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[bookmark: _Toc99126374]1.0 EXECUTIVE SUMMERY
This report concludes that due to Ryanair low-cost leadership model, CEO Michael O’Leary has failed to establish a culture within Ryanair, due to focusing on reducing cost wherever is possible. Further by not establishing a solid culture has affected the quality of customer service which has collided with employee and customer values and morals. The current culture of Ryanair has affected the airline due to demotivated staff which has affected the quality of customer service through customers being mistreated by airline staff. Additionally, this strategy has affected the corporate image through unethical behaviour of the airline. Michael O’Leary’s task based strict leadership style has demotivated employees which has affected employee and customer relationships. Further, Ryanair have poor communication channels when issues are raised. The research suggest that the business model is only successful due to its low fares.
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2.0 INTRODUCTION
In the United Kingdom and Irelands domestic market, Ryanair is the second largest operator with a 13% Market share next to Flybe, which operates several markets. Ryanair operates 2000+ daily flights, 86 bases across Europe, service from 225 airports with over 15000 aviation professional who work tirelessly throughout the year. This report was compiled to critically assess the culture and context of Ryanair. The Cultural Web will be applied to Ryanair to examine its internal environment. Also, a Pestle analysis will be used as a tool to analyse Ryanair external environment. 

[bookmark: _Toc99126376]3.0 MAIN FINDINGS

Exploring the importance of the need for understanding organisational culture, in addition to the exploration of Ryanair ethical stance and current culture. Further, the Johnson and Scholes Cultural Web model will be used as a tool to critically analyse Ryanair corporate culture and how this effects efficiency within the organisation. Finally, Pestle analysis will be used as a tool to understand the most important external factors that are affecting Ryanair at this current time. 


[bookmark: _Toc99126377]3.1 ORGANISATIONAL CULTURE 

(Mulling, 2008) describes the interrelated factors that affect organisational culture. The author published that organisational culture is a collection of rituals and routines, values, beliefs, attitudes, policies, and practices. In addition, these variables are what constitute a productive environment where employees are motivated, engaged and committed. This is supported (Gagne, 2014) who suggests that organisational cultures thrive when people have a feeling of self-worth, along with feeling part of an environment where personal values are aligned. The author states that each organisation has its own self-directed culture which can be affected by a variety of factors. (Mulling, 2008) explains that managers need to recognise and understand the most important influences that encourage behaviour in an organisation, together with the nature of relationships between people and the organisation. Through his research he established that behaviours are guided by our own personal values. It was also, suggested by (Schein, 2010) that shared values and beliefs established by leaders, are what shape the specific organisational culture. Further, these shared values have grave consequences on all aspects of business. For example, a weak culture will cause conflict and low productivity. Whereas a strong culture will retain and attract new talent, as well as improve employee performance. Therefore, enhancing the efficiency of the organisation. The research suggests that when organisational culture is managed based on the alignment of values and beliefs of the employees, this will build a positive atmosphere of trust and productivity.
[bookmark: _Toc99126378]


3.2 ETHICAL STANCE AND CURRENT CULTURE  

(Martin, 2011) explains that ethics and human values in business are becoming a huge focus in an ever more ethically aware society, as many large organisations are recognising that a positive organisational culture helps build trust amongst the workforce, which can increase productivity, employee retention and maintain its reputation within society as different people have different perspectives, values, and moral obligations. (Ryanair, 2022) states their values and mission is to offer ultra-low fares that give rise to a high customer demand for their service. Further are committed to keeping cost low and aim for efficiency within the organisation. The company code of business conduct and ethics (Ryanair, 2022) state’ they do not seek to gain a competitive advantage over other airlines by way of unethical or illegal practices. Further, the working environment created by Ryanair promotes an equal working environment and job opportunities which prohibits discriminatory practices of harassment (sexual or verbal). According to their group annual report (Ryanair, 2022).  employees and candidates are treated fairly and are solely judged on their behaviour and qualifications to perform a task with no regard to race, gender or any other characteristic protected by applicable laws. The Moral code of conduct is what instils the moral values, ethics, and behaviours of the organisation. 

Although there is no mention within Ryanair business code of ethics or annual report regarding organisational culture. Simply, all Ryanair employees must abide by the code of business conduct & ethics. In addition, employees are under obligation to abide by terms of their contract of employment. (Ryanair, 2022) calls this the ‘rough guide’ as these terms and condition are amended frequently. However, this can only be measured by the way Ryanair behaves and how this is interpreted by management. A view that contradicts Ryanair ethical policies and practices is articulated by (Fehrm, 2017) who contends that Ryanair use outsourced customer service agencies to save on cost. Also, have reduced employee pay and are making pilots fly up to the maximum of legal hours. This is supported by (Davis, 2017) who writes that Ryanair employees labels the company as a disgrace, after missing a deadline to respond to ethical concerns and demands raised by a group of pilots regarding employment terms to be renegotiated and improved. Moreover, Ryan-airs unethical behaviour resulted in a 24hour strike which caused the airline to cancel over 50 flights affecting 350+ passengers.

The corporate culture of the airline is influenced by CEO Michael O’ Leary and his personality. According to (Espiner, 2019) Mr O’ Leary helped Ryanair become the largest ultra- low fares airline in the EU, following his research around Southwest airlines Low- cost leadership model. Ryanair has become the largest ultra-low-cost carrier in Europe and has a team of 15,000 aviation professionals worldwide (Ryanair, 2022). Nevertheless, Mr O’ Leary’s leadership style adopts strict control and has little or no regard for stakeholders or employees. According to (Hughes, 2019) Mr O’ Leary has a task-based mindset and leadership style with the focus being on getting the job done with having no respect for underperforming employees. Further the research suggests that the culture of Ryanair is profit driven, as stated by their company values of ultra-low-cost fares. Further, the sole priority is to cut cost by outsourcing where and whenever they can with no regard for employee, morale, or stakeholders. Ryanair put the interests of the organisations ultra-low-cost leadership model over employee, customer, and stakeholder values. According to (Hobbs, 2022) the airline has been rated the worse airline by customers, giving Ryanair the low rating of 40% for cabins quality, comfort, refreshment, and customer service in an annual report survey published by Which.co.uk, due to hidden costs outlined within company terms and conditions. 

Ryanair sacrifices the quality in all aspects of their business model. Although, the term quality is based on the customer wants needs and expectations. Which is the foundation of any business model and is the key to keeping customers satisfied (Indeed Editorial Team, 2020). Therefore, If Ryanair services meets the wants, needs, and exceeds the customer’s expectations, then it is highly likely that the customer will continue to use their services. As in a more ethically aware society, customers want to know the whole of the supply chain is trading ethically and are provided with quality customer service (Goldman, 2022). Therefore, instilling company values into employees with training and development opportunities to enable them to improve the quality of customer service will improve customer relations. Organisational cultures are established through values, vision, and mission (Schein, 2010). Ryanair values, vision, and mission do not state they are focused on establishing organisational culture as they do not focus on quality customer service. Moreover, culture effects the overall quality of service (Gantsho, 2018). The need to establish a positive culture within Ryanair will enhance the perspective of the customer. By lowing their quality of onboard equipment to help fund the ultra-low-cost scheme, most people will support, if it's open and honest communication outline clearly on their website. However, by not establishing a solid culture has affect the quality of customer service which collide with customers values and morals. The current culture of Ryanair has affected the airline through unmotivated staff which has affected the quality of customer service through customers being mistreated by airline staff. Additionally, this strategy has affected the corporate image (Power. (2022).
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3.3 JOHNSON AND SCHOLES CULTURAL WEB 

[bookmark: _Hlk99128572]The Johnson and Scholes cultural web can be used as a tool to get a more in-depth analysis of the internal environment of an organisation. The cultural web provides an approach for analysing or influencing an organisations culture (Department for Education, 2022). Ryanair can use this model to assess their current culture and how this culture effects efficiency within the airline. The centre of the web represents Ryanair current culture and corporate image. The other 6 interrelated elements, Story’s and myths, Symbols, Power Structure, Organisational Structure, Control Systems and Rituals, essentially form the organisations culture. 
[image: ]

(Department for Education, 2022)

[bookmark: _Hlk99119371]1. Stories and Myths – This tell the history of an organisation, memorial events or people that are talked about inside and outside of an organisation. This will show what the company cares about and what they perceive as great behaviour (Mindtools, 2022).
(Lowbridge, 2017) states that Ryan Air has been subject to bad publicity for the working conditions of their employees. Ryanair low-cost model attempted to lower overheads by forcing pilots to fly up to the maximum of the legal hours. Further, controlling working days and setting methods of wages based on flight hours. This resulted in internal conflict with employees about the airlines method of calculating their salaries. As previously stated, which resulted in a one-day strike because the Ryanair exceeded the deadline to respond to employees’ ethical concerns which caused the airline to cancel 50+ flight and having to reschedule flights or refund over 350 passengers. Unfortunately, these bad practices have demotivated staff by showing unethical behaviour towards their wants, needs and expectations.  Ryanair staff are notoriously known for being rude to customers, these are daily situations that customers go through every-time they fly with Ryanair.
2. Symbols – These are the symbols that represent an organisation which include logos, colour schemes and dress code (Personio, 2022).
Ryanair logo is the Irish harp which is the official symbol of Ireland. Also, the company logo illustrates a figure of a flying man with his wings pointing upwards, which symbolises freedom of flight. The chosen colour blue represents strength, dependability, and reliability (Colorpsychology, 2021). Further, the logo is a representation of the company and what they stand for. For example, the quality of service or product which are perceived through personal experience or the stories and behaviours that are talked about inside and outside of Ryanair. CEO Michael O’ Leary is the founder of the perceived image of the logo, which represents ultra-cheap-flights and bad customer service. This representation influences the corporate image (Topham, 2013). For example, we are all individuals who are from different backgrounds, raised in cultures with different values, morals, goals, and perspectives in which have a desire to be fulfilled. Although, one thing people have in common is they want to be treated fairly and want to feel valued. Therefore, by creating a culture where employees are appreciated this will create a positive environment where they would want to work for Ryanair. In opposition to having a reputation for mistreating employees and customers, people would not want to work for or use the airlines services. However, from a different perspective some would overlook these factors for the opportunity to go to the destination of their dreams for an ultra-low price. 
3. Power Structures – These are the individuals who have the greatest amount of influence and power over people and operations within an organisation (Leadershipforchange, 2020). 
Company values start from the top of the organisation right down to the bottom. For example, CEO Michael O ‘Leary has the real power in Ryanair with a mission to save costs wherever possible to protect the business model, stay above competition and maintain its market share. These values, vision and mission are instilled into the management which will then be instilled into employees whose values have not aligned with that of the organisation. This philosophy has caused staff to be demotivated which has affected efficiency within the airline. Company values are what show Ryanair ethical stance. Catering to employees and customers wants needs and expectations are what build trust, which help build and maintain long term relationships (Andreski, 2020). However, Mr O’ Leary’s leadership style and corporate business model have no guidance for their employees to achieve customer satisfaction. Although, the positive aspects of Ryanair business model are they offer value to the customers by making flights available to all social backgrounds. From families in low social economic areas to be able to finally afford to take the whole family on holiday, to students studying abroad (Ryanair, 2022). However, people who can afford to pay a little extra for more of a quality service will avoid Ryanair. 
4. Organisational Structures – The organisational structure is a system that determines how activities are directed. Also, how information flows between levels of departments within a company (BBC, 2022).
Ryanair use an organisational hierarchal structure with many levels engaged in the company. The company use an upward and downward communication process. For example, the information comes from the top of the hierarchal structure to the lower levels and so on. Communications channels include emails, team meeting, faxing and noticeboards etc. When an employee raises a concern the upward flow of information follows the same process from bottom levels passed back up to the top levels (Ryanair, 2021). This makes the communication process and overall outcomes time consuming and is not very efficient. Ryanair staff are under strict supervision and are expected to work without communicating with one another for long periods of time. Management at the airline have a philosophy of focus on your own job without interfering in others work (Davies, 2017). This type of bureaucratic hierarchical organisational structure has demotivated staff where they are not able to form a culture and build and maintain strong relationships. Further, this structure has resulted in a loss of efficiency and staff turnover. Considering all these factors this has developed a weak culture within Ryanair, due to the fact of the strict working conditions and a lack of communication amongst employees.  
5. Control Systems – These are the means by which the organisation control how thing is done (Opentextbc, 2017).
There is evidence that Michael O’Leary has implemented Fredrick Taylors scientific management theory. Taylor believed through time and motion studies of getting the task done in the quickest amount of time with only one right way of doing a job which saves time and money (Masterclass, 2020). Mr O’ Leary has a task-based mindset and leadership style with the focus being on getting the job done. Rewards are given based performance of tasks with having no respect for underperforming employees. This a leadership style gives the employees no time to communicate or have the time to provide customer with a quality service and is not required within their job role. The sole obligation of work is task based with no regard for relationships with other members of staff which provides no culture to cater to the wants, need and expectations of their customer-base. 
6. Rituals and Routines – These are the daily accepted norms and practices of an organisation that signal good behaviour (Coleman, 2021). 
The daily rituals and routines at Ryanair are task based and employees are given separate job roles. The employees are under strict observation by supervisors as the cost cutting business model expects employees to do their jobs in a systematic way to save on costs. These routines encourage the behaviours of Ryanair staff and employees are not encouraged to communicate with each other or build relationships. Employees must focus on their own job and not get involved with any other employees’ work. There is no positive culture within Ryan air and staff are demotivated with focus on getting the task done in the most efficient way (Crew, 2022). This reflects on the corporate culture as the staff member is not enthusiastic and treat customers like they are treated by supervisors. Employees have no time to commute with each other or customers in which they must abided by outlined in the employees’ terms of their contract (Fido, 2012). The employees have no time to provide to customer with quality customer service and customer satisfaction is not being met.
Ryan air can use Johnson and Scholes Cultural web model for understanding how a culture operates and what drives it. Most importantly, Ryanair can use this framework to understand how to shift their current culture, from where it is now, to where it would want to be in the future. Once Ryanair understands their current state and the future state that want to achieve, they can start to think about the changes that need to be made to each of these 6 factors. Therefore, giving Ryan air the framework to bridge the gap that takes them from where they are now, to where we want to be (Thinkinsights,2021).
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3.4 PESTLE ANALYSIS 

A Pestle analysis enables an organisation to evaluate its external environment in which it operates (Pestleanalysis, 2022).

	
POLITICAL
	The Political environment strongly influences Ryanair as the fuel cost will have adverse effect on the airlines low-cost-business model (News, 2022).

	
ENVIRONMENTAL
	The full extent of the covid 19 pandemic is still affecting the airline relating to extra costs including airport and onboard equipment (Investor, 2021).

	
SOCIAL
	Due to the covid 19 pandemic, the uncertainty of being unable to travel, many companies have adapted to online meetings and conferences (London, 2022).

	
TECHNOLOGICAL
	The inability to attract skills personnel will have an adverse effect on Ryanair low-cost leadership model (Ryanair, 2021)

	
LEGAL

	Ryan air face legal from cabin crew and piolets for poor working conditions and ethical concerns (Farrell, 2018).

	
ECONOMIC
	Ryanair will feel the effect from the covid-19 pandemic for years to come as Europe’s economies recover (Ryanair, 2021)



The two most external factors affecting Ryanair currently are Political and Technological.

Political – The Political aspects of Ryanair external environment is the most important because as a rise in fuel cost could affect the companies low-cost-business model, as jet fuel is subject to a rise in inflation because of economic and political factors as oil prices are starting to rise in the fiscal year of 2022. Jet fuels are sourced internationally, and the price is dominated by U.S dollars therefore the fuel price is also subject exchange rate risks and the inability to source from suppliers. This may be due to war or conflict. For example, Russia’s invasion of Ukraine will have an immediate negative impact on the airline through airspace closures. Further, if NATO countries continue to put restrictions and sanctions on Russia. Russia may retaliate by closing its airspace to overflights, disrupting traffic between Europe, North America, and Asia. Because of Ryanair low-cost no fuel surcharge policy prohibits them from passing on the increased costs to passengers by increasing fares (Investor, 2021). Further, will have a negative impact on the low-cost-business model, profits, and growth of the organisation if fuel prices continue to increase as Ryanair is only successful due to its low prices. 


Technological – The Technological aspects of Ryanair external environment is the most important because, as the airline expands their fleet and operations, this is putting strain on existing management relating to information technology systems. The expansion will require additional skilled personnel and with their low-cost-low wage business model, this will fail to attract skilled technicians. The inability to establish a culture and attract and hire new talent will result in the inability to achieve its growth plans, sustain, or increase its market share (Ryanair, 2021).

[bookmark: _Toc99126381]4.0 CONCLUSION 

[bookmark: _Hlk99023467]In conclusion, Ryanair ethics are based around government policies and practices of law which they abide by, or they could be sued by governing bodies. The airline has no moral stance although, they abide by human rights and discriminatory laws. Ryanair will do anything to protect the business model of ultra-low- fares by cutting costs wherever they can, to stay above competition and maintain their market share and positioning. The evidence suggests that the airline has poor values and ethics within the organisation with a vision and mission of being profit driven. The quality of their services doesn’t matter as Ryanair just want the sales, by focusing on profits and not the overall quality of service, with quality taking a sideline to everything else. CEO Michael O’ Leary has failed to establish a positive culture within Ryanair which has had a negative effect on the perspective of the customer. By not establishing a solid culture has affected the quality of customer service which has not aligned with employee and customers morals or values. Through company strikes and mistreatment of staff has raised ethical concerns amongst employees and customers which has affected the personality of the airline. The current culture of Ryanair has affected efficiency through unmotivated staff, which has affected customers through mistreatment. In turn, has affected the corporate image. 
Establishing a Company culture is the biggest asset to the airline as it's the foundation for innovation success and growth. Further, should be the core aspect of any organisations business model. Organisational cultures are established through shared values and beliefs, which in turn attract likeminded individuals. People are from different cultures and background and must respect each other’s values and beliefs which will create an atmosphere of shared interests and productivity. For example, mixed cultures come together to form the organisations culture, which is establish through company values, ethical policies, and practices. If managers create an atmosphere of trust through company values and ethics, then employees’ values will align which will create a positive culture. Ryanair focus is on low cost and the leadership business model is lacking overall quality, customer satisfaction and loyalty. Organisational cultures are what drives efficiency in the workplace as when business values align with employees it creates a happy and more productive environment which will attract different customers from different cultures. Organisational cultures are formed through the company values, vision, and mission. 

[bookmark: _Toc99126382]5.0 RECOMMENDATIONS  
Changes in culture require a change in values, ethics, policies, and practices. Therefore, Perhaps Ryanair could overcome this perceived poor-quality image by establishing new values of putting employees first and create a culture where people feel valued. The airline needs to add quality customer service to their business model and find ways to motivate unproductive employees, via training and development and promotion as we all have different values, beliefs, needs and expectations. 
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