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Summary
What this is. One way of working for starting, pausing and finishing operations, the same on every shift and at every workplace. Three times change; everything else stays as it is today.
Why. Productivity reports from January 2024 to July 2026 show 1,664 gang-hours lost to late starts and early finishes, about 645 gang-hours a year. The loss per shift is only a few minutes, which is what makes it a habit rather than an incident.
What changes:
	
	Today
	New

	Afternoon operational start
	15:30
	15:45

	Night break
	05:00 – 06:00
	02:00 – 03:00

	Absence notification
	06:00 – 06:30, no fixed point
	before 06:00 / 14:00 / 22:00, by WhatsApp to the OPS office phone


What stays the same. Clock-in times, shift lengths, the morning and afternoon breaks, pay, and prayer. Prayer is fully respected and is not up for discussion.
What we ask. At the agreed start time the gang is at its workplace with gear ready and productive work begins; work runs to the stop time; breaks start and end on time. Every deviation of more than five minutes is recorded with the time and one reason code.
The point of the reason codes. Of the ten codes, one is the employee. The other nine are planning, equipment, transport, gear, the vessel, weather and safety — the things management has to fix, and cannot fix without a record.
How we will know it worked. On-time start and on-time finish percentages, lost gang-hours split into what CSO controls and what it does not, and the top three causes each week. The first targets are set on the new baseline, not on the historical 1,664 hours.
Where the detail is. Shift times in section 2, definitions in section 3, the reason codes in section 5, who does what in section 8.
1. Purpose and background
Productivity reports from January 2024 to July 2026 show 1,664 gang-hours lost to late starts and early finishes, approximately 645 gang-hours per year. Because each gang has its own Tally Clerk, this figure is already the sum across all gangs.
The recorded figure is not a reliable baseline. Times are not always registered consistently, deviations are not always recorded, and there is no common definition of when a shift starts or stops. The real loss is therefore likely to be higher. This procedure first creates one definition and one registration method, then introduces leadership and planning measures, and only then moves to consistent follow-up.
The loss per gang-shift is small, estimated at a few minutes on average. This indicates a structural habit rather than individual incidents, which is why the approach focuses on preparation, handover and consistent registration.
Operational Excellence starts with the basics: starting on time, working according to agreed standards, and finishing at the agreed time. To continuously improve our operational performance, these basic principles need to be clear, understood and consistently applied across all shifts.
As part of our continuous improvement journey, we are reviewing our start and stop process to identify opportunities to improve operational readiness, coordination and the effective use of available working time.
The objective is to create one clear and practical way of working that supports employees and supervisors in preparing, starting, handing over and completing operations effectively.
By creating clarity, improving our way of working and measuring our progress, we can learn together and continuously improve our operational performance.
Small improvements in the way we work every day create the foundation for Operational Excellence

2. Current shift times
2.1 CSO operational shifts

The morning shift still stops at 15:30 and the afternoon shift now starts at 15:45. The quarter of an hour between them is Asr, which falls at 15:30 and is planned at fifteen minutes. Operations are otherwise continuous; this is the one planned interruption in the day, and it is prayer rather than a gap in the roster. 

The paid preparation time is used for work allocation, toolbox talk, receiving instructions, PPE preparation and movement to the assigned workplace. At the operational start time, employees are expected to be at their assigned workplace, prepared and ready to start the operation. See table below for a clear overview.
For the afternoon shift, the preparation period also includes the planned Asr prayer period from 15:30 to 15:45.

	Status
	Shift
	Clock in, paid time starts
	Operational start
	Operational stop
	Change

	Current
	Morning
	07:00
	07:30
	15:30
	

	New
	Morning
	07:00
	07:30
	15:30
	No change

	Current
	Afternoon
	15:00
	15:30
	23:30
	

	New
	Afternoon
	15:00
	15:45
	23:30
	Operational start moves from 15:30 to 15:45

	Current
	Night
	23:00
	23:30
	07:30
	

	New
	Night
	23:00
	23:30
	07:30
	No change



Short break for 12 hour shifts
Employees working a 12 hour shift may use the 15 minute period from 15:30 to 15:45 as a short break, where operationally possible. This provides an opportunity to use the restroom, get refreshments, or take a short rest before continuing their duties.
This short break is specifically intended for employees continuing on a 12 hour shift and does not change the standard break arrangements applicable to the regular morning, afternoon and night shifts. See table below for one clear overview.

	Status
	Shift
	Hours
	Break
	Change

	Current
	day
	07:00 – 15:30
	12:00 – 13:00
	

	New
	day
	07:00 – 15:30
	12:00 – 13:00
	No change

	Current
	afternoon
	15:00 – 23:30
	19:00 – 20:00
	

	New
	afternoon
	15:00 – 23:30
	19:00 – 20:00
	No change

	Current
	night
	23:00 – 07:30
	05:00 – 06:00
	

	New
	night
	23:00 – 07:30
	02:00 – 03:00
	Break changes from 05:00 – 06:00 to 02:00 – 03:00

	Current
	third party, 12h night
	19:00 – 07:00
	19:00 – 20:00 / 05:00 – 06:00
	

	New
	third party, 12h night
	19:00 – 07:00
	19:00 – 20:00 / 02:00 – 03:00
	Second break changes from 05:00 – 06:00 to 02:00 – 03:00



2.2 Prayer times
Prayer is fully respected and is not subject to discussion. How prayer times relate to shift changes, breaks and start and stop times needs to be reviewed.
Prayer is taken at the workplace wherever that is practical, so that the gang is not away from the vessel longer than the prayer itself. Fifteen minutes is enough for prayer and the walk to and from it, and that is what is planned for. Where a prayer falls close to a break, the two are taken together.
2.3 Transport
Transport of employees to and from the workplace is part of the start and stop process. The Transport Department can be involved in this project where bus timings no longer match the shift and start times.
SV2 and SV3 have to be at the terminal before the rest of the shift, because allocation and the toolbox talk happen before clock-in. Their transport therefore leaves earlier than the general bus. Number of SV2 and SV3 who need the earlier run, and the times: number not confirmed but is number a show-stopper? What time do the SV2/3 need to be at the terminal?
Many expat employees, including SVs, live in CSO accommodation and use CSO transport to the terminal. Depending on the final start-up arrangements, SVs may need to be picked up earlier. Other transport-related points may come up during the project and will be discussed with the Transport Department when they arise.
2.4 Access to the workplace
The means of access to the vessel determines how quickly a gang reaches its workplace and is therefore part of the start and stop process.
As a general rule, personnel access the vessel via the gangway whenever it is available and safe to use. A man basket is an alternative means of access only where the gangway cannot be used safely or is otherwise unsuitable – for example where the vessel’s manhole is obstructed by cargo, or where direct access would present a safety concern. For barge vessels a man basket is often the more practical and common method of access, given the nature of the operation.
Agreed rule:
A man basket should not be used when the cargo hold can be safely entered and exited via the normal access route. Operations Supervision will determine when the normal means of access cannot be used safely. In such cases, the use of a man basket may be permitted as an alternative means of access.
Safety and practicality guide the choice of access method in all cases. Where the means of access delays the first productive action, the delay is recorded under code O (operational preparation) or code S (safety), depending on the cause.
3. Definitions

To create a clear and consistent way of working, the same definitions for operational start, stop and break times apply across all shifts. The purpose is to ensure that everyone has the same understanding of what each agreed time means and how it should be applied in daily operations.

	Term
	Definition
	What this means in practice

	Pre shift preparation
	Paid preparation time between clock in and the operational start.
	This time is used for work allocation, toolbox talk, instructions, PPE preparation and movement to the assigned workplace. The gang uses this period to be fully ready before the operational start.

	Operational start
	The time at which productive work starts.
	At the agreed operational start time, the gang is at the assigned workplace, with PPE on, gear and equipment ready, and productive work starts. Arrival at CSO, attending the briefing or travelling to the workplace does not count as the operational start.

	Late start
	Productive work starts after the agreed operational start time.
	07:30 means productive work starts at 07:30. The same principle applies to the afternoon and night shifts. There is no additional tolerance period.

	Scheduled break
	The agreed period during which productive work is paused.
	The break starts and ends at the agreed times. Employees organise their return so that they are ready to resume productive work when the break ends.

	Late restart
	Productive work resumes after the agreed end time of a scheduled break.
	If a break ends at 13:00, productive work resumes at 13:00. The same principle applies to all scheduled breaks.

	Operational stop
	The agreed time at which productive work stops.
	Productive work continues until the operational stop time. Where operations continue, the work is handed over at the workplace to the incoming gang.

	Early finish
	Productive work stops before the agreed operational stop time without a recorded operational reason.
	Preparation for leaving the workplace does not start before the operational stop time.

	After operational stop
	Activities that take place after productive work has reached the agreed stop time.
	Removing gear, leaving the vessel or workplace and returning to the clock take place after the operational stop time.

	Deviation
	A late start, late restart or early finish compared with the agreed operational times.
	The actual time and reason are recorded. This information is used to understand causes, identify improvement opportunities and support continuous improvement.



4. Tally Clerk registration protocol
For every gang and every shift the Tally Clerk records:
1. Gang, vessel and hatch or workplace.
1. Time of the first productive action and time of the last productive action.
1. Break stop and restart times.
1. Every deviation of more than 5 minutes, with the actual time and one reason code (section 5).
Times are recorded to the minute, factually, without rounding and without interpretation. The Tally Clerk records what happened; explanations are added by the SV. The record is handed to the SV at the end of the shift.
The Tally Clerk is part of the gang and is subject to the same start and stop definition as the rest of the gang. Presence at the workplace is assured by the SV who runs that vessel; for the delivery tally this is done by the Delivery Supervisor. The SV allocates the Tally Clerk together with the gang during the pre-shift window and confirms at the operational start that the Tally Clerk is at the workplace. If the Tally Clerk is not present at the start, the SV records the actual time and the reason, and the deviation is coded in the same way as for any other gang member.
Registration location: current tally sheet / production report, with a dedicated start–stop section (format to be confirmed). Longer term: timestamp of the first and last move via MTN handheld, so registration becomes automatic and independent.
5. Deviation reason codes
	Code
	Category
	Examples

	E
	Employee related
	Late arrival, absent without notice, leaving the workplace early

	P
	Manpower planning
	Late allocation, missing replacement, gang incomplete

	Q
	Equipment (CSO)
	CSO equipment not available or not ready, breakdown, operator missing, MHC daily check by TDC running into the operational start

	T
	Transport
	Transport to or from the workplace late or not available

	O
	Operational preparation
	Gear not ready, unclear instructions, stow plan or documents not available

	C
	Customer / vessel related
	Vessel not ready, hatches closed, shifting cargo, poor stowage, vessel crane or vessel gear not ready or not safe to use, ship's crew, cargo or trucks not available

	W
	Weather
	Rain, wind or visibility stoppage

	S1
	Safety – unsafe condition
	Work stopped until a risk is mitigated

	S2
	Safety – incident
	Operations stopped following an incident

	X
	Other
	Comment mandatory



Codes E, P, Q, T and O are controllable by CSO. Codes C, W, S1 and S2 are reported separately, so the KPI reflects what CSO can influence.
Q covers CSO equipment only. A vessel crane, vessel gear or any other equipment belonging to the ship is coded C. Coding it Q would count the vessel's downtime as our own, which is the opposite of what the figures are for; the productivity report already separates a CSO crane breakdown from a vessel crane breakdown, and the codes now follow it.
S1 records work stopped because a condition was unsafe, before anything went wrong. It is never counted against the gang and is never a reason not to stop. S2 records a stoppage following an incident.
The Tally Clerk records the fact and the time; the SV assigns the reason code. The Tally Clerk is not expected to know the cause of a planning or equipment issue. Where the cause is not visible at the workplace – a late allocation or a missing replacement, for example – the Tally Clerk records the time and leaves the code open, and the SV completes it when the record is handed over at the end of the shift.
6. Leadership and planning measures
Before asking the teams to start on time, leadership and planning must ensure the teams can start on time. The proposed pre-shift timeline for the morning shift:

GSVs work through to the end of their shift. The handover at 06:30, 14:30 or 22:30 is a handover, not the end of the outgoing GSV's day; they remain on the terminal until the operational stop.
After the handover, the outgoing GSV goes on the quay / yard to check that the outgoing shift continues working until the stop time and hands over at the workplace. The same structure applies to the afternoon (handover 14:30) and night shifts (handover 22:30).

	Step
	Morning
	Afternoon
	Night
	Responsible

	Absence deadline — all notifications in, own staff and third party (section 7)
	06:00
	14:00
	22:00
	outgoing GSV

	Handover meeting — SVs of the outgoing shift stay at their vessels or workplaces
	06:30
	14:30
	22:30
	incoming / outgoing GSV

	Allocation finalised, including replacements for reported absences
	06:45
	14:45
	22:45
	incoming GSV

	Clock in — SVs present in the canteen, allocating on arrival
	07:00
	15:00
	23:00
	SVs

	Toolbox talk — general first, then per vessel or work area; PPE and gear prepared
	07:00 – 07:25
	15:00 – 15:25
	23:00 – 23:25
	SVs

	Canteen cleared, everyone moving to the assigned workplace
	07:25
	15:25
	23:25
	SVs

	Planned Asr prayer period
	—
	15:30 – 15:45
	—
	employees

	Operational start — productive work begins at the workplace, PPE on, gear ready
	07:30
	15:45
	23:30
	SVs / gang



Common principle for all shifts
Operational start means start of productive work, not departure from the canteen or arrival at the workplace.
7. Sick leave notification
Absence notification and manpower planning
To ensure that manpower shortages are known and addressed before the shift handover and allocation, the absence notification process has been revised. The new deadlines provide the outgoing GSV with sufficient time to adjust the planning for the incoming shift before the handover takes place.

	Item
	Current situation
	New agreed standard
	Reason for change

	morning shift absence notification
	Absences can be reported between 06:00 and 06:30.
	All absences must be reported before 06:00.
	Gives the night GSV time between 06:00 and the 06:30 handover to adjust the day planning and arrange replacements where required.

	afternoon shift absence notification
	No fixed deadline aligned with the handover.
	All absences must be reported before 14:00.
	Gives the outgoing GSV time to adjust the afternoon planning before the 14:30 handover.

	night shift absence notification
	No fixed deadline aligned with the handover.
	All absences must be reported before 22:00.
	Gives the outgoing GSV time to adjust the night planning before the 22:30 handover.

	Notification method
	Absence notification can depend on which person receives the information.
	One dedicated phone remains in the OPS office. All absence notifications are sent by WhatsApp to this number.
	Creates one communication point and a time stamped record of each notification.

	Third party, day shift
	The supplier reports the expected attendance and absences each morning, for example around 05:50. The information is cross checked against the supervisor's count.
	The supplier reports confirmed attendance and absences before 06:00.
	Allows manpower gaps and required replacements to be identified before the handover and clock in.

	Third party, night shift
	Existing supplier notification process applies, without a fixed deadline stated here.
	A fixed notification deadline is applied sufficiently before the 20:00 night shift to allow replacements to be arranged in advance.
	Prevents manpower shortages from being discovered only at clock in.



Absence known → planning adjusted → handover → final allocation → clock in → operational start

8. Roles and responsibilities
	Task
	Tally
	SV1–SV4
	GSV
	Planning
	Project owner

	Allocation ready before clock-in
	
	R
	A
	R
	

	Check attendance at clock-in
	
	R
	A
	
	

	Identify missing employees
	
	R
	A
	
	

	Arrange replacements
	
	R
	A
	R
	

	Gang ready and working at start time
	
	R
	A
	
	

	Record start, stop and deviations
	R
	A
	
	
	

	Verify records and add explanations
	
	R
	A
	
	

	Daily deviation summary per shift
	
	
	R
	
	A

	Follow-up of deviations in the shift
	
	R
	A
	
	

	Weekly consolidated reporting
	
	
	
	
	R/A



R = responsible (executes), A = accountable (ultimately responsible). The GSV is accountable for the shift. Policy decisions (shift structure, sick leave rules, supplier agreements) are taken by the Operational Manager.
Where there is disagreement about which code applies to a deviation, the GSV on duty decides and that decision stands. Attribution is not only a statistic: a code C can support a claim towards the vessel, so it needs one person who settles it within the shift.
After the introduction period, the SV addresses employee-related deviations (code E) directly with the employee. Repeated cases are passed on to the Operational Manager and HR, who decide on any follow-up in line with existing CSO and HR procedures. The project provides factual data; it does not define sanctions.
9. Daily deviation reporting
Reporting follows the line, so that ownership stays with the GSVs and SVs who run the shift:
1. Tally Clerk → SV: records handed over at the end of the shift.
1. SV → GSV: records verified and explained per vessel.
1. GSV → project owner: daily summary per shift: number of gangs, on-time starts, on-time finishes and lost minutes per reason code.
1. Project owner → PMO and Operational Manager: weekly consolidated overview by shift, crew and cause, so trends and actual root causes become visible.

10. Measurement and review
	KPI
	Definition

	On-time start %
	Gang-shifts with first productive action within 5 minutes of the operational start

	On-time finish %
	Gang-shifts with last productive action within 5 minutes of the operational stop

	Lost gang-hours
	Total per week, split into controllable (E, P, Q, T, O) and non-controllable (C, W, S)

	Main causes
	Top three reason codes per week

	Shift comparison
	Morning, afternoon and night; crews A, B and C



For third-party labour, the start and stop KPIs are added to the existing monthly operations KPI report rather than a separate report.
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