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[bookmark: _Toc223414607][bookmark: _Toc223416022][bookmark: _Toc224387380]Executive Summary
The purpose of this report is to critically analyse the operational challenge faced by Seren Coffi within a competitive business environment and to propose an innovative solution that enhances organisational performance while preserving its core values. The report examines how a strong ethical and community-focused business model, although valued by customers, has contributed to operational inefficiency within a capitalist environment.
The report identifies that the primary issue affecting Seren Coffi: reliance on collective decision-making, which has led to slow responses, inconsistent service delivery, and increased pressure on the founders. This operational inefficiency is explored alongside a critical discussion of creativity and innovation within capitalist business growth, highlighting the tension between maintaining values and achieving efficiency.
To address this issue, the report proposes introducing an embedded manager, a role integrated into daily operations to support real-time decision-making without altering the existing leadership, governance structure, or supplier relationships. This solution is positioned as a process innovation within the framework of the 4Ps of innovation, while also reflecting elements of paradigm innovation through its impact on organisational practices.
The report further outlines the creative process behind the development of this solution, demonstrating how the idea emerged from analysing the organisation’s specific context. The viability of the proposed innovation is evaluated using Lewin’s Force Field Analysis, which indicates that the driving forces, such as improved efficiency, enhanced customer experience, and reduced staff pressure, outweigh the potential restraining forces.
Additionally, the report critically examines the organisational climate, identifying both supportive and limiting factors for innovation. Finally, the role of artificial intelligence in refining the proposed solution is evaluated, providing a critical reflection on its effectiveness. Overall, the report concludes that the proposed innovation provides a sustainable and balanced approach to Seren Coffi’s values while improving operational performance.
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[bookmark: _Toc224387381]Part 1: Analysis and Innovation
1. [bookmark: _Toc223414609][bookmark: _Toc223416023][bookmark: _Toc224387382]Introduction

This report examines the operational challenge faced by Seren Coffi and explores how creativity and innovation can improve performance without compromising the organisation’s core values. Seren Coffi is an independent coffee shop near Cardiff’s historic docks, established with a strong focus on community, sustainability, and ethical sourcing. Since its founding, the organisation has highlighted product provenance, supported local suppliers, and promoted cooperative partners in the coffee supply chain. 

The organisation has developed a distinctive local identity by promoting the Welsh language and hosting cultural events such as poetry readings and informal language exchanges, thereby strengthening its reputation as a socially responsible business within Cardiff’s hospitality sector. However, despite these strengths, Seren Coffi faces a significant operational inefficiency caused by a slow collective decision-making leadership structure. This is further intensified by external factors, including supply cost fluctuations and competition from chain cafés, which have affected service efficiency, staff workload, and responsiveness to market changes.

This report addresses the operational inefficiencies faced by Seren Coffi through a structured analysis and a practical, innovative operational solution. The study is structured in two parts: Part 1 examines the organisation, its main operational problem, and the wider context in which it operates, considering the tension between ethical principles and efficiency within a competitive environment. The report then proposes a creative and innovative solution to improve operational performance while maintaining the existing leadership, source of governance and supplier arrangements. The solution is evaluated for feasibility and potential impact using established management frameworks. 

Furthermore, Part 2 evaluates the role of artificial intelligence in developing and refining the proposed innovation. By combining analysis, creativity, and technology, the report presents a practical, ethical, and well-supported approach to addressing Seren Coffi’s operational challenge. Overall, the report aims to demonstrate how a balanced and context-sensitive approach to innovation can support both organisational performance and sustainability.
2. [bookmark: _Toc224387383]Main Findings

This section presents the key findings of the report by identifying the main operational issue affecting Seren Coffi and analysing the factors contributing to it. It also examines the role of creativity and innovation within a capitalist business context, particularly the tension between organisational values and operational efficiency. These findings provide a foundation for the development of an appropriate and innovative solution.

[bookmark: _Toc224387384]2.1 Seren Coffi and the Operational Problem

Seren Coffi operates within the independent café sector, differentiated by ethical positioning, product quality, and community engagement. The organisation has built a strong identity based on transparency, local sourcing, and social value creation. Despite these strengths, operational inefficiencies prevent consistent daily performance, threatening long-term sustainability.

The primary issue affecting Seren Coffi is operational inefficiency, primarily caused by a slow and highly collaborative decision-making process. The founders manage most operational tasks, including serving customers, managing suppliers, and operations. Key decisions are discussed after closing hours, delaying routine matters such as pricing, supplier choices, event planning, staffing and menu updates. While this approach reflects the organisation’s commitment to fairness and shared responsibility, it reduces responsiveness and creates inconsistencies in service delivery and increases founder fatigue (Khaw, 2022).

From an operations management perspective, efficiency, speed, and consistency are critical performance objectives within the service sector to maintain customer satisfaction. Evidence from Seren Coffi highlights that several inefficiencies, including long queues, inconsistent service, and delayed maintenance, all of which negatively impact performance (Tayco, 2025).

Furthermore, external pressures, including rising coffee bean prices due to global supply disruptions and increasing competition from larger chain cafés, exacerbate these challenges. Additionally, changes in founder availability, such as one taking a part-time external role and another reducing attendance at evening shifts, have further constrained operational capacity. According to (Cakmak, 2023), organisations that fail to adapt their processes in response to environmental changes risk losing competitive advantage.

The Value Chain model by (Porter, 1985) identifies value across activities, helping to pinpoint where value is added for customers. At Seren Coffi, strong value emerges from ethical sourcing and customer experience, while operational inefficiencies are evident, supporting the need for a manager (Figure 1).

Overall, the operational inefficiency faced by Seren Coffi is rooted in internal management and decision-making processes rather than market demand or brand reputation. Addressing the inefficiency within the decision-making process is essential to improve responsiveness and consistency while maintaining core values. 

Figure 1: Porter’s Value Chain applied to Seren Coffi:
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2.2 Creativity and Innovation in Capitalist Business Growth

Creativity and innovation are essential forces of business growth within a capitalist context, where organisations must continuously adapt to changing market conditions while maintaining competitiveness (Ziane, 2025). Creativity can be defined as the ability to generate original and useful ideas, whereas innovation is the process of implementing those ideas into practical solutions that create value for the organisation. In this sense, creativity represents the starting point, while innovation ensures that ideas are transformed into measurable outcomes (Tidd, Managing Innovation: Integrating Technological, Market and Organizational Change, 2018). 

The process of creativity is not limited to spontaneous inspiration but can be understood as a structured sequence of stages (Green, 2023), as illustrated in Figure 1: The Creative Process. In the preparation stage, organisations identify problems or opportunities, such as operational inefficiencies within Seren Coffi. Incubation involves reflecting on possible solutions, often subconsciously. Illumination represents the moment when a clear idea emerges, while verification focuses on testing and refining the idea to ensure its feasibility. This structured approach demonstrates that creativity can be systematically applied to solve business problems rather than relying solely on intuition (Fisher, 2021).

Additionally, capitalist business growth and innovation are often influenced by two key drivers: technology push and market pull. Technology push occurs when new technologies lead to the development of new products or services, regardless of immediate market demand. In contrast, market pull arises when organisations respond to existing customer needs or operational problems (Trott P. , 2016). In the case of Seren Coffi, the drive to improve operational efficiency reflects a market pull dynamic, as its business model is based on community expectations, ethical consumption and internal and external pressures demand innovative solutions.

Moreover, within a capitalist business environment, organisations must balance efficiency with value creation, particularly in ethical businesses like Seren Coffi. For ethically driven businesses like Seren Coffi, this creates tension, creativity enables differentiation, while innovation requires structured, rapid, and consistent processes. Aligning creative capabilities with effective innovation processes is therefore critical to achieving both sustainability and competitiveness (Umayna, 2025). Overall, aligning on this ensures that creative ideas generate tangible value while supporting organisational growth within a capitalist framework.
 
Figure 2: The Creative Process:
   

 




















3. [bookmark: _Toc224387386]Proposed Innovative Solution

[bookmark: OLE_LINK1]To address the operational inefficiencies identified in Seren Coffi, this report proposes the introduction of a manager role responsible for daily operations. This solution represents an innovative approach to improving daily operations without altering the existing structures. It focuses on improving internal operational processes while maintaining the organisation’s ethical values and collaborative culture (Huang, 2022).

The Manager’s responsibilities include managing staff schedules, supervising service flow during peak periods, coordinating routine supplier interactions, and supporting events. Delegating these tasks enables the founders to focus on long-term strategic decisions, reducing fatigue and improving service consistency (Brown, 2001). This solution is innovative because it combines direct involvement in daily activities with strategic oversight, addressing multiple operational challenges and reflecting a process innovation within the 4 P’s framework (López Fernández, 2025).

As illustrated in Figure 2: A Process Model for Innovation for Seren Coffi, the solution follows a structured process: search identifies operational inefficiencies, select chooses the Manager as the most suitable response, implement integrates the role into daily operations without disrupting existing structures, capture highlights expected benefits such as improved workflow, reduced founder workload, and enhanced customer satisfaction (Asiamah, 2023). 

Figure 3: A Process Model for Innovation for Seren Coffi

Furthermore, Figure 3 demonstrates feasibility through idea screening. The innovation aligns with existing resources, staffing, and organisational values while requiring minimal financial investment. Unlike more radical changes, this approach offers a low-risk and high-impact improvement. Comparable independent cafés adopting similar roles report improved service reliability (Sukhov, 2024). 

Figure 4: Idea Screening



Overall, the Manager addresses multiple issues simultaneously, including decision delays, service inconsistency, and staff coordination, making it a focused and effective innovation for Seren Coffi. It demonstrates how structured creativity and innovation can create tangible organisational values while respecting ethical standards and governance (Qasim, 2025).
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3.1 Application of the 4Ps of Innovation

The proposed introduction of a manager role at Seren Coffi can be analysed using the 4Ps of innovation model, as illustrated in Figure 4. This framework allows a structured understanding of how the solution contributes to organisational improvement (Tidd, Managing Innovation: Integrating Technological, Market and Organizational Change, 2013). 

The solution primarily represents process innovation, as it improves management of daily operations rather than altering core products or services. By introducing a manager, Seren Coffi can achieve faster decisions and smoother workflow, addressing inefficiencies caused by collective decision-making and reducing founder workload while maintaining its ethical and collaborative culture (Cowling, 2024). 

It also reflects elements of paradigm innovation, as it introduces a shift in how responsibility is distributed. While founders retain strategic control, the Manager oversees routine decisions, creating a structured approach without compromising core values. Position innovation is evident indirectly, as improved efficiency enhances customer experience and strengthens the café’s competitive standing. There is minimal product innovation, as offerings remain unchanged, although service improvements may enhance perceived quality (Santa, 2025).

Figure 5: The 4 P’s of Innovation 

The Business Model Canvas, developed by (Osterwalder, 2010), outlines how organisations create, deliver, and capture value. For Seren Coffi, the framework highlights ethical sourcing and community engagement, while revealing inefficiencies in key activities that limit performance. Introducing a manager strengthens operational coordination and resource use, improving consistency while maintaining the café’s core values (see Figure 6).
Figure 6: Business Model Canvas – Seren Coffi
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Overall, the innovation demonstrates that effective change can stem from refining processes and organisational structure, achieving operational, cultural, and reputational benefits simultaneously (Iranmanesh, 2021).






4. [bookmark: _Toc224387388]The Creativity Process

The development of the proposed innovation emerged through a structured and context-driven creative process rather than a spontaneous idea. Initially, the preparation stage involved a detailed analysis of the Seren Coffi operational environment, allowing for the identification of the core operational inefficiency, particularly the slow and collective decision-making structure. This stage reflects the importance of problem identification as a foundation for the creativity process, generating meaningful solutions (Trott P. B., 2022). 

Following this, an incubation phase occurred through reflection on both the internal dynamics of Seren Coffi and comparable practices within the independent café sector. This included considering how similar businesses manage operational pressures while maintaining their core values. The illumination stage was reached when the idea of introducing a manager emerged as a solution capable of addressing multiple operational issues simultaneously, including workload distribution, service consistency, and decision-making speed (Usher, 2024). 

Figure 7: Open Innovation Funnels
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The final verification stage involved assessing the feasibility and relevance of the idea in relation to Seren Coffi’s existing structure and constraints. As illustrated in Figure 5, Innovation Funnel, the development of the idea aligns with an open innovation approach, where insights are drawn from both internal analysis and external observations. Innovation funnels support the systematic generation, evaluation, and selection of ideas, ensuring that only those aligned with organisational capabilities and market needs are implemented (Chesbrough, 2014).

Overall, the creative process demonstrates a balance between analytical thinking and practical application, resulting in a low-risk and contextually appropriate innovation that responds directly to Seren Coffi’s operational challenges.






















5. Evaluation of the Innovation

The viability of the Manager role can be assessed through its ability to address Seren Coffi’s core inefficiencies while remaining aligned with its ethical values and organisational structure. Rather than introducing radical structural change, this approach focuses on improving internal processes, which is often considered more sustainable within small, independent businesses. (Schaltegger, 2023)

From a capitalist perspective, viable innovations are typically expected to improve efficiency, reduce costs, and enhance competitiveness. In this case, the introduction of a manager contributes to operational performance by improving decision-making speed, reducing delays, and supporting consistency. These improvements are likely to strengthen customer satisfaction and retention, which are essential for long-term business sustainability (Petropoulos, 2023).

However, the solution also presents certain limitations. The introduction of an additional role may increase short-term operational costs, which could be seen as a constraint within a cost-focused capitalist model. Furthermore, there is a potential risk of resistance from founders who are accustomed to a fully collaborative approach. Despite these challenges, the overall value created by improved efficiency and reduced operational pressure outweighs these concerns (Morin, 2024).

Furthermore, from a financial perspective, the manager’s salary can be supported through existing revenue streams, including coffee sales and events, alongside minor operational adjustments such as reducing low-demand opening hours and improving service efficiency.

Importantly, this innovation aligns not only with capitalist performance objectives but also with value creation principles. It preserves Seren Coffi’s ethical identity while enabling more effective day-to-day management. As argued by (Wang, 2024), innovation is most effective when it supports both organisational performance and intrinsic values. Therefore, this solution represents a balanced and contextually appropriate response to the organisation’s operational challenges.

[bookmark: _Toc224387390]5.1 Lewin’s Force Field Analysis

A more structured evaluation of the innovation can be achieved through Lewin’s Force Field Analysis, which examines the balance between forces supporting and resisting change. As illustrated in Figure 6: Force-Field Analysis, the driving forces for implementing the Manager are significantly stronger than the restraining forces, indicating a high level of feasibility (Walker, 2023).

The most influential driving forces include faster decision-making, reduced founder workload, and improved service speed, each rated highly due to its direct impact on daily operations. These are complemented by improved consistency and enhanced customer experience, which further strengthen the case for implementation. Together, these factors produce a total driving force score of 16, demonstrating strong organisational benefits (Miklosik, 2023).

In contrast, the restraining forces are comparatively weaker, with a total score of 11. These include concerns such as additional cost pressure, potential loss of control, and cultural resistance to change. While these factors are relevant, their lower scoring suggests that they are manageable and unlikely to prevent implementation. For example, resistance may be reduced through clear communication and gradual role integration, while cost concerns may be offset by increased efficiency over time (Han, 2023).

From a critical perspective, although the solution involves some financial and cultural risk, the overall balance of forces supports implementation. Even if evaluated beyond a purely capitalist lens, the innovation generates significant value by improving working conditions, preserving organisational values, and enhancing customer experience. Therefore, the analysis confirms that the innovation is both viable and strategically appropriate for Seren Coffi (Carreno, 2024).






Figure 8: Force-Field Analysis  
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6. Organisational Climate for Innovation

Seren Coffi’s organisational climate, defined as the collective perceptions and attitudes of staff towards policies, practices, and procedures, demonstrates features that both support and constrain innovation (Ehrhart, 2025). According to Greiner’s Growth Model (See Figure 7), Seren Coffi is positioned at Stage 2 Autonomy, reflecting a young but expanding organisation with increasing operational complexity. Leadership is adapting from informal, founders’ decision-making towards more structured systems, which creates both opportunities and limitations for innovation (Frezatti, 2026). 

Support for innovation arises from Seren Coffi’s ethical values, community engagement, and collaborative culture. These factors encourage creative problem-solving, experimentation, and responsiveness to operational challenges, such as improving efficiency without compromising the café’s core identity. The proposed Manager is likely to be well-received, as it supports staff, streamlines routine decisions, and aligns with the organisation’s values without altering leadership, governance, or supplier relationships (Manzoor, 2025).

Figure 9: Greiner’s Growth Model applied to Seren Coffi
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However, constraints include the founders’ centralised control over strategic decisions and 
limited financial and human resources typical of small independent cafés. These limitations restrict radical innovation, requiring low-risk, high-impact solutions. Given current economic and social conditions, the Manager is viable, leveraging existing resources to improve workflow and customer service. With additional budget or time, the role could be expanded with further operational support tools, enhanced staff training, or additional process innovations to strengthen organisational capacity (Ma, 2025).

Overall, Seren Coffi’s climate is moderately supportive of innovation. Figure 7 illustrates how its growth stage shapes both potential and practical constraints, highlighting the need for targeted, contextually appropriate initiatives.

















	




[bookmark: _Toc224387392]Part 2: AI-Supported Development of the Innovation

This section explores how artificial intelligence AI LLM supported the development of the Manager solution at Seren Coffi. It highlights AI’s role in generating ideas, evaluating practical impacts, and refining the innovation to align with operational and ethical considerations.

7. [bookmark: _Toc224387393]Use of AI in Developing the Innovation

The application of artificial intelligence, specifically large language models (LLMs), played a supporting but critically evaluative role in the development of the proposed managerial innovation for Seren Coffi. Rather than generating the core idea independently, I utilised AI as a tool to extend, challenge, and refine an already identified solution. To guide the interaction, I used structured prompts focusing on evaluation, implementation, and impact (see Appendix B). This reflects a broader understanding of AI as an augmentation mechanism within creative processes rather than a substitute for human judgment (Nah, 2023).

Initially, the concept of introducing a manager emerged from the analytical stages outlined in Part 1, particularly through the identification of inefficiencies in decision-making structures. I then engaged with AI to test the robustness of this idea by exploring its practical implications, potential risks, and wider organisational impact. This aligns with existing literature suggesting that AI can enhance ideation by offering alternative perspectives and supporting cognitive processing in complex problem-solving contexts (Garbuio, 2021).

However, my interaction with AI also revealed important limitations. While the model could generate structured and coherent responses, I observed that its outputs tended to reflect generalised business practices rather than context-specific insights. For instance, recommendations frequently emphasised efficiency and scalability, which, although relevant in efficiency-driven business models, risked overlooking Seren Coffi’s ethical positioning and community-oriented values. This support concerns raised by (Arora, 2023) who argues that AI systems often reproduce dominant economic logics embedded in their training data, potentially marginalising alternative organisational models.

Critically, the use of AI required continuous human filtering and adaptation. I did not adopt responses directly, instead, I evaluated them against the specific constraints of the case study, including the requirement not to alter leadership structures or supplier relationships. This structured and progressively refined process reflects the concept of human-AI collaboration, where value is created through selective integration rather than passive acceptance (Ali, 2025).

Furthermore, I used AI to support the verification stage of the creative process. By simulating potential outcomes, such as the impact on staff workload or customer experience, the model helped assess feasibility and identify unintended consequences. Nevertheless, I recognised that these projections remained speculative and required critical interpretation, reinforcing the importance of managerial judgement in decision-making contexts (Rožman, 2023).

In conclusion, AI functioned as a reflective and supportive tool in developing the innovation rather than a primary source of creativity. Its value lay in enhancing critical thinking, identifying blind spots, and structuring ideas, while its limitations highlighted the necessity of human oversight. This balanced approach ensured that the final solution remained contextually appropriate, ethically aligned, and practically viable.

[bookmark: _Toc224387394]7.1 AI Interaction and Prompts

In developing the managerial innovation for Seren Coffi, I structured my interaction with the AI model through a series of targeted prompts designed to progressively develop, evaluate, and refine the proposed solution (see Appendix B). Rather than relying on broad or generic queries, I deliberately focused the prompts on specific aspects of the innovation, including operational impact, organisational culture, and potential risks. This approach reflects best practice in human AI interaction, where the precision and framing of inputs significantly influence the quality and relevance of outputs (Zhang, 2025).

Initially, I sought evaluative feedback on the core idea (Prompt 1), asking whether introducing a manager would align with Seren Coffi’s ethical and collaborative values. The AI largely validated the feasibility of the solution, emphasising improvements in efficiency and decision-making speed. However, I observed that these responses lacked critical depth, tending to reinforce my initial proposal rather than challenge its assumptions. This aligns with (Liang, 2024) who argue that LLMs often generate agreeable responses, which may limit their capacity to support critical evaluation.

To address this limitation, I refined subsequent prompts to encourage deeper analytical engagement. For instance, prompts exploring “secondary effects” and “impact on staff morale” (Prompts 5-6) generated more nuanced outputs, including potential risks such as reduced employee autonomy and resistance to change. This demonstrates that the quality of AI outputs is not fixed but can be shaped through progressively more specific and critical questioning (Bai, 2025). 

Furthermore, I used prompts focused on implementation (Prompt 8), particularly examining how founders could retain control while delegating operational responsibilities. The AI suggested mechanisms such as defined role boundaries and feedback loops. However, I critically adapted these recommendations to ensure alignment with Seren Coffi’s informal and values-driven culture. This highlights the importance of human judgment in interpreting and contextualising AI-generated insights (Russell, 2021).

A key strength of the AI interaction was its ability to rapidly generate multiple perspectives, enabling a more comprehensive evaluation of both opportunities and risks associated with the innovation. However, the responses remained largely grounded in conventional management logic, with limited capacity to generate genuinely novel or context-specific solutions. This suggests that while AI can support analytical breadth, it may constrain creative depth when applied uncritically.

Overall, the effectiveness of AI depended on my active role in guiding, questioning, and refining the interaction. By evolving prompts from initial validation (Prompt 1) to more critical and exploratory questioning (Prompts 5-9), I was able to obtain increasingly relevant and insightful outputs. This demonstrates that AI is most effective when used as part of a structured and reflective process of engagement, rather than as a passive source of information.




[bookmark: _Toc224387395]7.2 Critical Evaluation of AI Contributions

The contribution of artificial intelligence to the development of the proposed innovation can be critically assessed in relation to its influence on creativity, analytical depth, and decision-making quality. While AI enhanced the structure and scope of the analysis, its outputs also revealed important limitations that required active human interpretation.

One significant strength of AI is its ability to support structured and systematic thinking. The model generated organised responses that helped clarify the managerial role, its responsibilities, and expected operational outcomes. This aligns with research suggesting that AI can improve cognitive efficiency by organising complex information and supporting idea development. In this context, AI functioned effectively as a cognitive support tool, enabling a more coherent and logically developed innovation (Zhang, 2025).

However, the extent to which AI contributed to genuine creativity is more limited. Although multiple suggestions were generated, these were largely incremental and grounded in conventional management practices, such as delegation, role clarity, and performance monitoring. This supports the argument that AI is more effective in refining and extending existing ideas rather than producing original or context-specific innovations. As a result, the core concept of the managerial role remained primarily human-generated, with AI acting in a supplementary capacity (Russell, 2021).

A further limitation relates to the presence of bias within AI-generated outputs. As highlighted by (Makridakis, 2023) large language models are trained on datasets that may embed dominant economic and managerial assumptions. In this case, the AI consistently prioritised efficiency, control, and scalability. While relevant in many business contexts, these priorities required critical filtering to ensure alignment with Seren Coffi’s ethical and community-oriented values. Without such evaluation, there was a risk that the innovation could shift towards a more conventional, profit-driven model, potentially undermining the organisation’s identity.

Moreover, the AI demonstrated limited contextual awareness. Although it responded appropriately to prompts, it lacked a deeper understanding of Seren Coffi’s cultural dynamics, informal practices, and value-driven decision-making processes. In applying these outputs, I recognised that their relevance depended on careful adaptation to the café’s specific context. This reinforces the argument that AI cannot independently interpret complex organisational contexts and must be complemented by human judgement (Al Masaeid, 2025).

Despite these limitations, AI contributed positively to the overall quality of the analysis. It enabled the exploration of multiple perspectives, supported risk identification, and strengthened the evaluation of the innovation. Importantly, the process of engaging critically with AI outputs also enhanced my own analytical thinking, requiring continuous assessment of relevance, accuracy, and alignment.

In conclusion, AI provided valuable support in structuring and evaluating the proposed innovation, but remained limited in terms of originality, contextual understanding, and critical challenge. The most effective outcomes were achieved through a balanced approach, where AI outputs were actively questioned, adapted, and integrated into the wider analysis.



















8. [bookmark: _Toc224387396]Conclusion
This report has critically analysed the operational challenges at Seren Coffi and proposed a practical innovation through the introduction of a manager. The organisation’s reliance on collective decision-making, while ethically driven, has caused inefficiencies in daily operations, affecting service consistency, staff workload, and responsiveness. The Manager addresses these issues without altering leadership, governance, or supplier relationships, ensuring that core ethical and community values are preserved.
The innovation was developed through a structured creativity process, combining problem identification, reflection on comparable café practices, and verification using an open innovation funnel, demonstrating systematic idea generation and evaluation. Evaluation using Lewin’s Force Field Analysis indicated that the benefits, including enhanced efficiency, reduced founder fatigue, and improved customer experience, outweigh potential constraints. Analysis via the 4Ps of innovation confirmed that the solution is primarily process-driven, with secondary impacts on organisational mindset and market positioning.
Seren Coffi’s organisational climate, characterised by strong ethical values, collaboration, and openness to new ideas, is moderately supportive of innovation. Limitations due to centralised strategic control and resource constraints restrict radical change, highlighting the importance of low-risk, high-impact solutions. The Manager exemplifies such an approach, combining practical operational oversight with alignment to organisational values.
Furthermore, the report explored AI-supported development of the innovation, demonstrating that technology can assist in refining solutions, enhancing operational decision-making, and supporting structured implementation. Overall, the proposed innovation provides a balanced and contextually appropriate approach that improves efficiency, staff support, and service delivery while maintaining Seren Coffi’s unique identity and supporting long-term sustainable growth.
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10. [bookmark: _Toc224387398][bookmark: _Toc215926603]Appendices 
[bookmark: _Toc224387399][bookmark: _Toc224387400]Appendix A - AI Prompts

The following list contains all the prompts used to interact with the AI (ChatGPT) to critically develop and refine the proposed Manager solution for Seren Coffi. Each prompt generated responses that were screenshot and are included in Appendix B.

1. “What do you think about my solution of introducing a manager responsible for daily operations at Seren Coffi, while ensuring that the café’s ethical values, collaborative leadership structure, and relationships with local suppliers are maintained?”
2. “How can you improve this solution to work effectively at Seren Coffi while maintaining its ethical and cultural values?”
3. “Can you explain in more detail how this solution will work in practice?”
4. “How could this solution improve daily operations and decision-making?”
5. “What could be the secondary effects of introducing a manager?”
6. “How might this innovation impact staff workload and morale?”
7. “Would this idea add brand value or brand equity for Seren Coffi?”
8. “How could the founders retain control while delegating daily operations?”
9. “How can the café measure the success of introducing a manager?”














[bookmark: _Toc224387401]Appendix B - AI Screenshots

The following screenshots show the AI-assisted discussion used to develop and refine solutions for Seren Coffi’s operational inefficiencies. They demonstrate the process of exploring ideas, evaluating options, and improving the proposed innovation.
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Seren Coffi is an independent café located near Cardiff docks, built
on strong ethical values including sustainability, community
engagement, and transparent sourcing. The business promotes local
suppliers, Welsh culture, and social responsibility, creating a
distinctive brand identity within the independent café sector.
However, the organisation faces operational inefficiencies due to a
highly collaborative decision-making structure, where founders
manage most daily tasks and decisions collectively after working
hours. This results in slow responses, inconsistent service, and
increased workload. External pressures such as rising supply costs
and competition from chain cafés further intensify these challenges.
The key issue is the lack of operational coordination, which limits
efficiency and responsiveness despite strong customer value and
ethical positioning. What do you think about my solution of
introducing a manager responsible for daily operations at Seren Coffi
while ensuring that the café's ethical values, collaborative leadership
structure, and relationships with local suppliers are maintained?

Your solution of introducing a manager to handie daily operations at Seren Coffi is a strong and practical
approach, but it can be strengthened by carefully balancing operational efficiency with the café's ethical
and collaborative ethos. Here's a detailed breakdown:

Strengths of Your Solution
1. Improved Operational Efficiency
«  Adedicated manager can streamline daily decision-making, reducing delays caused by the

+  Ask anything 9 °

ChatGPT can make mistakes. Check important info. See Cookie Preferences,
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2. Consistency and Responsiveness + sh
&, Share -+
* Customers benefit from more consistent service, which helps build loyalty—especially crucial in a

competitive café market.
« Faster responses to supply issues, staffing problems, or unexpected challenges become possible
without burdening the founders.

3. Preservation of Ethical Values
« If the manager is chosen with care and trained in Seren Coffi's ethos, they can enforce ethical

sourcing, support local suppliers, and maintain the café’s community focus.
« The founders can continue shaping high-level strategy and cultural vision while the manager

handles execution.

Potential Challenges and Considerations
1. Risk to Collaborative Culture
« Introducing a single point of authority might feel like a shift away from the founders’ collaborative

leadership.
« Staff may perceive decisions as top-down rather than collective unless the role is clearly framed
as facilitative, not authoritarian.
2. Maintaining Founder Involvement
« Founders still need visibility on daily operations to ensure the café’s values are upheld, but
without micromanaging.
« Aclear reporting and decision framework can preserve collaboration while giving the manager
autonomy.
3. Alignment with Local Suppliers and Community
« The manager must maintain relationships with local suppliers and community stakeholders, not

just handle operational tasks.
* This requires a manager who shares the café’s values and understands the local culture.
g

+  Ask anything o 0
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Recommendations to Strengthen the Solution
1. Define the Manager’s Role Clearly
* Focus on execution of daily tasks, routine supplier communication, staff scheduling, and
operational problem-solving.
* Make clear boundaries so strategic, ethical, and community decisions remain with the founders.
2. Implement Transparent Communication Channels
« Daily or weekly briefings with founders can maintain oversight without slowing operations.
* Use collaborative tools (like Trello, Slack, or a simple shared dashboard) to keep founders
informed of key decisions.
3. Embed Ethical Practices into Operations
* Create a “values checklist” for the manager: supplier selection criteria, sustainability practices,
and local community engagement.
* This ensures the café’s brand identity is preserved even as efficiency improves.
4. Trial Period or Phased Introduction
* Start with a trial phase to allow founders, staff, and suppliers to adjust to the manager’s role.
« Gather feedback and tweak responsibilities to maintain the café’s collaborative culture.

Summary:
Introducing a manager is an effective solution for operational inefficiencies at Seren Coffi, as long as the

role is framed as a facilitator of operations, not a replacement for collaboration. Clear responsibilities,
ongoing founder involvement, and alignment with ethical values will ensure the café improves efficiency
without sacrificing its unique brand identity and community focus.

If you want, | can draft a sample role description for the manager that balances efficiency with Seren
Coffi's values—this often makes it much easier to in 1 ment without disrupting the collaborative culture.

Do voii want me ta do that?
—+ Ask anything o °
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How can you improve this solution to work effectively at Seren Coffi
while maintaining its ethical and cultural values?

To make your solution of introducing a manager truly effective at Seren Coffi while preserving its ethical
and cultural values, you need a carefully structured, values-driven management approach rather than
simply appointing someone to “run daily operations.” Here's a step-by-step way to improve it:

1. Define the Manager as a “Values-Centric Operations Facilitator”
* Instead of a traditional manager with top-down authority, frame the role as someone who

coordinates operations in alignment with the café’s ethos.

* Responsibilities:

Handle day-to-day tasks (inventory, staff scheduling, customer service issues).

Liaise with local suppliers to ensure sourcing aligns with ethical and sustainability standards.

* Monitor operational efficiency and quality control without overriding founder or team input.

Outcome: Faster decisions and consistent service, while founders remain the guardians of culture

and ethics.

2. Maintain Collaborative Decision-Making Where It Matters

* Use a decision matrix to clearly distinguish:
Operational decisions: manager has autonomy (e.g., reorder stock, adjust shift schedules).
Strategic or ethical decisions: founders retain authority (e.g., adding new suppliers,

partnerships, community initiatives).
« Regular check-ins (weekly or bi-weekly) ensurc ' nsparency without slowing daily operations.
+ |Ask anything g =
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3. Embed Ethical and Cultural Values in Operations
* Develop an “Ethics & Values Checklist” for the manager:
« Supplier selection criteria (local, sustainable, fair-trade).
« Community engagement activities.
* Standards for customer interaction that reflect Welsh culture and café ethos.
* Encourage the manager to champion these values among staff.

4. Integrate Staff and Founders in the Process
* Introduce collaborative tools (shared dashboards, task boards, or Slack channels) so founders can

oversee decisions without micromanaging.

* Encourage feedback loops: staff and founders provide input on operational improvements.

* This preserves the collective spirit while improving efficiency.

5. Phased Implementation
* Start with a trial period (3—6 months):
« Track improvements in service speed, staff workload, and operational consistency.
* Evaluate how well the manager adheres to ethical standards.
« Adjust responsibilities before making it permanent.

6. Hire or Train the Right Person

* Look for a manager who:
* Shares the café's ethical, community-oriented values.
* Has experience in collaborative workplace  -ather than hierarchical ones.
* Is capable of balancing efficiency with cus.omer and supplier relationships.

=+ Ask anything
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* Look for a manager who: X2, Share -+

* Shares the café’s ethical, community-oriented values.
* Has experience in collaborative workplaces rather than hierarchical ones.
* Is capable of balancing efficiency with customer and supplier relationships.

Expected Outcome
By restructuring the manager'’s role around facilitation and values rather than authority:

« Daily operations run smoothly and efficiently.

« The café’s ethical sourcing, local partnerships, and cultural identity remain intact.

« Founders are freed to focus on strategy, culture, and community engagement.

« Staff feel supported rather than micromanaged, maintaining morale and collaboration.

ity Framework” tailored for

If you want, | can create a detailed “Operations Manager Role & Responsi
Seren Coffi that integrates these ethical and collaborative safeguards. It could serve as a blueprint for

implementation.
Do you want me to do that?

6 P -

Is this conversation helpful so far? ¢ @ x

w©

+  Ask anything
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Can you explain in more detail how this solution will work in practice?
Absolutely! Let’s walk through how introducing a values-driven operations manager at Seren Coffi

would work in practice, step by step, so it's clear how efficiency improves without compromising ethics,

culture, or collaboration.

1. Role Definition in Practice

« Title: Operations Manager (Values-Centric)
« Primary Purpose: Ensure day-to-day operations run smoothly, while upholding Seren Coffi's ethical

standards, local supplier relationships, and cultural values.

ties in practi

* Responsil
1. Daily operations:
* Open and close the café.
« Monitor stock levels and reorder supplies when low.
* Ensure staff are scheduled appropriately.
2. Quality and consistency:
* Check that drinks, food, and service meet Seren Coffi's standards.
« Handle immediate customer issues without delay.
3. Supplier and community engagement:
< Communicate with local suppliers, ensuring orders meet ethical sourcing guidelines.
+ Maintain relationships with local producers and artisans.
4. Collaboration with founders:
* Provide daily or weekly operational reports.
« Flag strategic or ethical decisions to fu‘l’.ders rather than acting independently.

+ |Ask anything

ChatGPT can make mistakes. Check important info. See Cookie Preferences.
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Morning:
@
* Manager opens café, checks stock, ensures staff are in place.
= * Reviews any urgent supplier communications or deliveries.

During Service:
Handles on-the-spot decisions: customer complaints, staff adjustments, or supply shortages.

Keeps founders updated via quick messages or shared dashboards on any unusual issues.

End of Day:
Prepares report for founders: sales, staffing issues, supplier feedback, customer trends.
Suggests small operational improvements (e.g., reorder schedule adjustments) while keeping major

changes for collaborative discussion.

Weekly / Biweekly:
= Holds structured meetings with founders: review operations, identify challenges, discuss strategic

decisions or community initiatives.

Receives feedback on maintaining ethical standards and cultural alignment.

3. Maintaining Ethical and Cultural Values
* Values Checklist: Manager uses a daily checklist to ensure:
* Suppliers meet sustainability and local sourcing standards.
« Community events or initiatives are supported appropriately.
* Staff behavior reflects café values (welcoming, friendly, culturally aware).
« Ethical decisions that could affect reputation (e.g., switching a supplier or introducing a new menu

item with local partners) are escalated to founders.

N
’
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* Operational decisions are handled by the manager, but strategic, ethical, or community decisions
@ remain collective.
I « Staff continue to provide input on workflow, menu suggestions, and local partnerships, keeping the
collaborative culture alive.
* Shared tools (like a digital dashboard or Trello board) give founders real-time visibility without
slowing daily operations.
5. Expected Outcomes in Practice
< Service consistency: Staff have clear direction; customer complaints decrease.
* Operational efficiency: Founders no longer need to make minor decisions after hours.
« Ethical integrity: Supplier relationships and sustainability practices remain intact.
« Collaborative culture: Founders and staff stay involved in high-level or strategic decisions.
* Scalability: The café can handle growth, higher customer volume, and supply fluctuations without
stress.
In short, the manager acts as the bridge between the founders’ values-driven vision and the café’s daily
operational realities. They streamline execution while ensuring nothing compromises Seren Coffi's culture,
ethics, or community focus.
If you like, | can draw a simple visual workflow diagram showing exactly how the manager, founders,
staff, and suppliers interact daily and weekly—this often makes it much easier to implement in practice.
Do you want me to do that?
N2
(SN IR S VI S A
< +  Ask anything Qo o

a ChatGPT can make mistakes. Check important info. See Cookie Preferences.
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If you like, | can draw a simple visual workflow diagram showing exactly how the manager, founders,
staff, and suppliers interact daily and weekly—this often makes it much easier to implement in practice.

Do you want me to do that?

@ O P LS

yes please

Image created - Seren Coffi operations flowchart overview
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How could this solution improve daily operations and decision-

making?

Here's a detailed breakdown of how introducing a values-centric Operations Manager at Seren Coffi

can improve daily operations and decision-making:

1. Streamlined Daily Operations
Current problem: Founders handle most decisions collectively after hours, which slows down routine

tasks and creates inconsistencies.
* With a manager:
* Tasks like opening/closing the café, managing staff schedules, and monitoring inventory are
handled directly by the manager.
Quick operational decisions (e.g., reallocating staff during a busy period, handling minor
customer complaints) no longer require founder approval.
Staff have clear daily guidance, reducing confusion and improving service consistency.

Impact: Faster response times, smoother workflow, less stress for founders and staff, and more

consistent customer experience.

2. Faster and Better Decision-Making
* Operational decisions:

* The manager has autonomy to make routine operational choices within predefined limits (stock

orders, shift changes, daily task prioritization).
Founders are only involved in strategic, et. + al, or community-related decisions, not day-to-

day minutiae.
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oversight:
* The manager provides structured daily or weekly reports to founders, summarizing

performance, supplier status, and operational challenges.
* This ensures founders can make informed decisions quickly, rather than being pulled into minor

daily tasks.
Impact: Decisions are made at the right level, reducing bottlenecks and allowing founders to focus on

high-value strategic decisions.

3. Improved Coordination with Staff and Suppliers
« Staff report directly to the manager for day-to-day guidance, while still providing feedback on

operations.
* Suppliers communicate primarily with the manager, who ensures:
* Orders follow ethical sourcing standards.
* Local relationships are maintained.

Impact:
* Operational communication is centralized and organized.
* Founders no longer have to micromanage supplier relationships, freeing them for broader initiatives.

4. Preservation of Ethical and Cultural Standards
* The manager uses a values checklist for ethical sourcing, customer service, and community

engagement.
* Any decisions that could affect culture or ethics are escalated to founders, ensuring the café'’s

values are never compromised.

Impact: Ethical integrity is maintained while daily o;.‘I’Ations are more efficient.

o

=+ Ask anything
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5. Transparency and Feedback Loops &, share -
* Shared dashboards and end-of-day reports allow founders to monitor operations in real-time,
without being directly involved in every decision.
« Staff can provide operational input through structured channels, maintaining the collaborative
culture.
Impact: Operational improvements are data-informed, feedback-driven, and aligned with Seren Coffi's

values.

Summary
By introducing a values-centric Operations Manager:
* Daily operations run smoothly and consistently.
* Routine decisions are made faster, without founder involvement.
« Strategic, ethical, and cultural oversight is preserved.
* Staff and supplier communication is streamlined, reducing confusion and errors.

Overall, this solution transforms Seren Coffi from a slow, founder-dependent operation into a well-
coordinated, efficient, yet ethically grounded café, capable of responding quickly to both customer
needs and market pressures.

If you want, | can create a practical “before vs after” comparison chart showing exactly how decision-
making and daily operations improve under this solution—it makes the benefits visually very clear.

Do you want me to do that?
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What could be the secondary effects of introducing a manager?

Introducing a values-centric Operations Manager at Seren Coffi would primarily improve efficiency and
coordination, but there are several secondary effects—both positive and potentially negative—that

should be anticipated and managed:

1. Positive Secondary Effects

a) Reduced Founder Burnout
* Founders are currently handling operational tasks after hours. With a manager:
« Founders can focus on strategy, ethics, and community engagement.
* They regain personal time and mental bandwidth.
« Effect: Increased founder productivity and creativity; lower risk of burnout or stress-related errors.

b) Increased Staff Morale and Productivity

« Staff receive clearer instructions and more consistent leadership.
* A manager can support staff training, handle conflicts quickly, and recognize achievements.
« Effect: Better teamwork, fewer mistakes, and a more positive working environment.

c) Improved Supplier and Community Relations
 The manager ensures consistent communicat‘J, with local suppliers and adherence to ethical
sourcing.

=+ Ask anything ) [ ]
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* Regular operational oversight may allow for better planning of community initiatives or

collaborations.
« Effect: Stronger partnerships, increased local credibility, and enhanced brand reputation.

d) Data-Driven Operational Improvements
= With structured reporting, dashboards, and regular updates to founders, operational data becomes

actionable.
= Patterns in customer behavior, inventory use, and staffing needs can inform smarter decisions.
= Effect: Continuous incremental improvements, better forecasting, and cost control.

2. Potential Negative Secondary Effects

a) Perceived Shift Away from Collaborative Culture
* Staff or founders may initially feel the manager is “taking control” instead of facilitating.
« Mitigation: Clearly communicate that the manager coordinates daily operations but does not replace

collaborative decision-making on values or strategy.

b) Over-Reliance on the Manager

« If the manager leaves unexpectedly, operational efficiency could drop temporarily.

« Mitigation: Document processes, train staff for operational backups, and maintain founder oversight.

c) Cultural or Ethical Misalignment Risk
« If the manager doesn’t fully embrace Seren Co. N\ values, shortcuts could compromise ethical

sourcing or community engagement.

+  Ask anything Q 0
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Mitigation: Include ethical and cultural alignment as key hiring criteria, use a values checklist, and

schedule regular reviews with founders.

d) 1 | Adjustment Period
« Staff and founders may need time to adapt to new workflows.
* Minor confusion or duplicated tasks may occur during the first few weeks.

* Mitigation: Implement a phased onboarding plan and maintain open feedback loops.

3. Secondary Strategic Effects
* Capacity for growth: With operational tasks delegated, the café could explore new menu items,
events, or partnerships.
Enhanced brand reputation: Improved efficiency and consistency could strengthen customer loyalty
and positive reviews.
* Better competitive po:
resilient against chain cafés or rising supply costs.

ng: Faster decisions and streamlined operations make Seren Coffi more

Summary:
The introduction of a manager would strengthen daily operations and strategic oversight, while also

potentially improving staff morale, founder focus, supplier relationships, and customer experience.
However, careful communication, hiring, and monitoring are essential to avoid undermining the café’s

collaborative and ethical culture.

If you want, | can create a visual map showing both imary and secondary effects of introducing the

manaaer—this often halns folinders and staff iinderstand the full imnact
+  Ask anything Qo °
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How might this innovation impact staff workload and morale?

Introducing a values-centric Operations Manager at Seren Coffi would have a significant impact on
staff workload and morale, mostly positive if managed well—but there are some nuances to consider.

Let's break it down.

1. Staff Workload

Positive Impacts

1. Clearer Roles and Responsibilities
« Staff would no longer need to figure out daily priorities on their own or wait for founder approval

for minor decisions.
* Routine operational tasks like shift changes, inventory checks, or minor customer issues are

coordinated by the manager.

2. Reduced Multitasking and Stress
* Staff won't need to cover for founders or handle high-level operational decision-making, allowing

them to focus on customer service and core duties.

3. Efficient Problem-Solving
* Operational challenges (e.g., sudden staff absences, supply delays) are handled quickly by the

manager, reducing stress and extra workload for staff.
Net Effect: Staff spend energy on what they were hired to do, rather than juggling operational chaos—
leading to a lighter, more manageable workload.
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Potential Challenges
1. Initial Adjustment Period
« Staff may need time to learn new reporting lines and processes.

* Some tasks may temporarily feel more structured or monitored, which can feel restrictive at

first.
2. Risk of Over-Reliance
« Staff may defer too many decisions to the manager, reducing initiative if not encouraged to

participate in collaborative problem-solving.

2. Staff Morale

Positive Impacts
1. Improved Support and Guidance
* A dedicated manager is available to provide direction, feedback, and support.
« Staff feel more confident in their roles because they have a clear point of contact.

2. Recognition and Development Opportunities

* The manager can actively monitor performance, provide praise, and identify growth or training

opportunities.
« This creates a motivating and positive work environment.

3. Reduced Conflict and Stress
Clear processes and rapid decision-making reduce misunderstandings and tension during busy

periods.
4. Alignment with Values
= The manager ensures that ethical and cultural standards are upheld, giving staff confidence that

Seren Coffi's mission is maintained.
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Potential Risks

1. Perceived Loss of Autonomy
« If staff feel the manager is over-controlling, morale could dip.
ation: Position the manager as a facilitator, not a controller, and maintain collaborative

opportunities for input.
2. Uneven Workload Distribution
« If the manager over-delegates or focuses too heavily on certain staff, others may feel

underutilized.
< Mitigation: Monitor workloads and rotate responsibilities fairly.

3. Practical Implementation to Maximize Positive Effects
* Introduce a values-driven onboarding plan for staff explaining the manager's role.
* Maintain regular feedback sessions between staff, manager, and founders.
« Keep some collaborative decision-making opportun s for staff (e.g., menu suggestions,
community initiatives) to preserve engagement.
« Track morale via surveys or informal check-ins during the first few months.

Summary
* Workload: Likely to decrease for staff in terms of operational chaos and multitasking, while focusing

energy on customer-facing roles.
« Morale: Likely to improve due to clearer guidance, support, recognition, and maintained ethical

culture.
« Caution: Initial adjustment and careful communication are key to preventing perceptions of

micromanagement or reduced autonomy. ¢
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Would this idea add brand value or brand equity for Seren Coffi?

Yes — introducing a values-centric Operations Manager at Seren Coffi could positively impact both
brand value and brand equity, but the effect depends on how the role is implemented and
communicated. Let me break it down carefully:

1. How Brand Value Could Increase
Brand value refers to the tangible and intangible benefits the café provides to customers, employees, and

stakeholders.

a) Improved Customer Experience
* Faster service, more consistent quality, and better problem-solving enhance the customer

perception of reliability and professionalism.
« Customers experience Seren Coffi as efficient but still authentic and ethically aligned, which

strengthens perceived value.

b) Ethical Consistency
* A manager who ensures suppliers meet sustainability and local sourcing standards preserves the

café’s ethical reputation.
* This adds value to customers who prioritize responsible consumption, reinforcing Seren Coffi's

unique positioning in the market.

c) Operational Resilience
* Streamlined operations allow the café to handle busy periods, supply fluctuations, or new initiatives

without compromising quality. N
« Reliability and stability contribute to long-term brand trust.

o
a
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2. How Brand Equity Could Grow
© Brand equity is the perceived worth of the brand in the minds of customers, staff, and community
=) stakeholders.
a) Strengthened Emotional Connection
* By preserving collaborative culture and ethical values, staff and customers feel the brand is authentic
and mission-driven.
* This emotional resonance increases loyalty, word-of-mouth promotion, and advocacy.
b) Differentiation from Competitors
* While chain cafés may prioritize speed or standardization, Seren Coffi can now deliver efficiency
AND ethical, local, community-focused service.
* This creates a clear competitive advantage, reinforcing brand equity.
c) Staff and Supplier Loyalty
* Clear operational processes reduce stress and improve morale among staff.
= Stronger supplier relationships ensure continued ethical sourcing.
« Staff and supplier advocacy adds to the café’s social credibility and equity.
3. Potential Risks to Brand Equity
« If the manager is perceived as undermining collaboration or authenticity, customers and staff may
feel the café is “losing its soul,” which could harm brand perception.
* Mitigation:
* Emphasize that the manager’s role supports the founders’ vision, rather than replacing it.
« Communicate to customers and staff that onerations improvements enhance service without
compromising values. v
< +  Askanything + @®
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4. Overall Impact

Area Before Manager

Operational reliability Inconsistent

Customer satisfaction Mixed

Ethical perception Maintained but monitored informally

Staff morale Stressed and overworked

Brand differentiation Strong ethical positioning, operational
weaknesses

Brand equity Moderate

Conclusion

By introducing a values-focused Operations Manager:

< [ClNG]

After Manager

Smooth, predictable
High, consistent

Explicitly reinforced via manager oversight
Supported, engaged

Strong ethical positioning + operational
excellence

Increased, through loyalty, reputation, and
perceived value

* Brand value increases through more consistent, reliable, and ethically aligned service.
« Brand equity grows via stronger customer, staff, and supplier loyalty, clear differentiation from
competitors, and a reinforced reputation for authenticity and community commitment.

If you want, | can illustrate this with a simple “Brand Value & Equity Impact Diagram” showing before

and after the manager’s introduction — it's a power \ Jisual for investors, staff, or community

stakeholders.
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How could the founders retain control while delegating daily

operations?

The key for Seren Coffi is to delegate daily operations without giving up strategic, ethical, and cultural
control. Founders can achieve this by combining structured boundaries, reporting mechanisms, and

values-driven oversight. Here's a detailed approach:

1. Define Clear Decision Boundaries
* Operational Decisions (Manager Authority)
« Daily scheduling and staffing adjustments
* Inventory and routine supplier orders
* Minor customer issue resolution
Quality checks and standard workflow enforcement
* Strategic & Ethical Decisions (Founders Authority)
Supplier selection and major contract changes

* Menu development and new product launches
Community partnerships, events, or collaborations
Any decision impacting Seren Coffi’s cultural or ethical brand identity

Practical Tool: A decision matrix or “traffic light system” (green = manager autonomy, yellow = consult

founders, red = founders decide) makes boundaries explicit.

2. Implement Structured Reporting

* Daily Reports:
= Summary of sales, inventory, staffing, and any issues that arose.

o
[ ]
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« Highlights any decisions made autonomously by the manager.

* Weekly/ Biweekly Review Meetings:
« Discuss operational trends, supplier updates, staff performance, and customer feedback.
* Review ethical or cultural concerns and escalate decisions if needed.

* Shared Dashboards:

Tools like Trello, Slack, or Google Sheets allow founders to monitor operations in real time

without micromanaging.

3. Values-Centric Operational Guidelines
* Create an “Ethics & Culture Checklist” for the manager:
* Local sourcing and sustainability standards
« Staff behavior aligned with café values
< Community engagement guidelines
This ensures daily operational decisions automatically align with the founders’ vision.

4. Maintain Collaborative Elements

* Involve staff in input-based decisions:
Menu suggestions, workflow improvements, and local event planning remain collaborative.

* Manager as facilitator, not authority:
Emphasize that the manager’s role is coordination and support, rather than replacing collective

decision-making for high-level choices.

5. Trial and Feedback Loop

* Start with a trial period (3-6 months):
* Founders monitor how well the manaaer handles autonomv.

N2
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5. Trial and Feedback Loop

* Start with a trial period (3—-6 months):
* Founders monitor how well the manager handles autonomy.
« Staff and founders give feedback on workflow and cultural alignment.

28 & B

* Adjust the level of delegation based on evidence and feedback.

6. Communication Strategy

* Make it clear to staff, suppliers, and customers:
* The manager handles daily operations, ensuring smooth and consistent service.
* Founders remain the guardians of Seren Coffi’s culture, ethics, and community mission.

Summary
By combining defined decision boundaries, structured reporting, ethical guidelines, and collaborative
practices, the founders can:

* Delegate daily operations efficiently to the manager
* Retain control over strategic, cultural, and ethical direction
* Ensure the café’s identity, values, and community focus remain intact

If you want, | can create a visual “Control vs Delegation Framework"” showing exactly which decisions
the manager handles and which require founders’ approval — it's a very clear way to maintain both

efficiency and control.
L
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How can the cafe measure the success of introducing a manager?

Measuring the success of introducing a values-centric Operations Manager at Seren Coffi requires a
combination of quantitative metrics and qualitative indicators. You want to track improvements in
efficiency, service quality, staff morale, and alignment with the café’s ethical and cultural values. Here's a

structured approach:

1. Operational Metrics (Efficiency & Producti

Metric

Order processing / service time

Inventory management

Daily operational issues resolved

Consistency in opening/closing

ity)

How to Measure

Track average time from order to
delivery

Frequency of stockouts or
overstock situations

Count of staff or customer issues
resolved without founders’

intervention

Audit adherence to standard

procedures procedures
2. Customer Experience Metrics ¢
Metric How to Measure

+ |Ask anything

Target [ Indicator of Success

Reduced average time compared to
pre-manager baseline

Fewer stockouts / better inventory

turnover
Increase in issues handled

autonomously by manager

100% compliance over time

Indicator of Success

o
[ ]
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2. Customer Experience Metrics

Metric How to Measure Indicator of Success
Customer satisfaction Post-visit surveys or feedback forms Improvement in satisfaction scores
(CSAT)
Repeat visits / loyalty Track loyalty card or repeat purchase Increase in returning customers

data
Customer complaints / Log complaints and errors Reduction in complaints related to service

service errors inconsistency

3. Staff Morale and Engagement

Metric How to Measure Indicator of Success

Staff satisfaction Periodic surveys or informal check-ins Positive trend in satisfaction scores

Staff turnover rate HR records Reduction in voluntary turnover

Staff engagement Participation in collaborative decisions or Increase in engagement, suggestions
suggestions implemented

4. Ethical and Cultural Alignment

Metric How to Measure N3 Indicator of Success

Supplier compliance Check if local suppliers meet ethical 100% of suppliers meet standards

-+ Ask anything 9 °
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4. Ethical and Cultural Alignment

Metric How to Measure

Supplier compliance Check if local suppliers meet ethical

sourcing criteria

Community involvement Track events, collaborations,
partnerships

Adherence to café values Founder audits, staff feedback

5. Financial Metrics (Secondary Indicators)

Metric How to Measure

Revenue stability / growth Compare pre- and post-manager
revenue trends

Cost control Monitor waste, spoilage, or over-
ordering
Profit margins Standard accounting metrics
N2

6. Procecs for Meactirement

-+ Ask anything

<

Indicator of Success

100% of suppliers meet standards

Active participation maintained or
increased

Manager consistently follows values
checklist

Indicator of Success

Stable or increasing revenue due to
smoother operations

Reduction in operational costs without

compromising quality

Margins maintained or improved through

efficiency gains

©
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6. Process for Measurement
X, Share

1. Establish a baseline:
= Track current performance metrics (service times, satisfaction scores, staff turnover, etc.) before
the manager starts.
2. Define success targets:
* Set realistic goals (e.g., reduce stockouts by 50%, improve staff satisfaction scores by 20%).
3. Regular tracking:
« Daily/weekly operational metrics
« Monthly staff surveys and customer feedback
* Quarterly strategic review with founders
4. Feedback loop:
« Use metrics to adjust manager responsibilities, training, or workflows if needed.
* Share successes with staff and community to reinforce trust and transparency.

Summary

iency gains but also by:

Success is measured not only by effi
« Improved customer experience
+ Higher staff morale and engagement
* Maintained ethical and cultural values
* Sustainable financial performance
By tracking both quantitative data (time, revenue, errors) and qualitative indicators (morale, cultural
alignment, customer perception), Seren Coffi can ensure the manager adds operational efficiency

without compromising its brand identity.

If you want, | can create a visual “Success Dashbc I " template showing all these metrics in one view —

it could be used by founders to track manager performance clearly.
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