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[bookmark: _Toc232803889]Part 1
[bookmark: _Toc232803890]Introduction: 
Seren Coffi is an independent coffee shop located in Cardiff. When Seren Coffi first opened it stood out from other coffee shops as its identity was focused on ethical and community-based sourcing. This approach to business was apparent to the customers as Seren Coffi shared the coffee bean origins, shipping methods and cooperation involvement, signs also included the Welsh language, and the furniture was reclaimed or locally made.  Seren Coffi also built a strong connection with the community by hosting events such as poetry nights, Welsh language exchange and gatherings, and identifying with cultural and historical roots of the location. This has created a strong base of loyal customers for Seren Coffi
After the initial success and boom when Seren Coffi was first opened, by January 2026 the business is struggling. Although Seren Coffi built its place within the community with clear values, it does not have the organisational structure to support its long-term success, which can be evident in several aspects of running the café. For example, extensive and lengthy discussions of each issue as decision process became strenuous, tieing values with specific methods meant those values were abandoned in difficulty, no financial buffers meant the business couldn’t adapt to the pressure and adapting to market pressure by imitating it only created supply without demand.
The overall operation fatigue and decline in staff and co-founder engagement and availability due to burn out meant the business is not able to handle the pressures of function in capitalist market, where varying prices of supplies and changes in equipment manufacture and repair are constant. This staff fatigue is also apparent when a co-founder started a new part time role, and decisions were made due to convince and ways that did not match the core values of the café. This pressure on staff also lead to the cancellation of community engaging activities such as poetry, which created further reduced the footfall and created further pressure on the business. Even though the café still attracted some customers and has high customer loyalty the staff and co-founders losing the initial spirit of the café  it is struggling to maintain a unique atmosphere and the community focus which made it popular. 
This report will critically analyse the creativity and innovation in the business in relation to growth and capitalist pressures. This report will also propose innovation solutions which will focus on rebuilding Seren Coffi’s connection with the community with events, collaborations and premium products. Finally, the report will evaluate the viability of these ideas and assess whether the business organisational culture is supportive of this innovation. 



[bookmark: _Toc232803891]2.Creativity and Innovation and issues in capitalist methodology
Creativity is a process that has been directly and extensively connected to human nature. Throughout history we can see significant cultural, social and scientific advancements that stemmed from the creativity pf human beings. In more recent times creativity has been mostly linked to artistic careers it is necessary to expand this view to develop creative skills to change situations through innovate solutions (Barros, Resende and Pontes, 2025). In this context, creativity is the ability utilise one’s cognitive ability, environmental influences and motivation to generate novel and useful solutions (Graciano et al., 2023). Although creativity and innovation are interconnected, they are still distinct constructs, where creativity can generate new ideas, innovation is a practical process of how these ideas can be implemented into working tangible solutions (Amabile and Pratt, 2016). The type of relationship between creativity and innovation is present with in an organisation is often determined by the organisational culture, leadership, and motivational factors (Mehraein, Visintin and Pittino, 2023).  Innovation is one of the main drivers for economic growth in a business as it enables the organisation to gain a competitive edge, especially in a capitalist market and economies as businesses are competing for profit, customers and market shares (Śledzik, 2013).  In leadership models where psychological safety is prioritised employees feel encouraged to take risk and propose creative ideas directly impacting the innovation capacity (Hughes et al., 2018). Furthermore, companies which integrate creativity into their innovation methods are more adaptable and gain a competitive advantage (Sarooghi, Libaers and Burkemper, 2014)
When Seren Coffi first opened the team demonstrated strong creativity through the cooperation of Welsh Language, historical and cultural context, local suppliers, transparency with prices, and community events which helped differentiate the café from its chain competitors. Even though, Seren Coffi initially fostered creativity through collaborative decision-making and community engagement, these practices became difficult to maintain when the pressure increased and making decision became paralysing. This shows that creativity not only requires a supportive culture but also a clear structure and resources to thrive.   For Seren Coffi, the innovation to incorporate their creativity is important since the business is operating in an increasingly competitive market where the competition can offer lower prices, faster service and larger marketing. Without this innovation and adaption Seren Coffi is losing their customers, place in the market and becoming less relevant. 
However, there is a struggle to applying creativity and innovation within a capitalist business model. Businesses in capitalist economies are focused on efficiency, profitability and growth, which can create tension as creativity often involves a large amount of experimentation, uncertainty and risk (Cammaerts et al., n.d.). New ideas will require investments in staff, time, marketing and training before financial profit is seen. Which is why many small businesses such as Seren Coffi can struggle to support new ideas as they have more limited financial resources compared to larger business or chains. For example, when Seren Coffi responded to the new chain café extending opening hours it created an increased pressure on the already fatigued staff, and increased costs. Which highlights a key issue of capitalist competition: business feel pressure to prioritise short-term financial survival over long-term creativity.  The proposal from the hospitality group illustrates the tensions between innovation and ethical entrepreneurship. From a capitalist perspective, the partnership offers access to economies of scale, marketing expertise, and operational efficiencies that could improve profitability. However, the proposed standardisation of menus, suppliers, and governance structures risks undermining Seren Coffi's distinctive value proposition: its authenticity, community focus, and commitment to local sourcing. This highlights the case's central challenge that commercially viable solutions are not always strategically or ethically appropriate. Innovation within values-led businesses must therefore be assessed not only in terms of financial outcomes but also according to its impact on organisational identity and stakeholder relationships. 
To be able to adapt with the pressures of capitalist market Peter Durker suggested that innovation should be adapted as structured and purposeful process to help businesses grow (Becker, 2024). This could be particularly useful for Seren Coffi as the café’s strength is its creativity and authenticity, and structured innovation can help to carefully plan future steps that built on the strength’s rather than risky changes. An innovation process which could be applied to take advantage of these strengths is the Market Pull strategy, which occurs when the business responds to customer demands and fill a gap in the market (Dobrovič et al., 2021). Seren Coffi’s customer value authenticity, creativity and commitment to the community. Therefore, proposing event based activities is a strategy based on the demand and market gap rather than pushing a new product. 
However, it is important to consider the limitations of innovation application within a small business that focuses on ethical practices. Seren Coffi’s values are based around fairness, transparency and supporting local communities, therefore utilising methods and strategies that prioritise expansion or profit will cause the cade to appear less authentic and damage the overall reputation. Focusing on the community based events and ensuring the café has the organisational structure to support these events would ensure that the café maintains it’s identity while ensuring the ethical based business model is sustainable in the long term. For example, rather than founders and staff organising the events, use the café as a rent out space for community based events led by organisations and volunteers, work on revenue shared arrangements with local artists and businesses and creating “guest curator”  evenings managed by local organisations. his approach preserves the café's community identity while reducing pressure on staff and limiting operational costs. Such an approach represents process innovation rather than product innovation, as it changes how value is created and delivered rather than simply reinstating previous activities. For small ethical businesses such as Seren Coffi, innovation should not be understood solely as expansion or market growth. Instead, innovation may involve developing more sustainable operating models that enhance organisational resilience while preserving core values. This challenges traditional capitalist assumptions that equate innovation with continuous growth and demonstrates the importance of adopting alternative measures of success, including community impact, employee wellbeing, and social value.
 
Overall, creativity and innovation are powerful tools which can be used to ensure Seren Coffi’s survival as it they can be utilised to maintain the distinctive business identity within a competitive market. Overall, creativity and innovation remain essential for Seren Coffi's long-term viability; however, the case demonstrates that innovation must extend beyond new products or events to include governance structures, decision-making processes, and partnership models. The challenge is not simply to compete more effectively with chain cafés but to develop forms of innovation that strengthen organisational resilience without compromising the values that differentiate the business.

[bookmark: _Toc232803892]3. Innovations and the 4Ps innovation methods 
Since the idea that Seren Coffi was based on is proofed to be successful initially shows that there is a market demand to be filled and the issue was maintain the customer retention. So, the ideas discuss are focused on restoring the community focused identity that originally made the café successful while creating new streams of revenue. Rather than competing with larger chains which focus on speed and profit, Seren Coffi can differentiate itself by providing a slower and more intentional experience to its customers. It is possible to analyse possible solutions through the 4Ps of innovation framework. 
Rather than competing directly with large compititors that focus on speed, convience and profitability, Seren Coffi differentiates itself by providing a slower more intentional and culturally authentic experience. However, this far we can see that founder-led community events became unsustainable due to staff fatigue, employee disengagement and operational pressure. Therefore redesigning how these activities are organised and delivered can resolve the issue we have seen in the business this far. Tidd and Bessant identified 4 key aspects of innovation, paradigm innovation which is shifting the mental model, process innovation which focuses on changing the company internal operational processes, position innovation which focuses on switching the market and/or target audience and finally product innovation which encompasses the creation or development of new services or goods. 
To help resolve the issues Seren Coffi is facing we will use the process innovation framework which includes changing the ways a product is delivered. Although Seren Coffi has been successful and creating community engaging events, it is the staff fatigue and operational stress that hindered the success of those business. 
For example, with hosting book clubs instead of the staff working on organising the event, hosting and serving, the café can collaborate with local social groups such as the Cardiff girls network, the and the Cardiff Social club discord server. The Café then stay engaged with the community by providing the space for those clubs and charge a fee, for example a £10 per person charge that include a drink or pastry. 

The proposal also demonstrates elements of Position Innovation, which involves changes in the context in which products and services are introduced (Tidd and Bessant, 2012). By adopting a co-created event model, Seren Coffi can strengthen its position as a cultural and community hub rather than simply another café. This differentiation is particularly important within a competitive market where larger chains can offer lower prices, longer opening hours, and greater convenience. Re-evaluating marketing strategies through newsletters, social media partnerships, and collaborations with local organisations can help communicate this unique positioning to both local customers and tourists seeking an authentic Welsh experience.  


There are also aspects of paradigm innovation in this proposal, is that instead of Seren Coffi instead of viewing itself as a café only, it can reposition itself as a community hub, or an open platform. Although there are a lot of Cafés in Cardiff that have created their own authentic identity, an issue that a wide range of people face is the lack of space to just sit down and connect as most cafes have limited seating and space. Refocusing the identity of Seren Coffi from a café that acts as social hub to a physical space for people and groups to socialise where they can enjoy warm drinks will enable the founders refamiliarize themselves with the goals and priorities of the café. While the hospitality group's proposal could improve profitability through standardisation and operational efficiencies, it risks undermining the authenticity, local identity, and community values that differentiate Seren Coffi from chain competitors.

Overall, the proposed innovation extends beyond introducing new products or events. Instead, it focuses on developing more sustainable processes that enable Seren Coffi to maintain its distinctive identity while reducing reliance on founder input and preventing staff burnout. By improving how value is created and delivered, Seren Coffi can strengthen both its financial sustainability and its contribution to the local community.


[bookmark: _Toc232803893]4. The creative process 
The creative process is a series of stages that guide an individual or businesses from conception of ideas to realizations. It usually follows 4 steps, preparation, incubation, illumination and verification (Julia Tukkanen​, 2025)

During the preparation stage we identified that Seren Coffi, is facing several challenges, including rising operating costs, increased competition from chain cafés, staff fatigue, founder burnout, and a decline in customer engagement. Analysis of the case study revealed that many of the activities that initially contributed to the café's success, such as the daily updated blackboard, poetry nights, and community events, had gradually been abandoned as operational pressures increased, and co-founders became fatigued with decision making process. This stage highlighted that the café's primary issue was not product quality or lack of demand, but the erosion of its community presence and the unsustainable reliance on founders to maintain customer engagement.

During the incubation stage, a range of possible solutions were considered, including lowering prices, extending opening hours, increasing marketing activities, and accepting support from a hospitality group. However, these options were rejected because they would either increase pressure on already fatigued staff, require significant financial investment, or risk compromising the café's ethical values and community-based identity. Reflection on these limitations led to a reconsideration of previous assumptions regarding growth and competition, highlighting that innovation for Seren Coffi should focus on sustainability and resilience rather than expansion. 

The illumination stage occurred when it became clear that Seren Coffi's strongest competitive advantage was its connection to Welsh culture, local suppliers, and community engagement. Rather than simply reintroducing previous events, the key insight was that the delivery model needed to change. This inspired the idea to outsource organising those events to local social groups and Seren coffi can focus on hosting. Finally, the verification stage involved evaluating whether these ideas could be implemented at Seren Coffi in an affordable and sustainable manner. The proposed co-creation model builds on activities that have previously demonstrated customer demand while reducing reliance on staff and founders. By sharing responsibility for event planning with external partners and community members, Seren Coffi can minimise operational costs, reduce employee workload, and strengthen customer relationships. Furthermore, the proposal aligns with the café's ethical values by supporting local businesses and preserving its community-focused identity, demonstrating that innovation can enhance long-term sustainability without compromising organisational authenticity.



[bookmark: _Toc232803894]5. Evaluation of ideas using Lewin’s Force Field analysis 

Lewin’s force field analysis is a management tool to analyse the forces that push/ drive change and forces that resist/restrain organisational change (University of Cambridge, 2016). This tool is often used to assess the viability of proposed innovations. The overall model suggests that innovate change is more likely to happen when the driving forces outweigh the restraining forces. 
For Seren Coffi, there are several driving forces that support the proposed innovation. For example, the café already has an established reputation within the community which is centred around being ethical, creative and community focused. Since the customers are already familiar with the café for events such as poetry nights and Welsh Language exchange so there’s no need to go through an identity shift or a rebrand. Also, in the more recent years there has been a growing demand for third spaces and authentic local experiences especially between young professionals and university students. With the rise of social media there has been a preference for small and unique café experiences compared to chain cafes. 
There are two main restraining forces for this innovation. First is the fatigue and low morale between the staff. The staff and employees maybe resistant to idea of running more events if they believe it will increase their workload. The café also has limited financial resources, therefore large-scale strategies are not possible, and it is more difficult to compete with a chain café that can always adapt by lowering prices, higher more staff, or introduce new products more regularly. 
To evaluate how strong or weak each force is we assigned each one a score from 1 (weakest) to 5 (strongest). The driving factors were scored as such Seren Coffi’s strong community presence is 5, and demand for authentic experiences is 4, as those are the factors which give Seren Coffi it’s unique place in the market. Using social media for advertising is 5, it is a low-cost marketing strategy, is an effective way to update loyal customers and can help introduce the café to a wider group of people. The restraining factors were scored as such: staff fatigue 5 as it is major issue that is causing hinderance to the business, however this can be countered by working with social groups to organise events, such as Cardiff Social Circle, volunteer sign up or local partners can co-host.  Limited financial funding 2 since the café has a small fund of £2000, those can be allocated to any urgent repairs needed, limited financial funds have not been allocated a higher score as this was not identified as an issue that is hindering the business. Also, more funds can be acquired by charging ticket fee for events and engaging with customers, so they stay longer and order more.  

Overall, the innovation is viable because it builds on Seren Coffi pre-existing strengths and utilises the resources that are already available while avoiding expensive expansions or price competitions. 



[bookmark: _Toc232803895]6. organisational climate for innovation 
An organisation’s culture is an important aspect to consider when analysing any possibility of innovation. Within a business an organisational culture is the system of shared values and prioritise which directly impacts how people behave within an organisation and often leave a lasting effect and impression on the public (Hattangadi, 2020). We can use Schein’s organisational culture model to better understand the organisational culture at Seren Coffi. The definition of organisational culture  according to Edgar Schein is “Organisational culture is the pattern of basic assumptions that a given group has invented, discovered, or developed in learning to cope with its problems of external adaptation and internal integration, and that have worked well enough to be considered valid, and, therefore, to be taught to new members as the correct way to perceive, think, and feel in relation to those problems” (Schein 1984)
The model identifies three distinct levels in an organisational culture: 
· Underlying assumptions and beliefs 
· Expectations of appropriate attitudes and behaviour
· Artefacts that may reflect the beliefs and behaviour (Kiziloglu, 2021)
Seren Coff’s organisational climate is both supportive and unsupportive of the innovation. The underlying assumption of the business is to create value for the community is rather than simply maximising profit, it’s attitudes and behaviour is to be transparent, fairness, and support for local people, and the artefacts are Welsh Signage, locally resourced and community events.  
This culture is supportive of innovation because employees and customers already expect Seren Coffi to be creative and different from chain cafés. The café has also successfully introduced new ideas in the past, such as poetry nights and language exchanges, showing that innovation is already part of its identity. However, the staff burnout, low morale and limited resources are real barriers to the innovation as the staff seem to be reluctant to experiment with new ideas, and the café seems to be struggling with overall leadership. The proposal of working with external organisations and social clubs will outsource some of the overwork that has been placed on the founders. When the founders were responsible for organising those events they had to consider several complicated aspects, such as scheduling, space capacity,  providing food and refreshments, organising what will happen in the events, manage attendees list, promotion as well as set up and clean up, all of this combined requires a lot of physical and mental investments from co-founders and it takes up a lot of time that can be taken to address other issues. Working with external organisation such as Cardiff Girls Network will offload organising the event, scheduling, creating an attendance list and marketing so the café staff can focus on set up, clean up and providing refreshments.  Through the Greiner’s five stage growth model we can assess which stage Seren Coffi is at. This model is used to frame how businesses go through different phases to achieve growth and what are they type of crisis that can occur at each milestone (Lucidity, 2022). Through this model we can see that the café is still at stage 1, in which the business is young and is grown through creativity, and is now is facing a revolution stage, in which the company is facing a challenge due to the lack of leadership which is evident by the informal decision-making and overall lack of structure and direction. To overcome this step Seren Coffi needs to develop a clear plan, future direction and stronger leadership so innovation can be implemented successfully which the business has the cultural climate. 



[bookmark: _Toc232803896]Part 2
[bookmark: _Toc232803897]Executive summary 
This report evaluates the use of artificial intelligence, specifically the large language model Claude, in developing an innovation strategy for Seren Coffi. AI was used to support idea generation, improve the structure of the proposed strategy and identify strengths and weaknesses of different innovations. Claude was particularly useful in developing the original ideas further by suggesting ways to reconnect the café with its Welsh identity and community focus. For example, it proposed linking poetry nights with writing groups, turning Seren Coffi into a bilingual community hub and creating stronger collaborations with local bakeries through “meet the maker” events.

AI was also helpful in comparing which ideas would be most realistic and profitable to implement first. Claude suggested that bakery partnerships could generate quicker revenue than larger themed events and offered practical marketing suggestions. However, some recommendations were not suitable for Seren Coffi. For example, the suggestion of a paid membership scheme conflicted with the café’s values of inclusivity and accessibility. In addition, some answers were generic or lacked local detail.

Overall, AI was valuable as a support tool because it generated ideas quickly and provided alternative perspectives. However, human judgement remained necessary to ensure that the final strategy was realistic, ethical and aligned with Seren Coffi’s identity.



[bookmark: _Toc232803898]Report: 
Large language models (LLMs) are a type of learning models trained on a vast amount of data, which makes them capable of understanding, analysing, and generating language and a wide range of other tasks. LLMs are huge leap of how people interact with technology, as they are the first AI system that handle unstructured human language which then allows natural conversations with machines (IBM, 2023). As people have adapted to use LLMs in their daily lives, LLMs are also getting adapted into business models to drive innovation by automating complicated workflows, personalise customer experience and accelerating research and development. In innovation AI is useful for providing cognitive insight by using algorithms to analyse data and detect patterns and predict customer behaviour. It also aids in improving overall efficiency and generate alternative perspectives (Mikalef et al., 2023). In this report, I used AI to support idea generation and consider strengths and weaknesses of each solution. It also helped generate more creative ideas.  

After providing Claude with the Seren Coffi case study and an outline of my initial innovation proposal, I asked how the ideas could be further developed and refined. My original proposal focused on reducing founder burnout by outsourcing the planning and promotion of community events to local social clubs, while Seren Coffi would continue to host the events and provide refreshments.
Claude initially analysed the proposal using a SWOT framework and identified that the concept addressed the café's primary challenge of founder fatigue by removing the decision-making and organisational burden associated with events. However, it also highlighted that the proposal did not address wider operational issues, including rising costs, equipment maintenance, and the café's consensus-based decision-making culture.
Following this, I asked Claude to evaluate the likelihood of the proposal succeeding, considering operational challenges, staff capacity, customer reactions, financial sustainability, and the risk of damaging Seren Coffi's image. Claude suggested that the proposal was more likely to stabilise the business than completely resolve its challenges, arguing that it addressed one important symptom of decline, namely the loss of community engagement, without tackling the underlying structural issues.
When I clarified that the external social clubs would be responsible for creating, promoting, and organising the events, while café staff would only provide the venue, refreshments, and basic set-up, Claude revised its assessment. It recognised that the proposal was better aligned with the specific type of fatigue described within the case study, as the founders appeared to be exhausted primarily by continuous decision-making and coordination rather than by day-to-day service activities.
Claude then suggested several ways to further develop the proposal. It recommended reimagining the events programme to strengthen Seren Coffi's Welsh identity by positioning the café as a bilingual cultural hub. For example, it proposed linking individual events together, such as developing poetry nights into ongoing writers' groups or introducing curated music residencies featuring local Welsh artists rather than informal open-mic sessions. Claude also suggested using local bakery partnerships to create seasonal menu items based on Welsh ingredients and organising "meet the maker" events to connect customers directly with local producers.
Additionally, Claude recommended exploring partnerships with local councils, community organisations, and Welsh language groups, as well as using the café space during quieter daytime periods for community activities and language tutoring. These suggestions encouraged a broader view of Seren Coffi's role within the local community and reinforced the importance of differentiating the café through its cultural identity rather than competing directly with chain cafés on price or convenience.
Several of Claude's recommendations were incorporated into the final proposal. In particular, its emphasis on strengthening Seren Coffi's bilingual Welsh identity helped refine the innovation strategy by making it more distinctive and closely aligned with the café's existing values. The suggestion to expand local bakery collaborations beyond exclusive products to include storytelling opportunities and community engagement activities also strengthened the proposal.
However, not all of Claude's recommendations were adopted. For example, it suggested introducing a paid membership model to support community events. This idea was rejected because it conflicted with Seren Coffi's commitment to accessibility and inclusion, particularly given the café's previous use of pay-what-you-can initiatives. Implementing a membership scheme could create divisions between customers and undermine the sense of openness that forms a core part of the café's identity.
Similarly, some suggestions risked increasing the burden on staff rather than reducing it. While activities such as "meet the maker" events and expanded collaborations could strengthen community engagement, they would still require coordination and could contribute to the same operational pressures that caused previous events to decline. This highlighted the importance of critically evaluating AI-generated ideas against the specific constraints identified within the case study.
There were also practical limitations associated with using Claude. Response times were inconsistent, with some prompts requiring multiple attempts before generating an answer. In comparison, alternative AI tools such as ChatGPT and Gemini produced responses more quickly and were able to provide more current information when local recommendations were requested. Claude also occasionally generated generic suggestions that lacked specificity. For example, when asked to suggest seasonal menu items, it proposed products commonly found in many cafés, such as mince pies, flapjacks, and focaccia, rather than ideas that reflected Seren Coffi's unique Welsh identity.
Overall, Claude proved valuable as a tool for developing and refining the original innovation proposal. It generated alternative perspectives quickly, identified potential risks, and encouraged greater consideration of Seren Coffi's cultural positioning and community role. However, the exercise demonstrated that AI-generated recommendations require careful evaluation, as some suggestions were either inconsistent with the café's values or insufficiently tailored to its specific context. The final innovation strategy was therefore strongest when AI-generated ideas were critically assessed, adapted, and combined with an understanding of Seren Coffi's organisational culture, customer expectations, and ethical principles. This demonstrates that AI can effectively support creative problem-solving but cannot replace human judgement in the development of business innovations.
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Ai promotes:
I have attached a case study for a struggling cafe, there is demand for the product but there's managerial fatigue. Since the business module is sound but the staff are struggling I suggested that the cafe out sources organising events to social club and the cafe can host, and provide drinks and snacks during the events. Please summarise the strengths, weaknesses, opportunities, and risks of this proposal.
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Is this idea likely to fail or succeed, give the reasons why. Consider operational challenges, staff capacity, customer reaction, financial sustainability, and the risk of losing the cafes image.
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I thought since working with external social club, they would work on creating the events and getting people to attend. The cafe staff would only have to focus on being present to set up, clean up and provide drinks and pastries. Wouldn't this elevate the pressure and fatigue the staff is feeling since they won't have to run these events and focus on making the space suitable and providing drinks
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The café previously ran community events successfully, but these stopped due to founder burnout and staff fatigue. How does this model address these underlying problems? What additional changes would be required to ensure the model is sustainable?
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what else can the cafe do so the changes are concrete and the benefits last long term[image: ]
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Opportunities

Reconnects with the council officet's unexplored idea about civic events — a club
partner could be the vehicle for formalising that without founders having to run it
themselves.

Turns one-off press moments (the radio feature, the "soul of Cardiff" listing) into a
repeatable cadence rather than relying on lucky spikes.

Gives Seren Coffi a way to compete with the new chain café on experience and
community rather than price or loyalty apps, which plays to its actual strength.

Could be structured as a genuinely cooperative arrangement (echoing the founders'
original cooperative sourcing values) rather than a transactional outsourcing deal — a
non-capitalist framing that fits the brief's nudge toward lateral thinking.

Risks

Reputational risk by proxy: events have been core to the brand's goodwill, so a
mismatch in the club's standards or tone could damage what's been built rather than
restore it.

Dependency risk: if the club is informal or under its own strain, reliability isn't
guaranteed, and founders could end up doing the coordination anyway, just with an
extra layer.

It's a partial fix. It addresses the symptom (events fading) but not the root cause
(consensus-heavy decision-making and founder burnout), so the underlying fragility
remains even if the calendar fills back up.

Practical loose ends — who's liable during a club-run event on the premises, who
controls scheduling if priorities clash — aren't resolved by the proposal as stated.

If it'd help, I can map this against the hospitality group's offer and the council idea side by
side, since all three are competing for the same scarce thing — founder time and decision-
making capacity.
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Verdict: more likely to stabilise than to turn the business around. It's a sound, low-risk
move that addresses one real problem (the fading "soul" of the place) but leaves the deeper
problems — decision fatigue, costs, and equipment — untouched. On its own it probably
buys time rather than secures the future.

Here's the reasoning against each factor:

Operational challenges — moderate risk

Hosting still means the cafe has to coordinate dates, expectations, and logistics with an
external party. That's new admin layered onto a team that's already missing meetings and
letting the chalkboard go unupdated. And the physical capacity isn't there yet: the grinder
has been broken for weeks. A well-attended club night could expose that gap publicly,on a
night designed to impress, which is worse than no event at all.

Staff capacity — the weakest link

This is where the idea is most exposed. The named problem is fatigue, not lack of ideas —
hiring was "raised and deferred repeatedly," one founder has already taken outside work,
another is checked out of evening meetings. Outsourcing the organising doesn't reduce the
serving burden; someone still has to be behind the counter on event nights, possibly for
longer hours, with the same headcount. Past volunteers "solved some problems but created
others" — if the club brings its own people who need supervising, that friction could
resurface. Capacity, not ideas, is what's actually scarce here.

Customer reaction — likely positive, but conditional

The product clearly has an audience: poetry nights, language exchanges, and pay-what-
you-can evenings are what got Seren Coffi called part of "Cardiff's soul." If the club shares
that sensibility and audience, regulars probably welcome the revival. But the appeal was
personal — founders rotating shifts, customers feeling the place was theirs. If a club's
branding becomes the visible face of these nights, some regulars may read it as the first step
toward the standardisation the hospitality group already pitched and the founders resisted.
Reaction hinges entirely on how invisible the handover is.
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Financial sustainability — necessary, not sufficient

This is a goodwill and footfall lever, not a margin lever. The flagship events (especially pay-
what-you-can) weren't profit centres to begin with. Meanwhile the things actually
threatening the business — bean prices, energy bills, an ageing building, a broken grinder
— are untouched by this proposal. It could plausibly stop the bleeding in footfall; it does
nothing for the bleeding in costs.

Risk to the cafe's image — manageable if handled carefully

The danger isn't outsourcing itself, it's invisibility of authorship. If it's framed as "Seren
Coffi hosts [Club]," the brand absorbs the credit. If the club's identity dominates the room,
it risks reading as the cafe quietly becoming a venue-for-hire rather than a community
anchor it built itself — undermining the very thing that made it distinctive.

Bottom line: this is a reasonable patch for one specific symptom — and it's appropriately
scaled to the £2,000 cash buffer and the "no new hires, no new suppliers" constraints. But
because it doesn't touch staff capacity, equipment, or cost pressures, success depends
almost entirely on whether the founders can absorb the coordination overhead without it
becoming one more thing nobody quite owns. Given the pattern already shown in the case
— good intentions, slow follow-through, things quietly lapsing — that's the real risk, more
than the idea itself.
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That's an important distinction, and you're right — it changes the calculus more than my
earlier answer credited. Splitting "who creates and promotes the event" from "who's
physically present to set up, clean up, and serve" removes most of what was actually
generating fatigue. The case shows the exhausting part was never service itself — flat
whites were "good not exceptional" and got fine reviews — it was the deliberation: what to
stock, whether to raise prices, whether to hire, what the events should be. If the club owns
content and promotion, that whole layer of debate goes with it.

Here's how that updates each factor:

Staff capacity — meaningfully improved. Setup, cleanup, and serving drinks/pastries is
just an extension of a normal shift, not a new skill or a new decision-making burden. This is
areal fix for the specific kind of fatigue described — founders worn out from discussion, not
from pulling shots.

Operational challenges — smaller, but not zero. Two things still apply regardless of who's
organising: someone has to be scheduled for the extra hours, and the broken grinder is still
ahard capacity ceiling if a club-promoted event actually draws a crowd. A packed room
with under-maintained equipment is a worse outcome than a quiet one.

Customer reaction — depends on visible ownership. This is the one place narrowing the
cafe's role cuts both ways. The less involved staff are in shaping the event, the more it can
start to feel like the club's night that happens to be held at Seren Coffi, rather than Seren
Coffi's night. That's not disqualifying, but it does mean the partnership needs explicit
framing (whose name is on the door, who's thanked, who's quoted in any press) or the
goodwill could accrue to the club instead of the cafe.

Financial sustainability — actually a decent fit. If the cafe is selling drinks and pastries at
normal margin to a crowd it didn't have to recruit or staff up for, that's close to free revenue
against existing capacity — assuming the equipment holds and someone's scheduled. It
still doesn't touch energy bills or bean costs, but as a low-effort, low-cost revenue lever it's a
genuinely good one. 1
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Risk to image — still the main open question, but it's a design choice, not a structural
flaw. It depends entirely on whether the founders set terms upfront (branding, who's
credited, what kind of events fit the cafe's values) or let it develop ad hoc. Given the pattern
in the case — the hospitality group's offer dragged for weeks without a clear yes or no — the
risk isn't the partnership itself, it's whether the founders can actually pin down those terms
in one sitting instead of letting it become another open-ended discussion.

So the revised read: with this division of labour, the idea is well-matched to the specific kind
of fatigue described, and the residual risks are narrower and more manageable — mostly
about staffing the extra hours, the grinder, and making sure the cafe's identity stays visible
rather than dissolving into "venue for hire." That last one is worth a five-minute
conversation up front rather than something to fix after the fact.
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How the model addresses founder burnout and staff fatigue

Looking back at the case, the fatigue wasn't really about volume of work — it was about a
specific kind of work: open-ended group deliberation. The founders wore themselves out
re-discussing the same questions late into the evening (which bakery, whether to raise
prices, whether to hire), and event-running added another layer of exactly that same kind of
decision-making on top — themes, facilitators, promotion, outreach. Day-to-day service, by
contrast, was never the problem; the flat whites were fine, the atmosphere worked.

So this model helps precisely because it removes the decision-making component of
events, not just the labour. The club takes on content and promotion — the parts that
previously required founders to deliberate and coordinate — and leaves the cafe with tasks
that sit inside normal operating competence: setting up, clearing up, pouring drinks. That's
agenuine match between the fix and the actual cause of fatigue, not just a generic "get
help" gesture.

But it's a partial fix, not a structural one. It addresses the event-specific slice of the burnout,
while three deeper sources remain untouched:

« The consensus-heavy decision culture itself is unchanged — any new arrangement,
including this one, still has to pass through the same slow group process that dragged
the hospitality group's offer out for weeks.

« The financial and competitive pressures (bean costs, energy bills, the chain café
undercutting on price) keep generating background stress regardless of who runs
events.

« Core staffing capacity for daily operations is still thin — one founder already took
outside work, another is missing meetings. The model doesn't add capacity; it just
avoids consuming more of what's left.
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What else would need to change for it to hold up

i,

A one-time decision framework, not arecurring one. Agree in advance — once — on
what kinds of events fit the cafe (tone, hours, audience) so each individual event
doesn't reopen the deliberation cycle. The goal is to decide the rules once rather than
each instance repeatedly.

. Asingle liaison, not full-founder involvement. Routing the club relationship through

one person rather than the whole group prevents the new partnership from becoming
another all-hands consensus item. Founders keep oversight, but day-to-day
coordination doesn't pull in everyone every time.

A defined, bounded role for help on the night. Volunteers previously "solved some
problems but created others" — likely from being loosely managed. If extra hands are
needed for setup/serving, giving them one narrow task each (rather than general
support) avoids recreating that same coordination overhead.

Address the equipment ceiling. A successful, well-promoted event run on a cafe with
abroken grinder turns a win into a visible failure. Of the tools already available,
servicing the grinder is arguably the highest-leverage use of capacity — it's the one
piece of infrastructure that determines whether increased footfall is an asset or a
liability.

A cap on frequency, at least initially. The cafe already extended hours to compete with
the chain café "though the footfall rarely justified it" — a pattern of over-committing
without payoff. Starting with a limited cadence (monthly, say) avoids the new model
quietly becoming another source of overextension before it's proven itself.

Explicit role reduction for the disengaged founders. If the point is to relieve burnout,
that relief should be named, not assumed — spelling out which specific tasks each
founder no longer needs to do makes the benefit real and gives a concrete reason for
the disengaged founder to re-invest rather than continuing to drift toward outside
work.
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7. Alightweight way to know if it's working. Without some lower-effort review
mechanism — even a quick monthly check rather than another long consensus session
— there's arisk of falling into the same pattern that defined the hospitality group saga:
lots of discussion, no resolution, things quietly lapsing.

The throughline across all of these: the model only delivers the fatigue relief it promises if
the founders also change how they decide things around it — otherwise the relief is
structural on paper but absorbed right back into the same deliberation habits that caused
the burnout in the first place.
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The pattern running through the whole case is good intentions that quietly erode — poetry
nights stopped without a decision to stop them, the chalkboard slowly stopped being
updated, the grinder just sat broken. So "concrete and lasting" really means building things
that don't depend on the founders' energy or willpower being high every single week.
Here's what would help, beyond the club partnership itself:

Fix the decision-making process, not just the decision load

A default-to-yes rule for low-stakes choices: if no objection is raised within a set
window, it proceeds. This directly counters the pattern where the hospitality group's
offer "travelled well" in conversation for weeks with no one saying no outright — open-
ended discussion was itself the failure mode.

A short, written set of operating principles (a page, not a manifesto) translating
"fairness, community, doing things properly" into actual yes/no criteria. Right now
those words get repeated in every debate without ever becoming a decision tool —
written down, they can be applied quickly instead of re-argued each time.

Replace the late, unstructured after-closing meetings with a short, fixed-agenda check-
in on a set schedule. Exhaustive open-ended sessions are what wore the founders
down; a bounded format does the same job with less cost.

Protect the baseline so entropy doesn't recur

Treat a small set of things as non-negotiable minimums — chalkboard updated daily,
equipment serviced on a schedule — separate from bigger strategic questions that are
allowed to take longer. This stops the "everything slides a little" pattern, where neglect
of small rituals (the chalkboard) becomes the visible signal that something deeper is
wrong.

Use part of the existing £2,000 to get the grinder fixed now, not as a strategic bet but as
basic infrastructure maintenance. It's the one piece of the puzzle that turns a
successful club-driven event into a visible failure if it's still broken.
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Expand capacity without new payroll

« Since hiring keeps getting deferred, look at a non-employment way to add hands: a
loose "friends of Seren Coffi" group of regulars who contribute a specific skill (social
media, baking, setup) in exchange for recognition or credit rather than wages. This
sidesteps the hiring deadlock entirely and deepens the same community ethos the cafe
was already built on.

« Asimple time-bank or credit system — regulars who help out earn drinks or discounts
— formalises the kind of goodwill exchange "pay-what-you-can" already gestured at,
without needing new cash.

Build in accountability so intentions don't quietly lapse

« Make commitments public once they're made — announce the recommitment to
events via the chalkboard or social channels. External visibility creates a small amount
of pressure that internal goodwill alone hasn't been enough to sustain.

« Alightweight monthly review (15-30 minutes, fixed questions: did events happen, did
footfall move, did anything break) replaces vague "we should check in sometime" with
an actual checkpoint, so the cafe finds out it's drifting before six months pass rather
than after.

The common thread: almost every failure in the case wasn't a single bad call, it was a slow
absence of decision — discussion that never resolved, maintenance that never got
scheduled, momentum that nobody actively killed but nobody actively kept either. Durable
change here looks less like one big strategic fix and more like a handful of small, default-on
habits that keep working even on the weeks the founders don't have much left to give.
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Strengths

Targets the right problem. The case shows events (poetry nights, language exchanges,
pay-what-you-can evenings) were exactly what stopped as fatigue set in — this
offloads the organising labour without losing the thing that made the cafe a "fixture."
Doesn't touch leadership, governance, or suppliers, so it stays within the constraints
you've been given.

Solves the volunteer problem more cleanly. Volunteers helped during past events but
"created other problems" (likely informal coordination overhead) — a club brings its
own structure, which formal partners usually do better than ad hoc helpers.
Near-zero cash cost. The cafe's contribution (space, drinks, snacks) is an extension of
what it already does, which matters given how thin the petty cash buffer is.

Weaknesses

Adds a new relationship to manage at the exact moment the founders are pulling back
(missed meetings, one taking outside work). Coordinating with an external club still
requires decisions — scheduling, content, branding — and decision-making is the
bottleneck, not goodwill.

Doesn't touch the actual cost pressures: bean prices, energy bills, the broken grinder. It
revives atmosphere, not margins.

Risk of values dilution. The cafe's whole identity rests on "fairness, community, doing
things properly" — if the club's priorities drift from that, you get a smaller-scale version
of the same tension the hospitality group's offer created.

Opportunities

e L

Reconnects with the council officer's unexplored idea about civic events — a club
partner could be the vehicle for formalising that without founders having to run it
themselves.

Turns one-off press moments (the radio feature, the "soul of Cardiff" listing) into a
repeatable cadence rather than relying on I''cky spikes.

Gives Seren Coffi a way to compete with i v _1ew chain café on experience and

communitv rather than price or lovaltv abps. which plavs to its actual strength.
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