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1.0 Introduction
UK aviation produces PS22 billion and transports 150 million passengers, but is experiencing multidimensional disruptions, which undermine competition today (Civil Aviation Authority, 2023). 
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The low-cost carriers are under a challenge to the full-service models, which are based on the hub-and-spoke networks, premium cabins, and loyalty schemes (Doganis, 2019). In the meantime, the carbon regulation, eco-consciousness, and post COVID volatility increase the complexity (Department for Transport, 2023). This paper compares easyJet, a low-cost company based at Luton, and the pioneer of the low-cost market, with British Airways, the hub-and-spoke dominating firm in the context of IAG (easyJet, 2023a; British Airways, 2023a). Their pioneer-follower relationship demonstrates the standardisation of easy Jet compared to BA LCC forays and securing premium positioning (Christensen, 1997). The questions in the research include how sustainability and digital transformation uniquely create strategies, which marketing levers can be used to differentiate, and how heritage and dynamic capabilities precondition change. We believe that advantage lies on strategic coherence, which is a fit between economics, value propositions, and capabilities (Porter, 1996) using value innovation (Kim and Mauborgne, 2015), institutional theory (DiMaggio and Powell, 1983), and dynamic capabilities (Teece, 2009).
2.0 Industry Landscape and Organisational Profiles
Low-cost carriers were triggered by the deregulation of the EU in 1997, which abolished national protection and opened the borders to entry. Ryanair, easy EasyJet, and Wizz Air dominate the short-haul local airlines share, increasing 2per cent in 1995 up to 52per cent in 2023. The legacy airlines found it difficult to copy, with their basic-economy ticketing and a premium shift to long-haul. 
COVID-19 killed demand: UK passenger plummeted 73% in 2020, bailing out, laying off, and grounding. The recovery is not uniform, leisure recovered faster, so did LCC and business travel is about 30% below 2019 and raising concerns on the profit margins. staffing bottlenecks damage reliability. easy Jet was established in 1995 and led the way in no-frills, point-to-point flying on PS29 fares, single-A320 family fleet, high utilization, secondary airports, and direct sales. It subsequently climbed to the major airports (Gatwick, CDG, Amsterdam), introduced business-oriented services, and went net-zero in 2050. It transported 95m passengers in 2023, with PS8.2bn revenue and has returned to profit although Ryanair has lower unit costs, Wizz dominates on routes, imitation and fuel or regulatory shocks. 
British Airways, which was established in 1974, still has a high brand, approximately 55 percent of the slots in Heathrow, and approximately 170 destinations. Within the framework of IAG, it values premium long-haul, utilizes Avios and oneworld, and provides basic economy on the short-haul, but short-haul competitiveness and subdued corporate demand are headwinds in the environment of regulatory and macro uncertainty.


3.0 Macro-Environmental Forces: Critical Analysis
3.1 Environment Pressure and Sustainability Regulation. 
Approximately 2.5 percent of UK CO 2 is produced by aviation. With no effective abatement, the proportion of aviation may skyrocket to 2050 as power and road transport decarbonise. Airline economics is undergoing a change: unit costs are on the increase, the pricing power is challenged by demand elasticity, and decisions in fleet and networks and brand position are becoming more limited by carbon. 
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The UK ETS imposes a cost on companies which fly within UK airspace as they are made to purchase allowances in relation to the emissions. Carbon trade between PS40-90/t makes this a significant P&L category: the bill on carbon of easy Jet in 2022 was in the range of PS180m (around 2.2% of revenue). Jet Zero has a goal of net-zero domestic by 2040 and international by 2050 with a 10% SAF requirement by 2030. SAF is 3-5 times more expensive than kerosene, and supply is limited, putting the unit costs under strain unless subsidised or obtained through long term offtakes. 
EU Fit for 55 is further pressurizing: the tax exemption on kerosene could be phased out, the SAF ramp would have to be steep (2% by 2025 and 63% by 2050), and short-haul restrictions where rail had an advantage could be imposed. Divergence UK-EU makes compliance and policy hedging difficult. Demand On the demand side, flight shame and corporate carbon regulations are influencing some travellers to rail or fewer trips, however, there is still a wide intention-action gap with price and convenience continuing to dominate. 
Asymmetric impacts. easyJet enjoys a young fleet (~7.2 years), large load factors, point-to-point routing and a published net-zero pathway (SAF offtakes, renewal, removals), which it can use to make credible and third-party-verified efficiency claims. The long-haul, premium-heavy mix, and older fleet (~9.8 years) of BA increase its per-passenger emissions, whereas its higher pricing capabilities with corporates through fares and green packages favor pass-through through fares and green packages. The paradox: to comply with ETS/SAF means massive investment and smaller margins: yet genuine decarbonisation would imply slower growth: a tough call without the step changes in scalable SAF, electric or hydrogen propulsion.
easyJet - threats: ETS/SAF has low pass-through costs; SAF shortage and rail replacement could have an impact on utilisation; perceived greenwashing reputational risk. easyJet - strengths: High loads and high scores on single-type fleet: The basis of per-seat efficiency leadership; SAF early and wins fast: Costs are lowered and risks are required. 
BA – Key threats: Long/short haul weight based structures exposes carbon liability; fragmented jurisdictions (UK/EU ETS, CORSIA, SAF) and more stringent compliance (inc. contrails) add to the risk of non-compliance and spread.
BA major opportunities: Pricing power allows greater pass-through and corporate green fare/SAF packages; scale of alliances SAF acquisition and A350/787 renewal compound gain and loyalty have an effect. Definition: market leader = easy Jet in the European short-haul LCC; follower = BA implementing LCC aspects whilst maintaining a premium model. 
3.2 Customer Experience and Digital Transformation. 
Digitalisation is transforming distribution, operations and service. Direct to digital (web/app) has already overtaken 60%+ of bookings, by-passing the 1990s agency business, although OTAs/metasearch continue to take 25-30% via convenience and price comparison - re-intermediating at a commission fee. NDC is much more promising in the form of richer and more controllable offers and bundles, although it also complicates the workflow with corporate buyers and TMCs. Channel mix will continue to be competitive, given the shift in values to first-party data due to privacy changes. 
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Being a digital native, easyJet operates a low stack, modular stack, and a high-utilization application of search, booking, check-in, mobile boarding, disruption care and alerts. The application represents a key front office in the realm of mobile intensive short-haul leisure travel. Dynamic Pricing consumes demand and competitive data; personalisation is driven by unified first party data. Ancillary merchandising (seats, legroom, speedy boarding, bags, flexibility) stands out as prominent and dynamic; in 2023 ancillaries are about 22 percent of revenue which is optimised via constant A/B tests. The decades-old legacy stack at BA limited its agility and single view of customers to a point of causing outages (e.g., 2017). Parity is the new focus of the programmes: a re-engineered web/app, NDC rollout, a customer data platform, biometrics and RFID baggage, supported by c. PS6.5bn IAG capex (2020-25). Value is material and mostly incremental instead of differentiating.
Hyper-personalisation is driven by analytics: the easy-to-use behavioural segments (families, solos, and midweek frequent fliers) in easyJet raise the relevance and response; the Executive Club (~16m members) in BA is an excellent asset of data, but the communication is reshaped to be less generic blasts and more offers. Operational technology crew/roster optimisation, predictive maintenance, disruption recovery, fuel analytics - easy upgrades punctuality and costs, and BA upgrades complexity at the hub, whilst scale maintains sophisticated revenue management. Conclusion: models are amplified by digital - easyJet minimises service inputs and monetises choice: BA investments protect the premium promise and risk reduction but seldom provide step-change benefit. Headroom is in credible biometrics at scale, next-gen loyalty and more autonomous ramp operations. Both airlines are testing AI-generated care and agent help. 
easyJet - major threats: acquisition cost increases through OTA re-intermediation/NDC fragmentation; differentiation and trust are destroyed due to feature convergence and cyber risk. easyJet - opportunities: First-party data, test and learn and AI to disrupt/maintain enhance OTP, NPS and ancillary attach, maturing NDC puts tighter control. 
BA -- threats: Technical debt increases the outage risk, and NDC conflicts with TMCs can interfere with corporate sales; legacy processes will slow down automation. 
BA - opportunities: Executive Club scope enables high-margin personalisation and corporate-grade NDC; biometrics/RFID and rebuilding upgrade reliability of premium proactive reaccommodation. In general, the winners will incorporate plausible decarbonisation with rigorous digital delivery: invest before regulation, be smart with prices, own the customer relationship, harden reliability - and remain nimble as policy and demand change, and have the capacity to switch capacity and offers on the fly.


4.0 Strategic Marketing Responses: Comparative Analysis.
4.1 Low-Cost Innovation Model of easyJet.
EasyJet uses value innovation, which is a combination of selective differentiation and structural cost leadership in order to break the traditional cost-quality trade-offs (Kim and Mauborgne, 2015). Segmentation, targeting, positioning (STP). 
Segmentation: price-sensitive leisure; cost-conscious business; VFR; city-break tourists; younger and digital and eco-conscious skew of travelers. Targeting: mass-European short-haul focusing on price and convenience over the UK, France, Germany, Italy and Switzerland. 
Positioning: as the leading airline in Europe, a focus on value, punctuality, safety, and sustainability - a premium-within-LC position versus ultra-cost competitors (easyBudget, 2023a).
Marketing mix (7Ps)
Product: basic core and unbundled ancillaries (allocated seating, extra legroom, speedy boarding, baggage, buy-on-board); add-ons are easyEasy holidays, business-friendly (flex tickets, frequency, primary airports), and hands-free cabin bag (easy, 2023b). 
Price: dynamic, clearly seen fares with behavioural controls: early-booking and late-purchase prices (Talluri and Van Ryzin, 2006). 
Place: direct digital is the dominant form (75% through easyWet.com/app) which is supplemented with OTA/metasearch to discover; primary-airport presence (Gatwick, Luton, AMS, CDG) charges convenience and corporate access (easyWet, 2023a). 
Promotion: digital-first performance and content marketing, PR on sustainability, and targeted CRM; lean spend (PS150m; -1.8% revenue) vs BA's -PS300m ( -2.3%) (easyJet, 2023b). 
People: culture of efficiency; cabin crew are safety experts and onboard retailers; staffing needs are decreased by self-service. 
Process: automated, technology-facilitated processes online check-in, automated baggage handling, 25-minute turnarounds, pushing utilisation (Alamdari and Fagan, 2005). 
Physical experience: current Airbus fleet, plain no-frills cabins, bright orange livery, and smooth digital experiences (Kotler and Keller, 2016). Critical evaluation The model predicted to 95m passengers and PS8.2bn revenue in 2023, although the strains are increasing: low-cost unit costs, historic basic economy copying, increasing environmental expenses, and fringe saturation in Ryanair. The strategic risk is being in the middle between the cheapest and actually premium, since it requires constant innovation to protect the uniqueness (Porter, 1996; CAPA, 2023). 
4.2 Premium Repositioning of British Airways. 
BA has differentiated premium value, global connectivity, service quality and heritage as well as partially fulfilling LCC fares where necessary (Porter, 2008). Segmentation, targeting, positioning (STP). 
Segmentation: high end business; high-end leisure; loyalists (Executive Club); and connectors around the world. Targeting: core First/Business: high-yield; to maximise loads: economy; frequent flyers to anchor in the Avios ecosystem. 
Positioning: "A British Original," making use of reliability, hospitality, national identity (British Airways, 2023a). 
Marketing mix (7Ps) 
Product: multi-cabin (First, Business, Premium Economy, Economy/basic) and 170-destination network through oneworld - breadth that LCCs can never achieve (British Airways, 2023b). 
Price: 30-50+ percentage premiums on similar routes based on service and schedules and corporate contracts; basic-economy fences protect share; advanced yield management maximises revenue (IAG, 2023). Place: heathrow hub 55 slot share brings about scarcity-based defensibility; direct digital and long-term TMC/agent channels, multifaceted and corporate journeys. 
Promotion: mass-reach brand promotion, corporate selling, sponsorships and performance marketing; increased spending (PS300m) maintains the premium story. 
People: service based, unionised employees; high quality touchpoints (First Wing, lounges) and strict training create uniformity. 
Procedural: hub-and-spoke coordination, tiered service rituals, and Executive Club recognition provide status indicators and loyalty. 
Physical evidence: Global lounges: Terminal 5 flagship, mixed-age fleet (787/A350 refresh), heritage cues, which support the premium identity. 
Critical evaluation 
The premium focus of BA contributes to a revenue of about PS13bn and high long-haul margins, but the paradoxes persist: structurally uncompetitive short-haul and LCCs, a post-COVID deterrent to corporate demand, and reputational blows in the form of IT/baggage failures. Premium differentiation and low-cost matching have a dual purpose that can be strategically incoherent and can brand-dilute, unless it is strictly segmented and operationally unified (Porter, 1996).

5.0 Competitive Positioning Synthesis
Porter’s Five Forces (Porter, 2008):
• Rivalry: Fierce. easyJet vs Ryanair/Wizz in LCC; BA vs Emirates/Lufthansa in premium; transparent pricing economy and low switching squeezes margin.
•  Buyer Power: High for leisure (price sensitive, substitutes abundant); moderate for business (contractual requirements and loyalty, service required;   low connecting itineraries (network retained) damned if you do and damned if you don’t’   Grant 2016
• Supplier Power: Strong —aircraft duopoly, fuel oligopoly, restricted airports (e.g., Heathrow), and with unions (especially BA) reducing flexibility (Doganis, 2019).
• New entrants: Low barriers – capital, regulation & slots but incumbents can add routes and new players too (Wizz, Norse) come in also (CAPA 2023).
• Replacements: High speed rail on short haul, video-conferencing for business and niche private/regional alternatives (Climate Change Committee, 2023).

Resource Based View (Barney, 2014):
• easyJet VRIN: Culture of efficiency (valuable, somewhat rare, difficult to replicate); digital platform (valuable and increasingly common); sustainability positioning (valuable, rare), primary airport slots (valuable, rare, next to impossible to acquire).
• BA VRIN: Heathrow slot control (valuable, very rare, almost inimitable); global reach/partnerships (valuable; rare); brand legacy/consumer trust (valuable, Rare); Executive Club (Valuable, mostly imitatable).
Implication: Both have tenable but only partial advantages; the key lies in orchestrating resources and in outmove rivals, rather than possessing any one asset (Eisenhardt & Martin, 2000).

6.0 Conclusions
The competitive advantage during the period of disruption is grounded in the strategic coherence, which is the alignment of economics, customer value, capabilities and culture (Porter, 1996; Teece, 2009). easyJet thrived on the whole low-cost system simplified operations and point-to-point networks. By juggling between premium variousiation and LCC imitation, BA suffered brand watering down and operational cost (Grant, 2016). Neither pioneer nor follower position is assured: easyJet lost its advantage; BA was limited by old systems and culture. Sustainability is decisive, efficiency cannot be good without breakthroughs or demand management. Real sustainability leadership has the ability to distinguish (Gossling and Humpe, 2020). The ability to develop and instill sustainability in value propositions is a sustainable positioning requirement (Kotler and Keller, 2016).
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