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Introduction:


Under the purview of STCW 78-95 (International Convention on Standards of Training, Certification and Watchkeeping), training of seafarers has undergone much change and has become an important issue in the Shipping Industry. Training of seafarers is being reviewed through concepts not common to maritime education and training in the past. 

Analogous to the above, Human Resource Development (Training) has become an inherent activity in any progressive organisation. Intent of this paper is to present some of the basic concepts that will be useful to all concerned. The paper has been broken down under the following headings. 

1. STCW Concept of Function and Levels

2. Training as a Process & Concept of Job Contents

3. Concept of Curriculum

4. Concept of Domains of Learning and Specific Learning Objectives

5. Concepts of Management and importance of Decision Making

6. Training Scheme for all persons involved in training and assessment

1. STCW Concept of Functions and Levels

Operation of ships under modern trends of a very small number of crew on board impelled shipping industry to come out of the earlier form of shipboard organisation based on departments. The STCW 95 has defined the role of crew on board as functions to be performed rather then the ranks as used to be the case earlier. STCW has thus created permeability between Navigation and Engineering positions and between officers and ratings.  

A chart below attempts to represent the above intent.

STCW 95

	Intent of STCW

· Standard of competence required to be demonstrated by the candidates for the issue and revalidation of certificates of competency

· To clarify the linkage between alternative certification provisions

· Grouping of abilities required as functions and level of responsibilities



	Functions
	
	Responsibility Levels

	1. Navigation
	
	· Management

· Operation

· Support

	2. Cargo Handling and stowage
	
	

	3. Controlling the operation of the ship and care for persons on board
	
	

	4. Marine Engineering
	
	

	5. Electrical electronic and control engineering
	
	

	6. Maintenance and Repair
	
	

	7. Radio communication
	
	


Definitions and clarifications

“Standard competence”
(Proficiency for proper performance)

“Management Level”

(Master, Chief Mate, Chief Engineer, Second Engineer)

“Operation level”
(Officer in-charge of a watch – 






Navigation/Engine/Radio)

“Support level”

(Under the supervision of Operation or Management)

“Evaluation Criteria”
(means to judge performance for related tasks, duties, 


and responsibilities)

“Independent Evaluation”
(external body)

2.
Training as Process & Concept of Job Contents 

Training is a process for change as shown below

It must be appreciated that without the clarity of OUTPUT, any decision on INPUT and the PROCESS will lead to undesirable consequences at various stages. 

Thus, it is essential to start with the ‘end in mind’ (desired output). This can be arrived by JOB ANALYSIS, which entails an outline of:

· Function at particular level with identified responsibilities towards that function.

· Group of tasks for each of the responsibility 

· Sub-tasks for each of the task

· Performance with criteria and conditions for each of the sub-task 

With above details prepared, the next step is look at the inputs i.e. competence of target group at entry, facilities available, limitations on the duration of the course (if any), appropriate training methods, assessment techniques, qualifications and skills of available trainers, numbers to be trained and similar details that can influence quality of output.

The above information can now be converted into a training programme (a course) to be detailed in a course document.

Course Document

· Course Title

· Aim of the Course, 

· Target Group (Entry Level), 

· Learning Objectives,

· Teaching Strategy (recommended teaching methods and approach),

· Assessment Procedures, 

· Related factors such as recommended duration, qualification and experience of trainers, certification, etc.

Anytime, the above approach is omitted or not carried out to fullest extent the training programme will not produce the desired outcome. A typical structure for Job Analysis is given below:

3
Concept of Curriculum


	Similarities between the processes of Training and Management



As can be seen from the above comparison, except for the terminology, there is no difference in the process of education and training (Curriculum) and that of the Management. 

It can be appreciated that with the rate of change around us in every field, Management as well Curriculum needs to be dynamic in nature to survive. It implies that training and certification schemes need to have flexibility rather then rigidity. Course contents, teaching methods, duration, and assessment techniques will require continuous appraisals and modifications. Rules and regulation will need to allow for the kind of flexibility required to cope with changes in order to prevent obsolescence. 

Each element of curriculum has implications on the rest. Each element needs to be considered together with the others from the very start. The flow chart given bellows accentuates interdependence of each element.

Dynamic Aspects of Curriculum


4.
Concept of Domains of Learning and Specific Learning Objectives

As mentioned earlier, learning has three components i.e. Knowledge, Skills, and Attitudes. The traditional approach of defining course contents was in topics and sub-topics and that was called syllabus for a subject. However, topics and sub-topics did not describe the depth and breath of the learning to be achieved, neither could it describe the skills to be gained through the course. Moreover, there was no indication of desirable attitudes required for a particular discipline. 

Description of learning in the form of topics and sub-topics allowed no real boundaries for teachers and examiners and it invariably caused much aggravation between teachers, examiners and students. If we want to certify capabilities of individuals in terms of competence then we need to be very specific in detailing competence. The statement of desirable competence needs to be declared as a common source of information to base the entire curriculum. This is where the concept of Learning Objectives emerged, and that too has seen much changes as the time has been passing.

At an initial stage we see that to perform a particular task to a degree of satisfaction, a persons requires three distinctly observable elements of performance, i.e. Knowledge, Skills, and Attitude; and in a simplistic way the knowledge relates to intellect (mind), skills relates to physical movements (body) and attitude relates to feelings (emotions). As we look deeper in knowledge, skills, and attitudes, we can appreciate further divisions as levels.

This is where the concept of Domains and Level of Learning has emerged and has been beautifully distinguished by Benjamin Bloom. It can be well appreciated that higher level of learning cannot be achieved without the lower level in place. Domains and levels of learning in each domain has to be the major concern if we wish to achieve any kind of competence. At the same time competence cannot be looked at in isolation of only knowledge, only skills, or only attitudes. A competent persons will need to posses a right combination of each element of learning for the required performance of a function.

Concept of domains and levels of learning is described diagrammatically as under.

	Cognitive Domain (mind)
	Psychomotor Domain (body)
	Affective Domain (emotions)

	· Evaluation

· Synthesis

· Analysis

· Application

· Comprehension

· Knowledge


	· Naturalisation

· Articulation

· Precision

· Manipulation

· Imitation
	· Characterising

· Organising

· Valuing

· Responding

· Receiving


5.
Concepts of Management and Importance of Decision Making

Through my personal observation of the training programmes and related decisions, I notice that we tend to adapt STCW Guidelines as per own competence about the subject area, concept of training, and constraints of resources. Therefore, what come out is not exactly the intents of STCW but a compromise of ideas. And that is OK, a good place to start.

In the modern era, and for our manpower to be considered as competent all the time in the future, the training system needs to be dynamic and flexible and yet strong. Bureaucracy has strength but not the suppleness. However, the strength of any system is in its character, therefore, none of the system will succeed without the character. Character is inner strength, which cannot be substituted by any external appearance by any organisation or an individual. And character can be improved only through introspection followed by acceptance of our strengths and weaknesses. That, perhaps, is the only way for salvation.

At this stage what we need is a mechanism for valid evaluation of all aspects of the system. We need to review many of the earlier decisions regarding training streams, course contents, duration of courses, target groups, approval of training centres, assessment of candidates, etc. 

Further, we need to review our process of decision-making and learn from it since it is the most crucial factor in the outcome of all our actions, i.e. Management.

Management Skills/Techniques:

	Primary Skills
	Associated Skills

	· Decision Making

· Communicating

· Setting Objectives

· Forecasting
	· Planning 

· Organising 

· Leading 

· Directing
	· Coordinating

· Controlling

· Maintaining

· Motivating

· Budgeting


All of the skills mentioned above are essential for good management. Analysis of any mismanaged situation will indicate that one or more of the above functions was weak or missing.

All of the Primary Skills are essential for each of the Associated Skills. However, Decision Making is crucial for the rest. If we wish to improve our performance, we need to improve our Decision Making Skills first.

Quality of decisions will depend upon the questions we ask, e.g. 

· Why train? (specific need, purpose)

· What to train? (contents, procedures, activities)

· Whom to train? (target group, a person)

· Where to train? (class room, on the job, laboratory, workshop, computer/simulator)

· Who can train? (trainer, seniors, specialist)

· When to train? (timing, sequence, structure)

· How to train? (methodology, facilities, training material)

· How to ensure that learning has taken place? (assessment methodology and its appropriateness)

· How to ensure that the training is valid and appropriate? (evaluation of the entire process)

Quality of decisions depend upon the knowledge and information a person or a group has, and for quality decisions related to training one needs a clarity of the following, in the least:

· Relationship between Training and Education.

· Relationship between 'learning' and 'teaching/training'.

· Process of learning, domains of learning, factors influencing learning.

· Basic elements of a training programme. The process of training.

· The importance of training need analysis.

· Implication of decisions in training

· Basic qualities required of a trainer/teacher.

· Development of trainers/teachers.

· Management of training institutions

· Aspects of man-power planning

A scheme to train all personnel involved in training such that the above-mentioned aspects can be well addressed is suggested here under.

6.
Training Scheme for all persons involved in training
Development of Training is an on going process and requires specialist approach for it to become effective. The STCW Code has recommended training for all concerned but has left it to the Administration to decide local requirements. To reach a next level of development in training we need to develop courses beyond the ‘Training of Trainers and Assessors’ as available at present. The charts shown below attempt to suggest a scheme for development of different categories of people involved in traiuning. 
	Course Title
	Duration

	1. Overview of Training (an appreciation)
	3-5 days

	2. Basics of Courses Design, Development, Implementation, & Evaluation
	2 weeks

	3. Conducting Training in Laboratories & Workshops and its Assessment & Evaluation
	1 week

	4. Intermediate level of Courses Design, Development, Implementation, & Evaluation
	2 weeks

	5. Advanced level Course Design, Development, Implementation, & Evaluation
	2 weeks

	6. Assessment & Evaluation Techniques (advanced)
	1 week

	7. Management of Training Institution
	1 week

	8. Man Power Planning & Development (Policies, Forecast, Planning, Control)
	1 week

	9. Training with simulators 
	2 days

	10. Design, Development, Implementation & Evaluation of Distance Learning Programmes
	3 days

	11. Design, Development, Implementation & Evaluation of Computer Assisted Learning Programmes
	3 days


	Category of Persons in Training
	Proposed Training

	Instructors/Trainers/Training Officers


· Ashore >>>>>>>>>>>>>>>>>>>>>>>>>>>>>>

· At sea (in-service training) >>>>>>>>>>>
	Courses

2-11 in progression & as needed

1 

	Supervisors ashore

· Administration  >>>>>>>>>>>>>>>>>>>>>>>>

· Training Institution >>>>>>>>>>>>>>>>

· Company >>>>>>>>>>>>>>>>>
	Courses

1, 6, 7, 8

2, 6, 7, 8

1 or preferably 2, 8

	Assessors

· Administration  >>>>>>>>>>>>>>>>>>>>>>>>

· Training Institutions  >>>>>>>>>>>>>>>

· Quality System  >>>>>>>>>>>>>
	Courses

1 or preferably 2, 6, 7

2-6 in progression

1 or preferably 2, 6, 7


Epilogue

It can be well appreciated that the process of ‘Training’ is no different than that of ‘Management’. Training is as much of an art as a science - ‘A logical approach to an emotional aspect of human nature’. 

To achieve desirable end results, we first need to define the objectives of training in a logical manner, next we need to give it a ‘form’ before passing it on to others at an opportune time, place, and in a manner to stimulate the recipient to ‘go for it own his/her own.’

Good things don’t just happen, we need to work for them with sincerity and perseverance. Responsibility ‘to train’ others is just as necessary as the responsibility ‘to learn’

Due to recent trends in manning, technology, trades, and management of ships, the importance of training is much more now than it was ever before. ISM and STCW are just instruments through which the shipowners and ship operators are being reminded of this responsibility; however, there is only one obvious choice for an intelligent: ‘To train and be trained.’ 

“Training is an essential requirement for survival and progress.”

Thank you

Pooran Prakash Chugani

HRD & Management Consultant

June  25, 2001
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Evaluation


 Is a process of critical examination of each and every element of education/training (set aims and objectives, entry criteria, teaching methods, resources, duration, and assessment procedures), and it takes us back to the beginning of yet another cycle of decisions and related actions.























Assessment


To ascertain that the set outcome (learning as per the set objectives) is being achieved, we need to have timely tests/assessment.























Duration


The choice of teaching methods depends upon the available resources including time.























Choice of Teaching/Training Methods


This in turn leads to decision of choosing appropriate teaching/learning methods to achieve the desired outcome. 

















Development of Learning Objectives


The Need for training has then to be broken down into the elements of Knowledge base, skills, and attitudes, as statements of required behaviour.
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Training Needs Analysis 


A good training programme emerges through a logical analysis of needs: Identifying the gap between the prevalent skills and desired skills needed for carrying out a function/task/job. (The pre-requisite is the clear description of the tasks to be performed by the person or the trainee in a particular situation.





The above is the most important element towards design and development of a training programme. (Setting a goal and aims)
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