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Anomauin. Y cmammi npoeedeHo KOMNIeKCHe OO0CHIONCEHHsT Npoyecié GnposaodiceHHss ma adanmayii
3azanbHuX cmpameeiti KoHKypenyii Maiikna Ilopmepa 6 ymo8ax MIDCHAPOOHUX PUHKIE NOCIY2e HA NPUKAAOI 2100anbHOT
2any3i nACa3CUpCLKux asianepegesenv. Y motii uac K QyHOAMeHmAanbHi cmpame2iyni Mooeni po3pooisAIuUcs NepedatcHo
0151 BUPODOHUYUX CEKMOPI8 Ma MAMePIaIbHUX NPOOYKMIB, OaHe O0CHIOHNCeHHS AHANI3YE, K KAYO08I NPUHYUNU Ti0epcmea
3a sumpamamu ma ougpepenyiayii mpancopmyromocsa nio 6NIUGOM VHIKANbHUX XAPAKMEPUCMUK HOCIYye — d came
HeMamepiaibHOCMi, HepO3PUSBHOCMI, HeOOHOPIOHOCMI ma Hemoxcaugocmi 36epeocenns (modens IHIP). Poboma
3AN0BHIOE ICHYIOUY HAYKOBY NPO2ANUNY, OOCHIONCYIOUU GNAUE CHeYupiunux 2any3egux onepayiunux obmedcenb ma
NPOCMOpoBUX  8UMIPIE HA CMATICMb KOHKYPEHMHUX hepedaz Y HeCcmabilibHOMY 2100a1bHOMY — cepedosuiyi.
Buxopucmosyiouu memoo skicno2o nopisnsaibHo2o ananizy xeticie (case study), y po6omi npedcmasnerno noanubnenui
ananiz cmpameiunux Kougizypayitl, oopanux 06oma nposionumu ceponelicbkumu nidepamu 2anysi: Ryanair, wo ¢
emanonom noykocm-nepegiznuxa (LCC) 3 poxycom na nioepcmso 3a sumpamamu uyepes onepayitiny egpekmugnicms, ma
Lufthansa Group, mepesicesoco nepesiznuxa 3 nosnum cnexkmpom nocaye (FSNC), saxuil peanizye ckraouny cmpameziio
oughepenyiayii na ocHo8i bacamobpeH0080i apximexmypu ma y4acmi y enodanvHux asiayiinux anvancax. Memooonozis
00CI0NCeHHS nepedbaiac cCucmemMamuyry OYiHKy 6MOPUHHUX OGHUX, 8KAIOUAIOYY PIYHI 36IMU, 2ay3e8y AHANIMUKY ma
cmpameziyni  NOKA3HUKU  eheKmueHocmi, Osi 3iCMAGIeHHA JIAHYIOXNCKIE 6APMOCMI Yux oOpeaHizayiti 3 IXHiMu
cmpameziynumu  yinamu. Emnipuuni pesynemamu O0eMOHCMPYOMb, WO YCHiwiHe cmpameziune NO3UYIOHY8AHHS 8
agiayitinomy ceKmopi He € pe3yibmamom HO0OUHOKO20 MAKMUYHO20 8UOODY, A 3ANeHCUMb 8I0 YIIICHO20 Y3200HCEHHs.
ousatiny mapupymuoi mepesici (point-to-point npomu hub-and-spoke), modyavrnocmi nocnye (anbanonine) ma cywacuux
yugpposux cucmem ynpasninus ooxooamu. 3okpema, ananiz Ryanair niomeepooicye, wjo nidepcmeo 3a eumpamamu
3a0e3neyyemvcs eKCmpemManbHo CMaHoapmu3ayiclo @romy, GUKOPUCMAHHAM BMOPUHHOI IHGpacmpykmypu ma
CUCMEMAMUYHUM BUOKDEeMAEHHAM dodamkosux nociye. Haenaxu, npuxnao Lufthansa Group imocmpye, wo cyuacua
oupepenyiayis 0ocseacmovcs uepes wupomy mepesici, 2nobanviy 36 'ssuicme sasdaxu uiencmsy ¢ Star Alliance ma
aKmueHe BUKOPUCMAHHA YUPPOGUX eKocucmeM Oisl NiOBULeHHs J0ANbHoCmI Kiienmis. Kpim mozeo, y cmammi 6usagieHo
cmpamezivHuil napadokc: CMpIMKa yu@pposizayis, noCUumooHU Npos3opicmb YiH, OOHOHACHO CMAE NOMYICHUM
iHCcmpymeHmom 0 21ubokoi ougepenyiayii uepesz nepconanizayiio KIiEHMCcbKo20 00C8i0y ma NPeouKmueHy aHAIIMuKy
Odanux. Teopemuuna yinnicme pobOomu noasieae 6 immezpayii NPOCMOPOBUX MA PesYiUHUX ACHeKmie — MAKux sK
OUHAMIKA ABIaYIIHUX ANIbAHCIE MA KOHQDI2ypayii Mapuipymnux mepesic — y Kiacuuny CmpyKmypy 3a2aibHUX Crmpamezitl.
3 ynpasnincokoi mouxu 30py pe3yabmamu NiOKPecuionms KpUmuuHy 6adCIUSICMb GHYMPIWHbLOL cmpameiuHol
y32000icenocmi ma 8ionosionocmi pecypcie cmpameeii (resource-strategy fit) ons ynuxnenns pusuxosanoi nosuyii «stuck-
in-the-middle». 3pobneno sucnosok, wo 6 ymosax cmupanns mexc mixe mooensamu LCC ma FSNC, zdammuicmo
niOmpuMyeamu Yimkuti MexHon02iYHO NIOKPINIeHull cmpame2iuHull apxemun 3a1Umacmocs UHAYANGHUM YUHHUKOM
00620cmpoK080i hinancosoi cmitikocmi Ha MIJICHAPOOHUX PUHKAX NOCTYe.

Knrouoei cnosa: xonxypenmna cmpamezis, MidcCHapoOHi punKu nociye, agiayiina 2any3ss, 1i0epcmeo 3a
sumpamamu, ougepenyiayis, Ryanair, Lufthansa Group, kongizypayin mepesici, pozmesicysanis nocuye.

Dopmyn: 0, puc.: 1, maon.: 2, o6ion.: 27

Abstract. This article examines the complex implementation and adaptation of Michael Porter’s generic

competitive strategies within the context of international service markets, utilizing the global passenger airline industry
as a primary illustrative case study. While foundational strategy frameworks were originally developed with a focus on
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manufacturing sectors and tangible products, this research explores how the core pillars of cost leadership and
differentiation are fundamentally redefined when applied to the unique characteristics of services — specifically
intangibility, inseparability, heterogeneity, and perishability (the IHIP model). The study addresses a critical research
gap by analyzing how service-specific operational constraints and spatial dimensions influence the sustainability of
competitive advantage in a volatile global environment. Using a rigorous qualitative comparative case study approach,
the paper provides an in-depth analysis of the strategic configurations adopted by two prominent European industry
leaders: Ryanair, representing a prototypical low-cost carrier (LCC) strictly focused on cost leadership through
operational efficiency, and Lufthansa Group, a premier full-service network carrier (FSNC) pursuing a sophisticated
differentiation strategy based on a multi-brand architecture and global alliance participation. The methodology involves
a systematic evaluation of secondary data, including annual reports, industry analytics, and strategic performance
indicators, to map these organizations' value chains against their stated strategic objectives. The empirical findings reveal
that successful strategic positioning in the international airline sector is not a result of a single tactical choice but depends
on the holistic alignment of network design, service modularity (unbundling), and advanced digital revenue management
systems. Specifically, the analysis of Ryanair demonstrates that cost leadership is sustained through extreme
standardization, the use of secondary infrastructure, and the systematic unbundling of ancillary services. Conversely, the
Lufthansa Group case illustrates that differentiation in the modern era is achieved through network breadth, global
connectivity via the Star Alliance, and the leveraging of digital ecosystems to enhance customer loyalty. Furthermore,
the study demonstrates a significant strategic paradox: while rapid digitalization intensifies price transparency and
commoditization, it simultaneously serves as a powerful enabler for sophisticated differentiation through personalized
customer experiences and predictive data analytics. Theoretically, the paper contributes to the field of strategic
management by integrating spatial and relational dimensions — such as hub-and-spoke vs. point-to-point configurations
and airline alliance dynamics — into the classical generic strategies framework. From a managerial perspective, the
results underscore the vital importance of internal strategic consistency and "resource-strategy fit" to avoid the
precarious "stuck-in-the-middle"” positions. The article concludes that as the boundaries between LCC and FSNC models
continue to blur, the ability to maintain a clear and technologically-supported strategic archetype remains the primary
determinant of long-term financial sustainability in international service markets.

Keywords: Competitive strategy, International service markets, airline industry, cost leadership, differentiation,
Ryanair, Lufthansa Group, network configuration, service unbundling.

Formulas: 0, fig.: 1, tab.: 1, bibl.: 27

Problem Statement. Globalisation and logics. Therefore, it is essential to analyze how
digitalisation have profoundly reshaped service firms synchronize internal operations
competitive strategies in service industries, with these complexities to sustain competitive
with international air transport serving as a advantage. Current research (Porter, 1985;
paradigmatic case of a globalized, regulated, Francis et al., 2007; Wittman & Belobaba,
and hyper-competitive market (Wood, 2009). 2018) remains rooted in generic frameworks,
However, foundational frameworks like yet contemporary analyses (Luo, 2024,
Porter’s generic strategies were primarily Henault, 2023) suggest that modern advantage
designed for manufacturing. In the airline depends on integrating value chains with
industry, these models face limitations due to global digital ecosystems.
service-specific attributes — intangibility, Analysis of Recent Research and
inseparability, and perishability. The central Publications. The theoretical foundation for
challenge involves maintaining a defensible analyzing competitive advantage in the airline
position when value is derived from complex sector remains rooted in the generic strategies
network configurations rather than physical framework established by Porter (1985), which
outputs. As full-service and low-cost carriers emphasizes the choice between cost leadership
converge, the risk of a "stuck-in-the-middle" and differentiation.  Recent academic
position becomes a critical strategic concern. discourse, notably by Francis et al. (2007) and

Furthermore, digitalisation introduces a O’Connell & Williams (2005), has expanded
paradox:  while it intensifies  price this logic to the specificities of aviation,
transparency, it also enables deep focusing on the evolution of low-cost carriers
differentiation through personalized (LCCs) and full-service network carriers
experiences. A notable research gap exists in (FSNCs). In the Ukrainian scientific context,
how spatial and relational dimensions — such the strategic dimensions of aviation
as hub-and-spoke designs, alliances, and management are explored by Smerichevskyi
service modularity — modify classical strategic and Hura (2021), who analyze the systemic
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economic dynamics of air transport, and
Kharazishvili et al. (2022), who propose
strategic scenarios for sustainable
development and recovery within the safety
dimension. Empirical evidence from Wittman
& Belobaba (2018) and Akram & Hanif (2021)
highlights an increasing strategic convergence
between these models, while industry-specific
analyses by Luo (2024) and MatrixBCG (n.d.)
explore the complexities of multi-brand
positioning and global alliances. Furthermore,
current research by Henault (2023) and
Lokalise (2023) underscores the
transformative impact of digitalization on
service delivery, suggesting that modern
competitive advantage is determined by the
ability to synchronize internal value chains
with  global digital ecosystems and
sophisticated revenue management systems.

Formulation of the article's
objectives. The aim of this article is to analyse
how firms in international service markets
design and implement competitive strategies,
using the international passenger airline
industry as an illustrative case. The study
focuses on two leading European players that
represent contrasting strategic archetypes:
Ryanair, a prototypical low-cost carrier
pursuing cost leadership, and Lufthansa
Group, a full-service network carrier pursuing
differentiation and a multi-brand strategy.

To achieve this goal, the study employs
a qualitative comparative case study approach,
which is appropriate for capturing complex
strategic configurations and context-dependent
mechanisms. The methodological framework
is based on a systematic evaluation of
secondary data, including annual reports,
investor presentations, and industry analytics.
The analysis utilizes Porter’s value chain
model and the IHIP service characteristics
framework to map how operational
configurations align with strategic objectives.
Within this framework, the article addresses
three specific research questions:

-How are generic competitive strategies
adapted to the specific characteristics of
international service markets?

-How do low-cost and full-service
airlines configure their competitive strategies
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in terms of network design, service offering
and revenue model?

-What are the theoretical and
managerial implications of these strategic
configurations for competing in international
service markets?

Presentation of the main research
material.  Porter’s  generic  strategies
framework identifies three primary ways for
firms to achieve a defensible competitive
position: cost leadership, differentiation and
focus (either cost focus or differentiation
focus). A firm pursuing cost leadership aims to
become the lowest-cost producer in its
industry, allowing it to offer lower prices or
achieve above-average margins at prevailing
prices. A differentiation strategy, by contrast,
seeks to offer products or services that are
perceived as unique in ways that are valued by
customers, enabling the firm to command a
premium price. The application of Porter’s
framework to international service markets
requires accounting for the IHIP model
(intangibility, inseparability, heterogeneity,
and perishability), as these characteristics
fundamentally redefine how competitive
advantage is sustained (Akram, 2021; Henault,
2023). Digitalisation has transformed many
international service industries by enabling
online booking, price comparison, customer
reviews and dynamic pricing. For airlines,
online travel agencies, metasearch engines and
direct online channels have increased price
transparency and intensified competition.
(Lokalise, 2023; Camphouse, 2022; Henault,
2023). At the same time, digital tools allow for
more sophisticated revenue management,
personalisation and ancillary services, which
can support both cost leadership (through more
efficient yield management) and
differentiation (through personalised offers
and loyalty programmes).

Industry context: international
passenger airline market. The international
passenger airline industry is one of the most
globalised service sectors, with carriers
operating extensive networks across continents
and competing for both leisure and business
travellers. The market is structured around
several strategic groups: full-service network
carriers (FSNCs), low-cost carriers (LCCs),
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regional airlines and long-haul specialists.
(Ranganathan, 2018; Wood, 2009). According
to Smerichevskyi and Hura (2021), the
systemic economic dynamics of this sector are
increasingly shaped by institutional regulatory
mechanisms that aim to balance market
efficiency with national transport security.
Full-service network carriers typically operate
hub-and-spoke systems that connect numerous
origin—destination pairs through central hubs,
offering multiple service classes and
comprehensive  connectivity. Low-cost
carriers, by contrast, emphasise point-to-point
routes, simplified service offerings and high
aircraft utilisation. Global airline alliances —
Star Alliance, oneworld and SkyTeam — have
emerged as key strategic mechanisms for
full-service carriers to extend their reach and

coordinate schedules (Wood, 2009). These
alliances allow carriers to operate extensive
virtual networks, effectively responding to the
competitive pressure exerted by the expansion
of low-cost models (LIGS University, 2022;
Ranganathan, 2018).

The study focuses on two leading
European airline groups that represent
contrasting yet influential strategic archetypes
in the international market: Ryanair as a
low-cost carrier and Lufthansa Group as a
full-service network carrier with a multi-brand
strategy. (MatrixBCG, 2023) ; SWOT
Analysis Example, 2023; Luo, 2024).

The logical link between service
characteristics and the resulting strategic
configurations is visualized in the conceptual
framework (see Figure 1).

. Need for Branding
Intangibility & Reputation
\J Network _
Design (Hub- Cost Leadership (LCC)
and-Spoke vs. Ryanair,
bili HR & Local Ops Point-to- Standardization,
Inseparability Management > Point). Secondary Airports
Service
Standardizati Modularity
andardization ;
i Unbundlin
Heterogeneity Challenges Ly ( levels) g
Differentiation
Digitalization (FSNC).
& Alliances. Luf_thansa, HUbe’
berishabilit Revenue /| Alliances, Premium
Y Management Experience
(Yield)

Figure 1. Conceptual framework: the impact of service characteristics on strategic
positioning in the international airline industry

Compiled by the author

The conceptual framework illustrates
how the core characteristics of services (IHIP
model) act as drivers for strategic decision-
making in the airline industry. Specifically,
intangibility and heterogeneity force carriers to
choose between extreme service
standardization (Cost Leadership) or complex
brand differentiation. Meanwhile, perishability
and inseparability dictate the configuration of
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networks and the degree of service modularity,
leading to the distinct operational archetypes
of Ryanair and Lufthansa Group. The
framework illustrates the causal relationship
between the IHIP attributes of services
(Intangibility, Inseparability, Heterogeneity,
and Perishability) and the strategic choices of
airline carriers. The model demonstrates how
these characteristics necessitate specific
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configurations of network design, service
modularity, and digital integration, ultimately
leading to the adoption of either a Cost
Leadership (LCC) or a Differentiation (FSNC)
strategic archetype.

Ryanair is widely recognised as a
benchmark for cost leadership in European
aviation, operating a large network of
short-haul routes, often using secondary
airports and a strictly standardised fleet.
(Latticework, 2024). Lufthansa Group, by
contrast, operates full-service network airlines
(e.g., Lufthansa, SWISS, Austrian Airlines)
and has pursued a multi-brand strategy by
developing and restructuring its low-cost and
point-to-point brand Eurowings.

Case  analysis:  Ryanair’s  cost
leadership strategy. Ryanair has built its
competitive strategy around an

uncompromising pursuit of cost leadership in
short-haul European markets. The airline
operates a highly standardised fleet,
predominantly composed of Boeing 737
aircraft, which reduces maintenance and
training costs and allows for greater flexibility
in aircraft deployment. High aircraft
utilisation, rapid turnaround times and a dense
schedule of flights contribute to spreading
fixed costs over a large number of passenger
kilometres. (Quartr, 2023;, Latticework,
2024).

A distinctive feature of Ryanair’s
strategy is its extensive use of secondary and
regional airports, which typically offer lower
landing fees and airport charges than major
hubs. (LIGS University, 2022; Quartr, 2023).
These airports are often located further from
city centres, but they enable the airline to keep
costs down and negotiate favourable terms by
generating new traffic for underutilised
infrastructure. By leveraging these cost
advantages, Ryanair is able to offer very low
base fares, often significantly undercutting
full-service carriers and sometimes even other
low-cost competitors on overlapping routes.

Ryanair’s service model is built around
unbundling: the basic ticket provides only
transportation from point A to point B, while
most additional elements —checked baggage,
seat selection, priority boarding, onboard food
and other extras — are sold separately. (LIGS
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University, 2022; Quartr, 2023), Latticework,
2024. This unbundling not only keeps the
advertised fare low but also generates
substantial ancillary revenues, which have
become a major component of the airline’s
income. The ancillary revenue model allows
the airline to maintain low base fares while
monetising additional willingness to pay
among certain customer segments. From a
strategic perspective, Ryanair’s cost leadership
model has exerted considerable competitive
pressure on rivals. Full-service carriers have
been forced to reduce fares on competing
routes, adjust capacity and, in some cases,
withdraw from unprofitable point-to-point
services. (Wood, 2009; Ranganathan, 2018).
The presence of Ryanair often leads to lower
average fares and stimulates demand,
expanding the market by attracting
price-sensitive travellers who might otherwise
not fly. At the same time, the model has been
criticised for its reliance on tight labour
practices, strict policies on additional fees and
limited service flexibility, which can
negatively affect customer satisfaction in some
segments.

Case analysis: Lufthansa Group’s
differentiation and multi-brand strategy.
Lufthansa Group pursues a markedly different
competitive strategy, centred on differentiation
through network breadth, service quality and
brand positioning. The group’s core
full-service airlines — Lufthansa, SWISS,
Austrian Airlines and others — operate
hub-and-spoke  networks that connect
numerous destinations via major hubs such as
Frankfurt, Munich, Zurich and Vienna. These
hubs facilitate complex itineraries, especially
for intercontinental and transfer passengers,
and allow the group to capture higher-yield
traffic, particularly in business and premium
segments. Differentiation is further supported
by multi-class cabins, including premium
economy, business and first class on long-haul
routes, along with enhanced onboard services
and airport lounges. Comprehensive loyalty
programs, such as Miles & More, create
additional value for frequent flyers and

corporate customers by offering status
benefits, = mileage = accumulation  and
redemption  opportunities.  Through its



ISSN (Print) 2307-6968, ISSN (Online) 2663-2209
Bueni 3anucku Yuisepcutery «KPOK» Nel (81), 2026

membership in Star Alliance, Lufthansa Group
extends its virtual network via code-sharing
and  coordinated schedules, providing
customers with broad global connectivity
under a unified brand experience. (Luo, 2024,
MatrixBCG, 2023; SWOT Analysis Example,
2023; PESTEL Analysis, 2023). At the same
time, Lufthansa Group has recognised the need
to respond to competition from low-cost
carriers on short-haul and point-to-point
routes. Over time, the group has experimented
with various multi-brand and restructuring

strategies, including the development of
Germanwings and later Eurowings as
lower-cost brands. Eurowings has been

positioned to compete more directly with
LCCs on intra-European routes, with a
simplified product and more cost-efficient
operations, while still benefiting from group
synergies in purchasing, maintenance and fleet
management. This multi-brand approach
reflects an attempt to segment the market and
avoid diluting the premium positioning of the
core Lufthansa brand. From a competitive
strategy  perspective, Lufthansa  Group
embodies a  differentiation strategy
complemented by selective cost-oriented
initiatives in particular segments. Its ability to
offer premium services, extensive connectivity
and alliance benefits allows it to maintain
higher average yields than low-cost carriers,
particularly on long-haul and corporate travel
markets. However, the group faces ongoing
challenges in aligning cost structures with
competitive pressures on short-haul routes,
integrating different brands and business
models, and managing labour relations and
regulatory  constraints  across  multiple
jurisdictions.
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The comparative analysis of Ryanair and
Lufthansa Group illustrates how classic
generic strategies are adapted and recombined
within  the complex environment of
international service markets. The findings
suggest that a firm's success depends not
merely on the choice of a strategic archetype,
but on the meticulous alignment of its entire
value chain with that choice. While Ryanair’s
strategy closely follows the logic of cost
leadership, it does so by exploiting service-
specific dimensions — such as unbundling and
secondary infrastructure — that were not
present in Porter’s original manufacturing-
based model. Conversely, Lufthansa Group’s
differentiation strategy is increasingly reliant
on network connectivity and multi-brand
positioning to defend its premium status
against low-cost encroachment.

The distinct strategic archetypes of Ryanair
and Lufthansa Group are most clearly reflected
in the configuration of their respective value
chains. While both carriers have heavily
invested in digitalization, the strategic intent
behind these technological adoptions remains
fundamentally different. For Ryanair, digital
tools serve as a primary lever for cost
decomposition, allowing the airline to replace
manual labor with automated self-service
processes, thereby reinforcing its cost
leadership position. In contrast, Lufthansa
Group utilizes digitalization as a mechanism
for value enhancement, leveraging data
analytics and mobile platforms to deliver a
seamless, personalized experience that justifies
its premium pricing. A detailed comparison of
how these firms align their primary and
support  activities with  their  chosen
competitive strategies is presented in Table 1.
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Table 1
Comparative analysis of value chain configurations: Ryanair vs. Lufthansa Group
Valye_ Chain Ryanair (Cost Leadership) Lufthansa Group (Differentiation)
Activity
Inbound & Point-to-point routes; secondary airports; Hub-and-spoke system; primary global
Operations high aircraft utilization; fast turnaround hubs; complex flight connections; multi-
P times (<25 min). class cabin configurations.
Marketing & Direct online sales (90%+); dynamic Multi-channel distribution (GDS);
Sales g pricing; aggressive unbundling and corporate contracts; global branding;
upselling of ancillary services. alliance-based marketing (Star Alliance).
Service & Focus on self-service; standardized digital Premium lounges; personalized in-flight
interactions; minimal frontline staff service; dedicated 24/7 support for elite
Support .
involvement. frequent flyers.
Technolo Digitalization for Efficiency: Digitalization for Loyalty: Al-driven
Develo n?gnt Automation of check-in and baggage drop personalization via apps; predictive
P to minimize labor costs and airport fees. analytics for Miles & More members.
Human Resource High labor productivity; multi-tasking Specialized training for premium service;
Management crews; flexible and cost-effective investment in high-skilled personnel;
g employment contracts. strong emphasis on social partnership.

Source: compiled by the author

These configurations suggest that in
international service industries, competitive
advantage is increasingly determined by
spatial and relational dimensions. For airlines,
the choice of network design (hub-and-spoke
vs. point-to-point) fundamentally shapes the
cost structure and the perceived value of the
service. Furthermore, the role of alliances
provides full-service carriers with a "virtual
scale” that allows for differentiation through
global reach without the prohibitive costs of
direct ownership on every route.

From a managerial viewpoint, the
findings underscore the importance of strategic
clarity and internal consistency. Ryanair’s
success is grounded in a coherent, tightly
aligned system of activities that reinforce cost
leadership; partial imitation by full-service
carriers without equivalent structural changes
tends to vyield weaker results. Lufthansa
Group’s experience shows that multi-brand
strategies can help address heterogeneous
market segments but also introduce
organisational complexity and integration
challenges. (Accelingo, 2023; Karsbergen,
2024; Wood, 2009; Ranganathan, 2018).
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Managers in international service firms must
therefore avoid drifting into “stuck in the
middle”  positions, where cost and
differentiation efforts are insufficient to
establish a clear competitive advantage.

The cases also have implications for
competition policy and regulation. The
expansion of low-cost carriers has increased
competitive pressure and benefited consumers
through lower fares, but has also raised
concerns about labour standards and
environmental impacts. Full-service carriers
and alliances have been scrutinised for
potential market power, especially on
hub-dominated routes, prompting regulators to
monitor slot allocation, state aid and joint
pricing practices. Policymakers must strike a
balance between promoting competition,
ensuring connectivity and supporting the
financial ~ sustainability —of strategically
important carriers.

Conclusion. This study examined the
implementation of competitive strategies in the
international passenger airline industry, using
Porter’s generic strategies framework as a
theoretical lens. Based on the comparative
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analysis of Ryanair and Lufthansa Group, the
following conclusions can be drawn in
response to the research questions:

1. Adaptation of generic strategies to
international service markets. The findings
demonstrate that in international service
markets, generic strategies must be adapted to
account for the unique characteristics of
services, particularly intangibility and
inseparability. Cost leadership is not merely
about production efficiency but involves
extreme service unbundling, high asset
utilization (aircraft rotation), and the use of
secondary infrastructure to minimize landing
fees. Differentiation, conversely, shifts from
product features to network connectivity and
relationship management. In international
settings, building brand trust and reputation
becomes the primary lever for overcoming the
"liability of foreignness."

2. Configuration of competitive
strategies: LCCs vs. FSNCs. The analysis
reveals two distinct strategic configurations:

~Low-Cost Carriers (Ryanair):
configure their strategy through a point-to-
point network design, a standardized fleet, and
an ancillary revenue model. Their competitive
advantage is rooted in a "value-for-money"
proposition achieved through the decoupling
of core transportation from additional services.

~Full-Service Network  Carriers
(Lufthansa Group): utilize a hub-and-spoke
network to maximize connectivity and capture

premium segments. Their strategy is
configured through  multi-class service
offerings, global airline alliances (Star

Alliance), and sophisticated loyalty programs.
Lufthansa’s use of a multi-brand strategy
(Eurowings) illustrates an attempt to create a
hybrid configuration to address price-sensitive
segments without diluting the flagship brand’s
premium status.

3. Theoretical and  managerial
implications. Theoretically, this research
suggests that classic strategy frameworks
should be refined to include spatial and
relational dimensions, such as network density
and alliance participation, which are critical in
global service industries. For managers, the
study underscores the necessity of strategic
consistency. Successful firms avoid being
"stuck in the middle" by aligning their internal
activities — from fleet management to digital
customer interfaces — with their chosen
strategic archetype. Digitalization acts as a
double-edged sword: while it increases price
transparency and competition, it also offers
unprecedented opportunities for sophisticated
revenue management and personalized service
delivery.

Future research should expand on the
findings of this study by incorporating a
quantitative analysis of the long-term financial
impacts of hybrid strategic configurations,
particularly in the post-pandemic recovery
phase. Furthermore, strategic scenarios for the
sustainable  development  of  aviation
infrastructure, as explored by Kharazishvili et
al. (2022), provide a critical foundation for
analyzing the post-war recovery and resilience
of transport systems in volatile environments.
Given the increasing convergence between
low-cost and full-service models, it would be
valuable to investigate the role of sustainable
aviation fuels (SAF) and green technologies as
new dimensions of differentiation and cost
management. Furthermore, subsequent studies
could explore the impact of artificial
intelligence and machine learning on real-time
dynamic pricing and personalized customer
journeys across different regional markets,
providing a more granular understanding of
how digitalization reshapes the global
competitive landscape.
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