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This report examines the problems facing Seren Coffi, an independent Cardiff coffee shop known for its ethical values, Welsh identity and strong sense of community. Although the café remains distinctive and demand still exists, rising costs, equipment failure, staff pressure and weaker daily decision-making have made the business increasingly fragile.
The report argues that Seren Coffi’s main issue is not a lack of customer interest, but a gap between its strong creative identity and its ability to run consistently under pressure. The broken grinder and declining attention to daily operations are treated as signs of a wider operational weakness rather than isolated problems.
To address this, the report proposes a ethical recovery strategy focused on four actions: fixing or replacing the grinder, bringing in short-term external support, simplifying parts of the service, and improving communication and decision-making. The overall aim is to restore reliability while protecting the ethical and community-based identity that makes Seren Coffi distinctive.
The report concludes that Seren Coffi does not need a new concept, but a better way of delivering the one it already has.
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Seren Coffi is presented in the case as an independent Cardiff coffee shop built around ethical sourcing, Welsh identity, local craftsmanship and a strong sense of community. From the start, it positioned itself as something more distinctive than a standard coffee shop: a place where background, atmosphere and social connection mattered as much as the drinks themselves. That identity helped the business gain local goodwill and customer loyalty. However, the case also shows that by January 2026 the coffee shop had become increasingly fragile. Rising coffee and energy costs, equipment servicing problems, deferred staffing decisions, stronger competition and founder fatigue had all weakened daily operations. The grinder had been broken for weeks, events had stopped, and visible signs of care such as the chalkboard were no longer being maintained, even though demand for the product still existed and the business model remained sound.
This report argues that Seren Coffi’s main problem is not a weak concept or lack of customer demand. The deeper issue is that a creative and values-led business has struggled to turn its ideas and identity into sustained operational innovation. Creativity is usually understood as the generation of novel and useful ideas, while innovation is the successful implementation of those ideas in ways that create value (Amabile, 1996; Anderson, Potočnik and Zhou, 2014). In Seren Coffi’s case, the café has shown high creativity through its ethical brand and community focus, but much weaker innovation capability in practice because communication has become circular, decisions are delayed, and operational issues remain unresolved.
The solution proposed in this report is therefore an ethical operational recovery strategy. This would involve repairing or replacing the broken grinder through insurance and emergency funds, using short-term external professional support, simplifying operations and introducing clearer communication and decision routines. The purpose is not to turn Seren Coffi into a chain-style business, but to restore reliability while protecting the ethical and community centred identity that made it distinctive in the first place.
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Creativity and innovation are closely linked, but they are not the same. Creativity is about coming up with new and useful ideas, while innovation is about putting those ideas into practice in a way that creates value (Tidd and Bessant, 2021; Trott, 2016). This difference is important in hospitality, where many businesses can come up with interesting ideas, but fewer can deliver them consistently over time. Seren Coffi is a good example of this. The coffee shop clearly built a creative and distinctive concept through its local identity, ethical sourcing and community focus. However, the case also shows that these ideas were not always backed up by strong systems, maintenance, staffing or timely decisions.
Innovation matters a lot in hospitality because businesses compete through more than just products. Service quality, atmosphere, customer relationships and responsiveness are all part of the experience. Hjalager (2010) points out that innovation in hospitality often takes the form of process, organisational and experience changes rather than major technological breakthroughs. In a small independent café, this means innovation is less about inventing something completely new and more about delivering a distinctive experience in a reliable way.
Creativity in this case also needs to be understood as a way of thinking, not just a personal trait. De Bono (1992) argues that lateral thinking helps people move beyond obvious explanations and rethink problems from a different angle. That is useful here because the issue is not just that the grinder broke; it is that such an important problem was left unresolved for so long. This points to wider issues around leadership fatigue, communication and operational drift. Dyer, Gregersen and Christensen (2011) make a similar point through their five habits of innovation: questioning, observing, networking, experimenting and associational thinking. These ideas help explain why the best solution is not just a technical repair, but a broader response to how the business is being run.
A more critical issue appears when innovation is viewed through the lens of capitalist growth. Innovation is often valued because it can improve efficiency, standardisation and profit. Schumpeter (1934) saw it as a driver of economic development, and Teece (2010) highlights its importance in business models. However, that logic becomes more complex in a business like Seren Coffi. Standardisation and expansion may look attractive, but they could also weaken the café’s authenticity, ethics and local identity. Foss and Saebi (2017) argue that business model innovation is about how value is created, delivered and captured. In Seren Coffi’s case, value is not only financial. It also comes from trust, community presence and ethical credibility.
McKinsey’s “eight essentials of innovation” help explain this further. Barsh, Capozzi and Davidson (2008) argue that innovative organisations need more than ideas; they need the ability to choose, move quickly and mobilise resources. Seren Coffi seems strong in aspiration because it has a clear sense of purpose, but much weaker in acting on that purpose. The case shows repeated discussion with limited action, which suggests that the problem is not a lack of imagination, but a lack of organisational discipline.
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The proposed innovation is an ethical operational recovery strategy that would help Seren Coffi become more reliable without losing its ethical and community focused identity. It has four main parts: fixing the grinder problem, bringing in outside expert support, simplifying parts of the service, and improving communication and decision-making so urgent issues are dealt with properly.
A stronger option would be to move beyond a one-off repair and consider leasing or contracting an espresso machine, grinder and other key accessories as part of a managed package that also includes maintenance and staff training. This would improve quality and reduce downtime, while also helping with the wider capability issues shown in the case, where equipment problems were left unresolved for too long. For small hospitality businesses, outsourced support can improve access to specialist knowledge and reduce pressure on already stretched internal teams, although it can also create some dependence on the provider (Paraskevas and Buhalis, 2002; Hemmington and King, 2000). This means the idea is not just about replacing equipment, but about improving resilience, consistency and staff capability.
This proposal fits the case because the real issue is not lack of demand. The case makes clear that customers still value the café and that the business model remains sound. The problem is reliability. In a coffee shop, the grinder is central to quality, speed and consistency, so leaving it broken for weeks suggests a wider failure in operational priorities rather than just bad luck.
Using Tidd and Bessant’s (2021) 4P’s framework, the proposal is mainly a process innovation, because it improves how Seren Coffi delivers value. There is also an element of position innovation, as it helps restore the café’s image as a reliable and ethical local business. There is even a small paradigm innovation element, because it shifts the focus away from growth and standardisation and towards resilience and value creation. There is only limited product innovation, since the core drinks offer does not really change.
This is important because Seren Coffi does not need a completely new concept. What it needs is a better way of delivering the one it already has. Through the Business Model Canvas, the biggest issues appear in key resources and key activities. Equipment, staff capability and founder attention have become unstable, while everyday activities such as coffee preparation, events and communication have weakened. The proposal therefore focuses on restoring the parts of the business model that are no longer working properly.
That makes the strategy more realistic than a radical expansion or product development plan. As Foss and Saebi (2017) note, business model innovation often involves reconfiguring resources and activities rather than inventing something entirely new. Seren Coffi still has a strong concept; what it lacks is the capacity to deliver it consistently.
The proposal also reflects the practical side of innovation. Barsh, Capozzi and Davidson (2008) argue that innovation depends on systems that help ideas move into action. Seren Coffi’s problem is not a lack of vision, but a lack of mobilisation. A managed equipment package or immediate repair would restore a core resource, professional support would add expertise, service simplification would reduce strain, and clearer decision-making would help the business act more effectively.
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This solution did not emerge simply by spotting a broken machine. It came from looking more carefully at how the case describes the business. Initially, the grinder seems like the obvious problem. Yet once the wider pattern is considered, it becomes clear that the grinder is only one visible symptom of deeper organisational weakness. The case also shows delayed staffing decisions, circular meetings, reduced attention to service details, and signs of founder exhaustion. These details suggest that the real issue is not just equipment failure, but a breakdown in how problems are recognised, communicated and acted upon.
This is where creative thinking becomes important. Goller and Bessant (2023) describe creativity for innovation management as involving both divergence and convergence: opening out possibilities, then narrowing them into workable solutions. De Bono’s (1992) idea of lateral thinking is particularly useful here because it encourages stepping away from the obvious interpretation of a problem. In this case, lateral thinking led to a shift from “the grinder is broken” to “the organisation is no longer responding well to operational threats.” That is a much stronger starting point for a report because it identifies the cause beneath the symptom.
The five discovery skills identified by Dyer, Gregersen and Christensen (2011) also help explain the development of the idea. Questioning challenged whether equipment alone was the issue. Observing highlighted changes in behaviour and atmosphere across the case. Networking made external professional support seem more credible than relying only on the founders. Experimenting suggested limited, practical changes rather than large-scale restructuring. Associational thinking allowed the links between equipment, leadership, communication and customer experience to be drawn together. The resulting concept is therefore both creative and grounded. It does not propose a dramatic reinvention. It proposes a better fit between the business’s values and the way it operates.
Chesbrough’s (2014) work on open innovation also helps support one part of the idea. While Seren Coffi is not an open innovation platform in the formal sense, the basic principle still applies useful knowledge often exists outside the firm. Since leadership, governance and suppliers cannot be changed in this case, bringing in a short-term external specialist becomes a sensible way to strengthen internal capability without betraying the café’s identity.
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A short SWOT analysis helps clarify Seren Coffi’s position. Its main strengths are its clear ethical identity, loyal customer goodwill, differentiated atmosphere and continuing product demand. Its weaknesses are operational inconsistency, founder fatigue, slow decision-making and unresolved maintenance problems. Its opportunities include professional repair and training support, simplification of service routines, revival of events and stronger community relationships. Its threats include rising costs, stronger chain competition, further burnout and the risk of reputational decline if inconsistency continues.
This SWOT suggests that the café’s biggest problems are increasingly internal rather than market based. In other words, Seren Coffi is not primarily being defeated by the market. It is becoming less able to deliver its own proposition consistently.
Lewin’s Force Field Analysis reinforces that point. Lewin (1947) argued that change depends on the balance between driving and restraining forces. In Seren Coffi’s case, the driving forces are quite strong. The café is still valued, demand remains, the concept retains local goodwill, and the business model itself is described as sound. The proposal is also realistic because it is targeted rather than transformational. It does not require a complete restructuring.
The restraining forces are serious. Founder fatigue is evident, meetings appear repetitive and unresolved, costs remain high, competition is intense, and there are limits on what can be changed. These factors mean that the proposal is not free of risks. However, the balance of forces still suggests that it is viable as a stabilisation strategy. It addresses the most immediate operational choke point while also tackling the communication and leadership issues that made the choke point worse.
A strictly capitalist reading might see the proposal as too modest because it does not maximise scale or standardisation. But that would be too narrow. Teece (2010) argues that strong business models align value creation and value capture. At Seren Coffi, value capture has weakened because value delivery has weakened. The proposed innovation therefore makes sense as a repair to the business model rather than a retreat from growth. Stead and Stead (2014) also remind us that strategy should not be judged only by short-term financial expansion. In this case, viability also depends on preserving trust, authenticity and the kind of value that customers recognise.






[bookmark: _Toc225883750]Organisational climate, culture and communication


The success of this proposal depends heavily on Seren Coffi’s organisational climate and leadership. The business does not lack care, identity or purpose. In fact, it seems to have a strong ethical culture. Using Schein’s (2010) model, this can be seen in visible features such as the Welsh identity, reclaimed furniture and community atmosphere, as well as in deeper values like fairness, transparency and connection. These strengths help explain why the café built such loyal customer support.
At the same time, strong culture on its own is not enough. It can become a weakness when shared values are not backed up by clear routines and timely decisions. Seren Cofi seems rich in meaning, but less consistent in everyday execution. Handy’s (1993) typology is useful here, as the café appears to show elements of both person culture and task culture. It values autonomy, collaboration and shared discussion, which can support creativity, but under pressure this may also slow down urgent decision-making.
This is particularly clear in the way communication seems to work. The Osgood-Schramm model describes communication as a circular process of sending, interpreting and responding to messages (Osgood and Schramm, 1954). That suits a collaborative business, but in Seren Coffi’s case the process appears to have become too circular. Issues are discussed but not always resolved. The problem is therefore not a lack of communication, but a lack of action flowing from it.
Hofstede’s framework helps explain this further. Seren Coffi seems to operate with low power distance, meaning leadership is more shared and collaborative than top-down (Hofstede, Hofstede and Minkov, 2010). This can build trust, but it can also make fast decisions more difficult when everyone is involved and energy is already low. There are also signs of uncertainty avoidance, where difficult choices such as replacing equipment or hiring staff are delayed instead of addressed directly.
Overall, the climate for innovation is mixed. Seren Coffi appears open to ideas and strongly shaped by shared values, but weaker in structure, focus and practical support. Ekvall (1996), Anderson and West (1998), and West and Farr (1990) all suggest that innovation depends not just on having ideas, but on being able to put them into practice. That seems to be where the café is struggling most.
Leadership is therefore crucial. The founders do not come across as careless or uncommitted, but as tired and stretched. Turner (2020) argues that innovation needs energy, clarity and courage, not just good intentions. That seems to be the real gap at Seren Coffi. For that reason, the recovery plan is not only about fixing operations, but also about improving communication, restoring focus and helping the business turn its values into effective action.
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Seren Coffi’s difficulties are best understood not as a failure of demand or a weak business concept, but as a failure to sustain implementation under pressure. The café remains distinctive, valued and relevant, yet it has become fragile because communication has become circular, managerial has slowed, and operational reliability has weakened. The broken grinder matters, but mainly because it reveals a larger organisational problem.
The most suitable response is therefore an ethical operational recovery strategy. Repairing or replacing the grinder, bringing in short term professional support, simplifying operations and improving decision routines would help restore reliability without abandoning the ethical and collective identity that makes the business worth preserving. Analytically, the proposal is mainly a process innovation, with smaller elements of position and paradigm innovation. Strategically, it offers a more credible route forward than aggressive standardisation or expansion, because it addresses the business’s actual weakness: not lack of demand, but lack of operational resilience.
In that sense, Seren Cofi does not need to become a different business. It needs to become better at being the business it already set out to be.








Part 2: Use of AI to develop creative/innovative solution for an operational problem
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This supplement looks at how I used an AI large language model (LLM) to develop my original idea for Seren Coffi. My starting point was a simple set of practical solutions to help the café avoid closure: fixing the grinder problem, bringing in outside support, simplifying the service, and improving communication and decision-making so urgent issues could be dealt with more quickly.
I did not use AI to do the thinking for me. Instead, I used it to test whether it could help me build on my own ideas, organise them more clearly, and challenge them in useful ways. The process showed that AI can be helpful when it comes to structuring ideas, spotting risks, and suggesting different ways to present a solution. At the same time, it also showed some clear weaknesses. Many of the answers sounded convincing, but that did not always mean they were the most realistic, original, or suitable for the actual situation. This reflects concerns in the literature that LLMs can support idea development, but they can also produce overconfident, generic, or inaccurate responses unless a human checks them carefully (Adel and Alani, 2025; Schiller, 2024; Woesle, Fischer-Brandies and Buettner, 2025).
Overall, I found that AI improved the clarity and scope of my original idea, but it did not give me a final answer I could accept without question. Its value was mainly in helping me think through the problem more fully.
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Before using AI, my ideas for Seren Coffi were already focused on practical recovery. I identified four main areas: fixing the grinder, bringing in outside support, simplifying the service, and improving communication and decision making. These ideas came directly from the main pressures facing the business and showed that the problems were not just financial, but also operational and organisational.
At that stage, though, my ideas were still quite broad. I knew what the key problems were, but I had not fully developed what each solution might look like in practice. For example, “outside support” could include different kinds of help, and “simplifying service” needed more detail before it could become a strong innovation rather than just a general suggestion. This is where AI became useful. It helped me turn broad ideas into more specific actions and made me think more carefully about priorities, sequencing, and possible risks.
This fits with the way LLM’s are often used in idea development. Rather than creating completely new solutions on their own, they often work best by helping users expand, combine, and reshape ideas that already exist. Chakrabarty (2024) suggests that human-AI creativity is strongest when AI acts as a support tool rather than the main creator, and that matched my experience.
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When I applied AI to the Seren Coffi case, the first thing it did well was expand my thinking. It took my four main ideas and developed them into more detailed strategies with aims, actions, and possible outcomes. For example, fixing the grinder became part of a wider discussion about equipment reliability, repair versus replacement, ethical sourcing, and maintenance. In the same way, outside support was developed into possible ideas such as mentors, local expertise, university links, and low-cost advice.
A second benefit was structure. The AI helped organise my ideas into clearer sections, such as operational improvements, customer retention, and future growth. This made the overall solution easier to explain and gave it more of a report structure. It also suggested a phased approach, which made sense because it showed that immediate operational issues should be addressed before trying more ambitious changes like delivery services.
The third benefit was that it helped me see my ideas in a more creative way. Instead of presenting them as basic fixes, the AI reframed some of them as forms of innovation. Simplifying service became more than just reducing options; it became a way of focusing the business on what it does best. Repairing equipment was presented not just as maintenance, but as an ethical and strategic choice. Better communication was also framed as part of improving how the business functions, not just having more meetings.
This reflects wider research on human AI collaboration. LLM’s can produce many ideas, but people still need to decide which ones are genuinely useful and relevant (Si, Yang and Hashimoto, 2024). In my case, the main value of AI was not that it solved the problem for me, but that it helped me look at the problem from more than one angle.
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Although the AI gave me several useful suggestions, not all of them were equally strong. Some genuinely improved my original idea, while others needed to be treated more carefully.
One of its main strengths was that it helped identify risks. It did not just support my ideas; it also highlighted possible problems such as rising costs, staff pressure, customer dissatisfaction, and resistance to change. This was helpful because it made me think more critically about how the ideas would work in practice. As Bessant and Tidd (2020) point out, even strong ideas can fail if the practical side of implementation is ignored.
Another strength was that it made my thinking more rounded. My original focus was mainly on immediate operational problems, especially the grinder and service pressure. The AI helped me connect these with wider issues such as customer loyalty, organisational climate, community involvement, and the way the business creates value. This reflects Foss and Saebi’s (2015) view that innovation is often about rethinking how value is created and delivered, not just making one change in isolation.
At the same time, there were clear weaknesses. The biggest was that some of the AI’s ideas sounded better than they were. They were often well worded and persuasive, but not always well grounded. This is a known problem with LLMs, which can produce fluent answers that appear reliable even when the reasoning is weak or incomplete (Adel and Alani, 2025; Elsayed, 2024). For example, ideas such as community repair events or public storytelling around repairs were interesting, but they also felt a little idealistic for a café already under pressure.
Another weakness was that some of the advice was quite generic. Suggestions like having regular meetings, clarifying roles, or getting to mentor are useful, but they are also standard business advice rather than especially creative solutions. This matters because the aim of the assignment is to develop an innovation, not just restate common management ideas. Research suggests that AI can generate a wide range of ideas, but it can also fall back on familiar patterns unless the user actively shapes and filters the output (Kranzle and Sharratt, 2025; Chakrabarty et al., 2024).
A final weakness was the need to verify what the AI produced. Some recommendations and references needed checking before I could trust them. This connects to the wider issue of hallucinations in LLM’s, where answers can sound confident but still be inaccurate (Woesle, Fischer-Brandies and Buettner, 2025). Schiller (2024) also notes that people do not always spot these errors easily. For me, this was one of the clearest lessons from the task: AI can be useful, but it cannot be treated as a fully reliable source on its own.
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Even with those issues, using AI was still helpful. First, it helped me express my original idea more clearly. My starting point made sense, but it was underdeveloped, and the AI helped me turn it into something more structured.
Second, it made my thinking more critical by raising risks, alternatives, and practical limits. This improved the quality of my final idea because it became more balanced and realistic.
Third, it helped me see that innovation does not always have to mean something expensive or dramatic. The AI kept bringing the discussion back to low cost, incremental, and values-led change, which matched the needs of Seren Coffi and strengthened my argument.
Finally, the process taught me something about how AI should be used. I found it most useful as a tool for developing, questioning, and refining ideas, rather than replacing human judgement. That fits with the wider literature, which suggests that human judgement remains essential when the task involves critical evaluation or ethical decision making (Anthuvan et al., 2025; Joshi, 2025).
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The biggest issue I faced was deciding whether the AI was improving my ideas or simply making them longer and more polished. It was very good at adding detail, but extra detail did not always mean extra value. I often had to step back and ask whether the answer was genuinely strengthening my solution or just expanding it.
Another issue was that the AI sometimes made it harder to separate innovation from basic management. Some suggestions were helpful, but not especially creative. That meant I had to decide which parts really developed my innovation and which parts were just supporting actions.
I also noticed that once the AI produced a clear and structured answer, it became tempting to follow its direction too easily. This links to automation bias, where people start trusting AI output because it looks polished and organised. Sarker et al. (2024) warn that this is one of the risks in human-AI collaboration, and I could see that in my own process.
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Using AI to develop my Seren Coffi innovation was useful, but only because I approached it critically. It helped me expand my ideas, organise them more clearly, identify risks, and think about the problem in a more connected way.
At the same time, it had clear limits. Some of its answers were too general, some sounded stronger than they really were, and some needed careful checking. The most important lesson was that AI did not give me a perfect solution. What it did give me was a way to test and strengthen my own thinking.
My final view is that AI improved my innovation, but only because I treated its answers as something to evaluate rather than simply accept. The best results came from combining AI’s speed and flexibility with my own judgement and understanding of the Seren Coffi case.
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was broken for weeks. One of the founders proposed to replace the machine
but another was worried about the ethics of the manufacturer, hiring extra
staff was also proposed where until now they had volunteers to help during
events as customers outnumbered the staff.

A new coffee shop opened nearby, modern, with generous opening discounts
and Seren Coffi responded with extended opening hours, in the meantime a
local council staff offered the shop to supply coffee for local events, and the
hospitality group came back with revised proposal, numbers laid out, menu
standardised and a few people involved putting more pressure on the
founders. On the other hand, slightly changes occurred at Seren Coffi, with
on of the founders having a part-time job elsewhere, another missing the
meeting, but they all understood not discussing about it.

With leaking of positive perspective and hopeless situation but resilient in
transformation in January 2026, Seren Coffi was still opened and loved, with
the coffee grinder still broken and the chalkboard not longer being daily up-
dated. The decision of closing will be a sad day but not today. 2000¢ left in
the petty cash to be used to turn things around, the product s still in demand
and the business sound.

My solutions to improve and save the business has 4 main parts: fixing the
grinder problem, bringing in outside expert support, simplifying parts of the
service, and improving communication and decision-making so urgent issues.
are dealt with properly. how can | develop these ideas

©
You already have a strong foundation — your four themes are practical and directly target the issues

Seren Coffi faces. To develop them into a clear, actionable recovery plan, you can turn each into a
mini-strategy with objectives, steps, and measurable outcomes. Here's a structured way to do it:

1. Fixing the Grinder Problem (ar v Essential Equipment Reliability)
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Seeren Coffi is a business coffee shop, opened in the month of February near
the old dock in Cardiff and the founders liked to mention the history of the
place. Menu was listed on a chalkboard along the provenience of the beans
with the suppliers involved and shipping methods, use as transparency. The
interior has a mismatch of furniture from local charities that gives the place a
unique signature.

The opening week goes well, Seren Coffi appeared in the local press, they
were in demand gaining customers from students to retirees. Shifts behind
the counter were rotated between the founders and decision taken after clos-
ing, such as bakery supply, energy costs going up so the prices in the shop or
to absorb the difference.

By summer, Seren Coffi became a fixture, having more customers with the
events in place: poetry night, pay-what-you-can, informal language ex-
changes going viral with photos online, where caught the attention of a life-
style magazine bringing the interest of a small hospitality group offering for
possibility of a second location and concept like brand consistency and bulk
purchase. The founders thought about it, carefully but no one said no. In the
meanwhile coffee beans price spiked, and the founders increased the price
updating the chalkboard for why is happening for transparency.

Winter came by and was harder with the energy bills going up and heating on
relentlessly due to the poor insulation of the old building. The shop not only
has issues with the expresso machine and need servicing, the technician
warn that the parts are hard to be find and replaced, also the coffee grinder
was broken for weeks. One of the founders proposed to replace the machine
but another was worried about the ethics of the manufacturer, hiring extra
staff was also proposed where until now they had volunteers to help during
events as customers outnumbered the staff.

A new coffee shop opened nearby, modern, with generous opening discounts
and Seren Coffi responded with extended opening hours, in the meantime a
local council staff offered t ¥ hop to supply coffee for local events, and the
hospitality aroup came back with revised proposal. numbers laid out. menu

+ Type amessage... o

) Share

@ col




image4.png
O (@ https//fuse.si/ef0196db-636f-4/84-b10b-460139248120

ATCI+-@ - @

use.ai [in}

@ startnew
) Images
85 Apps

% Deep Research

Projects

My chats

Strong foundation

o keep your chat history and account
secure, please verify your email
address.

© Verify Email

GPT5

[©) Copy chat

Turning the £2000 into a Catalyst
« £800: Equipment repair/replacement fund
« £400: Marketing & events (reviving poetry
« £300: Consultant or local mentor stipend (if free option unavailable)

ight, “community coffee” Sundays)

+ £500: Small contingency for emergency costs or staff cover

Would you like me to turn this into a short action plan or presentation-style summary (for sharing with
the other founders)? That version could make it easier to discuss and agree on priorities.
[ c

what you think are the real problems at Seren Coffi and how would you solve
in order not to close?
©
The heart of Seren Coffi's story is a small business with authentic values and strong community

support, but struggling under operational strain, founder burnout, and resource limitations. Let's un-
pack this clearly.
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Outcome: Lower costs, fewer errors, happier staff, same authentic experience for customers.

4. Improving Communication and Decision-Making
Goal: Make internal discussions more effective and avoid paralysis on urgent issues.

Actions:

« Hold regular short meetings:
Agree on a fixed 30-minute weekly meeting with a simple agenda: current issues, decisions, next
steps.

« Clarify roles:
Assign who leads on suppliers, marketing, and operations. Rotate if needed, but make responsi-
bilities explicit.

« Use shared tools:
Even a free app (like Trello or Google Sheets) can track decisions and tasks — so things don't get
lost between meetings.

« Address absences:
Create a rule: if a founder isn't present, decisions can still move forward unless critical.

Outcome: Faster responses to crises, reduced burnout, shared accountability.
v
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1. The Real Problems
a. Operational fatigue and lack of structure

The founders run everything — customer service, decisions, events — with no clear division of re-
sponsibility. Over time, this leads to slow reactions, burnout, and missed maintenance or financial
planning.
Symptoms:

« Broken grinder unfixed for weeks.

+ Meetings missed or avoided.

= Ad hoc decisions about pricing, supplies, and repairs.

b. Equipment and building inefficiency

Core tools (espresso machine, grinder) and poor insulation consume time and money. When equip-
ment fails, quality and service decline — which risks losing loyal customers.
Symptoms:

« Broken grinder ongoing. v
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2. Bringing in Outside Expert Support
Goal: Get practical help without losing the founders' spirit of independence.
Actions:
+ Seek a mentor or advisor:
Contact Business Wales or local enterprise hubs offering free or low-cost mentoring. They often
have experts in hospitality or small retail operations.

« Use consultancy sparingly:
Maybe hire a part-time operational consultant for one month to streamline costs and suggest effi-
ciency measures.

« Engage community experti
Reach out to local universities for a marketing student project or a hospitality management course
partnership — they often help small local businesses for free.

Outcome: Clear, external perspective; better decision-making without high overheads.

3. Simplifying the Service
Goal: Reduce operational complexity to lower stress and costs while keeping charm.
Actions:
» Streamline the menu:
Focus on top 3-4 best-selling drinks and 2-3 baked items. Label them clearly; customers appre-
ciate simplicity and consistency.
« Batch prep & time-saving habits:
Pre-prep pastries with a local bakery partner; create off-peak offers to balance workflow.

« Limit opening hours strategically:
Use sales data to focus on the most profitabl 4, urs rather than extending and draining
resources.
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d. Strategic drift and founder misalignment

They began with a shared vision, but as growth and offers (from hospitality groups, council deals,
etc.) emerged, their priorities diverged. The lack of unified direction creates indecision — expansion
vs. ethics vs. survival.
Symptoms:

+ Missed meetings, external job taking, unspoken disagreements.

+ Rejecting or delaying strategic opportunities.

« “Not today” survival mindset, rather than proactive planning.

e. Competitor pressure and fading ity

A modern new café nearby splits the market. Seren Coffi's local charm and unique story still matter,
but visibility and consistency have declined (chalkboard updates stopped, weaker social activity).

2. How to Solve Them (to Stay Open and Endure)

a. Rebuild internal structure

« Assign clear roles: e.g. one founder for ops/maintenance, one for finance, one for
marketing/community. v
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b. Equipment and building inefficiency

Core tools (espresso machine, grinder) and poor insulation consume time and money. When equip-
ment fails, quality and service decline — which risks losing loyal customers.
Symptoms:

- Broken grinder ongoing.

« High energy costs.

+ Growing maintenance delays.

c. Financial fragility
Margins are thin, prices are sensitive, and transparency doesn't offset the cashflow pressure. £2000
in petty cash means almost no buffer for crises or investments.
Symptoms:
« Reactive pricing changes.
- Deferred expenses and staff shortages.
- Hesitation to commit to reinvestment.
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28 Apps a. Rebuild internal structure

« Assign clear roles: e.g. one founder for ops/maintenance, one for finance, one for

De Research
G EpErE marketing/community.

(3 Projects « Seta fixed weekly decision meeting with minutes and actions.

+ Make urgent repair decisions autonomously — whoever's on duty can approve fixes under a set
My chats cost limit (€200, say).
Strong foundation

Result: Problems get solved in days, not weeks.

b. Restore reliability and comfort
« Use part of the funds to fix or replace the grinder (non-negotiable for a coffee business).
« Partner with local repair techs or suppliers for ongoing maintenance deals.

+ Seek a small community energy grant or insulation support — Cardiff Council sometimes offers
o keep your chat history and account P .
e s this for historic buildings.
address.
Result: Stable product quality and manageable operating costs.
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c. Boost revenue in small but steady ways

+ Relaunch popular events (poetry night, language exchange) with modest sponsorship or entry
donations.

« Offer merchandise or coffee beans with their story printed — emotional connection sells.
+ Pilot local council coffee supply (reliable income, low marketing cost).

Use small targeted marketing: consistent Instagram posts about “repair journey”, “behind the
counter” — transparency drives loyalty.

Result: Re-engaged community and recurring income.

d. Simplify and professionalize finances

+ Cutmenu to quick sellers; fewer ingredients = less waste.

« Track daily takings and basic P&L monthly (even a spreadsheet).
- Define a six-month budget scenario: “survive,” “steady,” “growth".

« If cashflow is improving, explore microloan or ethical investor for expansion.

Result: Predictable, confident financial control.
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e. Restore the founders' shared vision

Have a frank discussion: What do we want Seren Coffi to be?
Growth chain? Community café? Sustainable local presence?

Write down the shared answer — even a one-page mission — to align big decisions (like fran-
chising or ethical sourcing).

Result: Decisions become easier and consistent again.

f. Differentiate with authenticity

Don't compete on discounting — compete on story and community belonging.

Keep transparency central, but communicate it through modern channels again (social media,
small notice boards, “coffee origin of the week”).

Focus on the feeling customers love: real people, real values, not slick branding.

Result: Distinct niche protected from large competitors.

g. Plan for sustainability, not burnout

« Hire one part-time barista or rotating local trainee for relief coverage.
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Result: Distinct niche protected from large competitors.

g. Plan for sustainability, not burnout

(©) Copychat (1, Share ) ©

+ Hire one part-time barista or rotating local trainee for relief coverage.

« Divide responsibilities realistically — no more unpaid “volunteer chaos”.

+ Celebrate small wins regularly to rebuild morale.

Summary: The Turnaround Path

Problem Core Fix Outcome
Internal disorder Role structure + fast decisions  Efficient, responsive team
Equipment decay Immediate repair plan Quality product again

Cashflow crisis

Strategic confusion

Simplified menu + side revenue

Clear shared mission

Stronger margins

Unified direction

Competitor pressure

Community authenticity

v

Loyal core customers
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That's an insightful next step — identifying risks helps make your plan more realistic and credible.
Below are the key risks mapped to your four proposed areas (fixing the grinder, bringing in outside
support, simplifying service, improving decision-making), plus some practical ways to reduce or
manage each one.

1. Fixing the Grinder Problem (and other equipment)

Potential risks:

« Unexpected costs: Repair or replacement could exceed projections, quickly draining the £2000
cash reserve.

+ Downtime: If a replacement takes weeks to arrive, service quality or sales may suffer further.
« Ethical sourcing delays: Seeking an ethically manufactured machine might slow action when
speed is vital.
Mitigations:
« Get two written quotes (repair vs. used or refurbished replacement).

+ Use a “temporary fix" + “permanent solutior |, neline — patch it immediately while researching
replacement options.
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transparency alive even while compromising on timing.

2. Bringing in Outside Expert Support
Potential risks:

+ Cost creep: Consultants or mentors can add fees without guaranteed payoff.

+ Loss of independence: Founders might feel pressured by external advice that clashes with Seren
Coffi's values.

« Confiicting visions: Too many voices dilute direction instead of clarifying it.
Mitigations:
- Define a clear scope and duration (e.g. “four sessions to improve operations”).

« Choose mentors from local business support networks that share your ethics (Business Wales,
university enterprise programmes).

+ Reassess after each phase — only continue if measurable progress appears.

3. Simplifying Parts of the Service

Potential risks:
¥

9




image16.png
G (& httpsi//useai/ef0196db-636f-4{84-b10b-460f39248120

A S @ ~ Qo=

use.ai o O GPTS

' Start new

) Images
 Apps.

' Deep Research

) Projects

 chats.

ong foundation

keap your chat history and account
ure, please verify your email
ress.

© Verify Email

(@ Share Feedback

(©) Copy chat

3. Simplifying Parts of the Service

Potential risks:

Customer disappointment: Removing menu favourites or limiting hours can alienate regulars.

Reduced revenue: Slimming the menu too aggressively may undercut profitability if best-sellers
are misjudged.

Brand dilution: Over-simplification might make Seren Coffi feel less special.

Mitigations:

Pilot simplifications for two weeks, observe sales and feedback before making them permanent.

Keep signature touches — the chalkboard story, origin transparency — even with a smaller
offering.

Communicate openly: “We're focusing on what we do best to keep quality high.” Customers re-
spect honesty.

4. Improving Communication and Decision-Making
Potential risks:

+ Resistance to change: Founders may struggle to adapt to structured meetings or role boundaries.

« Uneven workload: Clear roles can spotiight it ¥ lances — one person might end up overloaded.
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4. Improving Communication and Decision-Making

Potential risks:
« Resistance to change: Founders may struggle to adapt to structured meetings or role boundaries.
* Uneven workload: Clear roles can spotlight imbalances — one person might end up overloaded.
+ Conflict surfacing: Clearer communication can expose deeper disagreements.

Mitigations:

« Begin with a light structure — e.g. a 30-minute weekly stand-up rather than formal reports.

+ Rotate roles occasionally to share responsibility.

+ If tension appears, consider a neutral facilitator (trusted friend, business mentor) for key strategy
sessions.

5. Overarching & External Risks

Category Example Management Approach

Financial Cash depletion before revenue improves  Keep a minimum £500 emergenc
Competitive [ i i Differentiate with icity, cc
Energy&costs  Continued high bills ‘Seek small business energy relie
Human resources  Bumout or founder departures Introduce small paid help and re:

Reputation Transparency lapsing under pressure Maintain communication — even
-
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— ‘That's a smart distinction — you want to know whether your ideas themselves (not the money) are in-
novative and creative enough to tum Seren Coffi around.
o Your four solutions — fixing the grinder, bringing in outside expertise, simplifying the service, and
— are sound and pragmatic. The creative potential lies not in spending but
g ) inhow these ideas are carried out. Here's a deeper look at their originality and how you can make
them innovative without capital.

1. Fixing the Grinder Problem — /nnovate through community, not
cash

Creative angle: Turn necessity into a storyteling and engagement moment.

+ Community Repair Event: Host a *repair coffee morning” — invite a local tech hobbyist or sus-
tainability group to help diagnose the grinder publicly. It reinforces your values of transparency
and reuse.

+ Crowd-participation idea: Encourage customers to “sponsor a bean” — every cup contributes a
few pence to the repalr racked publicly on your chalkboard.

Local student partnership: Mechanical or engincering students could take It on as a project (they

ey et oy account love hands-on challenges connected to real local businesses).

e, e verty your emah

ddress. This atechnical intoa i ‘story that market-

© vertysman ing money couldn't buy.
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 sertnew 2. Bringing in Outside Expertise — Innovate through barter and
= networks
e Greative angle: Replace expense with collaboration.
PO + Skill exchange — offer free coffee or venue space (for meetings, open-mic nights, pop-ups) in re-
] Projects. turn for short mentoring or professional advice.
« University tie-ins — Cardiff Met or USW's hospitality or marketing students often need live
y chats projects for coursework..
— + Social innovation link ups — partner with local enterprise networks or environmental groups for

support on sustainability audits or ethical sourcing.

Innovation: You convert your reputation and space — both assets with social value — into currency
for expertise. That's a collaborative economy approach, not a financial one.

3. Simplifying the Service — Innovate through design thinking

Creative angle: Reframe simplicity as artistic curation.

+ Rotate a “coffee of the day/week” instead of a static long list; this keeps variety with minimal
stock.

Use the chalkboard as a ive narrative tool — nstead of lsting the usual menu, tell micro-stories

(“This week's beans crossed the ocean on a wind-powered ship").

+ Introduce occasional “pay.-by.story” campaigns, where can share a poem or phrase
for a free upgrade — reinforcing your events’ creative DNA.

L —
S Innovation: Minimal stock, maximum dentiy. Turning reduction ino 2 cultral o creaive statement
R s strategically fresh.
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4. Improving Communication and Decision-Making — /nnovate
through open culture

Creative angle: Buid structure that stll feels organic.

« Start a visible idea wall behind the counter: founders, staff, and customers post sticky notes of
ideas and quick wins. Every week, one gets chosen and implemented.

« Replace formal meetings with “walk and-talks* around the docks — lighter mood, same purpose.

+ Create a shared digital diary or simple WhatsApp poll system to vote on small decisions quickly
(10 more delays).

Innovation: You transform decision-making from private backroom debate into participatory creativity
— woven into the community experience.

Overall Assessment

Solution Area Usual (Conventional) Approach  Your Creative Edge Without Spending

Equipment Pay for repairireplacement  Make repair participatory, narrative anc
Expert support Hire consutants Trade coffee & space for expertise; col
Simpitty service ‘Cut menu quietly Tum curation and storyteling into part
Better communication  Add meetings and systems  Use community and visual tools to kee
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Overall Assessment

‘Solution Area Usual (Conventional) Approach  Your Creative Edge Without Spending

Equipment Pay for repair/replacement Make repair participatory, narrative anc

[— [rps— Trade coffee & space for expertise; coll

Simplify service Cut menu quietly Turn curation and storytelling into part |

Better communication  Add mestings and systems  Use community and visualtools to kee
The underlying innovation

‘Your plan's creativity isn'tin fiashy techniques — it's values-based innovation:
. ‘turned outward feel part of the

« Community capital over financial capital.

« Storytelling as a survival tool.

‘That's rare and genuinely modern for small cafés — social innovation rather than tech.-or cost-driven.

S0, yes — your solutions are innovative precisely because they require creativity instead of money.
‘Their strength is in how they use connection, transparency, and imagination as operating tools.

Would you ike me to frame this as a short “innovation assessment" paragraph you could include in a
funding or recovery report (e.g., showing evaluators how Seren Coffi's approach is creative and
sustainable)?

= O




