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Executive Summary

This report analyses the challenges faced by Seren Coffi, an independent coffee shop in Cardiff, and proposes an innovation to improve its financial sustainability. Although the café has a strong community identity and loyal customer base, it is currently struggling due to rising costs, operational inefficiencies and increased competition. The main issue identified is a gap between value creation and value capture, where customers enjoy the experience but generate limited revenue.
To address this, the report proposes a lean community brunch and flow model, which combines a simple food offering, improved operational processes and new revenue streams such as bundled pricing and paid events. The innovation focuses on increasing spending per customer while maintaining the café’s ethical values and community focus.
The solution is analysed using key innovation theories, including the 4Ps of innovation, value capture, and business model innovation. Financial analysis shows that the idea is feasible within a £2000 budget through the use of low-cost equipment and a phased implementation approach. However, risk analysis highlights that the main challenge is not demand, but the café’s ability to improve internal processes and manage increased operational complexity.
The report also evaluates the use of artificial intelligence (AI) in developing the idea. AI supported idea generation, refinement and evaluation through multiple prompts, helping to structure thinking and identify key issues. However, it was found that AI provides general guidance and requires human judgment to adapt its outputs to specific contexts.
Overall, the report concludes that the proposed innovation is viable but depends on effective implementation. It highlights that both innovation success and AI effectiveness rely on the ability to critically interpret and apply ideas in practice.

Part 1
Task 1 – Introduction

Seren Coffi is an independent coffee shop located in Cardiff’s old docks, known for its ethical values, use of the Welsh language, and strong community focus. The café offers more than coffee, creating a welcoming social environment that has built a loyal customer base and a distinctive identity, which can be seen as valuable and difficult to imitate resources that contribute to competitive advantage (Barney, 1991).
However, despite these strengths, the business is facing significant challenges. Rising costs, an expensive building, and competition from a nearby chain café have increased financial pressure. At the same time, internal issues such as slow service, lack of structure and staff fatigue are affecting daily operations. As a result, the café is struggling financially, even though customer demand remains strong.
This situation highlights the difference between creativity and innovation. Creativity involves generating ideas, while Innovation requires implementing them effectively and aligning them with organisational capabilities (Tidd and Bessant, 2018; Chesbrough, 2014; Ries, 2011; Trott, 2016). Seren Coffi demonstrates strong creativity through its brand and community engagement but has not fully translated this into a sustainable business model (Tidd and Bessant, 2018).
The main issue can be understood as a gap between value creation and value capture. While the café creates strong experiential value, it generates limited revenue because customers spend extended periods with low financial contributions. Businesses must both create and capture value to remain viable (Teece, 2010; Foss and Saebi, 2015).
To address this, the report proposes a lean community brunch and flow model that combines a small brunch offering, a pre-order system, and new revenue mechanisms, such as bundled pricing and paid events. The aim is to increase spending per customer while maintaining the café’s identity.
The solution will be analysed using key innovation theories, including the 4Ps of innovation, the innovation funnel, Lewin’s Force Field Analysis and Greiner’s growth model (Tidd and Bessant, 2018; Lewin, 1951; Greiner, 1972). In a competitive UK café market, where chains benefit from scale (MarketLine, 2024), innovation is essential for the survival of independent businesses (Schumpeter, 1934).

Task 2 – Creativity and Innovation in Context

Seren Coffi is a good example of a business that is strong in creativity but weaker in innovation. The café has created a unique identity through its ethical values, community focus, and cultural atmosphere. These elements show a high level of creativity, which can be understood as the combination of skills, knowledge and intrinsic motivation (Amabile, 1996). However, creativity alone is not enough for long-term success. Innovation requires ideas to be implemented effectively and turned into value (Tidd and Bessant, 2018; Trott, 2016).
In this case, Seren Coffi has not fully converted its creative strengths into financial performance. This suggests that the main issue is not a lack of ideas, but a lack of structure and execution. This also reflects lean thinking, where efficiency and elimination of waste are essential for improving performance in resource-constrained organisations (Womack and Jones, 2003). Many small businesses face this problem, where informal ways of working limit their ability to grow or adapt.
The proposed brunch model can be described as a market-pull innovation. This means it is based on customer needs rather than new technology. Customers already spend long periods in the café, indicating an opportunity to offer additional products, such as food. According to Trott (2016), market-pull innovations are often less risky because they respond to real and existing demand. However, they still require strong organisation to be successful.
The development of the idea follows the innovation funnel model (Tidd and Bessant, 2018). At the beginning, different options were considered, such as increasing prices, offering subscriptions or expanding events. These ideas were then evaluated and reduced based on what was realistic and suitable for the café. The brunch concept was selected because it fits best with customer behaviour, available resources and the café’s values.
This process also included idea screening, which is important to ensure that an idea is not only creative but also practical. The brunch concept was evaluated based on:
available resources 
customer demand 
operational capability 
alignment with the café’s identity 
This shows that the idea is both feasible and relevant to the business.
Another useful concept is value capture. Seren Coffi already creates strong value through its atmosphere and community, but it does not generate enough revenue from this. According to Teece (2010), businesses must design their models to capture value, not just create it. The proposed brunch model aims to improve this by increasing customer spending.
The situation can also be explained using March’s (1991) exploration and exploitation theory. The café has focused more on exploration, meaning creativity, experimentation, and new ideas. However, it has not focused enough on exploitation, which involves improving efficiency and making better use of existing resources. The brunch model helps to balance this by introducing more structure and revenue-focused activities.
From a value chain perspective (Porter, 1985), the innovation affects operations and service. The pre-order system improves efficiency, while the food offering increases customer value. However, it also adds complexity, which means the café needs better organisation.
Overall, the idea is strong, but its success depends on whether Seren Coffi can improve its internal processes and shift from a purely creative approach to a more structured, sustainable model.

Task 3 – Development of the Idea

The development of the proposed innovation can be explained using the four-stage creativity process: preparation, incubation, illumination, and verification (Tidd and Bessant, 2018). This helps to show how the idea moved from a general problem to a practical solution.
In the preparation stage, the key issues facing Seren Coffi were identified. At first, the problem could appear to be a lack of customers or strong competition. However, a deeper analysis showed that the café already has demand, as customers stay for long periods. The real issue is that customers do not spend enough money. This means the problem is related to low value capture, not low demand (Teece, 2010). This stage was important because it shifted the solution's focus. This aligns with Drucker (1985), who argues that innovation begins with identifying the right problem rather than simply generating solutions.
In the incubation stage, different ideas were explored. These included increasing prices, introducing subscription models, improving marketing, and expanding events. During this stage, no final decision was made, and the aim was to consider as many possibilities as possible. This reflects the importance of open thinking in creativity, where multiple options are explored before selecting one (Tidd and Bessant, 2018).
The illumination stage happened when the brunch concept was identified as the most suitable solution. At first, this idea was simple, just adding food to the menu. However, it developed into a more advanced concept that also included process changes, such as a pre-order system, and business model changes, such as bundled pricing. This shows how ideas often evolve and become stronger over time.
In the verification stage, the idea was tested against real constraints. These included:
the £2000 budget 
limited staff capacity 
lack of formal processes 
As a result, the idea was adjusted into a lean model, with a small menu and a phased implementation. This ensured that the innovation is realistic and achievable.
To support this process, different creative tools were used. Brainstorming helped generate a wide range of ideas without immediate judgement. This allowed more creative solutions to emerge.
In addition, De Bono’s Six Thinking Hats (de Bono, 1999) was used to evaluate the idea from different perspectives:
White Hat: focused on facts, such as customer behaviour and financial situation. 
Black Hat: considered risks, including cost and operational complexity. 
Yellow Hat: looked at potential benefits, such as increased revenue. 
Green Hat: encouraged new ideas and alternatives. 
Red Hat: considered feelings, such as concern about losing the café’s identity. 
Blue Hat: helped organise the decision-making process. 
This structured approach ensured that the final idea was not only creative but also carefully evaluated.
The idea was then refined using the innovation funnel, where different options were reduced to the most feasible one (Tidd and Bessant, 2018). The brunch model was selected because it offered the best balance between creativity, feasibility, and alignment with the café’s values.
Finally, the concept was tested through idea screening, ensuring that it fits with:
available resources 
customer needs 
organisational capabilities 
ethical values 
This confirms that the proposed innovation is both creative and realistic.

Task 4 – Explanation of the Innovation

The proposed solution is a lean community brunch and flow model, which goes beyond simply adding food to the menu. It is a broader innovation that improves how Seren Coffi operates and generates revenue. The aim is to address low value capture while maintaining the café’s identity and values.
This innovation can be explained using the 4Ps of innovation framework (Tidd and Bessant, 2018).
Product Innovation
The first element is product innovation, through the introduction of a small brunch menu. Unlike traditional brunch cafés, the menu is deliberately limited to simple items such as toast, panini and soup.
This reduces waiting times, improves flow, and increases efficiency. The use of structured processes and pre-order systems reflects broader trends in operational and supply chain innovation, in which digital tools enhance efficiency and responsiveness (Manners-Bell and Lyon, 2022). In service businesses, simple and consistent offerings are often more effective than complex menus (Trott, 2016). It also fits with the café’s limited resources and avoids overloading staff.
Process Innovation
The most crucial element is process innovation, particularly the introduction of a pre-order system. Customers can order before arrival, allowing staff to prepare food in advance. This reduces waiting times, improves flow, and increases efficiency.
This directly addresses the slow, inefficient service that is one of Seren Coffi’s main problems. Improving processes is often more impactful than introducing new products in service businesses (Tidd and Bessant, 2018). It also allows better service without requiring additional staff or major investment.
Position Innovation
The brunch model shifts the café’s positioning from a coffee shop to a coffee-and-brunch experience. However, it does not compete directly with chain cafés. Instead, it maintains its identity through:
•	community 
•	ethical sourcing 
•	cultural experience 
These strengths can be understood as core competencies, which are unique capabilities that provide long-term competitive advantage and differentiate the café from competitors (Prahalad and Hamel, 1990).
This aligns with Porter’s (1985) view that small businesses compete through differentiation rather than price.
Paradigm Innovation
The innovation also involves a deeper paradigm shift. Previously, the café focused on creating a welcoming space but did not capture enough value. The new model introduces stronger value capture through:
•	bundled offers 
•	paid community events 
•	better use of customer time 
This reflects business model innovation (Foss and Saebi, 2015; Osterwalder and Pigneur, 2010). Business model innovation is particularly important for small firms, as it allows them to compete without relying on scale or cost advantages (Johnson et al., 2008).
This change can also be explained using the Business Model Canvas (Osterwalder and Pigneur, 2010). The innovation modifies key elements of the business model, including the value proposition (adding brunch), revenue streams (bundles and events), and key activities (food preparation and pre-order systems). It strengthens the value proposition by aligning customer needs with the café’s offerings, a key component of successful business models (Osterwalder et al., 2014).
The Business Model Canvas (Appendix 1) shows how the innovation affects multiple elements of the business model, particularly value proposition, revenue streams and key activities. This highlights that the proposed solution is not only a product change, but a broader transformation of how value is created and captured.
The innovation is incremental, as it builds on existing activities rather than transforming the business (Trott, 2016). However, it remains significant because it improves multiple areas simultaneously.
It is also a market-pull innovation, responding to existing customer behaviour rather than new technology.
From a value chain perspective (Porter, 1985), the innovation improves:
•	operations → more efficient preparation 
•	service → better customer experience 
However, it also increases complexity, requiring better organisation and clearer processes.
Although the idea is strong, success is not guaranteed. The main challenge is not demand, but implementation. Without improved processes, the brunch model could increase complexity rather than solve existing issues.
This highlights that the success of the innovation depends more on organisational capability than on the idea itself, supporting the view that innovation often fails due to poor implementation rather than poor ideas (Tidd and Bessant, 2018).
Task 5 – Cost Analysis and Financial Feasibility

Seren Coffi is currently in a difficult financial situation, with only £2000 available to invest in any new idea. For this reason, the proposed innovation must minimise costs while still improving revenue. A key strength of the lean community brunch and flow model is its focus on small, practical changes rather than large-scale investment, making it suitable for a resource-constrained business.
The model adopts a low-cost and efficient approach. Instead of introducing a full kitchen, the café offers a limited menu (toast, panini and soup), which keeps preparation simple and avoids the need for expensive equipment or specialised labour. This aligns with supply chain innovation approaches that emphasise efficiency, flexibility and the use of simple, scalable systems to improve performance in resource-constrained environments (Manners-Bell and Lyon, 2022).
Estimated Start-Up Costs


Figure 1- Estimated Costs

This cost structure remains within the £2000 budget and provides a financial buffer for unexpected expenses, which is important in a small business context.

Staff Training and Operations
Staff training is necessary even for a simple menu. Employees require basic skills in food preparation, hygiene and workflow management. A Level 2 Food Safety course typically costs £20–£50 per person and can be combined with internal training. Although this adds a small cost, it improves efficiency and ensures consistent quality, which is essential for smooth operations.
Costs, Pricing and Revenue
The use of simple ingredients keeps costs low:
Toast: ~£1.20–£1.50
Panini: ~£1.50–£2.00
Soup: ~£0.80–£1.20
These items can be sold at £4–£6 each, resulting in strong profit margins. The financial strategy focuses on increasing spending per customer through bundled offers (£6–£8), paid events (£5–£8) and improved experience, supporting value capture (Teece, 2010).


Lean Approach and Cost–Benefit Balance
Costs are reduced by using second-hand equipment and adapting the existing space. This reflects lean innovation (Chesbrough, 2014) and the lean startup approach (Ries, 2011). However, additional costs, such as ingredient and staff costs, must be balanced against revenue, as innovation creates value only when benefits exceed investment (Kim and Mauborgne, 2005).
Phased Implementation
To reduce risk, the idea should be introduced gradually: start with a small menu, test demand, improve processes and expand if successful (Tidd and Bessant, 2018).
Despite its low-cost design, risks remain. Demand may be lower than expected, costs may not be controlled, and increased complexity could reduce efficiency. Overall, the innovation is financially feasible within the £2000 budget, but success depends on effective cost control and operational efficiency.


Task 6 – Feasibility and Risk Analysis

To evaluate whether the proposed innovation is realistic, it is important to consider both the factors that support it and the challenges that may prevent it from succeeding. This can be analysed using Lewin’s Force Field Analysis (Lewin, 1951).








Force Field Analysis


Figure 2- Force Field Analysis

The analysis shows that driving and restraining forces are equally strong (18 vs 18), indicating that the success of the innovation depends on reducing internal barriers rather than increasing external demand (Lewin, 1951).
In other words, the café does not need to create demand; it just needs to manage its operations more effectively.
The introduction of the brunch model creates several risks that must be carefully managed. First, there is operational risk, as adding food preparation may slow service and increase complexity. However, it also increases operational complexity, requiring better coordination and process management, as innovations in service delivery often depend on the effective integration of operational systems (Manners-Bell and Lyon, 2022). If not properly organised, this could reduce efficiency and negatively affect the customer experience. This risk can be reduced by keeping the menu simple, using a pre-order system to manage demand and establishing clear routines to support staff.
There is also financial risk, as additional costs such as ingredients, staff time and equipment may exceed the extra revenue generated. This is particularly important given the café’s limited budget. To reduce this risk, the idea should be introduced gradually, performance should be monitored closely, and large upfront investments should be avoided.
In addition, reputational risk may arise if service becomes inconsistent or product quality declines. As Seren Coffi relies heavily on its community identity and ethical values, any decline in quality could damage customer trust. Maintaining consistency, preserving values, and avoiding rapid expansion are therefore essential.
According to Greiner (1972), Seren Coffi is moving from a creative stage to one that requires more structure and coordination. The current reliance on informal processes creates inefficiency, and the brunch model increases the need for clearer organisation and faster decision-making. Without these changes, the innovation may fail despite its potential.
Overall, the idea is market-feasible but organisationally challenging. Its success depends on improving internal processes rather than generating new ideas, supporting the view that innovation often fails due to weak execution rather than poor concepts (Tidd and Bessant, 2018).

Conclusion

Seren Coffi is a creative and unique business, but it is currently struggling because it does not effectively convert its strengths into financial results. The main issue is a gap between value creation and value capture: customers enjoy the experience but do not generate sufficient revenue.
The proposed lean community brunch and flow model addresses this problem by introducing a simple food offering, improving operational processes, and creating new revenue streams. The innovation is realistic, low-cost, and aligned with the café’s identity.
However, the analysis shows that the success of the idea depends mainly on internal factors. Without better organisation, clearer processes and improved efficiency, the innovation may not achieve its full potential.
Overall, the solution provides a strong and practical way to improve Seren Coffi’s sustainability. At the same time, it highlights an important lesson:
Innovation is not only about having good ideas, but also about implementing them effectively in a real business context.

























Part 2

Introduction

Artificial intelligence (Perplexity AI) was used throughout the development of the proposed innovation for Seren Coffi. Rather than generating a completely new idea, I used AI to support the development, refinement and evaluation of an initial concept. The process involved multiple prompts and responses (see Appendices 2–23), which demonstrate how the idea evolved over time through an iterative process.
This approach allowed me to gradually improve the idea by testing different perspectives, refining assumptions and identifying weaknesses. In this section, I evaluate how AI contributed to different stages of the innovation process, including idea development, refinement and critical evaluation, while also reflecting on its limitations and the role of my own judgement.

Using Perplexity AI in Idea Development

At the beginning of the process, I used AI to explore how the situation of Seren Coffi could be improved. The initial prompt (Appendix 2) outlined the case study in detail, including financial pressures, operational inefficiencies and increased competition. It also included a basic idea of introducing a lean brunch model. The corresponding AI response (Appendix 3) provided suggestions to improve and structure this concept.
This shows that I used Perplexity AI to develop and challenge my own initial thinking, rather than relying on it to generate ideas independently. This reflects the iterative nature of innovation, where ideas evolve through continuous improvement rather than sudden creation (Tidd and Bessant, 2018).
Perplexity AI response (Appendix 3) helped me clarify key aspects of the idea, particularly the importance of simplicity, efficiency and alignment with the café’s identity. For example, it reinforced the need to keep the menu limited and manageable, which directly influenced the final proposal.
A particularly important insight from this stage was the shift in focus from demand generation to value capture. Initially, I was mainly focused on increasing revenue by adding food. However, the AI response helped me recognise that Seren Coffi already has strong customer demand but does not convert this into sufficient revenue. This aligns with Teece (2010), who argues that capturing value is essential for business sustainability.
Perplexity AI also encouraged a lean, cautious approach (Appendix 3), suggesting that the idea be tested gradually and implemented with minimal investment. This influenced my decision to include phased implementation and low-cost equipment in the final model.

Using Perplexity AI in Idea Refinement

After developing the initial idea, I used additional prompts (Appendices 4, 6, and 8) to refine and further improve the concept. The corresponding AI responses (Appendices 5, 7 and 9) focused on strengthening the idea and making it more realistic.
At this stage, I used Perplexity AI more strategically, asking more specific and targeted questions. This improved the quality of the responses and made them more relevant. A key development was the emphasis on differentiation and identity. The AI responses (Appendices 5 and 7) highlighted that Seren Coffi should not imitate competitors, but should build on its existing strengths, such as its community focus and ethical values. This reflects Porter’s (1985) view that small businesses achieve competitive advantage through differentiation.
Perplexity AI also helped me understand the importance of focus and discipline in innovation. The responses (Appendix 9) encouraged a simplified menu and more efficient processes, reducing complexity and making the idea more feasible. This changed my perspective, as I began to see innovation not as expansion, but as refinement and optimisation (Trott, 2016).
In addition, AI supported the structuring of my ideas by breaking them into key components, such as operations, menu design and revenue streams (Appendices 5–9). This made it easier to translate the concept into a coherent business model.
However, I also recognised that the responses were still relatively general. While they provided useful direction, they did not fully account for Seren Coffi's specific constraints. This required me to critically evaluate and adapt the suggestions.

Using Perplexity AI in Evaluation and Critical Thinking

In the later stages, I used Perplexity AI to evaluate the idea and identify potential risks and weaknesses (Appendices 10, 12, 14, 16, 18 and 20). The corresponding responses (Appendices 11, 13, 15, 17, 19 and 21) provided useful insights into potential challenges.
AI helped identify key risks, including operational complexity, staff capacity, and financial limitations. These insights were directly used in the development of the feasibility and risk analysis in Part 1. For example, the emphasis on internal barriers (Appendix 11) aligns with Lewin’s Force Field Analysis (Lewin, 1951), in which restraining forces are mainly organisational.
AI also contributed to my understanding that the main challenge is implementation rather than idea generation. This insight (Appendix 15) aligns with Greiner’s (1972) model, which highlights the need for structure and coordination as organisations grow.
At this stage, I used Perplexity AI more critically by questioning its outputs and comparing them with theory. This helped me move from simply using AI to engaging with it analytically, which strengthened the overall quality of the work.
However, AI still did not provide fully context-specific evaluation. It identified general risks, but I needed to interpret how these would apply to Seren Coffi.

Strengths of Using Perplexity AI

From my experience, Perplexity AI was particularly useful for structuring, refining and evaluating ideas. It helped me organise my thinking more clearly and move from a basic concept to a more developed and realistic solution. AI supported the transition from an initial idea to a structured innovation model by breaking down key elements, such as operations, value creation, and revenue generation.
Another key strength was speed and efficiency. By using multiple prompts (Appendices 2–21), I was able to explore different aspects of the idea quickly and iteratively. This allowed me to test different approaches, refine assumptions and improve the concept in a relatively short time. As a result, the innovation process became more flexible and dynamic.
Perplexity AI also encouraged critical thinking by identifying weaknesses and suggesting improvements (Appendices 11 and 15). This was particularly useful in moving beyond a purely descriptive idea towards a more balanced and realistic proposal. It helped me consider potential risks and limitations, which strengthened the overall quality of the analysis.


Limitations of Perplexity AI

Despite these benefits, Perplexity AI also had clear limitations. One of the main issues was that responses were often general rather than context specific. While the suggestions were useful, they did not fully reflect Seren Coffi's unique situation (e.g., Appendices 5 and 9). This meant that I needed to interpret, adapt and sometimes challenge the outputs.
AI also struggled to capture the café's social and cultural dimensions, particularly its community identity and ethical values. These aspects are central to the business but require human understanding and contextual awareness, which AI cannot fully replicate.
In addition, Perplexity AI did not provide detailed operational or financial planning (Appendices 13 and 17). While it could suggest general strategies, it did not offer realistic cost structures or implementation details. These elements required independent research and critical analysis.
This supports the view that AI can enhance decision-making by improving access to information and supporting analysis, while still requiring human judgement for final decisions (Gans et al., 2019).


Human And Perplexity AI Collaboration

Overall, the process demonstrates a strong interaction between human judgement and AI support. I defined the problem, refined the idea and made final decisions, while Perplexity AI supported analysis, structure and idea development (Appendices 2–21). This iterative process reflects knowledge creation, where ideas are continuously developed and refined through interaction and reflection (Nonaka, 1994).
This reflects the concept of augmented intelligence, where AI enhances human thinking rather than replacing it (Jarrahi, 2018). In this case, AI served as a tool to support creativity and evaluation, but the final outcome depended on my ability to interpret and apply its suggestions within the café's specific context.

Conclusion

Perplexity AI played an important role in supporting the development of the innovation. It helped structure ideas, refine the concept and identify potential challenges, contributing to a more organised and critical approach.
However, the process also showed that AI cannot replace human judgement. Its outputs are most valuable when they are critically evaluated and adapted to the specific context.
AI can support innovation, but successful outcomes depend on the human ability to interpret, refine and implement its outputs effectively.
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Key Partners
Local ethical coffee and food suppliers
Community groups and event organisers
Second-hand equipment providers

Key Activities
Coffee and simple food preparation
Pre-order system management
Hosting community events
Customer service and experience
delivery

Key Resources
Staff (skills and experience)
Café space and location
Brand identity and community reputation
Basic kitchen equipment

BMC (Business Model Canvas)

Customer Relationships
Personal and friendly service
Strong community engagement
Informal and welcoming atmosphere

Channels
In-store experience
Social media platforms
Pre-order system

Customer Segments

Students

Community-oriented customers
Ethical and sustainability-focused
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I have this case study: Small, friendly coffee shop in Cardiff’s old docks, known
for its ethics, Welsh language, and local community feel. Rising costs, a cold
and expensive building, and a new chain café nearby have made money and
daily running much harder. Events have stopped, equipment is breaking, the
menu board is less cared for, and the founders are tired and taking other jobs. A
bigger company wants to help them grow but would make them change how
they work and what they serve. It’s January 2026, the café is still open,
struggling but not finished, with £2,000 left to help try to save the business.
The solution that | found to save Seren Coffi is to change to a Lean brunch
model to improve value capture and efficiency. The cafe will start serving
panini, soup, avocodo on toast, etc. Can you help me improve this idea?
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Completed 2 steps v
@ Searchingtheweb >

 Researching lean brunch model ideas to refine the café’s menu and operational strategy

Switching Seren Coffi to a Lean brunch offer is a strong direction, but it will work best if it is
extremely focused, low-waste, and clearly connected to your ethical/Welsh identity rather
than just “doing paninis like the chain next door.” kyiwworkshop +:
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Can you show me your exact idea
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can you summarise your idea
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Here’s the idea in a nutshell, tailored to Seren Coffi:

Shift to a tiny all-day Lean brunch menu (about 4-6 dishes) built from overlapping
ingredients: e.g. Welsh rarebit sourdough, avocado toast, one breakfast panini, a
cawl-style soup with bread, and bara brith toast.

Design every dish to be simple, fast and low-waste: mostly toast/press/reheat, with one
batch soup and one rarebit mix prepped once a day, so you don’t need extra kitchen
staff.

Keep coffee and drinks simple, then use coffee+brunch bundles to lift average spend
(e.g. “any brunch + any coffee” at a set price).

Make it distinctly Seren (and not like the chain): bilingual menu names, local Welsh
suppliers, and one rotating seasonal/local item rather than a big menu.

Spend the remaining £2,000 mainly on one versatile grill/essential repairs, first stock
for the brunch items, and a refreshed bilingual menu board that clearly sells the new
brunch focus.




image9.png
why do you think your idea is better?
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The Lean brunch idea is better because it solves Seren Coffi’s core problems in a simple,
low-risk way:

« It uses a very small, overlapping brunch menu (rarebit toast, avocado toast, one panini,
one soup, bara brith toast) to cut food waste and improve margins.

« The dishes are batch-prepped and quick to assemble, so you don’t need extra staff or
complex cooking during service.

« It deepens Seren’s Welsh, ethical identity instead of copying the chain or handing
control to a bigger company.

« Itraises average spend (coffee + brunch plate bundles) using the same space and team,
within the £2,000 budget and without a risky corporate partnership.
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what will be the cost of implementing your idea?
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« One-off implementation cost kept within the remaining £2,000 by:

« Fixing or buying one versatile piece of equipment (like a contact grill) and essential
smallwares.

« Ordering initial stock for the few brunch dishes (bread, cheese, veg, eggs, bara
brith).

« Refreshing the menu board and a bit of signage.
* Ongoing costs stay similar because:

« The short brunch menu uses overlapping ingredients and a daily soup to reduce
waste and keep food cost per plate under control.

« Labour does not increase, since the menu is designed for batch prep and quick
assembly by the existing staff, with no extra hires.
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Why do you think a Welsh culture approach is better than my idea
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I'm not saying “Welsh culture” instead of your idea — I'm saying your Lean brunch idea
works best when it is explicitly Welsh and local, because that’s what Seren can do better
than the chain next door. artlink +:

1. Culture is a stronger differentiator than food type
« Chains can copy “panini, soup, avocado toast” easily, but they cannot copy Seren’s
specific Welsh story, language, and local suppliers. 1longitudedesign +

« Research on hospitality and place-based branding shows that local culture and
narrative are now one of the most powerful tools for standing out and creating
emotional loyalty. skife

2. Customers actively choose local and authentic
« Studies on local cafés find that authenticity and local identity are key reasons people

pick independents over chains, not just price or menu breadth. enerald +1

« Cafés that showcase regional flavours, local producers, and community links become
“the local place” rather than “a cheaper version of the chain,” which is exactly what
Seren needs. purristacatcafe +1

3. Welsh brunch fits Seren’s existing brand

e« Seren is already known for ethics, Welsh Tanguage, and community; using Welsh dishes
(rarebit, bara brith, cawl-inspired soup) « v) bilingual naming extends what they already
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(rarebit, bara brith, cawl-inspired soup) and bilingual naming extends what they already
are, instead of inventing a new identity. visituales +1

« This alignment makes the pivot more believable and easier to market in your case study:
“We leaned into who we are” rather than “we tried to become a mini-chain.” linkedin 1

4. Your Lean brunch + Welsh culture = the real idea

* Your core idea is the Lean brunch model (short menu, overlapping ingredients, higher
margin, no extra staff) - that’s the operational engine.

« The Welsh culture layer is the brand engine that makes that brunch offer memorable,
defensible against the chain, and aligned with Seren’s values, which evidence suggests
is where independents win. artlink +

For your assignment, do you want me to write a short paragraph that clearly says: “The
proposed solution improves operations (Lean brunch) and differentiation (Welsh cultural
focus) compared to a generic brunch pivot”?
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how can I make it even better without additional costs
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You can make the Lean Welsh brunch idea better without extra costs by improving how you
use what you already have: the building, staff, menu, and story. tiptop-foodservice.con +1
1. Squeeze more from the menu (no extra ingredients)

* Add choice through format, not new products: e.g. soup + half toast, or “make any
toast a panini” using the same fillings you already stock. tiptop-foodservice.con

« Use leftovers more creatively: yesterday’s roast veg in today’s cawl-style soup, stale
bread as croutons or French toast, extra bara brith as toasted “ends.” cafebusinessnatters +

« Slightly rename or reframe existing items to sound more special/Welsh without
changing the recipe (e.g. “Glanhafren Rarebit Toast” instead of “cheese on toast”).
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2. Improve operations with zero spend

Standardise your one best way to make each dish so it’s faster and more consistent:
simple build cards near the station, using paper and tape. baristaunderground

Rearrange the counter and kitchen so one person can do coffee + brunch with fewer

steps: ingredients within arm’s reach, plates stacked where they’re used, clear dirty
dish area. baristaunderground

Use a self-serve water/condiment station so staff do fewer small tasks and can focus on
speed and friendliness. reddit

3. Upgrade the experience using story and space

Use your existing walls/windows as free branding: hand-written Welsh phrases, simple
stories about your suppliers, or “Today’s Cawl Inspired By..” signs. zenagi +1

Make the chalkboard outside work harder with one strong line (“Welsh rarebit brunch,
made in the docks”) instead of a messy list. spindl

Encourage a cosy, community feel with low-cost touches you probably have already:
books, board games, a small “learn a Welsh word” card on tables. purristacatcare +1
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Can you tell me the main risks or weaknesses in your welsh brunch idea and
how I could resolve them?
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1. Adding food can overwhelm a small café

Risk: Moving from “coffee + cake” to hot brunch increases complexity (more prep, food
safety, allergens, cleaning) and could exhaust already-tired founders. ancyapp +:

How to resolve:

« Start very small: 3-4 core dishes at first, not the full set, and only expand once systems
are stable. freshcup +1

e« Use clear prep routines and simple food-safety checklists so brunch doesn’t feel chaotic
(batch soup, batch rarebit mix, labelled containers, strict fridge rotation). cedontine «1

« In the case study, say you “pilot a minimal brunch menu for 4-6 weeks to test
operational pressure before adding any new dishes.”
2. Menu still might creep back to “too big”

Risk: Over time, Seren might keep adding specials and variations, turning a Lean brunch
menu into a big, unprofitable one again. linkedin +t
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4. Brunch might not attract enough new customers

Risk: You invest energy into brunch but demand doesn’t grow enough; regulars may still
only buy coffee and cake.
How to resolve:

« Use combo pricing (coffee + brunch plate) and visible board design to gently push
customers towards food without discounting heavily. financialnodelsiab «1

* Add one very accessible low-price brunch option (e.g. “bara brith toast & butter”) so
people can try “alittle” brunch rather than a full plate. goodcheapeats «1

« Inyour assignment, state KPIs such as “% of customers buying food with coffee” and
“average transaction value” to track whether brunch is working.
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5. Risk of losing focus on coffee quality

Risk: If staff are stretched doing brunch, coffee quality and speed might drop, which can
damage Seren’s core reputation.

How to resolve:

« Keep the coffee menu very simple (a few core drinks) so the barista doesn’t juggle too
many recipes. bakeryinfo +1

« Design the brunch line so one person can largely handle food, or alternate tasks clearly,
instead of everyone doing everything. getknowapp +1

« In the case study, note that menu simplification on both the coffee and food sides
supports consistent quality and faster service. asrnagazine +1
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6. Seasonal and ingredient price volatility

Risk: Eggs, cheese, and avocados can fluctuate in price; margins could get squeezed on key
brunch items.

How to resolve:

« Build in seasonal flexibility: keep the structure (toast + topping, soup + bread) but
change the topping/soup to whatever is best-value and in season. marketintelo +1

« Review food cost per dish regularly and adjust portioning or pricing instead of
absorbing all increases. getjelly «1

« Inyour assignment, you can say: “The core menu structure stays fixed, but fillings and
soups rotate seasonally to manage input-cost risk.”

If you tell me which 2-3 of these risks you think your lecturer will care about most
(operations, food safety, demand, or finances), I can turn them into a short, polished “Risks
and Mitigations” section you can paste directly into your work.
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Can you describe how a typical day of operations changes at Seren Coffi after
the brunch change?
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After the brunch change, Seren Coffi’s day becomes more structured but still simple:

* Morning: batch-prep one soup, rarebit mix, slice bread, portion toppings, and set up a
small “brunch line” next to the coffee station.

« Brunch hours: most tickets are now “coffee + one of 4-5 standard brunch plates,”
assembled quickly with repeatable steps (toast, top, grill, plate).

* Quiet times: staff top up small batches and clean, without inventing new specials or
complex dishes.

« Close: they cool and store leftovers safely and clean the grill/toaster, but there are fewer
different ingredients to check because the menu is lean.
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do you think this idea would work in real life?
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Yes, this idea could work in real life, but only if it stays genuinely lean and tightly managed
rather than drifting into a big, complicated brunch restaurant. restaurantuare +:

Why it can work
* Many small cafés have successfully added a simple brunch offer and seen higher

average spend and stronger weekend trade, because breakfast/brunch ingredients are
relatively cheap and margins can be good. menuworks

« Independent Welsh cafés in and around Cardiff already prove there is demand for local,
brunch-style food alongside speciality coffee, especially when they focus on Welsh
produce and a small menu. walesonline +1

The conditions for success

« The menu must stay very short and overlapping in ingredients, so prep and waste stay
under control and staff are not overwhelmed. restaurant.eatapp +

« Operations need clear routines (batch prep, simple service steps, basic food-safety
checks), otherwise brunch can slow service and damage reviews, as real cafés have
found when they bolt on food without process. reddit +1
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Panini press 120-180 Nisbets / Amazon UK
Soup kettle (10L) 60-90 Catering suppliers
Toaster (4-slice) 80— 120 Amazon UK
Basic utensils (knives, boards, etc.) [50-80 IKEA / catering kits
Preparation surfaces (stainless steel . .
100- 180 Catering suppliers / IKEA
table)
Basic extractor fan / ventilation 70 - 150 Screwfix / B&Q
Small fridge (second-hand) 150 - 250 eBay / Facebook Marketplace
Initial ingredients (1-2 weeks) 150 - 250 Local suppliers
Staff training (food safety + . . .
100~ 200 Online + internal training

workflow)

Total Estimated Cost £880 — £1,500 'Within £2000 budget





