The Real ROI of Route Optimization Software: How Top
Brands Cut Delivery Costs by 40%

The Challenge of Rising Delivery Costs

In today's on-demand economy, last-mile delivery has become both mission-critical
and increasingly expensive. Fuel prices, driver wages, vehicle maintenance, and
customer expectations for fast shipping all drive up delivery costs. For logistics
managers, the pressure is on to do more with less—more deliveries, faster and on
time, but with lower cost. This challenge has turned route planning into a key strategic
focus. Traditional manual route planning or static routes often result in suboptimal
routes, empty miles, and inefficient use of drivers, which waste fuel and labor hours.
The result is a bloated cost per delivery that erodes profit margins.

Enter route optimization software. This technology promises to tackle the cost
challenge head-on by algorithmically computing the most efficient routes for fleets.
The potential savings are eye-opening. In fact, top e-commerce and retail brands are
already proving how effective route optimization can be. Global leaders like Shein and
TikTok Shop have managed to cut their delivery route counts and costs by on the
order of 30-40% using advanced route optimization platforms. These dramatic
savings highlight the real return on investment (ROI) that modern route planning
software can deliver. In this whitepaper, we explore how route optimization software
works, the specific ways it slashes delivery expenses, and why investing in these tools
yields a robust ROI for logistics operations.

What Is Route Optimization Software?

Route optimization software (often part of a broader logistics management platform)
is a technology solution that automatically plans and adjusts delivery routes for fleets.
Instead of relying on human planners or static maps, the software uses algorithms and
Al to compute the most efficient sequence of stops and directions for each vehicle. It
takes into account real-world constraints and data such as: traffic conditions, delivery
time windows, vehicle capacities, driver schedules, and more. The goal is to minimize
total driving distance and time while meeting all delivery requirements.

Unlike basic GPS or mapping tools, advanced route planning software can instantly
evaluate millions of route possibilities to find an optimized plan. Modern platforms
even adapt in real-time - if there's a sudden traffic jam or a new delivery order comes
in, the software can reroute drivers on the fly to avoid delays and extra miles. The



result is a smarter routing plan that reduces unnecessary mileage, avoids idle time,

and clusters stops efficiently. Essentially, route optimization software lets logistics
managers dispatch more orders with fewer routes and less driving. For companies

dealing with dozens or hundreds of daily deliveries, the cumulative savings are
substantial, as we'll quantify next.

How Route Optimization Drives Delivery Cost Savings

Effective route optimization attacks the problem of high delivery costs from multiple
angles. By planning better routes and streamlining operations, these systems unlock
savings in several key areas:

Fewer Miles Driven (Fuel Savings): Optimized routes mean trucks drive
significantly fewer miles to complete the same deliveries. By eliminating
zig-zagging and backtracking and avoiding traffic, companies cut fuel
consumption dramatically. Studies find that algorithmic route planning can reduce
total miles driven and fuel usage by around 10-20%. For large fleets, that
translates to tens of thousands of dollars saved on fuel each year. In one famous
example, UPS's Al-powered routing system (ORION) saved 10 million gallons of
fuel annually by shaving off unneeded miles—a clear testament to how smarter
routes reduce fuel costs (and as a bonus, emissions).

Reduced Number of Routes (Labor & Vehicle Savings): Perhaps the biggest
impact is needing fewer routes (and sometimes fewer vehicles) to deliver all
orders. If drivers can cover more stops with optimized sequencing, a logistics
team might go from 10 daily routes to 7 or 8, for example. This is exactly what top
route optimization platforms are seeing—route count reductions on the order of
30-40% in many deployments. Fewer routes means you need fewer drivers on the
road, or the same drivers can finish faster. That directly lowers labor costs (hours
paid, overtime) and also means less wear-and-tear on vehicles (lower
maintenance costs and less frequent vehicle purchases). One industry provider
notes that using such software often lets fleets use fewer trucks and reduce
maintenance expenses, since routes are consolidated. In short, better routing
squeezes more productivity out of every driver and vehicle.

Time Savings and Higher Productivity: By optimizing driver schedules and
eliminating delays, route planning software helps each driver complete their
deliveries quicker. Shorter driving times and efficient routes can cut total delivery
time per route by up to 25-30% according to some reports. This means drivers
have time to handle more deliveries within a shift, or finish early and avoid
overtime. Increased stops per route boosts overall fleet productivity. For instance,



automating routing often improves a fleet's drop-offs per driver per day, lowering
the cost per delivery. One routing software user was able to reduce delivery labor
hours by 20% while still completing all deliveries, simply by driving smarter routes.
Over time, these efficiency gains significantly reduce personnel costs for delivery
operations.

e Lower Failed Delivery and Customer Service Costs: Optimized routes often
incorporate delivery time windows and customer availability, which raises the
first-attempt delivery success rate. Fewer failed delivery attempts mean less
re-routing packages for a second try (saving fuel and labor). It also improves
on-time performance. Some companies using real-time route optimization have
achieved on-time delivery rates of 98-99% for their e-commerce orders, virtually
eliminating customer complaints about late deliveries. This has an indirect
financial benefit: higher customer satisfaction reduces churn and the cost of
service recovery (like refunding shipping fees or handling support calls). While
hard to quantify in pure delivery cost, it's a noteworthy ROI factor - happier
customers and a stronger reputation.

e Administrative and Planning Efficiency: There is also a cost to the manual work
of route planning itself. Without software, managers may spend hours each day
plotting routes, or even require dedicated staff for planning. Automating this
process frees up valuable management time. Planners can focus on strategic
tasks instead of tedious mapping. Additionally, centralizing route planning with
software can eliminate redundant roles if multiple depots each had their own
planner. These labor savings on the back-end planning side contribute to RO,
even if they are not as obvious as fuel or driver costs.

Every one of these areas—fuel, labor, vehicle utilization, customer service, and
planning overhead—experiences improvement with route optimization. The combined
effect is a remarkable reduction in total delivery costs. It's not uncommon to see 20%+
lower cost-per-stop after implementing a good route optimization solution. In many
cases, companies have reported double-digit percentage savings across their
transportation budgets. Next, we'll look at how this translates into real ROI figures and
examples from well-known brands.

Real-World Results: Top Brands Saving ~40% in Delivery Costs

The cost savings touted by route optimization aren't just theoretical—leading brands
in retail and logistics are already reaping these benefits in practice. Let's examine how
some top companies have leveraged route optimization software to drive major
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efficiency gains:

Shein - Scaling E-Commerce Deliveries Efficiently: Shein, the global
fast-fashion e-commerce giant, ships millions of orders worldwide. A big part of
Shein's success is its ability to keep prices (and shipping fees) low, which puts
enormous pressure on its logistics network to be ultra-efficient. By adopting
advanced route planning and delivery management tools, Shein has been able to
handle high delivery volumes without a proportional increase in routes or costs. In
fact, Shein trusts the Finmile route optimization platform to streamline its last-mile
operations. With Al-driven planning, Shein can dynamically consolidate deliveries
going to similar areas and avoid unnecessary trips. This has helped the retailer
cut down the number of delivery routes by roughly a third, saving on fuel and
driver hours. The optimized routing ensures Shein meets tight delivery timelines
(critical during peak seasons or flash sales) while keeping transportation costs in
check - contributing to the 30-40% cost reduction range that top solutions are
achieving.

TikTok Shop - Fast, Sustainable Urban Deliveries: Tik Tok Shop, the
e-commerce arm of the social media phenomenon, is relatively new but rapidly
expanding. In metropolitan areas like London, Tik Tok Shop partnered with Finmile
to optimize last-mile deliveries using efficient algorithms and eco-friendly
methods. By leveraging Finmile's Al route optimization, TikTok Shop managed to
offer same-day or next-day deliveries across the city with far fewer routes and
vehicles than a traditional setup. In one pilot, they introduced electric cargo bikes
for deliveries - the routing software expertly grouped nearby orders and plotted
bike-appropriate paths, resulting in zero-emission deliveries and minimal travel
distance. The outcome was a reported ~40% reduction in delivery costs (thanks
to savings on fuel and van usage) while achieving on-time delivery rates nearing
99% in that city rollout. TikTok Shop's example shows that even as you improve
efficiency and cut costs, you can maintain or improve service levels. It also
underscores an added bonus: route optimization not only saves money but can
advance sustainability goals. By cutting out wasted miles, TikTok Shop saved
money and reduced carbon emissions simultaneously.

Other Early Adopters: Shein and TikTok Shop are not alone. Many
logistics-forward companies are seeing similar ROI from route optimization.
According to industry analyses, early adopters of Al-driven routing and logistics
platforms report an average 15% reduction in overall logistics costs (which
includes warehousing and other costs on top of transportation) and in some
cases up to 30% overall cost savings. Parcel couriers, 3PLs, and retailers large



and small have found that routing software pays for itself quickly. For example,
one catering delivery business in Toronto cut its use of third-party couriers by
50% and reduced delivery labor 20% by using an automated route planner -
saving about $15,000 per month and achieving full payback on the software

investment in just 3 months. These real-world results reinforce that the ROI of
route optimization is not only substantial, but rapidly realized.

Notably, Finmile—the Al-powered logistics platform used by Shein and TikTok
Shop—reports that its clients typically reduce route counts by 29-42% after
implementation. This upper end of savings (around 40%) is what enables
transformative cost reduction in delivery operations. Finmile's success with global
brands demonstrates that the technology can handle complex, enterprise-scale
logistics while delivering consistent ROI. The platform's ability to optimize multi-stop
routes in seconds and continuously improve plans with real-time data is what drives
those high savings percentages. When you consider that Finmile's system is trusted
across five countries by companies like TikTok, Shein, and Nespresso, it's clear that
top brands see route optimization software as a key competitive advantage to control
delivery costs.

Calculating ROI: Understanding the Payoff

For logistics managers making the case for route optimization software, framing it in
terms of ROl is crucial. Return on Investment (ROI) for route software can be
measured by comparing the financial gains (cost savings, new capacity, etc.) against
the costs of the software (license or subscription fees, implementation, training). The
good news is that, as shown above, the savings tend to vastly outweigh the costs.
Let's break down the ROI considerations:

e Upfront and Ongoing Costs: Route optimization solutions are typically offered
as cloud-based software (SaaS). You might pay a monthly fee or annual license.
There could be one-time setup costs or integration expenses to link the software
with your order management systems or telematics. Additionally, some staff
training is needed. These costs are usually small compared to operating costs of a
delivery fleet. For example, if a routing platform costs $2,000 per month but you
operate 20 drivers, even a 5-10% improvement in efficiency can offset that easily
in fuel and labor savings.

e Direct Savings: The most direct ROI calculation comes from the reduction in
operating expenses: fuel purchases, driver payroll/overtime, outsourced
deliveries, maintenance, etc. If prior to software your delivery costs were $100 per



order and afterwards they drop to $70 per order, that's a 30% reduction. Multiply
that by thousands of orders to get monthly savings. Many users find the software
pays for itself within the first year—sometimes within a few months for those
starting from very inefficient routing. The earlier example of $15,000 saved per
month on labor and courier fees versus a software cost of perhaps
$1,000-$3,000 per month yields an ROI of several hundred percent annually. In
essence, every dollar spent on route optimization returns multiple dollars in
savings.

e Secondary Benefits (Soft ROI): Beyond the hard budget line items, there are
softer benefits that nonetheless have financial value. Improved on-time delivery
performance can boost customer loyalty and revenue. Faster routes mean more
orders delivered per day, potentially allowing you to increase sales or take on
more volume without adding fleet capacity. Better route planning can also defer
capital expenditure—for instance, you might avoid buying additional trucks or
hiring extra drivers because your existing resources are used more efficiently.
These avoided costs and enhanced capabilities contribute to ROl even if they

don't show up as an immediate cost saving. Over time, they can be even more
impactful, enabling growth without commensurate cost growth.

When presenting the ROI case, it helps to use concrete numbers. Calculate the
current cost per delivery or per route (fuel, labor, etc.), then apply a conservative
savings estimate (say 15-20% cost reduction). Even at the low end, you'll likely see
that the annual savings dwarf the software cost. In many cases, route optimization
investments have ROI in the triple digits (%) and payback periods of well under 12
months. This is why route optimization software is often described as "low-hanging
fruit" for cost reduction in logistics—it's one of the more straightforward technology
investments to justify, backed by hard data from industry leaders and early adopters.

Implementation Best Practices to Maximize ROI

Achieving the full 40% cost savings potential requires more than just buying software.
Logistics managers should approach implementation thoughtfully to ensure the
technology delivers as promised. Here are some best practices for successfully
deploying route optimization and maximizing ROI:

1. Clean Your Data: Start by ensuring you have good data on addresses, delivery
time windows, vehicle specs, and driver schedules. Route optimization is only as
effective as the data fed into it. Cleansing address data and validating customer
locations will prevent bad routes. Many companies do a pilot in one region to



refine data and settings before wider rollout.

2. Customize Constraints to Your Operation: Work closely with the software
provider (like Finmile) to configure business rules - for example, maximum stops
per route, driver shift limits, vehicle capacity, and any customer-specific
requirements. Tuning the optimization engine to your real-world constraints
produces realistic plans that drivers can actually execute. Off-the-shelf settings
might need adjustment to fit your delivery model.

3. Train and Get Buy-In from Drivers and Planners: A routing solution changes
how your team operates day-to-day. Spend time training dispatchers and drivers
on the new system (often the interface is user-friendly, but change can cause
friction). Explain the benefits—drivers might appreciate that optimized routes
mean less stress and fewer long hours, and dispatchers can focus on exceptions
rather than manual planning. Getting employee buy-in helps ensure the routes
generated by software are trusted and followed.

4. Monitor and Iterate: Once live, track key metrics closely - total miles driven, cost
per delivery, on-time percentage, etc. Most route software will provide analytics.
Use these to quantify the improvements (for example, watch fuel usage drop and
stops per route rise). Also, gather feedback from drivers: Are the routes practical?
Any recurring issues? Continuous improvement is key. Tweak parameters or
update the road network data as needed. The best ROI often comes after a few
cycles of refinement. Remember that Al-powered platforms can actually learn
and improve over time as they see more delivery data, so give the system time to
adjust and don't be afraid to make adjustments for better results.

5. Leverage Advanced Features: Modern route optimization tools come with bells
and whistles that can further boost ROI. Features like real-time re-routing (to
adapt to traffic or last-minute orders), dynamic driver dispatch, and electronic
proof of delivery (ePOD) add value. For instance, if a new high-priority order
comes in midday, the software might insert it into the optimal driver's route
without manual planning - saving an expensive dedicated trip. Make sure to use
these capabilities. Additionally, consider the broader platform: Finmile's solution,
for example, includes fleet management, driver tracking via mobile app, and
emissions tracking. By using one integrated platform for these needs, you
eliminate other software costs and gain synergy (e.g., linking route plans with
actual driver GPS tracking to ensure execution as planned).

By following these best practices, companies can capture the maximum possible
savings and avoid common implementation pitfalls. The experience of industry leaders
shows that when done right, adopting route optimization is relatively smooth and



yields quick wins. Many organizations start seeing tangible improvements as soon as
the first routes are optimized, building confidence in the system and momentum for

wider adoption. The end result is a leaner, smarter delivery operation that continues to
generate ROl year after year.

Conclusion: Turning Logistics into a Competitive Advantage

Route optimization software has proven to be a game-changer for delivery logistics,
transforming what was once a costly, inefficient process into a source of competitive
advantage. The real ROl comes from the fact that route optimization directly
addresses the biggest cost drivers in last-mile delivery. By cutting miles, routes, and
hours, it slashes variable costs in a way that few other initiatives can. Top brands like
Shein and TikTok Shop embraced these tools early and are now enjoying 40% lower
delivery costs and enhanced service levels, setting a high bar for their competitors.

For logistics managers everywhere, the takeaway is clear: optimizing delivery routes is
one of the most effective levers available to reduce costs without sacrificing customer
satisfaction. In fact, it often improves customer experience through more reliable
deliveries and transparency (thanks to features like accurate ETAs and real-time
tracking). The investment in a robust route planning software system typically pays for
itself within months, and continues to pay dividends through ongoing efficiency gains.
Moreover, the benefits extend beyond cost—from reduced carbon emissions
supporting sustainability goals, to happier drivers and customers.

In an era where supply chain disruptions and high fuel costs can threaten the bottom
line, having a finely tuned delivery operation is critical. Route optimization software
empowers companies to do exactly that: deliver more with less. It turns logistics from
a cost center into a strategic asset by unlocking cost savings of 20%, 30%, or even
40% in the delivery process. The real ROl is not just in the dollars saved, but in the
agility and resilience gained. Businesses that deploy advanced route optimization are
better positioned to scale, adapt to change, and outpace the competition on both
cost and service. In summary, investing in route optimization software is no longer just
an option - it's rapidly becoming a logistics best practice for any organization seeking
to thrive in the modern delivery economy. The companies that leverage it are cutting
costs today and building a foundation for sustainable, profitable growth tomorrow.

Sources:

1. Finmile platform results and client savings (route count reduction 29-42%, global



brand adopters)

2. Industry data on route optimization cost impacts (29-42% route savings; 10-25%
transport cost reduction; UPS fuel savings)

3. Paragon/Aptean on typical ROl and cost savings from route planning software
(10-30% expense reduction; rapid payback example)

4. Finmile whitepaper - Al in logistics and route optimization benefits (efficiency
gains, service level improvements, sustainability)

5. TikTok Shop and Finmile partnership announcement - sustainable last-mile
delivery initiative
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