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Seren Coffi is a café defined by its focus on community, culture, fair-trade sourcing, and slow, relationship-based hospitality. However, it faces growing challenges, including rising costs, supply instability, seasonal fluctuations, and founder fatigue. These pressures make it harder to maintain its distinctive atmosphere and community engagement within an economy that prioritises speed and efficiency.
This report suggests the Seren Star Tree, a simple, innovative idea in which customers write messages or wishes on wooden stars and hang them on a tree in the café. To start, the tree would be set up in a visible spot with a short explanation and clear instructions. Staff would give each customer a wooden star and a pen with their drink, inviting them to write a message, wish, or reflection. Customers then hang their stars on the tree. Staff will keep the tree tidy and remove any damaged or inappropriate stars as needed. Supplies of stars and pens will be checked weekly. Over time, the Star Tree will become a shared artwork that reflects the café’s identity and community spirit. Over time, this becomes a collective artwork representing the café’s identity and community spirit.
The idea fits with Seren Coffi’s values while requiring minimal cost and labour. Using frameworks such as Tidd and Bessant’s (2021) 4Ps, Lewin’s Force Field Analysis, relational creativity theory, and the Business Model Canvas, the report evaluates the Star Tree as a culturally relevant, low-impact innovation. It also reflects on AI's role in shaping the concept.
Overall, the report concludes that small-scale, relationship-based innovations like the Seren Star Tree offer a sustainable way to strengthen the café’s atmosphere, identity, and community without adding operational strain.
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Seren Coffi has established itself as a café defined by cultural visibility, ethical practice, and strong community engagement. Through bilingual signage, transparent supply practices, and a carefully cultivated atmosphere, the café functions as more than a commercial venue it is a cultural and relational space where values are actively communicated and experienced. This reflects the dynamics of organisational identity described by Albert and Whetten (1985) and later expanded by Gioia, Schultz and Corley (2000).
The café’s commitment to authenticity and community has enabled it to build a dedicated clientele and a reputation for sincerity in a sector commonly dominated by speed, standardisation, and commercial efficiency. This reflects wider discussions of socially embedded enterprise models, in which economic activity is guided by cultural and relational values rather than solely by profit maximisation (Chell, 2007). At the same time, contemporary technological and platform-driven economies increasingly reward automation, scalability, and digital systems, placing additional pressure on relational enterprises such as Seren Coffi (Brynjolfsson and McAfee, 2017).
Despite these strengths, Seren Coffi is currently experiencing significant operational and emotional pressures. Rising costs, equipment failures, supply chain instability, seasonal fluctuations, and increasing competition have gradually eroded the stability that previously sustained the café’s atmosphere and mission. The founders, who have historically played a central role in shaping the café’s identity and experience, are becoming increasingly fatigued and emotionally exhausted, reducing their capacity for reflective and creative decision-making. This situation reflects Hochschild’s (1983) concept of emotional labour and Maslach and Leiter's (2016) discussion of burnout.
The consequences of these pressures are now visible within the café environment. Community events occur less frequently, visual displays such as the chalkboard are updated less consistently, and the overall atmosphere no longer reflects the vibrancy and attentiveness that previously characterised the space. Importantly, these issues are not solely operational they are also emotional, cultural, and relational. Seren Coffi’s identity is rooted in relational value the sense of belonging, emotional connection, and cultural presence experienced by customers. When operational pressures weaken these qualities, the organisation’s identity itself becomes vulnerable.
Despite these challenges, Seren Coffi retains a strong cultural identity and a community deeply invested in its future. What is required, therefore, is not large-scale reinvention or commercial expansion. Still, a carefully considered intervention that restores energy, strengthens a sense of belonging, and reaffirms the café’s cultural purpose without increasing operational complexity or emotional burden.
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Seren Coffi’s organisational climate demonstrates both strengths and challenges regarding innovation. Organisational climate refers to the shared perceptions and attitudes that influence how individuals respond to change (Anderson, Potočnik and Zhou, 2014). Innovation therefore depends not only on resources but also on psychological safety, trust, and the broader social environment (Amabile and Pratt, 2016). Supportive leadership plays an important role in supporting innovation and entrepreneurial thinking (Hojeij, 2024).
At Seren Coffi, a strong sense of identity and community trust exists alongside exhaustion and operational pressure, creating a complex environment for innovation. The café’s culture, grounded in authenticity, ethics, and belonging, supports participation and engagement, which are essential for creativity (Schein, 2017). Customers actively contribute to the café’s atmosphere, making it easier for community-led ideas such as the Seren Star Tree to be accepted.
However, significant barriers exist. Founder fatigue is particularly important, as emotional exhaustion reduces adaptability and creativity (Maslach and Leiter, 2016; Anderson, Potočnik and Zhou, 2014). Limited financial and staffing resources further restrict innovation, as small businesses often lack the capacity for large-scale change (Storey, 2016). These pressures may also reduce psychological safety, making individuals less willing to share ideas or experiment (Newman, Donohue and Eva, 2020).
As a result, Seren Coffi’s climate supports innovation only under specific conditions. Innovation is most effective when it aligns with organisational values and does not increase workload or complexity (Birkinshaw, Hamel and Mol, 2011). The Seren Star Tree reflects this approach, offering a low-cost, low-effort way to strengthen community engagement.
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The challenges currently facing Seren Coffi emerge from a mixture of internal and external forces. Growing operating costs, supply-chain instability, and recurring equipment failures have made day-to-day operations increasingly difficult. The café’s reliance on ethical and small-scale suppliers, while central to its values and identity, likewise increases its vulnerability to global disruptions and price fluctuations, showing wider patterns of supply-chain fragility identified by Manners-Bell and Lyon (2022) and reflecting broader challenges faced by innovative small enterprises seeking survival and growth under conditions of uncertainty (Eliakis et al., 2020).
Founder fatigue represents one of the most significant issues confronting the business. Running a values-driven café requires continual emotional labour, particularly in environments where customers expect attentiveness, warmth, and authentic community connections. Hochschild’s (1983) concept of emotional labour is therefore particularly relevant, while Maslach and Leiter’s (2016) research demonstrates that prolonged emotional strain can considerably reduce creativity, motivation, and decision-making capacity.
Externally, Seren Coffi also faces increasing pressure from nearby chain cafés that prioritise convenience, discounts, speed, and digital loyalty schemes. Seren Coffi’s commitment to slow hospitality and fair sourcing makes it difficult to compete through price or rapid service. This tension reflects wider structural pressures experienced by small enterprises operating within contemporary capitalist systems that reward scalability, standardisation, and throughput (Storey, 2016; Srnicek, 2017; Susskind, 2020). Wider structural inequalities within capitalist economies further intensify pressure upon smaller businesses that lack the economies of scale enjoyed by larger corporations (Piketty, 2014).
The main challenge is therefore to identify an innovation that supports organisational resilience while protecting Seren Coffi’s identity, values, and relational culture, without introducing expansion, governance changes, or an additional emotional burden for the founders.
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One major challenge at Seren Coffi is the ongoing emotional and mental strain on the owner. In small, values-based businesses, founders often handle daily operations, emotional work, and setting the company culture. Hochschild’s (1983) idea of emotional labour is especially relevant here, since the owner needs to show warmth and attentiveness even when tired.
This strain worsens due to decision fatigue, since running the café requires making many small decisions every day. Over time, this mental effort leads to emotional exhaustion and less creativity (Maslach and Leiter, 2016). At Seren Coffi, the owner juggles operational, emotional, and cultural responsibilities, which causes ongoing stress and little chance to recover.
The café’s strong identity also raises the risk of burnout. When a business’s identity is closely linked to its founder, everyday problems can feel personal, which adds emotional stress (Albert and Whetten, 1985; Gioia, Schultz and Corley, 2000). Without ways to recover or to feel safe, this exhaustion can worsen (Newman, Donohue and Eva, 2020). External pressures such as higher costs and increased competition add to the strain, highlighting common challenges for small businesses (Storey, 2016; Srnicek, 2017).
Addressing burnout, therefore, requires low-complexity innovations that support well-being without adding pressure. The Seren Star Tree fulfils this role by enhancing community participation and atmosphere while reducing reliance on the owner’s emotional labour, acting as a low-effort, supportive cultural intervention.
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Creativity is widely understood as the capacity to generate ideas or outputs that are both novel and effective (Corazza, 2016). Novelty refers to originality, while effectiveness concerns usefulness or appropriateness within a particular context. Creativity should therefore be understood as a dynamic process shaped by environmental conditions, constraints, and opportunities, a perspective supported by Stokes’ (2005) work on creativity under constraints. A key strength of creativity theory is its ability to explain how innovation can emerge from constraints rather than abundance, highlighting the potential for meaningful solutions in resource-limited environments. However, its limitation lies in its limited consideration of emotional and organisational barriers, such as burnout and workload pressure, which may prevent creative processes from occurring effectively in practice.
Weisberg (2015) argues that defining creativity in terms of value can introduce conceptual ambiguity because value itself is context-dependent. Innovation is conceptualised in multiple ways across academic literature, reflecting an ongoing lack of definitional consensus. Varadarajan (2024) argues that innovation research continues to experience definitional inconsistency, making it difficult to establish consensus regarding what constitutes innovation in organisational contexts. Markman (2016) defines innovation as the development and implementation of ideas through systems that remove barriers and facilitate the creation of practical value. Trott (2016) and Tidd and Bessant (2021) emphasise that innovation reaches beyond products to include processes, positions, and paradigms. Birkinshaw, Hamel, and Mol (2011) further argue that management innovation frequently emerges through rethinking established organisational practices rather than introducing entirely new technologies.
Although creativity and innovation are closely related, they remain conceptually distinct. Creativity concerns the generation of meaningful ideas, while innovation includes the successful implementation of these ideas within organisational or social settings (Singh and Aggarwal, 2022). Creativity is therefore primarily process-oriented, whereas innovation is outcome-oriented and linked to practical value creation. Both capabilities stay essential for organisations navigating complexity and uncertainty (Anderson, Potočnik and Zhou, 2014). Plucker (2016) further emphasises that creativity and innovation should be understood as connected capabilities shaped by organisational culture, social interaction, and environmental conditions, rather than as isolated individual traits. Within Seren Coffi, creativity is already included in bilingual identity, fair sourcing, and community-based hospitality (Walia, 2019).
Innovation in this context should therefore not be understood as expansion or aggressive growth, but rather as the actual implementation of ideas that strengthen identity, belonging, well-being, and resilience inside clear operational constraints. This is particularly relevant within cultural enterprises where invention commonly emerges through atmosphere, symbolism, and change rather than technological disruption (Lampel, Lant and Shamsie, 2000).
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The development of the Seren Star Tree reflects a creativity process shaped by constraints, reflection, and relational thinking rather than expansion-focused innovation. Creativity research highlights that constraints can stimulate innovation by directing focus toward feasible and meaningful solutions (Stokes, 2005). At Seren Coffi, financial limits, founder fatigue, and the need to preserve authenticity shaped the direction of idea generation.
At first, ideas with commercial promise, such as digital loyalty programs, additional events, and mobile van services, were explored but ultimately rejected because they clashed with the café’s character and posed risks of added operational and emotional burdens. This process of rejecting certain options was essential, since genuine creativity is about finding solutions that fit the context, not just generating new ideas (Puccio, Mance and Barbero Switalski, 2018). As a result, attention turned to simpler, relationship-focused innovations.
Both divergent and convergent thinking were used throughout the process. Numerous ideas about enhancing customer engagement and atmosphere were brainstormed, then refined to fit the organisation’s values and limitations. This demonstrates the importance of balancing originality with practicality in creative results (Cropley, 2006).
The final idea arose from an appreciation of Seren Coffi’s key assets its welcoming atmosphere and strong sense of community. According to relational creativity theory, innovation is shaped by interactions between people and their environment (Glăveanu, 2014), while sensemaking explains how new ideas come from interpreting the organisation’s existing meaning (Weick, 1995). Seeing how attached customers were underscored the importance of building on current practices instead of replacing them.
A constraint-based mindset was further helped by narrowing out unrealistic ideas and encouraging straightforward, meaningful solutions (Stokes, 2005). The Seren Star Tree was chosen because it enhances the café’s atmosphere, encourages participation, and supports cultural identity while keeping costs and labour low, in line with creativity motivated by intrinsic factors (Amabile and Pratt, 2016)
The innovation process was reflective, constraint-driven, and culturally grounded, producing a solution that enhances Seren Coffi’s identity without increasing operational strain.
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MAIN FINDING


The analysis of Seren Coffi’s organisational situation, combined with relevant theories of creativity and innovation, leads to a central finding the most appropriate innovation for Seren Coffi is not a large-scale structural transformation but rather a small, meaningful, and relational intervention that can deepen the organisation’s existing identity. Conventional innovation strategies such as mobile service, franchising, digital loyalty applications, or expanded commercial formats would require new suppliers, governance changes, or movement toward increasingly transactional business models (Kim and Mauborgne, 2005; Chesbrough, Vanhaverbeke and West, 2014)
These forms of innovation would likely increase operational complexity while intensifying emotional labour demands on already fatigued founders. They also align uneasily with critical perspectives that argue that contemporary innovation culture may reinforce capitalist pressures and productivity expectations rather than support meaningful well-being or community relationships (Alvesson and Willmott, 2012; Fleming, 2019) This further reflects critiques of hyper-productivity culture that suggest sustainable organisations must resist continual pressure for expansion at the expense of relational honesty and well-being (Turner, 2020).
Alternative innovations considered included a digital loyalty application, expanded evening events, and a mobile service operation. However, these options were rejected because they risked increasing operational burden while shifting Seren Coffi toward transactional involvement rather than authentic relational hospitality.
The Seren Star Tree emerged as the most appropriate innovation because it operates entirely within existing organisational structures and supplier relationships, requiring no adjustments to governance or leadership. It avoids commercial gimmicks such as discounts or data extraction, costs less than £2,000 to implement, the stars would be made by the local carpenter from reclaimed plywood and is environmentally friendly, as the wooden stars can be recycled directly, strengthening Seren Coffi’s identity as a place of culture, belonging, and care. The primary finding of this report is therefore that micro-level, symbolically rich innovation provides a more lasting pathway for a small, values-driven enterprise under pressure than large-scale transformation or commercial expansion
[bookmark: _Toc232586053]THE SEREN STAR TREE DESCRIPTION AND RATIONALE

The Seren Star Tree also carries symbolic meaning, as the Welsh word Seren translates as 'star,' representing light, guidance, and emotional expression within the café’s community (Geiriadur Prifysgol Cymru, 2024). The Seren Star Tree is a small innovation designed to restore Seren Coffi’s atmosphere, strengthen its cultural identity, and deepen community relations without requiring commercial expansion, structural reorganisation, or new supplier relationships. Customers receive a small wooden star with their drink and are invited to write a name, reflection, wish, or message on it before hanging it on a dedicated tree in the café. The owners are responsible for maintaining the tree, ensuring it remains tidy and visually appealing, and discreetly removing damaged or inappropriate stars as needed. A supply of wooden stars and pens will be kept behind the counter and replenished weekly to ensure availability. Over time, the tree develops into a living artwork and visible constellation of community participation.
The Seren Star Tree is consistent with Seren Coffi’s values in several ways. First, it reinforces slow and relational hospitality by encouraging pause, participation, and reflection. The installation's temporary, evolving visual nature resembles experiential retail strategies designed to encourage emotional interaction and environmental storytelling (Surchi, 2011; Warnaby and Shi, 2019). Second, it strengthens bilingual cultural visibility, as customers may choose to write in Welsh or English. Third, the innovation resists the logic of commercial gimmickry because participation is connected to shared meaning rather than discounts or data collection.
The implementation cost remains comparatively low. Wooden stars, pens, and a tree installation can be sourced for under £2,000, keeping the innovation financially realistic within Seren Coffi’s constraints. Importantly, the innovation also addresses founder fatigue by generating atmosphere and participation mainly through customer involvement rather than additional labour requirements. This is in line with approaches to creative leadership that prioritise adaptive, low-complexity innovation within constrained organisational environments (Puccio, Mance and Barbero Switalski, 2018).
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The Business Model Canvas (BMC) (Osterwalder and Pigneur, 2010) helps explain how Seren Coffi creates and sustains value, increasingly through relationships, meaning, and community rather than transactions (Foss and Saebi, 2015). The Seren Star Tree boosts emotional, cultural, and relational value rather than direct financial returns.
It builds on existing partnerships with local suppliers and the community, while core activities focus on hospitality, atmosphere, and participation. Key resources include the café space, bilingual identity, and strong community relationships. The value proposition shifts the customer experience from consumption to participatory engagement, aligning with the experience economy, in which emotional involvement shapes value (Russo Spena, Caridà and Colurcio, 2012).
Customer relationships are based on trust and authenticity rather than transactional loyalty, reflecting a community-based enterprise model (Peredo and Chrisman, 2006). Channels remain local and organic, supported by word-of-mouth and social visibility, while customer segments include residents, students, and ethically conscious consumers.
Financially, the model remains low-cost, with indirect revenue gained through loyalty, repeat visits, and community reputation. Overall, the BMC shows that the Seren Star Tree strengthens Seren Coffi through cultural authenticity and relational value rather than expansion or digitisation.
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Tidd and Bessant’s (2021) 4Ps framework product, process, position, and paradigm- provides an effective analytical lens for evaluating the Seren Star Tree.
Product innovation is evident in the enhanced customer experience. The Seren Star Tree transforms the purchase of coffee into a participatory and reflective cultural ritual. Consequently, the product becomes not only coffee but also the emotional and symbolic experience associated with the café environment.
Process innovation is evident in the ritual's self-sustaining simplicity. Customers independently write messages and hang stars without requiring substantial staff intervention or operational disruption. The process integrates smoothly into existing workflows while requiring minimal labour.
Position innovation occurs through reframing Seren Coffi as a space for co-creation rather than simple consumption. Customers actively contribute to the café's atmosphere and evolving identity, strengthening emotional attachment and reinforcing its community-centred positioning.
Paradigm innovation is visible in the shift toward participatory meaning-making and relational identity. Rather than prioritising efficiency, digital engagement, or transactional loyalty, the Seren Star Tree reinforces a relational model centred upon belonging, atmosphere, and shared experience. In doing so, it subtly resists the logic of platform capitalism described by Srnicek (2017).
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FORCE FIELD ANALYSIS

Lewin’s Force Field Analysis (Burnes and Cooke, 2013) highlights the organisational and emotional dynamics involved in implementing the Seren Star Tree. Several strong driving forces support the innovation, including Seren Coffi’s existing community identity, the ritual's symbolic resonance, the low implementation cost, and the founders’ desire to restore atmosphere without introducing significant complexity.
The Seren Star Tree additionally offers a visible and hopeful response to organisational strain without requiring large-scale transformation or financial risk. In contrast to commercially driven innovations focused on productivity or expansion, the Seren Star Tree prioritises belonging, atmosphere, and emotional connection. Several restraining forces nevertheless remain present. Founder fatigue may reduce the energy available to consistently maintain and frame the ritual. At the same time, there is also a risk that the innovation could appear superficial if disconnected from Seren Coffi’s broader values and organisational narrative. Garud, Gehman, and Giuliani (2014) describe this as the narrative fragility of symbolic innovation.
Despite these limitations, the restraining forces remain manageable because they are largely symbolic and emotional rather than structural or financial. Through careful integration and authentic communication, the Seren Star Tree can maintain its meaning without becoming superficial. Overall, the driving forces supporting the innovation substantially outweigh the restraining forces.
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Glăveanu’s (2014) relational theory of creativity argues that creativity emerges through interactions between people, materials, and contexts rather than existing solely within individuals. The Seren Star Tree strongly reflects this perspective. The wooden stars, handwritten messages, and the tree's evolving visual presence create a relational ecosystem in which meaning is continually co-created by customers and staff.
This interpretation also aligns with Weick’s (1995) theory of sensemaking, which suggests that organisations understand and navigate change by developing collective narratives. The Seren Star Tree serves as an ongoing narrative device through which Seren Coffi and its community continually reaffirm their shared identity and sense of belonging.
The innovation additionally reflects Hargadon and Bechky’s (2006) emphasis upon collective creativity and Amabile and Pratt’s (2016) dynamic componential model, which identifies intrinsic motivation and meaningful participation as central drivers of creativity. Participation in the Seren Star Tree is voluntary, reflective, and emotionally expressive rather than transactional, strengthening its relational significance. Consequently, the Seren Star Tree should not be understood merely as decoration or customer entertainment, but as an ongoing relational practice that embeds creativity within the everyday life and culture of the café itself.
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The Seren Star Tree initially emerged through reflective analysis of Seren Coffi’s identity, operational limitations, and cultural purpose. However, the development and evaluation of the innovation were significantly strengthened using an AI large language model (LLM). The AI system assisted by expanding conceptual thinking, identifying theoretical relationships, and stress-testing the proposal's feasibility against Seren Coffi’s operational and emotional constraints. This reflects broader research suggesting that AI systems can support organisational decision-making by enhancing cognitive exploration and generating a wider range of alternatives (Shrestha, Ben-Menahem and von Krogh, 2019).
One of the most important contributions of the AI system was its ability to connect the Seren Star Tree with relevant theories of creativity and innovation. The LLM identified strong alignment with Glăveanu’s relational creativity theory and Weick’s sensemaking framework, thereby strengthening the proposal's academic coherence. While relational creativity theory is valuable in demonstrating how innovation emerges through social interaction and shared meaning, it may overlook the practical constraints faced by small organisations, including time pressures and limited capacity, which can restrict sustained participation in creative practices.
The AI also highlighted potential risks, particularly the possibility that symbolic innovation may become superficial if disconnected from authentic organisational practice, reflecting concerns raised by Garud, Gehman and Giuliani (2014).
The LLM also supported the feasibility analysis by confirming that the innovation could be implemented without major financial investment, structural change, or governance restructuring. This aligns with Davenport and Ronanki’s (2018) argument that AI can support practical organisational decision-making by assessing risks and clarifying operational constraints.
However, the use of AI also revealed important limitations. AI systems cannot fully understand emotional nuance, cultural sensitivity, or the lived experience of operating a small community-based café. Human judgement therefore remained essential throughout the innovation process. As Cockburn, Henderson, and Stern (2018) argue, AI can augment organisational creativity but cannot replace tacit human understanding or situated cultural knowledge.
Overall, the collaboration between human judgement and AI support strengthened the depth, coherence, and analytical quality of the innovation process while ensuring that the final proposal remained culturally authentic and emotionally appropriate for Seren Coffi.
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CONCLUSION

Seren Coffi’s situation illustrates the complex relationship between creativity, organisational identity, emotional labour, and structural pressure within small, values-driven enterprises. Rising costs, supply chain instability, founder fatigue, and intensified competition have placed substantial strain on the café’s ability to maintain its atmosphere, cultural visibility, and relational identity. Simultaneously, the owner's emotional and cognitive burden has increased significantly, heightening the risk of burnout and threatening long-term sustainability.
The Seren Star Tree emerges as a creative innovation that responds sensitively and appropriately to these conditions. The innovation strengthens Seren Coffi’s identity, deepens community connection, restores atmosphere, and supports emotional wellbeing without requiring commercial expansion, structural transformation, or major additional labour. Through the application of the Business Model Canvas, Tidd and Bessant’s 4Ps framework, Force Field Analysis, and relational creativity theory, the innovation demonstrates strong alignment with Seren Coffi’s values, culture, and operational realities.
The integration of AI within the development and evaluation process provided additional conceptual depth, theoretical coherence, and risk awareness. Nevertheless, the final evaluation of the innovation depended upon human sensitivity, contextual understanding, and emotional insight.
Ultimately, the Seren Star Tree demonstrates that meaningful innovation does not always require technological disruption, large-scale expansion, or aggressive commercial transformation. In many cases, the most sustainable and impactful innovations are small, symbolic, and relational, rooted in the everyday practices that allow organisations and communities to feel connected, recognised, and alive.
[bookmark: _Toc232586060]REFERENCE LIST

Albert, S. and Whetten, D.A. (1985) ‘Organisational identity’, Research in Organisational Behaviour, 7, pp. 263–295.
Alvesson, M. and Willmott, H. (2012) Making Sense of Management: A Critical Introduction. 2nd edn. London: SAGE.
Amabile, T.M. and Pratt, M.G. (2016) ‘The dynamic componential model of creativity and innovation in organisations’, Research in Organisational Behaviour, 36, pp. 157–183. Available at: https://doi.org/10.1016/j.riob.2016.10.001
Anderson, N., Potočnik, K. and Zhou, J. (2014) ‘Innovation and creativity in organisations: A state of the science review’, Journal of Management, 40(5), pp. 1297–1333. Available at: https://doi.org/10.1177/0149206314527128
Birkinshaw, J., Hamel, G. and Mol, M.J. (2011) ‘Management innovation’, Academy of Management Review, 36(4), pp. 825–845. Available at: https://doi.org/10.5465/amr.2009.0194
Brynjolfsson, E. and McAfee, A. (2017) Machine, Platform, Crowd: Harnessing Our Digital Future. New York: W.W. Norton.
Burnes, B. and Cooke, B. (2013) ‘Kurt Lewin’s field theory: A review and re-evaluation’, Human Relations, 66(9), pp. 1215–1239. Available at: https://doi.org/10.1177/0018726713495074
Chell, E. (2007) ‘Social enterprise and entrepreneurship: Towards a convergent theory of the entrepreneurial process’, International Small Business Journal, 25(1), pp. 5–26.
Chesbrough, H., Vanhaverbeke, W. and West, J. (eds) (2014) New Frontiers in Open Innovation. Oxford: Oxford University Press. Available at: https://doi.org/10.1093/acprof:oso/9780199682461.001.0001
Cockburn, I.M., Henderson, R. and Stern, S. (2018) The Impact of Artificial Intelligence on Innovation. NBER Working Paper No. 24449. Cambridge, MA: National Bureau of Economic Research.
Corazza, G.E. (2016) ‘Potential originality and effectiveness: The dynamic definition of creativity’, Creativity Research Journal, 28(3), pp. 258–267. Available at: https://doi.org/10.1080/10400419.2016.1195627
Davenport, T.H. and Ronanki, R. (2018) ‘Artificial intelligence for the real world’, Harvard Business Review, 96(1), pp. 108–116.

Eliakis, S., Kotsopoulos, D., Karagiannaki, A. and Pramatari, K. (2020) ‘Survival and growth in innovative technology entrepreneurship: A mixed-methods investigation’, Administrative Sciences, 10(3), p. 39. Available at: https://doi.org/10.3390/admsci10030039
Fleming, P. (2019). The Death of Homo Economicus. London: Pluto Press. Available at: https://doi.org/10.2307/j.ctvpb3x5c
Foss, N.J. and Saebi, T. (eds) (2015) Business Model Innovation: The Organisational Dimension. Oxford: Oxford University Press. Available at: https://doi.org/10.1093/acprof:oso/9780198701873.001.0001
Garud, R., Gehman, J. and Giuliani, A.P. (2014) ‘Contextualising entrepreneurial innovation: A narrative perspective’, Research Policy, 43(7), pp. 1177–1188.
Gioia, D.A., Schultz, M. and Corley, K.G. (2000) ‘Organisational identity, image, and adaptive instability’, Academy of Management Review, 25(1), pp. 63–81.
Glăveanu, V.P. (2014) Distributed Creativity: Thinking Outside the Box of the Creative Individual. New York: Springer. Available at: https://doi.org/10.1007/978-1-4614-8446-5
Geiriadur Prifysgol Cymru (2024) seren. Available at: https://www.welsh-dictionary.ac.uk (Accessed: 12 June 2026).
Hargadon, A. and Bechky, B.A. (2006) ‘When collections of creatives become creative collectives: A field study of problem solving at work’, Organisation Science, 17(4), pp. 484–500.
Hochschild, A.R. (1983) The Managed Heart: Commercialisation of Human Feeling. Berkeley: University of California Press.
Hojeij, Z. (2024) ‘Educational leadership’s role in fostering innovation and entrepreneurship in education: A narrative literature review’, Social Sciences & Humanities Open. Available at: https://doi.org/10.1016/j.ssaho.2024.101173
Kim, W.C. and Mauborgne, R. (2005) Blue Ocean Strategy. Boston, MA: Harvard Business School Press.
Lampel, J., Lant, T. and Shamsie, J. (2000) ‘Balancing act: Learning from organising practices in cultural industries’, Organisation Science, 11(3), pp. 263–269.
Manners-Bell, J. and Lyon, K. (2022) Logistics and Supply Chain Innovation: A Practical Guide to Disruptive Technologies and New Business Models. 2nd edn. London: Kogan Page.
Markman, A.B. (2016). Open Innovation: Academic and Practical Perspectives on the Journey from Idea to Market. Oxford: Oxford University Press.
Maslach, C. and Leiter, M.P. (2016) ‘Understanding the burnout experience’, World Psychiatry, 15(2), pp. 103–111.
Newman, A., Donohue, R. and Eva, N. (2020) ‘Psychological safety: A systematic review’, Human Resource Management Review, 30(1), p. 100318. Available at: https://doi.org/10.1016/j.hrmr.2019.100318
Osterwalder, A. and Pigneur, Y. (2010) Business Model Generation: A Handbook for Visionaries, Game Changers, and Challengers. Hoboken, NJ: Wiley.
Peredo, A.M. and Chrisman, J.J. (2006) ‘Toward a theory of community-based enterprise’, Academy of Management Review, 31(2), pp. 309–328.
Piketty, T. (2014). Capital in the Twenty-First Century. Cambridge, MA: Harvard University Press. Available at: https://doi.org/10.4159/9780674369542
Plucker, J.A. (2016) Creativity and Innovation: Theory, Research, and Practice. Waco, TX: Prufrock Press.
Puccio, G.J., Mance, M. and Barbero Switalski, L. (2018) Creative Leadership: Skills That Drive Change. 2nd edn. London: SAGE.
Russo Spena, T., Caridà, A. and Colurcio, M. (2012) ‘Creating value in the experience economy’, Service Industries Journal, 32(4), pp. 1–18.
Schein, E.H. (2017) Organisational Culture and Leadership. 5th edn. Hoboken, NJ: Wiley.
Shrestha, Y.R., Ben-Menahem, S.M. and von Krogh, G. (2019) ‘Organisational decision-making structures in the age of artificial intelligence’, California Management Review, 61(4), pp. 66–83.
Singh, S. and Aggarwal, Y. (2022) ‘In search of a consensus definition of innovation’, Innovation, 35(2), pp. 177–195. Available at: https://doi.org/10.1080/13511610.2021.1925526
Srnicek, N. (2017) Platform Capitalism. Cambridge: Polity Press.
Stokes, P.D. (2005) ‘Creativity from constraints’, New Ideas in Psychology, 23(3), pp. 222–235.
Storey, D.J. (2016) Understanding the Small Business Sector. London: Routledge.
Surchi, M. (2011) ‘The temporary store: A new marketing tool for fashion brands’, Journal of Fashion Marketing and Management, 15(2), pp. 257–270.
Susskind, D. (2020) A World Without Work. London: Allen Lane.
Tidd, J. and Bessant, J.R. (2021) Managing Innovation. 7th edn. Hoboken: Wiley.
Trott, P. (2016). Innovation Management and New Product Development. 6th edn. Harlow: Pearson.
Turner, E. (2020). Be Less Zombie: How Great Companies Create Dynamic Innovation, Fearless Leadership and Passionate People. Chichester: Wiley.
Varadarajan, R. (2024) ‘Mitigating the definitional quagmire in innovation research’, Journal of Product Innovation Management, 41(4), pp. 703–723. Available at: https://doi.org/10.1111/jpim.12729 ‘A dynamic definition of creativity’, Creativity Research Journal, 31(3), pp. 237–247. Available at: https://doi.org/10.1080/10400419.2019.1641787
Warnaby, G. and Shi, C. (2019) ‘Pop-up retailing’, Journal of Retailing and Consumer Services, 49, pp. 297–304.
Weick, K.E. (1995) Sensemaking in Organisations. Thousand Oaks: SAGE.
Weisberg, R.W. (2015) ‘On the usefulness of “value” in the definition of creativity’, Creativity Research Journal, 27(2), pp. 111–124. Available at: https://doi.org/10.1080/10400419.2015.1030320





[bookmark: _Toc232586061]Appendix Screen Shot AI
[image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool][image: Snipping Tool]

2

image2.tmp
B Snipping Tool

+ New G o Qv Qv @ Edit in Paint

Prompt 1: How can my idea, The Seren Star Tree, be improved further

@ copilot
The Seren Star Tree could be improved further by deepening its community participation, emotional
sustainabilit, and long:term engagement while keeping its low-cost and relational identity intact
1. Introduce Seasonal Themes
The tree could change throughout the year with themes such as:

+ “Winter Wishes™
- “Messages of Grafitude’
+ “Welsh Heritage Month"

+ “Exam Encouragement Stars”

This prevents the installation becoming repetitive and encourages customers to return and participate again.
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2. Add a “Star Stories” Feature
Anonymous messages from selected stars could be displayed on:

+ a chalkboard,
+ café menu inserts,

+ or social media posts.

This would strengthen storytelling and emotional connection wile reinforcing the café's identity as a

reflective community space.

Example:

“This café made Swansea feel like home."
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3. Create a Digital Extension
o e Sy e o M Sl

« Instagram updates of the tree,
+ bilingual “Star of the Week” posts,
- customer reflections.

This increases vsibiity while keeping the innovation community-focused rather than transactional,

4. Collaborate with Local Artists and Schools
‘Special edition stars could be designed by:

+ local schools,
+ Welsh-language groups,
« artists, & .
- or community organisations.
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This would:
Qe p—
+ strengthen cultura legitimacy,

- and tun the project into a broader collective artwork:

5. Add Sustainabi Features

The idea could align more strongly with ethical values by using:

+ recycled wood,
+ biodegradable tags,
+ local craft suppliers

Vou could also introduce:
*Every 500 stars = one tree planted locally.”

This trngthens oren Coffs atical and anvronmon. posoning.
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Prompt 2 Would my idea the Seren Star Tree attract customers back
to the business

@ copitot

Yes — your idea, the Seren Star Tree, would likely help attract customers back to the business, particularly.
because it strengthens something modern chain cafés often struggle to create: emotional connection and
community belonging.

Your innovation works less as a traditional marketing tool and more as an experiential and relational

strategy. That makes it especially suitable for Seren Coffi's identity.

Here's why it could successfully attract returning customers:

1. It Creates Emotional Attachment '
v

Customers are more likely to return to places where they feel:
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2. It Encourages Repeat Visits
e s

+ see the tree grow,
+ read new messages,

+ show friends theirstars,
+ participate i new themes,

+ or contribute again.
This creates repeat engagement without relying on:

+ discounts,
+ points systems,

+ or aggressive promotions.

That is important because Seren Coffi competes through experience rather than price.

N
3. It Differentiates Seren Coffi from Cnain Cafés
Message Copilot
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3. It Differentiates Seren Coffi from Chain Cafés

Large chains often focus on:
+ specd,
- apps,
+ and transactional loyalty schemes.

The Seren Star Tree offers something emotionally distinctive:

+ reflection,

+ community,

+ creativity,

+ and human connection.

This differentiation is strategically valuable because it reinforces Seren Coff's unique identity instead of
copying competitors.
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4. It Strengthens Word-of-Mouth Marketing

Customers are likely tor

- photograph the tree,
+ share messages online,
+ recommend the café,

- bring friends to see it
The visual and emotional nature of the tree makes it naturally shareable.

This creates organic marketing that feels authentic rather than commercial

5. It Restores Atmosphere

One of the key problems identified in your report is the weakening atmosphere caused by operational strain
and founder fatigue.

The Seren Star Tree helps restore: v ’
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5. It Restores Atmosphere

One of the key problems identified in your report is the weakening atmosphere caused by operational strain
and founder fatigue.

The Seren Star Tree helps restore:

« warmth,
- participation,
« visuallfe,

+ and interaction within the space.

Astronger atmosphere increases customer retention because cafés are heavily experience-based
environments.

6. It Builds Community Loyalty

Customers often remain loyal to businesses when lhey\‘fe\ those businesses: .
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6. It Builds Community Loyalty

Customers often remain loyal to businesses when they feel those businesses:

+ reflect their values,
+ contribute positively to the community,

+ and provide emotional comfort.
The Seren Star Tree reinforces Seren Coffi as:

+ culturally grounded,
+ welcoming,

+ community-oriented,

+ and emotionally meaningful.

This can increase long-term loyalty beyond simple pu |, sing behaviour.
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Prompt 3 Would my idea help to restore the owner passion for the

business

D copilot

Yes — your idea, the Seren Star Tree, could help restore the owner's passion for the business because it

reconnects the café with its original emotional and cultural purpose rather than focusing only on operational

survival
Your report clearly shows that the owner's fatigue is not simply caused by workload, but by:

« emotional labour,

+ constant responsibilty,

+ reduced creativiy,

+ and the gradual loss of the atmosphere that once made the café meaningful.

The Seren Star Tre hlpsaddres these s n sever™ s
Reconnects the Owner with Meanina -
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Reconnects the Owner with Meaning
“The tree would allow customers to visibly express:

+ gratitude,
- memories,

- support,

« and emotional connection to the café

@ Edit in Paint

Seeing these messages may remind the owner that the café still has genine value within the community.

“This can restore a sense of purpose and emotional reward, which burnout often removes.

Shares the Emotional Responsibility

Currently, the owner appears to carry most of the responsibiity for creating:

« warmth, v

+ atmosphere,
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+ and community energy.

The Seren Star Tree changes this by allowing customers themselves to contribute to the café's emotional
environment. This creates a more collective and supportive atmosphere rather than relying entirely on the

‘owner's emotional performance,

Makes the Space Feel Alive Again
An evalving installation filed with customer messages creates:

+ movement,
+ creativity,
+ colour,

+ and interaction within the café.

This could help the business feel emotionally vibrant again rather than repetitive or purely transactional. A

more upiting environmant can positively influence th wner's motvation and wellbeing
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Restores the Original Identity of Seren Coffi
Your report strongly suggests that Seren Coffi was created to be:

+ a cultural space,
+ a community environment,
+ and a place of belonging.

The Seren Star Tree reinforces those exact values. Because of this, it may emotionally reconnect the owner

with the original vision and passion behind the business.

Creates Positive Emotional Feedback

The owner currently experiences mostly stress signals:

- costs,
- operational pressure,
+ equipment problems,

- comnetition
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The Seren Star Tree introduces positive emotional feedback through: -

« appreciation,
« participation,
+ community care,

+ and visible human connection.

That emotional contrast can help reduce feelings of exhaustion and detachment.

Academic Critical Balance

However, for stronger evaluation, it is important to recognise that the innovation cannot completely solve

burnout on s own.
The owner may still experience:

« financial pressure,
+ long working hours,

+ and operational stress .
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Prompt 4 On scale of 1-10 how creative & innovative is my idea?

@ copiet

| would rate your idea:

Creativity: 8.5/10

Innovation: 7.5/10
Why the Creativity Score Is High (8.5/10)

Your idea s highly creative because it

+ transforms a simple café space into a symbolic community experience,
+ uses emtional participation instead of technology o discounts,
+ aligns strongly with culture and atmosphere, .

-+ and creates meaning through customer nteraction.
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What makes it especially creative is that:
the innovation emerges from emotional and relational thinking rather than commercial trends.

Many business ideas focus on
+ apps,

+ speed,

+ automation,

+ loyalty systems,

+ or expansion.

Your idea instead focuses on:

+ belonging.

+ reflection,

« identity,

« wellbeing, & '
+ and collective creativity. i
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That is original within today's café industry.

The "lving constellation” symbolism is also artistically strong and memorable.

Why the Innovation Score Is 7.5/10
Your idea is innovative because it

« changes the customer experience,
+ strengthens participation,
+ improves atmosphere,

+ and creates emotional value.
However, academically, innovation is usually scored higher when an idea:

+ radically changes an industry,
+ introduces new systems or technologies,

+ o creates a complately new business model,

The Seren Star Tree is more of a:
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The Seren Star Tree is more of
micro-innovation or relational innovation

rather than distuptive innovation.
That s not a weakness.

In fact, for Seren Coffi, a small-scale symbolic innovation is probably far more appropriate and sustainable
than a large commercial transformation.

What Makes Your Idea Especially Strong
1. It Fits the Organisation Perfectly

A major strength is contextual alignment.

Your idea:
Message Copilot
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Your idea:

+ matches Seren Coffs values,
- protects authenticit,
- and avoids increasing bumou

Many innovations fail because they clash with organisational culture. Yours does not.

2. It Solves Multiple Problems at Once
The Seren Star Tree:

+ restores atmosphere,

- increases engagement,

+ supports owner wellbeing,

- encourages repeat visits,

+ strengthens identity, )

- and creates free word-of-mouth marketing.
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That gives it strong practical value.

3. It Is Emotionally Intelligent
This is one of the most sophisticated parts of your work.

You recognised:
the real crisis was emotional and relational, not only financial.

That shows mature thinking.

What Stops It Being a 10/10?

To become even more innovative, the idea would nee |,
+ stronger long-term scalabilty,
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What Stops It Being a 10/10?

o became even more innovative, the idea wouid need:

+ stronger long-term scalability,
+ measurable outcomes,
+ broader community integration,

+ or evolving interactive elements.
For example:

+ digital storytelling,
+ community collaborations,
-+ seasonal evolving rtuals,

+ oralegacy archive system.

These additions could raise the innovation score further.
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Overall Academic Evaluation

If | were evaluating this academicaly, | would say your dea i:
+ highly original within its context,

+ emotionally sophisticated,

+ theoretically grounded,

- realistic,

- culturally authentic,

+ and strategically appropriate.

its biggest strength is:

it rejects “innovation for the sake of innovation" and instead develops meaningful, sustainable,

human-centred creativity.

That is genuinely impressive.
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Prompt 5 what would be the most significant benefit of my idea for

the business?

P Copilot
The most significant benefitof your idea for the business s

Strengthening emotional customer loyalty through
community belonging

The Seren Star Tree's biggest value is not simply decoration or marketing — it i its ability to make customers
feel emotionally connected to Seren Coffiin a way that chain cafés typically cannot replicate authentically.

Your idea transforms the café from:
a place people buy coffee
into:
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Why This Is the Most Important Benefit

1. It Creates Repeat Customers
Customers are more likely to return when they feet:

+ recognised,
« emationally attached,

« and personally connected to a space.
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The Seren Star Tree encourages this through:

+ participation,
+ reflection,
+ memory-making,

+ and shared community experience.

This builds long-term loyalty rather than short-term transactions.

2.1t Differentiates Seren Coffi from Competitors
Large chain cafés compete through:

- speed,

+ discounts,

* apps,

+ and efficiency. Y
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Seren Coffi cannot realistically outperform chains in those areas.

Instead, your innovation strengthens the café's

+ authentici

« warmth,
« cultural identity,

+ and emotional atmosphere.

That gives the business a unique competitive advantage.

3. It Restores Atmosphere
Your report dentifes loss of atmosphere as a major issue caused by burnout and operational pressure.

The Seren Star Tree helps restore:

—
 smatvbrancy, v 1

Message Copilot

4F o

A geneatedcontent may be ncorect

Emocs@E s Qe naeewe 0

v o

¥ ¢ @ ©





image29.tmp
B Snipping Tool — [m} X

+ New G o Qv Qv @ Edit in Paint

Q & -

+ participation, .
+ and emotional warmth.

Astronger atmosphere improves the entire customer experience and makes the café feel alive again.

4.1t Supports the Owner Emotionally

Another major benefit i that the innovation generates emotional value without requiring large additional

labour.

Instead of the owner carrying allresponsibilty for creating atmosphere, customers begin contributing

collectively.
That can:

+ reduce emotional pressure,
- restore meaning,

+ and help revive passion for the business.
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5. It Generates Organic Marketing

People are naturally likely to:

photograph the tree,

share it online,

bring friends,

talk about the café.

This creates authentic word-of-mouth promotion, which is highly valuable for an independent café with

limited resources.
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