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INTRODUCTION

This workbook documents my progressive personal
project “Queuing System of Disneyland Orlando”. It
explores the composition of the queuing system at
Disneyland Orlando, analyzing its existing problems and
redesigningitinto a gamifiedinteractive experience.

The study beganwith aninvestigation of the existing
queuing system at Walt Disney World Orlando. | analyzed
the structural and behavioral dynamics of traditional
queuing systems, lightning lanes, and virtual queuing
systems, exploringissues such as unequal access to
reservation systems, overcrowding, and long, aimless
waits. While guests staying at Disney resorts canbookin
advance, regularvisitors face disadvantages and often



return disappointed. Even with innovations such as virtual queues
and “lightning lanes,” most people still have a hard time getting on
popular rides.

To better understand this system, | mapped out a diagram of how
Disney queues at attractions and analyzed the impact of
information flow, emotional rhythms, and spatial design on visitor
behavior. | also studied behavioral responses to passive queuing,
focusing on emotional fatigue, distraction, and perceived fairness.

These insights led me to design a prototype for an interactive
gueue-enhancing experience that is built around AR-enabled
object collection. The goal was to transform unstructured wait time
into a progressive, immersive and rewarding journey that
emotionally engages the user while providing moments of surprise
and delight. The project is a systemic intervention based on user-
centered research and iterative design.



DESIGN AS
ASYSTEM

How is design a system and what systems
constitute its practice?



DESIGN AS A SYSTEM

At Disneyland, queuingis not just a simple waiting process,
but a systematic practice of behavioral control and
emotion management through designintervention. A
queuing system, on the surface, is the organization of
passageways and the display of information, butin
essence, it organizes the behavioral rhythm, expectations,
andresource allocation of visitors. Within the framework
of systems thinking, designitself canbe understood as a
systematic activity that not only organizes elements but
alsoregulates therelationships betweenthemto serve a
specific goal.

DonellaMeadows pointed outin Thinking in Systems:



“A system must consist of three kinds of things: elements,
interconnections, and a function orpurpose.” Applying
this theory to the Disney queueing experience, we can see
that elementsinclude physical entities such as reservation
entrances, channels, app interfaces, service staff, and
virtual ticket types; interconnections refer to the flow of
information, logical judgments, reservation rules, and user
behavior feedback; while the purpose of the entire
systemis to enhance visitor satisfaction with the
experience, regulate on-site congestion, extend visitors'
stay duration within the park, and promote consumption—
allwithoutincreasing resource costs.

Therefore, Disney's queue designis not merely an
arrangement of individual interfaces but a multi-layered
behavioral system design. It guides visitors' pace and
expectations through structured mechanisms while subtly
regulating order and experience issues caused by dense
crowds. Visitors are not free-acting individuals but
behavioral nodes that are guided, categorized, and fed
backinto the system.



SUBSYSTEMS OF THE
QUEUE EXPERIENCE

The “design practice” of Disney's queueing systemis
actually composed of multiple subsystems that
collaborate with each otherand are nestedinlayers. Each
subsystemisresponsible for specific tasks and works
togetherto complete the entire experience process.
From a system architecture perspective, these
subsystems are not simply a stack of functions, but a
combination of systems with logical flow between them.



VIRTUAL QUEUE SYSTEM

Visitors need to enterthe app at fixed times each day (e.g.,
/a.m.and1p.m.)to secure virtual spots for popular
attractions. While this mechanismreduces physical space
occupancy during queuing, it also creates high
psychological pressure due to the scarcity of spots and
the urgency to secure them. Users must complete the
process within avery short timeframe; otherwise, they will
lose their queueing eligibility.

Reservation
Opens

7:00 AM/ 1:00PM

Confirm Party

- The app prompts users to confirm
their party members

- Once confirmed, users receive a
boarding group number.

Queue Status
Monitoring

- Users can track their boarding group status
in the "My Queues" section of the app.

- The app provides updates like “Now
Boarding Groups: 45 to 48” and estimates
when the group will be called.
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Open the App

- Users must enter the official My Disney
Experience app before the release time.
- Once the queue opens, the user
navigates to the Virtual Queue section.

Grab a Ticket

- As soon as the clock hits the release time,
users must tap quickly to secure a spot.

- The process often completes within
seconds due to extremely limited capacity.

Notification and
Entry

- When it's the user’s turn, the app sends a
notification (if enabled).

- The user proceeds to the attraction at the
specified return time, scans the digital ticket,
and enters.



LIGHTNING LANE

The system sets up tiered lanes forvisitors with different
payment capabilities. By purchasing various levels of “fast
tickets,” visitors can skip the regular queueing process.
This mechanismwas originally intended to optimize the
diversion effect forhigh-demand attractions, butin
practice, it has created a systemic class structure: hotel
guestsvs. non-hotel guests, paying visitors vs. non-
paying visitors, with distinct tiers in their experience.

Applicable programs Applicable programs Applicable programs
Fast pass to the most popular programs in each park Fast passes for 90% of the programs in each park Fast passes for all programs in each park
Number of passes Reservations can be made before entering Number of passes Reservations can be made before entering Number of passes Reservations can be made before entering
Single 1Program Multiple 3 Programs Multiple Don't need
| Number of passes Use after entering | Use after entering
After checking the ticket, you can't use it again. You can reserve the next program immediately after check... Visitors don't need to book programs in advance, just sho...

Identify Eligibility and
Reservation Time

- Stay at Disney Resort: 3
days in advance.

- General tourist: 7 days in
advance.

Select Pass Type

Visitors must select from
three Lightning Lane pass
types

Specific time slot

Access via App

- View available times for
attractions.

- Select parks and dates.
- Confirm and activate
passes.

Make reservation and
choose the time to access

On time arrival

Visitors queue at
Lightning Lane entrance
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INFORMATION DISPLAY SYSTEM

Allfeedback (appointment time, queue status, remaining
slots)is communicated to visitors through the app.
However, due to limited refreshrates and information not
always beingreal-time, the system often experiences
information delays during peak periods, causing visitors to
rush forward and exacerbating congestion.

PHYSICAL QUEUEING CHANNEL

Thisincludes ground-level guidance lines, shade
structures, wheelchairaccess, andinteractive elements,
which are the physical spaces where users experience
waiting. In design, these spaces not only serve functional
purposes such as queuing but also play arole inmanaging
emotions (e.g., hiding actual queue lengths, setting
dynamic guides, etc.).

Althoughthese subsystems serve different objectives
such as spatial, temporal, andinformational guidance,
they areinterconnected through users' behavioral paths,
forming a highly integrated service system.

11



SYSTEM
INTERCONNECTIONS

The various subsystemsinthe Disney queueing
experience appear to be clearly divided and function
independently, but they are actually closely connected
through visitor behavior paths and system feedback
mechanisms, forming a highly coupled, behavior-driven
experience ecosystem.

Take Virtual Queue and Lightning Lane as examples.
Although they are parallel reservation channelsin
structure, they are highly dependent onthe feedback
behaviortriggered by user failure or success at a certain
node. Whenvisitors fail to secure a spotin the virtual queue
atafixedtime(e.g.,7AMor1PM), they oftenimmediately
switchto the paid option, Lightning Lane. In otherwords,



the scarcity of the Virtual Queue creates ademand
scenario for Lightning Lane, whichisitself a systemically
connected mechanism with motivational guidance.

Lightning Lane is further divided into multiple tiers such as
Single Pass, Multi Pass, and Premier Pass, each serving
different attractions with distinct reservationrules.
Whetherusers can obtain access to the desired attraction
afterfailing to secure a spotin the virtual queue depends
onthe system'sreservationtime release rules: whether
they are hotel guests, whetherthey have the correct
timing for the operation, etc. These factorsforma
complex access hierarchy that not only mobilizes time and
financial resources but also creates further stratificationin
behavioral pathways.

Meanwhile, the information display system (app) serves as
the central hub forthe entire system'sinteractions. It not
only displays real-time waiting times, remaining slots, and
reservation statuses but also acts as the critical link
betweenuseractions and systemresponses. Every
decision users make relies heavily onthe timeliness and
accuracy of the information displayedin the app. If the
app'sinformationis delayed—forexample, if waiting times
are not updated or the status of a particular attractionis
notrefreshed—it canleadto alarge number of visitors
making the same choice during similar time slots,
triggering internal system congestion.

Additionally, the physical queue system (Physical Queue
Channels)is not anindependent solution but the final, yet
most directly impactful component of the entire systemin
terms of user experience quality. When users cannot make
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reservations or pay foraccess, they are automatically
redirected by the systemto physical queues. These
queuing areas typically bear the brunt of systemload and
are where visitors most acutely feel the disparity in
experience. Longwaiting times, lack of transparency
regarding progress, and environmental pressure are all
results transmitted from upstream system mechanisms.
We can say that physical queues collect userbehavior
feedback thatis not prioritized within the system, and this
initself exacerbates experience disparities within the
system.

Finally, itis worth noting that these subsystemsarenotina
stable linearrelationship but rather a highly dynamic
multiple dependency system. System designers do not
directly controlvisitors' behavioral paths but instead guide
visitors to self-regulate between subsystems through the
design of different mechanisms, such asinformation
disclosure timelines and reservationrules. Every
behavioral transition may trigger changes in system state,
andthese changes, inturn,influence users' subsequent
decisions and path selections.

Therefore, Disney's queueing systemis notasimple
combination of functional modules, but a dynamic
network that continuously adjusts based onvisitor
behavior. It relies oninformation flowing between
different modules to enable visitors to make choices, and
thenredistributes resources based on these choices. This
systemis not fixed, but continuously learns and adjusts
based onactual conditions.
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SYSTEM
ANALYSIS AND
INTERVENTION

How systems can be identified, regulated,
evaluated, improved, perfected, disabled
and disrupted?



IDENTIFYING SYSTEM
PATTERNS

In analyzing the queuing system at Disney's Orlando parks,
we can begin by identifying a variety of typical systemic
patterns. The essence of this systemis to manage the
tension between limited experiential resources (e.g., ride
opportunities for popular attractions) and virtually
unlimited guest demand. The systemisinternally
composed of multiple subsystems, including traditional
physical queues, virtual queuing systems (Virtual Queue),
reservation systems (Lightning Lane), andinformation
display platforms (apps that update inreal time), which
work togethertoregulate the flow of tourists through the
different zones and waiting.

Anotable patternis the positive feedback loop: when



tourists see a popular programwith a short wait time
through the app, they will quickly rush to that program,
resultinginaninstantincreasein wait time. This cycle of
“low wait time induction - tourist explosion - congestion
again” creates anonlinear oscillation.

Inaddition, there is a delay effect. Tourist behavioris
based onthe queuinginformation provided by the
system, but due to the delay in datarefresh (hon-real-time
information flow), the queuing situation has already
changedwhen the tourists actually arrive. This decision-
makinglagis especially obvious during peak periods, and
isone of theimportant factors leading to the suddenfilling
of local areas.

Through the above analysis, it can be seen that the Disney
queuing systemis not static, it shows typical dynamic
changes, self-regulation and non-linear feedback
characteristics.

17



REGULATING AND
EVALUATING

Inresponse to the complex patternsin system operation,
Disney has adopted a variety of regulating means to try to
maintain the overall order of the system and the quality of
visitor experience.

First, the Virtual Queue systemis animportant regulating
tool. By openingreservation slots forlimited periods of
time, the long queues that would otherwise be visible
offline are transferred to the digital space, thus reducing
crowd density in the physical environment. This approach
reduces the actual pressure onaccess and entrance areas
to acertain extent andimproves the perception of
congestion.

18



Secondly, the paid prioritization system (Lightning Lane)
introduces a mechanism for visitors to voluntarily
purchase fast passes. The system optimizes the overall
flow rate by regulating prices and diverting a portion of
tourists willing to pay in advance out of the general
queuing lanes. This kind of regulation based on market
mechanism can theoretically reduce the burden of the
free queuing system, butit alsoinevitablyintroduces a
new social stratification problem.

However, from the perspective of evaluating the system,
there are still significant limitationsin these regulation
strategies. First, thereis alack of information
transparency: although tourists can view real-time waiting
times via apps, the limited frequency and lag of data
updates often exacerbate localized confusion as tourists
make decisions based on outdatedinformation. The
secondis the cumulative effect of negative experiences:
forvisitors who failto make reservations for popular
programs, repeated unsuccessful attempts and seeing
“reservationis full” or “unable to enter the queue” prompts
will gradually accumulate negative emotions andreduce
overall satisfaction.

Anotheris structuralasymmetry. Because guests staying

at Disney-owned hotels can make reservations for
popularattractions (e.g., Cosmic Rewind, TRON

Lightcycle Run, etc.) earlierin the day, while regular guests
canonly grab ticketsinreal time onthe same day, the

systemis designed with a specific prioritization

mechanism built into the system early inthe process. This
settingis gradually reinforced by feedback mechanisms,
creating animplicit “privilege loop”: early bookers have a 19



better experience, while late entrants are marginalized,
thus exacerbating the stratification of the experience.

In addition, when dealing with abnormal flows during peak
periods (e.g., during holidays and major celebrations),
existing regulatory mechanisms lack sufficient flexibility
and dynamic responsiveness, resulting in the system often
being overloaded for short periods of time. As Joél de
Rosnay emphasizesin The Macroscope, “the key to
managing complex systemslies inregulating flows and
delays effectively.” andinthisregard, Disney's queuing
system still has significant room for optimization.

Shorter Wait /|

Time @ /~ "\, Inaccurate Wait
“ .
\)¢ Time Info
Earlier Booking K&
Privileges C\@f Limited Access
— “'J to Attractions

K\_}

Hotel Residents
Ordinary Tourists

Figure 8. Balancing Tourist Experiences in Theme Parks Created by Author.



IMPROVEMENT,
DISABLING AND
DISRUPTION

Disney's queueing systemintegrates physical and digital
mechanisms to manage and regulate large crowds on
multiple dimensions. However, even so, there are still
some systemicissues and pressure points. Froma
systems thinking perspective, we can clearly identify
which structures can be improved, which mechanisms
should be further optimized, which mechanisms should be
weakened ordisabled, and whether thereis a possibility of
disruption.
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IMPROVEMENT

Althoughthe Disney app provides real-time queue times
and a virtual queue mechanism, there isroom for
improvement interms of information transparency and
systemresponse speed. The current systemis updated
infrequently, and the queue informationreceived by
visitors does not always match the actual situation on site,
especially during peak hours, when this information delay
canmislead usersinto makingirrational “swarming
decisions.” More frequent data refreshes and more visual
congestion trend alerts (such as heat maps and queue
length trend curves) can help visitors make decisions.
These improvements willnot only enhance the user
experience, but also make the internal flow of the system
smootherandreduce pressure on bottlenecks.

The virtual queue mechanism (Virtual Queue) was originally
designed toreduce physical waiting pressure, but it has
alsoraised anotherissue: the number of slotsis extremely
limited, and users must “race against the clock” to secure
a spot within a fixed timeframe, resultinginlow success
rates and a strong sense of frustration. Many ordinary
visitors, evenwhen strictly adhering to the opening times,
oftenface “full capacity” or “queue failure” outcomes. This
mechanism essentially creates a single high-pressure
feedback node withinthe system, concentrating alluser
expectations at a single entry point, resulting in significant
psychological disappointment and unevenresource
allocation.
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DISABLING

The currentvirtual queue systemreplaces traditional
physical queuing with “invisible waiting.” While this
appears to solve theissue of space occupancy, it also
makes the waiting experience abstract and fragmented
forvisitors. The inability to see progress andthe lack of a
sense of participation have become new pain points for
the system.

The system can be redesignedto reintroduce elements of
“visualization of waiting” and “sense of process,” such as
dynamic progress bars, visualization of virtual queue
paths, and phased feedback duringwaiting (e.g.,
indicating the current positioninthe queue). These
feedback mechanisms do not affect the main process
but can compensate for the human-centric perception
channels obscured by technicallogic.

DISRUPTION

The more fundamentalissue liesinthe core logic of the
current queuing system, whichis stillbased on “first come,
first served.” At the system designlevel, this structure
inherently amplifies competition and uncertainty,
especially for ordinary visitors who are unfamiliar with the
systemrules, easily leading to a marginalized experience.

To truly disrupt this model, we can envision a completely
differentresource allocationlogic: forexample, a trigger
mechanism based on dynamic participation behavior,



ratherthan purely snatching entry slots. Specific
approachesinclude: the system observes visitors'
behavior on a givenday (such as whether they participate
inless popular activities or follow prompts to explore other
areas) to dynamically unlock reservation opportunities for
popular activities. Alternatively, when a certain crowd
densityisreached, the system automatically opens a
“temporary opportunity window” instead of releasing
slots at a fixed time. This mechanism would shift the
systemfroma “race forspots”logic to a positive
feedbackloop of “contribute participation > generate
eligibility.”

This change would fundamentally break the unequal
distribution of experiences currently embeddedinthe
system, where ‘speed determines experience,” and return
toamore balanced, dynamic, and participatory system
principle. As DonellaMeadows said, “Changing the rules
of the system has farmore leverage than tweakingits
parameters.” Meadows_Thinkingin Sys... True system
disruptionis not about major visual or technical changes,
but about reconstructing the relationship structure
between users and the system through changesin
distributionlogic and feedback rhythms.

In summary, the issue with Disney's queueing systemis not
whetheritis sufficientlyintelligent, but whetheritis
sufficiently balanced. Through localized improvements,
appropriate functionalreductions, and a systematic
reconstruction of the distributionlogic, we can drive this
large-scale experiential structure toward a moreinclusive
andresilient direction from a systemic perspective.

24



INTEGRATION

What is a practical example of the
relationship between design process and
systems thinking from your work this
semester?



INTEGRATION IN
PROGRESSIVE PERSONAL
PROJECT

In this project, | tried to use a systematic approachto
understand and design a very specific experience
scenario: Disney's queueing system. This seemingly small
problemis actually a very typical complex system—it
involves not only spatial arrangement and crowd
management, but also visitors' decision-making behavior,
information acquisition and response, the distribution
logic of technical systems, and the emotional changes
that occurduring the waiting process. Itisnot a single
problem, but rather a set of mechanisms and how they
work, as well as theirimpact on the user experience.
After analyzing the existing queue structure, | did not
choose to “redesign” the system, bu

tinstead approachedit fromavery specific angle:



| wanted to change the visitors' perception of queuing
without disrupting the existing process. | designed an
experience called Queue Quest, whichincorporates AR
interaction points along the queue route, allowing visitors
to collect virtual items via their phones while waiting. Upon
completing each collectiontask, they unlock an
illustration. This mechanism breaks down the lengthy,
monotonous queueing processinto smaller, goal-
oriented tasks, making visitors feel like they are “making
progress” rather than “wasting time.”

Thisinteractionis essentially a small system intervention. |
utilized two key mechanisms within the system. The firstis
negative feedback: because the AR points are scattered
throughout the queue, they naturally guide visitors to
spread out, thereby alleviating congestionin popular
areas.

Distributed
Task Points

e,

\_“\ @/,

N

Improved People
System | |, Naturally
Stability Dispersed

Decreased Reduced
Queue Queueing in
Pressure specific areas
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The secondis positive feedback: every time a user
completes a collection goal and receives achievement
feedback, theirmotivation to participateis activated. This
processitself islike a smallloop that continuously drives
users to continue participating.

Complete Task

D e

. / \\
Continue ( \‘) : Receive
Participation \ =) / Gl Reward
Inspire Experience
Exploration Recognition

| did not force users to experience the contentina specific
order, but allowed them to freely choose theirownroute.
This non-linear participation structure is actually inspired
by Capra'sideathat “life systems are networked.” Rather
than a central control point governing everything, users
freely combine multiple nodes to construct theirown
participation rhythm.

Anotheraspect of this project that | find particularly
noteworthy is that it addresses the systemic inequalities
we analyzed earlier. For example, hotel guests canbook
popularactivitiesin advance, while ordinary tourists find it
difficult to secure a spot, turning the queueing experience

28



difficult to secure a spot, turning the queueing experience
itself into a hierarchical structure. | can't change this
system, but|hope to use designto alleviate the frustration
it causes. Queue Quest offers a parallel yet meaningful
participation path. Evenif you can't secure a ticket or
access the fastlane, you can still gain a sense of control
and achievement while waitinginline. As Buchanan noted:
“Wicked problems cannot be definitively described, and
every solutionleads to new problems.”
Buchanan_Wicked Problem...——Designmay not solve
the fundamental problem, but it canredefine the
experience within the existing system.

Interms of the design process, | also proceeded step by
stepinasystematic manner: first analyzing the system
structure (information flow, behavior paths, resource entry
points), thenidentifying pressure points and potential
gaps forintervention, and finally designing small but
continuous behavioralnodes to guide changesinthe
overall experience rhythm through these small
interventions. Ultimately, I realized that designisn't always
about creating a “new system.” Sometimes, it's more
important to understand the existing system and know
where to make a small change to create a different
experience.

29



CONCLUSION

Manifesto — a declaration of my beliefs
about design and systems



WHAT I BELIEVE

If there is one thing | have learned mostimportantin this
project, itis that designis notjust about solving a problem,
but about engagingin adialogue with a system.

Itis not about pulling users out of chaos, but about finding
rhythm within chaos and breathing space within structure.

| no longerview the system as arestrictive framework for
design, but as something that can be identified, adjusted,
and even played with. The work of designis not to create
anidealized new world, but to create different paths of
experience within the existing system. Change doesn't
have to be big; sometimes all it takesisanewrhythmora
new feedback pointto make people feel alittle warmth
and a sense of control within the system.
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| believe that good design does not make people forget
the system, but rather helps them find their place withinit.

Itis not about hiding the wait, but about redefining the
meaning of waiting. Itis not about making people “wait
faster,” but about making them “wait lighter, wait
worthier.”

The designlwantto createis:

o Adesignthatcanbe absorbed by the system without
being swallowed by it;

o Adesignthatdoesnot force change but can quietly
alterthe structure of experience;

e Notjust smooth-looking, but designthat feelsrightin
its behavioral rhythm;

o Notdesignthat makesusersfeel oppressed, but
designthat makes them feel like they are part of it.

e Designshouldbe a gentle yet persistent form of
systemintervention.

e Itisnotthe answerto all problems, but alanguage that
reconnects people with the system.
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FIELD STUDY REPORT

Name: Ruitian Yang
Date: February 5,2025

Form:
Queuing system for Disneyland (Magic Kingdom)

L

Applicable programs Applicable programs Applicable programs

Fast pass to the most popular programs in each park Fast passes for 90% of the programs in each park Fast passes for all programs in each park

Number of passes Reservations can be made before entering Number of passes Reservations can be made before entering Number of passes Reservations can be made before entering
Single 1Program Multiple 3 Programs Multiple Don't need

Number of passes Use after entering Use after entering

After checking the ticket, you can't use it again. You can reserve the next program immediately after check... Visitors don't need to book programs in advance, just sho...

Single pass:

Single Use: Each purchase is valid for one specific
popularride only.

Reservations Required: Guests are required to select
an available return time slotin advance and thenvisit
the ride during that time slot.

Daily Limit: Amaximum of two Single Passes may be
purchased perday perguest, but cannotbe usedon
the sameride.

Purchase time: 3 daysinadvance forregular guests
and/ daysinadvance forthose staying at a Disney
Resort.

Price Range: $20-29
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Multi pass:

e Multiple Use: Once purchased, Fast Passes canbe
booked for multiple designatedridesin asingle day.

e Reservation Required: Visitors canselect up to three
ride return timesinadvance. Afterusing the first
reservation, itis possible to continue to book other
availablerides, depending on the remaining availability
forthe day.

e Exclusion of specific popularrides: Some of the most
popularrides (e.g. TRON Lightcycle Run, Seven Dwarfs
Mine Train, etc.) are notincludedin the Multi Pass and
require a separate Single Pass.

e Purchasetime: 3daysinadvance forregularguests
and 7 daysinadvance forthose staying at a Disney
Resort.

o Price: $10-21/each

—
LIGHTNING LANE v T
Multi Pass/Single Pass = Q ""“‘
, q . 4 L y
Bne at select experience \ -
Click to Purc... Select Date Select Park
e o 10:05 AM - 11:05 AM o l
i sCE e @ egmgtmann
s . Tiana's Bayou Adventure - m
New! . Lightning Lane Multi 21
WD 00 - T 00 o g Pass for EPCOT Per Guest
= @ < ' —
il @ Lightning Lane Single $17
“““““ - ° - Pass for Guardians of  per Guest
@ e ™ - - — the Galaxy: Cosmic
—— b Rewind

Success Select Program & Time Select Pass Type



PremierPass:

o Full Access: Allows guests touse all Lightning Lane
ridesintheirchosentheme park once each, including
allrides covered by Single Pass and Multi Pass.

e No Reservations Required: Unlike other passes,
Premier Pass holders do notneedto choose areturn
timeinadvance and canvisit the ride at any time and

enterthrough the Lightning Lane entrance.

e Purchase Restrictions: Quantities are limited and
require the purchaserto be staying at a Deluxe Resort.
e Purchasetime: /7 daysinadvance forvisitors staying at

aDisney Resort.
e Price: $450

<
G LANE
Premier Pas—s" LL -

Click to Pu... Select Date

Magic Kingdom Park
$359 Per Guest

© view Etigible Experiences I ‘{!\ﬁ

EPCOT

$169 Per Guest

© view Etigible Experiences N v, R

Disney's Hollywood

Studios

$269 Per Guest

© view Etigible Experiences | 4 F‘

Disney's Animal

Kingdom Theme Park

$119 Per Guest

© View Etigible Experiences 7;‘?)
Select Park
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Systems:

Lightning ] . ~, <> single Pass
Lane

¢
Viriual - o
-
Click to Enter

® _

Virtual
Queue

General
Lane

Insights:
Insufficient supply of Single Pass

o Guests staying at Disney Resorts have the rightto book
up to 7 daysin advance, while regular guests can only
grab them 3 daysin advance, resultingin popular
programs being gone as soon as they open.

e Disneyisintentionally controlling the number of Single
Passes to drive up the value of Premier Passes, forcing
guests to consider more expensive options.

Multiple Pass excludes the hottest programs

o Disneyknows the items that guests want tovisit the
most (e.g. Seven Dwarfs Mine Train, TRON Lightcycle
Run, etc.), so it makes these items only available for
purchase
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through Single Passes, increasing the extra spending for
guests.

e Sincetheseitemsare not available, people using
Multiple Passes are diverted to the less popularitems,
and the popularitems are instead harder to queue for.

The queue time estimation systemis biased:

e Some programs do not have phone receptioninthe
waiting area to get anupdate onwait times.

e Disney's estimated queue times are based on queue
data from past periods, the flow of guest cellphone
data, and equipment operation.

e However, if thereisasuddensurgeinattendance, a
brief technical failure of a project, and people are
strandedinthe queue area(e.g., mobility-impaired
guests needing special arrangements)it could resultin
actual queue times farexceedingthe app's
projections.

Ideas:

Disney's FastPasses (e.g. Genie+ and Lightning Lane)
currently suffer fromm complex purchase processes,
opaque rules, and unavailability of popularitems, which
affectsthe visitorexperience. Optimization directions
couldinclude simplifying the purchase process, providing
clearrule descriptions, afairer allocation mechanism, and
reducingreliance onmobile apps.

Long queuing time is also a major pain point for visitors,
limited by factors such as high visitor volume, single
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queuing method, and poor queue management.
Improvement directions could include increasing the
interactive experience inthe queuing area(e.g., mini-
games), and dynamically adjusting the ratio of normal
queuing andfast pass.

Intervention:
Interactive Storytelling/Gamification

e Introduce Augmented Reality (AR) elements through
the Disney app to allow guests to unlock exclusive
characterinteractions, virtual scavengerhunts or
storyline expansions related to the attraction.

e Installinteractive displays or motion-activated
projections that react to guest actions, similar to the
queue for Harry Potter and the Forbidden Journey at
Universal Studios.

o Develop queue-exclusive mini-games that canbe
accessedviasmartphone, where guests can
collaborate orcompete in attraction-related themed
challenges.

e Experience Enhancement:

Make the wait more engaging so that visitors perceive the
queue as part of the entertainment ratherthanan
inconvenience.

e Interactive elements candistract fromlongwaits, thus
improving the overall experience.

e Themed interactions enhance the immersion of the
program, allowing visitors to begin the experience
before boarding theride.



Setting up additional paid unlocking options

Each Multiple Pass contains at least one most popular
item.

This famous item can be randomly assigned by the
system or selected by availability within a certaintime
period to avoid everyone grabbing the same one.

If Disney still wants to maintain the commercial value of
the Single Pass, they can offer Multiple Passusers a
“Hot Program Supplemental Option” in exchange for
Lightning Lane status on a high-demand program.
Experience Enhancement:

Increase the value of the Multiple Pass so that visitors
actually “cut theline”

Not make itimpossible for the average touristto grab
the popular programs at all

Addtime alerts within the queueline

Adding “Dynamic Wait Time Alert” displays to the
queue paths, these screens will show updated
estimated wait timesinreal time, allowing visitors to
judge whetherto continue in the queue or exit.
Forsome longer queuing areas, wait time update
notification canbe played toreduce visitors' anxiety
due to “unknown waiting”.
Experience Enhancement:
e Make visitorsinthe queue more aware of what
they're waiting for
o Make decisions ahead of time ratherthan passively
accepting the agony of extralong times
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