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Problem Solving and Decision Making

How can Ryanair maintain its dominance in the European low-cost airline market?
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[bookmark: _Toc522076290][bookmark: _Toc523099398]Abstract:

Decision making and problems solving is one of the most important and essential duty of the management of any organisation. This is considered to be one of the most important as well as crucial duty as it completely reflects the development and growth of the organisation.
Airline industry is one of the most challenging and dynamic industry. In order to sustain in the competitive world, this industry constantly involves itself in substantial changes in the business process to increase its profitability. The below report evaluates about the Ryanair airlines, the problems faced by this industry, the decision-making process that can be undertaken by this industry to eliminate the problem and so on.
Apart from the solutions identified with the help of decision making technique, alternative solutions are also provided in the report. Proper plan for implementing the solutions evaluated in suggested, different review techniques which can be used to ensure successful implementation of the solution is also analysed in the below report.
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1.1 [bookmark: _Toc522076292][bookmark: _Toc523099399]Company Overview:

Ryanair is a low-cost Irish airline which was introduced 30 years ago. Presently it is considered to be one of the highest low-cost airline industries in Europe. This airline carries around 90 million passengers every year and earns a profit of around 875 million Euros. The low-cost operating model of Ryanair along with its customer value programmes together combine in order to make Ryanair the most successful airline industry of Europe (Technology and Operations Management, 2015). Ryanair focuses on customers who look for economical travelling options; hence, offering low-cost services helps it to increase its customer base efficiently.
However, in spite of many efforts taken by Ryanair towards maintaining its position as the low-cost airline, its competitors like EasyJet and Air Berlin have also come up with strategies and plans of offering top most quality services to their passengers at relatively less costs. Hence, due to this, the customers of Ryanair can easily get diverted to the rivals; this can reduce the profitability of Ryanair.
Being an airline industry, there are many other issues faced by Ryanair which are cost minimisation, environmental sustainability issues, noise pollution and so on. Hence, the management of Ryanair also needs to consider proper solutions for these issues as well in order to make sure that these issues do not become strong points for the rivals to grow even further. 
The success of the low-cost business of Ryanair has enabled it with rapid expansion. Presently this airline industry serves 37 countries in Europe, Middle East (Jordan and Israel), and Africa (Morocco). It operates more than 400 Boeing across these countries offering the best customer services as compared to its rivals from the same field (Technology and Operations Management, 2015).
[bookmark: _Toc456901517]
0. [bookmark: _Toc522076293][bookmark: _Toc523099400]Aim of the report:
The main aim of this report is to help Ryanair understand the issues that it may face in order to be one of the low-cost airline leaders within the European airline industry. Analytical approach to identify the issues as well as to come up with solutions to overcome these issues is the scope of this report. Issues that Ryanair faces in maintaining its rapport as a low-cost airline are – the ever-increasing costs of fuel, cost minimisation, issues prevailing in environment conservation, high competition, etc. Hence, minimisation of the cost is considered to be one of the critical issues which needs essential to be eliminated in order to help the business to lead the market and provide low-cost services to its customers so that the competitors prevailing in the market can be easily defeated (Haugen et al., 2018). In order to overcome the issues that are identified, it is necessary for the business to consider the alternative approaches that are available to the business. In the case of Ryanair, the issue of low-cost carrier needs to be overcome, and the alternative approach in order to do so is to provide best services to its customers at reasonable rates and influence the consumer’s decision-making capability. Hence, this analysis helps Ryanair to address the problem faced as well as come up with appropriate strategies that can help with best results towards enabling Ryanair to keep its position firm as low-cost airways in the European airline industry.


0. [bookmark: _Toc522076294][bookmark: _Toc523099401]Nature, scope and impact of issue identified:
Ryanair is one of the well-known airline industries in the European country. Hence, where competition is always at its highest peak, it has become essential for the business to come up with new strategies and policies in order to secure its position on the top as a brand. The strategy of low-cost fare has helped the business to expand rapidly; however, when the rivals are adopting the similar strategy to attract customers towards themselves, here Ryanair can even take a step further and provide services and benefits to consumers that are not offered by the competitors, thus increasing the brand image of the business (Manzoor, 2017).
The management of Ryanair airlines have identified various other issues that are obstructing the brand image of the organisation which are – increase in the noise pollution, high cost of fuels, cost minimisation, etc. This issue indirectly increases the fare costs which hamper the image of the business as a low-cost service provider. In order to overcome this situation, Ryanair can evaluate consumer reviews and opinions about their airlines and can improve the areas suggested by the customers. This will display the consumer-oriented services of Ryanair.
Providing low cost services can also affect the market share of the organisation as there are many more industries that provide good services to customers at competitive process. Hence, this can decrease the profitability of Ryanair. The various strategies adopted by Ryanair like – cost leadership strategy, market segmentation focus, utilisation of disruptive innovation outsourcing strategy, etc have ended up with financial losses of Ryanair that has resulted to decrease in the fleet size as the flight numbers. Hence, this diverts the consumers towards next available options, thus decreasing the profitability of Ryanair.

0. [bookmark: _Toc522076295][bookmark: _Toc523099402]Justification of the approaches used by Ryanair:
The approach of strategic management is used by Ryanair in order to help it with the issue of cost minimisation (Düsseldorf, 2016). This not only increases the customer inflow towards the business, but it also helps in maximising the market share of the business. Increasing the efficiency of the employees is other approach that Ryanair can use. Good customers service results to customer satisfaction and hence gain customer loyalty for a long time. This addition to this using ethical approach is another area where the business can get customer appreciation for cases like compensation of lost cost fares, providing vouchers to consumers for cancelled flights, seasonal discount offers and so on. These approaches can help Ryanair in lowering its costs and increase the market share.


1. [bookmark: _Toc522076296][bookmark: _Toc523099403]Interpreting the information to solve the problem or issue identified:
[bookmark: _Toc523099404]2.1 Current facts and figures:

In order to sustain in the competitive market, Ryanair decided to cut down its costs by 3% which resulted a 10% increase in the profits of the business. Below is the statistics that shows analysis of the increased profits of the business in Mar-2018 as compared to Mar-2017 after decreasing the cost of fares for passengers by 3%;
[image: ]
Figure 1: Source: (Ryanair Corporate, 2018)

Graph as per the above data
[image: ]
Figure 2: Source: (Ryanair Corporate, 2018)

The strategy of lowering the costs has definitely increased the profitability of the business; however, it is still important to understand that, competitors are always on their toes to lower down their costs even more in order to sustain in the market. Hence, the problem identified for Ryanair is definitely low-cost service maintenance in order to be consistent in its dominance in the European airline industry. In addition to this, it is accessed that the profitability of Ryanair is completely seasonal, i.e., summer seasons (July to September) are more profitable for Ryanair than winter seasons (October to March). This can be evaluated by the below chart (Dent & White, 2018);
[image: Untitled]
Figure 3: Source: (Technology and Operations Management, 2015)

1. [bookmark: _Toc522076298][bookmark: _Toc523099405]Range of alternative solutions for Ryanair to maintain low-costs:
In order to sustain in the market of competition and remain the leader of low-cost fares in the airline industry, Ryanair can think about decreasing its maintenance and operational costs (Disha Experts, 2018). The various methods that can be used to reduce these costs are;

Operational costs: Ryanair can get involved in the fuel hedging contracts (Dafi & Gajjala, 2016). By doing so, it would be able to lock the current price of the fuel for next few years (as per the contract). Hence, if in case the prices of fuel increases in the commencing year, Ryanair still would be charged the price that existed when the contract was signed. Proper maintenance of all the costs is another way to evaluate the expenses and then take required actions to reduce the unwanted costs. Expenses that are borne by the business right from the cabin crews hotel expenses till the engine overhaul costs, everything should be properly maintained and analysed on timely basis. Extra costs can be identified and eliminated by this process. Shopping before insuring the aircrafts can help business save extra costs. It’s always a better idea to look for options available in the market and choose the one with less rate and high benefits. As Ryanair operate through smaller airports as well, hence, negotiating for fees with these airports can help business earn some costs.
Maintenance Cost: When digitalisation is taking over all the industries, airline industry is also not left behind. Ryanair can opt to implement an effective and user-friendly ticket booking online services which will reduce the need of employees at the ticket counter as well as at the customer service department (Taneja, 2018). This is another way to reduce costs. Advertising on the social media platforms more rather than TV commercials and big banner hoardings would help business save a lot of amount that is vested on advertisement and marketing. Maintenance of reports and other tools in order to monitor performance of the employees and take proper training and development initiatives in order to ensure good customer services and high profitability for the business.

In addition to this Ryanair can also implement the framework for responding to low-cost rivals. This would help Ryanair to take necessary steps in order to avoid the rivals from competing with the costs that are introduced by Ryanair airlines. The model of this framework is as below;



1. 

[image: ]
Figure 4: Source: (Kim & Mauborgne, 2015)










3 [bookmark: _Toc522076299][bookmark: _Toc523099406]Evaluation of option for decision making:
[bookmark: _Toc522076300][bookmark: _Toc523099407]3.1 Decision making model for Ryanair:

As the information about the solution as well as alternate solutions are already available to the decision makers from the above data, the management of Ryanair, are consider undertaking the Classical Model of Decision Making (Daft, 2017).

[image: ]
Figure 5: Source: (Vallabhaneni, 2018)

This is one of the traditional methods of decision making which is also known as rational economic model, where the decision making is integrated on the concept of rationality and rational decisions. The decision makers are expected to follow the above three steps (above diagram) while concluding on the appropriate decision. This model concludes that the management should have complete information about the problems that the business is facing as well as the relevant solutions which are rational and logical. Finally, the manager after evaluating each and every solution can think about deciding on the appropriate solution and implementing the same for business development. The advantage of this model of decision making is that decisions which are rational in nature as well as presumed to be accurate and beneficial for business growth.
2. [bookmark: _Toc522076301][bookmark: _Toc523099408]Evaluation of the solutions provided:
As mentioned above, in addition to the strategic management, there are many more solutions for the problem of low-cost sustainability faced by Ryanair airways in the European airline industry. Considering about lowering the operational and maintenance costs is very essential for Ryanair in order to keep its position intact in the top level among all the rival airlines. The pros and cons of the solutions would help in analysing the appropriate action that can be taken by the organisation towards problem solving (DiPaola & Wagner, 2018).
	Operational Costs

	Pros
1. Getting involved in fuel hedging contracts will help in keeping the costs of fuel fixed for the business for a specific period of time.
1. Proper maintenance and evaluation of all the expenses and costs of the business can help in proper maintenance of costs and eliminate unwanted expenses.
1. Opting for insurance of aircrafts with fewer rates of interests would be help business save some costs.
1. Negotiating the airport fess with the smaller airports can help in saving some costs as big airports are not in the scope of reducing the fees.
	Cons
1. In case the price of the fuel decreases, still the airline will have to pay the increased costs (this scenario has almost negligible chances to happen).
1. In case of errors, maintained data can result to incorrect cost elimination.
1. Hidden costs if failed to analyse can end up with paying high amount.
1. Negotiation is not always possible with all the airports; hence this totally depends on the policies of the small airports.




	Maintenance Cost

	Pros
1. Implementation of digital systems that can be used for ticket bookings and reservations.
1. Advertising on social media networks rather than TV commercials and hoardings can save costs.
	Cons
1. People who are not technically savvy can find it difficult to use online services of ticket booking.
1. This advertisement strategy can only reach customers who have social media accounts.




From the above solutions evaluated, it can be stated that Ryanair can concentrate more on operational costs rather than maintenance cost. Controlling and undertaking the solutions that can help Ryanair in reducing its operational costs can indirectly help it to maintain its position of low-cost airline in the European airline market.
The managers of Ryanair can follow the below chart in order to implement the solutions that are suggested above;

[image: C:\Users\uninor\Desktop\Untitled.png]
Figure 5: Source: (Ghazali et al., 2018)

Hence, as per the above chart, the managers of Ryanair can indulge in the methods of Brainstorm and Openness by consulting about the problems and the solutions suggested with other team members of the business. Group discussion and analysing the advantages and disadvantages of each and every solution can help the management in prioritising the best solution available. The solution that is selected can be further evaluated on the basis of suitability, feasibility, and flexibility and then the solution is implemented in the business.
Problem solving and decision making is the most critical task of the business management. Implementing the solutions evaluated is another list of huge tasks which needs critical evaluation and analysis by the management of the business.




1. [bookmark: _Toc522076302][bookmark: _Toc523099409]Planning, monitoring and reviewing the implementation of decision and communication of decisions:
[image: Untitled]
Figure 6: Source: (OECD, CAF Development Bank of Latin America, United Nations Economic Commission for Latin America and the Caribbean, 2018)

Implementation of the solution is the most important stage of all the studies undertaken from identification, evaluation and selection of the solutions. Unless and until the solution or plan that is identified is not implemented in an appropriate and adequate manner, it is not possible to come up with desired results. The implementation of plan has to undergo three basic stages which are;
1. Preparing and planning for solution implementation.
1. Implementation and monitoring of the actions.
1. Analysing and reviewing the success of the action implemented

[bookmark: _Toc523099410]4.1 Preparation of plan:

Implementation is not possible unless and until proper planning and preparation is in place. The success of planning and preparation completely depends on the importance and complexity of the problem. The main features of planning and preparation depends on few questions related to the business which are –
Construction of a plan: This basically concentrates on what type of actions can be taken by the business to implement in order to ensure success. A detailed construction of plan is essential unless and until the problem identified is simple and routine. In case of Ryanair, the solutions identified for the problem of low-costs can be properly planned as per the priority. Taking actions to reduce the operational costs of the business can help in maintaining the low-cost fares for passengers. Once operational costs are handled, the business can think about diverting towards reducing maintenance costs. The below elements can help in coming up with appropriate construction of plan for Ryanair;
1. Actions required: The actions required for plan implementation should be identified precisely or else the results that are expected from the plan cannot be achieved effectively. The effects of the actions should also be forecasted, so that the managers are aware about the changes happened in the business due to implementation of the action. The actions required can be listed as mentioned – stating the business objectives, listing the goals in the order they need to be achieved, identification of actions that are required to achieve each and every goal, determining the sequence of carrying out the actions as well as recording them appropriately. In case of Ryanair, the actions can be listed as – first and the foremost action would be to develop advertisements on social media networks, then opting for fuel hedging contracts, once this is done, the business can then implement tools in the operational activities to evaluate unnecessary costs, and finally comes the insurance of new aircrafts with the best available insurance options available in the market.
1. Scheduling of actions: Setting adequate and proper time schedule for each and every action will determine the deadline or else plan implementation would remain a never-ending task. Listing all the actions that need to be undertaken can help the management of the business to reflect the stage at which the action needs to be done, the starting time, the end time of each and every action. Hence, finally the total time required to complete the whole task of plan implementation can be determined. Representation of the action plan in the form of a bar diagram would be easy for the management to determine the actions appropriately. However, additional time should always be considered by the management in case of unforeseen situations of delays and obstacles while plan implementation. The time required for the proposed actions as discussed above for Ryanair is as below;


[image: ]
Figure 7: Source: Prepared by a student 2018

1. Resources needed: Resources required for implementation of plan should be defined precisely with numerous numbers of parameters like – the type of action, the amount required to implement the action, and so on. Each and every resource is individual and considered unique;
1. Time: Time is usually overlooked and not given proper importance. The actual requirement of time can be determined by answering few questions related to the action plan which are – Are the timings allotted compatible, can the time allotted can be utilised within the working hours of  the business, etc.
1. Manpower: This can come from the business or even outside the business, the question asked to evaluate this are – how much manpower will be required for plan implementation, what are the skills, knowledge and qualities required by the individuals to qualify for the action plan, at what stage would be manpower be required, will all the nominated individuals be available all the time of action plan, is adequate training and briefing provided to each and every individual to properly adhere the action plan.
1. Money: Money is a universal feature which is required for even a smallest change in the business activities. The need of money can be evaluated by answering few questions – how much money will be required, the form of payment (cheque, cash, DD, etc), how will be finance be acquired by the business (loan, endowment, grant, etc), source of finance (government trusts, banks, local financers, etc), how will the money be used, when will the amount be required, does the amount raised needs to be repaid, what is the interest rate charged by the finance office on the loan provided and so on.
1. Materials: These can be raw materials or commodities that can be needed in order to implement the plan. This can be determined by answering few questions like – what are the types of materials required, is there any wastage of material that may occur, what are the material quantities required, does the materials determined need any storage and so on. In case of Ryanair, the materials that can be needed for the solutions evaluated are – loan from banks for paying the insurance amount for aircrafts, IT tools for performance development, etc.
1. Information: This can be the expert advice and skills that are required in the process of plan implementation. As Ryanair has to implement changes which are more into digitalisation and modernisation, hence, individuals with sound technical knowledge would be needed in this plan implementation.


[bookmark: _Toc523099411]4.2 Measuring of adverse consequences:

The cons and adverse effects of each and every solution suggested are already explained above. Hence, by evaluating such adverse consequence of each and every problem, the manager can be mentally prepared for the negative impacts that the plan implementation can bring to the business development. Identification of the threats can help the management in coming up with other alternative action plans which can be used in order to reduce the impact of the cons identified. In case of Ryanair, the main con identified is the less active participation of the customers who are not technically savvy. However, as far as today’s population is concerned, the impact of this adverse consequence is very limited as the increased digitalisation can increase the technical awareness among the consumers effectively and efficiently.
4.3 Action Management

The management of action depends on the controlling and monitoring of the actions that are implemented. At this stage, the management needs to make sure that the manpower that are employed are properly managed and led as well as the progress of the plan is measured in specific intervals, and in case of any discrepancy, appropriate actions can be taken at the correct place in order to correct the discrepancies or problems noticed. The steps involved in the management of implementation are as below;
Identification of actions that need monitoring and super-vision while the implementation of action, this basically is for those individuals who are new in the business and are not aware of the actions required by them. Identification of the stages which need measurement of the progress, specification of results that are expected from the different stages of plan implementation should be done. In case of any variance between the actual results and the expected results should be appropriately addressed and proper actions should be taken to divert the plan towards correct direction.
As far as Ryanair is concerned, the deadlines as mentioned above for each and every action should be managed appropriately by the managers. Meeting the deadlines with accurate and positive implementations conclude the successful plan implementation as expected. Monitoring of the performance of the solutions should be done on timely basis, so that the loop holes are identified at the very early stage and rectified and eliminated then and there itself, if not the whole process of problem solving and decision making can go into vain.
4.4 Plan reviewing:

Checking the plan and reviewing the complete process before hand is essential. The actions that are listed in the initial stage should be properly reviewed in order to ensure that the goals set are achievable or not, the time schedule determined is ethical or not, will be work involve unexpected delays, the estimation of accurate resources required, and so on. Drawing up the plan of action can be ascertained as the most crucial stage and hence the managers of Ryanair need to make sure that all the stages of implementation are undertaken accurately and appropriately.
[bookmark: _Toc522076307][bookmark: _Toc523099412]Conclusion:
From the above study, it can be concluded that decision making and problem solving is a very crucial but important task that airline businesses like Ryanair airlines need to undertake with utmost care and caution. This report has help with solutions for Ryanair in order to help the business to sustain in the European airline industry as a low-cost market leader. The solutions that are suggested above would help in increasing the profitability and the market share of the business. The wide range of rivals available in the airline industry demands constant and sincere timely efforts of Ryanair in order to hold a tight grip over the top most position.
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