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A. [bookmark: _Toc225502103]Introduction to Seren Coffi and the main issues

Seren Coffi is a Cardiff based coffee shop built on strong ethical values, community focus, and quality products. From the beginning, it aimed to be more than just a place to buy coffee by creating a welcoming space that reflects local identity.
The place focuses on building relationships with customers, encouraging repeat visits, and creating a positive social environment (Seturi, 2025). 

This business model works well in theory because customers value both the quality of the coffee and the atmosphere. However, despite these strengths, the business is currently struggling. 

Operational issues, slow decision making, and a lack of ability to adapt to external pressures have caused a gradual decline in performance. This creates a gap between what the business could achieve and what it is achieving. The issue is not the core idea of the business, but rather how it is managed and how it responds to change.

To understand the problem, Seren Coffi has used the 5 Whys technique, which is a simple method used to find the main cause of a problem (David, 2022). 

The analysis showed that fewer customers were coming in, mainly because prices were high and engagement had dropped. This was linked to the founders becoming less involved, as one took a part time job and the other stopped attending key events. This reduced the visibility of the café and affected its operations. 

These issues became worse because the business had not improved or changed over time. The final root cause identified was a lack of creativity and innovation in leadership and staff. This meant the café did not offer anything new or unique to attract customers (Dong and Zhong, 2021).

However, this analysis can be criticised because the 5 Whys often oversimplifies complex problems and focuses on only one cause (Card, 2017). 

In reality, most business problems are usually influenced by many factors at the same time, such as competition, economic conditions, and customer trends. This means that while the tool helps highlight an important issue, it may not fully explain the situation.


[bookmark: _Toc225502104]B. Creativity and Innovation

Creativity and innovation are closely related but not the same. Creativity is about thinking in new ways and generating ideas, while innovation is about putting those ideas into practice and creating value (Tobena, Mas and Claafat, 2025). 

Some critics argue that creativity can simply be about seeing things differently (Hughes et al., 2018; Sutherland, 2012), while others highlight that innovation requires action and results. This difference is important because many businesses have creative ideas but fail to implement them (Avetisyan, 2025).

In today’s business world, innovation is seen as essential for survival because markets change quickly and competition is high (Trott, 2017; Masterson, 2023). Companies that do not innovate often fall behind, while those that do are able to grow and stay competitive (Manly, 2023).

However, applying creativity and innovation in a capitalist system creates challenges. Businesses are expected to make profit, which can limit how much risk they are willing to take (Witt, 2022).

Innovation often requires investment, time, and uncertainty, which may not lead to immediate returns (Foss and Saebi, 2015). This creates tension between short-term profit and long-term growth. 

For example, a business may avoid trying new ideas because of the cost, even if those ideas could bring future success, however failure is a normal and important part of innovation, sometimes called “intelligent failure” (Hartley and Knell, 2021).

This shows that while innovation is important, it is not always easy to apply in practice. Seren Coffi faces this issue because it cannot afford large changes to its business model. Instead, it is currently focusing on smaller, more manageable improvements such as events, that still create value.













[bookmark: _Toc225502105]C. Leadership and continuous improvement


Continuous improvement is one way to support innovation. It involves making small changes over time that improve products and processes (Lizarelli et al., 2022). This approach is more suitable for small businesses because it reduces risk and costs. However, small changes alone may not be enough in highly competitive markets. 

Businesses also need to find ways to stand out and offer something different. This highlights a key challenge, which is finding the right balance between safe improvements and more creative, risky ideas.

Leadership plays a key role in this process, and it is described as the ability to influence others and guide them towards achieving goals, and over time it shapes the culture of the organisation (Akter, Rathnayaka and Ahmadi, 2023) and (Kremer, Villamor and Aguinis, 2019).

Research shows that leadership styles such as transformational and empowering leadership support innovation because they encourage employees to share ideas and take risks (Mehraein, Visintin and Pittino, 2023). 

In contrast, traditional command and control leadership limits creativity because it focuses on control rather than flexibility. Seren Coffi recognises this and aims to adopt a more flexible leadership style by hiring a manager who supports creativity and innovation.

This approach reflects the idea of nimble leadership, where leadership is flexible and shared across the organisation. Entrepreneurial leaders focus on new ideas, enabling leaders support teams, and architecting leaders build the systems that allow innovation to happen (Ancona and Isaacs, 2019). 

However, relying too much on flexibility can also create problems. Without clear structure and processes, employees may become confused and decision making may slow down. This shows that leadership must balance creativity with control to be effective (Alblooshi, Shamsuzzaman and Haridy, 2021).









[bookmark: _Toc225502106]D. Proposed idea for Seren Coffi

The main innovation proposed for Seren Coffi is to transform the café into a fishing boat themed experience, based on its location in Cardiff by the sea docks. 

The idea includes redesigning the exterior and a small touch on the interior to look like a boat, dressing staff to match the theme, and offering unique products such as specially shaped cups and sealed takeaway espresso shots designed like small boats. 

The aim is to make the café stand out and attract more customers by offering a unique experience.

This idea fits into the 4 Ps of innovation, which are product, process, position, and paradigm (David, 2016). The strongest impact is on position, paradigm, and product. 

The café changes how it is seen by customers by creating a strong identity linked to its location. It also changes its mindset by focusing on creativity and uniqueness rather than just selling coffee. The product is also different, with unique cups and takeaway options (Razak, 2024).
Process changes are less important, as the main goal is to create a memorable experience. These areas overlap, showing that innovation is not always separate but often connected.

The idea was developed as a response to the problems identified in the business. The lack of creativity and innovation led to the need for a new approach.

The location of the coffee shop played an important role in shaping the idea, as the seaside environment provided inspiration. This shows that creativity often comes from the context in which a business operates (Yang and Driffiield, 2022) and (Dixit, Clouse and Turken, 2019).

Rather than completely changing the business model, the idea builds on existing strengths and presents them in a new way (Hughes et al., 2018). This approach reduces risk while still allowing for innovation.









[bookmark: _Toc225502107]E. Lewin`s Force Field analysis on Seren Coffi and financial options

To evaluate the idea, Lewin’s Force Field Analysis can be used. This tool looks at forces that support change and forces that resist it (Tutor2u, 2016). 

The forces supporting the idea include the need to attract more customers, stand out in a competitive market, and increase revenue. The unique theme and products can create a memorable experience that encourages customers to return and recommend the café to others. 

The financial side of the idea shows both opportunities and risks. The founders could apply for a grant of up to £10,000 to support refurbishment, insulation, and reduce running costs (Gov.Wales, 2024). 

A government grant is useful because it does not need to be repaid and can improve credibility. However, it is highly competitive, slow to access, and comes with strict conditions. It is also a short-term solution and depends on government priorities, which makes it unreliable for long term stability (S3 Solutions, 2021).

Other funding options include community support, bank loans, credit cards, and non-banking finance, which can help businesses grow and innovate (Kumar, 2025). 

Community support is low cost and builds strong relationships, but it may not provide enough money for larger changes. 

Business credit cards offer quick and flexible access to money, helping with short term cash flow. However, they can lead to high interest debt, poor spending control, and personal financial risk if not managed carefully (Emms, 2024).

Loans provide larger amounts of funding and can support growth, investment, and daily operations. However, they must be repaid with interest, which increases financial pressure and risk, especially if the business performance is uncertain (Dajcman, 2022). This creates a trade-off between access to capital and long-term financial stability.






Refurbishing a coffee shop is generally expensive, costing between £60,000 and £100,000 depending on size and design (Evolve, 2023). In this case, focusing only on an exterior boat theme makes the idea more financially realistic, with costs estimated between £10,000 and £25,000.

This lower cost improves feasibility and reduces financial risk. In addition, using local community support and a carpenter could reduce costs even further, while also strengthening the café’s local identity. 

However, relying too much on community support may affect quality and consistency, so a balance between cost saving and professional standards is important.

However, there are also forces that resist the change. The cost of redesigning the café may be high, which is a risk for a struggling business. Staff may not be willing to adapt to new roles or ways of working. 

Despite these risks, the idea can still be justified by focusing on value creation rather than just profit. Customers today often look for experiences rather than just products, and they may be willing to pay more for something unique.






















[bookmark: _Toc225502108]F. Innovative product for Seren Coffi and customer`s reaction

The sealed espresso shots are low cost to produce such as £0.02 per paper cup but can be sold at a higher price, creating profit (Ambican, 2025).

 Seren Coffi plans to introduce sealed boat themed takeaway espresso shots that customers can enjoy later, which can also be used as part of a loyalty reward system. Each shot costs up to £1 to make, with an extra £0.15 for sealing, and can be sold for £2-2.5. These can be prepared during quiet times, so no extra staff are needed. If the café produces 300 shots per day, the sealing cost would be around £45, while total revenue could reach about £600 if all are sold. However, around half of these will be given as free rewards to customers who spend over £15 per table for up to four people, or £20 for larger groups, still leaving an estimated £300 profit.
The shots will also be linked to the SerenApp, where customers can track rewards and redeem them easily, encouraging repeat visits and higher spending. In terms of production, a single espresso uses about 7 to 10 grams of coffee, while a double uses 14 to 20 grams, which is the most common in coffee shops. To produce 300 shots, the café would need around 2.1 to 2.7 kg of coffee for single shots or 4.2 to 6 kg for double shots, with costs ranging from about £55 to £165 depending on the type. This makes the idea both practical and profitable while also strengthening customer loyalty.
There is also uncertainty about how customers will react to the idea. From a capitalist perspective, the idea may be seen as risky because it focuses on differentiation rather than efficiency. If the idea does not attract enough customers, the investment may not be recovered. 

Customers, like employees, go through stages when adjusting to change. At first, they may feel surprised or skeptical and resist changes to familiar products or services (Khaw, 2022). Gradually, as they see the benefits, they explore the new offer and eventually accept or embrace it if it adds value (University of Exeter, 2024).

By creating a strong identity, Seren Coffi can move away from direct competition and create its own niche. This is like a Blue Ocean strategy, where businesses create new market space rather than competing in existing ones (Ramlah et al., 2026). This shows that even if the idea is risky, it has the potential to create long term value.

The organisational climate at Seren Coffi partly supports innovation but also has limitations. The small size of the business allows for flexibility and quick decision making, which supports creativity. The focus on community and relationships also encourages new ideas.

The seaside location provides inspiration for unique concepts. However, there are also barriers. Limited financial resources make it difficult to invest in new ideas. Daily operations take priority, leaving little time for innovation. 

There is also no clear system for developing and testing ideas, which can slow progress.
This reflects a wider issue in many organisations. Many businesses struggle to turn ideas into reality, and only a small proportion, around one in five, achieve their innovation goals (Wilkins, 2024), which shows that having ideas is not enough. 

Businesses need structure, support, and commitment to make innovation successful. Seren Coffi must therefore improve its processes and leadership to support innovation more effectively.













[bookmark: _Toc225502109]G. Conclusion

In conclusion, Seren Coffi has a strong foundation built on community, ethical values, and high-quality products, but its performance has been limited by a lack of creativity and innovation. 
The 5 Whys technique helped uncover the underlying issue by asking why customer visits had dropped, why engagement was low, and why the founders’ reduced involvement affected the café’s visibility and operations. This analysis revealed that the café was not offering anything new or distinctive to attract attention, highlighting the need for a fresh approach that combines creativity, innovation, and a unique identity.

Transforming the café into a boat-themed experience provides this opportunity. By redesigning the exterior and introducing boat-shaped cups and sealed takeaway espresso shots, Seren Coffi can create a memorable experience that stands out from other coffee shops. 

This approach builds on the café’s existing values rather than replacing them, allowing Seren Coffi to keep its focus on community. Introducing a boat-themed concept makes the café more visually interesting and different, giving customers an experience beyond just drinking coffee. 

This unique design is likely to encourage customers to return and recommend the café to others. Over time, combining a strong community feel with a memorable, themed experience could attract visitors from outside the local area, including people from other parts of the country or even international tourists. 

This would allow Seren Coffi to grow from a local coffee shop into a well-known destination recognized for its creativity, identity, and engaging atmosphere. The popularity of this theme could also create opportunities for further innovation, as the business could develop new products and experiences connected to the boat concept, gradually building a reputation for originality and uniqueness.

Although implementing such changes may not be easy, it allows for further improvements over time. Staff can contribute ideas, new products can be tested, and the theme can evolve with customer feedback. 

By focusing on creativity and innovation, Seren Coffi can differentiate itself, create long-term value, and position itself to lead in its niche market. This approach shows that with strong leadership, imaginative thinking, and a unique concept, the café can turn challenges into an opportunity for growth and recognition.
[bookmark: _Toc225502110]Part 2.

[bookmark: _Toc225502111]Large Language Model applied to Seren Coffi`s innovative solution.

I have started by reading the case thoroughly, absorbing every detail about the coffee shop’s origins, its values, the founders’ decisions, and the gradual decline that had become apparent in 2026. Seren Coffi was clearly more than just a coffee shop; it had a story, a community, and a product in demand. However, despite these positive signals, the business was slowly dying. This paradox, being loved and in demand yet still failing was the first puzzle I wanted to unravel.

To structure my analysis, I applied the 5 Whys method, asking repeatedly why the business was in decline. At first glance, one could blame rising energy costs, a broken grinder, or difficult winter months, but the deeper issues were less tangible. Each “why” led me not to external factors, but to internal dynamics. I realized the problem was not Seren Coffi’s story or product quality. 

The deeper issue was a lack of sustained innovation and creativity. The founders were committed, ethical, and caring, but they were exhausted, stretched thin, and overwhelmed by the large and difficult number of decisions they had to make. Creative ideas were not flowing, not because of a lack of vision, but because there was no dedicated leadership capable of injecting innovation, structure, and momentum into the team.

I turned to Chat GPT, providing the AI with the full case study and my preliminary solution. I asked, “What are your thoughts, Chat GPT?” I wanted to see if my instincts about innovation and leadership aligned with what an AI system could identify. Chat GPT’s analysis was insightful and challenged me to think critically. It somehow agreed that the lack of innovation and creativity was indeed a problem contributing to the slow decline of the business. 

However, the AI immediately flagged a major constraint: hiring a new manager or team leader would technically violate the case study rules. The founders were not to be replaced, and leadership structures were not meant to be altered.
While additional leadership might be helpful in a real-world context, the AI suggested other solutions for the case study. 


One was the concept of bounded autonomy, in which existing staff members temporarily assumed leadership roles, such as “Operations Lead of the Week” or “Events Lead of the Week.” This would inject responsibility and creative thinking without changing the formal governance structure. 

Another suggestion was to turn the community into co-creators, leveraging the £2,000 left in petty cash to relaunch participatory initiatives. Chat GPT also emphasized radical simplification, reducing menu options to speed up service, restoring events that made the business unique, and fixing broken equipment.

These suggestions were operationally good and could stabilize the business and re-engage the community in the short term, but they did not address the sustained innovation and leadership gap I had identified as the root cause. 

Chat GPT’s guidance assumed financial constraints were absolute, focusing on what could be done within the £2,000 budget, which made sense from a conservative risk-management perspective. However, my instinct was that a dying business is not the time to limit ambition. 

I considered that the founders could explore loans, credit cards, or government grants to supplement the petty cash and invest in a transformative plan. Seren Coffi’s story and loyal customer base were valuable assets that could justify additional investment if deployed strategically.

This led me to develop a more ambitious solution. While temporary redistribution of responsibilities might bring short-term relief, it would not create a culture of creativity and innovation needed for long-term revival. 

Great leaders inspire teams, streamline decisions, and lead change. Without a dedicated manager with a creative mindset, innovation risks being sporadic, inconsistent, or blocked by fatigue. I believed that a Team Leader or Manager, complementing rather than replacing the founders, was essential. This person could oversee the practical execution of creative ideas, manage operations when necessary, and ensure the business’s unique vision was consistently delivered.

My second insight concerned the need for a unique niche to channel creativity into a tangible, marketable form. Seren Coffi already had a story and identity, but the existing niche, focusing on ethical sourcing, community engagement, and Welsh identity, was not being consistently delivered. While valuable, this existing identity lacked the visibility and memorability to differentiate the business from the growing number of chain coffee shops in Cardiff. 

I began developing the idea of a boat-themed coffee shop, inspired by Seren Coffi’s name, which means “star” in Welsh, creating a coherent narrative: “Star of the Sea.” The business could incorporate subtle boat-inspired decor, refurbish its exterior to resemble a boat, and even design coffee cups and takeaway expresso cups shaped like small boats featuring the Seren Coffi initials. This theme would be instantly recognizable, shareable, and memorable, encouraging repeat visits and social media attention.

I discussed this concept with Chat GPT, withholding the boat theme initially to see what AI would recommend for a unique niche. Its suggestions, while logical, diverged from my idea. 

It proposed community-owned businesses, radical transparency, slow coffee shops, or micro-culture hubs. These focused on operational philosophy or small shifts in engagement, but none introduced a strong visual or experiential identity. 

Chat GPT emphasized that the problem was not the absence of a niche, but the inconsistent delivery of the current one. While consistency is critical for brand success, I realized that consistency alone would not spark excitement or create differentiation. Competing coffee shops in Cardiff leveraged loyalty apps, discounts, and modern aesthetics, and Seren Coffi needed a bold, memorable identity that no other business offered.
My approach diverged from Chat GPT’s reasoning because I was willing to think beyond the £2,000 limit. Additional funding could repair broken equipment, refurbish the building to improve heat efficiency, and enhance the aesthetic, serving both operational reliability and reinforcement of the thematic identity. 
This step aligned with a Blue Ocean strategy, creating a unique space in the market rather than competing in a crowded existing niche. The boat theme had no parallel in Cardiff, allowing Seren Coffi to stand out and attract both locals and visitors from further afield.
In the transformation, the community`s role was considered carefully and their contribution would be small and structured, assisting with decoration, painting, or thematic art, reinforcing co-creation without operational risk.




Critically evaluating AI recommendations, I saw that Chat GPT correctly emphasized operational fixes, menu simplification, event restoration, and temporary redistribution of leadership. 
These steps could stabilize the business short-term but would not restore momentum or address stagnation in creative vision. Its solutions were conservative, bounded by budget and leadership rules. I believed a dedicated manager with a creative mindset could deliver both operational oversight and thematic execution in a way temporary redistribution could not.
When I discussed the niche further, Chat GPT suggested refining the existing identity rather than creating a new one. While logical, I saw a critical opportunity. 
A boat-themed coffee shop would be instantly recognizable, memorable, and shareable, creating a competitive advantage through differentiation that refinement alone could not achieve. It would attract locals and visitors who would ask, “What is the coffee shop that looks like a boat? I must try it.” The branding triggers curiosity and fosters loyalty.
The theme’s symbolic significance reinforced this approach. Seren Coffi, “Star” in Welsh, tied naturally to a nautical narrative. The boat identity could be woven into every aspect of the customer experience, from cups to décor to special espresso shots. 
This narrative provided a cohesive, emotionally resonant identity. It was the creative innovation the business had been missing, and a dedicated manager could oversee its consistent execution while the founders maintained governance.
Reflecting on AI guidance, I recognized its value and limitations. Chat GPT highlighted operational weaknesses, practical fixes, and temporary leadership solutions but did not prioritize the creative, transformative thinking essential for revival. Its solutions were risk-averse and budget-bound, focusing on immediate feasibility rather than long-term innovation. 
My reasoning diverged because I combined petty cash with additional capital to implement a solution that was operationally sound, visually distinctive, and strategically ambitious.



Ultimately, my solution was a dedicated manager to oversee a unique boat-themed niche, funded through petty cash, loans, credit cards, and government grants. It addressed creativity and innovation, resolved operational weaknesses, and leveraged a distinctive thematic identity to draw new customers and re-engage the existing community. 
Chat GPT’s suggestions on bounded autonomy, community involvement, and operational fixes remained valid, but they were complementary rather than central to the transformative vision.
While AI correctly identified the need for operational stability and simplified processes, it could not foresee the emotional and experiential impact of a strong thematic identity executed consistently under dedicated leadership. This insight, which I had identified independently, proved to be the factor that could truly make the difference. 

AI provides frameworks and insights, but human creativity, vision, and strategic judgment remain irreplaceable in driving business transformation. 

By combining operational fixes, temporary responsibility redistribution, strategic community involvement, and a bold thematic transformation supported by new leadership, Seren Coffi could reclaim its vitality, reassert its uniqueness in Cardiff, and become the “Star of the Sea”, capturing both hearts and coffee cups while creating a true Blue Ocean in the market.
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Seren Coffi opened on a damp February morning in Cardiff, the kind of
morning where the sea mist drifts far enough inland to blur the edges
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Your instinct that something is “off” about creativity and innovation isn't wrong—but your proposed solution
runs into a major constraint of the case.

You suggest hiring a leader/manager and focusing on a niche. The problem is:

o The case explicitly says leadership and governance cannot be changed, so bringing in a new manager
contradicts the rules.

e Also, Seren Coffi already has a niche: ethical sourcing, Welsh identity, community-driven events. The

issue isn't lack of uniqueness—it's that their uniqueness has become operationally heavy and
unsustainable.

So the real problem is slightly different:

@ Reframed core problem

Not a lack of creativity—but “over-deliberation and under-execution”
They are:

« Spending too long making decisions (consensus ' gue)

e Trying to uphold values in every micro-decision
+  Ask anything I+ Voice
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e Also, Seren Coffi already has a niche: ethical sourcing, Welsh identity, community-driven events. The

issue isn't lack of uniqueness—it's that their uniqueness has become operationally heavy and
unsustainable.

So the real problem is slightly different:

@ Reframed core problem
Not a lack of creativity—but “over-deliberation and under-execution”
They are:

« Spending too long making decisions (consensus fatigue)
e Trying to uphold values in every micro-decision
« Losing energy to operations instead of experience

o Letting the customer experience decay (queues, broken grinder, no events)

In short: they're thoughtful, but stuck.

¢ A stronger direction (within the rules)

Instead of adding leadership, think redistributing creat
N

1. Introduce “bounded autonomy” (without changing leadership)

ity into the system.
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¢ A stronger direction (within the rules)

Instead of adding leadership, think redistributing creativity into the system.

1. Introduce “bounded autonomy” (without changing leadership)

They don't need a new manager—they need faster decision loops.

¢ Solution:

« Assign rotating weekly roles among founders/staff:
* "Operations lead of the week”
* “Events lead of the week”

e That person makes decisions without group consensus

This keeps governance intact but removes paralysis.

2. Turn the community into co-creators

This is where your creativity idea can really shine—bt ¢ «ternally, not internally.

Seren Coffi's strenath is its communitv aoodwill. Thev've underused it.
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This keeps governance intact but removes paralysis.
Sign up for free

2. Turn the community into co-creators

This is where your creativity idea can really shine—but externally, not internally.
Seren Coffi's strength is its community goodwill. They've underused it.
 Use the £2,000 to relaunch as a participatory café:

e “Community Menu Week"
e« Customers vote on drinks/pastries
e “Guest Barista Saturdays”
o Local creatives, poets, or regulars run the bar (guided)
e “Fix the Café” campaign
« Transparently say: “We've lost momentum—help us rebuild it"

This aligns with their values and reduces internal pressure.

3. Radical simplification (this is the real inllnvation)
Right now they're trying to do everything “properly.”

+  Ask anything I+ Voice
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3. Radical simplification (this is the real innovation)

Right now they're trying to do everything “properly.”
That's what's killing them.
¢ Temporarily:

e Cut menu to 3 drinks + 2 pastries

e One bean only

« No long explanations on chalkboard—just essentials
This:

« Speeds queues

« Reduces decision fatigue

o Frees time/energy

Creativity doesn’'t come from complexity—it comes from space.

v

-
+  Ask anything

|1 Voice
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4. Bring back events—but lighter

Events used to drive identity, but became too heavy.
¢ Reintroduce:

¢ 30-minute "micro-events”
« No setup, no pressure

* 1 poet

« 1language table

* 1acoustic set

Low effort, high atmosphere.

5. Fix one visible problem immediately

The broken grinder is symbolic.

 Use part of the £2,000 to fix it fast.

Not because of operations—but because:
It signals decline to customers.
+ |ask anything I+ Voice
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) 5. Fix one visible problem immediately
Sign up for free

v

The broken grinder is symbolic.

 Use part of the £2,000 to fix it fast.
Not because of operations—but because:

It signals decline to customers.

You need a visible reset moment.

6. Reframe the story (this is your “innovation” angle)
They started as:

"We do things properly.”

Now they should become:

"We are rebuilding—together.”

That's powerful, honest, and distinctive.

+  Ask anything I+ Voice
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2+ Final evaluation of your answer

What you got right:

e You sensed a creative stagnation
e You correctly looked for a strategic shift

Where it falls short:

o It breaks the case constraints (new manager)
o It misdiagnoses the issue as lack of creativity, when it's actually:

« too much idealism + too little execution speed

@ One-line upgrade to your answer
If you wanted to refine your original idea:

¢ Instead of:
"Hire a leader and focus on a niche”

« Say: v

“Redictrihita laadarchin tamnararilv and ca-creata innnvatian with tha cammunitu whila cimnlifuina

+  Ask anything I+ Voice
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If you wanted to refine your original idea:

¢ Instead of:
"Hire a leader and focus on a niche”

¢ Say:
“Redistribute leadership temporarily and co-create innovation with the community while simplifying
operations.”
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And if | would still go for a unique niche and Leadership, what do you Sign up for free
think it will work according to the case study?

It could work—but only if you reinterpret both ideas so they fit the constraints and reality of the case. In

their current form, they're a bit too blunt for what Seren Coffi actually needs.

Let's pressure-test your idea properly.

21 1. “Leadership” — will it work?

© As you originally framed it (hire a new manager):

No—it directly breaks the rules of the case (no change in leadership/governance).

But if you adapt it:
It can absolutely work if you redefine leadership as:

“internal, situational leadership” instead of external hiring

v

So instead of bringing someone in:

o Nnafaundar haramae dacician laad tamnararihs

+ |ask anything
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But if you adapt it: Sign up for free

It can absolutely work if you redefine leadership as:

“internal, situational leadership” instead of external hiring

So instead of bringing someone in:

« One founder becomes decision lead temporarily
o Orroles rotate (as mentioned earlier)

« Or they agree on clear decision rights (e.g., pricing = X decides, suppliers = Y decides)

Why this would work in the case:

o Their biggest issue is decision paralysis
« Meetings are long, repetitive, and unresolved
« No one is clearly accountable

¢ So yes—leadership IS a valid solution, but only if it means:
 Faster decisions
o Clear accountability

e Less consensus dependency

N
@ 2 “lniane nicha” — will it wark?

+  Ask anything |11 Voice
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@ 2. "Unique niche” — will it work?

Here's where I'll push back a bit:

© The harsh truth:

They already have a niche.

« Ethical sourcing

« Welsh language identity

« Community-driven events

e Transparency (chalkboard storytelling)

That's actually stronger than most cafés.

¢ So the issue is not:

“We don’t have a niche”

< lt's:

“Our niche is not being delivered consistently anymore”

When your niche idea WOULD work:

If vour evalve it fram:

+  Ask anything |11 Voice
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When your niche idea WOULD work:

Sign up for free
If you evolve it from:

“find a niche”

to:

“sharpen and simplify the existing niche”

Example of a stronger niche direction:

Instead of being everything ethical/community-focused, they become:
¢ "Cardiff's most community-owned café experience”

OR

¢ "The slow café that invites you to stay”

But crucially:

» Fewer events, done better
e Simpler menu
o Clear identity customers can instantly understan |,

+  Ask anything |11 Voice
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« New leadership style
* New niche

¢ You risk overcomplicating an already exhausted team
They are:
o Tired

¢ Under-resourced

e Already struggling to execute

So adding more strategy without reducing workload = likely failure.

Final judgement
Will your idea work?

« Leadership (redefined) — YES, very likely to help
A. Unique niche (as new direction) — NO, unnecessary
+ Unique niche (as refinement) — YES, helpful

v
P . .
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Final judgement
Will your idea work?

« Leadership (redefined) — YES, very likely to help
A. Unique niche (as new direction) — NO, unnecessary
+ Unique niche (as refinement) — YES, helpful

¢ How to upgrade your answer (high-quality version)
You could say:

“Rather than introducing new leadership, Seren Coffi should establish clear internal leadership roles to
reduce decision-making delays. At the same time, instead of searching for a new niche, the business

should refine and simplify its existing identity—focusing on community and ethical transparency—so it
can be delivered consistently and efficiently.”

& Simple takeaway

e They don't need to become something new v

e They need to become better at what they already are

+  Ask anything |11 Voice
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Any specific niche or idea that would work? Sign up for free

Yes—but it has to be the right kind of niche. Not something that adds complexity, but something that focuses

their existing strengths and reduces operational strain.

Here are a few specific niche directions that would realistically work within this case—and why:

@ 1. “The Community-Owned Café” (Strongest option)
¢ Idea:
Position Seren Coffi as:

“Cardiff's café run with its community, not just for it.”

What it looks like:

e Customers help decide:
* Weekly menu items
* Events NA

e “"Pay-what-you-can” becomes a core identity, not occasional
+ ‘Ask anything [ ]
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“Ihe Community-Owned Care” (Strongest option)
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7 Idea:

Position Seren Coffi as:

“Cardiff's café run with its community, not just for it.”

What it looks like:
e Customers help decide:
* Weekly menu items
o Events
e “"Pay-what-you-can” becomes a core identity, not occasional
e Introduce a simple membership/support wall (names, not money-focused)

Why this works:

e Builds on what they already do well
e Turns customers into stakeholders — stronger loyalty
« Reduces pressure on founders to “generate ever |, ng”

« This is a niche that aives enerav back instead of drainina it

Get smarter responses, upload files and images, and more. in Sign up for free
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+  Ask anything |11 Voice
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¢ 2. "Radical Transparency Café”

7 Idea:
Double down on their chalkboard concept:

“We show you everything—prices, sourcing, struggles.”

What it looks like:

o Daily simple breakdown:
* “Milk cost T this week”
* "Why your coffee costs £X”
« Honest updates:
* "“Grinder broken—here’s what that means today”

Why this works:

e They already started this
o Customers liked it

Get smarter responses, upload files and images, and more.

+  Ask anything
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& 3."The Slow Café” (anti-chain positioning)

7 Idea:

Lean into what chains can't offer:

“A place where nothing is rushed.”

What it looks like:

o Fewer items, made well
e Clear messaging:

* “Coffee takes time here”
* Encourage:

* Reading

* Conversation

* No-pressure seating

Get smarter responses, upload files and images, and more. Sign up for free
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€. 4. "Micro-Culture Hub” Sign up for free

7 Idea:

Keep events—but make them tiny, frequent, and easy

What it looks like:

e 20-minute poetry slots
e 1-table language exchange

« "One performer, no setup” rule

Why this works:

« Keeps identity alive
o Doesn't exhaust the team
« Maintains foot traffic

A. What to avoid (very important,‘l’
-

Get smarter responses, upload files and images, and more. Sign up for free

+  Ask anything |11 Voice
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A. What to avoid (very important)

These niches would likely fail in this case:

o > "Premium specialty coffee” — too competitive, requires investment
o X "Fast-service café” — contradicts their DNA

o X "Expansion/second location niche” — they're barely stable

o X "Complex ethical perfection” — already causing burnout

<. Best recommendation (clear answer)

If you had to choose one:

¢ "Community-Owned Café” + simplified operations

Because it:
N
« Solves their energy problem
Get smarter responses, upload files and images, and more. Sign up for free
+  Ask anything |11 Voice
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If you just go back to the case study, what would be your approach to
ensure the business is saved?

If | strip everything back to the case itself, the answer isn't about bold reinvention—it's about stabilising a

fragile system and restoring momentum quickly.
Right now Seren Coffi isn't failing because of demand. It's failing because:

e Execution has broken down (slow service, broken equipment)
e Energy is depleted (founders fatigued, disengaging)
« Experience has declined (no events, weak atmosphere)

e Decision-making is too slow

So my approach would be a 3-phase turnaround: Stabilise — Simplify — Reignite

1. STABILISE (Week 1-2)

Goal: Stop visible decline immediately

This is non-negotiable—before any strategy. N2
A
+ ‘Ask anything [ ]
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1. STABILISE (Week 1-2)

Goal: Stop visible decline immediately
This is non-negotiable—before any strategy.

Actions:

o Fix or replace the grinder immediately

e Restore a fully functional menu (even if smaller)

e Reset the chalkboard (clear, updated daily again)

« Reduce opening hours to only profitable/busy periods

Why:

Customers are currently seeing signals of failure:

e Broken equipment
¢ Inconsistency
e Low energy

¢ You don't save a business while it looks like it's closing
N

pos
+  Ask anything [ ]
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92 2. SIMPLIFY (Weeks 2-4)

Goal: Reduce internal pressure and decision fatigue

This is the core issue in the case.

Actions:

o Cut the menu to:

o 1-2 beans

o 3-4drinks

« 2 food options
e Choose temporary defaults:

« One supplier per category (no ongoing debates)
e Introduce “good enough” decision rule:

* No more long ethical debates on minor trade-offs
Why: N%
Theyv are stuck in:

You’re now using our basic model

. in Sign up for free X
To access more intelligence, create an account or log in.

« BUT DErTecUoN IS NOW KI

na execution

+  Ask anything |11 Voice
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[E) 3. RESTRUCTURE HOW DECISIONS ARE MADE

Goal: Eliminate paralysis without changing leadership

Actions:

e Assign clear ownership:
« One founder = operations
* One = suppliers
* One = events/marketing
« No group decisions unless critical

Why:
Right now:

e Everyone decides everything

— So nothing moves quickly

¢ This is the biggest hidden problem in the case N

You’re now using our basic model .
. og in Sign up for free X
To access more intelligence, create an account or log in.

Goak Rrina hark what mada nannla cara

+  Ask anything |11 Voice
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— So nothing moves quickly Sign up for free

¢ This is the biggest hidden problem in the case

® 4. REIGNITE THE EXPERIENCE (Month 2)
Goal: Bring back what made people care

They've lost their “soul signal”:
« No poetry nights

* No energy

¢ No buzz

Actions:

e Restart events—but simpler:
o Short, low-effort formats

e Bring back one signature thing: N3
* e.g., monthly “pay-what-you-can”

You’re now using our basic model .
. n Sign up for free X
To access more intelligence, create an account or log in.
Whe
+  Ask anything |11 Voice
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¢ 5. USE THE COMMUNITY (SMARTLY, NOT HEAVILY)

Goal: Gain support without creating more complexity

Actions:

o Ask for help in specific ways:

* "“Vote for next pastry”

* “Volunteer for 1-hour event slots”
« Avoid:

« Over-reliance on volunteers running operations

Why:

Community is a strength—but previously:

v

e It solved one problem and created another

B -

You’re now using our basic model

. Sign up for free X
To access more intelligence, create an account or log in.

+  Ask anything |11 Voice
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6. REFRAME THE NARRATIVE

Goal: Control perception

Right now the story is:

"They're fading”

Change it to:

"They're resetting and refocusing”

Actions:
« Simple in-store messaging:
* "We've simplified to focus on what matters”

« No long explanations—clarity over detail

N
r
:::crcee::rvnvour:"\‘li:\:‘g"e:acsel,(cz::‘ee:n account or log in. " SIEIUEAICE e
e More ideas
+  Ask anything |11 Voice
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#% Final one-line strategy

“Cut complexity, restore consistency, and rebuild energy—fast.”

If this were an exam answer, this approach would score highly because:
o It directly responds to the actual problems in the case
e It respects all constraints

e It's practical, not theoretical

If you want, | can convert this into a clean 10/10 moc J nswer or presentation.

e
You’re now using our basic model

. in Sign up for free X
To access more intelligence, create an account or log in.

+  Ask anything |11 Voice
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My solution is still to go for a unique niche but keeping the same staff
just hiring extra Leadership in a Manager or Team Leader with a
creative and innovative mindset that are going to follow continuous
improvement strategies and select a specific niche. This might mean to
redecorate the exterior of the building and some of the interior, also
coffee cups will have a specific design and will top up by adding take
away expresso shots also design will be specific to only our location.
Does this follow the rules for the case study? And if yes, will this idea
work? What are the pros and cons to this please.

Thanks for clarifying! Let's go careful step by step, because the case study has strict rules.

[l Does your solution follow the case rules?

Rules from the case:

« Leadership/governance cannot be changed.
« Suppliers cannot be changed.
e £2,000 is available to turn things around. N

Your plan:

+  Ask anything [ ]
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[l Does your solution follow the case rules?

Sign up for free
Rules from the case:

« Leadership/governance cannot be changed.
« Suppliers cannot be changed.
e £2,000 is available to turn things around.

Your plan:

« “Hire extra leadership in a Manager or Team Leader” — This is technically a change in leadership, so it
doesn’t follow the rules as written.
« Keeping the same founders and staff — [ this part is compliant.

« Redecorating, designing cups, creating take-away shots — [ this is fine, within budget.
Verdict:

e Partial compliance. Hiring someone with leadership responsibility violates the rule about leadership.

If you reinterpret “leadership” as bringing in a mentor, coach, or consultant without changing who
makes the final decisions, then it could comply. The founders still control governance, but they get expert
input.

2 Will this idea work? v

It could work, but with some caveats:

+  Ask anything |11 Voice
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makes the final decisions, then it could comply. The founders still control governance, but they get expert .
g in Sign up for free

input.

2 Will this idea work?

It could work, but with some caveats:

How it could succeed:
« Unique niche: A strong, visually distinctive brand (custom cups, location-specific shots) can create a
clear identity that draws attention.
« Creativity/innovation: Focusing on design and product experience can revive excitement for customers
and staff.
e Incremental improvements: Continuous improvement strategies keep the café evolving instead of
stagnating.
Why it might fail:
« Overhead/complexity: Implementing new designs, redecorating, and creating new drinks might
overwhelm the small team—especially since the founders are already fatigued.
« Operational fatigue: Without solving decision paralysis or simplifying workflows, the business may stall

even with a new niche. N

« Limited budget: £2,000 may not go far enough to fully implement all these design and product changes

+  Ask anything |11 Voice
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even with a new niche.
« Limited budget: £2,000 may not go far enough to fully implement all these design and product changes Sign up for free

in a meaningful way.

[l Pros and Cons

Pros Cons

Creates a clear, tangible unique niche Risk of ignoring operational breakdowns (slow service,

broken grinder)

Visual and product differentiation can attract new Hiring a manager may violate rules if they have real decision

customers power

Focus on continuous improvement fosters creativity Implementation could overwhelm founders/staff if not
phased

Opportunity to reenergize team and brand £2,000 may be insufficient for interior/exterior redesign and

custom products
Strengthens brand identity (cups, shots, decor) May distract from core problem of speed/efficiency
N
+  Ask anything |11 Voice
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[£) Suggested tweak to make it compliant and more likely to succeed

« Instead of hiring a manager with decision authority, hire a creative consultant or design/brand coach:
« Advises on decor, cup design, and product ideas
« Doesn't change the founders’ governance role
o Fits within rules, while still adding “external creative leadership”
e Phase improvements:
1. Fix broken grinder + streamline menu
2. Launch custom cup and espresso shot pilot
3. Decorate exterior/interior in stages
4.

Introduce small community event tied to new niche

This keeps the unique niche strategy while respecting rules and minimizing operational risk.

Bottom line:

« Your idea has potential, especially the niche and design elements.
e The part about hiring new leadership needs to k \, :framed as advisory/consultancy to stay within the

rules.
+  Ask anything |11 Voice
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Inis Keeps the unique niche strategy while respecting rules and minimizing operational risk.

Bottom line:

« Your idea has potential, especially the niche and design elements.

The part about hiring new leadership needs to be reframed as advisory/consultancy to stay within the
rules.

Execution must focus on simplicity, speed, and restoring customer experience first; the design/niche
changes are secondary but make the brand memorable.

If you want, | can create a step-by-step £2,000 turnaround plan using this “unique niche + creative

advisory” approach that is fully compliant and practical. It would show exactly how to allocate effort and
money to save the café. Do you want me to do that?

e &

+  Ask anything

|1 Voice

ChatGPT can make mistakes. Check important info. See Cookie Preferences.

B Q scarch “L@-We‘aa N e ™ agw 1321

UK 26/03/2026




image38.png
O 8 chatgptcom [£3 [T Y @signin &) =
@ Paint the Squares - Int... @ Numbots Game [ Sign In | Oxford Read...
This case study shows that the business model is good, the people are
still visiting but the business is dying. Is this not a sign of innovation
and creativity missing? Is it not the solution to create a unique niche
making this place unique in the area/country? What are the risks and
what are the chances to succeed?

in Sign up for free

Ah—now | see exactly what you're asking, and you're thinking along the right lines. Let’s unpack this
carefully.

[l Why the business is failing despite a good model

From the case study:

e Product in demand — yes, people still come

e Atmosphere was once strong — poetry nights, chalkboard storytelling

« Financial model works in principle — £2,000 petty cash, no fundamental market flaw
Yet it's dying because:

1. Operational paralysis — founders stuck in endless discussion
2. Service breakdown — broken grinder, slow queue~

3. Experience decay — no events, chalkboard not up Zated

4. Fatinue and lack of facuc — fanndarc are nart-timea alcawhara ctratchad ton thin
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[ Is this a sign of missing innovation and creativity?
Yes and no:

e Yes: The café has stopped evolving in ways that engage customers (no events, no new experiences).
Creativity is present in principle, but not being applied actively to rejuvenate the business.
e No: The café has always been creative—ethical sourcing, Welsh identity, community events—but

creativity alone doesn't save a business if operational execution is failing.

So the problem is not the lack of creativity in general, but the lack of practical innovation in sustaining
and scaling the experience.
[E] Can creating a unique niche solve it?
Potentially, yes. A unique niche can:

« Reignite excitement for customers and staff

« Give the café a clear identity that differentiates it from chains

o Allow marketing to amplify the story (social media, local press)

 Focus limited resources on one memorable expe. V¥ ‘e instead of trying to do everything
Examnla nichac that canld wark hara:

+  Ask anything |11 Voice
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[l Chances of success

« High chance if the niche is focused, executable, and strengthens the current strengths
« Medium chance if the niche is ambitious but operational challenges remain unresolved
« Low chance if the niche adds complexity, or the founders try to do everything at once

Key factor for success:

The niche must simplify decisions, energize staff, and signal value to customers, not just look “creative”
on paper.

@ Bottom line

e Yes, the business is suffering partly because creativity is not being applied actively to solve current
challenges.

e Yes, creating a unique niche can be a solution—but only if it is implemented carefully, within
operational limits, and enhances the café’s core strengths.

« Risk: overcomplication, fatigue, or misallocation - esources

e Chance of success: good, if it simplifies and focuses rather than adds more complexity

+ ‘Ask anything |11 Voice
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