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1. [bookmark: _Toc57283720]EXECUTIVE SUMMARY
This report investigates three airlines, namely British Airways, Emirates and Ryanair and customer experience based on their ethical and sustainability policies. Each airline has their own set of ethical and sustainability policies with very slight variations between the low budget airline and Emirates and British Airways. Three quality models to assist with customer relationship management of these airlines are Deming’s Cycle, Juran’s Quality Trilogy and Crosby’s Quality model and Zero Defects and 14 points of quality improvement. Recommendations are made for each airline to make some improvements in regards to their sustainability and ethical policies to ensure better customer experience. Ryanair can use Deming’s model to plan better advising customers of any changes moving forward, British Airways can use Juran’s model on Quality Trilogy and Crosby’s models in dealing with their policy on refunds for customers and Emirates can also use Deming’s model and Crosby’s model to improve how they handle customer complaints.

2. [bookmark: _Toc57283721]INTRODUCTION
The Principal Researcher at The Research and Analysis Wing of the Aviation Research Centre requested a report looking at the possible impact of the quality systems in airline organisations and their impact on customer relationship management.
This report investigates customer experience based on ethical and sustainability policies in airlines. The airlines investigated are British Airways, Emirates and Ryanair. The report also looks at possible impact of the quality system in airline organisations on customer relationship management. The quality models investigated are Deming’s Cycle, Juran’s Quality Trilogy and Crosby’s Quality Models. Customer Relationship Management is defined giving a brief overview of the McKinsey 7 S Framework. 
In conclusion recommendations are made for each airline on their sustainability and ethical policies using the Total Quality Models.
3. [bookmark: _Toc57283722]RESEARCH METHODOLOGY
For the purpose of this report the qualitative method is used to analyse data through predominantly text to gain an understanding of differences of opinions and to gain an understanding of different models in quality management.
4. [bookmark: _Toc57283723]FINDINGS
(A) Customer Experience Based on Sustainability and Ethical Policies
[bookmark: _Toc57283724]Customer Experience
Customer experience is the interaction a customer has with a business, right from browsing through to purchasing of a product or service. Verhoef et al (2009) state the customer experience as a reaction which is triggered by set of interactions between a customer, a product and the company. This personal experience indicates the customer’s involvement at different levels, be it rational, emotional, sensorial, physical, and spiritual. However Brakus et al (2009) describe customer experience is the feelings a customer gets in response to brand related stimuli that come from the brand’s design, packaging, identity, communication and the environment. 
This report will take these customer experience definitions into consideration when looking at customer experience based on airline industries’ ethical and sustainability policies.
Ethical Policies
The term ethical by definition means to do something that is considered to be right or acceptable as defined by society or government. It can also mean in the best interests of someone or something according to Hunt et al (2016). For example, with regards to an airline such as British Airways or any airline, they would delay flights in bad weather in the best interest of their customers and staff due to safety concerns. 
[bookmark: _Toc57283725]Sustainability Policies
[bookmark: _GoBack]The 1987 Brundtland Report defines sustainability as “Meeting the needs of the present generation without compromising future generation’s ability to meet their needs.” Sustainability can relate to the environment, social equity and economic development. (Wealth, 2018)
Sustainable marketing is that it should deal positively with the ecological environment and be sensitive to future generations as defined by Murphy (2005).
[bookmark: _Toc57283726]British Airways
British Airways Code of Business Conduct and Ethics states that all confidential information about the company and its customers must be kept confidential and not shared with anybody outside of the organisation. They also have a ‘Fair Dealing’ clause in which all employees must deal fairly with all customers, employees and supplies without taking unfair advantage. (British Airways, 2004)
British Airways have online ticket booking services to make the customer experience easier. To give customers a comfortable journey they provide complimentary food and drinks on long haul flights.  They also offer other benefits such as new technology to enable customers to use Wi-Fi and stream from the comfort of their seats. The portal works with the latest operating systems from Apple, Android and Windows, allowing customers to connect on a variety of devices. 
British Airways have a customer support service which customers can access should they have any issues after a flight which can be accessed online or via telephone. (British Airways, 2020) However in regards to cancellations British Airways policy states that passengers may lose some or all of their money if they cancel a pre-booked flight. BA did make some changes to this policy during the pandemic but the process is quite complicated to get a refund. (Munbodh, 2020)
British Airways has a policy of corporate responsibility whereby they support people and communities to tackle environmental issues and fight against human and wildlife trafficking. (British Airways, 2020). British Airways claim they are committed to offset carbon emission on flights in the UK by investing in global carbon reduction projects which include rainforest protection and reforestation programmes. Customers who care about the environment would be very pleased with this initiative by British Airways and would choose them as their preference when coming to choosing a flight. This would be a step in the right direction when considering customer relations as the majority of people are concerned about air pollution and the impact on climate change.
British Airways operates a ‘One Destination’ programme which consists of four streams. These consist of environment, community investment, workplace and marketplace.
British Airways’ sustainability policy includes the carbon trading, which is an initiative whereby a limit is set on the amount of emissions allowed for significant sources of carbon for which the governments issue permits for the agreed limit given for free. If a company, such as British Airways, curb their own carbon, they can trade excess permits on the carbon market for cash (BBC 2015). BA were also the first flight to allow customers to offset flight emissions. (British Airways 2007)
With regards to sustainability in relation to customers BA aim to reduce single use plastics on board flights and swapped things like stirrers to bamboo from plastic. They have swapped plastic wrapping for headsets to paper envelopes and removed plastic inflight bags. 
BA sustainability policies are focused on environmental issues which in turn would affect every customer of the airlines as it is a worldwide issue. Customers using e-tickets as opposed to paper tickets will have a positive impact on the environment and also it is a more quick and efficient way of purchasing. There is self-check-in available again saving customers time.
[bookmark: _Toc57283727]Emirates
One of the key ethical policies that Emirates have is around data protection and cybersecurity. As a global airline they handle large amounts of data and it is the airlines responsibility to protect the privacy of its customers and maintain the data. For that reason they employ a Data Privacy team who will ensure that their policies and processes comply with international laws. (Emirates, 2020) Customers can rest assure that their personal information will be held securely with Emirates, however no matter how tight security is on the digital platform the risk of hacking and stealing data is always nearby. 
One of the most recent developments for Emirates with regards to improving customer experience is introducing an integrated biometric path at Dubai International Airport which is designed to improve passenger flow through the airport with less documentation checks and less time waiting in queues. (Emirates, 2020)
One of the experiences customers can enjoy while on board an Emirates flight is multi-course meals and complimentary drinks for all classes. In addition due to the COVID-19 they have implemented new health and safety measures enabling customers to view menus using their mobile devices. For the winter Emirates has planned to introduce a nutrient-rich drink for its customers keeping in mind the health and wellbeing of its customers. They have also introduced a free medical cover to cover any COVID-19 medical issues which stays in place for 31 days after flight. (Emirates, 2020)
After the flight experience, Emirates also offer transport services by teaming up with other businesses, namely, CarTrawler, to enable customers to continue their journey to their chosen destination with easy. Emirates has an online portal for customers should they wish to make any changes to their flights or request refunds.

Emirates Airlines claim to be committed to sustainability by investing in multibillion dollar technology in air engines and ground equipment to help reduce carbon emissions. (Emirates, 2019) As consumers are becoming more and more aware of the impact of air pollution on the planet airlines are now turning to more greener methods and trying to reduce fuel consumption according to Abdullah et al (2016). 
Emirates have a number of procedures in place on board their aircrafts to assist with their sustainability programme and also to make the customer journey more comfortable. They use blankets that are made from 100% recycled plastic bottles in their Economy Class. One blanket is made up of 28 bottles which were chipped, spun into yarn and woven into soft, warm, sustainable blankets. By introducing such products Emirates Airlines can save on energy and emissions in the manufacturing process compared to using new plastic materials.
Emirates passengers have left reviews on sites like TripAdvisor in which they have complained about not being able to book chauffeurs online or seats being changed last minute without passengers being notified. This is something that the airline can look into improving.
[bookmark: _Toc57283728]Ryanair
Ryanair’s ethical policy on commitment to customers, suppliers and shareholders is to fulfil their needs in a fair and honest manner. For customers, Ryanair also has a commitment to generating sales through price, quality and the ability to fulfil their commitments. (Ryanair, 2019) 
Customer satisfaction and behaviour is determined as a core for success in the competitive market according to a study undertaken by Park et al (2019). Ryanair is considered as a low cost carrier which have made it successful in retention of customers. One of the main things customers look at is that they receive the service that they have paid for. Although Ryanair is a standard chartered flight without any luxuries most people on short haul flights are happy to travel as it is more cost effective.
Ryanair’s sustainability policy includes investing continuously in fuel-efficient new aircrafts and improved engine technology. Their logo is Low Emissions, Low Fairs and they claim to be number one in Europe for carbon efficiency and they also invite customers to offset the carbon cost of their flight to their climate charity partners by making voluntary contributions. (Ryanair, 2020).
Below is a graph showing Ryanair’s targets for the future which is available to the public and so their customers can also see what the future plans are for the organisation and how customer journey may be affected.


Fig. 1 Ryanair’s Climate Targets
[image: https://corporate.ryanair.com/wp-content/uploads/2019/10/Screenshot-2019-10-03-at-08.23.23.png]
(Source: Ryanair.com)
Ryanair survey their customers to get feedback in order that they may improve their service. Below is a table showing responses of customer experience.
Fig. 2 – Ryanair’s Survey
	Category
	Excellent/Very Good/ Good
	Excellent
	Very Good
	Good
	Fair
	Ok

	Overall Experience
	92%
	51%
	29%
	12%
	4%
	4%

	Boarding
	87%
	47%
	25%
	15%
	6%
	7%

	Crew Friendliness
	95%
	61%
	24%
	10%
	3%
	2%

	Experience onboard
	94%
	55%
	26%
	13%
	3%
	3%

	 Food & Drink Range
	81%
	37%
	20%
	24%
	8%
	11%



(Source: Ryanair.com)
From Ryanair’s perspective the majority of customers are satisfied with their experience, however they have not included any figures showing that the service is poor, which does not give new customers an overall picture of the company or the case may well be that customers who are not satisfied just do not bother to complain but decide not to fly with them again. 
Recently due to COVID-19 airlines have had to make drastic changes on how passengers travel on aircraft. All passengers must wear masks but there will be passengers who are unable to wear a mask due to medical reasons so the airline staff need to be mindful of such individuals and ensure appropriate measures are taken to keep everyone safe. Ryanair refused a passenger to board because he did not have a mask to wear. The passenger’s argument was that the airline should provide the masks if they want passengers to wear them. (Holloway, 2020)
B. Quality Models/Theories That May Assist In Improving Customer Relationship Management
Customer Relationship Management
Customer Relationship Management (CRM) is a system used to manage an organisation’s relationships and interactions with its customers or potential customers. Chen and Popovich (2003) describe CRM as a system used to understand an organisation’s customers using a combination of people, processes and technology as an “integrated approach to managing relationships by focusing on customer retention and relationship development.” CRM is about managing detailed information about individual customers and carefully managing customer touch points to maximise customer loyalty. Touch points are those points where a customer makes contact with the organisation, from the initial stage of making enquiries, then speaking to a specialist, then to finance and booking desk.
Some issues to take into consideration around CRM are safeguarding customer’s privacy, laws relating to storage of data, keeping up with continuous changes in rules and regulations, GDPR rules, changes in organisational policies. All these factors need to be considered in relation to customer relationship management if organisations want to be successful in retaining customers.
McKinsey's 7 S Framework 
McKinsey’s 7 S framework is used by organisations for the purposes of analysing efficiency of processes (Singh, 2013). The seven key elements that are considered to make an organisation successful are detailed in the diagram below.
Fig. 3 – Seven Key Elements
[image: How to use the McKinsey 7S model in marketing | Smart Insights]
(Source: Story, 2020)
The seven elements can be split into hard and soft elements. The hard elements are systems, strategy and structure and these relate to tangible elements of a business, for example, IT systems, policies and procedure documents, organisational charts. The soft elements are skills, staff and style which are less tangible and comprise of the workforce, the skills people bring in, the culture of the organisation and the impression that is given to the external world. (ibid)
Using the McKinsey’s 7 S model airlines such as British Airways, Emirates and Ryanair can improve their customer relationship management by looking at the internal factors of the organisation and how they impact on customer experience.
Quality Models/Theories
Quality models are used to improve products or services for the benefit of consumers in organisations. Schembri and Sandberg (2011) describe service quality as a measurement of expectations from the consumers’ perspective such as reliability and responsiveness.
Ghobadian and Speller (1994) state that more and more organisations are implementing total quality management (TQM) and looking towards quality gurus to help implement total quality management. The quality model gurus discussed in this report are William Edward Deming, Joseph M Juran and Philip B Crosby.
William Edward Deming
William Edward Deming was born 14 October 1900 in Iowa and through living a frugal lifestyle was against waste and looked for ways to improve productivity. In 1950 he was invited to Japan to teach statistical methods for quality improvement which enabled the Japanese products to move from low quality to products of excellence. (Best and Neuhauser, 2005)
Deming’s quality improvement philosophy is summarised in systems of profound knowledge which are four key elements; appreciation for a system, understanding variation, a theory of knowledge and understanding psychology and human behaviour. (Ibid)



The 14 points of management are set out in the table below.
	Point 1
	Constancy of purpose towards improvement of product and service, the goal being to be competitive and remain in business, and provide employment.


	Point 2
	Adopt new philosophy. This can include training for staff, stronger management support and planning.


	Point 3
	Build quality into the product at the beginning and stop depending on inspections to get quality.


	Point 4
	Use single supplier for any one item and build a long term relationship of loyalty and trust.


	Point 5
	Constantly improve the system of production and service, to improve quality and productivity and this will reduce cost in the long term.


	Point 6
	Establish on the job training and knowledge sharing with the aim of quality improvement.


	Point 7
	Improve leadership skills to get a well lead team so that they work more productively and aim to motivate the team to do their best.


	Point 8
	Drive out fear so managers and employees can work together to solve problems.


	Point 9
	Break down barriers between departments and communicate, recognise other departments to improve service for the customers.


	Point 10
	Eradicate slogans and targets and focus on improving processes. 


	Point 11
	Eliminate quotas as this could mean reduction in quality, instead look to improving processes of production.


	Point 12
	Remove barriers that rob workers of their right be proud of their workmanship. It is the manager’s job to ensure systems work properly.


	Point 13
	Instil sense of education and self-improvement in order to improve skills and for people to be better at facing challenges.


	Point 14
	Make transformation everybody’s job. 




(Source: Best and Neuhauser)
Deming’s theory focuses on processes and he believes that if an organisation has its processes right then the production will be more efficient. Airline companies such as British Airways can and have improved efficiency of their services by implementing TQM systems such as Deming. Eaton (2017) suggests one way of achieving total quality management in airline industries is by empowering employees with responsibility for quality of production. Although by empowering employees and making them feel more responsible for the production would seem like a step in the right direction, however should anything go wrong, the responsibility would still lie with management. Management would still have a degree of control over employees. 
If employees feel more empowered they would have better relationships with customers and work more efficiently to provide the best service they can to improve customer engagement and experience.
Deming stresses the responsibility lies with top management to take lead in changing processes. Airlines such as British Airways, Emirates and Ryanair show that their management does take lead in changing processes by the way they handle their sustainability processes and the advances they have made to date in reducing carbon emissions, as well as understanding customers’ needs and introducing quick and easy methods of booking flights using modern technology.

Joseph M Juran
Joseph M Juran developed a quality model which is now known as Juran’s Trilogy or Quality Trilogy in 1986. The concept of Juran’s model is that quality consists of three processes as shown in the diagram below.
Fig.4 Juran’s Trilogy


Quality Planning
According to Juran (2003, p82-97) quality planning is to be able to determine customers’ needs and developing products and processes that meet those needs. However Juran does not restrict quality planning just to fulfil the needs of the customers, quality planning can also be used in internal processes for employee processes such as recruitment, preparing sales forces and preparing invoices.
Quality Improvement
Juran (2003, p30-49) states that the companies need to continually evolve new product features and processes to maintain and increase sales income. He argues that customer needs and competitive costs are both moving targets and must be kept on top of by introducing new ways of improving product features. 
Quality Control
“Quality control is considered to be a universal managerial process for conducting operations to provide stability to prevent adverse change and to maintain the status quo”, as defined by Juran, and Godfrey (1999).
The diagram below (Fig.5) shows the process of quality control. It can be seen from the diagram that the process is in control in the middle of the chart but the process is running at an unacceptable level of waste. What is essential here is not more control but consider improvement by taking action to change the level of performance.
Fig.5 – Process of quality control
[image: The Juran Trilogy: Quality Planning | Juran]
(Source: Juran and Godfrey, 1999)
All the airlines industries discussed above can benefit from using Juran’s Trilogy model to improve their products and processes to enhance customer experience as well as improve policies in relation to employees.


Philip Crosby
Philip B Crosby born in 1926 was a businessman and an author who contributed to management theories and quality management practices. Crosby defined four absolutes of quality:
1. The definition of quality is conformance to requirements
2.  The system of quality is prevention
3. The performance standard is zero defects
4. The measurement of quality is the price of non-conformance
Along with the Four Absolutes of Quality Management Crosby’s Zero Defect method was developed to monitor details of quality and avoid errors. Crosby believed ‘Doings things right the first time’ needed to be reinforced in the workplace to eliminate mistakes and save costs. (Monappa, 2020)
Crosby also introduced 14 stops to improve quality as below.
	1
	Establish management commitment

	2
	Quality improvement teams – to be formed by representatives from each team.

	3
	Quality measurement to be done throughout the organisation

	4
	Evaluate the cost of quality

	5
	Quality awareness to be established amongst employees

	6
	Corrective actions – discuss problems to bring solutions.

	7
	Ad hoc committee for zero defects programme – communicate and instil notion that things should be done right the first time.

	8
	Supervisor training – All managers to undergo training on the 14 steps.

	9
	Zero-defects day – when supervisors explain programme to employees.

	10
	Goal setting – Each supervisor to set goals for their teams

	11
	Error cause removal – Employees to make note of problems that prevent them from carrying out work without errors.

	12
	Recognition – award those who have met their goals

	13
	Quality councils – quality professionals and team leaders to meet regularly to discuss improvements and upgrades.

	14
	Do it all over again – set up a new team of representatives and start the process again.


(Source: Inderiel, 2013)
Crosby’s philosophy is focused on improvement and aiming for zero-defects by way of prevention by conforming to requirements by following the repetition of the 14 steps.  (Anastasiadou,  2015)
Comparing Deming, Juran and Crosby
The Total Quality Management models for the three gurus are all very effective in their own ways. The airline industry can definitely benefit from each one of them if put into practice. As can be seen in the diagram below (Fig.6) all three models consider importance of customer requirements as very important. Of course this has to be very important if organisations want to retain customers and attract more customers. The difference in the three models is that Deming’s model is more technical, Juran is geared towards processes and Crosby’s model is motivational.



Fig.6 – Table of Comparison
[image: Table 1 - A comparison of Deming, Juran, and Crosby
W. Deming J.M. Juran P. Crosby
Basic orientation
toward quality
Techni...]
(Source: Jain, 2018)


C. Conclusion/Recommendations
Although it is difficult to separate ethical and sustainability policies as they are intrinsically linked, for the purpose of this report they have been slightly separated to give details of each airlines ethical and sustainability policies in relation to customer experience. 
All three airlines focus their sustainability policy on the environment and the impact air pollution has on the planet. Ethical policies are associated more with customers directly, for example, keeping fares at an affordable level, ensuring passengers with medical issues or disability are dealt with appropriately, ensuring dietary requirements are met. It is difficult to choose one airline over another as they all offer services that are in accordance with the price they charge. 
The customer relations management systems play a key role in the sustainability and ethical policies of the three airlines, Emirates, British Airways and Ryanair
Ryanair
Ryanair is one of the cheapest airlines when compared to Emirates and British Airways but both Emirates and British Airways offer luxury standards for those customers that can afford it as well as budget price for those who cannot but service is still of the highest quality.
Although we have seen that Emirates and British Airways have made extensive changes to the way they manage customers in these COVID times, but budget airlines such as Ryanair have not been as quick as they could be, for instance, they should consider supplying customers with face masks if that is considered a necessity. 
I would recommend Ryanair to consider Deming’s Point Two, ‘Adopt new philosophy’. This can include training for staff, stronger management support and planning, to improve their customer services.
British Airways
British Airways can adopt Juran’s Quality model, especially in relation to planning quality when it comes to designing policies on issuing refunds and fulfilling customer’s needs. Adopting this model will ensure they retain their customers in future who will feel if things are out of their control that they can get a full refund with ease. They can also implement Crosby’s Zero Defect attitude to improve quality and service.
Emirates
A couple of recommendations for Emirates are that they could use Deming’s model, in particular point five, which talks about constantly improving the system of production and service, to improve quality and productivity and this will reduce cost in the long term. If Emirates followed this model they would see less complaints from passengers and the customer experience would be greatly improved. By incorporating Crosby’s Zero Defects model they can further improve their customer experience by ensuring customer’s complaints are closely monitored and not ignored to avoid any unnecessary future costs.
In conclusion all three airlines can make improvements in their sustainability and ethical polices by incorporating elements of the three total quality management models which will help them to be even more successful moving forward and in retention of customers.
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OUR CLIMATE TARGETS

To deliver our environmental commitments, Ryanair is announcing a 2030 carbon efficiency target and an

absolute climate target for 2050.
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In line with IATA's 2050 Climate Target, we commit
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