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Abstract

This study investigates how small business owners, particularly in local coffee
shops, balance profit and purpose. Regardless of the celebration of entrepreneurship in
the United States, many small businesses are fail due to factors like poor planning,
funding struggles, cash flow issues, inadequate management and difficulty finding good
employees. Through qualitative methods, including interviews and ethnographic
observations, this study examines how owners make the operational decisions needed to
run their businesses while maintaining profitability and purpose. The findings propose
that while many of these owners prioritize fulfilling their business values and
contributing to their community, they often sacrifice their well-being for the sake of their
businesses, risking burnout. To tackle this, | make recommendations for future small
business owners to establish structures within their businesses that allow them to step
back from the business without negative consequences. This study contributes to the
complexities of small business ownership and entrepreneurial space. It further offers
some insight for small business owners to achieve a potentially better balance between
profit and purpose without compromising their well-being to do so.
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Introduction

In the United States, entrepreneurs are often idolized because many people aspire
to have their own small businesses or just businesses in general. Being one’s own boss is
appealing to the ‘go-getter’ entrepreneur. The attraction of “[building] something big
from scratch, or at least something bigger than what they could as salaried employees” is
often the narrative for many (Waltower, 2023). Unsurprisingly, entrepreneurship is
flourishing in the U.S., with a record-breaking 5.4 million new business applications filed
in 2021 alone (Li & Setiawan, 2023). The numbers alone are something that can inspire
an entrepreneur. Who could blame these eager entrepreneurs when the U.S. Department
of Commerce states that America has the best ecosystem in the world for supporting new
start-ups and business creators (“Entrepreneurship,” 2023). However, there are a
multitude of reasons why small businesses fail, although these five reasons help to sum
up some of the logistical aspects of small businesses that are often overlooked. The
reasons include but are not limited to a lack of a solid business plan, a struggle to find the
growth funding needed, poor cash flow, inadequate management, and trouble finding
good employees (Why Do Small Businesses Fail, 2023). In a study that asked over 100
entrepreneurs why their businesses failed, nearly 70% of them said their companies hurt
their personal lives, or the other way around (Why Do Small Businesses Fail, 2023). This
all comes down to the idea that to be an entrepreneur is hard, and just having a passion for
an idea is not always going to withstand in this competitive industry.

Entrepreneurs go into business for many reasons, including a desire for financial
sustainability and economic gain or wanting to fulfill a specific mission or purpose. All

these reasons come to life through the motivations individual business owners possess



along the process and the decisions made along the way. A specific motivation that some
businesses hold is their commitment to their mission. However, “Defining this social role
poses great challenges (and offer significant opportunities) for independent entrepreneurs
who have the opportunity, ability and power to define the type of value they want to
create and steer their ventures accordingly” (Zahra & Wright, 2015). It can be very
difficult to balance being financially sustainable while carrying out a motivated mission
simultaneously because of the economic nature of entrepreneurship.

The culture of entrepreneurship revolves around having an idea or passion and
bringing it to fruition. However, what happens when motivation and passion are tested by
the need for profit? Ultimately, how do business owners attempt to balance profit and
purpose?

To answer this question, | conducted an inductive case study interviewing small
business owners to better understand the motivations, challenges, and opportunities they
encounter while pursuing their purpose and goals. Using ethnographic methods including
interviews and observation, I attempted to understand entrepreneurs’ backgrounds,
motivations, sense of purpose, operational activities, challenges they encountered and
strategic decisions they made in the process of operating. The interview guide explored
the operational decisions owners must make to run their businesses while attempting to
balance profitability and purpose.

This study is set in the context of a particular type of small business — locally-
owned coffee shops. Coffee shops play a unique role in society where they can be a place
for connection. They help connect individuals on multiple levels through experience with

public familiarity, incorporate ties to people, and places, and can lead to the development



of a sense of community (Ferreira et. al, 2021). These areas of socialization are vital to
helping individuals connect with others outside of the workplace or even their homes.
Coffee shops are often categorized as the concept of a “third place” which can be defined
as an informal public gathering place outside the place of residence and work. Starbuck’s
used the concept of a “third place” to build their growth strategy as a company. It is like
an intermediate place where individuals can come and dwell in a state of “nonhome, non-
office” (Liu et. al, 2021). It is no surprise that going from home to work, and no place in
between can become exhausting and repetitive; therefore, the idea of a “third place” helps
to fill the void of isolation. This makes coffee shops a place where some owners must
juggle with the balance of purpose of creating this communal space while still attempting
to balance profit. This study seeks to provide insights into how owners navigate the
tension between profit and purpose by examining the specific purposes and values that
drive individual business owners.

In this process of balancing profit and purpose, owners sacrifice their well-being
for the business. These business owners define their purpose by fulfilling their business
values authentically, prioritizing community building, and prioritizing contributing to the
community. Prioritizing community building is how owners contribute to building a
“third place” environment within their coffee shops to generate community building
internally. While contributing to the community is the impact of what is being done
outside of the coffee shop and how the owners are affecting the community around them.
Many of these owners believe that prioritizing financial sustainability is important,
however, their number one priority is their purpose and mission, and to achieve these

goals they often engaged in four categories of strategic decision-making: differentiation,



marketing, financial, and environmental decisions. Lastly, these owners make better
decisions for their companies when they collaborate with others. While most of these
owners were successfully achieving a balance between profit and purpose, this success
relied on the owners sacrificing their well-being. These actively involved small business
owners often integrate themselves into their businesses’ structure which leads to the risk
of burnout and threats to the business’s longevity. To address these feelings of burnout, |
make a series of recommendations for current and would-be entrepreneurs. These
suggestions advise that entrepreneurs should establish structures within their businesses
that allow them to step away without negative consequences. These structures should
include owner collaboration, employee involvement, and a solid foundation of purpose

and business values.

This paper is motivated by the idea that not everyone can be an entrepreneur. This
research stems from the recognition that entrepreneurship is only a suitable path for some.
Navigating the tension between profit and purpose within small businesses is essential.
Many owners who are mission-driven often find themselves having to balance
profitability to be financially sustainable or they risk losing the opportunity to fulfill their
purpose. The suggestions are ways owners can combat these tensions in the future to
balance profit and purpose in a way that does not involve them having to sacrifice their

well-being for the business.



Literature Review

Motivations vary among entrepreneurs

Entrepreneurial motivations and reasoning as to why some business individuals
go one way, or the other is motivated by many distinct factors. Some factors aren’t
always as clear from the outside looking in. This is because an owner’s motivations and
decision-making can be influenced by their passion for money. Some individuals highly
value the opportunity to create, own, and operate a business and the small business sector
provides an outlet for these entrepreneurial energies to flow (Holmes & Zimmer, 1994).
These Entrepreneurial actions are said to be influenced by formal institutions, such as
property rights or enforceable contracts, and by socially shared beliefs and values that
reward or inhibit behaviors of these entrepreneurs, such as innovation and creativity
(Hayton & Cacciotti, 2013). This said, entrepreneurs can draw from multiple motivations
that can lead them into this profession or continue to motivate them. Entrepreneurial
motivations are categorized as both push and pull factors that can stem motivation for
owners. Push factors include circumstances of unemployment or job loss that prompt
individuals to start their businesses. Pull factors include circumstances where there are
business opportunities, or the owner is inspired by a mentor or role model. Business
owners who are motivated by push factors are often referred to as “necessity”
entrepreneurs and pull factors are commonly known as “opportunity” entrepreneurs (Li &
Setiawan, 2023). These are just a few of the motivations that vary in the entrepreneurial

realm.



Different perspectives of motivations in entrepreneurship

There is not one answer that can encapsulate the motivations of entrepreneurs.
This is because business owners have varied desires. Motivation depends on the person,
the circumstance, and the economy. Motivations for entrepreneurship can include but are
not limited to economic gain, desire for achievement, independence, and control,
personal development, improved social status, the opportunity to innovate and create new
products, emulation of role models, and contribution to community welfare (Carsrud &
Bréannback, 2011). However, two ways motivation can drive entrepreneurship is through
profit and purpose. Traditionally, the entrepreneurial goal of starting a firm was solely
economic. Dating back to the 19th century, Jean Bertrand Say defined an entrepreneur as
a person who does something for economic gain (Carsrud & Brannback, 2011). This
entrepreneurial goal of financial economic gain is still a motivation for some business
owners today. Financial sustainability is generally recognized as a component of financial
condition or financial health. The prioritization of financial sustainability is recognized
heavily in the industry as an indication of the business’s financial health (Bisogno et. al,
2017). Traditional entrepreneurs are thinking about financial sustainability constantly in
their business models given their goal of financial growth. Financial condition refers to
the capacity of a business to comply with financial obligations while using its available
resources (Bisogno et. al, 2017). This sustainability is essential in the business realm for
both the current state and the longevity of a small business.

Social entrepreneurship, for instance, often prioritizes social gains over financial
profits. Similarly, lifestyle entrepreneurs are driven by a mixture of goals, including

economic gain, but not exclusively (Carsrud & Brannback, 2011). The word social’ in



social entrepreneurship specifically addresses social issues and catalyzes social change
while still recognizing the roles of economic and social value (Ormiston & Seymour,
2011). This type of entrepreneur is one “who seek[s] to generate change (creating social,
cultural or natural value), through the creation or expansion of an economic activity, by
identifying and exploiting new products, processes or markets” (Ormiston & Seymour,
2011). Many business owners have a mission and purpose behind their businesses. These
missions can be carried out through something meaningful, for example through
community building and or community engagement. These business owners would be
considered social entrepreneurs according to the description because they are seeking
social and or cultural change whether inside their business or outside in the general
community. These mission-driven individuals can often find it challenging to compete
with traditional entrepreneurs who are driven by economic growth. Financial profit is the
most common proxy for economic value at a firm level and national wealth at a societal
level. Often, it is challenging because economic value is at the forefront of business.
However, these entrepreneurs are looking for something more than financial profit to
motivate their missions and purpose therefore, they see this motivation through social
change (Ormiston & Seymour, 2011). These entrepreneurs hold specific motivations that
help to drive their commitment to their set mission for the business. With that said, these
entrepreneurs are not necessarily putting financial sustainability at the top of their priority
list as traditional entrepreneurs would.
It is difficult to balance and constantly be in control

Something great about small businesses is the freedom in which they can operate

(Council, 2022). However, the business world is constantly changing. It is crucial to



recognize that motivations and life circumstances are not mechanistic; a change in
circumstance may cause an alteration of a business owner’s motivation but, equally, may
not sustain motivation by habit or cause the entrepreneur to act against the norms.
Therefore, entrepreneurs may adapt their hierarchy of motives to navigate challenges and
pressures that come within their businesses (Jayawarna et. al, 2011). These motivations
and goals may be altered with time and the only way one can honestly know how these
individuals are making decisions and how they are motivated is if someone asks them.
According to a study by Cox Business, they “found that more than half of small business
owners start their own businesses to be their own boss. They were also motivated by
creating something from the ground up. Nearly two-thirds of respondents said they had
started their own business for one of those two reasons” (Waltower, 2023). This
introduces some leverage inside small business owners, with the additional point of
money not being much of a factor for the respondents, with just 8% stating it was not their
main motivation (Waltower, 2023). Questions then arise in highlighting the complex
interplay of motives among entrepreneurs. If profit is not an essential factor in some small
business owners’ mindsets, how are they able to juggle the balance of passion with profit?
Are they able to balance? Do they need to balance? Research has revealed that 43% of
business owners never considered closing their business (Waltower, 2023). Although the
option to consider closing is a luxury, in today’s economy, that option is not always
available. Therefore, what are businesses doing to protect their financial sustainability
while fulfilling their purpose? Particularly in small businesses, it can be challenging for a
business owner to juggle the maintenance of, and mission and purpose cultivated by both

profit and purpose.



Decision-Making in Small Businesses

Decisions are not only a vital component of small businesses’ success, but they
help to lay down the foundation for a company’s current and long-term aspirations
(Decision Making, 2020). From the outside looking into a business, it can sometimes be
unclear what decisions are being made within a company from a customer’s perspective.
Decision-making is ultimately problem-solving which can be categorized into both
process and decision and in small businesses the success lies with elements of rationale,
setting, scope and level, procedural and technical aids, outcome, and implementation
(Decision Making, 2020). These all go hand and hand in the decision-making process
although there are many variations depending on the type of business owner. Some factors
in poor decision-making include but are not limited to: “limited organizational capacity,
limited information, the costliness of analysis, interdependencies between fact and value,
the openness of the system to be analyzed, and the diversity of forms on which business
decisions arise” (Decision Making, 2020). Although large corporations cannot always
alter their marketing strategies, small businesses can have a more customary approach that
lets them have an advantage over big corporations. Smaller businesses can take their time
to get to know their potential customers and evaluate their needs more precisely than large
corporations because of the grace they have in their business models (Council, 2022).

A type of decision-making that is seen in small business is a customer-centric
approach. To be customer-centric is to have all decisions of related deliverables including
products, services, and experiences be curated to create customer satisfaction, loyalty, and
advocacy. It emphasizes the customer by anticipating what they might want or need.

When a business is customer-centric there is a strong opportunity to create meaningful
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experiences and build lasting customer relationships. These relationships are what can
help build small businesses and go hand in hand with marketing and understanding
customers (Ramich, 2023).

However, to be customer-centric is a risk for businesses, and generally, risks in the
small business world are divided into financial and non-financial risks. The decisions that
small business owners make can be divided into internal and external risks (Myskova &
Doupalova, 2015). These risks are what entrepreneurs are taking when embarking on their
business plans and they are what ultimately define a company in terms of the
sustainability of a company. The overconfidence of an entrepreneur is what fuels them in
environments of uncertainty, but in the same sense, it can lead to ignoring alternative
perspectives. This mindset is what can lead to flaws in the customer development process
and stray a business owner away from their profit (York & Danes, 2014).

How are mission driven entrepreneurs ultimately able to balance profit and
purpose within their small businesses? Given the dynamic of profit and purpose, looking
particularly at small business owners who have motivations of purpose and profit. How
are these business owners navigating through different decisions within their business to
pursue their set mission and purpose?

Methods
Purpose
This study investigated how small business owners attempt to balance profit and purpose.
It aimed to understand the individual stories of small business owners to better
understand the motivations, challenges, and opportunities they encounter while pursuing

their purpose and goals.
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Why Qualitative Study?

| answered my research question using qualitative methods because | could
surface complex issues — like how the emotional aspect of personal stories and how
motivations contribute to efforts at balancing profit and purpose — in ways gquantitative
measurements cannot. Using semi-structured interviews and ethnographic observations, |
engaged with small business owners to their decision-making processes and the
motivations behind them. This was beneficial for this study because as new information
appeared and new inferences were made, | could develop multiple connections among the
information (Charmaz, 2006). Through my qualitative research, the business owners’
stories had similarities and differences. Therefore, it was essential to develop multiple
connections in the information | collected; qualitative research allowed this to be
possible.
Data Collection and Sources

This work is one study, including the methods of interviewing and ethnographic
observations. | collected the data for my inductive analysis from November 2023 to
March 2024, and the data was collected in West Palm Beach, Florida; Houston, Texas;
and Colorado Springs, Colorado. The study focused on understanding business owners’
motivations for starting or running a business. This was executed by understanding the
owners’ individual stories and how they got to where they are today within their coffee
shop. The interview guide explored the operational decisions they must make to run their
business while attempting to balance profitability and purpose. In this study, | used the
Small Business Administration’s definition of a small business as a privately owned

company with fewer than 500 employees (The State of Small Business in America, 2023).
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However, based on my personal observations and interviews with locally-owned coffee
shops, the number of employees typically ranges from 1 (including the owner) to a
maximum of 65, depending on the number of locations. This range is significantly lower
than the SBA’s threshold, as coffee and snack shops in the US typically have an average
of around 9.4 employees. Therefore, there is a significant difference between small
businesses and coffee shops regarding the number of employees needed or available. A
coffee shop is a business that typically serves coffee, tea, or other beverages alongside
some food. Generally, these spaces have places for people to sit down. However, that is
not a requirement, ex., a drive-thru coffee shop. Therefore, a locally-owned coffee shop
in this study combines the two to curate a foundation from which the study can build. All
the locations | interviewed were shops where customers could come and sit down.
Although some coffee shops had different business model locations, including drive-
thrus, | made ethnographic observations and conducted interviews at sit-in locations.
These criteria ensured that | spoke to the locally-owned coffee shop owners who were
suitable for this study.
Determining Success

It is essential to acknowledge that success can be seen through different lenses. In
this study, many business owners had their version of success. In this study, I did not ask
the business owner if their business was thriving. To determine success in the study, |
defined a business as being successful if it was actively open and operating. Success was

also not a factor when determining whether a business balanced profit and purpose.
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Semi-structured Interviews

| followed intense interviewing with a semi-structured protocol for my
interviewing process. This allowed for the interview to have a free-flowing
conversational aspect. This method allowed for elaboration on specific topics or
experiences noted by both parties, gave room for explanation within the conversation,
helped go beneath the surface level topics and experiences. | used theoretical sampling to
target interviewees (Glaser & Strauss, 1967) as my knowledge evolved with every
interview. | followed a semi-structured interview guide, which allowed the conversation
to flow freely. | reassured the owners that if they want to chime in and elaborate more on
one section of the interview, that is perfectly okay. This helped me develop trust with the
owners and made the interview less daring and intimidating from both parties’
perspectives. Using a free-flowing conversation was essential to help unlock individuals’
personal stories and experiences. The structure allowed the owners to share different
elements and routes they used to get to where they are today while still having all the
business owners answer comparable questions. The questions were asked in a way that
did not frame or put words into the owners’ mouths; they were open-ended to the point
where the owners could share the elements that are profoundly important to them. This
ensured that the data I collected was authentic to the specific owner. This also ensured
that no cherry-picking was involved in the data collection process. I interviewed nine
owners over four months, all locally-owned coffee shop owners. The interviews lasted no
more than 90 minutes, with an average of around 30 minutes, all audio recorded and
transcribed. The interview transcripts ranged from 6-10 pages single-spaced. The

conversations were all in person in the owners’ designated shops. The interviews were
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also recorded using the platform Otter.ai and further reviewed and edited by myself to
ensure accuracy in the interview’s transcription. The questions concern entrepreneurial
motivation, business sustainability, decision-making, and a “third place” environment.
After each of my interviews, | would reflect on the conversations; I did this similarly to
memo writing. However, | only wrote down some of the pieces of reflection. | reflected
the most on questions within the interview. After reviewing the audio and transcripts
from each interview, | went through my interview guide and adjusted specific questions
for clarity. These adjustments came from me having to repeat a question for a business
owner in an interview and the overall flow of the conversation.

Additionally, once | had got the hang of interacting with the business owners, the
questions came naturally to me because of the practice and experience from the previous
interviews. The semi-structured protocol allowed business owners to speak more about a
specific concept when they felt passionate. It also gave me, the interviewer, the flexibility
to elaborate and pursue interesting themes and comments raised during the interviews in
more detail. This gave a greater sense of individuality and purpose, which shone through
the interviews. This format ultimately led me to digest and understand the owners’
perspectives on profit and purpose within their companies and further evaluate their
attempts. The semi-structured protocol was used to tailor the conversation to the specific
experiences and stories of the interviewee. The structure gave leeway for custom
experience with each interview while still staying on the trajectory of the study.
Ethnographic Observation

| additionally used ethnographic observations to collect data at these coffee shops.

Using ethnographic observation was to observe locally-owned coffee shops by

15



embedding myself in the environment. While the interviews investigated how the
owner’s motivations and decision-making shape their values of balance, profit, and
purpose, these observations were to see the decision-making process and the environment
the shop and owners take on. Although the apparent option to understand a customer’s
perspective was to interview them, | decided to become a customer myself. The factors
behind not interviewing customers were accessibility, the bias of multiple opinions, and |
wanted to be a customer and experience the coffee shops for consistency within my data.
Through reflexivity, | understand that because of who | am and the environment, | have
grown in how I see the world; therefore, | decided to do ethnographic observations to
control this reflexivity bias. The observations occurred in all nine of the coffee shops in
which | had interviewed their owners. | observed each coffee shop once, making my total
number of observations nine. All the information gathered about participants was
recorded in my notes. Although rules about recording in public places say that people do
not expect privacy in a public place, | decided not to record my findings. | merely did the
ethnographic observation by observing how the customers interacted in the coffee shop,
how the baristas interacted, how the vibe of the coffee shop was, etc. To get a sense of
the purpose and ambiance the business owners were attempting to convey. | took notes
on the environment of the coffee shop, including how it was decorated and organized,
how many chairs were in the location, what was on display, and what products were
being sold. I took notes on these aspects because, as a customer, these elements embody
community and a “third place,” inviting space. For this method, | purposefully interacted
with the coffee shop only once when ordering an item from the establishment. | made a

mix of observations before and after my interviews. However, | did not see any
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discrepancies in how | was treated or how the environment felt different depending on the
time | made observations. | was able to make some observations while interviewing the
owners. Whether that be if there were interactions within the interview between the
owner and customers or if | just noticed something in the environment that | felt
compelled to write down. Observations led to themes linking to the purpose and profit
aspect of small business owners and how a customer perceives those values.
Coding

| first used open coding (Charmaz, 2006) to identify themes within my interview
transcripts. Opening coding led to the ability to dissect the information gathered and
separate the information into several different sectors. | included in vivo coding to
preserve the interviewees’ meaning of views and experiences (Charmaz, 2006). | utilized
the coding platform NVivo to store my data and make multiple codes that could link to
all nine interview transcripts. This platform allowed me to do open coding while creating
new codes as | reviewed and went through my transcripts. Following open coding, | did
focused coding, which helped to sift through the codes made previously and categorize
the data wholly and incisively. (Charmaz, 2006). This process involved reviewing and
repeatedly referring to my interview transcripts to ensure the themes and categories were
aligned. I did this process through an Excel worksheet where | organized the nine
interviews and paraphrased meaningful quotes to show themes within my data. In
addition to paraphrasing, I also included essential quotes to use those references in my
findings section. Over time, the categories were adjusted, and themes were created. To
find additional themes and connections within my data, I utilized many graphs, Punnett

squares, and tables to express my findings. This part of the coding process was not linear
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and took time to develop. | constantly returned to my data and brainstormed to find more
connections.
Reflexivity

Through reflexivity, | was able to acknowledge my role in my data. Since | was a
critical factor in my research collection, it is vital to be aware of my potential biases and
role in society. These reflections helped me digest what my conversation was like in my
interview or what my observations were in the business and how my positionality plays
in my data collection. I am a biracial 23-year-old female brought up by a single
immigrant parent who came from nothing in America. Given this knowledge about
myself, | can understand that passion and motivation to work towards a goal means
something different because it is how my dad made it to America from Guyana. | can
then understand that | may attribute striving toward passion as crucial because, in my
eyes, that fuels goals and leads to achievement. Acknowledging my position helped me to
adjust and fine-tune my memo writing after reflecting on my interviews and observations
to adjust my approach within my interviews, which ultimately made the delivery

continuously better with every interview | conducted.
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Findings

The research question for this study focuses on how small business owners attempt
to balance profit and purpose. To fully understand the purposes and motivations behind
these nine owners interviewed, in addition to in-person interviews, ethnographic
observations were conducted. | first conducted open coding, analyzing the interviews
using a computer-based qualitative data analysis software (NVivo). Furthermore, | created
nine charts and tables to refine the data. This section begins with a table that distinguishes
the values/purpose each owner emphasized the most, as well as how they prioritize
community--either through community building (internal) or contributing to the
community (external). The names of the coffee shops were concealed for privacy
purposes. However, the names alluded to the original shop’s location or certain qualities it
radiated. Building off the table, three ways the owners define their purpose are discussed:
fulfilling their business values authentically, prioritizing community building, and
prioritizing contributing to the community. The following sections then elaborate on how
the owners balance finances and the profitability aspect of the business, identifying the
four most common strategic decisions: differentiation, marketing, financial, and
environmental decisions, as well as the decisions made solely by owners without

consulting others.
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Table 1:

Describing the values/purpose and community outlet each owner prioritized the most within their shop.

Dwner’s Names [Type of Owner*  [Coffee Shop Names Values/Purpose Community Priority**
Bob Collaborative Post & Brew e Providing product/service that solves customer External and Internal
problems
Product quality
Contributing to community
Jessica Collaborative  Creamery Coffee e Product quality nternal
William Independent Hidden Haven Drinks ¢ Promotional community (community building) nternal
Oscar Collaborative Sunnyside Sips e Product quality External and Internal
e Human connection (community building)
e Brand identity
Mike Collaborative Neighbor’s Blend e Community building External and Internal
e Contributing to community
Laura Collaborative Cityscape Brew e Employee investment nternal
o Building relationships within the brand
(community building)
John Independent Urban Roots Café e Fostering relationships (community building) nternal
e Product quality
Macy Collaborative Local Mountain Cafe Community building nternal
Environmental impact
Bill Collaborative Coffee & Counting Contributing to community External and Internal
Human connection (community building)

*Collaborative Owner is an owner who collaborates with others when making decisions and Independent Owner is an who makes decisions independently.

**All owners interview prioritized community within their purpose--either through community building (internal) or contributing to the community (external). Externally
contributing to the community is the impact of what is being done outside of the coffee shop and how the owners are affecting the community around them. While internally is how
owners contribute to building a 3rd place environment within their coffee shops to generate community building focusing heavily on environments and relationships made inside

their shops.
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Owners delivering on their mission through authenticity and community

Business owners commit to authentically deliver on their mission and make that
central to how they operate their business. The essence of a business lies in the values
which it is founded. Being authentic is not altering or wavering these values when
opportunities arise to compromise them. | discovered that the business values serving as
the foundation for these owners include community engagement, quality of product,
investment in employees, environmental consciousness, and brand identity. These specific
values have helped curate brand purpose amongst all the businesses | interviewed. Among
all nine owners interviewed, there was a consensus on the importance of aligning business
practices with these core values. Bob, the owner of Post & Brew, emphasizes the crucial
importance of this alignment, stating, “’You have to do everything to [align with] what you
value. If you do something that goes against it, you’re going to fail. That conflict is not
going to allow you to succeed, or it’s going to erode the authenticity of what you do, and
being authentic is super important in a business.” Bob prioritizes solving customer
problems, maintaining product quality, and contributing to the community. He believes
that these values are vital for his company’s profitability, sustainability, and overall
authenticity. Despite the diversity in the values they cherish, all these owners share a
unified approach to expressing their brand’s purpose authentically.

Among the business owners | interviewed, they all expressed having operationally
driven goals and profitability goals. | found that while pursuing these goals, owners often
had to balance, refine, and or alter some goals that did not align with their values. For
example, Mike, owner of Neighbor’s Blend, values authenticity in community building

and outreach within his shop, which is in the heart of Houston Heights. He described his
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approach to business goals, saying, “...you have to be flexible. You have your goal, and
sometimes you realize you can’t afford to do 100% of your goal, or vice versa.” Mike and
these other business owners successfully run their businesses by being flexible with their
goals to align their values, staying true to their specific purpose.

Furthermore, Oscar at Sunnyside Sips emphasized the benefit of not
compromising one’s values and persisting towards goals in the face of adversity. Oscar
explained, “A lot of it [the business] is just sticking to the fundamental core values that
you set in place and not compromising... if you’re going to be a business that’s dedicated
to quality, and [putting] people first, then you have to always put those up as the bar to
reach...when you’re less than that, there are times that’s going to happen. There’s just no
way around that for any business. But it’s what you do in those moments. And it’s how
you’re always...striving to be better.” For these owners, adhering to their business values
and integrating them throughout the brand was essential. They believed a crucial practice
in maintaining authenticity is staying true to their values.

None of the owners | interviewed felt compelled to compromise their values to
achieve a goal or advance in their business. In a discussion with Jessica from Creamery
Coffee, a company that values the customer experience through their product, she
explained that if she were to go against her values, “I can’t sleep [at] night...Morals are
super important to me as a person...” Jessica, like many of the owners | interviewed,
considers morals and business values fundamental to their business and personal well-
being. To address struggles between values and goals, William, from Hidden Haven
Drinks, suggests, "...you succeed in business if you love what you’re doing. But [as] soon

[as] you don’t like it, get out.” This perspective is crucial, as many owners encounter
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decisions that challenge their morals. However, to maintain authenticity in their brand and
company, they must stand firm in their beliefs. Although exiting the business is not a
feasible option for some owners, it is how William chose to preserve his business-driven
goals without compromising his profitability goals.

Overall, these locally-owned coffee shop owners demonstrate that success is not
solely about financial gain but also about building a brand that remains true to its core
values and purpose. The balance of profit and purpose is an ongoing battle, with core
values and purpose serving as the foundation of a business.

Many of the business owners | interviewed consider it essential to contribute to
the community, through outreach initiatives executed outside of their coffee shops. All
the owners | spoke with prioritized community within their company’s purpose. The
distinction between contributing to the community and community building is the outlets
the owners utilize. This section primarily focuses on contributing to the community in
terms of the impact of actions taken outside of the coffee shop and how the owners are
affecting the surrounding community.

Oscar, the owner of Sunnyside Sips, was very keen on his business, giving back to
the community by buying products and ingredients locally. A key business value for
Oscar is product quality, aligning his purpose and values with the contribution of high-
quality local ingredients while supporting the local farmers. Regarding the use of lower-
quality ingredients, he explained, “We could save a lot of money [buying lower quality
ingredients], and we don’t choose to do that because [of] the principle of local, quality
sustainability. | would rather pay more for a local dairy farmer [who] lives in our general

vicinity, that is putting the money back into our local economy, than going to even Whole
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Foods and grabbing milk from Joe Schmo farmer cooperative, [which is contributing to a
massive corporation].” The successful owners | found are the ones like Oscar, aligning
their businesses’ purpose and values within their operations. To prioritize community, he
adjusts his finances to invest in the community. Bob takes a similar approach by paying
his employees a higher hourly rate so their tips can go to a local charity, stating, “...my
employees don’t take tips. | don’t pay them as a tipped employee; | pay them at a higher
rate...every month we pick a local charity, [that we give the earrings to from] tip jar.” The
external purpose of community building is so deeply embedded in the business that
Norman has adjusted how he compensates his employees to fulfill his communal purpose.
I found that these owners often adjust their business finances to contribute to their
purpose, which is their way of balancing profit and purpose.

Another way of contributing to the community is through investment and growth.
Laura, one of the three owners of Cityscape Brew, believes in investing in her employees
and the communities with which they do business with. Laura emphasizes the importance
of quality through relationships, stating, "we want to uphold this belief that we want to do
quality through relationships...we pick these farmers because they share the same value
[and] they want to grow better coffee, and we commit to them to help them continue to
work on [building their quality of coffee].” Laura’s approach to the community through
building relationships is evident in how her company invests in the farmers who supply
their coffee. At Cityscape Brew, they are committed to cultivating long-term relationships
with farmers, not only to provide a purpose behind the coffee but also to invest in the
people and the product because, “I think what we sometimes forget is, in order for them to

be able to improve they need to have continued support.” This approach helps contribute
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to the external community and their mission of building relationships within their shop.
This desire for community growth is a driving force behind why many of the owners |
interviewed contribute to the community.

Lastly, | found that Mike at Neighbor’s Blend found his ways to contribute to the
community by being a presenting sponsor for the art trail near the shop. He explained,
“We were one of the presenting sponsors for the art trail, on the main drag...why did you
do that?...No one’s going to see a beautiful piece of artwork and think of coffee, right?
But they’ll appreciate that they have that along the boulevard, and then they’re going to
say, who makes this happen? [That curiosity is what brings people into the shop].” It is
important to note that these owners are not actively contributing to making a profit for
their shops; if profit comes, that is a bonus. However, their purpose of contributing to the
community fuels these investments. Like all the previous owners mentioned, Mike
understands the value of contributing to the community and prioritizes it within his
company. These actions that the owners have been implementing continue to align their
purpose for the companies through outreach.

Most business owners | interviewed consider it crucial to focus on community
building within their shops to contribute to how they establish their brand’s purpose. |
found that most owners | interviewed prioritized community building in their shops. This
section focuses on how owners contributed to creating a “third place” environment within
their coffee shops to foster community building. They focus heavily on the environments
and relationships they formulate to fulfill their purpose.

Through the location of his coffee shop, Mike believes in investing in the space

and location to create his community. He explains, “My purpose was community oriented.
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[For] people [to] come in and form interrelationships that form the social fabric of this
neighborhood. This is the oldest neighborhood in the city. [If we were not located here,
we] lose that ability to socialize in this neighborhood; what’s that gonna say for this
greater city?” This outlook is shared by many of these owners who want to own a coffee
shop to build relationships and form a community. By integrating his business into this
Houston neighborhood, Mike created a spot where "95% of his business stays in the shop
after ordering, ultimately cultivating this community inside the shop. | found that these
coffee shop owners realize that “...people tend to come for the coffee but stay for the
connections. The human connection supersedes the quality of the coffee.,” as Oscar puts
it. Although the business model remains the same, owners like Oscar, who value the
influence a great cup of coffee can have on an individual, are still cognizant of building
connections within their shops for the human connection aspect of the business.

In addition to integrating space and interaction, Bill from Coffee & Counting
highlighted the importance of not only creating a third space but also inviting
communities into this space. He states “Yeah. | don’t think we can function societally
[without] safe spaces. But it’s the integration of space that is so critical...we could have a
really cool place, [to] just come here and hang out, and then go out, to be
disconnected...it’s finding, [how to incorporate the connections made inside the shop to
also translate outside of the shop.] Because you’re providing both the environment for that
coffee community conversation, [the] right environment.” This integration that Bill speaks
about alludes to his vision of his shop being where human connections are made and
carried out within the community, outside the coffee shop. | saw similar perspectives

throughout the interviews. Bill values contributing to the community and community
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building; therefore, his perspective aligns with the business values he builds his company
on.

From the interviews, | found it especially important when the owners would live
by their words, actively engaging in what they told me. When | interviewed John, owner
of Urban Roots Cafeé, he explained that he values introducing his customers to each other
and genuinely fostering connections within his shop. John was able to achieve this by
being what he described as an involved owner. | physically saw him connect with
individuals while conducting the interview. Almost every customer he saw had something
new to say personally to John, and it was like everyone in the shop was friends or they
had a built-in community. John explains, “Even though English is not my first language...1
am really good at connecting people. [For example] let’s say... you’re a college student
[who]... like to be an entrepreneur; | would introduce you to every entrepreneurial
customer | know. Then I will connect you to everybody [else who I think could benefit
you]. I’m really good at connecting people, and every coffee owner says, *Oh, | worked at
a coffee shop for a long time. | realized it’s not about coffee. It’s about connecting people.
It’s about people.’ but they don’t do anything, but I do.” The importance lies in
integrating this “third place” environment while actively fostering relationships within the
shop. The emphasis on interacting with the community being built within the coffee shop
creates an atmosphere that people feel welcomed by and contributes to the communal
aspect of John’s purpose.

Macy, the owner of Local Mountain Café, believes their “third place’s” communal
environment is built from her and her husband being [actively involved] working owners

and having an intentional staff with the customers. She stated, “I think that’s part of us
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just like being here...especially [with] cultivating...a staff that cares about our regulars. |
think that’s just how small businesses are gonna survive...we were...attracted to the idea
of... a friendly community place where new people have come in, or we can build
relationships with people and [also] environmentally having an impact.” These owners
cultivate their purpose through building community and rely heavily on the communal
relationships built that help fuel their businesses. Macy is a notable example of building
community in the shop because that community ultimately keeps the doors open. In my
interviews, many owners alluded to the importance of regulars for the sustainability of the
business. Focusing on a “third place” environment helped these owners build regulars and
cultivate a community balanced with profit and purpose.
Profit

Many of these owners believe that while profit is imperative in running a
business, it is not necessarily the number one priority in managing a small business. It
was clear among many owners | spoke to that striving to prioritize community and
business values often led to profitability. While still understanding and paying close
attention to numbers and costs of goods, owners found that placing profitability secondary
tended to balance out within the business. Oscar from Sunnyside Sips stated, “I think
profitability is secondary. “I think if you’re doing the right thing over and over again,
even if you miss the mark sometimes...profitability will come.” While putting less
emphasis on prioritizing profit, Oscar believes profit comes with the flow of the business.
However, this does not mean owners are completely negating its importance, "I think a lot
of it is constantly evaluating your cost of goods, constantly seeing [and] making sure

[your numbers are adding up, for example] when inflation hit...a year ago, we didn’t
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adjust our prices quick enough, and within two months, we went from making money to
losing money. Just by...not adjusting small amounts like 25 cents sometimes is the
difference between a cup of coffee and be you making money and losing money.” Oscar’s
perspective was shared among many of the business owners | spoke to; they value
checking and keeping up with the numbers while constantly adjusting and diversifying the
business models. Bob explained the idea of constantly having trial and error within a
small business. He called it the concept of “diversifying or dying.” Many of the owners
spoke to me about diversification when making business decisions. Many were aware that
with trial and error comes both failure and success, and John expands to,”...if we stop
evolving [within the business], then we are dying.” If your business is not evolving in
some aspect, you are not progressing within your small business.

Similarly, John, owner of Urban Roots Café, additionally mentions, “...I don’t
want to just find the cheapest ingredients possible and buy it just because it is cheap... |
don’t want to just do something for the money, but I do believe money will come.” This
perspective reiterates the importance of not focusing solely on money while still
understanding that to be profitable, money does play a role. Bob expands on the financial
aspect, saying, “A daily, weekly, monthly, annual, annual thing. You’ve got a retail brick-
and-mortar business, and you’re consolidating cash registers every day. There are
financial reports we do...weekly... and I’m a stickler for looking at the sales figures for
day versus last year, week versus last year, today versus yesterday.” Among the majority
of owners | interviewed, | found that they were all cognizant of the impact and importance

of profitability and the financial aspect of their business’s sustainability.
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The balance between profitability and purpose comes from understanding the coffee
market. Laura from Cityscape Brew understands that she can only raise her prices so high
before customers are no longer willing to purchase, “...the challenge in [the] coffee
[industry] is that you cannot overprice because at some point people are not going to want
to buy $8 and $9 coffee, whereas, with cocktails, you wouldn’t blink an eye if you spend
$20 on a martini...the challenge is just maintaining that income.” Awareness of industry
pricing and adjustments helps contribute to profit and is something every successful
owner must implement. All these owners struggle with this awareness because Oscar
would call coffee a “luxury item. That’s not something... that a lot of people see... in their
lives is a necessity.” That is where the balance of purpose of community helps bring
individuals to the shops because they are coming for the community. Another way of
prioritizing profit is through owners picking a cost-effective location, like William from
Hidden Haven Drinks. He valued the cost of the location at the time and did not realize
the effects it would have on his business, “...location... big [factor when owning a coffee
shop]. [Although] if you want [the] best location, it is very expensive...l was spending
$2,000 here. It’s probably the cheapest place in town.” Although by choosing a cheaper
location, William found himself constantly evaluating his finances to combat shutting
down, “I made an adjustment to invite [a partner to incorporate a] vegan menu...Because
it [would help out with the rent] per month...but it didn’t work out [because my landlord
had specifics in the lease not allowing me to]. | really [tried].” William felt the external
pressures that are not uncommon for small business owners, and he ultimately evaluated
the costs and made the financial decision to shut his business down. | found that

acknowledging profit prioritization does not necessarily correlate to success. These
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pressures are what small business owners feel, and it is crucial to evaluate one’s situation
by balancing one’s profit and their purpose.
Types of Strategic Decisions

Through my interviews, | identified four categories of strategic decisions
commonly made by these small business owners. These decisions have helped these
owners navigate the challenges of business ownership while sustaining trial and error. The
categories of decisions include differentiation, marketing, financial, and environmental
decisions.

Differentiating. Differentiation is a strategic tactic considered by all four coffee
shop owners | interviewed. Bob in particular, “decided [against] buying coffee from a
wholesaler...[and] wanted to control the freshness and...the quality of the product. So
started roasting [their] own [coffee]...[becoming] a small batch roaster... roasting almost
every day, or at least three or four times a week.,” not only was he able to control the
coffee’s freshness but he reaped the benefits of doubling his profits from 2022 to 2023.

Similarly, Macy found that although,” It was upfront quite a big cost.
Because...you have to get the roast...[coffee] and the [other] supplies [needed],” she was
able to expand the growth of the business through this decision. The benefits from
streamlining their production, ... the cost savings [of roasting your coffee] on the back
end was huge... [Additionally] you can build loyalty within the... customer base... it just
adds... a little bit of a layer to [the business] ...now people are like coming in to buy
beans...[and] we have wholesale accounts where [we sell] Local Mountain Café coffee.”
Owners roasting their coffee created a whole other sector of business through

differentiation. It opens the business financially and has found these owners success.
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Utilizing the tactic of differentiating, John found that adding the largest coffee bar
in Houston to foster communication and community, resulted in just that: “Whenever
you’re [in the shop], let’s say if you’re...a college student that would like to be an
entrepreneur, 1 would introduce you to every entrepreneurial customer | know. Then | will
connect you to everybody. I’m good at connecting people...”” John found that investing in
the environment helps him connect with others and develop the community inside his
shop. John can stick to his value of community building while evolving through
differentiation in his shop’s interior design. As for Mike, he learned through
differentiation of having an evolving menu that, “The...reality is the cost of...labor to keep
[changing the menu] ... evergreen is super expensive in a tight labor market. And...
frankly, I found that customers are reticent to change...they like their coffee and...don’t
necessarily want to see something new all the time. They don’t mind something changing
but don’t [want] full-scale change.” Learning from trial and error is essential to running a
small business. Mike was able to implement Nitro cold brew into his business as a
smaller-scale change, which was very successful among his customers. Alluding to the
customer-centric approach of understanding what one’s customers/audience needs and
helping cater to them. | found that the business owners | met all were substantial in their
beliefs while still respecting and listening to the value of customer feedback. They don’t
always take customer advice; however, it helps them differentiate themselves by
understanding their audiences’ wants and needs.

Marketing. Marketing and establishing a strong online presence have proven to be
essential for these small coffee shop owners in enhancing their businesses and overall

brands. Jessica, for example, noted found that implementing a solid marketing presence
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helped her business maintain relevance and “[be] in people’s minds.” She stated, “There
wasn’t a huge social media presence before we took over, and I think that’s helped a
ton...just being consistent... because you got to stay in people’s minds, and I just try to
post the food [in a way that makes people want to come in and enjoy.]” This highlights
the significance of adapting to the evolving business needs to remain relevant in the
market.

Marketing was a crucial element William wished he was able to implement into
his business because, “[Without] marketing...you can have the best place in the world
[but] if nobody knows where you are, or what you do. It’s useless.” This emphasizes the
crucial role of marketing in creating awareness and attracting customers, ultimately
contributing to the success of small businesses that rely on brand relevance to drive
business growth.

Environmental. The owners | interviewed have faced unexpected changes within
their businesses, particularly those who experienced the pandemic. They can attest to the
adaptability needed to navigate such significant societal shifts. For sustainability, Laura
had to make the difficult decision to shut down five out of the ten locations of her
business. Reflecting on this, she stated, “.... [COVID gave us the] opportunity to refocus,
...in order for us to keep our doors open, it’s all about numbers. At the end of the day, we
got to pay our bills, we got to pay our staff, and we have to meet our cost of goods sold.”
This moment allowed Laura and her company to balance their profit and finances by
focusing on their employee and community purpose. It was a strategic decision to refocus
on the shops that remained open, a decision also seen in Neighbor’s Blend and Local

Mountain Café, where they adjusted their business models to the circumstances. Mike
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acknowledged, the reality that Laura understood, “We would have never made it through
the pandemic [without changing our business model temporarily.] We’re not a to-go shop.
We don’t have a to-go window.” Although, as a company, they had to adjust to the
circumstances, “...we have a great customer base. They were [parking outside the shop],
and we were meeting them...but that just goes to show you that’s the kind of [community
we have built].” Despite the challenges endured, their strong customer base enabled them
to adapt, highlighting the community they had built. These owners found that the
unexpected times in a business are when it is vital to think on your feet and adjust.
Similarly, Local Mountain Café, “when COVID happened,...we shut down for a
month and month and a half, and then when we opened back up again, we kind of
changed Local Mountain Cafeé to be... less sit down, and... more concentrated on... to-go
orders... [the setting was] a little bit faster because people weren’t able to come in and sit
down... But [still] having... the essence of the community and getting to know people but
also having that speed of service. | think that was something that we were able to do
pretty well.” Despite these changes, they maintained their sense of community and were
able to continue building relationships, even in a fast-paced to-go setting. Coffee &
Counting, with its drive-thru model, ironically benefited from the pandemic. Bill noted,
“Ironically, we actually realize benefits, [from] the pandemic because we were a drive-
thru... sales up...” Bill found that his business model not only provided a safe way for
people to interact during the pandemic but also financially benefited the business. Staying
open during the pandemic was a strategic decision that ultimately benefited Bill and his
business’s profit and purpose. While environmental factors can be unpredictable, small

businesses must demonstrate adaptability in dealing with unforeseen circumstances.
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Financial decisions. Business owners | interviewed make financial decisions for
their company’s sustainability. John decides to use higher quality, expensive ingredients
while keeping pricing low for his customers. He explains, “...this is for fun, I... want to
connect and meet people...” John’s decision to price the drinks lower in his shop is to
attract more people and develop the community building aspect of his purpose. He stated,
“... finance is important, but I do believe with my personality that | will do well...I do
believe money will come, but I am not actively seeking it. If it comes, it comes. Like |
don’t want to just find the cheapest ingredients possible and buy it just because it is
cheap.” Although this tactic of underpricing is not commonly seen, it has been an
effective way for John to pursue his purpose. As for Laura, she sees financial decisions as
necessary to keep the company in the green. A major decision she had to make was
switching from getting local milk to cheaper milk. She explained, “I think at the
beginning, wanting to use local products [was our version of] supporting the community.
It’s part of a branch of our value that we think is important because you know we want to
serve the community. [But] for us to be able to do that... realistically, we can afford it.” At
first, she thought her values were changing, although she still wanted to help the
community, she just couldn’t support it by purchasing milk. Often, owners find
themselves having to re-evaluate the decisions they make to monitor their business in
general. For Laura’s sake, she had to monitor her business to balance her profitability
aspect while keeping in mind her purpose of community building.

Similarly, Oscar constantly reviews and evaluates financial inputs, monitors costs,
adjusts prices, and ensures that expenses are covered to maintain profitability. He

explained, “...you... always have to be very cognizant and aware of your pricing structure
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on [items], making sure that you are offering value for your product and making the best
product possible but also charging what you need to be able to pay your staff well and be
able to keep the lights on.” This outlook of constantly being aware is really important,
especially in the coffee industry, because numbers can be very tight. Numbers can be so
tight that a shop might have to close like William’s. William found that not only was the
coffee shop not making money, but he was burning out, stating, “I didn’t know it was
taking so much of my time.” He explained, “Last year... | was breaking even. [Now] this
year... the economy is not there... | checked with other restaurants. It’s the same, the sales
are lower, much lower. I [have been losing] money.” Often it is hard to let go of
something that you have put so much effort into. However, William’s burnout from this
company was a strain on his life, and the financial decision to shut down was what he
believed he needed. These owners can feel like this because of the strain of making
decisions as just one individual without consulting others.
Decisions Made as an Owner Alone

I noticed for these small business owners, it is challenging to manage and tackle
every decision that comes your way without discussion or collaboration of shared views.
William from Hidden Haven Drinks, who was ultimately shutting down his store, stated,
“I will put more attention on the lease specification the next time. And maybe [have]
somebody...re-read [the lease], like you and another person... for me, I think [I] jumped
[without knowing vital details].” After reflecting on what he could have done to save his
business, he realized that having someone read the lease and help him make certain
decisions before jumping straight into the business would have been helpful for the

sustainability of his café. This feeling is familiar amongst the small business owners |
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interviewed, because of the urgency one might have to be their boss or start something of
their own.

Additionally, John stated, “I make a lot of illogical decisions. | can do it because |
don’t have any partners.” When speaking to William and John, they both spoke to thriving
in the space of being an independent business owner, although the results of shutting
down and making many illogical decisions question if independence is really what an
entrepreneur needs to make decisions that will grow its business. William told me he
wanted an employee to help with the load of the business, “I mean, | was hoping to get an
employee to get the break. But there was no money to hire someone. So, it’s all about that
if you make a profit, you can hire some people and do the job for you. And you can focus
on something else. So, the expansion of business is always... based on the team you have
S0 you can expand on... if your time is limited...daily...you can’t expand... [and you’re]
stuck...” Being stuck in one spot can lead to burnout from constant repetition without
feedback or criticism.

On the other hand, John purposely did not want to have partners, “Because of my
experience with partners, | tried to do this without any partners. Like my family members
wanted to be a partner...but | tried my best to do this without any partners.” This is
interesting because John wanted to avoid having partners. However, he realizes that if he
did have partners, he would make less illogical decisions, and his business could be
profitable sooner. When speaking to John and observing his shop, I understood that he
was proud of the vibrant aura his shop brings to people. However, when asked what the

threat to his operation is, he stated, ““...me burning out,” this is similar to how William felt,
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and it is safe to say these owners believe that running a small business is hard. And
running a small business independently is even more complicated.
Discussion

The small business owners | interviewed often integrate themselves into their
businesses’ structure. This integration involves paying themselves less, working more
hours, and taking on multiple roles, which can impact both their well-being as well as the
business’s sustainability. These owners may only realize the extent of their sacrifices
when they experience burnout. Despite acknowledgement of these sacrifices, some of the
owners seem to believe they are invincible, though this is not the case for any human,
inevitably leading to burnout. While successfully achieving a balance between profit and
purpose is a success for these owners, the reliance on the owners within the business
structure poses a risk to not only the brand but the business’s longevity.

This research study theoretically contributes to the entrepreneurial educational
space because there was not much research done on how small businesses owners balance
profit and purpose. The practical contribution resulting from this research involves
recommendations for future small business owners to implement in their business to
avoid a feeling of burnout.

Recommendations

To address these feelings of burnout, future small business owners should
establish structures within their businesses that allow them to step away without negative
consequences. These structures should include owner collaboration, employee

involvement, and a solid foundation of purpose and business values. By achieving a
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balance between profit and purpose without sacrificing their well-being to do so, owners
can ensure the long-term success and sustainability of their businesses.
Owner Collaboration

Although entrepreneurship is often seen as a solitary pursuit, my study found that
owners frequently benefit from collaboration in their decision-making processes. My
research indicates that having a business partner or owner collaboration when making
decisions can be an advantage for small business owners. A business partner provides a
valuable resource for bouncing ideas off and consolidating thoughts. Partners also play a
crucial role in dividing and conquering tasks within a small business, as suggested by the
interviewed business owners. For example, Bob at Post & Brew focuses on the front-end
tasks, while his wife handles back-end operations. Similarly, Macy and her husband Andy
at Cityscape Brew divide and conquer their tasks, “[1] make drinks, my husband does
most of the food [preparation and | am involved with] small business marketing...a lot of
Instagram [content]... doing payroll, we pretty much do it all. We have an accountant that
helps us, but every other task...we’re pretty much doing ourselves.” Dividing roles,
including front and back end, or a mixture of them both, adds stability to the business
because there is a balance of responsibility. However, it is important to note that trust is
essential when choosing a business partner, as they are also responsible for the
sustainability of the business. The selection process for a partner can be crucial for the
long-term success of one’s business. For example, sometimes, it is not feasible for owners
to go into business with a family member because of the risk of personal life conflicts. In
cases where owners need help to afford to have a business partner or have reasons not to

want a partner, collaboration could still be an essential factor in integrating into a
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business. Collaboration without partners can look like having employees contribute to
helping make decisions, consulting the customers on decisions in a survey or
questionnaire, and having a mentor in the industry. Sharing ideas and explaining different
decisions is part of the brainstorming process within a business and is vital for trial and
error. For instance, although Oscar at Sunnyside Sips does not have a partner he develops
a deep level of trust with his employees through an extensive training process. He stated,
“...it’s about a three-month training process for the first part of training, which is...[the]
introductory [process]. Everyone that starts here has to start at the bottom, just like I did
in all of my jobs...we look to see that the work ethic is there and that... anticipation and
the ability to work in a high-volume cafe with a good attitude...[that is the process once
we bring people on, so they learn the ins and outs of the business...really daily operations,
mostly cleaning...and customer interactions. And then as they go on, they start to learn
brew bar and Tea Bar, etc.” This training process is how he evaluates his employees and
build trust for collaboration. Collaboration fosters a pool of ideas, suggestions, criticisms,
and improvements that can lead to new discoveries or reinforce existing practices.
Regardless of whether the owner implements these suggestions, small business owners
should consider collaborating with a support network from the beginning of their business
journey as a means of maintaining stability.
Employee Leverage

All the owners | spoke to emphasize the importance of their employees. However,
I noticed that most of them struggled to leverage their employees in a way that did not
lead to burnout. In my data, | observed that hiring employees who embody the same

values and represent one’s brand is significant for the authenticity of a business. This not
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only to build trust, as demonstrated through Oscar’s extensive training process previously
mentioned, but also emphasizes the importance of the in-house relationships as seen with
Laura and her team at Cityscape Brew.

In order to find employees who align with the company’s values, consider fine-
tuning the hiring process to be specific to the type of individual the company needs. That
said the research suggests that it is vital for employees to have the knowledge and insight
of the business to operate when the owners are not there. Whether or not the owners
decide to be actively involved owners, this process could be integrated into the beginning
steps of a business to possibly alleviate a burden on the owner, leading to burnout. This
information can be explicitly given to some employees, but there needs to be a significant
amount of trust in who is receiving the information. Consider Oscar’s training procedure
of building trust with the employees through the beginning stages, then slowly advancing
them in the company as they progress. Tasks such as roasting the coffee, closing out the
cash registers, cleaning protocol, and storing ingredients may be similar to those of a store
manager but often, in these small businesses, the owner oversees managing. When the
trust of employees is built, owners can work on leveraging the potential of their
employees to help the business and alleviate burden on themselves with multiple tasks.
Having some employees equipped with the knowledge to run the establishment for a set
amount of time without the owner present could create work-life balance for the owner.

From the data the owners | interviewed could benefit from using their employees
to leverage and alleviate the sacrifices they make for the company in terms of tasks.
Moving forward, | suggest owners discuss with some employees learning tasks deeper

into the operational stability of the company, alluding to having someone who has the
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same knowledge of the company as the owner does. This role can come into play when
and if an actively involved owner wants to scale back for the business; however, it is the
next step in building that implemented structure into the business. In other words, having
the option to expand horizontally gives the owner some leeway and space to be flexible
with their future endeavors. This integration allows the business structure to operate
without the owner’s presence, integration which is essential for the owner’s well-being
and the business’s growth and sustainability. Too many times, owners long for work-life
balance and the option of stepping back from their business but do not have the means to
do so. Therefore, giving employees insight into the business’s operations provides the
owner with some flexibility so that they do not have to manage every day without
worrying about the stability of the business operationally.
Strong Company Purpose

Based on my findings, | advise small business owners to establish a solid
foundation for their business, built upon the purpose and values that the business stands
for. All the owners | interviewed established and emphasized the importance of having a
purpose and business values, which they reflected on when making decisions. Having a
purpose and values helps owners be authentic to their brand. Small business owners
should consider having unwavering values that, when faced with adversity, help
distinguish which side of the line the business lies on. | found that goals are built from
having a specific purpose for one’s business, with profit also aligning with this purpose.
Although these owners did not prioritize profit as the number one goal in a business to
efficiently balance profit and purpose, they recognized that profit plays a role in the

survival of a business. When these owners emphasize their purpose, for example, product
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quality or external community, they do everything within the brand to support and
implement this purpose. For example, buying produce locally contributes to getting a
high-quality product and supporting the external community. Once a business implements
its values into its operations, profitability often follows.

However, | did find that it is essential to stay informed about the financial aspects
of the business. Monitoring finances was vital for the sustainability of these small
businesses, even though profit may not always align with the business’s purpose and
values. Every small business owner | interviewed wants to be successful to the point of
smooth sailing operationally. Through their trends and actions, | found the balance of
doing so starts with purpose and building the company’s core. The flaw | saw most in
these owners was when attempting to balance purpose and profit the owner was often
implementing themselves into the company’s purpose. As noted above, | suggest there to
be a structural element that allows the business to operate correctly without the constant
monitoring of the owner. Although | found these owners believe it is crucial to invest in
one’s company through the purpose and values, there should be a way for owners to step
back. Therefore, implementing a robust and purposeful foundation for a business can give
the owner something to lean back on when experiencing struggles or any adversity that
might come. This purpose can be seen to fuel small business’s customers, employees, and
the community, setting small businesses apart and creating communal purposes.

In conclusion, | found that small businesses should consider implementing owner
collaboration, employee leverage, and a solid foundation of purpose and business values
to achieve purpose and profit without sacrificing the owner’s well-being. From my data, |

suggest owners to be conduct themselves with intent and work to implement these
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changes at the beginning of starting a business. Often, it was evident that these business
owners find themselves in situations where they start sacrificing themselves from the
early days with the expectation to scale back in the future but need the means and
structural elements in place. These steps do not guarantee success and sustainability for a
small business, but they were found to help combat small business owners integrating
their whole lives within their business.
Future Research

This study allowed me to investigate how small businesses balance profit and
purpose. | found that most of the owners I interviewed were able to successfully balance
profit and purpose at the cost of their own well-being. Through the practical contributions
to the study, I offered leverage and knowledge for incoming small business owners to
keep in mind when starting a business. This study gives researchers a steppingstone to
investigate further into mission driven businesses and the motivations and decisions that

affect them.
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Appendix A

Interview Guide

Opening.

 Hi, I am Shalom Prince, and | am a senior at Colorado College majoring in Business,
Economics, and Society. Currently, | am working on my senior thesis
investigating how small business owners attempt to balance profit and purpose.
The study aims to understand the individual stories of small business owners to
better understand the motivations, challenges, and opportunities they encounter
while pursuing their purpose and goals.

 This is why | am speaking to you today.

» The questions being asked will be about your background as a business owner,
motivations, how the business engages with the community, and decisions made
operationally within the business.

« This interview will be the structure of a conversation, therefore at any time you will be
able to answer or not answer a particular question if you desire. You may also
elaborate further on certain topics if you desire.

Background of the interviewee

« Can you explain a little about your background and training? | am interested in how
you really got started- what inspired you to start your own coffee shop?

Do you see yourself as an entrepreneur? Why or why not?

» How has your experiences influenced the directions of your coffee shop?

Decision-making in operating a small business

* I’m really interested how small businesses manage to keep their doors open — not just
today but a year from now or 5 years from now... I’m curious about your
operations and finances and how you manage the challenge of running your
business for the long term....

Operational aspect
Daily Activities
« Can you tell me about the types of activities that you engage in every day?
o Ok, so of those categories, what do you think is the greatest threat to the
company’s operation?
° What is the most vital piece of operation?
+ Can you tell me about an interaction that went well? (either with your customers,
employees, etc.)
» How long have you been operating for?

Managing employees, purchasing and supply chain activity
+ Can you tell me about your process of managing employees?

o Ok now can you explain to me how you manage costs/achieve profitability?
+ On the topic of finances could you explain its role within your company?

o What would you say is the most vital piece?
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o Have you made any strategic decisions that have positively impacted both
profitability and purpose?
o Can you speak a little to how you handle challenges that may arise when trying to
align financial goal with your business values?
» How do you decide who you buy your coffee with?
> How do you choose suppliers and determine the products offered in your shop?

Mission and Purpose
| am interested in what got you into the business and what your mission and purpose is
for the company...

What do you consider your purpose and how do you go about delivering that?

* Is there a driving force for your business? If you were to describe the purpose what
would that be?

» Motivations and goals for the business

 Can you speak about the topic of influences? Do you believe there to be many
influences that affect your company?

» Have you had to make any significant pivots or adjustments to your business model
and what was the reasoning behind those particular decisions?

 Does your mission involve engagement from others? Do they have an influence on
decision making?

« Looking ahead, where do you see the company in the next 5 years?

o Are there any specific aspirations or long-term goals for this company?

Closing

 Thank you so much for your time chatting with me. Is there anything else you would
like to speak about or leave within the interview?

+ | was wondering if | need any clarification, would it be alright for me to reach back out
to you?

* You can always reach me by my email or phone number.

Snowball sampling

* Also, is there anyone you can recommend in the area for me to get in contact with from
your perspective?
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Appendix B

[Coffee Shop Name & 7

Location

Age of Business

[Operating Owners

Background

Why Coffee? (purpose)

purp

Business T

Charity (purps

egi
purpose)

[Post & Brew

West Palm
Beach, FL.

ot and i wie, B docs
the  front-end
operaions whie s wie
ldoes the backend. They also
lconsult_their  employees
[when making decisions.

Bob runs two scparate
entites, Post & Brew. both
Jare in the same shop. He has|
2 background in mail and|
loffice _services. ~ Considers
himself a "coflee snob

Ve e st ot we wee s e

Bob sees business values & being 4

(Bob believes i crucial o

into the
|community. To do so his

shop that they opened was a
it larger than they needed
|do operations therefore they|
lodded Post &Brew 1o thel
storefront,

"W love coffet” The iy

o allow you

Jalways had the coffee shop. You know,
we've just expanded what we do with &
leoffee shop, you know, over the last

d a half Jud

maller as far s the coff it |p: company is.
antbranded. We branded it o do everything to what your brand|
and a half years You
ngozs Post & Brew s brnded it goes gainat, youte i b i
ough itwas alitle ricky for sy i o e i
[ootiesa rtopnise -ty sepuste. | ihencny of i
entities o that took some time. ™

these values by constantly checking]
and usting the product.  Another

and being A

notaccept tps.th
store has 4 tp jar that collects
(ips t0 send t0 a local chariy.
They don't charge (o package

ask they people donate what

also involved
lcenter in Florida to help with the|
inthe

roasting so that we can control the
Iproduct " As well as punch cards that

aris ke a unhappy customer whol
bought coffee, and. refunding them)

hurricanc in the Bahamas a
|couple years ago. They started a

jare available.

 donated 200 pl

recumns,ete. 5o they just v

they can to the tp jar. They were|

[ They want to serve fresh, freshiy}
roasted coffee tha taste good
W s effective. We are in the

Rousting their own coffee had them|

Bob speaks 1o trial and_error|
planning a large role within the|
lcompany. He used the term|
ey or di” in ordr 1o

hel

usiness P
land giving individuals a great
lexpericnce.

made in 2022 in 2023,

ete W
o Consintly on 3 weekly,
monil, andy oy bass edting
and being flexible with thel
company. Tha how he beieves
you stay relevant.

(Creamery Coffee

West Palm
Beach, FL

[2 ears (under current owners) 1 years
lof existence

essica and her husband wor
together dualy.

essica has a background in
ersions o s
usband, Mathew, purchased
e o o s
v

"So i sl
Jessica's mother-
i hvwwna:llmg the shop.

[She can understand the cost of goods.
i costof abor o e bckground
lly,she beli

[Tessica sces morals and bustncss.

values very o the business
o s wellbang s well."Vea knov,
. There's just

things like I don's ka my
conscicnce. M

Gecided o g6t mo he e
hough it

mvamaI R her:\hmwny
i how e socil

impornt o me s 2 personbecase
i, 1 don't know I don't know how

\was unexpecied they cnjoy it
ot

not out of
touch with that”

themselves.”
e meinconcem s wit bving 5
work-life balance and putting her kids
i, 50she s no st in

[ They want to build community
being in a small town they

Social media has been a big factor

i uempted ol ce
ferent company
hough when going i he
books she realized that it wasn't

have achicved
ind word of mouth around town.

with customers.

orth it ade
|change. Although she did want
o testand sec the expericnce of
expanding in that way.

[Hidden Haven Drinks

West Palm
Beach, FL

[2 years and shut down

| William did everything by
[himself with no help other

William designed a solar

William has always been
sclf-cmployd, and he has a
background in digital

B
promote, that i why the

business is called "Solar

Spark”. The sole reason was

[He wanted to do marketing although
in the building was

reated the business to

Iy
Jencray company with

a caf.

|community he builds around
pualty meet

mcet thers and speak about
his solar nergy. Is an
[extension of meting people.
Anacafeis a good place to
people. Heknew\n
lowner of the locai

o e cpporunity o ke
his businss there.

[very conservative and did not et him
Imarket or advertise for his company.
(This was in his lase although when
signing it he did not pay close atiention|
o the fne prnt.

Wiliam mentioned a story
pertaining to him upholding his moras|
\vhcn oams o bsis vl The
was pertaining the mafia in

Cﬂlmdﬂ i now thy affeed b

to money launder through his
mmulpnmmg Service he had. Long

ry short, he tured th

ecane e did' ot 1o b mvold
i that business.

Decision to shut down because

Wiliam had to pivor because he
[did not have the freedom within

solar energy. " | mean, there's 2
big goal, to serve food, be
Iprofiable.”

the marketing strategies he had in
mind for the company because of
terms in is contract,

advertise his business. He was.
also not aware that he was the
ourth one in that same space, so
e had to shut down.

[Sunnyside Sips

West Palm
Beach, FL

[2 years and 9 months (was open for a
lvcar a an espresso bar on the other side
A

lof the operations by himselr
he s able to consult with his|
lemployees when  handling|
decisions.

| Alhough Oscar does doa ot

|Oscar has been in hospitality
for almost 20 years with
being a barista.
[ Through his experience he
[has leamed a lotof
fundamentals of the
proceturs witin cstoner
interaction servic

"I didn' really find love for
lcoffee until landed i

oftying o e tand

xpertin coffee”, delving|
o s scicce, working in
lcafes, and wanting to share:
this expericnce with others.
hough that was the

lorginal that kind of strted
him instilling his passion and|
his love for not only coffec.
but for people and
sustainabiliy

Training can't be secondary, 11 has 10
e primary, and it has to be ongoing
So, and tha eally that affected a ot

forming.
Oscar emphasizes the importance of
sticking o core values, such as
dsintion o quality s pting
ot compromising.
e beicves that minuinne e
Values sts a high standard to
o cven when il shrt
occainaly, and that prfibily s
i o consistnly dong
i, e peike
empiaio of e ing lowerquality
coffec and or non-local ingredicnts,
hovwever ot woukl o agsnst s
s of sty
nity. "I would e pay more
oralocal daiy Farmer tht v
our gencral vicinity. That s putting th
ey bock o our ol economy
ihan going (o ¢ven Whole Foods and
b ik o Joe Schmo Fmer
cooperative, you know, massive, big
scale thing.” Oscar emphasizing the
importance of not taking shortcuts
when it comes 1 the quality of what
they serve at lty coffe

"Our mission is o represent
Ipreserve and elevate quality
through the coffec supply chain
lenvironment centered around
pospisty nd e

Our vision i to
e i e chaning
impact on our rlationships in
the coffee industry.”

(Oscar s constantly reviewing and
evaluating financial inputs. H
ephasized saing small o refne
[and learn at low risk before scaling
ipiomeet e T ik come
with opening the physical location,
but there i a big importance of
moniorng ot vsing i
land ensuring that

Covered o i profiabi.

|Oscar explained that he cver
really experienced having to

5o he had les risk.

[Neighbor's Blend

Houston, TX

10 years

Mike is a working owner
whas il able to make
deisions whic consuing
his employec:

| Afte spending 25 years in
the energy, oi, and gas

houses or tea houses around
the world when they traveled

as the focal

point for social interactions.
fer leaving corporate life

hewa nsird by 1

Mike used to seck out coffee '

[For example, were daing that, hat jazz
leoncert in a week and a half. That' a|
risky venture because we have to pay
that group of musicians regardless of if
lone tickets, yeah, so thars a.risky|
rntur for . 16 ey out of or
lpocket.

1" | Mike explains that when goals and
it align th

Mike originally wanss to have an|
anted to

fohavean
evolving menu. I wanted to really
I

sl hove o ‘“votving menn.

ithough
the costof

e e ot deci. e mnugh its
risky because 1 know it will be
[financially successful for the shop and|
il not only be a financial suceess that
night, but it eads people to come back
repeicdly and see whats sl next
levent. Or what you know, what, what,

then, ™

the presenting

Joiented.

e oot ing 10 abor to

You
[20al. And sometimes you realize you
o o v ot o o o

or vice versa. You have o igke a litle

ot main o And again.

\why did you do that? Thas no,

you know, no one's going to see
artwork an

ome in and form inter
eationships that form the social

having to labor

evergreen being super expensive i
a tight labor market, and " frankly,

i |being super expensive in a tight

ergreen

lbor market, and " frankly,

fabric “This{ s
he

eaking, |

M
bclicves in investing in the community

{hink of coffee, right? But
hey're going to appreciate the

ity "But the fact that we

want o

undergrad background in
business

Ihe wanted to do carly on in
s career, to have his own
business.

|community. "l mean, my
ravels, kind of led me t0, 0

e beverage and the point o|
1ca i pretty much the same
Jall over the world."

h id you do that? Thats no, you kow,

he community. We were one of the
lpreenting sponsors for the for the art

i
the genuine valuc it brings. While this
be

boulevard, and then they're

rail, on the main drag. And again, why |

o oncs ging o s 3 bl e
lof artwork and think of coflee, right|
But ey e goimg o pprecate h fct
that they have that along the boulevard,

md e ey going oo ey
Jzoing to say, wi

S0 ki et g hi
shop

iende o e bz, b eognies
thor an e sdditonsl bencfis
lhm arise ﬁwm supporting th

say. who makes this happen?
Yeah. And then that brings him
into the shop

at along thelye

invested in scarching out 100-

[unique to the neighborhood.
Y i sy and s

ticent to change. You know,

they liked their coffee, and they

don't neces:

somehing new all the time. They

[donft mind something, changing but
* Although,

speaking. |
are eticent to change. You
know, they liked their coffee,
and they don't necessarily want
Lo sce something new allthe
me. They don' mind

|what atracts people to come
Jand. you know, be partof that
rehationship.”

lexample of a pivor that did work
was Nitro coffee, at first his
e

1
e ange Ahough an
example of a pivot that did work|
was Nitro coffce, a first b

" foam in their coffec” however
aftr rial and error it became a big
it

ustomers were reluctant 0 the
“foam in their coffee” however
afer rial and error it became o
big hit

(Cityscape Brew

Houston, TX

5 ears (at the location) although 15
lvéars as a company

Lt s e

Laura comes from a

L her love

a »
[with a previous carcer in
I

for on on-one interactions,
like those in therapy but

sister and
Lerms of owners because
there are 3 of them.

ver, they do also have
Jadditional support through
their long- asting employcs.

iherapy,
W

e ame ack o Hovston
Ier sster and her business.
[partner had already started
the company and were about
a year or two in. She decided
10 become a barista and then
she eventually became a
Jowner as well

" linteractions. This led her to

forego their planned carcer
path and instead work full-
e with her sister and her
|business partncr, especially

\when the company had the
[chance to expand to more
locations.

"1 wouldut say motto, but we want to
uphold this belicf that we want to do.

™ it makes sense why this coffec
baz

Caura emphasizes the
importance of having the right
[people and farmers 1o serve and
Jarow coffee,respectively, ©
lensure quality. She

Ihow their focus has shifted from
solely productoriented to also

o causes or paying direetly
{owards the farmer programs.
Having a story and purpose of
\where the coffee comes from is
impor tomer
es that. And they e like, oka

> b: Dwﬂ«bl: butnot at the

sl ity s e

usine tured. Despite
i it consdor o,
they mainain that serving good

Paying their cmployces a ivable
wage, cutting back on local milk
land using the cheaper milk, and

Before the pandemic Laura
|described tha they had 10
locations and afier they ended
up having to close 5. The pivot

sl open. Afler the pandemic as
well they switched to a "slightly
less bougic milk” they wanted to
ultimately have local products in
ords o support e oty

their primary

althougd

xpense of losing sight of the
cnmmun"y oriented goal- The

success of the business.

company.

find help
support the communiy because
they coulds't aford it. "But wha
| realized s its not that we're
|changing our values. We're
adapting to the sustainability of
the company isclf. So,its ot

|community or support local
farmers. We simply can't afford

[Urban Roots Café

Houston, TX

I year

[John has just himself as the
individual who is making

[Originally, he has @
[background of being a
Subay Mimager, bt e
lculture was not what

[wanted for is job. il
understood that he did not
[have any margin for error or
filure s0 when it came to

i starting out  brunch.
afé, he wanted to make surc
I was equipped with
[knowledge. He traveled

[1ohn built his coffee shap.

[To John creating the image:

oo hop i e mot it e of
the operation. He is ultimaely trying tof
|deliver a good vibe to his customers
land audience. "I ak

from)

Ihad gained I

lof marketers me

hat because itis only him,
e makes a lot of illogical
decisions that may not have
lrose i he were to consult

o
reations and he went to

understanding the different
P

schools. He was very cager

@s to run
Jone." I realized that we are

% ¥
Jbad because your color scheme doesn't
wark, or your videos are a appealing.
[But to me if you look at 10 coffee.

clements of a coffee shap.
[before starting out on his
lown. " So the only way to
Ibeat the competition against
them was me beating them
[with the cducation.” Worked
in the indusiry 25 a barista to
Junderstand he wanted a
different culture then
Starbucks where he realized
they didn’t have a real
cuture

i people o ke
engaging with th barisa”

Jsame tone and professionally taken
lvideos. Mine is more of if ke i, 1
will take a picture. 1 think its pretty
Jorganic." He thrives on authentic
|eenuine vibe.

and being genuine.
Using high quality ingredients
while still underpricing the drinks
for he customers,

[John emphasizes that while
money is important, his primary.
focus is on enjoying their work,
lconnecting with people, and
rather than

puing m Jongstbar in Housion
in bis

sccking profit at any cost. He
izt i ig quaky

intcraction boween he bariss and
e cusomers. Ao wsine

pu&mv;, perence o s
ustomers, even i it means

we ber
deciion it John wanied 0 ke
in terms of qualiy. Also reaching

[John believes like an animal
{hing must evolve and when they|
stop evolving is when things
bezin o dic. He spoke to
[constantly coming out with
ifferent designs for his
merchandise and drinks
g o ing a diversified

higher expenses. He
i b siles bl e

d financial stability
il maurally follow his pssion
land dedication to their craft.

them and introducing people.

of individuals o his

[Local Mountain Café

Colorado.
Springs, CO

17 years

Macy interned at a coffee
oty duig colegeand
received a master’s i

sines where sh did a ot

Macy believes that her
lexperience with working at

dually s owners and
[because they have a close

decisions.

Despite her talking some.

endd up being he sccond
[entreprencurial venture.

e her
and|

o s
[didn"t want in her own shop.
She was able o find her

[Macy is involved with a lotof the.
sl business marketing which

plains that
"balancing out” in order to sick to the
hings that are important o her. "One
of the things that really important to
me is fike the environmental impact
hat we have, you know, coffee shops
Jjustkind of have a lot o Fike plastic
waste o things like that. So thats
always been like one of our prioriics.
S0, we do budget o make sure we can
. ik

tailor that
for herself and what she

that

well. She also had a friend
Ihelp her "get every hing sct
up” n terms of the business.

buy the like,

compblecun Voubiow e S
recycle

whenever possible. We.
e ke py o coposin, S0
e compost like our grounds an
hings i . 6 1 s cxpense
hat the consumer might

neccssarily ven know that e do. B
ot makes e fc ot beter about
he impact that we're having."

“When we buy our green beans.
e Wmuy donate o likea

Macy and her husband really try

o stive o build relationship
ithin the community through

their food and drinks. They also

ot he cofes supplie s or
s ke o e s
program that we always try
paricipat in whe it avalble

Jnow ke themones

cople who are:

g usour busnes ineeod
Jof corporations, for sure.”

e v s shout e
lenvironmental impact, so

\ production

Macy highlights the benefis of
streamlining production
processes by investing in a new
espresso machine and a coffee
roaster. Despite the iniial high
[cost o the roaster, the decision
has led to cost savings and
increased customer loyalty,
proving (0 be s succssful

I the change]

purpose as well. They want this
ace

process, so
roaster and new espresso machine.

fems of proft acth ime Macy
o

veryday” person not
something so bougie that itis
Jout of the way. They also.
support local companics and get
heir merchandise made locally

ad loca an s being s on
their walls as wel

Ao 1
very good decision for
e e f ity anprot.

for a month and a h
g o and e d\angmg
ihe business model 10 a online
platform for food and drink (10-

st dows
T change a the tme st ave
them the essence of community
and getting to know people sill
with the specd of service

amplificd.
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BT journy spas sevral B s 3 commiment o i
|decades and diverse When coming in 4 years into the: location despite external
lexperiences, starting with company Bill found that the brand had| [pressures like development
s s product, greatsevie, tc . e lso cmphasizes the
business adminiseation. He Where i s acing o
ended up creiing the it st ratics,commnity o isbusies s o bt [t spce o e Somepivos and changes
. |personnel agency for the [ When I got with company it impact, and economic justice. So d v "
i being am vuner L1 Lsocilsevice system i the | was around 4 years od and et the pices that b realy anted. [Py support.He mentions mmmpmmmmkmg ;:;‘;jm;;‘;""“ﬁ;:;‘;;':f“
o intof ©{US; Lo e s only tough tat o focus n on how 10 build tht ot so o healeare practces ordr 1 have  coffee howse s
support from the employees [CE0 0Fa large company - connection, that the folks notonly enjoy the P  impact, am mmmnmmnm fion &
and from the company el [PUsedonsoctt - |who were versceing who reationshi hey have withthe suoporing vicrns” ceter and conomie e Dy rive
(Colorado 15 yers a2 company (9 underhe |24 oM he company ST |y Whilelso | wre developing that hat e o [ongniatonsaiding he Lrcas e focuses on and saying ot some apportuite U ISt wbich wasadive |
(Cafee & Counting #9 Soines. O farentowner B whendicatiog susions. DU LR et b compun, bty o eeives L ereing wit vt o o ety a1 fsr;«;;;;;;‘; o
[ ot busicss Vlucs il responsibiliy] inthe [ben he original investors in s beng e [1local 200, The continuity and i business values of he company. 25 5% At because they
i cneravcd i e |y 80, shifing lterto|Coffee & Counting. thejourmney of the the e sl abc 1o st ope
company o vel. o nio herlors, i foumey was compans. ey have been ahentic —|busics.bis sl and the hecommuniy wasvey
fotof conty b consuling it them collsborations with ohes|community:hih hting her sponsive beomse gmvem
o ooy \mludmg i ot o detrmine f ey share the same ment to supportng both e B
\aluesand i collsboraton makes (el known intttonsand ofhe house.
ety oo e way scns. il s ofen found himself | smaller organizations i need
ack 10 entrprencurship in uming down some apporaities
e food and beverage because he docsit want o sl the
indusiey. whih e e a usines vluss,
!
Themes |# of owners
[perince working or vy FamiTar with Cofes Shops g [Fost& Brow Sy Sips Neiahbors Blend (Ciyseape Brew G Rows Care ol Vountan Card
o owner T @ diret palh o ring e compan, ey A Tad cxpercnc
elsxherebefre thir coff shops.
hingscustomersmight ot notiee bt rs portan o e v g [Fveyonc bt Creamy Coffes
Communiy and comnecion g
Rk, beancing and pvos g [Everyone bt Sunnyside Sps
(Qusity i e o prodces) g [Fos & Brew Sunmyside Sips G Rows Cofe (Ciyseape Brew
Francal sosimab ey promty g Everyone bt Urban Roo®s Care
(Consuling oers when deciion-making g [Post & Brew Sumyside Sps Neighvors Blend Ciyscape Brew Creamey Cottes Loca Mountain Care Coftee & Countng [Creamery Coffee
[Erired th business rough comnection g [Post& Brew Fiden Faven Drnks[Creamery Corfee ol Vountan Caré Coffee & Couning Sumyside Sips

[Coffec Shop Name & #

[Coffee Purpose (profit or
[purpose)

[Customers (purpose)

[ Daily Activiti
purpose)

(profitor

[Employees (purpose or
profit)

[Finances, Purchasing, and Managing Costs
(profit)

Future Goals (purpose or
profit)

[Most vital picce of operation (purpose or
[profit)

Threat to Operation (purpose or
profit)

[Post & Brew

Bob explains their decision to
roast their own coffee instead of
buying from a wholesaler to
lensure freshness and quality.
They use a small-batch roaster
Jand roast coffee almost daily or
least three to four times a week
due to high demand.

a
land wants.

The business is relationship based and they
focus on building those relahonshlp with the
lcustomers. They try their best

laccommodating to the stomes and thce necds

Constantly juggling different
sk Bob tries his best to be on
e front end of the coffee side
ecaue he s th brand
"grumpy".

roles in the company. They
are scen as an important role
and Bob pays them a higher
rate for the tips they would
receive to go toa charity. I i
really the team that makes
this operation work!

The employees play multiple

[Building relationship with the individuals who
Imanufactured the roaster that they bought. Bob
lbuys his single origin green beans from them
lbecause of the relationship bult and the quality
delivered. Paying himself less so he can pay
lemployees more.

|Opening a second location as
drive thru and increasing
wholesale production: by
[getting in more stores and
Imaking k-cups.

[The ability to change and be adaptable.

Competition because his space
includes two entities, so another
competitor can move ina couple
shops down from his store.

(Creamery Coffee

Put yourselfin the customer's shoes mentality.
Trying to please the customer as much as
[possible. Listen to the customer and try to cater
to their needs although it is a balance of what
load they can handle or not.

In the front end, Monday-Friday|
while also jugglin

e bu
QuickBooks, payroll, and taxes. | 4

Be as flexible as you can
with them, and make sure
they respect you and the

ns and keep them
laccountable.

ness. Stay on top of their|

[Staying on top on the QuickBooks, payroll, and
taxes is important. Also just monitoring the
finventory and making sure the numbers are
ladding up. In tems of product, they inherited
the business therefore they did not have

[Tessica does want to grow but
[does not want to sacrifice
Iwork life balance. Getting a
trailer to go mobile to events

{that decision.

items and adding boba tea.

the menu to brunch)

[Staying on top of "golden pcrccﬂmgce" like
lcost of Tabor and cost of go

The staff and making sure that they
are happy because ultimately, they
are the ones who are representing th
company.

[Hidden Haven Drinks

Sharing ideas and meeting new people was the
oal.

Does everything from getting
the groceries from being the
front of the business. He does
et help from an accountant in
{terms of numbers for the
business

it s a balance of cost
because.

William wanted to have
employees for him to have a
break from burning out
although he couldn't afford
to hire someone. In coffee
and the restaurant industry
turnaround is come and go
although one should treat
their employees like famil

[He would say marketing is the key although he
Jwas not able to do so.

Maybe possibly will open
something in the future in

Knowledge, marketing, networking, and the
Ispecific community that you build through.
[Have someone look over the lease
[specifications for him before he signs it

Decision making with the location.
There is no traffic in the location that
William chooses, and although the
rent is cheaper than other places he
did not benefit from the company.

[Sunnyside Sips

(Oscar listens to the customers but also is very
stern on the values and mission of the shop.
They have a set menu, and it s hard to be
laccommodating outside of that menu because
there is a lapse of quality and intent in serving
|something they are not necessarily trained to dol

Everything from shop
perations, so troubleshooting,
mechanics, training, you know,
employee development,
procedures inventory, but also
then a lot of stuff with particular
like accounting and taxes,
emails, phone calls, back runs
etc. Juggling so many different
elements in the business.

Training cannot be

the im
month introductory training
period for his employees.
Thcy all start from the
bottom and work their way
up to be a barista at the
coffee and tea bar section
hat is an additional 6109
months training period.
arista training is the most
intensive training they offer

s 3-

secondary. Oscar emphasizes

[People first, profitability second.

(Oscar's goal s to deepen their
involvement in the coffee
supply chain rather than
lexpanding horizontally with
Imore cafes. They aim to work
closely with import/export,
roast their own coffee, and
[possibly own their own farm
for innovative agricultural
Ipractices. He wants to offer
roles beyond just general
management that provide
[professional development and
longevity.

[Human connection, people tend to come for
the coffee but stay for the connections. The
Ihuman connection supersedes the quality of
the coffee.

The lapse of quality that can affect
hospitality. Also, inflation and the
economy because coffee is a luxury
item. 0 it depends on individuals
means to spend in the market.

[Neighbor's Blend

Mike has a survey for customers to fill out and
they listen to the feedback, but he also realizes
that customers typically do not like too much
(change, o he tries to stick to the traditional
imenu ete. He does invite the feedback from
lothers but there is a balance Knowing their

is a little older in the shop.

Mike is a working owner who is|

involved with the
responsibilities of a barista as
well as labor recruitment,
managing relationships with the|

community, landlord, bank. day |

to day vendor relationships.
because even though it's a small
business, I mean, a coffee shop
is not a multimillion-dollar sales|
operation. But for revenue that
produces, it branches out into a
community into a bunch of
vendor relationships. So, for
small business, we have
probably S0 separate vendor
relationships that are constantly
having to be managed and
curated so to speak

Mike can't afford to have an
excess amount of labor
ecause labor is their second
highest cost behind real
estate. Although the process
of recruiting is important to

Consulting with the
employees is something that
is very important for the
business and decisions.

make sure they are dedicated
and bought into the company)

[Finance is center of everything that they do.
[Staying onto of the number in Yierms of o8t of
l2oods, fixed costs, ete. Making sure that the
Iproducts are being utilized correctly and
feficiently.

Mike would like to scale back
in terms of his involvement in
terms of day-to-day
involvement. And possible
lopen some more locations.

[Having a welcoming space in a residential for|
findividuals to dwell, 95 % of their customers
tay in the shop.

The escalating costs. Individuals
tend to think that coffee is a very
low-cost business, but when you
factor in the revenue side, versus the,
cost side, there's im margin
for profit and loss. In this location
one of the greatest costs that you see|
i real estate. So, we're in a high
demand area on the main

‘which attracts revenue

but it also has high fixed costs. So.
every day itis a battle to combat the
fixed costs.

(Cityscape Brew

The products are important and the story behind|
them are important. Although the relationship
built with the customers are what is keeping
their high customer base. In the ver

competitive location in downtown Houston, it i
the employees that are helping build communit
[within the space.

Laura is cunen(ly managing
locations directly.
head of operations for the
compan;

Throughout her week she goes
10 all the locations, meet with a
the managers, mentor all the
managers. Looks at all the P&L
Stff all the cafes, looks at their
inventory manage waste, etc.

Laura emphasizes the
importance of educating her
staff about personal finance

career opportunities, showiny

thda commitment to their

employees beyond just the
business itself. Also making
sure that the employees are
paid a livable wage is very
important with the
relationstips hat they uitd
with their employees. Thert
e 65 cmployees now, 0t
is a litle harder to develoy

heavily emphasis pouring
into their employees.

and preparing them for future

relationship although they dol

[They have a cyclical supply chain of sharing the
jsame values and the same goals. And at the end
Jof the day, they are more proud of serving
lcoffee, that they know where it comes from. Thel
farmers are often donating to causes or paying
directly towards the farmer programs. Having a
story and purpose of where the coffee comes
from is important. And the customer sces that.

|And they're like, okay, it makes sense why this
lcoffee bag is $19. Also paying the staff a livable
[wage s0 to do so Laura works hands on in two
llocations running them in addition to her head
lof operations role.

I They want to grow in all
laspects that a coffee shop can.
In terms of personal goal
Laura wants to me more
involved in the mentorship
land coaching side of the
business. They have also
started a consulting company
lon the side that helps small
businesses to start their
Ibusiness and that's been very
enjoyable.

[The staff because the products can be good
lbut if you don’t have good staff to serve them
then it is useless. There is so much
lcompetition and the products are great but if
the customers don't like the employees, then
there are 12 other coffee shops they can go to.

[Having enough money to pay the
employees a minimum wage. Laura
spoke 1o the reason she is heavily
involved in the downtown Housion
location is because she is working
harder on her end to be able to pay
the baristas a livable wage. The
decision is to balance the costs to put
money where they believe it belongs|
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[Urban Roots Café

[Tohn is constantly learning and wanting to keep
his customers interested so he tries to change
different drinks to keep the excitement of
wanting to come back. He also actively is
lconnecting his customers to one another by
introducing them and continuously building a
community in his shof

John juggles being the roaster,
HR, hiring people, firing people;

accounts, and designing all the
merchandise. Do everything to
make sure people are okay
behind the bar and being a
barista as well.

[Having to play the HR role is

hard for John because he
once was a barista, so it is
hard for him to try to dictate

others. The employees can be

hard to manage this way
because he doesn 't really
"manage” them per
speak. Can't afford to pay
overtime when asked

[Right now, money is not John's main factor, he
is trying to create noise and traffic in his shop
{through community and relationships. He wants
to provide high quality at a reasonable price;
therefore, he is not being profitable right now
Jalthough i's a strategic decision in order to
larow community. He also purchases from
[vendors who show interest in his company, and
lhe makes relationships that way as well, by

scales form multiple people.

lpurchasing different coffee and items on smaller|

Because John believes in
Ihaving no margin of error, he
[ wants to have a clean slate
before expanding. Right now,
Ihe is projecting by the end of
Inext year that he will pay off
all of his debr.

(Creating the image of the café. John prides

imself on the authentic genuine vibe he can
lcapture onto the Instagram. Strives for an
lorganic image.

John himself burning out because he,
runs and controls so much of the
coffee shop. He i the only one who

nows how to roast the coffee
therefore if he is not present then the
shop is at a standstill.

[Local Mountain Café

The regulars’ customers are what keeps this
shop going. It is the relationships and
connections that are built that help sustain the
lcompany during the slower months. These
relationships are vital to the shop because tht
what the customers are ultimately coming for.
There are big trends and sometimes customers
come in wanting a drink that they don't offer;
Ihowever, they will guide them towards
something similar on their menu or guide them
towards something they might enjoy from

(Carnelian. This strategy shows acknowledgment|

for the customer while also acknowledging the
shops menu and values.

Macy and her husband are

owner operated so they are

involved in the front and

backend of the shop. She also

does a lot of the Instagram,
ayroll, every but the

accountant helps with the taxes

d financial elements.

[Because the staff of

employees are only 3 people,
they are more relaxed when if*>*

comes to be stern. The small
scale helps to develop
relationships and build trust

“There are challenges of managing costs and
Imaintaining profitability, particularly during
[slow seasons like winter. Although to combat

Jand saving during busier times to ensure
jsurvival during slower periods. They also have
savings for improvements each year and they
se this sa
lequipment rmum on their bndgelmg strategy.

this they emphasize the importance of budgeting

imexpected expenses, such as|

[ust continue to budget and
maybe be able to have some
time off for her and her
husband. So, scaling back in
terms of their involvement on
lan everyday basis.

[The presence of Macy and her husband being
in the shop to make valuable relationships
lboth with the staff and the customers. Paying
Jatention 10 the details and quality of products|
[zoing out to the customers. Budgeting as
well.

Customer loyalty especially during
the slower scason, the local
customers are what keeps Local
Mountain Café running. Wholesale
clients who buy their coffee in bulk.

Coffee & Counting

Bill is aware of the loyal customers that have
[been coming for years therefore pricing is an
element that they focus on to make sure that
|their customers are not blindsided in that aspect.

[Hands off owner, meaning Bill
is not in the front of the shops
making drinks. He is involved
with the business development
side, community engagement
side, and the strategic
conceptual side of the business.
Although everyday does not
ook the same and he is juggling]
different clements.

Bill discusses that there
nceds 1o be clear enough
expectations, room enough
for failure and frequency of
reward for the employees to
be able to grow and succeed.
They really focus on the
relationship with the
employees and making sure
they all have a common
vision for the company. He
has a major element of
confidence in the employees
because he isn't in the front
end of the operation.

[Their approach to sourcing products for their
lbusiness, emphasizing the importance of buyin
ffrom suppliers who meet certain standards of
lboth product quality and social responsibility.
IBill mentions the challenge of rising costs from
Isuppliers, such as a 10% increase in coffee

rices. Despite these challenges, he emphasizes
their commitment to being a legitimate and
lcommunity-oriented business rather than a
Ipredatory one, especially in a gentrifying area.
(Occupancy costs and costs of purchasing are
finvolved with relationships and connections
[within the business.

is expanding with differen
locations rapidly. He thinks
that now it is more of the

(determining how they can

lcarbon I'o(ulprmL and just gro
internall

Because Bill and the company
«

future is looking internally and®"

improve wages, improve their

Pt is product”Thepice of being on
the same page and being conneeted 1o cach
other “The ‘opportunity to create both
lcontribution points for everybody in the
lcompany, as well as providing pathways for
their own their own growth."

[Burnout in tems of community
outreach. Bill explained how it can
be hard to say "no” and then
committing to so many different
things at once can be overwhelming.
Therefore, to combat this they try to
really analysis why they are doing
certain things and collaborating with
certain causes to make sure they are
still aligning with their values,
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