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[bookmark: _Toc225875081]Executive Summary
This report looks at the situation of Seren Coffi, an independent café with a strong identity based on community, atmosphere and close customer relationships. Even with these strengths, the business is not stable. The main problem is not a lack of customers or quality, but the way the café is run day to day. Decisions are slow, roles are unclear, and customers do not return often enough to create a steady flow. A key point in the report is the difference between creativity and innovation. Seren Coffi is clearly creative, but that creativity is not supported by a structure that works consistently. In a business like this, ideas are not enough on their own. They need to be turned into simple and reliable routines that work every day. The proposal focuses on making the café easier to run and easier to use. The main change is a takeaway window for customers who want quick service, especially in the morning. Alongside this, the menu is simplified, staff roles are made clearer, and opening hours are adjusted to match real demand. These changes are not about changing the identity of the café, but about making it more consistent and dependable. The idea is realistic, but it depends on how it is carried out. The biggest risk is not the concept itself, but whether it is applied properly. Without clearer management and more direct decision-making, the same problems could continue. Using AI helped to test the idea and see it from different angles. It was useful in pointing out weaknesses and helping to simplify the approach, but it did not fully understand the human side of the business. Because of this, its suggestions had to be judged carefully. Overall, the report shows that Seren Coffi does not need a new concept. It needs a clearer way of working. If the café can become more consistent while keeping its identity, it has a stronger chance of becoming stable and sustainable.



[bookmark: _Toc225875082]Part 1: Using Creativity and Innovation to Improve Seren Coffi

[bookmark: _Toc225875083]Introduction: the café and the main issue
Seren Coffi is an independent café built around a clear idea. It is shaped by community, local identity, atmosphere and a closer relationship with customers, which sets it apart from large chains (Ferreira et al., 2021; Wang et al., 2019; Pine and Gilmore, 1999). However, a clear identity alone is not enough to keep a business stable long term. Costs rise, equipment fails, visits are not regular, and the owners appear less able to maintain full control over daily operations. The café does not lack customers, values or quality. It lacks a clear operating system. Meetings take place, yet they do not always lead to decisions. Staffing, maintenance, customer flow and service organisation are handled inconsistently. The owners are also not involved enough in day-to-day operations, and there is no clear medium or long-term plan showing where the café should be in five years. Without direction, decisions remain reactive rather than strategic (Turner and Endres, 2017; Bessant and Tidd, 2016; Johnson et al., 2017).
This issue is also visible in how time is used. Meetings often happen after service, when energy is low, making discussions slow and repetitive rather than decisive. Instead of producing clear actions, the café returns to the same concerns without building practical responses. For a small business, this delay is costly. It needs decisions that can be applied quickly and reviewed against results (Tidd, 2018; Drucker, 1985). At the same time, Seren Coffi has not yet developed the daily customer habits that provide financial stability. Customers may enjoy the café, but enjoyment does not guarantee return visits. A coffee business depends on frequency as much as image (Suvattanadilok, 2024; Sacoto Castillo and Jimber Del Río, 2023). Without regular customers, it relies too heavily on occasional goodwill, which is too fragile to sustain rising costs, staffing pressure and equipment issues.
This makes the problem structural rather than temporary. Seren Coffi does not need a louder brand or a new concept. It needs a way to turn its existing strengths into consistent, reliable operations. The challenge is not to make the café more interesting, but more dependable without losing what made it meaningful. The central point remains: Seren Coffi has value and identity but lacks an operating model strong enough to turn those strengths into stable results (Peng et al., 2022; Medina Rojas et al., 2024; Osterwalder and Pigneur, 2010).

[bookmark: _Toc225875084]Creativity and innovation in relation to capitalist business growth
To understand Seren Coffi properly, it is necessary to separate creativity from innovation. Innovation means putting ideas into practice, so they create steady value (Tidd, 2018; Bessant and Tidd, 2016; Schumpeter, 1934). Seren Coffi is clearly creative, but it has not fully become innovative in operational terms (Boer et al., 2023; Acar et al., 2024). Its identity is not supported by a strong enough structure. This becomes more serious in a capitalist environment, where success depends on efficiency, consistency, repeat purchase and the ability to turn value into reliable income (Tidd, 2015; Ferreira et al., 2015; Porter, 1985). Seren Coffi resists the logic of chain models by focusing on community and atmosphere, but it has not built a practical alternative that works strongly enough. The value proposition is strong, offering an authentic and human experience. Customer relationships are emotional, but not strong enough to ensure frequent return visits (Lee et al., 2018; Sacoto Castillo and Jimber Del Río, 2023). Key activities are not organised for daily consistency. Revenue remains unstable as customer behaviour is irregular, while costs continue to rise. The café has value but lacks a process model strong enough to protect it. Ideas are generated easily, but they do not move into action (Acar et al., 2024; Köping Olsson, 2023; Brown, 2008). In a small business, this delay matters because manageable issues can become structural weaknesses (Turner, 2020; Grant, 2016).
Greiner’s model of business growth helps explain this, particularly the shift from creativity to direction. At this stage, a business needs clearer systems, responsibilities and leadership. Seren Coffi appears stuck between these stages, still relying on enthusiasm while needing more structure. This creates what Greiner calls a leadership crisis.  There is also tension between values and profit. Seren Coffi avoids a profit-only model, but financial stability is still necessary. Community, authenticity and atmosphere cannot remain abstract; they need a system behind them (Medina Rojas et al., 2024; Ceko, 2023). Without this, they become expensive intentions rather than a viable model. The issue is not the absence of creativity, but the absence of a way to make that creativity function in everyday operations (Dias and Candeias, 2023; Sawyer and Henriksen, 2023; Poutanen and Kovalainen, 2023).



[bookmark: _Toc225875085]A detailed explanation of the innovation and its link to the 4P model
The proposed innovation does not aim to replace the identity of Seren Coffi, but to protect it by improving how the business operates. The core idea is to simplify operations, better separate customer needs and create a repeatable daily routine around coffee consumption. This approach is grounded in the real issues already observed in the café rather than abstract theory (Tidd, 2018; Bessant and Tidd, 2016; Drucker, 1985).
The main feature is a street facing service point, a small takeaway window for customers in a hurry. This represents not only a physical adjustment but also a shift in business logic. Currently, Seren Coffi functions mainly as a sit in space where customers spend time. While this should continue, it cannot remain the only model if the café is to be sustainable (Lee et al., 2018; Peng et al., 2022; Pine and Gilmore, 1999). Many customers, particularly in the morning, prioritise speed, consistency and convenience, wanting coffee on the way to work or university (Suvattanadilok, 2024). The takeaway window directly responds to this demand. This external point should be deliberately designed rather than improvised. It requires a simple but attractive wooden counter, clear signage and a recognisable identity. A name such as “Coffee at the Window” would enhance visibility and memorability. The takeaway point is not only functional but also operates as a sub brand within the larger café identity (Jiang, 2024; Musso, 2020; Kotler and Keller, 2016). The takeaway menu should differ from the internal menu, focusing on a limited range of drinks that can be prepared quickly and consistently, such as espresso, cappuccino, latte and macchiato. The objective is not to reduce quality but to minimise friction. Extensive choice slows service and creates delays, whereas a reduced menu improves speed, predictability and ease for both staff and customers. In this context, efficiency is achieved through clarity (Angeloni et al., 2019; Musso, 2020; Grant, 2016).
Inside the café, the slower and more relaxed experience should be maintained. Customers who wish to sit and engage with the atmosphere can continue to do so. This is important because the proposal does not remove what makes Seren Coffi distinctive; instead, it protects it by separating it from the faster, revenue driven flow required for stability (Ferreira et al., 2021; Wang et al., 2019; Edelmann et al., 2022). The outside space supports speed and routine, while the inside preserves community and atmosphere. To support this system, the café should adopt coaster pagers rather than complex digital solutions. Customers order, receive a pager and collect their drink when ready. This approach is simple, cost effective and efficient, reducing confusion and avoiding unnecessary technological complexity while aligning with the aim of simplification (Boer et al., 2023; Tidd, 2018).
The staffing structure should also be adjusted. Instead of multiple workers with unclear roles, the café would benefit from fewer staff with clearly defined responsibilities. One barista could manage the takeaway point, while another oversees the internal space. Additionally, two part-time students could cover flexible shifts, such as morning and later hours. This approach reduces labour costs, matches student availability and aligns staffing with actual demand rather than routine patterns (Styven et al., 2022; Turner and Endres, 2017; Grant, 2016).

Opening hours should reflect real customer flow. Remaining open late is unnecessary if demand drops after the afternoon. A schedule from approximately 07:00 to 16:30 would better concentrate activity during peak coffee consumption periods. This adjustment reflects efficiency rather than reduced ambition (Suvattanadilok, 2024; Drucker, 1985).
Another element is the use of personalised takeaway cups featuring drawings or short messages. These add a small emotional dimension to quick transactions. Even brief interactions can become memorable, and such cups also function as informal marketing through social media sharing, strengthening the brand without significant advertising costs (Corona et al., 2022; Dalle Ave et al., 2015; Kotler and Keller, 2016). The proposal also includes a maintenance strategy, such as a monthly service agreement or insurance for equipment. This reduces the risk of breakdowns, which are critical in a café environment where equipment failure directly disrupts service. Preventive maintenance should therefore be part of operational discipline (Bessant and Tidd, 2016; Tidd, 2018; Johnson et al., 2017).
Within the 4P model, the innovation primarily represents process innovation, as it changes service delivery, staffing and customer flow (Tidd and Bessant, 2016). It also reflects position innovation, repositioning Seren Coffi as both an experiential space and a routine coffee provider (Su, 2024; Kotler and Keller, 2016). Additionally, there is a paradigm shift, where value moves from occasional visits to consistent daily use. Overall, the approach is market-pull, driven by observed customer needs rather than technological push (Ferreira et al., 2015; Schumpeter, 1934).

[bookmark: _Toc225875086]The creative process and the context in which the idea appeared
The creative process behind this proposal did not begin with theory or with a wish to add something new for the sake of innovation. It began with close observation of the real problems facing the café and with attention to the way people consume coffee in everyday life. Instead of being a process of addition, it was largely a process of reduction and clarification (Nandwa Musambayi, 2023; Sawyer and Henriksen, 2023; Brown, 2008). The starting point was the recognition that the café’s main problem is not coffee quality and not even customer appreciation. The deeper issue is the absence of a strong routine and a reliable operating structure. Customers may like the place, but they do not use it consistently enough. That means the business must become easier to use, especially at the times when coffee is part of a daily habit rather than a leisurely visit. Once that point was understood, the takeaway window became a logical solution. It reflects the rhythm of everyday life. Many people want good coffee, but they do not want a long wait or too many choices early in the morning. The proposal responds to that behaviour rather than asking customers to adapt to a slower and more complicated system (Suvattanadilok, 2024; Lee et al., 2018; Pradhana et al., 2025).


The same logic explains the simplified menu. In this setting, complexity does not add value. It slows the business down. Reducing the menu to essential drinks is therefore not a loss, but a gain in speed and consistency (Angeloni et al., 2019; Musso, 2020; Grant, 2016). The process was also shaped by observation of other coffee cultures, especially the Italian approach where coffee is often consumed quickly, routinely and without unnecessary complication (Wang et al., 2019; Sangputri Sidik et al., 2024). However, the aim is not to copy that model fully. It is to adapt its basic logic speed, clarity and habit to the identity of Seren Coffi. The rejection of more complicated digital systems is also part of the creative process. Innovation is often mistaken for technology, but in this case, technology would not solve the main issue. The café does not need more digital systems; it needs fewer barriers between customer and product. Coaster pagers are enough because they improve order and speed without changing the human feeling of the place (Boer et al., 2023; Tidd, 2018; Drucker, 1985). Overall, the creative process can therefore be described as practical, selective and grounded in observation. It is based on reality rather than theory, and on simplification rather than novelty for its own sake (Dias and Candeias, 2023; Köping Olsson, 2023; Poutanen and Kovalainen, 2023).

[bookmark: _Toc225875087]A critical evaluation of the idea’s viability using Lewin’s Force Field analysis
A critical evaluation of the idea’s viability using Lewin’s Force Field analysis shows the proposal is viable, but only if implemented seriously (Bessant and Tidd, 2016; Tidd, 2018; Johnson et al., 2017). The driving forces are strong. Seren Coffi already has a reputation and customer base, so it is not starting from zero (Ferreira et al., 2021; Peng et al., 2022; Pine and Gilmore, 1999). The proposal also avoids unrealistic investment, focusing on reorganisation rather than major spending. The takeaway window, simplified menu, revised staffing model and reduced opening hours directly address existing weaknesses.
A key driving force is the creation of customer routine. If the café becomes part of daily routes, it shifts from an occasional choice to a repeated habit, improving revenue stability and frequency (Suvattanadilok, 2024; Sacoto Castillo and Jimber Del Río, 2023; Pradhana et al., 2025). Clearer roles, better staffing and focused hours would reduce cost pressure, while a maintenance plan would limit service disruption from equipment failure (Styven et al., 2022; Turner and Endres, 2017; Grant, 2016). There are also restraining forces. Some customers may feel the café becomes less intimate with a stronger takeaway focus. Staff may resist changes if roles are unclear. Most importantly, the owners may fail to sustain the system without greater involvement and discipline. If discussion continues to replace decisions, the proposal may fail early (Acar et al., 2024; Turner, 2020; Boer et al., 2023). From a capitalist perspective, the proposal may seem to lack focus on rapid growth or short-term profit. However, this is not the right measure at this stage. The business needs stability first. The proposal is viable because it creates financial, operational and strategic value, shifting Seren Coffi from a fragile value led café to one supported by a stronger system (Tidd, 2015; Bessant and Tidd, 2016; Porter, 1985).
[bookmark: _Toc225875088]The extent to which the café’s climate would support innovation
The current climate inside Seren Coffi is mixed. On one side, it clearly supports creativity. The café is open, reflective and willing to do things differently. That is a strong base for innovation because it means people are not closed to new ideas. There is already a culture of care, meaning and pensiveness (Köping Olsson, 2023; Acar et al., 2024; Brown, 2008).
On the other side, this same climate does not strongly support implementation. It lacks discipline, speed and accountability. Decisions take too long; responsibility is not always clear and difficult issues are often delayed rather than resolved. This means the climate supports idea generation, but not necessarily delivery (Nandwa Musambayi, 2023; Turner, 2020; Johnson et al., 2017).
For the proposal to succeed, the internal climate must change in one important way: it must become more disciplined without losing its identity. The café does not need to become cold or corporate, but it does need clearer roles, more direct management and stronger commitment from the owners. Structure would not damage the identity of Seren Coffi. It would protect it by making it sustainable (Bessant and Tidd, 2016; Tidd, 2018; Grant, 2016).

[bookmark: _Toc225875089]Conclusion
Seren Coffi is not failing because it lacks personality, customers or values. It is struggling because it lacks a system strong enough to support those strengths (Tidd, 2018; Boer et al., 2023; Drucker, 1985). The difference between creativity and innovation is central here. The café already has creativity, but creativity alone is not enough to build a stable business. What is needed is innovation in the form of stronger structure, clearer routines and simpler operations (Bessant and Tidd, 2016; Schumpeter, 1934). The proposal keeps the spirit of the café while changing how it works. Through a takeaway window, a shorter menu, clearer staffing, reduced opening hours, personalised cups and stronger maintenance, Seren Coffi can build a more reliable and sustainable business model (Peng et al., 2022; Suvattanadilok, 2024; Osterwalder and Pigneur, 2010). Most importantly, it can create the daily customer routine that it currently lacks. At the same time, the success of this innovation depends on a change in management behaviour. Without more direct involvement from the owners and without discipline in implementation, even a strong idea will remain only an idea. In the end, innovation here does not mean doing something dramatic or complex. It means making simple things work properly every day in a way that customers return to naturally. For Seren Coffi, that is the difference between being a café that people like and being a café that can genuinely survive and grow (Turner and Endres, 2017; Tidd, 2015; Porter, 1985).
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To develop my solution for Seren Coffi, I used AI tool to challenge, test, and refine my thinking rather than to generate the idea itself. My initial concept was based on my own reading of the case study, where I identified that the main issue was not demand but how the café was being run daily. The business was clearly valued by customers, but it had become slow, overcomplicated, and difficult to manage. My response to this was to focus on operational changes, including introducing a takeaway window to capture fast moving customers, simplifying the menu for efficiency, creating clearer staff roles, and reducing opening hours to concentrate on periods of real demand. The role of AI was to help me evaluate whether this idea was realistic and effective when applied to the current environment (Acar et al., 2024; Ceko, 2023; Poutanen and Kovalainen, 2023).
I approached the use of AI in a structured way by asking focused questions rather than broad ones. Instead of asking whether my idea was “good,” I asked specific questions about its viability in the UK market, how it would respond to rising costs, whether it could adapt to different situations, and how well it could fit into the café’s existing systems. This approach made a clear difference in the quality of the responses. When I asked vague questions, the answers were often general and repetitive, but when I targeted specific aspects of the problem, the AI provided more detailed and relevant insights. This showed early on that AI is only as useful as the way it is used, and that it requires careful input to produce meaningful output (Dias and Candeias, 2023; Sawyer and Henriksen, 2023; Brown, 2008).
One of the most important ways the AI influenced my thinking was by helping me clarify the core problem. At first, I saw the café’s issues as a combination of slow service, rising costs, and increased competition. However, through the interaction, the AI identified that the deeper issue was operational weakness. The business had become weighed down by too many decisions, too much discussion, and a lack of clear structure. This was a useful shift in perspective because it changed how I approached the solution. Instead of focusing on adding improvements, I began to focus more on removing friction and simplifying processes. This made the idea stronger, as it aligned more closely with the actual problem rather than just its symptoms (Bessant and Tidd, 2016; Tidd, 2018; Drucker, 1985).
The AI strongly supported the idea of introducing a takeaway window, and this was one of the few areas where my original thinking was clearly reinforced rather than challenged. It explained that in the UK, a large part of coffee consumption is based on routine, particularly in the mornings when people are commuting to work or university. This confirmed that my focus on building daily habits was realistic and necessary (Suvattanadilok, 2024; Lee et al., 2018). It also helped me understand that the café’s current model, which relied heavily on people staying and spending time, was not enough to create consistent income. The takeaway window was therefore not just an addition, but a way of stabilising the business through predictable, repeat customers.


However, the AI did not simply agree with my overall concept, and this is where it became most useful. It highlighted a key weakness in my idea, which was the risk of increasing complexity. Although my intention was to simplify the café’s operations, I was also proposing several structural changes at the same time, including splitting the menu, creating separate service areas, and redefining staff roles. The AI pointed out that if these changes were not implemented carefully, they could make the situation worse by adding more pressure to an already strained system. This was an important critique because it forced me to reconsider how my idea would work in practice. I realised that every change needed to replace an existing inefficiency rather than add another layer of work (Turner, 2020; Boer et al., 2023; Grant, 2016). This led me to refine the concept further. For example, the idea of a split menu was only valuable if it genuinely reduced preparation time and decision making, not if it created confusion between what could be ordered inside and outside. Similarly, the takeaway window needed to be integrated into the existing workflow rather than treated as a separate system. This shift in thinking made the idea more practical and less likely to fail during implementation.
Another area where the AI added value was in relation to staffing. I had already suggested reducing the number of staff while creating clearer roles, but the AI expanded on this by emphasising that the real issue was not the number of employees but the lack of clear responsibility. In the case study, decisions were shared among the founders and staff, which slowed everything down. The AI reinforced the idea that each person should have a defined role, such as working exclusively on takeaway or in-store service. This made the staffing model more structured and directly addressed one of the key weaknesses in the business (Styven et al., 2022).
I also used AI to explore how external factors might affect the success of my idea. It highlighted those environmental changes, particularly those affecting coffee supply, would continue to increase costs. This was important because Seren Coffi is committed to ethical sourcing, which makes it more vulnerable to price increases (Bartoloni et al., 2022; Maye et al., 2019). The AI suggested that while customers may accept higher prices if they understand the reasons, there is a limit to how much they are willing to pay. This made me realise that my idea needed to focus on efficiency as a way of protecting margins, rather than relying on pricing as a solution. At the same time, the AI provided useful insights into customer perception. It pointed out that while transparency is generally positive, too much explanation can become overwhelming or even frustrating for customers. This was relevant to the case study, where the café provided detailed information about its products and pricing. I had not initially considered that this level of detail could have negative effects, but the AI’s feedback made me rethink how communication should be handled. Instead of constant explanation, a simpler and more selective approach might be more effective (Sacoto Castillo and Jimber Del Río, 2023; Kotler and Keller, 2016).



Despite these benefits, there were clear limitations in using AI. One of the main issues was that it lacked a full understanding of the human side of the business. While it was effective at analysing systems and processes, it did not fully capture the emotional and cultural aspects of Seren Coffi. For example, the founder’s weakness, their collaborative decision-making style, and the café’s role within the local community are all important factors that influence how changes can be implemented (Ferreira et al., 2021; Sangputri Sidik et al., 2024). The AI acknowledged some of these points but tended to treat them as structural problems rather than complex human issues. This meant that its recommendations had to be interpreted carefully. Another limitation was the reliance on prompt quality. When my questions were not clear or specific, the responses became less useful and sometimes repetitive. This required me to spend time refining how I asked questions, which is not always straightforward. It also showed that AI does not independently identify what is important but instead responds to the direction it is given (Dias and Candeias, 2023; Poutanen and Kovalainen, 2023). There was also a tendency for the AI to favour simplification in all situations. While this was helpful in many cases, it sometimes risked overlooking necessary detail. For example, suggesting that decision making should be faster and more structured is logical, but in practice, changing how people interact and make decisions is not simple. This required me to critically assess whether the recommendations were realistic within the context of the café (Sawyer and Henriksen, 2023; Johnson et al., 2017).
Overall, the use of AI was valuable in developing my creative solution. It helped me test my ideas from multiple perspectives, identify weaknesses, and improve the overall clarity of the concept. It also made the idea more grounded in real world conditions by linking it to customer behaviour and external pressures (Acar et al., 2024; Suvattanadilok, 2024). However, the process also showed that AI is not a replacement for human judgement. The most useful outcomes came from questioning the AI’s responses rather than accepting them directly. The final version of my idea is still based on my own understanding of the case study, but it has been strengthened through this process of critical evaluation (Bessant and Tidd, 2016; Tidd, 2018).

All interactions with the AI have been recorded and will be included in the appendix, along with the prompts used. This provides evidence of how the idea developed over time and ensures transparency in the process.

In conclusion, using AI to develop my solution for Seren Coffi was effective in improving the quality and practicality of the idea. It helped refine my thinking, highlight risks, and ensure that the concept was realistic within current conditions. At the same time, it required careful use and critical judgement to avoid over reliance and to account for its limitations. The outcome reflects a combination of my original ideas and the insights gained through interacting with AI, resulting in a more balanced and well-developed solution (Tidd, 2018; Boer et al., 2023; Drucker, 1985).
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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 servicing;
the technician 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 certain suppliers would need to change. The menu would have to standardise.
Some decisions would move faster, with fewer people involved. "You'd still have your values,"
they assured, *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, "just 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 £2,000 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 faling. 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 £2000 will be
used butis simply a tool that is available.

Seren Coffi doesn't need reinvention, it needs focus and energy restored to what already made it meaningful.
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Seren Coffi doesn't need reinvention, it needs focus and energy restored to what already made it meaningful.

The problem is not demand, it is dilution. Too many decisions, too much process, and fatigue have slowed everything down. The café has drifted
from “thoughtful and alive” into “tired and heavy."

The turnaround is about restoring rhythm, not changing identity.

First, reduce decision weight. Keep values, but stop debating everything. Introduce a simple rule: small operational decisions happen immediately
during shifts, not in long meetings. Reserve discussions only for truly strategic issues. This alone speeds service, reduces fatigue, and brings back
confidence behind the counter.

Second, simplify the offering without changing suppliers. Keep the same ethical sources, but reduce visible complexity. Shorten the chalkboard to a
rotating “featured beans" approach instead of listing everything daily. Customers still get transparency, but staff regain time and clarity. The story

stays, but friction disappears.

Third, reactivate community—but lighter. Bring back events, but strip them down. One fixed weekly gathering (e.g. poetry or language exchange),
1o over-planning, no volunteers to manage—just open space and coffee. The goal is atmosphere, not programming.

Fourth, fix visible decay immediately using the £2000. Replace the grinder, service essential equipment, improve warmth (portable insulation,
heaters). These are not upgrades, they are signals. Customers read physical neglect as decline. Restoring the space restores trust.

Fifth, change pace, not prices. Instead of extending hours with low footfall, compress opening times into high-energy periods. A busy café feels
successful; an empty one feels failing. Concentrate demand.

Sixth, make transparency human again. The chalkboard became explanation-heavy and tiring. Replace it with occasional storytelling—once a week,
one clear note about a supplier or challenge. Less information, more meaning.

Finally, reconnect the founders without adding pressure. No long evening meetings. Instead, one short weekly check-in during operating hours. The
business was strongest when decisions were shared but natural, not forced.

This plan does not change suppliers, leadership, or values. It removes drag, restores energy, and makes the café feel alive again.

Seren Coffi was never failing because it lacked purpose. It is failing bec: y, purpose became too heavy to carry daily. The solution is to make that

purpose lighter, visible, and sustainable again,
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| came up with a set of ideas based on how the café works day to day and where | see the
real problems. One of the main things | thought about was adding a takeaway window at the
front, mainly to catch people who are in a rush, especially in the morning when they are going
to work or university. At the same time, it made more sense to me to split the café into two
clear parts, with the outside focused on fast service and the inside kept for people who want
to sit down and enjoy the experience without being rushed. | also realised that the menu is
too complicated for what | want to achieve outside, so | would simplify the takeaway menu
and keep only the basic coffee drinks that can be made quickly and consistently, while inside
the café the full experience and menu can remain. The main idea behind all of this is to build
a daily habit for customers, not just have them come occasionally, because without that
routine the business will always be unstable. | wanted to keep everything simple from an
operational point of view as well, so instead of using QR codes or apps, | would use coaster
pagers to manage orders in a way that is easy and practical. Another thing | thought about
was the staffing, which | believe needs to be simplified. There is no need for too many
people, but there should be clear roles, for example one barista working at the takeaway
window and one inside, supported by a couple of students working part-time on flexible
shifts. | would also reduce the opening hours and focus only on the periods when there is real
demand, somewhere around 07:00 to 16:30, instead of trying to stay open when there is no
traffic. | also realised that the owners need to be much more involved in the daily running of
the café and act as managers, because now there is too much discussion and not enough
decision-making. Alongside that, | think it is important to have a clear long-term plan and
direction, so it is understood whether the café is meant to stay small and local or grow into
something bigger over time. Another important part for me was building a stronger identity,
not just selling coffee but creating something people remember, which is why | came up with
the idea of personalised takeaway cups with funny or motivational messages that people
might even share online. On the practical side, | also included a maintenance plan, because
equipment breaking down can stop the whole business if you are not prepared, and | think
the available budget should be used on things that improve how the café runs, not on
unnecessary technology. In the end, | concluded that the main problem is not the price of
coffee or external factors, but the way the business is managed and organised. Even so, | still
believe that supplier contracts should be handled better, especially to keep prices stable over
aperiod of time.
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Your ideas are strong and mostly aligned with what Seren Coffi actually needs. The key issue is not direction but balance.

The takeaway window is the most effective part. It directly solves the queue problem without changing the café's identity. It creates speed outside
while protecting the slower, intentional atmosphere inside. That fits the brand instead of fighting it.

Splitting the menu is also correct. Keeping a fast, reduced menu outside removes pressure from staff and increases consistency. The risk s over-
complication behind the scenes, so preparation needs to stay unified. Same beans, same workflow, just fewer choices at the window.

Focusing on routine customers is exactly right. The café currently relies too much on occasional visits and goodwill. A morning habit crowd
stabilises revenue without needing expansion or compromise.

The pager system is practical and fits the tone better than apps. It keeps things simple and avoids turning the space into something overly
commercial or tech-driven.

Your staffing idea works, but only if roles are enforced strictly. One person = one zone. The current problem is not staff numbers, it s blurred
responsibility. Clear ownership of the window and the floor would immediately improve speed and reduce stress.

Reducing hours is necessary. Extending hours has already proven ineffective. Concentrating activity will make the café feel busy again, which is
psychologically important for both staff and customers.

Your point about leadership is accurate. The issue is not lack of care, but too much discussion. However, forcing the founders to become more
managerial could backfire. A better adjustment is to introduce simple operating rules so decisions happen faster without changing their style
completely.

The personalised cups idea adds identity, but it should stay subtle. If it becomes forced or overly branded, it risks undermining the café's
authenti

ity. Handwritten messages or occasional variation would fit better than mass printing.

Maintenance planning is essential and often overlooked. Fixing reliability will have a bigger impact than any marketing idea.

Where your plan needs tightening is complexity. You are adding structure (window, split menu, roles), which is good, but Seren Coffi is already
struggling with operational weight. Every new system must feel lighter, not heavier.

Overall, your core insight is correct: the business is not failing because ¢ v 'mand or values, but because daily operations have become inefficient
and tiring. Your solution works if it is implemented simply and quickly, wiu..out turning into another set of long discussions.
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To what extent would this concept be viable in the UK market?

The concept s highly viable in the UK, especially in a city like Cardiff, but its success depends on execution rather than originality.

The takeaway window aligns well with UK consumer behaviour. There is strong demand for fast, routine coffee purchases during commuting hours,
particularly among students and office workers. This is already proven by chains like Greggs and Pret A Manger, which dominate through speed and
convenience. Your idea captures that same demand but applies it to an independent café context, which is a gap in the market.

At the same time, the UK also supports slower, experience-based cafés. Independent coffee culture is well established, and customers value
atmosphere, ethics, and identity. Keeping the inside space for that purpose is not only viable but necessary to differentiate from chains.

The combination of fast takeaway + slow café experience is particularly strong in the UK because it reflects two distinct but coexisting habits:
weekday routine and weekend leisure. Many cafés fail by trying to serve both in the same way; your split approach avoids that.

Operationally, your simplification of menu and hours fits current market pressures. Rising costs in energy, labour, and supply have already forced
many UK independents to streamline. Your model is realistic within those constraints.

Where viability becomes conditional is consistency. UK customers are highly sensitive to speed during peak hours. If the takeaway window is not
reliably fast, it will fail quickly. Similarly, if the internal experience loses quality, it loses its competitive edge against other independents.

The branding ideas, like personalised cups, could work well in the UK's social media-driven café culture, but only if they feel authentic. Forced
branding is often rejected, while small, human touches are well received.

Overall, the concept is very viable and fits current UK market trends. It does not rely on expansion, price competition, or supplier changes, which
makes it realistic. Its success depends on disciplined execution, clear separation of service styles, and maintaining the café's original identity while
improving efficiency.
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How could ongoing changes in the environment affect its success?

Ongoing environmental changes could significantly afect the café, but | " a single direction; they create both pressure and opportunity.
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Overall, environmental changes increase costs and uncertainty, but they also strengthen the value of what Seren Coffi already represents. The café
will succeed if it treats sustainability s a clear, lived practice while keeping operations simple enough to absorb ongoing disruption.
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In what ways might increasing prices influence its performance?

Increasing prices would have a mixed effect, strengthening the business in some areas while weakening it in others.

In the short term, higher prices improve cash flow and help absorb rising costs, especially given ethical sourcing and energy pressures. Without
some price increases, the café is likely to remain financially unstable.

However, Seren Coffi sits in a sensitive position in the market. It is not a low-cost option, but it is also not positioned as a premium, luxury
experience. This means price increases can quickly push out regular, price-conscious customers—particularly students and casual visitors—who

may switch to cheaper alternatives like Greggs or Pret A Manger.

At the same time, a core group of customers will accept higher prices if they clearly understand the reasons. Transparency, which Seren Coffi
already practices, helps maintain trust. But over-explaining or frequently changing prices can create fatigue and reduce loyalty.

Your takeaway model becomes important here. A fast, consistent morning coffee at a slightly higher price can still succeed if it becomes part of a
routine. Customers are more tolerant of price when the purchase is habitual and reliable.

Inside the café, higher prices increase expectations. Customers will expect better service, atmosphere, and consistency. If the experience feels
tired or slow, higher prices will accelerate dissatisfaction rather than support the business.

Overall, moderate and stable price increases are sustainable if matched with clear value and improved efficiency. Large or frequent increases,
especially without visible improvements, would likely reduce footfall and weaken the café's position.
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Is this concept adaptable across different contexts and situations?

Yes, the concept is adaptable, but only at the level of structure, not as a fixed formula.

The core idea—splitting fast takeaway from slow experience—is highly t. ¥ erable. Most UK towns and cities have the same dual demand: quick,
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How could ongoing changes in the environment affect its success?

Ongoing environmental changes could significantly affect the café, but not in a single direction; they create both pressure and opportunity.

Climate change is already impacting coffee supply, leading to higher and more volatile bean prices. Since Seren Coffi is committed to ethical
sourcing, it is more exposed to these increases than cafés that switch to cheaper alternatives. This could continue to squeeze margins or force
more frequent price adjustments, which risks losing price-sensitive customers.

At the same time, environmental awareness among UK consumers is increasing. Many customers actively prefer businesses that are transparent,
sustainable, and locally engaged. This directly supports Seren Coffi's identity. If communicated clearly but simply, this becomes a competitive
advantage rather than a burden.

Energy costs are another major factor. Older buildings, like the café's current space, are inefficient and expensive to heat. Continued rises in energy
prices could make winter trading increasingly difficult. Without improving insulation or reducing hours strategically, profitability will remain unstable
during colder months.

Waste regulations and sustainability expectations are also tightening in the UK. There is growing pressure to reduce single-use packaging. Your
takeaway model increases exposure to this issue, so solutions like reusable cup incentives or deposit schemes may become necessary to stay
aligned with both regulation and customer expectations.

Weather patterns can also affect footfall. More extreme or unpredictable weather reduces casual visits, making your focus on routine customers
even more important. A strong morning takeaway trade becomes more resilient than relying on people choosing to sit in.

Finally, supply chain disruptions—linked to environmental and geopolitical factors—can affect equipment, parts, and imports. This reinforces the
importance of your maintenance planning and operational simplicity, as replacing or repairing equipment may take longer and cost more over time.

Overall, environmental changes increase costs and uncertainty, but they also strengthen the value of what Seren Coffi already represents. The café
will succeed if it treats sustainability as a clear, lived practice while keeping operations simple enough to absorb ongoing disruption.
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In what ways might increasing prices influence its performance?
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Is this concept adaptable across different contexts and situations?

Yes, the concept is adaptable, but only at the level of structure, not as a fixed formula.

The core idea—splitting fast takeaway from slow experience—is highly transferable. Most UK towns and cities have the same dual demand: quick,
routine coffee during the week and relaxed social space at other times. That makes the model broadly usable in places similar to Cardiff as well as
other urban areas.

However, how it is applied must change with context. In high-footfall commuter areas, the takeaway side would dominate and need to be extremely
efficient. In quieter or more residential areas, the sit-in experience would carry more weight, and the takeaway window becomes secondary.

The menu simplification is also adaptable, but only if it reflects local demand. Some locations expect a very narrow coffee offer, while others expect
food, alternative milks, or specialty drinks. The principle is simplification, not uniformity.

Your focus on routine customers is universally relevant, but the type of routine varies. In student-heavy areas it is morning and midday traffic; in
business districts it is early morning and lunch; in neighbourhood settings it may shift toward weekends.

The operational model—clear roles, reduced hours, minimal systems—is adaptable because it reduces complexity, which is a common issue across
independent cafés. This makes it resilient in different situations, especially under cost pressure.

What is less transferable is the identity layer. Seren Coffi's emphasis on Welsh language, local makers, and ethical sourcing is context-specific. In
another location, the same depth of identity would need to be rebuilt around local cuiture, not copied directly.

Overall, the concept adapts well because it is based on behaviour (speed vs experience, routine vs occasion) rather than a specific product or
brand. It works in different contexts as long as it is adjusted to local demand and kept operationally simple.
e o P

How effectively can this idea integrate with other systems or processes?

It integrates well, but only if kept simple and aligned with existing routines.
¥
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How effectively can this idea integrate with other systems or processes?

It integrates well, but only if kept simple and aligned with existing routines.

Operationally, your split model (window vs inside) fits naturally into standard café workflows. It doesn't require new infrastructure, just clearer
zoning and role separation. Orders, prep, and service can still run off the same equipment and stock, which keeps integration smooth.

With suppliers, nothing changes structurally. The same beans, milk, and pastries can flow through both service types. The only adjustment is
volume planning, since takeaway demand will be more predictable and concentrated in peak hours.

Staff processes benefit the most. Clear roles (window vs floor) reduce overlap and confusion, which is currently a major issue. Training also
becomes easier because each role has a defined function rather than everyone doing everything.

YYour pager system integrates cleanly because it replaces complexity rather than adding to it. It avoids reliance on apps or digital systems, which
suits the café's low-tech, human-focused identity.

Financially, it aligns with existing processes. Faster takeaway service increases transaction volume without needing pricing changes or new revenue
streams, making it compatible with the current model.

Where integration can fail s if it becomes layered on top of existing habits instead of replacing them. If the team continues long discussions,
unclear roles, and slow decision-making, then adding a window, split menu, and new systems will create more friction, not less.

It works best as a simplification tool. If treated that way, it integrates effectively across operations, staffing, and customer experience without
requiring structural change.

o6 Q

Considering the current conditions, how strong is this idea, and what justifies that
assessment?

The idea is strong, but not complete. It addresses the most immediate o v “tional weaknesses, which makes it effective in the short term, but its
success depends heavily on disciplined execution.
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Considering the current conditions, how strong is this idea, and what justifies that
assessment?

The idea is strong, but not complete. It addresses the most immediate operational weaknesses, which makes it effective in the short term, but its
success depends heavily on disciplined execution.

Its strength comes from directly solving the café’s core problems. The takeaway window improves speed and captures routine demand, which the
business currently lacks. The split model protects the in-store experience while increasing transaction volume, which is exactly what Seren Coffi
needs under current financial pressure. Simplifying the menu and reducing hours also align well with rising costs and limited resources.

Itis also well suited to current UK conditions. Customers expect both convenience and meaning, and your model delivers both without requiring
expansion or compromising values. That makes it realistic and implementable within existing constraints.

The idea is further strengthened by its low reliance on external change. It does not depend on new suppliers, major investment, or market shifts. It
works within what the café already has, which is critical given the situation.

However, its weakness is that it introduces additional structure into a business that is already struggling with operational fatigue. If implemented
poorly, the split system, staffing roles, and new processes could add complexity rather than reduce it.

The justification for calling it strong is that it targets the right problem—inefficiency and lack of routine revenue—rather than symptoms like pricing
or branding alone. The limitation is that it assumes the team can execute quickly and consistently, which has been a challenge so far.

Overall, it is a high-potential idea that fits the current conditions well, but its impact depends less on the concept itself and more on how simply and
decisively it is put into practice.
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READ THIS CASE STUDIE : Seren Coffi opened on a damp February morning in Cardiff, the
kind of morning where the sea mist drifts far enough infand 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
rather than replacement. From the start, Seren Coffi insisted it wasn't *just another coffee
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 o 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 would "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 supply chain. Seren Coffi's importer sent apologetic
updates while other cafés adjusted quietly with new prices, smaller cups and shrinkflation
strategies, Seren C 4 pdated the chalkboard to explain the increase, some customers





