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[bookmark: _Toc1505800022]Executive Summary
John Lewis Partnership, a leading UK retailer with a heritage dating back to 1864, is undergoing a strategic transformation to remain competitive in a rapidly evolving retail landscape. Known for its employee-owned model and commitment to quality, the company is responding to shifting consumer expectations and industry pressures including digital-first shopping behaviors, demand for personalization, and rising competition from e-commerce giants.
In response, John Lewis has launched an £800 million transformation plan focused on experiential retail, omnichannel integration, and sustainable luxury. Using the Innovation Ambition Matrix, the company’s innovation strategy spans core enhancements (e.g., personalized styling and loyalty programs), adjacent expansions (e.g., fashion rental and resale), and transformational investments in AI, cloud computing, and predictive analytics.
Customer Journey Mapping reveals key pain points such as limited personalization, fragmented online-offline experiences, and slow service response. Despite these challenges, the brand retains strong customer trust and service ethos, presenting clear opportunities for digital innovation.
To address these gaps, the proposed AI-Powered Personal Shopping Assistant offers a cross-platform solution that delivers tailored recommendations, virtual try-on tools, and smart post-purchase engagement. The enhanced customer journey from AI-curated discovery to personalized follow-ups aims to improve satisfaction, boost conversion and retention, and streamline operations.
Success will be measured through Net Promoter Score (NPS), loyalty engagement, conversion rates, and service response times. This initiative positions John Lewis to deepen customer relationships, drive long-term value, and reinforce its leadership in the modern retail landscape.
[bookmark: _Toc82466096]Introduction 
The John Lewis Partnership, the UK’s largest employee-owned business, has demonstrated strong financial and strategic progress in 2024/25. With profits before tax and exceptional items tripling to £126 million and total revenue rising to £11.1 billion, the Partnership has shown resilience and adaptability amid a challenging retail environment. The transformation plan focused on “Brilliant Retail,” has led to increased customer satisfaction, improved operational efficiency, and expanded loyalty programmes. My John Lewis membership grew by 11% to 3.7 million.
 
Strategic investments of over £700 million have been directed toward store refurbishments, supply chain upgrades, and Partner pay, reinforcing the brand’s commitment to quality service and long-term sustainability. John Lewis continues to differentiate itself through omnichannel innovation, curated product ranges, and its enduring “Never Knowingly Undersold” promise. Academic research supports this approach, highlighting the role of experiential marketing and emotional engagement in customer loyalty (Schmitt,1999). 
[scholar.google.com]
 
This report evaluates the customer journey and performance of John Lewis using recent data and strategic insights. It identifies key opportunities for growth, including deeper personalisation, enhanced digital experiences, and continued investment in Partner engagement, all essential for maintaining competitive advantage in the evolving UK retail landscape. [johnlewisp...ship.co.uk]
John Lewis, a cornerstone of British retail, operates under the John Lewis Partnership’s unique employee-owned model, which empowers its 69,000 Partners to deliver exceptional customer experiences. Founded on principles of fairness and long-term thinking, the Partnership’s purpose “Working in Partnership for a Happier World” guides its operations across retail, financial services, and property development.
 
In 2024/25, John Lewis reported £4.8 billion in sales and £3.6 billion in revenue, maintaining market share despite sector-wide challenges. The brand’s strategic focus on omnichannel retailing, experiential store environments, and curated product offerings has driven customer engagement and loyalty. Notable initiatives include the relaunch of “Never Knowingly Undersold,” new partnerships with brands like Jamie Oliver and Waterstones, and the expansion of digital fulfilment capabilities.
 
Academic frameworks such as Schmitt’s experiential marketing model emphasise the importance of sensory, emotional, and cognitive engagement in shaping consumer behaviour. John Lewis exemplifies these principles through its seamless integration of online and in-store experiences, personalised services, and ethical sourcing. [scholar.google.com]
 
This report explores the customer journey at John Lewis, analysing performance data, strategic initiatives, and customer experience design. It aims to provide actionable insights into how the brand can continue to evolve and thrive in a competitive, digitally driven retail landscape. [johnlewisp...ship.co.uk]

Customer Journey Map: John Lewis
[bookmark: _Toc279943935]Customer: Emily Carter
Age: 38
Occupation: Marketing Manager
Location: Bristol
Income: £55,000/year
Lifestyle: Busy professional, values quality and convenience, shops online and in-store
Shopping Goal: Redecorating her living room with stylish, durable furniture and accessories
Customer Journey Map
	Stage
	Touchpoints
	Customer Goals
	Emotions
	Pain Points
	Opportunities

	Awareness
	Instagram ad, Google search, blog post
	Discover stylish home décor ideas
	Curious, inspired
	Overwhelmed by options
	Use targeted content and influencer posts

	Consideration
	John Lewis website, reviews, store visit
	Compare styles, prices, and delivery options
	Interested, cautious
	Unclear stock availability
	Improve online stock visibility

	Purchase
	Online checkout, store POS
	Buy sofa, cushions, and lighting
	Excited, slightly anxious
	Delivery slots limited
	Offer flexible delivery and setup options

	Post-Purchase
	Email confirmation, delivery experience
	Receive items smoothly, ensure quality
	Hopeful, satisfied
	Assembly instructions unclear
	Include video guides and follow-up email

	Loyalty
	Newsletter, loyalty program, app
	Stay updated on offers and trends
	Confident, loyal
	Generic promotions
	Personalised offers based on past purchases




Innovation Ambition Matrix – John Lewis
This Innovation Ambition Matrix outlines John Lewis's strategic innovation initiatives across three categories: Core, Adjacent, and Transformational. It helps visualise how the company balances improvements to existing products with bold investments for future growth.
	Innovation Ambition Matrix

	Core Innovations
	- Homeware
 - Fashion
 - Electronics
 - Beauty & Skincare
 - Furniture & Lighting

	Adjacent Innovations
	- Smart home integration
 - Sustainable packaging
 - Enhanced delivery options
 - Personalised product recommendations
 - Subscription services for essentials

	Transformational Innovations
	- AI-powered personal shopping assistant
 - Circular economy initiatives
 - Immersive virtual store experiences



[bookmark: _Toc1954531985]Innovation Ambition Matrix – John Lewis
[bookmark: _Toc653254522]1. Core Innovations
Focus on improving existing products and services to strengthen the current market position:
· Homeware: Enhance quality and design of household essentials.
· Fashion: Expand seasonal collections and improve sustainability in clothing lines.
· Electronics: Offer competitive pricing and better after-sales support.
· Beauty & Skincare: Introduce exclusive brands and improve in-store experience.
· Furniture & Lighting: Modernize designs and integrate eco-friendly materials.

[bookmark: _Toc1620299547]2. Adjacent Innovations
Leverage existing capabilities:
· Smart Home Integration: Partner with tech brands to offer connected home solutions.
· Sustainable Packaging: Reduce plastic use and introduce recyclable materials.
· Enhanced Delivery Options: Same-day delivery and flexible pickup points.
· Personalised Product Recommendations: Use data analytics for tailored shopping experiences.
· Subscription Services for Essentials: Monthly plans for household and beauty products.

[bookmark: _Toc1852441188]3. Transformational Innovations
Invest in breakthrough ideas that redefine the business model:
· AI-Powered Personal Shopping Assistant: Virtual assistant for personalized shopping.
· Circular Economy Initiatives: Buy-back programs and resale platforms for pre-owned goods.
· Immersive Virtual Store Experiences: VR-enabled shopping for an interactive experience.

The Innovation Ambition Matrix helps John Lewis in several strategic ways:
[bookmark: _Toc1794223669]1. Balanced Innovation Portfolio
It ensures that John Lewis maintains a healthy mix of:
· Core innovations that improve existing products and services (e.g., homeware, fashion, electronics).
· Adjacent innovations that extend current offerings into new areas (e.g., smart home integration, sustainable packaging).
· Transformational innovations that explore bold, future-facing opportunities (e.g., AI shopping assistants, circular economy models).
This balance reduces risk while enabling growth in john lewis.
[bookmark: _Toc350598291]2. Strategic Resource Allocation
By categorising initiatives, John Lewis can allocate resources more effectively:
· Invest steadily in core areas to maintain quality and customer satisfaction.
· Experiment with adjacent innovations to stay competitive.
· Dedicate strategic funding to transformational ideas that could redefine the brand.
[bookmark: _Toc1367589512]3. Innovation Visibility and Alignment
The matrix provides a clear visual framework for leadership and teams to:
· Align innovation efforts with business goals.
· Communicate priorities across departments.
· Track progress and impact of different innovation types.
[bookmark: _Toc523676056]4. Customer-Centric Growth
It helps John Lewis stay responsive to evolving customer needs:
· Enhancing current products for convenience and sustainability.
· Introducing new experiences that deepen engagement and loyalty.


[bookmark: _Toc808069863]Part 2: Proposed Digital Transformation Initiative for John Lewis
[bookmark: _Toc782979118] AI-Powered Personal Shopping Assistant
 To enhance customer experience, personalization, and operational efficiency across all channels online, mobile, and in-store. 
Key Features
1. Cross-Platform Integration
a. Available on website, mobile app, and in-store kiosks.
2. Personalized Recommendations
a. Uses AI to analyze customer preferences, purchase history, and browsing behavior.
b. Offers tailored product suggestions across fashion, homeware, and beauty.
3. Virtual Visualization Tools
a. Includes virtual try-on for fashion items.
b. Room previews features for home products using AR.
4. Real-Time Support
a. Provides styling advice, product comparisons, and availability updates.
b. Integrates with customer service for seamless assistance.
[bookmark: _Toc1090379498]Enhanced Customer Journey
· Discovery: AI-curated product feeds based on interests and lifestyle.
· Consideration: Interactive tools like virtual try-on and room visualization.
· Purchase: Streamlined checkout with loyalty program integration.
· Post-Purchase: Smart follow-ups, care tips, and re-engagement offers.

Discovery: AI-Curated Product Feeds
· Customers are introduced to products through personalized feeds tailored to their interests, lifestyle, and browsing history.
· AI analyzes previous interactions to surface relevant items, seasonal trends, and curated collections.
· Feeds are dynamic and update in real-time across web, app, and in-store kiosks.

Consideration: Interactive Tools
· Virtual Try-On: Customers can digitally try on fashion items using augmented reality, improving confidence in fit and style.
· Room Visualization: Homeware products can be previewed in the customer’s own space using AR, helping with layout and design decisions.
· These tools reduce uncertainty and enhance engagement during the decision-making process.

Purchase: Streamlined Checkout
· Checkout is simplified with integrated loyalty program features, allowing customers to redeem points and access exclusive offers.
· Payment options are flexible and consistent across platforms.
· AI assistant can guide users through checkout, suggest complementary items, and ensure a smooth transaction.

Post-Purchase: Smart Engagement
· Customers receive personalized follow-ups, including care tips, usage guides, and product updates.
· Re-engagement offers are tailored based on purchase history and preferences.
· AI-driven communication helps maintain long-term relationships and encourages repeat purchases

Enhanced Individual Customer Journey Mapping for John Lewis is to Discover
· Touchpoints: Website, mobile app, in-store kiosk
· Experience: Customer logs into their account and is welcomed with AI-curated product feeds tailored to their lifestyle, preferences, and previous purchases.
· Enhancements:
Dynamic content updates based on real-time behavior
Integration with seasonal campaigns and exclusive member previews
· Goal: Inspire interest and engagement through personalized discovery.

Consideration
· Touchpoints: Product pages, interactive tools, AI assistant
· Experience: Customer explores products using virtual try-on for fashion and room visualization for homeware. AI assistant offers styling advice, product comparisons, and availability updates.
· Enhancements:
Interactive product demos and video reviews
Smart filters based on lifestyle and occasion
· Goal: Empower confident decision-making and reduce friction.

Purchase
· Touchpoints: Online checkout, mobile app, in-store POS
· Experience: Streamlined checkout with loyalty integration, personalized offers, and AI-suggested complementary items.
· Enhancements:
One-click checkout for repeat customers
Real-time stock updates and delivery options
· Goal: Deliver a smooth, rewarding transaction experience.

Post-Purchase
· Touchpoints: Email, app notifications, customer service
· Experience: Customer receives personalized follow-ups including care tips, product usage guides, and re-engagement offers. AI monitors satisfaction and prompts support if needed.
· Enhancements:
Smart reordering reminders and product lifecycle updates
Integration with returns and feedback systems
· Goal: Build loyalty and encourage repeat engagement through thoughtful post-purchase care.

This enhanced individual journey mapping illustrates how John Lewis can deliver a seamless, personalized experience across all stages of the customer lifecycle, leveraging AI and digital tools to deepen customer relationships and drive long-term value.

Impact & Success Metrics
· Customer Satisfaction: Measured via Net Promoter Score (NPS) and feedback surveys.
· Conversion Rates: Increase in personalized product purchases.
· Retention: Growth in loyalty program engagement.
· Operational Efficiency: Reduced service response times and improved staff productivity.

Cross-Platform Integration
· Website: Seamlessly embedded into the online shopping experience, offering personalized recommendations and support during browsing and checkout.
· Mobile App: Provides on-the-go assistance, syncing with user profiles to deliver tailored suggestions and notifications.
· In-Store Kiosks: Interactive touchpoints where customers can access their profiles, explore products, and receive real-time guidance while shopping in physical stores.
[bookmark: _Toc194470786]Personalized Recommendations
[bookmark: _Toc1470830580]AI-Driven Insights: Uses machine learning to analyze customer data including past purchases, browsing behavior, and preferences.
· Tailored Suggestions: Recommends products across categories fashion, homeware, beauty based on lifestyle, seasonal trends, and individual tastes.
· Dynamic Updates: Continuously refines recommendations as customer behavior evolves, ensuring relevance and engagement.

Virtual Visualization Tools
· Virtual Try-On: Enables customers to digitally try on clothing and accessories using augmented reality (AR), improving confidence in online purchases.
· Room Preview: Allows users to visualize furniture and home décor in their own space using AR, enhancing decision-making and reducing returns.

Real-Time Support
· Styling Advice: Offers instant fashion tips and outfit suggestions based on current trends and customer preferences.
· Product Comparisons: Helps users evaluate similar items across price, features, and availability.
· Customer Service Integration: Connects with live support for seamless escalation of queries, blending AI efficiency with human empathy.

[bookmark: _Toc207957199]Innovation Ambition Matrix – John Lewis
· The Innovation Ambition Matrix categorizes innovation initiatives into Core, Adjacent, and Transformational strategies, based on existing and new products and customers.
· [bookmark: _Toc1621201786]Core Innovations (Existing Products & Existing Customers)
· Target Customers: Women, online shoppers, in-store customers, loyal members.
· Products & Services: Homeware, clothing, electricals, beauty, toys.
· Delivery Enhancements: Same-day delivery, installation services.
· Goal: Strengthen current offerings and improve convenience for existing customers.
· 
· [bookmark: _Toc1177252799]Adjacent Innovations (New Customers or Modified Products)
· New Customer Segments: Content creators, influencers, reviewers.
· Product Enhancements: 
· Improved clothing quality.
· Sustainable materials for toys.
· Digital Features: Continue app development, order notifications, discounts for product reviews.
· Goal: Expand reach and engagement through sustainability and influencer-driven marketing.
· 
· [bookmark: _Toc1803018313]Transformational Innovations (New Products & New Customers)
· New Customer Segments: Office staff, partnerships, young graduates.
· New Products & Services: 
· AI integration in stores for personalized experiences.
· Launch of a sports brand.
· Promotional Strategies: Discounts for loyal customers, AI-driven adverts and trials.
· Goal: Reinvent the brand for future growth through technology and new market entry.
This balanced approach allows John Lewis to maintain relevance while exploring new growth avenues.

[bookmark: _Toc1702790480]Customer Journey Challenges
Despite its strong brand, John Lewis faces several challenges:
· Lack of Personalization: Legacy systems hinder tailored experiences across digital platforms.
· Fragmented Online and In-Store Experience: Disconnected content strategies and manual processes reduce consistency and agility.
· Strong Competition: Digital-first retailers like Amazon offer faster, more personalized services, pressuring John Lewis.
John Lewis is responding with a £800 million transformation plan focused on digital infrastructure, experiential retail, and sustainability.

2. Key Consumer and Industry Trends 
I have highlighted the major trends influencing John Lewis: 
E-commerce Growth: Customers prefer online and mobile shopping.
Personalization: Demand for tailored experiences.
Sustainability: Consumers expect eco-friendly practices.
Technology Adoption: AI, AR/VR, and data analytics are transforming retail.
Competitive Pressure: Intense competition from Amazon and similar platforms.

3. Proposed Digital Transformation Initiative 
I have Suggested a new initiative, such as: 
AI-powered omnichannel platform with: 
Personalized product recommendations.
Virtual try-on for fashion and homeware.
Smart inventory and delivery tracking.
Immersive virtual store experiences for online customers.
Objective: Improve convenience, personalization, and engagement while connecting physical and digital shopping.

4. Updated Customer Journey Map 
I will show how the journey changes: 
Before: Fragmented experience and After: 
1. Awareness: AI-driven personalized ads.
2. Consideration: Virtual store tours and AR previews.
3. Purchase: Seamless checkout across channels.
4. Post-Purchase: AI support, loyalty rewards, sustainability initiatives.

See the visual diagram of the new journey.

New Customer Journey Map: Emily Carter

Customer Profile
· Name: Emily Carter
· Age: 38
· Occupation: Marketing Manager
· Location: Bristol
· Income: £55,000/year
· Lifestyle: Busy professional, values quality and convenience, shops online and in-store
· Shopping Goal: Redecorating her living room with stylish, durable furniture and accessories
[bookmark: _Toc1313711467]Customer Journey Map
	Stage
	Touchpoints
	Customer Goals
	Emotions
	Pain Points
	Opportunities

	Awareness
	Instagram ad, Google search, blog post, AI assistant suggestions
	Discover stylish home décor ideas
	Curious, inspired
	Overwhelmed by options
	Use targeted content, influencer posts, and AI assistant to suggest curated ideas

	Consideration
	John Lewis website, reviews, store visit, AI assistant product comparisons
	Compare styles, prices, and delivery options
	Interested, cautious
	Unclear stock availability
	AI assistant provides real-time stock updates and personalized recommendations

	Purchase
	Online checkout, store POS, AI assistant-guided checkout
	Buy sofa, cushions, and lighting
	Excited, slightly anxious
	Delivery slots limited
	AI assistant suggests optimal delivery/setup times and bundles

	Post-Purchase
	Email confirmation, delivery experience, AI assistant follow-up
	Receive items smoothly, ensure quality
	Hopeful, satisfied
	Assembly instructions unclear
	AI assistant offers video guides, live chat, and post-purchase support

	Loyalty
	Newsletter, loyalty program, app, AI assistant notifications and reminders
	Stay updated on offers and trends
	Confident, loyal
	Generic promotions
	AI assistant delivers personalized offers, style tips, and loyalty rewards




5. Positive Impact on John Lewis 
Benefits include: 
Higher customer satisfaction and loyalty.
Increased conversion rates and revenue.
Operational efficiency through predictive analytics.
Stronger brand positioning as an innovative retailer.

6. Measuring Success 
The KPIs used were: 
Engagement metrics (click-through rates, dwell time).
Conversion rates and revenue growth.
Net Promoter Score (NPS).
ROI on digital investments.
Sustainability metrics (e.g., packaging reduction).


[bookmark: _Toc251694663]Positive Impacts on John Lewis
[bookmark: _Toc1978647610]1. Enhanced Customer Experience
· Delivers personalized recommendations based on browsing history, preferences, and purchase behavior.
· Offers virtual try-on and room visualization, reducing uncertainty and improving confidence in purchases.
· Provides real-time assistance, improving service responsiveness and reducing friction in the buying process.
[bookmark: _Toc58274951]2. Increased Conversion and Sales
· Personalized experiences are proven to boost conversion rates and average order value.
· Cross-selling and upselling opportunities are enhanced through intelligent product suggestions.
[bookmark: _Toc617884306]3. Stronger Customer Loyalty
· A seamless, tailored experience encourages repeat purchases and deeper engagement with the brand.
· Integration with loyalty programs strengthens customer retention.
[bookmark: _Toc559319828]4. Operational Efficiency
· Reduces pressure on human customer service teams by automating routine queries and support.
· Streamlines inventory and merchandising decisions through data-driven insights.



Innovation Ambition Matrix – John Lewis
The diagram below illustrates the Innovation Ambition Matrix for John Lewis, categorizing innovation initiatives across core, adjacent, and transformational strategies based on existing and new products and customers.
	 
	Core Innovation
	Adjacent Innovation
	Transformational Innovation

	Existing Customers & Products
	Same-day delivery
 Delivery and installation
 App continuation
 Order notifications
 Discounts for reviews
	Content creators
 Influencers
 Reviewers
 New clothing quality
 Sustainable materials for toys
	Integrating AI in shops
 Create a sports brand
 Adverts and discounts using AI trials

	Existing Customers & New Products
	Not applicable
	New clothing quality
 Sustainable toys
 Discounts for loyal customers
	Create a sports brand
 Integrating AI in shops

	New Customers & Existing Products
	Not applicable
	Partnerships
 Office staff
 Young graduates
	Adverts and discounts using AI trials
 Create a sports brand



Based on Emily Carter’s new customer journey, a desirable product that stands out is a stylish, durable sofa.
This aligns directly with her shopping goal of redecorating her living room with high-quality, stylish furniture. 
I have identified Emily's Pain point (Want and needs) 
	Pain Point
	Underlying Need
	Opportunity to Fulfil

	Limited delivery slots
	Convenience and flexibility
	Offer AI-assisted scheduling that suggests optimal delivery times based on her calendar availability

	Unclear stock availability
	Confidence in product availability
	Real-time stock updates via AI assistant to avoid disappointment

	Assembly instructions unclear
	Easy setup and timesaving
	Provide interactive video guides or offer expert assembly services at checkout

	Generic promotions
	Personalized experience
	Use AI to tailor promotions based on her style preferences and past purchases




Redecorating her living room with stylish, durable furniture and accessories.

How the Solution Helps
	Pain Point
	Does the Solution Address It?
	How It Helps

	Overwhelmed by options
	 Yes
	The AI assistant curates personalized décor suggestions based on Emily’s preferences, saving her time and reducing decision fatigue.

	Unclear stock availability
	 Yes
	The AI assistant provides real-time stock updates, ensuring she knows what’s available before visiting or ordering.

	Limited delivery slots
	 Yes
	The assistant suggests optimal delivery and setup times that fit her busy schedule.

	Assembly instructions unclear
	 Yes
	The assistant offers video guides and live chat support, making setup easier and less stressful.

	Generic promotions
	Yes
	Personalized offers and style tips are delivered via the AI assistant, making promotions more relevant and engaging.


· Time-saving bundles: Suggesting pre-matched furniture sets or room packages.
· Style quiz: Let Emily take a quick quiz to help the AI understand her taste better.
· Virtual room preview: Use AR to show how items would look in her actual living room.

[bookmark: _Toc2061920490]Conclusion 
John Lewis demonstrates a well-rounded approach to innovation, balancing core enhancements with adjacent and transformational initiatives. Through the Innovation Ambition Matrix, it’s clear that the company is actively modernizing its services, such as personalized styling and loyalty programs while exploring new markets like fashion rental and resale. Transformational investments in AI, cloud computing, and data science signal a commitment to future-proofing the business.
Customer Journey Mapping reveals that while John Lewis maintains a strong brand and customer trust, it faces challenges including limited personalization, fragmented online and in-store experiences, and increasing competition from digital-first retailers. These insights underscore the need for a strategic digital transformation initiative.
The proposed AI-Powered Personal Shopping Assistant directly addresses these challenges by enhancing personalization, streamlining the customer journey, and improving post-purchase engagement. Integrated across web, mobile, and in-store touchpoints, this solution offers tailored recommendations, virtual try-on tools, and smart follow-ups—creating a seamless and engaging experience.
The enhanced customer journey map illustrates how this initiative transforms each stage of the customer life cycle. Success will be measured through improved customer satisfaction (NPS), increased conversion and retention rates, and greater operational efficiency.
By aligning innovation with customer needs, John Lewis is well-positioned to strengthen its market presence, deepen customer loyalty, and remain competitive in a rapidly evolving retail landscape.
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