Graybill, OA, ATL

“I have our other data ops 
on squad dispatch a lot 
of my stuff for me, 
because it's pretty much 
just checking my 
dashboard and, like, 
clicking a button.”

-Delaney Hand, OA, NYC

Sweeps for missing 
PODs periodically 
and calls carrier with 
a list - 20% missing

-Heather Graybill

Sweeps for missing 
PODs periodically 
and calls carrier with 
a list - 20% missing

-Heather Graybill

“I think the proof of 
delivery part would 
be cool [to 
automate] similar to 
how like we have 
arrival notices for 
like FTL and we can 
just tag arrival 
notices”

-Heather Graybill

Doesn’t need to be involved 
“unless there's like extenuating 
circumstances like cargo 
damaged or something but at 
that point like you're usually 
brought in anyways.”

-Heather Graybill

Clients check for 
proactive 
communication about 
accessorials when 
they are auditing their 
invoices

-Heather Graybill

Chassis splits are not 
always known about 
in real time

-Heather Graybill

“it's also important it's like 
do you know like Memphis, 
always has chassis splits. 
Something about Memphis 
like that's just how it is. 
Whereas different areas are 
different. So I think it's like 
the knowledge of that.”

-Heather Graybill

“sometimes like I'll get 
an accessorial that 
seems really high, and 
I like gut check it with 
other people around 
me”

-Heather Graybill

“LTL, not in core so Estes, for example, 
is like the bane of my existence, and I 
think that I spent a lot of my time and 
like whether a lot of the success and 
like using Estes is like do you follow 
up, and like double checking that they 
did pick up from the CFS and like all of 
that sort of follow up. So if I could be 
ensured that that would happen and 
like dispatch and then be done, and it 
gets delivered in that two day SLA like. 
Great.”

-Heather Graybill

“LTL, not in core so Estes, for 
example, is like the bane of my 
existence, and I think that I 
spent a lot of my time and like 
whether a lot of the success 
and like using Estes is like do 
you follow up, and like double 
checking that they did pick up 
from the CFS and like all of that 
sort of follow up.”

-Heather Graybill

“integrate marketplace into 
freight view...[would save] 20 
minutes a shipment. I know I 
have probably five or six, that 
can like shipments right now 
that are ready at CFS and like 
it's going to be the next hour”

-Heather Graybill

Export clients care more 
about specific trucker 
because they are dealing 
more directly with them

-Delaney Hand, OA, NYC

Previous open carrier: didn’t 
actually assign carrier

-Delaney Hand, OA, NYC

Open carrier could save 
a lot of quote turn 
around time for clients 
who are not particular 
about carrier (save up to 
24 hours)

-Delaney hand, OA, NYC

may have to manually 
enter into marketplace if 
FTL ops didn’t

“I will screenshot the 
email that FTL sent and 
add an internal message 
so I can reference it. It's 
not too uncommon that 
truckers will say like, 
Where do you get this 
rate from? so I can 
easily go back and look”

-Delaney Hand, NYC

“documents have to be 
accurate and a lot for 
everything to happen. 
But it's not like 
something that when 
I'm dispatching that I'm 
like did Nina post 
hashtag valid?”

-Delaney Hand, NYC

“if anything, it was sent 
with like incorrect 
information or no 
information. It actually 
you sent them creating 
more work like trucker is 
like emailing you and 
you're going back and 
forth and regenerating 
stuff.”

-Delaney Hand, OA, NYC

“I run into things where 
I'm like 'you said you 
would pick this up' and 
they're like no we didn’t, 
we're gonna push that 
for next week, and then 
the client, obviously has 
like a meltdow”

-Delaney Hand, NYC

wants notification when 
things deliver

-Delaney Hand

1 Truckers message saying there’s an accessorial

2 unresolved losses dashboard

3 accessorial invoice dashboard

Uses past knowledge 
to verify the charge 
(knows the range).

Sometimes checks in 
#usa-trucking if it’s a 
new carrier.



-Delaney Hand, NYC

Messages the trucker 
preemtively to ask about 
detention charges when the 
dates don’t add up

-Delaney Hand

squad keeps a google 
sheet of rates for 
quicker FTL references 
and invoice auditing

-Glory Drays

“I dispatch like seven 
days out say most of the 
shipments I send aren't 
customs cleared yet”

-Nick Peckham

Ingram Micro has unique 
requirements for DOs (IE 
ASN and additional 
notes)

-Nick Peckham, NYC

Edits carton count if a 
multi container shipment 
is being split between 
multiple destinations

-Nick Peckham

LCL - Communication 
can be confusing when 
the work is transferred 
from the LCL team to the 
squad

-Nick Peckham

“I'd be concerned about 
like handing that over to 
someone else who's a 
works a different office, 
or like, it doesn't have 
the same kind of stake 
in the success of the 
client that I do”

-Nick Peckham

“One problem is that 
when partners mess up, 
it’s not our fault 
necessarily, but it does 
reflect on us” -KJ


“The most time 
consuming processes 
of about doing 
invoicing is 
calculating chassis 
days”

-Nick Peckham, NYC

“I think it is important to have 
like a relationship with a trucker 
that's something that I've 
noticed like, just like in doing 
final delivery it's like when you 
have a relationship with a 
trucker you can call them you 
can post to them, they'll email, 
they'll email you back that like 
goes a long way”

-Nick Peckham

“dependent on like mode, and 
like who the carrier is on like 
how much time I'm going to 
spend, so like if I go into a Flex 
ID that's like FCL three 
containers and Uncommon, if 
I've dispatched and like there's 
no holds and everything's 
good, Like, I'm usually not even 
going to look.”

-Travis, NYC

Estes tracking is ‘time 
consuming and frustrating’ 

-Travis

Checking to make sure 
cargo was recovered 
especialy for cartage

-Heather Graybill

control. Yeah, I feel it's 
the one I feel like it's 
the one part of the. It is 
very clear to our clients 
that we have a lot of 
control over that part of 
it, when we're able to 
like resolve something 
or you know get 
something done for 
them

-Travis

Writes internal notes when 
he is expecting an 
accessorial will be coming in

-Travis

“Just having another layer 
between us and the client 
seems like it could potentially 
cause some frustrations”

-Travis, NYC

Trucker determine the rail 
ramp it’s arriving in: must 
use Google sheet that’s 
often broken to identify 
trucker

-Izzy Loyd, OA, CHI


Marketplace offerings 
look different and lack 
consistency

-Izzy Loyd, OA, CHI

OceanMatch: forced 
to quote an inaccurate 
route/carrier when the 
‘trucker doesn’t 
ultimately matter’

-Izzy Loyd, OA, CHI

“we have like our SOPs right 
and so a lot of the time I'm 
just picking the same trucker 
over and over and over 
again.”

-Izzy Loyd, OA, CHI

“marketplace rates  for 
truckers are kind of iffy”

-Kendal Hardemon, 
DOA, ATL

Has had to wait 7-8 days 
for a domestic trucking 
SRT request

-Jake,DOA,  LA

“For a lot of clients after 
you've delivered like once 
or twice the truckers get 
like a pretty good feel for 
like the delivery side they 
have a phone number and 
email and they kind of get 
their own like little 
relationship with the 
client”

-Jake Kent, DOA, LA

 FTL process because 
that's all done email 
right now. Yeah, to move 
over like internal notes 
or something it's like 
easier to keep track of 
that

-Jake, LA

“didn't seem like the 
best use of time. Yeah, 
to open up house bill, 
BML, a commercial 
invoice, and packing list 
and make sure the 
carton count, all equals, 
and then do that again. 
And again. And again”

-Jake, DOA, LA

FCL: Sends DO 5 days 
out because trucker 
needs to secure port 
appointment

-Jake Kent, DOA, LA

Rail: Sends DO once 
loaded on rail

edits DO to take out 
‘loose’  “because I 
know it's palletized I 
just don't know an 
exact count on it... 
That's just standard 
process of an air 
shipment. Oh, Yeah, 
and our truckers 
won't pick up loose 
cargo

-Jake Kent, DOA, LA


“sending FCL DO is pretty repetitive, 
I make notes on realistically almost 
none of them.”

-Jake Kent, DOA, LA

Automating DO’s could 
save on transit time and 
cost to beat cutoff times 
with truckers

-Jake Kent, DOA, LA

“if it's like some 
truckers like roadex, 
if they put a 
scheduled date into 
core, like we do trust 
that with a high 
degree with 
confidence. It 
depends on the 
trucker I guess.”

-Jake Kent, LA

“tricky like knowing 
when to reach out or 
not.”

-Jake Kent

“when the actual cargo lands, 
that's when the conversation 
really starts about 
appointments”

-Jake Kent

definitely standard 
procedure for them to 
schedule their 
appointments and want 
to... the only time we've 
kind of had it where like, 
they won't is like after like 
they've tried to reach the 
delivery site, we've given 
them like three contacts 
like phone numbers and 
emails and they just can't 
get home, and they're 
finally reach a breaking 
point”

-Jake Kent

cross references notes made 
during shipment to make sure 
responsible party recives 
accessorial

-Jake Kent

Disputes tracked by themselves in 
a google sheet

-Izzy Loyd

accessorial fees “if I was like a 
new DOA Is that like a fair rate 
or not the correct rate, There's 
no real way of knowing” 

-Jake Kent

Use same trucker as quoted 
most of the time, unless 
shipment is expedited or 
trucker cancels DO

-Izy Loyd

Quoting LCL: put a 
carrier, quote is 
booked, the carrier is 
removed.

(90% of the time, don’t 
change the carrier.) 
once lost $400 
because of this

-Travis Waninger

“I enjoy working with a 
couple truckers because 
they know like, like I have 
clients like on the warehouse 
and they know the 
warehouse really well. And I 
just, I know, I just know that 
they're going to get the job 
done so I don't really have to 
check in on them once they 
start communicating.”

-Izzy Loyd, CHI

“open trucking carrier that 
would be nice because it's 
putting it in the judgment of 
people that actually have the 
relationships with the 
truckers but I guess at the 
same time I don't really know 
if I'm going to end to end up 
with a trucker that I've never 
used.”

-Izzy Loyd, OA, CHI


Automation needs better 
visability/intervention so that ops feels in 
control

Amazon appointments: 
must be done ahead and 
require specific details

“When it's outside of your core 
lanes... I think that there is that 
extra needed overview and 
personal knowledge”

-Heather Graybill

“for clients not marked as 
exceptional for like, just having 
that DO sent. I'll be like, super 
nice. It would probably save me 
like 20 minutes a day maybe 30 
minutes a day depending on 
the number of shipments. Yeah. 
And if it's like an exceptional 
client, I would have no problem 
with doing that part.”

-Delaney Hand


control. Yeah, I feel it's 
the one I feel like it's 
the one part of the. It is 
very clear to our clients 
that we have a lot of 
control over that part of 
it, when we're able to 
like resolve something 
or you know get 
something done for 
them

-TravisRural King trucker not 

honoring recover and hold, 
now wait till valid to 
dispatch -Izzy Loyd

Requirements can 
change by client “ if there 
could be like an opt out 
function...” Izzy Loyd

“sometimes I use my better 
judgement, [one client uses] a 
flatbed which is expensive and 
every once in a while, they'll ship a 
small shipment where I might use 
just like LTL and that's kind of on 
my judgment” 

-Izzy Loyd

Follow up with trucker to 
update delivery date.

Follow up with truckers on 
past updates. (follow up 
based on type of deliver 
and how much time she 
expects it to take)

-Izzy Loyd

When we dispatch 
something we don’t have 
visibility into which 
contacts within the carrier 
are responsible for what - 
who do I reach out to at a 
trucker in a region I’m not 
familiar with 

-Izzy Loyd

“for the most part I think 
I'm still communicating 
with with truckers outside 
of app and I think that 
might be because like it's 
mostly when I'm using a 
carrier that I'm unfamiliar 
with, I'll usually leave them 
a messenger platform, and 
I'll leave them a message 
and email them”

“can be a painstaking 
especially when I have 
no idea what the line 
items mean when 
they're sending over 
these invoices for, like, 
trucking like gate fee. 
okay so, is this 
drayage? is this a 
transload fee? is it the 
flatbed fee? it is a little 
bit cryptic.”

-Izzy Loyd


“It's truly terrible. I'm very sorry to 
say, I'm just reconciling charges 
like not really understanding what 
charges are billable to the client. 
And what charges we can actually 
dispute. And why things are not 
what they were quoted to us at the 
time of booking.”

-Izzy Loyd


-TLX release (x2)

-FIRMS

-Carrier (x2)

-HBL Dims correct (x2)

-Carton Count on PL and BOL match (x3)

-Partner

-Warehouse contact info

-Destination location (x2)

“I stopped doing it 
because we had two 
DOAs and it was like a 
giant book of business 
and so truly we kind of 
just didn't have the 
manpower. 

-Nicole Degla, DOA, CHI

Send a pending 
documents report daily 
to rural king that tells 
them like the 
commercial invoices 
and packing lists that 
need to be uploaded

-Nicole Degla, DOA, Chi

“If the trucker is on app 
confirming pick up the 
deliveries. it's mostly 
monitored honestly by 
the client and the 
trucker themselves.”

-Izzy Loyd

“Having truckers on app like 
confirming things has been a 
game changer. So, I'm almost 
like hesitant to say we need 
even more because it's gotten 
so much easier. And empty 
return has been really great.”

-Izzy Loyd, CHI

“I think at least my 
interactions with 
dispatching and sending 
the do, there's nothing 
that I'm doing that, 
couldn't be automated”

-Nicole Degla, DOA, CHI

“As a squad member like 
you just think like okay 
well I'm taking the onus 
off of myself for making 
money on this I'm like 
the trucking team better 
have their, equation 
written right.” - but want 
control of picking 
trucking partner

-Ellen Kirkness, OA, CHI

Rail ramps not supported 
in marketplace (drop fee) 
- must be done in google 
sheet + slack usa 
trucking (4-5 hr process)

-Ellen Kirkness, OA, Chi

“Being able to differentiate between rail ports and 
Chicago, and a structured way that will let you know 
that like your drayage rates were actually correct and 
that would help you figure out like, Okay, is there 
definitely going to be a chassis split, is what's the 
drop and take it from here because all of that is 
literally just like completely manual right now based 
on historical rates.” -Ellen Kirkness, OA, CHI

References historic 
quotes for quick rate 
references “which is not 
great, because like that 
doesn't account for what 
if there's been a shift on 
pricing” 

-Ellen Kirkness, OA, Chi

have to ask trucking 
team to calculate carrier 
class

-Ellen Kirkness

Linehaul: marketplace 
does not account for 
scheulde/potential dwell 
time -Ellen Kirkness

drop and pick rates 
are unreliable in 
marketplace

-Ellen Kirkness, OA, 
Chi

“I tried like a test over a period of two weeks 
where I was like okay I'm just gonna give them six 
hours and see what happens and start sending 
DOS to save my own time and like so many dry 
runs that I just like gave up on using that.”

-Ellen Kirkness, OA, CHI

non FLEX LCL 
shipments: send 
clearance docs to CFS & 
get verbal confirmaiton 
of reciept (document in 
charge)

-Ellen Kirkness, OA, CHI

Have to send customs 
clearance to warehouse

“I would make an edit 
...if I was just like too 
lazy to go into the 
network location to 
make an edit” -Ellen 
Kirkness

“I would make an edit 
and that would be if it 
was like extremely 
urgent” -Ellen Kirkness

30-60% of shipments 
have a hold - sepend 
30 min to 5 hours 
resolving via slack

-Ellen Kirkness, OA, 
CHI

“It's one of the hardest parts to manage your time 
and your workflow when many parts of this one 
process rely on adherence from so many different 
teams. You find yourself like touching shipments 
over and over again that you don't even need to 
be. like there's three different holds on this 
shipment, there's two holds on this shipment, But 
they're all traveling together in a linehaul so the 
linehaul has to wait.“ -Ellen Kirkness

“all we’re doing is 
pressing a button”

-Ellen Kirkness, OA, CHI

“If you're, like, the 
same way LCL ops like 
where everybody was 
calling hundreds of 
terminals. Now, they 
get the answers much 
quicker.  If only 
someone was doing 
that for the air carrier 
terminals. That would 
be just pristine.” 

-Ellen Kirkness


Cartage more manual but,  
“With a trucker on 
transmission. I'm doing none 
of those. With the exception of, 
like, exception management 
and something that's 
scheduled doesn't turn into an 
actual.“

-Ellen Kirkness

10% of clients require 
POD to be attached to 
invoice, in which case 
checking every day for 
POD

-Ellen Kirkness

POD - not important 
(FTL till recieved 7-10 
days)

-Ellen Kirkness

Following up with 
clients who are new to 
the WH App to ensure 
empty delivery

-Ellen Kirkness

Accessorial charge process 
sent via message:

1. confirmation message to 
trucker

2.check rate in marketplace 
if not included in message

3. add to bill

4. message client

Mentally calculates 
time away from port 
from core left + 
trucker rate to check 
detention charges

(3 mins per shipment)

-Ellen Kirkness

Only reconciles invoices on 
which she is loosing money 
becuase it’s such a painful 
process



“It's just like such a boring 
part of the job. There's no 
value add. And it goes a 
long way with clients when 
you provide that 
transparency. But I think 
that, like OAs are  
disincentivize from doing it 
because it's such like a 
horrible non value adding 
thing“

-Ellen Kirkness

Client visability to 
accessorials when 
they occur

-Ellen Kirkness

“ I've had many instances of 
a container moving from a 
rail port to final delivery in 
empty container returned 
without any manual 
intervention whatsoever.

...a drayage move, where 
there are no customs 
clearance or HBL release 
issues where all the HTS 
codes on a product on a 
packing list were in the 
product list in core, and the 
trucker had no clarification 
questions on confirming a 
prepull or warehouse 
location information...I 
would say for like TPEB/FCL 
where a truckers on 
Transmission like that could 
be 8/10 times.”

-Ellen Kirkness


“I would never say no to 
having them manage my 
final leg, ever. I don't know 
why anybody would, but I 
think historically as like 
I've been a part of this 
transition from either 
parts or the entirety of the 
final leg transitioning from 
squads to trucking ops. 
There definitely needs to 
be more clarification 
around who does what 
which work...who is 
responsible for which part 
of the workflow and, like, 
transparency between 
tracking ops and squads 
and has it been done, 
regardless of if you are 
planning on doing it.”

-Ellen Kirkness

“you could run into squads 
losing faith and somebody 
taking the work off their 
hands if it's not like noted 
how much non value 
adding trouble some 
double and triple 
confirmations take.”

-Ellen Kirkness

“I'd be fine outsourcing carrier. 
I want some somewhere to 
note preferences”

-Dan Varn, OA, CHI

Accidentally sent 
without customs 
clearance = dry runs

Once “cargo ready” 
should auto dispatch

-Dan Varn

“Truckers I don't have as 
much confidence in, 
then I can check a lot”

-Dan Varn

“Truckers I don't have as 
much confidence in, 
then I can check a lot”

-Dan Varn

In bond moves:

1. writes internal note

2. bolds additional 
notes calling out 
bonded trucker 

(used to edit PDF 
manually)

-Samantha Shah

“It's a great feeling to dispatch an 
LCL shipment after it's been in 
progress for 40 days but it's also not 
something that I would miss by 
automating. 

-Dan Varn

communication with the 
trucker is definitely 
something that I'd like to 
still have at least visibility 
over but nothing really in 
the process of dispatching 
or chasing down the proof 
of delivery is vital to my 
day to day.”

-Dan Varn

Would love to delegate FTL like LCL 
ops becuase there can be a lot of 
emails that are ‘time consuming and 
confusing’ when there are multiple 
trucks

-Travis Waniger, NYC

“important to pay attention 
to all the details about the 
cargo and send all the 
messages to the trucker 
because every time you 
miss information like how 
many pallets is required, 
that little thing sometimes 
the trucker will respond 
that day but it makes us 
pick up the cargo at a later 
date.


For new truckers, she 
will be much more 
hands on.

-Heather Graybill

Carrier selection is based primarily on past 
experience, tribal knowledge...

Identify trucker based on 
past experience, Trial 
and error with carriers “if 
you could see the data 
of how reliable a carrier 
is” -Marjon, OM, AMS

“muscle memory”

-Andrew Johnson, OA, LA

“Starting off as a newer 
OA, they have problems, 
until they learn the 
truckers in the regions 
that their client service.“

-Kendall Hardemon

“I feel like it's a lot of trial 
and error, and then also 
like from a preference 
standpoint, sometimes 
people just get burned by 
like, I will not use Estes if 
I don't have to”

-Heather Graybill, OA, ATL

“There's also just like that 
tribal knowledge of like 
this is the trucker I use 
here”

-Heather Graybill, OA, ATL

“I know some people are 
better than others and 
we we kind of like keep 
track of that like kind of 
keep like a mental tally 
of like who's performing 
well who's not.”

-Delaney Hand, OA, NYC

Always choose 
accelerated beacuse 
“they're the best by far 
at actually doing the job 
and also in updating 
transmission”

-Ellen Kirkness, OA, CHI

Inefficiencies / takes time

What I don’t like doing 

Automate 

Delegate

What I like doing

Adds value

Mapping components


