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Building Port Resilience Against Pandemics (BPR) Section 4 - Cargo flow continuity

4. CARGO FLOW GONTINUITY

It is possible that the circumstances created by the pandemic requires the prioritization
of essential port activities to guarantee the supply of essential goods towards the
community and society, and to help contain the pandemic.

This section presents guidelines to guarantee the continuity of the cargo and passenger
flow through the port. The objectives of the section are to be able to:

- Assess and prevent disruption scenarios for cargoes and passengers;
- ldentify legal and financial risks related to these disrupting scenarios; and

- Plan and design appropriate mitigation measures against the disruption of
the flow of cargo.

4.1 Flows of goods

In a pandemic situation, people still need supplies of clothes, food, medicines, medical
equipment, chemical products, and in some cases transportation from one place to
another. These needs depend on international maritime supply chains, which in turn
are heavily dependent on port activities, and on how the flows of goods are conducted
in the ports.

In this regard, it is extremely important to establish actions that ensure that the flow of
cargo through the world's ports remains fluid. Accumulations at warehouses, a lack of
truck drivers, and already imported goods that companies cannot sell, can prompt cargo
owners to leave cargo at the ports. That causes delays and disruptions that become a
bottleneck in the supply chain and trigger new delays or disruptions elsewhere, severely
affecting the movement of food and critical supplies. The reliability of the global supply
chain depends on the continuous flow of goods, especially in the ports. If ports become
congested, the entire system melts down.

Shipping companies and other logistic agents can offer mitigation solutions (e.g.
extended transit times, storage in transit), but the whole port community must be
committed to keeping cargo moving through the ports.

4.1.1 Tracing of goods & people

Supply chain and logistics activities require permanent monitoring and the ability to
track and trace goods, to ensure the secure management of the different logistics
operations, and the monitoring of the location of the cargo until it reaches the final
destination. In port terminals, particularly in container terminals, tracking and tracing
cargo is already an essential activity for the provision of the services.

During a pandemic, tracing of goods and people becomes a critical factor for several
reasons:

- Need to identify and control specific goods, such as food or medical supplies.

- Increased risk of disruptions in the cargo flow and in the terminal operation
systems.
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- Possibility of infected cargo, which would launch a protocol of communications
and inspections all along the affected supply chain. In the case of passengers
or crew, this tracing is even more important: depending on the transmission
rate of the disease, tracking risky passengers in the days after they leave the
port will be key to preventing mass contagions.

Thus, in a pandemic scenario, the Health and Safety Committee, as defined in Section
1, must define the measures in order to:

1. Make sure the tracing system is robust enough

Whether it is in a cargo terminal or a passenger terminal, information systems must be
reinforced to make sure that tracing information is never lost or corrupted.

In small terminals or bulk cargo terminals, the tracing task may rely on very few people
(sometimes on asingle person)and on simple information systems (e.g. an Excel spread-
sheet saved on somebody's computer). In these cases, the technology preparedness
and the staff resilience addressed in sections 2 and 3 are probably easier to implement.
However, it is often the case that tracing is not considered an important issue, which
can lead to breaks in the tracing information.

In big passenger terminals, and container or RORO terminals, with thousands of
passengers embarking and disembarking, or hundreds of different cargo units being
loaded and unloaded in every vessel call, a risk assessment must be conducted to
determine what part of the operations need to be reinforced to avoid disruptions in
the flow of cargo and people and enable tracing.

Risks regarding disruptions to the flow of cargo and people to be
considered in the assessment:

- Unavailability of the person(s) usually in charge of the tracing systems, due
to illness or pandemic-related mobility restrictions

Failure of the information systems, and delay in their recovery, due to the
problems that the pandemic may cause to the IT supplier.

Unexpected change in the operations planning, due to increasing absen-
teeism in the labour force.

Mistakes made by unexperienced staff, who may have to replace absent
colleagues.

Unreliable communications with the health authority, who is responsible
for implementing the healthcare decisions according to International
Health Regulations and the assessment of the Maritime Declaration of
Heath (MDH).

2. Implement additional measures for tracking the goods and people transiting
through the terminal

Depending on the specific features of the pandemic in question, measures may have
to be taken to follow the path of cargo and people for a certain number of days. These
kinds of measures should usually be integrated into a major tracking system such as:

- The shipping company system, when it comes to cargo.

- Health authorities’ tracking procedures, when it comes to people. In this case,
contact detail forms could be mandatory for disembarking passengers and
seafarers.
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Figure 14: Example of a form for passengers from the Spanish Government
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Figure 15: Emergency Centre protocol from the Port Authority of Valencia

Depending on the characteristics of the pandemic, and following health authorities’
guidelines, there shall be designated areas (inside or outside the port) and protocols for
isolation of the goods or for quarantine of people.

Some other conditions or restrictions may be applied, depending on the pandemic
scenario, the health authorities’ instructions, and the content of the Maritime Decla-
ration of Health (MDH), such as:

- Encourage all ship crew to remain on board and not to disembark unless
absolutely necessary or in the event of an emergency (e.g. to seek medical
treatment).

- Deploy a team to conduct a body temperature check at the vessel gangway.

- Provide transportation for ship crew to submit the relevant documents in
person and obtain clearance for shore leave from the Immigration Authority
office, which is usually located outside of the port.
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Figure 16: Example of a Maritime Declaration of Health

4.1.2 Assess potential disruptions of port operations

Port operations are a fundamental component of the cargo flow, and thus need to be
guaranteed in a pandemic situation. Even if the berthing of vessels and cargo opera-
tions may take longer than usual, the cargo flow must not be stopped or slowed down
to the point where the supply chain becomes unsustainable.

It is important to highlight that all the actors in the port community are involved in the
challenge, not only the terminals or the shipping companies; any failure in any part of
the port operations may lead to a disruption in the supply chain.
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A general risk assessment taking into consideration all the stakeholders and factors
must be done prior to the pandemic (in a normal situation), and then must be rapidly
adjusted to the specific situation by the crisis response teams, to guide short term
actions and understand mid-term impact.

Stakeholders to be considered in the assessment

Port agents and Pilots, tugs and Security forces, Terminals,
freight forwarders  mooring companies Customs and access stevedoring
control authorities companies and

pools supplying
labour force

Other port services Port authorities and

(Marpol, fuel Harbour Master

suppliers, etc.) office

Road and Sanitary authorities

railway transport involved in the

companies Border Post Control

The evaluations must not only take into account the main business of the organization,
but also the activity performed by all of its contracted services such as security, mainte-
nance, IT suppliers, cleaning and disinfection, etc.

Different factors must be considered in the assessment, to identify the challenges that
the different stakeholders of the port are facing, and what actions can be taken by the
organization to maximize the collective benefits.
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Disruption factors to be considered in the assessment:

Unexpected absence of key personnel (operations manager, pilot, etc.),
due to illness or civil mobility restrictions.

Unavailability, temporary or permanent, of the information systems.

Detention of vessels at port because of a positive MDH or any sanitary
I ENTN

Delays caused by requirements of any authority (e.g. health department
officials to board the vessel to check ship crew, immigrations officials to
apply restrictions to certain countries of origin, customs to check additional
information on the cargo, etc.).

Exhaustive cleaning protocols of machinery and facilities during the shift
changes.

Restrictions to road traffic.

Accumulation of volumes of cargo at the port, importers being unable to
take the cargo to their warehouses, and the consequent potential collapse
for lack of space.

Machinery failures.

Different methods may be applied to conduct the assessment, such as a risk assessment
matrix, a “what if...” methodology, an FMEA (Failure Mode and Effective Analysis), or any
other analysis chosen by the crisis response teams. No matter the tool chosen, it must
lead to a clear action proposal.

4.2 Priority of goods, facilitation and control measures

Throughout this section, the importance of ports in the supply chain has been empha-
sized, especially in times of pandemics. A pandemic has various repercussions on
society: it has effects on the global population’s health and safety and consequences
for different industries and the economy in general. Therefore, in addition to health
measures and basic support, we must not lose sight of the impact on other activities
that make up the productive, industrial and commercial fabric of a globalized world.

Due to the complexity of the operations and interactions of the productive systems,
it is difficult to establish priorities of some goods over others (consider the different
components that may be involved in the preparation of medicines and application
instruments). Thus, prioritizing the passage of some goods over others is not a simple
decision to make, although it may become unavoidable in a pandemic. This is due to
the emergency supply of goods and components that are particularly vital at that point
in time, and to avoid delays in the delivery time, disruptions in the cargo flow, and
bottlenecks in the supply chain. .

In such a situation, it is possible to take measures to mitigate the effects on essential
cargo such as food, medicines or medical equipment. Due to the implications of these
types of decisions and because they affect multiple interests and previously established
commitments, the establishment of cargo priorities must have a sound legal basis and
be backed by regulatory provisions and/or government decisions that support these
choices in the event of possible claims from those affected.
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A possible priority for loading could be as follows: in locations with container terminals,
a “green lane” may be created to prioritize cargo throughout the entire port logistics
chain, including docking preference of the ship in the queue, availability of pilots and
tugboats, cargo handling, access to trucks, and authorization for vehicles to move
forward. This procedure may be extended to different types of cargo in view of urgent
demands to respond to the pandemic.

4.2.1 Develop profiling matrix for types of cargo

There is a wide range of items moving through ports, and particularly in container
vessels and terminals: fresh and frozen food, agricultural products, clothes, medicines,
electronics, chemicals, paper and industrial supplies that support manufacturing
around the world.

In order to pinpoint the essential cargo that must be specially tracked and prioritized
in the supply chain due to its importance for pandemic management, and to identify
different levels of prioritization, a matrix for types of cargo can be developed.

While food, medicines and medical equipment are always likely to be described as
“essentials”, depending on the kind of pandemic, and its evolution, that simple reasoning
might not be enough. To precisely characterize the different goods according to the
urgency of societal needs, the port must include in its diagnostic analysis the organi-
zations in charge of managing the pandemic. Without the involvement of the national
crisis management authorities, and the health and customs authorities, any attempt to
classify the cargo will be useless.

Needless to say, the initial classification may change over the course of the pandemic,
so the profiling of the cargo must be updated on at least a weekly basis.

If the pandemic is at a stage that is not particularly severe, just two categories may be
identified: essential cargo (admitted through the “green lane”) and non-essential cargo
(subject to regular flow). However, in grave situations, where existing delays and bottle-
necks make it necessary to limit the transit of cargo through the infrastructure, a third
category of temporarily limited cargo may be defined. If this is the case, a mitigation
area should be planned to prevent accumulations in the cargo terminals, as described
in section 4.4.1 below.

Table 4: Example of a profiling matrix for types of cargo

CATEGORY | MEASURES APPLIED | cARGO
Green lane priority 1

I - Highly essential cargo Police escort to the logistic centre {\//Ieendt'”c;?gfs
Starting at 6.00

. Green lane priority Face masks

e Eapemil e Starting at 8.00 Food
Regular lane
Trucks to pick up regular cargo will only Clothes

Il - Regular cargo be admitted into the terminal when
waiting time in the green lane is under DIgElene precicls
10 minutes time
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4.2.2 Ensure transport fluidity of medical supplies and food

A variety of measures may be established in the port to ensure that the movement of
essential cargo is prioritized within port facilities.

In the case of bulk or breakbulk vessels carrying food or medical equipment, it might be
possible to establish rules, in coordination with customs and health authorities, to give
these ships priority in the berthing over the rest of the calls.

In the case of container vessels with many containers and a variety of cargo, this kind
of prioritization for berthing may not be possible due to the difficulty in knowing and
analysing the entire content of the containers that are to be unloaded. Given the
distribution of the containers on board, establishing priority in the unloading operation
may not be possible either. In this case, prioritizing the processing and removal of the
containers with essential cargo once they have been unloaded is technically and opera-
tionally easier and more feasible.

To create the green lane, the following elements must be taken into account:
1. Criteria must be defined as to what is considered essential cargo.

2. Customs authorities must identify the containers belonging to any of the
categories defined previously, and:

- Accelerate the import process of the “green lane” goods, in accordance
with Customs procedures, and in coordination with sanitary inspections
of imports.

- Pass the information on the “green lane” containers to the container
terminals and the port authority.

3. The container terminal must place the “green lane” containers in easily acces-
sible positions for the trucks and the shipment teams in the terminal. This
could be upper positions in the regular piles, or a specific differentiated area.

4. Fast lanes for the trucks picking up and taking away “green lane” cargo must
be arranged at:

- The entry and exit of the port.
- The entry and exit of the container terminal.

Depending on the level of digitalization of the stakeholders and the involved admin-
istration, the tracking of the containers transporting essential cargo may be done
electronically (e.g. identifying the number of the container and the licence plate of the
truck linked to it, and integrating that information in the gate systems of the port and
the terminal), or by physical means (indicating the “green lane” containers with a specific
plate, or a seal, once they have been processed by Customs).

4.2.3 Allocate special cargo clearance area

If required for an easier cargo flow, and if possible given the terminal lay-out, terminals
may allocate specific areas for depositing the “green lane” containers that must leave
the port with the highest priority. These areas must be as close as possible to the gates
of the terminal. There should also be enough staff and machinery enough to feed the
trucks that will be arriving to pick up the containers. Specific gates and traffic lanes may
be set up, to separate “green lane” flow from ordinary flow.

Depending on the pandemic situation, a 24/7 shift might be needed to speed up the
delivery of the priority goods to the population.
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Figure 17: Proposal of a special clearance area at the CSP Terminal Valencia

4.3 Interaction with shipping and cargo interests

4.3.1 Communication with customs & security officers

In light of previous crisis situation experiences, it is strongly advised to create a trans-
parent, agile and proactive method to communicate with the various internal and
external stakeholders. Efforts should be directed at providing clear information on the
status of the port operations, the implemented response systems and contingency
measures, and the care taken of port community members. Additionally, attempts
should be made toimprove the ongoing community commitment and promote dialogue.

A wide variety of communication tools can be used for this purpose. Ports should strive
to ensure prompt, transparent communication with its internal public and strategic
stakeholders. Daily reports should be sent with updates, including the recommenda-
tions of the public agencies in charge of the pandemic response.

More specifically, suitable communication protocols must be designed for the main
actorsin terms of the security and assurance of the cargo flow: customs officers, security
forces, cargo agents, shipowners, etc.

These stakeholders may have special information requirements related to their role in
the pandemic response:

- Customs and security officers must have immediate access to the cargo
tracking systems so that they can track the cargoes under their remit.

- If the cargo or the vessel needs special controls, depending on its origin or
characteristics, agents and the shipowner must be kept up-to-date on the
situation of the cargo/vessel and related requirements.

?TRAIN 0R -11- UN Copyright © 2021
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In these cases, to facilitate the flow of information with customs and security officers on
the one hand, and with cargo agents or shipowners on the other, at least one person
should be designated as the specific point of contact in the organization. These persons
must communicate their role to the stakeholders.

4.4 Storage strategy at operational level

Storage strategy in the port traditionally responds to different requirements:

- Need for storage of excess of cargo when the rate of cargo delivery in the port
is higher than direct delivery by transport modes.

- To achieve economies of scale during shipment of cargo, or during purchasing
of the goods.

- To maintain a reliable source of supply.

Ports establish their storage strategy on the basis of the available space in the port, the
logistics needs of the hinterland, and the pricing policy applicable. However, another
factor must now be included in the storage strategy: the need for extra storage due to
disruptions or bottlenecks in the supply chain during a pandemic situation.

4.4.1 Define specific mitigation areas in the port vicinity

As explained in section 4.1, cargo flow may be disrupted due for different reasons and
there is a need to plan for extra storage.

In ports with no shortage of space available, the solution to this issue is easy: preparing
areas of land close to the cargo terminals as open space cargo storage, with the possi-
bility of raising warehouses if needed.

However, if there is a high level of occupancy in the port, all of the available space will
be needed to resolve issues such as port operation delays and bottlenecks, classifying
cargo types, and special clearance cargo areas; an alternative solution will thus be
required for mid- and long-term storage.

To do this, there is a need to identify well-connected nearby areas, suitable for the
storage of large amounts of cargo, and if possible establish agreements for their use.
The steps taken to do this should be as follows:

1. Identify large areas in the port vicinity with these specific
characteristics:

1. Identify

aroas - Not currently in use;

- No expected usage in the next 2 years;
- Ready for depositing cargo without extensive work required; and

- If possible, located within a maximum of one hour by road or by
train.

2. Contact the landowner, and draw up a written pre-agreement, with
a quick procedure to occupy the plot if needed. If possible, prices and
deadline should be negotiated.

2 el 3. Design the machinery needed to work in the plot, and how to get it
operations there when a pandemic situation hits. This could lead to the over-sizing
of the port machinery. An agreement with a rental company could be
considered.
?TRNN OR -12- UN Copyright © 2021
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As part of the planning of mitigation measures to be implemented, this mitigation area
planning must be updated yearly, with the current availability of land in the vicinity of
the port.

Figure 18: Example of a mitigation area for Valenciaport'

4.4.2 Secure stock and spare parts

The maintenance and repair of the port operations machinery is usually planned on the
basis of a well-functioning spare parts supply chain. However, this might be affected
by the disruptions caused by a pandemic, so a spare parts stock plan must be drafted.
This plan must consider the scenario of maximum demand for the machinery fleet: as
shown above, all of it will be used in the regular operations, plus the operations in the
special cargo clearance areas, plus the machinery needed in the mitigation areas in the
port vicinity.

The planning must consider:
- Maximum number of each type of machine working in all the mentioned areas;
- Criticality of the machines in the supply chain;

- Availability and geographic origin of the spare parts (parts coming from
overseas must be prioritized in the stock)

- Probability of failure and the price of the parts.

Again, as part of the planning of mitigation measures, this spare parts stock plan must
be updated on a yearly basis.

1 Source: San Luis Intermodal Platform
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4.5 Impact on ongoing contracts

Certain clauses in a contract specify when and how the contract can be amended or
terminated. With an amendment, it is possible to add, delete or correct a part of the
contract without completely replacing the contract. This can be helpful if, for example,
the aim is to postpone or reschedule a contractual obligation due to a pandemic, instead
of terminating the contract. Cancelling or terminating a contract could potentially mean
a penalty or having to face a litigation process with the contractor, who could potentially
benefit from a force majeure cause, if applicable.

In the event of the extinction of a contractual obligation (e.g. assistance for an event
that has been called off because of the pandemic), the cancellation of the contract, if
permitted under the agreement or if mutually agreed by the parties, may be the most
favourable outcome for all parties.

However, in a pandemic situation, most of the ongoing contracts have to be executed in
a different way, adapted to the pandemic circumstances, so an agile procedure for the
amendment of the contract is recommended.

Since ongoing contracts are affected by the temporary impossibility or difficulty of
meeting the obligations, legal mechanisms must be foreseen to amend them in order
to:

- Avoid contract cancellation by the other party (contractor);
- Suspend automatic application of penalization clauses in the contract;

- Guarantee the execution of the contract with additional health and safety
measures.

Such an amendment could allow the continuance of the contract, with the least inter-
ruption time possible, minimizing wrongful losses for the contractor and damages to
the contracting company.

4.5.1 Force majeure

Contracts may also have a force majeure clause, or a reference to what is considered
force majeure in the national regulations, which offers a way of terminating a contract
or excusing or postponing some of the parties’ obligations.

In some contracts, a force majeure clause could say that a party does not have to
continue with its obligations under the contract if its performance becomes impractical,
illegal, impossible or inadvisable due to certain events that are outside the control of
either party (such as acts of God, war, or strikes, as mentioned in US laws). Some force
majeure clauses specifically include epidemics or pandemics, and/or events resulting
from governmental laws, regulations or actions. On the other hand, a force majeure
clause may specifically exclude pandemics, which makes it much more difficult for the
parties to use the force majeure clause to get out of the contract.

The European Union defines force majeure as “an event that cannot be anticipated or
which, if anticipated, is too strong to be controlled, i.e. it cannot be evaded through the exercise
of due care such as a natural disaster”; as such, it is debatable whether the unforeseen
and major disruptions caused by a pandemic would qualify as “force majeure”.

Spanish law, however, defines force majeure in a very narrow sense, leaving out
pandemics.
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“The following will be considered cases of force majeure:
a) Fires caused by atmospheric electricity.

b) Natural phenomena with catastrophic effects, such as tidal waves, earthquakes,
volcanic eruptions, land movements, sea storms, floods or similar.

¢) Damage caused violently in times of war, tumultuous robbery or serious
disturbance of public order.”

All of the above shows that a general force majeure clause is not enough to achieve the
aforementioned objectives of allowing the contracts to go on, with reinforced health
and safety measures, and avoiding wrongful losses to the contractor. Tailor-made
clauses are thus recommended.

4.5.2 Legal risk management as a consequence of the effects of a pandemic on
the contracts in force

A pandemic can severely affect the contracts already in force in a port. To mitigate the
undesirable effects, a series of legal measures that could be implemented are proposed
below.

Certain service and supply contracts that are provided successively and whose execution
becomes impossible as a result of the pandemic may be automatically suspended.
Other service and supply contracts where, as a result of the pandemic, the contractor
is delayed in meeting the established deadlines, may benefit from an extension of
the initial term if the contractor offers to fulfil its commitments. For works contracts
that were in force at the time of entry into force of the declaration of the “State of
pandemic”, which have not lost their purpose, and where the pandemic situation makes
it impossible to continue the execution of the contract, the contractor may request the
suspension of the contract from the moment in which the factual situation arises that
prevents the execution of the contract.

The suspension of a contract may imply that the contracting party has to pay the
contractor for the damages and losses suffered by the latter during the suspension
period. Damages for which the contractor may be compensated are the following:

1. Salary costs actually paid by the contractor to the personnel that was assigned
on the date of the declaration of the “State of pandemic” during the suspension
period of the contract.

2. Maintenance costs during the period of suspension of the contract.

3. Rental or maintenance costs of machinery, facilities and equipment directly
linked to the execution of the contract, during the period of suspension of the
contract, provided that the contractor can prove that these could not be used
for other purposes during the suspension of the contract.

4. The costs corresponding to the insurance policies provided for in the contract
that have been contracted by the contractor and that are in force at the
moment of the suspension of the contract.

In order to facilitate the above, in the event of suspension, it is recommended to
draw up a report signed by the contractor and the director of the works or supplies,
which states the factual situation in which the service or supply remains, and, as far as
possible, specify the material and human resources which at that time were affected by
the contract and were not likely to be transferred to other contracts.

Finally, specific, exceptional and urgent regulations can be adopted in order to speed up
and guarantee the execution of the following types of contracts: contracts for medical,
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pharmaceutical or other services or supplies and whose object is linked to the health
crisis caused by the pandemic; contracts for security services, cleaning or maintenance
of computer systems; and contracts for services or supplies necessary to ensure the
mobility and safety of transport services and infrastructure and whose object is linked
to the health crisis caused by the pandemic.

4.6 Financial impact assessment and forecasting

When a pandemic is happening, we may see a downward trend in projected world GDP
growth, and this can be reflected in a disruption of cargo flows. Businesses in all sectors
may be affected and should seek out tools to mitigate the financial consequences. The
port sector must face these challenges and look for opportunities raised by the new
cargo flows.

A good initiative is to model scenarios and the exposure of the organization’s business
model to the impact of changing cargo volumes as well as other revenues, and to the
increase in operational costs and other expenses. The exposure to the financial impact
will be different for a port authority compared to a cargo terminal, a port labour pool
or a freight-forwarder. Therefore, depending on the kind of organization, the resulting
revenue/expenses scenarios may differ even in response to the same pandemic
situation.

Some aspects to be considered:

- Cargo terminal: the cost of the operational mitigation measures (e.g.
cleaning, disinfection, reinforcing PPE, longer shift changes) may be in the
3%-15% range of income, depending on the level of automatization and
digitalization.

Port labour pool: the expenses may grow by 2% due to procurement of new

pandemic-specific PPE, but an increase in the income rate per tonne may
be expected, since more port labour would be required by the terminals for
the same amount of cargo, due to the lower efficiency of the operations.

Port authority, a freight-forwarder, or any organization whose main tasks
consist of administrative work: the main factor to be considered is the
reduction in revenue.

4.6.1 Analyse financial impact and define financial scenarios

It is a good idea to assess the financial risks using the classical tools: identify, categorize
probability and impact, and allocate to modelled scenarios, such as “Level 1 - Minimum
Impact, Level 2 - Severe Impact and Level 3 - Liquidity Crisis”. Suggested parameters:
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Figure 19: Financial impact scenarios
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Mitigation actions should be analysed according to the level of impact predicted as well
as individual business models. However, baseline measures can be considered, such as:

A. Personnel:

- Freeze hiring plans
- Cancel all non-critical training

- Reallocate staff to departments critically involved in execution of mitigation
measures

- Put staff on temporary unemployment (if possible under local labour laws)
- Prohibit overtime

B. Financial stability:

- Defer or suspend investment CAPEX savings and non-regret suspension

- Place new contracting on-hold

- Reconsider and adapt discretionary spending (e.g. marketing, advertising)
- Negotiate extending payment terms with suppliers to reserve cash

- Evaluate cost position and create a mid-long-term blueprint of cost saving
opportunities (e.g. optimize general and administrative costs, run procurement
savings programs, implement zero-based budget, etc.)
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For each scenario, the impact on revenues and expenses and the effect of the mitigation
measures that could be applied should be considered, and the need for credit should
be assessed and compared with the actual credit lines that could be secured by the
organization.

Afinancial risk map should be drawn up, defining the meltdown scenario for the viability
of the company.

In a pandemic situation, to mitigate potential impacts, financial mitigation actions
should be taken and closely monitored and updated on a weekly basis, to determine
the level of impact and the appropriate scenario.

4.6.2 Challenges stakeholders are facing and potential actions

Financial and economic challenges are a tough obstacle for all the members in the
port community. The main actions in that field are performed by the banking sector,
but it is possible to develop accompanying measures to help resolve the issues facing
stakeholders.

First of all, avoiding extra expenses might help port community members in a fragile
financial position. This can be achieved by creating a stakeholder’s procurement and
contracting pool for elements required by all, such as PPE (e.g. facemasks, gloves), fuel,
spare parts, legal counsel, security and cleaning services, etc. The legal entity of the
pool should be defined prior to the pandemic so it can get up and running without any
delay when the time comes.

There are other financial and economic measures that may be taken by the financially
strongest organizations in the port community, such as big shipping companies owning
terminals, or public companies (i.e. port authorities, customs). In any case, the following
measures can apply to third parties (this fact will be considered in the financial scenarios
described in section 4.6.1).

Possible financial measures may include:

Grant deferrals of payment to clients for a period of 6 months, without
applying interests and without the need to guarantee such deferrals.

Grant or extend credit lines to clients.

Delay the invoicing of half-yearly fee settlements in the case of public prices
or the invoicing of services provided to customers in the case of private
prices.

Do not apply the penalties or other consequences that may be foreseen in
the concession or rental titles for failure to comply with the traffic commit-
ments agreed to with the owner of the land, when such failure is due to the
pandemic.

Apply the bonuses or discounts for reaching volumes foreseen prior to the
pandemic scenario, when the client does not reach these volumes due to
the crisis.

Speed up as much as possible the period of payment to suppliers, without
exceeding in any case 30 days from the reception of the invoice.

Design additional bonuses or “ad hoc” structures for the fees and/or private
prices for the users and clients due to the crisis situation.
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4.7 Port disruption scenarios

Port functionality is a relevant aspect of cargo flow, so port-related supply chain disrup-
tions may affect the total supply chain costs due to the increased integration of ports in
supply chains. In particular, disruptions to the operation of container port activity can
be detrimental to international trade and commerce. Previous sections have identified
a list of pandemic-related supply chain disruption threats connected with ports and
developed some guidelines to address these threats.

If a disruption situation emerges, both operational and economic scenarios must be
considered.

4.7.1 Impact of pandemics on port operations

As explained above, common impacts of pandemics on port operations may be:
- Deterioration of workers’ health
- Lack of trained workers
- Delays in operations
- Technological and information system failures
- Traffic and transport restrictions
- Lack of storage space
- Financial difficulties
- Reputational damages
- Detention of vessels at port
- Lack of spare parts

4.7.2 Risk assessment to guide short term actions and understand potential
mid-term impacts

Based on the observed international best practices, it is important to act quickly in order
to prevent the spread of the virus during a pandemic, with a focus on the health and
safety of the port community, while maintaining the port operational. Rapid, transparent,
and proactive communication with the various stakeholders is also key in this aspect.

To achieve that goal, rapid risk assessments must be conducted. Risk assessment must
be aimed at anticipating the effect of disruptions in port operations, considering how
priorities change, and must guide actions that are effective and feasible to implement.
The priority of measures to adopt to ensure the continuity of port operations should
account for the economic impact of such disruptions across a variety of scenarios.

Objectives of a risk assessment:

1. Determine what operations need extra support to maintain cargo track and
trace, and people flow (see section 4.1.1).

2. ldentify the challenges that the different stakeholders of the port are facing,
and what actions can be taken by the organization to maximize the collective
benefit (see section 4.1.2).

3. Conduct a financial risk assessment (see section 4.6.1).

The risk assessment must be done taking into consideration all the stake-
holders and potential disruption factors and must be carried out during
normal circumstances.
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In the event of a pandemic, the assessment must be rapidly adjusted to the
specific situation by the crisis response teams, to guide short term actions and
understand the mid-term impact.

A weekly update of the risk assessment and the measures to adopt is highly
recommended.

A well-performed risk assessment will help:
1. Avoid disruption
2. Mitigate disruption, or
3. Limit the length of the disruption.

4.7.3 Assign business continuity management and develop risk management

As discussed in section 3, in a pandemic situation, organizations try to set up home
offices for administrative staff but find themselves in different stages of implementation.
IT and communications infrastructure limitations pose challenges on some occasions.
The remote work authorization regime has its specific characteristics and varies per
port. Some ports may require their entire administrative workforce to work from home,
while others may deal with the matter on a case-by-case basis.

The organization of operational teams varies according to port size and type of cargo
handled. Some ports may not change their operational workforce, although they may
implement protocols to protect their workers prior to starting and during their daily
activities. Most ports may operate with a rotation system after forming teams A and B,
who do not physically come into contact with each other.

These teams must alternate on a daily, weekly, or fortnightly basis. In larger organiza-
tions, it is possible to reduce the number of people working in teams A and B in order
to create a standby C team. There is an even a more elaborate alternative of operating
with teams A and B, while setting up team C as a pool of multidisciplinary professionals
who can move around different operational areas.

To ensure cargo operations, facilitate the creation of operational stand-by teams and/or
minimize contagion risks, some ports may cease non-essential services to prioritize and
guarantee the continuity of their core port activities (e.g. maritime access, docking, and
cargo operations). Actions should be focused on the core operations such as maritime
access, docking and cargo operations, and mapping out flexible operational measures
to support contingency actions.

To accomplish these goals, the senior management team of the port must appoint or
nominate a person with appropriate seniority and authority, who will choose a close
team to form a Business Continuity Management Team, which will be accountable for
the Business Continuity Management policy and implementation.

This team will also assign specific teams such as:
- Strategic Team, to deliver and update the risk management plan.

- Operational Team, to apply all the port-related measures proposed and
coordinate their application with the operations stakeholders.

- Internal Management Team, to manage human and material resources of the
organization.

- Economic Team, to control the economic impact of the pandemic.
- External Relations Team, to manage communications and media
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Figure 20: Business continuity management
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CONCLUSION

Ports are key actors in global supply chains. Therefore, any disruption, no matter how
small, can have a major negative effect on society. In this respect, as the Chinese proverb
says, “the fluttering of the wings of a butterfly can be felt on the other side of the world.”

The COVID-19 pandemic declared in March 2020 and its resulting impact provide a series
of lessons that could allow ports to be better prepared to respond to pandemic-related
health crisis situations.

Many of the emergency situations stemming from accidents or terrorist acts such as fires,
explosions, kidnappings, floods, etc. are included in a port’s protection and contingency
plans. Preparedness and response plans contain precise instructions for dealing with
different situations in which both the actors of the port community and the local, regional
and national authorities have to coordinate their response. Among the different situations,
many ports include the actions to be taken in the event of a health risk situation caused by
the illness of a seafarer or a port worker.

Based on experience and scientific evidence from the studies carried out, it is important
to point out that nothing should be left to improvisation. This manual presents different
elements to be planned and divides them into four sections, thus serving as a guide on
what should be taken into account in a port. The following topics have been covered: the
definition of the protocols of action in the face of possible emergency situations in a port;
the identification of all stakeholders by evaluating those who should remain in the port and
those who can work remotely; the design of an organization’s decision-making process.

Furthermore, pandemic situations generate a lot of stress and anxiety for the workers,
who are essential for the continuity of port activities. Therefore, it is necessary to establish
fluid communication, to implement measures that protect them and make them feel
protected, and to know at all times how they are experiencing the situation in order to take
the necessary measures to allow them to do their work in the best possible conditions.
Other key players whose situation is complex are the seafarers. In this regard, the manual
provides recommendations as well as protocols of action for the benefit of both seafarers
and port workers.

In addition to the above, the availability and management of technology is another
challenge in a pandemic situation. Technological resources (e.g., applications, processes,
information and communication systems) are designed for an organization under normal
circumstances. However, these design decisions are no longer valid in a pandemic situation
and need to be reconsidered, redesigned and reprioritized. It is important to ensure that
technology, capacity and security measures are in place to support a large proportion of
the workforce working remotely; to implement productivity tools for employees working
remotely; to digitalize processes as far as possible; and to improve IT security and resilience.

Finally, itis crucial to ensure the continuity of the cargo flow and the logistic chains in order
to maintain the supply of goods, including essential goods during a pandemic. Organiza-
tions must carry out risk assessments considering all possible disruptions affecting cargo,
people flow, and all port community stakeholders. Risk assessment enables the design of
action plans in every sphere of the organization: economic, operational, and corporate.
The assessment and action plan design must be done during normal circumstances, and
then quickly adjusted, updated and monitored as the pandemic evolves.
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ANNEX |

Good practices in ports in response to COVID-19

The aim of this annex is to present, through a collection of good practices, the actions
taken by some ports and companies of the port community in the fight against COVID-19.
These examples were collected the first time this TrainForTrade special course “Building
Port Resilience Against Pandemics” was delivered in the month of March 2021. The good
practices identified cover various sections of this manual, ranging from communication,
contingency plans, protocols, measures, etc. This annex compiles useful information,
which could serve as a reference when dealing with a pandemic in a port.

In the context of the COVID-19 pandemic, ports and organizations have implemented
numerous measures to prevent and reduce the risk of infection. These measures can
be classified into three main groups: health, mobility and awareness-raising.

The aforementioned groups report on common sanitary measures that have become
mandatory in many places, such as checking body temperature prior to port entry,
hand washing, placing hand sanitizers in strategic locations, distributing face masks
and encouraging staff to wear them, enforcing a policy of “no entry without face masks”
and posting signs on most office doors.

In addition, mobility-focused measures have been put in place in many ports such as
limiting non-essential visits to pre-approved visiting hours and days, reducing travel,
sending home staff in certain categories to telework, reducing transport capacity, etc.

Figure 21: Example of Guidelines by the Department of Transportation of the Philippines
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Finally, other actions have focused on awareness-raising and communication with
workers and acting in accordance with established standards. In this regard, some of the
main challenges in the ports have been to raise the awareness of people from different
cultural background, including port workers, ship agents, truck drivers, motorists, cargo
agents, etc., who sometimes doubted the existence of COVID-19 or thought that it was a
conspiracy. Some people found it difficult to adhere to preventive protocols, therefore
putting themselves and others at risk.

Although most seem to have followed measures or protocols because of fear of arrest
and prosecution, in the absence of enforcement many did not observe preventive
measures thus becoming a possible conduit for COVID-19 transmission. Ports have
therefore developed information, education and communication materials on COVID-19
following established protocols from global and national health authorities to provide
internal information to staff, as well as maritime notices to seafarers and port workers
and related stakeholders in the maritime sector. Among other objectives, the aim was
to explain the important need for risk assessments, identification of areas of high
vulnerabilities and collective and individual measures.

Apart from the standard behaviour adopted by ports and in line with WHO recommen-
dations, some ports defined particular action plans and protocols. In this respect, it is
important to mention other measures taken by ports directly linked to ships and crew
management. Ships arriving at a port control station were mandated to declare the
health status of all crew and passengers on board. The port authority activated the
emergency medical evacuation plan by calling the health authorities in the event of a
sick person on board.

For the global maritime industry to continue to play a key role in ensuring that essential
commodities such as food and medical supplies reach the population, the classification
of seafarers as key players has been very important. Therefore, it has been vital to
maintain healthy crew changes by taking various preventive measures in these aspects.
Thus, seafarers were declared essential workers to facilitate crew changes in many
countries. Medical support was extended to personnel who were emotionally and
psychologically exposed to the pandemic. Palliative care was also extended to staff and
the seafarers/maritime workers’ association.
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Figure 22: Example of a Marine Notice by the Nigerian Maritime Administration and Safety Agency

Specific examples

As discussed above, ports have implemented several measures based on WHO recom-
mendations, but also specific protocols aimed at preventing and mitigating negative
impacts on port business. Some specific or special measures are presented below.

The first example is from Kigoma Port in Tanzania, which is the gateway to the landlocked
countries of Central Africa and provides goods to consumers through the Central
Corridor. It is a member of the East African Community (EAC) and includes road, rail
and inland waterway networks, all linked to a vast hinterland comprising Burundi, the
Eastern Democratic Republic of Congo and Zambia. To address the many challenges
resulting from the pandemic and affecting trade and transport logistics in the region, the
Central Corridor and the EAC Secretariat initiated an online platform for key stakeholders
to meet and discuss issues related to the Central Corridor and trade facilitation. The
meetings bring together stakeholders from all Central Corridor member states to share
experiences and exchange views on the challenges and opportunities arising from the
pandemic. The platform also provides real-time updates on what is happening in each
of the Member States, especially at each transit or transport node along the Corridor.

Economic and financial mitigating measures were also put in place. With regard to port
charges, several revenue-generating stakeholders have requested a review of payments
of port dues, concession fees, etc. The ports’' responses to these requests varied as local
legislation (e.g. state aid rules) applies. The response also depended on the commercial
relations and governance model of the port.
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Adjustments were made to working conditions in terminals, depots, warehouses,
trucks, railways and barges, which continued operations during the crisis as permitted
by government regulations.

Another specific example is the Nigerian Ports Authority (NPA), which adopted generic
and emergency protocols within port locations to ensure the safety of workers and all
port users and to minimize operations. An emergency response team was set up at
the corporate headquarters, while two teams were formed at each port level: a port
emergency management team and a port emergency response team. However, in an
interesting measure to address the crew change challenges at the ports as a result
of the blockade announced by the Federal Government, the NPA ordered all terminal
operators to suspend all terminal storage fees applicable on shipments (demurrage) for
the duration of the blockade. This was intended to alleviate the burden of the pandemic
on their customers.

Another example is the measures implemented in ports of the Philippines and Malaysia,
countries with a great diversity of islands and a wide range of ports. In these situations,
some measures taken focused on the promotion of short shipping lanes. The essential
activity of ports in supplying provisions, goods, etc., has been pointed out in the manual,
so ports have to define actions to avoid any disruption to supply activities.

Finally, the box below contains instructions given by the Ghana's Port Committee
formed by the Port Authority, Port Users i.e. Ghana Immigration, Port Health, National
Security, Customs, Meridian Port Services and the Ghana Navy.

Measures put in place by Ghana’s Port Committee
Ensure virtual meetings.

Publication and display of educational materials including posters, pull up
banners all over the port enclave.

A Standard Operating procedure document was developed to guide port
users on the measures to prevent the spread of the virus.

GPHA took further steps to provide logistics to transport relevant medical
staff from the Port Health Services and the Ghana Navy.

GPHA to access ships at anchorage to screen the crew members and/or
take samples from people with suspected cases of COVID-19.

COVID-19 emergency response guidelines were in place for port users
including the provision of running water, hand sanitizers, soap, tissues,
thermometer guns.

Contact addresses of the Incident Commanders i.e., Port Health Represent-
atives from the Harbour Masters and Chief Pilots and others were made
available.

All vessels expected to come into the Port of Tema and Takoradi are to
provide information requested on the COVID-19 Medical Form via email
seven (7) days before the Expected Time of Arrival (ETA) of any vessel. Any
vessel that fails to comply is delayed or denied entry into the Ghanaian Port.

This form is sent to the Harbour Master and the Incident Commander i.e.,
the Head of Port Health Services with copies to the Head of Signals and the
Chief Pilot. There is a daily update on the health status of all the crew sent
via email.
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In conclusion, it should be noted that ports have adopted many of the measures
recommended by the WHO such as measures aimed at preventing and reducing
contagion among workers, measures to encourage the use of protective equipment
and compliance with social distancing measures in order to continue port activity.
Ports are essential actors in supplying society’s demand. It is therefore vital that their
activities are not interrupted in the shipment of foodstuffs, sanitary materials, essential
goods, etc. In this respect, all ports are aware of their importance and have therefore
endeavoured to implement special measures to minimize the negative impacts of the
COVID-19 pandemic.
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