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Abstract

A unique alternative to traditional safety inspections on Coast Guard certificated commercial vessels is called The Streamlined Inspection Program” (SIP).  SIP is believed by some to be a significant financial and opportunities cost savings to the Coast Guard.  Not withstanding startup costs, the latest research paper on SIP suggested that the time spent by Coast Guard personnel inspecting commercial vessels for safety was significantly reduce when a successful SIP was in place.  The other fundamental aim of the program is to help keep commercial vessels in a continuous state of compliance with federal laws and regulations.  

Aside from compliance issues and the opportunities costs, SIP can also be used as a highly effective training program.  The SIP elements, including procedures and the related documentation, can double as a comprehensive, yet simple and organized, training program for marine employees and employers alike.  Using SIP as a training program for marine employees can not only ensure the safety of lives at sea, but also help instill a sense of ownership to the employees and, thus, bolster a company’s efficiency—and possibly reduce the rate of employee turnover.

And finally, the components of SIP may help marine employers develop various competency models that can assist in the hiring process.  Because the SIP elements and documentation can act as both an outline for training and guide to daily tasks, the information found within them naturally describe the basic skills a potential employee would need in order to fill the various positions. 
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Introduction

Purpose


The purpose of this research is to examine how the Coast Guard’s commercial vessel inspection alternative called the “Streamlined Inspection Program” (SIP) can be used also as a highly effective training program.  Building on a previous case study entitled “The Streamlined Inspection Program; Can We Afford Not To Promote It?” by Lieutenant Steven M. Garcia of the Coast Guard Marine Safety Office in Louisville Kentucky, this paper expands the benefits of the program beyond just monetary and opportunities costs savings.  The SIP elements, including procedures and the related documentation, can double as a comprehensive, yet simple and organized training program for marine employees and employers alike.


Additionally, the components of SIP may help marine employers develop various competency models that can assist in the hiring process.  Because the SIP elements and documentation can act as both an outline for training and guide to daily tasks, the information found within them naturally describe the basic skills a potential employee would need in order to fill the various positions.  

Research Question and Thesis


Can SIP benefit the Coast Guard and the Maritime Industry in ways other than just monetarily?  SIP can double as a highly effective training program and hiring tool for marine employee, which can not only ensure the safety of lives at sea, but also help instill a sense of ownership in the marine employee, bolster a company’s efficiency, and help the marine employer in the hiring process.

Significance


The significance of this research is two fold.  First, because the training benefits of the SIP have yet to be comprehensively explored, the highlighted benefits identified in this paper may assist in the program’s promotion.  Next, the use of SIP to develop an effective hiring process may provide an additional attractive feature to commercial vessel operators throughout the country. 

Methodology


Several leadership and training-related books, as well as Internet articles were referenced in this research.  Coast Guard publications addressing vessel inspection programs and their processes were also accessed on the Internet.  Finally, the information in this research was enhanced through interviews with a passenger vessel company representative who is involved in the SIP.

Findings


The Coast Guard Marine Safety Manual, which acts as the primary guidance for Coast Guard personnel in carrying out Marine Safety activities, explains SIP in this manner:

SIP is an alternative to traditional Coast Guard inspections that was developed in

response to the Maritime Regulatory Reform Initiative. The Initiative challenged the Coast Guard to re-evaluate its regulatory programs and to develop alternatives that would ensure the same level of safety.  The significant difference between SIP and the traditional annual inspection program is in the process of how compliance is ensured. SIP is primarily an "overlay" of the Code of Federal Regulations (CFR) requirements that regulate vessel safety. It identifies an alternative process for ensuring compliance with the CFR, where company personnel conduct frequent, periodic examinations of the various vessel systems, document their findings, and take the necessary corrective actions specified in the USCG-approved

plans when discrepancies are discovered. The Coast Guard will still conduct required inspections of the vessel(s), however, the manner of conducting the inspection will be considerably different.

The SIP documentation elements are much like the CG-840 Booklets, which are guides used by the Coast Guard Marine Inspector to not only ensure commercial vessels are in compliance with applicable safety regulations, but also train entry level inspectors while on the job.  SIP documentation can act as a training outline and empowerment tool to help employees learn, and become proficient at, key vessel safety procedures.  This approach is, in a sense, is like organizing for innovative learning (Bennis & Burt, 1985).  Figure 1 is an example of SIP documentation.

Empowerment of Employees with SIP    

A common theory in the business world is that, in order to enjoy maximum success and profitability, an organization must encourage and, more importantly, empower its workers to become stakeholders—not just employees.  In other words, people at all levels of an organization must feel a sense of ownership not only in their specific jobs, but also in the company as a whole.  A systematic, structured approach designed to allow employees to carry out the business of the company is the most effective way to encourage this sense of ownership.  One of the principle goals of SIP aims to do just that—instill ownership in every marine employee.  In fact, the Coast Guard Marine Safety Manual says that one of the benefits of SIP is that “companies may enjoy an increased involvement and "ownership" by vessel personnel for the safe operation of the vessel, and an increase in crew professional advancement.   And ownership typically equates to a sense of pride. 

The first steps towards giving the marine employees that sense of pride and ownership is to provide clear, step-by-step direction for carrying out each of their duties, as well as allowing them to identify improvement opportunities, understand the purpose of various processes, and correct each shortcoming using systematic and simple steps.  Figure 1 is an example of one of dozens of individual SIP-related forms called Inspection Criteria References (ICRs) that guide the marine employee through various safety inspection processes.  Not only do the ICRs easily convey to the employee what steps to take to complete each task, they also provide the opportunities to identify shortcomings and make corrections accordingly.  In a sense, ICRs empower the employees to manage their responsibilities and correct any problems with minimal direction.  A final purpose of ICRs is to convey the company’s expectation of the employees while completing each inspection.  This could help avoid confusion as to what is expected of the employee while completing various inspections (Hill 1984). 

Next, the employees must be empowered to understand, and have input to, the company’s overall goals and visions for a safe, efficient vessel; a business plan so to speak.  The Company Action Plan (CAP) element of SIP can be considered as the “business plan for a safe, legal vessel.”  When a business plan is written, a company’s operations are closely examined and, more importantly, improvement opportunities are discovered (Covello & Hazelgren 1995).  When an employee reviews the CAP, he or she gains a big-picture view of the company’s safety goals and parameters.   

Figure 1
SYSTEM: VENTILATION 




ICR NUMBER: F

SUBSYSTEM: GALLEY VENTS 
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AUTHORIZATION

AUTHORIZED INSPECTOR: LICENSED OFFICER or his designated representative

REFERENCES: 46 CFR 72.05-50

INSPECTION FREQUENCY: MONTHLY

INSPECTION CRITERIA

A. Vent trunk not holed or excessively corroded.

B. Vent damper operable, fusible link in good condition.

C. Interior of vent free of grease.

D. Damper is marked in accordance with 46 CFR 78.47-53.

DEFICIENCY ACTION

MAKE APPROPRIATE REPAIRS.

Subchapter H

   
Shirberg, Shriberg & Lloyd (2002) wrote that there are differences in the function of roles in the empowering process between [employees] and leaders.  They point out some of the key elements in the empowerment process, which are to provide direction for—and help develop—followers and subordinates.  It is essential to encourage involvement by subordinates (employees) in determining the actions needed to accomplish whatever is necessary to meet the company’s goals.  The primary goal for marine employers, even above turning a profit, is the safety of lives.  SIP can be a “one-stop-shopping” tool to accomplish all of this.

Training and Development with SIP             

Caruth and Gail (1997) wrote that training and development have a significant impact on staffing.  The implication here is that when a company has a reputation for having a stellar training program then it may be easier to attract and retain quality employees—having a positive impact on marine employee retention.  This research suggests that an SIP guided training program could help provide that reputation; thus decreasing the rate of employee turnover and making the staffing process less difficult.  

SIP can also be an effective avenue to set training goals for new employees in training.  For example, an employee in training may set a personal goal to learn and then demonstrate tasks related to five ICRs per day.  The ICR can double as a type of lesson plan, with the objective being to understand the standards set forth in each one.  The ICR can also be the standard against which individual performance can be measured (Werther & Davis, 1989).  In the process of achieving each goal, the employee would gain a comprehensive knowledge of the federal regulations associated with each ICR and then be able to explain pertinent aspects to another qualified employee, who will then witness inspection demonstrations and “sign off” on them to attest to their successful completion.  Depending upon the employee, the loftiness of the goals can vary.   

Stephen Covey et al. (1994) referred to goal setting as a powerful process, and a “common denominator of successful individuals and organizations.”   Both individual and organizational goals are critical to productivity and upward mobility.  Goal setting was also regarded as “eating an elephant one bite at a time;” if the learning process aboard a commercial vessel is tackled in smaller, easier to handle increments then the process as a whole won’t seem so overwhelming and may appear to be much more achievable.

 
Goals are also viewed by some as roadmaps to success.  Zig Ziglar (1998) wrote of goals and having strategic plans as “Knowing where you are and where you want to go.”  The theme here is that when no goals are established, it is highly likely that you’ll end up somewhere you probably don’t want to be.  Ziglar further asserts that written plan[s] help to establish mental pictures for people.  With a combination of the CAP, Vessel Action Plan (VAP), and the ICRs, a pretty solid picture is established.  Depending also on the skills, learning abilities, and attitudes of the trainees, the goals (e.g., the number and speed at which the ICRs are learned) of the training program can be altered to fit the individual.  In a January 2003 article in the Harvard Business Review titled “How to Motivate Your Problem People,” Nigel Nicholson points out that goals need to be reframed often times.  He further wrote that a manager might sometimes have to settle on more modest and achievable goals for his or her problem employees.  


This same issue was addressed by Kelley Robertson in an article entitled “Secrets to Motivating Your Employees” that appeared in the Fall 2002 issue of Canadian Manager.  Robertson explained that goals should be in line with the company’s vision and mission.  Again, the CAP would be the company’s avenue to convey its safety vision and objectives.


The SIP can also act as a systematic quality control mechanism for vessel safety and the training process.  Shriberg, Shriberg, & Lloyd (2002) wrote “quality must be a systematic approach.”  Captain Alan Bernstein, owner of BB Riverboats in Cincinnati, Ohio said, “SIP has played a significant role in both our quality control system and continuous training process.  It gives our employees the tools they need to keep the boats safe and functioning.  SIP also helps keep our people’s professional knowledge and skills sharp.”  BB Riverboats currently has two of many passenger vessels on SIP, including one of only two High Capacity Passenger Vessels enrolled in the United States. 

Competency Modeling for the Hiring Process 


Most successful employers have developed written job descriptions for each of the positions within the company.  The job descriptions let the potential employee know not only what skills are needed to do the job, but also make clear the employer’s expectations.  SIP can also assist in this area.

A basic step in putting together a job description is developing a competency model that best illustrates the skills needed to do a specific job.  One-size-fits-all competency models often fall short of their intended objectives because not all jobs, however similar they may seem, are exactly the same.  Parsons (2001) claims that, “Too often, cookie cutter competency models limit leadership potential and performance and sometimes derail business strategy.  Force-fitting an executive competency template limits talent, subjectively reduces the candidate pool, fuels artificial performance accountabilities, and narrows business perspective.”

To avoid cookie cutter competency models, ICRs can be used to extract detailed information.  For example, Figure 2 below is a competency model put together using the information from Figure 1, which is a standard ICR for Large Passenger Vessels (Subchapter H).  This particular ICR guides the marine employee in inspecting galley ventilation systems.  

Figure 2

	ACTIVITY
	COMPETENCY NEEDED
	EMPLOYEE MUST DEMONSTRATE
	ROLE

	Inspect various ventilation systems for safety problems
	· Knowledge and understanding of Title 46 CFR 72

· Knowledge of the inspections frequency of this activity

· Knowledge of marking regulations of 46 
	· Attention to detail

· Basic knowledge of marine practices


	Licensed Engineer



Once the company is satisfied with, and has validated, the competency models for each task, the models can be either used as is, or combined into position-specific (i.e. Licensed Engineer) narratives.  In either case, potential employees can gain a fairly complete perspective on what the company will be expecting from them should they gain employment.  Conversely, it may be easier for the company to determine if new applicants have the knowledge and/or background to fill a particular position with the company.  And finally, for those employees who do not have the appropriate backgrounds, but do show a strong potential and desire for learning, the competency models can be referenced to create a targeted training agenda.  

Discussion

Can SIP benefit the Coast Guard and the Maritime Industry in ways other than just monetarily?  This paper clearly showed that SIP can add benefits beyond a dollar value.  It can help form a comprehensive training schedule and outline for not only new employees, but also existing employees.  The research also supported the thesis statement that SIP can double as a highly effective training program and hiring tool for marine employee, which can not only ensure the safety of lives at sea, but also help instill a sense of ownership in the marine employee, bolster a company’s efficiency, and help the marine employer in the hiring process.   In line with one of the principle goals of the program, SIP does promote a sense of pride and ownership in the marine employee.   
Conclusions

 The Streamlined Inspection Program” (SIP) is a unique alternative to traditional safety inspections on Coast Guard certificated commercial vessels that is believed by some to be a significant financial and opportunities cost savings to the Coast Guard.  A recent research paper (Garcia, 2003) suggests that SIP decreased the amount of time Coast Guard personnel spent while inspecting commercial vessels for safety.  SIP was also designed to help keep commercial vessels in compliance with federal laws and regulations at all times.  

SIP has also proven to be a highly effective training tool.  The SIP elements can assist marine employers to design comprehensive, but organized, training programs for themselves and their employees.  SIP also helps instill a sense of ownership in the employees, which can significantly improve business efficiency and possibly reduce the employee turnover rate.

To conclude, SIP may prove useful to the marine employers for developing competency models that will assist them when hiring new personnel.  The information that can be gleaned from these models describes the knowledge and skills an applicant would need in order to effectively perform the job.
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