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Executive summery
This report will critically assess and evaluate the role and activity of the marketing department in British Airways and analyse the need for the organisation to adjust its marketing mix to meet the challenges of sustainability. The analysis is built on the work done in Assignment 1, where sustainability was found to be one of the drivers for change in aviation marketing. The report covers the following five topics: concept and importance of marketing, macro and micro environmental influences, target market selection and positioning, media selection and communication channels and measurement of marketing effectiveness.
The findings show that British Airways have shown their strategic investment in their brand through innovative loyalty programme developments, multi-channel communications in their investment. An operating profit of £2,230 million in 2025 and an operating margin of 15.2 percent highlight the effectiveness of the airline's marketing efforts. Customer satisfaction scores rose significantly (10.5 points) and there is evidence that customers' expectations are met by marketing messages. But there are gaps that need to be filled to make the airline's marketing strategy more effective for sustainability challenges.
The analysis yields three major drawbacks. First, there is a basic positioning conflict between the airline's premium service and its commitment to sustainability, which comes at a cost to both positioning strategies. Second, the messaging on sustainability is still confined to a specific channel and not mainstreamed, so it does not have widespread reach and influence. Third, there is a lack of effectiveness of sustainability marketing measurement, making it difficult for the airline to show return on investment and effectively enhance sustainability marketing strategy.
The report outlines three recommendations based on these findings. First, British Airways must get a clear sustainability positioning campaign going that admits the challenges of aviation, but shows real progress using quantifiable measures. Second, sustainability needs to be integrated into The British Airways Club loyalty programme, and environmental responsibility needs to be part of the member experience. Thirdly, a dedicated marketing offering for B2B, specifically directed at the corporate client's sustainability needs should be developed. These recommendations will help British Airways integrate sustainable practices into its marketing strategy to achieve competitive advantage in a growing green-conscious consumer market while meeting sustainability goals.
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1. Introduction
Aviation industry's business environment is highly dynamic and is subject to close monitoring from outside, including the strategic direction and marketing directions that are increasingly influenced by external pressures (Johnson et al., 2020). One of these pressures is sustainability, which is now exerting a significant influence on the rules of competition, customer expectations and regulatory policies (Peattie and Belz, 2010). British Airways (BA) is a key player in this evolving market, being the UK's largest full-service airline and a part of the International Airlines Group (IAG). It is a challenging task for the organisation as it also needs to balance its traditional high-quality niche service positioning with the increasing demands for environmental responsibility, which have important consequences for the marketing function.
This report critically reviews the role and function of marketing in British Airways and assess how the marketing mix needs to change to respond to the challenges that sustainability issues have brought. The report directly follows from the analysis conducted in Assignment 1, which established the fact that sustainability is a major factor in marketing change in the aviation industry and looked at the way that the British Airways organisation has responded to this change under the lens of the theory of change management. The same organisation is therefore analysed here, but with a more specific approach to marketing activities and their effectiveness with a view toward further development.
The importance of this investigation is highlighted by the changing emphasis of marketing. The Kotler and Keller (2016) definition of marketing is "Marketing is the activity, set of institutions, and processes for creating, communicating, delivering, and exchanging offerings that have value for customers, clients, partners, and society at large. This modern definition clearly recognizes that there is a social aspect to marketing, and that companies can't just be concerned with satisfying customers, but they have to show a wider social responsibility. This means for British Airways, the need to communicate its sustainability credentials honestly and with a competitive edge.
The report covers three related activities. First, it critically examines British Airways' current marketing activity, to look at the concept and importance of marketing, environmental influences, selection of target markets, selection of media, and measuring marketing effectiveness. Second, the report concludes based on this evaluation, on the inadequacies of the current marketing approach. Third, it offers practical, evidence-based suggestions for improving the marketing strategy to overcome sustainability issues and achieve long-term competitive positioning. The report is divided into five areas: introduction, main results, conclusion, recommendations, and references.

2. Main Findings
This section looks at a critical evaluation of the marketing activity that British Airways has at present, in the following five areas of marketing; the concept and importance of marketing, environmental influences, target market selection and positioning, media selection, and measuring marketing effectiveness.

2.1 The Concept and Importance of Marketing at British Airways
A major aspect of British Airways' strategic change is the importance of marketing in the organisation. In 2025 British Airways reported an operating profit of £2,230 million, which increased by £182 million compared to 2024 and resulted in an operating margin of 15.2 percent. The transformation programme value of £7 billion described by CEO Sean Doyle, outlined as modernising the airline, bolstering everything users encounter and creating 'a more resilient and sustainable business for the future', was the backbone of this performance. In this context, marketing serves as a strategic enabler and a tactical executor of this transformation agenda.
According to Kotler and Keller (2016: p.27), marketing is the activity, institutions, and processes of developing, communicating, delivering, and exchanging offerings that have value for customers, client, partners and society at large. This is especially relevant for British Airways as it is concerned with marketing for traditional business goals as well as new societal ones. The airline's marketing function is no longer just about promotion, but rather one that influences brand image, customer acquisition and retention, and brand positioning and communication of sustainability commitments.
British Airways' commitment to brand-building is a testament to the strategic value of marketing, as evidenced in the investment made in the area. In late 2025, the airline has launched a high-profile campaign, named ‘Reflections’, under the motto ‘Beauty in the art of flying'. These campaigns are substantial brand equity investments that imply a long-term strategic perspective of marketing. In addition, the continued funding of the loyalty scheme, which was previously known as Executive Club and is now renamed The British Airways Club in April 2025, illustrates the importance of marketing in customer relationship management.
There are tensions, though, when a critical point of view is made. Grönroos (2007) states that marketing should be throughout the organisation and is not a function of a department. British Airways seems to acknowledge this as it can be seen from the messages on its sustainability touchpoints. However, whether the principles of marketing are applied throughout this organisation is still open to doubt, especially when it comes to the disconnect between the message and the action regarding sustainability.

2.2 Macro and Micro Marketing Environment
British Airways is set against a background of opportunities and threats which influence the marketing strategy.
Political and Legal Pressures : The UK government has set the increase in sustainable aviation fuel (SAF) to 2 per cent of jet fuel by 2025 and 10 per cent by 2030. Similar requirements are set by the EU legislation. These requirements impose compliance requirements and marketing opportunities. British Airways has moored itself in a strategic place, having invested early in SAF, which is adding a “competitive advantage” over its rivals, IAG's Head of Sustainability said, enabling the airline to stand out as a proactive player in the sustainability transition.
Economic Factors: The largest single cost is fuel and IAG spent EUR7.6 billion of fuel costs. The price of SAF is right now 2 to 7 times the price of conventional kerosene. But British Airways' initial investment has reportedly led to discounts of up to 40 per cent from market rates and the ability to pass on environmental claims as well as competitiveness which is highly unusual in the aviation industry.
Social and Cultural Factors: Peattie and Belz (2010) noticed that price, convenience, and service quality has now been joined by environmental responsibility. In a marketing strategy that aligns with shifting consumer values, British Airways has now called in its loyal passengers to provide feedback on aspects of the high-end service that many customers would be willing to give up for the sake of sustainability.
Micro-Environmental Factors: Sustainability is becoming a differentiator. Lufthansa has announced to introduce up to USD72 per ticket as fuel cost compensation to its customers, while Virgin Atlantic introduced a USD24 surcharge for green fuel quotas. Being able to offer customers the opportunity to be environmentally responsible and, at the same time, offer value and price competition to rivals is a terrific advantage for British Airways.
Competitive threats are not limited to price. EasyJet was offering a promotion to people who are unhappy with British Airways Elites, and Virgin Atlantic was definitely targeting the disgruntled loyalty club members since the revamp of Virgin Atlantic's Executive Club. These manoeuvres illustrate the need to protect the established customer base by marketing. 
2.3 Target Market, Segmentation and Positioning
The targeting, segmentation and positioning of British Airways is coherent and has some weaknesses.
Segmentation Strategy: The restructuring of the loyalty programme towards a revenue-based model with Tier Points earned based on revenue generated as opposed to distance travelled shows an intent towards the high value customers. The segmentation is consistent with premium positioning, but may exclude consumers with lower budgets who may be more interested in travel sustainability.
Target Market Selection: British Airways caters mainly for business travellers, high-end leisure travellers and corporate customers, and has a transatlantic approach. Han, Hsu and Sheu (2009) found that environmental issues have a direct impact on travel purchasing decisions, which implies that sustainability awareness can be used as a new segmentation variable. But British Airways does not yet appear to have completely adopted sustainability as a key segmentation strategy, which may be a missed opportunity with eco-conscious passengers.
Positioning Strategy: British Airways' positioning strategy has been to offer a high-dollar international airline, under the motto "To Fly. To Serve", focusing on the quality of service and British tradition. This has been reinforced in recent advertising campaigns via safety, luxury and customer focus.
An opportunity for positioning due to sustainability becoming a consumer priority. The BA Better World programme, which is called “our most important journey yet”, implies a commitment to inculcate environment sustainability. But, Aaker (2012) says that brand positioning should be true and consistent. British Airways is vulnerable to the perception of an "inconsistency" between its positioning as "luxury" and sustainable claims, since first-class suites do not align with the messages of sustainability.

2.4 Media Inclusion of Statistics and Other Data
British Airways takes the multi-channel approach, but integration of sustainability messaging is not consistent.
Advertising and Brand Communications: The airline has a noteworthy investment in "above-the-line" advertising, and has been focusing on the 'Reflections' campaign (2025) to develop emotional and brand affinity. The 2024 'Windows' campaign was no exception, as the magic of flight was captured once again. These campaigns are strategically important but lack the content of sustainability messages and are a potential gap.
Digital Marketing and Social Media: British Airways is active on YouTube, Facebook and Instagram for engagement. The collaboration with ITV for the introduction of Dynamic Pause Ads on ITVX is an example of advanced digital targeting methods. But these ads still focus on quality of service and places, not sustainability.
Loyalty Programme as a Communication Channel: Loyalty Programme is a direct communication with frequent travellers, such as the British Airways Club. Interestingly, SAF integration (where the members are awarded Tier Points by buying SAF) reflects innovative implementation of the loyalty channel and encourages sustainability engagement. But it is not part of the loyalty story, it is not a mandatory offer.
Corporate Communications: BA Better World programme and annual sustainability reports are both transparency and IEnvA certification is external validation. But, communications around sustainability are still largely on dedicated channels, and not yet part of mainstream marketing efforts, which may result in limited reach and effectiveness.
Partnership Marketing: Collaborating with The Earthshot Prize and Bags of Ethics adds credibility and positive brand association that can help reduce the likelihood of greenwashing and provide genuine sustainability narratives.
2.5 Measuring Marketing Effectiveness
A measure of the effectiveness of British Airways' marketing reveals sophisticated capabilities, and also big gaps.
Financial and Operational Metrics: Operating profit of £2,230 million and a margin of 15.2 percent suggest demand has been generated effectively. Punctuality is up to 82 percent - the highest since 2011 and directly affects brand perception.
Customer Satisfaction Metrics: Net Promoter Score jumped 10.5 points above 2024 levels to 5.2 points above target, the highest since 2019. The biggest factor was reliable operation, at 70 percent, which highlights the interdependency of reliable operation and marketing effectiveness.
Loyalty Programme Metrics: A revenue-based model allows for more accurate measurement of customer value. But people are "hugely disappointed" by the changes that need to be made to keep them in their status rewards, reports say, which would cost them thousands of pounds a year. This has given rise to a negative reaction which has led to marketing issues as others try to market to disgruntled members. Brand sentiment and customer advocacy measures are thus part of the marketing effectiveness measurement.
Sustainability-Related Metrics: British Airways has made carbon reduction targets official, with their goal of achieving net zero by 2050. But it doesn't seem as if marketing effectiveness for sustainability messaging has been measured as much. Questions still to be answered: Does British Airways appear to be a sustainability leader in the eyes of its customers? What is the impact of the sustainability message on the buying process?
The absence of a supported environmental claim diminishes consumers' confidence, as do opaque and unverifiable measurements, warn Chen and Chang (2013). British Airways' IEnvA certification offers some external validation but the airline has not yet created any detailed metrics to measure the marketing benefits of sustainability communications.
Digital Marketing Metrics: The airline uses digital analytics to track engagement and reach, big data to monitor competitor performance and customer sentiment. Digital metrics, however, tend to focus on engagement, rather than conversion or long-term brand impact, and need more advanced attribution modelling.
Critical Evaluation: British Airways has a strong capacity to measure operational and financial outcomes. But there are major limitations in the measurement of the effectiveness of sustainability marketing. The airline has not yet defined metrics to measure the impact of sustainability messaging on perception, customer acquisition and loyalty among the environmental-minded consumer. Moreover, the way the measure was applied would seem to be more along the lines of short-term results than long-term brand equity – and the controversial nature of the loyalty programme shows how critical it is to measure sentiment as well as transactional data.
Summary of the main findings: British Airways' marketing function exists in a complex environment that is influenced by regulatory pressures, competitive forces, and changing consumer expectations around sustainability. The airline has shown Strategic Commitment in many of the investments made in their branding, innovative loyalty programme developments, and multi-channel communications. But important sustainability communication implementation issues remain, including the lack of uniformity of sustainability communication within mainstream marketing channels, the lack of tools to measure the effectiveness of sustainability marketing and the lack of clarity regarding positioning conflicts between premium services and environmental responsibility. The conclusions and recommendations that follow are based on these findings.

3. Conclusions

Based on the analysis set up in Assignment 1, this report has critically assessed the role and activities of British Airways' marketing department in the context of a marketing change based on sustainability. The evaluation has covered the strategic role of marketing, Environmental factors, selection of target market, selection of media, and measuring the effectiveness of marketing. From this analysis, three key weaknesses are revealed that limit the success of British Airways' marketing approach to tackle sustainability problems.
Firstly, fundamental positioning conflict between the premium service that the airline offers to its customers and its sustainability goals. British Airways has long been a standout for its image as a full-service, luxury airline, and its marketing campaigns have long emphasized this image of luxury and comfort. At the same time, the BA Better World programme aims to make the airline an environmental leader. Aker (2012) says that brand positioning should be consistent for it to be credible. There is an inherent contradiction in positioning as being "first class luxury" and "environmental leader" that creates a credibility gap, and this will negatively affect both positioning strategies. When sustainability is not closely connected to the product, the message can be felt as adjacent or disingenuous by consumers.
Secondly, sustainability communication is still isolated and not embedded in all marketing communication. At a substantive level, the BA Better World programme, annual sustainability reports and the IEnvA certification are all strong sources of content, but none of these messages are often found in the airline's brand advertising campaigns. Chaffey and Ellis-Chadwick (2019) state that it is critical for a business to have a solid IMC strategy in place to ensure the consistency of the brand's message. British Airways isolates sustainability in the hands of the experts and so has less potential to influence consumer views of the brand as a sustainability leader.
Thirdly, significant gaps exist in measuring the effectiveness of sustainability marketing. British Airways has more advanced measures of financial, operational and customer satisfaction metrics, but hasn't yet set targets to measure the impact of its sustainability message on brand perception, and customers' acquisition and loyalty to the airline amongst those who are environmentally conscious. Unsupported environmental claims (Chen and Chang 2013) lead to a loss of customer confidence, and transparent and verifiable measurement is a key component of this. If it fails to have a solid measurement of the effect of their sustainability marketing, the airline will struggle to prove return on investment or make informed changes.
The findings point to a marketing strategy that is stuck between the “business as usual” and “sustainability” agendas for British Airways. The airline has acknowledged the need for change and has made some good promises, but marketing implementation has yet to catch up. Peattie and Belz (2010) noted that organisations can regard sustainability as a constraint or a driver of strategic renewal. Customer expectations and regulatory pressures are growing – proactivity is key. These identified weaknesses are addressed in the following recommendations, which will enable British Airways to meet the sustainability needs and requirements as they strive to remain competitive in an increasingly green market.

4.0 Recommendations
This section outlines a series of recommendations for British Airways' marketing strategy, each of which directly tackles one of the three primary weaknesses found in the above conclusion. Every recommendation is directly connected to a gap in the analysis, critically examined for its feasibility, strategic fit and likely impact. However, with the advent of new sustainable competitive advantages beyond the traditional advantages, Grant (2019) highlights the need to be proactively adapted to the market and adjust marketing strategies accordingly to overcome the evolving environmental pressures.

4.1 Launch a Transparent Sustainability Positioning Campaign
Addressing the Gap: Tension between premium service and sustainability commitments.
British Airways could make a real effort to create and introduce a progressive and integrated marketing communication strategy that clearly outlines the progression of its sustainability efforts whilst being honest about the conflicted nature of the aviation industry. The apparent contradiction between luxury travel and environmental responsibility is not to be avoided but used as a catalyst for ongoing improvement and innovation for the airline. For instance, a campaign could be launched, under a name such as ‘The Future of Flight', or ‘Our Sustainable Journey', to compare British Airways' per passenger carbon footprint with the rest of the industry, show the progress made in carbon reduction over a year and give a clear and credible pathway to achieving net zero by 2050.

Specific Actions:
· Publicly show third-party verified sustainability data on all marketing tools
· Create site specific communication about progress towards carbon reduction targets as they are realised.
· Develop advertising that emphasizes real-world sustainability successes such as percentages of SAF used, efficiency gains on fleets, etc.
· Educate front line employees on how to effectively and honestly convey sustainability messages to customers.

Academic Justification: Aaker (2012) states that brand positioning must be coherent and consistent within themselves to be credible. It would be beneficial for British Airways to acknowledge the tensions inherent within the system and show real, measurable improvements, and by doing so it will create authenticity that will help them to counter arguments of ‘greenwashing'. But unsupported environmental claims can undermine consumer trust, and there is a need for clear, credible and transparent communication to keep brands credible, warned by Chen and Chang (2013).

Feasibility: Moderate. The campaign capitalises on existing sustainability data and reporting systems. Primary costs are associated with creative development and media placement, and may be partially covered by shifting marketing budgets from other programs. Implementation would start in 3-months and be fully deployed in 6-months. The main threat is that greater transparency could lead to closer monitoring of the progress, but the airline has shown they are investing in their fleet to become more modern and in SAF, thus balancing out that risk.

4.2: Embed Sustainability Measures within The British Airways Club Loyalty Programme.
Addressing the Gap: Sustainability messaging is still contained in separate channels, not integrated into mainstream customer touchpoints.
Sustainability needs to be part of The British Airways Club's loyalty programme and not an add-on to the experience for BA passengers. The current SAF contribution system, in which members earn Tier Points through SAF purchases, should be substantially expanded and made a significant part of the flagship programme instead of being an ancillary programme.
Specific Actions:
· Start a "Green Tier" membership to reward and recognize members who regularly participate in sustainability efforts.
· Create a clear points-to-carbon-savings calculator that will be displayed in the member dashboard.
· Sensitize loyalty members on their individual contribution to sustainability.
· Initiate targeted communication to loyalty members on their individual contribution to sustainability.
· Challenge and competition through mobile app to encourage sustainable options

Academic Justification: As suggested by Grönroos (2007), marketing should be integrated into all functional departments of the organisation and not just restricted to a single department. The introduction of sustainability into the customer loyalty programme, which is one of the most important customer touchpoints, places environment and sustainability firmly in the customer's everyday experience. Peattie and Belz (2010) state that sustainable marketing should not be a communication initiative, but should be embedded in a business.
Feasibility: Low to moderate cost. The infrastructure of points/rewards management is already in place. The costs associated with primary investment include campaign development, campaign communications strategy, and potentially rewards costs. The fall of the loyalty programme restructuring will be an opportunity to inform loyalty clients about sustainability improvements. Implementation may take 6 months, and be tested in a portion of members. The biggest danger is that members could view ‘sustainability' activities as a distraction from their core loyalty benefits and positioning of these communications is crucial.

4.3 Establish a Dedicated B2B ESG-Focused Marketing Proposition
Addressing the Gap: Missing measurement and targeting of sustainability-oriented marketing impact.
British Airways needs to work on a specific business-to-business proposition to meet the environmental, social and governance (ESG) needs of corporate clients. Sustainability is a growing element in corporate travel policies, which are increasingly demanding sustainability standards, thereby presenting a huge business opportunity for those airlines which can be convincing on their sustainability credentials. If this proposition is successful, it will put British Airways in a strong position to be seen as the favourite option for companies looking for a way to cut down their carbon emissions from travel.

Specific Actions:
· Develop a special B2B sustainability dashboard for corporate clients, including emissions per route, SAF options and offsetting.
· Create marketing materials aimed at procurement and sustainability decision-makers.
· Provide corporate-specific sustainability reports, in conjunction with clients' ESG reporting requirements
· Create an advisory service for the development of sustainable travel policy for the company.
· Create case studies of UK corporate client success stories in cutting travel emissions via British Airways.

Academic justification: Porter (1980) said that bargaining power of buyers is one of the competitive forces. Corporate clients are now more empowered by their ESG demands, and those airlines with a strong sustainability leadership stand to reap substantial competitive benefits. Han, Hsu and Sheu (2009) found that environmental concerns are directly related to purchasing decisions and that sustainable differences are a valid basis for B2B difference. In addition, Johnson et al. (2020) highlight the need to involve stakeholders in tackling complex environments, and note that an open approach to sustainability discussion with corporate clients generates value for both.
Feasibility: Moderate. The proposition takes advantage of existing data and sustainability reporting systems. Key investment needs involve creating the dashboard, generating marketing material, and training the sales team. It will need to be implemented with cross-functional cooperation between marketing and sustainability and corporate sales. The biggest threat is other people may come up with the same ideas and it becomes a thing of constant innovation to stay ahead of the game. But the fact that British Airways has invested in SAF early and is IEnvA certified gives it some good bases for leadership positioning.
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