WHITE PAPER

Reduce waiting times during loading and unloading
- Identify, analyze and minimize using a smart Fleet Management System

What is meant by
waiting times?
With waiting times, we mean the unintended time that
occurs when loading and unloading goods when the driver
is forced to wait for some reason. This type of waiting time
often occurs as a result of poorly prepared customers. For
example, it may take more time than expected before the
goods are in place of loading, or that a queue develops
when several vehicles arrive at the same time. In this article, we only talk about waiting times that occur at the customer’s premises.

100%
answer the question if
they find that their drivers
have unnecessary waiting
times. (Vehco survey)

1

”

Waiting times an unnecessary expense
Everybody in the transport- and logistics industry is aware of the importance of working efficiently, with regard to both time and money. To
constantly press the margins can create frustration, especially if it feels
that you have done everything possible to work as efficiently as possible. It is important to continuously evaluate the working methods and
activities of the business to continue working as clever and cost-effective as possible. In practice, it is about identifying problems, analyzing
them and then correcting in the best way.
Many transportation companies experience waiting times and they
are costly both in terms of money and time. Waiting times often occur at the customer’s place, as the driver must wait before loading or
unloading of the goods. Even if every waiting period is not always long,
it quickly accumulates to substantial time, which costs a lot of money over time. For most transportation companies this is an indirect
expense that is difficult to get full coverage for when the customer is
charged. For this reason, there is good potential to save money and
time in this area.
In this e-book we will explain how to effectively measure and reduce
the unnecessary waiting times that are common in the industry. We will
partly discuss how telematics and Fleet Management Systems can be
used to identify and reduce the waiting times, but also other aspects of
the problem.

- If we did not have any waiting times at all,
we would save about 10,000€ each month.
— Laurent Le Gal, JLG Transport (France)
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WHY IS IT IMPORTANT
TO KEEP TRACK OF THE
WAITING TIMES?
There are several reasons why it is important understand the waiting
times. First of all, insights and knowledge about how the business works
is always positive. Many companies in the industry know that their drivers
experience waiting times, but often they have not quantified the total hours
or how much the waiting costs. It’s only when you identify and quantify the
waiting times that you can do something about them. In the end, it leads to
more hours for the drivers on the roads, instead of standing still in a loading area.

95 %

Proportion of
transport companies
who are interested
in an easy way to
measure waiting times

70 €
Estimated cost of
one hour’s waiting
time for a truck.
(Vehco survey)

0%

Proportion of transport
companies who receive
full coverage for the
cost of waiting times

”

- Waiting times are a problem. It is a waste of
time. But it is important to find a smooth and wellfunctioning way of working effectively to reduce
waiting times.

”

— Petter Huddén, Bring Cargo Inrikes (Sweden)
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START MEASURING
YOUR WAITING TIMES!
It is often pointed out that the first step in solving a problem is to be
aware that you have a problem. This also applies to unnecessary waiting
times for loading and unloading of goods. In a survey carried out by Vehco,
it turned out that 90 % of the interviewed transportation companies were
aware that their drivers are experiencing waiting times, but they did not
have a good estimate of the scope, nor what these hours cost the company. At the same time, the interviewed companies showed a great interest in
finding ways to register and reduce the waiting times, if there are efficient
ways to do it.
Fleet Management System can be used to identify and quantify waiting
times. Vehco’s system offers several features to do this. Depending on how
the business is run, you can choose the ways that best fit your operations.
Below we present three examples of ways to register and measure waiting
times:
1. With geographical areas (Geofence)
2. Through manual registration of waiting times by the driver (Qualified
Activities)
3. By following up waiting times through order- or mission services with
integration to Transportation Management System

”

By analyzing the collected information, it is possible to discover where and
when waiting times arise, and by talking with the drivers you can also get a
better understanding of why waiting times arise. In addition, the collected
data can serve as a basis for debiting the customer for the waiting period.
This makes it easy for you to show a customer were the major delays have
occurred and to find ways to fix the problems.

- Many hauliers that have begun to measure the waiting
times with Vehco tell us that it will be easier to charge
customers when you have data and facts to show the
customers. Then the customer will be more likely to pay.
– Magnus Gunnergård , Vehco

REGISTER WAITING TIMES
SMOOTHLY THROUGH GEOFENCE (GEOGRAPHIC AREAS)
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”

Some Fleet Management Systems have the ability to create virtual geographic areas on a map. In Vehco’s system, this feature is called Geofence.
This feature allows companies to create areas of any kind on a map. When
a vehicle equipped with Vehco enters or leaves a geofence-area, this is recorded in the system. As you decide on the size of the area, you can calculate how long time it will take for the vehicle from it enters the geographical
area until the vehicle leaves the area. Often, such a geographical area is
placed just around the loading area of the customer. Obviously, it is then
important to know the actual time for the unloading- and loading activities
so that you can break out what is the waiting time.
Measuring waiting times using geographical areas is an easy way of working for companies who have not previously registered waiting times at all.
This option does not require a change of work tasks for the driver and
after setting up the geographical areas, the data is automatically recorded.
Problems with this way of measuring waiting times can occur if the loading
or unloading activities take longer time than normal, but it is not caused by
waiting.

- Geofence is the easiest way to measure waiting
times because everything runs automatically after
setting up the different areas on the map. It fits well
for smaller companies.
– Magnus Gunnergård, Vehco
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REFINED FOLLOW-UP OF
WAITING TIMES THROUGH
ACTIVITIES SERVICE
The driver can also register waiting times through a screen in the
vehicle (e.g. on a fixed screen in the vehicle or on a portable device with
like a tablet or mobile phone). When drivers enter a loading area, they can
easily use the activities function to record waiting time through pushing a
button “Waiting time Start”. The function is used to register many different types of activities, of which waiting time is one of these. When a driver starts to load or unload goods at the customer, the driver will exit the
waiting time activity through pushing a button “Waiting times end” and the
waiting time is saved in the system. The information is then directly available for the transport management team in the office.
Naturally it requires more discipline by the drivers to register waiting times
through a manual procedure such as the qualified activities service, compared with only using Geofencing, but it gives higher precision and better
results. This means that the transport manager can trust that the registered waiting time is real waiting time.

”

We register our waiting times in the Vehco
system using the Qualified Activities
feature. It’s a smooth way of working and it
makes it easier for us to bill our customers
for unnecessary waiting time.
– Mathias Lindedahl, RL Trans (Finland)

REGISTRATION OF WAITING
TIMES BY CONNECTION TO
A TMS
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For mid-sized and larger companies, often a Transportation Management System (TMS) is used to manage the transports. Some Fleet Management Systems (FMS) offer integrations to TMS so that the drivers can access the transport orders digitally in the vehicle. Examples of such services
are the Order Management service and the Mission Management service
provided by Vehco. Through these services, transport assignments are
directly sent out to the drivers from the TMS. Some TMS also offer mobile
applications as extensions to the back-office systems. These apps can be
used by the drivers in a similar way as those provided by the FMS. Typically,
the drivers receive the missions and update the status continuously and
finally mark them as completed.
The registration of the waiting times in the Order Management service and
in the Mission Management service work in a similar way as in the Qualified
Activities service. The big difference is the integration with the TMS. Since
the TMS normally is integrated with an ERP (Enterprise Resource Planning
System), it is easy to include waiting times directly in the billing of the customer, with all information collected in one place.

”

- Using Mission Management to measure waiting
times has clear advantages but it is primarily useful for
larger companies that have a transport management
system connected to an economy system.

– Magnus Gunnergård, Vehco

71%

answer that waiting times arise
when loading and unloading
goods. (Vehco survey)

87%

Answers that they have at
least 1 hour’s waiting time each
week. (Vehco survey)

90%

answer that they do not know
how much the unnecessary
waiting times cost the
company. (Vehco survey)

DIGITAL WAYBILLS SIMPLIFY
THE FOLLOWING UP OF WAITING TIMES!
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The digitalization during the recent years has changed the way of
working for many companies in the transport and logistics industry. But the
development and the implementation of new technology are at different
levels. Some companies have come far with integrated systems and high
level of automatization while some companies are still in the beginning of
their “digitalization journey”.
The freight notes are part of the business that are undergoing a digital
change. In the Nordic countries, the development and implementation have
come further than in the rest of Europe. Digital freight bills have great advantages over their physical equivalent. The most obvious difference is that
physical way bills can be dropped, broken and they require manual handling
to be registered into computer systems.
Switching to digital freight bills also makes it easier to handle waiting times.
Today, many transportation companies still rely on the drivers to record any
waiting time with the pen on the way bill. This way of working is not optimal.
Having waiting time saved as data in Fleet Management-System makes it
more accessible and reliable.

”

- We use digital waybills. It is easy that the
information can be accessed by both the customer’s
system and our transportation management team.

”

– Peter Dahlqvist, Bring Cargo Inrikes (Sweden)
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MAKE IT EASIER FOR THE
CUSTOMERS TO BE WELL
PREPARED!

There are many reasons why driver need to wait before loading or
unloading of goods. In a survey conducted by Vehco it turned out that one
of the most common reasons for waiting times is that the customer is not
prepared for the driver to arrive. The waiting time may occur by queueing or
that staff who will receive the transport are not in place. Sometimes queues
may occur because several vehicles from the same carrier try to load or
unload at the same time. In these cases, the problem is primarily with the
traffic management that should ensure that this is avoided.
To reduce waiting times, an effective measure is to notify the arrival in advance to ensure that the customer is well prepared when the transport arrives. When Vehco asked companies in the industry what they did to reduce
unnecessary waiting times, notification in advance was the most common
answer. How the driver announced arrival in advance varied. Some companies responded that the driver calls to the customer before, while others
used their Fleet Management System to automatically inform the customers
that the transport will arrive within a predefined time period.
One way to use the Fleet Management System to announce the driver’s
arrival in advance is to create geographical areas. In Vehco’s system this
feature is called Geofence. The areas can be configured to trigger a reaction
when vehicles enter or leave the area. For example, the customer can be
notified immediately and automatically that a vehicle enters the area. Since
it is possible to configure the size and shape of a geofence area, it is easy
to calculate how long it takes for a vehicle from it crosses a geofence until it
arrives at the customer. This reduces the risk of unnecessary waiting times
significantly.

”

- We’ve been testing Geofence for a while
and it worked well. Now we are planning to
start working on the larger scale with our
customers.
– Mathias Lindedahl, RL Trans (Finland)

ADJUST THE CONDITIONS
IN THE AGREEMENTS
WITH YOUR CUSTOMERS
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”

Utilizing a Fleet Management System Features can greatly reduce waiting times. However, technology cannot do anything. The reason why waiting
times is a problem for companies in the industry is that it costs a lot of money
and lowers the delivery precision. Companies Vehco has contacted say that
they charge parts of the waiting times to the customers, but it is rarely possible
to charge it all. Either the customer is not willing to pay, or it will only pay for
parts of the waiting time.
An agreement with the customers is an important factor in terms of waiting
times. Of course, the agreements vary between customers, which of course
is necessary. However, it is important to ensure that the agreements are sufficient. It is common for agreements and regulations to last for a long time, often
as an old habit or simply because the parties have not seen a need to update
the terms. Waiting times are not always mentioned in the terms of the customer, but there are clear benefits to consider when it is time to enter into a new
agreement or to update the existing agreement. One way to do this is to allow
a certain number of hours of waiting time each month but all time beyond this
limit, the customer will be charged.
It may be smart to first identify and quantify the waiting times. By registering
the waiting times, e.g. with Vehco’s service Qualified Activities, you can get a
clear picture of the scope of the waiting times for each specific customer. If a
specific customer causes a considerable amount of waiting time, it may be useful to show data and detailed statistics of the waiting times before negotiating
who will pay for all the waiting.
To agree on who will cover the cost of waiting times is a way to handle the
problem. However, the best thing is to identify and try to fix the root cause of
the problem and the reasons for the waiting times. This will most often benefit
both parties and strengthen the relationship.

- We tried to bill customers for the waiting times,
but they did not pay because we had not agreed.
– Laurent Le Gal, JLG Transport (France)

Summary
The Waiting times are costly and a problem for many
companies. At the same time, it does not need to be difficult to start the work to reduce the waiting times. The
first thing that needs to be done is to find a way to measure and record waiting times. If you already use an advanced Fleet Management System, you can start measuring directly. With Vehco’s functions Qualified Activities
and Geofence, you can both register waiting times and
find concrete ways to reduce them. Through integration
with a transport management system, you can also collect
waiting times through order- and mission management
and directly submit the information for processing in the
business system. It is also important to adapt the terms to
customers, both regarding how to work to reduce waiting
times as well as who to pay for what.
Are you interested in identifying and reducing your drivers’ waiting times? Vehco’s system can be used in many
ways to streamline your business in general and, of
course, specifically within waiting times. Contact Vehco today for assistance and advice on how to work out to work
smarter and ultimately save money.

VEHCO INVESTIGATION
DO YOU KNOW IF YOUR DRIVERS EXPERIENCED WAITING TIMES?

43%

57%
Yes bit

yes, a lot

0%

0%

No we don’t

We don’t know

DID YOU MEASURE THE WAITING TIMES OF YOUR DRIVERS ?

4%
yes

32%

64%

more or less

No

HOW LONG DO YOUR DRIVERS WAIT PER WEEK ON AVERAGE?
(BASED ON A 40H WEEK)

0%
<0h

8%
0-1h

35% 9%
1-2 h

2-3 h

DO THE WAITING TIMES OCCUR DURING LOADING OR UNLOADING ?

14%
More at
loading

14%
More at
unloading

72%

Both loading
and unloading

0%
other

0%

do not know

22% 22% 4%
3-5 h

>5h

Vet ej

VEHCO INVESTIGATION
DO YOU KNOW THE COST OF THE WAITING TIMES?

10% 28%
yes

approx

38%
no

24%

do not know

DO YOU GET PAID FROM YOUR CUSTOMERS FOR THE WAITING TIMES?

0%

Yes, we get
full
coverage

86%

9%

only for a part of the
waiting times

No, we will not get paid
for the waiting times

5%

do not know

DO THEY TRY TO REDUCE THE WAITING TIMES?

20%
yes

50%
Partially

20%
No

10%

do not know

IF YOU HAD A MEANING TO REGISTER AND REDUCE THESE WAITING TIMES WOULD IT BE USEFUL FOR YOU ?

95%
yes

0%
maybe

5%
no

0%

do not know
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