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The logistics market is on the cusp of a technological revolution, with next generation artificial intelligence 

(AI) poised to redefine how businesses are managed and employees work. This research paper, "State of AI 

in Logistics: 2025,"arrives at a critical juncture, providing timely insights into both the promise and the 

practical challenges of AI adoption across various supply chain and logistics processes. Through in-depth 

interviews with senior executives chosen for their expertise and depth of understanding 


of supply chain management, this study reveals that while enthusiasm for AI is widespread and investment 


is increasing, the journey from concept to operational reality is still in its early stages for most organizations. ​

JBF Consulting is proud to partner with Pando in this exploration of AI’s evolving role in transportation and 

logistics. Our experience working alongside industry leaders has shown that successful AI adoption goes 

beyond simple chat bots and enhanced mathematical forecasting wrapped in AI/ML wrappers.  The next 

phase of AI, namely, Agentic AI, requires clear vision, a focus on data quality, and a willingness to embrace 

change in ways that may not be comfortable. The findings in this report echo what we see in the field: 

organizations that treat AI as a strategic differentiator, rather than just a tool for incremental productivity 

improvements, are poised to create a substantial competitive differentiation. 

As the industry and AI move forward, the lessons captured here will be invaluable for supply chain / logistics 

professionals, technology leaders, and business strategists alike. By highlighting both the barriers and the 

breakthroughs, the insights provided by industry executives in the following pages offer both look into the 

current state of AI adoption and a roadmap for organizations seeking to harness AI’s full potential. 


We hope this paper inspires decisive action and thoughtful experimentation. ​

Mike Mulqueen​
Executive Principal, 

Strategy & Innovation, JBF Consulting

Foreword
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​​The "State of AI in Logistics: 2025" study reveals a critical inflection point in the industry's AI 

adoption journey. Our comprehensive research across senior logistics executives from diverse 

industries shows that while organizations widely recognize AI's transformative potential, a significant 

implementation gap exists.​

54% of companies remain in early awareness and value discovery stages with 

regards to AI adoption within their logistics function​

91% have increased AI investments over the past 24 months, with 75% planning 

significant increases in the next two years​

83% cite data quality as their most significant technical barrier​

92% believe AI can help navigate ecosystem complexity in logistics​

Domestic transportation (50%) shows the highest implementation rates

Key findings include:​

The research reveals a consistent pattern: strong executive enthusiasm for AI,  

high-profile initiatives, and clear top-down mandates, but significant challenges in converting strategic 


intent to operational reality. ​


​


As we progress through 2025, organizations showing the greatest success are those treating AI not merely 

as a cost-reduction tool but as a strategic differentiator that enhances decision quality and organizational 

agility. They have evolved beyond viewing AI as merely analytical support for human decisions and 

automation tools to treating AI agents as active participants in their logistics operations—systems that 

continuously monitor, decide, and execute within established parameters.​

Executive Summary​



Mike's functional expertise is in Multi-modal Transportation


Management, Supply Chain Visibility, and Transportation


Modeling. Mike earned his master’s degree in engineering and


logistics from MIT and BS in business and marketing from the


University of Maryland.

Mike Mulqueen, Executive Principal, Strategy & Innovation of JBF Consulting, is a leading 

expert in logistics solutions with over 30 years managing, designing and implementing freight


transport technology. 

05

Abhijeet Manohar serves as the CTO and Co-founder of Pando.ai, where he 

leads the development of innovative solutions for supply chain and logistics 

challenges. His work focuses on leveraging advanced technologies, including 

AI agents to optimize critical logistics processes such as freight procurement, 

dispatch planning, transportation management, and freight invoice auditing.​

About the authors​

Abhijeet's contributions to technological advancement in 

the field are significant, with more than 50 issued patents 

to his name. His expertise in applying artificial intelligence 

to solve complex logistics problems positions him as a 

thought leader in the transformation of supply chain 

operations through technology.

https://www.linkedin.com/in/mulqueen/
https://www.linkedin.com/in/abhijeet-manohar-12769310/
https://patents.justia.com/inventor/abhijeet-manohar
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Research methodology​
The "State of AI in Logistics: 2025" study employed a comprehensive research methodology designed to 

capture both quantitative metrics and rich qualitative insights from logistics leaders across diverse industries 

and regions. This mixed-methods approach ensured a holistic understanding of the current state, 

challenges, and future directions of AI adoption in logistics operations.​

Our research centered on in-depth interviews with senior logistics and supply chain executives, guided by a 

structured questionnaire that combined quantitative assessment and qualitative exploration. This approach 

allowed participants to provide standardized data points while also sharing their unique experiences, 

challenges, and strategic perspectives.​

Research Approach​

The questionnaire addressed key dimensions of AI in logistics, including current implementation status 

across different functions, strategic importance within the organization, investment levels and anticipated 

trends, barriers to implementation, primary use cases and applications, approaches to ROI measurement, 

and how AI impacts the organization's ability to navigate various market forces and maintain strategic 

control.

Interviews were conducted as free-flowing discussions that encouraged participants to share anecdotal 

experiences and insights beyond the structured questions, providing valuable context and depth to the 

quantitative findings.​



Head/C-level: 14% 


VP: 33% 


Director: 46% 


Manager: 7%  

Logistics & Transportation: 47% 


Supply Chain: 33% 


Digital & IT: 13% 


Business: 7% 

Participation Demographics​

Leadership  
Level 

Functional 

Area



USA: 77% 


Asia: 16% 


Europe: 7% 

Regional  
Distribution

$10+ billion: 40% 


$1-10 billion: 30% 


Less than $1 billion: 30% 

Company  
Revenue

Retail: 30% 


Consumer Packaged Goods: 30% 


Automotive & Industrial: 15% 


Pharmaceuticals & Agriculture: 15% 

Others: 10% 

Industry 

Sectors
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The Evolution of AI in Logistics​

The journey of artificial intelligence in logistics has unfolded through five distinct evolutionary stages, each 

representing a quantum leap in capability and strategic value. Understanding this progression is crucial for 

organizations seeking to position themselves advantageously in the current landscape.​

Simple automation marked the beginning, with systems designed to handle repetitive, rule-based tasks. 

Automated warehouse picking robots, document processing systems, and basic routing algorithms freed 

human workers from manual labor while improving consistency and speed. These early implementations 

focused primarily on operational efficiency and cost reduction.​

Predictive capabilities introduced the ability to anticipate future outcomes based on historical 

patterns. Demand forecasting systems began predicting customer needs, route optimization algorithms 

started anticipating traffic patterns, and fleet maintenance systems could forecast equipment failures before 

they occurred. This stage shifted AI from reactive task execution to proactive planning support.​
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Automation AI ​

Predictive AI ​

Agentic AI​

Generative AI​

Prescriptive AI​

Predictive AI​

Automation AI​



Prescription in AI systems elevated the technology from prediction to recommendation, analyzing complex 

scenarios to suggest specific actions. These systems could recommend optimal inventory levels, suggest 

the best carrier for specific shipments, or propose delivery schedules that balanced cost and service 

objectives. The focus evolved from "what will happen" to "what should we do about it."​

Generative AI brought the capability to create new content and solutions from existing data. These systems 

can automatically generate shipping documentation, create comprehensive logistics reports, draft 

communications to carriers and customers, and more. This stage demonstrated AI's ability to augment 

human creativity and communication.​

AI agents represent the current frontier—systems that can independently make decisions and execute 

actions within defined parameters. These autonomous agents can dynamically reroute shipments in 

response to disruptions, automatically adjust supply chain configurations based on market conditions, and 

continuously optimize operations without human intervention. This evolution transforms AI from a tool that


humans consult to an active partner in logistics operations.​

The progression from automation to agency isn't just technological evolution—it's a fundamental shift in how 

organizations conceive the role of self-sustaining intelligence in logistics operations.​

Forward-thinking organizations today operate across multiple evolutionary stages simultaneously, with 

automation and predictive AI providing foundational capabilities while they pilot prescriptive and agentic 

applications in targeted use cases. The most successful implementations recognize that each stage builds 

upon the previous ones, creating a layered intelligence architecture that maximizes both operational 

efficiency and strategic agility.​

This evolutionary framework also helps explain why more than half of the organizations remain in early 

adoption stages—they are still building the foundational capabilities necessary to support more advanced 

agentic implementations. Those who have progressed furthest along this path are the ones now 

experiencing the compound benefits that drive accelerated AI investment and strategic differentiation.​
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Prescriptive AI ​

Generative AI ​

Agentic AI ​



46%
Active Evaluation Early awareness & Value Discovery 

54%

Current State of AI in Logistics​
As we progress through 2025, artificial intelligence in logistics stands at a critical inflection point. 


Our research reveals that while organizations recognize AI's transformative potential, the majority 


are still navigating the journey from strategic vision to operational reality.​[1] 

​The data show that 46% of companies place themselves in the "Active Evaluation" stages of AI 

adoption. Only a minority of organizations report being in advanced implementation stages, with most 

still building business cases and evaluating potential solutions rather than fully deploying AI at scale.​

A common pattern emerges across organizations: strong executive-level enthusiasm for AI, high-profile 


initiatives and partnerships, clear top-down mandates, but significant challenges in converting strategic intent 

into operational reality. This pattern reflects the broader finding that most companies are still working through 

the practical challenges of implementation rather than reaping the full benefits of AI in logistics.​
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VP of Supply Chain Planning & Analytics, 


World’s largest speciality apparel retailer  

"Leadership enthusiasm for AI has created plenty of discussion, but 

there's a persistent gap between boardroom excitement and 

operational reality. The mandate to embrace AI exists—the roadmap 

to implementation often doesn't"​

https://www2.deloitte.com/us/en/insights/focus/transportation/ai-in-transportation.html


Degrees of AI Maturity​
When examining specific logistics functions, our data reveal varying degrees of AI implementation:​

​Transportation (both domestic and international) shows the highest overall implementation rates with 

67% of organizations in either pilot or implementation phases for domestic and 58% for international. 

This strong adoption rate reflects transportation's direct impact on customer service levels and 

operational costs, with AI delivering immediate value in route optimization and visibility. The slightly 

lower international adoption rates likely stem from greater complexity in global logistics networks and 

data integration challenges across borders.​

No Implementation Partial or Full Implementation​Pilot Phase

Freight Invoice & 
Shipment Auditing

International 
Transportation

Domestic 
transportation

Freight 
procurement

33%

17%

50%

42%

16%

42%

58%

25%

17%

50%

8%

42%
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Freight procurement demonstrates the most cautious adoption approach with 58% reporting 


no implementation and 25% in pilot phase. This hesitancy reflects the relationship-driven nature of 

procurement and the challenges of embedding AI in nuanced negotiation processes. However, the 

relatively high percentage in pilot phase suggests growing recognition of AI's potential value in 

identifying market opportunities, optimizing carrier selection, and improving procurement outcomes.​

Freight audit showcases an interesting dichotomy with 50% either in implementation stages or pilot 

phase while the other 50% in no implementation stage. This bifurcated trend shows either organizations 

fully adopt AI -likely due to its structured data and clear ROI in catching billing errors, while others hold 

on for now due to a variety of reasons ranging from outsourcing the function, but with significant areas 

of improvement to prioritizing other areas of investment.​

The data point to a very important trend in transportation and freight audit and pay functions though. 

Organizations tend to scale quickly after initial AI adoption, with the ratio of full/partial implementation to 

pilot phase being particularly high—indicating that once value is demonstrated, expansion follows rapidly.​

Interestingly, 38% of the organizations interviewed reported building internal data science capabilities 

rather than relying exclusively on vendor solutions, indicating a hybrid approach to AI development in 

many companies.​

The hesitation many organizations feel despite recognizing AI's potential is quite visible.  

This cautious approach creates both risk and opportunity for organizations. Those who move decisively 

while others wait  will establish data advantages, organizational capabilities, and operational patterns 

that may prove difficult for competitors to overcome.​

[2]

"We're not just asking how AI fits into logistics; we're exploring how 

logistics should be woven into the fabric of AI strategy from the 

start. This flips the traditional approach on its head and positions 

logistics as a strategic input rather than a downstream function."​

Neha Parekh, Supply Chain Director,  

Nivea India
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https://www.bcg.com/press/24october2024-ai-adoption-in-2024-74-of-companies-struggle-to-achieve-and-scale-value


Technical Barriers:​

Implementation Challenges & Barriers​
The path to AI agent deployment in logistics is not without obstacles, but our research reveals that these 

barriers are neither insurmountable nor permanent. Organizations at the forefront of implementation are 

demonstrating that with strategic focus, many of these challenges can be transformed into opportunities 

for differentiation.​

Data related 
(Includes challenges in data availability,  

data quality, data standardization,  

integration complexity, real-time requirements)

(Includes challenges in legacy systems, technical 

architecture, processing capacity, security requirements, 

scalability needs)

(Includes vendor maturity, solution 

completeness, integration capability, 

customization needs, support availability)100 0 100

Infrastructure 

Solution availability 

Data quality emerges as the most significant technical barrier , with 83% of companies rating 

data-related challenges as "Significant" or "Highly Significant." This concern is valid but 

increasingly addressable. The most successful organizations are reframing data quality not as 

a prerequisite for AI adoption but as an outcome that AI agents themselves can help deliver. 

These companies deploy AI agents that simultaneously operate within existing data constraints 

while actively improving data quality through anomaly detection, pattern recognition, and 

continuous learning. This virtuous cycle accelerates both AI adoption and data improvement.​

[3]

Not Significant Highly significantSignificant

14

https://www.mckinsey.com/capabilities/operations/our-insights/digital-logistics-into-the-express-lane


Infrastructure limitations and legacy systems present challenges for 75% of companies, yet here too, 

the leaders are finding innovative approaches. Rather than undertaking costly complete system 

replacements, they deploy AI agents at the edges and interfaces of existing systems, creating a 

layer of intelligence that can bridge disparate platforms and enhance overall capability without 

complete replacement.

When it comes to implementation, relative position in terms of AI adoption matters. Organizations 

must make the effort to benchmark against industry partners and vendors, to understand where 

they are along the adoption curve. This exercise can avoid a perception gap that may unnecessarily 

delay implementation.

Director of Global Logistics, 


Marine Recreational Manufacturing

"AI solutions demand data excellence, not just data existence. 

Without properly normalized and cleansed foundational data, we're 

building sophisticated intelligence on a fragile framework. The 

preparation work isn't glamorous, but it's the difference between AI 

success and expensive experimentation."

"We feel like we're behind on AI adoption, but when we engage 

with our vendors, we realize we're actually ahead of them. It's a 

reality check on the gap between industry perception and 

actual implementation."

Amy Johnson,  

Senior Director, Pharma Supply Chain Product Management, Cardinal Health
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Organizational Barriers:

The talent shortage, rated as a significant barrier  by 58% of organizations, represents another 

area where AI agents offer a compelling solution. By automating routine decisions and processes, 

these systems reduce the need for large teams while elevating the impact of existing talent. 

Organizations deploying AI agents effectively find they can accomplish more with smaller teams, 

focusing human expertise on strategy and exception management rather than routine operations.

[4]

Even change management, cited as a significant barrier by 67% of companies, can be addressed through 

thoughtful AI agent deployment. The most successful implementations begin with narrow, high-value use 

cases that demonstrate clear benefits without threatening established roles. As confidence builds, the 

scope of AI agent authority gradually expands, allowing organizations to evolve their processes in 

manageable increments rather than disruptive leaps.

Perhaps most telling is how organizations are addressing the ecosystem challenge, rated as "Significant" 

or "Highly Significant" by 92% of companies. The logistics ecosystem is inherently fragmented, with 

multiple partners, carriers, and systems. AI agents are uniquely suited to navigate this complexity, 

serving as digital intermediaries that can communicate across platforms, translate between systems, 

and maintain continuity even as the ecosystem evolves.

Resource related
(Includes challenges in budget constraints, skilled 

staff availability, training requirements, implementation 

capacity, support resources)

(includes challenges in user resistance, process 

changes, workflow disruption, training effectiveness, 

adoption rates)

(includes challenges in executive sponsorship, 

strategic alignment, investment priority, risk 

appetite, innovation culture)

Change management 

Leadership

100 0 100

Not Significant Highly significantSignificant
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https://www.mckinsey.com/industries/travel/our-insights/ai-can-transform-workforce-planning-for-travel-and-logistics-companies


Market Barriers:

The cautious approach to ROI validation, while understandable, risks leaving value on the table. While 

58% of organizations cite market uncertainties as significant barriers, the leaders are shifting from 

requiring guaranteed returns before investment to a more experimental approach that balances rigor with 

speed. They recognize that the compound benefits of AI agents—their ability to learn, improve, and 

discover new optimization opportunities—often exceed initial ROI projections as these systems mature.

The regulatory landscape , though complex, is increasingly navigable with the right approach. Here 

again, AI agents offer distinct advantages, as they can be programmed to incorporate regulatory 

requirements into their decision frameworks and adapt as regulations evolve. This capability is 

particularly valuable for the 42% of organizations citing regulatory concerns as significant barriers 


to adoption.

[5]

The organizations making the most progress are those that view these challenges not as reasons 


to delay but as problems that AI itself can help solve. Rather than waiting for perfect conditions, 


they are deploying AI agents in targeted applications where current limitations are manageable, then 

leveraging the intelligence and adaptability of these systems to progressively overcome broader barriers 

to adoption.

Ecosystem
 (includes challenges in partner readiness, data 

sharing, technical compatibility, process alignment, 

change coordination) 

(includes challenges in solution cost, ROI 

uncertainty, Market volatility, competitive 

pressure, industry standards)

(includes challenges in compliance 

requirements, data privacy, cross-border rules, 

industry regulations, reporting needs)

Market

Regulatory 

100 0 100

Not Significant Highly significantSignificant
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https://blogs.idc.com/2025/01/09/from-ai-to-iot-inside-the-asia-pacific-supply-chain-tech-revolution/


AI in the Real-world: Use-cases & Applications
The transformation from passive AI tools to active AI agents is most visible in the specific 

applications being implemented across the logistics value chain. 

Primary use cases where this evolution is 

accelerating, each representing a shift from 

AI as analysis to AI as agency.

Predictive visibility01

02

03

04

05

06

07

Demand forecasting and inventory optimization​

Transportation optimization​

Automated decision support​

Process automation​

Freight procurement and rate management​

Data analytics and business intelligence​
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Predictive visibility

These systems  go beyond forecasting arrival times, monitoring shipments across data sources, 

detecting potential delays, and alerting stakeholders. In international logistics, where multiple handoffs 

create disruption risks, accurate predictive visibility is crucial. Advanced AI implementations  

move beyond prediction and prescription to autonomously initiating contingency plans when delays  

are inevitable.

[6]

"In shipping to 35 international markets, we're not just tracking vessels 

—we're pursuing predictive precision. The dynamic nature of sea freight 

means ETAs constantly evolve, and our significant investment in prediction 

accuracy has become a strategic imperative, not a luxury."​

Mike Ringsdorf 

Vice President Transportation & Logistics, Mary Kay Global​
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77% of organizations, cite it as an  
AI application in logistics. early yet powerful  

https://www.idc.com/getdoc.jsp?containerId=prAP51802324


Demand forecasting and inventory optimization​

These systems  not only predict future demand but can increasingly make autonomous decisions 

about inventory placement, transfer orders, and safety stock levels. This represents a crucial 

transition from AI that merely informs inventory decisions to AI that actively executes them within 

established parameters.​

[7]

"We are working on an AI-driven demand forecasting that can transform 

inventory allocation across our distribution centers, potentially delivering 

multi-million dollar savings by eliminating split orders. It's not just about 

predicting what customers want, but ensuring those products are 

positioned exactly where they need to be."​

VP of Supply Chain Planning & Analytics, 


World’s largest speciality apparel retailer  

20

62% of organizations mention that AI agents 
are evolving from statistical models to  

  in inventory management.active participants

https://www.mckinsey.com/industries/industrials-and-electronics/our-insights/distribution-blog/harnessing-the-power-of-ai-in-distribution-operations


Transportation optimization​

These systems  now go beyond simply recommending routes to actively orchestrating transportation 

networks in real-time. The most advanced implementations allow AI agents to autonomously adjust 

routing, consolidation, and carrier selection as conditions change, creating dynamic transportation 

networks that continuously optimize for cost, service, and resilience. Suffice to say, AI agents can 

process vastly more variables and scenarios, augmenting human planners to help identify optimization 

opportunities that would otherwise remain hidden.​

[8]

"AI gives us a holistic view of our shipping network that human analysis simply 

can't match. What would take weeks of manual analysis, AI can visualize in 

moments—revealing co-loading opportunities, optimized routes, and carrier 

sequencing that were previously invisible to us."​

Willy Maurer 

Sr Director of Transportation & Logistics, Costa Farms​
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69% of organizations cite this as perhaps  
 toward AI agency.the most dramatic shift 

https://www2.deloitte.com/us/en/blog/business-operations-room-blog/2024/generative-ai-in-transportation-management.html


Automated decision support​

Automated decision support  for disruption management to rapidly evaluate complex tradeoffs and 

recommend specific actions transforms logistics from reactive to proactive disruption management. By 

leveraging real-time data, teams can preempt bottlenecks, reroute shipments intelligently, and minimize 

downstream impact. This shift not only improves service reliability but also enhances agility and 

customer trust in volatile environments.

[9]

"The human-AI division of labor should be clear: decision approval remains 

human, but the analytical journey to that decision can be fully automated. AI 

excels at validating the 'rights'—right indent, right transporter, right timing—

while humans provide the final judgment"​

Director of Global Logistics, US-based Manufacturing Company​
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54% of organizations mention this as a 
critical evolution toward AI agents that can 
actively manage exceptions.

https://www.pwc.com/us/en/tech-effect/ai-analytics/ai-predictions.html


Process automation​

Process automation might appear to be a basic application, but it represents a crucial foundation for 

more advanced AI agency. It is worthwhile to note that AI adoption often begins with automating 

transactional, time-consuming tasks  rather than replacing entire roles. By assuming responsibility for 

these routine tasks, AI agents free human expertise for more strategic activities while accumulating the 

operational knowledge that enables more sophisticated decision-making over time.​

[10]

"AI isn't replacing our planners—it's elevating them. By automating the 

hour-long daily ritual of calling transporters and processing routine 

communications, we're liberating our talent to focus on strategy rather 

than administration."​

Neha Parekh, Supply Chain Director, Nivea India​
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46% of organizations cite this basic application, 
  for advanced AI agency.a crucial foundation

https://www.ey.com/en_us/insights/automotive/automation-in-the-logistics-sector


Freight procurement and rate management​

These systems  now actively monitor market conditions, carrier performance, and capacity trends to 

identify optimal procurement strategies. The most advanced implementations can autonomously 

negotiate rates, allocate volume, and manage carrier relationships within defined parameters.​

[11]

"AI-powered procurement isn't just about better buying—it's about predictive 

positioning. We're using intelligence to forecast attainable rates and objectively 

score carrier performance, removing bias and emotion from what has 

traditionally been a relationship-driven process."​

Amy Johnson 

Senior Director, Pharma Supply Chain Product Management, Cardinal Health​

24

38% of organizations mention how  
AI agents are transforming traditionally 
relationship-driven processes.

https://www.ey.com/en_in/insights/supply-chain/how-generative-ai-in-supply-chain-can-drive-value


Data analy tics and business intelligence​

The most sophisticated implementations go beyond highlighting anomalies to recommending specific 

actions based on detected patterns and predicting the likely outcomes of different response strategies.​[1]

"The greatest value of AI isn't in the answers it provides but in the 

questions it identifies. By digesting massive datasets and highlighting 

opportunity areas we didn't even know to investigate, it's redirecting our 

analytical focus to where it matters most."​

Kyle Bartko  

Director of Logistics, Uline​

24

54% of organizations cite it, demonstrating  
the evolution from passive reporting to  
active insight generation.

What unites these diverse applications is a fundamental shift in how AI participates in logistics operations

—from a tool that humans consult to an agent that actively monitors, decides, and often executes. The 

organizations seeing the greatest value are those embracing this evolution, deploying AI agents that can 

operate with appropriate autonomy while remaining aligned with broader business objectives.​

https://www2.deloitte.com/us/en/insights/focus/transportation/ai-in-transportation.html


Investment Trends & ROI with AI​
The investment landscape for AI in logistics reveals a compelling narrative of acceleration and value 

creation, with clear implications for competitive positioning. While current investment levels remain 

modest  for most organizations—58% allocating just 0-5% of their technology budget to AI in logistics

—this belies the dramatic shift underway.​

[12]

The trajectory is unmistakable: 91% of companies report increased AI investments over the past 24 months, 

and 75%  expect to increase investments significantly in the next two years. This acceleration reflects 

growing recognition that AI agents represent not merely an incremental improvement but a fundamental 

transformation in how logistics operations function.​

[13]

26

Increased in the last 2 years

Will double down in the next 2 years

75%

91%

AI Investments

https://www.mckinsey.com/capabilities/mckinsey-digital/our-insights/superagency-in-the-workplace-empowering-people-to-unlock-ais-full-potential-at-work
https://www.kearney.com/service/operations-performance/article/artificial-intelligence-in-logistics-value-delivery-platforms


This evolving perspective on value is evident in how organizations are measuring returns. While 85% still 

focus on traditional cost metrics, 69% now include service improvements in their evaluation, and 62% 

measure time savings and productivity gains. This broader view acknowledges that AI agents deliver 

multi-dimensional value that transcends simple cost reduction.​

"ROI shouldn't follow AI implementation—it should precede it. 

The compelling business case isn't something you hope emerges 

after deployment; it's the ticket that gets you into the game in 

the first place."

Skotti Fietsam 

SVP Global Supply Chain, Accuride Corporation​

Focus on traditional


cost metrics

Include service improvements 

in their evaluation

measure  
time savings

85% 62%

69%
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"AI benefits follow a clear hierarchy: direct cost savings first, followed 

by the more nuanced but equally valuable internal efficiencies.  

Both drive financial performance, but through different mechanisms 

and timeframes."​

Amy Johnson 

Senior Director, Pharma Supply Chain Product Management, Cardinal Health​

This recognition of both direct and indirect benefits reflects a maturing understanding of  

AI's value potential.​

​The most sophisticated organizations are also beginning to measure decision quality (46%) and risk 

reduction (38%) as key dimensions of AI value. These metrics acknowledge that AI agents contribute not 

just to efficiency but to effectiveness—making better decisions more consistently and reducing the 

likelihood and impact of disruptions.​

What emerges from our research is a picture of AI investment as a compound growth  engine. Initial 

implementations deliver measurable returns, which fund expanded applications, which in turn generate 

additional value. This virtuous cycle explains why organizations that have already deployed AI agents are 

accelerating their investments most aggressively—they are experiencing firsthand the compounding 

returns these systems can deliver.​

[2]

28

AI Value Dimension

Measure risk reduction

38% Measure decision quality

46%

https://www.bcg.com/press/24october2024-ai-adoption-in-2024-74-of-companies-struggle-to-achieve-and-scale-value


"ROI isn't just a metric for AI adoption—it's the universal language that 

bridges technical innovation and business leadership. Without a compelling 

financial narrative that transcends departmental boundaries, even the most 

promising AI initiatives will remain trapped in pilot purgatory."​

Ranjini Ganaysaraj  

Director – Logistics IT, Floor & Decor​

This agility—the ability to respond faster and more effectively to changing conditions—represents a 

strategic advantage that transcends simple cost metrics.​

The investment patterns reveal an emerging bifurcation in the market. Organizations that continue  

to treat AI as merely another technology tool, requiring exhaustive ROI validation before modest 

investments, risk falling increasingly behind those treating AI agents as strategic assets worthy of 

significant investment based on their transformative potential. As AI capabilities continue to advance, 

this gap is likely to widen, with significant implications for competitive positioning in the  

logistics landscape.​
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Market Forces & Strategic Control​
The logistics landscape has never been more dynamic or challenging to navigate. Global disruptions, 

volatile markets, and escalating customer expectations create a complex operating environment that 

tests even the most sophisticated organizations. Our research reveals that AI agents are emerging as 

the decisive factor in determining which organizations maintain strategic control amid these  

turbulent conditions.​

The data indicate that 92% of companies agree AI can help with dynamic transportation planning  and 

alerting, with 67% strongly agreeing. This near-unanimous verdict reflects recognition that AI agents' 

ability to continuously monitor, analyze, and respond to changing conditions provides a crucial 

advantage in volatile markets.​

[14]

"AI isn't just enhancing transportation planning—it's fundamentally rewriting it. 

By detecting capacity constraints before they become crises and enabling  

real-time decisions on spot market allocation or shipping adjustments,  

AI is transforming reactive logistics into predictive orchestration."​

Frank Vetter  

Global Transportation Director, Essity​

Similarly, 83% of organizations see AI as valuable for warehousing and distribution management , and 

75% for both demand/inventory variability and customer service expectations. These high percentages 

across diverse functions indicate that AI agents are increasingly viewed as essential partners in 

maintaining operational control across the logistics value chain.​

[7]
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"By understanding the rhythm of distribution centers —how often they 

can absorb full truckloads and how efficiently they process receiving—AI 

can orchestrate distribution that respects both operational capacity and 

business needs."​

Annie Barua 

Vice President - IT , Supply Chain & Inventory, Floor & Decor​

What's particularly revealing is the emerging consensus around AI's role in navigating disruptions[15] 

When discussing real-world events like the Red Sea shipping crisis (mentioned by 46% of 

organizations), port strikes (38%), or the Suez Canal blockage (31%), AI agents can provided earlier 

detection of potential impacts, rapid evaluation of alternative options, and continuous optimization as 

conditions evolved.​​

Business Head – International Business Unit,  

Indian Food & Consumer Goods Conglomerate​

"AI turns logistics disruptions into cost-saving opportunities. By optimizing 

load consolidation during volatile periods, one can slash per-kilo costs and 

rethink delivery cadences with customers—moving from monthly 

shipments to quarterly deliveries with fully optimized containers."​
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This capability to anticipate and respond to disruptions before they cascade through the supply chain 

represents a decisive competitive advantage.​

While some expressed skepticism about AI's ability to address external forces beyond the 

organization's control—like geopolitical events or port congestion—this perspective misunderstands 

the value proposition of AI agents.​

"AI doesn't alter market forces—it changes your relationship with 

time. The competitive edge isn't in controlling the uncontrollable, but 

in responding to it with unprecedented speed. When everyone faces 

the same disruption, the advantage goes to those who see it first 

and adapt fastest."​

 Director of Global Logistics, US-based Manufacturing Company​
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This time advantage is increasingly the difference between organizations that maintain strategic 

control amid disruption and those that merely react to events after they occur. AI agents provide this 

advantage through continuous monitoring across disparate data sources, pattern recognition that 

identifies emerging issues before they become critical, and rapid scenario evaluation that enables 

faster and more effective responses.​

The organizations seeing the greatest benefit are those that have evolved beyond viewing AI as 

merely analytical support for human decisions to treating AI agents as active participants in their 

strategic response capability. These agents operate continuously, detecting weak signals that might 

escape human attention and initiating responses within defined parameters without waiting for  

human intervention.​

While all organizations in our study experienced similar external disruptions, those with sophisticated 


AI agents consistently demonstrated greater resilience, faster recovery, and lower impact on customer 

service levels. This practical advantage in navigating disruption is perhaps the most compelling evidence 

for AI's strategic value in modern logistics.​​

As market volatility becomes the new normal rather than an exception, the ability of AI agents to provide 

this time advantage—to see sooner, decide faster, and respond more effectively—will increasingly 

determine which organizations maintain strategic control of their logistics operations and which are 

perpetually reacting to events beyond their control.​​
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Future Outlook: 2025 & Beyond​
The future of logistics belongs to organizations that embrace AI agents as active partners rather than 

passive tools. Our research points unmistakably toward an acceleration of this trend, with several key 

developments set to reshape the logistics landscape over the coming years.​

The investment data tell a compelling story: 75% of companies expect to significantly increase their AI 

investments in the next 24 months. This surge reflects growing recognition that AI agents represent not 

merely an efficiency play but a fundamental transformation in logistics capabilities. Those who maintain 

modest investments risk finding themselves at a widening competitive disadvantage as AI capabilities 

compound over time.​

The emphasis on practical validation through pilot programs, rated as effective by 83% of organizations, 

highlights a crucial insight: AI agents must prove their value in specific contexts before broader 

deployment. Yet the most successful organizations are balancing methodical validation with the urgency 

required to keep pace with accelerating technology evolution.​

 Organizations taking decisive action to implement AI solutions now, rather than waiting for ideal 

conditions, gain compounding advantages in data quality, institutional knowledge, and operational 

workflows that create widening competitive gaps—establishing a lead that hesitant competitors may find 

increasingly difficult to close as AI capabilities continue to evolve.​
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"Throughout history, major inflection points have reshaped industries—with the 

information revolution being our most recent example. Today, we stand at the 

cusp of another transformative moment with artificial intelligence at its helm."​

VP Supply Chain Strategy at America’s largest sporting goods retailer



The benchmarking interest expressed by 58% of organizations reveals another important dynamic—

competitive positioning is becoming a key driver of AI investment. As visibility into peer capabilities 

increases, the strategic imperative to match or exceed their AI capabilities will accelerate adoption 

among followers, creating a virtuous cycle of investment and innovation.​

The emphasis on data quality, with 83% of organizations either improving their data foundations or 

planning to do so, reflects growing recognition that AI agents both require and enable better data. The 

most successful organizations are deploying AI that can operate effectively within current data 

constraints while simultaneously improving data quality through anomaly detection, pattern recognition, 

and continuous learning.​

Perhaps most significantly, our research reveals an evolving perspective on AI's strategic value. 


While 85% of organizations still focus on cost metrics, the 54% that now view AI as a source of 

strategic differentiation rather than merely cost reduction represent the vanguard of a new approach 

to logistics technology​.

"Building AI on disorganized data is like constructing a precision instrument 

with blunt tools—technically possible but practically futile. Without 

normalized, centralized foundational data, we're forcing our most 

sophisticated technology to work with our least sophisticated inputs."​

Director of Global Logistics, US-based Manufacturing Company​

Skotti Fietsam, SVP Global Supply Chain, Accuride Corporation​

"The most powerful driver of AI adoption won't be executive mandates but 

demonstrated results. Once teams witness the tangible benefits, adoption 

becomes self-perpetuating—technology that makes work easier sells itself better 

than any corporate directive could."​
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This perspective represents an important evolution in how organizations view AI's value—not just in 

operational efficiency but in enhancing human capabilities and strategic decision-making. The most forward-

thinking logistics leaders recognize that AI's greatest impact may be in augmenting human intelligence rather 

than replacing it.​

The organizations that will thrive in this evolving landscape are those that view AI not as a threat or mere 

efficiency tool but as a strategic partner in navigating the increasing complexity and volatility of global 

logistics. By embracing AI agents' unique capabilities—continuous operation, pattern recognition across vast 

data sets, rapid scenario evaluation, and consistent execution—these organizations will maintain strategic 

control even as external forces become more challenging to predict or influence.​

Looking ahead, we anticipate several key developments 
that will shape the logistics landscape:​

The implementation gap will narrow rapidly. The current divide between strategic 

intent and operational reality will close as organizations move from exploration to 

implementation, driven by competitive pressure and increasing evidence of AI's value.​

The evolution from AI as mere analytical support and automation tools to AI as 

agency will accelerate, with systems assuming greater decision-making authority 

within defined parameters.​

Integration across the ecosystem will intensify. AI agents will increasingly bridge 

organizational boundaries, enabling more seamless coordination across the 

fragmented logistics landscape.​

Strategic differentiation will emerge. As basic AI capabilities become table stakes, the 

strategic advantage will shift to organizations that can uniquely configure AI agents 

to align with their specific business models and customer value propositions.​

Human-AI collaboration will redefine roles. Rather than complete replacement, we'll 

see a reconfiguration of human roles to focus on judgment, creativity, and 

relationship management, with AI handling routine decisions and processes.​
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Pando is a global leader in AI-powered logistics technology, helping manufacturers, 

distributors, and retailers automate the procure-to-pay lifecycle of freight to build agility, 

control freight spend, and reduce carbon footprint. Trusted by Fortune 500 enterprises with 

global customers across North America, Europe and Asia Pacific regions, Pando is pioneering 

the future of autonomous logistics with cutting-edge AI agents. Pando is recognized by 

Gartner for its transportation management capabilities, by World Economic Forum (WEF) as a 

Technology Pioneer, by G2 as a Market Leader in Freight Management, and named one of the 

fastest-growing technology companies by Deloitte. For more information, visit www.pando.ai.​

JBF Consulting, established in 2003 and based in Connecticut, is a leading provider of 

logistics, transportation, and supply chain solutions. We help organizations of all sizes optimize 

their operations by leveraging deep industry expertise, advanced technology, and strategic 

implementation. Our services include logistics strategy, systems integration, analytics, and 

ongoing support, all tailored to each client’s unique needs. With a commitment to excellence 

and a focus on scalable, sustainable results, JBF Consulting empowers businesses to achieve 

operational efficiency, streamline supply chains, and drive lasting value. Our client-centered 

approach ensures every solution delivers measurable impact and long-term success.

https://www.pando.ai/

