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This report examines the staffing crises at Ryanair. It employs a number of tools to examine the crisis including Fishbone, PESTLE. The report employs an intensive exploration of a number of information sources to support its arguments with, among other things, figures. After introducing the crises, the report investigates the factors influencing the ordeal. The report follows the following structure: an introduction, an explanation of Ryanair’s current crises, their causes, an examination of the external factors influencing the company’s challenges, an examination of the effects of the crises to various groups affecting the airline. The conclusion of the examination is followed by a list of the information sources which is then followed by an appendix (Fishbone diagram for Ryanair). 
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Ryanair is facing a shortage of pilots. In addition to the shortage, the airline could face a possible pilots’ strike in a week’s time. Last June, the company had to cancel more than 1000 of its flights due to air traffic control strikes, (Calder, S., 2018). Also, the company has recently seen many of its workers join secret labour unions irrespective of the fact that the company has traditionally discouraged unions. Many of the company’s employees are still consulting affiliated unions for advice on employment relations. This signifies some form of ‘revolt’. Due to flight cancellations, many of the passengers have resorted to sea transport as the alternative. Meanwhile, about 400,000 travellers have been victims of un-notified flight cancellations, (Tsang, A., 2017). The cancellations have led to some revenue loss for the airline. This is true especially because the company has had to compensate passengers whom flights it has cancelled. Moreover, the company has had to approach other airlines to seek for seats for passengers whom it could not manage a flight. Following the cancellations, some of the airline’s customers have lost trust in the airline and chose alternative airlines. In fact, there has already been reported a public-relations problem at the company. In short, the company is experiencing what can be referred to as a staffing crisis, union action, and a public relations problem. This has forced the airline’s management to add some signing-on bonuses in its new contracts to attract pilots. This could have a long-term impact especially if the company manages to employ more pilots than it needs causing a surplus. Moreover, it implies huge financial expenditures both now and in the future. This paper explores the problems currently facing the airline and employs some tools fishbone.
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A shortage of pilots is the hugest challenge that Ryanair is experiencing. Union action has picked momentum in the airline which threatens both present and future employee contracts. Customers have become unsatisfied with the airline’s services choosing alternative transport means. This is indirectly affecting sea transport which many travelers have chosen as the alternative. The analysis below explains the relationship between the company’s challenges and the staffing crisis.
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Poor management involving the determination of the time at which the airlines gives its pilots a leave contributed to the current ordeal. The company has traditionally preferred to keep its pilots working during summer while allowing them to rest after summer. This decision was informed by the fact that more people travel during summer than in the winter, (Byrne, G., 2017). While making this decision, the company did not consider any effects of a change in the pattern of the way people travel. The airlines did not also consider the well-being of its employees. Requiring pilots to work for long hours during the summer has made the airline’s workers (including cabin crew members) more exhausted during some periods than others. However, following the intervention of the Irish Aviation Authority, the company has had to allow a holiday to most of its pilots. This left the airline with a shortage which consequently led to a cancellation of many of its flights. 
Some legal requirements have also contributed to the airline’s woes. The Irish Aviation Authority has recently (from the year 2016) requested the company to stop using its traditional peak-low seasonal determination of holidays and employ the ‘normal’ calendar year instead (January to December). As a result, the company had to let many of its pilots to go for a holiday at a time when many of its customers needed to travel.  Many travelers, therefore, became stranded.
Ryanair has a tradition of recruiting pilots on a contract basis. This means that the airline has little commitment for most of its employees in terms of the level of insurance for workers. As a result, the airline has managed to skip many of the responsibilities of an employer to his or her employees. Consequently, a majority of pilots who have worked for the airline have served for a period of fewer than 5 years for the last 5 to 6 years, (Cullen, E., 2017). This signifies a lack of satisfaction for workers. During the recent past, union influence has been increasing. A majority of the company’s staff have joined labour unions, although secret, raising the possibility of organized staff strikes. The climax of this movement was the presentation of an ultimatum last December requiring the airline’s chief executive to answer workers’ call for permanent employment. As the management showed little commitment to respond to workers’ demands, a number of pilots left the company and joined other airlines. This contributed to the shortage of pilots at the airline. 
A change of policy in the company has also played a role in the airline’s ordeal. Previously, the airline has not been welcome to labour unions. However, a majority of the company’s employees have been able to join different labour unions following a change of policy allowing labour unions.  Following this change, most of the company’s pilots are now members of the Irish Air Line Pilots’ Association (IALPA).  This union has strongly opposed the management’s attempt to move pilots from one airport owned by the airline to another to weaken their demands. 
Ryanair has been in competition for pilots with other airlines. Norwegian Air has taken advantage of the poor management at Ryanair to acquire close to 150 pilots from the latter. Meanwhile, wrong crew forecast also affected by air traffic control strikes have made it difficult for the airline to plan flights. Some weather conditions have made flight time limitation to arrive earlier than expected, (Byrne, G., 2017). While Ryanair has struggled to stop the ‘exodus’ of pilots, union influence has made it difficult for the airline to retain its pilots. A shortage of pilots is, therefore, the climax of the woes at the airline. Consequently, the company has been forced to cancel many of its flights last June. 
Union action has contributed to most of the instability at the airline. The company has been unable to stop the massive movement of pilots to other airlines due to threats from labour unions. Also, the airline has been unable to shift its pilots from one airport to another to meet the high demand for flights. Union campaigns have made it difficult for the airline to neglect pilot promotions demands and has prevented the airline to deny its workers a holiday. One of the results of these campaigns is a shortage of pilots and a likely pilots strike. The unions do not only affect pilots but also the cabin crew which can paralyze the entire airline’s operations.
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The impacts of the flaws above are a staffing crisis, high customer dissatisfaction, huge financial expenditures, and flight cancellations. Transport by sea has been indirectly affected by the situation at the company because a huge number of people are using the sea to move from a number of locations within the UK such as Dublin and Shannon, (Calder, S., 2018). This shift (by customers) from the airline to alternative transport means is similar to that of customers from the Subway to alternative restaurants. This analysis can be visualized as below (appendix 1).
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A company’s operations affect more than just its owners. Different groups affect a company in different ways. Similarly, the prosperity (or lack of prosperity) of a company affects different groups in different ways. The various groups affected by a company’s operations comprise its stakeholders, (businessdictionary.com). In this section, the paper explores some effects of the challenges the airline is facing on a number of groups affected by the company. It also examines the way different groups received this crisis.
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Following a pilots' strike and subsequent shortage at the airline, a number of the airline's staff expressed dissatisfaction with the way the company's management responded to their demands. According to The Guardian, some pilots regarded the company's chief executive's response to their requests for new employment contracts a disgrace, (Davies, R., 2017). The pilots had also requested for uniform working conditions at different airports operated by the airline. The pilots complained that the chief executive did not mind missing a January deadline they had given as an ultimatum. Instead, the management decided to cancel an additional 50 flights each day during the strike. The pilots accused the management of choosing to employ staff only through temporary contracts which, according to them, enabled the company to avoid what it has referred to as ‘no-frills expenses'. Thus the company thrived at the expense of its employees. On his part, the chief executive accused the pilots of complaining too much and deliberately defying work to force the company to raise their wages. The Guardian reported the chief executive to have regarded his workers as ‘too precious, (Davies, R., 2017). On the other hand, the chief executive employed a free-tax bonus as a reward for pilots who would accept to work during the leave. Ex-workers at the company viewed this as a way of ‘buying' workers cheaply while they made a profit as high as 1.5 billion euros for the company. Meanwhile, cabin crew members showed an interest in joining the strike. To them, this was an opportunity to push the management for higher pay bearing in mind that the company has previously used all ways available to suppress labour action. Since the crisis, most of the airline’s workers have joined secret social media ‘unions’. 
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About 400,000 travelers were affected by flight cancellations (up to 2100 cancellations) at Ryanair last September. This followed the airline’s inability to procure pilots to fly airplanes already booked following vacation of a high number of the company’s pilots, (Tsang, A., 2017), Davies, R., 2017).  The company was forced to book seats for travelers affected by the cancellations at alternative airlines. This would reduce peoples’ reliance on the airline despite the fact that it charges less than some other airlines. 
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Following flight cancellations, the British Civil Aviation Authority vowed to punish Ryanair for what it described as the airline’s attempt to mislead travelers by offering to be responsible for their flights, (Tsang, A., 2017). According to the Authority, providing seats on an alternative airline did not mean that the company was responsible or it assisted the travelers. 
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Flight cancellations at the airline would not lead to a financial loss. Also, its stock price would not fall; in fact, it rose sometimes after the crises (by about 4%, (Tsang, A., 2017)). However, the company had to spend around 30 million euros procuring seats for travelers whose flights were cancelled as well as giving some compensation. To explain the crisis at the airline, this paper uses the PESTEL framework in the following section.
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The relationship between one factor and a number of different factors influencing it can be represented using a diagram. Because the traditional diagram representing this relationship takes the shape of a fishbone, such representation is known as a fishbone diagram, (Ilie, G. &Ciocoiu, C.N., 2010). In this report, a number of challenges at Ryanair have contributed to the staffing crisis. Due to poor holiday management, for instance, the company has recently seen most of its pilots go for a holiday at a time when many people needed to fly. The company’s challenges are the causes in the diagram. Since a staffing crisis is the ‘result’ of these challenges, it represents the effect in the diagram. In the following section, this paper explores the various challenges of the airline that inform the decision of customers to abandon Ryanair and subsequently choose alternative transport means. 
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Ryanair’s crisis was contributed by factors both within the airline and outside. The tool for examining the external forces which influenced the airlines crisis is a PESTLE framework, which implies the political, economic, social, technological, environmental, legal factors, (Sridhar, R., Sachithanandam, V., Mageswaran, T., Purvaja, R., Ramesh, R., Senthil Vel, A. & Thirunavukkarasu, E., (2016), Kolios, A. & Read, G., 2013).  This analysis follows
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Political
While Ryanair can lawfully skip labour unions (Irish law), each of its employees has different entitlements with respect to the country where he or she works, (Davies, R., 2017). This has made it easy for workers to call for pay increments as well as long-term employment contracts. Moreover, the company failed to win a case in which it had sought to stop the Irish Aviation Authority from making it adopt a calendar year starting from January and ending in December. This weakened the airline’s ability to keep pilots at work during the peak season. One of the other issues that could possibly affect Ryanair (and other airlines in the UK) is Brexit. If it succeeds, it could leave Ryanair with less power to access airports in EU countries, (The Guardian, 2017). This could weaken the airline. 
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The aggregate demand for flight is at a maximum during a period coinciding with the months April to September. During this period, an airline must employ an extra number of pilots as well as cabin crew above the number it employs during the remaining part of the year. Because airlines expect this demand to fall after summer, it is rational for them to avoid extra staffing. However, this way of thinking appeared to be defeated by the growth of demand last year summer when the company had to cancel more than 2000 flights due to a shortage of pilots, (O’Connor, F., 2017, Graham, L., 2017).  
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A number of stakeholders have influenced the way Ryanair's management relates to the company's employees. Some ex-workers, for instance, have mailed the company's mailed the airline's chief executive questioning him over what they view as mistreatment of employees, (Davies, R., 2017). Meanwhile, a huge number of the airline's workers have continued to join secret social media ‘trade' unions. Union campaign has come from different countries outside the UK encouraging the airline's workers to conduct a strike. Pilots in other airlines have reached out to their colleagues in Ryanair wanting them to organize a strike. The wrong approach of the management to growing union influence has forced workers to call for an ultimatum to push for a number of demands such as a permanent contract. This campaign has made it difficult for the airline to move pilots from airports it operates outside Europe. As a result, the company has found it difficult to remedy the shortage of pilots in Europe. As the shortage of pilots persists, the management has been forced to cancel many flights already booked leading to customer dissatisfaction.
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One of the goals of the airline is to keep flight prices lower than the other airlines in Europe. To pursue this dream, the airline has to incur high operating costs. To raise the resources enough to pay up these operating costs, the airline unknowingly pursues other goals. One of the ways the company could be affording to keep prices low is the short-term employment contracts allowing it to pay little to its workers. This consists of what can be referred to as the cost of low-priced technology, (Topham, G., 2017).
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The flight time limitation (FTL) requires pilots not to exceed 900 hours flying in any one calendar year. Ryanair has traditionally determined pilots' holidays using a time-frame it had set from April present year to March the following year. The decision of this time-frame was informed by the fact that more people travel during summer than other seasons; that is, most of the airline's customers flew between April and September. However, beginning 2016, the company had to change its holiday determination following an Irish Aviation Authority directive that the company uses the ‘normal' calendar year; that is, January to December, for this purpose. Consequently, the airline was forced to allow most of its pilots a holiday during the busiest period, (Calder, S., 2017). An attempt to get pilots to ‘exchange' their holiday with payment from the company would constitute a breach of the Authority's directive. This left the airline with a shortage of pilots, leading to a huge number of flight cancellations.
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As the demand for flight is high during summer, there is high competition for pilots during this season. Norwegian Air is one of the companies that compete with Ryanair for flight employees during the summer. Meanwhile, bad weather contributed to a poor calculation of the number of pilots the company needed last summer, (Byrne, G., 2017). 
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Conclusion
This report introduces the challenges Ryanair is currently facing. Poor management, short-term employment contracts, wrong holiday determination, and some weather conditions are some of the factors that influenced the staffing crisis at the airline. The report has employed a number of tools to examine the staffing crisis at the airline. An examination of the effects of the crisis on a number of stakeholders has been presented. Some of the tools the report has employed are the fishbone and the PESTLE analysis. 
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The staffing crisis at Ryanair portrays how poor management can be a source of a company’s downfall. It also portrays the challenges a company can face as a result of its confrontation with government institutions. Also, the crisis shows how poor handling of employee requests can escalate to cost a company millions of dollars as well as other resources. Particularly, the crisis demonstrates a need for dialogue between managers and their subordinates. Ryanair crisis also shows why managers should not sacrifice priorities of a business for the sole priority of making profits. It demonstrates that apart from making profit, a business must cater for the welfare of its staff, the environment and be considerate of government regulation. At the climax of the crisis, the Chief Executive seems to have relented to the requests of the workers. However, this comes after the company has frustrated many of its customers. This, therefore, demonstrates the need of a fast reaction to situations. If the executive had responded to the workers’ requests earlier, the company would not have cancelled the huge numbers of flights. The crisis also demonstrates the influence of unions in the current business environment. Rather than imposing a rigid system of governance on employees, it would be better for companies to encourage a more open system where issues relating to work and employee appraisal can be discussed. 
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Appendix 1: fishbone analysis of Ryanair’s staffing crisis and the various influencing factors
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