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[bookmark: _Toc207095837]Introduction
This report offers a comprehensive exploration of innovative strategies and customer-focused solutions, designed to address challenges and unlock growth opportunities within a competitive market in bakery for the company Wenzel’s The Bakery. You will find detailed analysis that begins with a look into key industry trends shaping the business landscape, providing context for the need for transformation. The core of the report will employ the Innovation Ambition Matrix, a powerful framework that categorizes innovation into core, adjacent, and transformational levels. This model will be used to evaluate current practices, identify strengths, and pinpoint areas where bold changes can drive future success. By breaking down innovation into these distinct categories, the report will highlight how incremental improvements, and groundbreaking initiatives can work together to enhance performance. As well as that, the report will utilize Customer Journey Mapping to give an in-depth look at the customer experience, tracing each stage from awareness to post-purchase. This approach will show pain points and opportunities for improvement, which offers a clear understanding of how interactions can be optimized. Building on these insights, a transformative digital initiative will be proposed, showing details of its features, implementation strategies, and potential benefits. The development of this solution will draw on design thinking principles, emphasizing empathy, ideation, and experimentation to create a user-centered outcome. Systems thinking concepts will also be implemented, using models such as the Theory of Constraints and the Viable Systems Model to ensure operational efficiency and holistic system alignment. Furthermore, a collaborative approach inspired by soft systems methodology will be outlined, ensuring diverse perspectives shape the solution.
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[bookmark: _Toc207095838]Introduction to Wenzel’s the Bakery
Wenzel’s the Bakery, established in 1975, is a prominent UK-based bakery chain with over 100 stores, primarily in London and the Southeast of England. Renowned for its freshly baked breads, pastries, cakes, and savoury items, Wenzel’s has cultivated a loyal customer base, including daily commuters, local families, and office workers, by offering high-quality products at affordable prices (Wenzel’s, 2025). Operating in a highly competitive market, Wenzel’s faces challenges from large chains like Greggs, artisanal bakeries, and supermarkets, as well as shifting consumer preferences towards health-conscious options, digital convenience, and sustainability. This report applies design thinking principles and innovation frameworks to analyse Wenzel’s current operations, identify opportunities for improvement, and propose a digital transformation initiative to enhance customer experience and business performance.
[bookmark: _Toc207095839]Wenzel’s market share against competitors
Wenzel’s largest competitors in the UK bakery industry are Greggs where they hold the largest amount of market share of £2billion, Wenzel’s is marked as the third strongest in market share showing that there is much needed room for improvement and the need for new technologies to help them advance forward and acquire more of the industries market share.






[bookmark: _Toc207095840]Key Consumer and Industry Trends Affecting Wenzel’s
The UK bakery market is shaped by consumer behaviours that evolve in time, technological advancements, and economic pressures. The following trends significantly impact Wenzel’s strategic priorities:
Health-Conscious Diets
Increasing consumer awareness of health and wellness has driven demand for gluten-free, vegan, and low-sugar bakery products. There is a 2023 Euromonitor report that says 28% of UK consumers prioritise health-focused food choices, with vegan bakery sales growing by 15% annually (Euromonitor International, 2023). This trend aligns with design thinking’s emphasis on understanding user needs, requiring Wenzel’s to expand its health-focused offerings to remain competitive.
Digital Convenience
The rise of online ordering and delivery platforms has transformed customer expectations. In 2024, 35% of UK bakery sales happened through digital channels, with platforms like Just Eat and Deliveroo leading the market (Mintel, 2024). This shift underscores the need for seamless digital integration, a key focus of design thinking’s experimentation, to meet customer demands for convenience and speed.
Sustainability Concerns
Environmental consciousness is growing, with 62% of UK consumers preferring brands that adopt sustainable practices, such as eco-friendly packaging and locally sourced ingredients (Statista, 2024). This trend resonates with design thinking’s human-centric approach, which seeks to enhance user experiences while addressing societal values, encouraging Wenzel’s to adopt sustainable practices to enhance brand appeal.
Personalisation and Experience
Consumers increasingly value tailored experiences, with 47% willing to pay a premium for personalised products or services (Deloitte, 2024). This aligns with empathy and ideation, encouraging businesses to co-create solutions with customers to meet individual needs.
Economic Pressures
Rising inflation and energy costs impact both operational expenses and consumer spending power. Wenzel’s 2024 Annual Report notes a 10% increase in operational costs due to energy prices, necessitating cost-effective innovations to maintain affordability without compromising quality (Wenzel’s Annual Report, 2024).
Competition and Market Saturation
The UK bakery market is highly competitive, with Greggs dominating with over 2,000 stores and artisanal bakeries appealing to niche markets (Mintel, 2024). Wenzel’s must innovate to differentiate itself, leveraging design thinking’s iterative processes to test and refine new offerings that stand out in a crowded market.

These trends necessitate a strategic focus on innovation, digital transformation, and customer-centricity. By applying design thinking and systems thinking frameworks, Wenzel’s can address these challenges and capitalise on emerging opportunities to enhance its market position.

[bookmark: _Toc207095841]Part 1: Analysis of Wenzel’s Approach to Innovation
[bookmark: _Toc207095842]Innovation Ambition Matrix
The Innovation Ambition Matrix, developed by Nagji and Tuff (2012), categorises innovation into three levels: Core, Adjacent, and Transformational. This framework, aligned with design thinking’s iterative and user-centric principles, helps assess Wenzel’s innovation strategies and identify growth opportunities.

[bookmark: _Toc207095843]Core Innovations:
1.1. Current Status
Wenzel’s focuses heavily on core innovations, optimising its existing product offerings and operational efficiency. Some examples include introducing seasonal products, such as festive pastries and limited-edition sandwiches, and refining in-store processes to reduce wait times during peak hours (Wenzel’s, 2025). The bakery uses customer feedback and sales data to tweak recipes, ensuring consistent quality and meeting customer expectations for fresh, affordable products.
1.2. Analysis
These efforts align with Deming’s System of Profound Knowledge, which emphasises understanding system variations to improve performance. For example, Wenzel’s monitors sales data to ID popular items and adjusts production schedules to minimise waste, reflecting a systematic approach to operational efficiency. Although over-reliance on main innovations limits differentiation in a competitive market, as competitors like Greggs also optimise similar processes. It is known that core innovations, even if it is essential, often lack the disruptive impact needed to capture new market segments or significantly enhance customer loyalty.
1.3. Pain Points
Limited product personalisation restricts customer engagement, as Wenzel’s offers standard menu items with minimal customisation options. Additionally, the lack of digital integration in core operations, such as online pre-ordering, hinders efficiency and customer satisfaction, particularly during busy periods. For example, unlike competitors like Pret A Manger, Wenzel’s does not have a robust loyalty programme, missing opportunities to build long-term customer relationships (Mintel, 2024).
1.4. Opportunities
Enhancing core innovations could involve introducing a basic loyalty programme or expanding the range of health-focused products to align with consumer trends. Integrating digital tools, such as a mobile app for pre-ordering, could streamline operations and improve customer experience.

[bookmark: _Toc207095844]Adjacent Innovations
1.5. Current Status
Wenzel’s has ventured into adjacent innovations by expanding its delivery services through partnerships with Deliveroo and Uber Eats, targeting customers seeking convenience. It has also introduced vegan and gluten-free options to cater to health-conscious consumers, responding to the growing demand for dietary-specific products (Wenzel’s Annual Report, 2024). These initiatives represent incremental expansions into new markets and services while leveraging existing capabilities.
1.6. Analysis
These efforts reflect design thinking’s empathy pillar, addressing evolving consumer needs by understanding their preferences for convenience and health-focused options. However, delivery services are not fully integrated with Wenzel’s own digital platforms, leading to inconsistent customer experiences, such as variable delivery times or order inaccuracies. Beer’s Viable Systems Model highlights the need for better coordination between delivery partners and in-store operations to ensure seamless service. The narrow range of vegan and gluten-free products also limits Wenzel’s ability to capture a larger share of the health-conscious market, which is growing at 15% annually (Euromonitor International, 2023).
1.7. Pain Points
Limited control over third-party delivery platforms results in customer dissatisfaction due to inconsistent delivery experiences. The vegan and gluten-free range that is available is limited compared to competitors like Greggs, which offers a larger selection, missing opportunities to attract a growing demographic. In addition to this, Wenzel’s lacks a cohesive digital strategy to integrate adjacent innovations with its core operations.
1.8. Opportunities
Developing a proprietary delivery system or expanding the health-focused product range could enhance customer satisfaction and market reach. Collaborating with local suppliers for sustainable ingredients could also align with consumer preferences and strengthen brand positioning.
[bookmark: _Toc207095845]Transformational Innovations
1.9. Current Status
Wenzel’s has minimal engagement in transformational innovations, which involve groundbreaking changes to business models or markets. There is no evidence of initiatives such as subscription models, AI-driven personalisation, or sustainable supply chain innovations (Wenzel’s, 2025). The bakery’s innovation efforts are primarily incremental, focusing on maintaining existing operations rather than disrupting the market.
1.10. Analysis
Transformational innovations require risk-taking and divergent thinking. Wenzel’s conservative approach may stem from organisational barriers, such as hierarchical decision-making, fear of failure, or limited investment in digital infrastructure, which hinder paradigm-breaking ideas. Goldratt’s Theory of Constraints suggests that Wenzel’s could unlock potential by addressing constraints Ascertainable constraints, such as outdated digital systems or lack of technological investment, which limit the bakery’s ability to innovate radically. The absence of transformational initiatives leaves Wenzel’s vulnerable to competitors who leverage advanced technologies, such as AI-driven customer insights or automated ordering systems.
1.11. Pain Points
The lack of a proprietary digital platform limits Wenzel’s ability to control the customer experience and leverage data for personalisation. The absence of sustainable practices, such as eco-friendly packaging or carbon-neutral operations, misaligns with consumer expectations for environmentally responsible brands (Statista, 2024).
1.12. Opportunities
Investing in a proprietary mobile app with AI-driven personalisation, subscription-based meal plans, or sustainable supply chain practices could position Wenzel’s as a market leader. These initiatives align with design thinking’s focus on desirability (meeting customer needs), feasibility (technical implementation), and viability (business profitability).

[bookmark: _Toc207095846]Customer Journey Mapping
Customer Journey Mapping, a core design thinking tool, visualises the end-to-end experience of Wenzel’s core customers—daily commuters and local families. The map below outlines the current journey, identifying pain points, gain points, and opportunities for digital innovation, informed by the module’s emphasis on empathy and user-centric design.

[bookmark: _Toc207095847]Current Customer Journey Map
	Stage
	Customer Actions
	Touchpoints
	Pain Points
	Gain Points
	Digital Opportunities

	Awareness
	Learns about Wenzel’s through word-of-mouth, social media, or passing by a store.
	Social media, store signage, reviews.
	Limited online presence; inconsistent social media engagement.
	High brand recognition in local areas.
	Enhance social media with targeted ads and influencer partnerships.

	Consideration
	Evaluates menu options via website or in-store displays.
	Website, in-store menu boards.
	Outdated website with limited product details; no pre-order option.
	Attractive store displays and friendly staff.
	Develop a mobile app for browsing and pre-ordering.

	Purchase
	Visits store or orders via third-party delivery platforms.
	In-store, Deliveroo, Uber Eats.
	Long queues during peak hours; inconsistent delivery experiences.
	Fresh, affordable products; quick in-store service.
	Introduce click-and-collect via a proprietary app.

	Experience
	Consumes product in-store, take-away, or via delivery.
	Store environment, product quality.
	Limited seating; packaging not eco-friendly; lack of personalisation.
	High-quality, fresh products.
	Offer customisation options via app; use sustainable packaging.

	Post-Purchase
	Shares feedback via reviews or social media; considers repeat purchases.
	Reviews platforms, social media.
	No loyalty programme; limited follow-up engagement.
	Positive product quality drives repeat visits.
	Implement a digital loyalty programme with rewards.
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[bookmark: _Toc207095848]Analysis 
Pain Points
The lack of a proprietary digital platform limits Wenzel’s control over the customer experience, particularly in delivery and personalisation. Long queues during peak hours, especially in busy urban locations, frustrate commuters, reflecting operational constraints as per Goldratt’s Theory of Constraints. The absence of a loyalty programme and limited post-purchase engagement miss opportunities to build customer retention, critical in a competitive market where 47% of consumers value personalised experiences (Deloitte, 2024). Non-eco-friendly packaging also conflicts with growing sustainability concerns (Statista, 2024).
Gain Points
Wenzel’s excels in product quality and affordability, aligning with design thinking’s desirability criterion. Friendly staff and strong local brand recognition enhance the in-store experience, bringing customer loyalty in communities where Wenzel’s operates.
Digital Opportunities
A proprietary mobile app could streamline ordering, enable product customisation, and offer loyalty rewards, addressing pain points and enhancing user experience. Soft Systems Methodology suggests involving stakeholders (customers, staff, and management) in co-creating the app to align with diverse worldviews, ensuring it meets varied needs. For example, incorporating customer feedback through app-based surveys could refine offerings iteratively, reflecting design thinking’s experimentation principle.

[bookmark: _Toc207095849]Part 2: Proposed Digital Transformation Initiative
Based on the analysis, Wenzel’s key challenges include limited digital integration, lack of personalisation, operational issues during peak times, and not being aligned with sustainability trends. To address these, this section proposes a Wenzel’s Digital Bakery App as a transformational innovation, integrating design thinking principles (empathy, ideation, experimentation) and systems thinking to enhance customer experience and business performance.

[bookmark: _Toc207095850]Proposed Initiative: Wenzel’s Digital Bakery App
The Wenzel’s Digital Bakery App will provide a seamless, user-centric platform for customers to browse, customise, order, and engage with the brand. Key features include:

Pre-Order and Click-and-Collect
Customers can order customised products (e.g., vegan sandwiches with specific fillings) and select pick-up times to avoid queues, addressing operational bottlenecks during peak hours.

Loyalty Programme 
A points-based system rewarding repeat purchases with discounts or free items, encouraging retention and increasing customer lifetime value.
Personalised Recommendations
AI-driven suggestions based on purchase history, dietary preferences (e.g., vegan or gluten-free), and trending items, enhancing user experience and aligning with consumer demand for personalisation (Deloitte, 2024).

Sustainability Tracker 
A feature allowing customers to view the environmental impact of their purchases (e.g., carbon footprint of eco-friendly packaging), aligning with consumer preferences for sustainable brands (Statista, 2024).

Feedback Portal 
An in-app tool for real-time customer feedback, enabling Wenzel’s to iterate and improve offerings based on user insights, reflecting design thinking’s iterative approach.

In-House Delivery Integration
A system to manage deliveries directly, reducing reliance on third-party platforms and ensuring consistent delivery times and quality.
Nutritional Information Hub
Detailed nutritional data and allergen information for all products, catering to health-conscious consumers and enhancing transparency.

The app’s development will involve stakeholder collaboration, as per Soft Systems Methodology, to ensure it addresses the needs of customers, staff, and management. For example, staff input can ensure the app streamlines in-store processes, while customer feedback can refine user interface design. This collaborative approach fits with design thinking’s emphasis on co-creation and diverse perspectives.

[bookmark: _Toc207095851]Updated Customer Journey Map
The updated customer journey map reflects the enhanced experience provided by the app, addressing pain points and leveraging digital features to create a seamless, personalised experience.
	Stage
	Customer Actions
	Touchpoints
	Pain Points Addressed
	Gain Points
	Digital Features

	Awareness
	Discovers Wenzel’s via app notifications, social media, or targeted ads.
	App, social media, push notifications.
	Improved online presence with engaging content.
	Personalised ads increase brand visibility.
	App notifications and targeted social media campaigns.

	Consideration
	Browses menu, customises orders, and views sustainability info on the app.
	Wenzel’s app, website.
	Outdated website replaced with intuitive app interface.
	Detailed product info and customisation options.
	AI-driven menu suggestions and customisation tools.

	Purchase
	Places pre-order via app for click-and-collect or delivery.
	Wenzel’s app, in-store pick-up.
	Queues avoided; consistent delivery via integrated logistics.
	Fast, seamless ordering process.
	Click-and-collect and in-house delivery options.

	Experience
	Collects order or receives delivery; enjoys personalised product.
	App, store, delivery.
	Eco-friendly packaging; personalised products enhance satisfaction.
	Tailored, convenient experience.
	Customisation and sustainable packaging options.

	Post-Purchase
	Earns loyalty points, provides feedback via app, and receives tailored offers.
	App, email notifications.
	Loyalty programme and feedback portal increase engagement.
	Rewards drive repeat purchases; feedback improves service.
	In-app loyalty points and feedback portal.



[bookmark: _Toc207095852]Impact on Wenzel’s
The Digital Bakery App deals with key challenges and fits in with design thinking’s three pillars (empathy, ideation, experimentation) and systems thinking principles, which in turn deliver significant benefits to Wenzel’s:

1. Customer-Centricity (Empathy)
· The app addresses pain points like long queues and lack of personalisation by offering pre-ordering and customisation, meeting consumer demands for convenience and tailored experiences (Deloitte, 2024). For example, commuters can pre-order breakfast items for quick pick-up, enhancing satisfaction.
· The feedback portal incorporates Soft Systems Methodology by capturing diverse customer worldviews, enabling Wenzel’s to refine offerings iteratively. This aligns with design thinking’s focus on understanding user needs and co-creating solutions.
· The nutritional information hub caters to health-conscious consumers, addressing the 28% of UK consumers prioritising health-focused choices (Euromonitor International, 2023), and builds trust through transparency.
1. Operational Efficiency (Feasibility)
· By integrating in-house delivery and click-and-collect, the app reduces dependency on third-party platforms, improving delivery consistency and addressing operational constraints. For instance, in-house delivery ensures orders meet Wenzel’s quality standards, reducing complaints about late or incorrect deliveries.
· The app streamlines in-store processes by allowing pre-orders, increasing throughput and reducing inventory bottlenecks during peak hours, as per Beer’s Viable Systems Model. This enhances system performance by optimising resource utilisation.
· Staff training on app usage, informed by stakeholder input, ensures seamless integration into daily operations, minimising resistance to change and enhancing adoption.
Business Success (Viability)
· The loyalty programme and personalised recommendations drive customer retention, with studies showing a 5% increase in retention can boost profits by 25-95% (Harvard Business Review, 2023). For example, offering a free coffee after 10 purchases encourages repeat visits, increasing customer lifetime value.
· The sustainability tracker aligns with consumer preferences, enhancing brand desirability and market differentiation (Statista, 2024). By promoting eco-friendly packaging, Wenzel’s can attract environmentally conscious customers, strengthening its market position.
· The app’s data analytics capabilities enable Wenzel’s to track purchasing patterns and optimise inventory, reducing waste and operational costs. This aligns with Miller’s Living Systems Theory, which views businesses as systems processing matter/energy and information to achieve goals.
· The app positions Wenzel’s to compete with larger chains like Greggs by offering a differentiated, technology-driven experience, driving market share growth in a saturated market (Mintel, 2024).
Stakeholder Alignment
· Using Soft Systems Methodology, the app’s development incorporates input from customers, staff, and management to ensure alignment with diverse needs. For example, staff can provide insights on operational challenges, while customers can highlight preferred features, creating a shared vision for the app’s functionality.
· The app addresses potential resistance to change by involving stakeholders early, as per SSM’s emphasis on building consensus. Regular feedback loops ensure continuous improvement, aligning with design thinking’s iterative approach.

[bookmark: _Toc207095853]Measuring Impact and Success
To measure how well the app is doing, Wenzel’s should look at four main areas such as how happy customers are, how smoothly operations run, how much money the app makes, and how it helps the environment. For customer happiness, they should check the Net Promoter Score (NPS) through feedback in the app, aiming to improve it by 10% in six months. This shows if customers like the app and stay loyal. They will also track how often customer issues are fixed on the first call, targeting a large percentual success. This means Wenzel’s solves problems quickly and keeping users happy. For operations, we’ll see how many people use the app for click-and-collect, hoping 30% of sales come through the app in a year. This shows if customers find the app convenient. Wenzel’s also measure wait times during busy hours, aiming to cut them in half to make things faster. Plus, they would check if deliveries were on time and correct, targeting 95% success to keep service reliable. For money matters, Wenzel’s will calculate if the app is worth its cost by comparing what we spent building it to the extra sales and loyal customers it brings, expecting a positive return in 18 months. They will also track the average order value, aiming for an increase in new or existing customers by suggesting extra items at checkout. On top of that Wenzel’s aim to reduce waste by 5% using data to predict what customers want, saving money. For sustainability, Wenzel’s will track how many orders use eco-friendly packaging, aiming for 70% in a year to match what customers care about (Statista, 2024). We’ll see if 50% of users engage with the app’s sustainability tracker to know if they like these features. Lastly, we’ll work toward getting 20% of ingredients from local sources in two years to lower our environmental impact.
These metrics will be reviewed quarterly, with iterative adjustments based on customer feedback and performance data, reflecting design thinking’s experimentation principle. For example, if scores indicate dissatisfaction with app navigation, Wenzel’s can update the interface based on user input, ensuring continuous improvement.

[bookmark: _Toc207095854]Conclusion
Wenzel’s the Bakery stands in a ‘moment of truth’ moment in a highly competitive UK bakery market, where innovation and customer focus are very important to maintaining its reputation and driving growth. The analysis conducted throughout this report has shown a strong foundation in refining existing operations and expanding into adjacent areas, such as delivery services and health-conscious product lines. However, it also highlights a significant opportunity to embrace transformational changes that could redefine the brand’s future. The current approach, while it is effective for stability, leaves Wenzel’s vulnerable to competitors who are capitalizing on advanced technologies and evolving consumer preferences. By examining the customer journey, it becomes clear that challenges such as long queues, limited digital engagement, lack of personalization, and unsustainable packaging are hindering the overall experience, yet they also present clear and simple pathways for improvement.
The proposed Wenzel’s Digital Bakery App comes as a transformative solution that addresses these issues comprehensively. By offering features like pre-ordering, customized recommendations, a loyalty program, sustainability tracking, and in-house delivery options, the app promises to enhance convenience, meet individual customer needs, and align with growing demands for eco-friendly practices. This initiative reflects a deep understanding of customer expectations, streamlining operations to reduce bottlenecks and fostering a stronger connection with the brand. The collaborative development process, involving input from customers, staff, and management, makes sure the app is tailored to diverse needs, creating a unified approach to innovation that can adapt and evolve over time. This focus on continuous improvement positions Wenzel’s to not only solve current pain points but also to anticipate future trends, lining them up for long-term success.
The success of this digital transformation will depend on careful monitoring and adjustment. Tracking customer satisfaction, operational efficiency, financial performance, and sustainability outcomes will provide a clear picture of the app’s impact, allowing Wenzel’s to better its strategy based on real-world feedback. This iterative process ensures the bakery remains responsive to its customers, turning challenges into opportunities for growth. By implementing this app, Wenzel’s can make itself stand out from competitors, attract a larger and more diverse customer base, and strengthen its commitment to quality and sustainability, all while managing economic pressures through increased efficiency and customer retention.
Looking ahead, marks a strategic shift for Wenzel’s, empowering it to lead rather than follow in the bakery market. It transforms the customer experience into an easy, personalized journey, boosts profitability through repeat business, and establishes the brand as a leader that looks ahead. The path forward requires Wenzel’s to be committed to innovation, active engagement with all stakeholders, and a willingness to adapt, ensuring Wenzel’s not only survives but thrives in an industry that is always changing. This conclusion affirms that by embracing this digital evolution, Wenzel’s can secure its place at being very well liked and have a progressive name in the industry for years to come.
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