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[bookmark: _Toc89795413][bookmark: _Toc90676856]Executive Summary 

The overall aim of this report was to develop a new landscape for customer care within Ryanair (2021), Europe’s largest airline which carries over 154 million passengers (pre Covid) each year to over 200 destinations in 40 countries. To develop a landscape for customer care four strategic management tools, SWOT, PESTLE, Porter’s 5 Forces and Ansoff’s Matrix were used. These tools were utilized to ensure a detailed analysis both internally and externally and aims to help answer questions organisations have asked. After utilizing these tools comparisons were made to Mckinsey & Company’s (2020) ‘The Care of One’, hyperpersonalisation of customer care which discusses four possible ways to engage with customers effectively, white glove customer care, one company one voice, the workstation of the future and contact centres: the future talent factory. 

During the SWOT analysis it displayed various strengths, weaknesses, opportunities, and threats of Ryanair.  The weaknesses especially showed negative aspects of Ryanair’s customer care such as, a 45% satisfaction rate in a Which? customer survey (BBC,2019), their unwillingness to refund customers (Brignall, 2021) and the lack of their ‘Always Getting Better’ (2018) strategic management plan which has been left unpublished since 2018. However, strengths did show that they are the most favoured airline in the EU (Ryanair Group, 2021) and have a high proportion of passengers (Ryanair Corporate, 2021). The PESTLE analysis, political, economic, social, technological, legal and environmental showed a wide range of external challenges Ryanair has to negotiate which include, aviation laws they need to follow (CAA, 2015), the economic purchase of Malta Air (Ryanair Corporate News, 2019), the social change in the lack of business travellers due to the pandemic (Benefield, et al. 2021) and the amount environmental taxes paid in 2019 (Ryanair Corporate – Environmental, 2021).  Porters 5 Forces also analysed the external environment within Ryanair, with the threats of new entrants low due to high costs, bargaining power of customer high because budget airlines lacking customer loyalty, threat of substitution low due to airline travel having no better competitor, bargaining power of suppliers being high due to the availability of only two aircraft manufactures, with the result showing the airline industry as a whole is very competitive due to the number of similar budget airlines there are available.  Ansoff’s Matrix as a whole helps marketers understand the risks associated with expanding their business in four different areas, market penetration, product development, market development and diversification (McDonald et al, 1995).It was discovered the by 2026 Ryanair want penetrate the market by carry 226 million passengers – increasing growth and profitability  giving a better opportunity for investment in contact centres, better supporting staff in providing customer care. Further market developments may include promotion of Ryanair’s ‘Day of Travel’ App which will is currently not widely known about outside current customers.  However, if it was better advertised it may transform organisational performance and ensure satisfaction of customers.

It was overall concluded that Ryanair’s growth is exceeding any other competitor and are making positive investments in new technology and equipment. However, despite some effort from Ryanair they still receive negative public comments such as newspaper articles on customer satisfaction, which may in turn be why ticket sales were down 23%  for the six-month summer period of 2021 (Dunn, 2021). Therefore, to navigate better customer care Ryanair will need to adapt to the recommendations involving Mckinsey’s (2020) Care of One to help keep consumers engaged with the brand.














































[bookmark: _Toc89795414][bookmark: _Toc90676857]1.0 Introduction

Watkins (2007) describes strategy as a set of guiding principles when effectively communicated by an organisation generates an appropriate pattern of decision making. Strategy is also described as an investigation into a plan of action to help improve a business’s competitive advantage (Henderson, 1989).  According to Mintzberg et al. (1985) there are three types of strategy;  the intended strategy, the exact intentions within the organisation. Emergent strategy, a pattern or action which develops within the organisation over time. Realised strategy is a product of the organisations intended and emergent strategy, what went well and what needed to be adapted due to changing emerging strategies.

Strategic management is the formulation and execution of major objectives and projects, conducted by senior management on behalf of shareholders or owners. This process starts with the assessment of available resources and an industry specific analysis to assess the external competitive environment as well as internal operations, the organisation can then achieve their desired goals (CFI, 2021).  Amson (2011), describes strategic management as a way in which managers amalgamate a firm functions into action points designed to fit the constraints and demands of the market. When this is achieved well it can create value for the customers, stakeholders, and owners of the firm. Strong strategic management will in turn enable a company to gain a sustainable edge over their competitors (Ohmae, 1982). 

Strategic tools are utilized to ensure detailed analysis both internally and in external markets. Hakala et al. (2020) describe strategy tools as frameworks, methods and techniques that help organisations create their strategies, these tools are effectively applied to ensure consistency and thoroughness. Tools must help answer the question the organisation has asked, input and collaboration from others within the organisation is also beneficial to gain different viewpoints.  The strategic tools will increase focus of the analysis and ensure a methodical and balanced approach to end results (CIMA, 2007).  Afonina (2015), states that the most common strategic management tools used to analyse internal and external factors within organisations include SWOT (Strength, Weaknesses, Opportunities and Threats), PESTLE (Political, Economic, Social, Technological, Legal, Environmental), Porter’s 5 Forces, Market Share Analysis, Customer Complaint analysis and Value Chain, with over 50% of organisations using these tools specifically within their organisation daily. Professor Michael Porter of Harvard University developed his own strategic tools including, Porter’s 5 forces and the Value Chain. He offers his own opinion that not all strategic tools are suitable for all organisations and strategic needs will change over a period (Witzel, 2003) . Johnson et al. (2017), also discusses that it is important that tools are suitably chosen and applied as this will allow a deeper and effective insight into the key opportunities available to the organisation as well as constraints of what may not be possible for future development.
Ryanair Holdings PLC (2021), is Europe’s largest airline group and is the parent company of Buzz, Malta Air and Lauda aircraft company. Starting in 1985, by the Ryan family, carrying just 5,000 passengers during the first year, the company empire has rinsen dramatically, now carrying 154 million guest per year (pre-covid), with 2,400 daily flights taking off from 82 bases; connecting 200 destinations in 40 countries together, with a fleet of 480 aircraft. The company employes over 19,000 skilled aviation staff and has an industry leading 34 year record for safety. Ryanair in recent years has also become one of Europe’s cleanest airline group, reducing their C02 emissions by up to 50% compared with other major EU airlines. Ryanair Group (2021) aims to create a positive representation in the public eye, in 2011 becoming the world’s most favourite airline and the launch of their World famous Cabin Crew Charity Calendar in 2012, raising €100,000 for the Irish charity DEBRA. During 2014 they introduced their ‘Always Getting Better’ programme to improve the airline strategy. Focusing on many aspects, including in the last published strategy in 2018 to keep their price promise, be punctual, have a simple bag policy, become the greenest airline, committing to eliminate all non-recyclable plastics by 2023 and to have a dedicated claims team (Figure 1) all in aim to improve customer satisfaction. (Ryanair – Always Getting Better, 2018).
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                                         Fig.1 Ryanair, Always Getting Better Campaign 5 (2018). 
This plan in earlier years led to other changes in cabin crew uniforms, inflight menus, upgraded aircraft to become more modern and introduced a Ryanair car hire service and mobile App. This may have led to Ryanair’s consistently increasing market share, with increasing passenger numbers up from 81 million in 2013, pre – Always Getting Better strategy, to today’s 154 million passenger uptake.  (Ryanair Group Corporate, 2021).
Despite these positive accolades Ryanair has also had negative headlines not only for customer service but also the culture of the organisation. White (2017) discussed how the culture of the organisation stems for the company’s CEO, Michael O’Leary and his unorthodox ways of managing the organisation, promoting himself in as fiery, belligerent and outspoken – to not only to his employees but to politicians and customers. In 2013, he tweeted “Ryanair isn’t interested in being your friend, we want your money and your bum on our seat” Power (2017) also gave incite that Ryanair’s culture has become very miserable, with airline staff either not being listened to or discouraged from raising issues. It is believed that the rise of Ryanair so quickly has led to softness and kindness being lost within the organisation, which aligns with the number of strikes that have happened within the organisation, especially during 2018’s Summer period when crew walked out in a 48 hour strike throughout Europe, leaving the companies cheap and cheerful attitude now less than to be desired by consumers who had to re-arrange flights and alter plans. (Davies, 2018).  During the start of the Covid-19 pandemic Ryanair also came under scrutiny due to criticism of its reimbursements policy, branding itself as a ‘no refunds-based airline’. If passengers were fortunate to gain a refund this would come in the form of a voucher that had early expiry dates, unable to be used. (Brignall, 2021). Even pre-pandemic, customers in a Which? survey branded the company as ‘greedy and arrogant’, gaining a satisfaction score of only 45%, coming last out of 100 well-known brands such as British Airways, EasyJet and M&S (BBC, 2019). 



[bookmark: _Toc89795415][bookmark: _Toc90676858]2.0 Main Findings of Strategic Analysis & Critical Evaluation


[bookmark: _Toc89795416][bookmark: _Toc90676859]2.1 Hyper personalisation of Customer Care

Mckinsey and Company (2020), discuss ‘The Care of One’, Hyperpersonalisation of Customer Care. Before the pandemic personalisation had become an integral part of customer experience, not just online but in real-life, rasining customer expectations and prices. The pandemic further increased this demand to create a connection. Personalisation can take a variety of forms, in the physical World this taking care of individual customers. Via digital channels companies will meet the new standard ‘care of one’ which focuses on serving individual customers and their personalised needs. All organisations should make hyperpersonalisation their main priority by 2025, this will be by evaluating new strategies, technologies, and tailor each experience to a customer need. Hyperpersonalisation of customer care consists of four elements:



· White Glove Customer Service for All:

This will be in the form of building individual customer profiles detailing every form of interaction, with the end aim of solving customer issues as swiftly as possible to help prevent them occurring on a regular basis. By integrating this method in organisations, it will create deeper customer trust, reduce the customers need to call. For the idea to be effective organisations must prevent issues from arising through proactive customer service to help solve issues before they have been raised and personalising responses when customers reach out. 







· One Company, One Voice:

Most companies build an omni channel experience for their customers to help understand them and use their data for a customized experience. However, this sometimes fails. Instead, leaders must focus on either the top two or three cross-channel customer interactions such as websites, mobile and social media. An effective approach can reduce the time it takes for agents to handle calls as well as improve customer satisfaction by creating moments of ‘delight’.  By developing an effective customer-centric mindset companies should focus on understanding what customers’ needs and wants by category, i.e., age, geography, which will led to organisations staying ahead of the competition, increasing benefits, and creating ease for employees dealing with customers. 


· The Workstation of the Future:

By introducing the latest technology to employees, it will have the potential to transform their performance. This will aim to create a ‘contact centre of the future’ where agents will be able to record data before, during and after incoming calls and ‘bots’ will be able to help where information should be sort. 


· Contact Centres: The Future Talent Factory: 

Customer care teams have expertise and a deep insight into the front line of customer service compared with other departments. However, this area of an organisation sees turnover rates of up to 60 each year, when most employees want to stay but have no means to. Therefore, it should be ensured that employers build easy access for promotion this will not only reduce training costs but improve customer satisfaction overall as valuable customer service knowledge will be embedded into company strategy.  Mckinsey and Company (2020).


[bookmark: _Toc89795417][bookmark: _Toc90676860]2.2 SWOT Analysis

SWOT, in accordance with Sarsby (2016), is used to understand an organisations strategy analysis and development. The four elements include Strengths – positive attributes within an organisations control. Weaknesses – internal factors that detract from the organisation’s ability obtain a certain goal. Opportunities – external factors that represent a reason why an organisation needs to develop. Threats – external factors beyond the organisations control which could present danger. A contingency plan may be developed to address possible threats if they were to arise.  This theory has been used within organisations such as charitable, industry, e-commerce and voluntary for decades and is one of the most popular tools used.  The technique was originated by Albert Humphrey, who led a research team at Stanford University in the 1960’s & 70’s (CIPD, 2021). 
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Fig. 2, SWOT Framework, CIPD (2021).


SWOT framework is a qualitive determinate of recording data which is used to analyse the internal and external environment of the organisation. It should not be used as a stand-alone analytic tool and instead used as part of the management and business development process (Pickton & Wright, 1998).  Advantages of SWOT include, it is easy to understand due to the simple diagram, it is applicable in all levels of organisation from small teams to corporate strategy, it can also be applied in different depths varying from simple to in depth to solve large or complex issues. Disadvantages of SWOT include, in some cases poor quality data could be used such as hearsay, generalisation – not specific facts and anecdotes and could be biased due to perceptions and beliefs. Sarsby (2016).  It is beneficial for any business to analyse and understand where it currently is in the consumer market and distinguishing between themselves and competitors. By analysing Ryanair effectively ,being careful not to use poor quality data or biased representations the SWOT analysis will allow and effective plan to be put in place to understand the current positions of Ryanair in the airline industry. 


SWOT Analysis of Ryanair


	Strengths 
· Low-cost airline & the most favoured within the EU in 2011 (Ryanair Group, 2021).
· Has a high proportion of passengers, which is steadily growing each year – passenger number increasing from 81 million in 2012 to 154 million pre-pandemic in 2019/2020 (Ryanair Group Corporate, 2021). 
· 82 bases connecting over 200 destinations in 40 countries (which is continuing to grow year on year) with a fleet of 480 aircraft (Ryanair Holdings PLC, 2021). 





	Weaknesses
· During a 2019 Which? customer survey Ryanair was ranked at the bottom of the table out of 100 well-known brands scoring a poor 45% satisfaction rate. With consumers calling the company ‘greedy and arrogant’ (BBC, 2019). 
· During the start of the COVID-19 Ryanair came under scrutiny from customers due to their unwillingness to refund customers who were unable to board their flight due to restrictions (Brignall, 2021). 
· Ryanair has a customer improvement plan called ‘Always Getting Better’. Between 2014 – 2018 the plan was effective. Since 2018 there has been no update on this plan, creating a sense of abandonment of improvement strategy within the organisation. (Ryanair -Always Getting Better, 2018).

	Opportunities

· During the earlier strategy of the ‘Always Getting Better’ campaign Ryanair improved staff uniforms, inflight menus and upgraded aircraft. Time has since passed, therefore it maybe now the opportunity to upgrade these elements once more (Ryanair Group Corporate, 2021). 
· Ryanair has claimed by traveling with them customers can reduce their C02 emissions by up to 50% compared to other major EU airlines. Claiming to be the EU’s cleanest airlines (Ryanair Holdings PLC, 2021). 
· Ryanair each year have committed to doing good for charity each year by creating their World-famous Cabin Crew Charity Calendar, rising hundreds of thousands for different charities (Ryanair Group, 2021).


 
	Threats

· Ryanair’s working culture has been tarnished by several news articles in recent years, with staff describing the culture as very ‘miserable’ and with airline staff being discouraged from raising issues with senior management (Power, 2021).
· During 2018 Ryanair crew walked out on a 48-hour strike throughout the EU due to work issues, this led to customers having flights cancelled, postponed or cancelled (Davies,2018).
· Ryanair’s CEO, Michael O’Leary has unorthodox ways of both managing and promoting the organisation, is not always seen as positive. (White, 2017). 







Ryanair has many strengths, including their high proportion of customers which during 2019/2020 – pre- pandemic was 154 million passengers (Ryanair Group Corporate, 2021). This has since reduced to 39.1 million during the six month summer spell of 2021, making losses of around £224,000 per day (Calder, 2021). This may be due to Ryanair’s failings in terms of customer care and refund policy during the pandemic, where they were unwilling to refund for flights that had gone ahead. Research conducted by Which? (2021) concluded that from 12,000 complaints 44% were about Ryanair accounting to £1.15 million being owed to customers, resulting in a lack of white glove customer care where customer profiles were not dealt with effectively and the same issues were occurring on a regular basis.  Customer care has been a significant weakness within Ryanair for many years with the BBC (2019) discovering Ryanair scored only a 45% satisfaction rate and during a consumer survey, branded as ‘greedy and arrogant’, failing which have continued through issues during the pandemic.

Opportunities for strategy improvement include the development of the ‘Always Getting Better’ campaign which began in 2014. This scheme has allowed the improvement of staff uniforms, inflight menus, upgraded aircraft as well as many other ecological developments (Ryanair Group Corporate, 2021). However, since 2018 a new strategy has been left unpublished suggesting that it may have been abandoned, diminishing opportunities to improve ‘the care of one’ and develop an omni channel experience to improve customer satisfaction creating moments of ‘delight’ but create ease for employees and help support them within their job. The working culture within Ryanair has threatened them considerably in recent years due to the number of staff that walked out on a 48 hour strike in 2018 (Davies,2018) which led to customer flights having to be rescheduled as well as a number of tarnished articles released stating working culture in the company is miserable (Power, 2021). These articles promote a bad reputation for the company when it should be giving positive representation to entice customers. It is important that Ryanair navigate this threat not only to ensure that they harvest employee talent and look after staff to enable a better understanding of what customers want but introduce technology to help increase performance of staff; this improvement will ensure care of one and ensure satisfaction of customers. 















[bookmark: _Toc89795418][bookmark: _Toc90676861]2.3 PESTLE Analysis
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Description automatically generated with medium confidence]PESTLE is a situational analysis tool which is evaluates the external business environment and is one of the most common strategic models used. It analyses the political, economic, social, technological, legal and environmental elements of an organisation. This allows identification of various opportunities in the business as well as threats, which interlinks with a SWOT analysis (Perera, 2017). By identifying these areas organisations can gain an insight into how external influences may impact upon their business, marketing, product development or organisational strategy. PESTLE will allow managers to assess risks and provide them with informative decisions. However, managers must be aware that data used maybe based on unfounded assumptions and insufficient (CIPD - PESTLE, 2020).
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Fig 3. PESTLE Analysis (CIPD -PESTLE 2020).


	Political
	Economic
	Social 
	Technological
	Legal
	Environmental

	Ryanair must follow a wide range of aviation laws, conventions, and customs as its aircraft travel globally. 
(CAA,2015). 


This today includes laws and regulations around Coronavirus.
(Gov – General Aviation, 2021). 

Aviation taxes, created by Governments can affect the amount of profit a company makes. 
(BBC, 2021) 



	An oil price hike in recent years has influenced ticket prices and profits of airlines all over the world. (CNBC,2021)

Due to the pandemic the company has lost 55% of its customer base, loosing £224,000 per day. (Calder, 2021).

Ryanair has purchased Malta Air, increasing Ryanair’s already sizeable business in Malta which was (pre-pandemic) 3 million passengers per year. 
(Ryanair Corporate – News, 2019). 
 
	The social attitude of British passengers has changed considerably, consumers now go on holidays a few times a year or on weekend city breaks.
(ONS, 2017)

Coronavirus has affected the amount of business travellers boarding flights, with virtual meetings taking place instead. 
(Benefield, et al. 2021). 



Ryanair has an exemplary 35-year safety record. 
(Ryanair Corporate – Facts and Figures, 2021). 
	Ryanair order 210 Boeing Max 8200 aircraft, with an order worth over $22 billion, putting themselves ahead of competitors.
(Ryanair Corporate – News, 2021)

Ryanair has developed its technological advances with Vodafone, by becoming their EU partner with 95% of Ryanair’s telecommunications managed by them. 
(Vodafone Business, 2017).


Ryanair have recently launched their Day of Travel App where customers will be able to get live updates from the airport terminal, passengers can receive webcasts from the ops centre and provide easy access to boarding passes. (Future Travel Experience, 2021).  






	During 2018 Ryanair had legal action taken against them from their crew due to poor pay and working conditions. 
(Davies, 2018)

The Competitions and Markets Authority is investigating whether Ryanair has broken consumer law by failing to offer refund for flights. 
(Gov, 2021). 

Ryanair has launched legal action over the Government traffic light system calling for transparency (Badshah, 2021).  
	Ryanair paid over £630 in environmental taxes in 2019. 

Changed their target of being plastic by 2023 to 2025.

First major airline that reports its monthly C02 emissions. 

(Ryanair Corporate – Environmental, 2021). 










To abide with political guidance Ryanair must follow every aviation law, convention, and customs to the country they visit. Within the UK this includes the Civil Aviation Act 1982 and Authority Regulations 1991 (CAA,2015).  It is vital that these laws are followed to ensure safety of passengers and crew but also ensure the international safety of the country. This ensures customer care and consideration is adhered to. Economic, social and legal factors are closely linked; recently, Ryanair announced a loss of 55% of its customers due to the pandemic, losing £224,000 per day, leaving only 39 million passengers boarding during the sixth month summer period (Calder, 2021).  This decrease in passenger numbers may be partially due to social change in businesses now using video and conference calling more often rather than physical meetings (Benefield, et al. 2021), as well as the lack of legal clarity over the travel traffic light system which Ryanair is currently launching legal action into alongside the owner of Stanstead and Manchester Airport, calling for transparency and a detailed understanding of how the government has made decisions regarding categorisation of red, amber and green countries, which is undermining consumer confidence in booking holidays abroad (Badshah, 2021). By Ryanair putting forward such a law suit they are aiming not only hoping to increase clarity on the Governments traffic light system but help increase consumer confidence in purchasing flights, increasing passenger numbers and change social attitudes of consumers. This promotes Ryanair in a positive one company one voice attitude, ensuring promotion of an effective customer-centric mindset – understanding the needs and wants of customers. Technological and Environmental analysis also link due to Ryanair’s technological advancements such as the new order placed for 210 Boeing Max 8200 aircraft (Ryanair Corporate – News, 2021) which environmentally will help Ryanair lower its C02 footprint and noise emissions by 40%; making Ryanair’s greenest, cleanest airline, achieving their target of being carbon neutral by 2050 (Ryanair Corporate – Environmental, 2021).  For customer care this creates a workstation of the future, allowing the latest technology to help not only staff help customers but protect the environment and create a one company, one voice mandate.



















[bookmark: _Toc89795419][bookmark: _Toc90676862]2.4 Porters 5 Forces
 
Michael Porter’s (1979) 5 Forces, gives an insight into the field of strategy, and has continued to shape business practice and academic thinking today. The Five Forces are, supplier power, competitive rivalry, threat of substitution, threat of new entry and bargaining power of customers (HBS, N.D). Each area is marked either high or low depending upon industry and market threats.  Porter’s 5 Forces outlines how firms may achieve competitive advantage within their industry and where improvement maybe made. (Goyal, 2021), however it should be analysed on an industry basis rather than an individual firm. This model should be used to understand factors affecting profitability, making  important decisions, increasing capacity and developing competitive strategies (CGMA, 2013).
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Fig 4. Porters 5 Forces Analysis (CGMA,2013).
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Threats of New Entrants
LOW
Threats of Substitution 
LOW
EasyJet, Go, Wizz Air, Jet2 & Monarch Airlines all run similar routes – mainly short haul &to the EU, with similar price brackets as Ryanair. 

Ryanair must ensure they compete with ‘sales’ and create positive and engaging marketing campaigns to compete effectively. 
(Dunn, 2021). 

Bargaining Power of Suppliers
HIGH
Bargaining Power of Customers
HIGH
The Industry/Competitive Rivalry 
HIGH
 There are only two manufactures of aircraft – Boeing and Airbus. This has led to high price brackets, however due to Ryanair being a loyal customer and the biggest buyer of  Boeing in the Europe they have special price privileges .  (Sprague, 2019).

Jet fuel prices also create another issue  as they are governed by World Trade therefore Ryanair are unable to barging the prices of jet fuel. (IATA,2021). 

Low budget airlines lack customer loyalty, due to the appeal of cheap tickets only. Whoever has the lowest price usually is who wins.  If an airline were to increase fares, they would simply loose business and money. Therefore customers have high bargaining power. (MasterCard Service, 2021). 



The Aviation industry is expensive to enter, with the cost of renting and purchasing jets very expensive, along with the issue of airport arrival slots which are also hard to come by. Qualified staff are also needed to fly the aircraft and look after passengers.  

The cost of marketing a new airline nationally would also be of significant cost. (Boeing, 2021). 























There are various modes of transport such as car, boat, train and bus in which consumers can travel. However this does mean high expense and longer travel times.  Ryanair stated in 2019 that while other fares have risen, Ryanair’s has dropped, being the lowest since 2004. (Ryanair Corporate Fly Ryanair, 2021).


The overall competitive Rivalry within the aviation industry is high due to other airlines such as EasyJet, Wizz Air and Monarch airlines having similar market appeals with cheap airline tickets. This also suggest that bargaining powers of customers is significantly high due to the wide choice of similar budget airlines available. Ryanair must ensure they continue to compete within the same price bracket as rival airlines to stabilize and increase their market share, which currently is at 23% compared with only 6.9% being EasyJet (Dunn, 2021).  Ryanair is working positively towards ensuring white glove customer care is given to all customers by analysing the aviation market and announcing the best possible prices for their customers and solving pricing issues effectively. The threat of new entrants is low in the aviation industry due to the initial entry costs being significant as the initial cost of renting or purchasing jets, hiring qualified staff will be costly as will creating promotional marketing material. The airline would need significant capital behind them to make the venture successful. (Boeing, 2021) This would also mean less opportunity of staff transferring companies for better opportunities, giving Ryanair the ability to savour valuable customer service knowledge and embed this into company strategy.  The threats of substitution within the industry are low, there are many different forms of transport available such as car, boat and train however these can mean higher expense and longer travel times. In 2019 Ryanair announced that their fares are the lowest since 2004 (Ryanair Corporate Fly Ryanair, 2021). This ensures they keep a one company, one voice attitude built through customer experience and building a customer centric mindset understanding needs and wants in terms of price customers are willing to pay. Finally, the bargaining powers of suppliers can be high, there are only two manufactures available for building aircraft, Boeing, and Airbus, which has led to high price brackets for all airlines. (Sprague, 2019).  Jet fuel prices have also caused significant issues due to being governed by World Trade (IATA,2021).  Therefore, Ryanair have little impact on prices charged by suppliers except for Boeing and the special privilege prices they receive due to being a loyal customer and the biggest purchaser in Europe. By Ryanair purchasing new aircraft they are providing their team with new and updated aircraft to enable them to transform their performance and therefore the overall experience of the customer, which in turn would hopefully create customer loyalty toward Ryanair. 
[bookmark: _Toc89801415]
[bookmark: _Toc90676863]2.5 Ansoff’s Matrix

Ansoff’s matrix has helped many marketers and executives understand the risks associated with expanding their business (CFI, 2021). The matrix is a two-by-two square which allows organisations to look at existing products in existing markets, looking for new products for existing markets, discover new markets for existing products and branch out new products for new markets. It is a simple framework which and encapsulates different strategic directions an organisation can adopt. (McDonald et al. 1995).  These strategic directions are aimed at growing the organisation, but also analyses the possible risks associated. 





[image: Diagram, table

Description automatically generated]Fig 5. Ansoff’s Matrix (CFI, 2021).


	EXISTING MARKETS
	Market Penetration

· Increase production capacity within Ryanair, by 2026 Ryanair want to carry 226 million passengers per year. (Jolly, 2021). 
· Ryanair needs to ensure competitive pricing with similar airlines to help increase growth of the company, this is done by lowering operational costs. (Kraaijenbrink, 2018).
· Ryanair in recent years has acquired different competitor airlines such Malta Air which will expand Ryanair’s current market there as well as give access to North African Market. (Ryanair Corporate – News, 2019). 

	Product Development

· Modify existing products, this includes Ryanair’s recent change in bag policy in 2018 when passengers will have to pay if they want to travel with a small suitcase. (Guy, 2018).
· The launch of new products, this includes using Ryanair’s ‘Always Getting Better’ Campaign to change inflight menus, staff uniforms and aircraft changes. (Ryanair Always Getting Better Campaign, 2021). 
· Ryanair could also improve product quality by introducing different aircraft into its domain. (Ryanair Fleet, 2021)

	NEW MARKETS
	Market Development

· Possible expansion to further countries regional and international, this could include introducing long-haul flights to the US/ Canada. (Ryanair – Flights to Country, 2021). 
· Customer education: Ryanair need to develop ways to make customers aware of their new product developments such as their Day of Travel App/ Ryanair Rooms. (Farey-Jones, 2018). 
· The key to market development is the research and development department, this will allow analysis of new markets, trends and consumer behaviours. (Digital Travel, 2021). 
	Diversification

· Vertical diversification is when Ryanair is looking at growth for business development by improving current products such as Ryanair app developments – ‘Day of Travel’. (Ryanair Corporate – Leading Customer Service, 2021). 
· Horizontal diversification, when a company engages with new product developments such as the ability to book hotels/ packages on their website – Ryanair Rooms. (Conghaile, 2016).
· Diversification towards new business includes the development into new market such as partnering with the National Gallery of Ireland to support the Arts or Trinity College Dublin’s Ryanair’s Professor of Entrepreneurship. (Ryanair – Our Partners, 2021). 



INCREASING RISK 
INCREASING RISK 


[bookmark: _Toc89801417]Ryanair plan to increase production and market penetration capacity to 226 million passengers by 2026 (Jolly, 2021), this will increase growth and profitability within the organisation, giving a wider opportunity for better investment in contact centres and workstations of the future. This growth will better support staff in providing a good standard customer care. In recent years Ryanair have used their ‘Always Getting Better ‘strategy to develop inflight menus and upgrading aircraft (Guy, 2018), improving the experience of flying with Ryanair for consumers and make it enjoyable, creating a white glove customer service for all which creates deeper customer trust within the brand and solve possible customer service issues such as providing modern and comfortable aircraft before they arise. Market developments could include the wider promotion of Ryanair’s product developments such as their ‘Day of Travel App’ (Farey-Jones, 2018). Currently these developments are not known to outside customers, however if wider promotion of them were made available, it may transform the organisational performance and ensure satisfaction of customers.  Horizontal diversification is when Ryanair engages with new product developments such as ability to book hotels with their flight (Conghaile, 2016). This development will allow further growth in Ryanair alongside increasing their consumer market. By promoting this development over multi-communication channels, it will create a one company, one voice attitude, increase customer satisfaction and moments of ‘delight’ due to the easy accesses of being able to purchase a flight and hotel in one transaction. INCREASING RISK 




[bookmark: _Toc90676865]3.0 Conclusion

Strategy is described as a set of principles that once effectively communicated can generate an appropriate pattern of decision making (Watkins, 2007). In order to gain an effective strategy, management tools are used to help ensure detailed analysis both internally and in external markets (CIMA, 2007). Four strategic management tools, SWOT analysis, PESTLE, Porter’s 5 forces and Ansoff’s matrix were used alongside Mckinsey’s Care of One article to analyse the current strategic customer care strategy of Ryanair. 

Ryanair Holdings PLC (2021) is Europe’s largest airline and is the parent company of Buzz, Malta Air and Lauda aircraft. Ryanair carries around 154 million passengers each year (pre-covid) and fly’s to over 200 destinations. Ryanair aim’s to promote positive customer and community care in the media by publishing their ‘Always Getting Better ‘campaign as well as raising money for local charity and in 2011 they became the World’s most favourite airline (Ryanair Group, 2021) Ryanair’s ‘Always Getting Better’ campaign (2018) which started in 2014 was in aim of improving customer satisfaction and care in the airline. Despite such positive accolades this was shown to have diminished when completing the SWOT framework where weaknesses included, Ryanair was rated only 45% in a customer satisfaction survey, their willingness not to refund passengers and the lack of publication of Always Getting Better strategy since 2018.



During the PESTEL analysis it concluded all external environments Ryanair must withstand by including political aviation laws, economic a price hike in oil has increased ticket 
Prices (CNBC, 2021). Technological developments include of a Day of Travel App giving customers live updates from the terminal as well (Future Travel Experience, 2021). Porter’s 5 Forces analysed that most market areas in the aviation industry are considered as high due to customer, suppliers having high bargaining power and the industry being competitive due to similar budget airlines being available (Dunn, 2021). Positives however include, there is little threat of new entrants due to price of entry and airlines are fast and efficient therefore have low substitution. Ansoff’s Matrix analysed the market penetration, product development, market development and diversification of Ryanair. Proposing the risks associated with expanding the business into different markets 

Ryanair in terms of growth is exceeding any other competitor holding 23% of the market share (Dunn, 2021) and are making an investment in new technology and equipment to make flying with Ryanair a better experience and incorporating elements of Mckinsey strategic direction. However, despite this Ryanair is still received negative public relations, not only in company culture but in customer care, this includes the low Which? customer satisfaction rate, the news articles on customers not receiving refunds on flights as well as not supporting front facing staff in dealing with issues. This alongside Covid is may why ticket sales are down for the six-month summer period. To navigate this from reoccurring, Ryanair need to develop better customer care adapting to Mckinsey’s care of one, to keep consumers engaged with the brand. This may be achieved by following the recommendations below. 
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Short Term:
· More ‘White Glove’ customer care is needed within customer facing platforms of Ryanair, such as the call centre. This will ensure customers are dealt with effectively.
· Continue technological advancements, (purchasing aircraft) this will better support staff and customers for the future.


Medium Term:

· Harvest employee talent, by looking after and supporting staff especially those customers facing as experience gained off them will help with customer strategy in the future. 
· Diversify into other markets such as booking hotels with flights, will increase consumer market and increase customer satisfaction by creating easy and moments of ‘delight’. 






Long Term: 

· Ryanair need to re-develop their ‘Always Getting Better’ campaign, so consumers know how Ryanair is trying to make improvements to customer satisfaction. 
· This should include an ‘omni channel’ experience to improve customer satisfaction and create moments of delight. 
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