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Innovation Report for Seren Coffi
1. Introduction
Seren Coffi is an independent coffee shop located in the heart of Cardiff. It is renowned for its warm atmosphere and ethical sourcing. Its also known for the commitment to community engagement. It was established as a small, values-driven café. Seren Coffi quickly developed a loyal customer base, attracting individuals who appreciated its focus on sustainability, fair trade products, and local collaboration. From hosting community events to offering locally roasted coffee, the café became more than just a place to drink coffee, instead it actually became a social hub where connections were really encouraged, and ethical practices were embedded pretty much into everyday operations.
Despite the early success and reputation, Seren Coffi now faces lots of challenges that threaten the long-term sustainability. From the outside, the café is under increasing pressure from larger chain competitors that offering things like lower prices, faster service, as well as standardised experiences, where many items are consistent across seasons for example. The growth of these coffee chains in Cardiff has created a highly competitive market, and  convenience and cost is often prioritised over community values. Internally, things like operational inefficiencies, slow decision-making processes, and rising costs have made it very difficult to adapt to the changing customer expectations. While the café’s strong ethical principles remain crucial to its identity, these pressures have contributed to declining attendance at events, reduced customer engagement, and slower responsiveness to market trends.
This report explores how creativity and innovation can address Seren Coffi’s current challenges. It proposes a practical solution in the form of a Community Co-Creation Membership Model and analyses the idea using both the 4Ps of innovation and Lewin’s Force Field Analysis. The report also looks at whether the organisational climate supports change and identifies strategies to integrate creative solutions into a sustainable operational model. By applying innovation theory to Seren Coffi’s context, the café can balance its ethical commitments with the need to remain competitive, thus strengthening both community ties and business performance.

2. Creativity and Innovation in a Business Context
Creativity and innovation are often considered as the same thing, but they represent very different concepts. Creativity is about the generation of unique and useful ideas, whereas innovation is more so about the practical implementation of these ideas to create important value (Tidd, 2018). In other words, creativity is about idea, while innovation is about how it is carried out. Seren Coffi has demonstrated strong creativity in its early years through unique initiatives such as ethically sourced coffee blends, community-focused events, and a welcoming café environment. These ideas attracted a devoted customer base and established the café as a community landmark.
However, the café has struggled to convert creative initiatives into sustainable business outcomes. While events initially drew customers, attendance has declined, suggesting that creative ideas were not effectively embedded into the operational model. Without any systematic innovation, even highly creative initiatives can fail to generate any lasting value (Trott, 2016). Innovation requires strategic planning, resource allocation, and alignment with both market needs and operational capabilities (Trott, 2016). For Seren Coffi, this gap between creativity and innovation has led to missed potential and missed opportunities for revenue growth and community engagement.
The café’s challenges are further impacted by market dynamics. In competitive environments, innovation looks at things like efficiency, scalability, and profitability. For example, larger coffee chains can streamline processes very easily (Trott, 2016). They can reduce costs, and deliver faster service. This then creates high consumer expectations for speed and affordability. Values-driven businesses like Seren Coffi face tension in this environment, as a commitment to ethical sourcing, and transparent community engagement can conflict with competitive pressures. For instance, openly communicating a price increase due to fair trade sourcing demonstrates ethical transparency but risks alienating cost-sensitive customers.
Foss (2015) says resilience in such businesses requires “balancing core values with adaptability”. Seren Coffi suffers from slow decision-making, repetitive internal meetings, and limited responsiveness and this has limited their ability to adapt to market pressures. While the café has historically been creative, it has not fully thought about using the innovation to achieve long-term sustainability. Really applying innovation into its operations would allow Seren Coffi to maintain ethical and community-focused ethos while introducing new practices that improve efficiency, engagement, and financial performance (Foss, 2015).
Innovation in small, independent cafés is not just about technology or cost reduction, but it can be about reimagining customer experiences, fostering community participation, and creating value beyond the product (Trott, 2016). For instance, cafés in similar markets have successfully implemented membership models, loyalty programs, and participatory workshops to enhance customer engagement while generating recurring revenue streams. These strategies illustrate how creativity can be translated into sustainable innovation by aligning ideas with both operational capabilities and customer expectations.

3. Innovation Idea and the 4Ps Framework
The suggested solution for Seren Coffi is to introduce a Community Co-Creation Membership Model. This means customers can join a low-cost membership and get benefits like discounts on drinks, early access to events, and the chance to share ideas for the café, such as menu items, decoration, or activities. This approach makes customers feel more involved in the business and gives them a sense of belonging and loyalty.
Membership schemes are known to help keep customers coming back, especially for businesses that focus on community and shared values (Manners-Bell and Lyon, 2022). By allowing customers to be part of decisions, the café can also make changes faster based on what people actually want. For example, customer ideas can help decide new menu items or events. In addition, the membership can bring in a small but regular income, which can help the business be more stable instead of only depending on one-time sales.
The 4Ps of innovation (Tidd, 2018) provide a structured framework to assess the proposed model:
Product Innovation: The membership can be seen as a new product, not just coffee and food. It gives customers benefits like discounts, but also makes them feel more connected to the café. Customers feel like they are part of the business and that their ideas matter. This can help build loyalty and keep them coming back.
Process Innovation: By using customer feedback, the café can make decisions faster and avoid delays. Instead of only management deciding everything, customers can give ideas through things like surveys or suggestion boxes (Tidd, 2018). This helps the café quickly improve things like the menu, events, and marketing.
Position Innovation: Seren Coffi can change how it is seen by customers. Instead of just being a normal café, it becomes more of a community space where people feel heard. This makes it different from big chain cafés, which mainly focus on price and efficiency. The café focuses more on relationships with customers.
Paradigm Innovation: The way the business works also changes. Instead of only focusing on making sales, the café focuses more on building long-term relationships with customers (Tidd, 2018). Customers are more involved, and the experience becomes more important. This change fits well with the café’s values and helps it stay true to its community focus.
The suggested model uses what Seren Coffi is already good at instead of trying to copy other competitors. Big chain cafés usually focus on being fast and cheap, but Seren Coffi is different because it focuses on being real, using ethical products, and being part of the community. By building these strengths into a clear plan for innovation, the café can keep running successfully while also staying true to its values.

4. Creative Process
The Community Co-Creation Membership Model addresses key challenges of declining customer engagement and slow internal decision-making (Chesbrough, 2014). Instead of proposing disruptive structural changes or expensive technological investments, the model builds on the café’s existing strengths, including its community identity and ethical ethos.
Open Innovation: The model applies the principle of open innovation (Chesbrough, 2014), which involves seeking ideas from sources beyond internal staff. Customers are invited to contribute suggestions for menu items, events, and café experiences. This approach harnesses collective creativity and enables the café to benefit from diverse perspectives, while also increasing customer investment in the brand.
Lateral Thinking: Lateral thinking (De Bono, 1970) encourages approaching problems from unconventional angles. Rather than competing on price or speed, the café focuses on experience, community, and co-creation. By shifting the competitive lens, Seren Coffi can develop unique value propositions that chain competitors cannot easily replicate.
Co-Creation Methods: Practical methods to implement the model include:
· Surveys and Polls: Digital or in-store surveys to capture preferences and ideas. 
· Suggestion Boxes: Physical or online platforms where members submit creative input. 
· Co-Design Workshops: Periodic events where members collaborate with staff on menu development, event planning, or décor changes. 
· Membership Feedback Forums: Regular meetings or online discussions where members provide feedback and vote on initiatives. 
This creative process ensures that innovation is participatory, transparent, and aligned with customer expectations. It also creates opportunities for storytelling and marketing, as members share their contributions through social media, generating organic promotion for the café.
By embedding co-creation into daily operations, Seren Coffi transforms creativity into actionable innovation. The approach also fosters stronger emotional connections between customers, staff, and the business, enhancing retention and loyalty.
5. Viability: Lewin’s Force Field Analysis
Lewin’s Force Field Analysis (1951) is used to look at the factors that can help or stop the Community Co-Creation Membership Model from working.

Driving Forces:
· Loyal Customer Base: Many customers already like what Seren Coffi stands for, so they are more likely to join the membership.
· Strong Community Image: The café is already known as a community space, so this idea fits well.
· Return of Events: Events can be brought back, and members can help plan them, which may increase interest.
· Low Cost to Improve Engagement: The membership does not cost too much to run because it uses things the café already has.
· Different from Chain Cafés: This idea makes Seren Coffi stand out compared to big cafés that focus on price and speed.
Restraining Forces:
· Limited Money: The café may struggle to afford setting up the membership and events.
· Staff Tiredness and Low Motivation: Staff may feel stressed if they have more work to do without extra support.
· Resistance from Owners: The owners may not want to change the current way the business works.
· Uncertainty About Customers: It is not clear how many customers will join or stay involved.
· Competition: Other cafés nearby may copy similar ideas like loyalty schemes or events.


Ways to Reduce These Problems:
· Pilot Programme: Start with a small test group to see if the idea works before fully launching it.
· Sharing Work: Give staff clear roles so the work is spread out and not too stressful.
· Good Communication: Talk clearly with the owners and involve them in decisions to reduce resistance.
· Marketing: Use social media and local promotion to encourage people to join.
· Review Regularly: Check how well the membership is working and make changes if needed.
While immediate profits may be limited, the long-term benefits include increased loyalty, stronger community ties, and consistent recurring revenue. By strategically managing restraining forces, Seren Coffi can leverage driving forces to successfully implement the model.

6. Organisational Climate and Innovation
Organisational climate is a critical factor in the success of innovation initiatives. Seren Coffi’s culture strongly supports creativity through its focus on ethical sourcing, sustainability, and community engagement. Staff and founders value originality and customer experience, providing a foundation for innovative practices.
However, certain aspects of the café’s climate limit innovation potential: slow decision-making, repetitive meetings, and inconsistent founder involvement have hindered responsiveness. Introducing a co-creation membership model aligns with the existing culture while addressing these limitations.
Minimal Structural Change: The model can be implemented without overhauling organisational structures. Staff are engaged in managing member interactions, while founders retain oversight without being involved in every decision.
Participatory Environment: By involving customers in co-creation, the café fosters a participatory climate that encourages both staff and founders to embrace innovation. Staff gain ownership over initiatives, increasing motivation and reducing fatigue from top-down decision-making.
Cultural Reinforcement: Membership initiatives reinforce Seren Coffi’s values by emphasising transparency, collaboration, and community involvement. This strengthens the café’s identity while enhancing operational effectiveness.
Organisational climate, therefore, supports the introduction of innovation, if implementation strategies consider staff capacity, founder engagement, and ongoing feedback mechanisms. The membership model represents an evolution rather than a disruption, ensuring that cultural alignment enhances adoption and sustainability.


7. Conclusion and Recommendations
Seren Coffi’s challenges stem less from a lack of creativity and more from limited application of innovation. While the café has consistently generated unique ideas, slow decision-making, operational inefficiencies, and external competitive pressures have prevented these ideas from achieving sustainable impact.
The Community Co-Creation Membership Model offers a viable solution by integrating creativity into actionable innovation. By fostering customer engagement, strengthening community ties, and creating a recurring revenue stream, the model addresses both operational and market challenges. Using the 4Ps of innovation, the initiative enhances product offerings, optimises processes, strengthens positioning, and introduces a paradigm shift towards participatory business practices. Lewin’s Force Field Analysis highlights that success is possible if restraining forces like financial constraints, staff capacity, and founder resistance, are strategically managed.

Recommendations for effective implementation include:
· Pilot Program: Introduce the membership on a small scale to test engagement, refine benefits, and manage resources. 
· Clear Roles and Responsibilities: Allocate staff to manage membership interactions, co-creation workshops, and event planning. 
· Active Founder Participation: Encourage founders to engage with the model gradually to build trust and reduce resistance. 
· Regular Feedback and Iteration: Continuously evaluate member engagement and satisfaction, adjusting offerings accordingly. 
· Marketing and Community Outreach: Leverage social media, local partnerships, and in-store promotion to recruit members and increase visibility. 
· Integration with Core Values: Ensure all membership initiatives reinforce ethical sourcing, transparency, and community focus. 
If implemented successfully, Seren Coffi can reclaim its role as a community hub while enhancing operational sustainability. The café will differentiate itself from chain competitors, generate long-term loyalty, and create a business model that aligns financial viability with ethical and community-driven objectives. By embedding creativity into practical innovation strategies, Seren Coffi can navigate market pressures without compromising its values, ensuring that the café remains a vibrant, relevant, and sustainable community institution for years to come.







Part 2: Application and Evaluation of AI in Developing the Innovation
1. Introduction
This section explains how artificial intelligence (AI) was used to support the development of the innovation proposed for Seren Coffi. In Part 1, a Community Co-Creation Membership Model was suggested as a way to improve customer engagement and create a more sustainable business model.
The purpose of this section is to show how AI helped develop this idea further, and to critically evaluate its usefulness. AI is increasingly used in business decision-making and innovation processes, but it is important to understand both its strengths and its limitations. According to Tidd (2018), innovation is not only about generating ideas but also about selecting and implementing them effectively. Therefore, this section will assess whether AI supported this process or created challenges.
This section will describe how AI was used, what recommendations it provided, and how these were applied. It will also critically evaluate the quality of AI outputs using ideas from innovation and management literature. Finally, it will reflect on the challenges and limitations of using AI in this context.

2. How AI Was Used
AI was used as a support tool to help develop and refine the original innovation idea. The main use of AI was for idea generation and simplifying explanations to help understanding. This reflects the role of tools in supporting innovation processes, as discussed by Trott (2016), who explains that innovation often involves combining different sources of knowledge.
Some different types of prompts were used. First, AI was asked to suggest ways Seren Coffi could improve customer engagement while keeping its ethical values. This helped explore different possible solutions. Second, AI was used to develop the Community Co-Creation Membership Model in more detail, including possible features such as discounts, events, and customer involvement in decision-making.Thirdly, AI was used to apply academic models, such as the 4Ps of innovation from Tidd (2018), to the proposed idea. This helped connect theory with practice. Finally, AI was used to rewrite sections of the report in clearer and simpler English.
This process reflects the concept of open innovation, where ideas are developed using external inputs (Chesbrough, 2014). In this case, AI acted as an external knowledge source, helping to expand thinking and generate new perspectives. However, of course all of the final decisions about which ideas to use remained with me, the researcher. 



3. AI Recommendations and Changes to the Idea
AI provided several a lot of useful recommendations that helped improve the original idea. One of the main suggestions was to make the membership model more structured. For example, AI suggested including clear benefits such as discounted drinks, exclusive events, and opportunities for customers to give feedback. This made the idea more practical and easier to understand. AI also suggested different ways to involve customers in co-creation, such as surveys, suggestion boxes, and workshops. These ideas supported the concept of customer involvement, which is important in innovation processes (Tidd, 2018). This also links to Chesbrough (2014), who highlights the importance of using external ideas to improve innovation outcomes.
Another useful recommendation was to improve the explanation of the idea using the 4Ps framework. AI helped clarify how the membership model fits into product, process, position, and paradigm innovation. This made the academic analysis stronger and more structured. However, not all AI suggestions were used. Some recommendations were too general and did not fully match Seren Coffi’s situation. For example, AI suggested basic loyalty schemes that focused mainly on discounts. While this may work for larger chain cafés, it does not align with Seren Coffi’s focus on community and ethical values.Because of this, it was necessary to select and adapt AI suggestions carefully. This reflects the idea from Foss (2015) that innovation must fit the organisation’s business model and values. Overall, AI helped improve the idea, but human judgement was still required to ensure relevance.

4. Critical Evaluation of AI
AI was useful in supporting the innovation process, but it also had important limitations. One key strength of AI was its ability to generate ideas quickly. This supports the early stages of innovation, where creativity is important (Trott, 2016). AI provided multiple suggestions in a short time, which helped explore different options for Seren Coffi. This can be especially useful in small businesses where time and resources are limited. AI also helped improve the structure and clarity of the report. It made it easier to organise ideas and apply theoretical frameworks such as the 4Ps of innovation (Tidd, 2018). This is important because innovation is not only about ideas but also about how they are communicated and implemented.
Another strength is that AI can support open innovation by acting as an external knowledge source (Chesbrough, 2014). It introduced ideas that may not have been considered otherwise, helping to expand thinking. However, AI also showed several weaknesses. One major limitation is that its responses are often general and not specific to the case. For example, many suggestions could apply to any café, not just Seren Coffi. This shows a lack of deep understanding of the organisation’s context. According to Foss (2015), successful innovation must be closely linked to the specific business model, which AI does not always consider. Another limitation is that AI does not fully understand practical constraints, such as limited finances or staff fatigue. Some suggestions were just not realistic for Seren Coffi’s situation. This reflects the argument by Tidd (2018) that innovation requires balancing ideas with available resources and organisational capabilities. AI does not always achieve this balance.
AI also lacks critical judgement. It provides suggestions but does not evaluate them in depth. This means the user must decide which ideas are useful and which are not. Turner (2020) highlights the importance of human judgement and leadership in innovation, which cannot be replaced by technology. Finally, AI can sometimes repeat ideas or provide overly simple answers. This can limit creativity rather than improve it. While AI can support idea generation, it does not replace deeper critical thinking. Overall, AI is a useful tool for supporting innovation, but it cannot replace human understanding, judgement, and decision-making.

5. Challenges and Limitations of Using AI
One challenge when using AI was ensuring that the responses were relevant to the assignment. Sometimes the answers were too broad or not clearly linked to Seren Coffi. This required additional time to adapt and refine the information. Another challenge was deciding which suggestions to use. AI does not always provide evidence or references, so it was necessary to connect its ideas to academic theories from sources such as Tidd (2018) and Trott (2016). This added extra work but was important for meeting academic requirements. There was also a risk of relying too much on AI. To avoid this, it was necessary to maintain control of the work and use AI only as a support tool. This reflects concerns in management literature that over-reliance on technology can reduce critical thinking (Turner, 2020).
Additionally, the quality of AI responses depended on the quality of the prompts. If the question was unclear, the answer was definitely less useful. This shows that using AI effectively requires skill and careful input. Finally, AI does not fully understand the emotional and social aspects of businesses like Seren Coffi. The café’s identity is based on community and relationships, which are difficult for AI to fully capture.

6. Conclusion
In conclusion, AI was a useful tool in developing the innovation for Seren Coffi, especially in generating ideas, improving structure, and applying theory. It supported the innovation process by acting as an additional source of knowledge and helping to refine the membership model. However, AI also had clear limitations. Its suggestions were sometimes too general, lacked context, and did not fully consider practical constraints. This means that human judgement remained essential throughout the process. The most effective approach was to use AI as a support tool rather than rely on it completely. By combining AI-generated ideas with critical thinking and academic theory, it was possible to develop a stronger and more relevant innovation. This reflects the wider view in innovation literature that technology can support, but not replace, human creativity and decision-making.
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Apply the 4Ps of innovation to a café membership model.

Here's a simple version in a few paragraphs:

Product: The café can offer a membership that gives customers special drinks, discounts, or early access
to new menu items. This makes the experience more valuable than a regular visit.

Process: The café can use an app or online system to manage memberships, track points, and send
personalized offers. This makes joining and using the membership easy and smooth.

Position: The café can market the membership as a way for coffee lovers to feel part of an exclusive
community. It can focus on convenience, savings, or loyalty compared to competitors.

Paradigm: The membership model changes how customers interact with the café. Instead of just buying
coffee occasionally, they become regular members, creating a stronger connection and steady revenue
for the business.
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Al has limitations in decision-making because it relies entirely on the data it is given. If the data is biased,
outdated, or incomplete, the Al can make unfair or incorrect decisions. It cannot think beyond the
information it has been trained on.

Another limitation is that Al lacks human judgment and emotions. It cannot understand moral choices,
social situations, or cultural nuances the way humans can. This means it might make technically correct
decisions that are socially or ethically wrong.

Al also struggles with context and unexpected situations. It follows rules and patterns, so if something
changes suddenly or is outside its training, it may respond inappropriately. Creativity, intuition, and
flexibility—skills humans use in decision-making—are things Al cannot replicate.
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What benefits should a café membership program include to increase
customer loyalty?

A café membership program can include discounts on drinks, free items after a certain number of visits,
early access to new menu items, and personalized offers. It can also offer exclusive events or members-
only perks to make customers feel special and connected.
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Please give me some innovation ideas for Seren Coffi, | also need you
to develop a membership model and please apply 4Ps of innovation.

Seren Coffi could introduce innovation by focusing on its community and ethical identity. One idea is to
host regular community events such as workshops, local art displays, or themed coffee nights to increase
engagement. Another idea is to collaborate with local suppliers to create limited-edition drinks, which can
make the café feel unique and support local businesses.

A membership model could be introduced where customers pay a small monthly fee. In return, they
receive benefits such as discounted drinks, priority access to events, and the chance to vote on new
menu items or event ideas. Members could also be invited to special co-creation sessions where they
help shape the café's future offerings.

Using the 4Ps of innovation:

* Product: The membership itself becomes a new offering alongside coffee and food.

« Process: Customer feedback is used to improve decisions, making the café more responsive.

« Position: The café is positioned as a community hub rather than just a place to buy coffee.

« Paradigm: The business model shifts from transactional to participatory, where customers are
actively involved.
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Please give me a short critical evaluation of Al.

Al is a useful tool for supporting innovation because it can generate ideas quickly, improve writing, and
help explain concepts clearly. It can save time and provide different perspectives that may not have been
considered.

However, Al also has limitations. Its responses are often general and not always specific to a particular
business or situation. It does not fully understand real-world constraints such as budgets or staff capacity.
Al also lacks critical judgement, so users must decide which ideas are useful.

Overall, Al is helpful as a support tool, but it cannot replace human thinking and decision-making.
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What are the limitations of Al in decision-making?




