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Author and Publication Note

Burton Bennett is a finance and operations executive with direct experience across U.S.-Mexico trade, customs
brokerage operations, cross-border logistics, Mexico-U.S. accounting, and Al-enabled operating systems. This white
paper reflects his independent view of how customs brokerage, trade documentation, transaction controls, and
cross-border cost intelligence can be redesigned around a standardized data layer.

The objective of this paper is not to present a fully engineered product specification, but to articulate a category-
defining operating model: a cross-border trade platform that materially reduces manual brokerage work, creates
better documents upstream, reconciles the transaction before and after crossing, and produces financial and
compliance intelligence unavailable in the fragmented systems used today.

Abstract

U.S.-Mexico cross-border trade remains structurally dependent on fragmented documents, manual interpretation,
siloed systems, and repeated data entry. Commercial invoices, packing lists, carrier manifests, broker worksheets,
U.S. customs entries, Mexico pedimentos, CFDI/Carta Porte records, freight invoices, duty and tax records, and
accounting entries are often generated by different parties in different formats, with no shared transaction-level data
model. The result is delay, avoidable compliance risk, weak visibility into the actual economics of a shipment, and a
customs broker function forced to spend too much time reconstructing facts that should have been standardized
upstream.

This paper proposes a new platform category: a U.S.-Mexico Cross-Border Trade Operating System. The system
would ingest heterogeneous documents and data streams; normalize them into a standardized shipment record;
generate missing or malformed trade documents; reconcile cross-document conflicts; route unresolved issues to the
appropriate party; preserve an evidence trail; support licensed customs review where required; and produce
advanced cost, duty, carrier, supplier, and profitability reporting at the shipment, SKU, factory, lane, and client level.

The broader thesis is that the prize is not merely “Al customs entry.” The larger opportunity is “trade file
intelligence”: one auditable cross-border transaction record that unifies operational documents, customs data,
transportation facts, and financial truth.
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1. Executive Summary

The U.S.-Mexico customs process is still far more manual than it needs to be. The core inefficiency is not that

brokers lack software. It is that the underlying cross-border transaction is not born in a standardized, machine-
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readable, reconcilable form. The same shipment can exist simultaneously as a PDF commercial invoice, an Excel
packing list, a carrier manifest, a DAT/MainX file, an XML or EDI record, a Mexico pedimento file, a CFDI/Carta
Porte record, a U.S. entry packet, an email thread, a freight invoice, and an accounting transaction. Each system
captures part of the truth. None owns the full truth.

A truly automated platform should not begin by attempting to “replace” the licensed customs broker in a vacuum. It
should replace the low-value reconstruction work surrounding the broker: document intake, document normalization,
missing-field detection, cross-document comparison, client chase-downs, pre-entry exception review, shipment file
assembly, post-entry reconciliation, cost leakage analysis, and management reporting.

The central proposition

The platform should convert every cross-border shipment into a standardized trade file that can be read by humans,
reviewed by licensed professionals, exported into existing customs systems, reconciled to government and carrier
records, and understood financially from source factory to final delivered cost.

This vision has five layers:

1. Universal trade-document ingestion: PDFs, scanned documents, email attachments, Excel, CSV, TXT,
DAT/MainX, fixed-width files, XML, JSON, EDI/ANSI X12, API feeds, and portal exports.

2. Normalization into a golden shipment record: parties, product lines, source factory, value, quantity, weights,
HTS data, country of origin, compliance indicators, carrier data, crossing data, and cost components.

3. Standardized document creation: commercial invoices, packing lists, shipper instructions, broker packets,
customs-supporting data sheets, carrier/Carta Porte data capture, COVE-ready value data, and exception-
driven document correction requests.

4. Exception-first workflow: discrepancy detection, evidence traceability, confidence scoring, issue ownership,
client/broker/carrier communications, and human approval where required.

5. Advanced financial and management reporting: landed cost, duty/tax exposure, per-shipment profitability,
supplier/factory performance, carrier performance, exception trends, and accounting-ready outputs.

The market is moving toward customs automation. Amari markets ABI-ready customs entry drafting, Flexport has

launched Al agents for customs and compliance workflows, and Fr8 Tech announced an Al-powered DODA

compliance platform for Mexican trade operators in April 2026. Those developments validate that the category is
forming. However, the white space remains broader: a unified cross-border operating layer that ties documents,

customs facts, and economic truth together across both the U.S. and Mexico. [9] [10] [11]

2. The Problem: Cross-Border Trade Has No Single Transaction Record

A cross-border shipment is often managed as a packet of disconnected artifacts rather than as a single structured
transaction. The customs broker may receive the importer's commercial invoice, a packing list from a supplier, a
carrier manifest with different identifiers, a PO from the buyer, an HTS master sheet that may or may not be current,
emails clarifying what the documents failed to say, and later a broker invoice, freight invoice, duty record, and
accounting entry. On the Mexico side, the same shipment may also have a pedimento, CFDI, Complemento Carta
Porte, COVE-related value data, Manifestaciéon de Valor support, DODA references, and local carrier or warehouse
records.

The repeated operational truth is simple: the commercial invoice does not always equal the packing list; the packing
list does not always equal the carrier manifest; the manifest does not always equal what the broker prepares; and
the U.S. entry is not automatically reconciled to the Mexico pedimento or downstream accounting treatment. The
“system” is often the broker’s human judgment, inbox memory, and spreadsheet discipline.

The broken assumption

Most automation conversations start with the customs entry. A stronger architecture starts earlier: create a standardized
transaction record before the crossing, preserve evidence through filing, and reconcile the economic and compliance
consequences after the crossing.

2.1 Symptoms of the Fragmented Model

e Manual rekeying of line items, quantities, values, weights, part numbers, and document references.
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¢ Broker teams spending time identifying which source document is authoritative rather than analyzing trade risk.

¢ Importers unable to see exactly which facts drove the entry, the duty basis, or the final cost of the shipment.

e Carrier and broker data arriving in different formats and with inconsistent shipment identifiers.

¢ Late discovery of invoice-manifest mismatches that should have been flagged before truck arrival.

¢ Weak post-entry file closure: broker invoice, freight invoice, customs entry, pedimento, CFDI, and accounting
records do not automatically tie.

¢ No practical way to analyze landed-cost variance by factory, vendor, SKU, lane, carrier, or importer process
quality.

2.2 The Strategic Cost of Missing Structure

The absence of a common transaction record is not merely an inconvenience. It increases compliance exposure,
obscures working-capital demands, weakens cost attribution, slows customer response, and prevents management
teams from seeing where value leaks across the shipment lifecycle. A company may know its freight spend in
aggregate and its duties in aggregate, yet still fail to answer a more useful question: What did this exact SKU, from
this exact factory, through this exact lane and carrier, actually cost by the time it reached the buyer or warehouse?

3. Why the U.S.-Mexico Corridor Is the Right Starting Point

The U.S.-Mexico corridor is a natural proving ground for a trade-file operating system because it combines high
transaction volume, frequent land-border movements, complex document handoffs, multiple governmental data
structures, nearshoring growth, and a common pattern of operational documents moving faster than the underlying
data governance.

On the U.S. side, ACE functions as the centralized digital system for import and export processing, with technical
frameworks such as CATAIR and DIS supporting electronic data transmission and document imaging. On the
Mexico side, VUCEM, COVE, CFDI, Complemento Carta Porte, DODA-related controls, and Manifestacion de Valor
workflows reflect a compliance architecture that increasingly depends on structured digital evidence. [3] [4] [5] [6] [7]

(8]
3.1 The Corridor Has Multiple “Truth Systems”

Importer / Buyer PO, product master, vendor terms, cost expectations, desired
arrival date

Supplier / Factory Commercial invoice, packing list, source factory, item attributes,
export support

Carrier / Cross-Border Transport Manifest, SCAC/carrier references, trip/conveyance data,
driver/equipment, freight charges

U.S. Broker / Customs Filing Entry data, HTS, value, origin, PGA indicators, release status,
duty/fee exposure

Mexico Trade Compliance Pedimento, CFDI, Carta Porte, COVE/MVE support, DODA
references, SAT/VUCEM evidence

Finance / Accounting AP, AR, broker invoice, freight invoice, duties/taxes, landed cost,

capitalization, accruals
Table 1. A single shipment is reconstructed across multiple systems and stakeholders.

3.2 The U.S.-Mexico Opportunity Is Larger Than Customs Filing

The most differentiated platform does not simply predict an HTS code or draft a customs entry. It manages the
lifecycle of the trade file: intake, document creation, discrepancy resolution, broker review, customs data export,
post-crossing reconciliation, billing, profitability, and auditability. This is especially valuable in a corridor where
commercial, transportation, tax, customs, and finance data frequently cross organizational and national system
boundaries.
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4. Regulatory Reality: Automating Work Without Ignoring Licensed Customs
Business

Any serious concept for automating customs workflows must respect the legal perimeter. Under 19 CFR 111.1,
“customs business” includes activities involving CBP transactions related to entry, admissibility, classification,
valuation, duties, taxes, refunds, and the preparation or electronic transmission of documents intended to be filed
with CBP. The rule is broad by design. [1]

CBP ruling HQ H350722, issued in January 2026, reinforced that digital platforms can cross into regulated customs
business when they do more than passively transmit information and instead influence, prepare, structure, or submit
filing-related data. The lesson is not that automation cannot exist. The lesson is that architecture matters: tools must
be designed around appropriate licensing, broker oversight, user roles, and clear separation between general trade
intelligence and regulated filing activity. [2]

Practical platform implication

A credible platform should be broker-supervised where customs business is implicated, should preserve human review
and accountability, and should position automation as a force multiplier for licensed professionals rather than as a
careless legal bypass.

4.1 Design Guardrails

¢ Use the platform as a pre-filing control layer, document intelligence engine, and transaction reconciliation
system.

¢ When filing-related data preparation constitutes customs business, place the activity under an appropriately
licensed broker model or a directly controlled importer workflow with legal review.

¢ Retain field-level source traceability: every material value, quantity, origin, and document reference should have
evidence lineage.

e Separate “suggested” data, “validated” data, “approved” data, and “filed” data statuses.

¢ Maintain audit trails for overrides, approvals, client instructions, and rule-based exceptions.

5. The Platform Vision: A Cross-Border Trade Operating System

The proposed platform can be understood as a transaction operating system for U.S.-Mexico trade. It is not merely
a repository. It is not merely OCR. It is not merely a compliance checklist. It is a system of record and system of
action for trade files.

Layer 1 Intake Read incoming documents, emails,
structured files, portal exports, and APIs.
Layer 2 Normalize Convert heterogeneous inputs into a

standardized shipment, document, line-
item, and cost data model.

Layer 3 Create Generate or repair standardized
documents and data sheets needed by
brokers, carriers, importers, and Mexico-
side compliance teams.

Layer 4 Reconcile Compare documents and systems;
identify conflicts, missing data, invalid
values, and unsupported assumptions.

Layer 5 Review Route issues to humans, brokers,
vendors, carriers, or finance; capture
approvals and instructions.

Layer 6 Close Reconcile post-crossing entry, pedimento,
invoices, duties, taxes, and accounting
records.

Layer 7 Report Produce cost, margin, vendor, carrier,

duty, and operational dashboards.

Table 2. Conceptual architecture of the Cross-Border Trade Operating System.
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5.1 Core Design Principles

¢ One shipment, one golden record.

¢ Every field can be traced back to its source document or system.

¢ Documents should be created from structured data whenever possible, not manually reconstructed after the fact.

¢ Exceptions should be managed before they become border delays, compliance issues, or billing disputes.

e Financial truth belongs inside the trade file, not in a disconnected after-the-fact spreadsheet.

¢ The platform should make licensed professionals more productive and importers more accountable, not hide
decision logic.

6. Platform Architecture in Detail

6.1 Universal Intake and Multi-Format Ingestion

The platform should accept the reality of how trade data is actually delivered. Many importers cannot be forced to
modernize their internal systems overnight, and brokers cannot wait for every customer to adopt a perfect API.
Therefore, the platform must normalize the world as it exists.

| Inputtype [ Examples [ Normalizedoutcome |
Unstructured / semi-structured PDFs, scanned PDFs, JPG, PNG, TIFF, OCR, document classification, field
email bodies, email attachments extraction, source evidence map
Tabular Excel, CSV, TXT, fixed-width, pipe-delimited Header detection, line-item mapping, type
files validation, schema conversion
Structured XML, JSON, EDI/ANSI X12, EDIFACT, API Schema mapping, reference validation,
feeds, portal exports automated ingestion
Trade-specific legacy DAT/MainX and other broker- or corridor- Format parser, standardized trade schema,
specific files document-to-data conversion

Table 3. The platform must ingest how trade data is actually received, not how software vendors wish it arrived.

6.2 The Golden Shipment Record

All incoming data should resolve into a standardized “golden record” for the shipment. This does not mean every
field is automatically correct. It means the platform establishes a canonical place for the field, its source, its
confidence, its conflicts, its approval status, and its downstream use.

Shipment header Shipment ID, client, broker reference, PO, invoice number, route,
crossing point, timeline status

Parties Importer of record, buyer, seller, shipper, consignee, notify party,
carrier, customs broker, source factory/vendor

Line items SKU/part, description, quantity, UOM, unit value, extended value,
currency, COO, HTS hint/classification status, weight, packages

Transport SCAC/carrier, trailer/container, conveyance, driver reference, seal,
manifest number, pickup/delivery, border crossing time

Compliance USMCA/T-MEC indicators, certificate needs, PGA flags, permit

checklist, document completeness, Carta Porte status, COVE/MVE
support fields

Financial Goods value, freight, broker fees, duties, taxes, insurance, handling,
warehousing, installation/commissioning if applicable,
capitalization/expense status

Evidence and workflow Source document, extraction confidence, conflicts, tasks, reviewer,
approval, timestamp, communication log, final close status

Table 4. The golden record is a structured, evidence-backed transaction file.

6.3 Evidence Graph and Confidence Model

A mature system should not simply extract a value and silently treat it as truth. It should create an evidence graph.
For example, if the invoice says 1,000 units, the packing list says 1,000 units, the manifest says 950 units, and the
PO says 1,000 units, the system should not flatten the conflict. It should present the conflict, identify likely authority,
assign a confidence score, and route the exception.

¢ Every extracted field stores its source document, source page/section when available, and extraction confidence.
¢ Conflicting values are preserved as candidates, not overwritten prematurely.
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¢ Authority can vary by field: the carrier may be authoritative for transport identifiers, the supplier invoice for
commercial value, and the product master for approved descriptions or classification references.
¢ Prior corrections and client-specific patterns can inform suggested resolutions, while still preserving review.

6.4 Exception Engine

The exception engine is the operating heart of the platform. Its purpose is to identify the work that deserves human
attention and eliminate the work that does not. The system should surface exceptions with severity, owner,
recommended action, and supporting evidence.

| Exceptionclass | Example | Severity | Platformresponse |

Quantity mismatch Invoice qty # packing list gty # High Hold for confirmation before broker
manifest gty packet finalization

Value discrepancy Extended line value # unit price x High Require commercial correction or
guantity; invoice total does not foot approval

Origin inconsistency Country of origin differs across High Escalate to compliance/broker
supplier doc, product master, or
certificate

HTS/description tension Product description does not Medium/High Route for licensed review

support prior classification or
classification is missing

Currency problem Mixed currency, absent currency, Medium Request clarification; mark cost
or exchange-rate basis missing calculation provisional
Transport gap Manifest lacks Medium Route to carrier/logistics contact

carrier/trailer/driver/SCAC
references needed for operational

flow
Mexico digital evidence gap Carta Porte, COVE/MVE support, Medium/High Route to Mexico compliance
CFDI/XML evidence, or related workflow

data is incomplete

Table 5. Representative pre-crossing exception logic.

6.5 Human Workflow and Broker Work Packet

The platform should not merely flag problems. It should produce a clean work product. The broker or designated
reviewer should receive a standardized packet that includes the proposed shipment record, document
completeness status, unresolved exceptions, recommended client questions, and every source artifact tied to the
file. This turns the broker from a document scavenger into an exception reviewer and decision-maker.

¢ Broker-ready shipment summary and document index.

e Line-item summary with source evidence and unresolved issues.

¢ Missing-data checklist and one-click communication templates to supplier, importer, or carrier.

¢ Review status: unreviewed, under review, approved with exceptions, approved clean, filed/exported, post-file
close pending, closed.

¢ Change log: who changed what, when, and based on which source or instruction.

7. Standardized Documentation and Document Creation Features

A serious automation platform should not only read documents. It should improve document quality at the source by
generating standardized templates and correcting incomplete trade files before they reach the border. This is where
the system becomes materially more powerful than simple OCR.

7.1 Document Creation Philosophy

e Structured data should create documents wherever possible, not the other way around.

¢ Documents should be generated from approved, reusable master data: parties, product descriptions, source
factories, UOM conventions, currency, Incoterms, and shipment identifiers.

¢ Every generated document should retain a machine-readable representation and a human-readable
PDF/printable version when appropriate.

¢ When inputs are incomplete, the platform should generate a request for missing facts rather than silently
guessing.
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7.2 Documents and Data Sheets the Platform Should Generate or Standardize

| Artifact | Corecontents ___________________|Platformvalge_____________________|

Commercial Invoice Seller, buyer, importer, consignee, invoice/PO, Standardize descriptions, currency, valuation
item detail, value, currency, Incoterms, origin, fields, party data, and line-item totals
declaration language

Packing List Packages, pallet/carton count, item counts, Reconcile to invoice and transport records
gross/net weights, dimensions, lot/serial data if
needed

Shipper / Exporter Instructions Pickup, delivery, broker, route, special handling, = Create a consistent handoff to carrier/broker
required permits/certificates

Broker Packet Approved docs, normalized shipment summary, Replace ad hoc email threads with standardized
exceptions, source map, client instructions work packets

Carrier / Manifest Data Sheet SCAC, trip, equipment, driver, trailer/container, Collect manifest-ready operational fields
seal, crossing point, arrival window

Carta Porte Data Sheet CFDl/Carta Porte inputs needed from shipper, Reduce Mexico-side transport documentation
carrier, origin/destination, transport mode, gaps
goods detail

COVE / Value Data Support Invoice value support, item descriptions, Prepare structured value evidence for Mexico
currency, values, supplier data trade workflows

Manifestacion de Valor Support File Value basis support, related commercial docs, Organize import-value evidence and workflow
transaction values, references readiness

Document-Chase Communication Missing information, contradiction notices, Reduce broker/importer back-and-forth time
“confirm Y,” “provide X,” compliance prompts

Table 6. The platform creates structure upstream instead of only auditing errors downstream.

7.3 Mexico-Specific Digital Evidence Requirements

Mexico’s compliance ecosystem reinforces why document creation and document normalization belong inside the
same platform. SAT describes Complemento Carta Porte as a CFDI-linked construct that relates goods, origins,
destinations, and transportation details; its version 3.1 became required in July 2024, and in foreign trade operations
the relevant Carta Porte requirement became exigible from January 1, 2024. VUCEM'’s COVE framework is
explicitly designed to homologate and replace paper-based documents supporting the value of goods and
consolidated crossing documents. [6] [7]

This means a U.S.-Mexico platform should not treat Mexico-side evidence as a late-stage attachment. It should
model the data required to support Carta Porte, COVE, related VUCEM filings, and value-manifest workflows as
native transaction objects from the beginning.

7.4 Standardized Source-Facing Templates

The platform should also produce reusable templates for factories, vendors, and importers. A disciplined template
layer would materially reduce downstream exception volume.

Supplier commercial invoice template Pre-approved headers, party blocks, standardized item detail, origin,
value, Incoterms, currency

Factory packing list template Package-level and item-level alignment to the invoice and PO

Carrier intake template Crossing data, equipment, driver, route, pricing reference, expected
accessorials

Mexico transportation template Carta Porte data request, required PDF/XML/UUID evidence, route
and handoff details

Exception response form Single source for supplier/importer confirmations, replacing scattered
email replies

Table 7. The best exception is the one prevented upstream by standardized source templates.

8. Advanced Cost Intelligence and Shipment-Level Reporting

The most strategically underappreciated part of this platform is cost intelligence. Customs data, freight data, factory
data, and finance data are often stored in separate worlds. The result is that importers know they incurred costs, but
not necessarily how those costs accumulate by shipment, SKU, source factory, lane, broker, carrier, or destination.
A cross-border trade operating system should solve that.
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Financial thesis

The platform should reveal the true economic anatomy of each shipment: what the goods were worth, where they came
from, who moved them, what the cross-border process cost, which costs were avoidable, which costs belong in
inventory or fixed assets, and where margin or cash leakage occurred.

8.1 Shipment Cost Stack
Cost layer lllustrative data captured

1. Goods / Factory Value

2. Packaging / Pre-Transport

3. Origin Inland Freight

4. Export / Origin Compliance

5. Border / International Movement
6. U.S. Customs Side

7. Mexico Customs Side

8. Destination Inland Freight

9. Special Project Costs

10. Financial Treatment

Purchase price, declared commercial value, source factory, supplier,
SKU, unit cost, extended value, currency

Crating, pallets, temperature control, export packaging, labeling,
handling

Factory pickup, drayage, domestic trucking, fuel, tolls, origin
warehousing

Origin-side broker fees, export document fees, certificates, permit
support

Cross-border carrier charges, linehaul, cross-dock, border transfer,
insurance, expedited service

Broker fees, duties, MPF/HMF where applicable, PGA-related costs,
exams, holds, storage, rework

Pedimento-related fees, DTA, prevalidacion, duties/taxes, IVA where
applicable, agent or service charges

Mexico/U.S. domestic trucking after clearance, last-mile,
warehousing, unloading

Rigging, installation, electrical/transformer costs, commissioning,
training, site prep when applicable

Capitalize vs expense, inventory landed cost, fixed-asset basis,
depreciation basis adjustments, GL mapping

Table 8. A shipment cost stack creates a bridge from trade documents to financial truth.

8.2 Reporting Views

View Key questions answered

Executive dashboard
Finance dashboard

Broker operations dashboard
Supply chain dashboard

Compliance dashboard

Cost per lane, duty/tax exposure, shipment profitability, exception
burden, cash-impact timing, carrier concentration

Landed cost by SKU/vendor/factory, AP/broker/freight accruals,
capex basis, GL mapping, invoice vs estimate variance

Open exceptions, missing documents, time-to-clear blockers, status
by client, repeat error types

Carrier performance, vendor document quality, factory error rates,
transit variability, hold/delay root causes

Origin/HTS/value issues, Mexico evidence completeness, post-entry
audit trail, correction frequency

Table 9. The same transaction record should serve executive, financial, operational, and compliance users.

8.3 Core Metrics

¢ Total landed cost per shipment, SKU, unit, kilogram, pallet, factory, vendor, lane, and customer.

¢ Estimated landed cost versus actual landed cost, with variance by cost category.

¢ Duties, taxes, and fees as a percentage of commercial value and as a percentage of delivered cost.

¢ Cost of errors: corrections, storage, detention, demurrage, rework, rush fees, and manual exception time.

e Carrier cost per mile, per kg, per pallet, per lane, and on-time performance.

¢ Factory/vendor document accuracy rate, exception frequency, and resolution cycle time.

¢ Broker productivity: files touched, exceptions resolved, average time from intake to clean packet, post-entry

close cycle.

¢ Profitability by shipment, client, lane, SKU, vendor, and service model.

8.4 Accounting and ERP Integration

The reporting layer becomes materially more valuable when tied to accounting systems. For small and mid-sized

cross-border businesses, the relevant systems may include QuickBooks, CONTPAQI, NetSuite, and other ERPs; for

board and management reporting, the same data can feed reporting layers such as Power BI, Tableau, or financial
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planning dashboards. The platform should not try to replace the general ledger. It should make the general ledger
more precise.

¢ Create accounting-ready landed-cost allocation schedules.

e Support AP matching for freight, broker, warehouse, and compliance invoices.

¢ Map shipment costs to GL accounts, cost centers, project codes, and inventory or fixed-asset records.

¢ |dentify estimated costs that require accruals before final invoices arrive.

¢ Flag capitalization questions for equipment imports, installation, freight, duty, and commissioning costs.

¢ Tie imported asset or inventory cost basis to actual trade file evidence, not manually recreated assumptions.

9. Cross-Border File Close: The Financial and Compliance Control Layer

The concept becomes truly differentiated when it extends beyond pre-entry document review into post-crossing “file
close.” A shipment is not complete when it clears customs. It is complete when the transaction is internally
reconciled across operational, customs, tax, and financial records.

9.1 Cross-Border File Close Inputs

Evidence class Representative file contents

Commercial evidence Commercial invoice, packing list, PO, vendor/factory record,
certificates

Transport evidence Carrier manifest, BOL, trip/equipment data, freight quote, freight
invoice

U.S. customs evidence Entry/release data, broker packet, broker invoice, duty/fee record

Mexico customs/tax evidence Pedimento, CFDI, Complemento Carta Porte, COVE/MVE support,
DODA references where applicable

Finance evidence Client invoice, AP invoices, AR status, GL export, capitalization

schedule, inventory receipt record

Table 10. File close assembles the operational, customs, tax, and financial transaction into one control record.

9.2 File Close Control Tests

Invoice « Packing List ~ Manifest Do quantity, packages, weights, and line-item identifiers agree?

Invoice ~ U.S. Entry Do value, origin, item descriptors, quantities, and declared
commercial data tie to the entry summary/work packet?

U.S. Entry ~ Mexico Pedimento Do cross-border transaction references and shipment facts reconcile
at a management-control level?

CFDI / Carta Porte / COVE-related value support Are Mexico-side digital evidence objects present and consistent with
the shipment record?

Broker/Freight Invoice — Client Billing Were third-party charges captured, passed through where
appropriate, and invoiced correctly?

Estimated Cost —~ Actual Cost Where did actual cost exceed plan, and why?

Shipment Record ~ Accounting Export Are landed cost, capitalization, AP/AR, and GL treatment supported

by the finalized trade file?

Table 11. The trade file close process is a finance-and-compliance reconciliation, not a document archive.

9.3 File Close Output

The output should be a standardized “Cross-Border File Close Report” containing file status, unresolved exceptions,
reconciled shipment facts, cost waterfall, invoice status, estimated-to-actual variance, management conclusions,
and recommended follow-up actions. This report would be useful not only for internal audit and finance teams, but
also for executives trying to understand operational discipline and margin integrity in cross-border trade.
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10. Stakeholder Value: Brokers, Importers, Manufacturers, Carriers, and
Finance Teams

Stakeholder Primary value
Customs brokers Less rekeying; faster clean packet creation; better exception

visibility; improved review quality; scalable client service without
proportional headcount growth.

Importers Greater transparency into what was filed, why costs occurred,
where documents failed, and how shipments compare across
factories, vendors, and lanes.

Suppliers / factories Cleaner templates, fewer back-and-forth requests, measurable
document quality, lower shipment-delay blame ambiguity.

Carriers / logistics teams Clearer data intake, standardized cross-border handoff, fewer
preventable manifest and equipment-data conflicts.

Finance teams Reliable landed cost, accrual support, capitalization support,
invoice reconciliation, profitability analytics.

Executives / investors Visibility into trade friction, gross margin drivers, cash demands,

process discipline, and operational scalability.

Table 12. The platform creates benefits across the trade file, not only inside the broker office.

11. How This Differs from Narrow “Al Entry Automation”

The industry is clearly moving toward Al-assisted customs workflows. Amari describes ABI-ready entry drafting for
customs brokers; Flexport’'s 2026 Winter Release frames Al agents around customs/compliance and logistics
efficiency; and Fr8Tech’s DODA Smart focuses on Al-enabled customs compliance for Mexican trade operators.
These are meaningful signals that the market is waking up. [9] [10] [11]

However, a platform focused only on faster entry preparation risks automating one visible symptom while leaving
the underlying cross-border transaction fragmented. The stronger thesis is broader: build the standardized data and
reconciliation layer underneath the entire trade file.

Narrow Al entry tool Reads documents; drafts or assists with entry-related data;
reduces manual data entry
Cross-Border Trade Operating System Reads documents; creates standardized documents; maintains

golden record; resolves pre-crossing conflicts; supports broker
review; closes the file post-crossing; produces cost and
profitability intelligence; integrates to finance

Table 13. The broader platform model turns customs automation into trade-file intelligence.
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12. Practical Implementation Path

A full cross-border operating system is ambitious, but the implementation path can be staged. The product should
begin where pain is frequent, the value is visible, and legal/compliance design can be controlled: pre-filing packet
review and trade-document exception management.

| Phase | Productlayer
Phase 1 Al Shipment Packet Auditor Upload invoice, packing list, manifest, and

related docs; normalize key fields; flag
mismatches; export standardized review
packet.

Phase 2 Document Standardization and Creation Generate standardized commercial invoices,
packing lists, broker packets, carrier intake
sheets, and structured supplier/client
correction requests.

Phase 3 Cross-Border File Close Add U.S. entry, Mexico pedimento,
CFDl/Carta Porte, broker/freight invoices,
client billing, and accounting reconciliation.

Phase 4 Cost Intelligence Landed-cost waterfalls, per-shipment
profitability, vendor/factory/carrier
scorecards, exception cost analytics.

Phase 5 System Integrations and Controlled ERP/accounting integrations, broker system

Automation exports, API connections, role-based
workflows, broker-supervised regulated
process support.

Table 14. A staged roadmap converts a large concept into a buildable sequence.

12.1 What the First Product Should Prove

¢ Minutes saved per shipment file.

¢ Discrepancies caught before broker review or border crossing.

¢ Reduction in client/supplier chase-down cycle time.

¢ Reduction in document completeness defects.

¢ Accuracy of extraction and normalization for recurring customer formats.

¢ Willingness of brokers/importers to pay for clean packet output and exception visibility.

13. Strategic Implications

The long-term strategic implication is that customs brokerage becomes less about typing information from one
document into another and more about managing exceptions, accountability, and trade intelligence. Importers gain
transparency. Brokers gain leverage. Carriers and factories are measured. Finance teams stop reverse-engineering
landed cost from scattered invoices. Compliance moves closer to real-time control.

For the U.S.-Mexico corridor specifically, the platform category could become a connective layer between two very
different but increasingly digital evidence environments. The U.S. side emphasizes ACE, CATAIR, DIS, and CBP-
regulated customs business. The Mexico side emphasizes VUCEM, COVE, CFDI, Carta Porte, and evolving value-
manifest requirements. A cross-border transaction operating system should understand both.

13.1 The Defensible Insight

The defensible insight is not that Al can read a PDF. That is increasingly obvious. The defensible insight is that the
cross-border transaction should have a canonical, evidence-backed, financially meaningful data model that survives
the entire lifecycle of the shipment. The platform should know not only what was declared, but where the data came
from, who approved it, what it cost, how it compared to expectations, and whether the file actually closed cleanly.

14. Conclusion

The future of U.S.-Mexico customs automation should not be framed as a simplistic contest between humans and
software. The right question is whether cross-border trade can stop operating as a disconnected set of PDFs,
emails, portals, and post hoc reconciliations. It can.
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A truly modern platform would standardize trade data at intake, create better documents upstream, reconcile
commercial and transport facts before crossing, preserve evidence for broker and compliance review, close the file
after crossing, and turn scattered costs into management intelligence. That is not just a better customs broker
workflow. It is a new operating system for cross-border trade.

The U.S.-Mexico corridor is ready for it.

Prepared by Burton Bennett | May 2026 | The Cross-Border Trade Operating System



Appendix A. Representative Standardized Shipment Data Model

The following data model is illustrative rather than exhaustive. It demonstrates the concept of a standardized
shipment record that can unify documents, workflow, costs, and evidence.

Field / Object

shipment_id

client_id / importer_id

purchase_order_number
commercial_invoice_number

source_factory_id / supplier_id

shipper / seller / consignee / notify_party
border_crossing / port_of_entry / route

carrier_name / SCAC / manifest_reference
equipment / trailer / container / seal / driver_reference
line_items]]

compliance_flags[]

exceptions|[]
cost_ledger[]

evidence_graph[]

workflow_state

Internal unique transaction identifier

Customer and importer-of-record identifiers

Buyer PO reference

Supplier invoice reference

Factory/vendor origin of the goods

Core party structure

Movement attributes

Carrier and manifest data

Transportation details

SKU, description, gty, UOM, unit value, extended value, currency,
weight, packages, COO, HTS/classification status

USMCA/T-MEC, PGA, permit, Carta Porte, COVE/MVE support,
DODA readiness

Rule triggered, severity, owner, due date, status, supporting evidence
Cost layer, vendor, estimated cost, actual cost, currency,
capitalization treatment, accounting code

Field, source document, page/region, confidence, competing values,
approval status

Intake, normalization, exception review, approved, exported/filed,
post-entry close, closed

Table Al. Representative data objects within the standardized shipment record.

Appendix B. Exception Taxonomy

Categor lllustrative exceptions

Commercial value

Quantity and weight

Party data

Classification and product master
Origin and preference

Transport data

Mexico digital evidence

Financial file close

Missing invoice total; non-footing line values; currency omitted; price
inconsistency; discount/freight treatment unclear

Quantity mismatch; UOM mismatch; gross/net weight mismatch;
carton/pallet count conflict

IOR missing; shipper/consignee mismatch; supplier/factory
mismatch; addresses incomplete

HTS missing; description too vague; prior classification conflict;
product master not aligned

Country of origin missing; certificate support missing; USMCA/T-MEC
indicator unsupported

Carrier reference missing; SCAC missing; trailer/container/seal
conflict; crossing time absent

Carta Porte data incomplete; CFDI XML missing; COVE/MVE
support absent; pedimento tie-out unavailable

Broker invoice not tied; freight invoice not tied; duties/taxes variance;
pass-through billing gap; accounting export unreconciled

Table B1. Exception categories that turn trade files into actionable review queues.
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Appendix C. Cost Ledger and Reporting Examples

Factory profitability Landed cost and issue rate by source factory, vendor, SKU, and
product family

Lane profitability Cost and delay analysis by route, port/crossing, carrier, and service
level

Carrier scorecard Freight cost, ETA reliability, missing-data rate, accessorials, claims or
rework events

Broker file quality Exception volume, document completeness at intake, resolution
cycle time, file close rate

Capital project imports Acquisition cost, freight, duties, rigging, installation,
electrical/transformer work, commissioning/training, capitalization
support

Working capital Duty/tax timing, freight cash timing, receivables/pass-through

recovery, unapplied or delayed billing

Table C1. Cost intelligence turns customs and logistics data into management reporting.

Appendix D. Sources and References

The following references were used to ground the regulatory and market context of this paper. The platform
architecture and operating model are the author’s synthesis and proposal.

[1] 19 CFR 111.1 — Definitions, including “customs business” and “customs broker.”. Electronic Code of Federal
Regulations, up to date as of May 12, 2026.

[2] HQ H350722 — Online platform; conducting customs business without a license. U.S. Customs and Border Protection
CROSS Ruling, Jan. 16, 2026.

[3] ACE: The Import and Export Processing System. U.S. Customs and Border Protection, Apr. 17, 2026.

[4] ACE CATAIR Cargo Release Chapter. U.S. Customs and Border Protection, Jul. 2, 2025.

[5] ACE DIS Implementation Guide. U.S. Customs and Border Protection, Mar. 12, 2026.

[6] Complemento Carta Porte — Factura electrénica. Servicio de Administracion Tributaria (SAT), accessed May 2026.
[7] COVE FAQs — Ventanilla Unica. Ventanilla Digital Mexicana de Comercio Exterior, accessed May 2026.

[8] Manifestacion de Valor through VUCEM and related 2025/2026 implementation notices. SAT / VUCEM, 2025-2026.
[9] Amari Al — Customs entry automation platform for customs brokers. Amari Al, accessed May 2026.

[10] 2026 Winter Release — Al agents for customs, compliance, and logistics workflows. Flexport, 2026.

[11] DODA Smart — Al-powered customs compliance platform for Mexican trade operators. Freight Technologies /
Fr8Tech, Apr. 7, 2026.
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