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Value at stake

This is the annual value your organization can unlock by closing its Return on Intelligence gap - the payoff for maturing
across the six drivers below. It is indicative, and Weaver validates it line by line in the fixed-fee Measure phase.

VALUE AT STAKE / YEAR

$6.2M-$16M

Indicative - validated in Weaver's Measure phase

$2.1M-$6.2M $4.1M-$10M

Executive summary

Your organization's current Return on Intelligence readiness index is 45, placing it at the 33rd percentile across
industries. This indicates significant opportunity for improvement, as the overall peer median stands at 58. The
primary areas requiring attention are Technology, Data & Integration, and Strategy & ROI Alignment, which
represent the largest gaps in your current state. Addressing these foundational elements is critical for unlocking
the full potential of Al initiatives.

The most significant gaps are in Technology (score 31), Data & Integration (score 35), and Strategy & ROI
Alignment (score 40). These dimensions are below the peer median by 19 points, 20 points, and 15 points
respectively. Improving Technology readiness could unlock an indicative annual value of $1M to $3M, while
Data & Integration improvements could yield $1M to $3M. Strengthening Strategy & ROI Alignment could
contribute $1M to $3M annually. These figures highlight the direct financial impact of maturing these core
capabilities.

Your organization has an indicative annual value at stake of $7M to $19M by advancing its Return on
Intelligence readiness. This value is split between $2M to $7M in cost reduction and $4M to $12M in revenue
acceleration. Currently, your organization leverages its Al spend at 0.1X, indicating that for every dollar spent on
Al, only a fraction is being realized in measurable business value. Maturing across the six drivers of Return on
Intelligence readiness has a tangible, quantifiable payoff.

By systematically addressing the identified gaps and advancing your readiness across all dimensions, your
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Readiness radar

Strategy
Production
Technology
Workforce Data
Governance
You Peer median Best in class

Dimension breakdown

Dimension Score /100 Questions Peer median vs median Percentile

Strategy & ROI Alignment 40 Initial BB 25 +15 P73
Technology 31 Initial 4/4 50 -19 P22
Data & Integration 35 Initial SIS 55] -20 P16
Governance 50 Developing 5/5 25 +25 P75
Workforce 41  Initial 11/11 - - -

Production 75 Defined 212 50 +25 P64
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Strategy & ROI Alignment - 40/100 - Initial

Technology - 31/100 - Initial

Data & Integration - 35/100 - Initial

Governance - 50/100 - Developing

Workforce - 41/100 - Initial

Production - 75/100 - Defined

Priority gaps

# Dimension Score vs median
Data & Integration 35 -20
Technology 31 -19
Strategy & ROI Alignment 40 +15
Production 75 +25
Governance 50 +25

Workforce 41 -
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Industry context

Transportation & Logistics peers invest ~1-2% of revenue in GenAl, with planned spend of 1-2% projected over the

next 12 months.

What tends to hold peers back

Common use cases in Transportation & Logistics

What's working

Your organization's strongest dimension is Production, with a score of 75, placing it at a defined stage and 25

points above the peer median. This strength indicates a solid foundation in deploying and managing Al

solutions, which is critical for realizing value from Al initiatives. This capability can serve as a strong base for

integrating improvements from other dimensions.

What's your next step worth?

Value compounds toward the top. The full opportunity to best-in-class is $16M/yr; each step helps fund the next, and the

final step carries the largest single return. Figures are indicative.

Defined
Optimized

Your highest-return moves

Technology

Data

Strategy

Workforce (indicative)
Governance

Production

$5.0M/yr

$16Mlyr

$3.4Mlyr
$3.3M/yr
$3.0M/yr
$3.0M/yr
$2.5M/yr

$1.3Mlyr
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Your Al investment mix

Cloud infrastructure 77% $40M
Model & API licensing 6% $3.1M
Headcount 6% $3.1M
Vendor & partner services 6% $3.1M
Pilots & experimentation 4% $2.1M
Training & enablement 1% $518K

Recommended next steps

1. Standardize tool adoption and model safeguards

Consolidate the current ad-hoc tool selection process into a documented approach for choosing Al tools and shared
capabilities, and put update/monitoring safeguards in place before scaling further. This directly targets the widest gap
versus peers in the technology dimension.

2. Establish a system integration roadmap

Map current data and system integration points, define target latency and autonomy levels for Al use cases, and
prioritize connecting the systems most relevant to transportation and logistics operations. This addresses the largest
scored deficit relative to peers.

3. Formalize value tracking and executive alignment

Build a lightweight value-tracking mechanism tied to funded Al initiatives and confirm executive alignment on the
growth role Al is expected to play. This closes the strategy and ROI alignment gap identified relative to peers.
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Who is Weaver

Al literacy and certification

Return on Intelligence assessments

Agentic Build team

Methodology

This benchmark assesses your organization across six drivers of Return on Intelligence - strategy and ROI, technology,
data and integration, governance, workforce, and production - through a structured instrument of 32 questions, each
anchored to a five-stage maturity ladder from not-yet-started to fully optimized. Scores are computed by Weaver's Return
on Intelligence engine rather than assembled by hand, so the same inputs always produce the same result.

Peer comparisons are drawn only from real, sourced data: an established industry Al survey, enterprise Al usage data from
You.com, and a growing pool of completed Weaver assessments, segmented by company size. Where a dimension is fully
covered by peer data, its comparison is shown directly; where coverage is partial, it is marked indicative rather than
presented as precise - we show only the comparisons the data genuinely supports.

This report was generated by Weaver score version 1.0.0 (engine 0.1.0) on August 5, 2026. Results are versioned and
reproducible.
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What you told us

Active strategy with a named owner and defined targets
Case-by-case review with no shared financial template

Tracked informally on individual projects with no consistent method
Mixed — cost savings and productivity gains across some workflows

Aligned with a defined review cadence and a named decision-maker

We are aware of which tools teams are using but formal approval processes are not yet in place
Anthropic (Claude), Google (Gemini)

Approach is chosen team-by-team with no shared standard

Engineers monitor outputs periodically and can revert to prior versions manually

Common Al capabilities are published in a shared internal library

Partially consolidated — some domains are integrated but coverage is incomplete
Connected in some areas via point integrations; most data flows are still manual
Embedded in defined workflows — Al acts within processes in ERP, CRM, or financial systems

Near real-time in some areas — a subset of use cases receive data within minutes to hours
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Human-confirmed — Al proposes specific actions and a person approves before execution

Policies are published and employees are expected to follow them

Role-based access controls are in place across all approved Al workflows

A centralized monitoring dashboard tracks model behavior, cost, and output quality

Embedded checkpoints — governance reviews are built into the development pipeline at key stages

Controls are in place and aligned to current known regulatory obligations

Self-directed only — employees use Al tools independently without training or shared standards

A small number of trained power users can do this, but it is not broadly available

10-25% — adoption is patchy and concentrated in a few teams

Prompting plus occasional document or data tasks

Building is common in some teams; sharing is informal and largely invisible to central oversight

A small group of heavy users drives most usage

Some roles redesighed — employees oversee Al-assisted processes rather than executing manually

An Agent Factory exists with a defined remit, budget, and staffing

Regular programs — office hours, communities of practice, or lunch-and-learns on a defined schedule
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Tracked — usage trends are measured and reviewed periodically

A small team — 6-20 specialists

20

$51,800,000

7%

6%

6%

4%

6%

1%

$51,800,000



