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EXECUTIVE SUMMARY

Running Blind on $46.6 Million
This white paper documents a case study in fleet cost blindness — a phenomenon affecting thousands of
trucking operations across America. A 150-175 unit fleet operating exclusively on the I-5 West Coast corridor
manages its entire operation using 11 estimated cost inputs, none of which reflect actual paid data. The fleet's
stated breakeven CPM is $2.22/mile. The "Actual Paid" column on their cost spreadsheet is completely empty.

Truckers Shield — the financial operating system built by Goins Digital LLC — tracks 25 distinct cost inputs
across fixed costs, variable costs, and compliance costs. When those 25 inputs are applied to this fleet's real
operating environment on the most fuel-expensive freight corridor in the United States, the actual breakeven
CPM is estimated at $3.10 — $3.22/mile.

A $0.88 — $1.00/mile gap. Across 1.75 million miles per month.

Estimated unaccounted cost: $1,540,000 — $1,750,000 every single month. $18.5M — $21M per year.

This is not a unique situation. It is the standard operating condition for the majority of fleet owners in America.
The fleet owner profiled in this analysis has repeatedly returned to shipper contacts requesting rate increases
— unable to understand why margins feel perpetually compressed despite what appears to be a profitable
operation on paper. The answer is not the rates. The answer is the 14 cost categories that do not exist
anywhere on his spreadsheet.

FINDING DETAIL

Fuel CPM stated $0.66/mile

Fuel CPM actual (I-5 West Coast weighted) $0.95 — $1.12/mile

Fuel gap across fleet per month $507,500 — $805,000

Cost categories completely missing 14 of 25 tracked by Shield

Compliance costs (entirely absent from model) $267.83/unit/month = $46,872/fleet/month

True driver cost burden vs stated $0.71/mile vs $0.55/mile

Overhead stated vs realistic estimate $0.12/mile vs $0.23 — $0.26/mile

Estimated monthly unaccounted cost $1,540,000 — $1,750,000
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FINDING DETAIL

Estimated annual unaccounted cost $18,480,000 — $21,000,000

1% monthly recovery value $38,830 — pure margin recaptured

5% monthly recovery value $194,150 — conservative industry capture rate

SECTION 01

The Fuel Smoking Gun
Of all the cost variances identified in this analysis, fuel is the most immediate, the most verifiable, and the most
damaging. It is also the easiest to get wrong — because fuel prices change daily and a spreadsheet does not
update itself.

The Calculation

LOCATION DIESEL TODAY AT 6.5 MPG
AT 5.0 MPG

(Grade loaded)
STATED CPM VARIANCE

California (I-5) $7.28/gal $1.12/mile $1.46/mile $0.66 +$0.46 to +$0.80

Oregon (I-5) $4.85/gal $0.75/mile $0.97/mile $0.66 +$0.09 to +$0.31

Washington (I-5) $4.95/gal $0.76/mile $0.99/mile $0.66 +$0.10 to +$0.33

Weighted I-5 Avg ~$6.20/gal $0.95/mile $1.24/mile $0.66 +$0.29 to +$0.58

$0.46
Per-Mile Gap (CA @ 6.5 MPG)

$0.80
Per-Mile Gap (CA Grade @ 5 MPG)

$805K
Monthly Fuel Gap (CA Exposure)

The Mountain Grade Factor
The I-5 corridor includes two of the most demanding grades for commercial equipment in the Western United
States: the Grapevine (Tejon Pass, 4,144 ft elevation) south of Bakersfield, and the Siskiyou Pass (4,310 ft) at
the California-Oregon border. Loaded northbound on either grade, a Class 8 tractor frequently drops to 4.5 —
5.0 MPG. At 5.0 MPG with California diesel at $7.28, the real fuel CPM is $1.46/mile — a full $0.80 above the
stated $0.66. The spreadsheet does not know about the Grapevine.
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The fleet's fuel model was built for flat highway running. The fleet runs
mountain grades every single day.

Every northbound loaded run through California costs $0.80/mile more in fuel than the model predicts.

SECTION 02

The Fibonacci Principle — Costs That
Compound Like the Universe
The Fibonacci sequence — 1, 1, 2, 3, 5, 8, 13, 21, 34, 55 — describes systems that build on themselves. Each
number is the sum of the two before it. The ratio between consecutive numbers converges to 1.618 — the
Golden Ratio. The universe uses this pattern in nautilus shells, sunflower seeds, and galaxy spirals.

It also describes exactly how an undercapitalized trucking operation goes broke.

Cost Creep — The Spiral Nobody Sees
Costs in trucking do not spike. They spiral. A tire goes from $0.04/mile estimated to $0.06. That pushes
maintenance reserves. Maintenance pushes cash flow. Cash flow pushes financing decisions. Financing
decisions push insurance rates. Each problem is the sum of the two problems before it. The Fibonacci spiral is
the exact geometric shape of how a fleet bleeds out over time — not a wall, but a curve that closes slowly until it
closes completely.

The Golden Ratio of Trucking Finance
A fleet operating at true financial health needs revenue at least 1.618 times its actual cost — not its estimated
cost. Applied to this fleet:

THRESHOLD FORMULA RESULT MEANING

Breakeven (real) Actual CPM $3.10 — $3.22 Floor — covering all costs

Warning band $3.10 x 1.382 $4.28/mile Fibonacci ratio — thin margin

Target (Golden) $3.10 x 1.618 $5.01/mile Golden Ratio — healthy operation

Optimal $3.10 x 2.618 $8.11/mile Extended Fibonacci — thriving
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Load Momentum — Compounding Intelligence
Fibonacci also describes the compounding value of data. A driver who logs 1 load builds rhythm. 2 loads builds
pattern. 3 builds data. By load 5 there is enough signal to see if RPM is trending up or down. By load 8 the
pattern is locked. The value of each additional load logged is not linear — it is the sum of everything before it.
Shield's CFO Verdict becomes exponentially more accurate with each load recorded. That is the sequence in
action.

"Are you running golden?"

The question every owner-operator and fleet owner should be able to answer in 3 seconds. Truckers
Shield answers it — unit by unit, lane by lane, in real time.

SECTION 03

25 Inputs vs 11 — What's Missing and Why It
Matters
Status codes: TRACKED = present and accurate, UNDERSTATED = present but wrong, MISSING = not
tracked at all, BURIED = hidden inside a catch-all.

COST CATEGORY FLEET CPM SHIELD INPUT STATUS

— FIXED COSTS —

Truck payment $0.36 $0.36 TRACKED

Trailer payment $0.09 $0.09 TRACKED

Insurance (CA fleet rate) $0.15 $0.22 est. UNDERSTATED

ELD / tech fees $0.015 $0.015 TRACKED

Permits & licenses (CA/OR/WA) $0.03 $0.05 est. UNDERSTATED

Physical damage coverage — $0.02 MISSING

Bobtail insurance — $0.01 MISSING

Accounting / admin In overhead Separate input BURIED

— VARIABLE COSTS —

Fuel (I-5 weighted actual) $0.66 $0.95 — $1.12 UNDERSTATED

Maintenance reserve (grade adj.) $0.18 $0.22 est. UNDERSTATED
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COST CATEGORY FLEET CPM SHIELD INPUT STATUS

Tire reserve (grade adj.) $0.04 $0.06 est. UNDERSTATED

Tolls & scale tickets $0.025 $0.04 UNDERSTATED

Lumper reserve — Separate input MISSING

Deadhead mile cost — $0.05 est. MISSING

Factoring fees — $0.015 est. MISSING

Short pay loss tracking — Tracked + alerted MISSING

— COMPLIANCE COSTS —

DOT Physicals — $125/yr/driver MISSING

Drug Consortium — $150/yr/driver MISSING

Association dues — $250/yr MISSING

Scale tickets — $60/mo MISSING

CARB compliance (CA-specific) — Variable MISSING

Workers comp (175 drivers) In overhead? $0.05 est. BURIED/MISSING

Payroll taxes / FICA In overhead? $0.04 est. BURIED

Recruiting & driver turnover In overhead? $0.025 est. BURIED

Driver pay (true burden) $0.55 $0.71 est. UNDERSTATED

SECTION 04

The CPM Rebuilt — West Coast Reality
Using real West Coast operating data and Shield's 25-input model, the fleet's actual breakeven CPM is
reconstructed below. Monthly impact at 175 trucks × 10,000 miles/month = 1.75M miles.

CATEGORY STATED CPM REAL EST. MONTHLY IMPACT

Driver pay (true burden) $0.55 $0.71 +$280,000

Fuel (I-5 weighted avg) $0.66 $0.95 +$507,500

Insurance (CA fleet) $0.15 $0.22 +$122,500

Maintenance (grade adj.) $0.18 $0.22 +$70,000

Tires (grade adj.) $0.04 $0.06 +$35,000

Permits (CA + OR + WA) $0.03 $0.05 +$35,000
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CATEGORY STATED CPM REAL EST. MONTHLY IMPACT

Overhead (real breakdown) $0.12 $0.24 +$210,000

Compliance (entirely missing) $0.00 $0.027 +$46,872

Physical damage $0.00 $0.02 +$35,000

Deadhead cost $0.00 $0.05 +$87,500

Factoring fees $0.00 $0.015 +$26,250

Tolls & scale $0.025 $0.04 +$26,250

Truck & trailer payments $0.45 $0.45 —

ELD / tech $0.015 $0.015 —

TOTAL $2.22/mile $3.10 — $3.22 $1,540,000 — $1,750,000/mo

SECTION 05

The Rate Increase Paradox
There is a predictable pattern that emerges when a fleet operates on inaccurate cost data. Margins feel
compressed. Equipment maintenance gets deferred. Cash feels tighter than revenue should allow. The owner's
instinct — every time — is to request a rate increase.

The rate increase request is the symptom. The inaccurate cost model is the disease.

STEP WHAT HAPPENS ROOT CAUSE

1 Fleet builds cost model on spreadsheet No financial OS — spreadsheet is the industry default

2 Fuel prices rise — model never updates Static spreadsheet has no automatic recalculation

3 Loads bid at rates covering $2.22 CPM Model says $2.22 — operations proceeds accordingly

4 Actual costs run $3.10+ per mile Reality diverges from model silently, invisibly

5 Margins compress, cash tightens Loss accumulates on every load, every truck, every day

6 Owner requests rate increase from shipper Feels right — doesn't know the real problem

7 Shipper pushes back or partially concedes Market rates don't move easily or quickly

8 Owner accepts small increase — cycle repeats Cost model is never fixed. Gap widens next year.
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"The shipper is not the problem. The rate is not the problem. The model is
the problem."

A carrier that knows its true CPM bids with confidence and wins the right freight at the right price.

SECTION 06

The Illusion of Profitability

Cash Flow vs Profitability — They Are Not the Same Thing
This is the fundamental disconnect that allows a fleet to bleed for months or years without triggering an alarm.
Cash flow and profitability feel identical when you are inside the operation. They are completely different
financial realities.

Gary's phone shows loads being booked. Settlements hitting the account. Drivers getting paid. Fuel cards
running. The operation looks and feels like a working business generating revenue. Money is absolutely coming
in. The problem is the money coming in is covering costs he can see — and slowly being consumed by costs he
cannot see. The bank account does not tell you why it's lower than it should be. It just shows you the number.

The Three Scenarios — Where Gary Actually Is

SCENARIO WHAT IS HAPPENING LIKELIHOOD

Best Case Rates are high enough to cover the gap. Gary is profitable but thinks margins are 2-3x higher than actual. Believes he makes $1.28/mile margin when the real number is $0.40/mile.Likely if rates are $3.50+

Middle Case Profitable overall — but the top 40 trucks subsidize the bottom 45. The fleet average looks fine. Underneath it, nearly a third of the fleet loses money every mile.Most probable

Worst Case Rates calibrated to the $2.22 model plus target margin. Actual cost is $3.10. Every load is a loss. Reserve capital from 2020-2022's historic rates is being spent down.Explains rate increase pattern

The near-certainty across all three scenarios: the fleet has zero visibility into which of its 175 units are
winners and which are bleeding. That information does not exist anywhere in their current system.

SECTION 07

How You Bleed Without Feeling It
There are four distinct mechanisms that allow a trucking operation to sustain significant financial losses without
the owner recognizing them.
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MECHANISM 1

The Averaging Effect
Gary has 175 trucks. Some run profitably. Some run at a loss. The profitable
units subsidize the losing units every single week without anyone knowing it.
The fleet average looks acceptable. But underneath that average, some units
could be running $4.20/mile revenue while others run $2.60 — both absorbed
into a number that appears healthy. The fleet average is the most dangerous
number in trucking because it hides both the winners and the disasters
simultaneously.

MECHANISM 2

The Slow Drain
Losses at this scale do not feel like losses. They feel like tightness. The
maintenance bill is a little higher. Insurance renewed up 8%. Fuel ran hot this
quarter. Driver turnover cost more to replace. Each event has a rational
explanation. None triggers an alarm individually. But they are all happening
simultaneously, every month, on a cost model that has not been updated
since diesel was $3.80. The business adjusts unconsciously — deferred
maintenance, delayed equipment replacement, open driver positions held
longer. It restructures itself around the bleeding without ever diagnosing the
wound.

MECHANISM 3

Revenue Timing vs
Cost Reality

Loads book Monday. Freight delivers Wednesday. Settlement hits Friday.
Factoring advances 90% on Tuesday. The cash cycle looks fast and healthy.
But costs do not bill on that schedule. Insurance bills quarterly. Equipment
notes are monthly. Maintenance is random. Tires are sudden. IFTA taxes hit
quarterly — always a surprise. Workers comp does an annual audit with a
massive settlement. The revenue looks daily. The costs arrive in irregular,
large, unexpected waves. A fleet owner sees money coming in constantly
and concludes the operation is healthy — right up until a quarterly bill, an
IFTA settlement, and two road calls land simultaneously.

MECHANISM 4

The Static Cost Model
Every fleet owner built their cost model at some point in the past. Diesel was
probably $3.20 — $3.80 when they built it. California has gone from $4.50 to
$7.28 since 2021. That is a $2.78/gallon increase. The spreadsheet still says
$0.66/mile for fuel — not because the owner is negligent, but because
spreadsheets do not update themselves. There is no alert that fires when
California diesel crosses $6.00 and recalculates the entire cost structure. The
gap between model and reality widens every year, silently, without a single
notification.
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SECTION 08

Why Big Companies Collapse Overnight
The history of American trucking is populated with carriers that looked operational, generated real revenue,
employed thousands of people, and collapsed seemingly overnight. The collapses were never overnight. They
were the final visible moment of a process that had been running for years underneath the surface.

The Collapse Pattern — It Is Always the Same

1
Real costs exceed model costs

Silently. No alarm fires. The spreadsheet doesn't know.

2
Reserve capital covers the gap

Feels like operations. Looks like profitability.

3
Reserve depletes. Borrowing begins.

Debt service adds another cost layer — also not modeled.

4
Credit line maxes. No buffer remains.

Suddenly there is nothing between operations and zero.

5
One bad week. Fuel card declined.

Drivers park trucks. Revenue stops instantly.

6
Company announces closure.

Everyone is "shocked." Nobody watched the real numbers.

The Industry Record

Yellow Freight
$5B annual revenue // 30,000 employees // 1924 — 2023

Pension obligations, debt load, and operational inefficiency accumulated for a decade. Cash kept flowing
until the credit line disappeared. Management knew margins were compressing for years. The board knew.
The numbers knew. Nobody stopped operating on the old model. 99 years of American trucking history
ended in three weeks.



GOINS DIGITAL LLC  //  TRUCKERS SHIELD FINANCIAL OS  //  INDUSTRY ANALYSIS  //  MAY 2026 truckersshield.net  //  Page 12

Celadon Group
One of the largest North American carriers // Collapsed 2019

Overstated assets, understated costs, revenue that looked fine on the surface. The actual financial
foundation had been hollow for years before anyone outside the company knew it. Accounting irregularities
masked the true cost picture. When the truth surfaced, there was nothing underneath to sustain operations.

New England Motor Freight
Regional carrier // 1,400 employees // Collapsed 2019

Filed Chapter 11 with no warning to employees. Operations looked viable from the outside. Drivers showed
up for shifts that no longer existed. The financial reality had diverged from the operational appearance long
before the announcement — the gap just became impossible to bridge.

The West Coast Concentration Risk
The fleet profiled in this white paper carries one additional vulnerability: it runs exclusively on a single corridor.
Zero geographic diversification. If California CARB regulations require fleet upgrades — all 175 trucks need
retrofitting simultaneously. If I-5 rate compression occurs due to capacity flooding — the entire revenue base
compresses at once. A diversified national fleet can survive a bad lane. This fleet cannot survive a bad corridor.

SECTION 09

The Discovery Gap — The Only Number That
Actually Matters
Every financial problem in trucking has two components: the loss itself, and the time between when the loss
starts and when the operator knows about it. The loss is the problem. The discovery gap is what turns a
problem into a catastrophe.

A driver who short-pays by $200 on a Tuesday and gets caught on Tuesday loses $200. A driver who
short-pays $200 every load for six months before anyone notices has cost the operation thousands — and the
pattern has been normalized. The loss per incident is identical. The discovery gap changes the outcome
entirely.
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LOSS TYPE WITHOUT SHIELD WITH SHIELD GAP CLOSED

Fuel CPM variance Found at year-end P&L
(12 months of losses)

Alert fires next day
per unit per lane

~364 days

Short pay pattern Never found — absorbed
as cost of doing business

Detected at 2nd occurrence
across broker history

Permanent

Below-breakeven unit Found when driver quits
or truck breaks down

CFO Verdict red
within current week

~30-90 days

Compliance cost creep Found at audit or
insurance renewal

Monthly tracking
per unit

~6-12 months

Overhead underestimate Found when cash
tightens critically

Built into CPM
from day 1

~1-3 years

The faster you know you're bleeding, the less you bleed.

Shield's core function is the compression of the discovery gap — from months or years down to hours.

SECTION 10

The Truckers Shield Solution
Truckers Shield is not a load board. It is not a TMS. It is not a dispatch tool. It is a financial operating system —
the first one built specifically for the trucking industry from the ground up, by someone who drove 25 years and
2.5 million miles and could not figure out where the money went. That is not a marketing line. That is the
founding problem statement.
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FIXED COSTS (9) VARIABLE COSTS (8) COMPLIANCE COSTS (8)

Truck payment Fuel (actual $/gal / MPG) DOT Physical

Trailer payment Maintenance reserve Drug Consortium

Insurance Tire reserve Association Dues

ELD / tech fees Tolls & scale tickets Scale Tickets

Permits & licenses Lumper reserve Factoring Fee (%)

Physical damage Deadhead mile cost State compliance (CARB)

Bobtail insurance Factoring fees Workers comp

Accounting / admin Short pay tracking Recruiting / turnover

Weekly owner draw

Fleet Shield — Enterprise Intelligence Layer
For fleet operations, Fleet Shield applies the 25-input model across every unit simultaneously. Fleet owners see
which units run below breakeven, which drivers have pay variance, and which lanes destroy margin — in real
time, not at month end.

FLEET SHIELD CAPABILITY WHAT IT REPLACES

Per-unit actual vs estimated CPM End-of-month spreadsheet guess

Real-time fuel cost per unit per lane Static fuel CPM that never updates

Driver pay estimated vs actual variance Manual settlement review (if done at all)

Unit-level CFO Verdict — green/yellow/red Owner gut feel and experience

Fleet-wide short pay pattern detection Losses absorbed silently forever

Compliance cost tracking per unit Not tracked — buried or completely missed

Lane profitability by corridor All loads treated equally regardless of margin

Which units are running below target Unknown — no system to answer this question
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SECTION 11

The ROI Case — The Math That Makes the
Decision Easy
The value of Truckers Shield is not a function of its license cost. It is a function of what it finds. Every fleet
operation is different — fleet size, lane mix, cost structure, and margin targets all vary. What does not vary is
the math.

The question to ask is not "what does Shield cost?" The question is "what is 1% of my monthly operating cost?"
Because Shield pays for itself before that number runs out.

METRIC THIS FLEET THE MATH

Annual operating revenue $46,600,000 Fleet's own estimate

Estimated annual unaccounted cost $18,480,000 — $21,000,000 Documented in this analysis

Monthly operating cost (est.) $3,883,000+ Revenue ÷ 12, conservatively

1% monthly cost recovery $38,830/month Conservative capture target

5% monthly cost recovery $194,150/month Moderate capture target

Annual value at 1% recovery $465,960 Year one alone

Annual value at 5% recovery $2,329,800 Year one alone

Short pay recovery (fleet-wide) Untracked today Every recovered dollar is pure margin

Cost of not knowing $1,540,000 — $1,750,000/mo The gap documented in this white paper

Shield doesn't cost money. It recovers it.

Every fleet engagement is priced based on fleet size, scope, and operational complexity. The only
number that matters is the gap between what you think you're spending and what you actually are.

Closing



GOINS DIGITAL LLC  //  TRUCKERS SHIELD FINANCIAL OS  //  INDUSTRY ANALYSIS  //  MAY 2026 truckersshield.net  //  Page 16

The fleet profiled in this white paper is not failing. It is operating with incomplete information on the corridor that
punishes incomplete information more severely than any other freight lane in the country. California fuel costs,
mountain grade wear, California labor law, CARB compliance requirements, and agricultural deadhead
exposure make the I-5 West Coast corridor the most cost-complex freight environment in America.

Running that corridor on 11 estimated cost inputs — with an empty "Actual Paid" column — is not a
spreadsheet problem. It is a visibility problem. A problem that exists across thousands of fleets because no
system has ever existed to solve it at the operator level. Truckers Shield exists to solve that problem,
permanently, for every owner-operator and fleet owner in America.

"The most advanced financial operational CFO system ever created in trucking
and logistics."

— Dee Goins, Founder, Goins Digital LLC

CONTACT & ACCESS

Goins Digital LLC // Durham, NC

Fleet & Enterprise: handshake@goins.digital

Owner-Operators: handshake@truckersshield.xyz

Platform: truckersshield.net


