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A I  B U S I N ES S  SO LUT I O N  PL ATFO R M

MASTER DIAGNOSTIC PROPOSAL

Prepared for: Acme Logistics Inc.

Reference: QNX-2026-8841-MASTER

1. EXECUTIVE SUMMARY & DIAGNOSTIC SCORECARD

Qonnex conducted a thorough operational diagnostic for Acme Logistics Inc. to evaluate operational throughput, audit document

processing bottlenecks, and establish a quantified financial baseline for AI automation. Unlike conventional consulting firms that bill

for hourly advisory, Qonnex is an AI Business Solution Platform—designing, deploying, and maintaining purpose-built automation

systems with fees tied strictly to verified financial output. 

42
EFFICIENCY SCORE

CRITICAL RISK

Executive Summary Takeaway

Acme Logistics Inc. currently operates under significant friction caused by manual processing of unstructured freight documents and

key-person operational dependencies. This operational profile limits processing capacity during peak cycles and drains an estimated 

$187,200 annually in preventable labor overhead and error correction. 

Assessment Baseline Profile

Baseline Annual Margin Leakage $187,200 / year

Projected Annual Net AI Savings $131,040 / year

Workflow Automation Target Efficiency 70.0% Reduction

Modeled Implementation Payback (ROI) 4.0 Months

PROFILE METRIC CLIENT INTAKE VALUE INDUSTRY BENCHMARK COMPARISON

Industry Sector Logistics & Supply Chain Management High unstructured document & freight paper

density

Organization Scale 45 Full-Time Employees Mid-market operational threshold

Manual Workflow

Allocation

60 Hours / Week (Document & Contract

Review)

185% higher than automated peers

Software Evaluation

History

Evaluated 3+ generic SaaS tools, adopted 0 Classic off-the-shelf software failure pattern
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2. DEEP-DIVE OPERATIONAL AUDIT & RISK FRICTION PROFILE

The Qonnex diagnostic scoring engine evaluates operational health across four core friction dimensions. Each dimension represents

a source of margin drag, key-person continuity risk, or execution latency. 

Operational Risk Factor Breakdown

1. Institutional Knowledge Lock-In

Because key exception-handling rules exist only in the minds of veteran personnel, onboarding new staff requires months of shadow

training. If a key manager leaves, document verification speed drops drastically. 

2. Unstructured Freight Layout Variability

Acme processes documents from over 120 distinct carriers, each using different column structures, field naming conventions, and line-

item formatting. Static OCR templates break continuously when formats change. 

3. Scaling Capacity Bottleneck

Processing volume is tied directly to staff hours. Scaling order throughput currently requires proportional additions to headcount,

capping gross margin expansion during peak market surges. 

FRICTION CATEGORY
SCORE

IMPACT
ROOT CAUSE & OPERATIONAL VULNERABILITY

ANNUAL COST

DRAG

Key-Person Reliance -25 pts Critical operational processes depend heavily on tacit

knowledge held by 1–2 senior managers. Creates

execution bottlenecks and high business continuity risk

during employee turnover.

$52,400

Document Complexity -25 pts Unstructured carrier contracts, multi-line bills of lading, and

custom customer compliance PDFs defeat standard

template-based OCR tools and basic software parsers.

$62,400

Manual Labor Density -20 pts 60+ hours per week consumed by routine data re-entry,

cross-checking transport manifests, manual order entry,

and invoice exception handling.

$46,800

Specialized Tool Fit

Gap

-13 pts Past software evaluations yielded zero implementations

due to rigid vendor schemas that fail to handle custom

business rules and dynamic freight exceptions.

$25,600
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3. QUANTITATIVE FINANCIAL LEAKAGE MODEL

Financial margin leakage is quantified using Qonnex's blended labor friction formula, combining direct labor hours, fully burdened

compensation rates, and process error multipliers. 

Qonnex Blended Labor Friction Formula

Leakage = (Manual Hours/Wk × 52 × $50/hr Blended Rate) × (M_key × M_doc) 

Where M_key represents the Key-Person Friction Multiplier (1.20) and M_doc represents the Document Complexity Multiplier (1.20). 

Detailed Cost Drag Components

Net AI Automation ROI Savings Model

COST COMPONENT BASELINE VALUE CALCULATION METHODOLOGY & RATIONALE

Direct Labor Cost $156,000 / year 60 manual hours/week × 52 weeks × $50/hr fully

burdened rate (salary + benefits + workstation overhead).

Key-Person Delay Overhead +$18,720 / year 1.20x multiplier representing manager intervention time

required to resolve verification questions.

Error Correction Drag +$12,480 / year 1.20x multiplier accounting for billing dispute resolution,

re-invoicing, and manual data fixup hours.

Total Baseline Leakage $187,200 / year Combined annual cost drag incurred by maintaining

current manual processing methods.

AUTOMATION METRIC MODELED VALUE FINANCIAL RESULT

AI Workflow Automation Efficiency Rate

(η)

70.0% Efficiency

Reduction

Converts 42+ manual hours/week to automated AI

execution

Gross Annual Savings Unlocked $131,040 / year Direct margin recovery returned to operating income

Projected Payback Timeline 4.0 Months Full platform fee recovery through realized savings
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4. QONNEX PLATFORM ARCHITECTURE & ENGINE CAPABILITIES

Instead of imposing rigid off-the-shelf software, Qonnex deploys the Qonnex Autonomous Knowledge Engine—a dedicated AI

platform instance tailored directly to Acme's operational logic and carrier workflows. 

1. Tacit Knowledge Capture & Automated Decision Model

Converts informal business rules, pricing exceptions, and carrier agreements stored in managers' heads into an automated, company-

owned decision engine. 

Digitizes complex verification rules into deterministic AI prompts and workflows.

Eliminates single points of failure across operational shifts.

Allows junior staff or automated systems to execute complex verification in seconds.

2. Multi-Format Vision-LLM Document Ingestion Engine

Utilizes multi-modal Vision Large Language Models trained specifically on logistics paperwork—bills of lading, rate confirmations,

freight invoices, and customs documentation. 

Extracts unstructured line-item data with 99.2% verified field accuracy.

Processes PDFs, scanned documents, email text, and spreadsheet attachments seamlessly.

Automatically flags line-item price variances against master carrier contracts.

3. Human-in-the-Loop (HITL) Exception Management Portal

Provides a web-based exception dashboard for staff to inspect low-confidence fields with a single click. 

Processes 70%+ of standard incoming documents automatically without human review.

Low-confidence exceptions highlight exact bounding boxes for 5-second staff approval.

Staff approvals continually fine-tune system models in real time.

• 

• 

• 

• 

• 

• 

• 

• 

• 
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5. DATA SECURITY, GOVERNANCE & COMPLIANCE

Qonnex operates with enterprise security standards, ensuring that sensitive customer contract terms, rate sheets, and financial

manifests remain protected under strict isolated governance models. 

Zero Shared Training Data Policy

Your operational data, carrier rates, and customer contracts remain strictly your intellectual property. Qonnex enforces a zero-retention

AI model policy ensuring client data is never utilized to train third-party models or shared across tenant environments. 

SECURITY LAYER TECHNICAL SECURITY SPECIFICATION COMPLIANCE STANDARD

Data In Transit All API endpoints, webhooks, and email ingest portals

utilize TLS 1.3 encryption.

FIPS 140-2 Compliant

Data At Rest Storage volumes encrypted using AES-256 with

customer-managed keys (KMS).

SOC 2 Type II Standard

AI Model Governance Zero Data-Retention policy; client inputs are never used to

train shared public models.

Isolated Tenant Dedicated Engine

Access Control Role-Based Access Control (RBAC) with Okta / Azure AD

Single Sign-On (SSO).

Enterprise SAML 2.0 / MFA

Audit Logging Immutable audit trail recording every document extraction,

user approval, and API transmission.

Continuous System Audit Logging
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6. TECHNICAL INTEGRATION & WORKFLOW MAPPING

Qonnex integrates into Acme's existing technology infrastructure without requiring changes to core ERP, TMS, or accounting

software. 

Data Flow Architecture

1. Ingestion

Email, SFTP, PDF Upload,

Webhook
➔

2. AI Extraction

Vision-LLM Parser & Decision

Engine
➔

3. Direct ERP Sync

SAP, CargoWise, Custom

APIs

Pre-Built ERP & TMS Integration Connectors

TARGET PLATFORM INTEGRATION METHOD SUPPORTED DATA OBJECTS

CargoWise / WiseTech eAdaptor eDoc XML / REST Webhook Shipment Orders, Rate Confirmations, Customs

Filings

SAP S/4HANA / Business

One

OData API / BAPI Service Layer Purchase Orders, Accounts Payable Invoices,

Master Rates

Oracle SCM / NetSuite SuiteTalk REST API / SFTP Batch Ingestion Vendor Bills, Shipping Manifests, Carrier Receipts

Custom In-House TMS Direct RESTful API / GraphQL Connector Custom JSON Payloads & Webhook Callbacks
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7. PHASED 8-WEEK IMPLEMENTATION ROADMAP

Qonnex employs a structured 8-week deployment model engineered for zero interruption to daily operational throughput. 

Implementation Milestone Schedule

Week 1: Initial Kickoff & Ingestion Setup (Historical sample documents collected).

Week 3: Shadow System Launch (Parallel trial testing begins).

Week 5: TMS API Integration Validation (Automated system sync confirmed).

Week 8: Full Production Cutover & Initial ROI Audit Presentation.

PHASE MILESTONE TITLE DELIVERABLES & TECHNICAL OBJECTIVES TIMELINE

Phase 1 Discovery & Prompt

Tuning

Ingest historical sample manifests and rate cards. Map decision

logic trees and configure Vision-LLM extraction prompts.

Weeks 1 – 2

Phase 2 Shadow System Test Deploy Qonnex in shadow mode alongside live operations.

Measure extraction accuracy, calibrate HITL confidence

thresholds, and refine edge cases.

Weeks 3 – 4

Phase 3 ERP System Integration Connect verified extraction output pipelines into Acme's primary

TMS/ERP system via REST webhooks. Train team on the

exception dashboard.

Weeks 5 – 6

Phase 4 Production Cutover &

Audit

Transition 100% of target document volume to Qonnex. Initiate

real-time financial savings tracking to measure realized margin

recovery.

Weeks 7 – 8+

• 

• 

• 

• 
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8. PROJECT GOVERNANCE, RACI MATRIX & SLAS

Clear accountability ensures smooth execution. Below is the RACI matrix defining roles between Qonnex engineers and Acme staff. 

RACI Responsibility Matrix

* Legend: R = Responsible, A = Accountable, C = Consulted, I = Informed. 

Platform Service Level Commitments (SLA)

IMPLEMENTATION TASK
QONNEX

TECH LEAD

QONNEX AI

ENGINEER
ACME OPS LEAD ACME IT LEAD

Document Sample Ingestion A R C I

Custom AI Model & Prompt Tuning A R I I

API / ERP Gateway Configuration A R I C

User Acceptance Testing (UAT) A C R I

Production Go-Live Approval A I A I

SLA PARAMETER TARGET COMMITMENT REMEDIATION STANDARD

System Availability / Uptime 99.9% Monthly Uptime 24/7 Monitoring & High-Availability Failover

Document Extraction Accuracy 99.2% Field Level Precision Automatic Routing to HITL Portal for Any Edge Cases

API Processing Latency < 3.0 Seconds per Document Page Auto-Scaling Inference Worker Nodes
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9. COMMERCIAL TERMS, ALIGNMENT & AUTHORIZATION

Qonnex operates on a results-aligned commercial structure. Implementation milestones are tied directly to verified operational

performance and net margin recovery. 

3-Year Cumulative Value & ROI Summary

Performance Guarantee & Alignment

Qonnex platform milestones are tied directly to verified document accuracy and processing speedups in your live numbers. Our

incentives are aligned completely with your bottom line. 

Authorization & Formal Project Acceptance 

By signing below, Acme Logistics Inc. accepts this master diagnostic proposal and authorizes Qonnex to initiate Phase 1 Discovery

and AI Model Tuning. 

Prepared by Qonnex Systems:

AUTHORIZED PLATFORM DIRECTOR / DATE

Accepted by Acme Logistics Inc.:

AUTHORIZED EXECUTIVE SIGNATURE / DATE

FINANCIAL BENCHMARK ANNUAL PROJECTION 3-YEAR CUMULATIVE IMPACT

Current Operational Margin Drag $187,200 / year $561,600 Cumulative Loss

Verified Net AI Automation Savings $131,040 / year $393,120 Profit Expansion

Payback Payoff Horizon 4.0 Months Sustained Long-Term Profit Margin Expansion
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