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CONTEXT



CONTEXT

VUCA
•  Volatility
•  Uncertainty
•  Complexity
•  Ambiguous

CRISIS

Different types of threats that test the capacity to confront 
crises by promoting adaptation and improvement in the 
organization and understanding of the resources we have 
to face them, both financial and human.



BLACK SWAN - PROBABILITY

We must conclude that it was a 
predictable event.

Nassim Nicholas Taleb

GRAY RHINOCEROS - ATTITUDE

Michele Wucker

Sometimes we are aware of a threat and 
understand the likelihood of its occurrence, 

but we choose to ignore it.

CONTEXT



CONTEXT

Where is the certainty?



CONTEXT

....what we can manage.....for 
the rest we make plans



CONTEXT

344 single-point failure challenges or risks for 
deployment

Some key components with 140 mechanisms, 
almost 40 hinge assemblies, 8 deployment 
motors, approximately 400 pulleys, and 90 
cables.

Only one process had 210 failure points.

JAMES WEBB : CHALLENGES / ACTION PLAN



CONTEXT

Each Business Unit

Our own microcosm 

Feet, mind, and heart on 
the ground

We work on familiar 
ground



CONTEXT

LEADERSHIP



LEADERSHIP - Mindset

Vicarious learning is the acquisition of 
knowledge through indirect sources rather 
than explicit teaching.

To address some situations, especially those 
that are too sensitive to use trial and error, 
vicarious learning can be applied.

Team members share any information obtained 
at the regular meeting. This ensures vicarious 
learning during the crisis.

Integration of diverse views
 

Promoting a Collective Learning



What

Who

When

Where

Why

Focus: Identification 
and description
• Objectives.

• Systematization:

o Protocols.

o Guidelines.

2016:

What

Who

When

Where

Why

How

What for

Focus: Process
• Emphasis on understanding and management.

• Deeping.

• Continuous improvement.

2022 & Beyond:

The value of inquiry: The significance of asking ourselves 
good questions

LEADERSHIP - Questions



LEADERSHIP – Team Work
Enabling Questions for Possible Scenarios and in a Team

Co-construction Co-care



LEADERSHIP - Skills

✓ Promote team cohesion.

✓ Permanent reflection.

✓ Generate mutual support.

✓ Focus on adaptation.

✓ Do not lose sight of long-
term objectives.

Leader’s Role: A journey to excellence and teamwork



LEADERSHIP – Step by Step

• James Clear, the author of 'Atomic Habits,' posits the premise that 

making small adjustments to our daily lives can lead to massive 

transformations.

• Improving by 1% in something every day, by the end of the year, 

the result will be that we will be 31% better.

Achievable goals,
that are played out in day-to-day life to advance in cultural 
change.

Achievable challenges with a focus on the process

We need to Sustain the Cultural Change



Untill now….

• In a VUCA context we need to standardize.

• We are familiar with our operations.

• Alignment of criteria is not delegable.

• Participatory observation and co-construction are vital.

• We require follow-up and monitoring.

• The operation is being carried out minute by minute.

• We need to progress with challenges that are already in the present.



CONTEXT

STRATEGY



STRATEGY
Governance

Control Autonomy

Engagement

Co-construction

R
elationship

Targets 

Establish a close relationship with the Business Units, supporting their annual development through co-
construction; enabling them to exercise their autonomy while maintaining control and monitoring of their 

actions and progress in the process.



STRATEGY - Cultural Change in our Sustainability Pathway
Safety and Socio-Environmental Management Storyline

Board 
Commitment 
Mandatory 

Safety 
Management

Definition of 
Safety 

Standards and 
the Leadership 

Role

Incorporation 
of Safety 
Culture in 

Operations

High Potential 
Incident 

Management

Board 
Commitment 
Mandatory 

Socio-
Environmental 
Management

Focus 
Definition and 

Socio-
Environmental 
Management 

Begins

Management in the 

4 focuses and 

Environmental 

Initiatives

Spills Diagnosis 

Project 

Safety and 
Socio-

Environmental 
Support Plan

20192015 2016 2017 2018 2020 2021 2022

OUR 

PEOPLE

OUR 

ENVIRONMENT
OUR 

COMMUNITY

Operational Excellence

Management 2023

Cultural transformation

Growing need for leadership

ProactiveReactive

Sustainable Development

Clear objectives Universal alignment Collective commitment

Risk



STRATEGY
Aligned with the sustainability strategy



STRATEGY

Operational Crisis Support

Share best practices and 
generate opportunities 
for knowledge sharing 
and training

Monitoring operational 
management information 
(Safety, environment and 
other), under a single and 
reliable view for Ultramar

Assess management and 
work plan progress

Normalize and intervene 
units that are 
underperforming or in 
operational crisis

Continuous Training 
& Advisory

Analyze & Report

Assessment & Audits

Work Strategy

4 FOCUSES

Advisory Role



STRATEGY

Leadership Standards & 
Culture

Culture 
Maturity 

Levels

Middle 
Management HousekeepingPermits

SAFETY MAINTENANCESOCIO-ENVIRONMENTAL

Integration of the 4 focuses



STRATEGY

4 focuses

✓Work plans

Operational Excellence Normalization Plan
• Close Normalization Plan
• Critic Normalizarion Plan

Special projects
• Decarbonization / Carbon Footprint

• Ultraport Maintenance - Neltume 
Chile

• Middle management

Assessment and Progress Monitoring

Reportability
• New world class platform
• Theoretical and Regulatory Framework
• Integrated Evaluation
* 100% of Neltume Ports reports – VBT should start reporting in 2024

Work Strategy

• Spills
• Drugs – Security
• Technical

Competencies

Learning Community

• Best practices
• Training

Strategy for different work levels



STRATEGY

Safety:

Environment:

Maintenance:

Base Short Term Medium Term Long Term

2016 2021 2022 2023 2024 2025 2026 2028

Installation of guidelines, 
processes and protocols

Focus and depth with close 
normalization plan 360° Leadership

2018 Guidelines and 
protocols

Zero Impact
Decarbonization

2020 Spill’s 
Pilot Project

From corrective to preventive
Equipment availability

Maintenance of major equipment 
and infrastructure Asset Management

Processes
Awareness

Advancing in cultural maturity

Advancing in cultural maturity

Reactive Proactive
Collective Care

Self Care

Innovation

Cultural change journey

A projection that will allow us to move towards cultural maturity



STRATEGY
A systemic view that allows to see the integrality of the problem

Everything is 
interconnected 

Dive what 
underlies

Patterns and 
archetypes

From linear to circular

Everything is in 
movement

Embrace complexity

Leverage point 

Identify the causes 

We are nature
Three-dimensional 

view

Overcoming 
reductionism 

From the 
interpretations the 

new emerges 

From interactions the 
new emerges 

We are 
interdependent 

Mental models 

Synthesis between the 
parts and the whole



STRATEGY
Organizational interdependence and top management alignment 

An integrated vision of the operation that enables us to comprehend the issues, taking into account all 
the factors that may be influencing the system (operation) simultaneously, their interconnections, and 

how they impact one another, to collaborate effectively and in accordance with their criticality.



STRATEGY

Annual Work Plan
Each BU will have: 

• Sample card.

• Consultant review and feedback of 
work plans 2023.

• Middle Year Review of work plans.

Follow up & support

Field Visits
• Between one and two visits during the year; at 

the beginning and in the middle of the 
accompaniment.

• Objective: to meet BU and review progress.

Workers

Middle 
Management

Senior 
ManagementWork will be based on a Gantt chart between March

and November 2023.

Focus of the work plan:

• Gaps Assessment 2022

• Performance 2022 – 2023 in safety, environment
and maintenance.

• Monthly work meetings with CEO and internal BU
team.

Applied Governance: Control & Follow up, Engagement, Co-Construction



STRATEGY

• Consultant review and 

feedback of work plans 

2023

• Middle Year Review

Field Visits

• Visits until date

Annual Work Plan

Follow up & support

• State topics for which 

support is needed to fulfill 

the annual plan or others.

• Monthly work meetings 

with CEO and internal BU 

team.

2 5 1 4

Intervention

CuCon Acid & 
Fire

FatalFatal FatalFatal

1 1 1 11 3 1 11

Intervention Completed / Proactive Partially completed / 
Need more Support

Not performed / delivered In progress

1

Framework  - Dashboard 

2023: 100% Neltume Ports LATAM
2024: 100% Neltume Ports, including Tidal and VBT.



Fatal Events – Not work –related accidents

Work with People and Sustainability Management:

✓ Occupational Health - Quality of Life.
✓ Preventive Health Exams.
✓ Pre-Employment Exams for Critical Positions

Natural causes – Health

Call to the units to collaborate with their teams:

1. Mobilization on Road Safety issues - 06.09.23
2. Sharing best practices in Road Safety - 06.13.23
3. Training and practices for preventing traffic accidents - 

07.18.23

Traffic Accidents - Road Safety

STRATEGY - SAFETY

Case:
TPA – K’umara Room
• Physical conditioning 
• Kinesthetic care
• Health plan measurements



CONTEXT

INICIATIVES
2023 - 2024



INICIATIVES

FOCUS
Knowing what we have to 

do and doing it well.

DEPTH
“Keep the good and change 

everything else”.
Humberto Maturana

Simplifying the complex



INICIATIVES
Our model – problem dimentions 

PROBLEM 
DIMENSIONS

MODEL

Planning and 
scheduling

Effective
communication

Personal
Skills

Maintenance

Contingency
management

Risk monitoring 
and continuous 
improvement



INICIATIVES
Conceptual Framework

Annual Action Plan 
Progress

2023

Operational Excellence Leadership Model 2.0.

Incident Investigation Process.

Findings Assessment 2022

Annual Work Plan.

“Living the Number”.

Predictors.

Daily Operative Planning.

Integrated Evaluation=  (Assessment result) -  (safety/environmental performance)

Focus & depth 2024

• Middle management – Supervisor’s role.

• Technical skills training.

• Asset management.

• Operational Processes.



INICIATIVES - Processes
The importance of the systemic approach

To work towards Operational excellence, the first step is to recognize how we do what we do, having a 
systemic view, and incorporate it into a process of continuous improvement.

Detailed mapping of 
all operational 
processes  and 
critical risks

Cross-check with 
incidents in the 
operation

Find all root causes

Develop an action 
plan for the 
different causes of 
the investigation

Continuous 
Improvement

Tools/equipment Maintenence

Competencies Training



Detailed mapping of 
all operational 
processes  and 
critical risks

Standardization of critical risks by business line and 
their mitigation controls

✓ From the point of view of the processes
✓ Operational reality of each line of business

Height Crushing Run-over
Confined 

Spaces

Contact with 
Hazardous 
Substances

Entrapment
Contact with 

energy
Fall of person 

into water
Ropes cutting Collision

INICIATIVES - Processes
The importance of the systemic approach



In this regard, we have been working on two projects in 2023, aiming to strengthen our systemic perspective in processes

TPC – Ultraport Coquimbo case (WIP) Bulk Cargo Transfer Operations (WIP)

Purpose
Collaborative work between ports that seeks to optimize our processes in 
order to avoid incidents in loading and unloading operations and mitigate 
their impacts if they occur.

INICIATIVES - Processes
The importance of the systemic approach



INICIATIVES – Spills Project 
Results and evolution of Ultraport Angamos intervention 2022 - 2023

January 2023 July 2023

Evolution of the Maintenance Workshop



INICIATIVES – Asset Management

Maintenance
Maturity

Main 
Assets

Maintenance 
Costs

Contractual 
Terminals and 
Stevedoring

Service 
Reliability

Competitiveness

M
an

ag
em

en
t 

fr
am

ew
or

k
Asset Management approaches

Stage 1:
• Neltume Ports Chile: Port Terminals and 

Ultraport.

Stage 2:
• Chile: Puerto Coronel.
• Argentina: TPR.
• Uruguay: Montecón, TGU, Ontur, Suatilco.
• Brasil: Sagres.
• USA: Tidal, VBT.

Stages of Asset Management 
Implementation



INICIATIVES – Asset Management

Focus 1:
Mobile 

Equipment.

Focus 2: 
Semi Mobile or 

Fixed Equipment

Focus 3: 
Processing or

Transfer Facilities

Focus 4: 
Maritime

Infrastructure

Focus 5: 
Land

Infrastructure
and Utilities

Fleets: ReachStacker,
Top Lifter, Front Loader,
Forklift, Terminal Tractor.

Fleets: Mobile Crane,
STS, RTG, Fixed Crane

Transfer Facilities: Acid
Plant PMEJ, Bulk Solid
Transfer PMEJ, Bulk Solid
Transfer TGN.

Maritime infrastructure:
Buildings, Berthing front,
Berth, Finger Pier, Mooring
dolphins, cathodic
protection

Land Infrastructure and
Utilities:
Warehouses/storage,
Buildings, Unpaved Yard, 
Asphalt Streets, Paved Yard

5 focuses of asset management



INICIATIVES – Asset Management

REACTIVE PREVENTIVE

PROACTIVE

STRATEGIC

Level 1 Level 2

Level 3

Level 4

ASSET 
MANAGEMENT

Level 5

LEVEL 5

LEVEL 4

LEVEL 3

LEVEL 2

LEVEL 1

Asset-Based 
Management (Level 5)

Target level considered for this project

Mining

Energy Industry (thermal power plants 
and refineries)

Reference for focus 1: Mining 
Development Contractors

MATURITY LEVEL 
REFERENCES

Reference for focus 3: Mining Process 
Contractors

Reliability of maintenance service -  Maintenance maturity



INICIATIVES –Middle Management

Supervisors play a crucial role in port operations, ensuring operational efficiency and maintaining safety standards. 

By understanding the significance of their role, supervisors can effectively align their actions with organizational success.

Our role is to direct the work of the supervisors. To do this, we must get to know each of them, understanding their capabilities, which 
will allow us to establish a standard for the supervisor profile.

For a systemic view of the supervisor’s role, we mut pay special attention to, at the very least, these 4 dimensions:

The importance of our Supervisors Role

Structure

Standardization

Training

Support and Monitoring

Stop Work

TPR Model



INICIATIVES –Middle Management
Some examples of tools for supervisors that some BUs have implemented

Infographic with the processesSupervisors’ support – Process awareness

Do’s and Don’t’s

Safety talk cardsCheck-lists

Minute-by-minute operation



INICIATIVES - Training
A systemic approach to the training of our employees

Recognizing challenges in developing skills for port workers due to technology, diverse workforce, and changing environments is crucial. 
Understanding employee training as an evolving system is vital for both new hires and continuous retraining of our collaborators.

We must focus on:

Soft skills: effective communication, teamwork 
and problem-solving abilities are essential for 
maintaining safety, efficiency and can 
significantly improve overall performance.

Regulatory training: Compliance training is vital 
for ensuring the safety of our workers

Technical Competencies: proficiency in 
equipment operation, safety protocols, and 
industry-specific knowledge ensures smooth 
operations and minimizes risks. Continuous 
training and upskilling are necessary to keep up 
with evolving technologies and practices.

Ultraport’s system

Knows Can Wants



INICIATIVES – Training
A systemic approach to the training of our employees with Ultraport

Training and 
Development 

Center

Update of 
Critical Job 

Profiles

Tools

Virtual Reality

Simulator

Virtual Campus

Training Field

Mode

In-Person

• Classroom

• Practical

Online

•
Synchronous

• Remote

Hybrid

Training 
Curriculum

Technical 
Competency 
Curriculum

Technical 
Managers

Evaluator

Facilitator

Instructor

Certifier

Data 
Management

Artificial
Intelligence

Process

Operational 
Excellence



INICIATIVES - Training
Importance of Technical Skills Training in the Operational Excellence of Our Business

The training of technical skills for operational positions, especially critical roles, has a direct 
impact on the following areas:

It improves safety by teaching proper procedures and risk mitigation.

It enhances job performance by providing specific skills and knowledge.

It boosts efficiency by reducing downtime and errors

Having training centers within our operations allows us to:

Provide hands-on training in handling various types of cargo, the use of specialized 
equipment, and the adherence to safety protocols.

The integration of technology, such as simulators and virtual reality, allows the 
replication of real-life scenarios in which employees can practice critical tasks such 
as machinery operation, container stacking, and emergency response in a safe and 
controlled environment.

Training field of Puerto Angamos / Ultraport Angamos



Teresa Matamala
Operational Excellence 

Manager

Camila Olguín
Head of 

Environmental 
Control

María Jesús 
Sepúlveda  

Safety Control
Engineer

Marion Pesce
Cost Control 

Analyst

Cristóbal Ambiado
Maintenance Control 

Engineer

Daniel Granadino
Safety specialist

Operational Excellence

Formation
& Training

Recruitment &
Talent 

Promotion

Steering & 
Developing 

Strategy

Safety EnvironmentMaintenance 
& Operation

Alejandro Fournies -
Consultory

Julio Ovalle-
Consultor Freelance

Team of Expert Consultants

Operational Excellence Team

This team leads the management of the technical aspects of sustainability 
through a comprehensive Environmental Management of our operations, a 
new emphasis on Maintenance, and a well-established Safety Strategy.



Operational Excellence Team
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