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SUPPLY CHAIN AUTOMATION - TRENDS - 2026

Technology stopped
being the constraint.

The 2026 shift is from Al that advises to Al
that acts. What decides whether it can act is
whether the paperwork underneath it can
be read.

This report walks a single lane and asks
three questions:

1. Where does the lane actually stall?

2. Which shifts are worth planning around?

3. What should you be measuring by Q4?

Gartner groups its 2026 supply chain technology trends into three themes: autonomy and agency, specialisation and
intelligence, and trust and governance. Every one of them assumes a system can obtain reliable data about what is
physically happening. In a cross-border lane, that data arrives as a document — a booking confirmation, a bill of
lading, a customs declaration, a gate entry, a freight invoice. This report walks the lane and looks at where
automation currently stops.

01 — SIX STAGES, SIX PLACES IT STALLS

01 ORDER 02 BOOKING

PO & B/L & wayhill
confirmation

03 CUSTOMS 04 GATE 05 RECEIPT 06 SETTLE

Entries & PODs GRN &
inspection

Declarations Freight invoice

Accessorials
disputed weeks
after payment

A different layout
Terms re-keyed for every carrier
from a supplier's and mode

own format

Classification is the Handwritten,
photographed, Quantity and
stamped at the quality reconciled
dock by eye

most error-prone
step in the chain

Visibility platforms cover the movement between these stages well. The stages themselves are still gated by a document
arriving in a format nobody controls — which is why a lane can be tracked in real time and still lose two days at a desk.

02 — FOUR SHIFTS WORTH PLANNING AROUND

From advising to acting

Agents are moving inside core processes: raising the
exception, proposing the workaround, triggering the
correction within set guardrails. Decision latency
drops from days to seconds where the input data

is trustworthy.

Customs intelligence
becomes a cost line

Tariff classification has always been the most error-
prone part of customs compliance, and
misclassification is what triggers audits, penalties and
holds. With tariff-driven network rewiring underway,
more shipments are crossing borders that the current
process was never configured for.
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Unstructured data as the gating factor

IDC puts 80 to 90% of business data as unstructured,
and in logistics that means commercial invoices, bills of
lading, purchase orders and customs declarations. Each
holds data points that must be captured, validated and
shared before anything downstream can move.

Governance arrives with autonomy

Gartner treats trust and governance as one of its three
themes, and decision governance as a named trend:
clear ownership of automated decisions and oversight
of how agents act. Teams that stand this up early scale
with materially less risk than those bolting it on later.
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03 — WHERE AUTOMATION ACTUALLY BREAKS

FAILURE MODE HOW IT SHOWS UP
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WHAT IT COSTS

Each carrier, supplier and plant issues

Coverage plateaus after the top

Format variance documents its own way; every addition is a

configuration decision

Photographed PODs, handwritten gate

counterparties

Document condition entries, weighbridge slips, skewed scans Manual handling exactly where volume peaks

from the dock

Quantities on the packing list, the B/L and

Cross-document gaps the invoice disagree, and no single step

compares all three

Classification error

HS or HSN codes, origin and incoterms

Disputes surface after payment

Audits, penalties, shipment holds

entered under time pressure at the border

05 — WATCHLIST FOR THE NEXT FOUR QUARTERS

1. Touchless rate by document type. Not by lane, not
blended. B/Ls, GRNs and freight invoices behave
differently and should be measured separately.

2. Onboarding time for a new counterparty. If adding a
carrier or supplier still triggers a configuration task, that
is the number that caps coverage.

3. Classification exceptions per thousand shipments.
The leading indicator for audits and holds, and one most
teams do not currently track.

4. Evidence completeness. Whether a queried field can be
traced to a source page and a reviewer, months later,
without a search.

Where DocXtract fits

A no-code, AI-powered IDP platform for the
document layer this report describes: context-aware
extraction with no templates and no training, cross-
document validation before anything posts, and
connectors for SAP, Oracle, Tally, Zoho, UiPath

and Power Automate, plus a REST API into TMS

and WMS.

= 98%+ accuracy, any carrier or
plant format

= 5,000 pages/hour, real-time JSON

= 1.5 per page, live in days

NEXT STEP

Test the lane

Send sample documents , across your full carrier and supplier
mix. We report field-level accuracy.

Book a Demo
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