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Foreword

Cargo operators are not short of data. 

Across aircraft scheduling, load planning, crew 

management, maintenance, network operations, fuel 
tracking, and financial performance, vast volumes of 

operational and commercial data are generated 

continuously, forming an increasingly detailed picture of 

how the carrier is performing at any given moment.
Charlotte Bailey

CEO, Panintelligence

A Decade of Investment Yet the Gap Persists

What Has Been Built

Over the past decade, cargo operators 

have invested significantly in systems 

to capture data, scheduling platforms, 
weight and balance tools, crew 

management systems, and cost 

accounting systems, all with the 

intention of turning that data into 
competitive advantage.

What Remains Unsolved

Despite this investment, the competitive 

reality of cargo aviation remains 

fundamentally challenged. 

Data is growing, systems are evolving, 

and expectations are increasing but the 
ability to translate operational and 

commercial data into timely, trusted 

decisions at the moment they matter is 

not advancing at the same pace.
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Global cargo airline net profit margins average 1–3%, 
amongst the lowest in aviation. Profitability is 
determined entirely by the consistency of operational 
execution and the precision of commercial decision-
making. 

— International Air Transport Association

The Core Challenge

At Panintelligence, we focus on one specific problem: delivering governed intelligence 

directly into the workflows where operational and commercial decisions are made, in a 
way that aligns with how cargo operators actually work, rather than how data is 

traditionally consumed.

At the Right Moment

Insight available precisely when 

the decision needs to be made, 
not hours or days later.

Consistently Trusted

Consistent across operational and 

commercial teams, with governed 
definitions that everyone can rely 

on.

Embedded in Workflow

Delivered within the systems 
teams already use, not in separate 

reporting tools requiring context-

switching.

Built to Scale

Extensible without introducing 
additional complexity or 

dependency on manual analysis.
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An Operational and Commercial Problem

For heads of operations, commercial and technology at cargo carriers, this is not 

abstract. The question is no longer whether insight exists within the organisation, in 

most cases it does, scattered across crew scheduling systems, load planning tools, 

financial systems, and network platforms.

The more critical question is whether that insight is consistently delivered in 

a way that supports the decisions the operation depends on.

Available at the Moment 
of Decision

Is insight there when the decision 
needs to be made, not after the 

window has closed?

Consistent Across Teams

Do operational and commercial 

teams work from the same version 
of the truth?

Trusted and Auditable

Can decision-makers rely on the 
numbers without spending time 

validating them first?

Scalable Without 
Complexity

Can it grow without introducing 

additional manual effort or system 

dependency?
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Where Friction Occurs Today

This is where many cargo operators experience the most significant operational 

friction, not in the absence of data, but in the inability to act on it consistently.

Manual Load Planning

Load planning remains partially 

manual, with spreadsheet-based 

optimisation limiting capacity 
utilisation and slowing response to 

demand changes.

Route Profitability Blind 
Spots

Route profitability cannot be 

calculated quickly or consistently, 
constraining pricing and network 

decisions at the moment they 

matter most.

Fragmented Disruption 
Tracking

Operational disruptions are tracked 

and resolved slowly because data is 

fragmented across systems with no 

unified view.

Insight Outside Workflow

Insight sits outside operational 
workflows, requiring users to switch 

between systems to find and 

interpret information before they 

can act.

The result: a disproportionate amount of time is spent finding information, 

validating outputs, and reconciling conflicting views, rather than acting on 

what is already known.
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The Cost of the Gap

In a cargo operation, this gap is not theoretical. A problem in one part of the network 

cascades rapidly and the longer it takes to identify and respond, the greater the 

operational and commercial impact.

Revenue 
Impact

Load & FuelCrew 
Availability

Schedule 
Change

A single schedule change impacts crew availability, load planning, fuel costs, and 

revenue projections within hours. Aircraft grounding cascades to subsequent rotations. 
Demand changes require rapid network rebalancing. 

The value of data is not defined by access alone. It is defined by how effectively that 

data supports decisions at the moment those decisions need to be made.
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1. The New Reality of Cargo 
Operations
Cargo operators face a fundamentally different operating environment than they did 

five years ago. Global air cargo demand has grown substantially, driven by e-

commerce acceleration, supply chain diversification, and demand volatility.

Market Forces Reshaping Cargo Aviation

Global air cargo demand is expected to grow at 4–5% annually, 

with particular growth in express and perishable cargo, driving 
increased complexity in scheduling and network optimisation. 

— IATA Air Cargo Review

E-Commerce 
Acceleration

Rapid growth in e-

commerce is driving 
demand for faster, 

more flexible cargo 

capacity — increasing 

scheduling complexity.

Supply Chain 
Diversification

Shippers are 

diversifying supply 
chains, creating new 

route requirements 

and demand patterns 

that require rapid 
commercial response.

Demand 
Volatility

Demand swings are 

more frequent and 
less predictable, 

requiring operational 

agility and commercial 

clarity to execute 
quickly.
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Margin Pressure Is Relentless

Despite demand recovery, profitability remains tightly constrained. Fuel costs are 

volatile, labour costs are increasing, and capacity is relatively fixed in the short term. 

This creates an unforgiving economic model.

1–3%
Net Profit Margins

Average cargo airline margins among the 
lowest in aviation, leaving no room for 

operational inefficiency.

1%
Load Factor Gain

A 1% improvement in load factor 
translates directly to bottom-line 

profitability at these margins.

2%
Fuel Efficiency

A 2% improvement in fuel efficiency has 
an outsized impact on profitability given 

fuel's share of operating costs.

4–5%
Annual Demand Growth

Projected annual growth in global air 
cargo demand, with express and 

perishable cargo leading the way.

Consistency in operational execution determines profitability more than 

occasional strategic wins. Yield management and dynamic pricing are 
critical, but require up-to-the-minute route and cost visibility.
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Complexity Is Increasing Faster Than Visibility

The Complexity Challenge

Larger, more international networks with 

multiple aircraft types, extended crew 

rotations, and complex load 
requirements create operational 

complexity that was rare five years ago.

Multiple aircraft types across a single 
network

Extended international crew rotations

Complex load requirements and 

cargo mix

Multi-hub network 

interdependencies

The Visibility Gap

The systems used to manage that 

complexity, scheduling, load planning, 

network management have not evolved 
at the same pace. 

Operational decision-makers are 

making increasingly complex decisions 
with less real-time clarity than they 

need.

Disruption Is Constant. Response Must Be Faster

Weather Events

Unpredictable and unavoidable, 

requiring rapid rerouting and schedule 
adjustment.

Aircraft Availability

Unplanned maintenance grounds 

aircraft, cascading across subsequent 
rotations.

Crew Fatigue

Regulatory limits on crew hours require 

real-time visibility to manage 
proactively.

Demand Volatility

Sudden demand shifts require rapid 

network rebalancing and commercial 
response.
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The time to identify a problem and execute a response is measured in hours, 
not days. The longer decision-makers wait for information, the smaller the 

window to execute a correction becomes.

Regulation and Governance Add Complexity

Cargo operations must meet strict regulatory and compliance requirements. Safety 

records, crew fatigue compliance, maintenance tracking, and financial reporting must 

all be accurate and auditable.

1

Safety Records

Accurate, auditable safety 

documentation is a non-negotiable 
regulatory requirement across all 

jurisdictions.

2

Crew Fatigue Compliance

Flight time limitations and rest 

requirements must be tracked in real 
time to avoid regulatory breaches.

3

Maintenance Tracking

Airworthiness directives and 

maintenance schedules must be 
monitored continuously and 

reported accurately.

4

Financial Reporting

Cost allocation, revenue recognition, 

and financial performance must be 
consistent and reproducible across 

systems.

Manual processes and fragmented metric definitions introduce regulatory 

and audit risk. Systems must ensure metric consistency and output 

reproducibility at scale.
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2. The Gap 
Between Insight 
and Action
Data abundance is not the same as decision-

readiness. 

Many cargo operators have invested in systems 

that capture operational data. But capturing data 

and delivering decision-ready intelligence are 
two different things. The gap between them is 

where much operational and commercial value is 

lost.
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The Anatomy of the Gap

Data exists, but is not unified

Fleet data, crew data, financial data, and network data are captured in separate 

systems. Understanding the complete picture requires manual consolidation. By 
the time that consolidation is complete, the picture has often changed.

Definitions are inconsistent across teams

Cost allocation methods differ. Profitability is calculated differently across teams. 

Route definitions are inconsistent. When metrics cannot be trusted to mean the 

same thing across the organisation, decision-making suffers.

Reporting lags decision-making

Most operational reporting is produced daily, weekly or monthly. But operational 
decisions are made in real time. By the time operational data is reported, the 

situation has changed.

Insight is disconnected from workflow

Load planning happens in a load planning system. Scheduling happens in a 

scheduling system. Financial analysis happens in a reporting tool. Each requires 
switching contexts and manually integrating information.

Each of these four dimensions compounds the others. 

Fragmented data leads to inconsistent definitions. Inconsistent definitions undermine 
trust in reports. Distrust in reports slows decision-making. And when insight is 

disconnected from workflow, even good data fails to drive action at the right moment.
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Why This Matters to Operational Leaders

This gap has real, measurable consequences for cargo operators — not in system 

downtime or reporting delays, but in operational inefficiency, missed revenue 

opportunities, and reduced competitive agility.

Reactive Disruption 
Management

Operational disruptions are 

managed reactively rather than 

proactively, because the 
information needed to anticipate 

them arrives too late.

Delayed Route 
Profitability Decisions

Route profitability decisions are 

delayed, constraining commercial 

flexibility and limiting the ability to 
respond to market opportunities.

Spreadsheet-
Constrained Load 
Planning

Load planning is constrained by 

spreadsheet-based methods 

rather than dynamic optimisation, 

limiting capacity utilisation.

Divergent Data Versions

Operational and commercial 

teams make decisions from 

different versions of the same 
data, creating misalignment and 

eroding trust.
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3. Moving Towards Operational 
Intelligence
The solution is not more data or more tools. It is a shift towards operational intelligence,  a 
systematic approach to delivering decision-ready insight directly into the workflows where 

operational and commercial decisions are made.

What Operational Intelligence Means

Operational intelligence is a fundamentally different model from traditional analytics. It is 
not about producing better reports. It is about embedding insight into the moment of 

decision.

Real-Time

Reflecting the current 

state of operations, not 
yesterday's data or last 

week's report.

Embedded

Delivered within the 

workflows where 
decisions are made, not 

in separate tools 

requiring context-
switching.

Governed

Consistent, auditable, 

and trusted across the 
organisation, with 

standardised metric 

definitions enforced at 
source.

Actionable

Focused on the specific decisions that 
need to be made, not generic 

dashboards that require interpretation.

Scalable

Extensible without introducing 
additional complexity or dependency 

on manual analysis as the network 

grows.
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The Three Core Capabilities Required

Unified Governed 
Data Layer

Standardised, accessible, 
role-governed data

Real-Time Insight 
Delivery

Processed and surfaced 
at decision time

Embedded 
Workflow 

Intelligence
Delivered inside systems 

at point of decision

When these three capabilities are in place, cargo operators can move from a reactive, 

fragmented approach to decision-making to a proactive, governed, and scalable one. 

Each capability builds on the last, without a unified data layer, real-time insight cannot 

be trusted without trusted insight, embedding it in workflows creates risk rather than 

value.
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Building the Capability Foundation

Step 1: Unified, Governed Data Layer

Data from scheduling, load planning, financial and operational systems must 

be accessible through a single, consistent interface. 

Metric definitions must be standardised and enforced. 

Access must be governed by role and responsibility. 

Without this step, scale introduces inconsistency.

Step 2: Real-Time Insight Delivery

Insight must be available at the moment decisions need to be made in real 

time or as close as operationally necessary. 

This requires a fundamentally different approach to how data is processed 
and surfaced across the operation.

Step 3: Embed Within Operational Workflows

Intelligence must be delivered within the systems operational teams 

already use. 

This means aligning information to specific user roles, delivering insight 

at the point of decision, and reducing the need for manual 

interpretation.
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Starting Where Value Is 
Highest

For many cargo operators, the starting point is 

not a transformation programme, but a single 

decision. 

The most effective approach is to begin with one 

high-impact area, reduce manual effort, embed 

insight into the workflow, and establish 
consistent, governed definitions that can scale.

From that starting point, capability can 

be extended in a way that remains 

controlled, coherent, and aligned to 

how the cargo operator actually works, 
without creating additional burden for 

operational teams.
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Closing Perspective
If there is one consistent theme that emerges from this report, it is not that cargo operators 
lack data, nor that they have failed to invest in technology, but rather that there remains a 
persistent and widening gap between the insight that exists within the organisation and the 
ability to apply that insight consistently, confidently, and at the pace that modern cargo 
operations now demand.

Progress Made. Challenges That Remain

Undeniable Progress

Over the past decade, the cargo industry 
has made real progress in how data is 
captured, stored, and accessed. 

Many operators now run sophisticated 
scheduling platforms, load planning 
systems, and increasingly advanced cost 
management tools.

Persistent Challenges

Yet when you examine how decisions are 
actually made within the operation, the 
same underlying challenges continue to 
surface, often in slightly different forms, 
but with the same consequences:

Load planning processes remain 
partially manual in many areas

Definitions of key metrics such as 
profitability, yield, utilisation are not 
always aligned across systems or teams

Insight is still too often delivered 
outside of the moment in which 
decisions are made

What this ultimately creates is not a lack of understanding, but a lack of 
alignment. Teams can see what is happening, sometimes in great detail, but 
they are not always equipped to respond to it in a way that is consistent, 
scalable, and repeatable across the organisation.
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Not a Technical Problem, An Operational One

It is important to recognise that this is not simply a technical problem to be solved 

through the introduction of new tools. It is an operational challenge.

How Insight Is Delivered

It is about how insight is delivered into the workflows of the organisation, not just 
whether it exists somewhere in the data estate.

How Decision-Making Is Supported

It is about how decision-making is supported across roles and functions, ensuring 

the right person has the right information at the right moment.

How Systems Are Designed to Scale

It is about how systems are designed to scale in line with the increasing 

complexity of the network, without creating additional burden for operational 
teams.

The shift towards operational intelligence is therefore not about replacing 
what already exists, but about creating coherence, bringing together data, 

insight, and decision-making into a single, aligned capability.
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A Defining Moment for Cargo 
Operations

Cargo operators are moving beyond 
a model where analytics is treated as 

a supporting feature, towards one 

where it becomes a core capability 
of the operation itself, shaping how 

teams interact with data, how 

decisions are made, and how the 
organisation responds to change.

The Question Is No Longer 
Whether

Whether to invest in analytics, or whether to 

explore new technologies that debate is 

settled.

The Question Is How

How to deliver these capabilities in a way 

that genuinely supports the operation, 

reduces complexity, and scales without 

creating additional burden.
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What Will Define the Leaders

Looking ahead, the cargo operators that lead will not necessarily be those with the 

most advanced technology, nor those that adopt new capabilities the fastest.

1
Act with Confidence

Respond to change consistently and at pace

2
Create Clarity

In increasingly complex environments

3
Embed Intelligence

Governed, aligned, decision-ready insight

4
Unified Data Foundation

Consistent, trusted, role-governed

Performance is not defined by what you know, but by how 
effectively you are able to act on it.
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The Opportunity for Operations and Commercial 
Leaders

For heads of operations and commercial teams, the opportunity is clear: to move 
beyond delivering access to data, and towards delivering decision capability at scale.

1

From Data Access

Providing access to 
data that requires 

manual interpretation 

and reconciliation

2

To Decision 
Capability

Embedding governed, 

real-time insight aligned 

to the decisions teams 

are responsible for 
making

3

At Scale

Across the organisation, 
without additional 

complexity or burden 

for operational teams

The next generation of cargo operations will not be defined by how much 

data they contain, but by how effectively they enable the organisation to 

act on it.
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Where to Start

For many cargo operators, the starting point is not a transformation programme, but a 

single decision. Where in your operation would faster, more consistent decision-making 

have the greatest impact today?

1

Managing Disruption

Real-time visibility into network 

events to reduce reactive decision-

making and shorten response 

windows.

2

Optimising Crew and 
Resources

Dynamic scheduling and crew 

management insight embedded 

directly into operational workflows.

3

Commercial 
Responsiveness

Consistent, timely route profitability 

analysis to support faster pricing and 

network decisions.

4

Cost Control and Fuel 
Efficiency

Granular cost and fuel visibility at 

route and aircraft level, updated in 

real time.
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The Right Question to Ask

The most effective approach is to focus on one high-impact area, reduce manual 

effort, embed insight into the workflow, and establish consistent, governed definitions 

that can scale across the organisation. 

From that point, capability can be extended in a way that remains controlled, coherent, 

and aligned to how your cargo operation actually works.

If this is a challenge you are actively exploring, it is worth stepping back and 

asking the right question, not about tools or reports, but about how 

decision-making is designed into the operation itself.
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Not This Question

"How do we improve our reporting?"

But This One

"How do we design our operation so 
that it consistently supports better 
decisions?"



Ready to Explore Operational 
Intelligence for Your 
Organisation?
If you're ready to move beyond fragmented data and reactive decision-making, let's 

talk about how Panintelligence can help your cargo operation unlock decision-ready 

intelligence at the speed of your business.

Governed 
Intelligence

Consistent, auditable 

insight delivered 

across operational and 
commercial teams 

with standardised 

definitions everyone 

can trust.

Embedded in 
Your Workflows

Intelligence delivered 

within the systems 

your teams already 
use, reducing friction 

and eliminating the 

need for context-

switching.

Built to Scale

A capability that grows 

with your network 

without introducing 

additional complexity 
or manual effort for 

your operational 

teams.

Book a strategy call
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