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Executive Summary
British Airways works within a complex, massively competitive, and volatile global market where customer experience, digital transformation, and resilience are the current determinants of sustainable competitive advantage they currently have (Teece, 2018; IATA, 2024). This report evaluates in depth the strategic direction of British Airways with an aimed focus on customer care, assessing their ability to build a long-time resilience in an environment made by geopolitical uncertainty, evolving customer experience, and economic fluctuation. 
The analysis applies to strategic framework which includes, PESTLE, RE SWOT Analysis, Ansoff Matrix, the resource-based view (Barney, 1991), Dynamic capabilities theory (TEECE, 2018), and SERVQUAL (Parasuraman et al 1998), alongside service quality literature (Hussain et al 2015 Laming and mason 2014). The integration of each one of these frameworks enables a multi layered evaluation of both structural industry pressures and firm level capabilities.
The Findings indicate that British Airways benefits from strong strategic assets, including global brand equity, alliance networks, and financial support through international airlines group. However, despite significant investment in transformation initiatives, the airline continues to experience inconsistent customer care (McCollough et al, 2000)
Externally, the aviation sector is defined by intense rivalry, strong supplier dependency, and high buyer power (Porter, 2008). Internally, British Airways shows improving digital capability but a limited organisational agility in customer facing processes, these constraints its ability to realise their premium positioning.
Three strategic options are considered; 
· full digitalisation of customer service 
· Premium service differentiation
· Agile AI hybrid customer experience model
The report concludes that a dynamic, AI allowed customer experience ecosystem gives the strongest route to keep competitive advantage due to the balance of great efficiency, responsiveness, and personalisation. (Doz & Kosonen, 2010; Vargo & lusch 2004)








Introduction
British Airways, the UK’s flag carrier and a subsidiary of International Airlines Group, works in a global aviation environment known by structural cost pressures, intense competition, and high expectations from customers. The Airline industry is broadly recognised as one of the most difficult and challenging industries in strategic management due to its low margins, sensitivity to external hiccups such as the price of fuel fluctuating, high fixed costs, economic uncertainty, and exposure to external disruptions like geopolitical conflict, and pandemics like COVID-19. (IATA ,2024). These factors need airlines to constantly adapt their strategies to stay competitive while maintaining operational resilience.
Strategic management has therefore become increasingly important for companies within volatile business environments. According to Johnson, Scholes and Whittington (2017), strategic management involves finding an organisations long term direction in goals while aligning its internal capabilities with changes in the external environment. For British Airways, this needs to have balanced operational efficiency with customer satisfaction, digital innovation and sustainability to achieve a sustainable competitive advantage.
From a strategic management point of view, firms that operates in these environments must develop dynamic capabilities that enable them to continuously adapt, and innovate in response to environmental change (Teece, 2018). This is mainly relevant for British Airways, where the service reliability and customer experience are highly important to maintaining brand equity and market positioning within their sector.
Alongside strategic management, agile business management has become important in enabling organisations to respond quickly to market uncertainty and changing customer demands. An example of this would be anything from customer enquiries changing last minute to weather changes causing flight cancellations. (Doz & Kosonen, 2010; Vargo & Lusch) argue that strategical agility allows organisations to make faster decisions and responding proactively to environmental change. In the airline industry, agility is particularly important during operational disruptions such as delays, and cancellations, where fast decision making and taking effective communication directly impacts and influences customer experience and satisfaction.
Customer care in the airline sector has evolved from a trans actual service function into a core differentiator. Research found shows that airline customer satisfaction and experience and strongly influenced by service reliability, emotional engagement, responsiveness, quality of customer interactions throughout traveling experience during disruption. (Sultan & Simpson, 2000; Hussain et al., 2015). These factors are typically important in this industry, where failures are unavoidable. An airline’s ability to have quick responses, communicate appropriately and giving empathetic remarks to customers can massively influence the loyalty customers provide. (Science Direct)

 To continue, service dominant logic argues that value is joint created through interactions between the firm and customer, this means that customer experience is not a peripheral activity but a central strategic capability (Vargo & Lusch; 2004).
This report therefore critically evaluates British Airways strategic direction through the lens of customer care. It undertakes an external and internal strategic analysis using established management frameworks before evaluating strategic options for enhancing personalised customer care. The reports conclude by recommending agile, customer focused strategy designed to strengthen organisational resilience and support sustainable competitive advantage within an increasingly violate global aviation environment.






















External Environment Analysis (PESTLE)
The external environment of British Airways is extremely volatile and has a significant influence on strategic positioning.
Politically, the airline sector is massively regulated through international aviation agreements, air traffic rights, and the standards of health and safety. Post Brexit regulatory divergence has introduced an increase of additional complexity for UK based carriers, while geopolitical instability continues to interrupt key flight routes (ICAO, 2023). These factors rise uncertainty and need adaptive strategic planning.
Economically, airlines work in a high cyclical industry. The pricing of fuel, inflation, and exchange rate fluctuations have a very significant effect on profitability (IATA, 2024). Demand is another sensitive issue, as air travel is massively discretionary for leisure passengers for business travellers.
Socially, customer expectations have had a dramatic shift within the post digital era. Passengers are currently expecting real time communication, service personalised to their selves, and multi-channel experiences. Research indicates that the service quality has a very direct impact on customer loyalty and intentions in airline industries. (Hussan et al., 2015). Furthermore, experiencing negative service are amplified through digital platforms, which increase a reputational risk.
Technologically, the industry is currently undergoing a fast transformation through artificial intelligence, predictive analytics, mobile first service ecosystems, and automation. Digital transformation has a reputation of improving operational efficiency and customer satisfaction when effectively integrated into service processes (Mirthipati, 2024). British Airways has made a dent in investment with AI enabled customer help systems to improve fast responsiveness’s. (British Airways, 2025)
Environmentally, increasing the pressure to decrease carbon emissions has become a main concern strategically. Airlines are expected to take in sustainable aviation fuels and improve operational efficiency to meet the goal of customer expectations. Environmental performance is increasingly linked to brand perception.
Legally, the frameworks such as EU261 compensation regulations suggest strict requirements on airlines regarding delay compensation and service accountability. 
Overall, the PESTLE analysis demonstrates that British Airways works within an environment where the economic uncertainty, advancement in technology, and the changing customer needs have become critical for maintaining organisational resilience. (Teece, 2018) states that organisations which can quickly sense changes in an environment, seizing the upcoming opportunities and figuring how their resources can be better placed to sustain competitive advantages. This applies to British Airways as they require adapting to external pressures and responding to changing customer expectations through innovation, and digital transformation.

Industry Analysis- RA- SWOT Analysis
To achieve a more in depth and focused evaluation of British Airways, this section of the report applies to a Resource Based View SWOT analysis. Unlike the traditional SWOT analysis, which is known for being extremely descriptive, a Resource based SWOT ties internal resources and capabilities with external environmental challenges to assess strategic adaptability. (Barney 1991; Teece, 2018). This makes it a more suitable for evaluating organisations in certain volatile industries which involves aviation, where having competitive advantage is constantly increasing which is shaped by agility instead of strategic positioning. 
Having context within British Airways, RA SWOT is a useful tool as it enables an organised structure evaluation of how internal capabilities interact with external factors, this is mainly in relation to customer care strategic tools, digital transformation, and resilience. 

Strengths – Internal capabilities and strategic assets
British Airways possesses multiple strong internal strategic assets that add to its competitive positioning. The most important of these is that its globally recognised brand reputation, which is known to be associated with high end service, safety, and reliability. The reputation of branding within service industries is a crucial intangible asset as it promptly influences perceived service quality and customer trust (Keller, 2013).
Secondly, a key strength is the dominance that British Airways has at Heathrow Hub in London, which provides structural advantages in network connectivity, global accessibility, and route efficiency. This hub enhances economies of scale and reinforces British Airways position in high end travel markets globally. 
Thirdly, British Airways benefits from critical financial backing through international Airlines Group, this lets large scale investment in digital transformation initiatives. The airlines £7 billion transformation programme reflects a long-term strategic commitment to capability development instead of short-term costs. (British Airways, 2025).
From a capabilities point of view, British Airways has made its digital infrastructure more strengthened, mainly through AI enabled customer support systems, and mobile applications. These types of investments reflect an attempt to build responding capabilities that are consistent with dynamic capabilities theory (Teece, 2018).
Although, while these strengths give a firm foundation, their strategic value is dependent on how much effect they are integrated within customer experience systems.




Weaknesses- Capability gaps and operational constraints
Despite having a strong resource-based view, British Airways continues to face certain internal weaknesses that undermine its customer care strategy. The most noticeable issue is the inconsistency in service delivery, mainly during disruption events like delays in flights, cancellations, and having to re book.
Research within service management shows that service failures have a negative effect on customer satisfaction in comparison to the positive effects of successful service encounters (McCollough et al., 2000). For British Airways, this makes a structural vulnerability where isolated failures can damage brand perception. 
Another weakness for British Airways, lies in organisational complexity and system dependency. Most large-scale airlines can often suffer from fragmented IT infrastructure and certain decision-making structures, which will reduce responsiveness and limit current time customer service adaption. This has a direct impact on British Airways ability to deliver agile customer care.
A further weakness is the gap between digital transformation investment and frontline service execution. While British Airways has invested massively in AI and automation, academic research shows that digital transformation can only improve customer experience when technological innovation is productively linked with frontline services, and employee interactions. This applies for the airline industry as digital tools may better operational efficiency, however their value depends on how well they can support human centred service processes and systems. (Laming and mason 2014; Verhoef et al., 2021)  
Looking from a resource-based point of view, these weaknesses suggest that British Airways has not fully developed customer experience as a main VRIO capability, mainly in terms of organisational embedding and consistency. (Barney, 1991).

Opportunities – strategic growth and capability enhancement
The external environment presents several important opportunities for British Airways. Mainly in relation to customer care innovation and digital transformation. 
One massive opportunity lies within the AI driven customer service systems. The advances in machine learning and predictive analytics let airlines to anticipate events that are disrupted and to manage customer communication and the rebooking processes. This shift from a reactive to proactive service management represents a key solution in airline customer experience strategy (Mirthipati, 2024).
A second opportunity is the increasing importance of personalised customer experience. Research shows from (Guerrini et al., 2023) that customers are constantly increasingly valuing tailored interactions and current time communication over standardised service models (Hussain et al., 2015). This indicates that the airline passengers are expecting personalised interactions and communications through the travel rather than service models. As these expectations continue to evolve, airlines that use customer data and technologies to deliver personalised experiences are better positioned to better customer satisfaction and strengthen their loyalty. This makes a scope for British Airways to leverage its data assets to develop more granular segmentation and personalised journey management.
The third opportunity found is the massive growth of hybrid service ecosystems combining digital automation with human intervention. Advances in AI and automation allow airlines to manage customer enquiries and giving updates in real time. Although, research suggest from (Le et al., 2025), that customers will continue to value the human interaction more so overall. This approach supports British Airways goal of delivering a more agile customer service model.  This also aligns with service dominant logic, which emphasises co created value through interaction rather than automation alone (Vargo and Lusch, 2004).
To finalize, sustainability presents both compliance requirement and a brand differentiation opportunity. Airlines that successfully integrate environmental responsibility into customer experience design are increasingly gaining reputational advantage.
Threats- environmental volatility and competitive pressure
British Airways operates in an environment characterised by significant external threats that directly impact both operational performance and customer experience delivery.
One if the most important threats here is macroeconomic volatility, which includes inflation, price of fuel fluctuations, and a reduced consumer spending power. These factors have a direct effect demand patterns and pricing strategies within the airline industry (IATA, 2024).
Secondly, a massive threat is a highly intense competition from low-cost carriers and high-end international airlines. Having costs at a low price for carries including EasyJet and Ryanair take on downward pressure on price, whereas high quality airlines like Singapore Airlines exceed higher benchmarks for the quality of customer experience. 
Thirdly, the threat of reputational risks is heightened by digital platforms and social media. Due to the modern aviation, customer dissatisfaction is quickly amplified online, increasing the impact of service failures. This then makes the importance of a consistent flow of customer care more intensified. 
Lastly, the environment regulation represents a structural threat, due to airlines facing constant pressure to decarbonise operations. (IATA Annual review., 2024) Having failed to meet expectations of sustainability can have a negative impact on customer perception and regulatory compliance. 





Strategic Implications- RA- SWOT
This tool analysis identifies a central strategic tension at British Airways. As the organisation has a strong and firm structure and financial resources. Although their ability to change these into a high quality, consistent customer experience stays uneven.
Looking at this from a dynamic capability point of view, this shows a partial change between capability deployment and resource possession (Teece, 2018). Mainly, British Airways demonstrates a strong sense of capability through some data analytics yet has a frail transformation capability in customer service execution.
This analysis suggests that having a competitive advantage which is sustainable wont necessarily come from resource ownership as it is, but from their organisation’s skills to morph digital systems, current time responsiveness, and service delivery into a chert customer experience architecture.




















Ansoff Matrix Analysis
Market Penetration
The market penetration focuses on increasing market share within British Airway’s current customer base, primarily through improving service quality, customer retention initiatives (Ansoff, 1957). For British Airways, this can involve strengthening loyalty programmes such as Executive Club, improving digital customer engagement, and enhancing service consistency across core routes, mainly focusing on short haul European and translantic markets.
This strategy is highly relevant given the intense competitive pressure from low cost carries such as EasyJet and Ryanair, which compete aggressively on price rather than service quality. Research suggests from (Reichheld F.F & Sasser., 1990) that in mature markets, customer retention and service quality improvements are more cost effective than customer acquisition strategies (Kolter & Keller, 2016). Therefore, strengthening customer experience becomes a key differentiator for British Airways rather than competing on price alone.
However, market penetration in the airline industry is constrained by market saturation and limited pricing flexibility due to commoditisation of air travel services. As a result, while improvements in customer care may enhance loyalty and brand perception, they may not generate significant long term revenue growth without complementary strategic innovation.
Market development
Market development involves expanding existing services into new geographic or demographic markets (Ansoff, 1957). For British Airways, this could include expanding long-term connectivity into emerging markets in Asia, and Africa. (International airlines group)
This strategy is supported by research which highlights that global airline alliances enhance network efficiency, route access, and competitive positioning in internation markets (Oum, Park & Zhang, 2000). Expanding into high growth regions offers opportunities for revenue diversification and reduced reliance on mature European markets. 
Although, market development carries moderate risks due to geopolitical instability, and regulatory differences (IATA, 2024). Additionally, maintaining consistent customer care standards across culturally diverse markets is challenging, mainly where operational partners and outsourced airport services are involved. This may lead to variability in service experience, which could undermine British Airways high quality brand positioning.





Product Development
Product development included offering new and enhanced services to already existing markets (Ansoff,1957). For British Airways, this is one of the most relevant options as it aligns directly with its focus of customer care.
This can include AI enabled travel services, and enhanced mobile apps. These developments align with the increasing importance of digital transformation in service industries, where companies that effectively integrate technology into customer experience design achieve stronger competitive advantage positioning (Teece, 2018).
In the airline industry, service quality research suggests that responsiveness and empathy are the key drivers of customer satisfaction, mainly during service disruptions (Hussain et al 2015; Sultan & Simpson, 2000). This is why technology must complement rather than replace human interaction to maintain a perceived service quality (Vargo & Lusch, 2004).
Diversification 
Diversification includes entering new markets with new products or services (Ansoff, 1957). This can include expansions into adjacent travel ecosystems such as travel packages, mobility services, even strategic partnerships with ground transport providers.
Although diversification can lower reliance in core airline revenue streams, it is considered the highest risk growth strategy due to uncertainty in both product and market domains. (Johnson, Scholes & Whittington, 2017). In highly regulated and capital-intensive industries diversification often required substantial investment with unknown returns.
From a customer care point of view, diversification could enhance the end-to-end travel experience by offering more intrigued journey solutions. However, research suggests that diversification can dilute brand identity if organisations move too far from their core competencies (Grant, 2019).










Internal Analysis- British Airways
British Airways possesses specific and important strengths which support their strategic positioning within the industry. One significant asset they possess is how globally recognised they are as a brand, which has historically been linked with premium quality of service, how reliable they are, and a national flag carrier status. Brand equity within the service industry indicates that strong brands act as important intangible assets which influence the customers trust, quality, and the willingness to pay for high quality prices, this is mainly found in markets where types of service offerings are standardised highly. (Keller, 2013; Aaker, 1996). For the airline industry, brand reputation has a key part in customer choice because of the limited tangible differences between competitors, thus applying for British Airways. (Hussain et al., 2015)
The organisation is currently investing largely in at £7 billion transformation programme focused on the enhancement of customer service, digital infrastructure, and fleet modernisation (British Airways, 2025). This reflects a strategic shift to operational resilience and the digital capability development. 
Looking at this from a strategic perspective, this level or investment suggest that British Airways is attempting to move from a traditionally asset heavy airline model towards a more experience led and digitally enabled service organisation. In extreme competitive markets, airlines increasingly differentiate not just through pricing and routes, but also customer experience quality, and digital convenience (IATA, 2024). Therefore, this transformation programme can be interpreted as a response to structural industry pressures, this includes rising customer expectations for real time communication, and personalised services.
In terms of strategic management theory, this investment aligns with the development of dynamic capabilities, particularly the ability to “sense, seize, and transform” in response to environmental change (Teece, 2018). By investing in digital infrastructure and customer service systems, British Airways is attempting to strengthen its ability to sense customer needs through data analysis seizing the opportunities through automation and transform internal processes to improve responsiveness. (British Airways AI transformation., apex)
While this transformation programme signals strong strategic intent, its success depends on the organisations ability to integrate new technologies into front lines service delivery. Academic literature from (Laming & Mason, 2014), suggests that digital transformation does not automatically lead to improved customer experience unless it is supported by organisational alignment, and employee engagement. This suggest that the value of the £7 billion investment will ultimately depend on execution rather than expenditure alone.




Customer care and service quality analysis
Customer care at British Airways stands for a critical strategic function that has a direct influence on brand equity, long term profitability, and customer loyalty. In service industries like aviation, value is not made just through operational efficiency but also through the quality of interactions with the organisation and the customer. This lines with service dominant logic, which states how value is co-created through relational exchanges instead of embedded within the product itself. (Vargo & Lusch, 2004)
A popular framework for evaluating service quality is known as SERVQUAL, which focuses on five areas such as, reliability, responsiveness, assurance, empathy, and tangibles. (Parasuraman et al., 1988). For British Airways, the airline acts strongly in tangibles and assurance because of its strong brand image, health and safety standards, and modern investments. Although, empirical research within airline service quality states how responsiveness and empathy are the most critical factors of customer satisfaction, mainly during service disruptions. (Sultan & Simpson, 2000: Hussain et al., 2015).
This turns into a main point in aviation, where cancellations, delays in flights, and disruptions are then unavoidable. Recent studies from airline services indicate how service recovery has a stronger impact on customer needs and loyalty than a routine service delivery as passengers’ choices are made from how well airlines respond to service failures. Having effective recovery tools can help restore satisfaction. (Etemad-Sajadi & Bohrer, 2017) (McCollough et al., 2000). For British Airlines, their inconsistent disruption process shows a large amount of weakness when it comes to strategy.
As British Airlines has brought in digital tools such as, chatbot support, mobile notifications, and automatic rebooking systems, the research suggests that automation with no emotional intelligence may lower perceived service quality (Laming & Mason, 2014). Customers value reassurance, empathy, and basic human interactions while going through stressful and intense travel disruptions, this cannot be fully replaced by AI. This is why British Airways comes face to face with fundamental tension against efficiency driven digital transformation. This is central to their strategic challenge.









Strategic capability analysis resource-based view
The resource-based view argues that sustainable competitive advantage rises from resources which are of value, rare, and inimitable (Barney, 1991). By applying this framework tool to British Airways reveals a mixed capability profile.
British Airways most important tangible resources involve their global network, Heathrow Hub, fleet scale, and financial backing through international. Airlines. These kinds of resources are most valuable and rare in the European market.
Although intangible resources, mainly the organisational culture and customer experience capability are not as developed. The current research from (Heraceleous & Wirtz ,2010) indicates that airlines with a firm customer centric culture, such as Singapore Airlines, have a constant outperform other competitors in perceived quality due to their employee empowerment and labour management. These organisations use service excellence into their own culture by extensive training, and strict recruitment processes, which allows employees to constantly deliver high quality and emotionally charged customer experiences. (Ladhari ,2009)
This shows that as British Airways has a firm structural advantage. Its capability to consistently deliver superior customer experience is not yet fully inimitable or embedded, which limits its ability to gain sustained differentiation. 
From a VIRO perspective, British Airways advantage in customer care can be evaluated as partially valuable but not fully sustained, this is when compared to airlines which have embedded stronger services. As British Airways has valuable resources, in highly competitive industries, service quality alone is hard to sustain as a long-term differentiator unless it is firmly embedded within the organisational culture. (Barney, 1991). 












Dynamic capabilities and strategic agility
The Dynamic Capability Theory gives a heightened advanced lens for understanding British Airway’s strategic positioning in a volatile environment. From a source by Teece, (2018), dynamic capabilities circulate of three processes such as, seizing opportunities, finding opportunities and threats, and transforming organisational structures accordingly. 
British Airways suggests a strong capability through their use of data analytics, customer insight systems, and market intelligence. Although, its seizing capability is mostly constrained by legacy systems and organisational bureaucracy, which limits rushed decision making in customer service recovery situations. This is found by recent source of A vision for Data Science at British Airways (Stefan Jackson & John Tozer, 2020)
The transformation stays uneven, as British Airways is investing in digital platforms and AI enabled systems, organisational inertia slows down the integration of these technologies into current time customer service operations.
The strategic agility literature goes on to argue that firms must decentralise decision making and enable fast responses to environmental changes (DOZ & Kosonen, 2010). To this respect, British Airways is transitioning but not just as agile, mainly changing in the frontline of customer service where rapid resolution is crucial.
















Strategic options evaluation
Option 1- Fully digital first customer service model
This particular strategy involves complete reliance on AI, automation, and self-service systems for customers to interact with. This option aims to cut down operational costs, improving the scalability, and to enhance efficiency with communication to customers
From a strategic point of view, this aligns with the operational greatness models but introduces risks within service industries where emotional engagement is crucial. Research found from (Science Direct) shows how excessive automation in service contexts may reduce customer trust and satisfaction when complicated situations arise as they have high expectations for issues to be confronted with face-to-face communication as it has more understanding and intimate while solving issues. (Chris Laming & Keith Mason, 2024).
Option 2- Premium service differentiation strategy
This approach focuses on bettering high touch, human cantered service delivery, which reinforces British Airways historical positioning as a premium global airline.
This strategy aligns with the traditional Differentiation Theory (Michael E. Porter 2008), where companies compete by offering superior perceived value rather than price. Although, the financial sustainability of this model raises questions in a market increasingly controlled by low-cost carriers and price sensitive consumers.
In addition, scaling consistent premium service globally is operationally challenging, mainly in outsourced airport operations and fluctuating workforce conditions.
Option 3- Agile AI enabled customer experience ecosystem recommended 
The most strategically robust option is a hybrid model that integrates AI with human centred service delivery. This approach uses predictive analytics to anticipate disruptions, AI systems to manage routine integrations, and human employees to handle complex or emotionally sensitive cases.
This model aligns strongly with Dynamic Capabilities Theory (David J. Teece 2018), as it enhances British Airways ability to sense disruptions early, responding in real time, and to reconfigure service delivery systems dynamically. 
It also aligns with the Service Dominant Logic (Stephen L. Vargo & Robert F. Lusch 2004), as it recognises that value is co-created through interactive and relational processes rather than automated transactions alone.
To continue, this model improves SERVQUAL dimensions, mainly responsiveness and empathy, while maintaining operational efficiency. Critically, this hybrid model allows British Airways to balance cost efficiency with emotional service quality, addressing both economic and experiential dimensions of customer care.

Conclusions 
British Airways works within a highly challenging global aviation industry where the customers experience, resilience, and digital capability are critical sources of advantages against other industries. While the organisation does have strong advantages and assets, which includes the brand itself, financial backing, and their network based in London Heathrow, its long-term position is constrained by constant inconsistencies in day-to-day customer care and the way services are done. 
The analysis shows that British Airways is actively investing in AI customer service, digital transformation, and driven decision making, the developments don’t translate into a full sustained advantage. The Resource Based View and VIRO point of view, its customer care remains as valuable but not inimitable to a full extent, as limiting its ability to give a stable high-quality experience across customer touch points. While automation makes efficiency better, the research found in this report indicates that relying excessively on digital systems can lower trust from customers, which means reinforcing the most importance of human contact in service recovery.
Overall, the findings from this report highlight that customer experience is a primary determinant or competitiveness in the airline industry, outweighing traditional advantages such as network sizes. British Airways promising future success will be dependent on its ability to merge technological innovation with customer centric culture, making sure that digital tools and human capabilities flow together effectively. A hybrid AI model offers the best pathways for achieving agility, service excellence, and responsiveness in a fast-evolving aviation environment.













Recommendations 
To achieve sustainable competitive advantage in customer care, British Airways should implement the following strategic actions.
1.Develop a human hybrid service model
Integrating predictive analytics with human escalation pathways to make sure both efficiency and emotional intelligence in customer interactions.
British Airways should be adopting hybrid customer service models that combines predictive AI with human customer service representatives. AI should be used to manage routine enquiries, providing proactive disruption notifications and automate rebooking processes, while more complex cases should be sent to trained employees. This approach enables the airline to improve operational efficiency without compromising the empathy and reassurance that customers expect during service failures. This recommendation supports the Dynamic Capabilities Theory (David J. Teece 2018)
Limitations 
Although integrating predictive analytics with human customer service representatives would improve both operational efficiency and personalised service, implementation would need subnational financial investment in AI, system integration and employee training. British Airways also operates with complex legacy IT systems; this means integrating new AI technologies across all customer touchpoints can show challenging and time consuming. To go on, there is a risk that customers perceive AI interactions as impersonal, mainly during emotionally stressful situations such as flight crenelations and delays. 
2.Strengthen service recovery capability
Investing in real time disruption management systems that proactively rebook and compensate passengers during delays.
British Airways should invest in real time disruption management systems that proactively communicate delays, automatically offer alternative flights and simplify compensation procedures. Research shown from (Michael A. McCollough, Leonard L. Berry & Manjit S. Yadav 2000) says how effective service recovery has a much greater influence on customer loyalty than routine service delivery as customers is more likely to remember how organisations respond during negative experiences. 
Limitation
Improving proactive disruption management through automated rebooking and   compensation systems would significantly enhance customer satisfaction, however, this recommendation depends a lot on accurate timing to operational data and coordination between multiple stakeholders, which includes airports, ground handling providers and air traffic control. Many operational disruptions, such as severe weather remain beyond British Airways direct control. Consequently, even the high effective service recovery systems cannot eliminate customer dissatisfaction where delays are unavoidable.
3.Embed customer centric culture
Enhance employee training focused on empathy, communication, and emotional labour to improve SERVQUAL responsiveness and empathy dimensions.
British Airways should strengthen employee training programmes with a greater emphasis on empathy, communication and personalised customer interactions. While investment in technology can improve operational efficiency, customer experience remains heavily influenced by frontline employee behaviour, mainly during periods of disruption. Developing a stronger customer centric culture would improve consistency in service delivery across the organisation while reinforcing British Airways premium market positioning. This recommendation reflects Service Dominant Logic (Stephen L. Vargo & Robert F. Lusch 2004)
Limitations 
Developing a customer centred culture requires long term organisational change rather than single training initiatives. Although employee development programmes can improve empathy, communication and customer service quality, changing organisational culture is often a slow and complex process. Resistance to change may arise from employees accustomed to existing working practices, while high staff turnover within the aviation sector may reduce the long-term effectiveness of training investments.
4.Aligns performance metrics with customer experience
Shift organisational KPIs from operational efficiency to customer satisfaction, Net promoter score, and service recovery effectiveness.
British Airways should broaden its performance measurement system by placing greater emphasis on customer focused indictors such as Net Promoter Score, customer satisfaction levels and service recovery effectiveness alongside traditional operational metrics. Measuring customer experience encourages managers and employees to prioritise long term customer relations rather than just focusing on operational efficiency or cost reduction.
Limitations
Introducing customer focused performance measures such as Net Promoter Score, customer satisfaction and service recovery effectiveness would encourage greater customer orientation throughout the organisation. However, relying too much on customer satisfaction metrics can unintentionally encourage employees to prioratise survey results over operational efficiency or financial performance. Customer satisfaction is also influenced by external factors beyond the airlines control. 




5.Enhance organisation agility
Decentralise decision making in customer care service operations to enable faster response to disruptions.
British Airways should decentralise elements of customer service decision making by empowering frontline employees to resolve customer issues without requiring multiple managerial approval. This would enable faster responses during operational disruptions while reducing customer waiting times and improving overall satisfaction. Greater organisational agility also allows the airline to respond more effectively to external uncertainty. This recommendation aligns with the principles of Agile Business Management and Dynamic Capabilities Theory. 
Limitations 
Decentralising decision making would enable frontline employees to resolve customer issues more quickly, improving responsiveness during service interruptions. Although, granting greater decision-making authority introduces the risk of inconsistent service delivery across different airports and customer service teams. Without having a clear organisational guideline, employees may make different decisions in similar situations, this potentially creates perceptions if unfairness among customers. 
6.Expand predictive analytics capability
Use AI forecast operational disruptions and proactively manage customer communication.
British Airways should further develop its predictive analytics capability by using AI to identify potential operational disruptions before they affect customers. Predictive modelling would let the airline to communicate proactively, offering different travel arrangements earlier and lowering uncertainty through the customer’s journey. This shift from reactive to proactive customer care would improve the customers confidence while supporting better efficient planning. 
Limitations 
Expanding predictive analytics could allow British Airways to anticipate operational disruptions and communicate proactively with passengers, improving customer confidence and reducing uncertainty. Nevertheless, predicative systems rely on the availability of high-quality data and analytical models. Forecasting errors may result in inaccurate customer communications, potentially damaging trust if predictions prove wrong. To continue, by increasing the collection and analysis of customer data raises significant ethical and legal considerations to data privacy. 
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