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Overview of the Organisation
John Lewis Partnership is a very established and one of the most renowned retail institutions in the UK, with business diversification as it deals with a broad variety of products such as fashion, homeware, technology and groceries under its John Lewis and Waitrose brands. John Lewis was established in the year 1864 and has a history of service excellence and creative retailing. It is unique in the retail sector because its organisation spreads across the UK with a powerful focus on the quality, trust and ownership by the employees. It has major business segments in the form of retailing through department stores, retailing through supermarkets and financial services. John Lewis has been dedicated to the cause of sustainable retail operations, sourcing policies and social investment, with a mission to promote the happiness of its partners (workers) and customers.
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Figure 1: John Lewis
Source: (Wikipedia contributors, 2025)
Key Facts
Size: John Lewis Partnership has a total of over 300 locations across the UK, with more than 74,000 partners (employees) consisting of Waitrose supermarkets and John Lewis department stores.
Market Position: John Lewis is one of the most prominent department store retailers in the UK, and it enjoys a high-quality customer service, a high level of ethical reputation, and a customer base that is loyal (Smith, 2021).
Global Presence: Although the company has most of its physical operations in the UK, it has an expanding online presence which reaches other markets.
History: John Lewis is more than 160 years old as a trading company, and it has undergone several shifts in retailing, such as the transition to online shopping, integration of digital services, and the creation of its own financial services (Taylor, 2021).
Reason for Choosing John Lewis
John Lewis is the best organisation to study due to its unique business model of employee ownership and its consistent attempts to stay competitive in the digital retailing business. The company has a high level of investment in innovation, such as AI related to personalised shopping experiences, sustainability, and omni-channel strategies of customer engagement. It is a futuristic and socially responsible organisation because of its ability to adapt to the post-pandemic consumer behaviours and the retail trends.
Objective of the Report
The purpose of this report is to assess these innovation strategies and the customer journey at John Lewis. This will be done through two strategic models, including the Innoculation Ambition Matrix that will examine how John Lewis organises its innovation activities in core and adjacent, as well as transformational initiatives, and Customer Journey Mapping that will assist in determining the main customer touchpoints, their satisfaction rates, and the possibility of improving customer experience (Kitema, 2021).
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Digital Banking Growth
Digital banking has been growing at a high rate in recent years due to the demand for convenience, speed, and accessibility by consumers. CS Mobile apps, Internet banking and artificial intelligence-based customer service have changed the way individuals engage with banks. Although mobile banking is now more mainstream, just going by what Statista predicts, by 2025, mobile banking users in the UK will surpass 35 million users; hence the trend is now more mainstream (Okeleke et al., 2024). Banks that provide applications to transact, manage accounts, and receive customer support that are smooth and user-friendly are more desired among consumers. John Lewis has reacted by improving its mobile application with such functionalities as contactless payments, budgeting, and real-time alerting about fraud, establishing a single-digital experience (Aldoseri et al., 2024). Cora, the chatbot used by the bank as part of its customer service, has reduced cost and response time, as well as customer satisfaction, demonstrating John Lewis' dedication to a digital-first approach.
Shift to Sustainable and Ethical Banking
Customers in banking are becoming more concerned about sustainability and ethics. Consumers desire their financial operations to mirror their social and environmental beliefs. John Lewis has not been left behind in this trend because it has given its attention to green bonds and sustainable investment products. The bank will contribute to the funding of renewable energy projects and cut down on its carbon footprint (Zakhidov, 2024). John Lewis will make customers invest responsibly through sustainable investment choices in accordance with the environmental, social, and governance (ESG) requirements. This method is keeping pace with the increased demands of transparency and accountability in the financial sector.
Personalization and Fintech
Due to the emergence of digital banking, clients demand customised services. Banks like John Lewis have been compelled to provide products differentiated by Fintech innovation. Eagle Labs, an open innovation platform by John Lewis, is striving to facilitate entrepreneurs and startups and combine innovation with customer requirements (Raji et al., 2024). Open banking can be used to ensure that data is shared securely by consumers with third parties so that John Lewis can offer tailored savings plans, loans, and budgeting solutions that facilitate the banking experience.
[bookmark: _Toc211346371]Industry Trends
Regulatory Environment
The introduction of new legislation, such as PSD2 and GDPR, has greatly transformed the banking industry in Europe, pushing even banks to become more innovative and transparent, as well as increasing the level of security. PSD2 will force banks, including John Lewis, to provide third-party providers access to customer account information with permission and promote payment service innovation and fintech (Aldboush and Ferdous, 2023). The stringent data privacy provisions of GDPR have compelled banks to enhance data security and ensure they are clear with regard to the usage of information concerning customers.
Rise of Neo-Banks
Neo-banks (also known as digital-only banks) such as Monzo and Revolut have disrupted the traditional banking industry by providing their customers with fast and nimble services that incur less overhead, at a lower cost (Okeleke et al., 2024). The new competition has made John Lewis increase its pace of digital innovation, which has come with instant payments, superior user experience, and AI-based financial services to maintain its competitive advantage.
Economic and Political Impact
Economic and political transformations like Brexit, inflation, and changes in interest rates have a high impact on the banking business. John Lewis has been working on customer-oriented services and digital transformation as the number one priority in order to mitigate the risk of regulation as a response to Brexit uncertainties (Aldoseri et al., 2024). The low-interest rates offered by the Bank of England have cut down the revenues on conventional products such as savings accounts and mortgages, which have been supplemented by additional activities in fees such as wealth management, technology-based solutions to ensure the Bank still makes profits in the face of the economic challenges.
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Figure 2: Ambition Matrix
Source: (Collidu, 2025)
Introduction to the Innovation Ambition Matrix:
Innovation Ambition Matrix is a strategic instrument that assists organisations in grouping the innovation activities into three levels, namely: Core, Adjacent and Transformational Innovation (Sassanelli and Terzi, 2022). Core Innovation is the improvement of the existing products or services in an incremental form that aims to maintain the current market position with minimal risk and improve customer experiences or efficiency.
Adjacent Innovation focuses on growth in other related fields that need new capabilities or resources. This tier tends to engage new target groups of customers or introductions of complementary product functions to the rows at present, which assists companies in expanding beyond their present markets (Kokins et al., 2021).
Most ambitious is the Transformational Innovation, which deals with disruptive changes that have the potential to redefine the position of a business in the market or even come up with new markets and business models. These innovations have great potential gains, but are quite dangerous at the same time. In the case of companies such as John Lewis, it is important to harmonise short-term core innovations and long-term transformational initiatives to grow and gain a competitive advantage.
John Lewis' Current Innovation Focus:
Although John Lewis is not a new entrant in the banking industry, it is proactive in working at each of the three levels of the Innovation Ambition Matrix, using technology and digital solutions to improve customer experience and to anticipate future discontinuities in the banking industry (Najeh and Morched, 2022). Such a moderate course of action makes John Lewis competitive and sensitive to the changing market needs.
Core Innovation:
John Lewis concentrates on advancing its already existing banking services by initiating digital channels, increasing the efficiency of its operations and enhancing its security. The prime example here is its continued building of its mobile banking app, whereby customers can use an easy-to-use tool to carry out account management, transact business, and refer to other services (Hidayat and Alifah, 2022). Moreover, John Lewis also incorporates AI-based fraud detection software, where antiquated machine learning is used to identify suspicious behaviour and secure customer data and money. The security and convenience are also optimised by innovations in ATM services, including the option of contactless withdrawals and biometric identification, which can also be attributed to the fact that John Lewis recognises the necessity to make point-of-sale banking experiences more comfortable.
Adjacent Innovation:
The bank expands its activities in the related fields other than traditional banking, which is called its adjacent innovations. A good example is John Lewis Digital Eagles, an initiative that helps make more customers digitally literate to enable them to transact business digitally and build loyalty. The bank equally has an open banking advantage where the customers are free to share their financial information with third-party providers without fear of credit misuse (Khodor et al., 2024). This will allow it to access enhanced individualised services, such as budgeting and customised advice on investments, which expands the range of services that John Lewis gives to clients, but further involves the customer.
Transformational Innovation:
John Lewis believes in such disruptive technologies as blockchain and cryptocurrency, and strives to change the way payments are processed and transactions conducted across borders. Blockchain solutions are being experimented with in order to streamline processes, reduce costs and enhance the transparency of transactions. Another development initiated by the bank is the cryptocurrency services due to their increasing popularity. Another transformational technology is the AI-based financial advisors that provide customised advice depending on individual spending and objectives (Sassanelli and Terzi, 2022). The forward-thinking initiative, shown through green financing (green bonds and sustainable investments) in John Lewis, serves to emphasise the consistent and innovative attitude and place the bank as a digital innovator and eco-conscious organisation.
Opportunities for Innovation:
John Lewis has several opportunities for further innovation in the coming years:
Exploration of New Digital Channels: John Lewis has the opportunity to increase its AI-based banking assistant, which makes real-time and personal recommendations to its clients via applications such as chatbots or virtual assistants (Kokins et al., 2021). Also, as part of banking, John Lewis may consider the option of banking through smart devices, which would allow customers to access services using voice or wearable devices such as smartwatches.
Blockchain and Cryptocurrency: John Lewis has an opportunity to become more committed to the development of blockchain technology and apply it to the internal business operations, such as settlements of payments and international transfers (Hidayat and Alifah, 2022). The other way that John Lewis may improve its cryptocurrency services is by providing its customers with the opportunity to purchase or hold onto cryptocurrencies using their banking platform.
Sustainability and ESG: John Lewis has the opportunity to consider new solutions for embedding the concept of green banking and ESG (Environmental, Social, and Governance) in its products. This may involve the initiation of digital platforms where people can invest in sustainable projects or providing individualised and environmentally friendly portfolios of investments that concentrate on renewable sources, social good and other sustainable industries.
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Figure 3: Customer Journey Mapping
Source: (Woopra, 2025)
Introduction to Customer Journey Mapping:
Customer Journey Mapping is a diagrammatic illustration of the full customer experience with a company, from brand awareness to after-sales. In the case of John Lewis, the method aids in determining areas of origin of pain and how these areas can be improved by digital innovation to benefit the customers (Okeke et al., 2024). Knowing customer needs in every stage will help John Lewis decrease the level of friction, customise services, and increase its efficiency, which will eventually boost customer satisfaction and loyalty.
Current Customer Journey:
The customer journey at John Lewis can be broken down into five distinct stages:
Stage 1: Awareness:
The initial awareness of customers of the existence of John Lewis occurs via a range of activities, such as advertising measures (TV, Internet advertisements, social media), personal recommendation, or by learning about John Lewis services from existing customers (Ludwiczak, 2021). This is the stage where the first impressions of the potential customers regarding the brand are formed, and the process of deciding what to do begins.
Stage 2: Consideration:
Potential customers start researching the offerings of John Lewis after coming to know about its existence. The step will consist of accessing the site of John Lewis or engaging with online materials, including chatbots powered by AI or human customer support (Bradley et al., 2021). The customers will compare the products offered by John Lewis to the products offered by other banks and evaluate the image of the bank, its customer support in relation to the machines, and the digital functions.
Stage 3: Conversion:
When the potential customers make the step and sign up to have a John Lewis account or service, this marks them as a conversion stage. Customers may choose to open an account in a branch of John Lewis or through the mobile banking application or the web (Shiratori et al., 2021). The process of digital onboarding is usually smooth and needs minimal documentation and immediate access to services.
Stage 4: Usage:
After attaching them to the customer base of John Lewis, these customers interact with them using different digital touch points (Okeke et al., 2024). They make their daily payments with the help of the mobile banking app, check balances, transfer money, take loans, or use credit cards (e.g., John Lewis card). The customers can also communicate with the ATMs of John Lewis, use online banking, or visit one of their branches to have more complex services done.
Stage 5: Post-Usage and Advocacy:
Customers who have used the services of John Lewis will be provided an opportunity to provide feedback, seek customer support, or share their experience with others. John Lewis promotes after-sales services by providing 24/7 customer care services in the form of live chat, phone or social media. Customers with a positive experience will refer friends and family to join John Lewis, and through word of mouth, new customers will be attracted.
Pain and Gain Points:
Pain Points:
Dissatisfaction with the Old style of Branch Services: Online banking has grown; however, there are customers who still choose to use the branch and engage in more complicated banking operations (Shiratori et al., 2021). Nonetheless, in-branch services have been identified as slow as and less efficient than digital ones by customers.
Complicated Processes: The customers can turn away because long procedures are involved in applying for a loan or filling in complicated forms, so as to open an account, leading to dissatisfaction.
Security Concerns: Security of their data and money has become a more serious concern to customers due to the growth of cyber threats. There is a possibility that the customers are just too scared of online fraud or hacking, and therefore, may not want to deal with online banking.
Gain Points:User-Friendly Mobile App: John Lewis' mobile banking smartphone has a smooth and easy experience; it allows users to perform various banking services with ease, anytime, everywhere (Nugraha et al., 2024). The simplicity and functionality of the app will enhance a good customer experience.
Personalised Services: Personalised, helpful experience of customers could be achieved through the John Lewis chatbot that is driven by AI and the Digital Eagles initiative, which trains customers in digital customer service.
Opportunities for Digital Innovation:
John Lewis can find several opportunities in developing the customer journey digitally:
Enhancing the Mobile App: John Lewis may incorporate additional AI-based personal financial management, which enables customers to monitor information on spending, savings, and investments in a more convenient and user-friendly manner (Ludwiczak, 2021).
Expanding Online Customer Support: The support offered during the video calls or the increased live chats could provide a better post-purchase assistance, where the customer's concerns will be reviewed on the spot.
Voice-Activated Banking: Through the voice-activated banking concept through Alexa or Google Assistant, John Lewis can continue to streamline the customer experience and allow users to use voice recognition to control their financial status. 
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An additional strategy that would enable John Lewis to improve its digital services is through the introduction of an AI-driven financial assistant to provide a personalised banking experience to users, utilising AI, machine learning, and big data (Bradley et al., 2021). This assistant would provide custom financial recommendations, investment suggestions, fraud warnings, and wellness-related features that would assist customers to easily and conveniently manage finances, get a better credit score, and make more intelligent investment choices, available on mobile apps and web platforms, and voice-activated devices such as Alexa and Google Assistant.
Key Features of the AI-Powered Financial Assistant:
Personalised Financial Advice: The AI assistant would go through the financial habits, spending and saving aims of the customers and provide them with individual savings, spending and investments expertise (Ludwiczak, 2021). Such as, it might suggest how to cut consistent monthly costs or recommend high-yield accounts that are dependent on the profile of a customer, helping to make the best use of finances.
Investment Insights: The assistant would give individualised investment recommendations by incorporating information from various sources in the market and applying AI algorithms, depending on the personal risk profile, investment duration, and investment goal. It would either show any low-risk investments, such as government bonds or suggest more aggressive approaches, such as equity-based portfolios, in the interest of the user.
Fraud Detection and Prevention: With transaction history and behaviour analysis, the AI-based assistant would be proactive in alerting customers of suspicious transactions or possible fraud. It would instantly alert users of unauthorised operations that could be detected in real-time, which would increase security and reduce financial losses.
Financial Wellness Tools: The assistant would provide budgeting, expenditure management and debt management tools (Barber, 2021). It might review monthly costs to find out possible cost reductions, suggest budget amendments and propose a good method of clearing high-interest debt, which would lead to improved financial health.
AI-Driven Credit Scoring: An innovative breakthrough with high importance would be the development of dynamic and real-time credit scoring with reference not to the traditional income and debt but to spending habits, timeliness of payments, and trends of cash flows (Jones, 2021). This will enable John Lewis to provide a more accurate and personalised financial product, such as credit cards and loans, to meet personal needs.
The overall customer banking experience would see John Lewis gain a competitive advantage by offering these end-to-end services, serving as an AI assistant that supplements other services provided to its customers.
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The AI-based financial assistant would transform the existing customer experience in John Lewis, making it a smoother, personalised, and automated experience at every customer touchpoint (Kitema, 2021). The following is a new and improved customer journey map that shows how this new digital transformation initiative may be incorporated into the customer lifecycle.
Stage 1: Awareness
Initially, the customers would acquire information about the existence of John Lewis' AI-driven financial assistant via digital marketing campaigns (targeted marketing), and through social media engagements, as well as recommendations by current users. John Lewis might advertise the assistant through influential partnerships, with paid adverts, and also through stories of customers who achieved success after engaging a personal financial advisor and all the positive effects of such advisory (Barber, 2021). The positive user feedback would also be instrumental in motivating new users to consider the digital services offered by the John Lewis brand and the immediate value registered by the AI assistant.
Stage 2: Consideration
On requesting interest, the customers would be conversed with the AI-powered chatbot or the virtual assistant and be advised on the products and services offered by John Lewis on a personalised basis (Jones, 2021). This communication might be via the mobile applications, the John Lewis’s site and social media platform. Relevant questions regarding the customer and their financial status and goals would be posed by the chatbot, followed by providing personalised recommendations (savings account, loan, and credit card). The assistant would also help customers complete the first-time setup, as they know the various services that best suit them.
Stage 3: Conversion
During this stage, a digital and simplified onboarding process for customers would be conducted. With the voice recognition address to the Alexa assistant, the Google assistant or the mobile application, the A.I. assistant would guide towards an interactive tour on creating and setting up an account (Kitema, 2021). The latter may involve instructions on account management, account security settings, and account goals. The streamlined registration form would decrease the friction and allow fast and easy conversions.
Stage 4: Usage
After the onboarding, the customers would receive an AI-powered banking experience via the mobile application or voice assistants. The AI assistant would keep track of the financial activity in real-time and provide insights, savings opportunities, and individual investment recommendations (Jones, 2021). It would actively suggest what can be done to enhance financial well-being by suggesting reducing unnecessary expenses or making significant purchases by recommending suitable financial products.
Stage 5: Post-Usage and Advocacy
The virtual assistants answering account or transaction queries 24/7 would constitute an improvement of the post-service support. With automated surveys, continuous feedback would be obtained, and John Lewis would be able to enhance the experience. Referral Bonuses The AI assistant would promote the positive experience of the users by giving them a referral bonus to become advocates and attract new consumers, thereby initiating long-term growth.
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Customer Loyalty: A better and more personalised banking experience would result in better customer satisfaction, which translates into better loyalty. When customers can use the AI assistant in their day-to-day banking, financial planning, and customised guidance, they would feel more involved in the John Lewis services (Khodor et al., 2024). This may raise the retention rates because customers would remain with a bank that satisfies their needs in a wholesome manner.
Increased Digital Engagement: Through the AI assistant, John Lewis would have a boost in mobile and online interactions. The active and enabling language of communication through the app or voice assistant would force customers to use the platform more often, eliminating the need to visit the physical branch (Najeh and Morched, 2022). Such a transition to digital would enable John Lewis to simplify its services and save on the cost of operation associated with in-branch services.
Competitive Advantage: John Lewis would differentiate itself among the top rivals in the competitive banking market by establishing state-of-the-art AI and fintech solutions (Hidayat and Alifah, 2022). The entire range of customised service, credit score up to fraud detection, would attract tech-savvy consumers who will appreciate convenience, security and financial empowerment.
Measuring Success
To gauge the effectiveness of this digital transformation plan, the following key performance indicators (KPI) and feedback loops would have to be tracked by John Lewis:
Customer Retention: It would be possible to analyse the changes in the customer retention rates after the implementation and to understand the effects of the AI-powered assistant on loyalty.
App Engagement Rates: The effectiveness of the platform would be reflected upon the tracking of usage trends during the mobile app, including the number of people using the AI assistant daily (the number of users), how long the sessions last (the duration of interaction with the AI assistant), and how often the user interacts with the AI assistant (frequency).
Service Times: The automation would yield operational efficiency outcomes as reflected by tracking the decrease in the service periods, including shortened approval times of loans or the shortening of fraud detection periods.
Customer Satisfaction: The task of gathering customer satisfaction scores, using in-app surveys and feedback loops, would enable John Lewis to constantly narrow down on and improve the features and capabilities of the assistant (Najeh and Morched, 2022).
Referral Rates: An evaluation of the customer referral initiative success would be the foundation of the success of the program based on the tracking of the number of customers referred to establish the success in creating positive word-of-mouth and customer referrals.
AI analytics would give a clue on how they behave, which would allow John Lewis to continually improve the digital assistant to satisfy the changing needs of the customers.
[bookmark: _Toc211346379]Conclusion
John Lewis needs innovations since it is responding to the fast-paced digital banking world. John Lewis focuses on core services using the Innovation Ambition Matrix, exploration of adjacent space such as open banking, as well as transformation technologies, such as AI and blockchain. Pain areas and improvement areas were identified by Customer Journey Mapping to ensure personalised, seamless experiences. These findings coincide with the proposed AI-based financial assistant since the innovations will enable John Lewis to raise the complexity of the customer revenue and loyalty rate through the provision of personalised financial advice and health-related apps. All said and done, this digital revolution makes John Lewis a visionary pioneer, ready to act in response to the demands imposed by its customers and be firm in its positive intention to adapt in the digital banking market.
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