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“I don’t just build businesses—I build blueprints. The kind that can regenerate
systems, restore dignity, and leave nothing wasted.”
— Michael Thomas

The Art of The Deal With 10 Wheels

By Michael Thomas
America’s Most Powerful Al Logistics Consultant

Chapter 1: The First Decision

"You don’t build the deal until you build the decision.”

Before | ever teach a student how to move freight, | teach them how to
make decisions. Why? Because I've learned—after more than two decades
immersed in the American logistics industry—that what separates
successful logistics entrepreneurs from struggling ones isn’t load boards,
licenses, or even capital. It's clarity. Clarity in purpose. Clarity in position.
Clarity in the kind of business they’re actually building.

| teach this because far too many people rush into trucking or brokering
without understanding what they’re truly stepping into. Logistics is not a
hustle—it's a system. And the first decision you make sets every other
piece into motion.

Before you buy a truck, apply for an MC number, or call your first shipper,
you must sit down and decide: What kind of operator am | going to be? Am
| building a transactional gig—or am | establishing a freight asset that will
grow in value, consistency, and power?

That decision determines your trajectory. Everything else—your lane
selection, equipment financing, driver onboarding, trailer configuration, and
even your insurance premiums—flows from it.

Ask yourself these foundational questions:

. What type of freight aligns with my long-term vision?
. Do | want to operate in local, regional, or interstate markets?



. Can my current life and finances support the pressure of launching a
logistics business?

. Am | financially ready to withstand the costs of operating while
learning?

| teach this because too many startups lose momentum when the freight
they pursue doesn’t match their lifestyle, funding, or operational structure.
Freight isn’t just freight—it's a business model. Choosing refrigerated
freight versus flatbed freight isn’t just about trailer types. It's about service
demands, detention time, driver temperament, and lane profitability.

You also need to understand the cost. This is a capital-intensive industry. It
requires discipline. If you are not careful, you will overcommit your credit,
miscalculate your operating costs, and lose control of your margins.

So, evaluate carefully:

Are you buying your truck with cash or financing?

Do you have maintenance reserves?

Are you calculating your breakeven cost per mile?

Can you afford the insurance requirements for your chosen freight
category?

And let me be direct: do not quit your job yet. | tell every investor and driver
this—build your company while keeping your income intact. Cash flow
gives you time to grow smart.

Ultimately, this chapter is not just about planning—it’s about alignment. |
teach this because I've seen what happens when entrepreneurs skip this
step. They mismatch drivers to freight, pick the wrong lanes, lease the
wrong equipment, or operate in regions they don’t understand. And the
result is always the same: burn out, lost capital, and a retreat back to the
job they wanted to escape.

A logistics company is not just a hustle. It's an operational ecosystem. It
includes drivers, freight, compliance, equipment, cash flow, dispatch, and
relationships. These pieces must align under one cohesive vision. If they
don’t, the business will drift.

When you begin without a clear identity, you begin at a disadvantage. But
when you start with precision—knowing what kind of business you’re here



to build—then every load, every phone call, and every negotiation becomes
a step toward legacy.

That’s why | start every mentorship, every training, and every investor
conversation right here—with the first decision.

Because once you build the decision, the deal begins to build itself.

Chapter 2: The First Deal

"The load that changes your life is the one that teaches you how to
structure income.”

In this industry, there is always a moment—your first real deal—that shifts
your perspective from startup stress to strategic income. That deal could be
your first direct shipper contract, your first truck placed under a managed
agreement, or your first carrier partnership that pays you every week. You
will remember it. | teach this because I've seen what a single lane, a single
handshake, or a single truck can become when it's tied to purpose.

Your first deal is not just about moving a load—it’s about building a model.
A model you can scale. That deal teaches you how income flows in
logistics: who pays, how often, who's responsible for what, and where your
margin truly lives.

Every load must have intention behind it. Whether you're the carrier, the
broker, or the investor—every move needs to lead somewhere. The right
deal opens the door for equipment placement, dedicated lanes, and even
passive income structures. That one deal could put you in position to grow
a fleet of trucks—some of which may not even belong to you. You become
the connector, the orchestrator.

| teach this because | want you to think beyond one load. | want you to
think about consistency and volume. Your goal isn’t just to move freight. It's



to create repeatable transactions inside a defined geographic region that
aligns with the type of equipment you control.

Maybe your first deal is tied to a broker who has steady lanes. Maybe it's a
shipper who needs refrigerated loads moved from Texas to Georgia twice a
week. Maybe it’s a driver who can move a truck you own. Regardless of the
form it takes, this deal marks the moment your business transforms from
paper to profit.

The smartest logistics professionals are not chasing random freight.
They’re negotiating structured, reliable deals that give them operational
control. That’s where leverage lives.

And remember—freight doesn’t move itself. It takes:

« The right truck

« The right trailer

« The right driver

« And you—the dealmaker

Your role is to bring those elements together. You create the deal that puts
the wheels in motion—but more than that, you hold it together. This
industry doesn’t run on luck. It runs on accountability. And when you make
a commitment, when you shake a hand or sign a rate confirmation, your
word becomes your bond.

| teach this because too many people underestimate their own role. They
think the driver makes it happen, or the freight moves because of the
equipment. But the truth is—it happens because you said it would. You'’re
the one who negotiated it, aligned it, confirmed it, and made sure it ran on
time. That’s the role of the dealmaker. You are the bridge between
opportunity and execution.

When [ talk to my students and partners, | remind them: a man’s word is his
bond. In logistics, that’s not a saying—it's law. Freight runs on trust. A
missed call can collapse a contract. A broken promise can ruin a lane. But
when people know that if Michael Thomas says it's going to happen, it
happens—then doors open. Bigger deals follow. Investors take notice.
Shippers lean in.



So, understand your position. You are the integrity behind the operation.
You're not just a logistics player—you’re a logistics leader. And the
stronger your word, the bigger your opportunities become.

This is the Art of the Deal With 10 Wheels.

Chapter 3: The Where and Who

"Freight is a relationship with a region. Build where the money is. Find it
and grow.”

In logistics, geography isn’t just a backdrop—it’s your battleground. | teach
this because I've seen far too many trucking companies fail simply because
they didn’t understand their region. They bought the truck. They got the
authority. But they were blind to the real question: Where is the freight—
and who is moving it?

Freight is not equally distributed. It flows through specific lanes, ports, rail
hubs, and industrial regions. The successful operator does not just run—

they research. They study. They understand where demand exists, where
capacity is tight, and where rates are consistently strong.

This chapter is about two things:

1. The Where — Your geographic advantage
2. The Who — The human element powering the freight

1. The Where: Build Where the Money Is
You must research:

. High-value freight lanes (based on industry and equipment)

. Terminals, ports, and major freight corridors

. State-by-state contract freight (especially construction, food, or
government supply chains)

« Seasonal shifts and agricultural cycles



« Industrial zones and manufacturing hubs

This isn’t about guessing—it's about targeting. If you run reefer freight, why
not study where the produce seasons hit hardest? If you operate flatbed,
which states have major steel, lumber, or oil output? Where are the
distribution centers? Where are new warehouses being built? That's where
money moves.

| teach this because logistics is a game of alignment. When you align your
equipment to the right geography, you stop chasing loads—and start
attracting opportunity.

2. The Who: Identify Your Power Players

Behind every load is a decision-maker. Behind every load board is a
broker. Behind every lane is a shipper. You need to learn who’s in control.

Study:

. Brokers who specialize in specific lanes or industries

. Dispatchers with networks that fit your trailer type

. Shippers with repeat freight and contract volumes

- Drivers who know the region and can execute under pressure

Your job is not just to move freight—it’s to build relationships. Freight
moves through trust. When you become the go-to for a particular type of
movement in a particular region, your business becomes a staple—not an
option.

And don’t forget: once you identify both the WHERE and the WHO, you
position yourself to grow through equipment placement. This means:

. Placing other people’s trucks under your structure
. Offering drivers access to lanes you control
. Attracting investors who want to buy trucks and plug into your system

That’s what | mean when | say: build where the money is. Find it—and
grow.

This is the strategy I've taught hundreds of times. And the ones who follow
it don'’t just stay in business—they become a brand.



Because in logistics, money follows clarity. And clarity begins with knowing
your region—and knowing your people.

Chapter 4: The Million-Dollar Handshake

"Every dock is a door to your future.”

I've said it for years—and I’ll say it again here: in logistics, your next
opportunity isn’t just in the rate—it’s in the relationship. | teach this because
the single most profitable deals I've ever seen didn’t come from emails or
load boards. They came from real human connection. From trust. From a
handshake.

Every dock you walk onto, every dispatch call, every driver check-in is a
chance to create something bigger than the load in front of you. The true
power of this business is in your ability to turn small talk into strategy—and
casual contact into capital.

Let me be clear: your driver is not just a driver. Your driver is your boots-
on-the-ground strategist. They are your eyes, your voice, and in many
cases—your deal closer. But only if you see them as a business partner. |
don’t believe in hiring drivers. | believe in partnering with professionals who
want to grow something together.

| teach this because your business won’t scale with turnover and chaos—it
will scale with loyalty and alignment. You’re not just looking for a CDL
holder. You’re looking for someone who understands the mission, respects
the freight, and wants to win alongside you. When you find that driver,
shake their hand, treat them like a true collaborator, and never let go of that
alliance.

That handshake is more than symbolic. It’s your first step into fleet
expansion.

Every driver you connect with is an opportunity to build:



« A second truck
« Arepeatlane

« A shared investment structure

« A pipeline of future drivers they help you find

This is how real logistics businesses are built. Not by stacking trucks
randomly, but by replicating strong relationships over and over. Because
when the right relationship is in place—when a driver is trusted, consistent,
and committed—it becomes a system. You can duplicate that system again
and again. One solid handshake with a true business-minded driver
becomes the prototype for expansion.

| teach this because I've personally seen students go from one truck, one
region, and one driver—to managing fleets of ten or more trucks, often
financed through investor partnerships and built on shared belief and
consistent performance. The reason they succeeded? They didn’t just
scale their fleet—they scaled their trust. They treated each handshake as a
foundation, not a favor. They invested in communication, back-office
support, and meaningful driver engagement.

A good driver doesn’t just drive. They scout terminals. They talk to dock
workers. They identify inefficiencies. They represent your brand in the field
every single day. Drivers are your frontline intelligence—they can alert you
to consistent delays at a specific shipper, unreported loading policies, or
even future opportunities before they hit the market.

When that driver is locked in and aligned with your mission, the benefits
multiply. First, it reduces turnover—a major cost and operational threat in
logistics. Constantly replacing drivers costs you time, onboarding effort,
and customer trust. Second, it strengthens consistency. A consistent driver
is one who knows the route, understands your customers, and delivers
without disruption. That consistency improves your reliability rating and
makes you far more attractive to brokers and shippers alike.

Third, and most importantly, a locked-in driver gives you leverage. | teach
this because brokers and shippers don'’t just want coverage—they want
certainty. They want to know that when they send you a load, it's handled
with professionalism. When you have a driver who delivers with discipline,
communicates on time, and represents your brand well, it increases your
negotiating power. You're not just another carrier—you’re a solution.



That relationship becomes the most valuable asset in your entire operation.
Why? Because it's repeatable, reliable, and referral-driven. It protects your
brand, fuels your lanes, and helps you scale with confidence. A great driver
doesn’t cost you—they multiply you. Treat them like the growth partner they
are, and your entire business transforms.

If you can replicate that model five, ten, or twenty times—by finding other
professional CDL holders who share your vision—then you don'’t just grow,
you scale with integrity. That’s the Million-Dollar Handshake. And that’'s
how you build a freight business that actually lasts.

It works because trust multiplies. When your driver believes in the mission,
they refer others. When you treat drivers like partners, they protect your
freight and expand your footprint. And when you master this model, you
create something most people never touch in trucking—true scalability.

So don't just sign the rate con. Shake the hand. Create the deal. Build the
partnership. And then go to work—with your partner—toward a vision
bigger than either of you could build alone.

This industry will test your strategy, but it will reward your people skills. You
don’t need a massive ad budget or job board subscription to find your next
game-changing driver—you need to get out there and connect. Go to your
local truck stops, fuel stations, CDL schools, and distribution centers.
Introduce yourself. Be human. Let people know you’re building something
real and looking for real partners to help build it.

Buy a coffee. Buy lunch. Ask questions. Listen. You'll be amazed how
many professional drivers are tired of broken promises and shallow
dispatchers. They’re looking for someone who respects their experience
and wants to build with them—not just assign them loads.

When you meet a great driver—treat that introduction as a potential deal.
Don'’t just get their number. Shake their hand and plant the seed of
partnership. Share your vision. Let them see you’re not just in it to hustle—
you're here to build.

I've seen drivers become fleet leads, investor advisors, and even partial
owners in trucking businesses—all because the first handshake was made
with respect, not desperation.



So the Million-Dollar Handshake starts in your own city. Your own region.
You don’t have to travel far to find freight allies. You just have to value
people. Because every time you meet a driver, you’re not just meeting
labor—you’re meeting potential legacy.

This is how we scale. This is how we lead. This is how you build a million-
dollar freight company—one handshake at a time.

Chapter 5: A License Is Not a
Business—A Deal Is

"Paper don’t pay. Partnerships do."

One of the most dangerous myths in trucking is this: that once you get your
MC number, you’re officially in business. But here’s the truth | teach every
student, partner, and investor—a license doesn’t pay you. A deal does.

That DOT number? That MC authority? It’s just permission. It gives you
legal access to the market. But unless you know how to create consistent
revenue through freight partnerships, contracts, and equipment leverage,
that authority will sit unused—or worse, cost you money.

| teach this because I've watched new operators celebrate their paperwork
while ignoring their income structure. Your goal isn’t just to register a
company—it’s to activate an opportunity.

Now here’s where it gets powerful: when used correctly, your MC number
becomes more than a license. It becomes your leverage tool. It allows you
to offer structure to other drivers. It gives you the platform to place other
people’s equipment under your operation. It positions you to attract high-
quality drivers, investors, and freight relationships.

In fact, a well-managed MC number becomes a financial asset. | teach this
because many people don’t realize that in today’s market, an MC number



that’s well-aged—especially one over 12 months old with clean compliance
and operational activity—can be worth over $100,000 in leverage value.
Why? Because many shippers and high-level brokers will not work with
new authorities under 6 to 12 months old. The longer your MC is active and
compliant, the more doors it opens.

It becomes easier to:

. Get better insurance rates

« Onboard with top-tier load boards and brokers

« Qualify for dedicated contract freight

« Negotiate directly with shippers who require operational history

Think long-term: five years from now, if your MC has managed consistent
freight, onboarded reliable drivers, and maintained excellent safety
scores—it becomes a brand of trust. It becomes a gateway. Larger
shippers will prefer working with you over newer authorities. And you'll be
able to create deals, not just chase them.

That’s why you don’t treat your MC number like a trophy. You treat it like a
franchise license—a launching point for building value, attracting
partnerships, and creating generational opportunity.

And here’s something | teach every serious investor, operator, and student:
if you ever have the opportunity to purchase a used DOT or MC number
that’s over two years old and in good standing—do it. If the price is
affordable and the paperwork checks out, it's one of the smartest moves
you can make. That’s not just a license—that’s leverage.

But here’s the key: make sure it's clean. It should have:

. A solid SMS (Safety Measurement System) profile
. Atleast one passed DOT inspection on record
. No major violations, fraud alerts, or conditional safety ratings

When those boxes are checked, you're holding one of the most underrated
power moves in logistics today. A seasoned authority gives you instant
access to brokers and shippers who won’t touch new authorities. It allows
you to bypass waiting periods, insurance hikes, and credibility gaps.



| call this a “real player’s strategy” because this move isn’t for those who
just want to try trucking—it’s for those who want to own the infrastructure.
That aged MC number becomes the heart of your deal structure. It's the
foundation that other drivers, owner-operators, and investors can build
around. And when you combine that aged authority with a powerful deal
mindset? That’s when the real money starts moving.—a launching point for
building value, attracting partnerships, and creating generational
opportunity.

. Owner-operators looking for consistency
« Fleet investors needing management
« Drivers seeking better lanes and leadership

Your MC can become the hub of a multi-truck operation. But only if you
understand how to package and present it.

If you have the ability to make deals—real deals—you can use your MC to
create:

« Aregional fleet of trucks financed by other people

« Dedicated shipper opportunities built off volume and reliability

. Scalable dispatching and back-office solutions

. A brand identity that attracts drivers and clients

Think about it this way: your MC number is like a commercial real estate
license. On its own, it doesn’t produce income. But when you start leasing
trucks under it, brokering loads through it, and building operational
consistency around it—that’s when the numbers start to climb.

| teach students to use their MC as a launching point, not a destination.
Want to grow? Start placing trucks under your authority. Find drivers who
align with your mission. Talk to CDL schools. Talk to retired owner-
operators. Leverage your MC to give them a home—and in return, you gain
their experience, their referrals, and their equipment.

Now the math changes. Your one truck becomes three. Your three become
six. Your six start building traction with shippers who now see you as
reliable and scalable. You move from spot freight to dedicated freight. You
start getting invited to negotiate instead of chase.



All because you understood that your MC wasn’t your business—it was
your foundation.

The moment you shift from being license-focused to deal-focused,
everything expands. You stop asking, “What can | get?” and start asking,
“What can | build with others?” You begin looking at your MC not just as a
permission slip—but as a magnet for partnerships. You become a solution
provider, not just a service provider. And in today’s trucking world, that’s
the edge that matters.

| teach this because the market is shifting. Shippers don’t just want
carriers—they want carriers who are structured, stable, and capable of
managing capacity. Owner-operators don’t just want dispatchers—they
want partnerships where their work builds equity and consistency. Investors
don’t just want to buy trucks—they want to place those trucks under
operations that show leadership and vision.

When you show that you have a system—a structure that creates deals,
builds routes, supports drivers, and communicates clearly—you become
attractive. You become someone people want to work with.

Your MC becomes a house others want to live in. Drivers want to lease on.
Investors want to plug in. Shippers want to send freight to. Why? Because
you’re not running a paper operation—you’re building a freight engine.

This shift makes sense in today’s trucking world because volatility is high.
Fuel prices swing. Spot markets fluctuate. Compliance is tighter. And the
only thing that cuts through chaos is consistency through relationships.

If you want to thrive in this environment, structure matters. Relationships
matter. The deal matters.

And it all starts when you stop acting like your license is the business—and
start treating it like the doorway to build something bigger, with the right
people beside you.

And that’s when the deals get real. That's when you start attracting:

« Dedicated lanes
. Exclusive regional agreements
« Shipper-side contracts that ask for volume



. Financing partners who want to fuel your fleet
That’s the future. That’s the brand.

And it all starts when you stop treating the paperwork like a paycheck—and
start building the deal that transforms it into one.

This is The Art of the Deal With 10 Wheels.

Chapter 6: The Art of Passive Trucking

"Let your truck make money—even when you sleep.”

In this chapter, I'm going to take you into one of the most powerful systems
I've taught for over 20 plus years—the LFS Passive Income Model. It's the
blueprint that turns trucks into assets and logistics into true freedom. The
formula is simple: buy the right truck, place it under expert management,
and structure it into a system that earns weekly revenue through real
freight—not fantasy.

But let me take it one step further: don’t just own the truck—own the
management company. That’'s where the magic happens. That's where you
replicate yourself. | teach this because it's not enough to park your money
in a single unit—you want to scale your thinking and become the one who
manages the deals, dispatches the freight, communicates with the brokers,
and builds the system.

Why build into others when you can build yourself? When you manage the
structure, you control the growth. Your truck becomes a prototype. Then
you bring in investor-owned equipment—trucks you didn’t pay for, but that
work inside your freight model. Suddenly, your passive income is tied to
volume, not just single-unit revenue.

I've seen this model scale from one truck to ten, from ten to fifty—and in
some cases, to 250 units operating under one back-office engine. All



because someone understood how to build the deal, build the dispatch
system, and create partnerships that fuel long-term growth.

So how do you do it?

« You make the deal with the right people

. You find sharp dispatchers who understand lanes and rates

« You bring in a skilled freight salesperson who can negotiate and
close

« You implement a TMS (Transportation Management System) that
gives you real-time control

« You integrate your operation with technology that keeps everyone
accountable

Then you automate. Passive income trucking is not about laziness—it’s
about systems. You build a system that runs whether you’re in the room or
not.

But beware. Don'’t partner with people who don’t share your vision. I've
seen too many passive income models fall apart because the leadership
was out of alignment. Miscommunication, conflicting goals, and lack of
operational knowledge can destroy a system that looked promising on
paper. This business only works when every player in the system believes
in the mission—and operates with clarity, discipline, and skill.

So what kind of team should you build? Start with people who live and
breathe logistics. Your dispatcher should know how to maximize rate-per-
mile while respecting driver schedules and regional challenges. Your freight
coordinator or salesperson should understand how to talk to brokers, how
to secure long-term lanes, and how to spot profitable freight before it hits
the load boards. You need someone who can implement and manage a
Transportation Management System (TMS), ensuring every load, truck,
and dollar is tracked and optimized.

| teach this because your team becomes your brand. And a great logistics
team—one with skill, alignment, and accountability—is worth millions.
That’s not an exaggeration. I've seen tight, five-person teams manage 20—
50 trucks, producing six-figure weekly revenues with precision. Why?
Because they knew what they were doing, and they believed in the same
vision.



So here’s your next move: put your team through Freight University. It's
free. It's accessible. And it's packed with the core principles and systems
I've taught to thousands. Everyone on your team—dispatchers, driver
managers, investor partners—should go through the logistics development
course so that you're speaking the same language.

Then implement a system. Create SOPs (standard operating procedures).
Define every role. Measure results. Use software and automation to make it
scalable.

Build your team with people who do. People who want to grow. People who
understand that trucking is not just wheels and loads—it’s strategy and
structure. Because once your team is aligned, the freight becomes
predictable. The income becomes repeatable. And the growth becomes
exponential.

The right team isn’t just important. It’s priceless.

That’s why | always tell people: get educated. Don'’t try to shortcut the
learning. Go to FreightUniversity.online and study the free training that’s
helped thousands learn how to run, dispatch, scale, and structure trucking
systems. It's free for a reason—we’re here to teach, not just transact.

Invoke your thinking. Design your system. Don’t rely on others to hand you
a check—>build the highway that produces one.

So what does it mean to "invoke your thinking" in this industry? It means
stepping outside the reactive hustle of trucking and stepping into the role of
strategic architect. Ask yourself questions like:

« How can I structure this business so it runs without me day-to-day?

« What systems would | need if | had 10 trucks instead of 1?

« Who are the people I'd need in place if | wanted to scale this to a $5
million operation?

Thinking like a logistics CEO means seeing your MC, your drivers, your
dispatch team, your tech stack—not as isolated tools, but as components
of a long-term asset.

To begin:


https://freightuniversity.online/

1. Map out your end goal. What's your ideal income? Fleet size? Exit
strategy?

2. Reverse engineer the systems. What lanes do you need to focus
on? What kind of freight creates volume in your region?

3. Build your playbook. Create SOPs. List out your tech tools. Define
your role and every role in the business.

4. Train your team with intent. Put every key player through Freight
University so that your company is speaking one language—I/ogistics
fluency.

5. Automate smart. Choose the right TMS and software tools that will
make scale not just possible, but seamless.

When you invoke your thinking, you stop asking, “How do | find more
loads?” and start asking, “How do | build a machine that attracts freight,
trains partners, and creates wealth while | sleep?”

This is the shift that creates legacy—not just income.

Because in this game, passive income isn’t just real—it’s replicable. And if
it's replicable, it becomes the most powerful financial engine in your
logistics business. It means you can scale your income without scaling your
stress. It means that one truck, operating under your structure, becomes
the model that you can duplicate with 10 others, 50 others, or 100 others—
each earning while you focus on growth.

| teach this because replication is what separates a job from a system. If
your business only works when you're in the room, you own a hustle. But if
your business keeps working while you're building new relationships,
negotiating new freight, or enjoying your time—you’ve built equity.

This kind of replication makes you more attractive to investors, shippers,
and even other drivers. Your reputation becomes that of someone who
builds smart, stable systems. You're not just a carrier—you’re a strategist.
And in logistics, strategy earns respect.

Suddenly, brokers want to call you first. Shippers want to lock you into their
freight calendars. Other drivers want to lease onto your authority. And
investors? They start asking how they can fund your next truck.

Why? Because your income is predictable. Your operations are clean. Your
team is trained. And your results speak louder than promises.



That’s what happens when passive income becomes replicable—it
becomes unstoppable.

You just have to make the deal, build the structure, and surround yourself
with people who know how to move with purpose.

This is the Art of Passive Trucking.

Chapter 7: The Driver-Broker Hybrid:
Owning Both Sides of the Road

"From steering wheel to shippers—become the architect.”

Truckers, this is your wake-up call. And business builders—this message is
for you too. Whether you drive a rig or fund one, whether you sit behind a
steering wheel or a spreadsheet, you are more than your title. You are a
strategist with rolling leverage at your fingertips. If you know how to move
freight, work with drivers, or connect deals—you already understand the
mechanics of logistics. Now it’s time to learn how to own both sides of the
road—as a carrier and as a broker.

This isn’t just a driver’s play—it's a growth strategy for anyone serious
about building a multi-million dollar logistics operation. If you're a trucking
company owner, fleet investor, or new entrepreneur looking to break into
freight, the hybrid model is your blueprint. The more you understand how to
broker freight, the more control you have over revenue, volume, and
scaling.

The broker model gives you the power to move beyond asset dependence.
Instead of managing one truck and one schedule, you can manage dozens
of loads a day—each producing revenue and expanding your footprint.
When combined with your carrier operation, this hybrid strategy allows you
to:



Increase your authority’s freight volume

Attract more drivers and owner-operators

Negotiate with stronger leverage

Build trust with shippers by offering flexibility and consistency

| teach this because I've seen individuals go from moving a single load per
day to moving freight at scale—generating seven figures annually—by
learning how to own both lanes of the business. You’re not just a trucker.
You're not just a back-office operator. You are the architect of your freight
empire.

This is your wake-up call—whether you're behind the wheel or behind the
scenes. You have the power to do more than move loads. You have the
power to multiply income, build equity, and design a legacy in logistics.

| teach this because one of the most powerful combinations in logistics is
the driver-broker hybrid. When you add a freight broker model to your
trucking model, you create the engine of your business. The broker model
becomes your back office, your sales department, your dispatch system,
your funding mechanism, and your growth machine.

With a broker license, you now control more than your own truck—you
control deal flow. You can move multiple loads a day with or without a
truck. That’s the power of the hybrid. You expand your authority to connect
with multiple carriers, negotiate rates, and match freight on a scale that a
single truck can’t touch.

It's 100 times cheaper to operate than a trucking company because you're
not buying assets, paying for maintenance, or managing physical
operations. The broker license gives you flexibility. And the older it gets, the
more valuable it becomes. Like wine, a well-aged broker MC increases in
credibility with brokers, shippers, and financial institutions.

But here’s what makes it even more powerful: while it's cheaper to operate,
the earning potential is exponentially higher. A single broker with a
structured team and a TMS system can move hundreds of loads per day. If
each of those loads generates a modest profit margin—let's say $100 to
$300 per load—you're looking at daily profit potential of $10,000 to
$30,000. Multiply that by 30 days, and you're easily looking at hundreds of
thousands in monthly gross margin.



In a mature operation, this expands into thousands of loads per month—
coordinated across multiple regions, niches, and carrier partners. The
volume becomes the multiplier. And the broker model makes it scalable
without increasing your asset liability. You don’t own the trucks—you own
the flow.

That’s why the hybrid model isn’t just a logistics tactic—it’s a freight empire
blueprint. If your brokerage is well-aged, compliant, and paired with
performance history, you won't just be eligible for better lanes. You'll
become a top-tier logistics partner for Fortune 500 shippers who value
trust, systems, and scale.

That’s the power of brokering. Low overhead, high output, limitless
opportunity.

Now think about what happens when your driver—who'’s already delivering
loads—is also a broker. They’re picking up intelligence from every dock.
They’re learning lanes, talking to shipping managers, gathering phone
numbers, and identifying opportunities. Why waste that? | talk about this in
my other book, Why Every Truck Driver Should Be a Freight Broker,
because it's not just a good idea—it's a revenue multiplier.

When you operate with this hybrid mindset, you can:

. Earn six figures while still driving

. Build freight relationships that last beyond the road

. Launch a brokerage that feeds your own trucking fleet

. Offer services to other carriers and scale through volume

And if you're already running a trucking business? This is how you go from
2 to 200 trucks without buying any of them. Your brokerage attracts owner-
operators, feeds them freight, and brings volume under your umbrella.
That’s how a true logistics empire is built.

But let me be clear—this is not optional. This is a must. If you're serious
about scaling in today’s logistics world, you can no longer treat trucking and
brokering as separate silos. This isn’t an either-or play. This is a full-circle
model. The brokerage and the carrier operations must be integrated. They
must work together. One feeds the other. One elevates the other. This is
circular, and this is strategic.



Too many people try to run a brokerage with no truck support or a fleet with
no freight control—and they wonder why they plateau. The truth is, you
need both. The broker model is the engine of the trucking company. It
creates the back office, organizes dispatch, drives funding, builds the
customer base, and opens doors to regional and national contracts. The
trucking company provides capacity and execution, but the brokerage
creates the deals.

That’s why | don’t teach people to pick one or the other. | teach them to do
one and do it the best—but don’t ignore the other. The trucking company
must have a brokerage connected to it. The brokerage must be attached to
a carrier model that brings execution strength. There is no other way
around it if you want to scale beyond being a single-truck operation.

The freight brokerage gives you reach, flexibility, and income without asset
risk. The trucking company gives you control, speed, and brand execution.
Together, they become your freight empire. The synergy between the two
allows you to build contracts, negotiate stronger rates, reduce deadhead,
improve margins, and ultimately create a business model that is scalable,
saleable, and unstoppable.

Let me give you a real-world breakdown. A trucking company may run 10
trucks at $6,000 to $10,000 gross per week, per truck. That sounds good,
but it's tied to fuel costs, repairs, insurance, and driver availability.
Meanwhile, a well-run brokerage can move 50-100 loads a day without
owning a single piece of equipment—and with net margins of $100 to $500
per load, depending on the freight. That’'s a margin range of $5,000 to
$50,000 per day.

When you integrate the two, you gain not only leverage—but control. Your
trucks can cover loads from your brokerage when needed. Your brokerage
fills the gaps when your trucks are down or maxed out. This synergy
eliminates dependency, reduces downtime, and improves your negotiation
position with both carriers and shippers.

You also gain reputation power. Shippers prefer brokers who can execute.
Carriers respect brokers who own equipment and understand life on the
road. When you run both, you gain trust from both sides of the transaction.

This isn’t theory—this is how the biggest freight companies in the world are
built. It's how you go from having a few loads a week to thousands per



month. Because when your model can feed itself from both ends—contract
creation and contract execution—you’re no longer in business.

You’re in the business. The kind of business that catches the attention of
large-scale 3PLs, enterprise-level shippers, and even Fortune 100
companies looking for consistent capacity and a sophisticated partner who
understands how to build lanes, not just move loads.

When you operate this circular model—where your brokerage feeds your
trucks and your trucks reinforce your brokerage—you create what | call
deal gravity. Bigger deals start to find you. Why? Because shippers trust
operators who can execute and source. Because brokers prefer to work
with brokerages that own their own trucks. Because carriers feel confident
joining a system that has control, vision, and freight already moving.

With this kind of circular thinking, your deal becomes the door. One solid
contract opens the door to five more. One great carrier relationship leads to
multiple repeat lanes. One high-performing lane positions you to pitch a
regional freight strategy to a national brand.

That’s the hidden power of circular logistics: every move reinforces the next
one. The deal isn’t just a win—it’s the beginning of a freight ecosystem.
And the more structured your system, the more serious players will want to
be part of it.

This is how you graduate from hustling for loads to negotiating long-term
contracts. This is how your name starts to appear on RFP lists and
procurement meetings. This is how your freight story becomes something
other people want to invest in, partner with, or acquire.

You’re not just running a business. You're building an infrastructure that
commands attention in the logistics industry. You're setting in motion a
freight engine that, if executed with consistency and clarity, can take you
from dispatching regional freight to closing contracts with national giants.
That’s what infrastructure does—it creates elevation. It gives you visibility
and credibility in a competitive space where only the most structured
survive.

When you commit to this hybrid strategy—brokerage and trucking aligned,
supported by a trained team, automation, a clean MC, and strategic deal-
making—you don’t just attract freight. You attract legacy-level



opportunities. One well-executed lane can turn into a direct contract. One
direct contract can turn into a strategic lane partnership. And that lane can
grow into a regional program that puts you on the radar of a billion-dollar
shipper.

I've seen it happen. One deal with a manufacturing company led a student
of mine from five loads a week to 120 per month. That growth positioned
them for a meeting with a top-10 U.S. shipper who wanted consistent
capacity in the Southeast. Why? Because when your infrastructure speaks
volumes, the right people listen.

This is what’s waiting on the other side of well-built infrastructure. This is
what circular thinking, full-circle execution, and hybrid mastery can lead to.
You're no longer just working in trucking. You're now negotiating deals
across boardroom tables with companies that ship billions in goods—and
they see you as the bridge that makes it all move.

That’s the power of executing the model. That’s the future you’re building.
You're in command.
This is how you go from running loads to running the industry.

Own the load. Own the truck. Own the back end. That's how you own the
road.

This is the hybrid model. This is the multiplier.
This is the Art of the Deal With 10 Wheels.



Chapter 8: Building the Deal, Not Just
the Load

"A hundred random loads is not success. One strategic lane is."

There’s a fundamental shift that occurs when you stop thinking like a load
chaser and start thinking like a freight architect. | teach this because the
difference between chaos and control in logistics comes down to one word:
consistency. And consistency is not found in randomness—it’s found in a
well-built deal.

Let’s get one thing straight: moving 100 loads a week on the spot market
doesn’t mean you’re successful. It means you’re busy. It means you're
working harder than everyone else. But are you building anything? Are you
securing a foundation you can grow from?

Every freight empire is built on repeatability. That means:

« Repeat lanes
« Repeat customers
« Repeat revenue

And that repeatability only happens when you anchor your business in
data, strategy, and freight research. | teach this because the only way to
sustain and scale in this industry is to stop guessing—and start analyzing.
You must build freight research directly into the heart of both your
brokerage and your trucking company. This is how you move from reactive
to proactive. This is how you stop chasing and start attracting.

I've always taught: Do one thing and do it well. Master the lane. Then
build into it. Then replicate it. That rule hasn’t changed—and it never will.
It's what separates the hustlers from the architects.

If you rely on the spot market, you will eventually be crushed by
inconsistency, low-rate freight, underperforming brokers, bad planning, and
chaotic cash flow. The spot market is not a business model—it’s a gamble.



Freight research is the cure to this chaos. It's what turns a carrier into a
lane controller. It's what gives a broker insight into underserved markets.
And it's what transforms a dispatcher from a phone jockey into a strategic
operator.

| go deep into this inside the Dispatcher Course at
FreightUniversity.online. It’s free. It's foundational. And it’s critical that
your team studies this. Don’t just build for yourself—store this knowledge
into your people. Make sure every dispatcher, every back-office lead, and
every sales rep understands freight research, seasonal volume shifts, lane
trends, and customer forecasting.

Because when you build with research—you build for the long run. When
you build with structure—you build something worth scaling. And when
your entire team knows how to read the freight landscape, you stop
surviving and start dominating.

That’s why | teach: master one lane, build into it, and replicate your
success.

That’s how real freight deals are born. That's how real empires are built.

When you build a deal—not just a load—you’re creating predictable cash
flow, stable operational rhythm, and strategic positioning. And this is the
key to winning in logistics. Because if you don’t build your operation around
structured deals, you are walking straight into the danger zone of the spot
market.

Let me be direct: Spot market freight will bankrupt your owner-operators. It
will exhaust your drivers. It will frustrate your investors. And it will slowly
collapse any fleet built on guesswork, not strategy.

Don’t do this if your entire business plan is relying on load boards. If you're
still jumping from one random rate to another without a long-term lane
plan—don’t even start the business. Just stay out. | say this out of
protection, not pressure. Because I've watched too many well-meaning
people lose six figures of other people’s money trying to make bad spot
market freight work.

Spot freight is inconsistent. It’s full of low-paying loads, unqualified brokers,
unpredictable routes, and tight margins. It ruins retention. It weakens your



brand. And worst of all, it pulls your drivers—and your vision—in too many
directions.

The cure is freight research. Freight research is the antidote to
inconsistency. It’s the tool that helps you understand where volume exists,
where rates hold firm, and where lanes can be owned. This is why | built
FreightUniversity.online, and why | teach this principle in the Dispatcher
Course specifically. We go deep into how to analyze markets, study lane
patterns, forecast volumes, and position your business like a true freight
strategist.

If your company is going to grow, your team must be trained on this
concept. This isn’'t a job for one person—it’'s a team-wide mindset.
Everyone from your dispatchers to your carrier reps to your sales team
must understand the value of repeatable lanes and lane control. Store this
knowledge into your systems. Make it part of your weekly meetings.

Because when you build with freight research, you build with confidence.
And when you build with deals instead of desperation, you create a
business that attracts real partners, real drivers, and real opportunity.

So how do you build that kind of deal?

1. Identify a High-Demand Lane — Don’t chase random freight. Study
data, trends, and geography. Pick one lane and become the most
dependable carrier or broker on that route.

2. Create Value, Not Just Capacity — Offer tracking, timely
communication, professional drivers, and invoice precision. These
are the building blocks of trust.

3. Turn One Load Into a Lane — Ask every broker or shipper: “What
else do you have coming out of this area?” Follow the freight.

4. Build a Driver/Carrier Match — Place drivers or carriers on that lane
who know it well. Let them master the route.

5. Track Metrics Religiously — Use a TMS or spreadsheet to measure
load profitability, on-time delivery, and issues. Know the lane like it’s
your business—because it is.

When you build a lane into a deal, everything changes. Your drivers get
comfortable. Your shippers get consistent. Your margins get stronger. And
your growth becomes easier to plan.



This is how you move from load-hunting to lane-owning. The deal is not in
the number of freight movements—it’s in the strength of the relationship
behind them. It's in the long-term trust between your operation and the
shipper who counts on you.

I've seen students go from hauling random freight to controlling 80% of a
regional manufacturer's outbound volume. Why? Because they stopped
looking for “next loads” and started asking, “How can | own this lane?”

And once you control a lane—you can do what few others in trucking can:
scale without chaos.

That’s the power of strategic deal-making. That’s why | teach The Art of the
Deal With 10 Wheels. Because success isn’t in the sprint. It's in the
structure.

Build the deal. Own the lane. Grow the empire. “From steering wheel to
Sshippers—become the architect.”

. That’s the future you’re building.

Chapter 9: The 10-Wheel Playbook

As the author of this book and the founder of Freight University, I've spent
over two decades building systems that drive true income—not fantasy—in
the world of trucking and logistics. In this chapter, I'm not just giving you
guidance—I'm giving you a playbook. One that works. One that scales.
One that can be handed down to a team or duplicated in multiple regions.

| call this the 10-Wheel Playbook because it includes both the wheels on
the ground and the wheels behind the scenes—operations, software,
systems, and strategy. And here’s something | make very clear to every
student and investor | teach:

Do not build this business with old, unreliable equipment. Use brand-
new equipment, and make sure it’s under warranty.



You can’t afford breakdowns. You can’t afford repairs. Not when deals,
drivers, and your reputation are on the line. New equipment not only
increases your uptime—it protects your brand, maximizes profitability, and
gives your operation the kind of consistency shippers demand.

Let’s break down the 10 wheels you need to scale with strength:
1. Trucks

Go new. If you're serious about playing at a high level, invest in new
trucks with full factory warranties. Freight is unforgiving. Every
breakdown is a delay, a lost deal, and damage to your name.

Recommendations:

« Freightliner Cascadia 2024+ for reefer or dry van
« Volvo VNL with factory telematics
« Consider full-service leases from OEM-backed programs

Rule: The truck supports the deal—not the other way around. Don’t move
until you have equipment you can count on.

2. Trailers

Buy new trailers or lease from companies that rotate inventory every 36
months. You want warranty coverage, no downtime, and no surprise repair
costs.

Smart trailer strategy:

« Dry van: Utility or Great Dane 2023+
. Reefer: Thermo King or Carrier with full maintenance contract
. Lease short-term for overflow, own long-term for core lanes

A trailer on the side of the road is a broken promise to a broker. Run new.



3. Maintenance & Vendor Setup

Even with new equipment, you must be prepared. New trucks and trailers
give you the advantage of uptime, but only if you support that advantage
with smart vendor relationships and pre-scheduled maintenance routines.

Set up national accounts immediately with:

. TA, Love’s, and OEM dealers for roadside support and warranty-
scheduled services

. Comdata Fleet Card and Maintenance Solutions to streamline fuel,
tire, and preventive service expenses

. Telematics systems built into your trucks for real-time alerts,
diagnostics, and service reminders

. Fleet management apps that sync your shop or repair network with
your dispatch team, improving speed, communication, and downtime
recovery

These tools do more than keep your equipment running—they protect your
income stream. A delayed truck is a lost deal. A breakdown on a high-
paying load can destroy trust with a shipper.

Preventative maintenance isn’t just about mechanics—it's about money.
Protect your reputation. Protect your margin. Don’t wait to react. Automate
your upkeep and manage it like an airline manages its planes—with
precision and no excuses.

And remember, just because it's new doesn’t mean it’s invisible. You're still
responsible for records, logs, oil changes, brake inspections, and tracking
mileage between service intervals. Set the system now—before problems
start.

4. Technology

Your TMS (Transportation Management System) is your cockpit. Choose
one that integrates with your accounting, dispatch, driver communication,
and ELD.



Tools | recommend:

« AscendTMS with full load visibility
. Motive (formerly KeepTruckin) for ELD and safety monitoring
« QuickBooks Online integrated with your factoring partner

If your tech can’t show you cost per mile, margin per load, and days to
payment—it's not tech. It’s just a spreadsheet.

5. Dispatch & Back Office

This is your logistics control center. Hire professionals—not cousins. Build
a real team trained in:

« Load booking with margin targets
« Driver route planning
. Factoring, billing, and detention collection

Train your dispatchers on FreightUniversity.online. Let them understand
freight, not just fill in rate cons.

6. Compliance Systems

New trucks help you stay compliant, but you must run your paperwork tight.
This includes:

. DOT audits and file storage
« Drug and alcohol consortium enrollment
« Real-time monitoring of CSA/SMS scores

Your MC is only as valuable as your compliance. No exceptions.



7. Team Building

Your success depends on who you surround yourself with. New
equipment only goes so far. The systems don’t run themselves. It’s the
team behind the wheel—and behind the screen—that makes it all work.
You need people who don'’t just clock in—you need people who can build
with you.

The team behind your trucks must be:

. Logistics fluent — They should understand lanes, freight cycles, rate
per mile, and how to keep trucks moving without chaos. This means
they’re trained, not guessing.

. Financially disciplined — Your office team should know how to
invoice, collect, negotiate, and control expenses. You can’t scale if
you can'’t track.

. Goal-aligned — Everyone needs to be rowing in the same direction.
No internal confusion. No misplaced priorities.

| teach this constantly: get your team educated and prepared. If you want
to scale your logistics operation into something bigger than yourself, you
must build the system within your company. And that system is powered by
people who know what they’re doing.

Put every key team member—dispatchers, accountants, sales reps—
through FreightUniversity.online. The training is free, and it's designed to
give your people real-world, field-tested logistics knowledge. Not fluff. Real
tools, real systems, real insight. Train them once—and you can scale them
forever.

Because your team is not a cost. It's an asset. A trained, disciplined,
mission-aligned logistics team could be worth millions one day. But only if
you build it right, from the inside out.

8. Revenue Control

New trucks cost more upfront—but they’re predictable. And in trucking,
predictability equals power.



Monitor:

« CPM (Cost Per Mile) vs. RPM (Revenue Per Mile)
. lIdle time, deadhead, and empty miles
« Weekly gross vs. net revenue trends

Use reports. Hold weekly review meetings. Stay in command of your
numbers.

9. Training & Education

Your tools are only as effective as the people using them. It doesn’t matter
if you’ve got the best equipment or TMS in the world—if your team doesn’t
understand logistics at a fundamental level, you'll always be at risk of
underperformance.

Your team should:

Attend Freight University courses (free)

Know how to read load trends and rate indexes

Understand both carrier and broker sides of the business

Be fluent in dispatch systems, freight quoting, rate negotiations, and
customer service

| teach this because a logistics business is only as strong as the knowledge
embedded into its people. You must build systems and train within your
company if you want to grow. That means putting your staff through a
standard learning protocol—just like we do in aviation, finance, or medicine.
The more fluent your team is, the faster your business scales—and the
more trust you build with customers and drivers.

That’s why | built FreightUniversity.online. The training is 100% free and
gives your dispatchers, brokers, administrators, and even owner-operators
the real-world logistics education they need to help grow your operation.
Enroll your team, build your internal playbook, and train everyone the right
way—from day one.

And if you need direct consulting, mentorship, or strategic development for
your logistics company, contact my team at Logistical Forwarding


https://www.freightuniversity.online/

Solutions by visiting LogisticalForwardingSolutions.com or calling us
directly at 302-551-3038. We help leaders implement dispatch systems,
build back-office processes, manage investor-owned trucks, and develop
high-revenue brokerage-carrier models.

Educated teams make confident calls—and confident calls make money.
Train them once. Scale them forever.

Chapter 10. Compliance Is King — And
the King Pays in Cash

“The FMCSA didn’t write those regs to slow you down. They wrote
them to separate the pretenders from the professionals. Choose your
side.” — Michael Thomas

Let me be crystal clear: | don’t chase freight with sloppy fleets, and neither
should you. When a broker asks why my trucks cost a little more, | hand
them two things—our spotless CSA report and the phone number of my
insurance agent who keeps lowering my premium because we keep
lowering their risk. End of negotiation.

Compliance isn’t paperwork; it’s a profit lever. Master it and the doors that
slam on everyone else swing wide for you.

1 Why Compliance Puts Cash in Your Pocket

Profit Trigger What It Looks Like in Real Life

Cheaper | shaved 18 % off our renewal after 12 straight months of
Insurance clean inspections. That's real money back into expansion.
First-Call Shippers with sensitive freight put me on speed dial

Status because they trust my numbers.
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Green ISS scores mean my drivers bypass scale lines and

Zero Dock . : )

secondary inspections—more miles, more loads, more
Delays S

invoices.
Stronger Brokers add a nickel—or a quarter—per mile because a
RPM late-load penalty with me is almost impossible.
Easy Credit Banks fight to finance my next truck because risk

managers love fleets that live in the green.

| treat every CSA point like it's a ding on my credit score—unacceptable
and fixable.

2 My Six Pillars of FMCSA Dominance

1.

Driver Qualification Files (DQF)

| run digital files, auto-reminders for expiring med cards, and quarterly
MVR pulls. Auditors can show up unannounced—I’'m ready.
Hours-of-Service & ELD Integrity

Dispatch plans the route; the ELD proves the plan. If the miles don’t
fit legal hours, we don’t book the load. Period.

Vehicle Maintenance & Inspections

New equipment under warranty + preventive maintenance calendar =
uptime. Every deferred dollar costs four in breakdowns—Ilearned that
the hard way so you don'’t have to.

Drug & Alcohol Program

Randoms run monthly, Clearinghouse checked on every hire, zero
gray areas. A dirty test is a one-way ticket off my roster.

Insurance & Financial Responsibility

| shop rates annually with a data packet that makes underwriters
smile—Iloss runs, telematics, dash-cam analytics. They drop the rate;
| drop the savings into new trailers.

Accident Register & CSA Monitoring

We analyze every incident like an airline crash investigation. Root
cause, corrective action, DataQs filed if the officer got it wrong.



3 How | Bake Compliance into Company DNA

. Lead from the Top — | sign the safety policy first and reference it in
every Monday huddle. If | don'’t live it, nobody will.

. Micro-Training Sprints — Fifteen-minute sessions each quarter on
HOS hacks, hazmat refreshers, winter driving tactics. Bite-size beats
binge-learning.

« Full-View Telematics — Drivers see the same dash-cam clips | do.
Transparency builds self-correction.

« Public Scoreboard — CSA BASICs posted like batting averages.
Nobody wants their name next to a red number.

. Cash-Back Culture — Clean Level | inspection? Driver gets $150 and
bragging rights on the group chat.

Culture isn’'t a memo—it’s repetition with rewards.
3a My Compliance Champion Playbook

| don’t hire hall monitors; | hire profit guardians. My Compliance Champion
owns three mandates:

1. Guard the Authority — Our MC is a million-dollar asset; treat it like
Fort Knox.

2. Turn Data into Dollars — Every ELD ping is a breadcrumb to bigger
margins.

3. Coach, Don’t Police — Drivers respond to partners, not
finger-waggers.

Ideal DNA: battle-tested, reg-obsessed, tech-savvy, bilingual
communicator, growth mindset.

Weekly Rhythm:

Day Focus Money Impact

Early fixes beat surprise
premium hikes.

Faster onboarding = faster
revenue.

Wed Telematics deep-dive. Less risk, less fuel burn.

Mon Scrub CSA hits; trend report to ops.

Tue DQF audits & Clearinghouse pulls.



Thu Vendor calls—insurance, ELD, Negotiate rate cuts with hard

shops. data.
Eri Shipper safety report + driver Premium freight & fewer
micro-training. violations.

Scoreboard targets: all BASICs green, 270 % clean inspections, <0.4
preventable crashes per million miles, insurance <8 % of gross per truck.

Give me one Champion hitting those numbers and I'll out-earn fleets twice
my size.

4 How | Weaponize Compliance in the Market

1. Market the Metrics — ISS score, crash-free miles, inspection pass
rate go in every bid packet.

2. Pre-Qualify Premium Freight — Fortune 500 lanes with strict
thresholds become mine by default.

3. Negotiate Insurance Rebates — Dash-cam clips + telematics reports
= safety credits on renewal.

4. Bypass the Bypass — PrePass and Drivewyze save 5—7 minutes per
scale. That’s 2—3 % more utilization—free money.

5. Monetize the Model — | lease my safety platform to smaller carriers |
broker. They get compliance; | get recurring revenue.

5 The 30-Day Money Play

Day Move Outcome
1 Digitize every DQF. Audit-proof files.
Zero form-and-manner
7  Deep-scan last 30 days of ELD logs. defects.
14 PM service on every unit 215k mi. Prevent breakdown bleed.
21 File DataQs on bad points. Drop CSA scores.

30 Pitch “Compliance = Cash” deck to top

three shippers. Rate bump & lane lock-in.



Run the play, bank the gains.

6 Bottom Line

. Compliance isn’'t overhead—it’s leverage.

« Your CSA profile is your public résumé—Kkeep it spotless.

. Safety culture starts with the owner and pays dividends at every
dock.

. Clean data lets you charge more, insure cheaper, and grow faster.

« Master the rulebook and you’ll write your own checks.

“Regulations draw the playing field. Champions learn the field and
run the score.”

Now that you own the compliance game, let’s flip to Chapter 11 and show
you how to wield that credibility inside the triangle of Shippers, Carriers,
and Strategy. That’s where the real money multiplies.

This is the 10-Wheel Playbook. It's built on new equipment, structured
thinking, smart technology, and trained people.

Don’t build chaos. Build a company. Don’t buy problems. Buy power.
Use this chapter as your checklist. Your framework. Your launchpad.

Because the road to seven and eight figures in trucking doesn’t start with
freight—it starts with new, warrantied equipment and a team that knows
how to run it.

That’s how you scale. That’s how you lead. That’s how you win.

And this system is how you win.



Chapter 11.
Shippers, Carriers & Strategy — The
Triangle of Power

“Freight isn’t a straight line—it’s a triangle. Own every corner and the
loads chase you.” — Michael Thomas

In trucking school they teach you how to move a load from A to B. In the
real world the money moves in triangles—between the shipper who pays,
the carrier who hauls, and the strategist who aligns them both. Nail that
geometry and you stop hunting loads; you start engineering revenue.

1 Meet the Three Power Players

1. Shippers — Product owners with deadlines and budgets.

2. Carriers — Trucks, drivers, and DOT authority that turn purchase
orders into delivered goods.

3. Strategic Intent (You) — The deal-maker who turns capacity + cargo
into a repeatable lane.

| call this the Triangle of Power because each side stabilizes the other two.
Nail one corner and it tilts the whole board in your favor; lock down two and
gravity drags the third into place. Secure the carrier corner with an A-level
driver and bullet-proof truck, and shippers will hunt you down. Land a
shipper with steady volume and predictability, and quality drivers will line
up for the lane. Step in as the strategist and you’ve got the keys to both
gates.

Think of it like climbing a ladder: the first rung gives you reach for the
second, the second sets you up for the third. That cascading leverage is
why one well-structured deal can snowball into a network that feels less like
a triangle and more like an octagon of opportunity.



The Octagon Effect

Once the triangle is locked, each corner sprouts new, high-margin
connections:

Original Corner New Sides That Open Up Payoff

f_:rarll'jrcl:ekr+ Fuel card consortium, OEM ¢-per-gallon discounts,

Driver) maintenance program priority bay access

Shipper Warehousing partner, Cross-dock fees, value-add

(Freight) packaging vendor services

Strategist : : : Factoring lines, fleet
Finance & insurance allies . , :

(You) financing, risk-share pools

Shared Center Tech & data providers I‘I\Fﬁlls mtegra.tlons, visibility

s, analytics upsells
Add those five secondary relationships to your original three and you're
sitting in an eight-sided ring where every side feeds the next. The octagon
isn’t theory—it’s the natural expansion path of a well-run triangle. Master
the first three corners, and the other five start knocking on your door.

2 How One Deal Snaps the Triangle Into Place

Picture this: you own one late-model Cascadia with a rock-solid driver.
That’s a carrier asset—corner one. You land a produce shipper who
needs that reefer every Monday, Wednesday, Friday from McAllen, TX to
Atlanta. That's corner two. Now you, the strategist, write a rate sheet that
covers fuel, driver pay, and a 22 % margin. That contract is the third
corner—and the triangle locks.

Once the triangle is set, everything scales:

« Shipper wins reliability and pays a premium to avoid the spot market.

. Driver wins predictable home time and a bonus for on-time
performance.

« You win leverage to add a second truck or broker excess freight on
the backhaul.



One well-built deal turns three moving parts into a self-feeding machine.

3 The Truck-Driver Deal: Your First Corner

A lane lives or dies on execution, and execution rides on two things: the
truck’s uptime and the driver’s buy-in. Here’s my formula:

Component My Rule Why It Matters

Zero unscheduled
downtime = zero broken
promises.

New or < 3 years old, under

Equipment warranty, spec’d for the freight.

Base CPM + performance bonus
+ profit-share on dedicated
lanes.

Weekly call, transparent
Culture RPM/CPM numbers, clear
home-time calendar.

Skin in the game turns a
driver into a partner.

Driver
Contract

Happy drivers defend your
lane with their life.

Secure this corner first and shippers will smell your stability before you say
a word.

4 The Shipper Deal: Corner Two

Shippers crave three things: predictability, visibility, and accountability.
Give them all three and they’ll give you freight others never see.

1. Predictability — Offer a fixed schedule and back it with ELD-verified
on-time stats.

2. Visibility — Share live GPS links and proactive delay alerts.

3. Accountability — Provide weekly scorecards and a single point of
contact.

| start every shipper pitch with my CSA scores and driver retention rate.
Then | close with a 90-day trial lane at a fair—but firm—rate. After 90 days
of flawless service, the conversation shifts from rates to volume.



5 The Strategist’s Playbook: Closing the Triangle

With carrier capacity and shipper freight aligned, you step into your
highest-value role: lane architect. Your job now is to multiply margin
without multiplying chaos.

Five Levers | Pull:

1. Backhaul Brokerage — Sell the empty miles to partner carriers,
pocket the spread.

2. Volume Scaling — Add a second truck on the same lane, copy-paste

the driver deal.

3. Rate Optimization — Quarterly cost reviews tied to diesel index;
protect margin.

4. Compliance Leverage — Use Chapter 10’s playbook to justify rate
increases.

5. Data Storytelling — Convert on-time metrics into a case study that
wins new shippers.

When all three corners feed each other, the triangle becomes a flywheel—
momentum builds and growth compounds.

6 Case Study — From One Triangle to Ten

| took a student with one truck out of Chicago and one produce lane to
Florida. We perfected the triangle in 60 days: driver buy-in, shipper trust,
strategist margin. Then we duplicated the playbook city by city.

Month Trucks Active Triangles Monthly Gross Net Margin

1 1 1 $34 000 22 %
6 4 4 $140000  25%
12 10 9 $370000 27 %

Ten triangles later the fleet was generating seven-figure gross with zero
spot-market dependence.



7 Action Blueprint — Build Your First Triangle in 30 Days

Week Move Deliverable

1 Lock in driver + truck deal; set KPI dashboard. ~'SSet comer
secured.

5 |dentify top three shippers on your lane; craft Shipper prospects

compliance-first pitch. list.

3 Win trial lane, run flawless service, collect data. Proof of
performance.

4 Present 90-day contract with volume incentives. Triangle closed.

Rinse, replicate, and watch the flywheel spin.

8 Key Takeaways — From Triangle to Territory

1. Freight money flows in triangles, not straight lines.
If your business plan is a linear A-to-B arrow, you'll spend your life
quoting spot loads. Shift your vision to a triangle—shipper, carrier,
strategist—and every move becomes a closed-loop revenue cycle.

2. Secure the carrier corner first—truck + driver deals are your
foundation.
A late-model truck under warranty and a driver who owns the mission
give you execution certainty. Certainty is the magnet that pulls
premium freight.

3. Shippers pay premiums for predictability and proof.
Show them on-time metrics, live GPS links, and a 12-month clean
CSA. They'll trade a few extra cents per mile for the privilege of
sleeping at night.

4. The strategist’s job is to duplicate triangles into territories.
One lane mastered equals one triangle. Ten lanes mastered equals a
territory. Copy-paste the playbook city by city until your triangles
overlap like a freight constellation.

5. Master one triangle and you’ll never beg a load board again.
A self-feeding lane generates referrals faster than you can post
trucks. When brokers call you first, the rate clock starts in your favor.



6. Graduate to the Octagon and watch ancillary profits appear.
Fuel programs, warehousing partners, factoring lines, tech vendors—
each sprouts from the stability of your core triangle. That’s eight sides
of income from three points of focus.

“Own the triangle and you don’t chase the market—you shape it.”

Next up: Chapter 12, where we build the Dispatch Command Center that
keeps every triangle—and octagon—turning while you sleep.

Chapter 12. The Dispatch Command
Center

When You Think You’re Dispatching, You’re Really Brokering

“The day | stopped calling it ‘dispatch’ and started calling it my deal
desk was the day the revenue curve bent north.” — Michael Thomas

| still remember the first time | walked into a so-called dispatch office that
was humming at full tilt. Ten headsets, six screens per desk, and a
wall-sized map of the United States glowing like NORAD on Christmas
Eve. The manager bragged about “keeping trucks rolling,” but all | saw was
a brokerage wearing a ball cap instead of a necktie.

Every phone call was a negotiation. Every rate confirmation was a
micro-contract. Every driver check-in was risk management in real time.
That’s when it clicked: dispatch is not the back office of trucking—it’s
the trading floor of freight. Once | embraced that truth, | stopped treating
dispatch like an overhead expense and started engineering it like a profit
engine.



Dispatch = Brokerage: The Mental Flip

Let’s settle the vocabulary right now. A dispatcher who quotes a load,
books a truck, tracks the freight, and invoices the customer is, by
definition, a broker. The federal government may require a separate
surety bond and MC number for third-party brokering, but the skill set—the
deal—is identical. When | coach new logistics entrepreneurs, the first
mindset shift | drive home is this:

“You’re not just moving loads. You’re matching capital (the shipper’s
budget) with capacity (the carrier’s truck) and arbitraging the difference.”

That arbitrage is your margin. Call it a dispatch fee, call it a broker
commission—either way it's money for thinking faster than the market.

Building My First Command Center

| started with two laptops on a folding table in a rented office the size of a
walk-in closet. On day one | drew three circles on the whiteboard:

Deal Desk, Capacity Grid, Compliance Vault. If a task didn’t fit in one of
those circles, it didn’t belong in the room.

1. Deal Desk — The heartbeat. Two broker-dispatchers with dual
monitors: one screen on the load board, one on the rate-confirmation
template. Their job: quote, negotiate, and lock every load above my
target margin—no exceptions.

2. Capacity Grid — A living spreadsheet of every truck under my
umbrella: owner-operators, company units, even partner carriers who
trusted me to keep them loaded. Location pings updated every fifteen
minutes. Empty miles were public enemy number one.

3. Compliance Vault — Digital folders for carrier packets, insurance
certs, W-9s, and driver qualification files. We guarded that vault like
Fort Knox because a single expired COIl can vaporize a $5,000 week.

| didn’t buy fancy furniture; | invested in a cloud TMS, a VolP phone
system, and a factoring line that paid invoices within 24 hours. The whole



setup cost less than a used dry van, but it generated more profit than three
trucks combined.

The Money Seats

| staff a command center the way an airline staffs a cockpit—every seat
must justify its weight in revenue.

. Broker-Dispatcher (2 seats). Their scorecard is simple: $1,000 in
gross margin per day, per seat. | pay 15 % of whatever they close.
High performers clear six figures; low performers wash out in ninety
days.

. Carrier Compliance Lead (1 seat). Guardian of the vault. If a carrier
packet is incomplete, the load doesn’t move—period. A single cargo
claim can wipe out a month of margin, so this role pays for itself in
risk avoided.

. Shipper Success Rep (1 seat). The calm voice that calls a customer
before the customer calls us. Ninety-eight-percent on-time delivery,
zero chargebacks. When a lane hiccups—and it will—this rep turns
bad news into loyalty.

Total payroll runs about $200 k a year. Break-even is seven loads a day at
$150 average margin. Everything above that is house money.

Services | Sell Without Owning a Truck

1. Full-Cycle Dispatch. Book, track, invoice, collect—8 % to 12 % of
line-haul. Owner-operators love it because they stay in the seat and
out of paperwork.

2. Back-Office-Only. For fleets that already have a sales arm. We
handle compliance, billing, and collections for a flat fee per load.

3. Emergency Capacity. A shipper’s regular carrier falls through at
4 p.m.; we source a truck by 5 and charge a premium for the rescue.

4. Dedicated Lane Management. Weekly contracts with performance
SLAs and a profit-share kicker when we beat cost targets.



Notice the pattern: every product leverages the same three circles—
Deal Desk, Capacity Grid, Compliance Vault. Different wrappers, same
engine.

Compliance: The Invisible Multiplier

Back in Chapter 10 | showed you how clean safety data lowers insurance
and raises rates. In the command center that same discipline becomes a
sales weapon. When a new shipper asks, “Why should we pay you more?”
| send them a one-page PDF: CSA scores, on-time stats, cargo-claim
history—green across the board. The negotiation usually ends right there.

Revenue Math in Plain English

Two broker-dispatchers. Ten loads each per day. One-hundred-fifty dollars
average margin.

20 loads x $150 x 22 workdays = $66,000 a month.

Annualized, that's $792,000 in gross margin. Subtract payroll, tech, and
rent and you're staring at half a million dollars in profit—on a business that
fits inside a strip-mall office.

Add your own trucks to the grid and you double-dip: carrier margin on the
wheels, broker margin on the phone.

How | Built Mine in 30 Days

Week 1 — Skeleton. | chose a cloud TMS, connected it to my factoring
company, and ported a toll-free number to a VolP system. Cost: $2,500.

Week 2 — Talent. | hired two hungry former carrier reps who knew how to
quote freight and one meticulous admin who loved paperwork more than
people.



Week 3 — Capacity. Ten owner-operators from my network signed carrier
packets in exchange for consistent outbound freight and fuel-card
discounts.

Week 4 — Freight. | cold-called three regional produce shippers, offered
90 days of “white-glove dispatch,” and moved fifty loads by Friday. Margin:
$7,800. Proof of concept complete.

Case Study: Dallas, Texas — $312 k Net in Year One

A former flatbed driver named Marcus came through my coaching program
with nothing but a laptop and a Rolodex of carrier buddies. He re-branded
himself as a dispatch service—not a broker—to dodge the intimidation
factor. By month four he averaged twelve loads a day at $180 margin.
End-of-year books showed $312,000 net profit. Marcus still doesn’t own a
single truck, but he controls more freight than most ten-truck fleets.

His secret? He sold “dispatch” to drivers and “capacity” to shippers. Same
phone call, two revenue streams.

Closing Thoughts

Dispatch is the brokerage you can start tomorrow. It’s the deal desk that
keeps every Triangle—and soon every Octagon—spinning without you
turning a wrench or buying iron. Build the grid, guard the vault, and let the
deal desk ring like a cash register.

Takeaways

1. Dispatch is brokerage in a baseball cap—price it like a profit
center.

2. Three circles—Deal Desk, Capacity Grid, Compliance Vault—

run the whole show.

Break-even is low; scale is limited only by your phone bill.

Clean compliance data sells loads before your competitors hear

the phone ring.

5. Own the command center and you own the marketplace.

B w



In the next chapter we'll bolt this command center to the Driver-Broker
Hybrid model so every mile you roll feeds an empire you can run from a
beachside laptop.

Chapter 13: Exit Strategy — Turning
Freight Into Freedom

“You didn’t build a hustle; you built an asset. Now decide whether to
scale it, sell it, or let it pay you while you sleep.” — Michael Thomas

As the author of this book, and as someone who has personally guided
thousands through the trenches of freight—from cab to command center—I
can tell you this: the goal was never just to stay busy. The goal was
freedom. Real freedom. The kind that lets you choose how and when you
work, and eventually, whether you need to work at all.

This chapter is your blueprint for that freedom. Whether you’re a driver
turned owner-operator, a business-minded investor, or an equity-focused
logistics entrepreneur, this is how we turn all the sweat, structure, and
systems into a finish line that pays.

Because the truth is: exits are not accidents—they are engineered.

1. Know Your Exit Lane

Before you take another call, hire another dispatcher, or expand another
lane—you need to pick your exit lane. Your destination determines your
design.

Exit Lane Best For Core Move Time Horizon



Keep the Command 3-5 years to

Lifestyle Cash Owner-operators & Center, install a GM, owner

Flow investors collect distributions independence
Entrepreneurs Ejscii:]aegsz tQZ” t0 3 12—24 months
Strategic Sale seeking a lump " . post $1M
3PL or private equity
sum payday b EBITDA
uyer
Fleets needing Offer dispatch
Management : services externally, 6-12 months to
) scale without more
Spin-Off assets keep core launch
operations
: Educators, License your MC,
ng{:ﬁfe & consultants, and  SOPs, and TMS to IrBO—GaIrtno;ttrr;:g
yalty brand builders other operators yalty

Author’s Insight: | always tell my students: Decide your exit lane first—
then reverse-engineer your operations to support it.

2. Package Your Numbers Like a Dealmaker

Buyers don’t invest in dreams. They invest in proof. If you want to create a
payday that respects your effort, you need clean, confident documentation.
| call it your Due Diligence Binder—your silent negotiator.

What it includes:

P&Ls — Last 24—36 months, accrual-based, CPA-reviewed.
Lane Analytics — RPM, CPM, on-time %, seasonal insights.
Compliance History — SMS, cargo claims, loss runs.
Customer & Carrier Metrics — Top 10 revenue sources, with
diversification.

. SOP Library — Dated, versioned procedures for every process.

When a buyer asks, "Can this business run without you?" — this binder
does the talking.



3. Build Owner-Independent Operations

No buyer wants to inherit a job—they want to inherit a machine. To
increase valuation, you must prove your absence is survivable.

Five Pillars to Build Independence:

Pillar Function Example Actions
Leadership Removes you Promote GM, appoint
Bench from daily ops  leads from Chapter 12
SOP Makes talent Map workflows, build
Automation  replaceable automation into TMS
Financial Predicts Flash reports, month-end
Rhythm problems early reviews, rolling forecasts
: Scorecards, quarterly
Culture Code !‘OCkS behavior town halls, advancement
into DNA
pathways
Risk Makes Cross-train staff, spare
breakdowns .
Redundancy . capacity, data backups
survivable

Pro Tip: Run a 4-Week Exit Drill:

Week 1: Delegate all rate negotiations
Week 2: Automate invoice cycle
Week 3: Let GM present financials

4. Maximize Your Valuation Multiple

Metric

Owner time <
5 hrs/week

< 3 manual
touches per
load

Variance < 5%
vs. forecast
<15%
turnover
annually

0 outages > 4
hours

Week 4: Disappear for 72 hours. See what breaks. Fix it.

Want a 4x or even 6x multiple on your EBITDA? Here’s how to earn it:

Lock Contracts — Sign multi-year freight deals.

abkhwnN =

Clean Compliance — High SMS scores = higher trust.
Tech Ready — Visibility apps, eBilling, APl-ready TMS.
Succession Plan — Signed commitments from leadership.

Diversify Revenue — Add brokerage, dispatch, managed services.



5. Map Your Wealth: 3, 5, and 10 Year Milestones

Don’t guess your way to wealth. Plot it. This is your personal logistics

retirement strategy.
Year 1 — Proof of Concept

. Break even by month 6
. 7 loads/day average
« SOP library completed

Year 3 — Dividend Engine

« Pull 20% of net profit quarterly
« Reinvest into tech, team, tuck-ins
« Liquidity = 12 months personal reserves

Year 5 — Owner-Light Million Dollar Machine

« GM handles ops
. EBITDA > $1M
« Optional: sell 30% stake for cash + control

Year 10 — Choose Your Freedom

Option What You Do
A — Strategic o
Sell 100% to global 3PL
Sale
B — Royalty + Sell 70%, keep 30% + license
Equity systems
C —Hold & Refinance and roll into
Harvest syndications

6. Case Study — From Cab to Cash-Out

Outcome
$8—-10M cash

$5-6M + $400K/year
passive

$1.5M+/year cash flow

Jasmine started as a driver. By Year 7, she had 15 trucks, a command
center, and $1.2M EBITDA. She sold 80% to a regional 3PL for $5.4M—



and kept 20% equity. Her SOPs ran so smoothly, the company kept paying
her while she vacationed in Costa Rica.

7. Exit in 90 Days — Action Checklist

Day Action Result

1 Choose your exit lane Strategic alignment

15 Draft Due Diligence Binder Investor-ready

30 Plug SOP gaps Operational handoff
45 Engage advisor or lender  Valuation benchmark
60 Lock contracts Revenue protection

90 Begin quiet buyer marketing Deal pipeline launched

8. Final Takeaways — Architecting Your Payday

1. Start With the End.

Print your exit lane and tape it to your wall. Every decision must
lead there.

2. Let Numbers Speak.

Keep a live data room. Charisma gets meetings—clean
numbers close deals.

3. Replace Yourself.

Every hour you work is a deduction from your valuation.
Automate and delegate.

4. De-Risk the Deal.

Lock contracts. Add services. Automate billing. Multiples rise
when risk drops.



5. Freedom is Engineered.

Wealth without a plan is luck. Wealth with a system is legacy.

“The freight game rewards the hustler—but it crowns the architect. Design
your exit while others chase the next load.”

You now hold the full roadmap—from first deal to final exit. Whether you
cash out, step back, or pass it on—this is how you build freedom with 10
wheels and a playbook that prints power.

— Michael Thomas Founder, Freight University



