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[bookmark: _Toc503791956]Executive Summary
This report conducts an analysis on British Airways strategies and whether the organisation have been able to use E-business to support their strategy in creating value for the customer. A method used to create value is through accumulating online value proposition through E-business initiatives. British Airways have successfully done this through the innovation of the company’s app along with using social media platforms as a means to communicate messages to potential stakeholders. British Airways use frameworks such as the customer value pyramid to accumulate online value propositions for their customers through their operation performance, and use the customer relationship management cycle as a means to create and develop sustainable relationships through innovative ways of online marketing. A suggestion that the organisation could improve and innovate in areas within their app due to the rapid growth of mobile dependency within society as a source to create and develop online value proposition. These are; 
· Develop live chat on to the British Airways app
· A new section to the app where last minute tickets can be bought at a very low rate but still create revenue which would have been previously lost. 
· Invest in researching new ways of creating online value proposition through market research and industrial analysis. 
·Improve flight monitoring for users and expecting parties. 















[bookmark: _Toc503791957]1.0 Introduction
The purpose of this report is to critically analyse the benefits and limitations proposed within British Airways strategies. The evaluation assesses whether British Airways integration on to an E-business platform has supported a competitive strategy along with whether the organisation can create online customer value proposition within the context of British Airways strategic focus on customers and operational performance. 
[bookmark: _Toc503791958]1.1 Company Background: British Airways
British Airways, founded in 1919 was the world’s first scheduled flight and today is now recognised as a leader within the aviation market, carrying over 40 million customers a year (British Airways, 2016).  Their mission statement; “One Destination seeks to ensure our customers fly confident that, together, we are acting responsibility to take care of the world we live in”. British Airways Plc (2009) business map, listed demonstrates the different functions of the organisation which allows it to operate accordingly. The section of intermediaries is a concept which has had two new additions since the start of the millennium such as online websites (Skyscanner, Kayak) and its direct sales website BA.com which have added value to the organisation in respect of promoting brand image, retaining customer loyalty and promoting sales through a new avenue referred as the new economy. 
[image: ]
(British Airways Plc, 2017)



[bookmark: _Toc503791959]2.0 Main Body
[bookmark: _Toc503791960]2.1 British Airways Current Strategies 
The (British Airways Plc, 2017) annual report highlighted four key strategies set for the next term in which operational performance, cost focus and brand image would be fundamental drives for succeeding the four objectives set out with a further vision of developing and innovating where customers valued the brand most. The four upcoming strategies are;  
· Customer – to invest and innovate where customers value it most; 
· Operations – to be safe, reliable and responsible; 
· Efficiency – to improve capital efficiency and have competitive costs; and 
· People – to unleash our true potential. 
Lientz and Rea (2001) State that e-business is an electronic activity including electronic commerce transactions with consumers such as customers and suppliers but also supporting internal transactions such as the day to day running of a business. The revolutionising transformation of business on to an electronic scale as discussed by (Adams, 2004), demonstrates the transition of organisations such as Amazon and Dell embarking into a new market known as the new economy. The dawn of a new economy entitled organisations such as British Airways to create an e-business strategy which could sustain competitive advantage as new organisations try capitalising on market share. Jelassi and Enders (2008) created a strategic framework demonstrating the implementations e-businesses need to consider when creating a strategy. The strategy is in the format of a roadmap and segregated into stages which begin from; 
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(Jelassi and Enders, 2008)
British Airways use this strategic framework as a tool to achieve organisational goals. The vision to become the world’s leading premium airline with the strategic goal of to appeal to global stakeholders and a leader in leisure and business travel. British Airways believe value creation comes from the top-quality service they provide along with making bookings easier for customers to purchase online and make the booking procedure as simple and effective as possible. Within the last couple of years, British Airways have made an active motion towards heavily targeting the Chinese market (Rogers, 2014). The organisation has targeted the Asian customer segment with a strategic plan to build online value proposition for potential stakeholders by constructing a British Airways app on Asian platforms along with, making conscious efforts towards further developing their websites and apps as an active way to create online value proposition. 
[bookmark: _Toc503791961]2.2 British Airways Online Value Proposition
Plant (2000) states that online value proposition is an organisations USP within an E-business context. Furthermore, its communicating the brand value to the customer on different online platforms such as social media, websites, apps, and other social presences. Online value proposition is essential for organisations who solely operate online or have integrated an E-business aspect to their current business model. If online value proposition is not communicated efficiently, it could threat the company from achieving goals and hinder operational performance. 
Porter (2008) believes that creating clear goals, strategies and operations is vital towards sustaining a competitive advantage through incorporating three primary stages when running a business, these include; cost leadership, differentiation, and focus which in the case of British Airways, the organisation follows a differentiation strategy. Additionally, along with the choice of considering a competitive advantage strategy when operating a business, the level of threat within the industry can be critically analysed by the organisation through a competitor analysis. Porter (2008) states the five forces of competition are; threat of new entrants, threat of substitutes, bargaining power of consumers, bargaining power of suppliers, and industry rivalry. However, although the British Airways market position is currently solidified, (Pearce, 2013) raises the previous instability British Airways experience when the airline industry had a substantial increase of market entries from 2004 to 2008, leading to competitive rivalry. This lead to British Airways revisiting current strategies and addressing a new approach where integrating onto an E-business platform became a vital part of the organisation regaining a strong foothold within the market along with exploiting the brand on social media in which its valued to generate 39 billion euros for businesses by 2019 (Statista, 2018). 
Through market share reducing for existing airlines during the peak of new entrants between 2004 to 2008 along with the revolution of e-business during the new millennium, the importance for change and innovation for airlines such as British Airways within an e-commerce and e-business context became an important strategic move as competitors which did not follow suit suffered by two main external drivers; the world recession and the change in consumer behaviour with the introduction of airline e-commerce (Fang, 2006). British Airways acted and became an integrated e-business organisation with a core focus to follow (Jelassi & Enders, 2005) four main activities; e-marketing, customer relationship management, m-commerce, and the use of e-business to support competitive strategy. Furthermore, (Jelassi & Enders, 2008) also suggest that E-businesses should practice 6 fundamental factors when operating and seeking competitive advantage. These include; being established and a trusted brand, sharing information, participating in cross-promotion, purchasing leverage, an emphasis on distribution efficiencies and a shared customer service. By British Airways adopting these practices and focusing on these factors, the organisation can sustain a positive relationship with suppliers along with attracting new stakeholders and continuing positive relationships with stakeholders which add value towards ensuring the organisations market position within the industry.
Chaffey and Smith (2013) state that online value proposition should share the same core principles with its online operations through a strategic focus on reinforcing brand image and values. Within the airline industry, creating online value proposition is an important factor for an organisation like British Airway’s to gain its competitive edge. One way for airlines to do this is by allowing customers to check in online 24 hours before departure. British Airway’s promote this with their ‘have you clicked yet?’ campaign. This forms part of (Chaffey et al., 2009) frame work on motivating customers and creating online value proposition. 
[bookmark: _Toc503791962]2.2.1 The Threat of Losing Online Value Proposition by Cybercrime
Cybercrime is an issue which could threaten the organisation. An example of cybercrime is a group of people hacking into software used by airlines across the globe which resulted in mass disruption and millions of dollars in cost (Boyle & Mendick, 2017). If British Airways was to be compromised by cybercrime, the threat of losing online value proposition could be immense due to the social awareness in society about online safety and payment security. 
[bookmark: _Toc503791963]2.3 Creating Online Motivation for Customers
Chaffey and Chadwick (2012) discuss that using the 6’Cs of digital marketing is an effective tool to harness when taking practice in integrating onto an E-Business platform. The 6C’s relate to customer motivation and provide guidance to what should be on a website when trying to add value for the customer. British Airways support Chaffey and Chadwick’s theory on encouraging customers and implement them into its competitive strategy. British Airways demonstrate the 6C’s by using digital marketing and online services as an effective means to motivate and communicate with stakeholders on the value the organisation can deliver to them. However, another growing market for organisations to also consider is the m-commerce market which has shown recent rapid growth. This is because of the growing trend of mobile dependency and change within consumer behaviour. Due to this movement, organisations have been identified emerging value proposition’s which have led to an increase effort in creating and developing user friendly apps (Irvine, 2001). Conversely, Chaffey’s 6C’s containing; content, customisation, community, convenience, cost reduction, and choice conclude 6 key factors British Airways consider as a means of communicating to stakeholders as a bid to accumulate more interest as part of the organisations consumer strategy.  
[image: ](Chaffey and Chadwick, 2012)
Furthermore, British Airways demonstrate creating customer motivation by adding value to customers in areas which are of most importance to them. This is done by conducting effective market research and providing opportunities for consumers to communicate with the company through online live chat services and using cookies as a tool to recognise a user’s preference and tailor a package for the customer. Heavy investment into this area has been identified over the last few years as online bookings have grown whereas travel agent have decreased, (Great britian: Houses of Parliament: Houses of Commons: Transport Commitee, 2012).  
British Airways also try motivating potential stakeholders by improving and making their online management booking services more efficient. The organisation focused on the growing trend of m-commerce and developed on establishing relationships with external partners such as one world, HSBC and Skyscanner. Establishing an m-commerce relationship with a goal to capture and retain consumers became one of British Airway’s main objectives, forming part of the organisations operational strategy. British Airways launched an app in 2012 which saw an increase of users booking flights via the app by 290% (British Airways Media, 2014). The reason for the strategic push was to create further customer value proposition influenced by the forecast of m-commerce transactions having a greater value than computer transactions by $300 Billion. A further prediction that by 2020, mobile transactions will account for $650 Billion as supposed to desktops representing $350 Billion. This is because society has become more increasingly mobile dependent rather than desktop focused. It has given reason for organisations such as British Airways to further invest in creating new innovative ways to capture interest. Meola (2016) believes that due to this movement, organisations are investing mass capital into the m-commerce society with a willingness to understand consumer behaviour types. By doing so, organisations can grow brand strength and create further online value propositions. 
[bookmark: _Toc503791964]2.4 Challenges of E-Business
[bookmark: _Toc503791965]2.4.1 Brand Strength within a Competitive Airline Market on an E-Business Platform
Creating brand value within an E-Business presence is now imperative to creating customer value proposition due to high competition within the airline industry along with the growing need of online customer acquisition. Aaker (1996) states that there are four key components associated with brand equity which enriches the value of a product or service that retains customers and increases market share. Brand name awareness, brand loyalty, perceived quality, and brand associations are all areas in which an organisation needs to invest and create within to be a firm leader. 
Conversely, through creating value comes with challenges exerted by external influences, which can be in terms of economics, culture and competition as highlighted by (Hagel & Singer, 1999). Hagel and Singer discuss the pressures exerted by the imperatives against different sectors which a business may fall under. British Airways are considered as a ‘customer relationship management’ business in which the culture of the organisation has a focus on adding value to the customer and retention. The organisation communicate their culturing understanding through E-Business platforms as a means to gain online value proposition. 
[bookmark: _Toc503791966]3.0 Using E-business to Support Competitive Strategy 
Organisations that use E-business as part of their business model can use it as a tool to support competitive advantage. Akkermans (2001) believes that E-business provides a source of value creation to support an organisations competitive strategy. E-business can be used as a foundation to improve processes within an organisation through understanding the impacts which are identified within a company’s value chain. The value chain model as stated by (Porter M. E., 2008) consists of five primary activities which include; inbound logistics, operations, outbound logistics, marketing and sales, along with service. This is supported by the secondary activities within the model which are; firm infrastructure, human resource management, technology development and procurement. Applying aspects of E-business processes into the value chain could lead to growing benefits across organisation and improve competitive edge by becoming a stronger competitor within the market. In the case of British Airways, an effort towards applying E-business within their organisation is concentrated around adding value for their customers and the company. This is carried out by understanding customer buying habits, effective marketing methods and understanding consumer profiles through customer relationship management. 
Other methods of using E-business to support competitive strategy is through supply chain management. This is the relationship and processes between the organisation and supplier. Through developing and implementing channels of E-business concepts between a supplier and organisation improves the flow of information, integration, methods of communication and application within macro and micro environment (Wagner & Sweeney , 2011).  
[bookmark: _Toc503791967]3.1 E-business Incorporated into Strategies
The notion of e-business has propelled companies into the new economy, allowing opportunity to achieve greater potential in promoting brand image and maximising profits. E-business has also provided an avenue for organisations such as British Airways to become more globalised with brand penetration being successful within American and Asian markets. The process as discussed by (Wells et al., 2001) involves factors such as economic and social activity being integrated across new markets. E-business has given the opportunity for large organisations to capitalise on new markets where innovation allows a company to retain and maintain a competitive edge over rival competitors. For an organisation within the airline market, strategies have been incorporated with e-business to cement the notion of competitive edge by applying information systems to benefit customers and to enhance customer value proposition. British Airways demonstrate this by understanding 4 concepts of its target market and utilise it in areas such as reservation systems, hotel requests and car hire which all apply to the convenience of the customer. By British Airways acquiring knowledge on consumer profiles opens the opportunity to create incentives for customers to return and stay loyal to the brand with initiatives such as a credit card, reward, and frequent flyer schemes. British Airways have also added a yield management system which is linked with pricing strategy; the system gains an understanding, anticipates, and influences consumer behaviour which adds value to maximising profits and revenue. The final stage of incorporating strategies into e-business is to build a base with other organisations; this is linked with increasing your customer base through partnerships and online initiatives which British Airways have succeeded in through One World and partnerships with other airlines and financial firms. 
[bookmark: _Toc503791968]4.0 Competitor Analysis 
Companies within the airline industry are variant regarding the type of strategy they use when trying to disrupt the market. Competitors such as low-cost airlines (Norwegian Air Shuttle) are associated with acquiring a cost leadership strategy. Following a cost leadership strategy as described by (Porter M. E., 2008) is a method of establishing a competitive advantage through operating on the lowest cost. However, other airlines such as Virgin will have adopted a differentiation strategy which is focused around developing an organisation where a customer’s perception of the product is of high value. 
The value curve highlighted by (Kim & Mauborgne, 2015)  demonstrates how to identify competition across dimensions of benefit. The dimensions of benefit being; price, convenience, selection range, speed, and face to face interaction. Organisations can use the value curve to identify how their competition is performing and gain an insight into new opportunities and gaps in which they can disrupt the market. This leads on to disruptive innovations which gains capital for the organisation and gains a strong foothold in their competitive edge. The model on disruptive and sustaining innovations stated by (Davenport et al., 2006) demonstrates the differences between both innovation strategies. Sustaining innovators are the giants within the industry which contain a mass amount of market share, investing and developing in new technologies and initiatives within the best interests of the consumers. For example, major competitors such as Delta Airlines and Emirates are investing in the A380 or Dreamliner models. However, disrupters are highlighted as market entries such as low budget airlines trying to penetrate a segment of the market. In reaction, current market leaders look at new innovations and investment to cut out competition. 
[bookmark: _Toc503791969]4.1 British Airways and Competitors Using E-business to Understand E-Consumer Behaviour 
A key feature for organisations is to understand their consumer profiles. Customer buying behaviour is valuable knowledge to British Airways and its competitors. It allows them to obtain and understand changing trends within the industry and manage the increase or decrease prices within the competitive marketplace to secure a sale. The AIDA model discussed by (Clemente , 2002) is a response model to the consumer which illustrates the different stages a customer goes through before committing to buying a product. The stage starts with ‘awareness’. To react, airlines expose brand image online to gain market coverage with an aim to capture stakeholder interests. Secondly, ‘interest’, generating the interest of the consumer in to the service or product leads the consumer to investigating the brand. ‘Desire’, the mission to create an emotional connection. Airlines execute this through engaging with the customer online giving the perception of a great experience. Lastly, ‘retention’, creating innovative ways to retain the customer. 
[bookmark: _Toc503791970]5.0 British Airways and Competitors Creating and Sustain Customer Value Proposition 
[bookmark: _Toc503791971]5.1 The Customer Value Pyramid
Duchessi (2002) believes that the key to success for a business is through creating customer value. The customer value pyramid demonstrates the means of creation when looking to deliver customer value propositions and achieve goals. The three stages include; operational effectiveness, customer focus, and strategy. The principle of E-Business can be applied by British Airways and competitors to all three stages through adopting internal information systems throughout operational activities. These can be internal and external databases which an airline can use to conduct its operations. These consist of the business systems, personal systems, information systems and quality systems. Through the customer focus stage, market research is carried out by airlines to assess whether customer value proposition has been effectively delivered. This is done by understanding the needs and expectations of the customers regarding to interacting with the airlines online services. 
[image: ](Duchessi, 2002)
[bookmark: _Toc503791972]5.2 The Customer Relationship Management Cycle
A concept discussed by (Buttle, 2004) known as the customer relationship management cycle consists of four key staged elements which follow; customer selection, customer acquisition, customer retention and customer extension. British Airways and its competitors adopted this model as a form communicating online customer value proposition. From the perspective of airlines in the airline industry, customer selection will differ depending on whether the business model of an airline follows a cost-leadership strategy or a differentiation strategy. In the case of EasyJet, a short haul competitor, their target market would be middle to low income individuals, offering cheap prices and satisfactory service; whereas British Airways would target individuals which sustain a middle to high level of income. 
[image: ](Buttle, 2004)
The first stage, customer acquisition looks at the most efficient and effective way to gain stakeholder interest. The revolution of E-business allowed organisations to create new channels of marketing to gain a wider scope on attaining customers. British Airways created an emphasis and drive towards targeting customers through social media and E-business platforms due to the amount of potential scope along with delivering an efficient message. 
The third stage consists of customer retention. Methods used by airlines to retain customer retention is by firstly looking at the service and experience which create value. Differentiation strategic airlines such as British Airways have a strong focus within this area as a morale conception that service is king. British Airways then use social media as tool to exploit brand image to achieve potential stakeholder interest. Loyalty programmes and incentives are created by these airlines to retain its existing customers where online incentives such as points can be viewed on an app can deliver value to a customer. On the other hand, cost-leadership airline strategies focus more on E-marketing through email notifications and offers which constrain the customer to buy the product through putting a time constraint on a deal, short haul competitors such as Ryan Air do this very effectively.
Finally, customer extension looks at the increase margin in loyalty an organisation can gain from a customer along with profitability. These are done by British Airways selling excursions through online services to deliver online value and to increase profit margin, whilst providing an incentive for the customer to stay loyal to the brand through discounts.    





[bookmark: _Toc503791973]6.0 Conclusion
In conclusion, after assessing British Airways integration on to an E-business platform, the report has founded that operating within an E-business context has supported British Airways competitive strategy and that the organisation has successfully created online value proposition. Evaluating into British Airways strategic focus on customers and operational performance, the organisation is recognised for using a differentiated strategy and has exploited the brand on social media platforms as a means to create and communicate online value proposition. British Airways have recognised the growing trend in society becoming more mobile dependent and have created an app which is targeted for the western and Asian market. They have continued to create and develop online value proposition through these methods of innovation along with implementing user friendly aspects to the organisation such as checking in online and creating sustainable relationships with current stakeholders. The organisation also conduct effective market research to discover new methods on how to deliver online value proposition. 
[bookmark: _Toc503791974]6.1 Recommendations	
The author has accumulated a couple of recommendations British Airways could consider for future enhancement within online value proposition;
1) The possibility of creating a section on the British Airways app where tickets can be bought for flight which are departing within the next 72 hours. For this to work, the organisation must undercut competitors, however the proposal will see an increase in revenue being gained on empty seats and a new online value proposition being created.

2) Another section of the app where expecting parties can identify the current schedule of a flight through linking with the flyers aircraft number before departure. This meets the growing trend of mobile dependency and makes it more convenient for stakeholders rather than having to access a computer. 

3) Invest in researching innovative ways of creating online value proposition, an effective way to do this is by assessing what areas the organisation is looking to improve and relate that issue to an industry where they conduct a similar process efficiently. An example, EasyJet with cleaning aircrafts looking at the process behind changing Formula 1 wheels. 

4) Enable live chat accessibility on the British Airways app and not just the website. This can also be incorporated onto social media platforms. 
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