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1. Introduction
British Airways (BA) is the flag carrier airline of the United Kingdom and one of the largest international airlines in Europe. Founded in 1974 through the merger of several British airlines, the company is now part of the International Airlines Group (IAG), one of the world’s leading airline groups (British Airways, 2024). British Airways operates flights to more than 200 destinations worldwide and employs over 30,000 people across a diverse range of operational, technical, and customer service roles (IAG, 2024). As a global airline operating in a highly competitive and heavily regulated industry, British Airways relies on a strong organisational culture to maintain high standards of safety, customer service, and operational efficiency. 
Organisational culture plays a significant role in shaping how organisations operate, make decisions, manage employees, and achieve their strategic objectives. Organisational culture consists of deep-seated, shared assumptions that dynamically influence employee interactions and corporate performance (Schein and Schein, 2017). Similarly, Schein (1992) defines organisational culture as a pattern of shared assumptions developed through external adaptation and internal integration, while Mullins and Christy (2016) argue that culture influences leadership, communication, decision-making, motivation, and organisational effectiveness. 
In today's global business environment, organisations must manage diverse workforces, adapt to technological change, and respond to evolving customer expectations. A strong organisational culture enhances employee engagement, service quality, and competitive advantage. In contrast, a weak culture can reduce morale, hinder communication, and negatively affect organisational performance (Armstrong and Taylor, 2023).

For British Airways, organisational culture is particularly important because the airline industry depends heavily on teamwork, safety compliance, customer satisfaction, and operational reliability. The organisation's culture influences how employees interact with customers, respond to operational challenges, and contribute to the company's strategic objectives. Following periods of organisational change, industrial relations challenges, and increasing competition from both traditional and low-cost carriers, British Airways has continued to focus on developing a culture that supports customer service excellence, innovation, and operational resilience (IAG, 2024).
This report critically evaluates the organisational culture of British Airways and examines how culture influences organisational structure and decision-making processes. Relevant organisational culture theories, including Schein’s Three Levels of Culture, Hofstede’s Cultural Dimensions, and Handy’s Cultural Types, are applied to identify and analyse the organisation's culture. The report further explores how British Airways uses its culture to respond to external environmental influences, including competition, regulation, technological developments, and globalisation. In addition, the report evaluates whether organisational culture acts as a barrier or an enabler to organisational effectiveness and assesses its impact on organisational performance. Finally, theory-informed and evidence-based recommendations are proposed to support future cultural development and organisational success.
2. Organisational Culture of British Airways
Organisational culture comprises the shared values, beliefs, and behaviours that shape how employees work and interact (Schein, 1992). At British Airways (BA), culture supports safety, customer service, operational reliability, and employee performance within a highly competitive and regulated aviation industry.
BA’s culture is centred on safety, professionalism, customer focus, diversity, and operational excellence. Safety is a core value that requires employees to follow strict procedures and maintain high standards of accountability. This reflects a relatively strict organisational culture in which consistency and compliance are prioritised (Hofstede,1980).
British Airways reinforces its organisational culture through consistent service standards, mandatory safety training, customer service programmes, and continuous professional development. Employees are expected to demonstrate professionalism, accountability, and customer focus whilst complying with strict aviation regulations. These daily practices distinguish British Airways from many low-cost airlines by emphasising premium service quality alongside operational safety.
Using Schein’s (1992) Three Levels of Culture, BA’s culture can be analysed as follows:
· Artefacts: Visible elements such as uniforms, branding, safety procedures, training programmes, and organisational structures that communicate professionalism and consistency.
· Espoused Values: Safety, teamwork, customer satisfaction, diversity, accountability, and continuous improvement, reinforced through policies, training, and performance management.
· Underlying Assumptions: Beliefs that passenger safety is paramount, customer satisfaction drives success, and teamwork is essential for effective operations.
As a global airline, BA must integrate employees from diverse cultural and professional backgrounds while maintaining a consistent organisational culture. This reflects the challenges of managing diversity in an increasingly globalised environment (Mullins and Christy, 2016). Technology also reinforces BA’s culture through management information systems, customer relationship management systems, and HR systems that support communication, performance monitoring, employee development, and service delivery. These systems help embed organisational values and improve organisational performance. British Airways demonstrates a culture characterised by safety, professionalism, customer focus, and operational discipline, providing a foundation for organisational effectiveness and long-term success.
3. Influence of Culture on Structure and Decision-Making,[image: ]
Figure 1 illustrates British Airways' organisational structure, demonstrating how clearly defined reporting lines support effective decision-making, accountability, and operational control (British Airways, 2024).
British Airways’ organisational culture significantly influences its structure and decision-making. In the aviation industry, where safety, reliability and customer service are critical, culture shapes behaviour, management control and organisational performance (Mullins and Christy, 2016). Consequently, British Airways requires a culture that supports both operational efficiency and regulatory compliance.
The organisation operates within a formal structure characterised by clear authority, procedures and accountability. This reflects Handy’s role culture, where responsibilities and processes are clearly defined (Handy, 1993). Such a culture is appropriate for British Airways because employees must comply with strict aviation regulations, safety requirements and service standards. However, while this structure promotes consistency and reduces risk, it can limit flexibility. Frontline staff may have limited autonomy when resolving customer issues, creating a balance between operational control and customer responsiveness that can occasionally constrain organisational flexibility.
Schein’s (1992) cultural model further explains this relationship. At the artefact level, culture is visible through uniforms, safety procedures and operational systems. Espoused values emphasise professionalism, customer service and safety, while underlying assumptions reinforce the belief that compliance and risk management are essential. These cultural layers influence everyday decisions across the organisation.
External factors also shape decision-making. A PESTLE perspective highlights the importance of political and legal regulations, economic pressures such as fuel costs and competition, social expectations regarding service quality and diversity, technological developments in digital systems, and environmental demands for sustainability (Johnson et al., 2020). As a result, British Airways must balance adaptability with operational discipline.
Management Information Systems (MIS) support this process by providing timely and accurate information. Customer Relationship Management (CSM) systems improve understanding of passenger needs, Human Resource Information Systems (HRIS) support workforce management, and safety management systems strengthen compliance and risk control. Business intelligence tools also assist managers in monitoring performance, customer satisfaction and operational outcomes, enabling evidence-based decision-making (Laudon and Laudon, 2022).
British Airways’ structure supports effective operational control, regulatory compliance, and rapid decision-making during safety-critical situations. However, the same structured culture may reduce organisational flexibility by limiting employee autonomy and slowing responses to changing customer expectations. To remain competitive, British Airways should continue to empower frontline employees, embrace digital innovation and artificial intelligence, and use Management Information Systems (MIS) to support faster, evidence-based decision-making while maintaining its strong safety culture (Handy, 1993; Laudon and Laudon, 2022).
Overall, British Airways’ culture underpins its structure and decision-making processes. Its emphasis on safety, professionalism and customer service supports organisational effectiveness, although maintaining a balance between control and adaptability remains essential for long-term performance.

4. Identifying Cultural Types: Models and Frameworks
Organisational culture influences employee behaviour, decision-making, performance, and organisational responses to internal and external challenges. Several culture models can be applied to British Airways (BA); however, Hofstede’s Organisational Culture Dimensions provide the most suitable framework because they explain how organisational values, control systems, employee behaviour, and external pressures shape culture in practice.
Hofstede's Organisational Culture Dimensions
According to the Week 4 lecture materials, Hofstede identifies six dimensions that distinguish organisational cultures. British Airways demonstrates the following characteristics:
1. Means-Oriented vs Goal-Oriented
· BA is primarily goal oriented.
· Strong focus on achieving safety targets, operational reliability, customer satisfaction, and profitability.
· Employees are expected to meet organisational objectives while maintaining high service standards.

2. Internally Driven vs Externally Driven
· BA is largely externally driven.
· Customer expectations, airline competition, government regulations, and global market conditions strongly influence decisions.
· The organisation continuously adapts services and operations to meet external demands.
3. Easy-Going Work Discipline vs Strict Work Discipline
· BA reflects a strict culture.
· Aviation requires compliance with safety regulations, standard operating procedures, and accountability systems.
· Employees have limited flexibility when carrying out safety-critical tasks.
4. Local vs Professional
· BA demonstrates a professional culture.
· Employees identify strongly with their profession (pilots, engineers, cabin crew, managers) and industry standards.
· Recruitment, training, and promotion are based on professional competence and qualifications.
5. Open System vs Closed System
· BA operates as a relatively open system.
· The organisation recruits internationally, serves global customers, and works closely with regulators, airports, and alliance partners.
· New employees are integrated through training and organisational socialisation processes.
6. Employee-Oriented vs Work-Oriented
· BA is primarily work-oriented, although employee well-being is also considered.
· Operational performance, safety compliance, and customer service outcomes are prioritised.
· Employees are expected to meet demanding performance standards due to the nature of the aviation industry.


Hofstede Cultural Analysis 
Figure 2 below illustrates Hofstede's Six Cultural Dimensions, which provide a framework for analysing organisational culture (Culture in the Workplace, 2026). 
These dimensions align closely with the requirements of a global airline where safety, regulation, customer expectations, and operational efficiency are critical to success. Hofstede therefore provides the most comprehensive explanation of BA's organisational culture because it links organisational behaviour directly to strategic and operational priorities.
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Brief Comparison with Other Culture Theories
While Hofstede is the most appropriate model, other theories provide supporting insights, which are set out below:  
 Schein's Three Levels of Culture
· Explains culture through artefacts, espoused values, and underlying assumptions.
· At BA, safety procedures, uniforms, and branding are visible artefacts, while safety and customer service represent core values.
· Useful for understanding cultural depth, but less focused on organisational behaviour and external influences.

Handy's Cultural Types
· BA mainly reflects a role culture, with clearly defined responsibilities and procedures.
· Some elements of task culture exist within project teams and change initiatives.
Johnson and Scholes' Cultural Web
· Explains how culture is reinforced through stories, symbols, routines, structures, control systems, and power relationships.
· Helps identify how BA maintains consistency across its operations.
Deal and Kennedy's Cultural Types
· BA most closely resembles a process culture.
· Strong emphasis on procedures, compliance, risk management, and operational control.
Determining the Prevailing Culture at British Airways
Although each theory contributes valuable insights, Hofstede’s Organisational Culture Dimensions provide the strongest explanation of British Airways’ culture. The model captures how organisational goals, professional standards, external pressures, work discipline, and employee expectations interact within the airline.
Therefore, British Airways can be described as a goal-oriented, externally driven, professional, strict, relatively open, and predominantly work-oriented organisation. These cultural characteristics support safety, customer service, regulatory compliance, and long-term organisational performance in the highly competitive aviation industry.
5. Culture and the External Environment
British Airways operates within a dynamic external environment where organisational culture plays a critical role in supporting adaptation, resilience, and performance. British Airways continuously adapts to changes in customer expectations, industry regulations, and technological developments to maintain its position as a leading global airline. Organisational culture influences how employees interpret environmental changes and respond to external pressures (Schein, 1992). British Airways leverages its culture to respond to political, economic, social, technological, legal, and environmental (PESTLE) factors while maintaining operational excellence and customer confidence (Mullins and Christy, 2016).
PESTLE Analysis: Figure 3 presents a PESTLE analysis, adapted from Mutomorro (2026), to evaluate the external environment affecting British Airways.
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Political and Legal Factors
· British Airways operates within a highly regulated aviation industry.
· Compliance with Civil Aviation Authority (CAA), International Air Transport Association (IATA), and health and safety regulations requires a strong culture of accountability and procedural discipline (Johnson et al., 2020).
· The organisation's safety-focused culture supports regulatory compliance and risk management by encouraging employees to adhere to established procedures and industry standards (Schein, 1992; Denison, 1990).
Economic Factors
· Rising fuel costs, inflation, economic uncertainty, and fluctuating passenger demand directly affect profitability and operational planning within the airline industry (Johnson et al., 2020).
· British Airways responds through a culture focused on efficiency, operational control, and continuous performance improvement, enabling the organisation to manage costs while maintaining service quality (Mullins and Christy, 2016).
· Such cultural values support organisational resilience during periods of economic volatility and market uncertainty (Denison, 1990).
Social Factors
· Customer expectations regarding service quality, accessibility, diversity, and personalised experiences continue to evolve in the global aviation market (Kotter, 2012).
· British Airways promotes an inclusive and customer-oriented culture to support a diverse global workforce and passenger base.
· This emphasis on customer service aligns employee behaviour with organisational objectives and strengthens customer satisfaction and loyalty (Schein, 1992).
Technological Factors
· Technology has transformed airline operations, customer interactions, and organisational decision-making processes (Laudon and Laudon, 2022).
· British Airways utilises Customer Relationship Management (CRM) systems, Human Resource Information Systems (HRIS), Business Intelligence (BI) tools, and operational performance dashboards to support decision-making and service delivery.
· A culture that embraces innovation and continuous improvement enables employees to adapt effectively to technological change (Denison, 1990).

Environmental Factors
· Increasing pressure from governments, regulators, and stakeholders to reduce carbon emissions has encouraged airlines to adopt more sustainable practices (Johnson et al., 2020).
· British Airways promotes environmental responsibility through sustainable aviation and carbon reduction initiatives.
· These initiatives reflect a culture that recognises the importance of corporate social responsibility and long-term sustainability (Mullins and Christy, 2016). British Airways also demonstrates Corporate Social Responsibility through investments in sustainable aviation fuel, carbon-reduction initiatives, community partnerships, employee well-being programmes, and responsible governance. These practices strengthen stakeholder trust and demonstrate that organisational culture extends beyond operational performance to include wider environmental and social responsibilities (Mullins and Christy, 2016).
Denison's Traits Theory Organisational culture survey
Denison Organisational Culture Model
Figure 4 presents Denison's Traits Theory, illustrating the four key cultural traits that support organisational effectiveness and performance (Denison, Nieminen and Kotrba, 2014).
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Denison (1990) identifies four cultural traits associated with successful organisations: involvement, consistency, adaptability, and mission. As illustrated in Figure 4, subsequent research has reinforced the relationship between these traits and organisational effectiveness (Denison, Nieminen and Kotrba, 2014). British Airways demonstrates consistency through standardised operational procedures, safety systems, and regulatory compliance mechanisms, whilst its mission is reflected in its commitment to safety, customer service, and operational reliability, providing employees with a clear sense of organisational purpose (Kotter, 2012).
The organisation's response to changing customer demands, technological developments, and environmental pressures reflects adaptability, while employee training, development programmes, and engagement initiatives support involvement by encouraging participation and capability development (Denison, 1990).
Critically, British Airways' culture enables the organisation to balance operational stability with environmental responsiveness. The combination of a strong safety culture, customer focus, technological capability, and information systems allows the airline to respond effectively to external challenges while maintaining organisational performance (Schein, 1992; Laudon and Laudon, 2022). Consequently, culture acts as a strategic resource that supports adaptation, competitiveness, and long-term sustainability within the global aviation industry (Denison, 1990; Johnson et al., 2020).
 Cultural Barriers as an Enabler and Barrier to Organisational Effectiveness
Figure 5.  British Airways organisational practices that may create cultural barriers (Adapted from Handy, 1993; Johnson and Scholes, 1992; Mullins and Christy, 2016).
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Source: Adapted from Handy (1993); Johnson and Scholes (1992); Mullins and Christy (2016); British Airways Annual and Accounts Report (2024). 
British Airways demonstrates adaptability by responding to changing customer expectations, technological innovation, and environmental pressures, while employee training and development promote involvement and organisational capability (Denison, 1990). Consequently, its strong safety culture, customer focus, and integrated Management Information Systems enable effective responses to external challenges, supporting organisational resilience, competitiveness, and sustainable performance within the global aviation industry (Schein, 1992; Laudon and Laudon, 2022; Johnson et al., 2020).
Overall, the evidence indicates that British Airways' organisational culture primarily acts as a strategic enabler. While some bureaucratic limitations exist, the culture's support for safety, customer service, operational control, and regulatory compliance makes it a key asset that enhances organisational effectiveness in a competitive industry.

7. Impact on Organisational Performance 
Organisational culture significantly influences British Airways' performance by shaping safety standards, customer satisfaction, employee behaviour, operational efficiency, and strategic outcomes. As Mullins and Christy (2016) highlight, culture shapes how employees perform their roles and align with organisational goals, underscoring its critical influence on performance outcomes.
“McKinsey & Company (2023) and Hartnell et al. (2011) suggest that organisations achieving strong alignment, employee engagement, leadership effectiveness, innovation, and continuous renewal consistently outperform competitors in long-term organisational performance.
8. Recommendations
British Airways should continue strengthening its organisational culture by investing in Business Intelligence (BI) and Human Resource Information Systems (HRIS) to support evidence-based decision-making, workforce planning, and real-time performance management (Laudon and Laudon, 2022). Greater cross-functional collaboration, employee involvement, and continuous learning should be encouraged to reinforce innovation, adaptability, and organisational resilience (Denison, 1990). Looking ahead, British Airways has an opportunity to revitalise its organisational culture by combining operational excellence with digital transformation, artificial intelligence, and sustainable aviation practices. 
Organisations such as Microsoft and Toyota Motor Corporation demonstrate how continuous innovation, employee empowerment, and data-driven decision-making can strengthen organisational performance while maintaining operational integrity (Microsoft, 2024; Toyota Motor Corporation, 2024).
By embedding these principles within its culture, British Airways can sustain long-term competitiveness in an increasingly intricate and technology-driven global aviation industry.
By embedding the above-recommended principles within its organisational culture, British Airways can cultivate a more adaptive, collaborative, and high-performing workforce, thereby promoting organisational capabilities and sustaining long-term competitive advantage.

9. Conclusion
This report has critically assessed the organisational culture and context of British Airways by applying Schein's Three Levels of Culture, Hofstede's Organisational Culture Dimensions, Handy's Cultural Types, Johnson and Scholes' Cultural Web, Deal and Kennedy's Cultural Types, and Denison's Traits Theory. 
The analysis demonstrates that the organisation's culture significantly influences organisational structure, managerial judgement, stakeholder relationships, and organisational performance. Furthermore, the report has identified how Management Information Systems, including BI and HRIS, can strengthen organisational effectiveness by supporting informed decision-making, innovation, employee engagement, and continuous improvement. Although cultural barriers such as bureaucracy and resistance to change remain, the organisation is well positioned to respond to emerging technological developments through strategic investment in artificial intelligence, digital capabilities, and organisational learning.
British Airways should continue strengthening its organisational culture through innovation, adaptability, and operational integrity to sustain long-term competitiveness. Ultimately, a culture founded on safety, collaboration, innovation, and integrity will enable the airline to remain resilient, competitive, and sustainable within the evolving global aviation industry.
By capitalising on artificial intelligence, advanced digital capabilities, strategic foresight, and operational excellence, BA can position its organisational culture as a global benchmark for resilience, innovation, and sustainable performance.
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Figure 1. British Airways Organisational Structure
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