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Introduction to British Airways

British Airways (BA), the UK's flag carrier and a founding member of the International Airlines Group (IAG),
operates a fleet of over 250 aircraft serving more than 180 destinations worldwide. As the aviation industry
faces increasing pressure to address climate change, BA has committed to achieving net-zero carbon
emissions by 2050. This requires a comprehensive approach to sustainability, encompassing fleet
modernization, sustainable aviation fuel (SAF) adoption, and organizational change management.

The Core Issue: Sustainability as a Marketing Imperative

BA faces strategic pressure to decarbonise while maintaining brand value and competitive advantage. Key
factors include:

« Consumer Behaviour Shift: A 2023 Deloitte survey found that 40% of UK travellers actively consider
environmental impact when choosing airlines (Deloitte, 2023).

* Regulatory Pressure: UK Jet Zero strategy mandates net-zero aviation by 2050 (UK Government
2023).

+ Investor Focus: ESG performance increasingly affects valuation and investor confidence (Eccles et
al., 2020).

Literature Review

Research highlights the challenges and opportunities in aviation sustainability:

*+ Gossling et al. (2021) discuss the 'aviation paradox'—rising travel demand amid climate crisis
(Gossling et al., 2021).

« IATA (2023) emphasizes SAF as a critical medium-term decarbonisation lever (IATA, 2023).

+ Kotter's (2012) 8-Step Change Model and Lewin's (1951) 3-Step Model provide frameworks for driving
organisational change in sustainability initiatives.

PESTLE Analysis

Political: Post-Brexit, BA navigates UK and EU ETS schemes. SAF mandates require 10% sustainable fuel by
2030.

Economic: SAF costs 3-5 times more than conventional jet fuel. A 10% SAF blend could add £100-150
million annually.


https://www2.deloitte.com/uk/en/pages/consumer-business/articles/sustainable-travel-survey.html
https://www.gov.uk/government/publications/jet-zero-strategy
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https://doi.org/10.1287/mnsc.2019.3413
https://doi.org/10.1287/mnsc.2019.3413
https://doi.org/10.1080/09669582.2021.1885467
https://www.iata.org/en/programs/environment/sustainable-aviation-fuels/

Social: Groups like Flight Shamelessly rate airlines based on emissions. BA counters via BA Better World,
including plastic reduction and recycling initiatives.

Technological: Al-driven flight path optimization reduces fuel burn. Optimised London-New York routes
saved \~1,500 tonnes CO2 in 2023.

Legal: UK Competition and Markets Authority enforces accurate environmental claims to prevent
greenwashing.

Environmental: Increased turbulence due to climate change leads to longer, fuel-intensive flight paths.

SWOT Analysis (Detailed)

Strengths:

« Strong brand reputation enables strategic SAF partnerships (e.g., Phillips 66).

« Early adoption of fuel-efficient aircraft (A350, Boeing 787 retrofit) reduces operational emissions.

* Parent company IAG has committed \$400 million to SAF development.

+ Well-established global network allows flexible implementation of sustainability initiatives across
hubs.

Weaknesses:

* Ageing fleet: older Boeing 777s consume more fuel and require high capital for replacement.

* Dependence on SAF supply chains that are currently limited in scale.

« Complex internal operations slow down rapid sustainability adoption.

« Communication of sustainability achievements can be complex and less direct than competitors’
offset claims.

Opportunities:

+ Collaborate with corporates to create green travel programmes using SAF-funded routes.

* Leverage Executive Club data to offer personalised sustainability rewards.

* Partner with airports to implement green ground operations and electric tugs to reduce emissions.

« Expand marketing campaigns emphasizing measurable sustainability progress, e.g., CO2e saved per
passenger.

Threats:

« Competitors (easy)et, Virgin Atlantic) offer fully offset flights or SAF-powered routes.

+ Negative publicity around carbon offsetting undermines BA's sustainability claims.

« Rising fuel prices and potential supply chain constraints on SAF could increase operational costs.
+ Delays in regulatory approvals for SAF or new fleet technology may hinder progress.

Key Challenges

1. SAF Cost-Supply Conundrum: Limited SAF supply and high costs constrain practical adoption.
2. Operational Inflexibility: Technological leap to hydrogen or electric planes is decades away.



3. Internal Cultural Hurdles: Changing staff mindset requires ongoing training and incentives.
Kotter's 8-Step Model Applied to BA

1. Create Urgency: Leadership communicates risks and competitor progress.

2. Guiding Coalition: Sustainability Steering Group across Operations, Marketing, Finance, HR.
3. Strategic Vision: 'World's most responsible airline' via BA Better World campaign.

4. Volunteer Army: 'Green Ambassador' program engages employees.

5. Enable Action: Trial initiatives like single-engine taxiing, weight reduction, digital manuals.
6. Short-Term Wins: SAF-powered London-San Francisco route saves \~150 tonnes CO2.

7. Sustain Acceleration: Fleet modernisation and SAF expansion based on early wins.

8. Institute Change: Sustainability KPIs embedded in executive bonuses.

Advantages:

* Provides a structured roadmap with measurable milestones.

* Ensures cross-department collaboration, enhancing buy-in and ownership.
* Demonstrates credibility to stakeholders through clear achievements.

+ Allows incremental wins that build momentum for larger systemic change.

Disadvantages:

+ Time-consuming and resource-intensive, requiring ongoing leadership commitment.

* Risk of delayed decision-making in fast-changing operational contexts.

+ Potential diversion of focus from other urgent operational challenges.

* Dependent on alignment of multiple internal and external stakeholders for full effectiveness.

Lewin's 3-Stage Model Applied to BA

Unfreeze: Internal communications, workshops, and customer feedback challenge old practices.
Change: SAF integration, fuel-efficient procedures, digital manual adoption.
Refreeze: SOP updates, 'Fuel Champion' roles, and performance incentives embed change.

Advantages:

+ Focuses on cultural and behavioural aspects, ensuring employee engagement.
+ Easy to communicate and implement at multiple levels of the organization.
+ Creates a sense of ownership and responsibility among staff.

Disadvantages:

* May oversimplify systemic and technical challenges.
* Risk of partial adoption if external pressures (e.g., regulatory, supply) are not addressed.
* Requires continuous reinforcement to prevent regression to old practices.

Recommendations (Enhanced Practical Details)

1. SAF Transparency and Passenger Engagement: Implement a real-time CO2e tracker on the
booking platform showing emissions per flight. Offer passengers the choice to fund additional SAF



usage for their journey, integrating payment into ticketing for transparency and education. Include
gamification, e.g., reward frequent travellers for choosing low-carbon options with bonus Avios
points.

2. Fleet Renewal with Financial Innovation: Use sale-and-leaseback agreements and green bonds to
accelerate replacement of inefficient aircraft. Prioritize retrofitting or replacing aircraft on high-traffic
international routes where emissions reduction impact is maximized. Track and publish CO2 savings
per route for marketing and investor reporting.

3. Employee Integration and Incentivization: Expand GreenOps certification program. Tailor training
modules to pilots, cabin crew, and ground staff with hands-on simulations and real-time fuel
monitoring dashboards. Link performance and certification to tangible rewards, recognition events,
and career progression paths.

4. Partnerships and Airport Sustainability: Collaborate with airports to implement electric ground
vehicles, renewable energy for terminals, and advanced waste recycling programs. Publicise
collaborative achievements to reinforce BA's leadership in sustainable aviation.

5. Data-Driven Marketing: Leverage Executive Club data to deliver personalised sustainability offers.
For example, customers who frequently fly long-haul can receive targeted communications about
SAF-supported flights and carbon footprint reduction options, enhancing loyalty and engagement.

Conclusion

Climate change is central to BAs strategic and marketing landscape. Early SAF adoption, fleet
modernisation, and employee engagement are positive steps, but execution speed, transparency, and
stakeholder involvement are critical. Sustainability is no longer peripheral; it drives competitive advantage,
brand credibility, and operational resilience.
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+ Additional sources for aviation sustainability, ESG reports, and SAF developments (2022-2023)
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