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[bookmark: _Toc2075151639]Executive Summary

This report examines the role of creativity and innovation in addressing organisational challenges within Seren Coffi, an independent café with a strong focus on community, sustainability and ethical values. Despite clear customer demand, the business faces internal issues, including inefficient decision-making, lack of structure and difficulties in implementing ideas. These challenges highlight a gap between creativity and execution, which affects overall performance.
The report critically explores how innovation is often shaped by capitalist approaches that prioritise efficiency and growth. While effective in many contexts, these approaches can conflict with organisations that prioritise social value. This tension is evident in Seren Coffi, where collaborative practices support creativity but limit operational effectiveness.
To address this, the report proposes a Structured Collective Model supported by a Community Input System. This innovation introduces clearer roles and decision-making processes to improve efficiency, while maintaining participation and community engagement. The solution is analysed using the 4Ps of innovation framework, showing its impact mainly on process and paradigm innovation.
The viability of the idea is evaluated using Lewin’s Force Field Analysis, identifying both supporting and resisting factors. While the solution may not fully align with profit-driven models, it is justified through a broader perspective of value creation, including sustainability and community impact. The organisational climate is also assessed, showing that while it supports creativity, it lacks the structure needed for effective innovation.
In Part 2, artificial intelligence (AI) is used to further develop the solution. The AI enhances the structure and practicality of the idea, but also reveals limitations, particularly its focus on efficiency over values. Overall, the report concludes that innovation in Seren Coffi requires a balance between creativity, structure and organisational values.
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[bookmark: _Toc1803587373]Applying Creativity and Innovation to Address Organisational Inefficiency: A Critical Analysis of Seren Coffi
[bookmark: _Toc456846696]Part 1: Introduction

Creativity and innovation are widely recognised as critical drivers of organisational sustainability and long-term success, particularly in dynamic and competitive environments (Tidd and Bessant, 2021). While creativity involves the generation of novel and useful ideas, innovation focuses on the implementation of these ideas to create value (Amabile and Pratt, 2016). However, organisations often struggle not due to a lack of ideas, but due to challenges in translating creativity into effective operational practices. This tension is particularly evident in small, value-driven enterprises where ethical principles may conflict with efficiency and scalability.
Seren Coffi is an independent café operating with a strong emphasis on community engagement, sustainability and ethical values. The business has established a loyal customer base and demonstrates clear demand for its products and services. Despite this, the organisation is experiencing significant operational difficulties, which threaten its long-term viability. These issues are not rooted in market failure, but rather in internal inefficiencies, including inconsistent decision-making processes, lack of operational structure, and challenges associated with a highly democratic management approach. Such characteristics suggest that Seren Coffi aligns with what can be described as a highly creative but poorly structured organisation, where ideas exist but are not effectively implemented.
This assignment will critically analyse the role of creativity and innovation in addressing these organisational challenges. It will explore how innovation can be applied not only to improve efficiency but also to preserve the core values of the business. By integrating relevant theoretical frameworks, the report aims to develop a creative and viable solution that aligns with both operational needs and the organisation’s ethical identity.


[bookmark: _Toc776323159]Main Findings 

1. [bookmark: _Toc718155584]Creativity, Innovation and Capitalist Constraints

Creativity and innovation are often presented as key drivers of business growth, particularly within capitalist systems where success is usually measured through profit, efficiency and scalability (Trott, 2020). In this context, innovation is typically treated as a structured process aimed at gaining competitive advantage, such as improving products, streamlining operations or increasing market share (Tidd and Bessant, 2021). Traditional business strategies often focus on competing within existing markets rather than redefining value creation (Kim and Mauborgne, 2015). The 4Ps of innovation model (product, process, position and paradigm) demonstrates how organisations can innovate across multiple areas to support growth. Innovation can also be understood as a process involving search, selection, implementation and value capture, highlighting the importance of structure in achieving effective outcomes (Tidd and Bessant, 2018). However, this approach can also create limitations, especially for organisations that prioritise social or ethical value rather than purely financial outcomes.
A key issue is that capitalist models tend to favour the exploitation of existing ideas over the exploration of new ones. This can restrict creativity, as organisations often focus on predictable and measurable results instead of experimentation (Foss and Saebi, 2021). While creativity involves generating novel and useful ideas, innovation in practice is frequently shaped by risk reduction and efficiency, which can limit more original or unconventional thinking (Sawyer and Henriksen, 2024). As a result, businesses often prioritise incremental improvements rather than more radical forms of innovation.
In addition, traditional business models, such as those described by Osterwalder and Pigneur (2010), are largely focused on economic value creation and capture. Business models play a central role in how organisations create and capture value within competitive environments (Teece, 2010). This can create tension for organisations like Seren Coffi, where value is also social and community based. The pressure to grow within a capitalist framework may conflict with ethical priorities, making it difficult to balance sustainability with operational efficiency. Chesbrough (2020) also highlights the importance of openness and collaboration in modern innovation, yet many organisations continue to operate within rigid structures that limit creative input. Earlier work on open innovation also emphasises the role of external knowledge and collaboration in enhancing innovation processes (Chesbrough, Vanhaverbeke and West, 2014).
2. [bookmark: _Toc23377481]Proposed Innovation and the 4Ps of Innovation

The proposed innovation for Seren Coffi is a Structured Collective Model supported by a Community Input System, designed to improve operational efficiency while maintaining the café’s strong ethical and community-based identity. In practice, this would involve introducing clearly defined roles within the team, such as an operations lead, finance coordinator and community engagement lead, each responsible for specific areas of the business. Decision-making would also be divided into categories, for example, daily operational decisions handled by role holders, and strategic decisions discussed collectively at scheduled meetings. This reduces delays caused by constant group consensus while still allowing participation in key areas.
Alongside this internal structure, a community input system would be introduced to maintain customer involvement. This could take the form of a physical suggestion board in the café, QR codes linking to short feedback forms, or regular social media polls. Customers would be encouraged to suggest ideas related to menu items, events or sustainability initiatives. Importantly, these suggestions would be reviewed and filtered by the team rather than directly implemented, ensuring that creativity is captured without disrupting operations. This creates a clear boundary between creative input and decision-making responsibility.
Using the 4Ps of innovation framework, this idea can be analysed across multiple dimensions. The most significant element is process innovation, as it changes how Seren Coffi operates internally. By introducing structured roles and clearer workflows, the business can improve coordination and reduce inefficiencies. As Trott (2016) suggests, innovation is often most impactful when it improves internal processes rather than focusing only on new offerings. Operational innovation is particularly important in small businesses, where inefficiencies can significantly impact overall performance (Manners-Bell and Lyon, 2022). In addition, Nylén and Holmström (2020) highlight that adaptable structures are essential for effective innovation, reinforcing the need for a more organised system.
The innovation also represents paradigm innovation, as it shifts the underlying logic of how the organisation is managed. Seren Coffi moves from a fully democratic model to a hybrid system that combines participation with accountability. This is not just a procedural change, but a rethinking of how decisions should be made within the business. Godin (2025) argues that innovation often involves changing how organisations conceptualise their activities, which is evident in this shift from informal collective management to structured collaboration. This type of change is closely linked to business model innovation, where organisations rethink how value is created and delivered (Foss and Saebi, 2015).
There is also a clear element of position innovation, as the business can reposition itself as both community-driven and professionally managed. By openly involving customers in idea generation while maintaining internal control, Seren Coffi can strengthen its identity and build trust. This aligns with Bogers, Chesbrough and Moedas (2021), who emphasise the importance of external collaboration in modern innovation.
Finally, the innovation includes a smaller element of product innovation, as customer suggestions may lead to new menu items or service improvements. While this is not the central focus, it supports continuous adaptation and responsiveness to customer needs. Usai, Fiano and Petruzzelli (2021) suggest that integrating external input can enhance innovation outcomes, particularly in smaller organisations where customer relationships are central.

3. [bookmark: _Toc136774912]The Creativity Process Behind the Proposed Innovation
The development of the proposed innovation was driven by the need to address a clear tension within Seren Coffi between creativity and operational efficiency. While the organisation demonstrates strong creative potential through its values, community focus and collaborative culture, these strengths are not effectively translated into structured practices. This reflects a common issue where creativity exists but is not supported by systems that enable implementation. According to Sawyer and Henriksen (2024), creativity is not only about idea generation, but also about how ideas are developed and applied within a specific context. In this case, the context of Seren Coffi required a solution that would preserve its identity while improving how it operates. Creativity at the organisational level is also linked to improved performance and adaptability when supported by appropriate systems (Gilson, 2024).
The idea emerged through a process of problem reframing rather than simply identifying surface-level issues. Instead of viewing the organisation’s democratic structure as a weakness, it was considered an asset that needed to be adapted rather than removed. This aligns with the view that creativity often involves redefining problems in new ways, allowing for more original and appropriate solutions (Runco and Jaeger, 2012). This reflects the broader concept of creative intelligence, where individuals apply knowledge and experience to generate effective solutions (Sternberg, 2020). By shifting the focus from “removing inefficiency” to “structuring participation”, the proposed innovation was able to balance both operational and ethical priorities.
In addition, the role of organisational context was important in shaping the idea. Creativity is strongly influenced by environmental factors such as culture, collaboration and emotional dynamics within the workplace (James, Brodersen and Eisenberg, 2004). Seren Coffi’s open and community-oriented environment provides a strong foundation for idea generation, but without structure, this can lead to confusion and slow decision-making. The proposed solution therefore builds on this existing environment rather than replacing it, which increases the likelihood of successful implementation.
The inclusion of a community input system was also influenced by the recognition that creativity does not have to come solely from within the organisation. Engaging external stakeholders can enhance idea generation and strengthen the relevance of innovations (Verganti, Vendraminelli and Iansiti, 2020). However, this needed to be carefully controlled to avoid adding further complexity to decision-making processes. For this reason, community involvement is limited to creative input rather than operational control, ensuring that engagement does not negatively affect efficiency.

4. [bookmark: _Toc2140560421]Evaluating Viability: Force Field Analysis
The viability of the proposed innovation can be assessed using Lewin’s Force Field Analysis, which evaluates change by identifying driving and restraining forces within an organisation. This model is useful in understanding not only whether a change is possible, but also what factors may support or resist its implementation. In the case of Seren Coffi, the proposed Structured Collective Model with a Community Input System presents both clear advantages and potential challenges.
Several driving forces support the implementation of this idea. Firstly, the organisation already has a strong culture of collaboration and community engagement, which aligns well with the proposed model. This reduces the need for major cultural change and increases the likelihood of acceptance. Secondly, the existing operational inefficiencies create a clear need for improvement, which can act as a strong motivation for change. As highlighted by Barends, Rousseau and Briner (2022), organisational change is more likely to succeed when there is clear evidence that current practices are ineffective. Additionally, the introduction of clearer roles and processes can improve accountability and consistency, which are essential for long-term sustainability.
However, there are also important restraining forces. One key challenge is the potential resistance from employees who may view the introduction of structure as a loss of autonomy or a move away from the organisation’s democratic values. This reflects a common issue in organisational change, where individuals resist changes that challenge existing norms and identities (Anderson and Potočnik, 2022). There is also a risk that the community input system could become difficult to manage if not properly controlled, potentially adding complexity rather than reducing it.
From a purely capitalist perspective, the idea may appear less viable, as it does not focus directly on maximising profit or rapid growth. Instead, it prioritises balance between efficiency and values, which may limit scalability in traditional terms. However, this does not mean the innovation lacks value. As Hillman and Baydoun (2020) suggest, organisations can create value beyond financial outcomes, particularly through social engagement and community impact. In this case, the innovation reframes success not only in terms of profit, but also in terms of sustainability, customer relationships and organisational wellbeing.
Furthermore, the idea supports a more sustainable form of innovation by aligning internal processes with organisational values. This reduces the risk of conflict between what the business represents and how it operates, which can be a significant issue in value-driven organisations. Rather than forcing Seren Coffi into a purely profit-driven model, the innovation allows it to maintain its identity while improving its functionality.

5. [bookmark: _Toc609227478]Organisational Climate and Innovation
The extent to which Seren Coffi’s organisational climate supports innovation is mixed, as it contains both enabling and limiting factors. Organisational climate refers to the shared perceptions of practices, values and behaviours within a workplace, which can significantly influence creativity and innovation outcomes (CIPD, 2025). In this case, Seren Coffi demonstrates a climate that is highly supportive of idea generation but less effective in enabling implementation.
On one hand, the organisation’s strong emphasis on collaboration, inclusivity and community engagement creates a positive environment for creativity. Research suggests that supportive and participative climates encourage employees to share ideas and engage in creative thinking (Zhou and Hoever, 2021). Seren Coffi’s democratic structure allows individuals to feel valued and involved, which can increase motivation and openness. Additionally, a culture that prioritises ethical values and social responsibility can further enhance intrinsic motivation, which is a key driver of creativity (Amabile and Pratt, 2016).
However, this same climate can also limit innovation when it comes to execution. The lack of clear structure and accountability creates uncertainty around decision-making, which can slow down or prevent ideas from being implemented effectively. According to Saraiva and Ferreira (2025), organisational climate must balance flexibility with clarity, as too much ambiguity can reduce efficiency and hinder progress. In Seren Coffi’s case, the highly democratic approach may unintentionally create decision paralysis, where reaching agreement becomes more important than acting.
Furthermore, innovation requires not only idea generation but also coordination and alignment. Anderson, Potočnik and Zhou (2014) highlight that successful innovation depends on both creative input and structured processes that allow ideas to be developed and implemented. Without this balance, organisations may generate ideas but fail to realise their potential. This reflects the situation in Seren Coffi, where creativity is present but not effectively translated into operational outcomes.
The proposed innovation attempts to address this imbalance by maintaining the positive aspects of the organisational climate while introducing more structure. By preserving community involvement through controlled input, the organisation can retain its inclusive culture. At the same time, clearer roles and processes can reduce uncertainty and improve implementation. This aligns with the idea that innovation is most effective when supported by a climate that encourages creativity while also providing direction and stability.





[bookmark: _Toc221388425]Part 2: Application and Critical Evaluation of AI in Developing the Innovation
1. [bookmark: _Toc792610432]Use of AI in Developing the Innovation
To further develop the proposed innovation for Seren Coffi, an AI large language model was used to critically evaluate and extend the original idea of a Structured Collective Model with a Community Input System. The AI was prompted to assess the effectiveness of the solution and suggest ways to improve its creativity, practicality and impact. This reflects the increasing role of artificial intelligence as a tool for supporting idea development and organisational problem-solving (Huang and Rust, 2021). Recent research suggests that AI tools such as ChatGPT can also influence creativity by supporting idea generation and exploration (Lee and Chung, 2024).
Rather than generating a completely new solution, the AI built on the existing concept by introducing more detailed and structured mechanisms. This supports the view that AI is most effective when used to augment human creativity rather than replace it, helping refine and operationalise ideas (Raisch and Krakowski, 2021). In this case, the AI focused particularly on improving execution, clarity and accountability, which were identified as key weaknesses in the original proposal.

2. [bookmark: _Toc857496589]AI-Generated Enhancements to the Innovation
One of the most significant contributions from the AI was the introduction of “micro-domains with decision rights”, which expands the original idea of role allocation. Instead of simply assigning responsibilities, this approach defines clear boundaries of authority, decision thresholds and performance indicators for each domain. This adds a higher level of precision and reduces ambiguity, which is essential in addressing Seren Coffi’s inefficiencies. As Trott (2020) suggests, innovation is often most effective when it improves internal coordination and structure rather than focusing solely on new offerings.
The AI also proposed the use of implementation sprints, which involve short, time-bound cycles focused on completing specific tasks. This directly addresses a major issue in the case study, where ideas are frequently discussed but not implemented. By assigning ownership and limiting priorities, the organisation can move from discussion to action more effectively. This reflects the importance of linking creativity with execution, as ideas alone do not generate value unless they are implemented (Sawyer and Henriksen, 2024).
In addition, the AI developed the original community input system into a structured co-creation loop, where customer ideas are not only collected but also selected, tested and evaluated. This enhances the originality of the concept while maintaining control over operations. According to Bogers, Chesbrough and Moedas (2021), involving external stakeholders in innovation can improve outcomes, but it requires structured processes to avoid inefficiency. The co-creation loop ensures that community engagement is meaningful rather than symbolic. AI has also been linked to enhancing creativity in marketing and innovation contexts by supporting idea development (Ameen et al., 2022).
Other enhancements included the introduction of a rotating stewardship role, which helps coordinate activities across domains without creating a fixed hierarchy, and operational rituals, such as daily check-ins and weekly reviews. These additions improve consistency and reduce the reactive nature of decision-making. Overall, the AI transformed the original idea into a more detailed and operationally viable system.

3. [bookmark: _Toc748857929]Critical Evaluation of AI Recommendations
While the AI-generated enhancements strengthen the practicality of the solution, they also raise some important limitations. One key strength of the AI is its ability to break down complex problems into structured components, making the innovation more actionable. The introduction of decision rights, implementation cycles and coordination roles significantly improves the likelihood of successful implementation.
However, the AI’s approach tends to prioritise efficiency and structure, which may risk reducing the flexibility and informality that are central to Seren Coffi’s identity. This reflects a broader limitation of AI in organisational contexts, where recommendations are often based on optimisation and control rather than human and cultural factors (Hua, Jin and Jiang, 2024). As a result, there is a risk that the enhanced model could become overly formalised, potentially undermining the collaborative and community-driven culture of the organisation.
Additionally, while the AI provides detailed operational improvements, it does not fully engage with the ethical and value-based dimensions of the business. Seren Coffi is not solely focused on profit or efficiency, and this requires a more nuanced approach than purely process-driven solutions. This highlights a limitation of AI, as it may struggle to fully account for context-specific values and social dynamics.

4. [bookmark: _Toc825412729]Successes and Limitations of Using AI
The use of AI in this context demonstrates several clear advantages. Firstly, it enhances the depth and detail of the original idea, making it more practical and easier to implement. Secondly, it introduces structured thinking that helps address specific operational problems, particularly around decision-making and execution. This supports the idea that AI can be a valuable tool for improving problem-solving and knowledge development in organisational settings (Jo and Park, 2024).
However, there are also limitations. The AI’s suggestions are largely based on generalised models of efficiency and may not fully reflect the unique context of Seren Coffi. There is also a tendency to produce solutions that appear logical but may be difficult to implement in practice due to human factors such as resistance to change or cultural misalignment. Furthermore, reliance on AI may reduce critical thinking if its recommendations are accepted without evaluation.

5. [bookmark: _Toc809963628]Reflection on the Use of AI in Innovation Development
Overall, the use of AI was valuable in developing the proposed innovation, particularly in refining and operationalising the original concept. It helped identify weaknesses and provided practical enhancements that improved the solution’s viability. However, its recommendations required careful evaluation to ensure they remained aligned with the organisation’s values and context.
This process highlights that AI should be used as a supporting tool rather than a decision-maker, complementing human creativity rather than replacing it. While AI can enhance structure and efficiency, human judgement remains essential in ensuring that innovations are appropriate, ethical and contextually relevant.


[bookmark: _Toc1558004432]Conclusion
This report has explored how creativity and innovation can be applied to address the operational challenges faced by Seren Coffi, particularly the tension between its strong ethical values and its lack of organisational structure. The analysis showed that while the café benefits from a highly collaborative and creative environment, this has not translated into effective implementation, leading to inefficiencies and inconsistent performance. This reflects a broader issue identified in the literature, where organisations struggle not with generating ideas, but with managing and executing them effectively (Zhou and Hoever, 2021).
The proposed innovation, a Structured Collective Model supported by a Community Input System, was developed to balance structure with participation. By introducing clearer roles and decision-making processes while maintaining community engagement, the solution addresses the core internal issues without compromising the organisation’s identity. This supports the idea that innovation is not only about new products or technologies, but also about improving how organisations are structured and managed (Brueggemann and Matthews, 2025). Innovation also involves integrating knowledge and adapting organisational practices over time (Tidd, 2023).
The use of AI in Part 2 further developed this concept by adding more detailed operational mechanisms, such as defined decision rights and implementation processes. While these enhancements improved the practicality of the solution, the critical evaluation highlighted the importance of maintaining alignment with organisational values. AI proved useful in refining the idea, but its recommendations required careful interpretation, reinforcing the need for human judgement in creative and value-driven contexts (Ertel, 2024).
Overall, the report demonstrates that effective innovation in organisations like Seren Coffi requires a balance between creativity, structure and values. Rather than adopting purely profit-driven approaches, the solution reflects a broader understanding of value creation that includes community, sustainability and organisational wellbeing. This suggests that innovation can be both practical and ethical, provided it is adapted to the specific context of the organisation. This also highlights the importance of balancing innovation with organisational context, as solutions must be both practically effective and aligned with the values and identity of the organisation.
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The proposed solution for Seren Coffi is to introduce a Structured
Collective Model supported by a Community Input System. This
approach aims to improve operational efficiency while maintaining the
cafés strong ethical values and community-focused identity.

Internally, the business would move away from fully democratic
decision-making for all activities and instead introduce clear roles and
responsibilities. For example, team members could take on specific
roles such as operations, finance, or community engagement. Day-to-
day decisions would be handled by these role holders, while more
strategic decisions would still be discussed collectively in scheduled
meetings. This reduces delays and confusion while maintaining a sense
of participation and shared responsibility.

Alongside this, a community input system would be introduced to
preserve the organisation's connection with its customers. This could
include suggestion boards, feedback forms, or digital tools such as QR
codes or social media polls. Customers would be encouraged to share
ideas related to menu items, events, or sustainability initiatives.
However, this input would remain advisory only, meaning that final
decisions would be made internally by the team. This ensures that
community involvement supports creativity without creating further
inefficiencies.

Overall, this solution balances structure and flexibility, allowing Seren
Coffi to operate more effectively while still maintaining its collaborative
and community-driven approach. It directly addresses the
organisation’s key issues by improving decision-making, increasing
accountability, and ensuring that creative input is managed in a
practical and sustainable way.
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3. Upgrading the Community Input System — “Co-Creation Loop”

Enhancement

Move from passive feedback (suggestion boards, polls) to a structured co-creation loop:

Stage 1: Input

* Customers submit ideas (as proposed)

Stage 2: Selection

« Each month, one idea is chosen by the team

Stage 3: Pilot
* Theidea is trialled visibly (e.g., “Community Pick of the Month")

Stage 4: Feedback + Decision

« Customers vote or respond to the pilot
« The team decides whether to adopt, adapt, or discard

Why this improves the solution

The original system risks being tokenistic.
This enhancement:

« Ensures visible implementation of ideas

* Strengthens authenticity (customers see real impact)
«  Prevents overload by limiting how many ideas are trialled

Impact
* Reinforces brand differentiation (community-led innovation)

« Encourages repeat engagement
*+ Avoids inefficiency from trying to act on too mar- uggestions
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1 will provide you with a case study and a proposed solution. Critically
evaluate how well the solution addresses the organisation's core
problems. Analyse its strengths, limitations, and potential unintended
consequences, particularly in terms of operational efficiency, decision-
making, and organisational structure. Assess whether the solution is
realistic and sustainable. Avoid simply agreeing — provide a critical and
balanced evaluation

Send the case study and the proposed solution, and Il produce a critical, balanced evaluation focused on:

how well it addresses the core organisational problems
strengths and weaknesses

unintended consequences

effects on operational efficiency, decision-making, and organisational structure
realism and long-term sustainability

I'll make it evaluative rather than descriptive.
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Case study PDF.pdf
PDF

This is the case study
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2. Strengths of the Proposed Solution

a. Improved Operational Efficiency

Introducing defined roles (operations, finance, etc) is a clear strength.

* Reduces coordination costs (fewer people involved in routine decisions)

«  Enables faster responses to operational issues (e.g. supplier changes, repairs)

« Aligns with classical management principles (division of labour)

Critical insight:
This would likely directly improve throughput problems (e.g., slow queues), which were already damaging

customer experience.

b. Enhanced Dex

Shifting from full consensus to tiered decision-making (operational vs strategic) is well-calibrated.

n-Making Quality

« Operational decisions become decentralised and faster
« Strategic decisions retain collective legitimacy
This addresses the case’s problem of:

« dircular discussions
« decision fatigue
« lack of closure

However:

The model assumes that role-holders will have sufficient capability, which is not guaranteed.
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Here s a critical and balanced evaluation of the proposed Structured Collective Model with Community
Input System, explicitly linked to Seren Coffi's core problems.

1. Overall Fit with Core Problems

The solution correctly identifies the central dysfunction in Seren Coffi:

« excessive consensus-based decision-making
« lack of role clarity
« operational inefficiency despite strong demand

The case shows that “decisions were made together... discussions returned to the same phrases... queues

moved slowly”and later “meetings ran later... topics returned with fatigue” (3 Case study PDF

Evaluation
The proposal directly targets these issues, particularly decision latency and accountability gaps. However, it
underestimates the depth of structural fragility, especially:

« deferred hiring decisions
«  maintenance failures (e.g, broken grinder, servicing delays)
«  creeping disengagement from founders

So while directionally appropriate, the solution is partial rather than comprehensive.
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Each domain would include:

«  Scope of authority (what decisions can be made independently)
* Decision thresholds (what requires escalation)
* Performance indicators (e.g., queue time, waste levels, equipment uptime)

Example:
« Operations Domair can approve supplier substitutions up to a defined cost variance
«  Finance Domair: can trigger cost-control actions without full team approval

« Community Domair can approve small-scale events autonomously

Why this improves the solution

The original proposal reduces decision-making delays, but still risks ambiguity and overlap.
This enhancement:

«  Eliminates decision paralysis by formalising authority
*  Prevents meeting fatigue seen in the case (‘topics returned... edged with fatigue” O Casestudy POF )
« Introduces bounded autonomy, which balances control and flexibility

Impact
* Faster execution
* Reduced duplication of discussions
* Clear accountability for outcomes




image9.png
d. Risk of Cultural Dilution

Although the solution tries to preserve values, introducing roles may:

« create perceived hierarchy
« reduce the sense of equality among founders
« shift culture from “collective” to “managed"

Given that identity is central to Seren Coffi:

« even subtle shifts could impact staff motivation and customer perception

e. Community Input System May Be Superficial

The advisory-only model has limitations:

o risks being tokenistic (input without real influence)
« could frustrate customers if suggestions are ignored
« adds administrative burden (collecting, reviewing feedback)

Also, the case already shows over-discussion internally — adding more input channels may:

« increase cognitive load
* ot translate into actionable outcomes
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8. Cultural Reinforcement: Making Values Operational

Enhancement

Translate values (faimess, community, doing things properly) into measurable practices, such as:

* transparent pricing updates (already partly done)
* ethical sourcing thresholds
* customer experience metrics (e.g., wait times vs quality balance)

Why this improves the solution

Currently, values:
« dominate discussions
« but slow decisions

This converts values into:

* decision criteria, not debate topics

Impact
o Faster decisions aligned with identity
« Reduced repetition in meetings
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6. Linking Structure to Resource Constraints

Enhancement

Embed “trigger-based decision rules” within domains.
Examples:

« Ifenergy costs exceed X — automatic cost-control measures
« Ifequipment downtime > Y days — immediate repair approval
o If queue time exceeds threshold - staffing adjustment

Why this improves the solution

The original proposal focuses on structure but ignores resource-driven pressures.

This enhancement:

* Enables faster, data-informed decisions
* Reduces reliance on discussion for obvious issues

Impact
«  Improves operational efficiency

« Prevents small problems from escalating (e.g., broken grinder remaining unrepaired)
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7. Formalising Volunteer and Staffing Boundaries

Enhancement

Create a clear “participation framework”:

« Define what volunteers can and cannot do
« Assign them to support specific domains
« Ensure paid staff retain responsibility for core operations

Why this improves the solution
The case shows volunteers:

* solved some problems but created others
This enhancement:

« preserves community involvement
« prevents role confusion and accountability gaps

Impact
* More stable service delivery
« Reduced operational inconsistency
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4. Introducing a “Rotating Stewardship Role”

Enhancement

Create a rotating “Steward" role (weekly or biweekly), responsible for:

« Coordinating across domains
« Ensuring decisions are followed through
« Acting as a temporary escalation point

Why this improves the solution

A major weakness in the proposal is lack of ultimate coordination.
This role:

« Avoids creating a permanent hierarchy
« Prevents fragmentation between domains
« Maintains the collective ethos while adding structure

Impact
o Improves cross-functional alignment

« Reduces delays caused by unclear responsibility
« Maintains fairness through rotation
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But the case suggests:

« founders are already stretched
« o formal management expertise is evident
« volunteers are used as substitutes for labour

Implication:
Role assignment without training or competence could:

« worsen decision quality
« create bottlenecks (if one person becomes a weak link)

c. Does Not Address Resource Constraints
Key operational issues are resource-based, not just structural:
o rising energy costs
o supply chain disruptions
«  equipment failures
« understaffing

The solution focuses on decision-making, but:

better decisions do not automatically solve lack of capacity

Example:
Even with an “operations lead,” a broken grinder remains unresolved without:

« cashallocation
« supplier relationships
« prioritisation discipline
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8. Final Critical Judgement

The proposed solution is conceptually sound but operationally incomplete.

It succeeds in:
« addressing decision-making inefficiency
« introducing accountability
« preserving organisational identity

It falls short because:

« it does not fully address resource and capacity constraints
« it under-specifies governance mechanisms

« itassumes skills and behavioural change that may not exist
o itrisks creating new inefficiencies and subtle hierarchies

Bottom Line

This is a necessary but insufficient intervention.
It would likely stabilise Seren Coffi temporarily, but without:

clearer authority structures
« capability development
« and attention to operational capacity

the business may remain “loved but brittle,” as described in the case.
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5. Impact on Organisational Structure

The solution shifts Seren Coffi from:
« pure collective model — hybrid structure

Positive

* introduces functional differentiation

« improves coordination

Negative:
* lacks formal hierarchy
* retains ambiguity in authority
This creates a “middle-ground structure”, which is often unstable unless:

« governance rules are explicit
« roles are clearly bounded

6. Realism and Feasibility

Realistic Elements:
* Role allocation is low-cost and implementable immediately
o Feedback systems are simple to deploy (QR codes, boards)
* Aligns with existing values (no radical transformation)

Unrealistic / Weak Assumptions:
* Assumes behavioural change without resistance

« Assumes capability without training
+ Assumes time exists to manage new systems der " overload
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Case study PDF.pdf
PDF

This is the case study

Thought >

I've got the case study. It describes Seren Coffi as a values-led café with strong community demand and
brand identity, but growing operational fragility: slow decision-making, supplier volatility, rising costs,
deferred hiring, role strain, inconsistent maintenance, unclear governance under pressure, and expansion
proposals that risk undermining its ethos. By January 2026, the business is still liked and in demand, but

operationally brittle and close to failure, (3 Casestudy PoF

Please send the proposed solution, and Il critically evaluate how well it addresses those core problems
using the balanced approach you asked for.

Sources
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c. Preservation of Organisational Identity

The community input system is a thoughtful inclusion.

* Maintains brand authenticity (community-driven ethos)
« Avoids alienating loyal customers who value participation
« Keeps differentiation from chain competitors

This is important because Seren Coffi’s competitive advantage is cultural, not operational.

d. Introduction of Accountability

Assigning roles introduces:

« ownership of outcomes

« clearer responsibility for failures (e.g, maintenance delays)
This is critical given evidence of:

« neglected equipment

« postponed hiring decisions

« informal reliance on volunteers
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5. Embedding “Operational Rituals” for Consistency

Enhancement

Introduce simple, repeatable routines:

« Daily 10-minute check-in (priorities, issues)
*  Weekly operational review (queues, costs, staffing gaps)
« Monthly strategic session (long-term direction only)

Why this improves the solution

The case shows:
« irregular, prolonged meetings
* reactive rather than proactive management
This creates:

« predictable decision cycles
« separation between operational and strategic thinking

Impact
* Reduces chaos and cogpnitive overload
«  Improves responsiveness to problems (e.g., supplier disruptions)
o Strengthens organisational discipline
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2. Introducing “Implementation Sprints” to Solve Execution Gaps

Enhancement

Add a lightweight implementation system using short “sprints” (e.g., 2-week cycles).
Each sprint includes:

1. One or two priority actions only (e.g., fix grinder issue, test new menu item)
2. A named owner (from a domain)
3. Avisible progress tracker (chalkboard or internal board)

Why this improves the solution

The case highlights a major issue:

« ideas are discussed but not implemented (e.g., hiring repeatedly deferred, equipment left unrepaired)

This enhancement:
« Converts ideas into time-bound actions
« Limits overload by focusing on few priorities at once
« Creates momentum, which the business currently lacks

Impact
* Reduces “drift” between discussion and action
o Improves operational reliability (e.g., maintenance addressed promptly)
« Builds a culture of delivery, not just deliberation
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3. Limitations and Weaknesses

a. Structural Ambiguity Still Remains

The model is described as “structured” but lacks governance clarity:

« Who resolves conflicts between role-holders?
« What happens if strategic decisions stall again?
o Is there a final authority?

The case already shows decision paralysis, so without escalation mechanisms, this risk persists.

& The solution risks becoming:

“informal hierarchy without explicit authority”

— a common failure mode in hybrid collectives.

b. Capability and Skill Constraints Ignored

The proposal assumes staff can effectively take on roles like:
« finance
« operations
* strategy
But the case suggests:
« founders are already stretched

« o formal management expertise is evident
« volunteers are used as substitutes for labour
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c. Volunteer and Staff Confusion

Given the existing use of volunteers:

« unclear boundaries between roles and informal contributors may persist
«accountability could remain blurred in practice

d. Strategic Drift

Separating operational and strategic decisions can lead to:

« short-term efficiency improvements
« but long-term inconsistency in direction

Especially i strategic meetings continue to be delayed or avoided (as seen in the case).
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Final Evaluation of the Enhanced Model
How the improvements better address core problems:

1. Inefficiency

« Decision rights + sprints + triggers — faster execution
« Operational rituals — consistent performance

2. Lack of Structure

«  Micro-domains + stewardship — clear but flexible structure
« Defined boundaries reduce ambiguity without imposing rigid hierarchy

3. Limited Implementation of Ideas

« Implementation sprints + co-creation loop  ideas become action
« Visibility ensures accountability and leaming

Overall Conclusion

The original solution is a strong conceptual foundation, but these enhancements transform it into a more
operationally viable and innovative system.

The upgraded model:

« retains Seren Coffi's collaborative ethos
« introduces precision in decision-making and execution
« strengthens both efficiency and identity simultaneously

Crucially, it shifts the organisation from:

“discussion-led” — “execution-led, values-informed”

— which directly addresses why the business is currer “loved but brittle” 0 Casestucy POF
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Based on the case study and the proposed solution (a structured
collective model with a controlled community input system), critically
develop this idea further to make it more creative and innovative. Do
not replace the solution — instead, extend and improve it. Suggest
specific enhancements that increase its originality, practicality and
impact. Explain how these improvements would better address the
organisation’s core problems, including inefficiency, lack of structure,
and limited implementation of ideas.

Below is a critical extension and enhancement of your proposed Structured Collective Model with a
Community Input System. The aim is not to replace it, but to deepen its sophistication, increase practicality,
and resolve gaps identified in the case — particularly inefficiency, weak structure, and poor implementation
of ideas.

1. Evolving the Structure: From Roles — “Micro-Domains with Decision
Rights”

Enhancement

Instead of simply assigning roles (operations, finance, etc), introduce “micro-domains" with clearly defined

decision rights and boundaries.

Each domain would include:

«  Scope of authority (what decisions can be made independently)
* Decision thresholds (what requires escalation) ¢
* Performance indicators (e.g., queue time, waste levels, equipment uptime)
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4. Potential Unintended Consequences

a. Informal Power Imbalances

Role-holders may accumulate influence over time, leading to:

« hidden hierarchies
« conflict among founders
«  reduced cohesion

This contradicts the original collaborative ethos.

b. Bottleneck Creation

If decisions are concentrated in roles:

« delays may shift rather than disappear
« over-reliance on specific individuals may emerge

Particularly risky in a small team.

c. Volunteer and Staff Confusion

Given the existing use of volunteers:

« unclear boundaries between roles and informal contributors may persist
«accountability could remain blurred in practice
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7. Sustainability Assessment

Short-Term:

Likely to produce:

« faster decisions
« modest operational improvements
« clearer accountability

Long-Term:

Sustainability is uncertain because:

«underlying financial and capacity pressures remain unresolved
« governance remains partially ambiguous
« founder disengagement (already emerging) is not addressed

8. Final Critical Judgement

The proposed solution is conceptually sound but operationally incomplete.

It succeeds in:
« addressing decision-making inefficiency
« introducing accountability
« preserving organisational identity

It falls short because:
« it does not fully address resource and capacity constraints
« it under-specifies governance mechanisms
* itassumes skills and behavioural change that may not exist
* itrisks creating new inefficiencies and subtle hier~-<hies




