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Root and Leaf Café is a successful business, situated near a busy train station, offering nutritious plant-based food to students and busy commuters. The café was founded and is owned by Amelia, an entrepreneur with a strong passion for sustainable living and healthy eating.
Recent market research conducted by the business highlights a number of opportunities for growth. Amelia plans to expand the café’s operations by introducing a mobile ordering app, forming partnerships with delivery companies, and extending its opening hours into the early evening.
Your role
You have recently been promoted to the position of Operations Manager at Root and Leaf Café. As Operations Manager, you are responsible for ensuring the day-to-day running of the business is efficient and effective. Your role includes:
· managing staff;
· overseeing business processes;
· improving customer service;
· coordinating operational changes;
· ensuring the café has the resources and systems needed to meet customer demand. 
As part of your role, you will be responsible for leading the implementation of the expansion project. Your primary role will involve overseeing the introduction of the mobile ordering app, coordinating the integration of delivery companies/platforms into daily operations, managing staffing requirements and ensuring that business processes remain efficient during the transition. You will also be responsible for monitoring operational performance, reducing customer waiting times and ensuring that the extended opening hours can be supported effectively.
You will play a key role in implementing new technology, supporting employees through organisational change, monitoring performance and helping the business achieve its growth objectives. You will be expected to assist in producing a range of business documentation to support the expansion into the online market. All documentation must follow the company’s house style, ensuring consistency in branding, tone and presentation. This will help maintain a professional image and reinforce the café’s identity as it grows.
As you read this case study, consider how the information provided can be used to support business growth, improve operational efficiency and ensure the expansion delivers the projected return on investment.

The business
Background
Amelia established the business five years ago after she identified a gap in the local market for affordable plant-based food that caters specifically to young people and busy workers. The inspiration for the café came from Amelia’s own experience as a commuter, where she found it difficult to access quick, nutritious meals that aligned with her environmental values. Thus, Amelia set out to create a café that combines convenience, quality and sustainability, offering customers fast, healthy options without compromising ethical standards.
Business success
Since opening, Root and Leaf Café has experienced steady growth and now employs a mix of full-time and part-time staff, including several students. The success of the business can be attributed to its clear focus on students and commuters, ensuring that its products and services meet the needs of these key customer groups. 
Its strong brand identity, centred around sustainability and plant-based living, has helped Root and Leaf Café stand out in a competitive market, while positive word-of-mouth and online reviews have further enhanced its reputation. The café’s location near a train station and local college has also played a significant role in its success, providing a consistent flow of customers, particularly during morning rush hours and lunchtime.
Market research indications 
Recent market research conducted by the business highlights a number of opportunities for growth. The findings show that a large proportion of students regularly use mobile apps to order food and expect quick, convenient service, while many commuters prefer to pre-order to avoid queues during busy periods. Feedback from customers also indicates frustration with waiting times during peak hours, suggesting that improvements in efficiency could enhance customer satisfaction. In addition, analysis of competitors shows that many nearby cafés and food outlets remain open later into the evening, whereas Root and Leaf Café currently closes mid-afternoon. This suggests there is untapped demand, particularly from students studying late and commuters returning home after work.
The research also reveals that Root and Leaf Café is currently at a disadvantage due to its lack of a mobile ordering system and absence from delivery platforms. Customers increasingly expect click-and-collect and home delivery services, and the absence of these options may limit the café’s ability to compete effectively in the current market.
Expansion
In response to these findings, Root and Leaf Café plans to expand its operations by introducing a mobile ordering app, forming partnerships with delivery companies, and extending its opening hours into the early evening. Developing an online presence will significantly improve convenience for both students and commuters, allowing customers to pre-order food, reduce waiting times and access services beyond the physical location of the café. It will also enable the business to reach a wider audience, increase sales and collect valuable data on customer behaviour, which can be used to inform future marketing strategies and promotions.
The café’s location continues to provide a strong competitive advantage. Being situated close to a busy train station ensures a steady flow of commuters throughout the day, while the nearby college and student accommodation provide a reliable and consistent customer base. This makes the introduction of click-and-collect and delivery services particularly effective, as customers within the local area can easily access these options. The location therefore supports both the existing business model and the proposed expansion into digital and delivery services.
The business aims to implement the new growth strategy within a six-month period, with the goal of beginning to recover start-up costs within the first 12 months of operation. Full return on investment is expected within 18–24 months, depending on customer uptake and the success of the new services. Careful planning and monitoring will be required to ensure that these targets are achieved.


Operational changes
The introduction of click-and-collect and delivery services will lead to several operational changes within the business. 
Staff
Some existing staff members may experience changes to their roles, particularly in relation to managing digital orders and maintaining efficiency during busy periods, while new roles may be created to support the increased demand and the management of online systems. These changes are necessary to ensure that the business can operate effectively and meet customer expectations.
All staff will receive appropriate training to ensure they are confident in using the new systems and processes. This will include managing both in-store and digital orders simultaneously while maintaining high standards of service. As Operations Manager, you will also need to consider how to manage this organisational change effectively by communicating clearly with staff, supporting them through the transition and maintaining team morale. Ensuring that employees feel confident and supported will be essential to the success of the expansion.
Proposed staffing plan
	No. of staff required
	Job role
	Contract type
	Weekly hours

	1
	Operations Manager
	Full-time (permanent)
	40 

	1
	Senior chef
	Full-time (permanent)
	40 

	1
	Marketing Manager
	Full-time (permanent)
	40 

	1
	Digital Orders Coordinator
	Full-time (permanent)
	37.5 

	2
	Kitchen Staff (Food Prep)
	Full-time (permanent)
	35–40 

	2
	Kitchen Assistants
	Part-time
	16–20 

	2
	Front of House Staff
	Part-time
	16–20 

	2
	Evening Service Staff
	Part-time (flexible)
	12–16 

	1
	Marketing and Social Media Assistant
	Part-time
	10–15 

	1
	Delivery Liaison (App/Platform Support)
	Part-time
	15–20 




Organisational structure of Root and Leaf Café
[image: Organisation chart showing the staffing structure of Root and Leaf Cafe. At the top of the chart is Amelia, the cafe owner. Reporting to Amelia are the Senior Chef, the Marketing Manager and the Operations Manager (you). Reporting to the Senior Chef are the Kitchen Staff and Kitchen Assistants. Reporting to the Marketing Manager are the Marketing and Social Media Assistant and the Delivery Liaison (App/Platform Support). Reporting to the Operations Manager are the Digital Orders Coordinator, the Front of House Staff and the Evening Service Staff.]
Note: Currently the owner is the Senior Chef, but the organisational structure allows this to change in the future if Amelia decides to step back from one role.
Staff data
	Name
	Role
	Hourly wage

	Amelia Carter
	Senior Chef
	£17.00

	James Patel
	Marketing Manager
	£16.00

	You
	Operations Manager
	£19.00

	Ahmed Khan
	Kitchen Staff (Food Prep)
	£14.00

	Laura Green
	Kitchen Staff (Food Prep)
	£14.00

	Ben Carter
	Kitchen Assistant
	£12.50

	Chloe Davies
	Kitchen Assistant
	£12.50

	Ryan Scott
	Marketing and Social Media Assistant
	£13.50

	Grace Chen
	Delivery Liaison
	£14.00

	Olena Kovalenko
	Digital Orders Coordinator
	£14.50

	Tom Hughes
	Front of House Staff
	£13.25

	Mia Roberts
	Front of House Staff
	£13.25

	Andreas Nicolaou
	Evening Service Staff
	£12.50

	Ella Brown
	Evening Service Staff
	£12.50



Staff profiles
	Name
	Role
	Strengths and areas to develop

	Amelia Carter
	Senior Chef
	Excellent culinary skills with extensive knowledge of plant-based food preparation and consistently maintains high food quality standards. Should develop delegation skills and adapt kitchen processes to manage increased online and delivery orders efficiently.

	James Patel
	Marketing Manager
	Strong leadership and organisation skills; remains calm under pressure. Needs to improve delegation and adapt to new digital systems.

	You
	Operations Manager
	Strong leadership, organisation and problem-solving skills with the ability to coordinate teams and improve business processes. Should continue developing strategic planning skills and confidence when leading organisational change and implementing new technology.

	Ahmed Khan
	Kitchen Staff (Food Prep)
	Produces high-quality food consistently and is reliable; needs to improve speed during busy periods and adapt to increased order volume.

	Laura Green
	Kitchen Staff (Food Prep)
	Works well in a team with strong menu knowledge and hygiene standards; should improve time management and ability to learn new menu items quickly.

	Ben Carter
	Kitchen Assistant
	Demonstrates a strong work ethic and willingness to learn; needs to build food preparation skills and confidence in the kitchen.

	Chloe Davies
	Kitchen Assistant
	Positive attitude and follows instructions well; should improve speed, efficiency and ability to work independently.

	Ryan Scott
	Marketing and Social Media Assistant
	Creative with strong understanding of social media trends and design; should develop data analysis skills and long-term campaign planning.

	Grace Chen
	Delivery Liaison
	Organised with strong communication and problem-solving skills; needs to improve technical knowledge of delivery platforms and ability to manage multiple issues simultaneously.

	Olena Kovalenko
	Digital Orders Coordinator
	Tech-savvy with excellent attention to detail and multi-tasking ability; should develop confidence handling peak-time pressure and improve customer communication.

	Tom Hughes
	Front of House Staff
	Friendly with excellent customer service and communication skills; needs to develop confidence handling difficult customers and working under pressure.

	Mia Roberts
	Front of House Staff
	Approachable and efficient with good teamwork; should improve upselling techniques and confidence during busy periods.

	Andreas Nicolaou
	Evening Service Staff
	Reliable, flexible, and has good timekeeping; needs to develop customer interaction skills and knowledge of the full menu.

	Ella Brown
	Evening Service Staff
	Adaptable with a strong work ethic; should build confidence and improve speed of service.





Options for expansion
All options
	Yearly sales target 
	£420,000

	Average spend per customer 
	£8.50

	Yearly staffing costs (including training) 
	£210,000

	Inventory (stock)
	Just-in-time (JIT) system with daily fresh deliveries, supported by digital stock tracking and weekly supplier reviews.



Option 1 vs Option 2
Their own mobile ordering app vs third-party providers (e.g. delivery companies)
	Cost
	Option 1: Mobile ordering app
	Option 2: Third-party providers
	Notes

	Initial setup costs
	£15,000–£25,000 (development)
	£0–£500 (onboarding)
	Own app requires significant upfront investment, while third-party is low-cost to start.

	Ongoing system costs
	£4,000–£7,000 (maintenance + hosting)
	£300–£800 (equipment/tablet)
	Own app has ongoing tech costs; third-party costs are minimal but less flexible.

	Transaction costs
	1.5% payment processing
	20%–35% commission per order
	Third-party significantly reduces profit per sale compared to own app.

	Staffing and training
	£2,000–£3,000
	£1,000–£2,000
	Both require training, but own app may need more technical training initially.

	Marketing and promotion
	£3,000–£5,000
	£1,000–£3,000 (optional boosts)
	Own app requires heavier promotion to gain users; third-party already has built-in reach.



Additional notes
· Third-party provides instant exposure; own app builds gradually over time.
· Own app allows targeted marketing; third-party restricts customer data usage.
· Own app strengthens brand identity; third-party standardises the experience.
· Own app becomes more profitable over time; third-party remains costly per transaction.
· Own app is riskier initially; third-party is safer for testing the market.
Store logo and house style
All business communication, including letters, emails and memos, should use the following fonts: 
· Body: Arial size 12; 
· Title: Bold, Arial size 18; 
· Subtitle: Bold, Arial size 15.
Store logo to be developed and included on all documents in the top left-hand corner.
Email signatures should be consistent and use the following format:
Name
Job title
Root and Leaf Café
Good Food, On the Go.
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