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Methodical approaches
to the management of the crewing company efficiency

Abstract. Under the conditions of personnel shortage and access to the world market, the availability of an
effective system for managing effectiveness is a decisive factor in the successful functioning of a crewing
company. The purpose of the paper is to develop a methodology to enhance seafarers’ efficiency for a crewing
company. To do this, different approaches to managing crewing company effectiveness are examined in this
paper, taking into account peculiarities of crewing and the conditions in the global seafarer market.

Unlike the existing ones, the approach proposed by the authors allows giving recommendations for improving
efficiency of crewing companies. Therefore, according to experimental calculations provided by Global Odessa
crewing company, the highest profit can be made with full crewing management (USD 416,220 per contract).
According to the same scheme, the highest profit in USD per seafarer (USD 16,664.9 per seafarer) is also
observed. The developed CUBE provides the opportunity to demonstrate different categories of seafarers, which
further helps the crewing company identify those seafarers who meet its needs to achieve a specific goal in the
management of its effectiveness. For example, with a base indicator of 4.25, there are two possible scenarios
in performance management. With a minimum of investments, the most «profitable» employees for the crewing
company will be those seafarers who, according to their characteristics, correspond to the «premium» group,
have a normal or excellent ratio of the seafarer age and experience and receive positive reference with a high
professional assessment from the previous employer-shipowner. The most promising with regard to training are
those seafarers who get into a block with the following characteristics: the «standard» group with favourable
«age - experience» and «Shipping company’s references - characteristics» ratio.

The conducted research has shown that in order to ensure the effectiveness of the crewing company, different
ways of managing the efficiency are possible, depending on the purpose of the operation and the balance of
supply and demand on the seafarer market. In some cases, the company can attract any seafarers, and in the
others it will be more appropriate for the company to focus on finding prospective or profitable seafarers.
Keywords: Crewing Company; Seafarer; Efficiency; Profitability; Qualification
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KaHOMOAT eKOHOMIYHMX HayK, OOLEHT, Kadenpa nianpneMHULTBA Ta TYpU3my,

OpecbKuin HaujioHanbHUIA MOPCBKUIA YHiBepcuTeT, Opeca, YkpaiHa

HaBpososa 0. O.

KaHomaaT eKOHOMIYHMX HayK, OOLEHT, Kadeapa nignpueMHULTBa Ta TYpuU3my,

Opecbkuin HauioHaNbHUA MOPCBKNIA YHiBepcuTeT, Ogeca, YkpaiHa

AaHuyeHko O. O.

acnipaHT, Ogecbkunii HaUioHaNbHUI MOPCBKNIA YHIBEPCUTET;

KpIoiH-MeHemKep, KproiHroe areHTCcTBO «[noban Opeca», Opeca, YkpaiHa

Aky6ek I.

KaHamaaT eKOHOMIYHKX HayK, OOLEHT,

YHiBepcutet OTI, Ay6Huua-Hap-Barom, CnosayvmHa

Migxoau po ynpaeBniHHA e(heKTUBHICTIO KPIOTHIOBOI KOMMaHii

AHoTauisa. B ymoBax aediunty KoMaHAHOro cknagy W HaanuLKy psaoBOro CKnagy Ha CBITOBOMY PUHKY ANS
KPIIHIOBOI KOMNaHii BUpiLlanbHUM (DakTOpPOM YCMILLHOMO (OYHKLOHYBaHHSA € HasBHICTb e(PeKTUBHOI cucteMm
ynpaeniHHA epeKTUBHOCTI AignbHOCTI. MeTa cTaTTi nondrae B po3po6Li nigxony Ao ynpasniHHA e(heKTUBHICTIO
MoOpsiKa Ona KPHOIHMOBOI KOMMaHil. [na uboro B cTaTTi QOCNIAXKEHO Migxoon OO ynpaBhiHHA eeKTUBHICTIO
KPIOIHrOBOI KOMMaHii 3 ypaxyBaHHAM crneuundiku i poboTn Ta CTaHy Ha rnobanbHOMY PUHKY rpaLi MOPSKIB.
ABTOpamu 3anpoOnoHOBaHO METOAMYHWI MNigXid, WO B3aEMOMOB’A3Ye ynpaBniHHA e(eKTUBHICTIO KPHOIHIOBOT
KOMMaHiiTaeeKTUBHICTb (NEPCNEKTUBHICTb, NPMOYTKOBICTL) MOpsika. Ha BigMiHy Bif icHYy0UMX, 3anponoHOBaHNIA
nioxin [O3BOJISIE B 3aNIEXHOCTI Bif BMOY KPHOIHIY, 0cobnmBocTe (opMyBaHHA (hiHAHCOBUX pe3ynbTaTiB i
BpaxyBaHHS1 cUTyaLii Ha pUHKY HagaTn pekoMeHaauii 3 NigBMLeHHsS edeKTUBHOCTI. 3a eKCrepuMeHTaNTbHUMI
po3paxyHKkamMu 3a AaHUMKU KploTHroBoro areHtcTBa «[foban Opeca» HaWGINbLWMN MPUOYTOK MOXe 6yTin
OTPUMaHNIA NPV MOBHOMY KPIOIH-MeHemXMeHTi (416220 [on. Ha KOHTPaKT). 3a L€t )X CXEMOKO CMOCTEPIraeTbCH
1 HamBuWWIA NUTOMMIA NpUByToK (16664,9 fon. Ha Mopsika). Pospobnenuin KYB Hagae MOXNMBICTb BidyanbHO
NPOOEMOHCTPYBATU Pi3Hi KaTeropii MOpPSKIiB, L0 B NoganbLLIOMy AOMOMarae KpriHroBii KoMnawii BuginuTn
came TUX MOpPSIKIB, sIKi HalbinbLUe BignoeigatoTb il noTpebam ons OOCArHEHHST KOHKPETHOI METU B MPOLECI
ynpaeniHHg i edpekTuBHICTIO. Hanpuknag, npyu 6a3oBoMy 3Ha4eHHi kKoediuieHTa 4,25 MoXnMBI aBa cueHapil
B ynpaeniHHi edekTmBHICTIO. Mpn MiHIMyMi BKnageHb Hanbinbll «MpUByTKOBUMW» OISt KPKOTHIOBOI KOMMaHil
6yoyTb MOPSIKN, SKi 3a CBOIMM XapakTepucThKamin BignoBsigaroTb rpyni «npemiym» 3a yMOBU HOPMasbHOro 4u
BiOMIHHOrO CMiBBIOHOLLEHHS BiKy Ta OCBiAYy MOpsika 1 Bigrykis 6e€3 3ayBakeHb i 3 BUCOKOK MPOMECinHO0
OUIHKOI Big nonepenHbLoro pob6oTofaBLs-CyAHOBMNACHMKA. Hanbinbll «NepCnekTMBHUMU» 3 TOYKU 30pYy
HaBYaHHSA € MOPSIKU, SIKi NOTpanuam Ao 650Ky 3 TakKUM CNiBBIAHOLLEHHAM: rpyna «CTaHaapT» 3 NepCneKTUBHUMN
CMiBBIAHOLLUEHHAMMW «BiK — AOCBIO» | «BiAryKW — XapakTepuUcTuku». lNpoBeaeHe [OCAIOKEHHA NokKasano, Lo ans
3abe3neyeHHs eheKTMBHOCTI KPIOIHMOBOI KOMMaHii MOXUBI PiSHI WASXW ynpaBniHHA e(PEeKTUBHICTIO 3aNeXXHO
Big MeT! (PYHKLOHYBaHHSA 11 CMIBBIGQHOLLEHHSI MOMWTY Ta NPOMOo3uLUjii HA PUHKY NMpaueBnallTyBaHHS MOPSKIB.
B ogHux BUNagkax KomnaHis Moxke 3anydaTtin 6yab-aKux MOpPSiKiB, a B Apyrux — ons Hei 6inbLu gouinsHo 6yae
aKLEeHTyBaTW yBary Ha noLuyky abo NepcneKkTnBHUX, abo NprbyTKOBUX MOPSKIB.

KnrouoBi cnosa: KptoiHroBa KOMNaHis; MopsiK; epeKTUBHICTb; NpUBYTKOBICTb, KBanigikayis.

MNpe6eHHuk H. I.

KaHOMaaT SKOHOMUYECKMX HayK, AOLEHT, kadegpa npegnprHMaTenscTsa 1 Typrusma,

Opecckuin HaumoHanbHbIN MOpPCKon yHuBepcuTeT, Opecca, YkpanHa

HaBpososa 0. A.

KaHOMAAT SKOHOMUYECKUX HayK, AOLUEHT, kadeapa npeanpuHMaTenscTea 1 Typusma,

Opecckunin HaunoHanbHbI MopcKol yHuBepcutet, Opecca, YkpanHa

HAaHueHko A. A.

acnnpaHT,OaeccKuin HauMOHasbHbIN MOPCKOWN YHUBEPCUTET;

KPIOVHI-MeHeKep, KponHrosoe areHcTeo «[noban Ogecca», Opgecca, YkpavHa

fky6ek IM.

KaHOMAAT SKOHOMUYECKUX HayK, AOLIEHT,
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Mopxopbl K ynpaBneHnio 3heKTUBHOCTbIO KPIOUHIOBOW KOMMaHUN

AHHOTauma. B ycnoeusx geguumra KOMaHgHOro M 13bbiTka psgoBOro coctaBa Ha MUPOBOM PbIHKE A5
KPIOVHIOBOV KOMMaHUM peLlarowmym pakTopoM YCrewHoro yHKUMOHUPOBAHNS SBNSIETCS HAIMYME CUCTEMBI
ynpaeneHns 3 eKTNBHOCTLIO AeATENBHOCTY. Lienb cTaThu 3akoyvaeTcs B paspaboTke noaxoaa K ynpasneHuto
3a(hheKTMBHOCTLIO MOpsiKa. [1ns aToro B ctatbe paccMaTpuUBatoTCA Noaxoabl K ynpasneHnio aheKTUBHOCTLIO
KPIOVHIOBOW KOMMaHUM C YY4ETOM cneungukmn ee paboTbl U COCTOSHUST Ha INO6aNTbHOM PbIHKE TPYAA MOPSIKOB.
ABTOpaMun NMPEeAnoXeH NOOXo[d, B3avMOCBSA3bIBAIOLLWIA yripaBfeHne ahEKTUBHOCTLIO KPIOUHIOBOW KOMMaHWN
1 3(HEKTUBHOCTL (MEPCMNEKTMBHOCTb, AOXOAHOCTL) MOpsika. B oTnnume OT CyllecTBYOLMX, NPEANOXKEHHbIN
noaxof NO3BOJISIET, B 3aBUCMMOCTM OT BAA KPIOMHIa, 0CobeHHoCTeN (hopMMpPOBaHnst (OMHAHCOBBIX PE3YNETATOB
W y4eTa cuUTyaLum Ha pbiHKe, 0aTbh PEKOMEHOALIMN NO NOBLILLEHMIO 3 EKTUBHOCTU. Tak, MO 3KCNEPUMEHTANBHBIM
pacyeTaMm C y4eTOM [aHHbIX KPIOMHIOBOro areHTcTBa «[noban Opecca» Hanbonbluas npubbiib MOXET ObITb
nony4eHa Npw NOHOM KPIOMH-MeHempKMeHTe (416220 gonn. Ha KoHTpakT). o aTol XKe cxeme HabnogaeTcs u
camasi BbicoKas yaernbHas npunbbib (16664,9 gonn. Ha Mopsika). PaspaboTaHHbin KYB, no3sonsioLmin BusayansHo
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NPOAEMOHCTPMPOBATL Pa3NNYHbIE KaTeEropu MOPSKOB, B LaJIbHEMLLIEM MOMOraeT KpPHOUHIOBOW KOMMaHUM
BblENNTb UMEHHO TEX MOPSKOB, KOTOpble Hambonee MOSIHO OTBEYalT €€ MOTPEOHOCTAM AN OOCTMKEHNS
KOHKpPETHOM Lenu B npouecce ynpasneHus eé adeKTUBHOCTHIO. Hanpumep, npyv 6a30BOM 3HaYeHUM
koathdumumeHTa 4,25 BO3MOXHbI ABa CcLeHapus B yrnpaBneHun aeKTUBHOCTLIO. [Mpn MUHUMYME BIOXXEHWIA
Havbonee «NpuObIBHLIMIY» AN KPIOMHIOBOW KOMMaHuy 6yoyT MOPSIKM, KOTOPbIe MO CBOVMM XapakTepucTiKam
COOTBETCTBYIOT IPynne «npeMuymM» Mpu yCnoBuM HOPMasibHOMO UM OTIIMYHOIO COOTHOLLIEHKS BO3pacTa 1 onbITa
MOpsiKa 1 OT3bIBOB 6€3 3aMeyvaHnii 1 C BbICOKON NMPOotheCcCOoHaNbHOM OLEHKONW NpenpiayLLero paboroparens-
cyposnagensua. Hanbonee nepcnekTUBHbIMY C TOYKU 3peHUs OBOyYeHUs SBNSIOTCS MOPSAKW, nonasluve B
610K C TaKM COOTHOLLEHMEM: Fpynna «CTaHOapT» C NEPCMNEKTUBHBIMUA COOTHOLLEHUSIMUA «BO3PACT — OMbIT» U
«OT3bIBbl — XapaKTePUCTUKU». [1poBegeHHOE nccnegoBaHne nokasasno, YTo Ans obecnedeHns apheKTNBHOCTM
KPIOVHIOBOM KOMMaHMM BO3MOXXHbI PasfnyHble NyTU ynpaBneHns 3hHeKTUBHOCTLIO B 3aBUCUMOCTY OT Liefn
(PYHKLIMOHMPOBAHUS 1 COOTHOLLIEHUSI CNPOCa 1 NPELJIOXKEHNS Ha PbIHKE TPYAOYCTPOCTBAa MOPSIKOB. B oTaenbHbIx
Cryqasix KOMMaHWsi MOXET MpUBIeKaThb N0ObIX MOPSIKOB, a B ApYyrux — Ofs Hee 6onee LenecoobpasHo bydert
aKLEeHTMPOBaTb BHMMaHVE Ha NOWCKE U NEPCNEKTUBHBIX, UV NPUObIIbHLIX MOPSKOB.

Knio4yeBble cnoBa: KpoMHroBasi KOMNaHusi; MopsikK; 3(eKTUBHOCTbL; NPUBbLINBHOCTL; KBanndukauums.

1. Introduction

In today’s conditions, the decisive factor for a crewing company in terms of the successful functio-
ning of the market is the availability of an effective system for managing effectiveness. A prerequisite
for the construction of such a system is the use of an effective mechanism for a comprehensive as-
sessment of its functioning effectiveness, taking into account the system approach, which includes a
comprehensive assessment of the efficiency of the crewing company performance. At the same time,
it is important not only to evaluate the company’s efficiency over a certain period of time, but also to
develop various variants of the company’s development including different parameters of its activities:
the type of crewing, the company’s development strategy, the number and types of customers’ ship-
ping companies, trends in the market of crewing services, the global seafarers labour market, etc.

2. Brief Literature Review

Many scientific papers are devoted to the analysis of approaches and methods for assessing the
effectiveness of the company, which are the basis of the company’s management system, which
should cover the entire spectrum of tasks in the field of strategic and operational management. The
elements of this system are setting goals, developing ways to achieve them and evaluating the re-
sults obtained using certain methods of assessing effectiveness.

In work [1] it is indicated that there are a lot of methods for managing enterprise efficiency,
which are proposed to be grouped into three groups: heuristic, calculated and combined. The
dependence of the evaluation method on the criterion of effectiveness is indicated. Also, bench-
marking is expected to be promoted as a leading method of doing business.

Some researchers [2] argue that the main performance criteria should include profitability indi-
cators which summarise other performance indicators and allow one to investigate the impact of
a set of factors that affect the final result of the company. From the point of view of building a per-
formance management system, the approach based on the assessment of the enterprise potential
has been widely disseminated [3]. The authors pay attention to the structuring of economic poten-
tial and methods used in its evaluation.

According to many scholars, the most commonly used concept is the one by Norton and Kaplan
(Balanced Scorecard - BSC), in which, besides the traditionally estimated financial indicators, cus-
tomer information, internal processes, and company personnel training and development are ana-
lysed. Also, this system provides not only a retrospective analysis of the results achieved, but also
predictive values for certain items [4-5].

Evolutionary development in the issue of efficiency assessment was presented by the concept
of Business Performance Management (BPM) which is a relatively new concept of management,
which indicates a holistic, process-oriented approach to management decisions, aimed at increa-
sing the company’s ability to assess its financial situation and manage its performance at all levels
by bringing together owners, managers, staff and external contractors within the framework of a
common integrated management environment [6].

Some authors propose to use a single integrated indicator as an efficiency criterion, for example,
the value of an enterprise that aggregates the influence of all of the above elements [7-9].

Therefore, nowadays a value approach to managing the efficiency of the company, which is
based on the estimation of a single indicator - the cost of a company and takes into account
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many different factors, including the external environment and market situation, is gaining in po-
pularity [7]. There are a lot of value methods, but the most well-known method, the one of Eco-
nomic Value Added (EVA), is the calculation of economic value added.

A separate analysis is required for the works of local and foreign scientists, which are devoted to
the impact of human resources management on the efficiency of the company. In work [10], crewing
services are studied and the basis for increasing the efficiency of crewing services from the point
of view of personnel management is considered. At the same time, the proposed method does not
take into account the market situation and the possible variability of the company’s goals.

The author of this work [11] pays much attention to business processes, however his analysis re-
lates mainly to business processes inherent in the shipowner’s office, which does not always coin-
cide with the scheme of work with crewing management and net crewing.

Among foreign researches, it is possible to distinguish the work on hiring procedures which
are applied by many Romanian crewing agencies and the practice of using functional IT tools and
methods which are aimed at improving the productivity and quality of Marlow Navigation compa-
ny work [15-16]. In [21], Jeroen Hollebrands analysed the effectiveness of transferring crew ma-
nagement of a shipowner to outsourcing to a well-known ship operator. This concerned the main-
tenance, supply and insurance of the crew. Aspects of manning and evaluating the effectiveness
of this business process has remained unaddressed. Certain aspects of the impact of crew ma-
nagement policies on the ships operational efficiency are given the attention by Jatau (2002) [22].
It is argued that the long-term relationship between the seafarer and the company, and therefore
between the seafarer and the ship, increases operational efficiency. A special role in improving
the competence and qualifications of a seaman is assigned to training, refresher and updating
courses. A comparative analysis was carried out for various crew recruitment schemes for fac-
tors such as the length of service for one employer, the total number of years spent at sea, po-
sitions, the percentage of seafarers with certificate with endorsement, etc., which confirms the
importance of taking such factors into account when evaluating the company effectiveness, yet
that did not find its continuation in the assessment methodology. The papers by Leo Campara,
Vlado Franci¢ and Matko Bupi¢ [23], as well as by Inderveer Solanki [24], is devoted to improving
the system of vocational secondary and higher education of seafarers. The education factor will
be used in the proposed methodical, however along with other factors.

The correlation between different groups of employers’ claims with the salary and labour pro-
ductivity does not answer the question of how the availability of employees with a certain set of
skills affects the employer’s efficiency (David Deming and Lisa B. Kahn, 2017) [17]. The ambiguity
of various factors namely education and work experience impact on labour productivity was re-
vealed during the study by Indian scholars (B. R. Kotur & S. Anbazhagan, 2014) [18]. We believe
that in order to assess a crewing company’s effectiveness, it is necessary to expand the list of
key factors of influence.

The presence of such a wide range of approaches and methods of efficiency management that
reflect the specifics of the crew recruitment shows that there is no single universal methodology.
In our opinion, depending on the type of crewing, peculiarities of the financial results formation
and taking into account the situation on the market, one can propose one’s own mechanism of
managing crewing company efficiency.

3. The purpose of the paper lies in the developing of a methodical approach to managing sea-
farers’ effectiveness for a crewing company. To do this, approaches to managing crewing company
effectiveness taking into account crewing company work peculiarity and the condition of the global
seafarers’ labour market are examined in this article.

4. Results

The need to ensure the efficiency of the enterprise has led to the appearance of «efficiency ma-
nagement» concept under which a system aimed at achieving a goal (sometimes success), provi-
ded its separate components coordinated actions is understood.

According to most scholars’ opinion, the efficiency managing process is cyclical. There is no
single cycle stages list. Different authors’ opinions are presented in work [12]. They all combine
the presence of certain process elements: definition of goals, development of plans and their im-
plementation, monitoring of goals which is effectiveness evaluation with the help of the chosen
method, and adjustment and improvement of goals or objectives.
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Within this work, we will not regard all the overall process stages of managing efficiency, howe-
ver we will consider it in the light of the main type of crewing company activity which is seafarers’
employment. Meanwhile, the moment of choosing seafarers, the work with whom will provide the
most effectiveness for a crewing company, is important.

Thus, the choice of the most appropriate method of managing efficiency in particular condi-
tions is based on defining of the purpose of functioning. This is fundamentally important because
the goal determines the methods, indicators and their corresponding performance management
systems.

It is suggested to include the following most common goals of commercial enterprise perfor-
mance under market conditions:

e growth of the competitiveness level;
e maximisation of profits;
e maximisation of the enterprise value.

On the basis of the carried out research, we determined the following principles for assessing the
crewing company performance efficiency. They are based on classical methods and take into ac-
count the need of the ratio to evaluation criterion from the chosen system (Figure 1).

The difficulty in implementing benchmarking in crewing activity is the market international na-
ture and the absence of accurate (reliable) information about crewing companies work at the mar-
ket. The assessment of the level of competitiveness allows you to determine positions of the com-
pany at the market, yet it does not always reveal the internal reserves of the crewing company itself,
which is extremely important in efficiency management.

When using the BSC (Balanced scorecard) system, the most difficult thing is to choose an
adequate evaluation criterion for achieving a certain goal, as well as to gather necessary informa-
tion for the assessment. This is especially true of the company’s performance quality scorecard,
which is in the crewing in the overwhelming majority of cases.

The Economic Value Added (EVA) method is the most appropriate in determining effectiveness
of a particular project; it can also be used when assessing a crewing company’s performance. It
can be taken as an extra method in some cases, however it does not always provide full objec-
tive information about the work of the crewing company’s separate structural departments and
does not show the effect of changes of the company’s performance separate scorecard on its ef-
fectiveness in the long run.

To assess crewing company’s performance effectiveness, it is necessary to determine the perfor-
mance effectiveness scorecard. All scorecards are related to the crewing company’s results which
depend on the staff and seafarers work.

Figure 1:
Dependence of the assessment of effectiveness of the crewing company’s activity management
on the company’s goal
Source: Compiled by the authors
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The main crewing company activity and profit source is seafarers’ employment on vessels. The
cost volumes and structure, as well as the mechanism of profit formation, differ considerably in dif-
ferent types of crewing. This should be taken into account while determining financial scorecards
used to manage the crewing company’s efficiency [13].

A fundamentally different cost level for a crewing company is observed for various types of cre-
wing. This is due to various schemes for the formation of financial results, which are the subject of
research in this research and significantly affect the choice of an effectiveness management sys-
tem for a crewing company.

The highest profit margin was obtained with full crewing management (Table 1). However, under
the conditions of the crewing company, a different number of seafarers were employed for various
types of crewing.

Figure 2 shows the values of the unit income, unit costs and unit profit of the crewing company
«Global Odessa» in 2018 for various types of crewing. The data presented indicate that the highest
level of profit per seafarer is achieved with full crewing management.

Under certain crewing schemes (in particular, the representative company of shipowner), the
only approach to evaluate the company performance is to evaluate its costs.

Figure 3 shows the main ways of changing crewing company financial results.

At the same time, it is necessary to remember that employed seafarers have different characte-
ristics, both personal and qualification. On this basis, they have different effectiveness (promise,
profitability) for the crewing company. Also, for various purposes, crewing companies can focus on
attracting different seafarers. We will focus on the study of the relationship between crewing com-
pany effectiveness management and seafarer’s efficiency (promise, profitability). To do this, we
have classified all seafarers into groups according to characteristics that are dominant for different
participants in the employment process:

a. the «references - characteristics» ratio is a dominant feature for a shipping company;

b. the «age - experience» ratio is a dominant feature for a seafarer;

c. the «seafarer qualifications - loyalty to the crewing company» ratio is a dominant feature for a
crewing company.

1. Calculation of the «references - characteristics» ratio. The assessment is carried out solely on
the seafarers’ characteristics from shipowners received after recent voyages. You can accept

Table 1:
Calculation of financial results of the crewing company for various types of crewing, USD/contract

Source: Compiled by the authors based on the data of the crewing company, «Global Odessa», 2018

Figure 2:
The unit income, unit costs and unit profit of the crewing company for various types of crewing,
USD /seafarer
Source: Compiled by the authors according to the data of the crewing company «Global Odessa», 2018
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Figure 3:
The main ways of changing crewing company’s financial results
Source: Compiled by the authors

references no later than for 3-4 recent years, provided that the seafarer has been working in his
job all this time.
The following scale is proposed:

* «problems» (unsatisfactory) - during previous voyages, there have been incidents because of
seafarer’s fault; the shipping company has suffered losses; it does not find the seafarer reliable
and does not foresee further cooperation with him;

e «norm» - references from previous voyages indicate that the seafarer carries out his duties effi-
ciently and in a sufficient volume; there are no remarks as for the seafarer’s work and behaviour;

e «prospects’» - the shipping company is satisfied with the cooperation with a seafarer and con-
siders it reasonable to continue it; during the voyage the seafarer performed his duties at a high
professional level and in a volume that exceeded his professional duties.

2. Definition according to the «age - experience» ratio. The coefficient (ratio of voyage days in the
seafarer’s position to his age) is calculated for different age and qualification groups.
The following scale is proposed:

¢ «unsatisfactory» - the seafarer’s age does not correspond to the number of voyage days accor-
ding to the proposed (appropriate) position;

* «<norm» - the seafarer’s age fully corresponds to the number of voyage days;

e «excellent» (prospects) - the seafarer’s age is ahead of standard values of the ratio of voyage
days to the seafarer’s age.

3. Definition according to the «seafarer qualifications - loyalty to the crewing company (CC)» ratio.
¢ «<STANDARD» - cadets who have a minimum set of certificates for the relevant post;

¢ «<STANDARD +» - cadets who have the minimum set of certificates required for a given position
and have been marked by a crewing company as reliable employees who are loyal to a particular
crewing company and who intend to continue their studies (promising in their studies);

* «PREMIUM» - officers (leading staff), who have a necessary set of certificates for the corre-
sponding position;

* «<PREMIUM +» officers (leading staff), who have a necessary set of certificates required for a
corresponding position and have been marked by a crewing company as reliable employees
who are loyal to a particular crewing company with whom they have been collaborating for a
long time.

Loyalty can be estimated according to the following criteria:

e informal criteria (social, psychological, the company’s employee commitment, identification,
engagement);

e formal criteria (the number of voyage days per year, offer acceptance (refusal), discipline in
documents preparation, crewing managers references, time for documents execution, the
number of orders).

Graphically, «efficiency (attractiveness, profitability)» of a seafarer for a crewing company is
shown in Figure 4.

This CUBE helps visually demonstrate the different categories of seafarers, which will further
contribute to the selection of those seafarers that most fully meet the needs of the crewing compa-
ny to achieve a specific goal in the management of efficiency.
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Figure 4:
CUBE is a graphic representation of the definition of seafarers’ efficiency
(prospects, profitability) for a crewing company
Source: Compiled by the authors

This approach can be used for various purposes that a crewing company faces, by setting dif-
ferent values of impact of various components. In particular, if the purpose of the study is to iden-
tify the most «profitable» seafarers, the indicators characterising the seafarers’ competence will be-
come most influential because their level of wages, and consequently, the level of the crewing com-
pany’s income depends on them. In order to identify the seafarers having the best abilities to learn,
the indicators that show loyalty to the crewing company are of the greatest impact. To reduce the
risks associated with seafarers productive activities, or to ensure the continuance of relations with
a particular shipping company, it is necessary to pay attention to the impact of the indicators of the
shipping company’s reference group.

For each of the indicators, a score is assigned from 0 to 2. As a result, a range of values is con-
structed for various groups:

® «problems» - up to 1;
e «<norm» - from 1 to 1.17;
e «prospects» - from 1.18 to 1.5.

For example, the STANDARD group provides that seafarers’ age and experience are unsatisfac-
tory and there is a lack of feedback from the previous employer-shipowner. The base coefficient is
determined as:

K= =1+0+0=1, (1)

where:
- the indicators characterising the position of the Standard in the «competence - loyalty to the
crewing company» ratio;
- the indicator characterising the state of unsatisfactory in the «age - experience of a sea-
farer» ratio;
- the indicator characterising the group «Problems» in the «shipping company’s references -
characteristics» ratio.

The basic parameters that demonstrate the selection of a seafarer by a crewing company are
shown in Table 2.

The results obtained with the basic parameters indicate that, for example, with the minimum in-
vestment, the most profitable for the crewing company will be the seafarers who by their charac-
teristics go to the red sector in Figure 5. And the most perspective from the point of view of training
are seafarers who go to blocks that are highlighted blue (Figure 5, Table 2).
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Table 2:
Basic parameters of a seaman selection by a crewing company

Source: Compiled by the authors

Different market situations are possible. Now the labour market is experiencing a shortage
of officers. According to the BIMCO forecast, by the year 2020, the deficit of officers is expec-
ted to be 92,000 people, and even more by 2025 which will be 147.5 thousand officers [14]. The
solution of this problem is possible with the help of cadet training, assignment of regular ranks,
as well as training of a certain category of private. For example, in 2015, out of 39.0 thousand
Ukrainian officers working on vessels of the world merchant fleet, 21.85 thousand officers con-
firmed their skills at the Inspectorate for Training and Certification of Seafarers [19]. The dynamics
of seafarers who confirmed their qualification in 2017-2018, taking into account the forecast for
2019, is shown in Figure 5.

The crewing company should decide on further action on the basis of a study of the market si-
tuation and an analysis of its own capabilities.

Some large companies set up their own training centres to train and retrain seafarers for the re-
quired diplomas in accordance with the requirements of the STCW [20] to provide job vacancies on
board the company’s vessels.

However, this way is very consuming in terms of the capital. Modern equipment for preparing
seafarers for modern vehicles requires large costs. Therefore, only few crewing companies can
afford such centres.

Figure 5:
Dynamics of people who confirmed their skills at the Inspectorate for Training and
Certification of Seafarers*

Note: * - Forecast data
Source: Compiled by the authors based on [19]
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Therefore, in order to ensure the effectiveness of a crewing company, different ways of efficien-
cy managing are possible depending on the purpose of the operation and the ratio of demand and
supply on the seafarers employment market (Figure 6).

The crewing company is an intermediary, and its task is to keep track of the situation on the mar-
ket and take timely action. In a situation where the demand for seafarers by shipping companies
is considerably less than the supply, in order to ensure the efficiency of its operation, the crewing
company should focus on improving the seafarer selection system, which envisages, first of all, in-
vestment in the crewing company personnel, its training and introduction of modern HR techniques
into the company work.

If supply exceeds demand, it implies a completely different behaviour from the crewing compa-
ny. To ensure completion of orders from shipping companies, the crewing company must offer sea-
farers more favourable working conditions, to poach them from other intermediaries.

It is also necessary to take into account the ratio of demand and supply for certain categories of
seafarers. Now we can see a shortage of officers. And over time, according to expert estimates [14],
this situation is only going to build up. In this case, one of the main ways to ensure the efficiency of
the crewing company is to invest in seafarers training in order to meet the demand for officers from
the part of shipping companies.

Also, based on various goals of crewing company performance in different market situations,
the crewing company is interested in attracting various seafarers. Therefore, depending on crewing
company’s performance goals, it will be interested in various seafarers.

For example, to enlarge the market share, the crewing company is interested in attracting as
many seafarers as possible, regardless of their level of qualification and working experience. Pro-
vided Demand > Supply, the crewing company should direct its resources to the development of
seafarers’ databases. Provided that Demand < Supply, the crewing company should focus on fin-
ding and engaging into cooperation new shipboard companies.

If a crewing company wants to increase profit, it is interested in greater seafarers’ profitability,
which directly depends on seafarer’s salary level, which in its turn depends on his qualifications.
Provided that Demand > Supply, which indicates that there is a shortage of seafarers at the market,
the crewing company must work with all seafarers. However, when Demand < Supply the crewing
company can afford to select seafarers with the help of the proposed method (Figure 4 - CUBE). In
this case, the crewing company must invest resources into headhunting and engaging (poaching)
of only more profitable seafarers.

Provided the crewing company wants to grow in value, it is interested not only in highly skilled
(profitable) seafarers, but more in prospective seafarers who seek development (professional de-
velopment, training and progress). That is, motivation and encouragement of company’s own sea-
farers in order to improve their skills will be the way of company’s development to increase its effi-
ciency. This is advisable when there is absence of qualified personnel at the seafarers labour mar-
ket, that is, when there is a Demand > Supply market situation.

When Demand < Supply, small crewing companies are in a difficult situation as increasing the
cost in these conditions is mainly possible establishing their own training centres, the cost of
which increases the cost of the crewing company. But this requires significant investment. There-
fore, this option is more suitable for shipowners’ representatives who can survive in conditions
of a limited demand and focus on increasing seafarers’ «cost» in the long term by improving their
qualifications.

Figure 6:
Ways of ensuring the crewing company’s effectiveness
depending on the purpose of its operation
Source: Compiled by the authors
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Making a decision to invest into seafarer training is important. The most interesting from this
point of view is the «<PREMIUM» group. While evaluating, it is necessary to take into account the
following factors.

1. Increasing of the company’s expenses for the sum of expenses for training and further hiring of
seafarers who have passed the training. Raising seafarers’ loyalty to this crewing company.

2. Growing of the crewing company’s income as a result of seafarers’ increased salaries after im-
proving their qualifications.

Probably, in some cases, it will be more reasonable to conclude an agreement with a training
centre, or a higher or vocational educational institution.

All these factors need to be taken into account while choosing the company’s development op-
tion to improve management efficiency.

5. Conclusions

The carried out study showed that today, when considering the economy and management of
crewing companies it is necessary to apply more advanced tools, not limiting them to using only
traditional methods of efficiency management. The dependence of the performance purpose and
method of assessing effectiveness was clearly marked. This dependence was illustrated by the
example of the three most common company goals.

Taking into consideration that the main activity and also the main source of income for the cre-
wing company is the process of seafarers employment for world merchant fleet vessels, it is pro-
posed to classify all seafarers according to the main features, dominant for the main employment
process participants: a shipping company, a crewing company and a seafarer.

The developed CUBE reflects graphically seafarers’ efficiency (prospect, profitability) for a crewing
company. That is, it provides the opportunity to demonstrate seafarers’ different categories visually,
which in what follows helps the crewing company to identify those seafarers who are in line with its
needs the fullest to achieve a specific goal in the process of company effectiveness management.

To ensure the crewing company effectiveness, there might be different ways of managing its
efficiency depending on its performance purpose, and the demand and supply ratio at the sea-
farer employment market. In some cases, the company can attract any seafarers, and in other
cases it will be more reasonable for the company to focus on headhunting prospective or profi-
table seafarers.

In what follows, it is envisaged to develop a mechanism for managing the crewing company ef-
ficiency, taking into account the procedure of the most effective seafarer selection proposed in this
paper to ensure the achievement of goals of crewing companies.
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