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Executive Summary
This report examines British Airways (BA) within the wider airline industry, focusing on how sustainability and climate change pressures are reshaping marketing strategy and management (Gössling, 2020; IATA, 2022).As environmental concerns, regulatory expectations, and stakeholder scrutiny increase, airlines are required not only to communicate sustainability commitments, but also to manage and evaluate their marketing activities more effectively. This report evaluates BA’s marketing approach through the lens of marketing measurement and control, assessing whether sustainability-led marketing activities are clearly defined, measurable, and manageable.
The analysis finds that while BA has established strong sustainability ambitions and communicated them through initiatives such as its “Better World” programme (British Airways, 2024), there are notable gaps at the marketing management level. First, sustainability-related marketing objectives are often broad and difficult to measure in practice. Second, existing marketing performance indicators are not fully aligned with long-term sustainability goals, making it challenging to demonstrate clear value creation. Third, feedback and control mechanisms remain limited, reducing the organisation’s ability to adjust marketing activities and manage reputational risks effectively.
Based on these findings, the report recommends that BA develops a structured, measurement-led approach to sustainable marketing. This includes establishing a clear sustainability marketing metrics framework, embedding feedback and control mechanisms into marketing processes, and strengthening data capability and governance to support informed decision-making. Together, these steps aim to improve the manageability, credibility, and long-term effectiveness of BA’s sustainable marketing strategy.
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Introduction
Sustainability and climate change pressures have become major challenges for the airline industry, particularly for high-emission carriers such as British Airways (BA) (Gössling et al., 2021). Increasing environmental regulations, public concern over carbon emissions, and rising stakeholder expectations mean that airlines are under growing pressure to demonstrate responsible behaviour (IATA, 2022). For BA, these pressures directly affect marketing activities, as sustainability claims influence brand reputation, customer trust, and competitive positioning. As a result, marketing is no longer only about communication, but also about managing credibility, transparency, and risk in a highly scrutinised environment. This makes sustainability a managerial challenge for marketing, rather than a purely ethical or promotional issue.
While BA has introduced several sustainability-related initiatives and marketing campaigns, a key question remains whether these activities are being effectively managed (British Airways, 2024). Many organisations communicate sustainability commitments, but fewer are able to clearly measure their marketing impact or control potential risks. In the case of BA, the challenge is not whether sustainable marketing exists, but whether its effectiveness can be evaluated and adjusted over time. Therefore, this report adopts a marketing measurement and control perspective to assess BA’s marketing activities. This approach allows the analysis to focus on whether marketing objectives are measurable, aligned with strategy, and supported by feedback and control mechanisms.
This report is structured into three main tasks. Task 1 evaluates BA’s current marketing activities in the context of sustainability, focusing on the clarity of marketing objectives, the effectiveness of measurement practices, and the presence of control and feedback mechanisms. Task 2 summarises the key findings from the analysis and identifies the main management weaknesses in BA’s sustainable marketing approach. Finally, Task 3 proposes a future marketing development path, outlining how BA can strengthen marketing measurement, feedback, and governance to improve long-term effectiveness and strategic control.



Task 1 
Clarity of Sustainability-related Marketing Objectives
British Airways’ sustainability marketing is guided by several explicit and implicit objectives. At a strategic level, initiatives such as the “BA Better World” programme and the Net Zero 2050 commitment suggest marketing goals related to strengthening brand reputation, building customer trust, and demonstrating environmental responsibility (British Airways, 2024). Implicitly, these objectives also aim to maintain competitiveness, respond to regulatory and stakeholder pressure, and position BA as a responsible airline within the industry. However, while these ambitions are clearly communicated at a corporate level, they are less clearly translated into specific marketing objectives. From a marketing management perspective, many of these sustainability-related goals remain broad and difficult to measure. Concepts such as “improving sustainability perception” or “enhancing environmental credibility” are not consistently linked to clear metrics, timeframes, or performance targets at the marketing function level. This lack of specificity creates challenges for marketing control, as it becomes difficult to assess progress, compare outcomes over time, or justify resource allocation. When objectives are not clearly defined and measurable, marketing activities risk being driven by communication outputs rather than managed performance, reducing accountability and weakening the overall effectiveness of sustainable marketing efforts.
Effectiveness of Marketing Measurement Practices
British Airways currently appears to assess the performance of its sustainability-related marketing primarily through high-level and output-oriented measures. Public communications and sustainability reporting emphasise campaign visibility, corporate commitments, and reported initiatives (British Airways, 2024), suggesting a focus on awareness, messaging, and disclosure rather than direct marketing outcomes. From a marketing management perspective, these measurement practices tend to capture what has been communicated rather than how stakeholders respond or how perceptions change over time. As a result, the effectiveness of sustainability marketing is difficult to evaluate in terms of customer trust, perceived value, or behavioural impact, limiting the marketing function’s ability to clearly demonstrate performance or compare the relative effectiveness of different marketing activities.
As a result of this output-focused approach, several key marketing outcomes linked to sustainability remain insufficiently measured. Changes in customer trust, perceived credibility of environmental claims, and the extent to which sustainability messaging influences airline choice or willingness to pay are not clearly captured at the marketing level. These outcomes are critical for understanding whether sustainability marketing contributes to long-term brand value rather than short-term visibility (Deloitte, 2022). From a management perspective, such measurement gaps limit the marketing department’s ability to compare the effectiveness of different campaigns, allocate budgets based on evidence, or learn systematically from past activities. In addition, the absence of robust measures increases exposure to reputational and regulatory risk, as the organisation lacks clear feedback on how sustainability claims are received and interpreted by stakeholders.
Alignment of KPIs with Sustainability Strategy
In a highly competitive and cost-pressured airline industry, marketing performance is commonly assessed using short-term indicators such as campaign reach, passenger volumes, booking conversions, and revenue contribution (Kotler and Keller, 2016). These metrics are valuable for monitoring immediate performance and supporting commercial decision-making, particularly in an environment characterised by high operating costs and fluctuating demand. However, when applied to sustainability-related marketing, such indicators tend to prioritise short-term visibility and sales outcomes over longer-term objectives such as trust, credibility, and brand equity. This creates a potential tension, as sustainability marketing often aims to influence perceptions and behaviour gradually rather than deliver immediate returns. From a marketing management perspective, this tension represents a control and alignment issue rather than a simple strategic trade-off. When KPIs are primarily short-term and commercially driven, they shape marketing decision-making, resource allocation, and campaign design in ways that may undervalue longer-term sustainability outcomes. As a result, sustainability messaging risks being treated as a secondary or symbolic activity rather than an integrated component of marketing performance. This misalignment makes it difficult for the marketing function to manage sustainability objectives consistently over time, as success continues to be judged against metrics that do not fully reflect the intended long-term marketing goals.
Feedback and Control Mechanisms
Given the current emphasis on broad performance indicators and limited alignment between sustainability objectives and marketing KPIs, the presence of systematic feedback and control mechanisms within BA’s marketing function appears constrained. Existing feedback processes are largely embedded within formal reporting and public disclosure practices (British Airways, 2024), which focus on communicating progress rather than enabling ongoing managerial adjustment. From a marketing management perspective, such mechanisms tend to operate as retrospective reviews instead of active control tools that inform real-time or iterative decision-making. As a result, feedback is more likely to confirm that activities have taken place than to assess whether they are effective or require modification.
The absence of robust, continuous feedback limits the marketing department’s capacity to learn from past campaigns, refine messaging, or respond quickly to changes in stakeholder expectations and regulatory scrutiny (IATA, 2022; ATAG, 2021). Without clear feedback loops, it becomes difficult to identify underperforming activities, justify changes in budget allocation, or manage reputational risk associated with sustainability claims. This lack of effective control reduces the overall adaptability of sustainable marketing efforts and weakens the organization’s ability to manage sustainability as a long-term, evolving marketing challenge rather than a series of isolated initiatives.
Task 2
The analysis in Task 1 indicates that British Airways has taken a clear and proactive approach to integrating sustainability into its marketing direction, reflecting wider industry pressures and long-term strategic priorities (Gössling, 2020). Sustainability is visibly embedded within BA’s brand communication and corporate positioning, suggesting that the overall marketing direction is aligned with external expectations and regulatory trends. However, when examined from a marketing management perspective, the effectiveness of this approach is limited by structural weaknesses in how sustainability-related marketing is defined, measured, and controlled. As a result, while the strategic intent of BA’s sustainable marketing is evident, its execution at the marketing management level remains less robust and difficult to manage systematically.
A closer synthesis of the findings from Task 1 highlights three core management weaknesses within BA’s sustainability-related marketing. First, there is a clear disconnect between high-level sustainability ambitions and the marketing metrics used to evaluate performance, resulting in objectives that are difficult to operationalise at the marketing function level. Second, existing measurement practices place greater emphasis on communication outputs and reported activities, while providing limited insight into deeper marketing outcomes such as trust, perceived value, or customer choice behaviour. Third, the absence of strong feedback and control mechanisms reduces the marketing department’s ability to learn from past activities, compare performance over time, and adapt effectively to changing stakeholder expectations and regulatory pressures.
Task 3
Establishing a Measurement-led Sustainability Marketing Framework
Addressing the gap between sustainability ambitions and marketing execution requires a clearer foundation at the level of marketing objectives and measurement. Without a defined set of measurable marketing indicators, sustainability goals remain abstract and difficult to translate into accountable marketing action. From a management perspective, a structured measurement framework provides a shared reference point for decision-making, enabling the marketing function to interpret sustainability priorities in consistent and operational terms. Establishing such a framework is therefore a necessary first step, as it creates clarity around what success means, allows performance to be assessed over time, and supports coordination across marketing activities. Without this foundation, subsequent efforts to monitor performance, allocate resources, or adjust strategy lack a stable basis for control.
Within the context of sustainable marketing, a measurement framework needs to extend beyond short-term communication outputs and activity counts. While visibility and campaign presence remain relevant, they provide limited insight into whether sustainability messaging is influencing how the brand is understood and evaluated over time. More meaningful marketing outcomes relate to changes in trust, perceived credibility of environmental commitments, and the value customers associate with the brand’s sustainability stance. These outcomes develop gradually and are less immediately observable, but they are central to long-term brand strength and competitive positioning (Deloitte, 2022).From a management perspective, recognizing and consistently tracking such outcome levels allows sustainable marketing to be treated as a long-term strategic process rather than a series of isolated promotional actions (Kotler and Keller, 2016),supporting more informed control and continuity over time.
Embedding Feedback and Marketing Control Mechanisms
While measurement provides visibility over marketing performance, it does not in itself ensure that sustainability-related marketing can be effectively managed. Without feedback and control mechanisms, measured information remains descriptive rather than actionable, limiting its value for decision-making. From a management perspective, feedback enables the marketing function to interpret results, identify patterns, and learn from how stakeholders respond over time, while control mechanisms support timely adjustments to messaging and resource allocation. This is particularly important in the context of sustainability, where marketing outcomes often emerge gradually and are subject to changing public expectations and regulatory scrutiny (IATA, 2022). In the absence of structured feedback and control, sustainability marketing risks becoming static, reducing the organisation’s ability to adapt, learn, and manage long-term credibility effectively.
For feedback and control to contribute meaningfully to marketing management, they need to be embedded within routine marketing decision-making rather than treated as separate review activities. Feedback becomes most effective when it is continuous, comparable across time periods, and interpreted within the context of defined marketing objectives, allowing marketing teams to understand not only what has changed, but why it has changed. Control mechanisms play a complementary role by linking performance information to decisions about prioritisation and resource use, supporting adjustments in emphasis or messaging where outcomes are misaligned with expectations. In the context of sustainability, such integration helps maintain consistency between marketing actions and long-term commitments, while reducing reputational and regulatory exposure by ensuring that sustainability claims remain aligned with observed stakeholder responses.
Leveraging Marketing Measurement and Control for Long-term Competitive Advantage
A well-developed marketing measurement and control system can itself function as a source of long-term competitive advantage, particularly in the context of sustainability. From a management perspective, consistent measurement and feedback support greater stability in brand trust, as sustainability commitments are monitored and adjusted over time rather than communicated inconsistently. Such a system also strengthens the credibility of environmental claims by ensuring alignment between messaging and observed stakeholder responses, reducing uncertainty and reputational risk. In addition, the ability to interpret and respond to changing expectations more effectively enhances organisational adaptability, making sustainable marketing less reactive and more strategically grounded. Over time, these capabilities are difficult for competitors to replicate, as they depend on accumulated learning, internal coordination, and disciplined management processes rather than isolated campaigns.
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