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[bookmark: _Toc225893229]Executive Summary 
 Seren Coffi is an independent café located in Cardiff, renowned for its commitment to ethical sourcing, community engagement, and transparency. Despite the café’s enduring popularity, strong customer base, and clear demand for its products, the business is currently facing operational challenges that threaten its survival. The key problem is not the quality of the coffee or the ethical suppliers, but rather a management team that struggles with slow decision-making, insufficient practical action, and reactive rather than proactive problem-solving.
This report argues that the main path to recovery is the adoption of creative management practices. These involve three core initiatives. First, upgrading operational equipment through the rental of modern coffee machines and grinders, ensuring consistent quality and faster service. Second, establishing a collaborative partnership with a bakery in Aberystwyth, allowing customers to receive a complimentary croissant with every coffee, branded with the bakery’s logo to promote co-marketing and value co-creation. Third, reinvesting profits into building insulation improvements to reduce energy costs and enhance customer comfort.
The report draws upon theories of innovation and operations management to demonstrate that meaningful change can be achieved without compromising the café’s identity or values. By applying structured creative management, Seren Coffi can improve operational efficiency, enhance the customer experience, and secure long-term sustainability, turning a struggling but loved café into a thriving community hub.






[bookmark: _Toc225893230]Part 1: Strategic Analysis and Turnaround Plan for Seren Coffi
[bookmark: _Toc225893231]1. Introduction to the Organisation and the Issue
Seren Coffi represents a values-driven business located in the docklands area of Cardiff, created to offer an alternative to corporate coffee culture. Built on a philosophy of “reuse rather than replacement,” the café developed a strong identity through reclaimed chapel furniture and a focus on local craftsmanship. This authentic approach initially attracted a loyal customer base and positioned the café as a meaningful part of the local community.
However, by early 2026, the business has reached a critical point. Despite its strong brand, Seren Coffi has become both physically and operationally fragile. The building’s poor insulation has led to rising energy costs, while faulty equipment, such as a broken grinder, has reduced product quality. At the same time, the founders are experiencing fatigue, resulting in slow decision-making and “paralysis by analysis.” With only £2,000 remaining, the café now faces a turning point, requiring a creative management strategy to restore efficiency while preserving its ethical values.

[bookmark: _Toc225893232]2. Critical Analysis of Creativity, Innovation, and Capitalism
To understand the challenges faced by Seren Coffi, it is important to distinguish between creativity and innovation. Creativity refers to the generation of new and original ideas, while innovation involves the effective implementation of those ideas to create value (Amabile, 1996; Trott, 2017). Seren Coffi clearly demonstrates creativity through its ethical sourcing, community focus, and distinctive identity. However, it struggles with innovation, as these ideas are not consistently translated into timely and practical actions. As Tidd and Bessant (2020) argue, innovation requires both strong ideas and disciplined execution within a structured business framework. In this case, the café possesses creativity but lacks operational effectiveness.
A key tension exists between Seren Coffi’s ethical values and traditional capitalist approaches to business. Conventional models often prioritise efficiency, cost reduction, and standardisation (Porter, 2004). While these methods can improve profitability, they risk undermining the authenticity and local identity that define independent cafés. Adopting such an approach would likely weaken Seren Coffi’s relationship with its customers.
However, ethical principles alone are not sufficient for long-term survival. As Manners-Bell and Lyon (2023) highlight, sustainable supply chains are inherently more complex and costly, requiring stronger management capabilities. In this context, the founders’ reluctance to make difficult decisions has contributed to operational decline. Drucker (2015) emphasises that without financial sustainability, a business cannot achieve its wider social purpose. Therefore, Seren Coffi must adopt a balanced approach, combining ethical integrity with professional and efficient management. Innovation, in this case, lies in transforming values into consistent and effective business practices.

[bookmark: _Toc225893233]3. The Creative Management Strategy and the 4Ps of Innovation
The proposed solution is a single, unified "Creative Management Strategy." This is a responsive and imaginative approach designed to solve the café’s operational problems while maximising the limited resources of the £2,000 petty cash. This strategy is not a list of separate ideas, but a linked plan that addresses equipment, marketing, and the building environment simultaneously. We can understand this strategy by mapping it to the "4Ps of Innovation" model developed by Tidd and Bessant (2020). This framework allows us to see how the strategy impacts every dimension of the business.
Regarding Process Innovation, the strategy focuses on upgrading the coffee equipment. The current machines and grinders are outdated and unreliable, resulting in slow, inconsistent service. Instead of using the limited cash to buy a new machine, the management will move to a rental model. Renting modern equipment reduces financial risk while providing immediate operational improvements. Process innovation is specifically focused on changing how a service is delivered rather than the product itself (Slack and Brandon-Jones, 2022). By ensuring that every coffee is served quickly and at a high standard, the café directly addresses the main reason why customers might be tempted to go to the nearby chain café.
In terms of Product Innovation, the café will introduce a transformative "Value Bundle" through a strategic partnership with the bakery in Aberystwyth. The core of this innovation is a negotiated agreement where the bakery provides premium croissants at a price significantly below market rates. In exchange, Seren Coffi will offer a croissant on the house with every coffee purchase for an entire year. This directly improves the performance of the product from the customer's perspective by increasing the "perceived value" of the purchase, which is a major factor in building customer loyalty (Kotler et al., 2021). By pairing high-quality coffee with a luxury Welsh pastry provided at a sustainable cost to the café, the business ensures its offering is seen as superior to the mass-produced options of competitors (Trott, 2017).
Moving to Position Innovation, the bakery partnership will re-frame how Seren Coffi is perceived in the Cardiff market. To fulfil the agreement for below-market pricing, each croissant will be served with the bakery’s specific name and logo clearly visible on the item or its packaging. This creates a "dual-brand" experience. It serves as a powerful marketing tool for both businesses: it introduces the Aberystwyth bakery to a new Cardiff audience while highlighting Seren Coffi’s role as a curator of local excellence. This differentiates the café from big chains that focus purely on anonymous, high-volume supply chains. This is what Pine and Gilmore (2011) call the "Experience Economy," where customers pay for the feeling of being in a special place that supports a wider community of artisans.
Finally, we have Paradigm Innovation. This represents the biggest change because it involves a shift in the management’s "mental model." The founders must move from a passive, discussion-heavy culture to an active, decision-oriented one. They are moving from being values-driven in theory to delivering tangible value in practice. This paradigm shift means accepting that a business can be both ethical and highly professional. As Drucker (2015) argues, the role of a manager is to make resources productive. By making these timely decisions about equipment and partnerships, the founders are proving that they have the courage to lead their business into a sustainable future.
[bookmark: _Toc225893234]4. The Creativity Process and the Context of the Idea 
The creative process for this solution emerged from a need to reframe the café’s problems. Instead of following the traditional capitalist path of cutting costs or staff, I looked for ways to enhance value for the customer while staying true to the café’s Welsh identity. This reflects the principles of "practical creativity," which focuses on realistic solutions that work within tight resource constraints (Bessant and Tidd, 2015). The context was the "bleak" outlook of January 2026, where the founders were too tired to think of big changes but desperate enough to try something different.
The concept was developed using "Design Thinking," which involves looking at the business through the eyes of the customer (Brown, 2019). I realised that a customer wants a high-quality coffee and a warm place to sit, but they also respond well to unexpected generosity. The "Lateral Thinking" part of the process involved looking at the Aberystwyth bakery as a marketing partner rather than just a supplier (De Bono, 2015). By providing the croissant on the house and including the bakery's specific name and logo clearly visible on the item or its packaging, we solve a marketing problem for both parties. I have proposed negotiating a price below market rates for these pastries; in exchange for this discount, Seren Coffi provides the bakery with high-visibility brand placement in the Cardiff market. This partnership creates a mutually beneficial relationship that drives traffic to both businesses and ensures the café can afford this "value proposition" even with limited funds.
Furthermore, the process considered the specific "£2,000 tool" mentioned in the case study. I realised that this money needed to be used as "seed capital" to start a new cycle of growth. Renting equipment and negotiating this co-branded marketing deal are both low-risk ways to start this cycle. This approach accounts for the café’s limited resources while maximising the impact on the customer experience (Manners-Bell and Lyon, 2023). It is an "incremental innovation" that builds on what the café already has, rather than trying to transform it into something it is not (Brown and Katz, 2019). This co-marketing strategy uses the £2,000 budget as a catalyst for a shared victory.

[bookmark: _Toc225893235]5. Evaluation of Viability: Lewin’s Force Field Analysis
To evaluate whether this strategy is actually viable, I have used Lewin’s Force Field Analysis (1951). This model is very helpful for understanding the "Driving Forces" that want the business to change and the "Restraining Forces" that are trying to keep things the same. For a change to be successful, the driving forces must be stronger than the restraining forces.
The Driving Forces in this situation are very strong. Firstly, there is the survival instinct; the business is failing, and the founders know they must do something different. Secondly, the café still has a very loyal customer base and a good reputation in Cardiff (Kotler et al., 2021). Thirdly, the "on the house" co-branded croissant offer is highly attractive and will likely bring in immediate footfall. The negotiated agreement for below-market pricing ensures that the café can sustain this generosity without depleting its limited cash reserves. Fourthly, the long-term cost savings from the insulation and the better equipment will improve the café's financial health. Finally, the plan aligns perfectly with the café’s original values of fairness and community by supporting a fellow Welsh artisan (Manners-Bell and Lyon, 2023).
The Restraining Forces are mostly related to the internal culture of the business. The limited financial resources create a fear of making a mistake with the last £2,000. There is also the risk that the initial investment in the equipment rental and the bulk pastry agreement will not be recouped immediately. Additionally, the staff may resist new operational routines if they are already exhausted. However, the biggest restraining force is the management’s habit of "over-discussion." As Rogers (2003) explains, for a new idea to be adopted, it must be easy to understand and compatible with the people's values. My strategy is viable because it uses the bakery and the equipment to make the founders' lives easier, not harder.
From a "Value Creation" perspective, this plan is much more viable than a standard capitalist cost-cutting plan. While giving away a croissant looks like a loss, it is actually a marketing expense that builds "social capital" and customer loyalty (Florida, 2012). By displaying the bakery’s name and logo on the items, Seren Coffi creates a transparent, unique value proposition that justifies its premium positioning. By reframing the business as an "Experience Destination," the founders move away from competing on price with the big chains. They are creating a "niche" that is defensible and sustainable (Grant, 2021; Mintzberg, 2007). This justifies the strategy as a long-term investment in the brand’s survival rather than a short-term gamble.

[bookmark: _Toc225893236]6. Critical Discussion of the Organisational Climate
The organisational climate of Seren Coffi can be described as a combination of high passion and deep exhaustion. Climate refers to the psychological atmosphere of a workplace and plays a key role in enabling innovation (Dobni, 2008). In this case, the café appears supportive of innovation in theory, but not in practice, which helps explain its current decline.
On one hand, Seren Coffi benefits from a collaborative and community-focused culture. Staff and volunteers share strong ethical values, creating a sense of cohesion and trust (West and Farr, 1990). The founders have historically encouraged experimentation through initiatives such as poetry nights and “pay-what-you-can” events. This indicates that the creative foundation of the business is well established. As Goffin and Mitchell (2017) suggest, a people-oriented and mission-driven culture provides a strong basis for innovation.
On the other hand, significant barriers limit progress. Decision-making inertia has created a climate of delay and frustration, where even essential issues, such as broken equipment, remain unresolved. This weakens staff morale and reduces creative confidence (Kelley and Kelley, 2013). In addition, ongoing exhaustion has resulted in a reactive, “survival” mindset, where employees focus on coping rather than improving performance (Tidd and Bessant, 2020).
To support the proposed Creative Management Strategy, the organisational climate must shift towards greater structure and efficiency. Innovation requires a balance between flexibility and clear decision-making processes (Tidd and Bessant, 2020). By improving working conditions through reliable equipment and better insulation, the café can restore energy and motivation among staff. This will help rebuild a supportive and productive climate, allowing creativity to translate into effective action (Amabile, 1996; Adair, 2007).
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Cardiff is a city with a very high number of coffee shops, ranging from large international chains to small independents. In such a crowded market, a business must have a clear "Unique Selling Point" (USP) to survive. Michael Porter (2004) argues that a business must either be the cheapest or be "different." Seren Coffi cannot be the cheapest, so it must be the most different. The Creative Management Strategy uses the "Welsh Heritage" and the "Aberystwyth Connection" to create a position that a big chain cannot copy.
By offering a premium croissant on the house with every coffee purchase for an entire year, the café is using a strategy of "Differentiation." It is creating an "Experience" that people will talk about and share online (Pine and Gilmore, 2011). This is a very smart move in a market where most people see coffee as a simple commodity. It moves the conversation away from "how much does it cost?" to "what do I get for my money?" This partnership enhances the customer experience by providing high-quality pastries at a price negotiated below market rates, allowing Seren Coffi to maintain its ethical standards while being attractive to customers worried about their own bills (Osterwalder and Pigneur, 2010).
Furthermore, this positioning is strengthened by the visible promotion of the bakery’s name and logo on every croissant. This transparent partnership creates a "Unique Value Proposition" that distinguishes Seren Coffi from its competitors. It demonstrates a commitment to local craftsmanship that big chains which, focus purely on anonymous efficiency and discounts, cannot replicate. As Florida (2012) suggests, the "creative class" of customers in cities like Cardiff are drawn to places that are authentic and unique. By establishing this mutually beneficial relationship, both businesses benefit from increased footfall and customer loyalty. This justifies the strategy as a long-term investment in "brand equity." If Seren Coffi can combine this generous positioning with professional operations, it will naturally become the most popular independent café in the docks area (Grant, 2021; Mintzberg, 2007).
[bookmark: _Toc225893238]8. Conclusion: The Survival of Seren Coffi
In conclusion, Seren Coffi is a café with a strong heart but a failing body. The main problem is not the competition, the price of beans, or the building. The problem is Management Inertia, a situation where the leadership is too tired and too slow to make the decisions needed for survival. By spending all their energy on theoretical discussions, the founders have allowed the business to become "brittle" and operationally weak. This has put the café’s survival at risk, even though the product is still in high demand.
The proposed solution: the Creative Management Strategy is the only way to turn the business around. By using the remaining £2,000 as a tool for action rather than just a budget for bills, the founders can modernise their equipment, create a powerful new marketing bundle with the Aberystwyth bakery, and fix the building’s efficiency. These three actions are not random; they are a linked strategy that improves the process, the product, and the position of the café all at once. This approach proves that it is possible to be both ethical and professional at the same time.
Ultimately, the future of Seren Coffi depends on the founders’ ability to stop talking and start doing. Innovation is not just about having a great idea; it is about having the courage to make that idea a reality (Adair, 2007; Trott, 2017). By adopting this creative management approach, the founders can restore the efficiency of their business, improve the experience for their customers, and secure the café’s long-term sustainability. Seren Coffi has the values and the community support to be a thriving hub once again. Today is not the day the doors close; it is the day that the founders choose to lead with creativity and action (Tidd and Bessant, 2020).
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After finishing the first part of my report on Seren Coffi, I decided to use a Large Language Model (LLM) to help me develop my creative management strategy. My goal was to see if an artificial intelligence could help me take my specific idea for the bakery partnership and turn it into a professional and workable business plan. I started by giving the AI a clear summary of the situation in Cardiff. I explained that the café was failing because the owners were too slow at making decisions, a problem of management and leadership. I also made sure the AI knew that we only had a £2,000 tool to work with and that we must keep the café's ethical values. When I first started my conversation with the AI, it gave me a very long response that covered many pages. This was my first challenge in using the technology. The answer was too broad and included many ideas that did not fit a small business, such as hiring expensive social media managers or building high-tech loyalty apps. I realised quickly that I had to be the manager of the AI. According to Mullins (2019), effective management is about directing resources toward a specific goal. I had to direct the AI to be more concise and to focus on a "back-and-forth" conversation about my specific idea. This was a very important part of the process because it showed me that while AI is fast, it needs a human to provide the boundaries for the project. By forcing the AI to give shorter answers, I was able to dive deeper into the specific details of my bakery strategy. 
One of the most successful parts of my interaction with the AI was discussing how to fix the slow decision-making in the leadership team. I asked the AI for "Agile" management techniques that would not destroy the café's community feeling. The AI suggested using a "70% rule" for making decisions and setting up a "Kanban board" with sticky notes. I found this recommendation very useful because it provided a practical way to solve the management inertia I identified. It showed me that the founders could still work together as a group, but they needed a "Lean" structure to stop them from talking too much. This aligns with the "Build-Measure-Learn" cycle, where a business must move quickly to test ideas rather than just discussing them (Ries, 2011). 
Regarding the team roles, the AI suggested that the founders should have clear individual responsibilities. I used the AI to help me think about how the founders could divide their work. This reminded me of Belbin’s (2010) theory on team roles, which suggests that a successful team needs a balance of different strengths. The AI helped me see that the founders were all trying to be "Co-ordinators" at the same time, which was causing the delay. By suggesting a move to clearer roles, the AI provided a way to restore professional speed to the business. I appraised this as a very successful interaction because it gave me a way to improve the "human" side of the café without spending any of the £2,000.
 The most creative part of my interaction was refining the partnership with the bakery in Aberystwyth. My idea was to offer a premium croissant on the house for a whole year with every coffee. I asked the AI how I could negotiate a price with the bakery that was less than the market rate. The AI helped me develop a "co-marketing" argument. It suggested that if Seren Coffi provides high-visibility marketing for the pastry including the bakery’s name and logo on every table, story cards, and social media tags the bakery would benefit from massive brand exposure in Cardiff. This "on the house" deal is a win-win because the bakery grows its brand for free, and Seren Coffi gets a luxury product at a fixed, low price for a year. I critically appraised this idea using the theory of "Service-Dominant Logic." According to Vargo and Lusch (2014), value is not just in a physical product but in the relationship between businesses. The AI helped me see that the "on the house" croissant is actually a platform for interaction. By including the bakery's logo, we are telling a story about Welsh heritage and coastal craft. This makes the café a "destination" rather than just a shop. The AI helped me justify this strategy as a way to create a "Blue Ocean" in the Cardiff market. Instead of competing with the big chains on price, Seren Coffi is creating a new, undisputed market space based on luxury and local identity (Kim and Mauborgne, 2015). The AI helped me see that the café should focus on "Why" they do what they do, rather than just "What" they sell (Sinek, 2009).
 Another area where the AI provided good advice was the financial side of the equipment. I challenged the AI to explain why renting coffee equipment was better than buying a cheap second-hand machine with our £2,000. The AI gave a very strong argument about "liquidity" and "risk." It explained that a second-hand machine would likely break down, which would cost more money in the long run. In contrast, a rental model preserves the café's cash flow. This aligns with the financial principle that small businesses should avoid tying up their limited capital in depreciating assets (Atrill and McLaney, 2021). I appraised this as a very professional piece of advice. It helped me move from a "budget" mindset to a "strategic" mindset. It proved that using the £2,000 as a tool to cover monthly rental fees and maintenance was a much smarter use of resources than making a one-off purchase. Furthermore, the AI suggested "heat zoning" to solve the insulation problem. By moving tables closer to a "warm core" and using heavy curtains, the café can improve comfort without a massive building project. This is a form of "Open Innovation," where the business uses simple, external ideas to solve internal problems (Chesbrough, 2003). However, I encountered several issues where the AI’s advice was not appropriate. For example, it suggested a "modern, minimalist rebranding." I rejected this because it would make Seren Coffi look like a chain. According to Schein (2017), the culture of an organisation is its most important asset, and you cannot simply "rebrand" it without losing trust. I had to steer the AI back to "low-tech" solutions that fit the Welsh context. This experience taught me that while AI is great at "logic," it lacks "human intuition" (Brynjolfsson and McAfee, 2014). 
At the end of my session, I asked the AI to act as a "very harsh business consultant" and critique my entire plan. This was perhaps the most useful part of the interaction. The AI pointed out that my plan for a one-year "on the house" deal was "commercially fragile." It warned me that giving away food for a whole year could lead to a massive "margin leak" if the footfall did not increase by at least 40%. It correctly identified that my biggest blind spot was "pricing discipline." It argued that being "ethical" should not mean being "cheap." According to Collins (2001), great companies have the discipline to confront the "brutal facts" of their situation. The AI forced me to confront the fact that the café must become profitable to survive. Because of this feedback, I decided that the managers must track daily "conversion ratios" to ensure the free croissant is actually leading to more sales.

 In conclusion, using the AI to develop the Seren Coffi turnaround plan was a very helpful experience. It was most successful when I used it to "stress-test" my ideas for the bakery negotiation and find professional frameworks for management. It helped me turn a simple partnership into a strategic co-marketing campaign that creates value for both businesses for an entire year. The AI acted as a high-speed research assistant that allowed me to find academic justifications for my "human" ideas. However, the process also showed me the clear limits of AI. It often suggests expensive or generic solutions that ignore the "soul" of a local business. My biggest success was learning how to "manage" the AI—by giving it clear instructions, rejecting its bad ideas, and forcing it to focus on my specific budget and values. This interaction has made me a more critical thinker. It proved that the best creative solutions come from a partnership where the human provides the values and the local context, while the AI provides the logical structure (Aaker, 2014).
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Hey! | am working on a business case study for an ethical café in
Cardiff called Seren Coffi. They have a great brand but are failing
because of 'Management Inertia'—the owners are exhausted and too
slow to make decisions. They have £2,000 left. Can you help me act as a
creative consultant to develop a turnaround strategy that keeps their
ethical values but makes them professional?

Absolutely. This is a classic small-business stagnation scenario: strong brand equity + weak managerial
agility. The constraint (£2,000 cash, exhausted founders) means the solution must be low-cost, high-
leverage, and operationally simple.

Below is a focused turnaround strategy built around three pillars: stabilisation, revenue acceleration, and
governance reset—while preserving ethical positioning.

1. Diagnose the Core Problem (Concise Framing)

“Management inertia” here is not laziness—it's decision paralysis + cognitive overload.
Symptoms you're likely seeing:

* Slow menu or pricing changes despite poor mary...s

o Inrancictant ananina hatire ar candica miialing

+  Ask anything

©

ChatGPT can make mistakes. Check important info. See Cookie Preferences.
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Second, implement “test, don’t debate” logic (Lean/Agile principle). Instead of arguing about ideas, run
micro-experiments: e.g. trial a new pastry for 3 days, adjust price for 1 week, test a bundle offer. Decisions
are then based on real data (sales, waste, feedback) rather than opinion. This shifts culture from consensus-
seeking to evidence-driven iteration, which is far faster and reduces emotional friction.

Finally, use a lightweight framework like RACI or DACI to clarify who contributes vs. who decides. Most of
their delay likely comes from blurred authority. Make it explicit: everyone can input, but only one person is
accountable for the final decision. This keeps the “group-led” ethos intact while restoring operational

velocity, which is what the business currently lacks.
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That was a very detailed overview, thank you. For our next steps, | want
to dive deeper into the specific problems. Please keep your answers to
2 or 3 short paragraphs from now on so we can have a real back-and-
forth conversation.

My next question is: The management team at Seren Coffi spends
hours in late-night meetings debating every small detail. This 'paralysis
by analysis' is killing the business. What are some 'Agile’ management
techniques | can suggest to help them make faster decisions without
losing their group-led culture?

What you're describing is a classic failure of decision cadence, not collaboration. Agile doesn’t remove
group input—it structures it into fast, bounded cycles. The first intervention is to replace long meetings
with time-boxed decision sprints: e.g. 15-minute daily stand-ups (What's blocking sales today? What's one
action?) and a strict 30-minute weekly sprint review where only one or two decisions are made. Introduce a
rule: if no decision is reached in the allocated time, a pre-assigned “decision owner” makes the call. This
preserves team voice but eliminates deadlock.

Second, implement “test, don’t debate” logic (Lean/Agile principle). Instead of arguing about ideas, run
micro-experiments: e.g. trial a new pastry for 3 days, adjust price for 1 week, test a bundle offer. Decisions
are then based on real data (sales, waste, feedback) rather than opinion. This shifts culture from consensus-
seeking to evidence-driven iteration, which is far faster and reduces emotional friction.

Finally, use a lightweight framework like RACI or DA\ | clarify who contributes vs. who decides. Most of




image8.jpeg
B. Introduce a “Decision Rule System”

Instead of debating everything:
e If cost > benefit — cut
o If product doesn't sell daily — remove
o If supplier is expensive but not part of brand story — replace

This eliminates emotional decision-making.

C. Fix Opening Hours (Non-negotiable)

Choose peak-profit hours only (e.g. 8:00-14:00)

Reason:

Energy is limited — focus on high-yield periods (commuters + brunch)

3. Phase 2 - Fast Revenue Injection (Week 2-6)

Objective: generate cash flow quickly without new capital

A. “Ethical Subscription Coffee” (High impact)

Offer: N
® £20-£25/month

+ Askanyt
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One of thelr biggest problems Is a broken coffee grinaer and an old
espresso machine. | want to suggest a rental model rather than buying
new equipment. Can you explain why a rental model is a better
‘creative’ use of their £2,000 than just buying a cheap second-hand
machine?

A rental model is superior here because it converts a risky capital expense into a controlled operating cost
with built-in reliability. A cheap second-hand machine may fit the £2,000 constraint upfront, but it
introduces high failure probability, inconsistent extraction quality, and unplanned downtime—all of which
directly erode revenue and customer trust. In contrast, most rental agreements include maintenance,
servicing, and rapid replacement, which stabilises output quality (critical in coffee) and removes technical

decision-making from an already overloaded team.

From a strategic perspective, rental preserves liquidity and optionality, which are far more valuable than
asset ownership at this stage. With only £2,000 left, tying up capital in depreciating equipment reduces their
ability to fund marketing experiments, stock, or short-term cash flow gaps. Rental allows them to align costs
with revenue generation (pay as they earn), while also giving flexibility to upgrade or exit if the turnaround
strategy evolves—something a second-hand purchase cannot offer.

Finally, it's a more professional signal to the market. Consistent coffee quality, faster service, and fewer
breakdowns improve customer experience immediately, reinforcing their ethical brand with operational
credibility. In a turnaround context, reliability and perception are revenue drivers—so the “creative” value of
rental is not just financial efficiency, but risk reduction + brand reinforcement + execution speed.
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Week 3 - Convert attention into repeat behaviour

Refine based on data: adjust quantities, tweak the offer (e.g. bundle with specific drinks), and introduce a
simple loyalty mechanic (stamp card or subscription pre-signups). Start posting coordinated content
showing the bakery link and the improved café environment. The goal is to turn curiosity into habit and

returning customers.

Week 4 - Lock in credibility and control

By now, install the rented equipment (if not already), stabilise operations, and formalise routines: weekly 30-
minute decision meeting + 3 KPIs tracking. Reinforce the positioning (“warm and fast”) consistently across
signage, service, and social media. End the month by sharing a small “we’ve improved” message (e.g. “faster
service, local partnership, warmer space”)—this signals professionalism and builds community trust.
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| want to use the £2,000 as a ‘tool" for change. Can you suggest a
priority list for the first 30 days? What should the management do in
Week 1, Week 2, and so on to show immediate results to the
community?

Week 1- Stabilise and signal change immediately

Fix the two biggest friction points first: secure the equipment rental (even a basic contract and install date
shows intent) and implement quick insulation wins (draught excluders, thermal curtains on doors, zoning
one “warm core” area). At the same time, simplify the menu and set fixed opening hours. Communicate this
visibly in-store ("“Warmer space, faster service—starting now") so customers perceive improvement within
days.

Week 2 - Launch the first visible “experience”

Introduce the bakery partnership pilot (limited quantities, strict 1-hour window) and co-branded storytelling
in-store. Train staff on a short script so every customer hears the story. Begin lightweight tracking: footfall in

that hour, average spend, and repeat visits. This week is about creating buzz and narrative, not perfection—
customers should feel something new is happening.

Week 3 - Convert attention into repeat behaviour

Refine based on data: adjust quantities, tweak the offer (e.g. bundle with specific drinks), and introduce a
simple loyalty mechanic (stamp card or subscription pre-signups). Start posting coordinated content
showing the bakery link and the improved café environment. The goal is to turn curiosity into habit and
returning customers. N3
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| need to be critical. What are the potential risks of the bakery
partnership? For example, what happens if the bakery cannot handle
the delivery scale or if customers only come for the free food and don't
buy anything else?

The partnership carries operational dependency risk. If the bakery cannot meet volume, timing, or
consistency, Seren Coffi's morning offer collapses—damaging trust at the exact moment you're trying to
build it. This is especially acute with a single supplier and early-hour demand peaks. To mitigate, structure
the partnership with clear service-level expectations (delivery time, minimum quantity, quality standards)
and build a fallback option (e.g. a secondary local supplier or an in-house substitute for emergency days).

Start with a pilot scale and increase gradually rather than committing to full volume immediately.

A second risk is adverse customer behaviour and margin erosion—customers may anchor on the “free
croissant” and either not purchase enough or only attend during the free window. This can turn a marketing
tactic into a cost centre. Control this by designing the offer as a conditional bundle (e.g. only with specific
drinks or minimum spend), strictly time- and quantity-limited, and tracked against conversion metrics
(average spend, repeat visits). If the data shows low monetisation, you pivot quickly—because the strategy is
experimental, not permanent.

Finally, there is brand dilution and misalignment risk. If the bakery’s quality, ethics, or communication do
not match Seren Coffi's positioning, the partnership can confuse customers rather than strengthen identity.
Avoid this by ensuring tight narrative alignment (shared values, consistent storytelling, co-branded
messaging) and agreeing upfront on brand standarc' |, he partnership should feel like a natural extension of
the café—not an external add-on driven purely by promotion.
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Let's look at Lewin’s Force Field Analysis. What are the biggest
‘Restraining Forces' that might stop the founders from accepting this
plan, and how can | suggest we ‘weaken’ those forces?

Using Force Field Analysis, the strongest restraining forces here are psychological and operational. First,
change fatigue and loss aversion—the founders are exhausted, so any new initiative feels like added burden
or risk. Second, identity attachment—they may resist menu cuts or partnerships because it feels like “losing
control” of their original vision. Third, perceived complexity—rental agreements, partnerships, and new

routines can look administratively heavy when they already feel overwhelmed.

To weaken these, frame everything as simplification, not change. Position menu reduction and decision rules
as ways to remove work, not add it. For identity concerns, emphasise that the strategy protects their ethical
values while making them sustainable—they're not compromising, they're operationalising their vision. For
complexity, introduce a “minimum viable implementation” approach: one supplier, one offer, one weekly
meeting—nothing more. The goal is to reduce cognitive load so adoption feels manageable.

Finally, reduce perceived risk through reversibility and quick wins. Highlight that rental is not permanent
ownership, the croissant offer is a short trial, and insulation fixes are low-cost and incremental. When
founders see that changes are temporary, testable, and low-risk, resistance drops significantly because the

fear of making a “wrong big decision” is removed.
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Can you help me map my strategy (equipment rental, bakery
partnership, and insulation) to Tidd and Bessant's '4Ps of Innovation’
framework? | need to show my tutor how this covers Product, Process,
Position, and Paradigm innovation. Please keep a short answer as you
did until now

Your strategy maps cleanly across all four dimensions of 4Ps of Innovation, which strengthens its credibility
as a holistic turnaround rather than isolated fixes.

Product innovation is evident in the co-created offering with the bakery—the morning coffee + croissant
becomes a new augmented product, not just a beverage. Process innovation comes from the equipment
rental and insulation: faster, more reliable coffee production and improved thermal efficiency reduce delays,
waste, and costs, directly improving operational performance. These changes streamline service delivery
without large capital investment.

Position innovation is achieved by reframing Seren Coffi as a “warm and fast” ethical café with strong Welsh
identity, differentiating it from chain competitors focused on price and apps. Finally, paradigm innovation is
the most strategic shift: moving from a struggling café mindset to an experience-led, partnership-driven
business model, where value is co-created (with the bakery and customers) rather than simply sold.
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If we fix the insulation and the coffee machines, the café becomes a
‘warm and fast' destination. How does this 'Position Innovation" help us
compete against the nearby glass-fronted chain café that uses loyalty
apps and discounts?

This is a classic case of position innovation—you're not competing on the same variables as the chain,
you're reframing what “value” means. The nearby glass-fronted café competes on price, speed, and digital
convenience (loyalty apps, discounts). By becoming “warm and fast,” Seren Coffi competes on comfort +
efficiency + atmosphere—a hybrid position chains struggle to replicate because their environments are
standardised and often physically cold (large glass facades, high ceilings). You're shifting from a transactional
value proposition to a sensory and emotional one, while still matching them on speed.

Strategically, this creates differentiated relevance. Customers don’t always choose the cheapest option—
they choose the one that fits their immediate need. On a cold Cardiff morning, a space that is visibly warm,
quick to serve, and emotionally inviting becomes the default choice, even without discounts. This reduces
price sensitivity and weakens the chain’s core advantage. In effect, you're competing on “felt experience per
minute” rather than cost per coffee.

It also improves customer retention without relying on tech-heavy loyalty systems. If the café consistently
delivers warmth (physical + social) and speed, it builds habitual behaviour—the same outcome loyalty apps
aim for, but through environmental conditioning and experience design instead of discounts. That's a more
defensible position for a small, independent café with limited resources.
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The café building is old and ‘leaks heat,’ leading to massive energy bills.
Since we only have £2,000, we can't do a full renovation. What are
some 'guerrilla’ or low-cost insulation ideas that would fit the café’s
‘reclaimed chapel' aesthetic?

You're dealing with a classic fabric inefficiency problem, so the goal is to reduce heat loss at the weakest
points (doors, windows, draught paths) using reversible, low-cost interventions that fit the chapel aesthetic
rather than fight it.

Start with thermal layering that looks intentional. Heavy, floor-length curtains (velvet, wool, or even
reclaimed theatre drapes) can be installed over doors and large windows—these act as thermal barriers
while reinforcing a “historic, intimate” feel. Add draught excluders (fabric tubes or sand-filled rolls) at door
bases, and use secondary glazing film on windows (almost invisible but highly effective at reducing heat
loss). For visual consistency, frame these as “restoration touches” rather than fixes—deep colours, brass
curtain rods, and textured fabrics will align with the chapel character.

Then address zoning and heat retention. Instead of heating the entire volume (which is expensive in tall, old
buildings), create a “warm core” seating area using bookcases, reclaimed wood partitions, or even plants to
subtly contain heat where customers sit. Add rugs (ideally layered, vintage-style) to reduce heat loss through
floors and improve comfort. Finally, reposition seating closer to this core and away from draught sources—
this is a behavioural + spatial fix that costs almost nothing but significantly improves perceived warmth.
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How can we use the Aberystwyth bakery connection to strengthen
Seren Coffi's Welsh identity? Should we include some bilingual
storytelling about the bakery’s history on the café’s tables?

Yes—this is a strong strategic move, but it needs to feel authentic and integrated, not decorative. The
Aberystwyth link gives you a credible Welsh narrative: coastal craft meeting city café culture. Use that to
position Seren Coffi as part of a wider Welsh food ecosystem, not just a standalone business. Emphasise
locality, early-morning baking, and regional connection—this builds cultural legitimacy and differentiates
you from generic “artisan” cafés.

Bilingual storytelling is particularly effective if done with intent. Short, well-designed table cards in Welsh
and English can work, but keep them concise and human (e.g. a 3—4 line origin story, baker's name, place,
and process). Avoid long text blocks—this is about atmosphere and identity, not reading material. Pair this
with subtle cues like Welsh place names, a small map, or phrases like “Wedi'i bobi yn Aberystwyth” (baked in
Aberystwyth) to reinforce authenticity without overwhelming the customer.

The key is consistency across touchpoints. If you use bilingual storytelling on tables, echo it on packaging,
menus, and staff language where possible. This creates a coherent brand signal: Seren Coffi is not just
ethical—it is distinctly Welsh, rooted in place, and proud of its partnerships.
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Some critics might say giving away food for free is a bad capitalist
move for a struggling café. Can you help me justify this using the
theory of 'Value Co-Creation’ and the 'Experience Economy' by Pine
and Gilmore?

From a value co-creation perspective (Prahalad & Ramaswamy), the croissant is not a “cost” but a platform
for interaction and shared value creation. The café, the bakery, and the customer all actively participate: the
bakery provides craft and authenticity, the café curates the experience, and the customer engages (tastes,
shares, returns). Value is therefore not embedded in the product alone but co-created through the
experience and relationship. The “free” element lowers the barrier to entry, accelerating trial and dialogue—

key mechanisms through which co-created value (loyalty, advocacy, repeat visits) emerges.

Using Experience Economy, the strategy shifts the offer from a transactional coffee sale to a staged
experience. Pine and Gilmore argue that businesses create higher economic value when they move from
goods and services to memorable experiences. The croissant becomes a theatrical prop in a curated
morning ritual (limited time, sensory appeal, provenance story), increasing perceived value beyond its cost.
Customers are not just buying coffee—they are participating in a moment that feels thoughtful, local, and

distinctive.

Critically, this is not indiscriminate generosity; it is a targeted experiential investment designed to drive
customer acquisition and retention. By constraining it to a specific time window and pairing it with
storytelling and brand collaboration, the café converts a small marginal cost into differentiation, emotional
engagement, and repeat behaviour—all of which al’ |, with both co-creation theory and the economics of

staged experiences.
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it's a countdown

Finally, your biggest blind spot is cash ipline and timing. £2,000 is not a cushion:
clock. You need a hard survival model: minimum daily revenue, minimum average spend, and a 4-6 week
performance checkpoint. If the plan hasn't increased revenue and repeat visits measurably by then, you

change it immediately, not later. No emotional attachment. The businesses that survive are not the most

creative—they are the ones that cut failing ideas quickly and protect cash ruthlessly.

If you manage those three areas—unit economics, execution consistency, and cash control—your plan has

a real chance. If you don't, it will feel busy, popular, and still quietly unprofitable.
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Lastly, act as a very harsh business consultant. Critique my final plan:
Rental equipment to fix the grinder/espresso issues, ‘guerrilla’
insulation for the building, and the year-long co-branded bakery deal
at below-market prices. Tell me exactly what | should watch out for to
ensure Seren Coffi stays profitable and open through 2026

Here's the blunt assessment: your plan is coherent, but it's fragile under pressure. It works only if execution

is disciplined and the numbers behave exactly as you expect—which, in hospitality, they rarely do.

First, your bakery deal is the biggest threat, not the biggest strength. A year-long “included croissant”
creates permanent cost inflation in your core product. If coffee pricing and upsells don't consistently absorb
that cost, you've locked yourself into a low-margin model for 12 months. Watch contribution margin per
transaction daily—not revenue, not footfall. If each customer isn’t covering the croissant + coffee +
overhead share, you're scaling losses. Also monitor customer behaviour drift: if people stop valuing the

croissant because it's always there, you lose both perceived value and pricing power.

Second, your operational upgrades (rental + insulation) only matter if they translate into speed and
consistency every single day. A rented machine that still produces inconsistent shots, or a “warm café” that
still feels cold at peak times, destroys your positioning. You must enforce non-negotiable service metrics
(e.g. drink time, queue length, temperature comfort). If those slip, your entire “warm and fast” differentiation

collapses and you're back competing with chains on price—which you will lose.

Finally, your biggest blind spot is cash discipline ana N g. £2,000 is not a cushion—it's a countdown
clock. You need a hard survival model: minimum daily revenue, minimum average spend, and a 4-6 week
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3. Brand and dependency risk

You are tying part of your identity to an external partner. If quality drops, delivery fails, or their brand
misaligns, your reputation suffers instantly. Mitigate this with quality clauses, delivery standards, and a
backup option (even if used rarely). Also avoid full dependency—retain the ability to pivot the offer (e.g.
“included pastry” rather than always the same croissant). This keeps Seren Coffi in control of its brand, rather

than being structurally dependent on the bakery.

In short: lock the partnership with clear expectations + exit protection, control the economics with caps and

triggers, and preserve flexibility so the café is never dependent on a single external variable.
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What are the specific risks of this year-long ‘Brand-for-Discount’ deal?
For example, what happens if the bakery feels the marketing exposure
isn't worth the low price after a few months, or if the £2,000 buffer isn't
enough to cover the daily volume of croissants? How can we protect
Seren Coffi from these risks?

There are three critical risk clusters here, and each needs a contractual or operational safeguard.

1. Partnership breakdown risk (perceived unfair value)

If the bakery feels the exposure isn't worth the discount, they will renegotiate or exit early—leaving you
without a core part of your offer. This is the biggest strategic risk. Protect against it by formalising value
delivery: agree upfront on what they get (logo placement, estimated weekly impressions, social posts, QR
traffic) and include review checkpoints (e.g. every 8-12 weeks). Crucially, add a notice period (e.g. 30-60
days) so you're not exposed to sudden withdrawal. You can also include a tiered pricing clause—if volume

increases beyond X, their unit price improves slightly, so they feel upside rather than exploitation.

2. Financial drain risk (volume vs. £2,000 buffer)

If demand is high but margins don't increase, you could burn through your buffer quickly while appearing
successful. This is dangerous. Protect yourself by setting a daily cap (e.g. max croissants per day), even if not
advertised, and by linking the offer to specific drinks or pricing tiers. You should also define a break-even
trigger: if average spend does not increase by X% within 4-6 weeks, you adjust the model (smaller pastry,
partial subsidy, or bundle pricing). This ensures the o’ - is self-funding, not subsidised long-term by your
limited cash. v
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Next, ensure the café captures value, not just traffic. The croissant must drive higher spend and retention,
otherwise it becomes a hidden cost. Engineer this subtly: slightly premium coffee pricing (framed as quality
+ included pastry), strong upsells (second drink, takeaway items), and a simple habit loop (stamp card or
subscription). Track weekly: average spend, repeat visits, and % of customers buying beyond the base offer. If
those don't rise, you adjust quickly—this is a performance-based partnership, not a fixed promotion.

Finally, make the partnership feel like a shared Welsh brand narrative, not a supplier relationship. Co-create
content (bakery at dawn, delivery journey, first customers), cross-promote each other, and include a
conversion path back to the bakery (QR code, visit incentive). This ensures both sides grow: Seren Coffi
gains differentiation and loyalty, while the bakery gains new customers and brand equity in Cardiff. If both
parties can clearly see their return—exposure for them, revenue uplift for you—the model sustains for the

full year.
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| have a specific idea for a partnership with a bakery in Aberystwyth. |
want Seren Coffi to offer a premium croissant ‘on the house' with every
coffee for a full year to build long-term loyalty. To make this financially
viable with our £2,000 budget, | want to negotiate a price well below
market rates with the bakery. In exchange, Seren Coffi will act as a
premium ‘showroom' for them, ensuring the bakery's name and logo
are prominently visible on every croissant or its packaging. How can we
make this 'Brand-for-Discount’ swap a co-marketing success for both
the café and the bakery?

Your model is viable, but only if you treat it as a structured media-for-product exchange, not a goodwill
deal. The bakery is effectively “paying” with discounted croissants, so you must deliver measurable brand
exposure. Define this upfront: logo on every sleeve, name on menu boards, staff verbal mention, and a
visible in-store story. Go further—offer guaranteed impressions (e.g. “X customers per week will see your
brand”) and basic reporting (photos, footfall estimates, social reach). This turns the café into a physical

advertising channel, which justifies the discount commercially.

Next, ensure the café captures value, not just traffic. The croissant must drive higher spend and retention,
otherwise it becomes a hidden cost. Engineer this subtly: slightly premium coffee pricing (framed as quality
+ included pastry), strong upsells (second drink, takeaway items), and a simple habit loop (stamp card or
subscription). Track weekly: average spend, repeat visits, and % of customers buying beyond the base offer. If
those don't rise, you adjust quickly—this is a performance-based partnership, not a fixed promotion.
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1. Diagnose the Core Problem (Concise Framing)

“Management inertia” here is not laziness—it's decision paralysis + cognitive overload.

Symptoms you're likely seeing:

* Slow menu or pricing changes despite poor margins
* Inconsistent opening hours or service quality
* No clear ownership of decisions

* Ethical values not translated into profitable systems

Strategic insight:
The issue is not the concept—it's execution bandwidth and decision latency.

2. Phase 1 - Immediate Stabilisation (Week 1-2)

Objective: Stop financial bleeding and simplify operations

A. Radical Menu Simplification
Cut menu to:

* Top 5 best-selling drinks
* Top 3 food items (high margin only)

Why: reduces waste, speeds service, lowers mental load

Example structure:

+ Askanyth
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