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Executive Summary

British Airways (BA) a division of International Airlines Group (IAG) is undertaking a multi-year transformation programme of an estimated PS7bn in fleet, lounges, operations and digital experience to reestablish its brand and customers reputation following the disruption and the reputation issues that had followed the COVID-19 pandemic and operational problems at Heathrow.( British Airways 2023; IAG 2023; IAG 2024; The Guardian 2025).
In spite of record profitability in the Group level and strong demand in its major long-haul routes, BA customer experience is still strained due to congestion and constraints at Heathrow, stringent regulatory control under UK261, and aggressive competition by low-cost airlines like Ryanair and easy Jet on short-haul and premium airlines like Virgin Atlantic and Emirates on long-haul. An increase in the cost of the airline product has likewise been observed to cause a decline in the demand for airline services as well. Demand for airline services is price-elastic so fare increases can reduce demand especially among price-sensitive leisure and short-haul customers. This is supported by standard microeconomics and airline economics texts e.g. Varian, Doganis.
Critical assessment in this report reveals that there has been a consistent discrepancy between the brand promise of premium, reliable service and actual service delivery provided by BA during the periods of disruption basing on service quality theory (SERVQUAL), customer journey research and customer relationship management (CRM) theories. These theories highlight tensions between the brand promise and also reality of service delivery when disruption occurs. (Parasuraman, Zeithaml and Berry, 1988; Lemon and Verhoeff, 2016; Payne and Frow, 2005). The analysis identifies a lack of communication at key touchpoints, lack of consistency in the processes of managing delays and cancellations and lack of use of digital self-service opportunities to the best practice in digital marketing.
In order to resolve these problems and enhance the competitive stance of BA, the report suggests three strategic priorities:
Secure the fundamentals of dependability and disturbance management, such as combined operational and purchaser information, and unambiguous and proactive rebooking and settlement journeys in applications, web, SMS and airport.
Make the experience digital and self-serviced and concentrate on the disruption management, real-time information and personalised offers through customer lifecycle with their intuitive mobile journeys.
Enhance relationship and loyalty management, further value proposition of Executive Club members, high-value segment targeted retention programmes, and more customer data used to create relevance and lifetime value.
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Introduction 
British Airways is one of the most recognisable service brands in the UK and the largest airline in International Airlines Group (IAG). It operates a global network based out of hubs in London and competes on both short- and long-haul markets, both for business and leisure passengers. In recent years, BA has experienced intense competitive pressure from low cost carriers in Europe, premium network competitors in the long haul and Gulf and US airlines which also seek higher yield customers. At the same time, BA is attempting to recover from pandemic-era disruption, cost reduction and reputation damage associated with service reliability and IT failures.
The airline is now undergoing a major transformation. Management have announced around PS7bn of investment between 2024-2026 in fleet renewal, lounges and cabins, operations and a deep overhaul of the digital user experience. This includes a new app and website, more self-service tools for the handling of disruptions, free messaging for loyalty members in-flight and a huge upgrade of the IT and data systems. Marketing activity is strongly linked to this programme, with the "A British Original" campaign aimed at refreshing the brand and reconnecting emotionally with customers.
Under this aspect, marketing is not a side function. It influences how BA defines its value proposition, who its customers are, who it prioritises, how they communicate, and how they use loyalty and digital touchpoints to influence behaviour. However, there has been a massive increase in customer expectations. Passengers are demanding increasingly not just a strong brand and attractive fares, but also seamless digital journeys, honest communication in disruption and service recovery that is fair and personal. If these expectations are not fulfilled, switching to an alternative carrier is easy and often instantaneous.
This report therefore has three major aims. First, to critically evaluate the present marketing activity of BA's: its role, environment, targeting, marketing mix, media choices and performance control. Second, in order to make balanced conclusions about the strengths and shortcomings of its current strategy. Third, to recommend a future marketing plan for BA, which is realistic given a resource-constrained environment, based on a real world scenario of how airlines operate in the industry, and is aimed at making customer experience a source of sustainable advantage rather than just a means to branding.

Critical Evaluation of Marketing Activity of British Airways:-
 Brand Promise VS Service Reality(SERVQUAL / Gap Model): -
British Airways sells itself as a full service, high quality airline that provides quality, customer focus travel through a global centre at Heathrow and its investments in lounges, fleet and digital services have been created to make it worth paying more than the low-cost airlines. (British Airways, 2023; IAG, 2023). Nonetheless, using the SERVQUAL and service-gap view, it is visible that there is disconnect between the expectations generated by BA brand and the perceived service in case of irregular operations (IROPs). According to Parasuraman, Zeithaml and Berry (1988), the dimensions of service quality which are important include reliability, responsiveness and empathy and the channels used to receive passenger feedback like the CAA complaints scheme and UK 261 claims indicate that BA is yet to maintain high degree of service quality in areas such as reliability, responsiveness and empathy during delays and cancellations. This failure to meet promise and delivery is a strategic concern in that in the case of a premium-positioned carrier, inability to address disruption swiftly destroys trust and raises the price premium an even tougher navigation challenge.
 Competitive Position: Long Haul and Short Haul:-
In short-haul European flights, BA is in direct competition with low-cost airline companies like Ryanair and easy Jet that specifically target a low-fare, low-cost business model, utilisation of assets and increasing ancillary revenues. (Ryanair, 2023; 2024; easyJet, 2023). Although BA cannot and must not strive to match their cost base, the comparison points to a strategic weakness: in terms of a low-cost carrier whose on-time performance and disruption response is poor, customers are not as sensitive to paying a high fare in comparison to low-cost carriers who are thought of as no frills but dependable. The benchmark that BA has to compete with on long-haul routes is different as compared to that of the other airlines like Virgin Atlantic and Emirates who have invested in premium cabins, inflight service and end to end experience, and have won various awards of premium economy, safety and customer experience. (Virgin Atlantic, 2022; 2024; Emirates, 2024a; 2024b). Here, BA may be in the middle: it is not as cheap as low-cost airlines but fails to provide the experience of a superior offerings with a unique flavor, regularly offered by the strongest global premium airlines.
 Customer Experience and Customer Journey: -
According to Lemon and Verhoeff (2016), companies have to oversee the customer experience throughout the journey, including the pre-purchase experiences as well as purchasing and the after sales experiences, and claim that the experience is influenced by a combination of brand-owned, partner-owned and social touchpoints. In the case of BA, this translates to the fact that the booking experience, proactive disruption notification, rebooking and claiming compensation experience is as significant as onboard product. The capacity constraints and continuous difficulties in operations of Heathrow, as well as disruption-related information of BA (UK261 rights) indicate that the customers are likely to experience pain points when systems on operations and customer facing are not well integrated. (Heathrow Airport, 2024; BA, 2024b; CAA, 2024b). The best practice in digital marketing focuses on mobile-first, seamless self-services that are underpinned by personalisation and automation. (Chaffey and Ellis-Chadwick, 2022). This gap can be used by BA as a lever to not only enhance customer satisfaction but also cost-to-serve through transfer of customers to efficient digital channels.
 Relationship marketing, Loyalty (CRM Perspective): -
On CRM and relationship-marketing basis, the Executive Club of BA offers a forum where long-term, mutually beneficial relationships are developed with the frequent flyers and the high end leisure traveller. According to Payne and Frow (2005), effective CRM needs to be strategically aligned between business and customer strategy, with integrating customer data and well established processes. Currently, BA is facing the pressure of the intense competing schemes like Virgin Atlantic Flying Club and Emirates Skywards that focus on personalisation, recognition and perks. (Virgin Atlantic, 2024; Emirates, 2024b). To enhance loyalty, BA must work towards leveraging on customer data to target at-risk high-value customers, create proactive retention journeys when disrupted and after, and make service recovery enhancements directly relate to long-term relationship measures such as retention and customer lifetime value. Payne and Frow (2005) and Payne and Frow (2013) demonstrated in their studies that the concept of intimacy and emotional attachment is neither singular nor universal, and it cannot be described by any single theory. For BA this means CRM should not only reward transaction value but also build emotional attachment through recognition and fair treatment during disruption which in turn supports long-term loyalty and lifetime value.

 Marketing Mix Effectiveness Services Lens(7Ps): -
Product (Service): - 
BA's product is a bundle: network, schedule, cabins, lounges, loyalty, digital tools and service interactions. The PS7bn transformation incorporates new short-haul seating, upgraded long-haul cabins, refurbished lounges, improved Wi-Fi connectivity including a major partnership to deliver high-quality connection in every cabin over time. From a marketing standpoint, these upgrades offer some great, visible features to help fulfill the premium promise. The problem is unevenness while others still operate with much older cabins leading to a feeling of inconsistency and “luck of the draw” for customers depending on route and aircraft.
Price: -
BA is using very sophisticated revenue management and branded fares, with experimentation of different bundles and ancillary charges. This is in support of yield management and enabling of tailored offers. However, complicated pricing, additional costs for choosing your seats and perceived "nickel and diming", can undercut the brand's image of premium, trustworthy pricing, especially in a cost of living crisis. Customers may feel that higher fares are not matched by a visibly higher level of service which is a strategic risk for a premium brand so that is a strategic risk for marketing.
Place (Distribution): -
The airline has active use of its website and app, along with the help of travel agents, corporate booking tools and online travel agencies. Direct digital channels are strategically important, in that they give BA the ability to own the relationship and gather data. The planned overhaul to ba.com and the mobile app is aimed at making it possible to make more self service changes and disruption management without calling contact centres. This is a good development. However, digital journeys are also fragile when systems are under stress, and in many cases, customers complain about the inability to cope with irregular operations online.
Promotion: -
Promotional activity is sophisticated and creative, taking many different routes. A British Original" has been much recognized for its storytelling capacity emotionally and large scale execution. Performance marketing, email, social media and loyalty communications are for more tactical objectives. The key weakness is again alignment: promotion can oversell some frictionless and personalised experience that operations cannot always support. Where lived reality does not match the marketing, there is a reduced level of trust.
People: - 
BA's staff - cabin crew, ground teams, call centre agents - play a central role in the brand. Recent investments in recruitment and training, along with the employment of extra customer facing staff are looking towards an improved service. But staff shortages, legacy industrial relations issues and pressure during peak disruption still result in erratic service delivery. For marketing purposes this is of critical importance: it only takes one bad human interaction to negate a lot of brand expenditure.
Process: -
Processes such as booking, check-in, disruption handling and complaint resolution is the "invisible" side of the product. BA is investing in digital tools and artificial intelligence-enabled decision support to improve performance in terms of on-time and disruption management. However, customers continue to often be faced with slow or confusing processes when flights are delayed or cancelled. The airline seems to be somewhere mid-way: from being manual and reactive in managing the processing to more automated and predictive, but not there yet.
Physical Evidence: -
New lounges, revived cabins, updated aircraft and a spruced up digital interface help to reinforce the premium positioning. At the same time, older cabins, tattered interiors and congested terminal areas undermine that evidence. From a marketing perspective, physical cues are getting better and are still inconsistent across the network.
Overall, the marketing mix exhibits obvious weaknesses in investment, creativity and ambition but is weak and inconsistent across fleets and routes and situations. For a services brand, that inconsistency is a very serious strategic weakness.
Conclusion
The evaluation shows that the marketing activity of British Airways is the major strategic asset that is also the source of vulnerability. On the positive side, BA benefits from strong brand recognition, a refreshed positioning through "A British Original", as well as a significant transformation programme in terms of investment in digital tools, cabins, lounges and operational resilience. The airline has a powerful loyalty scheme based on Avios and extended through Nectar and other partners - while also offering rich data and opportunities for ongoing engagement. Its communication capabilities are sophisticated, which combine emotional brand work with digital and partnership marketing. Marketing obviously plays a key role in BA's strategic direction. 
However, there are a number of shortcomings which are apparent. The most basic is the gap between marketing promise and the reality in operations. In spite of improving metrics, NPS gains still remain modest and are still held back by disruption, inconsistent service and legacy systems. For many customers, BA does not always provide the reliably premium experience as its advertising suggests. This makes differentiation less intense and makes it difficult to defend higher fares from agile low-cost and premium competitors.
Segmentation and targeting are logically structured based on cabins and travel purpose but the mid-market proposition can feel squeezed and short haul customers in particular may not feel like they are offered anything of distinction or value. The marketing mix demonstrates greater commitment to investment and creativity and a lack of consistency across fleets, routes and touchpoints. Digital journeys, particularly in disruption, remain a source of frustration and communication in those times is still not as sophisticated as the brand campaigns. Measurement systems are in place but still limited is the use of data to drive real time optimisation of communication, service recovery and loyalty journeys. BA is moving in the right direction - towards more digital, more personalised and more experience driven marketing - but progress is patchy and sometimes too slow compared with the expectations of the modern traveller.
Overall, BA's marketing strategy is on the right direction, but it is not fully credible yet. The airline does have the assets to position itself as a truly premium, customer-centred carrier but the discrepancy between what is designed and experienced belittles the ability to create long-term trust and loyalty. It should be this gap that is closed in the future marketing plan.
Recommendation (Future marketing Plan With SOSTAC)
 Situation: -
BA is financially better equipped, committing significant resources to change and rejuvenation of the brand, and slowly becoming better at on-time performances and customer performance. However, the premium marketing promise made by the airline is still maintained by the discrepancy between the service provision and fragmented online experiences and proactive disruption management. Competitors provide easier, less expensive or even smoother experiences. Customers can switch easily. The basic situation for marketing therefore is: high ambition and resources of the brand, but not yet provided with a consistently reliable, joined-up and trustworthy experience during the entire journey.
 Objectives: -
Over the next three years, BA's marketing plan should attempt to:
Improve perceived reliability and trust - measurable by a substantial improvement in NPS and decrease in complaints associated with disruption and digital processes.
Increase digital self-service adoption - increased proportion of bookings, changes and handling of disruption done through app/website, as opposed to call centres.
Improve loyalty quality, not just volume - increase retention, share of wallet, for key segments, e.g. frequent flyers, premium leisure (evidenced by Avios activity & repeat bookings).
Align brand promise with experience - make sure that big campaigns only promote features that are consistently delivered, reducing the difference between the communication and the reality.
These are specific and measurable objectives and yet are not outrageous considering BA's continuing programme of investment.
 Strategy: -
BA as the airline that looks after you properly - specifically when things go wrong. This changes the definition of premium from "glossy" to "reliable, honest and human". Three pillars are integrated in the strategy.
Reliability as a marketed asset - make operational resilience and fair recovery as part of the basic value proposition that is backed by clear data on improving on-time performance and disruption handling.
Seamless digital journey - make the app and website the primary experience platform to allow customers to plan, modify and recover journeys with the least amount of friction possible.
Relationship based marketing through loyalty - use Executive Club, Avios and Nectar partnerships to strengthen long-term relationship, long-term focus on lifetime value and tailor service recovery rather than one-off sales.
This strategy remains in BA's existing brand space but it is anchored in more genuine, day to day experience.
Tactics: -
Reliability and Recovery Strategy: - 
Publish more route-specific punctuality and reliability indicators in marketing materials and digital channels, so that customers are able to see the real and not the generic evidence.
Introduce clear, tiered service recovery rules for visible on website and app (e.g. standard compensation and rebooking commitments for different types of disruptions), and advocates these as part of BA's "we stay with you" promise
Digital Journey Tactics: -
Prioritise completion of the new app and website with a specific focus on disruption flows: rebooking, refunds, hotel/meal vouchers and status updates need to be possible in few taps.
Use simple and honest UX copy for disruption communication, which is in line with the brand voice but is not excessively polished in language when customers are stressed.
Introduce ongoing A/B testing of the major flows (booking, seat selection, disruption options) and map the results directly to such marketing KPIs as conversion, NPS and complaint volumes.
 Relationship and Tactics of Loyalty: - 
Deepen segmentation within Executive Club to identify high potential and at risk customers then design differentiated contact strategies and recovery offers for each segment.
Promote Avios and Nectar integration more as part of everyday life, not only as flight rewards, in storytelling and good examples in campaigns Create "trust-builder" initiatives for loyal customers such as priority access to disruption hotlines, early rebooking windows and targeted gestures after serious issues.
Brand and Content Tactics: -
Evolve "A British Original" to bring to the fore real improvements - new cabins, lounges, digital features, operational successes - real customers or staff stories, not just idealised imagery. Broadening sustainability and BA's net-zero pathway in a more meaningful way into marketing content with connections to initiatives such as more efficient aircraft, sustainable aviation fuel projects etc. that are relevant and practical to customers.
 Action: -
Implementation is phased over three years to align with operational constraints, fleet plans and digital project lead times. The roadmap below sets out the main workstreams, owners and milestones for 2026-2028.
Time Period	Key action	Primary owners
Q1-Q2 2026	In 2026, the first and second quarter, the Board will refreeze a comprehensive customer-experience (CX) enhancement plan in London hubs and the top ten routes; introduce rapid, evidence-based remedies to check-in procedures, boarding processes, and communication during disruptions; and institutionalise cross-functional governance to coordinate marketing and operations to work well together.	CMO, COO, Head of Customer Experience
Q3-Q4 2026 	In the third and fourth quarters of 2026, a company-wide adoption of standardised service procedures and training shall be implemented in the area of European short-haul; a new service-recovery and compensation communication system shall be introduced; and a pilot of added mobile-app functionality to manage disruption shall be initiated, with cyclical testing.   	Customer Experience, HR, Digital Product
Q1-Q2 2027	The deployment of an upgraded Customer-Relationship-Management (CRM) platform will occur in the first and second quarter of 2027, providing a single view of the customer; the design and empirical testing of segmentation-based offers focusing on premium leisure and SME groups will be done; the addition of Net-Promoter-Score (NPS) and complaint data into monthly performance dashboards will be implemented.	Marketing, Data & Analytics, IT
Q3-Q4 2027		During the third and fourth quarters of 2027, CX and product improvements of the long-haul priority markets should be extended; loyalty propositions and partnerships with strategic partners should be optimized to gain more share-of-wallet; and personalised digital campaigns, based on the behavioural data, should be scaled, depending on the maturity of the personalization infrastructure.	Marketing, Partnerships, Revenue Management
Q1-Q2 2028	The period of 2028 should be spent on a strict review of the performance against the three-year goals; the marketing mix will be rebalanced in the three areas of brand, performance and loyalty activities and continuous-improvement routines based on service quality measures and customer feedback should be ingrained throughout the organisation.                   	Executive Committee, Strategy, Finance
Q3-Q4 2028		There will be a consolidation of successful efforts in the third and fourth quarters of 2028; legacy products and service components that lack consistency will be phased out; and a formalised long-term roadmap of future digital and CX investment will be developed to protect the competitive edge of the firm.                              	Board, C-suite leadership

Table 1 : Implementation roadmap (2026-2028)
(Source: Self-Created)
 Control: -
Last but not the least, the plan needs better control and optimisation loops:
Increase dashboards with journey-level NPS, digital task-completion rates, disruption-communication satisfaction and recovery cost per retained customer, rather than aggregate levels of satisfaction.
Establish goals on the app adoption, self-service, and repeat booking, and loyalty coverage, which are reviewed quarterly, and hold them accountable.
Learn what actually increases both satisfaction and profitability by using controlled experiments (e.g. various compensation structures or communication styles during comparable disruption events).
On a regular basis incorporate qualitative feedback - complaints, social media, surveys and interviews - into marketing planning, so that customer voice is not obscured behind aggregate indicators.
When British Airways carries out this SOSTAC-based plan with discipline, the marketing function will be able to shift the predominant focus of telling a high-end story to the consistent production of one relying upon reliability online convenience and long-term relationships to become tangible and defensible competitive advantage.
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