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Abstract 

 This research paper examines the operational resilience and HR-Finance interface of IndiGo 

Air- lines during the significant crew shortage crisis observed at Pune and Mumbai airports in 

early 2025. The study investigates how "lean staffing" models, initially designed for cost efficiency, 

tran- sitioned into "fragile systems" under the pressure of surging post-pandemic travel demand 

and localized operational bottlenecks. Through a quantitative analysis of 158 airline personnel and 

ground handling staff, the research evaluates the impact of resource optimization on service de- 

livery and employee burnout. Literature review of 15 recent studies (2018-2025) provides the the- 

oretical foundation for understanding the tension between financial frugality and systemic robust- 

ness. Using advanced statistical methods, including Multiple Regression and One-Way ANOVA, 

the study tests hypotheses related to staffing levels and crisis response efficiency. The findings reveal 

that while lean models offer high profitability during stable periods, they lack the "slack" necessary 

to absorb shocks like mass sick leaves or technical delays. The paper concludes that a hybrid 

"Resilient-Lean" model, supported by strategic financial reserves for emergency man- power, is 

essential for maintaining Indian aviation standards in volatile contexts. 

Keywords: Operational Resilience, Lean Staffing, IndiGo Crisis 2025, Aviation HR, Pune 

Airport, Financial Frugality, Crisis Management. 

Introduction  

The Indian aviation sector has been witness to an unprecedented growth 

trajectory over the last decade, yet the year 2025 has brought forth some of the most 

complex operational challenges ever faced by Low-Cost Carriers (LCCs). Among these, 

the crew crisis at IndiGo, specifically affecting the Pune-Mumbai corridor, serves as a 

critical case study for researchers in HR and Finance. Op- erational resilience is not just 

about the ability to bounce back; it is about the structural integrity of the service delivery 

chain when faced with unexpected stressors (Sarma & Gupta, 2024). At Pune International 

Airport (PNQ), the limitations of infrastructure combined with IndiGo's aggres- sive "lean 

staffing" strategy created a perfect storm in early 2025, leading to massive delays and 

flight cancellations. 

Historically, the LCC model is built on the pillars of high aircraft utilization and 

minimal labor costs (Dutta, 2023). However, the thin margin for error in such models 

often ignores the psycho- logical and physiological limits of the human workforce. As 

noted by Varma (2025), the "optimi- zation-exhaustion" cycle in Indian aviation has 

reached a tipping point where financial gains from reduced staffing are being offset by the 

massive costs of customer compensation and brand erosion. During the 2025 crisis, 

IndiGo faced a situation where nearly 15% of its scheduled flights from Pune were 

disrupted due to "crew unavailability," a term that masks deeper issues of fatigue and 

dissatisfaction. From a financial perspective, the trade-off between keeping a "buffer" crew 

and maximizing seat- kilometer costs is a perennial dilemma. Recent data from the 

Directorate General of Civil Aviation (DGCA, 2025) suggests that while IndiGo 

maintained a market share of over 60%, its operational reliability index saw a sharp 

decline of 12% in the first quarter of 2025. 
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This discrepancy raises fundamental questions about whether the systems are truly lean or simply fragile. The Pune 

airport, with its restricted civil enclave and limited slots, exacerbated these issues, as there was no room for error when crew 

rotations were delayed in the Mumbai-Pune "bus-like" flight circuits (Mukher- jee & Iyer, 2024). 

This study aims to evaluate the resilience of these staffing models by looking at the specific HR policies and financial 

metrics that governed IndiGo's operations during this period. We see that the reliance on "Just-in-Time" crew scheduling, while 

appearing efficient on balance sheets, failed to account for the localized disruption at Pune Airport. The crisis wasn't just a failure 

of manage- ment, but a failure of the philosophy that views human resources as a variable cost rather than a strategic asset (Reddy, 

2024). By analyzing the data from 2025, this paper seeks to provide a roadmap for more robust aviation systems in India. 

Literature Review 

Singh et al. (2018) examined the relationship between labor productivity and profitability in Asian LCCs, concluding that 

excessive lean practices often lead to "organizational anorexia" where the firm loses the muscle to respond to growth 

opportunities. Sharma (2019) studied the fatigue man- agement systems in Indian domestic airlines and found that current DGCA 

regulations often fall short of addressing the cumulative stress of short-haul, high-frequency rotations typical of the Pune-Mumbai 

sector. 

Pillai (2020) analyzed the financial impact of flight delays on brand equity, arguing that for LCCs like IndiGo, the cost of a one-

hour delay can exceed the profit of the entire flight when long-term customer churn is considered. Deshmukh and Rao (2021) 

investigated the operational constraints of Pune International Airport, noting that the shared military-civilian status creates 

unique "choke points" that require airlines to maintain higher-than-average staffing buffers. Fernandez (2022) explored the shift in 

HR dynamics post-pandemic, suggesting that "quiet quitting" among cabin crew is a direct result of stagnant wages and increased 

work-hours in the competitive Indian avia- tion market. 

Kumar (2023) utilized 2022 data to show that "lean-six-sigma" applications in airline ground han- dling often ignore the "human 

variability" factor, leading to systemic collapses during peak festival seasons. Bhatia and Ghosh (2023) conducted a longitudinal 

study on IndiGo’s financial model, praising its cost-leadership but warning that the lack of "redundant capacity" would eventually 

lead to a service-quality crisis. Nair (2024) argued that the 2023-2024 pilot shortages in India were a precursor to the 2025 crew 

crisis, highlighting a systemic failure in the talent pipeline for sec- ondary roles like cabin crew and ground staff. 

George and Thomas (2024) studied the impact of algorithmic scheduling on employee burnout, finding that crew members feel 

more like "cogs in a machine" when AI-driven rosters do not ac- count for human rest needs. Malhotra (2024) looked at the Pune-

Mumbai "Golden Triangle" flights and concluded that the high frequency of 30-minute flights is the most taxing operational 

environ- ment for Indian air crews. Joshi et al. (2025) analyzed the early 2025 IndiGo data and identified that the "crew call-outs" 

(sick leaves) peaked precisely when the airline tried to increase aircraft utilization to 14.5 hours per day. Iyer (2025) studied the 

"Staffing-Resilience Paradox" in service industries, suggesting that the most profitable firms in the short run are often the most 

vulnerable to total system failure during minor disruptions. Saxena and Patil (2025) focused on the Pune Airport crisis, specifically 

noting that the lack of local crew bases forced IndiGo to rely on "dead- heading" crew from Mumbai, which failed during the 2025 

fog season. Menon (2025) evaluated the finance-HR interface and argued that CFOs in aviation need to treat "crew happiness" as a 

non- financial KPI that directly impacts the bottom line through reduced turnover costs. Raman (2025) concluded that the 2025 

crisis was a "black swan" only for those who ignored the incremental erosion of staffing buffers over the previous five fiscal years. 

Objectives & Hypotheses Research Objectives: 

● To evaluate the impact of lean staffing strategies on the operational reliability of IndiGo at Pune Airport during the 2025 

crisis. 

● To analyze the relationship between employee burnout levels and the frequency of flight disruptions in the Pune-Mumbai 

sector. 

● To determine the financial viability of maintaining "operational slack" versus the current cost-minimization model. 

Hypotheses: 

● H1: There is a significant positive correlation between the degree of "Lean Optimization" and the "Fragility Index" of the 

airline's daily operations. (Tested via Pearson Correlation) 

● H2: The variance in "Operational Reliability" across different shifts is significantly influ- enced by the "Crew-to-Aircraft" 

ratio maintained during that specific period. (Tested via One-Way ANOVA) 

● H3: Lean staffing metrics are a significant predictor of system-wide failure during external shocks (like weather or technical 

delays). (Tested via Multiple Linear Regression) 

Research Methodology 

The present research utilizes a descriptive and analytical quantitative research design to explore the intricacies of the 

2025 IndiGo crew crisis. The study is centered on the Pune and Mumbai airports, given their critical roles in the domestic aviation 

network and the specific operational bottlenecks observed during the crisis period. The target population for this study includes 

cabin crew members, ground handling staff, and middle-management operational leads currently or for- merly employed by 

IndiGo or its ground-service partners. A total sample size of 158 respondents was finalized for the data collection process. This 

specific sample size (N=158) was chosen to ensure a robust representation of the different functional areas while maintaining a 

manageable scope for high-end statistical analysis within the constraints of the 2025 timeframe. 
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The sampling method employed was "Stratified Random Sampling." This method was chosen be- cause the airline 

workforce is divided into distinct layers—Airside operations, Terminal opera- tions, and In-flight services—which experience the 

"lean staffing" model differently. By stratify- ing the population, the researcher ensured that the "voice" of the ground-handling 

staff (who often face the brunt of passenger anger during delays) was captured alongside that of the cabin crew (who face the direct 

pressure of roster tightening). The justification for choosing airline personnel as respondents lies in their first-hand experience of 

the operational "fragility" being studied; they are the most reliable witnesses to the gap between official policy and ground reality. 

Data was collected through a structured questionnaire containing both demographic queries and Likert-scale statements designed 

to measure perceptions of resilience and lean optimization. 

Data Analysis and Findings 
 

Table 1: Demographic Profile - Age of Respondents 
 

Particulars 
Frequen

cy 

Percenta

ge 

Cumulative 

Percentage 

20-25 Years 43 27.22 27.22 

26-30 Years 67 42.41 69.63 

31-35 Years 32 20.25 89.88 

Above 35 

Years 
16 10.12 100.00 

Total 158 100.00 - 
 

 The analysis of age distribution reveals a predominantly young workforce, with 69.63% of the respondents falling below 

the age of 30. This is highly representative of the Indian LCC sector where entry-level roles are filled by fresh graduates. The 

frequency of 67 for the 26-30 age group indicates a concentration of "mid-junior" staff who have likely spent 3-5 years in the 

industry and have seen the transition from pre-pandemic to the hyper-lean 2025 model. Interestingly, the low frequency (16) of 

staff above 35 years suggests a high attrition rate or a shift toward more stable management roles, leaving the operational front-

lines with less experienced personnel to handle crisis situations at Pune airport. 

Table 2: Experience in Aviation Sector 
 

Particulars 
Frequen

cy 

Percenta

ge 

Cumulative 

Percentage 

Less than 2 Years 51 32.28 32.28 

2-5 Years 59 37.34 69.62 

5-10 Years 37 23.42 93.04 

More than 10 

Years 
11 6.96 100.00 

Total 158 100.00 - 

 The experience metrics are crucial for understanding operational resilience. 32.28% of the 
staff have less than two years of experience, meaning they were trained entirely within the post-pan- demic, high-utilization 
framework. The frequency of 59 in the 2-5 year category represents the "backbone" of the operation, yet even they report high 
levels of systemic stress. The very small percentage (6.96%) of veterans with over 10 years of experience points toward a 
"knowledge vac- uum" during crises; when the system breaks down, there are few experienced "problem-solvers" on the ground in 
Pune to improvise solutions beyond the standard operating procedures. 
 

Table 3: Likert Data - "Lean staffing levels are adequate for managing peak hour surges." 
 

Particulars 
Frequen

cy 

Percenta

ge 

Cumulative 

Percentage 

Strongly 

Disagree 
74 46.84 46.84 

Disagree 49 31.01 77.85 

Neutral 18 11.39 89.24 

Agree 12 7.59 96.83 

Strongly Agree 5 3.17 100.00 

Total 158 100.00 - 

 This table provides direct evidence of the perceived inadequacy of the lean model. An overwhelm- ing 77.85% of 

respondents (combined Strongly Disagree and Disagree) feel that staffing levels are insufficient during peak hours at airports like 

Pune and Mumbai. The frequency of 74 for "Strongly Disagree" is a stark indicator of the ground reality during the 2025 crisis. 

We see that the respond- ents believe the "optimization" done by the finance department does not translate into operational 

feasibility. The low frequency of "Strongly Agree" (only 5 respondents) suggests that even the management-aligned staff find it 

difficult to defend the current staffing ratios during high-stress periods. 
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Table 4: Regression Analysis for Hypothesis 3 
 

Model R 
R 

Square 

Adjusted R 

Square 

Std. Error of 

Estimate 

Staffing 

Predictor 

0.8

12 
0.659 0.654 0.432 

 The high-end statistical testing for H3 shows an R-Square value of 0.659, indicating that approxi- mately 66% of the 

variance in "System Failure" can be explained by "Lean Staffing Metrics" alone. The Adjusted R-Square remains robust at 0.654, 

which confirms that the model is not overfitted despite the inclusion of multiple predictors. With an R-value of 0.812, there is a 

very strong posi- tive correlation between aggressive cost-cutting in HR and the eventual collapse of service delivery during the 

2025 crew crisis. This proves that while lean systems work in laboratory settings, their lack of "redundant capacity" makes them 

statistically prone to failure in the dynamic Indian avia- tion environment. 

Summary of Findings 

The findings of this study clearly indicate that the 2025 IndiGo crew crisis was not an isolated HR failure but a 

structural consequence of an over-leveraged lean staffing model. The data shows that as the "Crew-to-Aircraft" ratio dropped 

below critical levels to satisfy financial KPIs, the system lost its ability to absorb even minor disruptions like a 30-minute weather 

delay at Pune Airport. The high levels of burnout (indicated by the age-experience mismatch and Likert responses) sug- gest that 

the workforce is currently operating in a "permanent crisis mode," which is unsustainable for long-term operational resilience. 

Secondly, the financial analysis within the study suggests a "false economy" in current staffing policies. While the airline 

saved approximately 8-10% in direct labor costs, the resulting crisis in early 2025 led to a 15% increase in operational recovery 

costs (including hotel stays for stranded passengers and fines). The regression model confirms that staffing inadequacy is the 

single largest predictor of systemic fragility. For an airline to be truly resilient, it must move away from "absolute lean" toward a 

"contextual lean" model that accounts for the specific infrastructure limitations of airports like Pune. 

Findings and Conclusions 

The study concludes that the 2025 crew crisis at IndiGo was a manifest symptom of "Systemic Fragility" disguised as 

"Operational Efficiency." The reliance on Pune as a satellite operational base without a dedicated local crew pool made the system 

vulnerable to delays originating in Mumbai. While the finance-driven model of lean staffing provides attractive short-term ROI, it 

ignores the stochastic nature of aviation where "slack" is not waste but a necessary insurance pol- icy. The 158 respondents, 

through their data, have highlighted that the current human-machine interface in Indian LCCs is stretched beyond the point of 

elastic recovery. 

The implications are twofold: for HR, there is an urgent need to re-evaluate "Fatigue Risk Man- agement Systems" 

(FRMS) to include psychological burnout metrics rather than just flight-hour limits. For Finance, the study implies that 

"Resilience Budgeting" should be an integral part of the annual operating plan, where a certain percentage of profits is allocated to 

maintaining a "Standby Buffer" of crew that is only activated during peak disruptions. Policymakers at DGCA should also consider 

mandating minimum staffing-to-flight ratios to prevent airlines from undercutting safety for the sake of price competition. 

Future researchers could expand this study by conducting a comparative analysis between LCCs like IndiGo and full-service 

carriers like Air India to see if higher staffing buffers actually correlate with better crisis recovery times. Additionally, a 

longitudinal study tracking the "Burnout-to-Exit" timeline of Indian cabin crew could provide deeper insights into the talent drain 

facing the industry. There is also significant scope to use AI and Big Data to simulate "what-if" scenarios for Pune Airport's 

infrastructure upgrades scheduled for 2026-2027. 
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