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Disruptions become daily business

The  g lo bal  ocean -freigh t ind ustry  is at a  pivotal 

inf lection point. After a lmo st a  de cade def ined by 

volatility, dis rup ted  sup ply chain s, and  unp receden ted 

rate surges,  carriers no w face a s tru ctu ral ly different 

m ar ket env ironm en t characterized by  highly volatile 

freight rates , m ou nting  financial  pressure, and  a

rapid shift in exp ectations  f rom  Benef icial  Cargo 

Ow n ers  (BCOs). In respon se,  leading  liner operators 

and  adjacent  logistics bu s inesses are dep loy ing two 

princip al  strateg ies : br oad-based  cost-reduction 

initiatives , includ ing organization al  s tream lining  and 

layoffs , and  an amb itio us w av e of pr odu ct innovation 

aimed  at the deco m mo ditizatio n of oce an  freight.

This w hitepaper focu ses  o n the latter and  its strategic 

impl icatio ns for the industry.

Historica lly,  conta iner liner carriers thrived o n stable 

m ark up s  abov e op erating costs,  with occas ional 

disrup tio ns such  as pan dem ics , geopoli tica l tens ions , 

or  block ages  of crit ica l w aterw ays creating tem porary 

and  substantia l m arg in  uplift. The se  sho ck s w er e once

perceived as anom alies,  bu t today, they repr esen t a new 

basel ine of op erational uncertainty.

SCFI comprehensive container freight rate index in 

USD per TEU

S om e of the largest  carriers s triv ing  to m eet these 

exp ectations  thr oug h op erational excellence face a 

com m ercial  di lemm a: Enh an ced reliability and  prem ium  

service qual ity requ ire signif icant investmen t, but 

s im ply rais ing  b ase  freight rates  ri sk s im med iate  loss of 

com peti tiv eness ,  esp ecial ly as qu otin g and  tendering

pr ocesses  be com e  tightly index ed and  m or e transparent. 

As  a result, the traditional  m od el of em b edd ing  value within 

general ized  rate s tructu res is losing  viability.

Freight rates peaked above USD 5,000 

per TEU in 2022 & remain volatile and 

above pre-crisis levels2

About 32% of all container journeys 

in 2025 arrive more than 10 days late 

compared to their original ETA1

New ocean freight products in the making

The  path  forw ard lies in creating dif ferentiated,  in tegrated 

pr em ium  services that elevate custo me r experien ce 

indep end ent f rom  stand ar d freight-rate m echan ism s.

The se  of ferings a im to un lo ck hig her yield, impro ve 

custo me r retention, and  build res ilience in an in creasingly 

com m od itized m ark et. However, to succeed, carriers 

m u st  def in e clear value po ols, dev elo p coheren t pro duct 

arch itectu res , and  bui ld the techno log ical and  operational  

capabi lities requ ired to deliv er pr em ium  pe rfo rm ance  at 

scale.

This w hitepaper pro vides  a s tructu red  perspectiv e o n these 

em erg ing  pr odu ct categories , outl in es  the strateg ic rationale 

be hind  prem ium ization , and  of fers  a  ro adm ap  for carriers 

seeking  to trans f orm  un certainty  into com petitive advantage

Change in expectations from large shippers

Despite the “new norm al,” extrao rdinary  financial 

retur ns are likely to be com e increasing ly  rare as 

g lo bal  capacity  no rm al izes  and  com petitive pressures  

intensify. At the sam e time, B C Os are de m an din g a 

s tep-chan ge  in service reliability, tran sp arency , and 

con tin ued env ironm en tal  perf or mance, expecting

carriers no t on ly  to transport  con tainers  bu t to provide 

resi lient, m easur ab le,  and  sustainable  value.

1) Calculated based on: Vizion, 2025 Global Ocean Carrier Performance Report 2) UNCTAD, Review of maritime transport 2025
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From commodity business to premium services in ocean freight

Six types of premium services identified
from the market

Six types of premium services identified
from the market

Protecting the 

transport plan 
Schedule reliability & 
loading guarantees

Seeing beyond 
the horizon 
Advanced visibility &

exception management

Safeguarding value 
on the vessel
Cargo protection & 

financial risk mitigation

Navigating to 

sustainability 
Decarbonization of 
ocean freight

Guided by a 

dedicated crew 
24/7 end-to-end 
customer service

1

3

5
Building resilience 

for shipments 
Loyalty programs for 
non-NAC business

2

4

6
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From commodity business to premium services in ocean freight

Selected add-on premium services which enhance customer experience

Selected add-on premium services 
which enhance customer experience

Protecting the transport plan

S ched ule reliability & 

loadin g guar antees
1

Carr ier s are investing in op erational excellence to 

strength en ne two rk pe rfo rm ance  and  impro ve 

sched ule reliability, while layering in prem ium  

services that guaran tee transit t imes and  loading 

certainty. Se rvices for w hich B C Os  pay  an extra  

pr em ium  to redu ce execution risk, e.g., guar anteed 

del iv ery  times or  lo ading .

Market adoption rate

Safeguarding value on the vessel

Car go  pro tection  & 

financial  ri sk  m itigation
3

Se rvices for w hich B C Os  pay  to im prov e protection 

against the financial  con sequ ences of cargo loss, 

dam age,  theft, delay-related exp osu re, or  limited 

stand ar d car rier liability. This inclu des extend ed 

liability pr od ucts  and  cargo value guarantees.

Market adoption rate

Guided by a dedicated crew

24/7  end-to-end 

custo me r serv ice
5

Se rvices that shipp ers  pay  for to receive  specialized, 

person al ized sup por t,  a  ded icated point of contact, 

priori ty  access to transport  cap aci ty , proactive 

exception m anag em ent, and  concierg e-sty le  24/7 

custo me r service.

Market adoption rate

Seeing beyond the horizon

Ad vanced  visibi lity & 

exception m an agem ent
2

Se rvices fo r w hich B C Os pay  fo r en hanced end -

to-end  shipm en t tran sp arency , such  as real -tim e 

tracking , (IoT-based) conta iner vis ibili ty, tem perature  

and  hu midity m onitoring , a lerts,  analytics , API-b ased  

m onitoring , and  detectio n of em erg ing  exceptions . 

This inclu des bo th dr y carg o and  reefer conditio n 

m onitoring .

Market adoption rate

Navigating to sustainability

Decarb onization of 

oce an  freight
4

Se rvices for w hich B C Os pay  to redu ce the carbon  

fo otprin t of their shipm ents , typically throu gh  

low er carb on  fuel p rogr am s and  certified em ission s 

redu ctio n statem ents . The  com m ercial  logic is

“pay extra  for lower S cope  3 em iss ion s and  ESG  

documentation ”.

Market adoption rate

Building resilience for shipments

Loy al ty p rogr am s for 

n on-NAC  bu siness
6

Loy alty p rogr am s rew ard  cu sto m ers  for susta in ed 

vo lum e, long-term com m itmen t, and  strategic 

partn ership  thr oug h ben ef i ts  such  as priori ty  access 

and  com m ercial  adv an tages.  This a llow s ship pers

to receive  preferential  treatm ent  if they pro ve to be 

loyal custom ers.

Market adoption rate
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1 Protecting the transport plan
Schedule reliability  loading guarantees

1 Protecting the transport plan
Schedule reliability & loading guarantees

Premium service at a glance

S ched ule reliability and  loadin g guarantees  are 

pr em ium  services that elim inate the tw o m o st  costly 

un certa inties  in oce an  freight 1) w hether  the bo oked  

cargo will be  loaded  as schedu led , and  2) w hether  it 

wil l arrive on-tim e. R ather  than rely in g o n best-effort 

com m itm ents  that leave shipp ers absorb ing the cost 

of rol led bo ok in gs , late dep artu res , and  unp red ictab le 

arriva ls , the service pro vides  contractually  com mitted  

on-time pe rfo rm ance  targ ets , ded icated cap aci ty  

allocation appro priated f rom  spot  m ar ket dem and, 

and  priori ty  loadin g sequ en ces that protect dep arture

w in dow s. Increasingly,  these guarantees  extend  bey ond  

the vessel , con necting  seamlessly with inland  transport, 

custo ms,  and  last-mi le del iv ery  to pro vide a single, 

accoun tab le  com m itm ent  acro ss  the full door-to-door 

journey. Fo r B C Os  w ho  ne ed to plan back w ards  fro m

a con fi rm ed arrival, a ligning  pro duction, warehous ing, 

and  custo me r com m itmen ts, this service pro vides  the 

on e thing the s tand ar d m ar ket do es  not: a  sch edule 

they can rely o n and  are increasing ly  willing to pay  a 

pr em ium  to secure.

Service mechanics

Abo ve-m ar ket sched ule reliability: Co mm itted  

pe rfo rm ance  targets , a  contractua lly def ined thresh old  

that the car rier is obl igated to m eet. Del iv ering  o n that 

com m itmen t, however, requ ires a  ne two rk de sig n and 

level of op erational excellence built to sup po rt  it.

Priority  capacity  and  loadin g guar antees: Dedicated 

capacity  a llocation to pr em ium  service su bscribers,  

guaran tying  priori ty  loadin g sequ en ces to m inimize  

po rt delays.

Exten de d free time: Exten de d free time, of fered  as 

part  of pr em ium  service packages,  pro vides  an agreed , 

longer grace  perio d built into the contract f rom  the 

outset.

Customer value & willingness to pay

R edu ced inven to ry & w ork in g cap ital  costs:  Predictable 

arriv als  allow B C Os to op erate leaner inven to ry m odels,  

less  bu ffer s to ck, lower w ar eho use costs,  and  wo rking 

cap ital  that is n o longer tied u p absorb ing  sch edule 

uncertainty.

Better sup ply chain planning : A con fi rm ed arriva l date 

m ean s pro du ctio n run s,  w ar eho use labor, and  trucking  

s lots  can all be  a ligned , elim in atin g the contingency 

bu ffers that add  cost.

Low er  de m urr age  & detentio n exp osu re: When  arrival 

is kn ow n,  transport  can be  pre-po si tio ned and  port 

app ointm en ts pre -bo ok ed. Free time gets u se d as 

inten ded, no t co nsu m ed  by  uncertainty.

Sim pler op erations : Large B C Os  deliberately spread 

vo lum e acro ss  m ultiple car riers , bu t within each 

relationship, the d em an d for simplici ty  is g row in g fewer 

han dof fs and  less  com p lexi ty at ev ery step.

How to monetize the service

Tiered  service levels: A tiered s tructure  b ased  on  factors 

such  as conta iner type, po rt,  or  free tim e duration 

allow s carriers to serv e a spec trum  of shipper  needs , 

without can nibalizing  s tand ar d vo lum e. Each tier should 

repr esen t a m eaningfu lly  dif ferent value proposition, 

no t s im ply a  price point.

Pr em ium  add-on : Of fering s tan dalon e add -on s at 

bo ok ing  low ers the entry  barrier and  ex pan ds  the 

add ressable  m ark et. Ano ther op tion  is post-boo king 

up grades  or  ev en do w ngrad es w here  shipp ers  are paid 

to wait for the ne xt vessel , helping ba lan ce sup ply and 

d em an d in a  rev enu e-m anag em ent approach.

Indicative price range b ased  o n m ar ket in formation: 

US D 150-1000/co ntain er  de pend ing  o n conta iner type, 

season , and  trad e lane

Operational & risk considerations

Alliance de pen den cy and  execution control: Since 

all iance ne two rks  can influence loadin g decisions, 

guarantees  are credib le  on ly  w hen  carriers hav e 

suf ficient control, partn er a lign m en t, and  def ined 

recov ery options.

H igh  investmen ts: Del iv ering  o n the pr om ise  requires 

del iberate investmen t acro ss  variou s do m ains such  as 

vessel  and  po rt op erations , and  technology.

Risk of repu tational dam age: Under perform ance 

d am ages  credibi li ty be yon d refun ds.

1) Calculated based on: Vizion, 2025 Global Ocean Carrier Performance Report

Only 27.5% of all shipments arriving 

on or before the exact date of first-

ETA promise1
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2 Seeing beyond the horizon
Advanced visibility & exception management

Customer value & willingness to pay

Planning  reliability & pro active operation s 

S up po rt conf ident plannin g for warehous ing,

labor, truck disp atching , and  del iv ery  coordination. 

R edu ce last-m inu te  pr em ium  bo ok ings and  impro ve 

transsh ip m ent/in land  plannin g efficiency.

Operatio nal efficiency

R edu ces m anu al follow -up s and  pro cess ing  wo rk load, 

freeing sup ply chain team s to focus  o n priorities.

S upp ly cha in resilience

Enables faster  resp on se  to delay s, m issed  handov ers, 

and  inland  disr uptions , pro tecting service levels and 

redu cing avoidable do w nstream  costs .

Typical wi l lingness to pay  drivers

• H igh  service-critica l,  t im e-sen si tive  sup ply chains

• H igh-va lue car go

• R eduction  in dw ell-related costs

How to monetize the service

Su bscription  m od els

Fo r API integration and  larger vo lu mes , cu sto m ers  can 

s ign qu arterly or  ann ual subscription  agreem en ts with 

def ined vo lum e band s.

B ook ing  add-on s

C an be  of fered  as a va lue-added  serv ice, charged per 

conta iner while bo ok ed at shipm en t level.

Fu ture m on etization  paths

In the longer term, visibi lity can be com e a data  

m on etization  layer for adjacent  services such  as trade 

finance, param etric insu ran ce, dy nam ic pricing , su pplier 

financin g,  and  m ar ket intelligence.

Indicative price range b ased  o n m ar ket inform atio n

~US D  10-30/container, with v olum e-based discounts.

Operational & risk considerations

Cu stom er  exp ectations  & contractua l exp osu re  

Cri tical to m anage exp ectations  and  liability in serv ices 

with third-party de pend encies  and  com p lex data  

pipel ines.

Inpu t data  ava ilabil ity and  quality

Exceptio n qual ity de pen ds  o n reliable IoT, tracking , 

geo fence, and  ETA data  acro ss  the pipeline.

Dis interm ediation  risk

Pure -play visibi lity platfo rm s can capture the cu stom er 

interface  un less  carriers out-innov ate, partn er, or 

acquire.

1) Federal Maritime Commission, Detention & Demurrage
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Premium service at a glance

Ad vanced  visibi lity & exception m anag em en t is a 

pr em ium  service closing the transparen cy  gap in the 

f ragm en ted logistics lan dscap e, trans fo rm in g the 

un der stand ing  of shipm en t pr ogress.  While Track & 

Trace (T&T) relies o n ev ents that occu r day s or  week s 

apart, new er services use  AI to fill gaps  and  deliver 

con tin uou s visibi lity. We see three com plem entary  

capabilities:

1. T&T: Traditional ev ents (port arriva ls ,  hando vers ) as 

anch or s for reliable, verified data

2. AI be tween  events : Analyze m ov em ent, ship m en t 

data, weather, etc. to un de rstand  s tatus , predict 

delay s, and  identify em erg ing  exceptions

3. Co ntinu ou s m onitoring : Real-tim e data  to validate 

pred ictions  and  pro vide gran ular visibi lity during  

critica l p hases  (inland tran sp ort) resu ltin g in 

dy nam ic ETAs and  m or e reliable plannin g sign als

Service mechanics

Del iv er end -to-end  visibi lity – f rom  pick up to ocean 

transit and  final del ivery. AI-po wered  dy nam ic ETAs are 

up dated  thro ughou t the journey, pro viding in creasingly 

accu rate  estim ates.

IoT-enabled data  fo undation : Bui lt o n conta iners  

that tran sm it G PS -b ased  location global ly. Inland 

u se s cellular ne two rks  (e.g., LTE), while oce an  leg 

con tainers  conn ect via satel lite or  vessel  netwo rks.

D ata  is agg reg ated f rom  m ultiple sou rces and  custom er 

sy ste m s create a m or e uni fied data fo undation.

Intell igent API & w eb interf ace: Avai lable via two 

channels: A dig ital custo me r w eb interface, or  API (e.g., 

to TM S). APIs are event-driven, pu shing  up dates  wh en 

ne w data be com es  avai lable, redu cing polling and 

ensurin g latest shipm en t status.

AI-po wered  exception m anagem ent:  Con tinuo usly 

m on itors  pr ogress  & detects  em erg ing exceptions 

(delays, dwell, m issed  hand ov ers,  cong estion, 

eq uipm en t i ssues) - pro viding early w ar nings and 

guidance  o n re com m e nd ed ne xt actio ns.

Nine major carriers have collected 

about USD 15.4 billion in Detention & 

Demurrage charges from April 2020 

to March 20251
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Cargo protection  financial risk mitigation

3 Safeguarding value on the vessel
Cargo protection & financial risk mitigation

Premium service at a glance

Car go  pro tection & financial  risk m itigation is  a  value-

added , exte nd ed cargo liability / cargo value guarantee 

that s its o n top of the s tand ar d bill of lad ing  liability  

and  pro vides  predef ined  com p ensation for phy sica l 

loss or  dam age, and  ( depend ing  o n pr odu ct terms) 

general  average and  salvage contributio ns, with a 

simpli fied, carrier-integrated claim s experience. It is not 

an insurance  pr odu ct and  do es  no t replace  or  replicate 

insurance  coverage. It is an additional op tion  to the 

contract of car riage  / book ing .

• C usto m ers  op tim iz ing intern al claim s hand lin g effort

• C usto m ers  value f as ter  cash reco very

Service mechanics

Clear ly  def ined cov ered ev ents vs. exclu sions

Phy sica l loss/dam age  du ring car rier  custo dy, b ased  o n a 

def ined li st of “dam ag e events”. Speci fic exceptions are 

listed that are no t cov ered by  the service.

Co m pe nsation  logic

Co m pen sation  determ ined aga inst com m ercial  invoice 

value + freight, and  additional ex pen ses  (e.g., storage, 

disp osal ) capp ed (e.g., u p to US D 10,000) and  a lw ays  

within the overall  pr odu ct limit.

H igh er com p ensation  limits via pack ag es/tiers  

Pred efined  pe r conta iner limits de pen d o n pro duct 

des ign.  G oo d s in on e conta iner treated as on e unit and 

m ax im u m com p ensation appl ies  pe r container.

Tran sp arent  pricing  & digi tal pu rch ase  journey 

Protection fees  and  op tio ns can be  review ed  and 

pu rch ase d digi tally du ring qu otation/bo oking  or  at 

variou s s tages  of the transport  journey.

Customer value & willingness to pay

Predictabi li ty and  red uced financial  exp osu re 

Pred efined  com p ensation limits and  exte nd ed liability 

pro vide a clearer exp ected ou tcom e  in case of an 

incident, creating financial  predictability.

Adm in is trativ e sav in gs

Carrier-integrated pr ocesses  redu ce paperw or k 

be cause shipm en t info rm ation is a lready avai lable and 

fewer do cu m ents  m ay be  needed.

Fast com pensation

Quick  settlem en t on ce all ne cessary  do cu m ents  are 

receiv ed.

Typical wi l ling ness to pay  drivers

• H igh-va lue goo ds  / high inciden t sens itivi ty

How to monetize the service

Tiered  packaging

Pred efined  com p ensation  cap s pe r container 

(and potentia lly distinct s tructu res  for dry, reefer/

tem peratu re-contro lled,  and  specia l equ ipm ent)  with 

up fron t, transparent  pricing.

Mo netizatio n can be  executed  throu gh

• Digitally attac hed at qu ote/b ook ing  (m axim izes  

con vers ion thr oug h simplici ty  and  transparency)

• Co ntract em b edd ing for strateg ic acco unts  

( standardized  adoption , im prov ed retention)

Indicative price range b ased  o n m ar ket inform atio n

• Fixed  fee range: rou gh ly US D 28–235/container 

de pend ing  o n cov erage tier

• Mid-tier be nchm ark : aro un d US D 28–59/container 

for US D 15k–30k  coverage

Operational & risk considerations

P& L / ba lance -sheet exp osu re

H igh er cap s increase sev erity pe r incident, while 

m ulti-conta iner ev ents create agg reg ation  exp osu re 

(managed pe r conta iner m ax im u m com pen sation). 

Cla im s leak ag e & execution risk

Pr em ium  pr om ise  impl ies op erational Se rvice Level 

Agreem ent,  i.e. risk of cost ov erru ns  and  reputatio nal  

im pact if claim s hand lin g is s low  or  inco nsistent

Legal  interaction  with contract of carriage

It is im portant  to avoid an un in tended  exp ans ion  of 

bas ic liability, as this is no t insu ran ce, the com pensation  

is valid u p to the m ax im u m lim it. Potential applicability 

of EU Insurance  Dis tribu tion  Directive  (IDD) in certa in 

jurisdictions  requ ires car eful  s tructuring  and  strict 

distributio n controls.

1) World Shipping Council, Containers Lost at Sea 2025 Report 2) All ianz, Global claims trends to watch in marine insurance, 2022

576 containers were lost at sea in 

20241. 244k insurance claims between 

2017–2021, worth ~ €9.2 billion in value2
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4 Navigating to sustainability
Decarbonization of ocean freight

Customer value & willingness to pay

Regulation -driven  econ om ics

In Europ e, the value pro pos ition  is increasing ly  shaped  

by  regulatory  cost esca lation . Fu elEU and  the EU ETS 

im po se grow in g financial pen alties o n conventional 

fuels  ov er time.

S cope  3 repo rting & custo me r credibility

C usto m ers  benef it  f rom  verifiable CO 2e redu ctio ns  tied 

to their shipm ents , sup po rted  by  form al  s tatem ents 

and  indep end ent verification,  im prov ing auditabi li ty for 

carb on  in ven tories .

Co m m ercial  differentiation

Fo r cu sto m ers  un de r pr essur e f rom  end -con su me rs 

and  do w nstream  value chain partner s,  su sta inable 

transport  enables  im med iate decarbo nization  actio n 

without  waiting for a full fleet transition.

How to monetize the service

Pricing principle

C usto m ers  are charged  the increm ental cost of 

low -G HG  fuel v ersus conv en tion al fuel, with CO2e 

sav ings tran sp arently  p assed  o n thr ough  do cum ented  

allocation and  reti rem en t.

Pack ag ing  & com m ercial  options

Tiered  redu ctio n levels and  contractua l f ram ew ork s 

enable  repeat pu rch ase s and  bu dget -driven  decis ions . 

Ind exation  and  risk-adjusted  of ferings

Pricing  can be  fixed or  floating to reflect fuel m ark et 

volatility and  enable  ri sk-sh aring ; lane- or  trade-specif ic 

m od els  sim pl ify purchasing .

Indicative price range b ased  o n m ar ket inform atio n 

D ry  conta iner US D 5-300/TEU  and  reefer US D 10-550/

TEU de pend ing  o n lan e and  CO 2e redu ctio n level.

Operational & risk considerations

Carrier m u st  m anage  three practica l risk areas:

1. Fuel access and  avai labili ty, as d em an d for 

low-carbon  fuels  ri ses  am id  con stra ined (including 

additionali ty con cern s aro un d biofuels and  NG O 

scru tin y of certifications).

2. Price and  carbo n-cost  volatility, driven  by 

fuel m arkets  and  Fu elEU Maritime/EU ETS

m isalign men t, requ iring disciplined contractin g and 

hed ging/ in dexation  .

3. Assurance -grade traceabi lity,  as boo k-and-cla im 

m od els de pen d o n ro bust  a llocation logic and 

audit-ready docum entation.

1) UNCTAD, Review of maritime transport 2025
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Premium service at a glance

Su sta inable transpo rt  is a  pr em ium  service that enables  

cu sto m ers  to ach iev e m easur ab le,  verifiable reductio ns 

of G reen ho use G as (GHG) em iss ion s associated with 

oce an  freight. The  service typically rel ies o n low G HG  

fuels  (e.g., certified 2nd -generatio n biofuels) and  an 

a llocation m ech anism that trans fers  the resu ltin g C O₂ e  

sav ings  to specific custo me r shipm en ts at scale. In the 

Eur opean  context, it directly add resses  accelerating 

regulatory  and  econ om ic pr essur e f rom  FuelEU 

Maritime  and  the EU ETS,  w hich increasing ly  penal ize 

conv en tion al  fuels.

Service mechanics

Em iss ion s b ou nd ary  and  m etrics

Se rvice pe rfo rm ance  is co m m on ly  qu anti fied  o n a well-

to-wake  (WTW) basis , a ligning  with Fu elEU Maritime’s 

WTW  G HG-intens i ty logic.

Insettin g via bo ok-and-claim  or  m ass-balance 

Su sta inable transport  is typical ly  de sig ned as carbon  

insetting: Lo w-G H G fuels  are phy sical ly  con sum ed 

within the operator’s netw ork , and  the resulting 

em iss ion s redu ctio ns  are track ed and  a llocated to 

custo me r shipm en ts thr ough  a bo ok-and-claim / m ass-

balan ce approach.

Pro du ct m odulari ty

C usto m ers  can usually  select f rom  def ined reductio n 

tiers u p to 100%  WTW  redu ctio n to m atch bu dgets  and 

decarbo nization  targets , with op tio ns to pu rch ase  per 

shipm ent,  via contracts,  or  via f rame wo rk agreem ents . 

Proof, do cum entatio n,  & assurance

A core pr em ium  elemen t is audit-ready do cu m en tation 

(e.g., certificates) and  the gov ernance that prevents  

do uble  counting . Se rvices are co m m on ly  supp orted

by  fuel su sta inabi li ty certification  (e.g., ISC C) and 

third-party assu ran ce f ram ew ork s  (e.g., ISAE-based  

engagem ents) , s trengthening  credibi li ty for reporting 

and  su sta inabi li ty cla im s.

> 50% of new-order ship tonnage 

is now represented by alternative 

fuel vessels
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5 Guided by a dedicated crew
24/7 end-to-end customer service

Service mechanics

Ded icated ser vice -oriented and  trained  staff

Nam e d exp erts  or  team to en su re continuity in carg o 

m onitoring , kn ow ledge of the custom er’s  s tak es and 

pro active and  qu ick resolu tio n cycles thr oug h  cho sen  

com m un ication  channels .

Enh an ced  transparen cy & proactivity

Near-real -tim e transparen cy thr ou gh  early w ar nings of 

dis rup tio ns and  pro active suggestio ns  for alternative 

solu tio ns such  as rerou ting  or  transsh ip m ent - all at the 

f requ ency  req uested and  by  thresho ld s def ined by  the 

custom er.

Cu stom ized  analy tics and  s im p le  accessibil ity 

Cu stom ized  repo rting , pe rfo rm ance  KPIs , and  f orm ats  

b ased  o n the clients’ specific ne eds  o n de m an d.  To 

pro vide these ser vices , a  ve ry tight integration of 

com m ercial  and  op eration sy ste m s is requ ired to 

del iver consistently.

How to monetize the service

Co ntract-based custo me r serv ice

This typ e of service is typically m on etized throu gh  

com m ercial  g lo bal  con tracts  or  pe r conta iner charg ing , 

agr eed via sales  team s  and  em b ed ded  into bro ader 

custo me r arran gem ents.

S ubscrip tio n-based service m odel

A ded icated -ser vice  fee could cover a  def ined ship m en t 

vo lum e, service sco pe, or  resp on se  m od el for a  specific 

custo me r and  pro vide access to tai lo red sup po rt  for the 

custom er’s  conta iner flows.

Operational & risk considerations

G ov ernanc e and  priori tization  discipline

The  car rier m u st  be  able to prioritize  be tween  prem ium  

and  s tand ar d cargo acro ss  involved 3rd  parties such  as 

terminal op erato rs or  feed er ne two rks  without  creating 

u nm an age d esca lation loo ps or  service pro mise 

disrup tio ns that erod e m arg in.

Execution  capabi lity acro ss  dis rup ted  netw orks

The  service on ly  creates value if the car rier  can translate 

pr em ium  sup po rt  into real op erational resp onsiveness. 

That requ ires de ep kn ow ledge of trad e lanes, asset 

control, rou ting  options , and  op erational bottlen eck s 

acro ss  the logistics chain.

Premium service at a glance

24/7  end -to-end  custo me r service refers  to a  prem iu m, 

highly person al ized sup po rt of fering ded icated to 

strateg ic client, or  for high-va lue car go.  It prov id es

a single point of contact, priori ty  access to capaci ty , 

pro active i ssue  reso lution,  and  tai lo red sup po rt  o n a 

24/7 bas is with a Se rvice Level  Agreem en t (SLA) o n the 

time to answer.

The  value lies in redu cing op erational uncertainty, 

solv ing exceptions  proactively,  and  easing  decis ion-

m aking  for custo me rs.  Currently,  this is primarily 

han dled by  service centers, bu t w e exp ect that in the 

future it will be  m anaged  by  an Agen tic AI sy ste m that is 

integrated with the prov id er’s  relev ant  IT system s.

Customer service quality received 

just an average score of 2.98 out 

of 5, based on more than 400

shipper responses1

1) Drewry, Satisfaction survey in container transport: availabili ty of cargo space now number one customer requirement, 2020

Customer value & willingness to pay

Tran sp ort ri sk  m itigation
R edu ce delay and  sup ply cha in disrup tion,  limit costly 

op erational im pacts ,  and  avoid us ing costly em ergency 

a lternatives (e.g. Air freight).

Stabil ized flow of m aterials

Better sched ule reliability thr ough  f as ter  i ssue 

resolu tio n enables  the custo me r to better plan its 

pro du ctio n cycles and  optimize its inventory.

Increased tran sp arency

Stream lined com m un ication,  regular m onitoring , better 

decis io n-m ak ing data  thr ough  on e interface  redu ces  

coor din ation  effort and  pressure.

Typical wi l lingness to pay  drivers

Wil lingness  to pay  is hig hest for cu sto m ers  with time-

sen si tive  car go,  hig h exception exp osu re, or  in ternal  

coor din ation cost, such  as productio n-critica l car go,  or 

accou nts  facing pen alties  f rom  del iv ery  failure.
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Customer value & willingness to pay

Financia l benefi ts

Direct costs  sav ings thr ough  discoun ts incite the 

custo me r to ch ose to invest in its relatio nship with a 

m ar itim e carrier.

Operatio nal reliability

R each in g certain tiers in the loyal ty pr og ram  g ran ts  

access to free ben ef i ts  that en hance  the custom er 

experience. The  pr ogram  be com es  m ateria l ly  m ore 

attractive w hen  rew ards  are tied to real operational  

ben ef i ts  instead  of po in ts alone.

Recogn itio n

The  s tatu s gran ted to the shipper  thr ough the tiering 

structure  reinfo rces its relatio nship with the carrier.

How to monetize the service

Mo netizatio n thr ough  beh av ior change  

Mo netizatio n is m ostly  indirect as the goal  is to 

enco urage co nsu m ers  to invest in a  relatio nship with 

a  provider, consol idating  the transport  of their cargo.

A loyal ty pr ogram  sho uld im prov e eco nom ics  by 

increas ing retention, bo ok ing  f req uency , share of wallet, 

and  digi tal -channel ad option.

Shift f rom  discoun ts to s tructu red value

A w el l-des igned  pr ogram  sho uld no t be com e  a pure 

rebate eng ine.  Instead, it sho uld com b ine a control led 

rew ard  layer  with op erational privi leges and  tier-based 

dif ferentiation, increas ing perceived value while 

pro tecting yield.

Operational & risk considerations

Internal va lue attributio n logic

Def in in g traceable exch an ge rates  be tween  tier-related 

g lo bal  rew ards  and  local fi le profitabi lity amb itio ns to 

secure  pr og ram  bu y-in of P& L ow ners .

Risk of m arg in  leakage

The  pr ogram  m ay be com e  a costly rew ards  schem e 

without  chan gin g custo me r behavior, leading  to yield 

dilution instead  of real loyalty.

Risk of w eak  op erationa l delivery

If a  pr ogram  pr om ises preferential  treatm ent  but 

intern al  pr ocesses  d o no t allow for di fferentiated 

handl ing , custo me r trust will quickly erode.

Legal  limitations

S om e coun tries  m ay be  exclud ed for legal reasons . 

R eward s canno t be  trans ferred  be tween  legal entities, 

ev en within the sam e com pan y.

1) Deloitte, Reshaping loyalty programs in an era of value seeking, 2026
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Premium service at a glance

Despite  inv estm ents  in digi tal ser vices , m ost 

relationships  be tween  carriers and  custom ers 

rem ain  tran sactio nal .  Loy alty p rogr am s are pow erful

accelerato rs of digi tal sales  for an ind ustry historically 

driven  by  relationship-based , offline chann els .  They  

com p lem ent rath er than replace  traditional  custom er 

segmen tatio n (e.g. strateg ic accou nts) , w hich continues 

to guide com m ercial  s teering  a lo ngside  behavior-based 

rew ard s.  They  offer a  w ay  to:

• S ecure  and  grow  share of wallet, by  encouraging  

cu sto m ers  to consol idate  vo lu mes

• Stabi lize relatio nships , by  increas ing perceived 

switchin g costs

• Activate ne w rev enue po ols, thr ough  cross-sel ling 

of higher-m arg in or sustainable transport

• Create a data  asset, enabl in g m or e precise 

segmen tatio n and  decis ion-m ak ing

• Despite the m any  poss ibil it ies, oce an  carriers hav e 

no t yet widely ado pted  this service.

Service mechanics

Digital  enrollm en t

The  pr ogram  is accessed via carrier’s dig ital custom er 

platfo rm and  linked to online bo ok ing channels .

B ook ing -based earning  logic

C usto m ers  earn rew ards o n qual ified, pa id boo kings , 

linking loyal ty directly to real shipm en t activity.

R edem p tio n m echanism

R eward s can be  red eem ed  o n future bo ok in gs , creating 

a  clear incentive for repeat bu s iness  within the sam e 

car rier  ecosystem .

Tiered  s tatu s m odel

H igh er bo ok ing f requ ency  and  vo lum e un lo ck high er 

statu s  levels and  m or e exclu sive benefits.

Operatio nal & portfolio-l ink ed benefi ts
B enefi ts  can inclu de priori ty  treatm ent  and  access to 

additional related pr em ium  services .

~80% of customers report greater 

operational value from the loyalty 

program1
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G uarantees  are sold in a  ne two rk with 

structurally volatile performance, in wh ich 

first-ETA deviations , sev ere delay s, and  lane-

specific con gestion can quickly undermine 

premium promises.

De velop m ent of a  tailored network design 

in col laboration  with reliable partn ers . Clear 

S LA  tolerances,  vo lum e cap s o n risk y trades, 

and  pred efine d backu p-rou tin g playb ook s,  so  

that guarantees are only offered w hen  they 

are operationally defendable.

IoT sca l in g is held  back  by  secu rity  concerns, 

cost, lacking infrastructure and  limited 

sm art conta iner penetration.  The  potential 

be hind  the data  and  the sub sequ ent  possible 

monetization strategies are no t a lw ays  

imm ediately  apparen t.

Device coverage is br oad  en ou gh  to 

g enerate reliable data, data is em bed ded  

into custo me r and  car rier wo rkflow s 

thr oug h APIs and  predictive  logic, and  the 

op erating set-up is ro bust  en ou gh  to ensure 

interoperabi lity, KPI -driv en perfo rmance, 

and  trust.

B alancing custom er-f riend ly  com pensation  

and  hand lin g fast claim s with tight 

exposure control, as br oader  pro tection can 

quickly create loss leakage, f raud risk, and 

operational complexity.

Strict eligibility and exclusions, sim ple 

tiered pro tection m od ules,  digi tal attach  

in bo ok in g,  and  a standardized claims

workflow that k eeps the pr odu ct easy to buy 

bu t control led  in execution.

Uncerta in ty regar ding the supply of 

low-GHG fuels and costs, potential low 

wi l lingness to pay  of custo me rs, increased  

tech nica l and  operational complexity due 

to fuel m ix, credibi li ty risk du e to lack of 

traceabi lity and  security.

Secured fuel supply, a ro bust  Measurem ent, 

R eporting  & Verif ication (MR V) and 

certification  set-up, clear pr odu ct tiers , and 

transparent  pricing  linked to compliant 

emissions reductions, so the serv ice 

be com es  sca lab le and  trusted.

Se rvice be com es  exp ens iv e and  inco nsistent 

if it is no t tightly linked to exception 

handling, clear ow nership, and  operational  

esca lation capabi lit ies.  In volati le netwo rks, 

service team s can oth erwise be com e  reactive 

bo ttlen ecks  instead  of value creators.

Exceptio n-led service m odel , def ined SLAs , 

ded icated tooling and  dashb oards , and 

play boo ks  that connect customer service 

directly to operational intervention, 

m aking  the service faster, m or e structured, 

and  genuinely differentiated.

Avoid dev elo pin g a discount-only model that 

erodes margins without  chan gin g custom er 

behavior, esp ecial ly in n on -NAC bus in ess ,

in w hich loyal ty is of ten w eak  and  bo oking  

patterns  are fragm ented.

An  adv anced  CR M  system , co m m o n KPIs,  

uni fied pricing  rules, and  a bu nd le  strategy, 

so that the services reinforce each other 

commercially and operationally instead of 

com p etin g for attention internally.

1 | Protecting the 

transport plan

2 | Seeing beyond 

the horizon

3 | Safeguarding 

value on the vessel

4 | Navigating to 

sustainability

5 | Guided by a 

dedicated crew

6 | Building resilience 

for shipments

Considering individual challenges for each product of the premium portfolio

Considering individual challenges for 
each product of the premium portfolio

Empiric challenges and key success factors

Challenges Key success factors
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Aligning distinct service mechanisms into an aggregated product roadmap

Aligning distinct service mechanisms into 
an aggregated product roadmap

Market & 

customer analysis

Business case & 

monetization strategy

Go-to-Market 

(GTM) & scaling

Premium 

Service Ocean 

CarrierAggregated 

agenda

Link in g prem ium  

serv ices

1 | Protecting the 

transport plan

2 | Seeing beyond 

the horizon

3 | Safeguarding 

value on the 

vessel

4 | Navigating to 

sustainability

5 | Guided by a 

dedicated crew

6 | Building resilience 

for shipments

Build one  GTM backbone with 

share d syst ems, P re mi um  Ops 

& sale s governance
De fine c ommon pr icing 

logic, bundl e structures,  

and a cros s-service cost 

mode

As se ss shared  

value poo ls, attac h 

opportuniti es, and

capability  gaps across 

the pre mi um service 

portfolio
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From client administration to strategic 
sales of complex product portfolios

Common pitfalls and mitigation measures

Transformation from selling VAS to main freight to a global strategic sales 

business development organization

A po rtfol io of pr em ium  services break wh en 

execution relies o n m anu al w ork aro un ds  and 

siloed data.  Carr ier s ne ed integrated data  

feeds, KP I dash bo ar ds  (e.g., o n sev ere delays), 

and  predictive  analy tics to triage exceptions , 

plus  secure  sca lab le  architectures  and  staff  

training to op erate the services consistently.

In volatile m ark ets,  large B C Os  m anage 

carriers as a po rtfol io and  real locate vo lu mes  

pred efine d triggers.  Pr em ium  m onetization 

therefore requ ires a  sales  m od el that co-

de signs  trad e lan e strateg ies , com m its  to 

m easu rable  S LAs ,  and  ties pr em ium  pro du cts  

to the cu stom er’s  bu siness , no t just to sh ort-

term cam paign execution.

Create value pools

Pr em ium  selling fai ls w hen  carriers can’t see 

w here value is created  and  w here it leaks.

Trace m arg ins  acro ss  rates  and  surcharges   

to assess potential . Use lane- and  custom er-

level pe rfo rm ance  and  disr uption risk to 

qu anti fy  the cost of volatility and  link it to, 

up sel l triggers  o n file / shipm en t / custo me r / 

trad e lan e level.

Building advanced capabilities

Coherent product architecture

A scattered  set  of Value -Add ed  Se rvices (VAS) 

creates  confus io n, low attach  rates, and 

incons istent  del ivery. Bu ild a smal l nu m ber 

of m od ular “produ ct  fam ilies” with clear tiers, 

prerequisi tes,  govern ance,  and  service level 

defini tions, so cu sto m ers  can bu y ou tco mes  

(e.g. reliability) rath er than isolated features.

Form a strategic sales organization

S
c
o

p
e

 o
f c

u
sto

m
e

r clu
s

te
rs

 re
g

io
n

s
 in

v
o

lv
e

d Selling VAS to main freight

Scope of promoted value add, integrated premium services

Global NVOs

Global BCOs 

St rategic Cli ents

FAK

CCO Set-up

Global St rategic Sale s Busi ne ss 

Developme nt Organi zat ion

CO2 Certificates

Cargo Prot ecti on Plan 

Real-time Location
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Bringing together global transport market expertise in our Center of Excellence

Bringing together global transport market 
expertise in our Center of Excellence

Global COE for transportation logistics

Deloitte’s G lo bal Cen ter of Excel len ce  transportation  logistics practice br in gs together  ov er 1,000 dedicated 

specia l is ts op erating acro ss  ev ery m ajo r transport  and  logistics h ub  wo rldw id e. Ou r  track  recor d includes  

com p lex,  end -to-end  strateg ic transfo rm ation s for so m e of the wo rld' s largest  car riers , po rt op erators , and  freight 

forw ard ers , spann in g ne two rk redes ign,  digi tal tran sform ation , cost optimizatio n, and  decarb onization.

In an ind ustry  def ined by  tight m ar gins , geopoli tica l com plexi ty, and  rapid tech nological  chang e, Deloitte br in gs the 

g lo bal  reach and  sector de pth to m ov e f rom  insigh t to im pact reliably.

Dr iv in g end-to-end 

efficiency thr ough  m od ern 

IT arch itectu res , ER P and 

m ain fr am e  m odernizatio n,

AI use  cases , and  pro cess  

stand ardization,  au tom ation, 

and  pr ocess m ining acro ss  the 

value chain

Enh an cin g custom er 

exp erien ce and  com mercial  

pe rfo rm ance  thr ough  CRM  

and  digi tal engagement,  

while op tim iz ing sup ply chain 

netw ork s,  w areh ouses , ports ,

and  op eration s us ing data  and 

automatio n

S upp ortin g the full MA 

lifecycle as  well as  estab lishing 

future-ready finance, tax,

and  control  m od els , in cluding  

du e diligence, post-m erger 

integration, g lo bal  tax 

com pl iance, and  accounting 

optimization

Ensuring  regu lato ry, ESG ,  and 

su sta inabi li ty com pliance 

a lo ngside  organization al  and 

w ork fo rce trans form ation , 

covering ES G reporting , 

govern ance,  H R sys tem s, and 

chan ge  enablem ent

Digital and 

operational 

transformation

Financial 

governance 

and transaction 

support

Customer, 

commercial, and 

supply chain 

excellence

Sustainability, 

compliance, and 

organization
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Your contacts

Your contacts

Tobias Koppe 

Partner 

Frankfurt,  DE

tkoppe@deloitte.de

Caroline Lébrard 

Partner 

Marseille, FR

clebrard@deloitte.fr

Signe Maly Pedersen 

Partner

Cop enh agen,  DK  

sipedersen@deloitte.dk
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