
Why architecture will 
decide who wins on AI.
Built with AI. Built for AI. Re-engineering 
platform foundations for the agent era.

EMBRACING WHAT´S NEXT
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Adding a chatbot to a 20-year-old codebase is not 
a strategy. The conversations that matter about 
retailing, operations, loyalty, and cargo depend on 
what the AI can safely reach, govern, and act on. 
That depends on the platform underneath.

THE STARTING POINT

Adoption ceiling Governance debt

1

THE DIFFERENTIATOR IS NO LONGER THE MODEL.
IT IS THE FOUNDATION IT RUNS ON.
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Fragile results

AI bolted onto rigid workflows 
looks impressive in demos. 
It plateaus the moment real 
volume, real edge cases, and real 
integration hit it.

Guardrails, auditability, observability 
and cost controls retrofitted late 
become the blockers that stall 
enterprise rollout, adoption, and 
accountability.

Without agent-native foundations, 
tools, knowledge, and orchestration 
AI workflows fail silently or 
unpredictably. Trust evaporates fast.

From AI overlays to AI foundations: 
Reengineering platform architecture 
for intelligence at scale.
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TWO PARADIGMS

AI as a feature you bolt on. Or AI as a foundation you build on. 
The same technology, two very different ceilings.

AI-augmented bolted on AI-native built in

Add-on capability layered on existing 
systems

Primary system driver, designed in 
from day one

Role of AI

Hardwired into services as code and 
rules

Lives in agents: adaptable, 
composable, explainable

Business logic

Workflow APIs designed for  
human-driven UIs

Atomic, semantic tools designed for 
agents to chain

APIs

Rigid, navigation-driven, static 
screens

Intent-driven, dynamic,  
context-aware UX

User journeys

Workflow crashes; user retries 
manually

Agent retries, replans, or escalates 
with context

Failure mode

Retrofitted; becomes a blocker
Designed with guardrails, audit, 
human-in-the-Loop by default

Governance

Hit fast, limited by the architecture 
beneath

Adoption ceiling
High: architecture is the enabler
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This is not a roadmap promise. It is in motion across our product portfolio:  
air cargo, airline operations, retail, loyalty, hospitality, tour and cruise. 
Two reinforcing shifts, taken together, are what an AI-native platform 
actually means in practice.

OUR POSITION

We are re-engineering 
the platform and the 
solutions on it with AI 
at the foundation.

BUILT WITH AI11

22 BUILT FOR AI

AI is inside how we build the platform.

The platform is designed for agents to operate on.

•	AI co-pilots and agents inside our PDLC

•	Requirements, design, code, test, documentation

•	Every artifact human-reviewed, traceable

•	Teams learning agentic engineering on real product work

•	Agent, tool, knowledge, and governance layers as first-class

•	APIs re-shaped as semantic, atomic, idempotent tools

•	Governance, guardrails, observability built into the platform

•	Solutions consume the platform; they don’t reinvent it
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AI-NATIVE PLATFORM ARCHITECTURE

From signal to action. Governance throughout.
AI-native by design. Each layer enables the next. The foundation of our four-layer product architecture.

EXPOSED TO ENTERPRISE SYSTEMS AS AGENT-READY TOOLS VIA THE ACTION LAYER

Governance
Embedded across all four

Risk classification IdentityObservability ExplainabilityGuardrails AuditabilityCost controls HITL & Policy

Real-time signals, customer 
input and enterprise data — a 
live operational pictureContext 

1.  SENSE User & system input
Conversational, generative & 

inbound

Enterprise knowledge
Vector · Graph · Document

Real-time signals
Event mesh · Live feeds

Data foundation
Data lake · Historical context

Intelligence
2.  UNDERSTAND Foundation, fine-tuned and 

specialized models — shaped by 
30+ years of travel domain logic.

Foundation models
General reasoning

Embeddings
Semantic indexing

Specialized models
Domain-tuned · Fine-tuned

Travel domain logic
Operational rules · Constraints

Decision
3.  DECIDE Supervisor + specialist agents 

reasoning within policy 
boundaries.

Supervisor Agent
Plans · routes · coordinates

Tool & Prompt Registry
Discoverable capabilities

Specialist Agents
Domain-specific reasoning

Memory · Context · State
Conversation & episodic

Action
4.  ACT Execution in operational 

systems — no human handoff 
at every step.

Tool / MCP / A2A
Agent-callable tools

External APIs
System execution

Database MCP
Direct data operations

Event Mesh
Async coordination
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Six shared platform 
services. Powering 
every product layer.

Every product team builds on these.  
None of them rebuild them.

Vector + graph + 
document stores. 
Grounded retrieval. 
Domain context, kept 
fresh, kept right.

Discoverable, governed, 
atomic tools. Internal 
services and external 
systems exposed safely 
to agents.

Smart routing across 
foundation, fine-tuned 
and specialized models 
by capability, cost and 
latency.

Policy, guardrails, identity, 
data classification, risk 
classification, prompt & 
output safety. Enforced 
by the platform.

Supervisor + specialist 
agents. Orchestration, 
planning, retries, 
memory, context 
management.

Telemetry, evaluations, 
hallucination detection, 
drift, cost. Plus human-in-
the-loop checkpoints.

POWERS  ·  CONTEXT

POWERS  ·  ACTION

POWERS  ·  INTELLIGENCE

SPANS ALL FOUR LAYERS SPANS ALL FOUR LAYERS

POWERS  ·  DECISION

Enterprise knowledge

Tool, MCP & A2A

Model gateway

AI governance

Agent runtime

Observability & evaluation

AI-NATIVE PLATFORM SERVICES

PLATFORM-AS-PRODUCT

Every product line consumes the same hardened foundation.
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AI inside the 
engineering process. 
Every stage.  
Every artifact.

From product strategy to production code, AI plays 
defined, auditable roles.

Business goals, 
outcomes and product 
briefs frame the work.

AI drafts user journeys, 
UX, business flows and 
stories. PMs refine.

AI drafts architecture, 
APIs, schemas, decisions. 
SAs refine and approve.

Agents generate code, tests, 
documentation. Engineers 
review and own merge.

Agents handle test execution, 
traceability, defect analysis. 
QA signs off.

Strategy & Brief Requirements Solution Design

Build & Test Validate & Release

GOVERNANCE   |   Every AI action is logged. Every artifact is human-owned. 
AI plays defined, auditable roles at every stage, not a free agent.

BUILT WITH AI
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Pilots and PoCs across the portfolio. The pattern is consistent.

Unit test coverage lifted 
on a legacy module using 
AI-generated tests. ~76 
percentage-point gain at 
minimal manual effort.

Non-functional test report 
generation across multiple 
observability platforms 
collapsed from hours to 
minutes.

AI helped rebuild and 
modernize database 
components in iCargo at 
a fraction of the manual 
baseline.

UI rebuilds and framework 
upgrades across loyalty, 
hospitality and ops showed 
consistent step-change 
effort savings.

Test coverage Report generation Effort saved (PoC) Effort saved on rebuilds

4%   80% 33hrs   5mins ~95% 50%+

Survey of engineers piloting AI tooling: 77% report 
positive learning impact;  50% report a 25%+ 
productivity uplift.  AI tools are now standard kit 
across the engineering organization.

BUILT WITH AI · PROOF, NOT PROMISE
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Our APIs are being re-shaped into something an agent 
can use safely.
An agent does not call APIs the way a developer does. We are adapting the surface to fit.

Cryptic endpoint names

Giant ‘do-everything’ APIs

All inputs required up front

Retry creates duplicates

Hard deletes

Vague errors

Custom standards

Semantic names with rich descriptions agents can reason about

Small, composable capabilities agents can chain

Draft + stepwise workflow: agents build state incrementally

Safe to retry, replay, recover

Soft deletes and reversible actions

Actionable, structured errors: agents can self-correct

OpenAPI 3.x and MCP: discoverable and governed

Traditional API Agent-friendly tool

BUILT FOR AI

The platform exposes itself as a governed catalog of tools.  An agent discovers what’s 
available, reasons about it, calls it safely, and is held to account for the result.
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Each shift, on its own, is useful. Taken together they compound. Faster engineering ships into a better architecture; a better 
architecture unlocks more AI use cases that the same engineering then ships faster. The gap to vendors doing only one or 
neither widens every quarter.

Built WITH AI × Built FOR AI. The two compound each other.

Vendors doing only one will plateau. Vendors doing neither will fall further behind every cycle.

THE COMPOUNDING EFFECT

COMPOUNDS

Engineering velocity Platform leverage

•	Faster delivery of new capabilities

•	Shorter cycles, fewer late-stage surprises

•	Higher artifact quality by design

•	Travel-specific AI

•	More AI use cases become viable

•	Each one ships into the same foundation

•	Governance scales automatically with reach

•	TCO falls per use case as the platform matures

BUILT WITH AI11 22 BUILT FOR AI
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Governance is part of the platform, not a slide in the appendix.
AI you can put in front of your auditors.

Input/output filtering. 
Hallucination, toxicity 
and bias checks. PII 
detection. Prompt-
injection defense.

Which data an agent 
can see. Which tools 
it can call. Which 
models it can use. 
Enforced centrally.

Every prompt, 
decision, retrieval, 
tool call and output is 
logged and traceable 
end-to-end.

Defined checkpoints 
on high-impact 
actions: pricing, 
refunds, schedule 
changes, customer 
comms.

Drift detection. 
SLOs. Cost limits. Kill 
switches. Built-in 
rollback and incident 
response.

Guardrails
Policy  
enforcement

Full  
auditability

Human in the  
loop

Operational 
controls

DESIGNED IN, NOT BOLTED ON.  |  Solutions inherit governance from the platform.  
Your compliance, security and audit teams see one model, not one per AI feature.

TRUSTED · EXPLAINABLE · HUMAN IN CONTROL
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The platform as the means to outcomes.
What this means in airline operating terms.

New retailing, loyalty, ops or cargo 
capabilities reach passengers in cycles 
measured in weeks, not quarters.

Intent-driven, context-aware journeys. 
Personalization grounded in real 
enterprise data, not surface guesses.

Each new AI use case lands on a 
ready foundation. Months of platform 
plumbing become days of configuration.

Agents reason over real-time data, 
escalate edge cases, and explain 
themselves. Decisions you can audit 
and improve.

Governance, models, tools, 
observability shared across solutions. 
The marginal cost of the next AI use 
case falls.

Platform traceability, guardrails, bias/
drift detection, explainability, and data 
lineage allow AI to be deployed and 
governed at scale.

Speed of change Faster time-to-value on AI

Lower total cost of ownership Better customer experience

Smarter operational decisions Trusted AI at scale

FROM PLATFORM TO PERFORMANCE
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Models will commoditize. Platforms will not. The vendors that treat AI as a 
feature will be limited by the architecture they have. The vendors with AI-native 
platforms will compound every quarter, every release, every use case.

AI-NATIVE. BUILT WITH AI. BUILT FOR AI.

THE NEXT DECADE

THE NEXT DECADE OF TRAVEL 
WILL BE DECIDED BY WHAT 
RUNS UNDERNEATH THE AI, 
NOT THE AI ITSELF.
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IBS Software is a leading travel technology company delivering AI-native 

platforms that enable smarter, faster, and more resilient decision-making 

with built-in governance across aviation, cargo and logistics, and leisure 

and hospitality. With over three decades of travel and technology expertise, 

it powers core capabilities for leading travel brands worldwide, spanning 

airline retailing, passenger services, loyalty, fleet, hub and crew operations, 

cargo management, and cloud-native platforms for hotels and cruise line 

operators. IBS Software operates from 17 offices globally.

Learn more about us

www.ibsplc.com
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