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Abstract

Duringtheyear2000，about6millionpassengersandaround35milliontonsof

cargowashandledbyEstonianports・Twentymi11iontonsofitwasoilproducts，

which canbe defined as a dangerous cargo・Ithas been estimatedthatthe
maritime tra餌Cwi11increase two－fo1din2010－2015．1n addition to vessels

visitingEstonianports，alargenumberoftankersvisitingnewRussianportssai1

alongthe Estoniancoastline・Theriskofaccidentsishighduetothehigh
concentration oftrafnc，the number ofsubstandard vessels andthe difncult

navigational conditions，eSpeCiallyinwinter・Twentyseven casualties or
inCidentsoccurredinEstonianwatersorinvoIvedvesselsundertheEstonianflag

in2000．TheseindicatetheimportanceofmakingFlagStateControl（FSC）and

PortStateControl（PSC）moreefBcient．

EstonianMaritimeAdministration（MA）andEstonianMaritimeAcademy

（EMA）preparedandcarriedouttheEUPhareTwimingprqject“Strengthening

EnforcementofMaritimeSaf吋，．Thedurationoftheprqjectwas24months
anditincluded9sub－Prqjectsandaninvestmentcomponent，WhichinCludedthe

procurementofaVTSsimulator．Theobjectiveoftheprqjectwastoimprovethe

skillsofthepersoヮneloftheMinistryofEconomicAffairsandCommunications，
theEstonianMaritimeAdministrationandtheEstoniaMaritimeAcademy．The

mainparhersintheprqjectweretheFinnishMaritimeAdministration（FMA）
andtheCentreforMaritime Studies（CMS）attheUniversityofTurku・The

juniorpartneroftheprqjectwastheMaritimeandCoastguardAgency（MCA）of
theUnitedKingdom・InadditiontoexpertsfromFMA，CMSandMCA，eXpertS

舟omDenma正，GermanyandSwedentookpartintheprqiect・Thebudgetofthe

prqiectamountedtoel・7mi11ion・
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l Introduction

Estoniahasaverylongmaritlmetradition・AftertheSovietswontheirlong－

lastingcontrolofthisreg10nin1944，theyproceededtoshutdownthereg10n，s

domesticmaritirneindustry・TheclosureOftheseaa飴ctedtheentireregion，S
WayOflifb．BeforetheRedreglme，Estonia’smerchantneethad340boatswith

total capacityof nearly a quarter－mi11ion tons．Two hundred sixtyrthree

registeredshippingcompanieswereoperatingoutof26intemationalports・Ona

PerCaPitabasis，Estoniawasthethirdqlargestcommercialmarinepower．onthe
BalticSea，SwedenandDenmarkwereaheadofEstonia，Gemany，Polandand
USSRwerewellbehind．

Duringthe occupationtime，hundreds of鮎hing boats were nationalised，

almostallintemationalportswereclosed，withonlythreeremalnlngOPen，Ship

OwnerS，Captainsandmanyseamenweredeportedto Siberia．Theislandsof

SaaremaaandHiiumaawereclearedofpeopleandmadeclosedreglOnS，Ithas

beeTCalculated，thatabout12milliondollars（calculatedin1940dollars）in
marlneaSSetSWereCOn甫scated．

OnDecember31，1940，theWaterwaysDepartment（nameoftheMaritime

Administrationthattime）hadtoconcludeitsworkwhentheMinistryofDeftnce

OftheSovietUnionassumedtheresponsibility．Thehydrographyandaidsto

navigationsectorwassubordinatedtotheHydrographyServiceoftheSoviet

UnionNavy．Cartographyandnavigationalinfbmationwassubordinatedtothe

Navy’scentraladministrativeboard．

OnDecember1，1989，theEstonianMaritimeAdministrationtookoverfull

responsibilityformaritimeissues・Ttwasthetimetostartbuildingupthesystem
agaln・

TrafBcontheGulfofFinlandhasbeenincreaslngeVeryyearSince・Inyear

2000about6mi11ionpassengerswerehandledbythePortofTallinnalone．

Thi止y－fivemilliontonsofcargowashandledbyEstonianportsand20million

tonsofitwasoilproducts，Whichcanbede頁nedasdangerouscargo．Therewere

8400portvisitstoEstonianportsthatyear，Whichmakesover23visitsperday・

Therewerearound50arrivals／departureSOfpassengervesselsperdayduringthe

Peakseason・Todaythereare40departuresfromTallinnalone・Theaverage

numberoftankercallswas3－4perday・Bytheyears2010－2015，themaritime
trafncwi11increasealmOSttWOtimestoaboutlO5000vessels．Thewillbeabout

290vesselstransitingtheGulfperday．Duringthesummerperiodthentlmber

Canbeevenhigher．

Dothesenumbersscareyou？ⅠamSCared…Itisonlyamatteroftimebefore

SOmethingbighappens・Arewepreparedtoactquicklyandef駄iently？Dowe

haveenoughresources；areWetrainedproperlytorespondquickly？

2　Preparationoftheproject

EstollianMaritimeAcademyandEstonianMaritimeAdministrationdecidedto

StartWiththeEUPhareTwinningprqjecttoimprovetheTlaritimesafbtyin
EstoniabyimprovingtheskillsofthepersonneloftheMinistryofEconomiC
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A飽irsandCommunlcations，EstonianMaritimeAdministration．Additionally

WaSdecidedtopurchaseasimulatorfortrainingoftheVTSoperatorsandfuture
GOFREP（Gulf of Fin1and Reporting）operators．There were numerous

Objectivesandtheywereveryambitious．Thedurationoftheprqjectwas2years
andduringthattime9componentsorsub－Prqjectswereplannedtobecamied
Out．

Ijoinedtheprqjectinautumn2002，Whentheprqjectwasalreadyapproved

by－theEuropeanCommission．Itwastimetochoosethepartner（S）withwhomto

implementtheidea．Ihavemaritimebackground－2yearsofsailingworldwide

asamateonDutch－naggedships．IgraduatedEstonianMaritimeAcademyln
year2000andhaddecidedtobindmyselfwiththeseaandthemaritimesector．It

WaSVeryChallenglngtOStartWO正ingasanEstonianprqjectleaderofthisbig
prqject．

There were5proposals丘om the“01der”EU member states：Sweden，

Denma止，Germany，SpainandFin1andtogetherwithUnitedKingdom．Wemet

with allthe delegations倉om each country atthe Ministry ofTransportand

Communicationsin Tallinn andlater at the Delegation ofthe European

CommissiontoEstonia．Itwasadifncultdecisiontomake，aStheproposalswere

allgoodandthepeopleinthekeyorganisationswereinvoIvedinthefuture

Prqjectimplementation．Finally，theconsortiumofFin1andandUnitedKingdom

WaSSelectedasthepartneroftheprqject．FromFinlandtwoinstitutionswere

takingpart：FinnlshMaritimeAdministrationandCentreforMaritimeStudiesof

the UniversityofTurku．From United Kingdom Maritime and Coastguard

Agencywasthejuniorpartner．AdditionallyexpertSfromDenmark，Swedenand

GermanyWereinvitedtoparticipateintheprqject．

Ittookalmost9monthstopreparetheTwinningCovenant．ItinCludeddetails

Of the administrationsand departmentsinvoIved，0餌cials responsiblefor

di飴rentcomponentsandtasks，theavailabilityoftheappropriateofncespace

andlogistics，thebudgetaryresourCeSandthetimetablefortheworktobecarried

Out．Itwasthecontractua1位amewofkforimplementlngtheprqjectandspecified

theobligationsboththeMemberStateamdtheCandidateCountry．OnJuly25，

2003we gotthe not帽cationfi・Om the EU Commission to start with the

implementation oftheprqjectandontheAugust3，2003the Pre－Accession

Adviser（nowResidentTwinningAdviser）movedtoTa11inn，Estoniatolivefbr

twoyears．Thiswasthestartingpoint・

3Implementationoftheproject

3．10叫ectivesoftheprqject

Theprqjecthadasitsoverallobjectivetheimprovementofmaritimesaftty・This

Calledfbrthefbllowlng：

1）Analysis of nationalmaritime sa危tylegislationand assistancein

harmOnlSlngitwith EC Directives，Adaptation processinitiated by

Estonianauthorities；
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2）Reviews andrecommendations conceming operationalprocedures＆

management struCture Ofthe Maritime Administration（MA）for

monitoringenforcement ofmaritime safbtystandards being貢nalized

anddeliveredtotheMaritimeAdministration（inparticularwithregard

to vessel trafnc service，Flag State Control，lntemational Safety

Management Code，Port State Control，qualitymanagementissues）・
ImplementationprocessstartedbytheMA；

3）Training of Estonian Maritime Administration’s staff　through

Twinnlng，Seminars and study－visits completed，With about　80

Certificatesissued．Process ofimplementing new procedures and

methodsofwofkinitiatedbytheMA；

4）Reviewsandrecommendationsconcemingnationalwinternavigation

POlicy．Additionalinvestmentneedscompletedanddeliveredtothe

MA．ImplementationprocessinitiatedbytheMA；

5）PreparationoffournewcontinualtrainingcoursecurriculafbrtheMA

StaffcompletedanddeliveredtotheMAandtheEstonianMaritime

Academy．Preparation ofnew training activities，based on the new

CurriculastartedbytheEstonianMaritimeAcademy；

6）Support concerning establishment of a sustainable and continual

trainingcapacityattheMaritimeAcademy，fbrdeliveringtrainingto

theMAonbasisofanewHRDplan，finalized．EnhanCementOfthe

COntinualtrainingcapacityinitiatedbytheEstonianMaritimeAcademy．

3．2Componentsoftheproject

Prqjectconsistedof2diffbrentcontracts：theTwinnlngPrqjectandinvestmentin

in位astruCture．TheTwinnlngpartincludes9components＝VeSSeltrafncservice，

winternavigation，qualitymanagement，humanresourcedevelopment，maritime

legislation，FlagStateControl，PortStateControlandthecarrlageOfdangerous

goods，International SafetyManagement code and training organisation．For

everycomponent，therewasaresponsiblepersonforthetopic斤omtheMember

Stateaswell危・OmtheEstonianside．Anexacttimetablewasdrawnfbrevery

COmpOnentandagreedwithbyallinvoIvedpersonsfromtheadministrations．All

COmPOnentSCOnSistedofadetailedwofkplan，withexpertnamesinvoIvedanda

budget．

3．3Thebtldgetoftheproject

Totalbudgetofthe Twinningpartwas，bythe Covenant，1，135，700e（Phare

POntribution）and130，000e（Estonianco－financing）・Pharefinancingforthe
lnVeStmentpartWaS280，000eandEstonianpartwasl15，000e．Altogetherit

amounted tol，660，700e．Estonian co一月nanclng WaS divided between the

EstonianMaritimeAdministrationandtheEstonianMaritimeAcademy．

3．4Projeetmanagemellt

Themainreasonwhytheprqiectwassosuccessfu1istheverygoodandopen

COOPeration among the Member States，the Estonian prqiect］eadersandthe
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administrations．EachTwinningprqjecthasaResidentTwinningAdviser（RTA），

Who workedfu11－timeinthe candidate country orinnew member state to

implementtheprqjectandalongwithaseniorPrqjectLeaderresponsibleforthe

OVerallcoordination ofthe prqject．Veryusefultoolofprq）eCt management

appearedto beweeklyRTAmeetingswithbene重ciary contactpersons丘om
EstonianMaritimeAdministrationandEstonianMaritimeAcademy．Onthose

meetingsthevisitsoftheshort－termeXpertS（STE）andmanagementissueswere

discussed．ThefullcommitmentofbothEstonianandforeignexpertsinvoIved

WaSVeryhigh，e．g．theDirectorGeneraloftheMaritimeAdministration，Rector

ofthe Maritime Academy and severalDeputy Secretary Generalsfromthe

Ministry ofEconomic A胞irs and Communications were participating on a

regularbasis．

OntheEstonian side，theProgramme OfncerrepresentlngtheMinistryof

EconomicAfhirsandCommmicationswasresponsiblefortheoverallprqJeCt
COOrdination，lmPlementationmanagementandlocalmonitoring・Therewasan

establishedSteeringCommittee（SC）bytheMoEA＆CtosupporttheEstonian

Prqjectleaderonissues connectedwithmonltorlngtheprqiectactivities and

approvlng rePOrtS and the budget on Estonian side・The members ofthe

committee were　仕om Minlstry of FinanCe，Delegation of the European

CommissioninEstonia，Ministry ofEducation and Research，Ministry of
EconomicA飽irsandCommunications，EstonianMaritimeAdministrationand

EstonianMaritimeAcademy．MeetingswereheldonceeverythreemonthS・

3．5　Workcarriedout

Altogether29experts丘・Om5㍍01dH EU Member States took partinthe

implementationoftheprqject．Theycarried outnearly300visitsto Estonia

during the24months・There werefour maritime administrationsinvoIved：

Finnish Maritime Administration，Maritime and Coastguard Agency ofthe

United Kingdom，Danish Maritlme Authority and Swedish Maritime
Administration．

Twinnlngis the pnncIPaltoolofpre－aCCeSSion assistanceforlnstitution

Building・Itaimstohelpthecandidatecountriesintheirdevelopmentofmodern

andefBcientadministrations，Withorganizationalstructure，humanresourcesand

managementSkillsneededtoimplementtheacqulSCOmmunautairetothesame
standardsasMemberStates．TheEstonianMaritimeAdministrationandFinnish

MaritimeAdministrationwere actinglikeHtwins乃・Everydaytherewasclose

cooperationbetweenthe experts ofthetwoadministrations，aneXChange of

expertiseandexperiences．Within5prqjectcomponents，8studyvisitstotheEU

Member State administrations and training centres were carried out・A

considerablyhigheramountofworkshopswerecarriedoutbytheshort－term

experts than was plannedinthe Covenant・AllinvoIved personsfrom the

benenciary administrationswereworkingonthisprqjectin additiontotheir

everydaywork．Buteverybodyknewtheimportanceoftheprqjectandwasfu11y

committed・BytheCovenantlO6workshopswereplanned・Theactualnumberof

theworkshopswas257・ltmeanSthatthecoueaguesfromtheEUMemberState

countriesandEstoniawerewillingtoworkmoreandgainmore・
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3．6　Results

TheresultsofthePhareprqjectcanbedividedintotwogroups：plannedand

additionalvalues．BytheendoftheprqJeCt，100％allguaranteedresultswere

achieved・Themainresultsachievedoftheninecomponentswereasfollows：

3．6．1VesselTral閏cService－VTS

Firmish VTS experts delivered andintroducedthe Finnishlegislative acts

COnCeming the VTS and GOFREP（GulfofFin1and Reporting）．Duringthe

Prqiect，aDocumentOfJointProcedures（DJP）wasdevelopedandintroducedto

bothFinnishandEstonianoperators．CoverageoftheAutomaticIdentiBcation

Systems（AlS）wasdeterminedinordertoavoidduplicationby Estonianand

FinnishequlPment．ThreestudyvisitsweremadetoFinland，Ofwhichtwovisits

WereadditionaltotheCovenantplan．Apreliminarystudywaspreparedbythe

Short－termeXPertSCOnCemingtheVTSactivity，includingashort，termStudyof

theEstoniantra用cpromeandmaritimetrafncinportsandfairways．Staffof

the VTS department was glVen advice on the preparation ofqualincation

requirementsandmanualSforVTSoperators，inconformitywithIMO．Other

requlrementSWereCarriedoutbytheSTE’Sinwo正shopsdealingwithtraining

andcertincationofVTSpersonnelandajointtestoftheGOFREPsystemwas
Carriedout．

Anadditionaland verylmPOrtant reSultisthe e飽ctive cooperation now

PreSentbetweenFinnishandEstonianVTSoperators．Additionally，theEstonian

Sidesucceededto伽ishcontract20fthepr亘iect：investmentininfrastruCture．A

VTS simulatorwasprocured befbre the end ofthe prqject and4new VTS

OPeratOrS Weretrainedin Estonian MaritimeAcademy onthenew simulator

SuPPliedbyTransasEurasiaLtd．andbasedonthenewcun・iculumdeveloped

duringtheprqjectincomponent4（humanresourcedevelopment）．

3．6．2WimtげnaVigation

Analysisandapreliminarystudyofthecurrentsituationofwinternavlgation
SerVicesandthecornectinginfrastructurewascarriedoutbytheFirmishSTE’s

during workshops and neld visits with Estonian　CO11eagues．A training

PrOgrammefortheice－breakermanagers，OperatOrS，maSterS andmates ofthe

MaritimeAdministrationwasdratted．AwinternavigationconceptforEstonia
WaSdraRedincooperationwithstaffofEstonianMaritimeAdministrationand

Ministry ofEconomic Affairs and Communications．Additionalresults ofa

WinternavigationcomponentwerepracticeforaperiodoflOdaysbytheMater

OfI／BTam0inFinlandonboardI／BFennica．TogetherwithFirmishSTE’S，the

firstice－breakingseminar（IceDay）forports，OPeratOrS，Shipownersandcivil

SerVantSWaSplannedandarranged．Thisbeganthestartoftheregularseminars

WiththepuIPOSetOinformallpartiesabouttheicebreakingservicesinEstonia．

Forthefirsttime，theinfbrmationabouttheicebreakingservicesinEstoniafor

the comlng SeaSOn Were Published丘ee ofchargeinthe Finnish Maritime

Administration，Sinformationbookletfortheshippingindustry・
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3．6．3QualitymanagementsystemanddevelopmetltOforganisational
Strudure

InLcooperationwithGermanShort－temeXpertS，qualitymanagementindicators

were established　forthe Maritime Administrationin preparatioll fbr the

upcoming extemalaudit ofthe qualitymanagement system by the Lloyd’s

RegisterQualityAssuranceLtd．Theindicatorswerefu11yapprovedduringthe
audit．ManygoodproposalswereglVentOtheMAastohowtoimprovethe

workofauditorsandhowtodelegatethediffbrenttasksamongcivilservantSOf
theMA．TogetherwithMA，COlleaguesSTE’Svisitedmaritimetrainingunitsin

Estoniatoassessthepresentsituationandtodeveloppossiblerecommendations・

Basedonthevisits，aPreliminarystudywasdra債edwithrecommendationsand

conclusions．

3．6．4Humanresourcedevelopment

Fourtrainingcurriculaweredeveloped：alO－daycoursecurricu）umforVTS

OperatOrS，a3－daycontinualtrainingcoursecurriculuminTSMrelatesissues，a

5－daycoursecurriculuminflagstatecontrolandportstatecontrol，anda3－day

qualitymanagementtrainingcoursecurriculumfbrSTCWpurposes・HTraining

NeedAnalysisMwaspreparedandintroducedtotheMaritimeAdministration・

Examples ofFinnish and British solutions on draftingthe humanreSOurCe

development planand training policy wereintroducedinthe wofkshops・

Maritime Administration’s quality　management document，“Simpli且ed

ProcurementProceedingsM，WaSpreparedwhichlaiddowntheproceduresfbr

buyingtrainingservices．

3．6．．5Legislationpreparation

Principles and relevant practice on the regulative mechanism and the

requlrementSOftheacqulSCOmmunautaireconcernlngmaritimetransportand

safもty，CaSualtyinvestigationandcommonmaritimeruleswasintroducedbythe

STEduringjointworkshopswiththestaffofMaritimeAdministration，Ministry

ofEconomic Affairs and Communications and Estonian Maritime Academy．

BritishSTEpreparedaninterimreportonthecurrentstateoftheimplementation

ofEClegislation・TheworkofSTEwas completedbefbretheaccessionof
EstoniainEU．

3．6．6FlagStateControl（FSC）

PreliminarystudyaboutthecurrentorganisationoftheflagstatecontroIservices

andtheskillsofinspectorswasdra氏edbytheSTE，S・Theinspectionprocedures

wereevaluatedandadvicewasglVenCOnCerningdevelopmentofshipinspection

methodsandmanuals．Somerecommendationsmadebytheexpertshavebeen

consideredintheamendmentstotheMaritimeSafbtyAct，Whichenteredinto

forceonJune3，2005．0nestudyvisitwascarriedouttotheFinnishMaritime

Administration Headquarters concemlng FSCissues and the plan approval
servicesoftheFMA．

3．6．7PortStateControl（PSC）

The staffofDangerOuS Goods Section ofthe Maritime Administrationwas

adviSed by the Fimish and British shortTterm eXpertS COnCern1ng the EC
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legislativerequlrementS，includingthecorrespondingpreparationofmethOdsand

manualsfbrinspectionofshipscarryingdangerousgoods．lnformationdatabases

usedintheFinnishMaritimeAdministrationandtheMaritimeandCoastguard

Agency（MCA）wereintroduced．Two study visits were organisedfor the
EstoniancivilservantStOFinlandandtoUK．

3．6．81mternationalsalもtymanagement

TheFinnlshandBritishexpertsevaluatedthecurrentsituationandskillsofthe

inspectorsandadvisedthestaffonthedevelopmentofshiplnSPeCtionmethods
andmanualS．

OneISM auditoroftheMaritimeAdministrationspent2periodswiththe

MaritimeandCoastguardAgencyauditorsinBritisllShippingcompanies（録ve

days）andonboardships（10days）．Itwasanadditionalbene丘tnotplannedinthe
Covenamt．

3・6・90rganisationofcontiJIualtraining

ApreliminarystudyofthecurrentsituationwasdraRedbytheFinnishexperts．

Duringthe joint workshops，tOPics wereintroduced andgiven advice on

multimediadeliveredtraining（MMDT）solutionsandpossibilitiesofe－Leaming．

AIso，OnOrganisationandmanagementissues，Onthecontinualtrainingcourses

aswe11asonbudgetingandcostcalculationandplannlngaCOurSeandseminar．

Additionally，a Study visitfor training stafF舟om the Estonian Maritime

Academy andthe EstonianMaritlmeAdministrationwas orgamisedto Turku
UniversityinFinland．

4　ComClusionS

Duringthesetwoyears，allo切ectivessetupintheTwinningCovenantwere
fulnlledalongwithmanyadditionalresults．Verygoodandstrongcooperation

amOngFinnish，British，Danish，German，SwedishandEstoniancolleaguestook
Place・FromthisPhareTwinnmgprqject，nOtOnlyEstoniabenented，butevery

administrationtakingpartinitgotsomethinglmPOrtant：gOOdrelationshipwith
OthersadministrationsinEUmemberstates．

Ineverycomponentshort－termeXPertShavemademanyrecommendationson

howtoimprovethe work ofthe administrations andtraining units．Already
duringprqjectlifbtime，theEstonianMaritimeAdministrationandtheEstonian

MaritimeAcademyhavestartedactivelyimplementingsomerecommendations．
For an example，When preparlng the seminars ofthe Twinnlng Prqiect，the

EstonianMaritimeAdministrationandtheEstonlanMaritimeAcademyapplied
newmethodsintroducedbythe STE’S．Quality managementindicators were

established andimplemented and approved bythe Lloyd’s Register Quality

AssuranceLtd．Allresults，COnClusionsandrecommendationsarepointedputin
theFinalReportoftheprqiect．

Phare Twinnlng pr亘iect did notjustimprove the cooperationamOng the

administrationsandcolleaguesfromtheEUmemberstates，butalsointemally

amongtheMaritimeAdministration，theEstonianMaritimeAcademyandthe
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ministries・Good personaland workingrelationships were developed during

thoseyearswhenworkingontheprqject．
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