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Executive summary

This report examines the operational challenges faced by Seren Coffi, an independent community-focused café in Cardiff, where strong customer relationships and ethical values are creating tension with service efficiency and financial sustainability. While the café demonstrates high levels of creativity through its community engagement, it struggles to consistently translate these ideas into efficient and scalable operations.
The report distinguishes between creativity and innovation, highlighting that the key issue is not a lack of ideas, but the absence of structured systems to implement them effectively. To address this, a community-based subscription model supported by digital pre-ordering is proposed as a way to improve service flow, reduce waiting times, and stabilise revenue.
The analysis draws on the 4Ps of innovation, the Business Model Canvas, and Lewin’s Force Field Analysis to evaluate the feasibility of the proposed solution. The findings suggest that long-term sustainability depends on balancing operational efficiency with the preservation of Seren Coffi’s community-driven identity.
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     Part 1

[bookmark: _Toc225765870]1.1 Introduction and problem definition
Creativity refers to the generation of ideas, while innovation focuses on implementing those ideas to create value. According to Trott (2020), innovation means converting the ideas into the form of commercially viable offerings, the key distinguishing factor being the execution. On the same note, Brem and Puente-Diaz (2020) align creativity with an ideation process and innovation with real-life results that bring societal or organisational benefits. This section introduces Seren Coffi and outlines the key operational challenges it faces.
Seren Coffi is an independent café in Cardiff built around ethical sourcing and strong community engagement. This positioning has helped the café build strong relationships with customers and differentiate itself from traditional competitors.
Understanding the difference between creativity and innovation is essential. Tidd and Bessant (2020) view creativity as idea generation and innovation as the effective utilisation of the ideas generated to create value. Turner et al. (2022) believe that innovation represents a formal process that encompasses interaction, experimentation, and adaptation. While Seren Coffi demonstrates a strong level of creativity as evident through the activities of the community-based efforts, Zhang et al. (2023) suggests that without structured systems, these efforts are not consistently translated into efficient operations. This can be observed in the issue of long queues, service delays, increasing costs and low decision-making efficiency, indicating that the issue lies in operational inefficiency rather than lack of demand (Udeh, 2024). Therefore, this report proposes a practical innovation aimed at improving operational efficiency without undermining the café’s community-driven values.

[image: ]
Figure 1: Components involved in a successful innovation
(Extracted from module materials)

[bookmark: _Toc225765871]1.2. Critical Analysis of Creativity and Innovation

[bookmark: _Toc225765872]1.2.1 Creativity, Innovation and Thinking Processes
Beresford-Dey et al. (2022) point to the role of creativity in developing organisational culture and engagement, whereas Castillo-Vergara et al. (2024) focus on open innovation and collaboration as essential factors of service competitiveness. Chesbrough (2014) argues that open innovation enables organisations to leverage external ideas and collaborations, which is particularly relevant for Seren Coffi’s community-driven model.
Supporting Tidd and Bessant’s (2020) viewpoint, Camilleri et al. (2023) also state that creativity in organisations is linked to the generation of novel and meaningful ideas, while innovation is the planned implementation of those ideas to create and capture value.
Research by Ausat (2025) further suggests that in service businesses, the differentiation between creativity, innovation and thinking processes is important, as experiential differentiation alone is not sufficient to enhance operational effectiveness. For example, after dramatic collapse in sales after the Covid-19 pandemic crisis, UK-based chains Pret A Manger started a subscription-based innovative service for drinks termed as “"Your Pret Barista", where customers can buy 5 cups of coffee a day, leading 150 coffees for a monthly subscription of £20 (Davey, 2020; All subscription boxes, 2026). This allowed the brand to maintain customers’ engagement in crisis while efficiently improving demand management. 
However, this model is supported by large-scale infrastructure and brand recognition, which Seren Coffi does not possess, limiting the direct transferability of such strategies. In contrast, Seren Coffi bases their work on strong creative ability through community engagement and experiential offerings, but lacks the systems needed to operationalise their ideas, which creates inefficiencies. This suggests that existing research often assumes the presence of structured systems, whereas Seren Coffi lacks the operational framework required to convert creativity into consistent performance.
This limitation can be further understood by way of divergent and convergent thinking, as De Bono’s 6 Thinking Hats model mentioned that creative thinking and innovation in business needs to break away from restrictions and explore untapped strategies to generate new ideas (De Bono, 2000). Seren Coffi's collaborative culture breeds divergence in thinking through idea generation and input from the community; however, poor convergent thinking has delayed decision-making and implementation. 
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Figure 2: 6 thinking hats of Innovation proposed by De Bono
(Extracted from module materials)

[bookmark: _Toc225765873]1.2.2 Capitalism, Value Generation and Operational Tension
Foss and Saebi (2015); Åström et al. (2022) argue that successful business models demand alignment between value creation and value capture. While Seren Coffi prioritises ethical sourcing and community engagement, this focus makes it less efficient and harder to scale. In contrast, large UK coffee chains like Costa Coffee optimises operations through AI-powered UKG technology and process innovation. This has increased service efficiency by 65%, which allowed for better service delivery and profitability (Beevers, 2023). This contrast highlights that the issue for Seren Coffi is not the lack of creativity, but that there are no structured innovation mechanisms that support long-term sustainability. The current model that the organisation is operating in, generates strong relational value but does not translate this into operational efficiency, which continues to reinforce the need for a hybrid approach that combines value-driven principles and system-based innovation.
[bookmark: _Toc225765874]1.3. Detailed Explanation of the Innovation and its Relationship to the 4Ps Framework

[bookmark: _Toc225765875]1.3.1 Innovation Concept and Rationale

The proposed innovation consists of a community-based subscription model combined with digital pre-ordering and co-creation mechanisms to convert Seren Coffi's existing community value into a structured and operationally efficient one. As corroborated by Leppänen et al. (2023) and Sjödin et al. (2020), innovation is not only new products but often concerned with how value is configured, how it is delivered and captured within an organisation. As seen in Pret A Manger’s subscription-based service innovation, this type of community-based subscription model strategy can stabilise demand and make Seren Coffi’s operations more predictable. In contrast, Seren Coffi employs informal and community-led processes, which, while useful for engaging the community, restrict its capacity to deal with demand and generate reliable revenue. This means that the proposed innovation is necessary to fill the gap between relational value and operational performance and ensure that creativity is converted into sustainable performance.

[bookmark: _Toc225765876]1.3.2 Process Innovation: How to Improve Service Delivery
Tidd and Bessant (2020) mentioned that process innovation is devoted to the improvement of efficiency, reliability, and speed of service delivery. Manners-Bell and Lyon (2023) highlight that improving operations and supply chain processes can significantly enhance service efficiency, particularly in businesses where customer experience is central. For example, Costa Coffee in the UK has adopted mobile ordering systems and drive-thru operations to lessen waiting times and optimise service movement, allowing them to productively cope with great customer volumes (Restaurant Online, 2021). Sherman (2026) reported that Starbucks UK adopted AI and robot-based ordering systems, like virtual personal assistants to recall recipes or manage schedules. In case of the scenario, Seren Coffi is currently in a situation where manual ordering and informal queue management are causing delays and inefficiencies, especially during peak hours. Hence, following strategies of Starbucks and Costa Coffee, Seren Coffi should adopt customer pre-ordering via an integrated digitalised business model; through which the cafe can optimise its time, curb congestion, and serve more customers, possibly boost repeat rates. This highlights that process innovation is not only necessary for efficiency, but also for improving the overall service experience, especially for companies in a competitive hospitality environment. However, introducing digital systems in a small, community-based café may face resistance from customers who value informal and personal interactions.
[bookmark: _Toc225765877]1.3.3 Paradigm Innovation: Overturning the Business Model

From an argumentative standpoint, Lippolis et al. (2023) articulated that that paradigm innovation redefines the way in which value is created through underlying changes in business logic. In the case of Seren Coffi this is already reflected in a change from a transactional cafe to a community-driven one, where customers have a more active role in their community development through mechanisms of co-creation, including menu-input and membership. This is consistent with the idea of value co-creation that the customer co-creates with the service experience, rather than passively consuming the service. However, while cooperative and membership-based cafes show a strong engagement, they often suffer from inefficiency in their operation. Therefore, the integration of subscription and digital systems helps to ensure that this shift is not merely symbolic but also functional as shown in the Business Model Canvas [Refer to Appendix 1].

[bookmark: _Toc225765878]1.3.4 Integrated 4Ps Perspective, Justification
The proposed innovation is related to several aspects of the 4Ps framework:
1. Process Innovation: The introduction of digital pre-ordering addresses operational inefficiencies witnessed at Seren Coffi directly, such as long queues and service delays in the case. Similar systems that work for UK chains such as Costa Coffee helps to improve agility and serving flow are indicative of the importance in structured delivery mechanisms.
2. Paradigm Innovation: Changing the paradigm from a transactional cafe to a community-driven platform, shifting to a subscription-model and co-creation. This is in line with its already established ethos of shared decision making but formalises it as a scalable system.
3. Position Innovation: The cafe consolidates its identity being an ethical and community-focused area that distinguishes itself in the efficiency-driven competition, while remaining strong and unique in the positioning of the space in the market.
4. Product Innovation (limited): Does not alter the basic products but enhances service itself via being active and open.
5. This approach to combining efficiency and community values demonstrates the importance of maintaining balance in a sustainable innovation strategy.
[bookmark: _Toc225765879]1.4. Creativity process

[bookmark: _Toc225765880]1.4.1 Problem-Driven Creativity

As opined by Zhang (2022), creativity in business is often sparked by limitations and the necessity of addressing the inefficiencies within the operations rather than creative musing and abstract ideation. In the case of Seren Coffi, recurring issues, like lengthy queues, climbing energy prices and declining customer engagement, helped in generating a circumstance where innovation has turned into an unavoidable need, rather than a desire. From the market perspective, over 60% of UK consumers preferred to use contactless payments, and in response to this, coffee shops are brainstorming their services with integrated POS systems such as Square and Zettle (Messina, 2024). Similar responses have been seen in UK cafes that brought digital ordering systems into developments to maintain resilient service flow. In this context, the subscription and pre-order model recently proposed is a direct reaction to these pressures and assures that creativity is based on significant practical problem-solving. This helps the cafe provide efficient service while ensuring customer satisfaction.

[bookmark: _Toc225765881]1.4.2 Lateral Thinking
According to De Bono (2000), lateral thinking encourages individuals to approach problems from different perspectives in order to generate creative and alternative solutions. Instead of adding staff or physical embellishments, the point of the innovation is redefining how value is provided via structured systems and participation from the community, which Seren Coffi must consider during their implementation of new business model. This corresponds with industry changes where companies are reimagining models of services, not optimisation of existing processes. For Seren Coffi, it allows for improving on operations without losing the community it has built, adding to both efficiency and differentiation.

[bookmark: _Toc225765882]1.4.3 Divergent Thinking to Convergent Thinking
Existing literature like Martínez-Peláez et al. (2024) and Aldoseri et al. (2024) points out that innovation calls for a shift from idea generation to decision-making. Seren Coffi's existing approach is viable with divergent thinking and not with convergence resulting in slower decision-making. The proposed solution is to introduce a convergent solution through the selection of a feasible model, while AI-generated alternatives open more possibilities and support more refined decision-making and to deliver better outcome by implementing such decisions.
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Figure 3: Approaches to innovative product or service development
(Source: Aldoseri et al. 2024)

[bookmark: _Toc225765883]1.5. Critical Evaluation of Innovation Viability

[bookmark: _Toc225765884]1.5.1 Force Field Analysis: Forces driving/Restraining Forces

Kump (2023) introduces the Force Field Analysis proposed by Lewin as a model for the difference between the forces that push or pull against organisational change. While the model is useful in identifying barriers, it assumes that these forces are relatively stable, which may oversimplify the dynamic nature of the business environment. In the case of Seren Coffi, two key driving forces are strong customer demand through sustained queues, and a loyal community that is oriented with its ethical positioning. These conditions indicate that customers are already involved and the introduction of subscription and co-creation systems is more feasible.
Agu et al. (2024) and Celestin et al. (2024) note that positive brand trust can aid in adoption of the new systems. However, restraining forces are still important. Increasing energy costs are a factor of limited financial flexibility, while consensus decision making leads to delayed implementation. Luo and Liu (2024) reveal that weak digital infrastructure could limit the use of technology on a broader scale within an organisation. As a result, while the innovation is consistent with demand, Force Field Analysis does not necessarily adequately represent the evolution of these conditions, so that its insights must be complemented with more adaptive approaches.
[bookmark: _Toc225765885]1.5.2 Critical Evaluation of Strategic Viability

Dziedzic (2024) argues innovation success lies in balancing between operational efficiency and organisational identity. Manners-Bell and Lyon (2023) also suggest that improvements in operational processes are critical for maintaining consistency and reliability, particularly in service environments where delays can directly affect customer satisfaction. Similarly, Shukla (2025) and Verma et al. (2025) propose subscription models as a means of improving the long-term sustainability of use through customer loyalty whilst Ogunwole et al. (2024), and Friday et al. (2022) focus on phased implementation of digital adoption and data-driven strategies to minimise risks. In Seren Coffi, digital pre-ordering and subscriptions to coffee could help to reduce queues and stabilise revenue, aiding the solution to key inefficiencies identified in the case.
However, this may not necessarily fit with its community-driven model, as the more it is formalised, it can weaken the informal and relational experiences of customers, where Seren Coffi is aiming to differentiate at. Overall, the model appears promising, and depends on how it is implemented, because overall efficiency improvements still depend on how the model is integrated with core business values. 
[bookmark: _Toc225765886]1.6. Organisational Climate 

[bookmark: _Toc225765887]1.6.1 Supports Innovation

Seren Coffi's organisational climate is conducive to innovation with a strong community culture, shared values and participatory approach. Rahim (2025) suggests that trusting and collaborative environments aid productivity with creativity and development of ideas. This is seen in the emphasis that the cafe places on community events and transparency, as well as decision-making as a collective activity, creating an atmosphere in which different ideas can flourish as well as building stronger relationships with customers. Such a climate gives a good foundation for generating innovative concepts apt to its ethical identity.

[bookmark: _Toc225765888]1.6.2 Limits Innovation
However, some cultural characteristics also limit implementation. The dependence on consensus is as a basis for decision-making delays responses to operational problems, such as equipment breakdown and shortage of personnel. This is reflected in a need for structured solutions including the proposed system, and when AI comes up with ideas like the community barista programme. Additionally, Krismajayanti et al. (2026) stated that resistance to formal systems hinders the adoption of efficiency-driven innovations which lowers the competitiveness against technologically advanced organisations. Manners-Bell and Lyon (2023) note that without structured operational systems, organisations often struggle to deliver consistent service performance, particularly when demand fluctuates. Overall, the climate of Seren Coffi allows for creativity but not execution thus making it essential to have systems that are structured enough to complement, not replace the community-driven way of ongoing existence.
[bookmark: _Toc225765889]1.7 Key insights
The analysis shows that the fundamental problem with Seren Coffi is the failure to translate community creativity into structured value delivery, thereby supporting that innovation is not about introducing the new but more about reconfiguring the way value is created and captured (Tidd and Bessant, 2020). This by itself bolsters the proposed business model innovation, through which existing customer engagement is formalised as operational systems (Leppanen et al., 2023). A significant finding is the misfit between value proposition and delivery mechanism. Literature suggests that successful innovation is focused on the solving of unmet customer problems and on enhancement of differentiation (Tidd and Bessant, 2020). For example, platforms such as Tinder managed to succeed in a saturated market by redesigning user experience, rather than making any fundamental change to the core offering. Similarly, Seren Coffi exhibits a high level of experiential value but an inefficient way to provide it due to queues and service delays, corroborating the idea that the problem is in the execution as opposed to concept (Udeh, 2024). Another important insight is in customer relationship and engagement systems. Studies like Camilleri et al., (2023) focus on the necessity to initiates structured and data-driven types of engagement for better retention and consistency. This can be seen in Netflix's personalised model, while Seren Coffi has a more informal interaction approach that limits scalability. The proposed subscription model is a way to address this gap and help structure the engagement without sacrificing the relational value.
In addition, innovation in channels and delivery systems is crucial to competitiveness. Amazon's evolution has shown how delivery mechanism improvements improve accessibility and efficiency. Seren Coffi's inability to order digitally thus has limits on satisfying modern expectations. Overall, the results suggest that Seren Coffi needs a hybrid approach with innovation that integrates structured systems with its relational, community-led ethos to ensure sustainable performance.

[bookmark: _Toc225765890]1.8 Conclusion

In conclusion, the analysis shows that although the cafe has created a solid community value and differentiation, inefficiencies such as queues, increasing costs and slow decision-making impact the ability of the cafe to maintain its competitiveness.
The innovation is a community-based subscription model embedded within digital pre-ordering and co-creation to overcome these problems by matching creativity to implementation. Through the application of the 4Ps framework and Force Field Analysis, the solution is determined to be viable though it is dependent on balancing efficiency with the core values of the cafe.
Ultimately, the findings point to the fact that sustainable innovation in small businesses that operate with high value focus can require a hybrid approach by which structured systems improve operational efficiency without destabilising the relational and community-focused identity that defines the organisation.


[bookmark: _Toc225765891]Part 2: Critical evaluation of the AI-generated responses

[bookmark: _Toc225765892]2.1 Changes to the identified creative solution and critical appraisal of the AI recommendations

The initial creative solution developed by me included community engagement as Seren Coffi that mainly operated as a social network by connecting the members and residents through poetry events; unstructured discussions and pay-what-you-can events [Refer to the Case Study]. I focused on the cultural significance and bond established through the value-creation aspects of Seren Coffi that went beyond profit-making aspects. Furthermore, I developed my creative solution to address the operational delays due to slow group-involved decisions and service problems due to equipment replacement issues. The continuous complaints regarding the long queues, high energy costs and reduced transparency in the system needed strategic improvements. Hence, key insights from Tidd and Bessant (2020) indicated that the innovation is resulting from a combined aspect of current practices integrated with advanced systems and smart solutions to boost positive outcomes, thus eliminating radical innovation. This aspect was linked to my creative solution of incremental subscription shaped through community co-creation. 
The key changes introduced by AI recommendations (see Appendix 2) to my creative solution have been explained in detail. The first innovation suggestion made by AI involves community micro-membership cooperative which has replaced the subscription model. This will involve the members paying a small fee every month to receive pre-orders on priority and gain access to voting rights on selecting the weekly menu at the cafe. It is informed by Foss and Saebi (2015) that business model innovation is shaped through the optimisation of key components to strengthen and accelerate the value creation. This suggests that the AI-generated solution can strengthen identity and stabilise revenue generation, while also supporting stronger community bonds. Furthermore, This indicates that participatory governance may improve through increased community engagement within the cooperative model. As per the views of Brun et al. (2020), transparency in reporting structures of the firm can be strengthened by informing stakeholders of the supplies and sourcing of raw materials. Overall, this suggests that the changes proposed by AI may support positive outcomes for Seren Coffi. 
Secondly, AI suggested that another innovation can be introduced to address the long queue and service delay problem at Seren Coffi. The cafe culture highlights a social networking aspect for the residents and community members, thus indicating higher demand for a space to engage and interact. However, this is causing delayed services which must be improved. AI recommended that by integrating two service systems of quick cup service and slow coffee space can mitigate the problem. For the quick cup counter, the service will be efficient and pre-order pickup will be done to satisfy consumers. In service businesses, customer dissatisfaction arises from delayed services and long waits times, thus affecting business performance and customer retention rates (Tasar et al., 2020). The items on the menu will be limited so that the service process can be fast to eliminate long queues and delays. On the other hand, the slow coffee space would facilitate barista conversation, storytelling sessions about the coffee sourcing strategies and enhance community interaction. While these AI recommendations are given to maintain authenticity in the process and improve efficiency, I do not think this strategy will foster positive outcomes. This is because it is mentioned that Seren Coffi focused on valuing customer engagement and the storytelling sessions which embeds the core values of the cafe. To honour these elements, the quick cup service can disrupt the systems. However, automated service machines can be integrated with the help of advanced technology to facilitate faster service.  
Critically analysing the third innovation suggestion offered by AI showcases the integration of a live transparency wall which can highlight the sourcing of the coffee beans, the stories of the farmers, carbon footprint involved in the overall process and the details of the collaborative process. It is a vital recommendation given by AI that advocates for the use of real-time advanced technology to draw insights on how the coffee beans and raw materials for making the brews and drinks have been sourced. This can be done using projector and wall videos that will run in the background of the cafe to indicate the overall carbon efficiency and supply chain process of Seren Coffi. Understanding the significance of transparency and reporting in businesses, it is evident that stakeholders and customers are satisfied with the disclosure of the sourcing processes and enhances loyalty rates. Furthermore, to gain more detailed information, customers can scan QR codes to receive posters and documents on the entire supply chain reports. I think that this AI-based solution is extremely helpful in maintaining the authentic chalk-board style wall [Refer to the Case Study] for the cafe in a modern way, by displaying the videos of sourcing in real time. This seems like a good idea to me due to the establishment of authenticity, bringing the attention of customers and stakeholders towards the positive engagement of the staff and business in enhancing carbon efficiency and driving real-time insights on sourcing initiatives.  
The fourth innovation suggestion produced by AI indicates a community barista programme which can further drive engagement with the local community members. It has been noted that Seren Coffi has faced the issue of trained staff at barista counters during rush hours and extreme queues that affects the service efficiency, causing delays and dissatisfaction. For restaurant businesses, managing customer queues and maintaining service efficiency is a vital factor that affects the satisfaction rates and loyalty of customers (Ahmed et al., 2023). The proposed solution of AI shows that local community members can be trained as guest baristas which will help the business to manage the staffing pressures and eliminate service delays. By training the local members, community engagement can be fostered during the training camps and new experiences can be created to accelerate the sense of belonging. The strengthened bond between the community members and the cafe can lead to its long-term sustainability in the market. This suggests that the proposal could be effective in addressing understaffing issues at Seren Coffi that has caused the business to face major criticisms. By hiring excess staff, the business can face financial issues during seasons of lower demand. However, this approach may be beneficial, as training community members could improve both service capacity and engagement.
The fifth innovation solution offered by AI includes an energy-sharing business model for the cafe. This recommendation is given to tackle the issue of rising energy costs and the carbon footprint of Seren Coffi [Refer to the Case Study]. The solution has indicated the integration of rooftop solar panels which can use renewable sources to power up the cafe lights and heaters. AI suggested that Seren Coffi should collaborate and partner with rooftop solar service providers and community energy partnerships to improve the outcomes for the business and enhance customer engagement. Modern businesses need to adopt energy-efficient strategies which can improve the carbon footprint, attract visitors based on sustainable initiatives and build a positive reputation (Kholijah, 2024). Considering these factors, I think that the provided solution is extremely effective for addressing the rising energy costs issue. I further can justify the solution with a redefined version of the cafe branding element, indicating ethical coffee consumption with sustained energy sources. Likewise, due to the use of renewable sources of energy, Seren Coffi can leverage energy-efficient roasting methods which can improve the outcomes for the business and enhance the overall business performance. 
The sixth and final creative solution given by AI is a story-driven menu incorporated at Seren Coffi to boost awareness among locals and establish strong engagement with visitors. The culture fostered at the cafe is built on the foundations of storytelling, engagement and community works which can be shaped through this initiative. AI suggested that the coffee and brews should have unique narratives and stories which can attract the customers and boost the visitor rates at the cafe. The key elements will include the use of QR codes in the menu so that customers can learn about the sourcing and farmers stories. Short audio stories can be implemented by the cafe organisers and community discussions can be integrated to highlight supply chain operations. This suggestion does not seem effective for addressing the limited footfall at Seren Coffi. While the innovative solution focuses on enhancing transparency of supply chain systems, previous solutions of integrating a real-time wall video and chalk-board setup seems more relevant compared to this solution. Furthermore, there is no guarantee that visitors will scan the QR codes to check out the farming stories and gain insights to the sourcing initiatives. Hence, this suggestion seems irrelevant to the issues faced by Seren Coffi.
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[bookmark: _Toc225765895]Appendix 1: Business model canvas
	Key Partners
	Key Activities
	Value Propositions

	• Local suppliers (ethical sourcing)
	• Coffee preparation & service
	• Community-driven café experience

	• Technology providers (app/pre-order system)
	• Digital order management
	• Reduced waiting time (pre-ordering)

	• Local community contributors
	• Subscription management
	• Personalised and co-created offerings

	• Payment platforms
	• Customer engagement activities
	• Ethical and transparent sourcing



	Customer Relationships
	Customer Segments
	Channels

	• Community engagement
	• Local residents
	• Physical café

	• Co-creation (menu input, feedback)
	• Students & professionals
	• Mobile pre-order system

	• Membership/subscription model
	• Ethical consumers
	• Social media platforms

	• Personalised interaction
	• Regular customers
	• Word-of-mouth/community events



	Key Resources
	Cost Structure
	Revenue Streams

	• Skilled staff
	• Staff wages
	• Coffee & food sales

	• Digital ordering system
	• Technology investment
	• Subscription model (monthly plans)

	• Brand identity & community trust
	• Energy & operational costs
	• Premium/custom orders

	• Physical café space
	• Supplier costs
	• Community events/workshops



[bookmark: _Toc225765896]Appendix 2: AI-generated solutions
[image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.]
[image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer screen

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a screen

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer screen

AI-generated content may be incorrect.][image: A screenshot of a computer

AI-generated content may be incorrect.][image: A screenshot of a computer screen

AI-generated content may be incorrect.]



18
image3.png
e & &

Blue Hat Red Hat Yellow Hat
Successful reflection Intuition and feelings  Optimistic judgment,

process Benefits and Hope

White hat Black Hat Green Hat
Available and required  Critical judgement, Risks Creative and

information and Weaknesses. Alternative Ideas




image4.png
‘Customer-Centric

Product Design

Idea Innovated

Generation
and Market Product

Insight Development

Al-Infused
Product

Enhancements





image5.jpg
TAuto >

Ask anything
+ @ B Auo

cafés adjusted quietly with new prices, smaller cups and shrinkflation strategies, Seren Coffi
updated the chalkboard to explain the increase, some customers appreciated the
transparency others stopped coming as often.

Winter was harder than anticipated as the energy bills climbed as the building’s insulation

while charmingly original leaked heat relentlessly. The espresso machine needed se
the techn i

9
ian warned that parts were harder to source these days One founder suggested
switching to a more common model. Another worried about the ethics of the manufacturer.
Meetings ran later and the same topics returned now edged with fatigue. The question of

hiring extra staff was raised and deferred repeatedly, volunteers offered to help during events
and this did solve some problems but on the other hand created others. A nearby chain café
opened in November, all glass and loyalty apps, their opening discounts were generous and
Seren Coffi responded by extending opening hours, though the footfall rarely justified it. On
several nights, staff outnumbered customers, still, there were moments that hinted at
renewal, A feature on a national radio programme brought a brief surge and a local council
officer floated the idea of Seren Coffi supplying coffee for civic events, the hospitality group
returned with a revised proposal this time more concrete, more urgent. The numbers were

laid out plainly certa in suppliers would need to change. The menu would have to standardise.
Some deci

they assured,

ns would move faster, with fewer people involved. “You'd still have your values;
just with more reach” The founders asked for time, in the meantime, a small
but telling shift occurred, one of the founders took a part-time job elsewhere,

ust to steady
things" another began missing evening meetings, no one made a fuss they all understood.

Itis now January 2026 and the outlook is bleak but they remain open, still loved, but
increasingly brittle. A broken grinder has gone unreplaced for weeks, the poetry nights have
stopped, the chalkboard grows less detailed and is no longer being updated daily. When the
decision finally comes to close the doors it will be a sad day, but today is not that day! There
is still E2, 000 left in the petty cash which can be used to turn it all around..

The product is in demand, the business model is sound but the business is failing. It is your
task to offer a detailed creative solution which will turn around this business.

The rules are that neither the leadership the current source of governance or suppliers
cannot be changed, engage lateral thinking and remember a capitalist solution is not always a

good solution be mindful | am not seeking a costings breakdown of how the E2000 will be.
used but is simply a tool that is available.

The aboveisacas 4 dyand | have come up with the following solutions:





image6.jpg
‘ChatGPT Auto >

hsk anything
+ @ B Auo

Seren Coffi opened on a damp February morning in Cardiff, the kind of morning where the
sea mist drifts far enough inland to blur the edges of buildings. The shop occupied a narrow
unit near the old docks, previously a betting office, then briefly a vape store.

The founders liked to mention this history it gave the place a sense of continuity, of reuse
ust another coffee

rather than replacement. From the start, Seren Coffi insisted it wasn't
shop." The chalkboard by the door listed not only the day's beans but their origins, shipping
methods, and the cooperatives involved.

Welsh was given equal prominence on signage, even when suppliers warned it might confuse
tourists. The furniture was mismatched but intentional: reclaimed chapel pews, tables built by
alocal carpenter whose name was printed discreetly on the menu.

The opening week went well, local press described Seren Coffi as thoughtful, principled, and
in demand. The flat whites were good not exceptional, but good enough and the atmosphere
invited lingering, students brought laptops and retirees read papers. Conversations stretched
longer than the average transaction, for a while, this felt like validation. The founders rotated
shifts behind the counter and decisions were made together, usually after closing, sitting with
coffees that had gone cold. Whether to stock pastries from a larger regional bakery or wait
for the smaller one outside

Aberystwyth to scale up, whether to raise prices slightly in response to energy costs or
absorb the difference? Each question was discussed thoroughly, often returning to the same
phrases: fairess, community, doing things properly, the customers noticed some praised the
care while others asked why the queue moved so slowly.

By the summer, Seren Coffi had become a fixture. It hosted poetry readings, informal
language exchanges, and a monthly “pay-what-you-can* evening that drew crowds and
goodwill in equal measure. Photos circulated online and a lifestyle magazine listed it among
"Places Giving Cardiff Its Soul Back." That attention brought interest, a small hospitality

group reached out about "exploring possibilities" they talked about a second location and.
concepts like brand consistency and bulk purchasing. One email mentioned that Seren

Coffi's story wou Id "travel well" the founders discussed it for weeks, carefully although no
one said no outright. Around this time the price of coffee beans spiked, It wasn't unexpected
news outlets had been running stories about climate pressures, shipping disruptions and
consolidation in the  ~oly chain, Seren Coffi's importer sent apologetic updates while other

cafés adjusted quiev.. vith new prices, smaller cups and shrinkflation strategies, Seren Coffi

® ¢
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The above is a case study and | have come up with the following solutions:

Innovative solutions identified

The main innovative solution | proposed is a digital community subscription model that allows
customers to subscribe to regular coffee purchases or pre-orders. This would help Seren
Coffi stabilise revenue, improve demand predictability and reduce financial uncertainty while

maintaining strong relationships with its loyal community.

Ialso suggested introducing a digital pre-ordering system that would allow customers to
order drinks before arriving at the café. This would help reduce queues, improve service

efficiency and reduce operational pressure during busy periods.

Another solution is to encourage customer participation in menu development, where the
community could vote or suggest new drinks and seasonal products. This approach
maintains the collaborative and community-driven identity of the café while also generating

new ideas for innovation.

To support transparency and strengthen trust, | proposed the use of digital storytelling about
suppliers and coffee origins, allowing customers to better understand where the coffee
comes from and reinforcing the café’s ethical sourcing values.

Finally, | suggested using Al-supported analytics tools to help analyse customer feedback,
demand patterns and operational issues. These tools would support decision-making and
coordination without replacing the human and community-focused nature of the café.

Overall innovation strategy.

Overall, the innovation strategy focuses on combining digital support with community.
participation. The aim is not to transform Seren Coffi into a fully digital business, but to
introduce small incremental innovations that improve efficiency, financial stability and.
decision-making while preserving the café's ethical values, community identity and costumer

relationships .

Do you think that you can make it better?
Can you give me impr~vements?
Ineed you to given ¥ orough answers
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Do you think that you can make it better?
Can you give me improvements?
| need you to give me thorough answers.

Thought for a couple of seconds >
Yes — the ideas are good, but they can be made much stronger, more critical, and more clearly linked to the actual problems in the case.

At the moment, your solutions are sensible, but they read a little too general and slightly “safe.” The case is asking for a detailed creative
turnaround solution using lateral thinking, while keeping the existing leadership, governance and suppliers. So your answer will be stronger if it does

three things more clearly:
1. shows that you understand exactly why the café is failing,
2. explains why each innovation is appropriate for this specific context, and

3. makes the strategy feel more distinctive, practical and community-rooted, rather than sounding like standard digital business advice.

First: what is already good in your answer

Your current response already has several strengths:
- you understood that Seren Coffi should not become a chain-style efficiency business
« you kept the café’s ethical and community identity at the centre
- you focused on incremental innovation, which fits the case better than radical transformation
» you proposed solutions that improve:
- revenue stability
* gueue management
» customer engagement
« transparency

« decision support

P\sk anything
+ @ B Auto @®
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- transparency

- decision support

That is a solid foundation.
Where it can be improved

The main issue is that some of your ideas sound useful, but not yet fully developed or sharply linked to the case study.

For example:
1. The subscription model is good, but it needs to feel more “Seren Coffi"

A normal subscription can sound too commercial if not framed carefully. This café is built around community, ethics and belonging. So instead of
presenting it only as a financial stabilisation tool, it would be stronger to position it as a community membership model.

That changes the meaning:
- not “pay monthly for coffee”

- but “support the café you value, while receiving small benefits”

That is much more aligned with the case.
2. The pre-order system needs to solve a specific problem
You mention reducing queues, which is good. But in the case, queue speed is not just an operational problem — it is symbolic of the tension

between careful values-led service and customer frustration. So you should explicitly say the innovation helps Seren Coffi preserve thoughtful
service without forcing staff to rush or compromise their values.

That shows deeper analysis.

3. Menu participation is good, but should go beyond “suggestionr i

sk anything

+ @ (B Auto @®

(<]

(&)




image10.jpg
ChatGPT Auto >

(&

3. Menu participation is good, but should go beyond "suggestions”

Right now it sounds a little basic. You can make it more innovative by reframing it as co-creation. For example:
- seasonal community-voted drinks
- local story-based menu items

- limited-time products linked to Welsh culture, poetry nights or local events
That makes it feel more creative and connected to the café's identity. k
4. Digital storytelling is good, but it should be more strategically important

At the moment it sounds like a branding extra. You need to show that it is not just decorative. It helps Seren Coffi:
- justify ethical pricing

- maintain trust during cost increases

- differentiate itself from chain competitors

- reinforce emotional loyalty
That makes it a real strategic tool.
5. Al analytics is the weakest part unless framed carefully

This is the one that risks sounding generic or slightly out of place. In a café that is “still loved, but increasingly brittle,” Al should not sound too
corporate. It needs careful framing.

You should present it as light-touch decision support, not advanced automation. Otherwise it may seem inconsistent with the case.

For example:

- simple pattern tracking of peak times v
« recurring customer feedback themes

Jask anything

+ @ [ Auto @®
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~ popular vs low-performing items

‘That sounds more realistic and more credible.

A stronger way to frame the business problem

‘Before giving solutions, your work will improve a lot if you first define the core problem more clearly.
The café is not failing because the product is bad.

it is failing because of a set of ténsions:

- strong values but weak operational resilience

- community goodwill but unstable revenue

- careful decision-making but slow responses

al transparency but poor commercial adaptability
| identity but founder fatigue

increasing fragility in delivery

rt of the case.

ng answer should say that Seren Coffi does not need reinventian of identity. It needs innovation that protects id
{ &)
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A really strong answer should say that Seren Coffi does not need reinvention of identity. It needs innovation that protects identity while reducing
fragility.

That sentence, or something close to it, would strengthen your whole analysis.

How | would improve your innovative solutions
Here is a more developed and sharper version of your ideas.

Improved version — Innovative solutions identified

The main innovative solution proposed is a community membership and digital subscription model rather than a purely commercial loyalty
scheme. Customers could commit to a small recurring payment in exchange for prepaid drinks, reserved seasonal offers, priority pre-order access
or invitations to community events. This would not only stabilise revenue and improve cash flow predictability, but also transform regular customers
from passive buyers into active supporters of the café's survival. In the context of Seren Coffi, this is particularly important because the business
already has strong emotional loyalty and community goodwill, but has not yet converted that goodwill into a more resilient income structure.

A second innovation is the introduction of a digital pre-order and collection system to reduce queues and improve service flow. This would
directly address one of the tensions identified in the case: customers value the café's care and thoughtfulness, but some are frustrated by slow
service. A pre-ordering system would help Seren Coffi preserve its slower, values-led atmosphere for those who want to stay,

while also serving
time-sensitive customers more efficiently. This would improve convenience without forcing the café to adopt the impersonal speed model of chain

competitors.

A third solution is community co-creation of the menu, where customers do not simply suggest products but actively participate in shaping
limited-edition drinks, seasonal specials or event-linked offerings. This could include customer voting, storytelling around locally inspired products,
or collaborative naming of menu items connected to Welsh identity, poetry nights or community themes. This form of participative innovation is

more suitable than a top-down menu redesign because it reinforces the café's collaborative ethos while generating low-cost novelty and renewed
engagement.

Another important innovation is the use of digital storytelling and ethic  nsparency tools. Seren Coffi already values supplier ethics and coffee

provenance, but this information currently depends heavily on the chalkbuard and in-store explanation. Expanding this through digital channels

l‘\sk anything

+ @ F Auo
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Another important innovation is the use of digital storytelling and ethical transparency tools. Seren Coffi already values supplier ethics and coffee
provenance, but this information currently depends heavily on the chalkboard and in-store explanation. Expanding this through digital channels
such as QR codes, social media micro-stories or short supplier profiles would make ethical sourcing more visible and accessible. Strategically, this

matters because it strengthens trust, helps justify price increases, and differentiates Seren Coffi from chain cafés that compete more aggressively
on convenience and discounts.

Finally, 2 light-touch use of Al-supported decision tools could improve coordination and operational awareness. Rather than replacing human
judgment, these tools could be used to identify patterns in customer feedback, monitor popular ordering periods, highlight underperforming

products and detect recurring service bottlenecks. This would support more timely decisions in a business currently slowed down by fatigue and
repeated discussions, while still preserving the human and community-centred character of the café.

Improved version — Overall innovation strategy

The overall innovation strategy is based on preserving identity while increasing resilience. Seren Coffi does not need radical transformation,

supplier replacement or a shift toward chain-style standardisation. Instead, it needs carefully selected innovations that reduce fragility in its current
model.

The strategy therefore combines digital support, community participation and operational simplification. Digital tools would be used selectively
to improve demand visibility, reduce queue pressure and strengthen communication, while community participation would deepen loyalty and
maintain the café’s distinctive social identity. At the same time, innovation would remain incremental rather than disruptive, ensuring that efficiency
improvements do not undermine the ethical values, local character and relational atmosphere that make Seren Coffi meaningful to customers.

In this sense, the strategy is not about becoming more commercial in a conventional sense. It is about making the existing business model more
sustainable by converting goodwill into commitment, transparency into trust, and community identity into practical resilience.

Even better: extra improvements you can add

Your answer would become much more impressive if you added 3-5 more creative innovations that fit the case. Here are the best ones.
N

1 UCave CSaran’ conmmiinit
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| become much more impressive if you added 3-5 more creative innovations that fit the case. Here are th
‘community campaign

ould fit the case extremely well.

2 desperate fundraising campaign, but a participatory renewal campaign:
“help shape the next chapter of Seren Coffi"
- limited edition supporter cards
- community wall of messages
- sponsored poetry night relaunch

- member-supported “keep Seren warm” winter campaign
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nity-led renewal campaign that reframes survival as collective
d ﬂlwsunncom to mobilise its existing goodwill in a structured but valt

" and “community hours” zoning by time, not by space

e creative and tailored to the case.

d of trying to satisfy everyone at once, Seren Coffi could introduce time-based identity zones:
fast pre-order and commuter collection

_quiet reading/study atmosphere
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'g chalkboard is symbolic in the case. That detail matters.
| of abandoning it, make it part of the solution.

te a living chalkboard system:

- daily handwritten message remains in-store

‘@R code links to deeper story, menu changes, supplier notes, upcoming events

_preserves the original atmosphere while reducing the labour of updating everything manually
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 difficult to sustain. Poetry nights stopped. That tells us the problem is not lack of interest,

 back large events in the same format, propose:
|

\
I
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ocal storyteller s‘essions
ind one poem" boards

-labour community rituals

- keeps cultural identity alive
-..'réqu‘lre's less staffing and organisation
- maintains distinctiveness

- prevents burnout

‘This is a much smarter answer than simply saying “bring back events.”

unders’ decision fatigue reduction through structured routines
 change leadership, but you can improve how leadership functions.

hidden problems in the case is repeated discussion and emotional exhaustion. So an inn
also be about decision architecture.
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= short-term improvements
- green = ideas for later

| monthly innovation review instead of discussing everything repeatedly

~ - it addresses founder fatigue directly

- it helps the existing governance work better

- it does not violate the case rule that leadership cannot be changed

‘This is a very good analytical addition.

st way to present it critically

er marks, do not only list the ideas. Evaluate them.
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important. Criticality improves marks.

- digital innovations may exclude some less digitally engaged customers
- subscriptions only work if trust and perceived value remain strong

- community participation can slow decisions if not structured carefully
| tools may appear culturally inconsistent if implemented too heavily

n alone may not fully solve broader cost pressures without internal discipline
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Example of a more critical paragraph

You could write something like this:

Although these solutions are aligned with Seren Coffi's ethical and community-focused identity, they are not without limitations. Digital
subscriptions and pre-order systems depend on customer adoption and may not appeal equally to all demographic groups. Similarly,
participatory innovation can strengthen loyalty, but if left unstructured it may add further complexity to an already fatigued decision-making
process. For this reason, the proposed innovations must remain small-scale, selective and carefully governed. Their value lies not in modernising
the café for its own sake, but in reducing fragility while preserving the qualities that made Seren Coffi successful in the first place.

That paragraph adds maturity to your work.

If you want the answer to sound more “distinction level”

Use language like this:

- values-preserving innovation

- community-enabled resilience

- incremental rather than disruptive change
« operational fragility

+ mission drift

relational advantage

ethical differentiation

participatory innovation

human-centred digitalisation

selective adoption of technology

sk anything
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My honest evaluation

Your current ideas are good enough to show that you understood the case.
‘But to make them better, you need to:

= connect them more tightly to the actual symptoms in the case

- make them more distinctive and creative

- explain why they fit this café specifically

- add critical evaluation

de one or two more lateral, community-based innovations
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Innovative solutions identified

The main innovative solution proposed for Seren Coffi is a community membership and subscription model designed to convert customer loyalty
into more stable and predictable income. Rather than introducing a conventional commercial loyalty programme, this model would allow regular
customers to support the café through prepaid drinks, recurring contributions or member-based benefits linked to events and seasonal offers. This
approach is particularly suitable because Seren Coffi already has a strong emotional connection with its customers, but that goedwill has not yet

been translated into financial resilience.

A second innovation is the introduction of a digital pre-order and collection system. This would help reduce gueue times, improve service flow.
and ease operational pressure during busy periods. Importantly, it would allow Seren Coffi to address customer frustration around slow service
without forcing the café to adopt the speed-focused, impersonal model of chain competitors. In this sense, technology would support the café's

values rather than replace them.

A third solution involves community co-creation of the menu. Customers could participate in voting for seasonal specials, suggesting locally.
inspired dirinks or helping develop limited-edition items linked to events, poetry evenings or Welsh cultural themes. This would generate low-cost

innovation while preserving the café’s collaborative and community-based identity.

To strengthen trust and justify ethical pricing, Seren Coffi could also develop digital storytelling around its suppliers, coffee origins and sourcing
values. QR codes, social media posts or short digital profiles could complement the in-store chalkboard and make transparency more accessible.
This would reinforce differentiation by showing customers that higher prices are linked to real ethical choices rather than simple profit-seeking.

Another useful innovation would be the selective use of Al-supported decision tools to analyse customer feedback, identify demand patterns and
highlight recurring operational issues. These tools should be used only as light-touch support mechanisms rather than as replacements for human.
judgment. In 2 business affected by repeated discussions and leadership fatigue, this could improve responsiveness while remaining compatible

with the café’s human-centred culture.

A further creative solution would be a community renewal campaign built around the idea of collective participation in the café's future. Instead of.
treating survival as a private managerial problem, Seren Coffi could invite customers to become active contributors to its next chapter through
supporter initiatives, relaunch events and shared storytelling. This would allow the café to draw on its existing symbolic value within the community.

Finally, innovation should also target internal working practices. Without changing leadership or governance, Seren Coffi could introduce
structured decision-making routines such as shorter weekly review meetings, priority-setting categories and clearer boundaries between urgent
operational issues and longer-term ideas. This would reduce founder fa 1 and improve coordination, which are central but often overlooked

causes of the café's decline

|ask anything
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To strengthen trust and justify ethical pricing, Seren Coffi could also develop digital storytelling around its suppliers, coffee origins and sourcing
values. QR codes, social media posts or short digital profiles could complement the in-store chalkboard and make transparency more accessible.
This would reinforce differentiation by showing customers that higher prices are linked to real ethical choices rather than simple profit-seeking.

Another useful innovation would be the selective use of Al-supported decision tools to analyse customer feedback, identify demand patterns and
highlight recurring operational issues. These tools should be used only as light-touch support mechanisms rather than as replacements for human
judgment. In a business affected by repeated discussions and leadership fatigue, this could improve responsiveness while remaining compatible
‘with the café's human-centred cuiture.

A further creative solution would be a community renewal campaign built around the idea of collective participation in the café’s future. Instead of
treating survival as a private managerial problem, Seren Coffi could invite customers to become active contributors to its next chapter through
supporter initiatives, relaunch events and shared storytelling. This would allow the café to draw on its existing symbolic value within the community:

Finally, innovation should also target internal working practices. Without changing leadership or governance, Seren Coffi could introduce
structured decision-making routines such as shorter weekly review meetings, priority-setting categories and clearer boundaries between urgent
operational issues and longer-term ideas. This would reduce founder fatigue and improve coordination, which are central but often overlooked

causes of the café's decline.

Overall innovation strategy

Overall, the innovation strategy focuses on preserving Seren Coffi's identity while increasing resilience. The café does not require radical
commercialisation, supplier replacement or chain-style standardisation. Instead, it requires values-consistent innovation that strengthens revenue
stability, improves service efficiency, reduces decision fatigue and deepens customer participation.

The strateay therefore combines human-centred digitalisation, community co-creation and operational simplification. Digital tools would be
used selectively to support convenience and decision-making, while community-based innovations would reinforce belonging, trust and emotional
loyaity. The aim is not to make Seren Coffi less distinctive, but to make its distinctive model more sustainable. In this sense, innovation becomes a

mechanism of renewal rather than reinvention.

If you want, | can now turn this into a more academic distinction-level version in full paragraph format for your report.
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THE INNOVATION PROCESS

Tidd & Bessant (2018) imply that there are four stages in the innovation Process:

1.RECOGNISING 2.FINDING THE 3.DEVELOPING 4.CAPTURING
THE OPPORTUNITY RESOURCES THE IDEA 'VALUE.




