JAK Logistics LLC Business Strategy:
Scaling to $3 Million Annual Revenue

1. Vision and Objective
The objective is to scale the trucking business from a single-truck owner-operator model to
a multi-truck operation generating $3 million in gross annual revenue within 5 years.

This strategy focuses on profitable scaling, strategic partnerships, operational efficiency,
and direct shipper relationships.

2. Revenue Milestones & Fleet Growth Plan

Year 1: $300,000 - Optimize single-truck profitability and begin building dispatch and sales
systems.

Year 2: $600,000 - Add 1-2 trucks and part-time dispatch support.
Year 3: $1.2 million - Scale to 4 trucks; secure long-term shipper contracts.
Year 4: $2 million - Operate 6-8 trucks, build internal maintenance and HR capabilities.

Year 5: $3 million - Operate 10+ trucks, regional and dedicated lane coverage.

3. Core Revenue Strategy

« Partner with one or more national carriers for overflow freight (leased-on or contract
hauling).

e ¢ Build relationships with direct shippers to bypass brokers and earn higher margins.

e ¢ Focus on high-paying lanes, niche markets (auto parts, construction, reefer), or
underserved regions.
e e« Diversify by offering local, regional, and OTR services.

4. Sales & Marketing

e e« Hire or contract a commission-based sales rep to develop shipper leads.
e o Register with freight marketplaces (DAT, Truckstop, Loadsmart, etc.).

« Attend logistics trade shows and join local chambers of commerce.

 Launch a digital presence: website, LinkedIn, Google Business profile.
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. Operations & Fleet Management

« Standardize dispatch and load booking through a TMS (e.g., Truckbase, Tailwind).
¢ Create SOPs for load booking, invoicing, breakdowns, and compliance.

¢ Lease or finance new trucks with a mix of owner-operator drivers and company
drivers.

« Establish internal maintenance tracking and outsource preventive care.

. Driver Recruitment & Retention
¢ Offer competitive pay structure (percentage or mileage + bonuses).
* Maintain consistent home time, predictable routes, and quality equipment.
¢ Implement a referral bonus program and quarterly safety incentives.
¢ Use onboarding checklists and training for consistent performance.

. Financial Management
e Maintain 20-30% gross profit margin per truck.
» Use accounting software (e.g., QuickBooks) and budgeting templates.
 Create a rainy-day fund and secure access to working capital lines.

* Monitor key metrics: cost-per-mile, revenue-per-day, deadhead %, O/0 vs. company
driver ROL

. Risk & Compliance
e Stay current on FMCSA, IFTA, and DOT regulations.
» Use ELD and GPS solutions to track performance and compliance.
* Enroll in a safety consulting program and audit quarterly.
¢ Maintain proper insurance coverage as the fleet grows.

. Technology & Systems
¢ Use TMS + load board integrations to manage dispatch.
 Leverage telematics to track fuel use, idling, and driving habits.
¢ Implement CRM for managing shippers and broker contacts.
« Digitize paperwork: eBOLs, PODs, invoices, and rate cons.

0. Exit and Expansion Options
e Convert to a full carrier with multiple owner-operators leased on.
 Franchise the trucking model or expand into logistics brokerage.
« Position the company for sale or acquisition once consistently above $2.5M.
» Expand into warehousing, drayage, or last-mile delivery as side business lines.
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