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[bookmark: _Toc223516862]1.Introduction 

The United Kingdom's flag carrier, British Airways (BA), has a long history dating back to March 31, 1974, when it was formally established by the merging of Northeast Airlines, British EuropenAirways (BEA), British Overseas Airways Corporation (BOAC), and Cambrian Airways. However, its history goes far further back; it is one of the oldest airlines in the world, with forerunners like Imperial Airways going all the way back to 1924 (Britannica, 2024).
The airline, which was privatised in 1987, is now a founding member of the Oneworld alliance and has been a significant component of the International Airlines Group (IAG) since 2011, when it merged with Iberia. The airline has over 40,521 employees as of 2024. Connecting Britain with the rest of the world, providing "world-class service to every customer, every time," and pursuing its most ambitious journey to date a sustainable future through its "BA Better World" program, which includes a commitment to achieving net zero carbon emissions are the company's core goals, as stated by its leadership. With a fleet of over 250 aircraft and a substantial network of over 200 destinations, BA is the second-largest UK-based airline in terms of market reach. Even though it controls the long-haul and premium segments, a number of carriers fiercely compete with it. EasyJet, a low-cost leader with more domestic and European flights, is its main competitor on short-haul European routes. Global full-service airlines like Virgin Atlantic, Emirates, and Singapore Airlines compete with BA on long-haul flights. Budget airlines like Ryanair also put pressure on BA's prices throughout its network.
[bookmark: _Toc223516863]2. Innovation Ambition Matrix on British Airways

[bookmark: _Hlk222402854]According to Nagji and Tuff (2012), ‘the Innovation Ambition Matrix helps companies visualise their innovation portfolios by plotting initiatives based on the novelty of the product and the novelty of the market. The organisations use the Innovation Ambition Matrix as a strategic framework to organise, classify, and visualise their portfolio of innovation projects. The matrix, created by Bansi Nagji and Geoff Tuff and published in the Harvard Business Review in 2012, assists executives in distributing their investments across several forms of innovation in order to control risk and guarantee both immediate success and long-term expansion. The Innovation Ambition Matrix has three strategies which are: Core, Adjacent, and Transformational Innovations.
First, efforts for Core Innovation are those that are most closely aligned with a company's present situation. These are small-scale enhancements made to current goods, services, or procedures for current markets. New packaging, expanded product lines, or extra service conveniences like Nabisco's 100-calorie snack packs are a few examples. Core innovations are essential for maintaining market share and producing current income since they are lower risk and utilise the company's present assets. 
Second, Adjacent Innovation is the process of using an organization's current resources to develop new ideas. This may entail creating a new product for a current clientele or introducing an existing product into a new market. By using its basic skills in novel ways, these innovations like Procter & Gamble's Swiffer mop (Schachter, 2012). Allowing a business to grow into new, moderately risky markets.
Third, transformational innovation represents greatest degree of risk and ambition. These are ground-breaking projects intended to develop new goods and frequently completely new business models to cater to uncharted and undefined markets. This category includes innovations that require the company to build new resources and skills, such as Apple's iTunes or Starbucks' in-store experience. The matrix's discovery that high-performing businesses frequently divide their innovation efforts according to the "70-20-10 rule"70% to core, 20% to adjacent, and 10% to transformative initiatives is one of its main contributions. 


[bookmark: _Toc223516864]2.1 Applying the three levels of Innovation Ambition Matrix

Table 1: Innovation Ambition Matrix of BA the Ambrix (2026)
	Innovation Horizon

	
Innovation Category
	
Initiative
	
Description
	
 Evidence

	Core
	Improve the present 
	AI-Powered Punctuality and Operations

	£100 million will be spent on AI, automation, and machine learning to increase operational effectiveness, anticipate delays, and react to interruptions. include platforms for predictive disruption management, intelligent stand-allocation, and real-time weather rerouting.

	In Q1 2025, the highest D-15 performance on record, 86% of aircraft left Heathrow on schedule, up from 46% in 2008. avoided delays of more than 400,000 minutes. 


	
	
	Forecast maintenance 
	This program is being implemented for fleets of 787, A320, and A350 aircraft, switching from reactive to proactive tactics. comprises keeping an eye on more than 120 prediction alarms and initiatives like as the 787-brake wear monitoring system.

	By preventing early removals and lowering brake lockout incidents, the brake wear project saved over 430,000 kg of CO2 and 120,000 kg of gasoline.


	
	
	Transformation through Digital (ba.com & App)

	redesign of the digital user experience with a new mobile app and website that provide self-service features and greater customisation. An investment of £750 million was made in IT infrastructure, moving thousands of servers and 700+ systems to the cloud.

	Today, the cloud powers 90% of British Airways' operations. Customers may now self-serve and control their journeys online thanks to a new platform.


	
	
	Modernisation of the Fleet

	Airbus A320neo and A321neo families are among the new fuel-efficient aircraft that are constantly being modernised. They are 20–35% more efficient than their predecessors. Beginning in May 2024, eight new aircraft arrived.

	Modern British designs and improved storage are features of the new cabins. ongoing program to refit A380s.


	Adjacent
	Developing the Core

	Starlink Free Wi-Fi
	With seamless gate-to-gate connectivity, BA will be the first airline in the UK to offer free, fast Starlink Wi-Fi to all passengers in all cabins starting in 2026. Beginning in April 2024, Executive Club members could send and receive free messages on any aircraft with WIFI.

	"Game-changing," according to CEO Sean Doyle, this will "really differentiate us from our competitors" by improving the aboard experience. Ground crews can help cabin crew on more than 300 flights every day thanks to a Wi-
Fi-enabled in-flight customer service solution.


	
	
	Upgrades to the Premium Cabin

	As part of the A380 retrofit program, the fleet's premium cabins are being systematically upgraded. This includes the continuous rollout of the Club Suite (business class) and the introduction of a new First-Class seat, which will debut in late 2025 or early 2026.

	With curved walls modelled by the design of the Concorde, a 32-inch 4K screen, and fully adjustable mood lighting, the new First suite will be the longest and widest seat in BA's history. The Club Suite has a private entrance and direct aisle access. 


	
	
	Route network growth
	New direct flights to St. Louis, USA (2026), return flights to Bangkok and Kuala Lumpur (October/November 2024), and new routes to Abu Dhabi (April 2024), Agadir (March 2024), and Izmir (May 2024) are all part of the strategic expansion of the worldwide network.

	shows a dedication to growing the network to Asia after the epidemic and breaking into new markets while enhancing current ones.


	TRANSFORMATIONAL
	Building the future
	Engine Optimisation System (EOS)
	IAG's AI team developed an AI-powered solution internally that optimises engine maintenance plans by considering millions of scenarios depending on personnel, components, and regulatory requirements.

	With a planned expansion to all IAG airlines, it is now in use on Aer Lingus. represents one of the 10 new AI products that IAG's 70-person AI team is developing.


	
	
	Ecosystem of Predictive Technology

	Real-time operational data analysis is made possible by a comprehensive AI infrastructure spanning the fleet of more than 280 aircraft.

	Aircraft turnaround times are reduced by 10%. Cancellations on days with Heathrow operational constraints are expected to drop by 10% to 15%. With more than 100 data scientists on staff, 830 transformation initiatives have been implemented.


	
	
	BA Net Zero 2050 & Better World

	A comprehensive sustainability program that aims to achieve net zero carbon emissions by the year 2050. Purchasing premium carbon removal credits, boosting the use of Sustainable Aviation Fuel (SAF), and investing in fuel-efficient aircraft are all part of the strategy.

	AG announced largest SAF purchase agreement with e-SAF producer 'Twelve' for advanced e-SAF made from CO2, water and renewable energy (90% lifecycle GHG reduction). Target of 10% SAF by 2030. BA has invested in SAF for ~10 years, routinely using since 2021 (2.7% of total fuel use in 2024). Supporting "true zero emissions" innovation through investments in companies like Zero Avia developing hydrogen fuel cell propulsion. Partnership with The Earth shot Prize to scale climate solutions.



[bookmark: _Toc223516865]3.  Understanding Customer Experience Throughout the Journey

According to Lemon & Verhoef (2016, p. 71), the customer journey, which comprises touchpoints across many channels and stages, is a "dynamic process" that makes up the customer experience. For British Airways, the trip consists of a number of related experiences rather than a single event. According to Lemon and Verhoef (2016), the highlighted pain points, such as difficult navigation, queue anxiety, and interruption stress represent crucial events that have a detrimental effect on the general consumer experience. On the other hand, the benefits (such as smooth digital check-in, first-rate cabin comfort, and proactive alerts) are moments that add value. In order to properly manage these touchpoints and provide a more seamless, integrated journey that satisfies contemporary customer expectations for personalisation and immediacy, digital innovation options like AI chatbots and real-time tracking are crucial.
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Table 2: Customer Mapping BA Lemon (2016)
 
	Journey steps
	Key Touchpoints
	Customer Pain Points
	Customer Gains
	Digital Innovation Opportunities

	Pre-trip: motivation and booking.
	BA App/Website.
Ads on Social. Media
Blogs about travel.
Search engines. 
Newsletters by email.
 Emails from the Executive Club.

	The inability to use the "Manage My Booking" option or locate the best fares is an example of complicated navigation (Lemon & Verhoef, 2016, p. 78 examine how complex interfaces cause negative cognitive responses).
 Information overload: confusion caused by an excessive number of fare options (Basic, Plus, Club).
 Prolonged Call Waits: Contacting customer support with complicated questions.

	Personalised Offers: Suggested destinations based on previous travel experiences.
Easy Booking: Payment information and passenger data are saved for a speedy checkout.
Accurate Loyalty Benefits: An open illustration of Avios' earning potential.

	 Chatbot Powered by AI: round-the-clock support for booking
modifications and FAQs 
AI-powered personalised and predictive search that makes destination recommendations based on user behaviour.
Augmented Reality (AR) Preview: Virtual cabin tours (like the new Club Suite) while making a reservation.


	TRIP: Airport & Pre-Flight

	Check-in via kiosk or app,
Drop of the Bag
 Safety.
The BA Lounge, 
 Push Alert.
The Gate of Boarding.

	Check-in Issues: Slow performance or bugs in the app. 
Long line-ups at security or bag drop cause queue anxiety (Vargo & Lusch, 2004, p. 7 mention that service delays hinder value co-creation).
Overcrowding in the lounge: Having trouble finding a seat. 
 Uncertain Disruption Information: Perplexing updates to delays or gate adjustments.

	 Smooth biometric passport scanning for efficient digital check-in. 
Fast-Track Security: A smooth status experience.
 Premium Lounge Experience: Quality cuisine and peaceful areas are available.

	AI-Powered Disruption Management: One-click acceptance for proactive rebooking through an app. 
Biometric Boarding: Faster flow through paperless facial recognition.
Smart Notifications: Current lounge occupancy and queuing times.


	TRIP: While Flying

	Cabin and Seat. 
Entertainment while in flight (IFE).
Communication among cabin crew.
Food service. Connectivity via Wi-Fi.

	Wi-Fi that is unreliable can be costly or slow. 
Outdated IFE: Older aeroplanes have less content.
Service Inconsistency: Varying attentiveness from cabin crew. 
Comfort of the Seat: Economy seats are cramped.

	New Club Suite with Privacy Door: Modern Cabin Ambience.
Interesting IFE: A large number of films
Engaging IFE: Wide selection of movies.
Personalised service is provided by the attentive crew (Vargo & Lusch, 2004, p. 11 highlight that value is co-created through interaction). 
Free and quick Wi-Fi: Starlink connectivity in the future.

	 Gate-to-gate connectivity for streaming is provided by Starlink High-Speed Wi-Fi. 
Personalised IFE: Recommendations for content based on past viewing.
Tablets with passenger choices for individualised service are an example of digital crew assistance.


	Post trip: Arrival and afterward
	Claim your baggage. 
Customs.
Survey after Flight.
A statement of loyalty. 
Retargeting advertisements. 
social media.

	Lost/Delayed Bags: Anxiety at baggage claim.
 Feedback Ignored: No follow-up on survey complaints (Lemon & Verhoef, 2016, p. 85 highlight how post-purchase experiences shape overall satisfaction).
Delayed Miles Posting: Loyalty points not credited promptly.
	 Fast Baggage Delivery: Easy management. 
Clear Loyalty Update: Miles accrued are instantly notified.
Customised Thank You: A crew appreciation note.

	AI Baggage Tracking: RFID-based real-time location updates. Instant posting of Avios: Automated Loyalty Reconciliation.
Personalised Re-Engagement: Offers that are tailored to a user's past travel experiences.







[bookmark: _Toc223516867]4. Proposing a Digital Transformation Initiative

This section, which is based on the customer journey map created in Part 1, uses causal mapping to identify the main operational issue, suggests a digital solution, explains how it fits into the company model, and shows the enhanced customer experience.
[bookmark: _Toc223516868]4.1 Identify the central problem using causal mapping

The most detrimental issue influencing the customer experience, according to an analysis of British Airways' customer journey, is operational disruption and a lack of real-time visibility during irregular operations. Customers that experience flight delays, cancellations, or disruptions must deal with:
· [bookmark: _Hlk223350417]Extended wait times at call centres (Sabio, 2025). (contact center workload decreased by 22% following intervention, showing extreme pre-intervention pressure).
· Incapacity to promptly rebook via digital channels 
· Inadequate explanation of rights and options
· Customers must locate lodging on their own when vouchers are distributed manually (Brandler, 2024)
According to Lemon and Verhoef (2016, p.83) overall happiness and loyalty are disproportionately impacted by unfavourable core service encounter experiences. During disruptions, when customer vulnerability is at its peak, this is especially acute.
















Figure 1: Causal Map failure of British Airways' Disruption Management

[bookmark: _Toc223516869]4.2 Developing a digital solution

An integrated AI-Powered "Connected Journey" Ecosystem is the suggested digital solution, which builds on the causative analysis of British Airways' operational difficulties. By utilising the airline's current £7 billion transformation investments and adding new capabilities for proactive, individualised customer service, this solution tackles the fundamental issue of inefficient disruption management. 
[bookmark: _Toc223516870]4.2.1. Components and Architecture of the Solution

Five interconnected technical elements make up the "Connected Journey" ecosystem:
1. Platform for Predictive Disruption Intelligence:
By combining data from several sources, including weather patterns, air traffic control limits, aircraft maintenance schedules, and crew availability, this AI-driven approach expands BA's current operational tools by forecasting interruptions 24 to 48 hours in advance. 243,000 minutes of delays have already been avoided because to BA's real-time weather rerouting programs (Jiger, 2025). This part allows for proactive rather than reactive customer communication by scaling that capability throughout the entire operation.
2. Intelligent Engine for Customer Communication 
This engine provides tailored, contextual updates through customers' preferred channels, building on BA's commitment in comprehending customer intent through analysis of 35,000 calls. By anticipating consumer demands before they exist, it addresses the crucial finding that seven of the top ten contact reasons were previously unforeseen.

3. Automated Recovery and Rebooking System 
This technology automatically creates and displays rebooking options for consumers via the BA app or website in the event of a disruption. Customers require "100% serviceability online" and the capacity to self-serve during disruptions, according to Colm Lacy, Chief Commercial Officer of BA (Fox, 2025) . By interacting with partner airline systems via NDC-enabled distribution channels, this component provides that functionality.
4. Digital Compensation Engine and Voucher 
The technology automatically sends hotel, meal and transport vouchers straight to consumers' mobile devices during qualifying delays. The previously noted issue of customers having to make their own accommodations during outages is immediately addressed by this (Jiger, 2025).
5. Consolidated Platform for Customer Data 
Every component works with BA's 90% finished cloud-migrated infrastructure. This platform provides a single customer perspective that is necessary for individualised service delivery by combining data from more than 700 systems (Fox, 2025).
[bookmark: _Toc223516871]4.2.2 Integration into the Business Model

The "Connected Journey" ecosystem aligns with Colm Lacy's five post-pandemic strategy pillars by integrating into British Airways' business model across several strategic dimensions.

Table 3: Strategic Alignment to the Transformation Pillars of BA

	Strategy pillars
	Integration Approach
	Measurable outcome

	Increase London presence
	Hub reputation is safeguarded by dependable operations, and improved slot utilisation is made possible by predictive tools.

	In Q1 2025, 86% of departures were on time


	Enhance the client experience
	Self-service empowers clients, while proactive communication during disruptions increases satisfaction.

	decreased workload at the contact center and increased satisfaction with recuperation


	Encourage Effective Operations

	Automated rebooking minimises disruption costs, while AI automation lowers the cost of manual involvement.

	"Millions of pounds in lost revenue and refund costs" were previously incurred by each stoppage.


	Update Foundations
	90% of the cloud migration is finished, allowing for an integrated platform and the consolidation of over 700 systems.

	The basis for all breakthroughs in digital technology




Integration of Operations:

BA's current IT infrastructure is integrated with the ecosystem. The airline has implemented about 830 transformation projects and employs more than 100 data scientists. The "Connected Journey" ecosystem is built on current AI use cases, including as real-time weather rerouting, smart stand allocation (saving 160,000 minutes of delays), and the Runway support tool for disruption modelling.
Integration for Commercial Use:

By 2027, BA hopes to achieve 85–90% of volume through digital channels using New Distribution Capability (NDC) and contemporary retailing platforms. By offering attractive digital self-service choices that lessen dependency on conventional distribution channels, the ecosystem speeds up this shift. The automated rebooking feature allows for smooth recovery throughout the One world alliance network by integrating with partner airline systems via NDC (Fox, 2025).
Integration of Customer Experience:
Developed in collaboration with Human8, BA's path-to-purchase model is "embedded throughout the organization as part of a single consolidated view of the customer journey." This structure is extended into the disruption recovery phase by the "Connected Journey" ecosystem, guaranteeing uniform experience delivery across all touchpoints. The purchase journey framework is utilised for strategic planning across marketing and data analytics teams, the same cross-functional approach used for disruption management, according to Eulin Goh, Head of Research and Insight at BA.
[bookmark: _Toc223516872]4.2.3 Visualising the update customer journey:

	Journey stage
	Previous experience
	New enhance experience
	Digital Innovation Applied

	Pre-trip (24-48 hours before)
	Unaware of possible problems, passengers arrive at the airport

	Proactive alert: "The weather forecast may have an impact on your flight tomorrow. We're keeping an eye on things and will provide you with an update by 8 p.m. Online choice management is another possibility.

	Personalised communication engine plus predictive AI analytics (building on a £100 million AI investment)


	Day of travel(pre-disturbance)
	When you go to the airport, you find delays at the gate or check-in.

	Live status, gate details, and projected impact are all updated in real time through the app. Proactive options are offered if a delay is anticipated.

	Real-time operational data feed + mobile app integration (new BA.com platform undergoing testing)


	Disturbing event
	There are no self-service options, lengthy call center wait times (70% increase during strikes), and growing frustration.

	The software instantly displays automated: possibilities, such as "Your flight is delayed by three hours." Select: (1) Auto-rebook for the upcoming BA flight (2) Return to the partner airline (3) cancel for a complete refund plus a £50 certificate; (4) hotel and meal vouchers if staying overnight.

	Digital voucher system, NDC integration, and automated rebooking engine 


	Whilst a delay
	Locate your own lodging; get little assistance; and be wary about making another reservation

	voucher that is automatically generated: 
"Your hotel is confirmed at Heathrow Hilton, ‘You have £30 worth of meal coupons loaded to your mobile wallet. Transportation to the hotel is scheduled’.

	Integration of mobile wallets, hotel APIs, and ground transportation.


	Recuperation (Missed Flight Connections)

	Finding alternatives is the customer's responsibility; there is little assistance.

	The entire itinerary is automatically updated:
New boarding passes are displayed in the app, all subsequent connections are rescheduled, and luggage is instantly moved.

	Integration of partner airlines (via NDC) + automatic scheduling.


	After the trip
	Lack of follow-up, persistent frustration, and possible harm to the brand

	24-hour personalised follow-up: 
"We're sorry for your delay. As a goodwill gesture, 5,000 Avios added to your account. Here's 20% off your next booking."
	Integration of loyalty systems, automated reimbursement, and customised re-engagement offers



[bookmark: _Toc223516873]

4.2.4 Application of customer experience principles:

Lemon and Verhoef's (2016, p. 84) "experience quality dimensions" are immediately addressed by this improved journey: 
Usability: Customer effort is decreased by self-service alternatives via a recognisable app interface.
Interactivity: Customers can take charge of their recuperation through two-way contact. 
Personalisation: Choices based on personal preferences and situations.
Consistency: A smooth interaction between digital and physical platforms.
[bookmark: _Toc223516874]5. KPI to measure success and business impact

Key Performance Indicators (KPIs) are measurable measures that are used to assess how well an effort or company is accomplishing important business goals. Based on the theoretical frameworks of Lemon and Verhoef (2016), KPIs must evaluate gains in customer experience, operational efficiency, and financial success for British Airways' proposed "Connected Journey" AI ecosystem.

Customer Satisfaction Scores (CSAT): usually on a 1–5 or 1–10 scale, gauge how satisfied consumers are with particular interactions or overall experiences (Qualtrics, 2026). Proactive alerts, self-service rebooking, digital voucher issuance, and post-recovery follow-up are crucial touchpoints during disruption recovery for BA's digital solution where CSAT should be monitored. Lemon and Verhoef's (2016, p. 83) emphasis that unpleasant experiences during core service contacts disproportionately effect satisfaction is reflected in the baseline CSAT of 45–55% during disruption and the aim of 70%+ after deployment.
Net promoter score (NTS): Asking "How likely are you to recommend us?" on a 0–10 scale and deducting Detractors (0–6) from Promoters (9–10) is one way to gauge customer loyalty (Qualtrics, 2026). BA should monitor relationship NPS on a quarterly basis as well as transactional NPS right after recovery. The "service recovery paradox" states that a successful recovery can increase loyalty compared to the absence of a failure, thus turning disruption from a liability into a chance to foster loyalty (Lemon & Verhoef, 2016, p.85).
Operational efficiency Metrix: 
include initial contact resolution rate (goal 85%+), digital adoption rate during interruption (target 60%+), average handling time (target 40–50% reduction through automation), and contact center workload reduction (building on BA's 22% decrease already achieved) (Call Center Helper, 2025). Vargo and Lusch's (2004) concept of operant resources—knowledge and skills that provide efficiency effects through automation and artificial intelligence—is consistent with these measurements.
 Revenue Impact Metrics: include future booking conversion (goal 65-70% post-excellent recovery versus 40-50% post-poor recovery), refund and compensation costs (target 20-30% reduction), and customer churn rate (target 25% reduction in disruption-related churn). By bridging the gap between financial gains and CX enhancements, these indicators support ongoing investments in digital transformation (Lemon & Verhoef, 2016, p.86). When combined, these KPIs offer a thorough framework for assessing the effects of BA's £7 billion transformation program on operations, profitability, and customer experience.
[bookmark: _Toc223516875]6. Conclusion 

Through its £7 billion transformation program, British Airways exemplifies a strategically balanced approach to innovation, allocating resources across core optimisation (AI operations, fleet modernisation), adjacent expansion (premium cabins, Starlink Wi-Fi, route network growth), and transformational initiatives (Net Zero 2050, IAGi Ventures, predictive maintenance) (Nagji and Tuff, 2012). This portfolio builds long-term resiliency while guaranteeing short-term performance.
The primary issue found in customer journey analysis ineffective disruption management is immediately addressed by the suggested "Connected Journey" AI ecosystem. The system turns service failure into opportunities for value co-creation by combining digital coupons, automated rebooking, predictive intelligence, and tailored communication (Vargo and Lusch, 2004). The ecosystem offers quantifiable improvements in customer satisfaction (CSAT target 70%+), loyalty (NPS +30), operational efficiency (35% workload reduction), and revenue impact (25% churn reduction), building on BA's current investments £100m in AI, 90% cloud migration completion, and 22% contact centre workload reduction already achieved (Call Centre Helper, 2025; Lemon and Verhoef, 2016).
 Finally, Innovation makes it possible for businesses to adapt, stand out, and prosper in changing settings, which is a vital component of corporate success. For British Airways, digital transformation entails radically rethinking consumer connections rather than just adopting new technologies. Customer experience investments must ultimately generate financial benefits, as Lemon and Verhoef (2016, p. 86) highlight. This is precisely what the "Connected Journey" ecosystem accomplishes through increased loyalty, lower expenses, and new revenue streams. Systematic innovation becomes the difference between survival and leadership in a market with narrow profit margins and fierce competition. British Airways' dedication to change puts it in a position to not only bounce back from disruption but also to forge stronger bonds with its customers that guarantee long-term competitive advantage.
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