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JetBlue commenced operations on February 11, 2000.1 The company was founded by David 
Neeleman, an extremely dedicated entrepreneur who, consistent with his Christian roots, wanted 
to create an airline with more humanity. Neeleman first started working at his grandfather's 
convenience store when he was just nine years old. The store had a heavy emphasis on customer 
service. On NPR’s “How I Built This” podcast, Neeleman explained that when the store didn't 
have something in stock that a customer was looking for, his grandfather would go to another 
store down the street, buy it, and then deliver it.2 Consistent with its mission, JetBlue became a 
customer-centered airline, emphasized by what the company called its customer bill of rights.3 
The company opened a hub in New York, with its operations base in John F. Kennedy Airport. 
 
In its early years, JetBlue successfully competed as one of the industry’s first best-value airlines, 
combining high-quality customer service and low prices. JetBlue was very successful in its first 
few years of operation. Although several airlines struggled in 2001-2002 following the horrific 
September 11th attacks, JetBlue was able to sustain a higher-than-industry-average operating 
margin of 16.5% in 2002.4 Passenger support of the new company revealed that JetBlue was a 
key player in transforming the airline industry.  
 
On May 10, 2007, Neeleman was replaced as CEO by David Barger and resigned as chair of the 
board the next year. In 2008, Neeleman also announced plans to launch a new airline in Brazil 
called Azul, which is now Brazil’s largest airline. Although JetBlue was once an entrepreneur's 
success story, the company’s profits eroded and it fell out of favor with investors after Neeleman 
left. Barger was pushed out as CEO in 2015, replaced by Robin Hayes.  
 
During the first few years of Hayes’ tenure, the airline seemed content to grow organically by 
building its Fort Lauderdale and Boston operations. Then the pandemic hit, and around this time 
JetBlue went through a transformation, experimenting with operations in Miami, Philadelphia, 
Newark, and Raleigh/Durham. None of these experiments worked out. JetBlue also began 
European operations in 2021, which required the acquisition of a separate fleet of planes with 
different configurations. In addition, JetBlue formed what was called the Northeast Alliance 
(NEA) with American Airlines, which was intended to strengthen the market positions of both 
airlines in key markets. However, after limping along for a while, a judge eventually blocked the 
partnership. Hayes lasted nine years, but in early 2024 he was replaced by Joanna Geraghty.5 
 
In a U.S. market dominated by American, Delta, United, and Southwest, which control 80% of 
the market, JetBlue found it increasingly difficult to remain competitive.6 In an effort to increase 
efficiency and expand its routes, JetBlue sought to take over the struggling Sprit Airlines, a low-
cost carrier in the U.S. In July of 2022, Spirit agreed to the merger, which would create the fifth-
largest airline in the U.S. With the goal of lowering prices in more cities to compete with the big 
four carriers, the deal’s approval prospects were promising. Basically, the merger would expand 
JetBlue’s presence rapidly and prevent Spirit from going bankrupt. However, in January of 2024, 
a federal judge in Boston blocked the merger between JetBlue and Spirit.7 Both companies filed 
an appeal. Investors were concerned that the deal wouldn’t happen, with almost all stock analysts 
recommending a sell or hold on the JetBlue stock. Then, in March of 2024, both companies 
decided to forgo their efforts to appeal the blocked merger.8 
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OPERATIONS 
 
JetBlue started in New York, with its operations base in New York’s John F. Kennedy Airport. 
JetBlue has a strategic advantage as its operations base is in one of the nation’s largest travel 
markets. Named New York’s “Hometown Airline,” the carrier focuses on a “point-to-point” 
system connecting six focus cities to 100+ destinations. The six focus cities include New York, 
Boston, Orlando, Fort Lauderdale, Los Angeles and San Juan. Operations are primarily 
concentrated in the Northeast, as 135 routes are operated out of the New York area, and 75 
flights are operated out of Boston.9 

 
JetBlue has four core operations through which the company operates. The JetBlue brand 
includes flights to more than one hundred national and international travel destinations, including 
London, Paris, Latin America, the Caribbean, and more.10 Second, JetBlue operates a JetBlue 
Vacations branch, which packages low-fare JetBlue flights with hotel or cruise accommodations. 
The brand pays homage to Neeleman’s humble beginnings, where he would package vacations to 
Hawaii for his local community in Salt Lake City. Third, Paisley by JetBlue offers deals and 
savings for transportation, accommodations, and activities. Also, through Paisley, customers can 
enjoy 24/7 customer support. Lastly, JetBlue's successful loyalty program allows travelers to 
enjoy perks and earn points on travel.11  
 
The company has over 24,000 crew members that serve customers across the US and 
worldwide.12 In 2023, the airline generated $9.6 billion in operating revenue, which, compared to 
2022, was an increase of $457 million. JetBlue largely attributes this increase to a 7.5% increase 
in revenue passengers. However, operating expenses increased by 4.1% yearly; thus, JetBlue’s 
operating margin decreased. The company reported a loss of $310 million (see Appendix A for 
more information on the company’s financial status). Consensus analysts' expectations are that 
losses will continue or even worsen in 2024. Due to the decision to block the takeover between 
JetBlue and Spirit, JetBlue has shifted focus to its organic growth plan. The plan emphasizes the 
need to “return the business to profitability” by capitalizing on JetBlue’s core competitive 
advantages.13  
 

COMPETITIVE STRATEGIES 
 
JetBlue’s organic growth strategy includes focusing on its competitive strengths. The company 
was built on a premium travel experience at a low price. The airline's competitive strategies 
include its strategic footprint in its focus cities, the emphasis on customer service as the best 
value airline, JetBlue loyalty programs, and strategic partnerships. Since the COVID pandemic, 
customers seem to have returned to a preference for premium experiences and customer service, 
capitalizing on JetBlue’s strengths.  
 
The company’s large footprint is primarily in key cities throughout the northeast. The airline still 
owns the most valuable gates at New York’s John F. Kennedy Airport. JetBlue serves 36% of the 
seats offered, with 135 routes served. The Northeast is highly congested with travelers, and the 
airline can capitalize on these markets. The airline has six focus cities to which 95% of its routes 
fly. These destinations include New York, Boston, Fort Lauderdale-Hollywood, Los Angeles, 
Orlando, and San Juan. 14 
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JetBlue provides customers an exceptional in-flight experience without charging a price 
premium. The brand boasts its high-quality travel experience. Perks when traveling with JetBlue 
include the most legroom in coach, free high-speed Wi-Fi, live TV, snacks, and drinks, all free of 
charge.15 To ensure a uniform JetBlue experience, the airline created a customer Bill of Rights, 
compensating for the airline's unexpected mistakes. 
 
The company achieves its business goals through its dedicated employees and focus on customer 
experience. JetBlue must ensure its employees are dedicated to the company’s customer-first 
mission. Extensive interviews and training are required to become a JetBlue crew member. 
Founder David Neeleman explains he wanted to hire people who cared about others, so in 
interviews, a question was: Tell me about a time when you had to help a coworker?16  

 
Low prices also heavily contribute to JetBlue’s best value strengths. What happens when you 
combine exceptional trip experiences with low prices? The JetBlue Effect. A study by MIT 
Research revealed that when JetBlue enters a market, all other airlines also decrease their fares to 
stay competitive. Moreover, the JetBlue effect is 3x more effective at lowering prices than Spirit 
or other low-cost airlines due to the JetBlue onboard experience. In some routes, fares dropped 
around 48% due to JetBlue’s presence, and even a year later, fares dropped about 50% from 
before the airline arrived in the market.17  
 
JetBlue Loyalty  

 
Flyers can choose to enroll in TrueBlue and earn points through spending on co-branded credit 
cards, spending on JetBlue travel, JetBlue Vacations, and Paisley by JetBlue. TrueBlue 
contributes a significant amount of revenue to the business, and for 2024, executives have 
emphasized the importance of continuing to build out these programs. In May of 2023, the 
company released a new loyalty program that revamped the existing TrueBlue loyalty program 
by increasing point opportunities for its users. The expanded TrueBlue now offers ways to reach 
the highest loyalty status, named Mosaic, through spending on credit cards or travel. The new 
program also has expanded JetBlue’s highest Mosaic status to include four levels with 
accompanying perks. Aside from its partners, Barclaycard and MasterCard, JetBlue has also 
expanded its international co-branding with the First Caribbean International Bank in the US.18 
In a corporate earnings call, CEO Geraghty explains that JetBlue has “the fastest growing loyalty 
program of any major US airlines, growing revenues by 75 percent.” 19 Additionally, in 2023, the 
company had success in its loyalty program through a record-setting number of redemptions. 
According to Joanna, point redemptions increase by over 25% each year.  
 
Strategic Partnerships 

 
Although JetBlue had no alliances or strategic partnerships when it began, it now has 47 
commercial alliances.20 In the industry, commercial partnerships are essential. Partnerships with 
airlines create broader networks, code-sharing abilities, reciprocated loyalty programs, simplified 
booking processes, and joint marketing activities that provide value to customers. JetBlue also 
partners with companies such as credit card vendors and aircraft suppliers. These strategic 
partnerships have some regulatory risks, especially when they are with other airlines. Recently, 
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the US Department of Justice blocked a partnership between JetBlue and American Airlines in 
airports in the Northeast. Lawsuits resulting from the proposed partnership may increase JetBlue 
and American Airlines costs and affect revenues.21 More partnerships are expected for JetBlue in 
2024. JetBlue is currently using its strong relationship with Airbus to gain advantages in aircraft 
delivery. This agreement will help moderate the number of deliveries JetBlue receives and 
support the airline's initiative to return to profitability.22     
 
Marketing 

 
Due to JetBlue's unique business proposition and value, the company has garnered public 
support and recognition. The airline markets through multiple channels but ultimately gains from 
the widespread recognition of the airline as a global and established brand. For example, JetBlue 
captures audiences through in-person events, social media advertising, promotions, and strategic 
partnerships for cross-marketing efforts. The airline provides low-cost fares to its customers due 
to its business model. Keeping costs low is essential to the airline due to its primary value 
proposition. JetBlue attempts to keep costs low through “high aircraft utilization, new and 
efficient aircraft, relatively low distribution costs, and a productive workforce.”23 
 

PEOPLE 
 

Key Executives 
 
Joanna Geraghty became CEO on February 12th, 2024, after Robin Hayes stepped down for 
health reasons. Before stepping up to serve as CEO, Geraghty worked at JetBlue for nineteen 
years. Her most recent positions were president and Chief Operations Officer COO, which she 
held since 2018. She also serves on the JetBlue Foundation's board of directors. She graduated 
from the College of the Holy Cross and received her master's and J.D. from Syracuse 
University.24  
 
Ursula Hurley worked in the aviation industry for almost two decades before becoming JetBlue's 
Chief Financial Officer (CFO). Previously she was the head of investor relations and treasury, 
managing the firm’s $13 billion balance sheet. Hurley is president of the JetBlue Foundation, 
which promotes diversity in the aviation industry. She graduated from Fairfield University and 
holds an MBA from Columbia University.25  
  
Warren Christie has worked in the aviation industry for more than 30 years. He started his career 
at JetBlue in 2003 when the company began. He has held various positions, which prepared him 
for his role as a chief operating officer (COO) today. Apart from his experience at JetBlue as 
Vice President of Operations Planning and Training, he also served as a naval aviator and 
instructor at the Navy Fighter Weapons School. Warren graduated from the University of Notre 
Dame and was an Officer in the US Navy.26   

 
Employees and Culture 
 
JetBlue espouse five critical values: safety, caring, integrity, passion, and fun.27 JetBlue 
understands that many airlines make a trade-off between high prices or uncomfortable travel 
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experiences. Moreover, as customer preference trends highlight service and best-class 
experience, JetBlue has an optimal strategy for growth within its core competitive advantages.  
 
As mentioned previously, employees are at the forefront of JetBlue's competitive strength in the 
marketplace because they allow for exceptional customer service. Geraghty's biography on 
JetBlue’s website says that Joanna is focused on “nurturing JetBlue’s unique culture and 
standing as one of the best places to work.”28 JetBlue’s employees need to be a part of a great 
culture to strive to provide the best experience to their customers. To foster a team-oriented 
culture, the company refers to its employees as “crewmembers.” An extensive interview and 
training process is required for all JetBlue crew members. Newly hired employees (called “Baby 
Blues”) attend JetBlue University, where they participate in an orientation.29 The time is also an 
opportunity to build community and engage with JetBlue’s leaders.  
 
JetBlue must hire and train the best employees in the industry to uphold their values of 
exceptional customer service and care. The company’s recent annual report for 2023 explains, 
“Our goal is to hire, train, and retain a diverse workforce of caring, passionate, fun, and friendly 
people who share our mission to inspire humanity.”30 To further foster teamwork throughout 
crewmembers’ careers, each employee can access a communications app called On The Fly. The 
app allows employees to communicate with each other and access “pocket sessions,” which are 
open forum meetings with leadership across JetBlue’s network.31  
 
In the beginning, none of JetBlue’s employees were unionized. Following employment trends, 
51% of full-time crew members are now unionized. It is important to note that unions represent 
only pilots and inflight crewmembers, and all other employees maintain a direct relationship with 
the leadership executives at JetBlue. The airline believes that direct relationships are the best 
way to foster company culture and a team-oriented spirit. JetBlue created Values Committees to 
ensure they serve their employees to the utmost standards. Values Committees are employee 
representatives that are selected by crewmembers for crewmembers. These chosen individuals 
represent employees' concerns and provide a direct communication line to executives.32    
 
JetBlue hire its employees through various Gateway programs. These programs inspire the next 
cohort of crewmembers at JetBlue. Aspiring pilots can enroll in one of five programs: Gateway 
University, Gateway Select, Gateway Flex, Gateway Direct, and Gateway Family.33 
Crewmembers who want to become maintenance technicians can enroll in Gateway Direct or 
Gateway Flex. The requirements for each program vary as some require applicants to be 
crewmembers already, whereas others are open to the public.34 JetBlue can inspire its employees 
to further their career development and attract talented and dedicated employees through these 
industry-leading programs. Participants also receive one-on-one mentoring, and the programs 
break down barriers to entry for applicants.35 
 
Finally, JetBlue offers a variety of employee programs that benefit their dedicated employees. 
JetBlue Scholars allows employees to pursue higher education through discounted rates and 
provides career and personal development courses. In addition, the airline sponsors crewmember 
resource groups that offer communities for JetBlue’s diverse employee base. Lastly, the JetBlue 
Crewmember Crisis Fund is a program to assist crewmembers with short-term financial 
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obligations that they cannot meet. The program is completely confidential and is funded by 
fellow crewmembers' donations.36  
 
Ownership 
 
JetBlue is a publicly owned company. Its ticker symbol is JBLU, and the stock is traded on the 
NASDAQ. In 2024, Carl Ichan, an activist investor, disclosed a substantial stake of almost 10% 
in JetBlue, making him the company's third-largest shareholder. Following the acquisition of 
shares, Ichan applied for seats on the firm’s board of directors. On February 16th, 2024, two 
seats were granted to Jesse Lynn and Steven Miller, who work for Icahn Enterprises and Icahn 
Capital, respectively.37 
 

AIRLINE INDUSTRY  
 
The airline industry is highly competitive. Airlines are susceptible to several risks, including 
fluctuating fuel costs, weather conditions, government regulations, high fixed costs, economic 
performance and unexpected events (such as COVID or wars). Due to the extremely high risks 
associated with this line of business, it is tough to become a widely successful and profitable 
airline. As a result, four major airlines dominate the market: American, Delta, United, and 
Southwest. Each of these airline’s market capitalization is presented in the chart in Appendix B 
in comparison with JetBlue. The industry has also undergone a significant shift due to 
consolidations and mergers. Also, JetBlue competes with other airlines on all its flight routes. Its 
big four competitors are much larger and possess more financial resources. JetBlue also 
competes with other airlines apart from the big four airlines. Low-cost airlines include Spirit and 
Breeze.  

 
The impact of the COVID-19 pandemic on the airline industry was devastating. Many airlines 
suffered as people worldwide decided to cut back on travel to mitigate the spread of the deadly 
virus. According to the National Library of Medicine, demand for air travel dropped by 75.6% 
internationally and 48.8% domestically.38 Many aviation workers lost their jobs due to cutbacks 
and cost-saving efforts. The aviation industry, mainly, was highly vulnerable to the pandemic 
due to the high-cost structure and dependence on demand. The impacts of the pandemic were 
profound. For JetBlue, in particular, demand decreased along with competitors in the airline 
industry. Capacity declined by 48.8%, and operating revenues fell by 63.5% yearly.39  
 
JetBlue had to react quickly to protect its crewmembers' and passengers' safety and well-being. 
Programs like “Safety from the Ground Up” increased the airline’s cleaning process on each 
aircraft, in airports, and in offices. The airline also took more safety measures, including 
temperature checks, paid sick leave, and a protocol for contract tracing. Due to the decrease in 
demand, costs also decreased. In 2020, JetBlue’s fuel consumption decreased by 53.4% 
compared to 2019. Although the pandemic reduced demand in 2020 and required a recovery in 
2021, it changed consumer preferences to align more with JetBlue’s competitive advantages. 
Passengers are now more focused on service and comfort. The high focus on customer service 
and in-flight experience has helped increase JetBlue's demand for its unique offerings and helped 
the company recover after the decrease in demand.40  
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Key Industry Competitors 
 
American Airlines has a long aviation history, founded in 1926. The company has traditionally 
been on the frontier of change. American is known for “hiring the first Black U.S. commercial 
airline pilot, hiring the first female U.S. commercial airline pilot, launching the first loyalty 
program of any major carrier, and becoming the first airline to introduce airport lounges.” 41 
Unlike JetBlue, the airline’s focus hubs are not concentrated in the northeast; instead, the airline 
has a footprint that spans the entire country and includes international cities. Major cities include 
Charlotte, Chicago, Dallas, Los Angeles, Miami, New York, Philadelphia, Phoenix and 
Washington, D.C., London, Madrid, Sydney, and Tokyo. 42 Under the brand name “American 
Eagle,” American’s regional carriers provide service to smaller markets.43 American Airlines 
offers flights to more than 350 destinations worldwide, while JetBlue only serves 100 
destinations.44 In 2023, American reported $52.8 billion in operating revenues, up $3.8 billion 
from 2022. Net income in 2023 was $822 million.45 Goals for 2024 for American “prioritize 
reliability, profitability, and accountability while building an even more efficient and resilient 
airline.”46  
 
Another key player in the airline industry, Delta, was founded in 1925. The company has been 
ranked as Forbes's 12th most admired company globally.47 Delta served over 190 million 
passengers in 2023. Revenue was $58 billion, an increase of $7.5 billion from 2022. Net income 
was $4.6 billion. The airline's success was powered by a 17% increase in capacity with an 
increase in demand for international and domestic travel and an increase in demand for premium 
products.48 Delta reported the second-highest EPS in the company’s history.49 The company 
employs 100,000 employees and was named by Glassdoor as the thirteenth best workplace in the 
US. Culture is one of the airline's top priorities and competitive advantages. The airline offers an 
industry-leading profit-sharing program to ensure world-class service and customer satisfaction. 
Employees are focused on the airline's success, and for 2023, the airline is rewarding employees 
through $1.4 billion in profit-sharing payments.50 In 2024, Delta created goals of “restoration to 
optimization.” Ed Bastian, Delta’s CEO, explains that the company expects strong demand as 
their primary customers continue to value travel as a top priority. With optimization goals, the 
airline has plans to reduce leverage and optimize profitability through tracking traveler trends 
and diversification of revenue streams.51  
 
United Airlines was created in 1926.52 The airline operates worldwide and has US mainland hubs 
in Chicago, Houston, Denver, Los Angeles, Newark, San Francisco, and Washington, D.C. The 
company has centered its goals around the United Next program to drive future growth. The 
strategy includes increasing the airline's domestic capacity and lowering carbon emissions per 
flight.53 The airline was able to serve a record 171 million passengers in 2023. Reported revenue 
was $53.7 billion, up an impressive $8.8 billion from 2022, and net profit was $2.6 billion. For 
2024, the airline expects growth to continue in line with the success of the United Next program. 
In recent months, though, the airline has experienced headwinds relating to the safety of their 
flights. In two weeks, eight safety incidents occurred on United flights, five of which were on 
planes manufactured by Boeing. As a result, the Federal Aviation Industry is looking into 
preventing United from adding new routes, suspending pilot approval for new aircraft, and 
suspending newly delivered aircraft.54 Each incident is under review, but there are increasing 
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concerns around Boeing commercial aircraft. JetBlue exclusively works with Airbus and 
Embraer for their aircraft, which may attract fliers if Boeing remains in the headlines.     
 
Southwest Airlines and Jetblue’s founder, David Neeleman, have had a long history. Southwest 
was Neeleman's favorite company, and he admired everything about it.55 Neeleman took 
inspiration from Southwest when he co-founded and became president of Morris Air. The small 
airline was a great success and was the first company with e-tickets. Southwest knew Morris Air 
was small but fiercely competitive, so on December 13th, 1993, Southwest announced its 
acquisition of the company.56 As a result, Southwest gained control of Morris Air’s growing 
network and the new reservation and ticket system. After some work at Southwest, Neeleman 
decided to leave. He signed a non-compete for five years when he started to think of ideas for a 
new airline. Then, in 1998, JetBlue was formed.57  Now, Southwest operates as one of America’s 
largest airlines, serving the domestic and near international markets. Customers choose 
Southwest due to its friendly crew, low-cost fares, and 121 destinations. Southwest differs from 
other airlines that have a network centered around hubs. The company uses point-to-point 
service, allowing more direct flights to its destinations. In 2023, revenue grew to $26 billion, an 
increase of $2.3 billion from 2022. Net income was $465 million. 

 
Breeze is a new airline also created by JetBlue founder David Neeleman. The airline aims to 
serve poorly served markets with direct, nonstop routes. The airline offers affordable fares with 
customized offerings through a menu of service options. The company serves 50-plus cities in 
the US, and fares can be as low as $32 one way.58 Breeze operates Embraer 190/195 and Airbus 
A220-300 aircraft, similar to JetBlue.59 There are several different types of flying experiences 
when you book with Breeze. With three different fares (Nice, Nicer, and Nicest), customers can 
customize their purchase according to their in-flight preferences. These three options vary in 
their options and perks. For example, the nicest option includes a Breeze Ascent seat, two 
checked bags and a free carry-on bag, complimentary beverages and snacks, priority boarding, 
and free Wi-Fi. The Nice option, however, only includes a personal item that fits under the seat. 
Wifi, food, and beverages can be purchased on a flight at an additional cost to the ticket's 
purchase price. Breeze offers premium snacks and drinks that are locally sourced.60 Breeze also 
differentiates itself from other airlines as it does not have a customer support line to reduce costs. 
Instead, it directs customers to the Breeze website and app.61 Limited information about Breeze 
is available as the company is private. Still, the company’s website emphasizes that it is growing, 
highlighting the addition of new routes and aircraft purchases.62 
 
Spirit is a low-cost airline that operates primarily in the US. The company aims to offer the 
lowest prices on the market and caters to cost-conscious leisure travelers. The company has a 
menu of options for customers to customize each user’s experience. Features such as checking 
bags, picking your seats, and on-board amenities are all offered at a specific fare. Travelers can 
opt for the barest tickets to save the most on their flights.63 In 2022, JetBlue announced its plans 
to acquire Spirit. Then, in January 2024, the US Department of Justice blocked the merger on the 
opinion that the merger between the two airlines would reduce optionality for low-fare 
customers.64 Ultimately, JetBlue and Spirit decided not to continue their efforts for the proposed 
merger in March 2024.65 Many analysts question whether Spirit can survive without undergoing 
the merger. The company lost $447 million in 2023 on revenues of $5.4 billion and its stock 
(SAVE) has reflected this pessimism, trading at all-time lows below $5 per share. 
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LOOKING FORWARDS 

 
To revamp the company and increase value for its shareholders, Geraghty plans to bring JetBlue 
“back to profitability.” Several initiatives will be implemented in 2024, including cost-cutting 
initiatives, which are expected to achieve $70 million in cost savings.66 The structural cost 
program is necessary as indebtedness is a risk for the company. JetBlue and other airlines have 
high fixed financial obligations such as aircraft leases, property leases, secured loan facilities, 
prepayment for aircraft deliveries, and engine prepayments. It is essential that the company 
becomes more liquid and lightens up its fixed obligations, especially in a market where demand 
is unpredictable. 
 
It is unclear whether JetBlue can continue to compete in an increasingly competitive 
environment. Without the merger, can JetBlue scale up its business to compete with the big four 
airlines? 
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Appendix A: JetBlue Financial Statements 
Source: JetBlue Annual Report 2023 
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Appendix B: Market Capitalization by Company  
 

 
 

Source: Data from Bloomberg  
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