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[bookmark: _Toc57332106]EXECUTIVE SUMMARY
This report is based on research done on how airlines are taking into consideration ethical trading and how they are building sustainable resources, also how this may have an impact on customer relationship management. This has been requested by the Principal researcher at ‘The Research and Analysis Wing’ of the Aviation Research Centre. The first part of the report will be looking into the customer experience of organisations based on their ethical and sustainable policies, with examples from three organisations from the airline industry. 
The three organisations that will be investigated into how customer service is provided before, during and after a flight will be American Airlines, British Airways and Emirates. Customer relationship management (CRM) is a combination of people, processes and technology that seeks to understand a company's customers. It is an integrated approach to managing relationships by focusing on customer retention and relationship development (Chen & Popovich, 2003). Just before Covid-19 hit the world more and more people were travelling by airlines around the world and IATA estimates that air travel growth will double to 8 billion passengers by 2035 (Bohmer, 2018). Hence it has been encouraged that airlines take the initiative to manage the impact the airlines industry has on the environment.
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[bookmark: _Toc57332108]ETHICAL POLICIES 
According to Shaw & Barry (2015) ethics in an organisation can be described as ethic of conviction which is interpreted as one that is based on principles and is based on moral and ideal norms. However, Crane et al (2019) regard the subject of business ethics as the study of business situations, activities, and decisions where issues of right and wrong are addressed. Moon and Bonny (2001) suggest that several changes within the world economy are causing many major business organisations to adopt more ethical practices. 
It is important to practice good ethics because bad ethics can lead to airlines losing customers and it will become exceedingly difficult to gain their trust to return to using their services. An example of this might the pricing of tickets, is it morally right that some fares are so high and unaffordable for many people. Customers want to travel but because of the cost many cannot afford to, this is where businesses are prioritising profit over customer needs.
[bookmark: _Toc57332109]SUSTAINABLE POLICIES
Sustainability refers to systems and processes that are able to operate and persist on their own enduring into the long-term future (Robertson, 2017), it is important to operate businesses by protecting the environment and its inhabitants (White, 2009). Therefore, businesses need to build with this in mind and place relevant infrastructure to operate in a sustainable way to help the planet for the future. Elliott, (2012) states how sustainable development is currently engaged with a rapid globalised world considered with poverty but nevertheless lies with complexities of the environment, social and economic development. 
Following pressures from important stakeholders such as governments, regulators and customers, firms around the globe have increasingly modified their business models to embrace in both short-term and long-term environmentally sustainable practices (Jabbour et al, 2019). There are certain airlines trying to incorporate this by using biofuel to reduce the carbon footprint by 80% however this is expensive so will take some time for others to follow in the same path.
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American Airlines aim to conduct their business legally and ethically for all their stakeholders which includes their customers. They have a department just to look after ethics of the business where any misconduct or unethical behaviour can be reported, it is called business ethics and compliance office. Employees are encouraged to report any unlawful discrimination or any unethical behaviour that has taken place such as harassment or any employees using customer information for their own benefit (Corporate Responsibility Report, 2015). American Airlines hold ethics high on their list of priorities for all employees to uphold when dealing with customers. It is important that airline staff are always honest and fair with their passengers by sharing information with them such as if flights are going to be delayed so that they can plan accordingly.
	AMERICAN AIRLINES ETHICAL POLICIES

	· Confidential information—Suppliers safeguard American Airlines’ confidential information and do not use inside information to trade American Airlines securities. 
· Books and records—Suppliers prepare and provide accurate information related to our business relationship and do not falsify or conceal records or requests for payment. 
· Gifts—Suppliers know and follow American Airlines’ gift and hospitality policies. 
· Improper payments—Suppliers do not pay or offer bribes or kickbacks to American Airlines team members or to third parties on American’s behalf. 
· Fair competition—Suppliers comply with all competition laws that govern the jurisdictions in which they conduct business. Environmental Awareness
· Protecting the environment—Suppliers strive to be environmentally conscious and conduct operations to minimize the impact on the environment and natural resources.
· Environmental compliance—Suppliers ensure their operations comply with all laws related to environmental permits and reporting, air emissions, wastewater, and solid waste.


	AMERICAN AIRLINES SUSTAINABILITY POLICIES

	· Air quality – reduce its CO2 emissions in half over the next 30 years, fleet renewal program is retiring older models for more fuel-efficient aircraft.

· Facility footprint – to control the consumption of electricity in all the hubs in place of renewable energy.

· Waste reduction – waste and recycling initiatives.



(Source: Authors own, 2020)
(Source: Authors own, 2020)
[bookmark: _Toc57332111]BRITISH AIRWAYS ETHICAL AND SUSTAINABLE POLICIES
British Airways are committed to giving their customers the best possible experience when using their services therefore they ensure that the company retains its competitive advantage to be the leading airline in the world. To do this they have developed a code of conduct related to ethics, these apply to all employees at any level of the company. British Airways have been previously scrutinised as an unethical company, with popular concerns about issues such as the impact on the environment, on local communities and on general health. However, this has driven them to become more responsible in the way the operate and aim to be ethical and grow in a sustainable manner. To do this they have developed a Corporate Responsibility Programme named One Destination Programme which aims to improve carbon efficiency and community relations (Surgenor, 2008).
	BRITISH AIRWAYS ETHICAL POLICIES

	· Codes of practice – use of enormous co2 emissions which damages the environment
· Email – customers data which confidential must not be disclosed.
· Misuse of opportunities and information – General Data Protection Regulation
· Fair dealing – deal fairly with all stakeholders
· Confidentiality – maintain confidentiality of all information
· Compliance with Laws, rules and regulations - these must be adhered to gain full trust of customers.



(Source: Authors own, 2020)
	BRITISH AIRWAYS SUSTAINABLE POLICIES

	· The environment – reducing noise pollution, waste recycling and emissions reduction
· Local communities – conservation and charity programs
· Renewable energy – flying fuel efficient aircraft and developing sustainable aviation fuels
· Forest footprint disclosure – source in-flight catering products and materials which minimise damage to the environment
· Sustainability on board – reduce the use of plastic packaging


(Source: Authors own, 2020)
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Currently more than 10000 people representing 70 nationalities, are employed by Emirates making it one of the largest and most culturally diverse employers in the UAE. Emirates have a sustainability management system in place and have made each department responsible for reporting sustainability practice. The company is well renowned within the industry for excellent service around the globe by paying attention to their customers in each part of their organisation. This is from creating and maintaining the highest standard fleets and also have one of the youngest fleets in the industry and they aim to treat their customers with the highest priority. They have their own ethics code of conduct explaining their ethical policies for each employee and how these need to be met so that they can be implemented through out the business to create high ethical behaviour which will also create a good reputation for the company (Sustainability in operations, 2020).
	EMIRATES ETHICAL POLICIES

	· Anti-slavery and human trafficking – zero tolerance approach and is committed to acting ethically with all stakeholders.
· Anti-bribery corruption
· Anti-trust and competition law
· Data protection and cybersecurity
· Code of conduct 


(Source: Authors own, 2020)
	EMIRATES SUSTAINABILITY POLICIES

	Environmental responsibility – carbon footprint, water usage, energy consumption, waste management practices.
Commitment to sustainability – have made multi-billion dollar investments in eco efficient technology.
Reducing emissions – reducing the environmental impact of ground operations.
Onboard – economy class blankets are made from 100% recycled plastic bottles.


(Source: Authors own, 2020)





SERVICES OFFERED TO PASSENGERS
	PRE-FLIGHT SERVICES
	IN FLIGHT SERVICES
	POST FLIGHT SERVICES

	Reservation and buying ticket
Travel services
Transportation
	Check in
Manage booking
Flight status
Ground staff availability
Assistance in case of delay
Terminal announcements
Signs at airport
On time departure
Maintenance quality - toilet
Baggage handling
Lounge 
Catering
Cabin staff
	On time arrival
Staff assistant on arrival
Lost baggage services
Connections and transit facilities
Hotels 
Complaint services



	(Source: Authors own, 2020)
When customers are flying and receive each service as they should it creates happy customers but when they have a problem along the way this can become a big issue. This is where the staff need to be trained in how to manage these effectively so that they can offer the correct service with the highest quality. The quality should remain the same through each of the stages of the customers experience when flying. However, as the service quality is determined by the customers and not the business it makes it harder for the manager to assess where the failings have occurred (Jensen & Markland, 1996). It is important to gather and manage the information at each of the stages to compile reports which will show how effective the ethical and sustainability policies are on customer relations.
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[bookmark: _Toc57332115]DEMING (14 POINTS)
Total Quality Management (TQM) is a quality body that improves methods of customer service and includes several different models of quality, these will be investigated here. According to Deming (1986), TQM can be defined as “organisation activities involving everyone in a company – managers and workers – in a totally systemic and integrated effort toward improving performance at every level”. The first one being The Deming Cycle also known as Deming Wheel developed by an American scholar, engineer and management consultant known as William Edwards Deming in the 1950’s. He helped teach management and quality ideals in Japan that allowed for Japan to recover from the second world war. Deming’s philosophy was by creating quality goods and service you gain loyal customers not just satisfied customers (Aguayo, 1991). Therefore, these customers will use these products and services again in the long term this will create more profit and give the company a good reputation to attract new customers. Deming argued that higher quality leads to higher productivity that leads to higher productivity which in in turn leads to a higher competitive advantage.
[image: Slide presentation opm]










Fig 1. The Deming chain reaction (Evans, 2020)

Deming’s 14 Points on Quality Management offered 14 key principles for managers to transform their business effectiveness. Deming believed that many managers could not be successful by possessing an autocratic management style and wanted to implement these 14 points in how managers approach management and achieve quality in their methods. The 14 key principles are the following: - 
1. Create consistency of purpose, always improve product and service with the objective to stay in business and create jobs.
2. Adopt the new philosophy, Deming’s apprehended these to being successful in Japan so bought it back to USA who were stubborn at first but soon adopted and leant their responsibilities and adapted to take on leadership for change.
3. Cease dependence on inspection to achieve quality. Eliminate the need for massive inspection by building quality products from the start.
4. End the practice of awarding business on the basis of a price tag. Instead minimise total cost. Move towards a single supplier for any one item on a long-term relationship of loyalty and trust.
5. Improve constantly and forever the system of production and service, to improve quality and productivity, therefore constantly decrease costs.
6. Institute training on the job, everyone involved should be trained to do their jobs efficiently.
7. Institute leadership, the aim of supervision should be to help people and machines and gadgets do a better job as well as supervision of production workers.
8. Drive out fear, so that everyone may work effectively for the company. 
9. Break down barriers between departments. People in research, design, sales and production must work as a team, in order to foresee problems of production and usage that may be encountered with product or service.
10.  Eliminate meaningless slogans.
11. Remove numbers to quality.
12. Remove barriers of pride of workmanship.
13. Institute a vigorous program of education and self-improvement.
14. Put everybody in the company to work to accomplish the transformation.
Deming’s framework is important because it aims to provide a framework for the way businesses operate to provide a quality product or service. As the first principle states that businesses should always improve on this and endeavour to change and this should be practiced by everyone in the operation no matter what level they are in. Airlines are competing with each other to become the number one in the industry, so it is crucial for them to strive to offer their customers the best. This could be the best comfortable or spacious seats they have compared to other airlines and this should not just be in first class. Emirates Airlines are trying to have the competitive edge over their rivals by offering shower facilities for their first-class customers. Deming’s believes in having quality in the workplace which start from management down to shop floor, in the airlines this could be providing a quality in-flight service from seating to quality food catering for the needs of customers. 
This then creates a good relationship with customers who will choose the operators who provide the top-quality services and use them repeatedly. They become loyal customers and create brand awareness by passing on their experiences to their friends and family. This does not apply to customers only but also suppliers who offer quality products to the airlines. This method will only work if the management in senior positions treat the staff below them equally and train them to work with the same quality methods. This is not always the case and it might be said that Deming’s places too much faith in all workers and sees that them as equal but this is not always the case. There is a risk that employees might not live up to the expectations especially when managers are not willing to adapt or communicate company objectives to all levels. Management don’t see the workers as equal to themselves and are insensitive to their needs.
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Dr Joseph Juran was the founder of the Juran Trilogy which was a concept to manage quality and has become the basis for most quality management practices around the world. Juran's concepts can be used to establish a traditional quality system, as well as to support Strategic Quality Management. Among other things, Juran's philosophy includes the Quality Trilogy and the Quality Planning Roadmap. Juran defined quality as product performance that results in customer satisfaction and freedom from product deficiencies, which avoids customer dissatisfaction (Defeo, 2016).
The Juran Trilogy is an improvement cycle that is meant to reduce the cost of poor quality into the product/process. The three processes that are used are the following: - 
1. Quality planning (Quality by design)
2. Quality control (Process control & regulatory)
3. Quality improvement (Lean Six Sigma)
The process starts with planning and the goals are established and the tasks are set in how these should be attainable. This part airlines need to identify who their customers are and what their needs will be and then they can go on to develop these processes to achieve the customer needs and provide the best products and services. After these are met, they then go on to establish quality control and put in standards so that these are met, and customers are getting delivered the product and service they deserve. Quality improvement is a process for creating and obtaining breakthrough levels of quality performance by eliminating and defects to reduce the cost of poor quality (Sok & Taib, 2012).
Juran (2003) suggests that to be successful in providing quality actions need to be carefully planned and controlled. He believed that ten steps had been taken to improve quality which are the following: - 
1. Understanding of possibilities 
2. Needs for enhancement must be generated
3. Objectives must be set for improvement
4. An organization is required to accomplish objectives
5. Training must be given
6. Initialization of projects
7. Monitoring progress
8. Appreciation of the performance
9. Reporting on outcomes
10. Tracking of changes 
When airlines implement these steps into the way they work it can have the potential to improve their business and achieve better results with customers using their services repeatedly. In any organisation it is important to continually make improvements and monitor progress so that management can see how the company is performing and if it is necessary changes can be made and new targets be set for improvement.
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Crosby defines quality as conformance to requirements and cost of non-conformance, he’s principle was doing it right the first time. Crosby placed the responsibility with management for creating a culture of defect elimination without pointing blame at the operators. Crosby believes that the prime responsibility for poor quality lies with management, and that management sets the tone for quality initiative from the top (Ramirez, 2019). This is where the correct systems and processes should be put in place at the airport which could be for booking in, these should be user friendly and set up and tested before they are rolled out for use for customers. If they do not work in the correct way and cause disruption for customers and the airline it could end up costing the company money and a loss of profits. This is where prevention comes in, it is important to do risk management beforehand and then this will minimise any problems occurring. The diagram below shows the four absolutes that he created to improve quality.
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SOURCE: (I.connect, 2020)
According to Crosby quality means conformance not goodness, this is the first absolute where management needs to specify and establish requirements. Job roles should be clearly defined to each employee and for them to do their roles efficiently they should provide the resources and tools needed to do these tasks. When quality is defined as conformance to requirement it helps to reduce hassle and improve quality at the same time (Crosby, 1995). So, the airlines should meet the needs of their customers whether this is the in-flight entertainment they want or the food requirements. The second absolute is that quality is prevention. He claims that quality can not be reached by inspection or appraisal. Management need to continually improve processes by looking into where they are going wrong and eliminating this in the process and then eliminating this from the process so that errors can be prevented. 
Processes such as the booking system should have zero defects and work coherently so that when passengers get to the airport there no issues which could delay them getting on their flight. This is especially important in the airline maintenance process especially during Covid-19 airlines can not afford to make any mistakes. Management has to set the standard and tell the staff what is expected of them so that there are zero defects. To do this it is important to train employees and give them the right skills and knowledge to deal with there customers correctly to aim for zero defects. Not conforming to the requirements of the customers can be costly and can cause you to lose customers. 
Overall, each TQM is essentially a way of organising and involving the whole organisation, which includes everyone at every level. For a company to be fully effective, it is crucial that each department works properly together (Miller, 1996). Ultimately recognising that every role affects one another such as what the airline staff do in the airport, how they deal with customers what they have promised them affects the cabin crew that are on the aeroplane who then deal with the customers when flying. Therefore, implementing quality management in every part of the organisation will improve the quality of the products and services, reduce cost and will improve customer satisfaction.










[bookmark: _Toc57332118]CONCLUSION
Airlines implementing a TQM approach have a higher chance of providing the best quality products and services to their customers. The different approaches such as Deming's 14 points of quality management focuses on employees working together which in essence creates higher revenue because they are more focused on the needs of the customers when customers are happy they will return and will recommend the airlines to others. Airlines are global businesses therefore they should always aim to provide the customers with what they want when they are flying. It is important that customers are listened to and this can be done through customer feedback, or airlines give email them questionnaires for suggestions on improvements.
It is clear that the big airlines are moving towards creating a strong ethical business to do good for the planet as well as people by implementing sustainable policies to do the right thing socially as well for the environment. As they all know this will affect the future generations and in failing to do so creates a bad reputation for the company and morally it is the right thing to do. Customers these days are more aware of the issues that are affecting the environment so will look to go with the airlines that represent their beliefs.
[bookmark: _Toc57332119]RECOMMENDATIONS
Different airlines are taking on different approaches to maintain the ethical and sustainability policies, as climate change is getting worse it is important for airlines to keep monitoring these policies and take more action. For airlines to keep their customers they need to do this better than their rivals and make it clear that they are the best in maintaining ethical and sustainability policies. This will then allow for them to create good customer relationships management which is core business strategy that aims to create and deliver value to targeted customers at a profit (Buttle, 2009).
All airlines should create a code of conduct like Emirates has into their organisation to instil the right culture of ethics to all employees. These will then guide and influence decisions of everyone in the company on how to behave with honesty and fairness to customers and this in turn will create a sustainable business something that will last into the long term. The way a passenger was forcibly removed to give up his seat for United Airlines crew members could be unethical. It is not right that a paying customer should be removed for their own staff, this gives the whole company a bad reputation. This process needs to be investigated so that these issues do not arise, and airlines should not be allowed to overbook instead should think of their passengers before their profits. 
The ethical policies should be displayed from top management so that those below can follow their example and this will create a good ethical culture within the business. All process and systems should be managed, and quality checked by higher management to control risks and cut costs and will enable them to improve on their business ethics and sustainability policies. When things are done in an ethical manner and within the law it creates a good reputation and gives them a sustainable business.
It might be necessary for all airlines to create departments that just deal with ethics and sustainability within the company and only take on experts in this field. People who can turn around the business and create ethics and sustainability practices and train others on how this is to be done not just from a profit point of view but also a social aspect to please customers or other stakeholders. When you are doing good this will attract more people to use the products or services you offer which in the long term will potentially earn you more money. The lack of being responsible for your actions concerning ethics and sustainability can lead to the loss of trust from your stakeholders especially your customers which mean you will be losing against your competitors and means less profit. Total Quality Management is essential for all airlines to adopt to meet needs of customer and create successful organisations. 
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Figure 2: Crosby’s four absolutes of quality management.




