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Executive Summary

Freight procurement has entered a new operating reality.

What was once a largely contract-driven model has evolved into a layered strategy
that blends long-term contracts, spot market sourcing, and short-term procurement
cycles. This hybrid approach provides flexibility—but it also introduces structural
complexity that many financial and operational environments were not designed to
manage.

According to the FreightWaves + Trimble 2026 Outlook, 52.5% of organizations
still rely primarily on long-term contracts, while 30.7% rely primarily on spot freight
and 16.8% operate in short-term or mini-bid procurement models.

This shift is not just about sourcing strategy. It fundamentally changes how freight
cost must be understood, validated, and governed.

Freight invoices are no longer reconciled against a single pricing structure. They
must be validated across overlapping contracts, dynamic market rates, evolving
accessorial charges, and multi-region, multi-currency conditions. As that complexity
increases, so does the risk that cost data entering financial workflows is incomplete
—or worse, misleading.

The risk is not overpayment. It is making financial decisions
on data that cannot be trusted.

The implications extend beyond invoice accuracy.
When freight cost signals are distorted:

e Accruals lose precision
e Margin visibility weakens
e Procurement decisions rely on incomplete baselines

e Forecasting becomes reactive



Volatility Is Not the Disruption

Volatility in freight markets is no longer episodic. It is structural.

Procurement strategies are now layered by design. Contracts, spot freight, and mini-
bids operate simultaneously, each introducing different pricing dynamics and risk
profiles." At the same time, resilience has not kept pace. Only 15.6% of

organizations describe themselves as highly resilient to disruption, and nearly half
report spending more than six hours per week managing spot freight activity.

Hybrid Procurement Is Now
the Operating Model
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That combination should give leadership pause.

Execution has adapted. Governance often has not.
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The Gap Between Movement and
Measurement

Most organizations can move freight. Fewer can measure it with precision.

Freight governance is often framed as a cost-reduction exercise. That framing
underestimates its strategic importance.

Sophisticated finance leaders understand that freight audit and payment is not
simply about catching billing errors. At its core, it is about preserving the integrity of
the data that shapes future decisions.

During contract negotiations, the conversation often centers on volume, lane
density, transportation provider relationships, and rate benchmarking.

But leverage is built on confidence in the numbers behind those discussions—not
estimated spend, not spreadsheet reconciliation, and not partial visibility.

Negotiation strength depends on validated, normalized, defensible freight data.

Hybrid procurement introduces distortions that accumulate quietly. Contract lanes
overlap with spot execution. Fuel schedules shift independently of accrual logic.
Accessorial charge patterns expand without structured validation. Claims data
remains disconnected from audit validation and procurement insight—creating
financial exposure that is neither systematically identified nor measured.

Individually, these are manageable. Collectively, they erode financial clarity.

Accrual accuracy begins to drift. Margins become harder to interpret.
Transportation provider negotiations rely on incomplete signals.

This is the real risk—not isolated billing errors, but the gradual degradation of
decision-quality data.

Without audit-grade validation, flexibility becomes exposure.
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Architectural Decisions Shape Financial
Outcomes

As organizations respond to these pressures, the conversation often focuses on tools and
features. The more important distinction is architectural.

How freight audit and payment is structured determines whether it functions as a validation
checkpoint—or as a continuous financial intelligence capability.

In many environments, freight audit follows a structured sequence:
Invoice = Audit = Dispute = Pay = Report

This model introduces discipline and control. It works well in stable, contract-driven
environments.

But it is inherently linear. Validation occurs after execution. Insight is generated after the
fact.

Claims, procurement, and financial planning operate alongside—not within—a unified
framework.

In a hybrid market, confirmation alone is not enough.

An alternative approach aligns freight governance across both the shipment lifecycle and the
invoice lifecycle:

Governance — Processing = Optimization = Execution — Collaboration = Settlement —
Visibility

This is the foundation of modern Global Freight Management Solutions, where data is
continuously captured, normalized, validated, and applied across the full lifecycle.?

The distinction is critical. A structured model validates transactions. An integrated model
governs the data that drives decisions.

Linear systems validate transactions. Ecosystems govern
decisions.
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From Architecture to Operating Model

The difference becomes clear when you
look at how the model operates.

Freight audit and payment is not a step in a
process. It is part of an operating model.

Within nVision Global, that operating
model is  structured across seven
interconnected layers that align to both the
shipment lifecycle and the freight invoice
lifecycle. Each layer reinforces a single
objective: ensuring data is usable, validated,
and actionable—because inconsistency at
this  stage carries through every
downstream output.

It begins with Governance & Master Data
Intelligence. This is where control is
established—through business rules, audit
tolerances, master data configuration, and
financial structures. If data is inconsistent at
this stage, every downstream output
inherits that inconsistency.

From there, processing moves into the Core
Engines.

Core Engines handle:

e Data capture and normalization
e Contractual and dynamic pricing
e Audit and execution logic

e Financial allocation

Layered into this is Al & Data Intelligence,
including capabilities such as nSure Al Data
Capture. This is where speed of data
ingestion, validation, and readiness becomes
a differentiator. Data is ingested across
formats—EDI, API, OCR, and manual inputs—
and converted into structured, normalized
information quickly enough to support real-
time validation. The objective is not
automation alone, but speed with accuracy.

Governance

Core Engines

Al & Data
Intelligence

B
\

Optimization

Execution

Collaboration &
Compliance

Visibility &
Analytics

Freight audit and payment does not sit at the end of the process.

It sits at the center—continuously validating and refining the data that flows through it.

From processing transactions to governing financial signals.
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From Architecture to Operating Model

The model then extends into Transportation Spend Optimization, where validated
data begins to influence procurement strategy, benchmarking, and market positioning.
At this stage, data shifts from explaining past activity to shaping future decisions.

Execution remains critical—but it is no longer isolated. Routing, tendering, and
transportation provider selection operate within the same data framework that
supports audit and financial control.

Surrounding execution is Collaboration, Compliance & Exception Workflows, where
disputes are managed, exceptions are resolved, and stakeholders interact within a
structured, traceable environment.

The model culminates in Visibility & Analytics, where validated data becomes usable
insight—through reporting, performance analytics, and predictive modeling.

Each layer reinforces audit as the control point for financial data integrity.

That is where the shift occurs. From processing transactions to governing financial

signals.
Why This Matters

When freight audit and payment operate within an integrated ecosystem, the
impact is measurable.

Accrual accuracy stabilizes

Working capital becomes predictable

Procurement decisions strengthen

Claims recovery accelerates as an extension of validated audit data

Financial Reporting | Working Capital | Procurement | Claims

The strategic impact is cognitive. It changes how decisions are made—not just how
transactions are processed.

Leaders move from questioning their data to using it.
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From Freight Audit to Financial
Intelligence

This is where nVision Global becomes relevant.

nVision Global operates a Global Freight Management Solutions ecosystem built on
a simple principle: data integrity drives financial integrity.

At the front of that ecosystem is nSure Al Data Capture, enabling high-velocity
ingestion and normalization of invoice data across formats including EDI, API, OCR,
and manual inputs.?

From there, configurable business rules evaluate each transaction against contracts,
accessorial structures, fuel schedules, tax logic, and multi-currency conditions.

Freight audit is no longer reconciliation. It is a dynamic business rules engine.
Leadership discussions indicate that invoice discrepancies can approach 40% on
ocean freight in some segments prior to structured validation.® Even where
discrepancies are small, their cumulative impact is not.

When validation is continuous and integrated, freight audit becomes:

A signal integrity engine.

Not all financial discrepancies are visible at the point of invoice validation. Some

emerge only after execution—through damage, loss, or service failure. This is where
freight audit extends into claims.
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Claims as Financial Insight

Claims are often treated as operational exceptions.

In reality, they are unresolved financial discrepancies that extend beyond the
invoice. Freight audit validates what was billed. Claims address what should not
have been incurred. Every claim begins where audit leaves off.

In an integrated model, claims are not a downstream activity. They are a
continuation of audit. This positions claims as part of financial control - not post-
transaction recovery.

If audit protects cost accuracy, claims protect cost reality.
An invoice may validate correctly against contract terms—yet still reflect financial
loss due to:

e Damage

e Loss
e Service failure

In traditional models, these events are managed outside the audit process.
e Operational teams track the issue.
e Finance absorbs the impact.
e Recovery is inconsistent.

This separation creates a blind spot.

Because what is not connected to audit is not measured with the same discipline.
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Claims as Financial Insight

nVision Global data indicates over 7,300 claims filed with nearly $7 million
recovered.

Recovery timelines average approximately 78 days compared to industry norms
closer to 120 days.

Claims Recovery Velocity Impact

Industry Average 120

nVision Global

100 120

The financial impact is immediate:
Faster recovery improves working capital.
But the strategic value is broader.

When claims data is connected to audit and analytics:

Patterns of financial exposure become visible

Transportation provider performance extends beyond rate and service
Procurement decisions incorporate risk—not just cost

Financial planning reflects true landed cost
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Scale, Experience, and Continuous
Improvement

Effective freight governance requires more than technology. It requires scale,
experience, and continuous refinement.

nVision Global supports more than 20,000 transportation providers, processes over
200 million shipment transactions annually, and manages more than $12 billion in
freight spend.?

That scale enables continuous improvement.

Platform Scale and Operational Throughput

$12B 200M 20,000 4.9

Annual Freight Sh_lnvomeff Transportation .
Spend Analyzed [l s Do Gartner Rating
Processed

External validation reinforces this. Gartner Peer Insights rates iMpact TMS at 4.9,
with strong scores in execution, analytics, and visibility.*

But what stands out most is consistency.
nVision Global emphasizes long-term partnerships. Client feedback highlights that
50% of customers have been with the company for more than 10 years, with a

meaningful portion exceeding 15 and even 20 years.

That level of retention is not incidental. It reflects a model built not just on solutions
- but on outcomes delivered over time.
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Executive Implications

From Operational Oversight to Financial Governance

For finance leadership, this represents a structural shift in how transportation
spend is governed, measured, and used to drive enterprise decisions—not a
technology decision, but a governance one.

Operating Model Impact

Model Structure Impact
Integrated Model Structured Model

Audit informs procurement Audit confirms invoices

Claims shape sourcing decisions Reporting explains the past
& I

Analytics strengthen forecasting

Validated data supports planning

Freight spend shifts from an operational expense to a managed financial lever.
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The Competitive Advantage Is Data
Confidence

Hybrid procurement is structural.
Volatility is structural.
Complexity is structural.

In this environment, freight does not become harder to move.
It becomes harder to understand.

Organizations rarely fail because they cannot execute. They fail when they act on
signals they believe are accurate—but are not.

This is where freight governance moves into finance. Not as oversight, but as
infrastructure.

The organizations that lead will not process freight more efficiently. They will trust
their data more completely.

Because in a market defined by speed and variability, confidence is not a byproduct
of control.

It is the result of disciplined, validated data.

The question is not whether your freight is
moving.

The question is whether your cost signals
are strong enough to steer the enterprise.
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