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Green morality and airlines

T

here is still a wide disconnect between the environmentalist
lobby and the airline industry. The pressure for green taxes on
air travel is intensifying while airlines largely continue to largely
ignore the issues.
One of the reasons for the airlines' complacency is that emissions from international flights were excluded from the Kyoto
Protocol, which the US in any case hasn't signed up to. Another
reason is that airline carbon trading in the EU, which is the UK government's favoured option, has been officially delayed to 2010, two
years later than planned, and is likely to slip back further.
Meanwhile, influential research bodies like the Global Carbon
Project are reporting that recent efforts to reduce carbon emissions
have had no discernible effect and are demanding immediate caps
on emissions.
Within the UK Government, the Environment Minister, David
Miliband is waging a widely leaked campaign to impose green
taxes on aviation; his suggestions include doubling air passenger
duty on intra-EU and long-haul haul flights (currently £5-10 and
£20-40 per departing passenger, depending on cabin class);
adding VAT to domestic UK flights presumably at 17.5%; and
adding VAT at the same rate to jet kerosene sales.
The airline industry's response is that it currently contributes
only 2-3% to global carbon emissions. However, taking the longer
view and assuming that other industries cut their emissions in line
with the Kyoto Protocol, air transport is predicted to become one of
the biggest contributors to global warming. The UN
Intergovernmental Panel on Climate Change (IPCC) estimates that
aviation will account for about 15% of global warming effects
("anthropogenic forcing of climate change" in the jargon) by 2050.
IATA, quoting the same body, claims that carbon emissions from
aircraft will still only contribute 3% by 2050. For the Green lobby
this seems to be evidence of the airline industry simply ignoring the
climate crisis. IATA also talks extensively about reducing emissions
by rationalising ATC systems, which is logical but hardly likely to
capture the hearts and minds of the environmentalists.
Ironically, it isn't the IATA carriers that are the main targets of the
environmentalists, but European low cost carriers which are being
blamed for "unnecessary" short-haul flying. A recent CAA study,
which has revealed that the typical British user of LCC services
comes from a high socio-economic group with an income typically
50% above the national average, has added moralistic force to
their argument.
It is hoped that the 2007 ICAO General Assembly will come up
with a global policy on emissions, but this seems, well, hopeful. To
borrow the language of the Greens, the airline industry, all sectors,
needs to engage effectively in the environmental debate; otherwise
the risk is demand suppression through taxes or legislation.
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he drumbeat of press comments suggests that airline consolidation is both
inevitable, and critical to improving the
industry's economic health. This drumbeat
(see sample quotes opposite) largely stems
from speeches and interviews by a handful
of industry leaders although these advocates of "consolidation" are actually talking
about different things. Doug Parker's comments pertain strictly to the shakeout of US
flag carrier capacity (and the Legacy sector
in particular), which could occur under
today's laws and regulations. The Giovanni
Bisignani quote addresses the challenge of
full mergers across borders, which requires
major aeropolitical changes. Glenn Tilton is
proposing greater cross-border capital
investment, which would involve an intermediate level of liberalisation, and is also advocating US mergers independently of any
industry shake-out process. Unfortunately
most press reports lump these very different
positions together under the same "airline
consolidation" banner.
The core of the airline consolidation argument is that the industry would be better off
with fewer airlines, that bigger is better, and
that there is a strong correlation between
size and efficiency throughout aviation. No
one has attempted to lay out the argument
formally, and much of the logic depends on
an intuitive sense that "there are too many
airlines", or is based on casual observation
of trends in the US, where only 20 of the 90
mainline jet carriers that have operated
since deregulation are still in business.
Europe does not need all its historic flag carriers; not all of the LCCs that started service
in recent years can possibly survive; and
China did not need all of the 20-plus airlines
created after the breakup of CAAC.
Observers often refer to the business school
concept of a "natural" lifecycle of new entry
and expansion, competitive turmoil, and
market maturity followed by shakeout and
consolidation. This "natural lifecycle" was
originally based on consumer products, but
was also observed in technology-driven
industries. Airline consolidation advocates
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imply that the natural process of shaking out
winners and losers is being obstructed, and
that active encouragement of consolidation
would provide a major boost to the longerterm financial strength of the industry.
Because of the dangers of extrapolating
"intuitive" evaluations of isolated markets
into macro trends, the first section of this
article looks at the actual changes in the
number of commercial airlines around the
world over the last 25 years, in order to
understand whether industry concentration
is actually increasing.
To help assess whether consolidation
would be "good for the industry" the second
section of the article examines recent and
future changes in industry structure in the
context of regional market conditions, and
looks for evidence of financial and competitive benefits from reducing the number of
competitors. Efficiency gains from having
fewer, larger airlines can come from either
operating scale economies (reduced unit
costs, as from distribution leverage or
reduced overhead) or network scope
economies (improved unit revenue, from
online connection synergies or consumer
preferences for stronger brands). Changes
that are "good for the industry" lead to higher returns for airlines with higher productivity
and whose service is more highly valued by
consumers, and thus lead to improved capital allocation across the industry. Individual
carriers with higher costs and less competitive service may suffer, but the improvements force other airlines to become more
efficient, the industry as a whole earns higher returns, and is better able to attract the
capital needed for future growth.

Consolidation and
merger confusion
It is dangerous to confuse the question of
whether consolidation is inevitable and an
important driver of industry efficiency, with
the question of whether mergers are an efficient way to achieve consolidation. In fact
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the two questions are
CONSOLIDATION QUOTES AND COMMENTS
almost totally independent
of one another. Over half of • America West Holding Corp. president and chief executive W. Douglas Parker says "Consolidation
the roughly 1,400 commer- of the airline industry is inevitable," after a period of sharp cuts in labour costs and that bankrupt carcial airlines of the last 25 riers in particular make enticing merger targets.
years have already gone • The hiring of an investment banker signals United CEO Glenn Tilton is ready to force action on the
out of business. Mergers industry consolidation he has stumped for as the cure for major U.S. airlines plagued by excess
account for only a tiny por- capacity at home and financially healthier rivals abroad. "Consolidation is going to take place and
tion of the historical shake- should take place, in spite of the fact that it's hard."
out, and since they are • US Airways Group Inc.'s $8.67bn hostile takeover bid for Delta Air Lines suggests that the long-preexpensive and difficult to dicted frenzy of consolidation among U.S. airlines may have begun. Many in the industry believe airimplement in the best of lines' financial recovery will be faster if there are fewer big carriers. (Wall Street Journal)
cases, could never play a • Ryanair CEO Michael O'Leary repeated that combining the two companies would form one strong
major role in future industry Irish airline group capable of competing against Europe's largest carriers. O'Leary also said he is concontraction. But mergers fident that EU regulators "won't overthrow years of European airline consolidation" and "will take a
clearly make sense under reasonable approach" to any successful takeover by Ryanair.
certain conditions and • Air France Chairman Jean-Cyril Spinetta: "consolidation was necessary…we needed to create panmany individual mergers European leaders to match the size of the huge Single Market…we were at risk because we were
might be good for the middleweights in a heavyweight contest…the consensus view is that world air transport will ultimateindustry even if industry- ly be organised around three major alliances-Star, Skyteam and oneworld"
wide consolidation was not • European Commission officials are heralding this development as the forerunner to widespread conhappening or not neces- solidation in the fragmented European aviation industry. (Financial Times)
sary.
• IATA DG and CEO Giovanni Bisignani said overly restrictive foreign ownership rules prevent "meanSensible airline merg- ingful consolidation and perpetuate inefficiency." and argued that airlines will have difficulty achieving
ers fall into two major cate- long-term profitability without the ability to consolidate across borders. He said airlines must have
gories: "efficiency/synergy" "basic commercial freedoms" and the ability to "merge and consolidate where it makes sense."
driven mergers between
two viable airlines, and "quasi-restructuring"
The challenge here is to distinguish between
mergers where one (or both) has serious
mergers that are clearly driven by tangible
financing and competitive problems, and the
economic improvements, from mergers
merger accomplishes some of the same
overwhelmingly based on exploiting artificial
cost/debt restructuring as a bankruptcy reorbarriers to competition (where one group of
ganisation. A merger where the financial
shareholders profit at the expense of the
returns were predominately from scale
industry as a whole), and from mergers that
economies, network synergies or restructurdon't make sense for either the investors or
ing is assumed to be good for the industry as
the industry. Anti-competitive mergers are
a whole, since it made assets more producrare but not impossible, for example a hypotive and more competitive, improved the
thetical merger between carriers dominating
industry-wide allocation of capital, created
a slot-constrained hub (BA/BD at LHR,
competitive pressure on other airlines to
AA/UA at ORD, JL/NH at NRT) might be
make further improvement, and thus encourwildly profitable for the participants, but by
aged future growth and investment. A mergshielding carriers from competition from beter that yields a more efficient competitor
ter run, more efficient airlines, the industry
might hurt a weaker, badly run competitor,
would clearly be worse off. Mergers can also
but aggregate industry profitability will
be bad for the industry if investor returns are
improve, as will the industry-wide allocation
not linked to improvements in the long-term
of capital.
value of the airline (the Swissair-SabenaThe success rate of past airline mergers
Qualiflyer deals made money only for the
is quite low, and there is no reason to autobanks financing them) or if they involve submatically assume that a given merger will be
sidies of one type or another (the merger of
By Hubert Horan
"good for the industry" simply because an
Swissair assets into Crossair depended on
huberthoran@hotmail.com
individual investor sees a profit opportunity.
over US$3bn in subsidies).
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Is consolidation happening?
US Regionals The idea that airlines will
naturally consolidate after a period of
dynamic growth is largely shaped by the
shrinkage of the US flag sector, where there
were nearly 150 total airlines when the
industry was deregulated in 1976, but only
half that many airlines today. However, the
US experience reflects two completely different patterns. The regional sector has been
steadily shrinking in numbers for three
decades. Only the first phase (during the
1980s) was based on exploiting scale
economies, with more efficient large regionals replacing the small, entrepreneurial airlines that started service in the 60s and early
70s. The shrinkage of the last 15 years (and
what one is likely to observe in the near
future) is the absolute decline of the sector,
due to the overall decline of large domestic
hubs, reduced economic leverage with their
Mainline partners and the declining attractiveness of short haul flights in a more security-intensive era. No other aviation region
follows this pattern because the underlying
drivers of US regional economics (fee-for
departure contracts, widespread domestic
hubbing) are totally unique. In short, this
sector doesn't provide any useful lessons for
understanding consolidation elsewhere
US Mainline The US Mainline jet sector
expanded from 28 to 48 carriers in the
decade after deregulation, shrank to 31 during an initial shakeout phase in the late 80s,
grew to 40 with another round of new entry
during the strongly profitable early 90s, and
has contracted back to 30 during the long
recent period of financial losses. These
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numbers only give a partial picture of a very
dynamic process. 107 different mainline airlines operated in the US during these years,
77 have disappeared through merger or liquidation. Thus a great deal of "consolidation"
of weak/inefficient airlines can occur even
when the total number of carriers rises or
remains steady.
The US Mainline experience illustrates
that competition is an ongoing process and
there is no reason to expect any single
entry/shakeout cycle to produce stable longterm profitability. The 1980s cycle reflected a
battle between carriers unable to adjust to
full regulatory freedom (e.g. Eastern, Pan
Am, Braniff), and the carriers rapidly changing their fleets, networks and pricing
approaches. Business models continually
evolve and the current shakeout cycle,
which is not yet complete, involves sorting
out a new competitive equilibrium between
the traditional Legacy/Big Hub business
model, and the LCC/Quasi-Network business model. The Big Hub model appeared to
be in terminal decline, but has rebounded
after aggressively restructuring Legacy costs
and financial obligations over the past four
years.
There is no evidence that the US market
is entering the "mature" phase of a "natural
lifecycle" with a final set of winners and
losers. Markets can show short-term tendencies towards consolidation (as in the 80s
when large scale hubs expanded) or fragmentation (as in recent years with rapid LCC
growth) as business models continue to
evolve. Because hubs are much less important outside America, and markets tend to be
more diverse, one would expect other markets to show even less tendencies towards
concentration than America. Cyclical downturns (in 1990-2 and 2000-02 in America)
explain most periods when airline numbers
shrink. There is simply no evidence of any
"natural" pressure towards consolidation in
America that would overwhelm cyclical
forces or basic business model economics.
Western Europe A much stronger longterm pattern of aggregate expansion is seen
here. There is no real evidence of consolidation to date, just occasional pauses for shortterm corrections before expansion resumes.
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The industry has been just as dynamic as
the US, as 160 (out of 312 total commercial
airlines) have been "consolidated" out of
business during this period, even though the
industry totals have been steadily growing.
The larger number of carriers and the steadier growth relative to the United States reflect
weaker scale/scope economies, given fragmented markets and more routes served by
point-to-point (LCC/Charter) carriers. There
is no reason to believe that European business models have already reached their
most advanced state, and every reason to
expect this process of competitive
entry/innovation and dynamic industry churn
will continue.
Russia/Eastern Europe These markets
show the pattern of a newly created industry
with a large, extended boom from a very low
base. The base of carriers has shrunk 15%
from the peak, but the highly dynamic
process observed in the US and Europe,
with a large number of ongoing failures and
new entrants has not developed. The number of airlines created in the former Soviet
republics following the Aeroflot breakup was
based on historic and political considerations, not on any understanding of what the
efficient size of airlines might be in open
competitive markets. The capital markets
and legal processes required to drive the
reorganisation process are also at an early
stage of development. One can speculate
that the total number of airlines will decline a
bit further, but it also seem likely that access
to capital, local economic development and
processes to facilitate the transfer of assets
to better markets and better managers will
be much more important to future airline
profitability than simply reducing the number
of airlines.
Asia/Pacific Airline expansion has
tapered off after 20 years off strong growth,
but there is little evidence of a general
shakeout or contraction. Consolidation has
occurred in China as a result of explicit government policy (see below), but this has
been offset by new expansion elsewhere
(India, Indonesia, Southeast Asian LCCs).
Some individual pockets of overexpansion
(Taiwan domestic, Australian regional) have
already been worked out within the larger
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pattern of growth. Strong government controls over the industry have limited most of
the dynamic change to short haul markets;
only China, Korea and Taiwan have permitted carriers that didn't exist 25 years ago to
seriously compete on long-haul markets.
Smaller markets elsewhere In most
other parts of the world it is very difficult to
create large airlines due to the small size of
the countries those airlines are tied to.
Nonetheless, there has been a clear pattern
of airline expansion in these markets. The
only region where the industry has contracted is the Caribbean/Central America, which
expanded from 24 to 41 carriers in the 80s,
but has shrunk back to only 31. South
America has been stable since the 80s with
40-43 carriers; it has also been a dynamic
environment where there are limited barriers
to either new entry or to letting weak carriers
go out of business. While some regions may
have hit the limits of how many airlines can
be supported in a relatively liberal environment, other areas have yet to experience
meaningful liberalisation, so there is still
potential for further expansion.
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Intercon vs. medium/short haul The
number of intercontinental carriers (those
flying aircraft with intercontinental range)
has remained virtually unchanged over the
last 25 years. A handful of carriers have exited (Pan Am, Canadian, Sabena) offset by
very limited (most Asian) new entry.
Liberalisation and economic growth has had
a huge impact on airline industry structure,
but only on domestic and regional airlines.
Intercontinental airlines have greater scale
economies (due to hubs and sales infrastructure) but one sees neither competitive
pressure of open market entry, or evidence
that inefficient carriers can be restructured
or forced to exit the market.
What consolidation trend? There is not
only no evidence of any industry movement
towards consolidation, but the major trends
all favour expansion. The strongest historical evidence shows a powerful link between
market liberalisation and increased market
fragmentation, aside from the highly protected intercontinental airlines. Governments
still actively interfere in many airline markets
and further liberalisation will presumably
lead to further expansion. While large airlines will have a clear competitive advantage over small ones under particular conditions, these types of scale/scope economics
have not made the industry more concentrated over the past two decades, and the
importance of these factors are rapidly
diminishing. Many of the major changes of
the last two decades (LCC networks, internet distribution, extensive outsourcing,
greater use and flexibility of aircraft leases)
reduce the importance of scale and make it
much easier for smaller airlines to compete

6
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with larger ones.
The "intuitive" sense that airlines have a
"natural" tendency towards concentration is
clearly contrary to the historical evidence,
and the claim that global industry consolidation is inevitable just doesn't make sense.
The logic behind "natural lifecycles" is based
on much narrower product/industry categories, based on narrow technologies, and is
totally inappropriate to aviation. Video
recorder production may have a "natural"
lifecycle of rapid growth, maturity and
decline but the primary category (home
entertainment) continues to grow without
any tendency towards concentration.
Certain very narrow airline business models
(US regionals, European charter carriers)
may decline, but the basic demand for transportation remains strong. Future aviation
growth can not only be spurred by a wide
range of technological improvements (airframe, engine, distribution, network design,
financial systems and customer management) but by aeropolitical liberalisation and
new business models.
Industry growth and "dynamic churn"
Evidence from the most open competitive
markets suggests that the more airlines are
"consolidated" out of business (exit the market due to liquidation, or in rarer cases,
mergers), the more the total number of airlines expands. This "dynamic churn" is critical to the process of reallocating capital
away from unprofitable uses, and encouraging innovation and new capital investment. If
77 American and 160 European carriers
don't go away, the profit opportunities for
better run incumbents and new entrants
become very limited. This dynamic drives
productivity and service improvements,
which makes airline service more affordable
and more attractive.
The claim that industry consolidation
would improve the industry's economic
health not only contradicts the last 25 years
of history (when profitability and the number
of airlines both steadily increased) but it
ignores the basic processes behind competition and efficiency. Many of the industry's
gains in recent decades can be linked to
increased market entry and fewer restrictions on price and network competition, but
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the low barriers to market exit needed to
sustain this "dynamic churn" are just as
important.

Recent US mergers
There have been only two mergers
between large US airlines this decade, and
only one other merger was formally proposed. As was widely predicted at the time,
the 2001 American-TWA merger was a complete failure. Most of TWA routes and assets
were
subsequently
liquidated,
and
American's shareholders did not realise any
benefits that could have possibly justified the
acquisition and implementation costs.
American, like other Legacy carriers in the
90s, had wildly unrealistic expectations that
larger size would drive increased brand and
pricing power and that mergers and scale
would overcome the problems of growing
competition from more efficient carriers such
as Southwest and jetBlue and the reckless
Legacy overexpansion of the late 90s.*
Immediately following AA/TW, United
announced a $4.3bn bid for USAirways;
since both were bankrupt within a year, this
merger might well have become the biggest
debacle in aviation history had it ever been
consummated. United clearly believed (as
had American) in the power of a larger, more
ubiquitous network, and that a merger could
suddenly make weak hubs and routes much
more profitable, and somehow neutralise
LCC competition. Unlike AA/TW, this merger
would not have benefited from any bankruptcy-driven cost savings, and the proposal
was undoubtedly motivated by compensation schemes that would have allowed top
managers to pocket tens of millions in
bonuses, regardless of the long-tern success of the merger. Delta, Northwest and
Continental had also held various merger
discussions in the late 90s, but the benefits
were never sufficient to justify a formal merger proposal.
Given the failure of these Legacy merger
attempts, it is not surprising that the only
merger of the last five years, America
West/USAirways in 2005, followed a very
different approach, tied to the unique condi-

tions of the US bankruptcy process. Both
carriers were truly desperate, and it is
unclear whether either could have successfully reorganised on an independent basis.
USAirways' CEO Bruce Lakefield had not
been part of the airline's decline and collapse, and was perfectly willing to cede control to an acquirer. Although both HP and US
had already achieved major labour and creditor concessions, HP Chairman Doug
Parker, aggressively used the Chapter 11
process to extract even deeper cost cuts,
before proceeding with the merger. Parker
had long argued that deeper cuts in industry
capacity were needed to restore a sustainable revenue environment, and he made
sure that merger plan eliminated a sizeable
chunk of HP/US operations. United's proposed 2001 acquisition of USAirways would
have been a classic "efficiency/synergy"
merger- adding two airlines together in the
hope that "bigger is better" effects would
drive a huge profit improvement. America
West's deal was a classic "quasi-restructuring", where the merger provides the context
for big cost cuts and asset reallocation, and
UA/US type "merger synergies" are secondary, at best.
Parker's merger plan also cleverly
exploited the workings of US capital markets. No one invests in US airlines based on
long-term fundamentals; the market is dominated by traders looking to profit from short
term price fluctuations. Since the market had
written both HP and US off for dead, Parker
funded the merger with investments from
groups willing to speculate (successfully, it
turns out) on a post-merger stock improvement.
The transaction clearly increased the
economic value of the combined carriers
(albeit from a very low base), and helped
improve the efficiency and competitiveness
of the US domestic industry as a whole. But
those gains were strictly due to Parker's
aggressive use of the US Bankruptcy code
and his ability to exploit a creative source of
financing. USAirways' turnaround is not due
to "bigger is better" effects. The primary
cause of USAirways' strong stock appreciation in the summer was stronger industrywide pricing following the shut down of
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* for more detail on
Legacy assumptions about the
importance of scale,
and the overall
causes of the
Legacy financial collapse see "Is the
traditional Big Hub
model still viable?"
Aviation Strategy
58, July 2002
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** For more on the
problems with recent
US airline bankruptcies, see "Why hasn’t
the US industry
undergone ‘creative
destruction’?” Aviation
Strategy 88, January
2005

Independence Air, several rounds of
Southwest-led fare increases, and the
capacity cuts Parker had made. Parker
deserves full credit for bringing both airlines
back from the edge of the abyss, but much
of the messy parts of the merger, such as
work force integration, are yet to come.
Much of their new financing has been
cashed out as this investment had nothing to
do with the airline's long-term viability. As
with all other US hub carriers, the jury on
sustainable profitability is still out, but at
least Parker can point to major improvements in corporate value, while the others
cannot.

Merger outlook
Parker has long been calling for domestic
US consolidation. But the problem he is
addressing is the hopelessly unprofitable
Legacy capacity that still distorts competition
and discourages investment, and the consolidation he is advocating is based very
narrowly on the bankruptcy based HP/US
model. Delta and Northwest are still in bankruptcy, and mergers involving either carrier
could exploit the same type of capacity/cost
cutting that was achieved in the US/HP deal.
Any such deal could boost the profitability of
the entire US domestic industry, to the extent
that it succeeded in liquidating another significant block of hopeless Legacy capacity,
and reallocating assets to stronger network
positions. USAirways has been actively pursuing a possible deal with Delta throughout
most of 2006, but Delta had firmly rebuffed
each overture, refusing to even enter into
exploratory discussions. On 15 November,
Parker proposed a hostile bid to acquire
Delta out of bankruptcy, offering creditors
roughly 50 cents on the dollar.
The major obstacle to further "quasirestructuring" deals is a change in how the
courts have handled airline bankruptcy
cases. Bankruptcy judges have given
incumbent airline management nearly complete, open-ended control over the reorganisation process, despite management's role
in driving these airlines into bankruptcy in
the first place. Management and trade cred-

8
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itors, who are motivated to keep as much of
the status quo as possible, have every reason to block competing proposals, which
would involve larger cost and capacity cuts,
loss of control and reduced management
compensation. It is obviously possible that
an independent, management-led plan
could emerge as the best for all concerned
but recent history has not been encouraging.** Delta blew off USAirways' 15
November proposal by simply reasserting
that the "Court has granted Delta the exclusive right to create the plan of reorganization until Feb. 15, 2007." Whether the Court
continues to defend the absolute control of
incumbent management in the face of a
credible alternative proposal, or whether
Delta management can assemble an independent reorganisation plan that offers
clearly superior terms for the creditors
remains to be seen.
The most outspoken US proponent of
industry consolidation has been United
Chairman Glenn Tilton. Tilton had exclusive
control over United's four year Chapter 11
reorganisation, which concluded in
February 2006 under an independent, management-led plan financed by $3bn in bank
loans. For United's reorganisation to succeed, it will need $6bn in cash on hand six
years from now (to repay principle and interest) on top of the cash needed to fund ongoing operations, capital investment and fleet
renewal. Tilton favours mergers between
today's large Legacy US carriers, and fewer
restrictions on cross-border minority shareholdings, and in the longer-term, freedom
for full cross-border mergers.
In contrast to Doug Parker, Tilton has
been publicly advocating Legacy mergers
outside the Chapter 11 process, sees the
reduction in the number of competing airlines as a desirable end in itself (as opposed
to a means to achieving other objectives
such as cost or capacity reductions), and
has explicitly argued that the very large
intercontinental carriers ought to be free to
merge into much larger companies, both
within and across national borders. Tilton
has argued that "we ought to be able to create, in this country, powerful combinations
of companies.", and that he believes global
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alliances have run their course, and will
need to be superseded by full mergers.
Given United's enormous leverage,
Tilton's active campaign for changes that
could create more merger candidates and
financing sources for United is not terribly
surprising. Driving up the stock price is
Tilton's job, and since he ended up personally owning 20% of the company's stock,
motivation is not a problem. Recent industry
rumours suggest that United's key objectives would be either to acquire Continental
or a management-led leveraged buyout of
the shares held by United's bankruptcy
creditors.
The
arguments
against
any
"efficiency/synergy" merger along the lines
of UA/CO appear overwhelming, and it is
difficult to image why the capital markets
would consider funding it. Unlike HP/US,
investors cannot exploit an unexpected
turnaround equity play, cannot obtain a significant shareholding, would need to pay a
large acquisition premium (unlike HP which
acquired US at near-liquidation cost), and
the existing $3bn bank debt would always
have higher financial priority. Unlike HP/US
or US/DL, they could not use Chapter 11 to
achieve greater cost reductions, or reallocate assets across the new network, and
would need to fund huge implementation
costs and management payouts. A UA/CO
merger would have a strong route network,
especially internationally, but it is inconceivable that it could shift enough revenue from
competitors to justify the huge ($4-5bn)
transaction costs and risks.
It is even more difficult to imagine how a
leveraged buyout of United could possibly
create significant economic value, or be
"good for the industry". United's last (1994)
buyout destroyed the company's finances
and helped precipitate the collapse of the
entire Legacy sector. As with a CO merger,
it is not clear why any bank would lend management the $5bn cost, given United's
existing $3bn debt, and the absence of billions in obvious economic benefits. There is
serious risk that a deal like this could create
a huge windfall for select insiders involved
in the transaction, while undermining the
long-term value of the airline.

A recent research note by Jamie Baker
of JP MorganChase highlights the underlying economic issue: "Consolidation potential is inversely related to fundamentals",
noting that the need for merger increases
when an airline's situation is dire (as with
HP/US) but "as profits swell most will opt to
remain single". Baker also addresses the
"will this be good for the industry?" question:
"any combination resulting in reduced
capacity would be a positive, in our view, but
consolidation on any other grounds could
materially harm the industry, as United's
attempt (to merge with USAirways) in 2000
clearly did". Capacity cuts will be a major
challenge for any US/DL merger. Big cuts
would be ideal for long-term viability given
considerable network overlap (ATL/CLT,
JFK/PHL) and the potential to shed higher
Delta costs, and big cuts would provide a
powerful boost to industry yields. However
US will need to compromise to get the DL
employee-dominated Creditor Committee to
approve any deal. But US/DL will be much
more leveraged than US/HP and won't have
the same stock appreciation potential, so
too much of a compromise could undermine
the merger's basic rationale.
Combining two large US Legacy carriers
would not pose an insurmountable threat to
future competition in itself, but granting
antitrust immunity that would allow active
international price and scheduling collusion
between a much larger set of former competitors (CO-UA-US-LH-SK-AC-LX-OS-TPLO-BD in this hypothetical case) is a much
more serious issue, and if permitted would
likely lead to further combinations and
extreme concentration. Alliance immunity
was hugely pro-competitive in the 1990s
when there were many pairings with modest
market positions, and intense competition
coming from many directions. These international markets are healthy and profitable
as they stand today; there is no plausible
argument that they are in the declining
phase of a "natural lifecycle" and that consolidation is inevitable. Extreme concentration of a market like the North Atlantic
(including the full mergers Tilton envisions
in the longer-term) would never happen as a
result of market forces, but would only occur
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if proactive steps to eliminate competition
were sanctioned by the governments
involved.

Mergers/consolidation in China
Two major events are especially critical
to the course of airline competition in ChinaBeijing's 2000 "Three Airline" policy guidance that called for the Chinese flag passenger carriers that had begun service in the
years since the breakup of CAAC to consolidate into three groups led by Air China,
China Southern and China Eastern, and this
year's sale of Hong Kong Dragonair by
CNAC (Air China's principal shareholder) to
Cathay Pacific, which in return took a large
minority shareholding in Air China.
The short-term objective of "Three
Airline" policy was to facilitate (in a politically acceptable manner) a major restructuring
of smaller carriers (China Northwest, China
Northern) with unsupportable levels of debt
or other serious management deficiencies.
The longer-term objective was to expand the
Chinese flag share of international traffic by
creating multiple carriers that could develop
the scale and management skills to compete
with foreign carriers and their well established Asian hubs. It was hoped that each of
the three could utilise their large respective
home market bases (Beijing, Guangzhou
and Shanghai) and other inherent strengths
(lower costs, domestic feed) to compete
internationally, and to gain experience from
that competition that could strengthen their
overall financial performance. It is too soon
to render a final verdict, but at the moment
both elements of this policy appear to have
failed badly.
There is a fundamental disconnect
between extreme concentration and the
basic economics of domestic Chinese aviation. The Chinese market has none of the
major features that led to even moderate
concentration in other settings. Domestic
hubs make no sense; Chinese geography
has none of the characteristics found in the
American Southeast and Midwest (a rich mix
of small markets) that dictated the development of hubs such as Atlanta and Chicago.
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Southwest-style networks seem ideally suited to provide the service and low fares the
market wants, and point-to-point networks
can support many more competitors than
hub networks.
The economics of Chinese long haul and
domestic markets are totally different; any
attempt to succeed internationally could
totally undermine the cost discipline and
operational simplicity needed to succeed
domestically. While there is considerable
long-term potential, the market today is a
tiny fraction of domestic demand, and major
expansion of (still uncompetitive) international service may take years to pay off. Asia
already has an overabundance of large
gateway hubs. For Beijing, Pudong and
Guangzhou to succeed internationally they
will need a strong advantage serving flows to
and from interior Chinese cities, and must
also be able to compete for the long haul
flows now transiting Narita, Singapore,
Incheon, Dubai and elsewhere.
Beijing's desire to develop more internationally competitive carriers is fully understandable, but a government policy emphasising domestic mergers and industry consolidation was the wrong way to go about it.
While intended to strengthen Chinese carriers on both the domestic and international
sides, the "Three Airline" consolidation policy has managed to combine the worst of
both worlds. It has undermined the cost discipline and operational standardisation the
domestic market required, without creating
meaningful domestic long haul feeder networks at any the three hubs, or doing anything to address the deficiencies of the three
airports (capacity at Beijing, layouts unsuitable for transit hubs at CAN/PVG, CAN's
close proximity to HKG, poor domestic feed
at PVG).
It is unlikely that China Eastern and
China Southern could have ever become
viable long haul competitors, but CNAC's
sale of Dragonair dealt the final death blow
to any hopes that may have existed. Cathay
Pacific will now have overwhelming advantage connecting interior Chinese cities to
long haul destinations, while Air China will
continue to dominate the large Beijing-long
haul market.
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Cathay and Air China have not only
strengthened themselves, but the industry
as a whole gains from the reduced threat of
hopeless MU/CZ expansion. Without significant feed, China Eastern will be limited to
whatever long haul flights the local Shanghai
market can support. China Southern can
operate regional services to Guangzhou, but
will struggle to operate and develop any significant base of profitable long haul services.
Nothing in the CX/KA merger is exploiting
artificial competitive constraints, and there
are still many strong Asian hubs competing
with Beijing and Hong Kong. There are some
risks of future collusion between Cathay and
Air China; hopefully the cross-shareholdings
will be managed in a way to prevent this.
These failures highlight the problems
governments usually face when they try to
override market forces in order to engineer a
particular airline industry structure. There is
a tendency to presume an ideal industry
structure that can deliver strong economic
performance over many decades, when (as
the US experience demonstrates) growth
and profits depend on a highly dynamic
process, with totally unexpected changes in
business models and cost structures regularly emerging. Government engineering
also tends to be biased towards the interests
of the largest, most politically adept carriers
and the more "glamorous" parts of the business (premium and international service),
even when this threatens the efficiency of
much larger parts of the industry. The international carriers focus on how to get governments to rig the easiest possible market conditions. (The same pattern was seen before
deregulation when the US CAB gave excessive preference to Transcon carriers and
Pan Am, without understanding the
short/medium haul routes that were the actual heart of the industry).
It is difficult to predict how the Chinese
industry will develop in the near future.
Sensing the vulnerability of the Big Three,
five new carriers following LCC approaches
have recently begun service, and investors
are pursuing a number of other LCC-type
startup opportunities. A strong case can be
made for reversing the domestic concentration policy and greater segregation of the

two (domestic/lLCC and international/complex) business models, but it is not clear
whether these new startups will be able to
drive that process. Rather than passively
cede a large part of the market to CZ and
MU, CNAC and Cathay have developed a
market-based response, which Beijing
appears to have accepted. It is not clear
whether China Southern or China Eastern
understand that the "Three Airline" path is
already dead, and that it is up to them to figure out a new one.

Mergers in Europe - short haul
The US and China have both moved from
an industry where all carriers followed the
same business model to one where two distinct models can (or should) coexist. In
Europe the single "Flag Carrier" business
model of 20 years ago is evolving into three
models: the very large intercontinental
hubs; the LCCs and former charter carriers,
(serving high demand, price sensitive markets from lower cost airports); and the "City
Network" carriers (operating more businessoriented short haul routes from main airports
with lower labour costs and simpler operations than the Intercontinental carriers).***
Demand for low-fare travel is still vibrant,
and competition remains highly dynamic,
with carriers frequently entering and exiting
the market, and there is no reason to expect
mergers to play more than a limited role in
the future development of this sector.
Mergers in this sector can make sense when
slots or similar assets are scarce, or as a
way to efficiently expedite the shakeout in a
specific national market, as with easyjet's
2002 purchase of Go, and this year's Air
Berlin-DBA deal. The fundamental economics of the LCC model, aggressively minimising "overhead" or "fixed" costs, limits classic
scale economies, and the extreme point-topoint approach reduces network scope
effects. The "barriers to exit" are much lower
in this sector - unlike traditional flag carriers,
financially unsuccessful LCCs and charter
carriers in Europe tend to go away fairly
quickly-thus there is less need to use mergers as a substitute for a normal reorganisa-

November 2006

*** For more on the evolution of European business models, see "What
is the future of the
European Flag carrier?"
Aviation Strategy 59,
September 2002

11

Aviation Strategy
Analysis
tion and shakeout process. In Europe, very
small charter and point-to-point operators
can be just as efficient as larger ones, given
a strong, flexible base of suppliers, and
smaller scale can actually reduce financial
risk and certain cost pressures.
No carrier following the City Network
model has yet achieved strong financial success comparable to Ryanair or British
Airways. Most originated as Flag Carriers
with intercontinental routes and Legacy
costs. The most successful (Aer Lingus and
SN Brussels) are the ones who have most
dramatically restructured costs and product
complexity. The 2005 merger of Austrian and
Lauda and this year's acquisition of
Portugalia by TAP eliminated the last two
cases of where more than one traditional
(interlining) jet operators had a network
based at the same European airport.
The more interesting development is the
attempt to merge carriers pursuing different
City Network and LCC business models,
starting with the SN Brussels Airlines/Virgin
Express merger and the recent Ryanair-Aer
Lingus takeover proposal. There were no
serious competitive issues in the SNBA/VEX
case, as there is ample access for new entry
at Brussels. This was a "quasi-restructuring"
deal as VEX had not succeeded financially
(indeed the LCC model has not worked at
any large, traditional Continental airport),
and the carriers used the merger transition
to develop a new strategy and product mix.
While there is an advantage to having a unified brand and distribution system, and there
will be some overhead cost savings, it would
have been impossible to justify the transaction on these types of "merger synergies".
Nonetheless, it is extremely difficult to make
money on short haul flights at traditional
European airports, and it remains to be seen
whether the new Brussels Airlines can get its
costs and selling proposition where they
need to be.
It is not clear how Ryanair would address
the carriers' incompatible business models.
Ryanair's strong financial success is in large
part due to its rigorous adherence to its original ultra-low cost strategy (no interlining or
online connecting traffic, no outside distribution channels, strong avoidance of tradition-
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al high-fee airports). Airlines have occasionally owned carriers following different models (Lufthansa and Condor) but have kept
operations and marketing strongly segregated. The success rate when models are
closely aligned, or serve common markets
(Delta/Song,
Air
Canada/Tango,
SAS/Snowflake) is abysmally low. Possible
exceptions all involve cases where the parent airline already has a powerful, dominant
market position and had a protected long
haul profit base which it could use to finance
a challenge to new short haul competition
e.g. Qantas/Jetstar, Thai/Nok.
Nonetheless it is fair to wonder what
Ryanair's primary motives really are. Have
they perhaps realised that they are close to
the natural limits of the ultra-low strategy, or
is this really just an opportunistic effort to
neutralise Aer Lingus' growing competitiveness in the short-term?
There might well be good business reasons for not completing the merger, but as
the Michael O'Leary quote suggests (see
page three), there don't appear to be good
reasons for governments to intervene to
block it. The two carriers have a strong, but
not overwhelming share of Irish traffic, the
current market overlap is not large, there are
no capacity or other barriers to new entry
(especially if a second Dublin terminal is
built). It is difficult to understand how the
antitrust logic that that permitted AustrianLauda and TAP-Portugalia (not to mention
bigger national tie-ups of the past such as Air
France-UTA-Air Inter and BA-BCal) could
suddenly be used to ban this one. Ireland
has a bit less airline competition today than
Belgium or Austria, but that is because the
two Irish carriers have much lower costs
than most of the non-Irish airlines that might
consider flying there.

Mergers in Europe
- intercontinental
In 2000 there were 13 European hubs
with a significant number of intercontinental
flights dependent on EU connecting traffic.
Four were very large (LHR, CDG, FRA,
AMS), five were somewhat large (LGW,
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ZRH, MUC, MXP, CPH) and four had a much
smaller volume of long haul traffic (VIE,
BRU, MAD, FCO). Since only 35-50% of the
traffic on these intercontinental flights is originating or terminating at the hub city, all of
these hubs were directly competing for the
same base of connecting traffic (European
O&D long haul demand not served by nonstops). Since 2000, intercontinental operations at several of the hubs have been downsized (LGW, ZRH, BRU, MXP) and others
have continued to struggle financially (CPH,
VIE, FCO). The economics driving competition and consolidation are markedly different
in intercontinental and short haul markets.
The connection potential of large hubs and
the high cost marketing infrastructure needed to support global sales suggest limits to
the number of intercontinental hubs that can
successfully compete. On the other hand,
these markets are strongly dynamic, with
huge long-term demand growth and clear
potential for ongoing innovation and productivity gains. The consolidation associated
with mature, slow-growth industries cannot
be justified here. And governments have
always had a huge impact on these markets,
and will always be subject to pressure from
incumbent carriers wanting government
intervention to manipulate competitive
forces in their favour.
One example of a merger that did not
threaten long haul competition was
Lufthansa's 2005 acquisition of Swiss.
Although this gives Lufthansa control of
three of Europe's intercontinental hubs,
Swiss was a failed company that never had
a coherent strategy for managing the former
Swissair and Crossair route network. This
acquisition should be seen as the reorganisation of assets that were on the verge of liquidation; acquisitions of failed airline assets
are almost never anti-competitive. The only
serious anti-competitive issues were in the
short haul German-Swiss markets, where
there is little likelihood that new competition
could constrain LH-LX pricing power.
Whether these risks will be offset by a successful restructuring of the Zurich hub
remains to be seen.
Whether the anti-competitive risks of the
Air France-KLM merger can be offset by effi-

ciency gains is far more problematic. KLM
was the fourth largest intercontinental competitor in Europe, had been a major source
of service innovation over the years (including the world's most successful intercontinental alliance). By acquiring KLM, Air
France not only eliminates a viable competing network, but it eliminates one of the market's most aggressive price competitors.
While no one ever expected all 13 hubs to
survive, it is absurd to argue that in a robustly growing market, the profitable number four
hub could not survive long-term, and that no
more than three airlines could ever hope
make money. Given major British Airways
cutbacks of capacity serving long haul connect traffic, and the ongoing shakeout of
weaker hubs, Amsterdam's competitive and
financial prospects seemed quite attractive
It is implausible that Air France could
have justified paying a 40% premium for
KLM on pure "efficiency/synergy" grounds.
The increased profitability of the AF-KL
group appears largely driven by the strong
revenue conditions in many long haul markets, but these yield improvements either
come from neutralising KLM price competition or would have occurred without the
merger. Since there have been no staff cuts,
capacity reductions or operational integration, the cost savings (€100 m per year) that
have been claimed are likely to include
many savings that the two companies could
have achieved independently. Strong current
network profitability versus carriers such as
Lufthansa and British Airways reflects the
relative absence of LCC competition in
AF/KL markets (especially Paris) and Air
France's sensible avoidance of the non-core
subsidiaries that have hurt Lufthansa's
results.
This merger can best be described as an
attempt to engineer a two-airline duopoly of
the huge continental Europe-intercon market
in the longer-term, while neutralising the
threat of serious price competition in the
short-term, and Jean-Cyril Spinetta speech
(quoted on page three) confirms as much.
But this merger is totally different from
Cathay-Dragonair, which was a marketbased solution, explicitly designed to thwart
government efforts to engineer a much less

November 2006

13

Aviation Strategy
Analysis
efficient competitive outcome. Spinetta's
claimed need for "pan-European leaders"
demonstrates that he does not want a market solution based on open competition, but
that he is asking the EC to actively intervene
in the selection of winners and losers. Air
France wants Brussels to give them a much
more favourable carve up of the highly lucrative long haul market so that Ryanair,
easyJet, Iberia and Air Berlin won't be able
to compete effectively with them on short
haul routes.
Some have interpreted EC permission for
AF-KL as a politically acceptable way to
expedite the exit of hopelessly unprofitable
long haul competitors such as Alitalia. The
"barriers to exit" among large, inefficient flag
carriers is a serious impediment to industry
efficiency, but like the Chinese "Three
Airline" policy, government attempts to engineer a specific competitive outcome, are
rarely in the best long-term interests of the
entire industry. The EC's unwillingness to
deal with market protections and distortions
favouring Alitalia, or Swiss, or Olympic cannot justify a policy favouring more politically adept carriers.
The biggest anti-competitive risk of AFKL is that it quickly leads down a slipperyslope of further collusion and mergers,
each justified by government approval of
the previous move. Air France will also
want immunity for full price and schedule
collusion with all alliance partners (for
example NW-DL-CO-OK and possibly AZ
on the North Atlantic); at which point the
Star and oneworld carriers will demand the
same right to collude. Having accepted KLAF, the EC must now decide whether to
breakup all the transatlantic alliances, or
agree to the extreme consolidation of the
entire North Atlantic. While there were
dozens of airlines on the North Atlantic ten
years ago, the goal here is that Lufthansa
and Air France-led groups control 90% or
more of the Continent-US market while
British Airways dominates (perhaps jointly
with American) the largely separate UK-US
market.
It was widely assumed that AF-KL would
trigger a parallel American merger; Delta,
Northwest and Continental have been pur-
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suing various combinations of such a merger for years, and it remains a serious possibility. United's interest in Continental follows this script, is undoubtedly being carefully coordinated with Lufthansa, and would
be consistent with manoeuvring to achieve
the best possible position before the final
duopoly is set. Spinetta's claimed need for
huge airlines to "match the size of the huge
Single Market" makes no sense unless one
shares this vision of a government-engineered process to radically reduce (via collusion or eventual multi-national mergers)
competition
between
the
world's
Intercontinental airlines.
Unlike any of the other recent or
prospective mergers discussed here, Air
France-KLM could be a very good deal for
their shareholders, but only by damaging
competition and efficiency elsewhere in the
industry. The key going forward is whether
the EC continues down this slippery slope
of active interference in Europe-intercon
market competition in order to establish the
desired "pan-European leaders". Many EC
officials (like the one quoted at the beginning of this analysis) are on record as advocates of "widespread consolidation". The
EC was unconcerned about the competitive
impacts of KL-AF, and has appeared receptive to wider collusion between alliance
members. The irony is that just like the
Chinese, any government attempts to engineer the strongest intercon position for EU
flag carriers will likely have the opposite
results. The Air France/Lufthansa dream of
dominating two of the world's three global
airlines is oddly similar to Swissair's vision
of a complex set of cross-border mergers
that they would dominate culturally and
financially.
The campaign is being led by a set of
carriers harbouring a vision of a world
where dozens of these huge intercontinental carriers will be merged into perhaps
three airlines. This vision makes no sense
unless governments agree to massively
reduce the exposure of intercontinental airlines to market forces. The track record of
big airline mergers has been dismal and the
challenge of integrating disparate brands
and corporate cultures would be larger than
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anyone has ever faced. There is no evidence that any of these carriers are currently too small to fully exploit scale
economies, and the importance of scale
continues to shrink. The radical aeropolitical reforms that would make true intercontinental mergers possible is decades away.
The vision follows a classic Legacy/Flag
pattern of responding to competition in new
markets by reducing competition and driving up prices in old markets. It is not clear
why Air France or Lufthansa would become
the centrepiece (and primary financial beneficiary) of a mega-global merger. The
vision is also oddly similar to Swissair's
vision of a complex set of cross-border
mergers that they would dominate and
become the primary financial beneficiary.
The possibility of other mergers
between European long haul carriers, principally Alitalia-Air France and Iberia-British
Airways, are often mentioned in the press,
but there is little evidence of serious efforts
in these directions. Alitalia has already
been through one failed merger attempt,
and Iberia's investment in Aerolineas
Argentinas collapsed in 2001. If the expected returns from Air France's investment in
KLM were primarily from cost efficiencies or
network synergies, one would expect comparable potential from these mergers, or
other hypothetical combinations such as
Lufthansa-SAS. Since no one believes
these efficiencies and synergies are significant, European intercontinental mergers
are only being pursued under quasi-liquidation conditions (LH-LX) or if there is the
possibility of huge gains from reduced competition (AF-KL). Air France has sensibly
stated that they would not consider closer
ties with Alitalia until it completed a major
cost restructuring and downsizing, but will
undoubtedly face pressure to move sooner
as a quid pro quo for EU acquiescence in
the AF/LH long haul duopoly.

Consolidation in
smaller countries
Speeches extolling huge economic benefits from cross-border consolidation are

generally motivated by one of three largely
unrelated concerns:
• the desire for an initial breakthrough to
help improve airline efficiency and service
in smaller countries
• the desire to facilitate global mega-mergers between very large intercontinental carriers (e.g. United-Lufthansa) or
• the desire for incremental reforms that
include perhaps greater foreign shareholdings (for example allowing Lufthansa to
own 49% of United instead of only 20%)
and greater cross-border marketing and
management coordination.
The strongest economic case for airline
consolidation can be made for the first category, countries whose market base is too
small to support efficiently sized airlines.
Airlines in small countries clearly lack scale
economies, have less access to capital
providers that understand aviation, and
have a much shallower base of managers,
suppliers and technical talent to draw on.
Most importantly, small countries cannot
support the "dynamic churn" of ongoing
market entry and exit that is critical to
ensuring long-term efficiency. The obvious
problem is that the Chicago Convention
based aeropolitical system makes it nearly
impossible to achieve efficiencies that
require multi-national operating scale. In an
ideal world where airlines could be organised without regard to national boundaries,
the number of airlines in smaller countries
would undoubtedly shrink, and consumers
would benefit from more service from a
smaller number of larger, more efficient carriers.
Whatever the theoretical merits, it is
absurd to even discuss the possibility of
true multi-national airlines, within any reasonable timeframe. Giving airlines the
same flexibility as consumer product companies would require a total reworking of all
safety and economic regulations, which
could not reasonably begin until preliminary
versions of new frameworks had been tested in more developed environments such
as Europe or the North Atlantic. Multinational aviation blocs are always possible,
but the Scandinavian grouping supporting
SAS is the only one in the last half-century
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cross-border aeropolitical reform, see "The EUUS Open Access Area",
Aviation Strategy 70,
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that has actually worked. The EC shows no
signs of being able to organise a true
"European AOC" including the fully-integrated safety oversight and the full delegation of political authority from the member
states that would be required. The Chicago
framework gives effective veto power to
any country that doesn't want to move from
a bilateral to a multinational system, so
there is no point to a United-Lufthansa
merger unless every country they fly to
agrees to accept the new ownership
arrangements.****
Any hope of cross-border efficiency
gains in the next decade must come within
the Chicago framework, but none of this
would lead to industry consolidation anytime soon. The leaders of this incremental
approach have been the TACA and LAN
carriers in Latin America, and there are several examples of progress in Asia
(Bangkok/Siem Reap Air, Jetstar in
Singapore and Australia, Air Asia in
Malaysia, Thailand and Indonesia). Any
reforms under a Chicago framework would
actually increase the number of airlines
(e.g. multiple LAN-branded carriers), and
the savings are more modest since duplicate operating and management structures
must be maintained. Progress along this
path has been very slow, since each set of
reforms needs to be negotiated country-bycountry. If more airlines could show bigger
gains, the case for more radical cross-border
reform would be easier to make.
IATA is the only organisation with the
global reach and perspective needed to play
a leadership role on any of these three categories of cross-border liberalisation.
Leadership to accelerate the pace of
LAN/TACA type reforms, or on addressing
the small country airline problem could create a politically valuable link between
aeropolitical reform and improved service in
the parts of the world that need it most.
Leadership on longer-term more radical
cross-border reforms could be critical to finding solutions to the safety oversight question, and diffusing the many protectionist and
other parochial obstacles to progress.
Director General Bisignani (see page three)
is clearly focused on cross-border questions,
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but it is not clear whether IATA is actually
willing to devote the serious resources needed to actually make progress on these
issues. Most of Bisignani's speeches
emphasise "industry consolidation" among
the large intercontinental carriers, closely
echoing the LH/AF publicity campaign. This
is a unique opportunity where IATA could
play a decisive role in the future of the industry, but speeches that simplistically link "consolidation" with "efficiency" suggests that
Bisignani and the IATA Board may not have
thought the issues through very carefully.

A merger scorecard
In a perfect world, capital markets would
decide to finance mergers after evaluating
the potential efficiency, synergy or restructuring gains against the acquisition and
implementation costs and governments
would only intervene in the very rare cases
where returns from exploiting artificial competitive barriers clearly outweighed efficiency benefits. In the real world, most airline
mergers that have been seriously proposed
or implemented in recent decades have
failed to provide meaningful returns for
investors and have failed to improve the
industry-wide allocation of capital.
The table on the right summarises the
key comments about major airline mergers
(recent or under discussion). Mergers are
categorised as primarily "efficiency/synergy", "quasi-restructuring", or "not sensible".
This short list illustrates the limited, secondary role that mergers play in shaping
industry structure. Note that only one of the
mergers is primarily based on efficiencies
and synergies; if bankruptcy-type restructuring processes were more efficient, the number of mergers would be significantly smaller. Note also that only one of the mergers
creates competitive problems that cannot be
mitigated by positive economic gains.

Is consolidation necessary?
The general claim that consolidation is
critical to future industry profitability, and
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arguments that governments ought to
actively intervene to force major consolidation cannot be defended by anyone seriously concerned with the long-term economic health of aviation.
The number of airlines has been steadily expanding, and the major forces (market
liberalisation and economic innovation) that
drove this expansion are likely to continue.
These innovations (LCC business models,
the reduced value of connecting hubs, the
major improvement in IT and distribution
technology, and increased outsourcing)
have significantly reduced the importance
of "bigger is better" scale/scope
economies. There is no basis for claiming
that "natural" forces common to many
industries will force an inevitable aviation
consolidation. The industry is not maturing.
Demand is robust, and there are many likely sources of future productivity gains to
fuel growth. Modest levels of consolidation
in certain markets have, and will undoubtedly continue to occur, but most cases are
explained by cyclical downturns, temporary
pockets of overcapacity or the evolution of
specific business models.
Airline competition needs to constantly
evolve because business models, technol-

ogy and customer needs will continue to
evolve. This evolution depends on a variety
of competitive processes including open
market entry, pricing and network freedom,
capital market discipline, and bankruptcy
systems. If functioning properly, these
processes will speed the introduction of
innovative new models and technology,
reward the most efficient companies, facilitate the reallocation of capital to more productive uses, and encourage the new
investment needed for future growth.
Ongoing merger and restructuring activity
do not signal any trend towards consolidation, but are a critical part of these market
forces, and actively support expansion.
Airline industry structure and competition is far from perfect, and the biggest
problem are the "barriers to exit" that protect hopeless incumbents from needed
restructuring and block opportunities for
more efficient, better run airlines. These
include explicit subsidies, the lack of effective bankruptcy processes, capital market
imperfections, and many other issues. But
industry consolidation would eventually
make these problems even worse. Very
large carriers, immune from any serious
threat of new entry, quickly tend to become

EXISTING, PROPOSED AND HYPOTHETICAL AIRLINE MERGERS
Case
HP-US
DL-US (p)
UA-CO (h)
CX-KA
TP-NI
SN-VEX
FR-EI (p)

Type
Quasirestructure
Quasirestructure
not sensible
Efficiencysynergy
Quasirestructure
Quasirestructure

AF-KL

Quasirestructure
Quasirestructure
Anti-competitive

AF-AZ (h)

not sensible

IB-BA (h)

not sensible

LH-LX

Source of investor returns
Stock appreciation
Yield gains as cuts accelerate Legacy sector
shakeout
Unclear why investors would finance high
($5bn) cost
Strong network synergies (link 20 Chinese
cities to HKG hub)
Increase value of weak NI assets, some
synergies within Portugal
Increase value of weak VEX assets, Strategic
reposition both carriers; some synergies within
Belgium
Plan not yet announced, but opportunity to
reposition both carriers to new strategy
Salvage value from assets on verge of
liquidation, LH expansion at very low cost
Huge potential if merger leads to AF/LH
duopoly of Europe-Intercon
None unless AZ first implements major
restructuring
No obvious source of major returns

Good for industry
Value clearly created but weak link between
investment, long-term success
Value clearly created if capacity cuts big enough,
but balance sheet risks
No-little value created to offset huge costs and risks
Yes, but some risk if future collusion between CA
and CX
Yes, no entry barriers involved
Yes, no entry barriers involved
Yes, no entry barriers involved, both carriers
already more efficient than most competitors
Yes, if successful, but some anti-competitive
problems in CH-DE shorthaul market
No, distorts EU competition
Not if it serves to protect hopeless AZ capacity
No apparent risks

Key: (h) = hypothetical - suggested in press reports but has not been formally proposed; (p)= proposed but not accepted or approved.
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less efficient, much more resistant to
change, and "too big to fail". Cross-border
constraints due to aviation's Chicago
Convention framework also limits industry
efficiency, especially in smaller countries,
although there is little evidence of progress
on the huge set of changes that would be
needed to resolve those constraints.
The "optimal number of airlines" should
be driven by competitive economics and
will always be subject to change; over the
past 25 years these market forces have dictated more airlines, not fewer. Those advocating industry consolidation want to ignore
that history, do not want the number of airlines set by competitive economics and do
not want to let market forces adjust the
number over time. Competition reform is a
difficult task, as the last four decades have
demonstrated, but attempts to improve the
"ground rules" or the process of competition have yielded huge benefits while
attempts to engineer a specific market outcome (such as the number of airlines) have
almost always been counterproductive.
Consolidation is least likely in the one
area where it is most economically justified, small countries which might be better
served by larger, multinational carriers.
Eliminating the aeropolitical obstacles
could bring important benefits to many relatively less developed countries on the
world, but this has not been an important
priority for aviation leaders in the more
developed countries, and there is little evidence of meaningful progress on this
front. Claims consolidation among large
carriers in places like Europe or America
would somehow help improve the cause of
airline efficiency in small countries are
absurd.
Two of the people arguing for airline
consolidation at the beginning of this
analysis were arguing for mergers in a
very specific, narrow context. Doug
Parker's approach (restructuring type
mergers with significant cost and capacity
cuts) is not only strongly based on market
economics, but he successfully implemented a merger that demonstrated its
value. Michael O'Leary wants to implement a merger that he thinks can be finan-
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cially justified; investors may debate the
merits of his proposal, but he is only asking that governments not interfere by
applying much more onerous conditions
that were applied to the mergers of many
of his competitors. Decisions on specific
proposals such as these can, and should
be left to the capital markets.

Role of governments
All of the other quotes citing the "industry consolidation is inevitable" mantra are
part of a publicity campaign designed to
not only encourage mergers between very
large Intercontinental airlines but to get
governments, starting with the EC, back in
the business of actively deciding what the
outcome of airline competition ought to be.
Needing to create the sense of a problem
that consolidation would solve, the publicity campaign dwells on the intuitive sense
that there are "more airlines than the world
really needs" even though this is totally
unrelated to Intercontinental carriers,
whose numbers haven't changed much in
decades, and is meaningless as a justification for mega-mergers. There may have
been "too many software companies" that
started business since the dot-com era,
but that wouldn't justify a merger between
Microsoft and Google.
The key issue going forward is not
whether there are "more airlines than the
world really needs" but the role of government. If the EC's primary objective is to
get government out of the aviation business so that markets can allocate
resources, then it would not care whether
those market forces happen to produce a
larger or smaller number of airlines, and it
would never talk about consolidation. If the
EC's new objective is to engineer a radically new industry structure based on
extensive collusion (and eventually mergers) between large Intercontinental carriers, and to establish Air France and
Lufthansa as the "pan-European leaders"
positioned to dominate that new structure,
then its public statements and growing
indifference to competitive issues make
much more sense.
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LAN Airlines: Discovered
by the money managers

C

hile's LAN Airlines, one of Latin America's
largest carriers, has seen its ADR price
appreciate by more than 60% since July, as
the company has been discovered in a big way
by money managers in the US. Many emerging-market analysts have selected LAN as one
of their top picks, touting it as a "fundamentally
attractive business" as well as an attractively
valued stock, while the large investment banks
that already covered the airline have been raising their ratings and price targets. For once,
LAN has upstaged the rapidly growing and
hugely profitable Brazilian carriers Gol and
TAM, which have been negatively affected by
investor concerns about likely overcapacity in
the Brazilian market in 2007.
There is buzz about LAN, in the first place,
because of its impressive third-quarter profits
and excellent 2007 earnings growth prospects,
helped by lower fuel prices and Chile's and
Latin America's strong economic growth. The
enthusiasm also reflects LAN's healthy balance sheet, low cost levels, high efficiency and
excellent service reputation, as well as a host
of strengths derived from its unique business
model.
Investors have noted that, in addition to
remaining profitable through Chile's late 1990s
recession and the post-September 2001
industry crisis, LAN took advantage of the
slump to bolster its long-term strategic position.
It did it by expanding internationally and by setting up airline subsidiaries in several South
American countries.
But LAN has not yet succeeded in making
its latest airline venture, LAN Argentina, profitable, and it faces growing competition from
LCCs throughout Latin America. Having
already lost domestic market share to low-cost
upstarts, the airline increasingly finds itself in
head-to-head competition with Gol and TAM in
key regional markets. Gol recently launched
service to LAN's main Santiago hub and will
start flying to LAN's regional hub at Lima (Peru)
before year-end, while TAM is boosting its
Chile frequencies in January.
Consequently, LAN is again taking action to

safeguard its long-term strategic position. First,
it is testing a redesigned, LCC-style domestic
and regional business model that seeks to
boost efficiency and improve profit margins in
short haul operations. Second, LAN is implementing a two-year, US$100m long haul business class upgrade, launched in April 2006, to
retain its leading shares of high-yield passengers in long haul markets. Third, LAN is doubling its overall ASK growth to 23-25% in 2007
as it implements the largest fleet expansion in
its history.
LAN's ability to adapt has been the hallmark of its success, but will these strategies
work in competition with the new breed of
aggressive LCCs? Will LAN establish more airline subsidiaries? Will it, as is currently being
speculated, make an offer for Varig?

Strong financial position
LAN is in a strong position to boost growth
and capital spending. Founded in 1929 and privatised in 1989, the company has been consistently profitable since its current majority
shareholders assumed control in 1994.
However, earnings fell sharply in 1998 and
remained weak in 1999-2002 - initially because
of the Asian crisis and economic recession in
Chile, and subsequently due to the Argentine
crisis and post-September 11 effects.
The five-year slump was unfortunate in that
it happened immediately after the company's
US IPO in November 1997, which reduced the
original shareholders' stake to about 75% and
made LAN the first South American airline to
be listed on a US stock exchange (NYSE; the
company also trades on the Santiago and
Valparaiso stock exchanges). The share price
collapsed in 1998 and remained below the
US$14 IPO price for more than five years.
But LAN staged a strong recovery in 20032004 as economic conditions improved in most
of Latin America. Net profit almost tripled in
2003 and again doubled in 2004 to
US$163.6m or 7.8% of revenues. The 8.2%
operating margin that year was the highest the
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company had ever achieved. As a result,
investor interest reawakened, and LAN's ADR
price surged from US$4 in late 2002 to US$30
by year-end 2004, subsequently remaining in
the US$30-40 range until last summer.
Although last year's profits were lower operating margin was 5.6% and the net profit
US$146.6m or 5.8% of revenues - the results
were excellent in light of the high level of fuel
prices. LAN reported extremely robust earnings for the quarter ended September 30, taking the investment community by surprise.
Operating income increased seven-fold to
US$70.5m - a 9.3% margin - and net profit
almost doubled to US$51.5m, as revenues
surged by 23%. It was a result of 15-17%
increases in yield and unit revenues, of which
roughly a third came from fuel surcharges,
more than offsetting a 12% hike in fuel prices.
In the first nine months of 2006, LAN earned a
net profit of US$147.7m on revenues of
US$2.2bn.
With extra help from lower fuel prices, LAN
is now expected to grow its 2006 net earnings
by 31% to US$193m or US$3 per ADR. The
current consensus forecast for 2007 is a profit
of US$246m or US$3.85 per ADR, which
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would represent a 27% increase. Operating
margin could soon exceed 10%.
LAN does not offer the extraordinary earnings momentum and growth that the Brazilian
carriers have been exhibiting, even though in
2007 its earnings growth may actually be better than Gol's and TAM's. But it is considered
less risky because its revenues are diversified
across several economies and because it has
a lesser degree of foreign currency mismatch
between revenues and costs.
The company has a relatively strong balance sheet, with total assets of US$2.1bn,
long-term liabilities of US$955m and shareholders' equity of US$503m at the end of 2005.
Cash position, including committed credit lines,
amounted to US$248m, or 10% of 2005 revenues, at the end of September. LAN is one of
the few airlines in the world to benefit from
investment grade credit ratings.

Unique business model
Based on a strategy set in place in 1994,
LAN has developed an distinct business model
that combines passengers and cargo, provides
a comprehensive network in South America,
uses airline subsidiaries to maximise coverage
of the region, focuses on alliances in long haul
markets, offers a "world class travel experience", and benefits from high efficiency and
low unit costs.
• Combining passengers and cargo
LAN is the only Latin American carrier that
uses cargo as more than a complement to its
passenger service; it treats passengers and
cargo as two equally important business units.
In 2005 cargo accounted for 37% of LAN's total
revenues, compared to about 23-25% for SIA
and Cathay and less than 6% for most US and
European carriers.
Having fully integrated passenger and
cargo businesses gives LAN a significant competitive advantage. It has helped maximise aircraft utilisation and given flexibility to adjust to
market conditions. On many occasions in the
past, the cargo market remained strong when
passenger demand weakened, and LAN was
able to maintain stable earnings by switching
capacity and even aircraft orders from the passenger to the cargo business. (Incidentally, the
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opposite has been the case this year: while
passenger demand has been strong, the cargo
business has declined due to weaker exports,
and LAN has had to adjust by making more
northbound flights multi-stop and terminating
ACMI leases on freighters.)
• International focus
In contrast to Gol and TAM, LAN is essentially
a long haul international carrier, earning 96% of
its cargo revenues and 71% of its passenger
revenues from international routes in 2005.
Domestic operations in Chile, Peru and
Argentina accounted for the remaining 19%,
8% and 2% of passenger revenues, respectively.
International operations, as well as operations in Peru and Argentina through subsidiaries, have been the key driver of LAN's
growth and profitability in the past decade,
because the Chilean domestic market is relatively small - just 2.9m passengers annually and stagnated until very recently. LAN began
diversifying into profitable international markets
in the late 1990s and accelerated the process
in the early part of this decade. The benefits of
the strategy are clear: in the third quarter of
2006, LAN's traffic grew by 10.2%, as a 1.8%
decline in domestic traffic was amply offset by
12% growth in international traffic (which
accounted for 89% of total passengers).
LAN benefited greatly from Chile's early liberal aviation policies, including open skies
ASAs with countries such as Peru and the US
well before the rest of the region jumped on the
liberalisation bandwagon.
• Multi-hub/multi-airline strategy
LAN secured a firm footing in the Latin
American cargo market in the 1990s by
acquiring Chilean cargo carriers FastAir and
Ladeco. This was followed by the acquisition
of 100% or majority stakes in Mexican cargo
carrier MasAir and Miami-based Florida West,
as well as a minority stake in Brazilian cargo
airline Absa, in 2000-2001. All of those airlines
have extensive Latin American and some US
and global operations. Synergies are derived,
for example, through the interchange of 767300ER freighters.
The multi-airline strategy in the passenger
segment dates back to 1999, when LAN saw

an opportunity to establish a Peru-based airline as a joint venture with Peruvian partners.
Other passenger airline ventures followed in
Ecuador in 2003, the Dominican Republic
2003 and Argentina in June 2005. Since
March 2004, these airlines have been organised under "LAN Alliance", which currently
includes LAN Airlines, LAN Express (a fully
integrated feeder operation in Chile), LAN
Peru, LAN Argentina and LAN Ecuador (LAN
Dominicana was not viable and it ceased
operations in May 2004).
The LAN Alliance members benefit from a
common brand, including a common logo and
paint scheme and same standards of service,
offering a "united spirit of reliability and
charm". They are all highly efficient.
The multi-airline strategy has enabled LAN
to operate a comprehensive network and multiple hubs in South America (Santiago,
Buenos Aires, Lima and Guayaquil), resulting
in strong market shares in key countries. At
the end of 2005, LAN had 66% of the Peruvian
domestic RPKs and 14% of the Argentine
market, even though it had been present in the
latter for only six months.
The strategy has also positioned LAN better in the faster-growing international markets
and facilitated more frequent service to key
cities outside the region. To supplement LAN
Airlines' long haul operations from Chile, LAN
Peru, LAN Ecuador and LAN Argentina all
now serve Miami, while LAN Peru and LAN
Ecuador also fly to New York and LAN
Ecuador even operates to Madrid. The company says that the strategy "enhances our
value proposition by offering customers more
destinations and routing alternatives".
Peru and Ecuador are both promising
international growth markets, expanding by
17.6% and 12%, respectively, in 2005, compared to 9.8% growth for the Chilean international market. At year-end 2005, LAN had
50%, 29% and 21% shares of the Chilean,
Peruvian and Ecuadorian international markets respectively.
There are also important synergies and
economies of scale. The strategy has helped
LAN maximise aircraft utilisation, increase
load factors, leverage complementary seasonal patterns and optimise marketing efforts.
The LAN Alliance serves 56 destinations
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worldwide - 15 in Chile, 11 in Peru, nine in
Argentina, two in Ecuador, 10 in other Latin
American and Caribbean countries, three in
the US, two in Europe (Frankfurt and Madrid)
and four in the South Pacific. In addition, the
company has global reach through the
oneworld alliance - LAN Airlines, LAN Express
and LAN Peru have been members since
2000, and LAN Argentina and LAN Ecuador
are due to join as associate members in 2007.
LAN has also been very active in forging
codeshare alliances. Since its 1997 agreement with American, which secured antitrust
immunity in the US in 1999, the airline has
signed codeshare deals with Alaska, Iberia,
Qantas, BA, Aeromexico, Mexicana, TAM
Mercosur, Korean and JAL (the latter only covers FFP cooperation).
• Low costs and superior efficiency
LAN is one of Latin America's most efficient
operators, with unit costs well below the industry average and those of the US legacies. Its
costs per ATK are similar to those of Asian carriers such as Korean and Thai.
The airline benefits from exceptionally high
aircraft utilisation in long haul operations - 15
hours daily for passenger aircraft and 16 hours
for freighters in 2005. LAN also benefits from
good employee relations and long-term labour
contracts that allow high levels of productivity.
There are as many as 25 different unions in
the LAN Alliance, but only three of those contracts become amendable before mid-2009.
LAN has always regarded cost cutting as a
continuous process - a way of thinking that the
US legacies have adopted only recently. The
past five years' achievements have included a
favourable post-September 11 pilot agreement, significant aircraft lease rate reductions
(2003), revised maintenance contracts (2005)
and continued distribution cost reductions.
• Strong management
Much of LAN's success has to be credited to
a strong management team, which consists of
professionals of many nationalities and is led
by Enrique Cueto as CEO. Cueto, who headed Fast Air for 12 years before his family
acquired a controlling stake in LAN in 1994,
has won numerous "most admired CEO" type
awards.
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• Focus on the premium segment
LAN has traditionally focused on the premium
passenger segment in long haul international
operations - a strategy that has enabled it to
earn higher margins and protected against
cyclical fluctuations. Since the mid-1990s the
airline has consistently ranked high in passenger surveys.
Being able to boast "the best business
class in Latin America" has meant almost constant product upgrades. The main current project involves merging first and business classes on 767-300s into an upgraded "premium
business class", which LAN calls "the market
of the future in the Americas"; first class is
being retained on the A340s that operate to
Europe and Australasia.
The concept is based on what LAN
believes passengers value the most on long
haul flights: the ability to rest. The new premium class offers flat-bed seats, dividing panels,
74-inch distance between seats, down comforters and new individual in-flight entertainment systems. The product was introduced in
April 2006 on routes to North America and will
be on all 767-300s by the end of 2007.

Going LCC-style on short haul
LAN has launched a pilot programme to
test a new business model for its short haul
operations, including domestic operations in
Chile, Argentina and Peru and narrowbody
regional operations, which together account for
about 25% of the company's consolidated
ASKs. The new model, which aims to improve
efficiency and profit margins, is expected to be
fully implemented by the end of 2007.
One of the key objectives is to increase narrowbody aircraft utilisation to about 12 hours
per day. This is to be achieved through
increased point-to-point operations, overnight
flights and faster turnarounds. LAN is also
phasing out its 737-200 fleet during 2007 in
favour of focusing on a single aircraft type, the
A320-family. In other words, LAN is copying
the key aspects of the JetBlue/Gol-style short
haul business model.
The aim is to reduce short haul ex-fuel unit
costs by 30% between 2006 and 2008, representing a US$150m saving in total operating
costs. The airline expects its costs per ASK
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(CASK) in Chile domestic operations to fall
from around US$5.65 in 2006 to US$3.99 in
2008. LAN noted in a recent investor presentation that the 2008 Chile CASK target would
be below Gol's and TAM's first-half 2006 unit
costs of US$4.40 and US$5.20, respectively.
Of the US$1.66 CASK reduction in the twoyear period, almost half would come from
sales and distribution costs. The aim is to
increase Internet penetration to 60% of total
sales (33% in 2005), and the airline is cutting
base commissions on economy class tickets
from 6% to 1%. The remainder of the savings
would come from maintenance costs (16%
reduction due to single fleet type), on-board
costs (50% reduction due to lighter food service), overhead costs (30% reduction through
simplification of back-office and support functions) and automation (self-check in at airports
to increase to 70% of passengers).
The plan includes reducing and simplifying
fares, which LAN hopes will boost short haul
demand by 40% over the next two years. The
airline expects its yield to fall by 15-16% but
unit revenues to remain flat due to load factor
improvements.
LAN has been testing overnight flights in
two major markets in southern Chile and has
started offering low fares on several domestic
routes this autumn. The initial results have
been positive. October traffic statistics showed
that LAN's Chilean domestic passenger traffic
rose by 8.6%, but since capacity was up by
17.4%, the load factor fell by 5.4 points 67.3%.
The LAN Airlines/LAN Express combination is the leading domestic airline in Chile, but
its market share fell from 83.7% in 2004 to 76%
in 2005. The main competitors are Sky Airline
(18% market share) and Aerolineas de Sur, an
affiliate of Aerolineas Argentinas that began
operations in December 2004 and captured
5.5% of the domestic market in 2005. Although
there are currently no foreign airlines in the
Chilean domestic market, Chile permits it on a
reciprocal basis; in any case, there are no regulatory barriers to foreigners creating Chilean
airline subsidiaries.
LAN's aim in Chile is to operate high-frequency service to the main destinations and to
maintain its leadership position. Its current network covers 15 cities, compared to Sky's 11
and Aerolineas' six. Both Sky and Aerolineas

LAN’S UNIT COSTS AND REVENUES
1998
1999
2000
2001
2002
2003
2004
2005

Costs per ATK
(US cents)
32.65
29.48
31.39
31.32
30.35
31.76
34.67
38.83

Revenues per ATK
(US cents)
33.71
30.27
32.57
31.68
30.93
33.50
37.45
40.80

operate 737-200s.
The new short haul strategy indicates that,
like Gol in Brazil, LAN is now prepared to go
after the extreme leisure segment - people taking super-low cost overnight flights - in order to
retain market share and boost profitability. Of
course, LAN's primary focus will continue to be
on the premium passenger segment in long
haul markets.

Accelerating growth
LAN expects to double its passenger
capacity (ASK) growth from the 10-12% level
seen in 2005 and 2006 to 23-25% in 2007. By
contrast, cargo ATK growth will slow from this
year's 7-9% to 3-5% in 2007.
Aircraft additions will account for only 55%
of the 2007 ASK growth; the rest will be
achieved through higher aircraft utilisation and
adding back seats to aircraft. The all-A320
family regional fleet is projected to have an
average daily utilisation of 11.5 hours, compared to 6.6 hours on the 737-200s. The number of seats on the A320s will be increased
from 156 to 168 in single class and from 136 to
156 in two-class configuration, while the 767300 seating will increase from 214 to 219.
LAN will be introducing 44 new passenger
aircraft and three new freighters between mid2006 and the end of 2008. Most of those aircraft (A320s) were ordered in 2005, though the
airline is still taking 767s from an older order for
12 aircraft. After retirements, the net addition in
the two-year period will be 22 aircraft, most of
it in 2008. The total fleet will grow from 77 aircraft at the end of June 2006 to 99 aircraft at
the end of 2008.
On the short haul front, LAN is taking 32
new A320-family aircraft by the end of 2008, to
increase that fleet to 54. The eight A319s deliv-
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LAN’S 2006-2008 FLEET PLAN
Additions/
Fleet as of retirements
mid-2006
in 2H06

Additions/
retirements
in 2007

Additions/
retirements Fleet at
in 2008
YE 2008

Passenger aircraft:
737-200
A318/A319/A320
767-300ER
A340-300
Total pax fleet

24
22
18
4
68

-11
8
3
0
0

-13
12
3
1
3

0
12
3
2
17

0
54
27
7
88

Cargo aircraft:
737-200F
767-300F
Total cargo fleet

1
8
9

0
1
1

-1
0
-1

0
2
2

0
11
11

TOTAL FLEET

77

1

2

19

99

Source: LAN’s presentation at Santander Investment Chile Conference, Sept. 2006.

ered in the third quarter went to LAN Peru's
domestic operations; the remainder (mostly
A318s) will be used to replace 737s on Chilean
and Argentine domestic routes and to expand
regional service. The 24 737-200s in the fleet
in mid-2006 will have been retired by the end
of 2007.
On the long haul front, LAN is adding nine
more 767-300ER passenger aircraft, to bring
that fleet to 27. The airline has long favoured
that type especially for its capacity to carry both
passengers and cargo. LAN is also receiving
the last three of seven A340-300s ordered in
1999. The type is ideal for ultra long flights over
the Pacific, such as Santiago-Auckland, and is
also used on Chile-Europe routes.
LAN's capital needs in the next couple of
years will be substantial, especially in light of
plans to increase the percentage of owned aircraft from 50% to 75%. Aircraft capital spending is estimated to amount to US$591m in
2007 and US$772m in 2008. However, debt
financing has already been arranged to cover
85% of the fleet spending needs in those
years.

Consolidation in Peru
LAN has operated domestic flights in Peru
and served the Lima-Miami route since
LANPeru's creation in 1999 (with LAN holding
a 49% stake), but it has not always been
smooth sailing. In late 2000 and early 2001
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LAN had to suspend those operations for a few
months due to a legal dispute with one of its
Peruvian partners, and in 2004 it had to suspend operations for 14 hours following an
injunction issued by a Peruvian judge at the
request of a former competitor.
In 2004 LAN Peru had a good growth
opportunity following the disappearance of a
major competitor, AeroContinente. The airline
added four domestic destinations and five
A320s, after previously utilising two 737-200s.
The strategically located Lima hub was officially inaugurated as the main regional hub for the
LAN Alliance - a strategy that LAN has
described as an "unqualified success".
LAN has grown the Lima hub by adding
non-stop or one-stop regional international service to Santiago, Buenos Aires, Guayaquil,
Quito, Bogota, Caracas, Mexico City and Sao
Paulo. Plans call for service to La Paz (Mexico)
and increasing frequencies on existing routes.
Domestically, LAN Peru's strategy is to provide frequent and convenient service to Peru's
main destinations while gradually expanding
into new markets. Currently 11 cities are
served. LAN Peru is in the process of replacing
its nine-strong A320 fleet with A319s, which
are more efficient for the Peruvian market.
Competition is growing - it currently includes
Tans, Star Peru, AeroCondor, Taca Peru and
this year's new hopeful Wayra Peru - but LAN
expects its Peruvian domestic market share to
stabilise at 65-70%.

Argentinian growth opportunities
LAN realised its longstanding ambition of
operating in Argentina in April 2005, when it
acquired a 49% stake in Aero 2000, a prospective new airline that had already secured an
operating certificate. LAN agreed to absorb all
workers from state-owned company LAFSA,
which had been created to house the former
employees of defunct airlines Lapa and Dinar
and which had partnered with Southern Winds,
which went bankrupt in March 2005. Aero 2000
was renamed LAN Argentina, and the new airline began operations in June 2005 with two of
LAN's 737-200s.
In its first year LAN Argentina focused on
the domestic market, and it now serves eight
domestic destinations from Buenos Aires. In
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August 2006 the airline went international with
a Buenos Aires-Miami service, which is now
daily. Twice-daily Buenos Aires-Sao Paulo
flights will follow in early December. As of
November 7, the fleet included three A320s,
four 737-200s and two 767-300ERs.
LAN was attracted to Argentina because it
is a large, underserved market. It is the second
most important domestic air travel market in
South America (after Brazil), with 5m-plus
domestic passengers and a similar volume of
international passengers annually, in total
worth about US$1.9bn in annual revenues.
But while the Argentine domestic market
has enormous potential, it has been held back
by government regulations to keep prices
down. With domestic fares at uneconomic levels, LAN Argentina has not expanded as rapidly as planned, so it lacks economies of scale.
The airline is not achieving its target of breaking even in 2006; despite 70%-plus load factors, it posted a US$9m operating loss for the
third quarter, which was similar to the previous
quarter's loss.
However, the outlook is positive because in
August the Argentine government approved a
20% increase in domestic fares. This will have
a beneficial impact on financial results, and
LAN Argentina is now confident of breaking
even in 2007.
LAN Argentina is also benefiting from fleet
renewal. Replacing the 737-200s with new
A320s will increase efficiency, reduce unit
costs and enhance the product. Also, the airline has completed its labour negotiations,
signing new contracts with its pilots, mechanics
and flight attendants. Also on the positive side,
restrictions on foreign ownership have been
eliminated in Argentina. As a result, LAN has
bought out much of the stake held by its local
partners (two prominent businessmen),
increasing its ownership of LAN Argentina to
80%.
LAN's aim is to become Argentina's main
airline. That position is currently held by
Aerolineas Argentinas which, together with its
affiliate Austral, has about 80% of the domestic market, but LAN Argentina is poised to grow
at a much faster rate. Earlier this year, LAN
Argentina received the right to add up to 25
new domestic and international destinations.
The airline has not yet disclosed its plans, but

an investor presentation in September mentioned "potential" international routes linking
Buenos Aires with New York, Los Angeles,
Mexico City, Punta Cana (the Dominican
Republic) and Madrid.

Where next?
While much of LAN's current effort focuses
on strengthening the Lima hub and growing
the Argentine operation, the company is obviously keeping a close eye on potential opportunities elsewhere in Latin America.
LAN's leadership has stated in recent
months that there are no immediate plans to
move into Mexico or Venezuela. It seems likely that, like Gol, LAN has for the time being lost
interest in the Mexican passenger market,
which has become overcrowded with LCCs.
But Brazil may be a different matter. LAN
has long been interested in that market. It has
a foothold there through its minority stake in
cargo carrier Absa and is known to have been
monitoring Varig's situation very closely. In
recent weeks there has been speculation in
Chile that LAN might make an offer to buy
Varig, which is struggling to make a comeback
after a year in bankruptcy, the grounding of
most of its fleet in June and seeing its oncedominant domestic market share whittle down
to 3% in July. New owner Volo do Brasil, which
took over in July, has managed to slightly
increase the market share (5.4% in October),
but Varig's future remains uncertain because
the Brazilian authorities are in the process of
redistributing its routes and the company may
still face heavy liabilities for unpaid wages of
laid-off employees.
The fact that LAN is finding itself in
increased direct competition with Gol and
TAM, the main beneficiaries of Varig's shrinkage which can tap into the huge Brazilian
domestic market for feed to their international
services, must add to the incentive to get better established in Brazil.
LAN has not confirmed or denied any offers
for Varig, but a more likely scenario is that it will
wait for a clear opportunity to present itself,
such as Varig ceasing operations. In such a
scenario, LAN could in theory launch a new airline with Varig's operating certificate and exVarig employees.
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Jet values
and lease rates
he following tables reflect the current valTues (not “fair market”) and lease rates for
narrowbody and widebody jets. The figures
are from The Aircraft Value Analysis
Company (contact details opposite). The val-

ues are not solely based on market averages, but also such factors as remarketing
value, number in service, projected life span
etc.

NARROWBODY VALUES (US$m)
NEW

5 years

10 years

20 years

old

old

old

NEW

717-200

17.6

5 years

10 years

20 years

old

old

old

A318

28.6

A319 (IGW)

39.2

31.3

23.4

737-200Adv

12.6

A320-200 (IGW)

46.9

37.4

27.8

737-300 (LGW)

10.8

A321-200 (LGW)

52.0

41.0

30.0

737-400 (LGW)

11.5

1.0

737-500

5.7

9.5

737-600

29.9

21.5

737-700

39.6

32.0

737-800

49.5

39.5

737-900/ER

53.5

32.8

757-200

27.5

22.0

757-200ER

29.3

23.5

757-300

35.3

11.1

MD-82

5.9

3.7

MD-83

6.9

4.5

MD-88

7.0

MD-90

8.6

WIDEBODY VALUES (US$m)
NEW

5 years

10 years

20 years

old

old

old

NEW

5 years

10 years

20 years

old

old

old

94.6

71.0

767-300

36.4

28.9
39.7

3.4

747-200B
A300B4-600

6.2

A300B4-600R (HGW)

25.8

A310-300 (IGW)

17.4

A330-200

84

A330-300 (IGW)

68.7

A340-200

747-400
767-200

5.7

6.2

767-300ER (LGW)

52.1

48.8

767-400

53.9

40.0

777-200

66.5

46.9

A340-300 (LGW)

72.5

53.4

777-200ER

128.1

102.8

77.5

A340-300ER

82.5

59.8

777-300

127.0

94.4

787-800

94.4

A340-500

119.2

A340-600

123.9

A380-800

187.9

MD-11P

Notes: As assessed at end October 2006, mid-range values for all types
Source: AVAC
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NARROWBODY LEASE RATES (US$ 000s per month)
NEW

5 years

10 years

20 years

old

old

old

NEW

717-200

5 years

10 years

20 years

old

old

old

107

A318

238

A319 (IGW)

356

301

259

737-200Adv

204

158

A320-200 (IGW)

338

339

284

737-300 (LGW)

151

A321-200 (LGW)

436

372

324

737-400 (LGW)

149

59

737-500

131

737-600

219

181

737-700

350

296

737-800

393

340

737-900/ER

434

335

757-200

233

222

757-200ER

273

252

757-300

282

170

MD-82

95

71

MD-83

99

78

MD-88

95

MD-90

108

WIDEBODY LEASE RATES (US$ 000s per month)
NEW

5 years

10 years

20 years

old

old

old

NEW

5 years

10 years

20 years

old

old

old

747-200B
A300B4-600

142

809

678

767-300

310

266

767-300ER (LGW)

481

429

517

767-400

500

A300B4-600R (HGW)

245

A310-300 (IGW)

213

A330-200

736

A330-300 (IGW)

651

A340-200

747-400

147
848

767-200
115

112

529

777-200

578

486

A340-300 (LGW)

747

594

777-200ER

1,062

912

783

A340-300ER

798

639

777-300

1,045

867

787-800

729

A340-500

1,048

A340-600

1,075

A380-800

1,264

MD-11P

175

395

Notes: As assessed at end October 2006, mid-range values for all types
Source: AVAC

AIRCRAFT AND ASSET VALUATIONS
Contact Paul Leighton at AVAC (Aircraft Value Analysis Company)
• Website: www.aircraftvalues.net
• Email: pleighton@aircraftvalues.net
• Tel: +44 (0) 20 7477 6563 • Fax: +44 (0) 20 7477 6564
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Aviation Economics
The Principals and Associates of Aviation Economics apply a problem-solving,
creative and pragmatic approach to commercial aviation projects.
Our expertise is in strategic and financial consulting in Europe,
the Americas, Asia, Africa and the Middle East, covering:
• Start-up business plans

• Turnaround strategies

• State aid applications

• Antitrust investigations

• Merger/takeover proposals

• Competitor analyses

• Credit analysis

• Corporate strategy reviews

• Market forecasts

• Privatisation projects

• IPO prospectuses

• Cash flow forecasts

• Asset valuations

• E&M processes

• Distribution policy

For further information please contact:

Tim Coombs or Keith McMullan
Aviation Economics
James House, 1st Floor, 22/24 Corsham Street, London N1 6DR
Tel: + 44 (0)20 7490 5215 Fax: +44 (0)20 7490 5218
e-mail:kgm@aviationeconomics.com
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