MODULE: CREATIVITY AND INNOVATION 

LECTURER:  CHRIS WILKIN 

WORD COUNT: 4000 WORDS

STUDENT NAME:  DIMITRICHKA GEORGIEVA (2116247)
 
SUBMISSION DEADLINE: TUESDAY 31ST MARCH 2026 





REPORT:   INNOVATIVE CREATIVE SOLUTION ON SEREN COFFI BUSINESS IMPROVEMENT





Seren Coffi is a small coffee shop in Cardiff that is in a very bad spot right now. even though the shop has a strong "Welsh soul" and local people love it, just being liked is not enough to pay the bills in 2026. According to a business idea called Greiner’s Growth Model (1972), the shop has hit a "Crisis of Leadership." This means the old way of running the shop where the owners just worked hard and hoped for the best is not working anymore. The owners are currently stuck in a cycle of "firefighting." This means they spend every single day just trying to fix small problems, like the broken coffee machine or the growing debt, instead of planning for the future. They are so busy trying to survive today that they cannot lead the business toward a better tomorrow. They are tired, and they feel alone because the business has become too hard to manage with their old habits. The biggest problem from the outside is the massive jump in electricity bills, especially the "standing charges." These are the fixed daily fees that the shop must pay just to have the power turned on, even if they do not sell a single cup of coffee that day. Because these fees are so high, the shop is losing money for every hour it stays open during the day. In business theory, this is called a "Market Pull" for innovation (Trott, 2020). This basically means the outside world is forcing the business to change because the old way of working is now impossible. To stay open, the shop must find a new reason for people to come in and spend money, and it must happen fast. When we look at the coffee market in Cardiff using Porter’s Five Forces (1985), the pressure is very clear. The competition from big global companies like Starbucks and Costa is stronger than ever. These massive companies use "Economies of Scale," which just means they buy their coffee, milk, and sugar in such huge amounts that they get them for a very cheap price. A small shop like Seren Coffi can never win a "price war" against them. If the owners try to be the cheapest, they will go out of business. According to Porter, the only way for a small shop to survive is a "Differentiation Strategy." This means the shop must be different in a way that customers actually care about. Currently, the building sits dark and empty for 16 hours a day, which is a big waste. The shop needs to move into the Experience Economy (Pine and Gilmore, 1998), where customers pay for the atmosphere and the feeling of being part of a community, rather than just paying for a drink.
​To guide this big change, we are using the 4 Ps of Innovation (Tidd and Bessant, 2018). This is a simple way to look at four different ways to change a business:               Product Innovation: This is about changing what the shop sells. Instead of just selling a latte, the shop will now sell a "Sober Night Out." This will include live Welsh folk music, poetry nights, and special food from guest chefs. We are moving from selling a basic drink to selling an "Evening Experience." We are making the product about the Welsh culture and the local Cardiff talent, which is something a big chain cannot copy. This is about who we sell to and where. Right now, Seren Coffi is seen as a morning cafe. We are moving it into the "Night-time Economy" of Cardiff. We are targeting students who need a place to study at night and people who want to go out but don't want to be around alcohol in a pub. By changing our position in the market, we find a group of customers who are currently being ignored by other shops. Process Innovation: This is about how we do things. Instead of the owners cooking all the food, the shop will use "Kitchen Takeovers." This means guest chefs come in, bring their own food, and cook their own menu. The shop takes a 25% off the money. This is much safer because the shop doesn't have to buy expensive food that might go bad. It also means the shop can offer different types of food every week, which keeps customers excited. Paradigm Innovation: This is the most important one. It is about changing the mindset of business. The owners are stopping the idea of being just "Baristas" and starting the idea of being "Community Hub Managers." They are realizing that their building is a tool that needs to make money for 16 hours a day instead of just 8. This is a total shift in how they see their job and their goals.This total shift is a form of "Radical Innovation." It isn't just a small change; it is a total restart of how the business works. To make this happen, the owners must use Schumpeter’s Theory of Creative Destruction (1934). This theory says that for a business to grow, it must be willing to "destroy" its old, failing ways of working to make room for a new, better way of making money. The owners must let go of the idea that they are only a coffee shop. They must be brave enough to try something different because the old way is already failing them and causing them a lot of stress. The internal state of the shop is also a major problem. The main coffee machine is currently broken. In Operations Management, if your main tool fails, your whole way of making money stops (Slack et al., 2016). This has created a "Service Gap" where the shop cannot give the customers what they want. Every person who walks away because they cannot get a coffee is a lost chance to pay off the electricity debt. We will use the £2,000 budget to fix this through a "Lease-to-Own" agreement. This is a smart way to handle money because it lets the shop get a professional machine right away for a small monthly payment instead of spending all the cash at once. This keeps the rest of the money free to pay for the new evening lights and sound equipment. The staff situation is also a major problem. One staff member is always tired because she has a second job, and the other refuses to come to meetings. This creates a very bad "Organizational Climate" (Isaksen and Ekvall, 2010). A successful business needs a feeling of "Trust" and "Support," but these are missing. The owners feel like they are carrying all the stress and the debt by themselves. By using the 4 Ps to change the business, the owners can stop relying on these unhelpful staff members and start working with new, excited partners like local musicians and guest chefs. This is what Burns and Stalker (1961) call moving from a "Mechanistic" (rigid) way of working to an "Organic" (flexible) way of working.
​By following this 7-day plan, the owners can finally reach a "Break-even Point." This is the point where the money coming in is more than the money going out. Opening in the evenings is the only way to spread the cost of the electricity bills and make the building profitable. In conclusion, Part 1 shows that Seren Coffi cannot survive if it stays exactly the same. The energy crisis and the staff problems mean the old way of doing things is dead. This new plan is a realistic and necessary way to turn a hard crisis into a new beginning for the shop in Cardiff. It allows the owners to keep their "Welsh soul" while finally making enough money to be safe and successful. To make the 7-day "Seren After Dark" plan work, the owners must stop waiting for their current staff to change and start looking for help from the outside. In business, this is called "Open Innovation" (Chesbrough, 2014). Since the two current staff members are skipping meetings and one is distracted by another job, they are not helping the shop survive. Instead of fighting with them, the owners should partner with local Cardiff musicians, poets, and chefs. These people bring their own talent and their own fans to the shop. This moves the owners into the "Direction" phase of Greiner’s Growth Model (1972), where they are finally making the big decisions again instead of just "firefighting" small problems. By using these outside partners, the shop can grow its evening business even if the daytime staff stay lazy. The 7-day schedule is the most important part of making the shop "feasible," which just means making sure the plan works in real life. From Monday to Wednesday, the shop will be a "Sober Study" space. Cardiff has thousands of students who need a quiet place to work at night but do not want to be in a loud pub. They can pay a small fee for "bottomless coffee" and use the Wi-Fi. This brings in steady money on nights that are usually quiet. On Thursday nights, the shop will have "Poetry and Spoken Word" nights. This is very cheap to run but brings in a very loyal local crowd who loves the Welsh soul of the shop. Friday and Saturday are the "big money" nights with "Kitchen Takeovers" and live Welsh folk music. Sunday will be for "Community Socials" like board games. This variety ensures the building is always making money to pay those high electricity standing charges. The Kitchen Takeover is a very smart way to manage "Operational Risk" (Bessant and Tidd, 2015). In this model, the shop doesn't buy any food. The guest chef brings their own ingredients and their own followers. The shop takes a 25% or 30% cut (commission) of everything the chef sells. This is "Low-Risk" because if the chef does not sell much, the shop does not lose money on wasted food. But if the chef is popular, the shop makes a lot of profit. To keep the business safe, the owners must be strict about licensing. Every guest chef must show their own "Food Hygiene Certificate" and have their own insurance. This is a "Critical Insight" because it means the owners are not legally responsible if something goes wrong with the guest's food. Also, every musician must have their equipment "PAT tested" for safety. This professional way of working protects the shop from legal trouble.  This plan will work by using Lewin’s Force Field Analysis (1951). The "Driving Forces" (the £2,000 budget, the demand for sober nights, and the Welsh brand) are now stronger than the "Restraining Forces" (the broken machine and the bad staff). The £2,000 budget is used to lease a new coffee machine and buy basic evening gear. This money is paid back directly from the evening profits. For example, if a music night brings in £500, that money goes straight toward the lease and the energy debt. This is a realistic way to clear the debt without needing a huge amount of cash up front. This follows the Innovation Funnel approach (Trott, 2020), where the owners try different events and keep the ones that make the most money.
​The "Organizational Climate" is still a risk (Isaksen and Ekvall, 2010). A healthy business needs "Trust" and "Idea Support," but the current staff are providing none of that. According to Schein’s Theory of Culture (2010), the atmosphere of a business is created by what the leaders do. By launching "Seren After Dark" with new, excited partners, the owners are creating a brand-new, positive feeling in the shop. This is much better than trying to fix the old, negative staff. To handle the difficult staff, the owners should use Kotter’s 8-Step Change Model (2012). They need to be honest and show the staff the real debt numbers, so they see why the shop must change. If the staff members still will not help, the money from the evening music will eventually give the owners enough profit to hire a new, better team who cares about the shop. This plan is the right one because it moves the business into the Experience Economy (Pine and Gilmore, 1998). In Cardiff, people want to feel like they belong somewhere. By hosting Welsh folk music and poetry, the shop is giving people something they cannot get at a big chain like Costa. This makes the shop "unique," which allows them to charge a little more for the experience. This extra income is the only way to pay the electricity standing charges. By using the building for 16 hours a day instead of 8, the owners are doubling their chances to make money. This is what Burns and Stalker (1961) call being "Organic" and flexible. Instead of being stuck in a rigid 9-to-5 routine that is failing, the owners are adapting to what the community needs at night.
​In conclusion, the 7-day "Seren After Dark" model is a practical and theory-backed way to save the business. It solves the electricity bill problem by making the building productive all the time. It solves the staff problem by bringing in outside partners who are excited to be there. And it solves the money problem by using "Kitchen Takeovers" to make profit without any risk. By being smart about licensing and insurance, the owners are protecting themselves while they grow. This plan is the best way to keep the "Welsh soul" of Seren Coffi alive while turning it into a successful, profitable business that can stay in the heart of Cardiff for many years to come.
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​Part Two: Critical Evaluation of AI-Generated Solutions
​
​For this part of my assignment, I decided to see how an AI (ChatGPT) would handle the problems at Seren Coffie. My own plan for the shop was to move away from just being a café that struggles during the day and turn it into a 14-hour-a-day community hub. I wanted to use the empty space in the evenings to bring in local chefs who do not have their own restaurants yet, plus local bands and actors. The café would not have to buy extra food; instead, we would just take a percentage of whatever the guest chefs and performers made. This keeps the risk low and the energy high.
​When I gave this idea to the AI, it gave me a very "safe" and robotic response. It was mostly worried about the owners getting tired (burnout) and suggested I should focus on "smarter hours" or a "Community Pass" where people pay a monthly subscription. While these ideas sound okay on paper, they show that the AI doesn't really understand the "soul" of a small business in Cardiff. It thinks like a big corporation trying to be efficient, while I am thinking like a local business owner trying to survive. If we look at the 4 P’s of Innovation (Tidd and Bessant, 2020), the AI stayed very focused on small changes to the "Process" and "Position." It wanted to change how we charge people (subscriptions) and where we sit in the market. But Seren Coffi is past the point where small changes will work. My idea is what we call Paradigm Innovation. I want to change the whole idea of what the shop is. The AI’s suggestion of a £10 membership fee actually goes against the shop’s values. According to Drucker (1985), innovation has to fit the mission of the company. If Seren Coffi is about being "fair and principled," then charging people just to walk through the door is a bad move. My idea of a "Chef Residency" is a better fit because it’s a form of Social Innovation. It helps other local people grow their businesses while helping the café stay open. The AI is being way too cautious about the long hours. In the Force-Field Analysis (Lewin, 1951), there are always forces for change and forces against it. The AI only sees the "negative" force of being tired. But it ignores the "positive" force of actually having a full shop and enough money to pay the electricity bills. As Porter (1985) argued, if you can’t be the cheapest shop (which Seren Coffi can't, because of its ethical suppliers), you have to be the most unique. My plan makes the café unique, while the AI’s plan makes it look like every other chain café with a loyalty app.
​
​The AI’s response failed to recognize where Seren Coffi is in its life cycle. If we look at Greiner’s (1972) Growth Model, the café is in a "Crisis of Autonomy." The owners feel like they are losing control because they must work other jobs. The AI suggested that we should let the customers lead the events. While this sounds nice, it would actually cause more chaos. At this stage, a business needs Direction and Coordination. My plan provides that direction. The owners stay in charge by picking the best talent to perform, which keeps the "principled" brand strong. One of the biggest mistakes the AI made was not knowing what to do with the £2,000 tool. It just talked about digital ideas. But a human can see that the shop is literally falling apart. Using the Technology Push theory, the first priority has to be the equipment. If the grinder is broken, you aren't a café anymore. I would use that money to fix the machines first, as quality is the most important part of the Value Chain (Porter, 1985). Then, I’d spend the rest on making the chapel cozy for the evening shows. The building "leaks heat relentlessly," so I would use part of the budget for heavy reclaimed curtains. This is a practical, human solution that an AI simply cannot understand because it doesn’t live in the physical world. The AI also completely ignored the physical atmosphere of the shop, like the mismatched furniture and the Welsh signage. An AI's logic usually pushes for standardization, but my plan uses Asset Utilization. We are using the chapel pews and the local carpenter's work to create a stage. This protects the shop's history of "reuse rather than replacement." Furthermore, my plan connects to the founders' personal interests in hormonally balanced eating and health. The AI’s generic "Community Pass" does not consider the specific type of food or the values the shop stands for. By inviting local chefs who specialize in healthy, balanced meals, we are staying true to the founders' vision while also following the "Blue Ocean Strategy" (Kim and Mauborgne, 2005). We are not just selling "food"; we are selling a specific lifestyle that the chain cafés nearby do not offer. Instead of the AI's "Digital Marketing" suggestion, I argue for "Guerrilla Marketing". According to Rogers (2003) and the Diffusion of Innovations, people need a "Relative Advantage" to change their habits. Seeing a local band playing through the window or smelling a guest chef’s food is a huge advantage. Word-of-mouth in the Cardiff Docks will spread much faster among "Early Adopters" than an Instagram ad ever would. This creates what we call Market Pull, using the actual desires of the Cardiff community to bring them into the shop at night.
​We also must look at the Supply Chain (Manners-Bell and Lyon, 2023). My idea to have guest chefs bring their own food is a huge innovation for the shop's logistics. In the case study, the owners were worried about waste. By having others bring the food, the café removes that risk entirely. This is what Osterwalder and Pigneur (2010) call a Business Model Innovation. We are moving from selling a single product to being a "platform" for others. This is much smarter than the AI’s suggestion to just "work smarter," because it changes the way money comes into the business.
​Finally, we must talk about Schumpeter’s (1934) idea of "Creative Destruction." The old way of running Seren Coffie is dying. The AI wants to keep the old model alive with small digital tweaks. But my plan "destroys" the old, quiet café and replaces it with a loud, busy, 14-hour-a-day community hub. It’s a bigger risk, but as Christensen (1997) pointed out, the biggest risk is doing nothing while the world moves on. By rejecting the AI’s sterilised model and choosing a high-energy platform, we save the "soul" of the community.



​
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spending per visit to improve overan
profitability.”

Bottom line

You were right: ¢ 8 hours alone may not
pay the bills

But also: | 14 hours of quiet business is

worse

<+ The winning idea: Fewer, smatrter,
higher-earning hours + events + higher
spend per customer

If you want, | can now turn this into a
perfect final answer that directly answers
your assignment question step-by-step
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