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About This Handbook
A commodity trade is only the beginning of execution.

Once commercial agreement has been reached, the contract 
enters a far more demanding phase. Terms must be converted 
into enforceable documents, instructions exchanged, logistics 
coordinated, quantities and quality reconciled, payments 
monitored and every material decision preserved as evidence. 
That work belongs to the Contract Execution Officer.

This handbook describes the discipline behind that role. It 
follows the complete execution lifecycle—from commercial 
handover to operational and financial closeout—using practical 
examples drawn from physical agricultural commodity trading.

Although the examples are implemented in MN7R, the book is 
intentionally product-independent. The methods described 
here remain applicable regardless of which software, ERP or 
communication tools an organisation uses.

The central principle is simple: Professional execution 
defines the software—not the other way around.
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About MN7R
MN7R.com is an operating platform for physical commodity 
brokerage and contract execution.

Rather than replacing professional judgement, it provides a 
structured environment in which contracts, evidence, 
operational actions, timelines, approvals and AI-assisted 
workflows remain connected throughout the execution 
lifecycle.

The platform supports execution; it does not become a 
contractual party or an independent decision-maker.
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Core Principles
Every chapter in this handbook builds upon ten principles.

1. The contract comes before the software.
2. Facts come before assumptions.
3. Evidence comes before status.
4. Authority comes before action.
5. Every obligation has an owner.
6. Every material fact has supporting evidence.
7. Every lifecycle stage has explicit entry conditions.
8. Every material decision is attributable.
9. Every contract can be reconstructed from its evidence.
10.AI assists. Humans decide.

These principles appear repeatedly throughout the book 
because they define disciplined execution regardless of 
commodity, route or software platform.
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How This Handbook Is Organised
The handbook follows the lifecycle of a physical commodity 
contract.

Part I — Foundations of Contract Execution

The role of the execution officer, evidence discipline, lifecycle 
management and daily operational practice.

Part II — Contract Formation and Control

Reading contracts, validating handovers, drafting, amendments 
and execution control.

Part III — Operational Readiness and Physical 
Performance

Documentary preparation, logistics, physical execution, 
reconciliation, payment control and closeout.

Part IV — Exceptions and Applied Practice

Managing operational uncertainty and following a complete 
execution case from beginning to end.

Part V — Working with MN7R

How the same professional method is represented inside the 
MN7R platform through dossiers, workflows, AI assistance and 
operational controls.

The appendices provide controlled terminology, checklists, 
templates, reference material and practical exercises.
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How to Read This Book
Readers new to contract execution should work through the 
chapters sequentially.

Experienced professionals may use the handbook as a 
reference, although the chapters on evidence, authority and 
lifecycle discipline are recommended reading regardless of 
prior experience.

Throughout the book, every process is analysed through the 
same questions:

 What is known?

 What evidence supports it?

 What remains uncertain?

 Who owns the next action?

 Which authority is required?

 What evidence will remain afterwards?

These questions form the operational framework used 
throughout MN7R and throughout this handbook.
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Preface
Commodity trading is often judged by the moment a deal is 
agreed.

Professionals know that the real work begins afterwards.

Between trade and closeout lies a chain of operational 
decisions involving contracts, documents, transport, 
inspections, quantities, payments and constant coordination 
between independent organisations. Most execution failures 
are not caused by a single catastrophic event. They emerge 
gradually from incomplete information, weak ownership, poor 
communication and undocumented assumptions. The Contract 
Execution Officer exists to prevent those failures.

This handbook was written as a practical guide for that 
profession. It is deliberately focused on execution rather than 
trading, on evidence rather than opinion and on disciplined 
operational thinking rather than software features.

MN7R appears throughout the book because it was designed 
around these principles. The principles themselves, however, 
remain valid regardless of the technology used.

If, after reading this handbook, you consistently ask five 
questions—

What is known? What is missing? Who owns the next action? 
Which authority is required? What evidence proves completion?—
then the book has achieved its purpose.
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Part I - Foundations of Contract 
Execution

Chapter 1 - The Contract Execution Officer

Why this role matters
A completed trade is not the end of a transaction. It is the 
point at which commercial agreement becomes operational 
responsibility.

Contracts must be drafted, documents exchanged, logistics 
coordinated, quantities reconciled, payments monitored and 
material decisions preserved as evidence. Small inaccuracies 
that appear harmless at handover can later become delays, 
financial losses, disputes or damaged commercial relationships.

The Contract Execution Officer exists to keep that process 
under control from commercial handover to final closeout. The 
role is operational, not administrative.

What a Contract Execution Officer does
A Contract Execution Officer does not negotiate prices, 
conclude trades or perform the contractual obligations of 
either party.

The officer converts an agreed transaction into a controlled 
execution process.
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That responsibility includes:

 validating the execution handover;

 maintaining a complete and reliable contract record;

 coordinating operational participants;

 monitoring deadlines and contractual obligations;

 preserving documentary evidence;

 identifying execution risks;

 escalating issues requiring higher authority;

 preparing the contract for financial completion and 

closeout.

The officer owns the process—not the performance of the 
parties.

Process ownership
Execution officers are sometimes expected to "make sure the 
contract is completed."

Strictly speaking, they cannot.

The seller remains responsible for delivering.

The buyer remains responsible for paying.

The carrier remains responsible for transport.

Inspectors remain responsible for their inspections.

Finance remains responsible for accounting.
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The execution officer coordinates these responsibilities into 
one controlled operational process.

The distinction becomes clear when an obligation is missed. If 
a signature is absent, the officer identifies the gap, follows up 
with the responsible party, records progress and escalates 
delay where necessary. The officer does not sign on behalf of 
the party.

The same principle applies to delivery, inspection and 
payment. The officer controls the process through which 
obligations are monitored and completed; the contractual 
parties remain responsible for performing them.

EXECUTIVE INSIGHT

Trading creates commercial value. Execution protects it.

A profitable trade can still become an unprofitable transaction 
when responsibilities are unclear, evidence is incomplete or 
operational problems are recognised too late. Execution does 
not create the original margin, but it determines how much of 
that margin survives.

The execution mindset
Good execution officers think differently from most 
operational staff.

Rather than asking: What happened? they ask: What 
must happen next?
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Instead of asking: Who made the mistake? they ask: 
What evidence do we have?
Instead of reacting to individual emails, they constantly 
maintain an overall operational picture.

At any moment they should be able to answer:

 Where is this contract in its lifecycle?

 What remains outstanding?

 What is currently blocking progress?

 Who owns the next action?

 What evidence supports the current position?

These questions form the foundation of disciplined execution.

Professional judgement
Execution is not a checklist. Checklists reduce omissions. They 
do not replace judgement.

Experienced officers recognise that identical situations rarely 
exist.

A shipment delayed by weather, a delayed inspection 
certificate and a missing unloading instruction may all 
postpone delivery, but they require completely different 
operational responses.

Judgement therefore depends upon four elements:

 reliable evidence;
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 contractual authority;

 operational consequences;

 timing.

Professional experience helps. Evidence remains decisive.

Routine work and material decisions
Most execution activities are routine.

Examples include:

 requesting missing documents;

 confirming receipt of instructions;

 monitoring transport progress;

 updating the execution record;

 preparing operational correspondence.

These activities normally fall within the officer's authority.

Material contractual decisions do not.

Examples include:

 changing delivery periods;

 accepting different destinations;

 altering payment terms;

 approving new bank details;

 agreeing commercial settlements;
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 declaring contractual default.

These require authorised commercial, legal or managerial 
decisions.

One of the officer's most important skills is recognising where 
operational authority ends.

The execution officer as an information 
integrator
Every participant sees only part of the transaction.

The broker understands the commercial negotiation.

Logistics understands transport.

Finance understands payment.

Inspection companies understand quality.

Warehouses understand loading and unloading.

The execution officer connects all of these into one coherent 
operational picture.

Without that integration, every participant may perform their 
own responsibilities correctly while the contract itself quietly 
drifts out of control.

Execution therefore succeeds less because individual people 
work harder and more because everyone works from the same 
operational reality.
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The Contract Execution Officer is not a document 
administrator, project coordinator or operational assistant.

The role exists to maintain control.

 Every obligation should have an owner.

 Every significant fact should have evidence.

 Every important decision should reach the appropriate 

authority before it becomes an operational problem.

That discipline—not software—is what defines professional 
contract execution.
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Chapter 2 - From Trade to Execution

The critical transition
Every commodity trade crosses an invisible boundary.

On one side of that boundary, success is measured by reaching 
commercial agreement. On the other, success is measured by 
delivering exactly what was agreed.

Many organisations treat this transition as an administrative 
step. In reality, it is one of the most significant control points 
in the entire contract lifecycle.

Small omissions made during handover rarely remain small. 
Missing instructions become delayed shipments. Unverified 
assumptions become contractual disputes. Incomplete 
information becomes operational risk.

Good execution begins when commercial certainty is 
transformed into operational certainty.

A trade is not an execution handover
One of the most common misconceptions is that a completed 
trade automatically contains everything required for execution. 
It rarely does.

A trade normally establishes only the commercial framework 
of the transaction. Execution still requires operational 
information such as contractual entities, operational contacts, 
documentary requirements, inspection arrangements, 
transport assumptions and unresolved commercial issues.
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A deal may therefore be commercially complete while 
remaining operationally incomplete.

The purpose of the execution handover
The handover exists for one reason: to transfer 
responsibility without losing information.
A successful handover allows an execution officer to assume 
responsibility without reconstructing the trade from emails, 
chat messages or memory.

The objective is continuity.

At the end of the handover the receiving officer should 
understand:

 what has been agreed;

 what remains unresolved;

 what requires immediate action;

 where operational risk exists.

If these questions cannot be answered immediately, the 
handover is incomplete.

What a good handover contains
Although organisations use different templates, every effective 
execution handover contains the same operational 
information:

 confirmed commercial terms;

 contractual parties;
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 operational contacts;

 transport assumptions;

 documentary requirements;

 inspection arrangements;

 payment structure;

 unresolved commercial issues;

 ownership of outstanding actions;

 immediate operational priorities.

The format is far less important than the completeness of the 
information.

COMMON MISTAKE

Most execution failures are not caused by missing information.

They are caused by people believing that missing information 
already exists somewhere.

The first review
Experienced execution officers rarely begin execution 
immediately after receiving a handover.

Their first task is not action. It is validation.

Before sending a single email they confirm that the 
commercial position is internally consistent, essential 
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information is available, contractual contradictions have not 
been overlooked and execution can safely begin.

Ten minutes of structured review frequently prevents days of 
corrective work later.

Accepting the handover
Execution officers should make an explicit decision about the 
handover itself.

In practice there are only three possible outcomes. 

Accepted. The available information is sufficient for execution 
to begin. Responsibility transfers and execution starts 
normally.

Accepted with conditions. Execution may begin, but specific 
unresolved issues remain visible and controlled. Each 
outstanding item should have an owner and a defined follow-
up.

Returned for clarification. Essential information is missing, 
contradictory or insufficient for controlled execution. 
Responsibility should not transfer until the issue has been 
clarified.

Returning a handover is not criticism of the commercial team. 
It is protection for the execution process.

Common failures
The same problems appear repeatedly across organisations.



23

Commercial shorthand. Historical copy-and-paste. 
Assumptions treated as facts. Missing ownership. Invisible 
uncertainty. Optimistic status updates.

None of these failures appears serious in isolation. Together 
they create contracts that are difficult to execute and almost 
impossible to audit.

Professional execution begins by preventing these weaknesses 
from entering the process.

Execution begins long before goods move. It begins when 
commercial agreement becomes operational responsibility.

The quality of the entire contract often depends on the quality 
of that transition.

Strong execution officers understand that the objective of a 
handover is not simply to transfer information. It is to transfer 
control.
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Chapter 3 - The Contract Execution 
Lifecycle

Why every contract needs a lifecycle
A contract does not move from agreement to closeout as a 
loose sequence of tasks. It moves through a controlled series of 
operational states, each with its own objective, risks and 
evidence requirements.

Without that structure, execution becomes reactive. Work is 
driven by the latest message, the loudest urgency or the 
nearest date instead of by the actual condition of the contract.

A lifecycle restores control. It tells the officer where the 
contract stands, what must happen next and what evidence is 
required before the contract is allowed to move.

Thinking in states rather than tasks
Many organisations manage execution through task lists.

Task lists are useful, but they describe activity rather than 
progress.

For example:

 Send draft contract.

 Request inspection.

 Book transport.

 Confirm loading.
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 Issue invoice.

Completing these tasks does not necessarily mean the contract 
is progressing correctly.

A lifecycle measures something different. It measures the 
operational condition of the contract.

For example:

Draft Contract → Contract Agreed → 
Operationally Ready → In Execution → 
Financial Completion → Closed.
Tasks support movement between states. They are not the 
states themselves.

Operational Principle
Tasks explain what people are doing. States explain whether the 
contract is actually progressing.

Entry and exit conditions
Every lifecycle stage should define two boundaries. An entry 
condition explains when a contract is allowed to enter the 
stage. An exit condition explains when it is allowed to leave.

Without these boundaries, contracts drift between phases 
according to personal judgement rather than consistent 
operational standards.

For example, a contract should not enter Operational 
Readiness simply because someone believes it is "almost ready." 
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It enters that stage because the required conditions have been 
satisfied.

Likewise, a contract should not be marked Closed because 
nothing has happened recently. It closes only after all 
contractual and operational obligations have been completed 
or formally resolved.

State transitions should always be based on evidence rather 
than optimism.

A typical execution lifecycle
Although organisations use different labels, most physical 
commodity contracts pass through recognisable execution 
states. The value of the lifecycle lies not in the names 
themselves but in the operational meaning attached to each 
transition.

Commercial Agreement. The trade has been agreed, but 
execution ownership has not yet been stabilised. Movement 
into execution preparation requires confirmed commercial 
terms and a usable handover.

Execution Preparation. The handover is reviewed, missing 
information is exposed and the execution baseline begins to 
take shape. The contract moves forward when sufficient 
operational detail exists to support drafting and coordination.

Contract Formation. Contractual documents are agreed and 
the working baseline becomes stable. The required evidence is 
an executed contract set or formally agreed contractual 
wording.
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Operational Readiness. Transport, documents, contacts and 
inspections are prepared sufficiently for controlled 
performance. The contract moves forward when readiness 
conditions are satisfied and remaining uncertainties are visible 
and managed.

Physical Performance. Goods move, documents circulate 
and live operational coordination becomes continuous. 
Progress is demonstrated through milestones, transport 
records and documentary evidence.

Financial Completion. Invoices, payments, commissions and 
outstanding balances are reconciled with the operational 
record. Movement toward closeout requires payment-trigger 
evidence, reconciled balances and resolution of material 
financial issues.

Closeout. The contract reaches a defensible end-state only 
when obligations have been completed or formally resolved, 
required evidence has been retained and the execution record 
is ready for later review.

What matters operationally is that every transition is explicit. 
Contracts should not drift from one stage to another because 
the team feels that progress has probably occurred.

Progress is evidence, not opinion
Execution officers frequently hear statements such as:

 "The shipment is basically ready."

 "Everything should be fine."
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 "We are almost finished."

Operationally, these statements have little value. Progress must 
always be supported by objective evidence.

Examples include:

 signed contracts;

 confirmed transport bookings;

 inspection certificates;

 loading confirmations;

 delivery documents;

 payment receipts.

Evidence transforms assumptions into operational facts. 
Without evidence, progress exists only as expectation.

Parallel activities
Execution rarely follows a perfectly linear sequence. Several 
activities often proceed simultaneously.

While the contract is being reviewed:

 transport may already be under discussion;

 documentary instructions may be exchanged;

 inspection appointments may be arranged;

 financing preparations may begin.
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Parallel work is normal. What matters is that dependencies 
remain visible.

A contract should never move into a new lifecycle state simply 
because one workstream has progressed while another remains 
incomplete.

The lifecycle represents the overall condition of the contract, 
not the fastest-moving activity.

Regression
Not every transition moves forward. Sometimes a contract 
must return to an earlier operational state.

For example:

 A signed contract may require amendment.

 A transport booking may fail.

 An inspection may reveal non-conforming quality.

 A payment instruction may prove incorrect.

Returning to an earlier stage is not failure. Ignoring the need 
to return is.

Professional execution treats regression as a controlled 
adjustment rather than an operational embarrassment.

Exceptions do not replace the lifecycle
Unexpected events occur in every organisation.



30

Weather delays. Port congestion. Equipment failures. 
Regulatory changes. Documentary errors. These events create 
exceptions.

They do not invalidate the lifecycle. Instead, the lifecycle 
provides the framework within which exceptions are managed.

The contract remains under control even when circumstances 
change.

Lifecycle visibility
A well-managed execution process allows anyone with 
appropriate authority to determine the contract's condition 
within minutes.

Without reading an entire email history, they should 
understand:

 the current lifecycle state;

 completed milestones;

 outstanding obligations;

 active risks;

 pending approvals;

 next operational actions.

This shared operational picture reduces unnecessary 
communication and improves decision-making throughout the 
organisation.
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A lifecycle does not make execution slower. It makes progress 
more legible. When stages, transitions and regressions are 
explicit, the contract can be managed as a controlled process 
rather than as a stream of unrelated activity.
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Chapter 4 - Evidence, Authority and 
Professional Judgement

The foundation of disciplined execution
Disciplined execution rests on three linked controls: evidence, 
authority and professional judgement. If any one of them 
weakens, the contract may still appear active while operational 
control quietly deteriorates.

Evidence establishes what is real. Authority determines who 
may decide. Judgement connects the facts to the correct 
operational response. Together they convert routine 
administration into defensible professional practice.

Evidence before status
Execution teams often communicate using status.

 "Loaded."

 "Paid."

 "Delivered."

 "Completed."

These words are useful, but they are not evidence. Every 
material status should be supported by something that can be 
independently verified.

For example:
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The relationship between status and evidence is 
straightforward.

A contract described as agreed should be supported by a 
signed contract or documented acceptance.

A shipment described as loaded should be supported by a 
loading report or warehouse confirmation.

Goods described as delivered should be supported by a 
delivery receipt, signed CMR or equivalent contractual 
evidence.

An inspection described as completed should be supported by 
the official inspection certificate.

A payment described as received should be supported by bank 
confirmation or accounting evidence.

A status describes reality. Evidence proves it.
Professional execution never confuses the two.

Common Mistake
Teams often report momentum before they can prove progress. 
That habit creates false comfort and late surprises.

Evidence is cumulative
Execution does not rely on a single document. It builds an 
evidence chain.

A contract may eventually include:

 trade confirmation;
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 signed contract;

 amendments;

 delivery instructions;

 transport documents;

 inspection certificates;

 warehouse records;

 invoices;

 payment confirmations;

 operational correspondence.

Individually these documents answer isolated questions. 
Together they explain the complete history of the transaction.

A well-executed contract should be understandable months—or 
even years—after it has closed.

What counts as evidence?
Not all information has the same evidential value. For 
operational purposes, evidence usually falls into four 
categories.

Documentary evidence
Contracts. Certificates. Invoices. Bills of lading. Warehouse 
documents. Inspection reports.

These normally carry the greatest authority.
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System evidence
Recorded approvals. Workflow history. Audit logs. Time 
stamps. System-generated records.

Such evidence demonstrates what happened inside controlled 
operational systems.

Communication evidence
Emails. Formal letters. Approved messaging channels. 
Recorded meeting minutes.

These explain decisions and operational context.

Observational evidence
Photographs. Inspection notes. GPS records. Loading 
observations. Sensor data.

These often support documentary evidence rather than replace 
it.

Evidence quality
Not all evidence deserves equal confidence.

When reviewing information, execution officers should 
consider:

Source - Who created it?

Authenticity - Can it be trusted?
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Completeness - Does it answer the relevant question?

Timeliness - Is it current?

Consistency -  Does it agree with other available evidence?

Professional judgement is often less about finding evidence 
than evaluating its quality.

Authority before action
Evidence explains what is happening. Authority determines 
who may act.

One of the fastest ways to create operational problems is 
allowing people to make decisions they are not authorised to 
make.

Examples include:

 changing payment terms;

 approving revised quantities;

 accepting quality deviations;

 extending delivery periods;

 agreeing commercial settlements.

These decisions may appear operational. In reality, they change 
contractual obligations.

Only authorised parties should approve them.
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The execution officer identifies the need for a decision and 
ensures it reaches the correct authority.

The officer does not become that authority.

Delegated authority
Authority is rarely unlimited.

Most organisations delegate decision-making according to 
defined responsibilities.

For example:

 An execution officer may approve routine 

correspondence.

 A logistics manager may approve transport 

arrangements.

 A commercial manager may approve delivery changes.

Senior management may approve settlements above defined 
financial thresholds. Understanding these boundaries is as 
important as understanding the contract itself.

Escalation
Escalation is often misunderstood. It is not an admission of 
failure. It is a control mechanism.

An issue should be escalated whenever:

 contractual authority is exceeded;

 financial exposure becomes material;
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 legal interpretation is required;

 operational risk increases significantly;

 conflicting instructions cannot be resolved.

Timely escalation protects both the organisation and the 
execution officer.

Delayed escalation usually increases both cost and complexity.

Professional judgement
No handbook can describe every situation that will arise 
during execution. Unexpected events are inevitable.

Professional judgement fills the space between written 
procedures and operational reality.

Strong judgement combines:

 contractual knowledge;

 operational experience;

 reliable evidence;

 awareness of risk;

 understanding of authority.

The goal is not to make the perfect decision. The goal is to 
make the best defensible decision using the information 
available at the time.
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Documenting decisions
Important operational decisions should never exist only in 
memory.

The execution record should explain:

 what happened;

 why action was required;

 what evidence was reviewed;

 who made the decision;

 when it was made;

 what consequences followed.

This documentation protects future reviews, audits and dispute 
resolution.

Just as importantly, it allows another execution officer to 
understand the reasoning without reconstructing the situation 
from fragmented emails.

Evidence, authority and judgement should never be separated. 
Facts without authority delay decisions, authority without 
evidence weakens them, and judgement without both becomes 
opinion disguised as professionalism.
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Chapter 5 - Communication, Coordination 
and Daily Control

Execution is a coordination discipline
Contract execution is often misunderstood as a chain of 
isolated administrative tasks. In reality, it is a coordination 
discipline that keeps independent organisations moving 
toward the same contractual outcome at the same time.

Goods, documents, instructions, inspections and payments do 
not advance in neat sequence. They advance because someone 
continually keeps dependencies visible, responsibilities clear 
and communication aligned with the real state of the contract.

Information moves before goods
Physical commodities move slowly. Information moves 
instantly.

In practice, execution problems usually 
appear in communication long before they 
appear in logistics.

 An incorrect loading date.

 An outdated bank account.

 An inspection request sent to the wrong office.

 A missing amendment.

 An overlooked delivery instruction.
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These mistakes rarely involve the goods themselves. They 
involve information.

For that reason, professional execution treats communication 
as an operational process rather than an administrative 
activity.

The purpose of communication
Operational communication has three objectives.

First, it exchanges information.

Second, it creates shared understanding.

Third, it leaves reliable evidence.

Only the third objective survives after the transaction has 
finished.

Months later, nobody remembers every telephone 
conversation. The execution record remains.

Every important communication should therefore 
answer three questions:

 What information was communicated?

 Who received it?

 What evidence confirms that it was communicated?

Communication versus conversation
Not every discussion belongs in the execution record. Teams 
speak continuously throughout the day. They clarify details.
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Ask questions. Exchange ideas. Explore alternatives.

Most of these conversations are temporary. Operational 
communication is different. It changes understanding, confirms 
obligations or influences execution.

Examples include:

 confirming shipment schedules;

 approving revised instructions;

 acknowledging receipt of documents;

 agreeing inspection arrangements;

 reporting operational delays;

 confirming payment.

These communications should always be traceable.

Clarity over volume
Long messages often communicate less effectively than short 
ones.

Professional operational communication is:

 clear;

 factual;

 complete;

 specific;

 free from unnecessary interpretation.



43

Instead of writing:

We believe everything should probably be ready sometime 
tomorrow unless something unexpected happens.

Write:

Loading is scheduled for 09:00 on 14 July. Final warehouse 
confirmation is expected by 17:00 today.

Specific communication reduces unnecessary follow-up and 
lowers operational risk.

Field Note
Long operational messages often signal uncertainty rather than 
thoroughness. Clear messages usually come from clear ownership  
and clear facts.

Confirming understanding
Sending information does not guarantee that it has been 
understood. Whenever communication affects contractual 
performance, confirmation should be obtained.

Confirmation may take different forms:

 written acknowledgement;

 signed document;

 workflow approval;

 system confirmation;
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 formal acceptance.

Silence should rarely be interpreted as agreement.

Execution depends on confirmed understanding, not assumed 
understanding.

Internal coordination
External communication is only one part of execution.

Internal coordination is equally important.

Commercial teams. Execution teams. Finance. Logistics. 
Compliance. Management. Each department sees the contract 
from its own perspective.

The execution officer maintains a common operational picture 
across all of them.

That picture should remain consistent regardless of which 
department reviews the contract.

The daily operational review
Experienced execution officers begin each working day with 
the contract portfolio rather than with the inbox.

Email reflects yesterday's conversations.

The portfolio reflects today's responsibilities.

A structured review normally considers:

 contracts approaching critical deadlines;
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 overdue actions;

 unresolved exceptions;

 expected shipments;

 pending documents;

 outstanding payments;

 required approvals.

Only after understanding the current operational position 
should the officer begin responding to individual messages.

This simple habit prevents urgent emails from determining 
operational priorities.

Prioritising work
Not every outstanding task deserves immediate attention.

Professional execution distinguishes between activity and 
priority.

A useful sequence is: Critical

Events that may prevent contractual performance or create 
significant financial exposure.

High - Actions required to maintain execution within agreed 
timelines.

Normal - Routine operational work.

Low - Administrative improvements that can safely wait.
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Prioritisation should be based on contractual impact rather 
than message volume. The busiest contract is not always the 
most important one.

Managing interruptions
Execution work is highly interrupt-driven.

Telephone calls. Emails. Instant messages. Unexpected 
operational developments. Urgent management requests.

Without discipline, constant interruptions fragment attention 
and increase the likelihood of omissions.

Experienced officers therefore return repeatedly to the same 
reference point:

 What is the current lifecycle state?

 What is the next required action?

 What evidence is still missing?

These questions restore operational focus after every 
interruption.

Communication as evidence
Every significant communication contributes to the execution 
history.

The objective is not to archive every message. It is to preserve 
the communications that explain why the contract progressed 
as it did.
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A complete communication record allows another professional 
to reconstruct:

 what happened;

 when it happened;

 why it happened;

 who participated;

 what decisions were made.

This continuity becomes invaluable during audits, disputes and 
operational handovers.

Execution communication is valuable when it reduces 
uncertainty, not when it increases volume. The officer's task is 
to keep the right people aligned with the right facts at the right 
moment.
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Part II - Contract Formation and 
Control

Chapter 6 - Reading the Contract Stack

Every contract is more than a contract
Execution does not begin with a single document. It begins 
with a collection of documents that together define the 
commercial relationship between the parties.

This collection is referred to throughout this handbook as the 
contract stack.

The contract itself is only one component.

Depending on the transaction, the complete stack may 
also include:

 trade confirmations;

 contract amendments;

 standard terms and conditions;

 applicable trade association rules;

 specifications;

 delivery instructions;

 inspection requirements;

 payment instructions;
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 documentary templates;

 correspondence that formally changes contractual 

obligations.

Professional execution requires understanding how these 
documents work together. Reading only the contract is rarely 
sufficient.

The hierarchy of documents
Not every document carries the same authority.

Some define obligations. Others explain procedures. Some 
merely provide operational information.

Execution officers should understand which documents 
establish contractual commitments and which simply support 
their performance.

Although legal structures differ between organisations, a 
typical hierarchy is:

1. Signed contract and amendments.

2. Incorporated standard terms and trade rules.

3. Official documentary requirements.

4. Operational instructions.

5. Supporting correspondence.

When documents appear to conflict, the officer should not 
attempt legal interpretation independently.
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The inconsistency should be identified, documented and 
escalated to the appropriate authority.

Reading for execution
Commercial teams often read contracts to understand 
commercial value.

Execution officers read contracts differently. Their objective is 
to understand how the agreement must be performed.

A useful approach is to read every clause with the same 
question: What operational action does this 
require?
Some clauses require immediate action. Others become 
relevant only under specific circumstances.

The responsibility of the execution officer is to recognise both.

Executive Insight
A contract becomes operational only when someone reads it as a 
sequence of future actions rather than as a completed legal 
document.

The operational questions
Every contract should allow the execution officer to answer a 
core set of questions.
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Who are the contractual parties?
Confirm:

 legal entities;

 registered addresses;

 contractual capacities;

 authorised representatives where relevant.

Operational contacts may change during execution. 
Contractual parties do not.

What is being traded?
Identify:

 commodity;

 specification;

 contractual quality;

 permitted tolerances;

 packaging where applicable.

Descriptions should be sufficiently precise to avoid operational 
ambiguity.

How much?
Confirm:

 contractual quantity;
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 permitted quantity tolerances;

 unit of measurement;

 method of determining final quantity.

Many operational disputes originate not from quantity itself 
but from different interpretations of how quantity is measured.

Where?
Identify:

 delivery basis;

 delivery location;

 transfer of risk;

 transfer of responsibility;

 destination requirements.

Execution officers should distinguish between physical 
location and contractual place of delivery.

The two are not always identical.

When?
Review:

 shipment periods;

 loading windows;

 delivery deadlines;
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 documentary deadlines;

 payment deadlines.

Every important date should become visible in the execution 
plan.

Under what conditions?
Review clauses concerning:

 inspections;

 documentary requirements;

 payment procedures;

 notices;

 force majeure;

 claims;

 dispute resolution.

Many of these clauses remain dormant until an exception 
occurs.

Execution officers should understand them before they become 
operationally significant.

Identifying operational dependencies
Contracts rarely consist of isolated obligations. Most actions 
depend upon earlier events.

For example:
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Inspection may depend on loading.

Payment may depend on documents.

Delivery may depend on customs clearance.

Commission may depend on payment.

Execution officers should continuously identify these 
dependencies.

Understanding sequence is often more important than 
understanding individual clauses.

Reading for risk
Professional contract review goes beyond identifying 
obligations. It also identifies uncertainty.

Questions worth asking include:

 Is anything unclear?

 Does any clause contradict another?

 Is important information missing?

 Are unusual requirements present?

 Does the operational plan depend upon assumptions 

rather than contractual wording?

The earlier uncertainty becomes visible, the easier it is to 
manage.
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Common reading mistakes
Several errors appear repeatedly among inexperienced 
execution officers.

Reading too quickly. Focusing only on commercial terms. 
Ignoring incorporated standard conditions. Treating 
operational assumptions as contractual facts. Failing to 
recognise inconsistencies between amendments and the 
original contract.

Most of these mistakes arise because the contract is read once 
rather than used as a working operational document.

Professional execution requires continuous reference to the 
contract throughout its lifecycle.

Building the execution picture
After completing the initial review, the execution officer should 
be able to explain the contract without reading it again. Not by 
quoting clauses. By describing the operational reality.

 Who must perform.

 What must happen.

 When it must happen.

 What evidence will prove completion.

 Which issues require monitoring.

This operational picture becomes the foundation for every 
subsequent execution decision.
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Good contract reading is operational reading. The officer is not 
simply interpreting wording, but identifying what must 
happen, who must act and what evidence will later prove that 
the obligation was satisfied.



57

Chapter 7 - Execution Handover

A successful trade is not a successful handover
A trade can be commercially complete while still being 
operationally unready. Prices may be agreed, quantities fixed 
and parties satisfied, yet the execution officer may still lack the 
information needed to begin controlled performance.

That is why handover matters. It is the moment when 
commercial certainty must be translated into operational 
clarity, visible uncertainty and assigned next actions.

The objective of the handover
The handover is not simply a transfer of documents.

It is the transfer of operational responsibility.

When the process is complete, the execution officer 
should understand:

 what has been agreed;

 what remains unresolved;

 what must happen first;

 which deadlines already exist;

 where operational risk is concentrated.

The receiving officer should not need to reconstruct the 
transaction from fragmented emails, chat messages or 
conversations.
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Everything necessary to begin execution should already be 
visible.

Responsibility changes. Accountability does not.
Commercial teams remain accountable for the agreements they 
negotiate.

Execution teams become responsible for delivering those 
agreements operationally. This distinction is important.

Execution officers should never be expected to interpret 
undocumented commercial intentions or infer missing 
contractual terms.

If essential information has not been transferred, the correct 
response is clarification—not assumption.

Professional execution begins with reliable information, not 
educated guesses.

Information required for execution
Although organisations use different templates, every 
handover should answer the same operational questions.

Commercial summary
At minimum:

 seller;

 buyer;
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 commodity;

 quality;

 quantity;

 price;

 delivery basis;

 shipment or delivery period;

 payment structure.

This information establishes the commercial framework of the 
transaction.

Contractual status
Execution should immediately know:

 whether the contract has been drafted;

 whether it has been signed;

 whether amendments are expected;

 whether any contractual issues remain unresolved.

The execution officer should never discover fundamental 
contractual uncertainties after operational work has already 
begun.

Operational preparation
The handover should identify matters such as:
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 transport assumptions;

 inspection arrangements;

 documentary requirements;

 loading expectations;

 operational contacts;

 known scheduling constraints.

These items determine how execution will actually proceed.

Open issues
Every unresolved issue should be visible.

Examples include:

 missing banking instructions;

 pending inspection nominations;

 uncertain delivery schedules;

 expected amendments;

 incomplete documentary requirements.

Open issues are not signs of poor execution.

Hidden issues are.

Immediate priorities
The first operational actions should already be clear.



61

Typical examples include:

 prepare the draft contract;

 confirm operational contacts;

 request delivery instructions;

 arrange inspection;

 schedule transport.

The execution officer should begin work by executing priorities
—not by deciding what the priorities are.

Reviewing the handover
Receiving information should never be a passive activity.

Execution officers should actively validate the material they 
receive.

Useful review questions include:

 Is every contractual party correctly identified?

 Do the commercial terms agree across all documents?

 Are dates internally consistent?

 Are any critical clauses missing?

 Does anything appear commercially unusual?

 Can execution begin safely?
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A structured review performed immediately after handover is 
considerably less expensive than correcting mistakes during 
physical execution.

Incomplete handovers
No organisation eliminates incomplete handovers entirely. The 
objective is to identify them before operational work 
continues.

Typical warning signs include:

 contradictory commercial summaries;

 missing contractual parties;

 uncertain payment terms;

 inconsistent quantities;

 absent documentary requirements;

 unresolved delivery basis;

 unclear responsibilities.

Execution officers should resist the temptation to "fill in the 
gaps."

Operational assumptions have a habit of becoming contractual 
misunderstandings.

Returning the handover
Occasionally the correct decision is to stop.
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If essential information is missing or contradictory, the 
handover should be returned for clarification. This is not an 
administrative inconvenience. It is an operational safeguard.

Returning a handover early protects the organisation from 
substantially greater disruption later in the contract lifecycle.

Professional execution values accuracy above speed.

Documenting acceptance
Once the handover has been reviewed, its acceptance should 
become part of the execution record.

That record should indicate:

 when responsibility transferred;

 who accepted the handover;

 whether conditions remained outstanding;

 what actions were planned next.

This establishes a clear starting point for the operational 
history of the contract.

A continuous process
Although described as a single event, handover often continues 
throughout the early stages of execution.

Additional information becomes available. Commercial 
questions are clarified. Operational contacts change. New 
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instructions are issued. The execution record should evolve 
accordingly. The objective is not to freeze information. 

The objective is to maintain an accurate operational picture as 
the transaction develops.

A handover succeeds when the receiving officer can begin 
from clarity instead of reconstruction. Anything still 
dependent on memory, shorthand or guesswork should remain 
visible until it is resolved.
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Chapter 8 - Counterparties and 
Operational Contacts

Organisations execute contracts. People execute 
operations.
Contracts exist between legal entities. Execution happens 
between people. This distinction is fundamental.

The seller named in the contract does not send loading 
instructions. The buyer does not physically arrange 
inspections. Banks do not prepare warehouse documents. 
Individuals working within those organisations perform these 
activities.

Professional execution depends on understanding both 
levels simultaneously:

 the contractual relationship between organisations; and

 the operational relationship between the people 

responsible for carrying it out.

Confusing the two creates unnecessary risk.

Contractual parties
The legal parties define the rights and obligations created by 
the contract. Throughout execution they remain constant 
unless the contract itself is amended.

Execution officers should always know:

 the full legal name of each party;
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 the registered legal entity;

 the contractual role of each organisation;

 any guarantors or additional contractual participants 

where applicable.

Operational convenience should never replace contractual 
precision. An informal company name may be sufficient in 
conversation. It is rarely sufficient in contractual 
documentation.

Operational participants
Most execution activities involve specialists rather than 
contractual signatories.

Typical operational participants include:

 execution officers;

 logistics coordinators;

 warehouse managers;

 inspection coordinators;

 finance teams;

 customs brokers;

 freight forwarders;

 vessel agents;

 laboratory representatives.
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These individuals perform operational work on behalf of their 
organisations. They do not automatically possess contractual 
authority.

Understanding this distinction prevents many common 
execution errors.

Knowing who owns what
Every operational activity should have a clearly identifiable 
owner.

Ownership normally follows operational function.

Contract drafting typically belongs to the execution team. 
Commercial clarification belongs to the broker or trader. 
Transport booking belongs to logistics, while inspection 
scheduling belongs to the inspection coordinator. Invoice 
preparation normally sits with Finance, and payment 
monitoring may be shared between Finance and Execution. 
Claims usually require Commercial or Legal involvement.

The exact allocation differs between organisations. What 
matters is that ownership is explicit. If responsibility is shared 
by everyone, it is effectively owned by no one.

Operational Principle
If ownership cannot be named immediately, follow-up will 
become negotiation instead of control.
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Maintaining a reliable contact structure
Execution officers often work with dozens—or hundreds—of 
external contacts. An effective contact structure records more 
than names and email addresses.

Useful information includes:

 organisation;

 operational role;

 telephone numbers;

 preferred communication channel;

 time zone;

 language;

 escalation path;

 authority level.

Accurate contact information reduces delays during critical 
operational events.

Communication channels
Different communications require different levels of formality. 
Routine coordination may occur through messaging platforms 
or telephone calls. Contractual matters should normally be 
confirmed through controlled written communication.

A useful principle is simple: The greater the 
contractual significance of the information, 
the stronger the evidence should be.
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Important operational decisions should never rely solely on 
informal conversations.

Changes in personnel
People change roles. They take leave. They resign. 
Departments are reorganised. Execution should continue 
regardless.

For that reason, operational records should identify 
both:

 the individual contact; and

 the organisational function they represent.

This approach allows responsibility to continue even when 
personnel change during long-running contracts.

Verifying authority
Receiving instructions from a counterparty does not 
automatically mean those instructions are valid.

Execution officers should consider:

 Does this individual normally issue such instructions?

 Has authority previously been confirmed?

 Does the instruction contradict earlier agreements?

 Should additional confirmation be obtained?
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Verification is particularly important when instructions 
concern:

 banking information;

 destination changes;

 quantity adjustments;

 contractual amendments;

 settlement proposals.

Professional scepticism protects both parties.

Escalation paths
Every execution process should include clearly understood 
escalation routes. Operational issues should not remain 
unresolved simply because the original contact is unavailable. 
Escalation paths normally exist at both operational and 
managerial levels. 

Knowing these routes before they are needed significantly 
reduces delays during unexpected situations.

Building professional relationships
Successful execution depends upon professionalism rather 
than familiarity.

Reliable working relationships are built through:

 consistency;
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 responsiveness;

 accuracy;

 transparency;

 respect for contractual boundaries.

Execution officers who communicate clearly and honour 
commitments quickly become trusted counterparts. That trust 
improves coordination but should never replace documented 
evidence or contractual discipline.

Professional relationships strengthen execution. They do not 
replace process.

Contracts are performed by organisations, but execution 
moves through named people. Reliable contact structures turn 
abstract obligations into practical coordination.
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Chapter 9 - Drafting and Signing the 
Contract

The draft is the operational baseline
A trade becomes executable only after it is expressed as a 
contract that both parties understand and accept.

The purpose of drafting is not to create new commercial terms. 
It is to translate the agreed transaction into a precise, complete 
and enforceable operational document.

Every ambiguity that survives into the contract increases 
execution risk. Every unnecessary assumption becomes a 
future question. Good drafting eliminates both.

Drafting begins with verification
Before preparing the first draft, the execution officer should 
confirm that the commercial agreement is complete and 
internally consistent.

At minimum, verify:

 contractual parties;

 commodity and specification;

 quantity and permitted tolerances;

 price and currency;

 Incoterms® rule or other delivery basis;

 shipment or delivery period;
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 payment terms;

 applicable standard contract form;

 special commercial conditions.

The objective is simple: Draft the agreement that 
actually exists—not the one people assume 
exists.

Use approved templates
Professional organisations rarely draft contracts from a blank 
page.

Approved templates provide:

 consistent terminology;

 proven legal wording;

 standard operational clauses;

 predictable document structure.

Templates reduce drafting time while improving consistency 
across the contract portfolio. They should not be treated as 
immutable.

Commercially agreed variations should be incorporated 
carefully and with appropriate authority.
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Accuracy before speed
Execution teams often work under significant time pressure. 
Even so, accuracy should always take precedence over speed.

A contract sent one hour later but free from material errors is 
usually preferable to a contract sent immediately with 
incorrect legal entities, dates or payment terms.

Most drafting mistakes are inexpensive to prevent and 
expensive to correct. The initial review remains the most 
effective quality control measure.

Field Note
The fastest draft is often the one that creates the slowest 
correction cycle once counterparties start working from the 
wrong text.

Reviewing the draft
Before circulation, every draft should undergo a structured 
review.

Questions worth asking include:

 Have all agreed commercial terms been included?

 Do quantities and units remain consistent?

 Are dates internally consistent?

 Have standard clauses been modified unintentionally?

 Are references to appendices and specifications correct?
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 Can an independent reader understand the contract 
without additional explanation?

If the answer to any of these questions is uncertain, the draft is 
not yet ready for circulation.

Exchanging comments
Contract drafting is normally collaborative.

Counterparties review the draft, suggest revisions and identify 
issues requiring clarification. Not every proposed change 
deserves equal treatment.

Execution officers should distinguish between:

 corrections;

 clarifications;

 commercial changes;

 legal amendments;

 operational improvements.

Only corrections and agreed clarifications should normally be 
implemented directly.

Commercial changes should return to the appropriate 
commercial authority.

Execution officers manage the drafting process. They do not 
renegotiate the contract.
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Version control
During negotiations several drafts may exist simultaneously. 
Without disciplined version control, confusion develops 
quickly.

Every draft should be clearly identifiable.

Typical version information includes:

 document version;

 preparation date;

 author or originating organisation;

 revision summary where appropriate.

Execution teams should always know which version represents 
the current negotiating position.

Outdated drafts should never become operational reference 
documents.

Agreement and execution
A contract is operationally useful only when both parties have 
accepted the same obligations.

Depending on organisational practice, acceptance may occur 
through:

 handwritten signatures;

 qualified electronic signatures;

 documented written acceptance;
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 another legally recognised method.

The execution officer should verify that acceptance is complete 
before treating the agreement as contractually established.

Operational work often begins before signatures are 
exchanged, but contractual assumptions should never replace 
confirmed agreement.

After signing
Signing is an important milestone. It is not the end of contract 
formation.

Once the agreement becomes effective, the execution 
officer should:

 confirm that the executed version has been distributed 

where required;

 archive superseded drafts;

 update execution records;

 identify any remaining operational actions;

 prepare the contract for execution.

The signed agreement becomes the authoritative reference for 
the remainder of the lifecycle.

Every subsequent operational decision should align with it 
unless a formal amendment is approved.
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Common drafting errors
The same mistakes appear repeatedly across commodity 
markets. Copying clauses from unrelated contracts.

 Using outdated templates.

 Leaving placeholder text unchanged.

 Introducing inconsistent dates.

 Referring to incorrect appendices.

 Modifying standard wording without recognising the 

consequences.

 Most of these errors arise from haste rather than 

complexity.

Disciplined review remains the simplest and most effective 
defence.

The draft becomes the working reality of the transaction long 
before closeout. Accuracy at this stage prevents correction, 
confusion and escalation later in the lifecycle.
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Chapter 10 - Amendments and Change 
Control

Contracts evolve
Few commodity contracts are executed exactly as originally 
drafted.

 Shipment dates change.

 Transport routes are revised.

 Inspection companies are replaced.

 Quantities vary within contractual tolerances.

 Occasionally, commercial terms themselves must be 

renegotiated.

None of these developments necessarily indicates that 
execution has failed. They simply reflect the realities of 
physical trade.

The objective of change control is not to prevent change. It is 
to ensure that every change is deliberate, authorised and fully 
documented.

Change versus correction
Execution officers should distinguish between corrections and 
amendments. A correction fixes an error without changing the 
commercial intent.

Examples include:
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 correcting a typographical error;

 fixing an incorrect company address;

 updating a contact name;

 repairing formatting inconsistencies.

An amendment changes the contractual relationship.

Examples include:

 extending the shipment period;

 changing the delivery destination;

 revising payment terms;

 altering quantity commitments;

 modifying quality specifications.

Corrections improve accuracy. Amendments change 
obligations.

The distinction determines both authority and documentation.

Recognising contractual change
Not every operational adjustment requires a formal 
amendment. For example, changing the contact person 
responsible for loading rarely alters contractual obligations.

Changing the agreed delivery period almost always does.

Whenever uncertainty exists, execution officers should ask a 
simple question: Does this change alter the rights, 
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obligations or commercial expectations of 
either party?
If the answer is yes, formal contractual treatment is normally 
required.

Authority for change
Execution officers coordinate amendments. They do not 
approve them independently unless authority has been 
explicitly delegated.

Typical approval authority rests with:

 traders or brokers for commercial terms;

 management for material financial exposure;

 legal advisers for contractual wording where 

appropriate;

 authorised representatives of both contractual parties.

Execution officers ensure that approvals are obtained, recorded 
and reflected accurately in the contract documentation.

Documenting amendments
Every amendment should clearly answer five questions.

 What changed?

 Why was the change required?

 Who approved it?
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 When did it become effective?

 Which contractual provisions does it replace?

If these questions cannot be answered months later, the 
amendment has not been documented adequately.

Professional execution values traceability as highly as 
accuracy.

Myth vs Reality
Myth: a small change can remain in email if everyone 
understands it. Reality: undocumented change eventually 
becomes conflicting operational memory.

Version discipline
After an amendment is approved, the execution record should 
contain one clear operational baseline.

Superseded versions should remain archived for historical 
purposes, but they should no longer guide operational work.

Confusion between current and historical versions remains 
one of the most common causes of avoidable execution errors.

Every participant should know which document governs the 
contract today.

Communicating change
Approving an amendment is only part of the process.
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Everyone affected by the change must also understand it.

Depending on the nature of the amendment, this may 
include:

 execution teams;

 logistics providers;

 inspection companies;

 warehouses;

 finance departments;

 banks;

 customs agents.

An undistributed amendment has little practical value. 
Execution depends on shared operational understanding.

Operational consequences
Even a small contractual amendment may trigger multiple 
operational changes.

A revised loading date may require:

 new transport bookings;

 revised inspection schedules;

 updated warehouse planning;

 amended documentary deadlines;

 revised payment expectations.



84

Execution officers should evaluate these consequences before 
considering the amendment fully implemented.

A contract changes only when operations change with it.

Emergency changes
Occasionally operational circumstances require rapid 
decisions.

Examples include:

 weather disruption;

 transport failure;

 port closure;

 regulatory intervention;

 unexpected quality issues.

Urgency does not eliminate the need for authority.

Where immediate action is necessary, execution officers 
should:

 identify the operational risk;

 obtain the highest practical level of approval;

 document the decision;

 formalise the amendment as soon as circumstances 

permit.

Operational urgency should accelerate documentation—not 
replace it.
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Learning from amendments
Repeated amendments often reveal deeper organisational 
problems. Frequent delivery changes may indicate unrealistic 
planning.

Repeated banking corrections may expose weak master data. 
Regular documentary revisions may suggest poor drafting 
discipline.

Professional organisations therefore analyse amendments 
collectively rather than treating each one as an isolated event. 
Patterns frequently reveal opportunities for systemic 
improvement.

Change is manageable when it remains explicit. A disciplined 
amendment process protects the contract from being quietly 
rewritten by scattered emails, assumptions and uneven 
memory.



86

Part III - Operational Readiness 
and Physical Performance

Chapter 11 - Documentary Instructions

Documents move the cargo
Physical cargo rarely stops because nobody wants it to move. It 
stops because the documents required to release, transport, 
inspect, clear or finance it are missing, inaccurate or late.

For that reason documentary control is not clerical support. It 
is one of the core operating disciplines of execution, because 
documents determine when rights, instructions, goods and 
money are allowed to move.

Documentary obligations
Every contract creates documentary obligations. Some 
documents establish contractual rights. Others enable logistics.

Some trigger payment. Others satisfy customs or regulatory 
requirements.

Execution officers should identify documentary requirements 
as early as possible and treat them as contractual deliverables 
rather than supporting paperwork.

The contract—not organisational habit—determines which 
documents are required.
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Building the documentary plan
Before live execution begins, documentary work should be 
organised as a controlled sequence rather than a reactive 
exchange of files. 

A useful plan should identify six things.

 Required document. Define exactly what must exist 

for the contract to move.

 Responsible organisation. Identify which party is 

expected to produce or control it.

 Responsible individual. Assign operational 

ownership so responsibility cannot become ambiguous.

 Preparation deadline. Connect the document to the 

execution timeline.

 Approval and distribution. Establish who may 

release the document, which recipients require it and 
which version should circulate.

 Dependencies. Identify the evidence or earlier activity 

required before the document can be prepared 
correctly.

Once these elements are visible, documentary management 
stops being background administration and becomes a 
measurable operating process.
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Typical document categories
Although requirements differ between trades, most physical 
commodity contracts involve several recurring categories.

Contractual documents
Examples include:

 signed contracts;

 amendments;

 contractual appendices;

 notices.

These establish the legal framework of the transaction.

Commercial documents
Examples include:

 commercial invoices;

 packing lists;

 weight statements;

 price calculations.

These support commercial and financial performance.

Logistics documents
Examples include:
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 transport instructions;

 CMR consignment notes;

 bills of lading;

 railway documentation;

 warehouse release instructions.

These enable physical movement of the cargo.

Inspection and quality documents
Examples include:

 inspection certificates;

 sampling reports;

 laboratory analyses;

 quality certificates;

 phytosanitary certificates where applicable.

These confirm compliance with contractual requirements.

Financial documents
Examples include:

 invoices;

 commission invoices;

 payment confirmations;
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 credit documentation where applicable.

These support financial completion of the transaction.

Documentary dependencies
Most documents cannot be prepared independently.

For example:

 A bill of lading depends upon loading.

 An invoice may depend upon confirmed quantity.

 An inspection certificate depends upon completed 

inspection.

 A payment request may depend upon documentary 

presentation.

Execution officers should understand these dependencies 
before establishing documentary deadlines.

Attempting to produce documents before supporting evidence 
exists creates unnecessary errors and revisions.

Operational Principle
A document deadline is only real if the evidence needed to 
produce that document is also visible and owned.

Accuracy matters
Documentary mistakes often appear insignificant.
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 A spelling error.

 An incorrect quantity.

 An outdated address.

 A missing reference number.

Yet small inaccuracies frequently delay customs clearance, 
payment, financing or delivery. Every document should 
therefore be reviewed with the same discipline applied to the 
contract itself.

Accuracy is considerably less expensive than correction.

Distribution control
Preparing documents is only part of execution. 

The right people must receive the right documents at the right 
time.

Distribution should therefore answer four questions:

 Who receives the document?

 Which version is current?

 When was it issued?

 Has receipt been confirmed where necessary?

Document control ends only when required recipients have 
received the correct information.
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Managing revisions
Operational documents occasionally require revision.

When this occurs, execution officers should ensure that:

 obsolete versions are clearly identified;

 revised versions replace previous operational 

references;

 affected participants are informed;

 changes are documented.

Allowing multiple uncontrolled versions to circulate creates 
unnecessary operational risk.

One document.

One current version.

One operational truth.

Documentary evidence
Every document contributes to the execution history.

Together they explain:

 what happened;

 when it happened;

 who performed it;

 whether contractual obligations were satisfied.
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A complete documentary record allows the transaction to be 
reconstructed without relying on memory. That is one of the 
principal objectives of professional execution.

Documentary control deserves the same seriousness as 
logistics or finance because documents determine when 
performance, payment and proof are actually possible.
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Chapter 12 - Operational Readiness

Readiness is a measurable condition
Operational readiness is not a mood and not a hopeful status 
update. It is the point at which execution can begin without 
depending on hidden assumptions, unresolved contradictions 
or missing control points.

That standard is deliberately strict. A contract is either ready 
for its next operational stage on the evidence available now, or 
it remains in preparation until unresolved items are made 
visible and controlled.

What operational readiness means
Operational readiness does not mean that every activity has 
been completed. It means that every prerequisite for the next 
stage of execution has been satisfied.

Depending on the contract, this may include:

 an agreed contract;

 confirmed counterparties;

 established operational contacts;

 transport planning;

 documentary preparation;

 inspection arrangements;

 payment instructions;
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 identified responsibilities.

The exact requirements vary between transactions. The 
principle does not.

Execution should never begin while critical uncertainties 
remain unresolved.

A readiness review
A readiness review should condense the whole contract into a 
small number of operating questions. The purpose is not to 
complete another ritual. It is to determine whether execution 
can now begin predictably and with controlled risk.

A readiness review should examine five areas.

Contract. Is the contractual position stable enough to execute 
from? Evidence should include agreed contract text, completed 
amendments and resolution of material open commercial 
issues.

Logistics. Can transport capacity, route and timing support 
live performance? Look for bookings, confirmed windows, 
route assumptions and participant confirmations.

Documentation and inspection. Are required documents on 
a controlled path to readiness, and do the parties understand 
how quantity and quality will be verified? Relevant evidence 
includes current templates, assigned owners, deadlines, 
confirmed inspectors, laboratories and procedures.

Finance. Can payment be triggered and monitored without 
avoidable ambiguity? Payment instructions, invoice routing, 
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commission arrangements and settlement logic should already 
be understood.

Risk. Does any unresolved issue make immediate execution 
unsafe or commercially premature? Known uncertainties, 
dependencies and escalation decisions should be visible rather 
than hidden.

If one of these areas still depends on assumption rather than 
evidence, readiness remains incomplete even when momentum 
elsewhere is strong.

Visible uncertainty
Not every uncertainty prevents execution.

For example:

 A final truck registration may still be pending.

 A vessel nomination may not yet be available.

 A loading sequence may remain under discussion.

If these issues are understood, documented and actively 
managed, execution may continue.

The danger lies not in uncertainty itself but in uncertainty that 
remains invisible.

Professional execution always distinguishes between: Known 
uncertainty and Unknown uncertainty.

The first can be managed. The second cannot.
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Executive Insight
Unknown risk is not the most dangerous condition. Hidden 
uncertainty presented as readiness is.

Dependencies
Readiness depends on recognising dependencies between 
activities.

For example:

 Loading cannot begin before transport is confirmed.

 Inspection cannot occur before sampling.

 Payment cannot occur before contractual payment 

conditions have been satisfied.

Every dependency should be visible before execution begins. 
Ignoring dependencies usually creates avoidable delays later in 
the process.

Readiness is dynamic
Operational readiness is not permanent. A contract that is 
ready today may become unready tomorrow.

Examples include:

 cancelled transport;

 expired inspection arrangements;

 revised contractual dates;

 withdrawn financing;



98

 regulatory changes.

Execution officers should therefore monitor readiness 
continuously rather than treating it as a single milestone. The 
operational picture should always reflect current reality.

Common readiness failures
Several problems appear repeatedly.

 Execution begins before documentation is complete.

 Transport is assumed rather than confirmed.

 Inspection arrangements remain unclear.

 Responsibilities are poorly defined.

 Critical deadlines are overlooked.

These failures often arise because organisations focus on 
momentum rather than preparation.

Professional execution recognises that a short delay before 
execution is usually preferable to prolonged disruption 
afterwards.

Readiness indicators
Experienced execution officers rarely rely on intuition. Instead 
they look for objective indicators that execution can proceed.

Typical indicators include:

 contractual stability;
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 confirmed operational ownership;

 complete documentary preparation;

 transport confirmation;

 inspection readiness;

 verified payment arrangements;

 absence of unresolved critical risks.

These indicators provide confidence that the execution process 
has a stable operational foundation.

Preparing for physical execution
When readiness has been confirmed, attention shifts from 
preparation to performance. Operational monitoring becomes 
continuous. Communication frequency increases. Events begin 
occurring according to contractual timelines rather than 
planning assumptions.

From this point onward, the execution officer's role changes. 
Preparation gives way to coordination.

The emphasis moves from planning activities to controlling 
live operations.

Readiness is the discipline of refusing to treat optimism as a 
control mechanism. When a contract begins live performance 
from visible readiness, later disruption becomes easier to 
contain.
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Chapter 13 - Road and Rail Execution

Physical execution begins
Once a contract reaches operational readiness, planning gives 
way to execution. Documents become shipments. Schedules 
become deadlines. Assumptions become measurable events.

From this point forward, the execution officer's responsibility 
is to maintain continuous operational control while preserving 
a complete and reliable execution record.

Road and rail transport differ operationally, but they 
follow the same execution principles:

 every movement has an owner;

 every milestone has evidence;

 every exception is managed;

 every material decision is documented.

Understanding the transport plan
Before the first vehicle is dispatched, the execution officer 
should understand the entire transport plan.

At minimum, this includes:

 loading location;

 unloading location;

 transport mode;
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 planned route where relevant;

 shipment schedule;

 responsible logistics providers;

 expected transit time;

 contractual delivery requirements.

The objective is not to manage the carrier's operations but to 
understand how transport affects contractual performance.

Confirming operational readiness
Transport should begin only after the necessary operational 
conditions have been satisfied.

Typical confirmations include:

 cargo availability;

 warehouse readiness;

 transport allocation;

 loading schedule;

 documentary preparation;

 inspection arrangements where applicable.

Beginning transport before these conditions exist often creates 
avoidable delays and unnecessary costs.
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Loading operations
Loading represents the first physical confirmation that 
contractual performance has begun.

Execution officers should monitor:

 loading date and time;

 quantities loaded;

 vehicle identification where relevant;

 loading documentation;

 operational deviations;

 incidents affecting shipment.

Not every organisation performs loading directly. Every 
organisation should understand what occurred during loading.

Monitoring transport
Once cargo leaves the loading point, execution shifts toward 
monitoring rather than preparation.

The objective is not continuous surveillance of every vehicle. 
The objective is maintaining sufficient visibility to identify 
situations requiring operational action.

Typical monitoring activities include:

 confirming departures;

 tracking significant milestones;

 identifying delays;
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 coordinating revised delivery expectations;

 maintaining communication with affected parties.

Monitoring should be proportionate to operational risk.

Routine shipments require less attention than exceptional 
ones.

Rail execution
Rail transport introduces additional coordination 
requirements.

Execution officers may need to monitor:

 wagon allocation;

 train assembly;

 terminal operations;

 border crossings;

 interchange between railway operators;

 unloading priorities.

Rail execution often involves longer lead times and greater 
dependency on external infrastructure. For that reason, timely 
communication becomes particularly important.

Delivery
Delivery is more than the arrival of goods.
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Execution officers should establish:

 when delivery occurred;

 where delivery occurred;

 what quantity was received;

 whether delivery complied with contractual 

requirements;

 whether any exceptions were recorded.

Delivery evidence may include signed transport documents, 
warehouse confirmations or other agreed records.

Operational status should always be supported by 
documentary evidence.

Managing delays
Delays occur in every transport network.

Traffic. Weather. Mechanical failures. Infrastructure 
constraints. Regulatory inspections. Most delays are 
manageable provided they become visible early.

Professional execution therefore focuses less on preventing 
every delay and more on ensuring that:

 affected parties are informed;

 contractual consequences are understood;

 revised plans are coordinated;

 evidence is preserved.
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Unreported delays generally cause greater disruption than 
delays themselves.

Field Note
Most delay management is not about speed. It is about preserving  
sequence, evidence and authority while time pressure rises.

Damage and shortages
If cargo is damaged or quantities differ from expectations, 
execution officers should avoid premature conclusions.

The immediate objective is to establish the facts.

Questions include:

 What evidence exists?

 When was the issue first observed?

 Who confirmed it?

 Which contractual procedures now apply?

Only after reliable evidence has been gathered should 
commercial or legal decisions be considered.

Execution protects facts before opinions.

Completing the transport stage
Transport is complete only when:

 delivery obligations have been satisfied;
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 required documentation has been received;

 outstanding transport issues have been resolved or 

formally recorded;

 the contract is ready to progress to its next operational 

stage.

Physical arrival alone does not complete execution.

The operational record must also be complete.

Physical execution remains controllable when milestones, 
evidence and communication move together. The officer's role 
is to stop transport activity from becoming operational 
ambiguity.



108

Chapter 14 - Port and Sea Execution

Maritime execution is coordination at scale
Sea transport introduces a higher level of operational 
complexity than most inland shipments.

More organisations participate. More documents circulate. 
More contractual dependencies exist. Longer transit times 
create additional uncertainty. Despite these differences, the 
objective remains unchanged.

The execution officer maintains operational control by 
ensuring that information, documents and responsibilities 
remain aligned throughout the voyage.

The vessel carries the cargo.

The execution officer carries the execution process.

Understanding the shipment
Before loading begins, the execution officer should understand 
the planned shipment as a whole.

This includes:

 loading port;

 discharge port;

 contractual delivery basis;

 nominated vessel where applicable;
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 shipment window;

 expected sailing schedule;

 documentary requirements;

 inspection arrangements.

A clear operational picture established before loading 
significantly reduces confusion during the voyage.

Vessel nomination
Many contracts require one party to nominate the carrying 
vessel.

Execution officers should verify:

 that the nomination complies with contractual 

requirements;

 that relevant parties have been notified;

 that required acceptance procedures have been 

completed where applicable.

The officer does not decide whether a vessel is commercially 
acceptable. The officer ensures that the nomination process 
follows the contract.

Loading operations
Loading is one of the most significant operational milestones 
in maritime execution.
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During this phase, the execution officer should monitor:

 commencement of loading;

 loading progress;

 completion of loading;

 reported quantities;

 operational interruptions;

 documentary status.

Where inspections are required, inspection activities should 
remain coordinated with loading rather than treated as 
independent events.

Bills of lading and shipping documents
Shipping documents frequently determine both ownership and 
payment.

Execution officers should therefore ensure that:

 documentary details are accurate;

 contractual references are correct;

 issued documents correspond to the actual shipment;

 required recipients receive the appropriate versions.

Errors discovered after documents have entered circulation are 
often significantly more difficult to correct. Careful review 
before issue remains the most effective control.
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Common Mistake
Shipping documents are often treated as paperwork created after 
operations. In practice they are part of the operation itself.

Monitoring the voyage
Once the vessel has sailed, execution enters a prolonged 
monitoring phase.

Typical responsibilities include:

 tracking major voyage milestones;

 communicating revised arrival expectations;

 coordinating documentary exchange;

 monitoring emerging operational issues;

 preparing for discharge.

Continuous minute-by-minute vessel tracking is rarely 
necessary.

The objective is to maintain sufficient visibility to support 
timely operational decisions.

Port operations
Arrival at the discharge port marks another critical transition.

Execution officers should coordinate:

 arrival notifications;
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 discharge planning;

 documentation required for cargo release;

 communication between operational participants;

 reporting of significant delays or incidents.

Port operations often involve multiple independent 
organisations. Clear coordination reduces unnecessary waiting 
time and misunderstandings.

Demurrage and detention awareness
Time has commercial value in maritime transport. Delays 
during loading or discharge may create additional contractual 
costs.

Execution officers should therefore remain alert to 
circumstances that may lead to:

 demurrage;

 detention;

 additional port charges;

 extended storage costs.

The officer does not determine liability independently. The 
officer ensures that relevant events, timings and supporting 
evidence are properly documented.

Commercial responsibility can only be assessed accurately 
when reliable operational records exist.
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Maritime exceptions
Unexpected events occur regularly during sea transport.

Examples include:

 weather delays;

 port congestion;

 equipment failures;

 revised sailing schedules;

 cargo damage;

 documentary discrepancies.

Professional execution follows the same approach regardless of 
the cause.

Establish the facts. Preserve the evidence. Inform the 
appropriate parties. Assess contractual consequences. 
Coordinate the next operational steps. The sequence is often 
more important than the event itself.

Completing maritime execution
The maritime transport stage concludes only when:

 discharge has been completed;

 contractual delivery obligations have been satisfied;

 shipping documentation is complete;

 outstanding transport issues have been resolved or 

formally recorded.
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The vessel's arrival is an important milestone. It is not, by 
itself, the end of execution.

Execution ends only when both physical performance and 
operational evidence are complete.

Maritime execution magnifies the cost of weak coordination. 
Scale, distance and document sensitivity make disciplined 
visibility more valuable than heroic last-minute intervention.
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Chapter 15 - Quantity, Quality and 
Reconciliation

Every contract ends with facts
Throughout execution, expectations gradually become 
measurable outcomes.

Estimated quantities become confirmed quantities. Expected 
quality becomes certified quality. Planned deliveries become 
completed deliveries.

The role of reconciliation is to compare contractual 
expectations with operational reality and determine whether 
the contract has been performed as agreed. This is one of the 
final opportunities to identify discrepancies before financial 
completion.

For that reason, reconciliation is a control process—not an 
accounting exercise.

Quantity
Every commodity contract defines quantity.

Execution establishes what quantity was actually delivered. 
These two values are not always identical.

Differences may arise because of:

 contractual tolerances;

 weighing methods;
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 moisture adjustment;

 transport losses;

 operational handling;

 measurement error.

The execution officer does not determine which quantity is 
commercially correct.

The officer ensures that:

 the measurement method is understood;

 supporting evidence exists;

 discrepancies become visible;

 contractual procedures are followed.

Facts come first. Commercial conclusions follow.

Understanding measurement
Execution officers should understand how contractual quantity 
is established.

Typical methods include:

 loading weight;

 discharge weight;

 warehouse weight;

 certified inspection weight;
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 agreed settlement weight.

The contract—not operational preference—determines which 
measurement governs the transaction. Whenever different 
measurements exist, the execution record should explain why.

Quality
Quantity determines how much was delivered. Quality 
determines whether the delivered goods satisfy the contract.

Quality assessment commonly relies on:

 inspection certificates;

 laboratory analysis;

 sampling records;

 grading reports;

 contractual specifications.

Execution officers coordinate this information. They do not 
independently judge technical quality.

Where contractual procedures require independent inspection, 
those procedures should be followed consistently.

Variations
Not every difference represents non-performance. Many 
contracts include agreed tolerances.

Examples include:
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 quantity tolerance;

 moisture tolerance;

 impurity limits;

 grading ranges.

The existence of a variation should therefore trigger analysis 
rather than immediate concern.

Useful questions include:

 Does the variation remain within contractual limits?

 Has it been measured correctly?

 Is supporting evidence complete?

 Do contractual notification procedures apply?

Professional execution separates observation from 
interpretation.

Reconciling operational information
As execution nears completion, information from multiple 
sources must be brought together.

Typical reconciliation compares:

 contractual quantity;

 loaded quantity;

 transported quantity;

 delivered quantity;
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 invoiced quantity;

 paid quantity.

Where differences exist, the execution officer should 
establish:

 whether they are expected;

 whether they are supported by evidence;

 whether contractual action is required.

Reconciliation creates one coherent operational picture from 
multiple independent records.

Managing discrepancies
Discrepancies should never be hidden. Nor should they be 
exaggerated.

Execution officers should document:

 the discrepancy itself;

 supporting evidence;

 possible causes;

 contractual implications;

 actions taken.

Many discrepancies prove commercially insignificant once 
properly investigated. Others require formal claims or 
amendments.
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Evidence determines which path is appropriate.

Myth vs Reality
Myth: discrepancies become dangerous only when they are large. 
Reality: small unexplained differences are often what later 
weaken claims, payments and closeout.

Claims and reservations
Where contractual differences cannot be resolved through 
normal execution, formal claims may arise.

Execution officers should ensure that:

 contractual notification requirements are observed;

 supporting evidence is preserved;

 timelines are monitored;

 commercial decision-makers receive complete 

information.

The officer coordinates the process. Responsibility for 
accepting or rejecting claims normally rests with authorised 
commercial or legal representatives.

Completing reconciliation
Reconciliation is complete when the execution officer 
can explain, with evidence:

 what the contract required;
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 what actually occurred;

 where differences existed;

 how those differences were resolved;

 which values govern financial completion.

If these questions cannot be answered confidently, 
reconciliation remains incomplete.

Reconciliation is where operational narrative gives way to 
measurable fact. The contract only closes cleanly when 
quantity, quality and supporting records tell the same story.
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Chapter 16 - Payment Control

Physical completion is not contract completion
A contract is not complete when the goods have been 
delivered.

Execution continues until every financial obligation has been 
fulfilled or otherwise resolved.

For many organisations, the greatest financial exposure occurs 
after physical performance, when invoices are issued, payment 
deadlines approach and commercial differences become visible.

Payment control ensures that operational success becomes 
commercial completion.

The role of the execution officer
Execution officers do not normally authorise payments or 
maintain accounting records.

Those responsibilities belong to finance. The execution officer 
ensures that the payment process progresses according to the 
contract.

This includes:

 confirming that payment conditions have been 

satisfied;

 coordinating the exchange of required documents;

 monitoring contractual payment deadlines;
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 identifying delays;

 preserving evidence;

 escalating material issues.

Execution coordinates the process. Finance executes the 
transaction.

Understanding payment terms
Every contract establishes both how payment will occur and 
when payment becomes due.

Execution officers should clearly understand:

 payment method;

 payment currency;

 payment trigger;

 supporting documents required for payment;

 contractual payment deadline;

 agreed banking instructions.

These requirements become part of the execution plan from 
the beginning of the contract, not only after delivery.

Payment triggers
Different contracts use different payment triggers.

Common examples include:
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 delivery;

 presentation of specified documents;

 inspection certificate;

 invoice date;

 bill of lading date;

 discharge confirmation.

Execution officers should avoid assumptions.

Payment becomes due only when the contractual trigger has 
occurred. Understanding that trigger prevents unnecessary 
disputes and inaccurate status reporting.

Before payment becomes due
Before monitoring payment itself, confirm that all contractual 
preconditions have been satisfied.

Typical questions include:

 Has the invoice been issued?

 Have all required supporting documents been delivered?

 Have banking details been verified?

 Have counterparties acknowledged receipt where 
necessary?

 Has any contractual dispute suspended payment 
obligations?



125

A payment deadline cannot be evaluated accurately until these 
questions have been answered.

Monitoring payment
Once payment becomes due, execution shifts from preparation 
to monitoring.

Useful information includes:

 due date;

 payment status;

 expected receipt date;

 exceptions or delays;

 communications concerning payment.

The execution record should allow anyone reviewing the 
contract to understand the current financial position 
immediately.

Delayed payment
Payment delays occur for many reasons.

Administrative processing. Banking delays. Documentary 
discrepancies. Commercial disagreements. Liquidity 
constraints. 

The execution officer should establish the reason before 
deciding on the appropriate response.
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Questions worth asking include:

 Has payment actually become overdue?

 Have all contractual conditions been met?

 Has the counterparty explained the delay?

 Is escalation required?

Professional execution investigates before concluding.

Banking information
Incorrect banking information creates unnecessary operational 
risk.

Before payment instructions are used, execution officers 
should verify that they are:

 current;

 complete;

 contractually appropriate;

 obtained through trusted communication channels.

Unexpected requests to change bank details deserve particular 
attention. Such requests should always be verified according to 
organisational security procedures before financial action is 
taken.

Operational discipline is also an effective defence against 
fraud.
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Common Mistake
Payment problems often begin long before the due date. They 
begin when banking assumptions are copied forward without 
verification.

Financial evidence
Payment control depends on reliable evidence.

Examples include:

 invoices;

 payment confirmations;

 bank advice;

 accounting confirmations;

 contractual correspondence.

Operational status should reflect documented financial reality 
rather than expectation. A payment expected tomorrow is not 
the same as a payment received today.

Escalating financial issues
Execution officers should escalate financial issues 
whenever:

 contractual payment deadlines are exceeded;

 supporting documents are disputed;

 banking instructions appear unreliable;
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 significant financial exposure develops;

 contractual remedies may become necessary.

Timely escalation allows commercial and financial decision-
makers to respond before routine delays become contractual 
disputes.

Payment control begins long before the due date. By the time 
funds are overdue, the quality of earlier contract, document 
and banking discipline is already being tested.
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Chapter 17 - Billing, Commission and 
Closeout

Bringing the contract to completion
The operational lifecycle concludes only when every 
contractual obligation has been fulfilled, every financial 
movement has been reconciled and every material issue has 
been resolved or formally documented.

This final stage is commonly underestimated.

Once the cargo has been delivered and payment has been 
received, attention naturally shifts to newer transactions.

Professional execution resists that temptation. 

A contract should remain active until its operational record is 
complete.

Only then can it be closed with confidence.

Billing
Billing converts contractual performance into financial 
documentation.

Depending on the transaction, this may include:

 commercial invoices;

 commission invoices;

 debit notes;
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 credit notes;

 settlement statements.

Execution officers should verify that billing reflects the final 
contractual position rather than preliminary operational 
estimates.

Invoices should correspond to confirmed contractual facts, not 
assumptions or provisional figures.

Commission management
In brokerage transactions, commission often represents the 
final commercial deliverable. 

Although commission structures vary considerably, 
execution officers should understand:

 when commission becomes payable;

 which contractual conditions trigger payment;

 how commission is calculated;

 whether supporting documentation is required.

The execution officer coordinates the process and ensures that 
the execution record clearly explains how commission 
obligations were satisfied.

Financial reconciliation
Before closing the contract, all financial information should be 
reviewed together.
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Typical reconciliation includes:

 contractual value;

 invoiced value;

 received payments;

 outstanding balances;

 commissions;

 agreed adjustments;

 credit notes where applicable.

The objective is to confirm that operational performance and 
financial records describe the same transaction.

Where differences remain, they should be explained before 
closeout.

Confirming contractual completion
A contract should not be closed simply because activity has 
stopped. Closure requires positive confirmation that 
contractual obligations have reached their intended 
conclusion.

Typical questions include:

 Have all deliveries been completed?

 Have all required documents been received?

 Have payments been completed?
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 Have commissions been settled?

 Have claims been resolved or transferred to an 
appropriate follow-up process?

 Can the execution history now be understood without 
further clarification?

If the answer to any of these questions is no, the contract 
should normally remain operationally open.

Archiving the execution record
A completed contract becomes part of the organisation's 
permanent operational history.

The archived record should contain:

 the final contract and amendments;

 operational correspondence of lasting significance;

 transport documentation;

 inspection records;

 financial documentation;

 evidence supporting material decisions;

 the final execution status.

Future audits, disputes and commercial reviews depend upon 
the quality of this record.

Good archiving is therefore an operational investment rather 
than an administrative obligation.
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Learning from completed contracts
Every completed contract provides information that can 
improve future execution.

Questions worth reviewing include:

 Which stages progressed smoothly?

 Where did unnecessary delays occur?

 Which recurring issues appeared?

 Which controls proved most effective?

 Could earlier communication have prevented later 
problems?

Professional organisations treat completed contracts as 
learning opportunities rather than historical paperwork. 
Execution improves through accumulated operational 
experience.

Operational metrics
Many organisations measure execution performance using 
objective indicators.

Examples include:

 contract cycle time;

 on-time delivery performance;

 document accuracy;
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 payment timeliness;

 amendment frequency;

 exception rate;

 claim frequency;

 closeout time.

Metrics should support operational improvement rather than 
individual blame. The purpose of measurement is better 
execution.

When is a contract truly closed?
From an execution perspective, a contract is closed only when 
three conditions exist simultaneously.

Operational completion - All contractual activities have 
been performed or formally concluded.

Financial completion - Outstanding financial obligations 
have been satisfied or appropriately resolved.

Documentary completion - The execution record is 
complete, accurate and capable of supporting future review.

Only when these three conditions coexist should the contract 
leave the active execution portfolio.

Closeout is not the moment when activity stops. It is the point 
at which the transaction becomes complete enough to survive 
later review without additional explanation.
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Part IV - Exceptions and Applied 
Practice

Chapter 18 - Exceptions, Escalation and 
Professional Judgement

Exceptions are inevitable
No execution process survives intact from first handover to 
final closeout. Delays, errors, shortages, disputes and 
operational surprises are part of the terrain rather than proof 
that execution has failed.

What separates strong organisations from weak ones is not 
whether exceptions occur, but whether they become visible 
early, are assessed on evidence and are contained before they 
distort the rest of the contract.

What is an exception?
An exception is any event that prevents the contract from 
progressing according to its expected operational path.

Typical examples include:

 delayed shipment;

 missing documents;

 failed inspection;
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 payment delay;

 quantity discrepancy;

 quality claim;

 transport disruption;

 incorrect contractual information.

Not every exception requires immediate escalation. Every 
exception requires visibility.

Hidden exceptions are significantly more dangerous than 
visible ones.

Recognising materiality
Execution officers should avoid treating every operational 
issue as equally important.

Professional judgement begins with assessing materiality.

Questions worth asking include:

 Does this issue prevent contractual performance?

 Does it create financial exposure?

 Could it affect legal rights?

 Will it influence delivery or payment?

 Can normal execution continue?

Minor administrative corrections rarely justify management 
attention. Issues affecting contractual obligations usually do.
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The first response
When an exception occurs, the natural instinct is to solve it 
immediately.

Professional execution follows a different sequence.

First, establish the facts. Then preserve the evidence. Next, 
identify contractual consequences.

Only then decide what action should be taken. Changing the 
order often leads to unnecessary assumptions and poor 
decisions.

The objective is not rapid reaction. The objective is informed 
reaction.

Operational Principle
First establish the facts. Then preserve the evidence. Then decide. 
Reversing that order turns pressure into error.

Investigating the issue
Before recommending action, execution officers should 
understand:

 What happened?

 When did it happen?

 Who identified it?

 What evidence supports it?
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 Which contractual obligations are affected?

 What remains uncertain?

The quality of these answers determines the quality of every 
subsequent decision.

Operational containment
Not every exception can be resolved immediately. Many, 
however, can be contained.

Examples include:

 informing affected parties;

 preventing conflicting instructions;

 preserving evidence;

 protecting documents;

 coordinating temporary operational arrangements.

Containment prevents the exception from expanding while a 
permanent solution is developed.

Escalation
Escalation should be deliberate rather than automatic.

Useful triggers include:

 contractual authority exceeded;

 significant financial exposure;
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 legal interpretation required;

 customer relationship at risk;

 operational continuity threatened;

 repeated failure of normal resolution procedures.

Escalation should always include sufficient information for 
decision-makers to act without reconstructing the situation 
from the beginning.

A good escalation explains:

 the facts;

 the evidence;

 the operational impact;

 available options;

 recommended next steps.

Decision support
Execution officers frequently support decisions without 
making them. This distinction is important.

Professional decision support provides:

 verified facts;

 relevant documents;

 contractual context;

 identified risks;
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 operational consequences.

Decision-makers provide judgement and authority. Execution 
officers provide clarity.

Recording the outcome
Once an exception has been resolved, the execution record 
should explain:

 what occurred;

 how it was investigated;

 what evidence was reviewed;

 what decision was taken;

 who authorised it;

 what operational changes followed.

Future reviewers should understand the entire sequence 
without relying on memory or informal conversations.

Learning from exceptions
Every exception provides operational information.

Repeated transport delays may reveal unrealistic scheduling. 
Recurring documentary errors may expose weaknesses in 
drafting. Frequent payment disputes may indicate unclear 
contractual wording. Professional organisations therefore 
analyse exceptions collectively rather than individually. 
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Patterns often identify opportunities for process improvement 
that isolated incidents cannot.

Resilience
Experienced execution officers understand that perfect 
execution is impossible. Resilient execution is achievable.

Resilience depends on:

 clear ownership;

 timely communication;

 reliable evidence;

 disciplined escalation;

 continuous situational awareness.

These capabilities allow organisations to adapt without losing 
operational control.

Exceptions reveal the real quality of the execution process 
because they expose whether the organisation can preserve 
control when the original path no longer holds.
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Chapter 19 - End-to-End Manual Contract 
Execution

Putting the principles into practice
Execution is only fully understood when the disciplines 
described in earlier chapters are seen operating together. 
Handover, drafting, readiness, logistics, finance and escalation 
are not independent subjects. They are one continuous control 
process viewed from different angles.

This chapter therefore follows a single transaction through the 
full lifecycle, not to introduce new theory, but to show how 
professional execution keeps control while uncertainty 
gradually turns into evidence.

Stage 1 — Commercial handover
The execution officer receives responsibility for a newly agreed 
transaction.

The commercial summary includes:

 seller and buyer;

 commodity and specification;

 quantity;

 agreed price;

 delivery basis;

 shipment period;
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 payment terms.

Before taking any operational action, the officer reviews the 
handover.

Questions include:

 Is the information internally consistent?

 Does anything remain commercially unresolved?

 Can execution begin safely?

A missing answer at this stage is less expensive than a 
correction later.

Stage 2 — Contract preparation
The contract is drafted using the approved template.

Commercial terms are verified against the handover. 
Operational requirements are incorporated.

Before circulation, the draft undergoes a structured review. 
Only after internal verification is the document exchanged 
with the counterparty.

The objective is not speed. The objective is accuracy.

Stage 3 — Contract agreement
Comments are exchanged. Clarifications are incorporated. 
Commercial changes are referred to authorised decision-
makers.



144

Once agreement has been reached, the executed version 
becomes the operational baseline.

Superseded drafts are archived. Execution now proceeds from 
one agreed contractual reference.

Stage 4 — Operational readiness
Transport planning begins. Inspection arrangements are 
confirmed. Documentary responsibilities are assigned. 
Operational contacts are verified. Payment instructions are 
reviewed.

The execution officer evaluates whether every prerequisite for 
physical performance has been satisfied. Known uncertainties 
remain visible. Unknown uncertainties are investigated.

Only after readiness has been confirmed does physical 
execution begin.

Stage 5 — Physical performance
Loading starts.

Transport progresses according to plan. Documents circulate 
between the participating organisations. Inspection certificates 
are issued.

The execution officer continuously monitors:

 contractual milestones;

 documentary progress;

 operational communication;
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 emerging risks;

 unresolved issues.

Execution remains focused on maintaining control rather than 
reacting to isolated events.

Stage 6 — Managing an exception
During transport, unexpected weather delays delivery.

The officer does not immediately revise contractual 
conclusions. Instead, the response follows a structured 
sequence.

Facts are established. Supporting evidence is collected. 
Affected parties are informed. Contractual consequences are 
reviewed.

Where necessary, the issue is escalated. The transport plan is 
adjusted.

Execution continues under controlled conditions. The 
exception becomes part of the operational history rather than a 
disruption to it.

Stage 7 — Delivery and reconciliation
The cargo reaches its destination.

Delivered quantity is compared with contractual quantity.

Inspection results are reviewed. Operational records are 
reconciled. Any differences are documented and evaluated.
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Only verified information enters the execution record.

Operational assumptions are excluded.

Stage 8 — Financial completion
Invoices are issued. Required documents are exchanged. 
Payment deadlines are monitored. Receipt of funds is 
confirmed through appropriate evidence.

Outstanding financial matters are resolved or escalated where 
necessary. The financial picture now matches the operational 
picture established throughout execution.

Stage 9 — Closeout
The execution officer performs a final review.

Questions include:

 Have contractual obligations been completed?

 Has payment been received?

 Have amendments and claims been resolved?

 Is the execution record complete?

 Can another professional understand the contract without  
additional explanation?

When the answer is yes, the contract can be closed. The 
operational record becomes part of the organisation's 
permanent knowledge.
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Lessons from the example
Although simplified, this example illustrates several recurring 
principles. 

 Execution is continuous.

 Preparation is as important as performance.

 Evidence supports every important status.

 Authority governs every material decision.

 Communication preserves coordination.

 Documentation preserves history.

Professional judgement connects them all.

These principles remain valid regardless of commodity, 
geography or software platform.

Seen end to end, execution is one continuous effort to convert 
uncertainty into documented completion. Every chapter in this 
handbook matters because each discipline strengthens that 
single objective.
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Part V - Working with MN7R

Chapter 20 - The Contract Dossier

One contract. One operational record.
Every executed contract generates a trail of documents, 
approvals, messages, milestones and exceptions. If those 
materials are allowed to remain scattered across inboxes, 
folders and personal memory, operational control becomes 
progressively weaker.

The Contract Dossier exists to stop that fragmentation. It gives 
the organisation one place where the current contractual 
position, the execution history and the evidence behind both 
can be understood together.

The dossier as the single source of truth
Professional execution requires one authoritative location 
where the current operational state can always be determined.

The Contract Dossier fulfils that role.

Rather than asking: "Which email contains the 
latest version?" or "Who has the current 
document?" the execution officer should be able to open 
the dossier and immediately understand:

 the contractual position;
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 the current lifecycle stage;

 outstanding obligations;

 active risks;

 pending approvals;

 operational history.

Execution becomes significantly more reliable when every 
participant works from the same operational picture.

Executive Insight
A dossier is valuable not because it stores everything, but because  
it keeps the current contract legible without relying on personal 
memory.

What belongs in the dossier
The precise dossier structure varies between organisations, but 
the categories below usually need to remain connected if the 
contract is to be understood as one operational record rather 
than as a pile of files.

Five information layers should remain connected inside 
a useful Contract Dossier.

Contract documentation establishes the 
controlling legal and commercial baseline. It 
includes signed contracts, amendments, appendices 
and incorporated terms.
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Current execution state shows what the contract 
looks like now through lifecycle status, milestones, 
responsibilities, deadlines and operational notes.

Documentary evidence supports what has 
happened and what may happen next. This 
includes transport documents, inspection and 
warehouse records, and financial documentation.

Decision history explains why important 
operational turns were taken through approvals, 
escalations, workflow events and material 
correspondence.

Audit history preserves status changes, revisions, 
significant events and their justifications so that a 
later reviewer can reconstruct the contract without 
relying on oral memory.

The common design mistake is to optimise storage before 
retrieval. A dossier becomes valuable only when another 
professional can open it and understand the contract quickly.

Structuring information
Finding information quickly is often more valuable than 
storing additional information. For that reason, dossier design 
should prioritise clarity.

Information should be grouped according to operational 
purpose rather than file type alone.
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Execution officers should never need to search through 
unrelated folders simply to answer routine operational 
questions.

The dossier should support operational thinking.

The current state
One of the most valuable characteristics of a dossier is its 
ability to describe the contract as it exists today.

An execution officer should immediately recognise:

 current lifecycle stage;

 completed milestones;

 pending activities;

 unresolved issues;

 next required action.

Historical records remain available, but current operational 
reality should always be visible first.

Linking information
Operational information rarely exists in isolation. A shipment 
relates to transport documents. Transport documents relate to 
inspections. Inspections relate to quality. Quality relates to 
invoicing. Invoices relate to payment. The dossier should 
preserve these relationships.
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Information becomes significantly more useful when its 
operational context remains visible.

Supporting collaboration
Execution involves many participants.

Commercial teams. Execution officers. Finance. Logistics. 
Management. External counterparties.

Although each group views the contract differently, they 
should all rely on the same underlying operational record.

A shared dossier reduces duplicated work, conflicting 
information and unnecessary communication.

Collaboration improves because everyone works from the 
same facts.

Preparing for audit
A well-maintained dossier allows another professional to 
reconstruct the contract without additional explanation.

The reviewer should understand:

 what happened;

 why it happened;

 who authorised important decisions;

 what evidence supports those decisions;

 how the contract reached closeout.



153

This capability is valuable not only during formal audits but 
also during internal reviews, staff changes and dispute 
resolution.

The MN7R approach
Within MN7R, the Contract Dossier functions as the 
operational centre of every transaction.

Documents, lifecycle management, communication, approvals, 
evidence and AI-assisted analysis are connected to the same 
execution record.

Rather than navigating multiple disconnected systems, 
execution officers work from a continuously updated 
operational picture.

The software supports disciplined execution. It does not 
replace it.

A dossier becomes valuable when it protects the organisation 
from fragmented memory. It should allow another professional 
to understand the contract quickly, accurately and without oral 
reconstruction.
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Chapter 21 - Operational Workspaces

From documents to execution
A dossier preserves the record of the contract. A workspace 
helps people move the contract forward today. That distinction 
matters because execution officers spend far more time 
coordinating current action than rereading completed 
documents.

A useful workspace therefore turns status, ownership, 
deadlines and exceptions into an operational picture that can 
be understood in seconds and acted on without reconstructing 
the contract from scratch.

Working from the current state
Professional execution begins with understanding the current 
operational position.

When opening a contract, the execution officer should 
immediately see:

 lifecycle stage;

 current status;

 upcoming deadlines;

 outstanding obligations;

 active exceptions;

 pending approvals;
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 next recommended actions.

Finding this information should require seconds rather than 
minutes.

Execution slows dramatically when officers spend more time 
searching than coordinating.

Task management
Operational work consists of individual actions performed by 
different participants.

Examples include:

 preparing documents;

 requesting inspection;

 confirming transport;

 monitoring payment;

 reviewing amendments;

 responding to exceptions.

Within MN7R these actions remain linked to the contract 
rather than existing as isolated tasks.

Every task therefore has operational context. The officer 
understands not only what must be done but also why it 
matters.
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Ownership
Every operational action should have one clearly identified 
owner.

Ownership answers a simple question: Who is expected 
to move this contract forward?
Ownership does not imply personal responsibility for the 
contractual obligation itself. It identifies the individual 
responsible for coordinating the next operational step.

When ownership is explicit:

 follow-up becomes easier;

 escalation becomes objective;

 workload becomes visible;

 accountability becomes measurable.

Operational Principle
Shared ownership sounds collaborative. In live execution it often 
means that no one can be challenged on timing.

Deadlines
Execution is driven by time. Shipment windows. Inspection 
appointments. Payment due dates. Document submission 
deadlines.

Operational workspaces therefore present deadlines as active 
operational information rather than passive calendar entries.
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The objective is not simply to record dates. It is to identify 
which dates require attention today.

Exceptions
Routine work should remain separate from exception 
management.

When every issue appears equally important, genuinely critical 
events become difficult to recognise.

Operational workspaces therefore distinguish:

 normal execution;

 warnings;

 exceptions;

 escalated issues.

This allows execution officers to focus their attention where 
operational risk is greatest.

Priorities
Priority becomes useful only when it changes attention. A 
workspace should therefore distinguish urgency by contractual 
impact, not by which message arrived last.

A practical workspace can distinguish four levels of 
attention.
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Immediate issues threaten contractual performance, safe 
execution or a near-term operational commitment and require 
intervention now.

Today covers actions that materially affect the current 
operating day and should not wait for the next review cycle.

Planned work supports later lifecycle stages but does not 
require immediate action.

Informational items matter for awareness but do not yet 
justify active intervention.

Used consistently, this structure reduces reactive work and 
protects attention for the issues that can still change the 
outcome of the contract.

Portfolio management
Execution officers rarely manage a single contract. Most 
supervise dozens—or hundreds—simultaneously.

The workspace therefore extends beyond individual contracts.

Portfolio views typically highlight:

 contracts approaching shipment;

 overdue activities;

 contracts awaiting approval;

 delayed payments;

 unresolved exceptions;

 contracts approaching closeout.
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Managing the portfolio is often more valuable than optimising 
a single contract.

Collaboration
Operational workspaces allow different departments to 
contribute without losing consistency.

Commercial teams focus on commercial matters. Execution 
teams monitor operational progress. Finance follows payment. 
Management reviews portfolio performance. Each participant 
sees information appropriate to their role while working from 
the same operational record.

Shared information reduces duplicate work and conflicting 
interpretations.

The operational mindset
The workspace is not intended to become another inbox. Its 
purpose is to answer three operational questions repeatedly 
throughout the day:

 Where are we?

 What requires attention?

 What should happen next?

If these questions can be answered immediately, the workspace 
is fulfilling its purpose.
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Workspaces matter because attention is scarce. The right 
workspace makes the next important action visible before 
message volume or habit distorts priorities.
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Chapter 22 - AI Officer Assistant

AI is an execution tool
Artificial intelligence can accelerate contract execution, but it 
does not change the underlying allocation of responsibility. A 
faster answer is still only an input into human judgement 
unless the evidence and authority behind that answer have 
also been confirmed.

The practical question is therefore not whether AI is 
impressive. It is whether AI helps professionals reach clearer, 
better documented and more timely decisions without 
obscuring uncertainty or accountability.

The purpose of AI in execution
MN7R does not treat AI as an autonomous execution engine.

Instead, it treats AI as a professional assistant that helps 
execution officers:

 find information faster;

 analyse larger volumes of documentation;

 detect inconsistencies;

 prepare summaries;

 suggest operational actions;

 explain contractual clauses;

 support routine administrative work.
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The objective is not automation for its own sake. The objective 
is better operational judgement supported by faster access to 
relevant information.

AI does not own the contract
A contract belongs to the contracting parties.

Operational responsibility belongs to authorised professionals.

AI belongs to neither. It has no contractual authority. It cannot 
approve amendments. It cannot accept commercial risk. It 
cannot make legal commitments. It cannot replace professional 
accountability. AI provides recommendations.

Execution officers evaluate those recommendations before 
acting.

Typical AI-supported activities
AI is most useful where it compresses analysis time without 
masking uncertainty. In practice, that usually means pairing 
each AI-supported activity with a clearly understood human 
check.

Document analysis. AI can flag missing information, 
inconsistencies and unusual clauses. The officer must confirm 
those findings against the contract and supporting documents.

Communication summaries. AI can condense long 
correspondence into an operational brief. The officer must 
verify that nothing material has been omitted, distorted or 
softened.
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Operational status synthesis. AI can describe lifecycle 
position and outstanding work. The resulting status must still 
be checked against the evidence on file.

Risk identification. AI can highlight issues that deserve 
additional scrutiny. A professional must determine whether 
the identified issue is genuinely material in its contractual and 
operational context.

Knowledge retrieval. AI can locate relevant procedures, 
precedents and prior contract history. The officer must confirm 
that the retrieved material remains applicable.

Draft preparation. AI can prepare routine correspondence 
and internal summaries. Human review is required before the 
wording becomes part of the execution record.

The pattern is consistent: AI can prepare, highlight and 
retrieve. Authority to conclude remains human.

Confidence and uncertainty
AI systems frequently provide answers that appear confident. 
Confidence should never be confused with correctness.

Execution officers should always distinguish between:

 verified information;

 inferred information;

 assumptions;

 uncertainty.
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Whenever AI cannot establish a reliable conclusion from 
available evidence, uncertainty should remain visible rather 
than being hidden behind confident language.

Professional execution values honest uncertainty over 
inaccurate certainty.

Human verification
Material AI recommendations should be reviewed before they 
influence execution.

Verification may involve:

 checking the contract;

 reviewing supporting documents;

 comparing operational records;

 confirming current status;

 consulting authorised decision-makers.

The level of verification should be proportional to the 
operational impact of the recommendation.

Routine administrative suggestions may require minimal 
review. Contractual decisions require substantially more.

AI and evidence
AI can analyse evidence. It cannot create evidence. For 
example, AI may conclude that payment appears overdue 
based on contractual terms and available records.
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The evidence remains:

 the contract;

 the invoice;

 the payment record;

 the banking confirmation.

Execution officers should always distinguish between evidence 
and AI interpretation of that evidence.

The distinction protects both operational quality and 
auditability.

Myth vs Reality
Myth: if AI can explain the situation clearly, the evidence must 
already be sufficient. Reality: clear language can still rest on 
incomplete facts.

AI and learning
One of AI's greatest strengths is organisational memory. 
Instead of searching through hundreds of completed contracts, 
execution officers can ask questions such as:

 How were similar situations handled previously?

 Which contracts experienced comparable delays?

 Which documents are still outstanding?

 What changed since the previous amendment?
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The assistant retrieves information.

The officer determines whether that information remains 
relevant.

Experience continues to belong to the organisation. AI simply 
makes it easier to access.

Responsible use
Professional use of AI requires discipline.

Execution officers should:

 verify important recommendations;

 recognise uncertainty;

 protect confidential information;

 avoid delegating contractual authority to AI;

 document significant AI-supported decisions where 

appropriate.

Responsible use strengthens professional judgement. Careless 
use weakens it.

The MN7R philosophy
MN7R was designed around a simple principle:

 AI should reduce cognitive workload without reducing 

professional responsibility.

 The software performs repetitive analysis.



167

 People perform accountable decision-making.

 This balance preserves the advantages of both.

 Computers excel at processing information.

 Professionals excel at understanding consequences.

AI adds value when it reduces cognitive load without hiding 
uncertainty or shifting accountability. Professional discipline 
remains the condition for safe and useful AI support.
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Chapter 23 - Authority, Approvals and 
Human Supervision

Technology does not change accountability
Workflow tools, automation and AI can improve consistency, 
but they do not absorb responsibility. Contracts still bind 
organisations through authorised human decisions, not 
through system behaviour.

Strong execution platforms make accountability easier to 
exercise and easier to audit. They do not redefine who owns 
the risk when a material decision is taken.

Authority is explicit
Authority should never depend on assumption.

Every participant should understand:

 what they may decide;

 what requires approval;

 when escalation is mandatory;

 who holds higher authority.

Unclear authority creates inconsistent decisions, duplicated 
work and unnecessary operational risk. Clear authority 
enables confident execution.
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Operational approval
Most execution activities do not require senior management.

Routine approvals may include:

 document release;

 operational scheduling;

 inspection coordination;

 transport confirmation;

 completion of execution milestones.

These decisions keep the contract moving. They should occur 
efficiently within clearly defined operational authority.

Commercial approval
Some decisions change the commercial position of the 
contract.

Examples include:

 revising price;

 extending delivery periods;

 accepting quantity deviations outside contractual 

tolerance;

 changing payment conditions;

 approving settlements.
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These decisions require appropriate commercial authority. 
Execution officers prepare information. Authorised 
representatives make the decision.

Financial approval
Financial exposure should be governed by clearly defined 
approval limits.

Examples include:

 exceptional transport costs;

 settlement payments;

 credit adjustments;

 commission revisions;

 compensation agreements.

The execution officer identifies the issue and coordinates the 
approval process.

Financial authority remains with designated decision-makers.

Legal approval
Not every contractual question requires legal review. Some do.

Typical examples include:

 contractual interpretation;

 disputed obligations;
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 force majeure;

 claims;

 litigation;

 regulatory issues.

Legal specialists provide interpretation. Execution officers 
provide operational context. Together they ensure that legal 
decisions are based on accurate operational facts.

Approval as evidence
Approvals should become part of the execution record.

An approval should answer four questions:

 Who approved?

 What was approved?

 When was it approved?

 Which evidence supported the decision?

Without this information, future reviewers may understand 
the outcome but not the reasoning behind it.

Professional execution values both.



172

Executive Insight
An approval is not only permission to act. It is also part of the 
evidence showing why the contract changed direction.

Human supervision
Automation reduces repetitive work. It does not eliminate 
supervision.

Execution officers should routinely review:

 automated status changes;

 AI recommendations;

 workflow outcomes;

 exception handling;

 generated communications.

The objective is not to distrust the system. The objective is to 
ensure that automated processes continue to reflect 
operational reality.

Trust should always be supported by verification.

Separation of duties
Healthy execution processes avoid concentrating excessive 
authority in a single individual.

Where practical, different people should perform different 
functions.
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For example:

One person prepares an invoice. Another approves it.

One person proposes a contractual amendment. Another 
authorises it.

One person identifies an exception. Another determines the 
commercial response.

Separation of duties reduces operational error, improves 
transparency and strengthens organisational resilience.

Accountability
Execution systems record activity. Organisations assign 
accountability. These concepts are related but different.

A system may show that an action occurred. Only 
organisational authority determines who was responsible for 
deciding that the action should occur.

Professional execution maintains this distinction consistently. 
Technology records. People remain accountable.

The MN7R approach
Within MN7R, authority is integrated into everyday execution 
rather than treated as a separate administrative process.

Approvals, delegated authority, workflow controls and AI 
recommendations all remain connected to the Contract 
Dossier.
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Every material decision can therefore be understood 
together with:

 supporting evidence;

 operational context;

 responsible individuals;

 approval history.

This creates transparency without increasing administrative 
burden.

The stronger the technology stack, the more important explicit 
authority becomes. Good systems accelerate action, but only 
people can own the consequences of material decisions.
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Chapter 24 - End-to-End Execution in 
MN7R

A platform built around execution
Software becomes valuable in execution only when it reflects 
the real operational structure of the contract. If the system 
hides context, fragments evidence or forces generic workflow 
logic onto specialised work, it increases friction rather than 
control.

MN7R is presented in this chapter as an implementation of the 
book's method, not as a substitute for it. The platform matters 
because it makes disciplined execution easier to sustain under 
live operating pressure.

One contract, one operational environment
Traditional execution often requires professionals to work 
across multiple applications.

Contracts may be stored in one system. Emails in another. 
Documents in shared folders. Tasks in spreadsheets. Payments 
inside ERP software. Operational knowledge remains 
fragmented.

MN7R brings these elements together around the contract 
itself. Instead of navigating between disconnected tools, 
execution officers work within a single operational 
environment where information remains linked to the same 
transaction.
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The contract becomes the centre of the system rather than just 
another attached document.

From handover to closeout
Within MN7R, the lifecycle is useful only if each stage makes 
the right information visible at the right moment. The platform 
should therefore surface a different control picture as the 
contract progresses.

The control picture should change as the contract moves 
through its lifecycle.

During commercial handover, the platform should expose 
agreed terms, open questions, initial ownership and missing 
operational inputs.

During contract preparation, attention shifts to draft status, 
review paths, unresolved wording and required approvals.

At operational readiness, dependencies, contacts, transport 
assumptions, documentary readiness and visible uncertainties 
become central.

During physical execution, the platform should foreground 
live milestones, exceptions, communications, transport activity 
and inspection evidence.

During financial completion, attention shifts to invoices, 
payment evidence, balances, commissions and overdue items.

At closeout, the system should make final status, retained 
evidence, unresolved tails and archive readiness immediately 
visible.
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A platform that cannot shift the user cleanly between these 
views forces officers back into manual reconstruction and 
status reporting.

Working from the Contract Dossier
Every execution activity begins inside the Contract Dossier.

From a single location the execution officer can review:

 contractual documents;

 lifecycle status;

 milestones;

 operational notes;

 communications;

 inspections;

 transport activities;

 invoices;

 payments;

 approvals;

 AI observations.

The dossier remains the permanent operational memory of the 
contract while simultaneously supporting current execution.
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Coordinating operational work
Execution officers rarely perform work sequentially.

Several activities usually progress at the same time.

A shipment may be loading while payment documents are 
being prepared and an amendment is under review.

MN7R supports this reality by allowing multiple operational 
streams to remain connected without losing the overall 
execution picture.

Individual activities progress independently.

The contract remains coordinated as a whole.

Visibility instead of reporting
Many organisations spend considerable effort preparing 
operational reports.

MN7R aims to reduce that need. Because the current execution 
state remains continuously updated, managers and colleagues 
can often understand the contract simply by opening the 
dossier.

Questions such as:

 What is waiting?

 What is overdue?

 What changed today?

 What requires approval?
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can often be answered immediately without requesting 
additional reports.

Operational visibility replaces manual status reporting 
wherever practical.

Field Note
Managers ask for reports most often when operational visibility 
is weak. Good visibility does not eliminate reporting, but it 
reduces the need to reconstruct the contract under time pressure.

Managing exceptions
Exceptions remain visible throughout the lifecycle. Rather than 
disappearing into email conversations or personal notes, 
operational issues remain linked directly to the affected 
contract.

The execution officer can immediately understand:

 what happened;

 when it occurred;

 who owns the next action;

 what evidence exists;

 whether escalation has occurred.

This continuity significantly improves coordination during 
complex situations.
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Portfolio awareness
Execution rarely involves a single contract.

MN7R therefore extends beyond individual dossiers to provide 
portfolio-level awareness.

Execution officers and managers can identify:

 contracts approaching shipment;

 overdue obligations;

 delayed payments;

 unresolved exceptions;

 contracts awaiting approval;

 contracts ready for closeout.

This broader operational picture supports planning, workload 
balancing and early identification of execution risk.

Supporting professional judgement
MN7R does not attempt to remove judgement from execution. 
Instead, it provides the information needed to exercise 
judgement more effectively.

The platform highlights:

 relevant evidence;

 operational history;

 dependencies;
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 deadlines;

 outstanding risks;

 previous decisions.

Execution officers remain responsible for interpreting that 
information within the contractual context.

Technology supports judgement. It does not replace it.

Continuous operational history
Every meaningful activity contributes to the execution record.

Document revisions. Approvals. Communications. Transport 
milestones. Financial events. AI-assisted analysis. Together 
these create a continuously evolving operational history that 
can be reviewed at any point during—or after—the contract 
lifecycle.

The result is greater transparency, simpler audits and smoother 
operational handovers.

MN7R is most useful when it makes contract reality easier to 
see, supervise and evidence. The platform should tighten 
discipline, not replace the need for it.
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MN7R for Contract Execution: 
Current Capabilities
Last updated: 2026-08-25.
MN7R capability revision: 2026.08.25-r1.
Current handbook build: 20260825T221809428Z-local.

How to Read This Live Section
The stable chapters present the handbook's execution method 
and target operating model. They may describe practices or 
intended capabilities beyond the functionality released in MN7R 
on the date of this build.
This live section is the authoritative dated record of MN7R 
functionality verified as released for this handbook build. If a 
capability is not listed below, the handbook does not present it 
as currently released, even where the stable chapters describe 
how the workflow should operate.

Current Execution Capabilities
MN7R gives execution officers a structured post-trade 
workspace: the commercial record can be followed through 
operational ownership, delivery and financial status, reviewed 
documents, and visible follow-up work.
This is an evidence-controlled snapshot of released capabilities. 
MN7R supports professional judgement and review; it does not 
make contractual, legal, payment or client-communication 
decisions on an officer's behalf.

Contract Dossier
Completed trades carry their agreed commercial context into 
EXE, so the operational record begins from the structured trade 
rather than a reconstructed message history.
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Execution Workflow & Operational 
Control
The execution workspace keeps confirmations, delivery 
balance, assigned officer, notes and execution state visible as 
part of the post-trade workflow. Officers can work from the 
same execution record rather than reconstructing the deal from 
disconnected conversations.

Review-First Action Queue & SLA
Permitted execution users can review follow-up items with 
owner, priority, SLA and escalation context. Actions are 
reviewed, updated, snoozed, completed or escalated by people; 
protected commercial, contractual and payment decisions are 
not changed automatically.

Documents, Evidence & Approvals
EXE maintains document drafts, templates and support notes 
alongside the execution record, keeping reviewed operational 
material connected to the deal context. The capability supports 
preparation and review; it does not automatically send client 
communications.

Delivery, Invoice & Payment Visibility
Execution records provide visibility into delivery balance, 
invoice status, payment status and commission follow-up so 
officers and supervisors can identify operational pressure. 
Amounts, payment status and commercial decisions remain 
under human control.

AI-Assisted Execution
The AI Officer Assistant supports reviewed findings, action 
items, drafts, playbook stages and timeline memory. It remains 
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supervised and does not make legal, financial or contractual 
decisions.

Portfolio & Management Visibility
Brokers, execution officers, managers and administrators use 
role-aware views of the same trade-to-execution continuity, 
allowing operational follow-up without duplicating the core 
record.

What Changed
Initial published capability snapshot.
Contract Dossier: included in this initial released snapshot.
Execution Workflow & Operational Control: included in this 
initial released snapshot.
Documents, Evidence & Approvals: included in this initial 
released snapshot.
AI-Assisted Execution: included in this initial released 
snapshot.
Portfolio & Management Visibility: included in this initial 
released snapshot.
MN7R product capability updates do not change the editorial 
edition of this handbook.

Chapter 25 - Quality, Audit and 
Operational Excellence

Execution quality is not an accident
Consistently strong execution is rarely the result of individual 
effort alone. It is the outcome of operating standards that make 
good decisions repeatable, visible and reviewable across many 
contracts and many people.
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Quality therefore begins long before audit. It is built into 
handover discipline, evidence standards, approvals, readiness 
decisions, closeout control and the willingness to learn from 
repeated failure patterns.

What quality means in execution
Quality is often associated with the physical characteristics of 
the commodity. Within contract execution, quality has a 
broader meaning.

A high-quality execution process is one that is:

 accurate;

 predictable;

 traceable;

 consistent;

 auditable.

The objective is not perfection. The objective is reliable 
execution that produces the same professional standard 
regardless of who manages the contract.

Characteristics of excellent execution
Organisations with mature execution practices usually 
demonstrate the same characteristics.

Information is complete. Responsibilities are clear. Evidence is 
easy to locate. Approvals are documented. Exceptions are 
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identified early. Communication is consistent. Contracts 
progress through defined lifecycle stages rather than reacting 
to daily operational pressure. These characteristics do not 
eliminate problems.

They reduce the likelihood that small problems become major 
failures.

Measuring execution quality
Quality should be evaluated using objective indicators rather 
than subjective impressions.

Examples include:

 on-time contract completion;

 document accuracy;

 payment performance;

 amendment frequency;

 exception rate;

 claim frequency;

 overdue operational tasks;

 average closeout time.

No single metric describes execution quality. Together they 
reveal trends that deserve attention.

The purpose of measurement is improvement—not comparison 
for its own sake.
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Operational audits
Audits examine whether execution followed established 
standards.

A well-prepared audit should answer questions such as:

 Was the execution process followed?

 Were contractual obligations documented?

 Can important decisions be explained?

 Is supporting evidence complete?

 Were approvals obtained appropriately?

Could another execution officer reconstruct the contract 
without additional explanation? If the answer to these 
questions is consistently yes, the execution process is likely to 
be robust.

Internal reviews
Formal audits may occur only periodically. Operational 
reviews should occur continuously.

Regular portfolio reviews help identify:

 recurring execution delays;

 overloaded teams;

 repeated documentation errors;

 emerging operational risks;
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 opportunities for process improvement.

Reviewing execution while contracts remain active allows 
organisations to improve outcomes before problems become 
permanent.

Root-cause thinking
Correcting an immediate problem is rarely enough.

Professional organisations ask an additional question: Why 
did this happen?
For example:

A delayed invoice may result from missing documents.

Missing documents may result from unclear ownership.

Unclear ownership may result from an incomplete handover.

Addressing only the delayed invoice solves today's problem.

Addressing the handover process improves every future 
contract.

Operational excellence depends on understanding causes 
rather than symptoms.

Operational Principle
If the organisation fixes only the visible failure, the underlying 
control weakness will reappear in another contract.



189

Standardisation
Consistency is one of the strongest predictors of execution 
quality.

Standardisation does not eliminate professional judgement. 
Instead, it creates a stable operational framework within which 
judgement can be exercised effectively.

Standard templates. Common terminology. Defined workflows. 
Shared checklists. Clear authority. These reduce unnecessary 
variation while leaving room for informed decision-making 
when unusual situations arise.

Continuous improvement
Execution processes should evolve continuously.

Sources of improvement include:

 completed contracts;

 exception analysis;

 audit findings;

 user feedback;

 operational metrics;

 technological developments.

Improvement should be deliberate.

Every meaningful change should make execution either:

 clearer;
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 faster;

 safer;

 more reliable.

If it achieves none of these objectives, it probably adds 
unnecessary complexity.

The MN7R philosophy
MN7R supports operational excellence by making execution 
visible.

Rather than asking teams to remember every obligation, the 
platform keeps evidence, responsibilities, approvals and 
operational history connected throughout the contract 
lifecycle.

Quality becomes easier to maintain because important 
information is no longer fragmented across multiple systems.

Technology supports discipline. Discipline creates quality.

The future of execution
Contract execution is changing.

Artificial intelligence, workflow automation and real-time 
operational visibility will continue to transform how execution 
officers work.

The underlying principles, however, are unlikely to change.

Contracts will still require:
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 evidence;

 ownership;

 authority;

 communication;

 professional judgement.

Technology will increasingly perform routine analysis.

Professionals will increasingly focus on interpretation, 
coordination and decision-making.

Execution officers who combine these capabilities will remain 
essential regardless of how software evolves.

Execution quality is the cumulative result of many small 
controls performed consistently. Organisations improve when 
they treat repeated operational friction as evidence about the 
system, not as proof that more effort is needed from 
individuals alone.
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Appendix A - Controlled Glossary
The following definitions establish the terminology used 
throughout this handbook. Consistent language reduces 
ambiguity, improves communication and supports reliable 
execution across organisations.

Amendment
A formally approved change to an existing contract that 
modifies one or more contractual obligations without replacing 
the entire agreement.

Approval
A documented decision made by an authorised person 
permitting a defined operational or contractual action.

Audit Trail
The chronological record of actions, decisions, approvals and 
evidence that allows a contract to be reconstructed and 
independently reviewed.

Authority
The formally delegated right to make a specific operational, 
commercial, financial or legal decision.

Authority should never be assumed.
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Claim
A formal request arising from an alleged failure to fulfil 
contractual obligations or from another contractual 
entitlement.

Closeout
The final stage of execution during which operational, financial 
and documentary activities are confirmed as complete before 
the contract is archived.

Commercial Agreement
The commercial understanding reached between the parties 
before execution begins.

Contract Dossier
The complete operational record of a contract containing 
documents, evidence, approvals, communications, lifecycle 
history and execution data.

Within MN7R, the Contract Dossier is the primary operational 
record for every transaction and the authoritative source for its 
current contractual position.
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Contract Execution Officer
The professional responsible for coordinating and controlling 
the execution process from commercial handover until 
operational closeout.

The role manages the execution process rather than 
performing the contractual obligations of the parties.

Contract Stack
The complete collection of contractual and operational 
documents governing execution, including contracts, 
amendments, incorporated rules, specifications and 
documentary requirements.

Counterparty
A contractual party participating in the transaction.

Documentary Evidence
Information preserved in documents that supports operational 
facts, contractual performance or decision-making.

Escalation
The formal transfer of an operational issue to a higher level of 
authority because normal execution authority is insufficient.
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Evidence
Information capable of supporting or proving an operational 
fact.

Evidence may be documentary, system-generated, 
observational or communication-based.

Execution
The coordinated operational process through which 
contractual obligations are fulfilled.

Execution Lifecycle
The structured progression of a contract through defined 
operational states from commercial handover to closeout.

Execution Workspace
The operational environment in which current execution 
activities, responsibilities, deadlines and priorities are 
managed.

Exception
Any event preventing execution from progressing according to 
the expected operational path.
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Financial Completion
The stage at which contractual financial obligations have been 
fulfilled or otherwise resolved.

Handover
The structured transfer of operational responsibility from the 
commercial function to execution.

Lifecycle Stage
A defined operational condition within the execution lifecycle, 
governed by explicit entry and exit criteria.

Material Decision
A decision capable of changing contractual obligations, 
financial exposure, legal position or operational outcome.

Milestone
A significant operational event marking measurable progress 
through the execution lifecycle.

Operational Contact
An individual responsible for performing or coordinating 
operational activities on behalf of a contractual party.
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Operational contacts should not be confused with contractual 
parties.

Operational Readiness
The condition in which all essential prerequisites for physical 
execution have been satisfied.

Ownership
Responsibility for coordinating a defined operational activity 
or ensuring that a required action progresses appropriately.

Ownership does not necessarily imply contractual liability.

Physical Performance
The stage during which contractual obligations are fulfilled 
through the movement, inspection and delivery of goods.

Portfolio
The complete collection of contracts managed by an execution 
officer or execution team.

Professional Judgement
Evidence-based reasoning applied within the limits of 
delegated authority to determine the most appropriate 
operational action.
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Reconciliation
The systematic comparison of contractual expectations with 
operational outcomes to confirm performance and identify 
discrepancies.

Risk
The possibility that an event may prevent successful contract 
execution or adversely affect contractual performance.

Single Source of Truth
The authoritative operational record from which the current 
contractual position can be determined.

Within MN7R, this role is fulfilled by the Contract Dossier.

Status
The current operational condition of the contract.

Status describes progress. Evidence supports it.

Supporting Evidence
Documentation or information that confirms the accuracy of 
an operational statement or contractual event.
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Task
A discrete operational activity performed in support of 
contract execution.

Tasks contribute to lifecycle progression but are not lifecycle 
stages themselves.

Workflow
The structured sequence of operational activities through 
which execution progresses.

Using this glossary
These definitions are intentionally operational rather than 
legal.

Where contractual wording, incorporated trade rules or 
applicable law define a term differently, those authoritative 
sources take precedence for the relevant transaction.

Within this handbook, however, these definitions provide the 
common language used to describe professional contract 
execution.
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Appendix B - Operational Checklists

The following checklists are not intended to replace 
professional judgement. They provide structured reminders 
that help execution officers verify essential activities at key 
stages of the contract lifecycle.

Organisations should adapt these checklists to their own 
contractual practices, commodities and internal procedures.

B.1 Commercial Handover Checklist
Before accepting responsibility for a new contract, 
confirm that:

□ Contractual parties are correctly identified.

□ Commodity and specification are confirmed.

□ Quantity and tolerances are defined.

□ Price and currency are confirmed.

□ Delivery basis is understood.

□ Shipment or delivery period is agreed.

□ Payment terms are available.

□ Applicable contract form has been identified.

□ Outstanding commercial issues are documented.

□ Initial operational priorities are clear.
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If essential information remains unavailable, clarify the 
handover before execution begins.

B.2 Contract Review Checklist
Before issuing or approving the contract:

□ Legal entities are correct.

□ Commercial terms match the agreed transaction.

□ Dates are internally consistent.

□ Delivery terms are accurate.

□ Quantity and quality clauses are complete.

□ Payment provisions are correct.

□ Standard terms have been incorporated correctly.

□ Special clauses have been reviewed.

□ Appendices and references are complete.

□ The draft has undergone independent review where required.

B.3 Operational Readiness Checklist
Before physical execution:

□ Contract is operationally stable.

□ Required amendments are complete.

□ Operational contacts are confirmed.

□ Transport arrangements exist.
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□ Documentary preparation is complete.

□ Inspection arrangements are confirmed.

□ Payment instructions have been verified.

□ Responsibilities are assigned.

□ Significant risks have been reviewed.

□ Critical uncertainties are visible and managed.

Execution should begin only after critical readiness conditions 
have been satisfied.

B.4 Documentary Control Checklist
For every required document:

□ Responsible owner identified.

□ Preparation deadline established.

□ Supporting information available.

□ Accuracy reviewed.

□ Current version confirmed.

□ Required approvals obtained.

□ Correct recipients identified.

□ Distribution completed.

□ Receipt confirmed where necessary.

□ Final version archived.
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B.5 Transport Monitoring Checklist
During physical execution:

□ Loading confirmed.

□ Quantities recorded.

□ Transport documentation available.

□ Significant milestones monitored.

□ Delays communicated.

□ Exceptions documented.

□ Delivery confirmed.

□ Supporting evidence preserved.

□ Outstanding transport issues identified.

□ Contract ready for the next lifecycle stage.

B.6 Payment Control Checklist
Before considering payment complete:

□ Payment trigger has occurred.

□ Required documents have been exchanged.

□ Invoice has been issued.

□ Banking details verified.

□ Payment due date confirmed.

□ Payment received or status verified.

□ Outstanding financial issues reviewed.
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□ Supporting evidence preserved.

□ Escalation completed where necessary.

□ Financial reconciliation updated.

B.7 Closeout Checklist
Before closing the contract:

□ Physical obligations completed.

□ Financial obligations completed.

□ Amendments resolved.

□ Claims resolved or transferred.

□ Documentary record complete.

□ Operational notes finalised.

□ Approvals recorded.

□ Evidence archived.

□ Final execution review completed.

□ Contract ready for archive.

B.8 Exception Management Checklist
When an operational exception occurs:

□ Facts established.

□ Evidence preserved.

□ Operational impact assessed.
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□ Contractual implications reviewed.

□ Responsible owner identified.

□ Required communication completed.

□ Escalation performed where appropriate.

□ Temporary containment implemented.

□ Final resolution documented.

□ Lessons identified.

B.9 Daily Portfolio Review Checklist
At the beginning of each working day:

□ Contracts approaching shipment reviewed.

□ Critical deadlines identified.

□ Overdue actions examined.

□ Outstanding approvals reviewed.

□ Active exceptions assessed.

□ Payment issues reviewed.

□ Contracts approaching closeout identified.

□ High-priority risks discussed.

□ Workload balanced where necessary.

□ Operational priorities confirmed.
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B.10 Professional Self-Check
Before making any important operational decision, ask:

 Do I know the facts?

 What evidence supports them?

 What remains uncertain?

 Who owns the next action?

 Do I have the authority to decide?

 If not, who does?

 Has the decision been documented?

 Will another execution officer understand this decision six  
months from now?

If the answer to any of these questions is uncertain, pause and 
obtain the missing information before proceeding.

Final note
Checklists improve consistency. They do not replace 
professional judgement.

The execution officer remains responsible for interpreting 
contractual obligations, evaluating evidence, recognising 
operational risk and exercising delegated authority 
appropriately.

The strongest execution processes combine disciplined 
checklists with experienced judgement. Neither is sufficient on 
its own.
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Appendix C - Communication Templates
The following templates illustrate clear, concise and 
professionally neutral operational communication. They are 
examples rather than mandatory formats.

Organisations should adapt them to their contractual 
requirements, communication standards and regulatory 
obligations.

The objective is consistency, clarity and traceability.

C.1 Request for Missing Information
Subject: Request for Outstanding Contract Information

Dear [Name],

To continue execution of Contract [Reference], we require the 
following information:

- [Item 1]

- [Item 2]

- [Item 3]

Please provide the requested information by [Date], or advise 
if additional time is required.

Thank you.

Kind regards,

[Name]
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C.2 Contract Draft Submission
Subject: Draft Contract – Review Requested

Dear [Name],

Please find attached the draft contract for your review.

Kindly verify that the commercial terms accurately reflect the 
agreed transaction and advise of any required corrections or 
comments.

If acceptable, please confirm your approval or provide the 
signed version according to the agreed procedure.

Kind regards,

[Name]

C.3 Operational Confirmation
Subject: Operational Confirmation

Dear [Name],

This message confirms the following operational information:

Contract: [Reference]

Activity: [Description]

Date: [Date]

Status: [Confirmed]

If any of the above information is incorrect, please advise 
immediately.

Kind regards,
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[Name]

C.4 Request for Documentary Information
Subject: Outstanding Documents

Dear [Name],

The following documents are still required to continue 
execution:

- [Document]

- [Document]

- [Document]

Please forward them as soon as available or advise the 
expected completion date.

Kind regards,

[Name]

C.5 Delay Notification
Subject: Operational Delay Notification

Dear [Name],

We wish to inform you of an operational delay affecting 
Contract [Reference].

Current situation: [Brief factual description]

Expected impact: [Operational consequence]

Current action: [Mitigation or revised plan]
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Further updates will be provided as additional information 
becomes available.

Kind regards,

[Name]

C.6 Request for Clarification
Subject: Clarification Required

Dear [Name],

During execution we identified an issue requiring clarification.

Topic: [Description]

Current understanding: [Summary]

Required clarification: [Question]

Execution will continue once the contractual position has been 
confirmed.

Kind regards,

[Name]

C.7 Escalation Summary
Subject: Escalation – Contract [Reference]

Issue: [Summary]

Operational impact: [Description]

Evidence reviewed: [List]
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Decision required: [Description]

Recommended next step: [Recommendation]

Supporting documentation is attached.

C.8 Internal Status Update
Contract: [Reference]

Current lifecycle stage: [Stage]

Completed since previous update:

- ...

- ...

Outstanding actions:

- ...

- ...

Active risks:

- ...

- ...

Next milestone:

...

C.9 Payment Reminder
Subject: Payment Reminder – Contract [Reference]

Dear [Name],
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According to the contractual payment terms, payment relating 
to Contract [Reference] is now due.

Please confirm payment status or advise if additional 
information is required.

If payment has already been processed, kindly disregard this 
reminder.

Thank you.

Kind regards,

[Name]

C.10 Contract Closeout Confirmation
Subject: Contract Closeout Confirmation

Dear [Name],

Execution activities relating to Contract [Reference] have now 
been completed.

Operational obligations, documentary requirements and 
financial activities have been reviewed and the contract is 
ready for closeout.

Thank you for your cooperation throughout the execution 
process.

Kind regards,

[Name]
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Communication principles
Regardless of format, professional operational 
communication should always be:

 factual;

 concise;

 complete;

 respectful;

 evidence-based;

 action-oriented.

Avoid speculation. Avoid emotional language. Avoid 
unnecessary interpretation.

Whenever possible, communication should clearly 
answer:

 What happened?

 What is required?

 Who is responsible?

 When is action expected?

Well-written operational communication reduces 
misunderstandings, shortens execution cycles and strengthens 
the evidential quality of the execution record.
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Appendix D - Building Form-Specific 
Execution Checklists
Execution checklists are most effective when they reflect the 
actual contract being performed.

A checklist copied unchanged from one transaction to another 
quickly becomes either incomplete or unnecessarily complex.

For that reason, organisations should build execution 
checklists around the governing contract form rather than 
around generic operational habits.

The objective is not to create longer checklists. The objective is 
to ensure that every contractual obligation is visible, assigned 
and verifiable.

Step 1 — Identify the governing documents
Begin by identifying every document that defines contractual 
obligations.

Typical sources include:

 the signed contract;

 contractual amendments;

 incorporated standard terms;

 trade association rules;

 technical specifications;

 customer-specific requirements;
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 regulatory obligations.

The checklist should reflect the complete contractual 
framework rather than a single document.

Step 2 — Identify operational obligations
Read the contract from an execution perspective.

Instead of asking: What does this clause say?

Ask: What operational activity does this clause 
require?
For example:

 A shipment clause becomes a transport milestone.

 A documentary clause becomes a document 

preparation task.

 A payment clause becomes a payment monitoring 

activity.

Execution officers should translate contractual language into 
operational actions.

Step 3 — Group related activities
Individual obligations should then be organised into logical 
execution stages.

Typical groups include:

 commercial handover;
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 contract preparation;

 documentary control;

 transport preparation;

 inspection;

 physical execution;

 payment control;

 closeout.

Grouping activities according to the lifecycle makes execution 
significantly easier to manage than organising them according 
to document order.

Step 4 — Assign ownership
Every checklist item should have one clearly identified owner.

Examples include:

 Execution Officer

 Broker

 Logistics

 Finance

 Inspection Company

 Warehouse

 Customer
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 Supplier

Ownership answers a single operational question: Who is 
expected to move this activity forward?
Without ownership, checklists become reminders rather than 
management tools.

Step 5 — Define completion evidence
Every activity should also define what evidence confirms 
completion.

Examples include:

Completion evidence should be defined in advance for each 
material activity.

If a contract has been issued, the evidence may be the 
distributed draft. If it has been signed, the evidence is the 
executed contract. Transport arranged should be supported 
by a booking confirmation; inspection completed by an 
inspection certificate; invoice issued by the invoice record; 
and payment received by bank or equivalent financial 
confirmation.

Defining evidence in this way transforms the checklist from a 
list of intentions into a list of verifiable operational outcomes.

Step 6 — Identify dependencies
Execution activities rarely stand alone. Transport depends on 
documentation. Inspection depends on cargo availability. 
Payment depends on contractual conditions.
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Closeout depends on successful reconciliation.

Where dependencies exist, they should be recorded explicitly.

Understanding sequence prevents many avoidable execution 
errors.

Step 7 — Identify decision points
Not every activity proceeds automatically. Some stages require 
formal approval.

Typical decision points include:

 contractual amendments;

 shipment extensions;

 settlement proposals;

 quality claims;

 financial exceptions;

 contract closeout.

The checklist should identify both:

 the decision required; and

 the authority responsible for making it.

Step 8 — Keep the checklist operational
Execution checklists should be reviewed regularly. Items that 
are never used should be removed.
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Frequently repeated exceptions may justify new checklist 
entries.

The objective is continuous improvement rather than 
documentation for its own sake.

A checklist should evolve together with the execution process.

Example structure
A practical execution checklist does not require a complex 
structure. Each item needs only enough information to 
answer six questions:

 What activity must be completed?

 Who owns it?

 When is it due?

 What is its current status?

 What evidence proves completion?

 Is any additional context or comment required?

If these questions can be answered quickly, the checklist is 
doing its job.

Common mistakes
Execution checklists become less effective when they:

 duplicate the contract instead of supporting it;

 contain activities without owners;

 rely on subjective status descriptions;
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 fail to define completion evidence;

 become excessively detailed;

 are never updated after execution begins.

A checklist should support professional judgement rather than 
compete with it.

Checklist maturity
Checklist maturity increases when reminders turn into shared, 
evidence-backed operating controls rather than private notes.

Checklist maturity normally develops through four 
levels.

Level 1: Personal reminders. Individual officers maintain 
private notes primarily to avoid omissions.

Level 2: Team checklists. Shared lists create greater 
consistency within an execution team.

Level 3: Organisational standards. Standardised checklists 
establish common execution expectations across the 
organisation.

Level 4: System-driven execution. Checklist logic becomes 
integrated with ownership, evidence, approvals and lifecycle 
status inside the operating platform.

Maturity therefore does not mean making checklists longer. It 
means making completion conditions clearer, shared and easier 
to supervise.
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Final guidance
The strongest execution checklists are usually the simplest.

If every item has:

 a purpose;

 an owner;

 evidence;

 and a clear completion condition,

the checklist becomes an operational management tool rather 
than an administrative document.

That is the objective of professional execution.
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Appendix E - Advanced Billing and 
Financial Handover
Financial completion is the final operational responsibility of 
the Contract Execution Officer.

Although accounting departments process financial 
transactions, execution teams ensure that those transactions 
accurately reflect contractual performance.

A successful financial handover allows Finance to complete its 
work without reconstructing the execution history.

E.1 Purpose of the Financial Handover
The financial handover transfers execution information into 
the accounting process.

Its objective is to confirm that:

 contractual obligations have been fulfilled;

 financial events are supported by evidence;

 billing reflects the final contractual position;

 outstanding financial issues are visible.

Finance should receive verified operational facts rather than 
unresolved operational questions.

E.2 Minimum Financial Information
A financial handover should normally include:
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 Contract reference.

 Contractual parties.

 Commodity.

 Final contractual quantity.

 Final settlement quantity.

 Contract value.

 Currency.

 Applicable taxes where relevant.

 Billing instructions.

 Payment terms.

 Outstanding financial issues.

 Supporting documentation.

E.3 Billing Validation
Before issuing an invoice, verify:

□ Contract remains current.

□ Quantity matches the agreed settlement quantity.

□ Price matches the executed contract.

□ Currency is correct.

□ Banking details have been verified.

□ Invoice references are complete.
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□ Required supporting documents are available.

□ Internal approvals have been completed where required.

E.4 Commission Validation
Where brokerage commission applies, confirm:

□ Commission calculation method.

□ Contractual trigger.

□ Applicable percentage or fixed amount.

□ Supporting contractual evidence.

□ Counterparty responsible for payment.

□ Currency.

□ Tax treatment where applicable.

□ Internal approval.

E.5 Financial Reconciliation
Before contract closeout, financial reconciliation should follow 
the transaction from contractual value to final financial 
position.

Begin with the contract value and compare it with the invoiced 
value. Reconcile the invoice against payments received and 
identify any outstanding balance. Then account for 
commission, credit or debit adjustments and any other agreed 
financial corrections.
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The result should be one explainable final financial position in 
which every difference between contract, invoice and payment 
is either reconciled or explicitly outstanding.

Every unexplained difference should be investigated before the 
contract is archived.

E.6 Financial Exceptions
Examples include:

 disputed invoices;

 partial payment;

 duplicate payment;

 incorrect currency;

 incorrect banking information;

 missing invoice;

 commission dispute.

For every exception, document:

 factual description;

 supporting evidence;

 operational impact;

 current status;

 responsible owner;

 planned resolution.



226

E.7 Financial Closeout Review
Before transferring the contract to archive, confirm:

□ All invoices issued.

□ Payments confirmed.

□ Commission settled.

□ Credit notes completed where required.

□ Financial exceptions resolved or transferred.

□ Accounting references recorded.

□ Supporting evidence archived.

Final guidance
Financial completion should never depend on memory.

A complete execution record should allow Finance, Internal 
Audit or external auditors to understand every financial event 
without reconstructing the operational history from emails or 
personal notes.

Execution ends only when operational and financial reality 
describe exactly the same contract.
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Appendix F - Case Study Materials and 
Answer Guide
The following exercises are intended for self-study, internal 
workshops and execution training. Each scenario should be 
analysed using the principles developed throughout this 
handbook. There is rarely only one operational action. There is 
usually one best-supported decision based on available 
evidence.

Exercise 1
A shipment has been loaded. The inspection certificate has not 
yet been received. The buyer requests immediate shipment 
documents in order to prepare payment.

Questions:

 Can execution continue?

 Which evidence already exists?

 Which information remains unavailable?

 Should escalation occur?

Exercise 2
The seller informs you by telephone that loading has finished. 
No documents have yet been received. The carrier reports a 
different quantity.

Questions:
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 Which information should be trusted?

 What evidence is required?

 Should status be updated?

 What should happen next?

Exercise 3
Three different contract drafts exist inside the project folder. 
Two counterparties refer to different versions.

Questions:

 Which document governs execution?

 How should version control be restored?

 Which participants require notification?

Exercise 4
Payment is five days overdue. The counterparty states that 
original documents have not yet been received.

Questions:

 Has payment actually become overdue?

 Which contractual clauses should be reviewed?

 What evidence should be collected?

 Is escalation required?
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Exercise 5
Transport is delayed because severe weather has closed the 
destination port.

Questions:

 What operational information should be confirmed?

 Which parties require notification?

 Does the contract require amendment?

 Which evidence should be preserved?

Suggested analysis method
Every scenario should be analysed in the same sequence:

1. Establish the facts.

2. Identify available evidence.

3. Determine contractual implications.

4. Identify the responsible owner.

5. Decide whether authority is sufficient.

6. Escalate where necessary.

7. Record the operational outcome.

This sequence is considerably more important than 
memorising individual procedures.
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Appendix G - MN7R Demo Exercises
These exercises demonstrate how the execution principles 
described throughout this handbook are represented within 
the MN7R platform.

They are designed for new execution officers, internal 
workshops and product demonstrations.

Exercise 1 — Create a Contract Dossier
Objective:

Create a new Contract Dossier and verify that the initial 
operational record contains:

 contractual parties;

 commodity;

 lifecycle stage;

 responsible execution officer;

 initial milestones.

Exercise 2 — Review Operational Readiness
Using a prepared demonstration contract:

 identify missing information;

 review documentary preparation;

 evaluate readiness;
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 determine whether execution may begin.

Exercise 3 — Manage an Exception
Using a simulated transport delay:

 review evidence;

 assign ownership;

 prepare an escalation;

 record operational actions;

 verify updated contract status.

Exercise 4 — AI Assistant
Using the MN7R AI Assistant:

 summarise contract history;

 identify outstanding obligations;

 review AI recommendations;

 verify supporting evidence;

 decide whether human approval is required.

Exercise 5 — Contract Closeout
Complete:

 reconciliation;
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 payment confirmation;

 archive review;

 final lifecycle transition.

Confirm that the Contract Dossier contains a complete 
operational history.

Concluding remarks
Technology will continue to evolve. Execution principles will 
not.

Whether contracts are managed through spreadsheets, ERP 
systems or AI-assisted execution platforms, successful 
execution will continue to depend upon the same professional 
foundations:

 evidence before status;

 authority before action;

 ownership before progress;

 communication before assumption;

 documentation before memory.

These principles define professional execution. MN7R has been 
built to support them.

This handbook has been written to explain them. The quality of 
execution, however, will always depend on the people who 
apply them.
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Revision History
Development versions (0.x). Internal drafts and working 
revisions. Version 1.0, 2026. First public edition of The 
Contract Execution Officer Handbook.

Future editions will incorporate operational feedback, 
regulatory developments, improvements to execution 
methodology and enhancements to the MN7R platform.

Maintaining this handbook
Contract execution continues to evolve.

New logistics technologies, AI-assisted workflows, digital 
documentation and changing regulatory environments will 
influence how execution officers work over the coming years.

The principles described in this handbook, however, are 
intended to remain stable.

Future revisions should therefore focus on improving 
operational guidance without changing the fundamental 
execution philosophy established throughout this publication.

Readers are encouraged to adapt examples, checklists and 
templates to their own contractual environments while 
preserving the core principles of evidence, ownership, 
authority and professional judgement.
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About AMI Press
AMI Press publishes practical professional handbooks focused 
on operational excellence, commodity markets, digital 
transformation and applied artificial intelligence.

Our publications are written for practitioners rather than 
academics.

Every book is intended to help professionals make better 
operational decisions through structured thinking, disciplined 
processes and practical experience.

Rather than promoting specific technologies, AMI Press 
focuses on the operational principles that remain valuable 
regardless of software, organisational structure or market 
conditions.

Editorial principles
Every AMI Press publication is developed around five editorial 
principles.

Practical before theoretical. - Concepts should improve day-
to-day professional work.

Process before technology. - Technology supports 
professional practice; it does not define it.

Evidence before opinion. -  Recommendations should be 
supported by operational reasoning and practical application.

Clarity before complexity. - Simple explanations are 
preferred whenever they communicate the same professional 
meaning.
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Professional judgement above automation. - Software can 
assist decision-making.

Responsibility remains with people.

Related publications
Readers interested in extending the topics covered in this 
handbook may also wish to explore future AMI Press 
publications, including:

 Commodity Brokerage Handbook

 Agricultural Commodity Trading Fundamentals

 Operational Risk in Physical Commodity Markets

 AI for Commodity Operations

 MN7R Professional User Guide

Publication schedules will be announced through the MN7R 
website.
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