[image: image2.jpg]


Ryanair, flying high with low prices
                                                             Cindy Vrolijk

___________________________________________________________________________

Executive Summary
The last few years, the airline industry has been struggling due to the terrorism attacks in 2001 and the recession. Nevertheless, the low cost carriers (LCC) continued to be profitable and successful with its own particular business model. It is an upcoming trend in the aviation industry. Ryanair is one of these up-and-coming low cost airlines. This LCC is an Irish low-cost passenger airline, which was founded in 1985 by the Ryan family. From that year on Ryanair grows tremendously. Passenger numbers continued to increase, as well as the fleet of aircrafts and their network. But the difficulties increased as well. The cost-reduction strategy of Ryanair has several positive as negative aspects. This causes some problems and gaps between the desired identity and the corporate identity and as well between the self-image and the corporate image. The problems cause the gap due to bad communication. 
The communication activities and behaviour of Ryanair are remarkable and determine for a great part the image formation of the company. CEO Michael O’Leary is regularly in the news with wild plans to change the aviation industry. It is not always clear whether the ideas O’Leary publish can be taken seriously or if it is just a matter to gain free publicity that leads to image formation. 
The competition of Ryanair is strong, there are approximately 40 other low cost carriers in Europe
and the German Lufthansa and English EasyJet are Ryanair’s biggest competitors at the moment. Direct competition with other LCC’s  in the near future is inevitable. However their strategies have a lot in common, Ryanair is exceptional with its communication activities, single and newest fleet, corporate social responsibility, low operating costs and punctuality. Besides, this Ryanair is trying to follow the latest trends in aviation industry while focusing on its main target group; young travellers and business people. Trends as environment, social media development, efficiency and safety will not be forgotten. 
Nonetheless Ryanair has a range of weaknesses as well. Among other things, the behaviour of the company has to improve. There are too many complaints about the company according to the respondents of the survey and other travellers who flown with Ryanair. They absolutely have the potential to become the most excellent LCC worldwide and may achieve this by several recommendations. Nevertheless, before the realization of this, some problems remain to be solved.

Preface

Since my youth and after studying at the Dutch Aviation University I have been interested in the aviation industry. I have become very interested in the fact that low cost airlines are such a trend, with both positive and negative aspects. I wanted to know whether this affects the European aviation industry and the Dutch travellers. I especially got interested in the low budget airline Ryanair after several personal experiences and controversial communication activities in the media. 

This has leaded my curiosity to investigate the current image and reputation of this airline and the present public perception of the travellers. How can they revise its public image in order to improve it? I believe that cheap does not mean that is has to be bad, it should be possible for Ryanair to have a better strategy.
Additionally, I would like to thank some people whose cooperation helped me to develop this thesis, namely Drs. Bertus, the image expert, family and friends for supporting and motivating me during the last and most difficult part of my studies. Finally, but in particular, I would like to thank Mrs. Kahar, for her constant guidance and support during the research and completion of this thesis.
Cindy Vrolijk

The Hague, May 2011
Table of contents
· 1. Introduction………………………………………………………………………………
1
1.1 Problem Statement……………………………………………………………….
1
1.2 Goal of research…………………………………………………………………
2
1.3 Research questions………………………………………………………………
2
1.4 Research justification……………………………………………………………
3
1.5 Structure of this report……………………………………………………………
4 
· 2. Ryanair’s identity…………………………………………………………………………
4
2.1 Background of Ryanair…………………………………………………………...
4
2.2 Mission statement…………………………………………………………………6

      2.3 Desired identity……………………….…………………………………………....6
      2.4 Corporate identity…………………………………………………………….........7
· 2.4.1 Visual recognisability………………………………………………….
.7
· 2.4.2 Communication activities……………………………………………...
.8
· 2.4.3 Behaviour………………………………………………………………
.8
      2.5 Self image and perceived image…………………………………………………..
11
      2.6 Communication tools……………………………………………………………...
12
· 2.6.1 Publication and printed materials………………………………………
13
· 2.6.2 The website……………………………………………………………
13
· 2.6.3 Use of events…………………………………………………………...
13
· 2.6.4 Media coverage……………………………………………………
13
     2.7 Conclusion…………………………………………………………………………
15
· 3. External Analysis…………………………………………………………………………
15
3.1 Stakeholders………………………………………………………………………
17
3.2 Competition……………………………………………………………………….
18
· 3.2.1 Lufthansa……………………………………………………………….
19
3.3 Latest trends in aviation industry…………………………………………………20
       3.4 Conclusion………………………………………………………………………..
20
· 4. Public image …………………..…………………………………………………………..
21
                   4.1 Indirect experiences……………………………………………………………….
21 
      4.2 Direct experience: Results of survey analysis……………………………………
23
· 5. SWOT and final Analysis…………………………………………………………………
24
5.1 Gap analysis………………………………………………………………………
26
· 6. Conclusion and recommendations……………………………………………………….
27
· References……………………………………………………………………………
………
33
· Appendices …………………………………………………………………………………...
38
1. Introduction
The aim of this report is to analyse the current public perception of Dutch travellers of Ryanair and give advice on  a possible repositioning of the image.
Today’s airline industry is a growing market of low cost carriers (LCC), therefore the image of Ryanair is extremely important, so that the travellers will choose this airline above others. Nowadays, airlines present another picture than they did before the events of September 11, 2001 (9/11).This may be one of the reasons why the travel industry has been struggling with the number of passengers in the last few years. There is one exception when it comes to these struggling airlines. They continued to be profitable and successful. A low cost carrier or low- cost airline (also known as a no frills, discount or budget carrier or airline) is an airline that generally has lower prices and less comfort than other traditional airlines (The free dictionary, 2011, definition; low cost carrier). This way of travelling has become an enormous trend for the aviation industry the last century. According to Mr. O’Leary, giant well-known airlines had to make place for small “bit of a joke” airlines, such as the Spanish Vueling, the British EasyJet, the Australian Virgin Blue etc. Ryanair belongs to this group as well. It is an Irish low budget airline that is based on the low-cost, no frills model of the US carrier Southwest Airlines. The Dublin- based airline joined the world of aviation about twenty- five years ago and is now in 2011 Europe’s most profitable and biggest scheduled passenger airline (Reuters, 2009, UK news section, para.1). Ever since, there have been diverse opinions about the airline, from positive reasonable opinions to negative and offensive judgments, and thus the concept of offering flights for extremely low fares became a well-argued topic. 
1.1 Problem statement
Ryanair struggles with its public image
.The majority of the Dutch and other European customers are disappointed after flying Ryanair based on the results of the survey, customer reviews and blogs (see appendix I). Some of the main complaints were that travellers are not clearly informed, the assistance is poor and the unexpected extra costs surprise them. This has contributed in the disappointment. This is exactly what the problem is. According to M. Vos & H. Schoemaker, problems experienced by organisations in the media are extremely linked with the corporate image of the company. It is significant to create confidence in the company among internal and external target groups (Vos & Schoemaker, 2006, “Communication for an organisation” section, p.10). The issue that Dutch travellers are misinformed too often will eventually bring Ryanairs image in danger due to the lack of transparency. Therefore, there may be a gap between the corporate identity and the desired identity. This gap will be clarified later on. Transparency is essential; therefore communication has to play a more significant role. 
1.2 Goal of research
The main goal of this thesis is to define possible gaps and to describe how these possible gaps can be reduced. Furthermore, a description of what the possibilities are to change the perception of the public in order to improve Ryanairs corporate image and become a more reliable and positive airline.

After defining these gaps, a strategic communication plan with objectives and strategies will follow in order to modify the perception of its Dutch travellers and to reach the desired corporate image. Ultimately, an advise for Ryanair will be formulated.
1.3 Research questions
Ryanair has to maintain a certain level to achieve a better image. Cheap does not mean that is has to be bad. Therefore the following central question was formulated:

“ What are the discrepancies between the corporate identity and the corporate image of Ryanair so that they can revise its public image”?

Sub- questions:
1. “What does the product “Ryanair” consists of”?

2. “What are the strengths and weaknesses of Ryanair”?

3. “What are the key elements of its strategy and what are the objectives of the current communication plan”?
4. “What are the current opportunities and threats for Ryanair”?

5. “Who are the main competitors on the European market”?

6. “What is the image of Ryanair of the Dutch travellers”?
7. “What kinds of communication tools are being used”?

8. “Which promotional activities are being/will be carried out”?
The answers to the above mentioned sub-questions will lead to the following objectives:

· To gain insight of the organisation Ryanair
· To identify its performance in the Dutch travel and tourism market 
· To identify the image and identity of Ryanair through the media
· To identify the experiences and public perception of the travellers after flying Ryanair
· To identify the trends and developments of low-cost airlines
· To define the main competitors of Ryanair in Europe
· To name its stakeholders and its target group 

· To identify possible gaps and communication problems

· To give advise and make recommendations
1.4 Research justification
The model used while writing the report has been the corporate identity mix. With this model, it will be possible to detect the extent of discrepancy between corporate identity and desired identity. Furthermore, it is a very practical model to look in to elements of an organisation e.g. the personality of the organisation, the behaviour, the visual recognisability and the communication activities. This corporate identity mix will be further discussed in chapter 2.2. Besides this, both desk and field research were conducted by studying and investigating the literature about this specific subject.

Desk research: In order to present a complete overview of what is being said about Ryanair in the media, desk research has been conducted. All the information available about Ryanair and low budget airlines in general was found in existing literature. Such as newspapers and business information websites e.g. nu.nl, Nieuwsblad, the Guardian, Forbes and IATA. Magazines such as Deviant magazine and several blogs on Sea Bright holdings and TripAdvisor. The books that were used are “Monitoring public perception of organisations” from M. Vos, & Schoemaker, “Setting up a strategic communication plan” from M. Vos, J. Otte, & P. Linders, “Ryanair, the full story of the controversial low-cost airline” from S. Creation and Communicatie handbook by W.J. Michels. Several figures and diagrams are used, for example “the measurement action model”, “The corporate Image Measurement Model” and the Corporate identity Mix. It has been essential to study various print and electronic media to analyze Ryanairs communication activities, because a lot is being said by the press about the company.
Field research: Several individuals were interviewed who were of interest for this research. More than a few ex Ryanair crew members were interviewed. The current employees of Ryanair were not allowed to react on the questions, due to airline regulations, therefore ex employees were approached. Furthermore, there has been regular contact with image expert Drs. Sascha Bertus, who owns the image consultancy company “Room to grow”. She could be of help for improving the communication strategy and to give final recommendations. There has also been tried to contact Ryanair, but never received any response or cooperation. Besides, a survey among 101 Dutch travellers who have flown with Ryanair before was used to collect information about the opinions and ideas about the airline. The analysis is done by the application of the Corporate Image Measurement Model (Vos & Schoemaker, 2006, “A measurement model” section, p.84).  Conclusions drawn from this survey are described in chapter four. In addition, the tabulated data of the survey and transcripts of interviews are included in the appendices (appendix VI & VII).
1.5 Structure of this report

Firstly, the report is to investigate the background of the airline by using marketing communication. What are the instruments to promote its product and what external communication activities have they done already? In the part desired identity, the objectives of the company will be communicated by using concern communication. If there are changes, the airline should adjust its communication towards customers and the press. Secondly, it will look at the low cost airline market and identify the company’s recent corporate identity mix and themes such as corporate branding, reputation, image and identity are discussed in greater detail by applying the CI mix model
. Which aspects of the corporate identity have to improve and what are the goals that will lead to a better corporate image? Thirdly, a study of the strategy by using SWOT analysis and PEST analysis can be found. Finally, recommendations and advice will be given on how Ryanair should revise its public image.
2. Ryanairs identity
In this chapter, the position of Ryanair today will be reported. The corporate identity of the airline is critical to study at this point, while the corporate identity has a huge effect on the Dutch travellers. As stated earlier, there are diverse opinions and this may damage the corporate identity of Ryanair. According to Vos and Schoemaker (2006) in monitoring public perception of organisations, corporate identity can have different meanings; the definition that will be used in this dissertation is ‘corporate identity as the total of characteristic properties’. (Vos & Schoemaker, 2006, “Different meanings” section, p.45). In chapter 2.4 the model about corporate identity and its elements will be applied.
2.1 Background of Ryanair
Ryanair in a nutshell
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Table 1 Ryanair in a nutshell    Source: Ryanair (n.d.), “about us” section
Ryanair is an Irish low-cost passenger airline, founded in 1985 by the Ryan family. It was set up by businessman Mr. Tony Ryan himself with a share capital of just £1, and a staff of 25 people. 
The airline started with a small 15-seater aircraft and was offering daily flights from Waterford in the southeast of Ireland to London Gatwick. Ryanair became the biggest competitor of British Airways and Aer Lingus on the Dublin – London route, because of its cheap launch fare of £99 return. 
BA and Aer Lingus offered the same flight for twice as much; therefore they had to adjust their high prices. A year later, with two routes, Ryanair carried 82,000 passengers. (Ryanair, 2010, “about us, history of Ryanair section, para. 1-3). In the meantime Ryanair was growing tremendously. Passenger numbers continued to increase, as well as the fleet of aircrafts and their network.
Ryanair owes its success to one man, Michael O’Leary. This Irish citizen with its colourful personality became Mr. Ryan’s right hand in 1988. Remarkable is that O’ Leary was never interested in aviation and he hates aeroplanes. The former tax accountant is nowadays a well-known business man and his deliberate rudeness is associated with Ryanair. He has angered trade unions, government officials and competitors with his "bare knuckle” tactics. He does not shrink back after calling British Airways “expensive bastards” or travel agents “fuckers” who should be “taken out and shot” (The Guardian, 2005, “The Guardian profile: Michael O'Leary” section, para.6). Furthermore, he does not hesitate to taunt other airlines by cheeky advertising or scandalous publicity stunts; nevertheless he achieved impressive growth and profitability in the very competitive airline industry (Creaton, 2007, p.5). (Appendix II).  O’Leary applied an aggressively cutting costs strategy and became Ryanair Executive Director and Chief Executive Officer in 1993. His business model was based on the widely low budget airline Southwest Airlines, which already had excellent results. Forbes Magazine ranked Michael O’Leary one of the world’s top twenty-five business leaders. (Creaton, 2007, p.5). In January 2000 they introduced the website www.ryanair.com. Three months later the site was recording 50,000 bookings a week (Ryanair, 2010, “about us, history of Ryanair section, para. 17). 
In 2011, Ryanair operates more than 1,400 flights per day from 44 bases and approximately 1100 low fare routes across 27 countries connecting 160 destinations. They have a large fleet of 250 new Boeing 737-800 and within two years this will be expanded with 64 new aircrafts. Meanwhile a team of more than 8,000 people is working for Ryanair and they expect to carry 73.5 million passengers this year (Ryanair, 2010, “about us, history of Ryanair section, para. 20).
2.2 Mission statement

The mission and vision of Ryanair can not be found in any of their own literature, which is a negative point. This implies that Ryanair is not transparent and therefore, it is impossible to make progress with the business plan. Namely this business plan is based on the vision and mission of the company. Several companies such as EasyJet and Transavia release its business plan on their website. 

2.3 Desired identity

It is essential to study the desired identity
 with the internal goals at this point. Ryanair is an innovative organisation, where the keyword is simplicity. They keep on growing and developing innovative products and services. Few organisations take such a combative approach as this budget airline. They desire to lead the top through continued improvements, top passenger service, number one for fewest lost bags, fewest complaints and expanded offerings of its low-fares service”. (Ryanair, n.d. “about us, read our charter” section, par.2). Furthermore, Michael O’ Leary wants to launch more new routes, reduce the price of the tickets, decrease delays and improve punctuality ( BBC news, 2009, “Uncut: Ryanair's Michael O'Leary, why hate Ryanair?”, video fragment).
Ryanair’s objective is to maintain its position as Europe's leading low fare airline which was announced by the International Air Transport Association (IATA
) in 2006 (Ryanair, 2007, News Release, “IATA confirms Ryanair is world’s favourite airline” section, para.1)
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Figure 2.1  IATA world rankings – International passengers 2006

Source: Ryanair news release, 2007
2.4 Corporate identity

According to Birgit, Stadler and Funck, corporate identity consists of three different elements; visual recognisability, communication activities and behaviour. These factors influence the image formation of the company, this will be discussed in chapter 4.1. In order to look at the corporate identity of Ryanair, the CI mix will be applied for the following key elements of its strategy (Vos & Schoemaker, 2006, p.58).
2.4.1 Visual recognisability
Design is the visual recognisability of the organisation or also called symbolism such as pictures, symbols, the house style, linguistic usage and the choice of the logo (Vos & Schoemaker, 2006, p.58). Ryanairs products and services are offered brightly coloured using exclamation marks and giant letters.
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The logos of Ryanair changed over the years. They are almost always using blue and yellow, except ones in 2007. The logo of figure 2.2.4 is the actual logo and the explanation is as follows. The yellow logo in front of the word Ryanair is a harp with the silhouette of an angel. The yellow/blue coloured logo is an integral part of the house style and is applied to different communication activities. They are far and widely visible e.g. its uniforms, the website, the exterior and the interior of the airplanes etc. Based on the outcomes of the survey, barely 27% of the Dutch travellers associate these two colours with Ryanair. According to the theory of image expert Drs. Sascha Bertus, visual aspects such as colours and shapes will be reminded by (potential) clients and thus are extremely important for the image of the organisation. These primary colours have a meaning; blue is a cool, calm and neutral colour and sends out reliability. Furthermore, blue is the colour of the sky. Yellow is a luminous colour that attracts peoples attention, contains most light of all colours and because of its brightness, yellow is used a lot in commercials and traffic. 
Primary colours are frequently used in logos from organisations who want to make the impression that the products they sell are cheap e.g. IKEA (yellow, blue) and Lidl (blue,yellow,red).The colours of Ryanair fit very well with the low cost image of the organisation (Interview Bertus S., January 4, 2011, appendix  V). 

2.4.2 Communication activities

Communication activities are the messages that the sender expresses in any form to receivers. CEO Michael O’Leary is on regular basis in the news with wild plans to change the aviation industry. It is not always clear whether the ideas O’Leary publishes can be taken seriously or if it is just a matter of gaining free publicity that leads to image formation. Further details and examples of communication activities can be read in chapter 2.6.
2.4.3 Behaviour

This is the way in which the organisation manifests itself facing the stakeholders for example in the product and services offered, pricing etc. Ryanairs main strategy is cost-reduction. The prices are low-priced and the information is simple and uncomplicated. The linguistic usage is mainly formed by M. O’Leary, Ryanair Chief Executive. His comments during press conferences and interviews are most of the time vulgar and derogatory to women. Nevertheless, the airline has a stingy and cost cutting attitude which has a huge influence on its employees. For instance, O’Leary declared that the staff needs to pay for their own uniform and that the airline prohibits its staff to charge their mobile phones during work since they consider it as electricity theft.  With this procedure Ryanair saves up to 41,90 € per year. This is one and a half eurocent per employee ( Deviant magazine, 2005, “De waan van de dag” section, para.1) Following several other facts that shows the behaviour of the company.

Cheap tickets

Cheap tickets are designed to encourage fare-conscious leisure and business travellers. This type of traveller probably never fly or prefer to take other means of transportation to their destination e.g. bus or car. Tickets are always on one way basis and all prices are without government taxes and passenger service charges

The fleet 

Ryanair has the newest fleet of aircrafts in Europe. The fact that they only operate by using one single type of aircrafts (the Next Generation aircraft Boeing 737-800) limits the costs associated with personnel training, maintenance and the purchase and storage of spare parts. The interior of the aircrafts are basic; the yellow seats have only one straight position thus allows more passengers on board. Window shades have been removed, so the cabin crew does not loose time to open them between flights. There are advertisements everywhere; no free magazines in the seat-back pockets, only the one for the in-flight sales and the familiar paper bags are available on demand. 

Minimum baggage allowances

One item is accepted as hand luggage with a maximum of 10 kilos. Handbag, briefcase, laptops, shop purchases camera etc. must be carried within the permitted one piece of cabin baggage. Every second piece has to be checked in and will be charged (Ryanair, 2010, “Questions checked baggage allowance” section). Additionally, Ryanair has a limit of 15 kg for checked-in bags, which is lower than most airlines where this is 20 kg. Despite this, it may be possible in the future that passengers have to carry their own luggage to the airplane, to reduce the costs.
Secondary airports

Ryanair sells tickets to Barcelona, Paris or Dusseldorf, but will actually take the passengers to “third-rate” sorts of places, some nearly 65 kilometres away from the capital city.
Airports and frequent Point-to-Point Flights on Short-Haul Routes 

Ryanair offers short frequent point to point flights which have a flight duration of approximately 1.2 hours. Non- stop routes keeps Ryanair away from costs e.g. service for connecting passengers with baggage transfer. The airline prefers to fly to secondary and regional airports where it is less crowded and allows them to get a turnaround
 time of less than 25 minutes. This has a positive effect on the flights leaving on time, there are fewer terminal delays and a greater number of flights per day.

No "free" amenities 

During the flight, passengers will not obtain free drinks or snacks. Ryanair points out that scrapping these free drinks and meals on board lead to lower fares (Ryanair, 2010, “About us” section). Instead, there is a possibility to buy refreshments and snacks on board. During an interview, an ex employee stated that the cabin crew needs to sell a minimum on each flight. If the average spend of a flight was not enough, the supervisors were not satisfied, even if an emergency on the same flight went well.
Passengers pay for spelling mistake 
A spelling error of the name on the ticket will cost the passenger a lot of money or they have to buy a new one. Laurence Stassen points out that this is incorrect and she requests the European chief commissioner of transportation to adjust these evil practices (Lenssen, B., 2010, “Reizigers betalen voor spelfout” section).
Website Ryanair.com
With assistance of the new reservation system Flightspeed from Accenture Open Skies, internet users are able to make and pay for confirmed reservations through Ryanair.com. Since September 2004, internet bookings have grown about 96% on a daily basis, due to the promotion of the website through newspaper, radio and television advertising.
Safety and Quality Maintenance

Safety is the primary priority of the company. The training of pilots, flight crew and maintenance personnel reach the highest European airline industry standards. The fact that Ryanair only has one type of aircraft increases safety as mechanics are familiar with this type of aircraft. During the last twenty years, Ryanair has not had a single incident involving major injury to passengers or cabin crew. The contractors of Ryanair provide similar services to other airlines as well like British Airways and Aer Lingus. 

Customer service

Ryanairs strategy is to deliver the best customer service performance in its peer group
. Better punctuality, fewer lost bags and fewer cancellations are achieved according to reports by the Association of European Airlines. They are able to achieve these results by operating from secondary and regional airports. (Ryanair, 2010, “Strategy, Customer service” section, para.3). 

Low Operating Costs 

- Personnel Productivity – Ryanair tries to improve the productivity of the staff by controlling the number of passengers booked per employee, on-board sales of products etc. 

- Customer Service Costs - With direct sales through telephone reservations (4%) and Ryanair’s website (96%), the airline removes travel agent commissions. 

- Airport Access Fees – Due to the contracts with secondary and regional airports, Ryanair has the possibility to improve the volume of passenger traffic and decrease the airport taxes.

Additional Revenues and other incentives
Ryanair offers a quantity of other services such as in-flight sale of beverages, food and goods and internet related services. Additionally they offer accommodation services, travel insurances as well as car rentals through its website and telephone reservation offices. Since 1998 Ryanair is having a cooperation contract with Hertz car rental and they have extended this cooperation until 2014 because of the results. The amount of Ryanair customers that hired a Hertz car increased with 70% and this makes Ryanair one of the largest providers of clients to Hertz in Europe. (Zakenreis nieuws, 2010, “Verlenging samenwerking Ryanair en Hertz” section, para.1). Subsequently additional services accounted approximately 13,9 % of the total operating revenues of Ryanair. Other incentives of the airline are the obligatory online check-in and the extra fees for checking in bags or suitcases.(SeaBright holdings, 2010, September 1, “Ryanair (RYAAY): Walmart on Wings” section, para.2.)
Growth opportunities

By targeting particular markets Ryanair aims to follow a convenient growth plan. They believe that they have possibilities to expand the growth by
- adding more routes from the UK or Ireland to other locations in Europe 

- increasing the rate of existing flights 

- adding more routes within European countries
- opening new bases in Europe
- connecting more existing airports with each other (“triangulation”)
2.5 Self image and perceived image

Then it is useful to study the self image
, because the attitude of the staff decides the real behaviour of the company. The self image is part of the corporate image as viewed by the various publics. Based on the outcomes of the field research of the Ryanair employees, differences are found between the corporate identity and the self image. This group has a wrong image of the actual situation within the company. At this point it is crucial to bring self-image and identity closer together; otherwise the possibility exists of a lack of motivation. An ex employee of Ryanair can confirm this. Due to the fact of bad labour conditions, rudeness of the staff  and management, and an unconfident feeling he was unmotivated. He regrets the fact of working for Ryanair, because he did not have the impression of working as a valuable cabin crew member but as a sales person in an aircraft. 
Besides safety, quality maintenance and low operating costs, customer service is one of the most important aspects of Ryanairs strategy. According to the employees they barely receive a 2 hour training where they are trained in money exchange and the use of mutual signs
. 
2.6 Communication tools 
Communication activities are extremely important and these activities are important to differentiate one organisation from another. The communication tools depend on the strategic goals, the objectives, profile of the target group and the budget. The main communication tools are used to promote the airline within the countries where they operate the website, merchandising products, posters and promotion videos. It is important to maintain consistency in the appearance, linguistic style and tone, slogans, figures etc. used in all communication activities. Without this consistency, the message will not be as effective and the possibility exist to confuse or distract the target audience. According to Drs. Bertus this has happened with Ryanair. The majority of the advertisements are in greyscale. “The use of black and white lead to less recognition. It would be better to use the house colours yellow/blue to improve this and the combination of humour and simple style often works well”(Personal interview Drs. Bertus).It is essential at this point to find out what Ryanair has done so far. 

2.6.1 Publication and printed materials; Advertisements
In 2001 Ryanair started with its marketing and advertising campaigns. After analyzing the advertisements, it could be stressed that they are vulgar and abusive. The company considered this kind of approach, because it attracts the attention of the target group. More information about these advertisements will be given in chapter 4.
2.6.2 The website
A website is a communication tool that is not a single project. The media is interactive, so it has to be up to date at all times. If outdated information stays on the website it could turn people off the webpage and could create a bad image for the company. Here are some facts of the Ryanair website.
Basic information – information about the airline, buy tickets online, FAQ, live flight information, news, destinations, fee schedules, annual reports etc. Press releases are posted every month.
Languages – the content is available in 24 different languages. The primary language is Irish, the language of the national office.
Navigational aids – there is a search FAQ function, a site map to assist users to locate the information on the site. A last update at the bottom of the homepage or other pages is unfortunately not applicable. 46% of respondents of the survey is satisfied about the navigation and use of the website.

Contact details – This includes all information to contact employees of the company e.g. email address, mailing address, phone number and fax number. On the Ryanair website the contact button is easy to find, however only a mailing address in Ireland and a fax number are available. There is definitely a lack of availability of an email address and phone number of a customer service. 36% of respondents of the survey is not satisfied with the quality of the customer service. Furthermore the design is simple and clear with the colours of the house style, the navigation is easy and texts are short (Wipo, n.d.,“Content for Effective IP web sites” section, para.3). (See appendix VI)
2.6.3 Use of events
The use of a special day or week can be an effective way to raise awareness. It can provide an opportunity for various stakeholders who are interested in the company. These events tend to generate extensive media interest thanks to the different events and activities.
2.6.4 Media coverage
Establishing a good relationship with the key media contacts is critical to obtain media coverage. The communication with the media offers dual advantage; free publicity is free of charge and works better than paid advertisements. The disadvantage is that the company never knows how or if the media will cover a story. CEO Michael O’Leary is on regular basis in the news and it is not always clear whether the ideas O’Leary publishes can be taken seriously or if it is just a matter of gaining free publicity that leads to image formation. A few examples of communication activities such as cases and plans which appeared in the press were:

Introduction of paid toilets 

The use of the toilet on board will cost one Euro or one Pound. According to O’Leary, the toilets on board can be reduced to one single toilet per airplane. This would mean that some extra passengers could be carried. Aircraft manufacturer Boeing was strongly against this idea and refused to cooperate in removing a toilet on board of its Boeing 737 aircrafts.
Introduction of fat tax 

Heavy passengers would have to pay extra on flights, regardless of passengers who actually need two seats. This tax will be for heavy passengers who do not fit in one single seat.
‘Vertical seats’ on short haul flights

In 2009 O’Leary suggested to introduce ‘standing’ seats. These seats would take the last ten rows of the airplane and will be free of charge or half of the price (see figure 2.2). Like this, more passengers will fit on the airplane and the price of the tickets will reduce. This measure is still not approved by the safety authorities and the probability that this plan will be approved is small, but they take it seriously. From survey results, 80% is not prepared and not interested in these standing seats at the moment (Survey,2010). 

Figure 2.3 

Source:WAtoday,2010

The case against co-pilots in every plane

According to O’Leary, it should be possible to fly on short haul flights with only one pilot. The co-pilot is unnecessary in modern jets where the computer does most of the flying now. He suggests that the flight attendants are perfectly capable to do the job of a co-pilot. O’Leary points out that “such a move would save the airline industry a fortune.” But because this will never be approved by the aviation authorities, the CEO came up with another suggestion; train the co-pilot to do the job of the cabin attendant as well. When the co-pilot can do both jobs, both pilots can take care of the sale of food and beverages on board while the automatic control has completely taken over the airplane (Forbes, 2010, September 10, “The case against co pilots in every plane” section, para.2). Several other cases and campaigns which are crucial for the image formation of the company will be discussed in chapter 4.1.
After all the examples, it can be stated that the use of free publicity is not extraordinary for Ryanair. They are promoting themselves for free, but some articles are misleading and not correct. Therefore first-rate media relations are essential. The relationship that Ryanair develops with both national and international journalist has to be good in order to read positive news in the press worldwide. Nowadays news is spread quickly over the internet and Ryanair needs to adjust its communication activities. At this moment Ryanair itself only produces two or three press releases every month on its website, it is better to double this and mention more about the positive things Ryanair and the CEO are doing for the company.
2.7 Conclusion  
What became clear about Ryanair through this chapter is that they are the leader in the world of low cost aviation and Europe’s biggest LCC. Furthermore, they have an impressive background, many elements of success and a very eccentric CEO (Duray D., 2010, “The Solo Captain: Ryanair’s Eccentric CEO Would Ditch Co-Pilot, Baggage Handlers For Cheaper Seats” section”). However there are some gaps between the desired identity and its corporate identity, for example, some less positive aspects could be point out as well about the airline, such as ‘hidden costs’, secondary airports, minimum baggage allowances etc. Additionally, Ryanair uses a wide variety of communication tools to reach the potential passengers.  A negative point is that they are mostly using free publicity.
3. External Analysis 

In this external analysis of the company the PEST
 analysis will be applied. These factors could influence the behaviour of Ryanair in the media.
Political factors
Political aspects have influence on the company’s strategy. Ryanair is merely operating inside Europe and currently the political situation of the Europe Union is stable. Ryanair is facing the expansion of the European Union (EU) and this will have a huge effect on the strategy of Ryanair, they will continue growing. This will change when Ryanair expands its destination to the United States (Ryanair, 2010, “investor” section).  On the other hand, the success of Ryanair can be affected by the decisions of other political organisations like the OPEC 
, which decides on oil costs. The legal aspects can have a negative effect on Ryanair’s activity. 
The emission restrictions set  by the European Commission and the EU legislation on working time regulation and union recognition will affect Ryanairs policies. (Longo,R.,2010, “Ryanair PESTLE analysis section”,p.5). The influence that security has on an airline depends on the decisions made by the government and politics. But it is important that they consider the needs of individual travelers. (Hammer. 2010, November 14, “Unthinkable Airline Security”). 
Economical factors
For the economical factors, a major issue is the price of oil and fuel costs. The unstable price influences the aviation business. Ryanair is only able to offer economical flights dependent on these prices. If the price increases, this may lead to higher ticket prices. Besides, it is important for Ryanair to have stable customers. The depreciation of US dollars affects the company, for the reason that the American customers will book their flight if the US Dollar is low (Ryanair, 2010,”Investor” section).

Social factors

As for the social factors, “monitoring the socio-cultural environment is about understanding changing trends in populations, lifestyles and values” (Seaton & Bennet,1996, p.12). For instance the terrorism act 9/11 had a huge impact on the lifestyle of people, they started to hesitate taking a plane. The changing trends and developments in the air transport in leisure as well as business tourism are a factor that affects the business of an airline. 
Nowadays, air traveling is more important in peoples lifestyle than ever before. A huge trend at this moment is ‘online booking’; internet became a very popular tool. Trips are much easier to book and travel agencies are not necessary anymore. These passengers became the key customers for Ryanair, thus the target group of the company. The target group will be discussed in the next chapter. Moreover, the environmental factors are also part of the social environment. According to Boeing, the next generation aircraft (that Ryanair makes use of) will be 20% more fuel efficient and will show a 20% reduction in carbon emissions (ITB world travel trends report, 2009/2010, “Air transport” section, p.5).
Waste

The business model of Ryanair does not include “free” drinks, meals or newspapers compared to the traditional airlines. The result is a substantial reduction in the amount of waste generated by Ryanair. Less waste from food, packaging and newspapers.

Noise
Ryanair is the European leader in minimising the number of people affected by noise of Ryanair aircrafts. The aircrafts meet the terms of current noise requirements and the use of winglets will reduce the noise even more with 6,5%. Additionally, Ryanair mostly operates from airports outside the city and they do not fly during the night. Therefore, Ryanair is the leader of environmental efficiency and thus corporate social responsible (Ryanair, 2008, “Ryanair and the environment” section, para.7-8).
Technological factors

Technological factors such as internet will improve the airline industry. Ryanair engaged with consumers on third-party social sites such as Facebook, Twitter and Linked in and all activity are hosted on the website. However, developments in telecommunication such as Skype, is a negative fact for Ryanair. Less business people will take a plane if they can have a business meeting by video.
3.1 Stakeholders
Primary stakeholders are those whose financial or personal situation is related directly with the performance of the organisation. Secondary stakeholders are other societal groups which are affected by the activities of the company. Stakeholder feedback helps to shape the strategy of the airline. The stakeholders of Ryanair are:
· Employees - The stake of the employee is a job at the company. He/she will receive a promotion, a raise or other benefits when the organisation has success, but will lose the job if the company fails. The behaviour of employees affects the corporate identity by interaction with the customers, performance at the customer service, etc.
· Customers – Customers are the key stakeholders of this business. Their payment for the service or a product is their stake, in exchange with satisfaction of needs, wants and requirements. The perception of the customers is crucial, because without customers the airline cannot exist and will not be making any profit.
· Travel agencies and airports - They are affected by the activities of the company.
· The media – The media is an external stakeholder. They are related directly with the performance of the company, they can make or break its reputation.
· The local community – The people who are living close to the airports are playing a small part with the decision making of Ryanair. It is important to keep the local community happy by not making too much noise during the landing.

· Stockholders - They have an immediate stake in the corporation, because their money offers the company financial support. If the company is successful, their stock gains value, but when it is the other way around, they will lose it (Ehow, stockholders, 2010).  
· Governments – the national government and other governmental departments are important stakeholders that have direct impact on the strategies of the company. Ryanair is obliged to add extra charges and airport/tourist taxes to their ticket prices. If the government decides to raise these costs, Ryanair should modify its strategy.
· The competitors - The low cost carriers and other airlines expect the company to observe the norms of competitive conduct established by society and industry. Ryanair has to distinguish itself from competition and stay unique by making significant differences in marketing results, staff morale etc. If they manage this effectively it should protect themselves against competition from new or current competitors. 
Stakeholders, who also form the target group are:

Young customers 

Ryanairs targeting strategy focuses on young people (mostly students) 16-28 years old and business travellers aged 25-44 holding medium responsibility positions. The survey showed that 64% of the participants is between 16 and 40 years old (Survey, 2010). The main target group are leisure travellers and since a couple of years business travellers are part of the target group as well. (Ryanair, 2010, “Advertise with us” section).
Business travellers

According to the world travel trend report 2009/2010, the trend of low budget flying affected all regions of the world. As a result of cuts in the corporate travel budget, business people are forced to search for cheaper flights. Based on results of this report, Ryanair has carried more passengers to/from Spain than the national airline Iberia. People over the 55 years and older are not a primary target group of Ryanair. Despite the frequency with which they travel, they are less likely to trust the internet and usually prefer to book through travel agencies (ITB world travel trends report, 2009/2010, “Air transport” section, p.5). 

3.2 Competition

As stated earlier, the low cost carriers and other airlines expect the company to observe the norms of competitive conduct established by society and industry. Ryanair has to distinguish itself from competition and stay unique, however the competition with other LCC is steep; they all observe each other and aim for the same goals
After analyzing the competition, it has become clear that Lufthansa and EasyJet are the biggest competitors of Ryanair at this moment. See the following figure.

Figure 3.1 

Largest International carriers by passenger number 2009

Source: IATA (2009)
According to Ralph Beisel, an airline expert: “"Lufthansa has learned a lot from the business models of low-cost carriers and is seeking to combine that knowledge with its own strengths". This means that other airlines might overtake the status of Ryanair (Deutsche Welle, December 2005, Business, “Lufthansa Takes on Low-Cost Airlines” section, para.4). For instance, Transavia Airlines. This Dutch low cost airline and independent part of the KLM group is an important competitor as well, even if it is not mentioned in the previous schedule. Transavia would like to distinguish itself in the marketplace by marketing its product as “low cost with care” and will focus on growth in existing and new European markets (Transavia, annual report 2008/2009, “Strategy” section, p. 7). Based on the figure, at this moment, Lufthansa is the most important competitor of Ryanair. Therefore a small overview of this airline will be presented in the following chapter.
3.2.1 Lufthansa

The German airline Lufthansa Aviation Group (AG) was founded on January 6, 1926. The head office is situated in Cologne. The main airport where Lufthansa operates is Frankfurt International Airport in Frankfurt am Main. Lufthansa is one of the founders of Star Alliance, one of the world most important alliances between airlines. Lufthansa operates with 432 aircrafts and offers 97.000 employees a job. Its most important elements of its strategy are quality, innovation, safety and reliability (Lufthansa, “History, twenties - A pioneering era: from adventure to routine operations” section, para.2). Lufthansa has first class, business class and economy class seats on board. Ryanair only has one class , namely: economy class. Furthermore, meals are being served on board during the flight. In general this airline has a better image then Ryanair because of the quality on board and its public image. However, Lufthansa has the oldest airplanes of all LCC whereas Ryanair has the newest fleet. This distinguishes them from the other competitors (see figure 3.2).

Figure 3.2 
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Source: Planespotters, Airfleets and Saxo Bank (2009)

A weakness of Ryanair is the lack of transparency. Other low cost airlines such as Lufthansa, (Lufthansa, “Service” section, 2011) Transavia and EasyJet (EasyJet video “turning Europe orange” 2011)  provide more inside information about the company on its website, such as mission and vision, interviews with the CEO and advanced contact information.
3.3 Latest trends in aviation industry

Trends in the aviation industry change every year. Despite the recession and the raise of oil prices, there are always four key components: safety, efficiency, the environment and commercial freedom in which Ryanair strives to be the best.
· Safety; safety must continually improve. This can be achieved by acceptance and implementation of the IATA Operational Safety Audit 
(IOSA) ( IATA, 2011, “IATA Operational Safety Audit” section).  

· Efficiency; the aviation industry changed a lot from 2004 until now. The productivity improved (61%) and the sales and distribution costs dropped (13%). The IATA played a more significant role, which is very positive for all airlines.

· Social media development; nowadays a variety of companies are using social media to relate to their customers. Ryanair created its own company page on Facebook with currently 83,107 followers (Facebook, 2011).
· Environment; this must be top of the political agenda, because the performance of the environment is decisive. The air transport is trying to lead to a carbon free future, with more efficiently flying planes, investing in technology and building a more efficient infrastructure.

· Commercial freedom; outdated regulations are a threat to the industry ( IATA, 2011, “Development trends in the airline industry”, section, p.5-9). 
3.4 Conclusion

After studying the external analysis of Ryanair it became apparent that Ryanair is facing various threats. Competitors are adapting Ryanairs strategy with its own strengths and knowledge to that from Ryanair and other successful LCC to not fall behind. One day these airlines can become bigger than Ryanair. However, this organisation consists of all the facilities; Ryanair is operating in the political stable EU, they are corporate social responsible, environmentally friendly and are moving along with the latest trends in aviation industry, its status might be overtaken by other airlines.
4. Public image 
Ryanair often appears in the media and causes that people form an idea about the company, the so-called public image, not to be confused with the corporate image. To clarify this; public image consists of ideas and opinions that the public has about an organization, but that may not be what the company is really like and the corporate image is the image formation of the public after noticing various sources such as blogs, reviews, press releases etc. A latest trend of information search is that society looks for more than just one blog or one website. They examine several sources to find information. Ryanair pops up in articles of various sources; newspapers, blogs, reviews etc. and is thus the image formation that forms the corporate image of the company. 
4.1 Indirect experiences

A corporate image consists of impressions and evaluations in relation to the organisation as a whole  (Vos & Schoemaker,2006, pp.36). According to Ajzen and Fishbein there are more factors that influence image formation. The control that the management has on the corporate image and the different ways in which the organisation manifest itself enables them to reach various publics such as the press in order to generate free publicity. The lack of control of free publicity is risky for Ryanair, this attention could be negative. Following a couple of positive and negative examples of communication of Ryanair.
Hidden costs  

According to several blogs and customer reviews, there are several complaints about the so-called ‘hidden costs’ of flying Ryanair (Appendix I). All prices are without passenger service charges like Ryanair putting customers at a disadvantage by charging them a fee for using a credit or debit card to pay for tickets. Also passengers exceeding the baggage weight allowance will be charged for excess baggage which is £20/€20 per kilo(Ryanair, 2010, “Questions checked baggage allowance” section).
Charity Calendar 

In December 2007 Ryanair launched their first charity calendar for 2008 which features the cabin crew in beachwear. The money was donated to charities e.g. €75,000 for children's charity 'Angels Quest' in Ireland (2008), €100,000 to the homeless charity 'The Dublin Simon Community' (2009) and about €100,000 which was donated to the “When You Wish Upon a Star” Charity in the UK (Ryanair, 2010, News, “Ryanair cabin crew strips off for 2010 calendar” section).(Appendix III-4.). 
According to ex employees, the charity calendar with this appearance is a negative aspect. A formal cabin attendant of Ryanair points out that the organisation should change the whole strategy of this calendar. She thinks that it should be more decent and less expensive. “Ten Euros for just a calendar of a half naked cabin crew is too much. Families would never buy it and I would not like it if my husband buys a calendar of half naked women. Neither do I think it is appropriate for a family with young children” (Interview, 2010).
February of 2001 “Satisfaction guaranteed - Blow me, these fares are hard to swallow”
In May 2001, the UK's Advertising Standards Authority ordered Ryanair not to repeat adverts, which contained explicit sexual innuendoes after it promoted its Valentine's Day fares with the Blow me! slogan and the illustration of two pairs of feet, one on top of the other (Ryanair, 2010, “About us” section). (Appendix III – 1.).

April of 2001 “Manniken Pis - Pissed off with Sabena's high fares”?
This advert drove Sabena crazy and convinced Belgium that Ryanair's low fares and Brussels Charleroi were here to stay. The ad was successful because in August 2001 they carried more than one million passengers in a month for the first time. This is more than the total of passengers in the year 1993. (Ryanair, 2010, “About us” section).  (Appendix III – 2.)

Furthermore, Ryanair launches more 'positive' campaigns. As stated earlier, the baggage standards with its bag weight and size restrictions of Ryanair are very strict. The survey showed that for many respondents these kind of restrictions are unacceptable (Survey, 2010). The company wants to improve communication with the launch of a carry-on bag with the following campaign:
Samsonite suitcase “is yours the perfect size”? Size does matter! 
The name of the campaign fits well with the controversial image of the company. The campaign is about the Samsonite Aspire hand luggage bag that is only available at Ryanair.com and is approved for transport on Ryanair flights. It costs €79,00 and will be delivered to the home address, anywhere in Europe. The suitcase has practical extras such as lockable zippers, separate pocket for travel documents and an organized interior with elastic straps, all in a lightweight package (Ryanair, 2010 “De officiele Ryanair handbagage” section) It is not very clear where you are able to buy this suitcase. (Appendix III – 3.) 
TripAdvisor voted Ryanair least favourite airline

In April 2010, TripAdvisor found out that Ryanair was voted least favourite airline in a UK survey of favourite airlines (TripAdvisor, 2010, “Ryanair voted least favourite airline” section, para.4).Besides, the American market research institute ‘Zagat’, declared that Ryanair has been chosen as the worst airline of the world. According to the results of 8000 respondents, Ryanair scores very bad for service, comfort and food (Nu.nl, 5 December 2010, “Ryanair slechtste luchtvaartmaatschappij” section, para.1) Furthermore, the survey showed that 65% of the respondents never received any information from Ryanair itself, but through other extern communication tools. So, the lack of communication is definitely a gap.
4.2 Direct experience : Results of survey analysis

At this point the findings of the online survey, based on the various elements of the Corporate Image Measurement Model, will be reported. The survey was conducted between December 2010 and January 2011 among 101 participants with the age of 16 years and older. All respondents have flown at least ones with Ryanair, so the outcome is not based on public perception, but direct experience. 

65% of the respondents were women and 43% of the respondents were between the 25 and 40 years old. 83% of the respondents are leisure travellers and only 4% use Ryanair for business trips. 


The primary impression that people have of the organisation are low costs, paying extra fees and no service. The familiarity with the organisation is not very high; 69% of the respondents barely know Ryanair and 2% has never heard of the airline before. This could be due to the fact that 26% of respondents is from the western region of The Netherlands and 24% from the north of the Netherlands. Only 6 % of respondents are from the east region. Ryanair is only uses the smaller airports in the south and east regions of The Netherlands and more than 57% of the respondents received information about Ryanair from family, colleagues and friends. Perception and preference are key elements, 71% of the respondents is positive about the characteristics of the organisation. For instance safety (79%), punctuality (76%) efficiency ( 72%). Some negative outcomes are the quality of customer service (39% bad), answering phone calls (37% bad), costs excess baggage (24% very bad, 32% bad) and the service on board (37% bad). In case of position, it is important how people compare Ryanair with other companies. If the respondents have to choose which airline they prefer to fly with, 18% chooses Ryanair. 36% chooses KLM and 29% chooses Transavia. (Survey, 2010)


After analyzing the results of the survey, it became clear that the lack of communication provides negative aspects, such as vagueness, unreliable, extremely high cost for excess luggage etc. The primary impression, the associations with the organisation is what the (potential) customers will always keep in mind (Monitoring public perception of organisations, 2006, p.84,85).
5. SWOT and final analysis
A SWOT analysis is an effective way to identify strengths and weaknesses and to examine

opportunities and threats a company might face in the future.
Strengths
· Brand name: Ryanair has developed a very well recognised brand name.
· Single model of aircrafts (newest 737-800 of Europe) will reduce training, maintenance and supervisory costs: reducing costs.
· Internet site: The airline removes travel agent commissions with direct sales through Ryanair’s website (96%) and telephone reservations (4%): reducing costs.
· Low operating costs: Due to the contracts with secondary and regional airports, Ryanair has the possibility to improve the volume of passenger traffic and to decrease the airport taxes: reducing costs.
· High seat density and capacity
· Fast turnarounds resulting in maximum aircraft utilization.
· Growth opportunities: increasing the rate of existing flights, adding more routes within European countries, opening new bases in Europe, connecting more existing airports with each other (“triangulation”).
· Safety and Quality Maintenance: The training of pilots, flight crew and maintenance personnel reach the highest European airline industry standards. Furthermore punctuality, high rate of flight completion and low baggage loss gives a good image of the company's reliability.
Weaknesses
The day a plane of Ryanair crashes, the impact on the reputation of the company will be incalculable. One of the most important pillars of the company, safety, will disappear. Customers want to fly cheap, but only if this is completely safe. As soon as the aspect safety will be in doubt, consumers will drop out in large numbers and the reputation damage and financial losses will affect Ryanair. (Communicatiemannen, 2009, “De kracht van een sterk merk” section, para.3). In case of a LCC, customers will ignore Ryanair and will choose a more secure company with a better reputation in the future, even if they have to pay more money. Other weaknesses are:
· Ryanair earns publicity through negative press reporting which affects brand image in the long term.
· The company is perceived as arrogant and the slightest incident gets a lot of press coverage.
· Poor customer relations and service: people skills
· Lack of transparency, no clear mission and vision of the company can be found in any of their literature.
· Competitors can easily copy Ryanairs cost advantages
· Long distances of its airports from city centres. This can become less attractive and a big inconvenience for leisure and business travellers.
· Decrease in availability of airport/landing slots in popular or frequently travelled destinations.
· Low employee morale (interview ex Ryanair employees).
· High sensitivity to any new taxes that may be imposed.
· Misleading advertisements about ticket fares and destinations, the so-called hidden costs.
· High turnarounds would increase fuel consumption and CO2 emissions. 
· The current unrest in OPEC country Libya; oil prices will ascend extremely in more than two years and experts are fearful that the oil export will decrease because of the violence with other countries in the Middle East. This will have huge consequences for the price of Ryanair tickets. (CBC News, 22 February 2011, “Libyan unrest causes oil chaos” section).
Opportunities
· Complete deregulation of aviation industry in all EU markets.
· Plan for expanding operations outside the EU, e.g. The United States.
· Mergers/acquisitions could be a way to stretch its operations to popular business routes and leisure destinations.
· Inspirational leadership (Michael O'Leary)
· Additions to the EU are an opportunity for Ryanair. It will increase movement of job seekers across borders and the tourism industry will grow as well because of the new destinations.
· Potential to capture market share.
· Due to the economic recession, passengers prefer to fly as cheap as possible and because of this, Ryanair is able to 'steal' customers with its lower fares from other traditional carriers.
Threats
· Direct competition with other LCCs in the near future is inevitable.
· Traditional airlines are cutting fares and costs which could affect the market share of Ryanair.
· Fuel costs
· Positive economic improvements
· Mergers/acquisitions could threaten the existing LCC
Limited availability at major airports can be a hurdle for the expansion plans.
Price sensitive customers

5.1 Gap analysis 
In order to be in a position to tackle concrete problems, it is necessary to analyse obstacles. This can be done by the use of a gap analysis. Based on the results of the SWOT it is possible to define the differences between the current image and the corporate identity of Ryanair. As well as it is possible to describe differences between reality and perception. The biggest gap: Ryanairs strategy is to deliver the best customer service performance; better punctuality, fewer lost bags and fewer cancellations. But this is al materialistic. Travelling for leisure is for a lot of people an emotional matter. The customers expect, even if they pay a low price, good service and this is also obligatory.
	End State

Desired identity
	Current State

Corporate identity
	Gaps/Action



	1. No more complaints and surprises for the passengers especially about extra costs and fees.


	There are too much hidden costs when buying a ticket on the website and on the airport during check-in.
	More clearness.

Ryanair has to clarify these 'hidden' costs. Offer tickets with fees and other extra costs included, no more surprises for the customers.

	2. Respond to simple, common email questions within 2 business days and phone calls in the Dutch language.
	For many Dutch customers it is unclear where and how they can contact the Ryanair customer service and everything in English. (Survey 2010).
	Improve Customer Service Department. 37% of the Dutch customers are not satisfied about the service.( Survey, 2010).


	3. Thanks to the extra staff, the crewmembers work less, are more motivated and friendlier.
	The passengers declare that the service on board can be improved. 
	Improve service on board:

1. Increase staff

2. Less annoying entertainment

3. No standing seats. 80% of the Dutch customers are against this proposal. (Survey, 2010).

4. Offer more service training for staff. More than just the 2 weeks training before starting the job.(Interview ex Ryanair employee).

	4. More real and positive news items about the company and less negative or untrue announcements from the press.
	65% of the Dutch customers 

never receive information or messages spread by Ryanair itself. (Survey,2010)
	Become more widely known by spreading information via social network e.g. Facebook, My Space, Hyves etc.



Source: Compilation of various facts of this dissertation.

6. Conclusion and recommendations
In this dissertation the public perception of Ryanair has been investigated. Ryanair is the leader of LCC in the world and is successful because of its low fares. The central question “how can Ryanair revise its public image in a way that makes it appear to be more positive from the perspective of its Dutch travelers? ” has been replied with the aid of the sub-questions. The corporate image of Ryanair consists of impressions and evaluations from the public; the indirect and the direct experiences. A variety of positive and negative communication activities, such as campaigns, advertisements and articles form the public image, which is not encouraging.
Direct experiences were investigated with the help of an online survey. The outcome of this survey stated that the primary impression that people have of the organisation are low costs, paying extra fees and receiving no service. Research has shown that more than half of the respondents receive information about Ryanair from family, colleagues and friends. 65% of the respondents has said never to read or see messages from the company itself. These people are misinformed due to the lack of transparency and the information that is spread in the media. Due to remarkable ideas and statements of the CEO Michael O’Leary, which cannot always can be taken seriously, Ryanair gains free publicity that leads to image formation. Bad news can be good publicity, for example the idea of the CEO to fly on short haul flights with only one pilot. O’Leary points out that “such a move would save the airline industry a fortune”. 
Employees barely receive a two hour training where they are trained in money exchange and the use of mutual signs
. They state that Ryanair is paying more attention to the average spend of products during the flight than on emergency cases. This does not match with the corporate identity of the organisation. In addition the perceived image
 is different from the organisation’s actual image among the public. (Vos & Schoemaker, 2006, p.60-62). Some employees state that the strategy of Ryanair is poor. “I think its strategy is to make money, but not from flights but from other little stuff that we take for granted like food on the aircraft, scratch cards and luggage overweight and it’s horrible”. So, based on the observations of various Ryanair employees, there exists a gap between the self image and the perceived image of the organisation, the self-expectations and the self-perceptions establish this gap. 

Flying with low costs has become a huge trend and this will even grow in the future. Lufthansa and EasyJet are Ryanairs biggest competitors at the moment and direct competition with other LCC in the near future is inevitable. Other traditional airlines combine the strategy of a LCC with their knowledge and its own strengths, this means that other airlines might overtake the status of Ryanair in the future. After analyzing the strategy it can be stated that the biggest gap is the difference between the desired identity and the corporate identity. Communication plays a significant role here. Controversial articles in newspapers, negative reviews in blogs and misleading advertisements about ticket fares and destinations, the so-called hidden costs, cause this gap. Furthermore, the customer service is poor. This can be improved by several developments explained in the recommendations part. Besides, based on the results of interviews with ex Ryanair employees, a gap can be identified between the self-image and the corporate image of the company. This gap has to decrease in order to achieve an ideal situation. When corporate image, self-image, corporate identity and desired corporate identity approach each other closely, this can be regarded as the ideal situation.
Recommendations
Firstly, it is essential to define the communication problem. The next step is to consider what the effect is and lastly they have to answer the question on how to achieve an answer to this question. Recommendations will be given based on the outcomes of the measurement action model as mentioned in “monitoring public perception of organisations” which show how research and strategic decisions can be implemented by certain activities (Vos & Schoemaker, 2006, “Operational policy: timing” section, p.123). 
Based on the observations of various Ryanair employees and analyzing the corporate identity, it can be stressed that discrepancies consist between the self-image and the identity. Especially the idea of customer service, communication activities and behaviour. Internal attention is required. 
After studying the actual identity and the desired identity, it can be concluded that they are not similar. The corporate identity should receive attention with help from organisation experts. Communication plays a supportive role in this process. Once the identity and the desired identity coincide, Ryanair can work on a change of the self image. As soon as these three aspects coincide, a detailed study of the relationship between corporate identity and corporate image is possible.
After the general research it can be assured that in this case an image campaign to reach ideality is necessary (Vos & Schoemaker, 2006, “Operational policy: timing” section, p.123).
Image campaign – newest fleet; emphasize safety
An image campaign is designed to create a specific identity in the minds of key audiences when they think of a product, organisation or corporation (UH, 2006, image campaign, para.3). Firstly the analysis, as shown in figure 3.2, shown that Ryanair has the newest fleet compared to twelve other significant (low budget) airlines. This is an extremely important and positive aspect which should be pointed out in the media through a new campaign in order to improve its image. Ryanair has all the facilities: Ryanair is the leader of environmental efficiency, the aircrafts will be 20% more fuel efficient and will reduce less carbon emission. Furthermore, the fact that Ryanair only has one type aircraft increases safety and besides, their aircrafts meet the terms of the noise requirements. Furthermore, they reduce the amount of waste by not offering free food, packaging and newspapers. Secondly the strategy, it is significant to emphasize safety in this campaign, because cheap is often related to unsafeness, which is incorrect in this case. It is not necessary to explain the services with a lot of words, because they are already well known. The slogan and its tone of voice has to fit in its strategy, so informal, easy to remember and simple:

“Cheap unsafe? No way!
Fly Ryanair, we have the newest and safest fleet of all”. 
The objectives are to encourage engagement among current travellers. These positive aspects can make this campaign successful and even convince potential customers to fly Ryanair. 
Communication tools such as advertisements on radio and/or TV and on large billboards will be applied. Besides, one of the communication tools for this new campaign will be social network advertising as well. People will see these advertisements when they log in to social media sites. The websites are very accepted by the youth, thus part of Ryanairs target group which they have to focus on. Currently, social network sites are the most popular online occupation and social network ads worldwide will increase tremendously in the future (especially on Facebook and MySpace) Marketing facts, “Huidige staat en toekomst van social network advertising” section, para.6. 2010).

Figure 6.1

Source: eMarketeer, July 2010
Corporate executive branding to improve the image of the CEO 
CEO’s have large impact on company’s image and behaviour. The image of the CEO of Ryanair is causing a gap; the company is not reliable because of its image. According to Vos and Schumacher, this is a gap between the real corporate identity and the desired identity. Objectives can not be reached if the CEO does not change its behaviour. 

Microsoft is having a less positive public image then Apple due to the misbehaviour of CEO Steve Ballmer. And Apple became extremely successful because of the leadership of Steve Jobs. The CEO of Ryanair, Michael O’Leary is to a certain extent responsible for the accomplishment of Ryanair. On the other hand he has a bad influence on the company. He reaches the media with striking statements and ideas, which influences the public perception of the company. He seems to be rude and amateurish and his comments during press conferences and interviews are most of the time vulgar and derogatory to women. It is for the stoke of the whole company to transform the image of the CEO (see appendix II). The recent economic climate and huge market of corporations makes corporate executive branding essential. With all the other mega companies it is important to humanize the corporation to indicate someone to be the face of the company for the public who can gain acceptance and support. In this case, the CEO. The goal is that he has to create identification between him and the brand. He has to be honest, admit problems, honesty solidifies trust, which is the principal currency of communication. Finally it will improve the relationship with the customers and the staff (Ascendant Strategy Group, 2010, “Corporate Executive Branding – A New Approach” section). 
Furthermore, an image and etiquette training can be suggested.  This training will help him take advantage of his personal presentation and communication skills and will give him the knowledge, training and information that he can use to immediately make a significant improvement in both personal and business life.  Last but not least, dress code and personal image consulting. 
The CEO is at all times dressed casually with jeans and t-shirt or a blouse. To be able to achieve a more qualified image, he has to dress more formal. However, all these suggestions will only be successful if Mr. O’Leary himself agrees. If he does not agree, it may be recommend to point out a new spokesperson or a spin-doctor. 
Moreover, it is recommendable to invest more money in paid advertising and improve the visibility of Mr. O’Leary in order to change its image. The communication department has to support to reposition the image by releasing more press releases and mention the CEO more when he, for example, supports a charity, spoke during a crisis or organised a Christmas get-together with all employees. Nowadays the press takes care of what appears and how Mr. O’Leary appears in the media. This is too risky for Ryanair. 
After analyzing the results of the SWOT analysis and the gap analysis further recommendations can be given. 
Motivate employees in order to change self image through internal campaigns 
Internal attention inside the company has to increase, to improve motivation of Ryanair employees. If Ryanair wants to offer more and better service, it is necessary that the employees are motivated. Their perception of the self image of the company has to change. Employees want rewards, strong leadership, conversations with their immediate managers that give direction, freedom, coaching and opportunities to learn. Some Ryanair employees do not feel that they are that appreciated by the company. (Interview ex-Ryanair employees, appendix IV). It can be suggested to organise activities or events to bring all the staff together including the management. This will create mutual respect which motivates and empowers employees to deliver the companies brand in a more positive way (United way, “steps to success” section, n.d.) Furthermore, offer better training for the employees, to maximize their operational efficiency in order to improve poor customer service. Internal branding needs to be applied in order to create a better image of the company with communication as a supporting tool.
Increase transparency and trust
Communication is a significant gap, customers are not well informed about the services of Ryanair. To solve this, transparency, or the ability of customers to find and understand the objectives of the company has to increase. By publishing more information on its website such as mission and vision, interviews with employees/CEO, providing business reporting data, possibilities to contact etc. The website has to be more ‘human’, friendly and easy to use, instead of chaotic and cheap. This has to improve.
Hire more employees 

The service on board of Ryanair is minimal. Employees work a lot more than traditional airlines. The flights are short and passengers do not obtain free drinks or snacks during the flight. Therefore Ryanair needs less personal to attend a flight. The productivity per employee at traditional airlines is 850, at Ryanair this is 6.000 passengers. (Nieuwsblad, 2002, “Hoe veilig is goedkoop vliegen” section, para.3). These results only satisfy the company, meanwhile the employees do not enjoy their work. 

Results; they are unmotivated and unfriendly. By hiring more employees this difficulty can be solved. Because a friendly “good morning” and a smile does not cost anything.
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1985 	Establishment of Ryanair		 	2001 	First Continental European base at Brussels Charleroi


	Passengers: 5,000					Airport and 1st controversial "Mannikin Pis" advert


1987	Ryanair acquires its first jet aircraft		2002	Second Continental European base Frankfurt Hahn


1990	Re-launch as Europe's first low fares airline		Passengers: 15,736,936			


1991 	Ryanair makes a profit of £293,000 for the year	2004	Most popular airline on the web for 2003 by Google		for the first time					Passengers: 27,593,923
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2000	launch website - � HYPERLINK "http://www.ryanair.com" ��www.ryanair.com�		2009	Average fare was reduced to just €35			
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Figure 2.2.1 Logo 2003


Source:  BBC News, 2003








Figure 2.2.4 Logo 2011


Source: Brands of the World, Ryanair 2011





Figure 2.2.2 Logo 2007


Source: Vector logo, 2007
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Figure 2.2.5  Logo 2011


Source: Brands of the World, Ryanair 2011
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� CI-mix stands for Corporate Identity mix. (Vos&Schoemaker,2006,p.58)


� Desired identity is what top management believes the organisation could become. (Macmillan English Dictionary,2009-2011).


� IATA stands for the International Air Transport Association – works with its airline members and the air transport industry as a whole to promote safe, reliable, secure and economical air travel for the benefit of the world's consumers. (IATA, about us, 2010)


� The time required to get a plane back in service after a completed flight.


� a group op people, especially people who are the same age, social class etc. as yourself  (Longman Dictionary of Contemporary English,2003) .


� The self-image is the image that internal publics have of their own organisation. (Longman Dictionary of Contemporary English,2003)


� Mutual signs are symbols in an airplane, such as emergency exit 


� PEST analysis stands for "Political, Economic, Social, and Technological analysis" and describes a framework of macro-environmental factors used in the � HYPERLINK "http://en.wikipedia.org/wiki/Environmental_scanning" \o "Environmental scanning" �environmental scanning� component of � HYPERLINK "http://en.wikipedia.org/wiki/Strategic_management" \o "Strategic management" �strategic management�.


� The Organization of the Petroleum Exporting Countries (OPEC,2011)


� The IATA Operational Safety Audit (IOSA) program is an internationally recognized and accepted evaluation system designed to assess the operational management and control systems of an airline.


� Mutual signs are symbols in an airplane, such as emergency exit 


� The perceived image is how people inside the company assume others perceive the organisation. (Vos&Schoemaker,2006,p.61)
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