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[bookmark: _Toc232686272]Task 1
[bookmark: _Toc232686273]Executive Summary

Seren Coffi is a small independent café in Cardiff that has managed to build something quite special. Through ethical sourcing, a Welsh language identity and a strong focus on community, the café has earned loyal customers and a good reputation, which is not easy for a small business to do. However, after reading through the case I think the main problem is not the concept itself but the fact that the business no longer has the right structure to deliver on that concept consistently. Rising costs, a broken grinder and three founders who are all trying to do too much at the same time have slowly caused the café to struggle, even though the original idea is still a good one.
In this report I am proposing one focused change. Rather than restructuring the whole business, looking for outside investment or bringing in new management, my proposal is simply to appoint one of the three existing founders as head of operations. This person would have clear responsibility for day-to-day decisions, things like scheduling, maintenance, service standards, event coordination and making sure problems actually get followed through. To support this, £1,000 from the available £2,000 budget would go towards pay recognition for the extra responsibility, and the remaining £1,000 would be used straight away to repair the broken grinder. I think fixing the grinder matters not just for practical reasons but also because of what it represents. It is probably the most visible sign of what happens when nobody has the authority to just make a call and see it through.
Throughout the report I look at this proposal using a range of frameworks including the Business Model Canvas, the Value Chain, Design Thinking, Force Field Analysis and an organisational climate review. In my view the conclusion from all of these points in the same direction. Seren Coffi does not need to reinvent itself. It just needs one person with enough responsibility to make sure what already exists actually works properly in practice.


1. [bookmark: _Toc232686274]Introduction to the organisation and the issue 

Seren Coffi is a small independent café that opened in Cardiff in early 2024. It is in a narrow unit near the old docks, in a space that used to be a betting shop and then briefly a vape store. From the very beginning, the café was always more than just a place to get coffee. It sourced its coffee from ethical cooperatives, welcomed both Welsh and English speakers, used reclaimed furniture and organised community events like poetry evenings, language exchanges and pay what you can nights. All of this helped the café build a loyal customer base and even get press coverage, which I think is quite impressive for a small independent business. The café became known not just for its coffee but for what it stood for, and that kind of reputation takes real effort to build.
By January 2026 things had changed quite a lot. The cost of coffee beans went up because of global supply problems, energy bills also increased and the coffee grinder broke down and was never fixed. A bigger chain café opened nearby offering discounts and convenience. Inside the café, making decisions had become slow and frustrating. One of the founders had to take a second job and another had started missing meetings. The community events stopped completely and the chalkboard that used to tell customers about where the coffee came from was just left blank. 
In my view the concept itself has not really failed. Customers still come in and the café still clearly means something to them. The problem is not the product or the market, it is the management structure. The way the business was set up made sense at the beginning but it was never really updated as things changed. Greiner (1972) explains that businesses moving from an early creative stage into a growth phase often face a leadership crisis, where the informal ways of doing things that once felt natural start getting in the way of making proper decisions. I think that is exactly what is happening at Seren Coffi right now. The innovation suggested in this report does not try to change what the business is or who owns it. It just tries to create the structure the business needs to work properly again.


2. [bookmark: _Toc232686275]Root Cause Analysis of Structural and Managerial Challenges 

Creativity and innovation are related but they are not the same thing. Creativity is about coming up with new and useful ideas, while innovation is about actually putting those ideas into practice in a way that creates value (Tidd, 2018; Trott, 2016). In my opinion Seren Coffi has already shown plenty of creativity through its ethical sourcing, bilingual identity and community events. The problem is not that the café lacks ideas. The problem is that it does not have a reliable system for making sure those ideas actually get delivered consistently, and I think that is an important difference.
In most business contexts, innovation tends to be linked to growth, competitive advantage and making more profit (Schumpeter, 1934; Porter, 1996). A typical response to a café that is struggling might be to cut costs, find investors or even sell to a larger hospitality group. However, I think doing any of these things would seriously damage what makes Seren Coffi worth saving in the first place. Foss and Saebi (2015) argue that business model innovation should think about how value is created and delivered, not just how profit is made. For Seren Coffi, value comes from things like trust, community, the Welsh language and the ethical story behind every cup of coffee. These are not inefficiencies to remove, they are the whole point of the business.
Turner (2020) talks about businesses becoming what he calls zombie organisations, meaning they are still technically open but have lost the energy and purpose that made them different. I found this idea really relevant when thinking about Seren Coffi because the café is still running but the events have stopped, the grinder is broken and it is no longer communicating its story to customers. March (1991) makes a useful distinction between exploration and exploitation. Seren Coffi has done the exploration part well by building a creative values-led concept, but it has struggled to exploit that by turning its strengths into reliable daily performance. Pisano (2015) argues that creative advantages cannot last without operational support and I think this is exactly what the café is experiencing. Kim and Mauborgne (2004) also suggest that values-led businesses should compete through meaning and relationships rather than price. What Seren Coffi needs, in my view, is a structural change that protects its values while actually allowing the business to act on them.

3. [bookmark: _Toc232686276]The proposed innovation and the 4Ps of Innovation 

The innovation I am proposing is quite simple. One of the three existing founders would be formally appointed as head of operations, with clear responsibility for day-to-day decisions including staff scheduling, maintaining equipment, managing stock, keeping service standards consistent, organising events and making sure problems actually get solved. This is not about changing who owns the business or who makes the big long-term decisions. All three founders would still be equal co-owners and would still decide strategy together. The change is simply that one founder becomes clearly responsible for making sure things get done day to day, because at the moment nobody really is.
The £2,000 available would be split equally. £1,000 would go towards pay recognition for the extra responsibility and £1,000 would be used straight away to fix the broken grinder. I think fixing the grinder is important not just practically but also because of what it represents. The fact that it has been broken for so long and nobody has fixed it shows exactly what happens when no one has the authority to just make a decision and follow it through. Fixing it would send a clear message to staff and customers that those things are changing. The role would be recorded in a simple one-page description covering what the head of operations is responsible for and what decisions they can make independently. Birkinshaw, Hamel and Mol (2008) describe this kind of change as management innovation because it changes the way an organisation is coordinated and led, which I think is a fair description of what this is.
Osterwalder and Pigneur's (2010) Business Model Canvas is helpful here, see Figure 1. The Value Proposition at Seren Coffi is still strong ethical coffee, Welsh identity and community connection are all things that clearly matter to customers. The weakness is in actually delivering that value. Key resources, mainly the founders' time and energy, are being used up by problems that never get properly resolved. Key activities are stuck in crisis management because every issue needs all three founders to agree before anything moves. Key partnerships with ethical suppliers are not being developed because nobody has the time. Customer relationships have weakened because events have stopped. Giving one founder clear operational responsibility would help with all of this, which supports Foss and Saebi's (2015) argument that business model innovation is about reorganising how value is delivered, not just how profit is made.
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Figure1.
Porter's (1985) Value Chain also supports the proposal. The primary activities at Seren Coffi are strong in principle but the firm infrastructure, which includes the management systems and accountability structures, is weak. Without it everything else breaks down. Porter (1985) argues that competitive advantage depends on consistency across all activities and I think Seren Coffi is a clear example of what happens when that consistency is missing.
Looking at Tidd and Bessant's (2022) 4Ps of Innovation, I would say this is mainly Process Innovation because it changes how operational decisions are made. Trott (2016) argues that process innovation is especially important in service businesses because consistency shapes the customer experience directly. It is also Paradigm Innovation because it challenges the idea that equal ownership must always mean equal authority in every daily decision, which I think is a belief worth questioning at Seren Coffi. The proposal also supports Position Innovation because a café that fixes its equipment, restarts events and tells its story will naturally look stronger than one that is quietly declining. Kim and Mauborgne (2004) argue that positioning should be based on real operational substance rather than just marketing. Product innovation is less relevant here because the product itself is not really the problem, though better consistency would improve the overall experience (Tidd, 2018).
4. [bookmark: _Toc232686277]The Creativity Process
 
I found Brown's (2008) Design Thinking framework quite useful for explaining how this solution was developed. It has five stages: Empathise, Define, Ideate, Prototype and Test. In the Empathise stage, I tried to understand what the founders are actually going through. They clearly still care about the café but they seem completely exhausted by a structure that turns even small operational problems into complicated group decisions. One founder has taken a second job and another is missing meetings, and to me that suggests the problem is not commitment but the pressure caused by things that never get resolved.
In the Define stage, I tried to reframe the problem. The question is not how to cut costs or bring in outside management. It is how to help the founders deliver their values without damaging what makes the café special, which immediately rules out any solution that changes ownership or identity.
In the Ideate stage, March's (1991) exploration-exploitation distinction was really helpful. Since Seren Coffi already has creative strengths but cannot deliver them consistently, the answer is not a new product or a rebrand. It is a structural change that lets the original concept finally work the way it was supposed to.
In the Prototype and Test stages, appointing one founder as head of operations was tested against the brief. It needs no extra money, no outside recruitment and no change in ownership. Wallas (1926) would call this the illumination stage, where the right answer becomes clear once the problem has been properly understood. I think that description fits quite well here.
5. [bookmark: _Toc232686278]Viability Using Lewin`s Force Field Analysis 

Lewin's (1947) Force Field Analysis looks at change by weighing up the forces pushing for it against the forces resisting it. For Seren Coffi I think the forces pushing for change are quite strong. The business is clearly struggling, costs have gone up, the grinder is still broken, events have stopped and a well-funded chain competitor has opened nearby. Kotter (1996) argues that urgency is essential for change because without it people tend to stick with what they know. In this case, doing nothing is not a neutral choice, it just lets the decline carry on.
The proposal is also financially realistic, which I think matters a lot for a business in this situation. It uses the £2,000 that is already available without needing debt or outside investment. It also keeps the culture intact because the head of operations comes from within the founding team. Rogers (2003) argues that innovations are more likely to be accepted when they fit with the existing culture, and I think an internal appointment is much more compatible with Seren Coffi's identity than bringing in someone from outside.
That said, there are real forces resisting change. The strongest is probably cultural resistance. Schein (2010) argues that organisational culture is built on deep assumptions that people treat as fixed principles. At Seren Coffi, the idea that equal ownership means equal authority in everything might feel impossible to change. If one founder gets formal authority the others might feel left out or undervalued. Tuckman (1965) shows that teams often go through tension when roles shift and I think that is a genuine risk here. There is also a question of whether the appointed founder has the right skills for a more formal management role. Mumford et al. (2000) note that creative founders sometimes struggle with the demands of structured management.
Overall, though, I think the driving forces are stronger because the alternative is just continued decline. Govindarajan and Trimble (2005) argue that how a change is implemented matters as much as the idea itself. Agreeing the appointment openly, writing the role boundaries clearly and doing a review after six months would help manage the risks without adding heavy bureaucracy.
6. [bookmark: _Toc232686279]Organisational Climate and Support for Innovation 

The climate at Seren Coffi feels like it is pulling in two directions at the same time. On one hand it does support creativity because the founders still seem genuinely motivated by their purpose and community values. Amabile et al. (1996) identify intrinsic motivation, psychological safety and shared purpose as important conditions for creativity. Anderson and West (1998) also highlight vision and participation as key factors. These qualities clearly helped Seren Coffi build something original and I do not think they have completely disappeared.
On the other hand, the climate does not really support putting things into practice. Scott and Bruce (1994) argue that innovation needs proper mechanisms to turn ideas into action and Seren Coffi simply does not have those right now. Every decision needs agreement from three people and nobody has clear accountability. I think when problems keep building up without being resolved, people eventually stop raising them because they have learned nothing will change. Edmondson (1999) makes a similar point about psychological safety weakening when effort consistently produces no visible outcome.
Schein (2010) argues that what people actually do in an organisation reflects deeper assumptions. The assumption that shared authority is always the fairest approach once worked well for Seren Coffi but now it is getting in the way. Hofstede (2001) similarly argues that strong cultural values can start acting as barriers if they are not adapted when circumstances change. Turner's (2020) zombie organisation idea feels relevant again here. The proposed innovation does not try to go against the culture. It does not reject shared ownership, Welsh identity or community values. It just adds the operational accountability that is currently missing. Vaccaro et al. (2012) argue that management innovation works best when it reinforces cultural identity rather than disrupting it, and I think appointing one of the existing founders does exactly that.



7. [bookmark: _Toc232686280]Conclusion

Overall, I think the argument this report has made is quite clear. Seren Coffi does not need to reinvent itself. It just needs a structure that lets its concept actually work. The Business Model Canvas shows that a strong Value Proposition is being let down by unclear activities and exhausted resources (Osterwalder and Pigneur, 2010). Porter's Value Chain shows that weak firm infrastructure is damaging the café's primary activities (Porter, 1985). The 4Ps show this is mainly process and paradigm innovation because it changes how decisions are made (Tidd and Bessant, 2022). Design Thinking shows the solution came from genuinely understanding the founders' situation rather than applying something generic (Brown, 2008). Lewin's Force Field Analysis shows the case for change is stronger than the risks, as long as implementation is handled carefully (Lewin, 1947). The climate analysis shows creativity and purpose are still there but the structure to act on them is not.
Appointing one founder as head of operations, with a written role description, £1,000 pay recognition and an immediate grinder repair, is a small change in cost but I think it could make a significant difference in practice. It does not change what Seren Coffi is. It just gives the café a real chance to become what it was always supposed to be. One clear decision maker, agreed by all three founders, supported by a modest budget and reviewed before any trust is put at risk. That feels like the right kind of change for a business like this.








[bookmark: _Toc232686281]Task 2
[bookmark: _Toc232686282]Critical Appraisal of AI Recommendations to Develop the Seren Coffi Innovation
[bookmark: _Toc232686283]Executive Summary

This task evaluates my experience of using an AI LLM to support the development and critical testing of head of operations innovation proposed in Part 1. The aim was not to rely on AI for answers but critically assess its effectiveness, its limitations and the quality of its reasoning through a series of structured prompts, as documented in the screenshots included in the appendix.
The findings show that while the AI was able to generate fluent and well organised responses, they were frequently generalised and lacked the contextual sensitivity that the Seren Coffi`s case specifically requires. In several instances, the AI focused on surface level improvements rather than engaging with the underlying structural logic of the proposal. Its suggested improvements, such as formal KPIs, an Operations Coordinator and a formalised trial period, were all taken from standard management templates rather than tailored responses to this particular café`s situation. 
The AI was at its most useful when it confirmed the importance of structure and leadership for small businesses, which directly supported the rationale behind my original proposal. However, this confirmation required no modification to the solution I had already developed. 
The overall conclusion is that AI can stimulate critical thinking and highlight general areas of consideration, but it cannot replace the contextual human judgement needed to develop an appropriate and specific innovation for a case as complex as Seren Coffi.




1. [bookmark: _Toc232686284]Introduction

The purpose of this section is to critically evaluate how AI was used to develop the head of operations innovation presented in Part 1. The innovation already existed before the AI interaction began. Therefore, the objectives were not to ask AI to generate a solution, to test the proposal, identify weaknesses, explore alternatives and assess whether the innovation remained appropriate after critical examination. 
As shown in Screenshots 1-3, the AI was first asked to read and understand the Seren Coffi case study. A series of prompts were then used to challenge the proposal from different perspectives. These included asking the AI to critique the innovation, assess its practicality, suggest improvements and compare alternative solutions against the original proposal. 
This approach reflects the increasing use of AI as a decision support tool rather than a decision maker. Davenport and Ronanki (2018) argue that AI can support analysis and decision making by identifying patterns and generating options, but that human oversight remain essential. 

2. [bookmark: _Toc232686285]How AI interpreted the problem 

When I first asked it to review my proposal (Screenshots 4-7), it recognised that the main strength of appointing a founder as head of operations was the creation of clear operational accountability. The AI acknowledged that the proposal could improve decision making, reduce delays and create a clearer point of responsibility. 
The AI also identified several risks. These included founder tensions, uncertainty around authority and concerns about whether the chosen founder would have the skills needed for the role. Although these observations did not change the innovation itself, they highlighted implementation issues that I had not explored. Simon (1997) suggests that effective decisions require an understanding of both benefits and constraints. In this aspect, the AI encouraged a more balanced evaluation of the proposal. 
A particularly useful insight appeared when I asked the AI how easy the proposal would be to implement. In Screenshot 11, the AI argued that the biggest challenge would not be writing a role description or changing responsibilities, but convincing three founders to accept a shift in authority. I found this observation valuable because it moved beyond operational issues and focused on the human side of change. This aligns with Kahneman’s (2011) argument that organisational decisions are often influenced by behavioural and psychological factors rather than purely rational considerations.
The AI’s strongest performance came when I asked it to ignore my proposal and analyse the case independently (Screenshots 10–17). It concluded that Seren Coffi’s core problem was not declining demand or a weak product. Instead, it identified governance paralysis, founder fatigue and slow decision-making as the underlying issues. 
Overall, the AI performed reasonably well in identifying the nature of the problem. It recognised that the café’s difficulties were primarily structural rather than commercial. However, its analysis was still based on broad management patterns rather than a deep understanding of the specific relationships and culture within Seren Coffi.
3. [bookmark: _Toc232686286]How AI attempted to develop the innovation

One example can be seen in Screenshots 4-5, where it suggested introducing clearer role boundaries, performance reviews and accountability measures. Whilst some of these recommendations were fairly standard, they encouraged me to think more carefully about how the role would operate in practice.
The most significant attempt to develop the innovation appeared in Screenshots 8-9 through the recommendation of a Founder Operations Council. Rather than replacing the head of operations, the AI attempted to strengthen it by creating a structure through which the other founders could remain informed and involved whilst allowing one founder to lead operationally. 
This was probably the most creative recommendation produced during the interaction because it directly engages with one of the risks identified by the AI. It recognised that founder relationships could become strained if one individual was giving greater authority. By suggesting a council, the AI attempted to balance accountability and collaboration. 
However, after evaluating the recommendation, I decided not to adopt it. The main reason was that Seren Coffi’s existing problem was excessive reliance on collective decision-making. Introducing another formal governance structure risked recreating the same issue. Consequently, I accepted the principle of maintaining communication between founders but rejected the formal council itself.
The AI later proposed a completely different solution, hiring a part-time Operations Coordinator (Screenshots 18–21). The recommendation was presented as a lower risk alternative because it avoided elevating one founder above the others and added operational support.
This appeared to be a reasonable suggestion. However, when assessed against the case, it became less convincing. Seren Coffi had only £2,000 available and was already under financial pressure. An external coordinator would require recruitment, training and supervision. The recommendation did not solve the underlying governance issue. It added support but left decision-making authority largely unchanged.
4. [bookmark: _Toc232686287]Limitations of AI Recommendations

Despite making some useful contributions, the AI also demonstrated several limitations.
The most obvious limitation was its tendency to rely on generic management solutions. Recommendations such as KPIs, performance monitoring and formal governance structures appeared repeatedly throughout the interaction. Whilst these ideas were not necessarily wrong, they often reflected standard management thinking rather than solutions specifically designed for Seren Coffi.
For example, the suggestion of formal KPIs initially sounded sensible because accountability is important. However, Seren Coffi is a small community-focused café built around trust, relationships and shared values. Introducing a highly formal performance management system could have altered the culture of the organisation. Morgan (2006) argues that management systems should reflect organisational context rather than be applied universally. This criticism applied directly to the KPI recommendation.
Floridi and Chiriatti (2020) argue that AI systems can produce plausible recommendations without understanding the context in which those recommendations will be implemented. This limitation became clear when the recommendation was examined more closely.
Another issue, the confidence with which the AI presented its responses. Most recommendations were delivered in a clear and convincing way, which created an impression of certainty. However, as Bender et al. (2021) argue, large language models generate responses based on patterns in language rather than genuine understanding. Several recommendations appeared persuasive, but became less appropriate once evaluated critically.
This experience highlighted the importance of questioning AI outputs rather than accepting them at face value.
5. [bookmark: _Toc232686288]Successes and Challenges of Using AI

There were several benefits to using AI during this process. One advantage was the speed with which it generated feedback and alternative viewpoints. Brynjolfsson and McAfee (2014) argue that digital technologies can enhance decision-making by expanding the range of options available for consideration. This was evident throughout the interaction.
The AI was also useful as a critical challenge tool. It repeatedly questioned assumptions, highlighted implementation risks and encouraged further reflection. Kolb (1984) suggests that learning is strengthened through cycles of reflection and evaluation. In this sense, the AI helped me examine the proposal more critically.
The biggest challenge was separating genuinely useful insights from recommendations that simply sounded convincing. Throughout the interaction, I found myself needing to assess whether suggestions were actually suitable for Seren Coffi or whether they reflected generic management advice.
Polanyi (1966) argues that much organisational knowledge is tacit and developed through experience. Because AI does not possess this tacit understanding, it struggled to appreciate some of the cultural and relational aspects of the case. Nonaka and Takeuchi (1995) similarly argue that knowledge creation depends on human experience and context. This helps explain why the AI could identify patterns but struggled with some of the more nuanced aspects of the problem.
6. [bookmark: _Toc232686289]Comparison Between AI Output and Human Judgement

The comparison between AI output and human judgement revealed important differences in approach. The AI approached Seren Coffi primarily as a management problem and generated solutions commonly associated with improving accountability and efficiency.
My own approach was more focused on the specific circumstances of the case. Rather than asking what management tools could be applied, I considered which solution would best fit the founders, the culture of the café and the financial constraints of the business.
This difference became particularly clear when comparing the Head of Operations proposal with the Operations Coordinator alternative. The coordinator model added support but did not fundamentally change decision-making. The Head of Operations role addressed the governance issue directly by creating a clear operational decision-maker.
Weick (1995) argues that organisational decisions are shaped by how individuals make sense of situations rather than by objective information alone. This perspective helps explain why the AI and I reached different conclusions despite analysing the same case.
7. [bookmark: _Toc232686290]Conclusion

Overall, the AI made a useful contribution to the development of the Head of Operations innovation, but it did not create the innovation itself. Its greatest value came from challenging assumptions, identifying implementation risks and forcing me to justify my own reasoning.
The interaction demonstrated that AI can be effective at recognising patterns, generating alternatives and encouraging reflection. References to Screenshots 4–25 show that the AI repeatedly tested the proposal, suggested modifications and compared alternative solutions. These interactions strengthened the final recommendation by requiring each aspect of the innovation to be examined critically.
At the same time, the exercise revealed important limitations. Many recommendations reflected generic management thinking and lacked sensitivity to the specific context of Seren Coffi. As Dwivedi et al. (2023) argue, AI can support analysis and idea development, but human judgement remains essential when deciding what is appropriate for a particular situation.
The final outcome therefore reflects a combination of AI-supported reflection and human evaluation. The innovation was strengthened by the process, but the final judgement remained a human one.
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Case study PDF(3).pdf
PDF

Can you ready the case study attached and wait for my
instructions ? Do not take any actions.

[} Status [

I have read the case study and understand the scenario involving Seren Coff, its history,
challenges, constraints, and the turnaround brief.

1 Action Taken

« Read the attached case study.
= No analysis, recommendations, or solutions have been produced.
« No assumptions beyond the document have been made. =

[l Limitations 4.
« 1 am deliberately withholding analysis and conclusions as requested.
« 1 will wait for your specific instructions before taking any further action.
) NextSteps
Please provide your instructions when ready (e.g., analysis, critique, strategy, report
writing, presentation, SWOT, turnaround plan, etc).
[ Overall Evaluation 1+

Case study reviewed and understood. Awaiting your instructions.

6P aro

N

My proposed solution for Seren Coffi s to appoint one of

+  Askanything 9 0
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My proposed solution for Seren Coffi s to appoint one of
the three founders as head of operations, supported by a
pay recognition. Can you please provide a critical review of
my solution ?

[l Overview

Your proposal — appointing one of the three founders as Head of Operations with
formal pay recognition — s a credible and practical solution, particularly if the case study
highlights unclear responsibilities, slow decision-making, or a lack of operational
accountability.

However, it is not without risks and would benefit from some additional safeguards.

&) Strengths of the Proposal

@ Clear Accountability

One common problem in founder-led businesses is that everyone shares responsibility,
which can mean nobody truly owns operational performance.

Appointing a Head of Operations would:

Create a single point of accountability.

Improve decision-making speed.

Reduce confusion over roles and responsibilities.

Improve coordination across the business.

& Recognition of Additional Responsibility

Providing additional pay:
« Reflects the increased workload and re , isibility.
« Signals that the role is important.

©

+ |ask anything

ChatGPT can make mistakes. Check important info.
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* Reflects the increased workload and responsibility.
« Signals that the role is important.

« May improve motivation and commitment.

4 Faster Implementation

Compared with hiring an external operations director:
* Lower cost.
« Faster to implement.
« The founder already understands the company culture, customers, and challenges.

© Maintains Founder Knowledge

The business retains valuable institutional knowledge rather than relying on an outsider
who needs time to learn the business.

] Weaknesses and Risks >{

28 Potential Founder Tensions

The biggest risk is that the other founders may perceive:
« Favouritism.
« Unequal status.
« Ashiftin power.

This could damage relationships and worsen existing governance problems.

‘% Role Without Authority

Giving someone the title alone may not solve operational issues.
Questions remain:

« Can they make decisions independentl ),
« Do they control budgets?

+  Ask anything

©

ChatGPT can make mistakes. Check important info.
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« Can they make decisions independently?

& New chat
@ New cha + Do they control budgets?
Q search chats « Can they hold others accountable?
0 Library Without authority, the role may become symbolic rather than effective.
B Projects @ o ional " oo
perational Expertise May Be Missing
83 Apps The selected founder may:
@ Codex * Be passionate about the business.
+ Have strong product or customer knowledge.
++ More
But they may not necessarily possess:
Recents + Operations management skills.
Seren Coffi Format Guide + Process improvement expertise.

« Workforce planning capability.
DIV Car Oil Change P! g capability.

The role requires more than commitment.
DIY Plastering Guide:

Case study questions guidance @ Pay Increase Could Be Sensitive

How to Build a Fence If the company is facing financial pressure, increasing one founder's compensation may:

 Create resentment.
Volvo SUV Comparison .
* Reduce available cash.

Wedding Venues Galati « Be difficult to justify to employees.
Paris Wedding Photo Spots

El Nifio Phenomenon Explained

] How the Proposal Could Be Strengthened |
PCP vs HP Explained

1. Define the Role Clearly
Revolut Bank Transfer Guide

Create a formal role description covering:
« Responsibilities.
« Decision rights.
« Performance expectations.
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@ New chat « Performance expectations.

Q search chats 2. Introduce Measurable KPIs

I Liorary Examples:

B Projects * Productivity targets.

38 Apps « Cost control.
« Staff retention.

® Codex « Customer satisfaction.

++ More This ensures the extra pay is linked to performance.

Recents. 3. Maintain Shared Strategic Governance

Seren Coffi Format Guide The Head of Operations should manage day-to-day activities, while major strategic

DIY Car Oil Change decisions remain with all founders collectively.

DIY Plastering Guide 4. Consider Training or Coaching

Case study questions guidance Provide leadership or operations management development to improve the individual's
effectiveness.

How to Build a Fence

Volvo SUV Comparison 5. Review the Arrangement Periodically

Wedding Venues Galati A 6-12 month review would allow the founders to assess:

s Wekding Photo Spots « Whether performance has improved.

« Whether the structure remains appropriate.
El Nifio Phenomenon Explained

PCP vs HP Explained
[ Limitations 4.

My review assumes the case study’s core issues involve operational inefficiency, role

Revolut Bank Transfer Guide

ambiguity, or weak accountability.
« The proposal may be less effective if Ser~n Coffi's primary challenges are financial,

N

* The success of the solution depends heavilv on the chosen founder's capabilities and

+  Askanything 9 0
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market-related, or strategic rather than operational.
« The success of the solution depends heavily on the chosen founder's capabilities and
the willingness of the other founders to support the arrangement.

2 Overall Evaluation 1+
Overall Rating: 7.5/10

Your solution s practical, low-cost, and realistic for a founder-led SME. It addresses
accountability and leadership gaps that often hinder growing businesses.

The main weakness is that a new title and extra pay alone may not solve the underlying
problems unless accompanied by clear authority, defined responsibilities, measurable
objectives, and founder buy-in. Strengthening these elements would make your
recommendation significantly more robust and persuasive in a case study assessment.

(SN CR NN}

Can you identify any gaps or limitations with my proposal
2 Can you suggest one creative idea to strengthen it ?

£l Key Gaps in Your Proposal @

2 Dependence on One Person

Your solution places significant responsibility on a single founder.
Risk:

« Creates a potential bottleneck. ¥
« Business performance becomes heavily dependent on one individual's availability and

+  Askanything 9 0

ChatGPT can make mistakes. Check important info.
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« Creates a potential bottleneck.

« Business performance becomes heavily dependent on one individual's availability and
capability.

« If that founder leaves or becomes overwhelmed, operational problems may return.

|=) Focuses on Structure Rather Than Processes

The proposal changes who is responsible but not necessarily how work gets done.
Risk:

« Existing inefficiencies may remain.
= Poor communication, unclear workflows, or inconsistent standards could continue.

May Not Address Founder Dynamics

The case suggests that founder relationships and decision-making are important factors.
Risk: —

* Other founders may feel excluded.
+ Operational disputes could simply shift from informal discussions to disagreements.
with the new Head of Operations.
7 Limited Succession Planning
The proposal strengthens leadership today but may not build capability across the wider
team.

Risk:

« Employees remain dependent on founders rather than developing their own
leadership skills.

¥
] One Creative Idea to Strengthen the Proposal

©

+  Ask anything
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] One Creative Idea to Strengthen the Proposal

[ Introduce a “Founder Operations Council"

Instead of only appointing a Head of Operations, create a monthly Founder Operations
Council.

How it works:

« One founder becomes Head of Operations.

« The other two founders retain oversight through a structured monthly review
meeting.

« Operational KPIs are reviewed collectively.

« Major decisions require council approval, while day-to-day decisions remain with the
Head of Operations.

Why This Is Stronger @ —

Maintains accountability through a clear operational leader.
Reduces resentment because all founders remain involved in governance.

Encourages transparency and communication.

Prevents excessive concentration of power.

Creates a more professional management structure without the cost of hiring external
executives.

] Why This Idea Fits the Case ||
Many small founder-led businesses struggle because:

« Roles overlap. N
« Decisions are informal.

+  Ask anything

©

(ChatGPT can make mistakes. Check important info.




image11.png
<]

@ New chat
Q Search chats
0 Library

B Projects

38 Apps

@ Codex

*++ More

Recents

Seren Coffi Format Guide

DIY Car Oil Change

DIY Plastering Guide

Case study questions guidance
How to Build a Fence

Volvo SUV Comparison
Wedding Venues Galati

Paris Wedding Photo Spots

EI Nifio Phenomenon Explained
PCP vs HP Explained

Revolut Bank Transfer Guide

Marian Mihai Luca

Upgrad
Free porade

ChatGPT ~ 4 Upgrade X, Share

« Roles overlap.
« Decisions are informal.
« Accountability is unclear.

Your proposal solves the accountability issue.
The Founder Operations Council strengthens it by also addressing:

 Governance.
+ Communication.

« Founder alignment.
« Strategic oversight.

This makes the recommendation appear more comprehensive and balanced in an

academic case study.

[ Limitations /4.
* The council could slow decision-making if founders interfere excessively.
« Success depends on founders respecting the operational authority of the appointed
leader.
+ Additional meetings create a small administrative burden.

[ Overall Evaluation 1+

Your original idea is solid because it creates clear operational ownership. The biggest gap
is that it mainly addresses who leads operations, not how founders work together.
Adding a Founder Operations Council with KPI reviews is a relatively creative
enhancement that improves governance, reduces conflict risk, and makes the proposal
more strategically robust.

6 Q2 -~ v

©

+  Ask anything
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Adding a Founder Operations Council with KPI reviews is a relatively creative
enhancement that improves governance, reduces conflict risk, and makes the proposal
more strategically robust.

(SN CR NN}

Without considering my proposed solution, how would

you analyse the Seren Coffi case and identify the problem
?

Stopped thinking

[l Case Analysis [

If | approached the case without considering any solution first, | would start by separating
the symptoms from the root problem.

Symptoms &
The case presents several visible problems:
« Rising costs (coffee beans, energy, maintenance).
+ Equipment failures (grinder, espresso machine concerns).
+ Strong competition from a chain café.
« Falling operational standards (chalkboard updates stop, events disappear).
«+ Delayed hiring decisions.
+ Founder fatigue.
+ Reduced participation from founders.
«+ Slower decision-making.
« Community activities declining.

These issues make the business appear to t |, ruggling financially and operationally.

+  Askanything 9 0
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These issues make the business appear to be struggling financially and operationally.

[ What Is NOT the Main Problem >
@ Product Quality
The case explicitly states:

“The product is in demand.”
This suggests customers still want what Seren Coffi offers.
& Business Model

The case also states:

“The business model is sound.”
Therefore, the core concept is not fundamentally broken.

@ Brand Reputation

The business remains:
« Loved by customers.
« Recognised locally.
« Attractive enough to receive partnership proposals.

Demand and reputation still exist.

[l The Root Problem @

Governance Paralysis

The strongest theme throughout the case i\ t decisions become increasingly difficult to

make.

+  Askanything 9 0
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The strongest theme throughout the case is that decisions become increasingly difficult to

make.
Evidence includes:

« Decisions always made collectively.
« Long discussions over relatively minor issues.

ing repeatedly postponed.

Equipment replacement delayed.

Meetings becoming repetitive.

Founders becoming disengaged.

One founder taking another job.
« Another founder missing meetings.

The business appears trapped in a culture where:

Consensus became more important than execution.

] Deeper Organisational Problem @
The founders built a business around values such as:

« Faimess.
« Community.

« Ethical sourcing.

« Inclusivity.

« Collective decision-making.

These values helped create success initially.

However, as complexity increased, the same strengths became weaknesses.

Examples:

N

Early Stage Strength Later Stage Weakness

+  Ask anything
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Early Stage Strength Later Stage Weakness
Shared decisions Slow decisions
Careful discussion Decision fatigue
Ethical scrutiny Inability to act quickly
Community focus Operational neglect

The organisation failed to evolve its management approach as the business matured.

) Strategic Diagnosis @

I would diagnose the core problem as:

“Mission Drift Through Operational Exhaustion”

The founders are spending so much energy protecting the original vision that they no

longer have enough energy to sustain it.
Evidence:

« Events disappear.

« Community i
« Standards decline.
« Daily practices become inconsistent.

ves stop.

Ironically, the values they are trying to preserve are being damaged by the inability to
make timely operational decisions.

] What the Case Is Really Testi

+  Ask anything

©
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] What the Case Is Really Testing =

I believe the case is less about coffee and more about:

Leadership.

Governance.

Organisational design.

Change management.

The authors even remove common solutions:
> Cannot change leadership.

> Cannot change suppliers.

3 Not seeking a traditional cost-cutting plan.
This pushes readers toward a different conclusion:

The business does not primarily need new resources; it needs a better way of
coordinating the resources it already has.

Limitations /.
« The case is deliberately written with ambiguity, so multiple interpretations are
possible.
« Financial data is not provided, preventing a detailed financial diagnosis.
« Some readers may argue competitive pressure or rising costs are the primary issue,
but the case explicitly states demand remains strong and the business model is sound.

] Overall Evaluation 1+ v

If I were writing a case analysis, my central problem statement would be:

+  Askanything 9 0
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s Uvoran Lvaresaon
If I were writing a case analysis, my central problem statement would be:

Seren Coffi is not failing because customers have stopped wanting its product, nor
because its business model is unsustainable. It is failing because collective
governance, founder fatigue, and decision paralysis have gradually undermined
operational effectiveness, preventing the business from adapting to growth and
external pressures.

Everything else in the case appears to flow from that underlying issue.

(SN CR NN}

Can you provide on problem and one solution on this case
>

[l Problem Identified @

Decision-Making Paralysis

&, Share

The main problem is that Seren Coffi's founders rely heavily on collective decision-making,

which has become increasingly slow and ineffective as the business has grown.

Evidence from the case:

ing decisions are delayed.

Equipment replacement is postponed.

Meetings become repetitive and unproductive.

Founders become disengaged.

Operational issues remain unresolved.

As a result, the business struggles to respor 4, ) challenges despite having customer
demand and a viable business model.

+  Askanything 9 0
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As a result, the business struggles to respond to challenges despite having customer

demand and a viable business model.

&) Solution Proposed

4 Appoint a Founder as Head of Operations

Designate one founder to take responsibility for day-to-day operational decisions.

The other founders would continue contributing to major strategic decisions, but routine
operational matters would no longer require full consensus.

Equipment maintenance and replacement.
Staffing and recruitment decisions.
Scheduling and workflow management.
Monitoring operational performance.

Benefits:

Faster decision-making.
Clear accountability.

Reduced founder fatigue.
Improved operational efficiency.

Allows the business to focus on serving customers and maintaining standards.

[l Limitations 4.

« Other founders may feel their influence has been reduced.
« The appointed founder may need leadership or operations training.
 Success depends on all founders respe \ j the new structure.

+  Ask anything
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« Success depends on all founders respecting the new structure.

[} Recommendation
Support the Head of Operations role with:

« Adlear job description.
« Defined decision-making authority.
« Agreed performance measures.

« Regular founder review meetings.

This balances accountability with collaboration.

[ Overall Evaluation 1+

&, Share

Problem: Decision-making paralysis caused by collective governance and founder fatigue.

Solution: Appoint one founder as Head of Operations with authority over day-to-day
operations while retaining collective oversight for strategic decisions.

This directly addresses the oot cause rather than just treating the symptoms.

(SN CR NN}

Your solution must be different than mine, please provide
one

[l Problem Identified @

@ Founder Capacity and Burnout

P
+  Ask anything
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@ Founder Capacity and Burnout
Rather than viewing the issue as decision-making paralysis, | would argue the core
problem is that the founders are trying to do too much themselves.

Evidence from the case:

« One founder takes another job.
« Another founder becomes less engaged.
« Operational standards begin to slip.

« Community initiatives disappear.

« Important tasks are postponed.
This suggests the business has outgrown the founders' ability to personally manage every

aspect of it.

1 Alternative Solution |

28 Hire a Part-Time Operations Coordinator

Instead of giving one founder more responsibility, recruit a part-time employee
responsible for:

« Staff scheduling.

« Supplier coordination.

« Equipment maintenance planning.

« Event organisation.

« Administrative tasks.

This would remove routine operational work from the founders and allow them to focus
on:
o Strategy.

« Customer relationships. N
« Business development.
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« Customer relationships.
« Business development.
+ Community engagement.

] Why This Could Work @&

Reduces Founder Workload

The founders gain time and energy without changing ownership or power structures.

Preserves Equality

No founder becomes "more important” than the others, reducing the risk of conflict.

Improves Consistency

A dedicated coordinator can ensure tasks are completed regularly rather than depending
on busy founders.

Supports Growth

The business begins building management capacity beyond the founding team.

[} Limitations 4.

« Increases payroll costs.
« Requires training and supervision.
« May not fully solve governance issues if founders still delay major decisions.

[ Overall Evaluation 1+

Problem: Founder capacity and burnout are - ising operational standards to decline.

ST .
+  Ask anything
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Problem: Founder capacity and burnout are causing operational standards to decline.

@ New chat

Q search chats Solution: Hire a part-time Operations Coordinator to take over routine administrative and
operational tasks.

N Library P

6 Projects This approach addresses the workload problem directly while preserving the collaborative
culture that helped Seren Coffi succeed.

2 A

88 Apps
(SN CR NN}

@ Codex

++ More

Recents What are the risk that could arise if | implement your

N solution ?
Seren Coffi Format Guide

DIY Car Oil Change

DIV Plastering Guide [l Main Risks of Hiring a Part-Time Operations Coordinator A.

Case study questions guidance & Increased Costs
How to Build a Fence The most obvious risk is financial.
Volvo SUV Comparison Seren Coffi is already facing:

Wedding Venues Galati .
« Rising supplier costs.

Paris Wedding Photo Spots « Equipment maintenance costs.

EI Nifio Phenomenon Explained * Competitive pressure.

Adding another salary could:
« Reduce profitability.
« Increase financial pressure if revenue does not improve.

PCP vs HP Explained

Revolut Bank Transfer Guide

# Role Confusion N

The founders mav struaale to define where the coardinator's autharitv henins and ends,
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# Role Confusion

<4 Upgrade

The founders may struggle to define where the coordinator's authority begins and ends.

For example:

« Can they make purchasing decisions?
« Can they organise events independently?
« Can they challenge staff performance?

Without clear boundaries, confusion could develop.

it Underlying Governance Problems Remain

A coordinator can manage tasks but cannot solve founder disagreements.
If founders continue delaying decisions about:

« Hiring
« Investment
« Equipment replacement

The coordinator may become frustrated because they lack authority to act.

This is perhaps the biggest weakness of the solution.

S\ Cultural Misalignment

Seren Coffi appears to place strong emphasis on:
« Community values.

« Ethical practices.
« Collaboration.

. . ¥
A new employee may not immediately unde.-«and or embrace these values.

+  Ask anything
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A new employee may not immediately understand or embrace these values.

This could create tension with:

« Staff.
« Customers.
* Founders.

[5) Dependency Risk

The business could become dependent on the coordinator.
If they leave:

« Knowledge is lost.
« Processes may collapse.
« Founders may need to take back responsibilities suddenly.

1 The Most Serious Risk &

Governance Issues Continue Unchanged

If I were critically evaluating my own solution, this would be my biggest concern.

The coordinator treats a symptom:

Too much work for founders.

But it may not fully address the root cause:

Slow and ineffective decision-making amang founders.

N

If founders cannot agree on strategic matters, operational improvements may have limited

i
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If founders cannot agree on strategic matters, operational improvements may have limited

impact.

[l How to Reduce These Risks
« Create a clear job description.
« Define decision-making authority.
« Establish performance targets.
« Document key processes.
* Review the role after 6 months.
« Ensure founders remain aligned on major business decisions.

[ Limitations /4.
* The exact level of risk depends on Seren Coffi's financial position, which is not fully
detailed in the case.
« Some risks could be mitigated through careful implementation and training.

[ Overall Evaluation 1+

The greatest risk is that hiring an Operations Coordinator may improve day-to-day
administration while leaving the deeper governance and leadership issues untouched. In
other words, the business could become more organised, but still struggle to make
important decisions quickly and effectively. Therefore, the solution s strongest when
combined with improvements to founder decision-making and accountability.
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important decisions quickly and effectively. Therefore, the solution is strongest when
combined with improvements to founder decision-making and accountability.
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0Ok, and how easy would it to implement it ?

[l Ease of Implementation [

© Relatively Easy to Implement
Compared with major organisational changes, hiring a part-time Operations Coordinator
would be moderately easy to implement.

It does not require:

« Changing ownership structures.
« Appointing a new founder leader.
« Seeking external investment.

« Restructuring the entire business.

The founders could begin recruitment within a relatively short period.

&) Factors Making Implementation Easier

28 Founders Keep Control

The founders remain responsible for strategic decisions.

This means:

N

* Less resistance from founders.
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This means:

o Less resistance from founders.
« No major shift in power.
« Existing governance arrangements remain intact.

I Part-Time Role

A part-time position:
« Costs less than a full-time manager.
« Creates lower financial risk.
« Allows the business to test the role before expanding it.

[¥] Clear Operational Needs

The case already identifies tasks that need attention:

« Scheduling.
« Equipment coordination.
« Administrative support.
+ Community events.

This makes it easier to define the role.

[ Factors Making Implementation Harder 4.

@ Defining Authority
The biggest challenge would be deciding:

« What decisions can the coordinator make?
« What requires founder approval?

Without dlarity, the coordinator may strugg" 2 be effective

@ Finding the Right Person
+ Askanything

ChatGPT can make mistakes. Chack important info.
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@ Finding the Right Person

Seren Coff is not a typical café.
The ideal candidate would need to fit the company’s:

« Community values.
« Ethical mission.
« Collaborative culture.

Finding someone with both operational skills and cultural fit may take time.

il Founder Behaviour Must Change

Even with a coordinator in place, founders must be willing to:
« Delegate tasks.
« Trust the new employee.
« Avoid micromanagement.

is is often harder than the recruitment itself.

) Implementation Rating (sl

Factor Difficulty
Recruitment © Moderate
Cost © Moderate
Founder Acceptance © Easy-Moderate
Cultural Fit © Moderate
Overall Implementation v © Fairly Easy
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Overall Implementation © Fairly Easy

[ Limitations 4.
« Ease of implementation does not guarantee effectiveness.
* The role may be easy to introduce but difficult to make successful if founders
continue to delay decisions.
* The case does not provide detailed financial information, so affordability remains
uncertain.

2 Overall Evaluation 1+
Implementation Difficulty: 7.5/10 (fairly easy).

Hiring a part-time Operations Coordinator is easier to implement than restructuring
leadership or bringing in extemnal management. The main challenge is not recruitment
itself, but ensuring founders clearly delegate responsibilities and support the new role.
ited.

Without that commitment, implementation may be easy, but the impact could be li
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In your view, can a small business with a strong product
survive long term without clear structure and leadership ?

[l Short Answer ||

X Usually No v

A emmnll b
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@ New chat X Usually No

A small business can survive for a while with a strong product and weak leadership

Q Search chats
structures, but long-term survival becomes increasingly difficult as the business grows.

N Library

& Projects A strong product creates demand.

38 Apps Leadership and structure allow the business to consistently deliver that product and adapt
B R to change.

«+ More

Recents ] Why Strong Products Can Hide Problems Initially

Seren Coff Format Guide In the early stages, businesses often succeed because:

« Founders are highly motivated.
DIv Car Oil Change + Communication is informal.
DIY Plastering Guide « Everyone knows what needs to be done.

. « Customer demand is growing.
Case study questions guidance

At this stage, structure is less important because the organisation is small.
How to Build a Fence

Volvo SUV Comparison Many successful businesses begin this way.

Wedding Venues Galati

Paris Wedding Photo Spots [l What Happens as the Business Grows 4.
EI Nifio Phenomenon Explained Growth creates complexity.

PCP vs HP Explained The business must manage:

Revolut Bank Transfer Guide
+ More customers.

« More staff.

« More suppliers.

+ More costs. N
« More decisions.
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* More costs.
* More decisions.

Without clear leadership and structure:

@ Decision-Making Slows

People become uncertain about who is responsible.
) Work Is Duplicated

Tasks may be completed twice or not at all.

& Key People Burn Out

Founders end up carrying too much responsil

. Standards Decline

Customer experience becomes inconsistent.

A strong product cannot fully compensate for these operational weaknesses.

[l Applying This to Seren Coffi &

This is why the case is interesting.
The case suggests:

Customers still value the product.
The business model remains viable.
Vet problems still emerge because:

« Operational standards decline.
« Decisions are delayed.

o Foundare hacama ctratchad
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« Decisions are delayed.

« Founders become stretched.

« Community activities disappear.

The product itself is not failing.

The organisation around the product is struggling.

] A Useful Analogy 4%

Imagine a car with an excellent engine.
The engine represents the product.
However:

* The steering is unreliable.
* The brakes need maintenance.
* The driver is exhausted.

The engine may still be powerful, but the car will eventually run into trouble.

The same principle applies to businesses.

a itations 4.
« Some very small lifestyle businesses can operate informally for many years.
« Certain creative businesses rely more on founder talent than formal structures.

« Not every business requires a corporate-style hierarchy.

However, some form of leadership clarity and accountability is almost always necessary.

N
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« Not every business requires a corporate-style hierarchy.

However, some form of leadership clarity and accountability is almost always necessary.

Overall Evaluation

My view is that a strong product is necessary but not sufficient for long-term success. In
the short term, a great product can mask leadership and organisational weaknesses. In the
long term, however, businesses typically succeed when a strong product is supported by
clear leadership, accountability, and decision-making processes. This is one of the central
lessons that Seren Coffi appears to be designed to illustrate.

(SN CR NN}

Finally, how does my head of operations proposal
compare to your suggested solution in terms of
practicality and long term impact ?

[l Comparison Overview ||
Both solutions are reasonable, but they address different causes of Seren Coffi's problems.

Your Solution (Founder as My Solution (Part-Time

Criteria Head of Operations) Operations Coordinator)
Main Issue Addressed Leadership and accountability Workload and capacity
Cost © Low © Moderate

Speed of @ Fast € Moderate
Implementation ¢

Foundar in £ uinh & Modarata
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Seren Coffi Format Guide

] Practicality

DIY Car Oil Change

DIV Plastering Guide ‘% Winner: Your Solution

Case study questions guidance

How to Build a Fence Why?
Volvo SUV Comparison  No recruitment process.
Wedding Venues Galati  No onboarding.

« No additional employee management.

Paris Wedding Photo Spots
+ Lower cost.

El Nifio Phenomenon Explained + Immediate implementation.

PCP vs HP Explained A founder already understands:

Revolut Bank Transfer Guide * The business.
* The culture.
+ The customers.

« The challenges.

The business could implement your solution

y
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© Moderate

© Lower

© Moderate

© Moderate

From a practical perspective, your proposal is probably easier.

most immediately.
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The business could implement your solution almost immediately.

My solution require:

« Finding the right person.
« Training them.

« Paying them.

« Integrating them into the team.

Therefore, on practicality alone, your proposal is stronger.

£l Long-Term Impact

‘% Winner: Your Solution (Slightly)

If the root problem is governance and accountability, your proposal has a greater long-

term impact.
Why?
The case repeatedly points toward:

ions.

« Delayed de
« Founder disengagement.
« Lack of accountability.

Appointing a Head of Operations directly changes how deci

<4 Upgrade

ns are made.

My solution improves capacity but may leave governance issues untouched.

In other words:

Your solution changes the management system.

My solution adds support to the exi

+  Ask anything

N
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My solution adds support to the existing system.

Changing the system generally has a larger long-term effect.

[ Risk Comparison 4.

Your Solution Risks

« Founder resentment.

« Power imbalances.

« Role ambiguity.

« Dependence on one founder.

My Solution Risks
* Additional cost.
* Governance issues remain unresolved.
+ New employee may not fit the culture.

If | were marking a business school case study, | would consider my solution the safer
option politically, but your solution the more transformational option strategically.

] What an Examiner Might Think &

An examiner could argue:

Your Proposal

“Addresses the root cause of weak operational leadership and unclear accountability.
This is a strong argument because it tackles a fundamental organisational issue.

My Proposal

“Addresses workload pressures but may not

olve decision-making bottlenecks.”
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This is a strong argument because it tackles a fundamental organisational issue.

My Proposal

“Addresses workload pressures but may not resolve decision-making bottlenecks.”

This is also valid, but slightly less powerful if governance is the primary problem.

] One Way to Make Your Proposal Even Stronger

If I were improving your proposal, | would add:

%% A12-Month Trial Appointment

Rather than making the role permanent immediately:
« Appoint a founder as Head of Operations for 12 months.
* Set clear KPIs.

« Review performance collectively.

Benefits:
« Reduces founder resistance.
« Creates accountability.

« Makes the change feel less threatening.
« Allows evidence-based evaluation.

This addresses one of the main criticisms of your idea.

itations /.
« This comparison assumes the case's primary issue is governance and operational
leadership.
« If the real issue is founder burnout ralhfl/,nan decision-making, my solution becomes

more attractive.
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« Reduces founder resistance.
« Creates accountability.
« Makes the change feel less threatening.
+ Allows evidence-based evaluation.

This addresses one of the main criticisms of your idea.

Limitations /.
« This comparison assumes the case's primary issue is governance and operational
leadership.
« |If the real issue is founder burnout rather than decision-making, my solution becomes
more attractive.
« The case is intentionally open to multiple interpretations.

] Overall Evaluation 1

Practicality: & Your solution wins.

Long-term organisational impact: & Your solution wins.

Lowest risk of founder conflict: & My solution wins.

Best fit for the apparent root cause of the case: & Your solution wins.

Overall, if I were presenting to an academic assessor, | would rate your Head of
Operations proposal around 8.5/10, compared with 7/10 for the Operations Coordinator
proposal, because your recommendation more directly addresses the leadership and
accountability issues that appear to sit at the heart of the Seren Coffi case.
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