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ABSTRACT 

Small Business Administration (SBA, 2020a) reported from 1994–2018, an average of 

67.6% of new employer small businesses survived at least 2 years. During the same 

period, the 5-year survival rate was 48.8%. The general problem is that small business 

owners embark on small business initiatives with limited knowledge on implementing 

business strategies, which results in premature business failures. This qualitative 

phenomenological study explored the application and implementation of business 

strategies for microbrewery businesses. A qualitative phenomenological design was 

selected for this study because it explored the lived experiences of microbrewery business 

owners who shared an event or phenomenon. Washington State Craft Beer (n.d.) reported 

a population of 431 microbreweries in Washington State in 2020. Business owners who 

set strategies for their businesses were the most appropriate interview participants. The 

study included a purposeful sample of 12 microbrewery business owners who have been 

in operations for 5 or more years. The first two microbrewery business owners were 

selected for the pilot study. The primary sources of data for this study were telephone or 

virtual semistructured interviews of microbrewery business owners. The researcher was 

the primary data collector, used a semistructured interview data-gathering vehicle, and 

applied a combination of manual and software-based techniques to organize and link 

responses. Four themes emerged from participants’ responses: Theme 1–Customer 

Experience is Key to Exceeding Customers’ Expectations; Theme 2–Passionate Business 

Owners Love What They Do; Theme 3–Business Strategies Build Foundations to Sustain 

Business; and Theme 4–Internal and External Factors Influence Business Sustainability. 

Findings of this study provide insights to microbrewery business owners in understanding 
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small business implementation of strategies that help sustain business beyond 5 years. 

Results from this qualitative phenomenological study may enhance microbrewery 

business owners’ abilities to conduct planning strategies to remain competitive, forecast, 

and study the market to anticipate changes in the beer industry. The researcher 

recommends further research using a quantitative, correlational study of small business 

owners to test the significance of relationships among variables, including customer 

experience, passion as a business owner, business strategies, business planning, and 

internal and external factors influencing business sustainability.  
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CHAPTER 1: INTRODUCTION TO THE STUDY 

People have assembled in breweries and beer pubs throughout history. Before the 

invention of refrigeration, beer was typically served and consumed locally and within a 

few miles of the brewery that produced it. Decades ago, homebrewing often was the best 

way to sample a wide variety of unique beer styles besides being a fun activity similar to 

cooking. Acitelli (2013) commented people started homebrewing and experimenting with 

different beer styles they had experienced, mostly from international travel. Handcraft 

beer production and its consumption were on the rise. As Acitelli noted, it became clear 

large beer producers needed to improve their holding by eliminating small-scale brewery 

competition and handcraft beer-rising production. 

In recent years, craft beer has gained popularity and evolved into an immense 

industry. Watson (2016) reported the total number of breweries in the United States 

reached an all-time high of 4,144, a number not seen since the late 1800s. This number 

rose to 5,301 in 2016, where 5,234 were craft breweries. The beer industry has changed 

significantly over the past 30 years. Alcohol and Tobacco Tax and Trade Bureau (n.d.) 

reported there were 49 breweries in 1983. At the end of 2019, the data showed there were 

11,584 reporting breweries.  

The continued growth in small, upstart breweries make the U.S. beer market a 

dynamic and competitive industry where small business owners face challenges to sustain 

their business beyond 5 years. Small Business Administration (SBA, 2020a) reported 

from 1994–2018, an average of 67.6% of new employer small businesses survived at 

least 2 years. During the same period, the 5-year survival rate was 48.8%, the 10-year 

survival rate was 33.6%, and the 15-year survival rate was 25.7%. SBA further reported 
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in 2017, 1 million small businesses opened, and 898,000 small businesses closed. The 

purpose of the study was to explore the application and implementation of business 

strategies that small business owners used to stay operational for 5 or more years. A 

qualitative phenomenological design was suitable for this study because it explored the 

lived experiences of business owners who share an event or phenomenon. 

Chapter 1 includes all elements that set the foundation for this study. The chapter 

begins with the background and introduction, followed by the problem statement aligned 

with the purpose of the study. To enhance clarity of the study’s focus and offer a 

streamlined discussion, a set of key definitions is included following the research 

question section. A brief discussion about the significance of the study is included toward 

the end of the chapter. Chapter 1 concludes with a summary statement that encapsulates 

the essence of the chapter.  

Study Background/Foundation 

Murray and O’Neill (2012) claimed interest in small breweries initially gained 

acceptance in commercial markets. The increase in craft beer popularity contributed to 

the expansion of craft breweries in the 1980s and 1990s. Although large-scale brewers 

continued to control most of the market, craft beer has continued to gain popularity. 

Recreational homebrewing became a popular pastime. The American Homebrewers 

Association (2017) conducted a survey in 2013 about beer production. The data revealed 

over 1.2 million barrels of beer were produced by homebrewers in the United States, 

producing more than 2 million barrels per year. As such, the homebrewing industry 

appears strong and poses a potentially competitive threat to the craft beer industry. 
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Microbreweries have primarily driven growth in the craft beer industry in recent 

years. Microbreweries have an annual production of 15,000 barrels or less, typically 

catering to local consumers. Garavaglia and Swinnen (2018) concluded the growth of the 

craft beer market is tightly linked with the development of variation in beer style and 

preference. The advent of craft brewing has stimulated the experimentation of beer and 

production that had previously been neglected.  

Modern craft beer was born in the late 20th century, but the industry did not 

experience its greatest boom until the 1990s. The Brewers Association (2018) reported 

the number of craft breweries in the United States increased from 1,574 to 6,266 between 

2004 and 2017. According to Acitelli (2013), production grew from just over 5 million 

barrels to more than 25 million. Many consumers prefer local products; may choose to 

support small, local businesses; purchase produce at the farmers’ market; or drink beer at 

local breweries. With such climatic growth in craft breweries, business owners need to 

consider the strategic management of their resources and management decisions.  

Microbrewery business owners must review and understand business strategies if 

they wish to continue to seek growth and sustain competitive advantage. The lack of 

insight into what strategies are successful may negatively impact the ability of 

microbrewery business owners to continue their operations beyond 5 years. Doern (2016) 

emphasized few researchers have focused on the necessary strategy for small business 

owners to succeed long term. As Miettinen and Littunen (2013) noted, insufficient 

financial management, human capital, education and knowledge base, social capital, and 

lack of business experience are key factors associated with failure within 5 years. 

Miettinen and Littunen mentioned other research scholars have attributed planning, 
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timing, mode of entry, marketing, industry competitiveness, culture awareness, and 

preparation to growth.  

Small Business Failure 

The number of craft breweries has increased exponentially over the last 30 years. 

Many craft breweries have not survived. Watson (2014) contrasted a 48.5% failure rate 

for brewpubs and a 24% failure rate for microbreweries since 1980. Kleban and 

Nickerson (2012) confirmed the business failure rate of craft breweries is the result of 

competition in the market. Other potential reasons for these closures include changes in 

demand, low production, and, in some cases, availability and acquisition of ingredients. 

With such climatic growth in the microbrewing industry, microbrewery business owners 

need to consider the strategic management of their resources and management decisions. 

Microbrewery business owners must review and understand business strategies to 

continue to seek growth and competitive advantage. 

According to the U.S. Bureau of Labor Statistics (2021a), 20% of small 

businesses fail in their 1st year, 30% fail in their 2nd year, and 50% fail after 5 years. 

After the 10th year, 70% of small businesses fail. The U.S. Bureau of Labor Statistics 

(2021b) also summarized gross job losses from closing and contracting private-sector 

establishments reached 20.4 million from March 2020 to June 2020, increasing 12.6 

million jobs from the previous quarter. The difference between gross job gains and gross 

job losses yielded a net employment loss of 14.6 million jobs in the private sector during 

the 2nd quarter of 2020. 

The SBA (2020a) reported from 2000 to 2019, small businesses created 10.5 

million net new jobs, whereas large businesses created 5.6 million. Small businesses have 
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accounted for 65.1% of net new jobs creation since 2000. In 2017, 1 million business 

establishments opened, and 898,000 establishments closed. From 1994–2018, an average 

of 67.6% of new small business establishments survived at least 2 years. During the same 

period, the 5-year survival rate was 48.8%, the 10-year survival rate was 33.6%, and the 

15-year survival rate was 25.7% (SBA, 2020a). 

Reasons for Small Business Failure 

According to Eid and El-Gohary (2013), small business is integral to worldwide 

economic development. Small business owners have difficulty keeping their businesses 

from failing because few have access to enough financial and nonfinancial resources. 

Goetsch and Davis (2014) claimed new businesses fail at a significantly higher rates than 

existing businesses, and small businesses have failed at considerably higher rates than 

large corporations. Besser and Miller (2013) noted a lack of uniformity or consensus on a 

definition of failure has contributed to the confusion about the causes. Small business 

failure is an opportunity to plan; poor strategic planning results in a high failure rate of 

new businesses.  

Business failure can have negative consequences for business owners. According 

to Toft-Kehler et al. (2014), successful small businesses use failed business attempts as 

learning tools for future opportunities. Failure occurs because of barriers to success, 

limited access to capital, and ineffective management. The greatest lesson gained from 

failure is learning what not to do during the next attempt.  

Entrepreneurs 

Miskin and Rose (1990) illustrated the definition of an entrepreneur is 

inconclusive and subjective based upon varying interpretations. A formal description by 
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the SBA (2014) extended the definition and described the word entrepreneur in a 

quantitative manner, depicting the individual as a small business owner with up to 500 

employees who assumes risk for the business. Sedliacikova et al. (2016) reported scholars 

have studied various aspects of entrepreneurship, including why and how small business 

entrepreneurs become successful. Growing and sustaining a business through multiple 

strategies and resources before starting a new venture is a growing interest.   

Miskin and Rose (1990) used a quantitative approach to research the impact of 

situational variables and the resulting success of 1,002 new business ventures in 

Washington. Among many descriptions, Miskin and Rose described entrepreneur as an 

individual who undertakes social and personal risk and provides services and goods that 

satisfy new and existing markets. Harker and Lam (2013) used an in-depth, longitudinal 

qualitative research approach to explore three Hong Kong businesses in China over 11 

years. Harker and Lam agreed with previous research and positioned entrepreneurs as 

risk takers. Misking and Rose concluded these profit-seeking individuals organize startup 

activities and bear financial uncertainties based on the intentions of lucrative financial 

gain.  

Kritikos (2014) found entrepreneurship positively influences economic growth by 

introducing innovative technologies, products, and services and by raising the 

productivity of firms and economies. According to Akaeze and Akaeze (2016), small 

business owners and entrepreneurs create two out of every three new jobs and produce 

more innovations per employee than large business firms produce. Ritthaisong et al. 

(2014) suggested creating wealth and taking a competitive advantage require small 

business owners to develop exclusive, firm resources that competitors cannot duplicate. 
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Strategic Management and Planning 

Strategic management is the framework for directing business activities, 

allocating resources, supporting key objectives and decisions, and enhancing 

performance for sustainable competitive advantages (Aboramadan & Borgonovi, 2016). 

Strategic management includes examining internal resources and external environments 

to provide overall direction to management and business owners to achieve their business 

goals. Petrova (2015) concluded strategic management is a continuous process of 

developing and implementing business strategies to maintain an effective functioning 

business in changing environments.  

Strategic planning guides the activities directed to increase the economic 

prosperity of the business. When choosing strategies, managers rely on specific, internal 

capabilities that support strategic management activities (Storchevoi, 2015). The 

resource-based view describes internal capabilities, such as dynamic capabilities, as a 

combination of resources, people, and knowledge that works together to create new 

competitive resources. Goldman et al. (2015) compared the historical concept of strategy 

as military and political origins and noted strategy has always been about obtaining a 

competitive advantage and controlling the impact of change. Strategic management is 

concerned with the actions of small business owners and decisions that direct business 

toward survival, growth, and competitive advantage through the formulation and 

implementation of goals and initiatives based on the consideration of internal resources 

and external factors.  

Strategic management activities support management and strategies by addressing 

external threats in uncertain and dynamic environments (Esmaeili, 2015). Williams 



  

 8 

(2015) acknowledged managing with indifference or ignorance could create leadership 

rigidity, but so can absolute certainty. As future challenges emerge in the business 

environment, the need arose to explore the business phenomenon. Strategic management 

studies should focus on the issues that significantly affect long-term growth of the 

business.  

Current State of the Field in which the Problem Exists 

The beer industry has become increasingly crowded (Nobile, 2018). Some 

business owners have wondered whether there is a beer bubble ready to burst. The 

competition for microbrewery business owners can be even more acute at tap handles 

because retailers can add floor space to sell more beer products; conversely, expanding 

tap options at a bar is not easy. Lombardo (2021) mentioned brewers compete primarily 

based on quality, taste, branding, and marketing. To a lesser extent, brewers also need to 

be price competitive. Raw materials are the highest cost for microbrewery small business 

owners, and fluctuations in input costs can negatively affect industry operators’ pricing.  

The Brewers Association (2019) reported small and independent brewers 

collectively produced 25.9 million barrels and realized 4% total growth in 2018, 

increasing craft’s overall beer market share by volume to 13.2%. The total of craft 

breweries operating in 2018 was 7,346, including 4,521 microbreweries, 2,594 brewpubs, 

and 231 regional craft breweries. There were 1,049 new brewery openings and 219 

closings throughout the year, a closing rate of 3% (Brewers Association, 2019). The beer 

landscape faces new realities with category competition, societal shifts, and other 

variables in play. There are still pockets of opportunity in geography and business 
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models, but brewers need to be vigilant about quality, differentiation, and customer 

services.  

The nature of business is synonymous with risk. A good business owner will want 

to know their odds of success before placing considerable resources into an endeavor that 

may or may not work out. According to the SBA (2020a), there are 31.7 million small 

businesses in the United States, where 81% have no employees and 19% have paid 

employees. The number of small employers has increased after a decline during the Great 

Recession. From 1994–2018, an average of 67.6% of new employer establishments 

survived at least 2 years. During the same period, the 5-year survival rate was 48.8%, the 

10-year survival rate was 33.65%, and the 15-year survival rate was 25.7%. 

There are various reasons small businesses fail, but a few stand out among the 

rest. CB Insights (2021) analyzed 101 small startup businesses and identified 20 reasons 

small businesses fail: no market need, ran out of cash, did not have the right team, were 

outcompeted, priced user-unfriendly product, pushed a product without a business model, 

marketed poorly, ignored customers, mistimed the product launch, lost focus, endured 

disharmony among the team, pivoted badly, lacked passion, failed geographical 

expansion, had no financing, faced legal changes, did not use a network, burnt out, and 

failed to pivot. Other reasons for small business failures included poor financial 

performances, limited access to funds, and flawed financial projections (Karadag, 2015). 

According to van Vugt and Ronay (2014), the failure rate for small businesses not 

meeting their profitability target could be as high as 60%, and Suriadi et al. (2014) noted 

small business owners could assume certain risks and manage such risks to grasp market 

opportunities. 
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Historical Background 

In terms of historical precedent for assessing the potential impact of a 

recessionary period following the current crisis, the Brewers Association (2020) noted the 

periods of growth and recession since 1995 do not reveal significant differences in beer 

volume-produced growth. During this period, the 10 quarters covered by recessions 

averaged 0.08% growth for the industry, whereas the 88 covered by growth average were 

0.27%. The growth quarters were better, but that difference was not statistically 

significant. Although beer sales declined after the 2008 financial crisis and as the ensuing 

Great Recession wore on, it was more likely due to factors associated with consolidation 

than anything else (Brewers Association, 2020). 

In less than a decade (i.e., from 2008–2016), the number of small business owners 

in the United States expanded by a factor of six, whereas the number of employees at 

those breweries grew by approximately 120%. As this ascent occurred, a simultaneous 

decline occurred in the overall U.S. beer market, with significant brewers’ shipments 

dropping precipitously. U.S. Alcohol and Tobacco Tax and Trade Bureau (2019) reported 

total annual U.S. beer production in 2019 was over 179.7 million barrels or 

approximately 5.5 billion gallons, generating about $100 billion in revenue. Moreover, 

the manufacture of beer in 2019 was 3.51 million barrels less than in 2018, when brewers 

produced 183.23 million.  

According to the Brewers Association (2019a), breweries that opened between 

2015 and 2019 contributed a combined 94% to total craft growth last year, whereas those 

established in 2014 or earlier contributed only 6%. Stump (2020) commented just how 

difficult it is to become long-established brewers and how their aging management teams 



  

 11 

struggled to compete with evolving consumer preferences for new and different products 

in an increasingly competitive and creative marketplace.  

Deficiencies in the Evidence 

Arasti et al. (2012) pointed out small business researchers have focused on 

success rather than failure. The SBA (2014) mentioned the U.S. government does not 

collect data on nonbankruptcy closures. When studying business failure in Iran, Arasti et 

al. concluded the results of qualitative interviews showed an overwhelming lack of 

organizational management, financial management, marketing, and human resources 

management on the part of the business owners.  

Otar (2018) stated 45.4% to 51% of small businesses survive beyond 5 years. 

Multiple factors affect whether a small business succeeds or fails. Although small 

businesses play a critical role in the economy, there is a lack of research on what causes 

small businesses to fail at such a high rate (Mayr et al., 2020). Amankwah-Amoah et al. 

(2018) took a stance on the lack of synthesis across the literature to explain the stages of 

decline that ultimately lead to small business failure. The successes and failures of small 

businesses have been widely analyzed through quantitative research, such as the analysis 

of financial records. A common misconception among business owners is those small 

businesses are put under the same category as larger businesses because they share 

similar characteristics.  

Problem Statement  

The general problem is small business owners embark on small business 

initiatives with limited knowledge on how to implement business strategies, which results 

in premature business failures. From 2005 to 2009, small business bankruptcies increased 
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from 39,201 to 60,837 (Hanks et al., 2011). The bankruptcy cases reflected poor 

leadership or lack of business knowledge in marketing, organizational management, 

financial management, or strategic planning. Microbrewers search for the opportunity to 

start living their dreams of owning their microbrewery business and decide to start their 

ideal business; however, microbrewery business owners are not efficiently changing, 

adapting, nor managing their business strategies for success beyond 5 years. 

Microbrewery and small business owners have acknowledged that specific 

strategies performed by more extensive business firms might increase cost effectiveness 

(Brammer et al., 2012). Microbrewery and small business owners are unwilling to invest 

the required resources to compete with larger business firms. The approach is taken 

through a strategy to seek competitive advantages. Microbrewery and small business 

owners can successfully compete with the appropriate strategies to determine a firm’s 

profitability. Poor planning and management, lack of cash flow and capital, wrong 

location, inadequate marketing plan, lack of research on competition, the wrong choice of 

business, and rapid business growth are leading factors to microbrewery failure.  

The U.S. Bureau of Labor Statistics (2018) reported from March 2018 to June 

2018, gross job losses from closing and contracting private-sector small businesses were 

7.2 million, an increase of 536,000 jobs from the previous quarter. Nearly 80% of all 

small business failures occur in the 1st year, approximately 70% occur in the 2nd year, 

and only half of businesses survive the first 5 years (Gilliard, 2018). The Brewers 

Association (2019b) reported 8,275 craft breweries operating in 2019, including 3,011 

brewpubs, 2,966 taproom breweries, and 240 regional craft breweries. Throughout that 

year, there were 942 new brewery openings and 294 brewery closings. Although craft 
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brewers entered 2020 on a solid foundation, the beer landscape dramatically shifted from 

that of 2019. Brewers Association (2021) reported the overall beer market dropped 3% by 

volume in 2020. Retail dollar value was estimated at $22.2 billion, representing a 23.6% 

market share and a 22% decline over 2019. Brewery owners face new realities due to the 

COVID-19 global pandemic, with extended closures, tight cash flow, societal shifts, and 

other economic variables in play.  

Audience 

This study is essential to small business communities, business owners, 

entrepreneurs, governmental agencies, business leaders, and scholars in understanding the 

needs of small business owners to sustain business in the long term. The result of this 

phenomenological research provided lessons to new business owners to gain knowledge 

when facing similar business practices. The findings help microbrewery business owners 

understand the success and failure phenomenon seen throughout the lived experiences of 

microbrewery business owners who have sustained their businesses beyond 5 years. 

Specific Leadership Problem 

The specific problem is the beer industry has reached saturation, and a small 

percentage of microbrewery business owners stay in business for more than 5 years. New 

small business owners have continued to flood the market as demand for craft beer 

persists (Lombardo, 2021). In a 5-year span between 2016–2021, the percentage of small 

business owners rose 11% to 9,472 small business owners. The influx of new small 

business owners has resulted in declined profit for the industry, as a high concentration of 

new small business owners weighs the average lower; additionally, the industry profit—
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defined as earnings before interest and taxes—is expected to decline, accounting for 4.2% 

of revenue in 2021 (Lombardo, 2021). 

 There were 93 Washington breweries during the last economic recession. Of 

these operations, roughly 70% remained in operation by 2017 (Calen et al., 2019). 

Among those breweries that produced at least 500 barrels in 2009, 89% still operated in 

2017. Of the 56 breweries in 2009 that produced less than 500 net barrels, only 13 

survived (Calen et al., 2019). Microbrewery business owners want to create a sustainable 

business that survives beyond 5 years. They must understand how to implement business 

strategies to sustain long-term growth and improve performance.  

Change has consistently created significant opportunities and obstacles for 

microbrewery business owners. Other challenges facing microbrew business owners are 

becoming agile leaders and managers; not all business owners get a thrill from 

implementing a new, creative business strategy. Small business owners inspire followers 

through various leadership styles (Coates & Howe, 2015). One leadership style is not 

suitable for every small business, and small business owners should be flexible to adjust 

their business styles based on organizational need. Microbrewery business owners need 

to conduct market analysis to understand the market share, potential competitors, product 

offers, pricing, and promotion strategies. 

Purpose of the Study 

The purpose of this qualitative phenomenological study was to explore the 

application and implementation of business strategies that microbrewery business owners 

used to stay operational for 5 or more years. The craft beer segment has become highly 

competitive due to the easy availability of funds to finance startup operations, which has 
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led to explosive growth in the number of craft breweries operating in U.S. market 

preferences and distribution techniques. Competition is based on price, leading to a 

drastic decline in the quality and integrity of beer products (Kleban & Nickerson, 2011). 

The Pacific Northwest and California are the most competitive craft beer markets in the 

United States in number of breweries and consumer awareness (Kleban & Nickerson, 

2011). 

The SBA (2020a) reported the number of created businesses in the United States 

continues to increase; yet, more than 67.6 % of business owners are unsuccessful after 2 

years. Improper business strategies account for most business failures. Microbrewery 

business owners will benefit from this qualitative phenomenological study, which 

explored how to overcome challenges during the first 5 years in business and acquire new 

knowledge to achieve success through the documented, lived experiences of successful 

small business owners.  

Research Questions 

RQ1. What business strategies did business owners use to keep microbreweries 

open for 5 or more years? 

RQ2. How have business owners implemented business strategies to keep 

microbreweries open for 5 or more years? 

RQ3. What impacted business owners’ business strategies to keep the 

microbreweries open for 5 or more years? 

Methodology and Research Design Overview 

A researcher spends considerable time identifying an appropriate method and 

design for a study and considering what approach may answer the central research 
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questions. Creswell and Creswell (2018) mentioned in planning a research project, 

researchers need to identify whether to employ a qualitative, quantitative, or mixed 

methods approach. The approach is based on bringing together a worldview or 

assumptions about research. A researcher chooses from a wide range of potential 

qualitative research designs, seeking one that reflects the study’s intentions. Researchers 

conduct qualitative research designs to study or observe individual or group issues that 

are hard to measure numerically, and quantitative research design is appropriate when 

analyzing numerical data and describing or noting statistical changes of a population 

(Cronin, 2014). A qualitative research approach involves examining events or 

experiences from the perspective of the individual experiencing the phenomenon. Ilkay 

(2013) pointed out the significant advantage of using a qualitative methodology because 

it produces more in-depth and comprehensive information. A phenomenological design 

was suitable for this study because it explored the lived experiences of business owners 

who shared an event or phenomenon. 

Phenomenological Research 

In phenomenological research, Moustakas (1994) started by discussing different 

human science perspectives and models. He illustrated five human science research 

approaches that use qualitative methodologies: ethnography, grounded theory, 

hermeneutics, empirical phenomenological research, and heuristic research. This 

phenomenological study focused on exploring the experiences of small business owners 

who have sustained business beyond 5 years. 

Primary data were collected through telephone or virtual interviews to gain 

insight into how small business owners change, adapt, and manage business strategies. 
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Phenomenology research involves the phenomenon’s essence, as the essential meaning of 

the phenomena involved participants’ lived experiences. Marshall and Rossman (2016) 

emphasized phenomenological approaches seek to explore, describe, and analyze the 

importance of individual lived experience, noting, “How they perceive it, describe it, feel 

about it, judge it, remember it, make sense of it, and talk about it with others” (p. 17). 

Moustakas (1994) posited phenomenology is an appropriate tool for exploring and 

describing shared experiences related to phenomena. Phenomenology seeks to understand 

the human experience to explore phenomena and how it is perceived and experienced by 

an individual in the phenomenological event. In doing so, the researcher must guide the 

participant to relive their experience, or phenomenon. The participant must share that 

experience in all of its lived details, unfettered by the researcher’s interpretations or 

judgments. 

Study Limitations 

Limitations are possible weaknesses the researcher cannot control (Esmaeilzadeh 

et al., 2014). This study’s focus was the quality and depth of data collected versus the 

quantity of data collected. A qualitative study incorporating participant interviews can be 

limited by potential participant bias and participants’ ability to recollect past performance 

events accurately. The researcher can mitigate bias by avoiding viewing data through a 

personal lens. Viewing data through a personal lens is a form of bias, resulting in the 

misinterpretation of the meaning and shared experiences of participants (Balzacq, 2014).  

Microbrewery business owners may have felt discomfort disclosing information 

about their business failures or successes and may not have precisely recollected their 

experiences conducting business. Participants also may have felt uncomfortable or 
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reluctant to reveal all the business information necessary to fully evaluate the business 

strategies used to improve profits. Criteria for microbrewery business owners were 

limited to a minimum of 5 years of being in business. Microbrewery business owners in 

operations for fewer than 5 years or who changed ownership and failed after the 

transference of operations were excluded from the study. Researcher bias occurs when 

the researcher has personal biases or prior assumptions they cannot bracket 

(Onwuegbuzie, 2003). This bias may have subconsciously transferred to the 

microbrewery business owners, affecting their behaviors, attitudes, or experiences.  

Study Delimitations 

Barratt et al. (2011) identified delimitations as the bounds and scope of the 

research study. The study was delimited to 12 microbrewery business owners who had 

been in business for 5 or more years; microbrewery owner was defined as those with less 

than 100 employees and who produce less than 15,000 barrels of beer annually in the 

Washington State Puget Sound region. The first two recruited microbrewery business 

owners were included in a pilot study.  

Onwuegbuzie (2003) outlined confirmatory thematic analyses can be conducted 

in which qualitative replication studies assess the replicability of previous emergent 

themes or test an existing theory when appropriate. The findings and results of the study 

may not necessarily generalize to other subjects, locations, or future periods.  

Definitions of Key Terms 

Barrel. A barrel is a wooden vessel used to age, condition, and ferment beer. A 

standard measure in the United States is 31 gallons (Craft Beer, n.d.). 
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Brewpub. A brewpub is a restaurant–brewery that sells 25% or more of its beer 

onsite. The beer is brewed primarily for sale in restaurants and bars. The beer is often 

dispensed directly from the brewery’s storage tanks. Where allowed by law, brewpubs 

often sell beer to go and distribute to offsite accounts (Craft Beer, n.d.). 

Causation. Causation is the act or process of causing (Merriam-Webster, n.d.). 

Craft Beer. Craft beer is specialty beer produced in limited quantities (Merriam-

Webster, n.d.). 

Effectuation. Effectuation is to cause or bring about something, to put something 

into effect or operation (Merriam-Webster, n.d.). 

Entrepreneurial Orientation. Entrepreneurial orientation is a single or 

multidimensional construct applied at the organizational level that characterizes a firm’s 

entrepreneurial behavior (Merriam-Webster, n.d.). 

Homebrewing. Homebrewing is the art of making beer at home (Craft Beer, n.d.). 

Large Brewery. A large brewery is classified as a brewery with an annual beer 

production of over 6,000,000 barrels (Craft Beer, n.d.). 

Microbrewery. A microbrewery is a brewery that produces less than 15,000 

barrels of beer per year, with 75% or more of its beer sold offsite (Craft Beer, n.d.). 

Nano Brewery. A nano brewery produces fewer than 30 barrels of beer per year 

(Craft Beer, n.d.). 

Regional Craft Brewery. A regional craft brewery is an independent, regional 

brewery that has either an all-malt flagship or has at least 50% of its volume in all-malt 

beers or in beers that use adjuncts to enhance rather than lighten flavor (Craft Beer, n.d.). 
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Small Business. A small business is independently owned and operated with a 

maximum of 500 employees, and is a significant contributor to job creation, innovation, 

economic development, and economic welfare (World Bank Group, 2016). 

Small Business Entrepreneurship. A small business entrepreneurship is one who 

organizes, manages, and assumes the risks of a business or enterprise (Merriam-Webster, 

n.d.). 

Small Craft Brewery. A small craft brewery has annual production of 6 million 

barrels of beer or less (Craft Beer, n.d.).  

Velocity. Velocity is the speed with which something happens; rapidity of action 

or reaction (Merriam-Webster, n.d.). 

Significance of the Study 

Small business owners have become engines of producing gross domestic 

products, social development, economic growth, employment growth, and wealth 

creation (Ejmalian & Syed, (2015). Small businesses play a vital role in the Washington 

State economy, which necessitated exploring implementation of business strategies that 

allow few to succeed. The findings of the study provide insights to microbrewery 

business owners in understanding the small business implementation of strategies to 

sustain business beyond 5 years. Results from this qualitative phenomenological study 

may enhance small business owners’ ability to conduct planning strategies to remain 

competitive, forecast, and study the market to anticipate changes in the handcraft beer 

industry. Contemporary microbrewery business owners may find value in benchmarking 

their business against the study’s findings to improve their success.  
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Summary 

Microbrewery business owners, in search for the opportunity to start living their 

dreams of owning their own business, subsequently decide to start up their ideal business. 

In recent years, the craft beer sector has gained popularity and evolved into an immense 

industry. The continued growth in small upstart breweries makes the U.S. beer market a 

dynamic and competitive industry where microbrewery business owners face challenges 

to sustain their businesses beyond 5 years.  

The purpose of this qualitative phenomenological study was to explore the 

application and implementation of business strategies that microbrewery business owners 

who have been in business in the handcraft beer industry have used to stay in business for 

5 or more years. When changes occur, microbrewery business owners may struggle to 

change, adapt, or manage their business strategies efficiently for business success beyond 

5 years. Findings from this study provide insights to microbrewery business owners in 

understanding the implementation of business strategies to sustain business beyond 5 

years.  

Chapter 2 includes a comprehensive review of academic and professional 

literature, which involved positioning this phenomenological study in the larger body of 

existing literature. The literature review allowed the researcher to investigate the most 

current literature for this study. The literature review presented a comprehensive 

synthesis of literature related to the study’s purpose and consisted of a historical 

overview and discussion of past and present literature on how to sustain small businesses 

during the first 5 years of operations.
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CHAPTER 2: LITERATURE REVIEW 

According to McFarland and McConnell (2013), small business owners who 

lacked management and business skills were attributed to small business failures; still, 

entrepreneurial core competencies could be learned, refined, and developed. According to 

Criscuolo et al. (2014), small businesses in the United States account for 20% of the 

workforce, and 50% represent established small businesses. Small businesses are vital to 

increased financial security, driving innovation, boosting employment opportunities, and 

economic development and growth. Although individuals desire the career choice to 

pursue ownership, few succeed in starting and sustaining the business.  

Njaramba and Ngugi (2014) insisted small business owners obtain external 

service providers to meet associated needs and embed them into their organizations for 

long-term business sustainability. Small business success is impacted by the owners’ 

abilities to use resources and implement strategies to their full potential. In recent years, 

the strengthening U.S. economy has nurtured many opportunities for entrepreneurs and 

business owners, with small businesses in the United States growing in number. Small 

businesses play an extremely significant role in the U.S. economy and are vital to 

economic development and job creation. 

The beer industry has also changed significantly over the past 30 years. Alcohol 

and Tobacco Tax and Trade Bureau (n.d.) revealed the most recent data show 11,584 

reporting brewers at the end of 2019. The continued growth in small, upstart breweries 

makes the U.S. beer market dynamic and competitive. Washington State has emerged as 

one of the nation’s most vibrant and robust clusters of craft beer producers, ranking it 

among the top states in the number of microbreweries. The Pacific Northwest 
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microbrewery industry has grown substantially in recent years. Continued growth 

depends on increased market share in Washington State and gained traction in domestic 

and international exports.  

Chapter 2 includes a summary of topics related to small businesses in the United 

States, small business successes and failures, strategies for small businesses, strategic 

planning, the beer industry, and craft breweries in the United States. A brief discussion of 

stakeholder theory and strategic entrepreneurship social exchange theory helped develop 

a working list of subjects to identify gaps in the existing body of knowledge. Chapter 2 

concludes with a summary statement that encapsulates the essence of the chapter. 

Small Businesses in the United States 

Schwekart and Doti (2010) cited Adam Smith who, in 1776, wrote about an 

economic system of capitalism, which is at the core of entrepreneurship. With their sights 

set on ownership of private property, financial freedom, and free enterprise, the Founding 

Fathers established the United States with a belief that all Americans should compete in 

business and reap the rewards. Before 1900, small businesses were the norm. Stovall 

(2011) noted small businesses designed, produced, and distributed most goods and 

services in the United States during the 18th, 19th, and 20th centuries. During the 

industrial age, some businesses grew and benefitted from economies of scale. Small 

businesses grew by 50% during the first half of the 20th century to approximately 17 

million (Blackford, 2003).  

According to Walters (2010), modern corporations replaced entrepreneurism after 

World War II. Big business, union labor, and the U.S. government worked jointly to 

deliver economic growth evolving into stagflation, and entrepreneurial innovators 
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exposed the old industrial model’s failures. Yallapragada and Bhuiyan (2011) reported 

small businesses were critical contributors to the U.S. economy and comprised 97.5% of 

U.S. exporters, paid approximately 51% of U.S. payroll, and generated more than 65% of 

new jobs from 1990 to 2010.  

Growth of Small Business 

Horta and Camanho (2013) found scholar–practitioners and researchers have 

spent the past 3 decades conducting extensive research to explicitly explore why small 

businesses fail and sought methods to predict business growth proactively. Panggabean 

and Jermias (2020) noted business owners attribute a host of factors to the success of 

their businesses. A variety of factors support the growth of small businesses. Koryak et 

al. (2015) mentioned although some elements are relevant for all sectors, some factors are 

specific to certain growth areas. In general, competition, entrepreneurial orientation, 

continuous improvement, market development, and strategic management are critical to 

small business growth.  

Over the years, many models of growth and development have emerged in the 

literature. Kelley and Marram (2010) explained early models focused on the intrinsic 

aspects of the small business that were discovered through behavior-driving economic 

activity, loss of startup investments, changing outcomes that result based on external 

influences related to that investment, drive for equilibrium in dynamic processes, and 

empirical research and policy analysis.  

The Small Business Administration (SBA, 2018) reported 294,834 small 

businesses exported goods from the United States in 2015. Of these, 287,835 (i.e., 

97.36%) were small businesses that generated 32.9% of the $1.3 trillion in total exports. 
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In the third quarter of 2017, 241 small businesses started up, generating 851,000 new jobs 

in the United States. In the same year, 226,000 small businesses exited, resulting in 

763,000 jobs lost (SBA, 2018).  

Small businesses are responsible for a significant portion of the U.S. economic 

activity and are vital to local economies. The SBA (2019) reported small business owners 

in the United States employed 59.9 million people, or 47.3% of the private workforce, in 

2016. Small businesses created 1.8 million net jobs in 2016. Firms employing fewer than 

20 employees experienced the most significant gains, adding 1.2 million net jobs. The 

lowest increases were in firms employing 100 to 499 employees, which added 259,591 

new jobs. 

Economic Development 

Small businesses are the backbone and the commerce builders of the U.S. 

economy (Nadel, 2013). Omri and Ayadi-Frikha (2014) shared research on how small 

businesses have increased, although factors contributing to small business growth remain 

under debate. Essential tools are necessary to advance business stability and economic 

development. Flourishing small business owners spark economic development and 

represent a significant source of new jobs, contributing to economic growth through 

innovation and making solutions to small business survival a necessity (Robbins & 

O’Gorman, 2016). Small businesses are complex, adaptive systems that require a 

reconceptualization of strategic management to assist with solutions to long-term 

business sustainability (Pederzini, 2016).  

The SBA (2012) reported 27.5 million small businesses in 2009, 6 million 

employer firms in 2007, and 21.4 million nonemployer firms in 2008, with 3.6 million 
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firms with fewer than five employees. Criscuolo et al. (2014) reported over 28 million 

small businesses exist in the United States and account for 54% of all sales nationally, 

causing money to move through the U.S. economy to generate almost 50% of the 

country’s gross domestic product. Ribeiro-Soriano (2017) mentioned small businesses 

have been a force to national identity throughout U.S. history and have played a pivotal 

role in its economic success. Figure 1 provides the most recent data of small business 

profiles. The SBA (2020b) reported 31.7 million small businesses and employed 60.6 

million. 

 
Figure 1 

2020 Small Business Administration Profiles for the States and Territories 
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Note. From “2020 Small Business Profile” by Small Business Administration, 2020, p. 1. 

(https://cdn.advocacy.sba.gov/wp-content/uploads/2020/06/04144224/2020-Small-

Business-Economic-Profile-US.pdf). Copyright 2020 by the U.S. Small Business 

Administration Office of Advocacy. 

 
According to SBA (2020a), from 2000 to 2019, small businesses created 10.5 

million net new jobs, whereas large businesses have accounted for 65.1% of new job 

creation since 2000. Small businesses owned by entrepreneurs significantly impact 

economic development. As a dominant component of economic growth, the resilience of 

small businesses is crucial in the competitive market.  

Source of Employment 

According to Pollack and Adler (2016), the small business model has a rich 

history of contributing to economic and social health. Small business owners and gross 

domestic product production have proven essential to the economy of the United States 

(Mutoko, 2014). Calopa (2017) indicated small business owners have become the 

backbone of the U.S. economy with significant contributions in job creation and 

economic development.  

According to Quan and Huy (2014), small business owners have low expansion 

and survival rates. Many employees lose their jobs within a couple of years. According to 

Dilger (2022a), in 2017, there were 7.86 million employer establishments and nearly 6 

million employer firms. Small business owners provided 47.1%, or approximately half, 

of all jobs in 2017. From 2010 to 2019, opening/startup small businesses accounted for 

just under 30% of all employment gains in the United States each year. By definition, 

opening/startup establishments do not affect employment losses, which result from 
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establishments contracting or closing. Figure 2 represents small business job growth and 

opening/startup establishments from 2010 to 2019. 

 
Figure 2 

Net Employment Change, Gross Employment Gains, and Losses Overall 

  

Note. From “Small Business Administration and Job Creation” by R. Dilger, 

Congressional Research Service, 2022, p. 4. (https://sgp.fas.org/crs/misc/R41523.pdf). 

Copyright 2022 by Congressional Research Service. 

  

Economic research on net job creation suggests small businesses play a very 

important role in job creation but have a more limited effect on net job creation over 

time; about one third of all small businesses close by their 2nd year of existence and 

fewer than half of all small businesses are still in business after 5 years (Dilger, 2022a). 

Economic research also suggests the influence of small business owners on net job 

creation varies by firm size. Small business owners who employ fewer than 20 employees 
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tend to have a negligible effect on net job creation over time, whereas small business 

owners who employ 20–499 employees tend to have a positive employment effect that 

continues to increase for 5 years after their formation before decreasing.   

Entrepreneurship 

Dhliwayo (2014) explored how characteristics of small business owners and 

entrepreneurs were identifiable in strategy development’s evolution process. Hiatt and 

Shine (2014) described the small business owner as a person who develops and manages 

a business to reach personal goals. Entrepreneurs and small business owners are vital to 

maintaining and supporting the expanding marketplace and are critical drivers of growth 

and innovations. Herrington and Kew (2017) indicated the Global Entrepreneurial 

Monitors reported more than two thirds of the adult population across 62 economies 

believe entrepreneurs are well regarded and enjoy high status in their societies.  

Small business owners succeed by listening to their customers’ desires and 

investing aggressively in products and services to satisfy their current and future needs 

(Christensen, 2013). Ritchie et al. (2013) insisted the environmental and social forms of 

prosperity and traditional economic affluence align theoretically with the entrepreneurial 

profitability theory concept. Entrepreneurship combines comprehensive coverage with a 

wide variety of real-life cases by starting, developing, and managing ventures to give 

entrepreneurs the tools to succeed in launching a business in today’s competitive 

environment.  

Definition of Entrepreneurship  

Welter et al. (2017) defined entrepreneurship as a social method used to help 

organizations achieve defined goals. Malerba and McKelvey (2018) argued 
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entrepreneurship extends beyond management and small business to include innovation 

and growth. Malerba and McKelvey considered entrepreneurs to be individuals who 

create knowledge, make new products, and develop resources to introduce change to 

markets. Stam (2015) endorsed entrepreneurs converting ideas to a product or service to 

generate jobs and revenues.  

Risk of Business Failure 

Entrepreneurs are subject to numerous potential risks, but risk is an integral part 

of entrepreneurship. Business failure risk increases when entrepreneurs take on more risk 

(Lechner & Gudmundsson, 2014). Ng and Jenkins (2018) shared the fear of failure 

emotion by small business owners is rooted in the argument individuals are risk averse. 

Further, the presence of risk involved in starting a business—specifically in terms of 

potential business failure and associated financial, social, and emotional costs—reduces 

the probability of an individual starting a business.  

Business risk includes the possibility of inadequate or lost profits due to 

unforeseen or uncertain situations (Torabi et al., 2016). Torabi et al. described the 

influences of governmental regulations, economic climate, and competition on business 

risk. The sources of business risk include changes in the managerial system, a lack of 

strategic focus and knowledge of the external environment, poor business planning, 

communication problems, poor system or procedure implementation, and unclear 

competencies and responsibilities.  

According to Belás et al. (2015), small business risk can be classified into 14 

categories: financial, organizational, legal, operational, market, security, strategic, 

technical, criminal, reputation, service, project, relationship management, and 
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technological. Belás et al. analyzed data from 375 small business owners indicating the 

very significant impact of the external environment on profitability and suggested the 

most important business risk for small business owners is the market risk. 

Causation and Effectuation Principles 

Sarasvasthy (2001) defined causation and effectuation as follows: Causation 

processes take a particular effect as given and focus on selecting between means to create 

that effect. Effectuation processes take a set of means as given and focus on selecting the 

possible effect that can be created with that set of means.  

According to Ciszewska-Wlilnaric et al. (2016), causation and effectuation are 

characterized by different sets of principles. The causation principle is the maximization 

of expected returns and focus on optimal decisions, competitive analysis, exploitation of 

preexisting knowledge, and predictable aspects of uncertain future. The effectuation 

approach follows an iterative process that is risk aversive and means driven. The 

effectuation principles include affordable loss and focus on experimentation, strategic 

alliances and stakeholders, exploitation of contingencies, and focus on controlling an 

unpredictable future.  

Ciszewska-Wlilnaric et al. (2016) also noted, because effectual entrepreneurs let 

others influence the goals and direction of the business to a large extent, entrepreneurs 

run the risk of relying too much on the judgment and opinion of others. Also, 

entrepreneurs may be unwilling to adjust their direction based on new, negative 

information or events. By trying to leverage all contingencies they encounter, 

entrepreneurs may drift away and constantly change the direction of their business. These 
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biases are important to consider when talking about the influence of effectuation and 

causation on business performance.  

Entrepreneurial Orientation Capabilities 

Entrepreneurial orientation refers to the strategic direction of leadership that 

supports business owners’ abilities to remain competitive and confront turbulent 

environments (Kajalo & Lindblom, 2015). Gupta et al. (2014) defined dynamic 

capabilities as the means to gain a competitive advantage, and such a definition points 

directly to entrepreneurial business orientation as a dominant dynamic capability. 

Muchiri and McMurray (2015) acknowledged entrepreneurial orientation capabilities 

relate to a business innovation capability, risk-taking attitude, and organizational 

behavior. According to Brouthers et al. (2015), market competitiveness creates a vital 

need to understand the concept of entrepreneurial orientation as a growth method in the 

small business context. Implementing strategies often takes owners and managers a 

willingness to dedicate significant resources to pursue calculated risk opportunities that 

could lead to sustainable growth. 

Entrepreneurship in Small Business 

Harker and Lam (2013) explored the scope of free enterprise creation and 

suggested entrepreneurship extends beyond the conception of a new venture. 

Entrepreneurial involvement includes preparing activities that occur before and after 

creating the business. Mitchelmore and Rowley (2013) noted strategic planning, 

particularly in small and medium enterprises, is critical to enhancing venture performance 

and overall business success. Harker and Lam (2013) pointed out a focus has been on 
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decision-making strategies to improve overall business success. Physical and human 

capital strategies have gained an advantage in the small business discussion. 

A small business is not necessarily an entrepreneurial venture created by self-

employed individuals. An entrepreneurial experience is a business created either by 

individuals or people (Parente & Feola, 2013). A small business may produce massive 

earnings without essentially being entrepreneurial. Differences exist in determining 

whether a small business can be the same or different from an entrepreneurial venture. 

Ramos-Rodriguez et al. (2015) reported more than 80% of small businesses are freelance 

entrepreneurs. Approximately one in 10 adults in the United States become an 

entrepreneur of a small business for a minimum of 3.5 years. Harker and Lam (2013) 

emphasized amid rapid economic growth, or even decline, men, women, and young 

adults continue to show interest in entrepreneurship.  

Small Business Success 

Defining success is challenging because definitions and measurements of the 

concept vary from the researcher’s perspective (Gorgievski et al., 2011). Financial 

achievement serves most often to evaluate success. Leskinen (2011) suggested using 

factors such as survival, independence, or self-fulfillment to measure business success. 

When measuring success, Kerzner (2017) noted key point indicators (KPIs) are 

percentages or numerical metrics that identify goals on the way to business success. The 

ultimate purpose of KPIs are to identify what needs to be done to improve performance 

and keep the strategy on track. Brush et al. (2012) recognized a mix of financial and 

nonfinancial factors should measure success as a multidimensional concept. Abdullahi 

(2018) posited the importance of financial resources stems from the numerous challenges 
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encountered by small business owners. Eniola and Entebang (2016) explained 

understanding the objectives and the importance of financial literacy can positively 

impact sustaining business and mitigate failure. 

The Small Business Act of 1953 authorized the U.S. SBA agency and justified the 

agency’s existence on the grounds that small businesses are essential to the maintenance 

of the free enterprise system (Dilger, 2022b). Congress decided to allow the SBA to 

establish size standards to ensure only small businesses were provided SBA assistance. 

The Small Business Act of 1953 defined a small business as one organized for profit, 

with primary operations at a place of business in the United States. Moreover, the act 

noted a small business was one making a significant contribution to the U.S. economy 

through payment of taxes or use of U.S. products, materials or labor, was independently 

owned and operated, and was not dominant in its field on a national basis.  

Successful business owners have recognized the need to improve their strategies 

and are receptive to change (Herlina et al., 2019). Strategies are a key component to 

business success because of the necessity to make a clear decision to follow and meet 

business objectives. Gjini (2014) noted competitive strategies are important to determine 

growth when measuring how the business performs against the competition. Siren and 

Kohtmaski (2016) specified competency strategies, knowledge, and skills enabling a 

process used by small business owners were essential to focus on high quality over 

quantity to competitively manage limited resources and provide better services or 

products to customers. By linking strategic planning to strategic learning process and 

performance, a need to understand the purpose of planning and skillfully develop 

strategic plans becomes necessary to achieve a sustainable business.  
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Definitions of Success 

The terms success, growth, performance, and profit have often appeared 

synonymous in small business research. The most common definition for success 

included return on investment, increased sales, and profit relative to a target or a goal 

(Reijonen & Komppula, 2010). Success is subjective and definable by nonfinancial 

measures, including job satisfaction, work–family balance, and autonomy. The 

development of a standard definition of small business success is necessary to obtain 

accurate future research results.  

Stricker (2015) specified the importance of a good business plan to ensure ease in 

a business decision, understand the business owner’s direction, monitor current business 

performance, and determine future business goals. Managing risk is essential to business 

success and requires proper planning and contingency plans to deal with uncertainty. 

According to SBA (2016), small businesses represent 99.7% of all U.S. firms, employ 

about half of the private sector, and provide approximately 43% of the total national 

payroll. Only about half of new small businesses in the United States survive beyond the 

5-year benchmark. Gao (2017) emphasized sustaining business beyond 5 years is 

achievable by applying and implementing business strategies conducive to meeting 

business goals, improving business performance, and gaining a competitive advantage. 

Operating a Small Business 

In his research, Wallace (2017) found the following critical operating strategies 

for success focus on knowing the direction of one’s business, finding opportunity first, 

focusing on strengths, understanding all aspects of the business, and understanding the 

operating environment. Business scholars have investigated motivators and personal 
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attributes that inspire prospective entrepreneurs to become small business owners. A 

small business owner’s characteristics are significant for their success, including 

individual personality, unique traits, entrepreneur orientation, demographic 

characteristics, self-confidence, autonomy, innovativeness, risk taking, proactiveness, and 

competitive aggressiveness.  

Small businesses have more excellent opportunities for growth compared to larger 

enterprises. Small business owners can respond quickly to technological and market 

changes and identify and serve niche markets better than larger businesses because of 

their small size. Warfield and Glover (2011) indicated small business size enables faster 

responsiveness to emerging technological practices. Warfield and Glover also reported 

the growth of small business is associated with increased sales, target market, 

profitability, the accomplishment of organizational goals, and competition. Yallapragada 

and Bhulyan (2011) researched small businesses and identified adequate financing, 

qualified personnel, efficient operation and production, effective marketing and sales, 

supportive information management, and trustworthy administration as the seven 

prerequisites for successfully operating a small business and increasing the likelihood of 

survival. 

Small Business Failure 

Simmons et al. (2014) defined small business failure as when a business has 

consecutive adverse losses, which requires the small business owner to dissolve or exit 

the market. Haynes (2017) concluded the common perception is that all business owners 

share universal traits; yet, motivations for entry into ownership are far more complex and 

variable. Although individuals desire the career choice to pursue ownership, few succeed 
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in starting and sustaining the business. Small business owners typically exit when they go 

from having at least one employee to having none and remaining closed for at least 1 

year.  

Small business failure has been a problem in the United States for 400 years 

(Schwekart & Doti, 2010). By the end of the 20th century, small business numbers 

started consistently outpacing small business closures. During the 1st decade of the 21st 

century, the average number of small business starts was similar to small business failure. 

Failure in business occurs when there is a decrease in business revenue or an increase in 

expenses in the magnitude that makes the company insolvent and unable to attract new 

funding in debt or equity.  

Mutoko (2014) specified small business owners face challenges that hinder their 

survival and growth. Small businesses often fail because business owners lack 

management skills and leadership strategies for change (Cojocariu & Stanciu, 2012). 

Abas-Mastura et al. (2013) described business failure as a process. Identifying the 

symptoms of this process in time is essential for survival. Financial ratios could give 

early warning signals about small businesses’ financial health and trajectory toward 

failure (Koyagialo, 2016). 

Characteristics of Failure 

Entrepreneurs have been recognized as the most vital factor in small business 

failure (Ropega, 2011). Failures associated with entrepreneurs include insufficient 

capital, poor business knowledge, or inadequate management skills. Williams (2014) 

added small business failure does not come from external factors; rather, a poor internal 

decision to deal with the external environment’s shocks leads to failure. This statement 
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implies failure is an activity that is internally driven. Delalic and Oruc (2014) noted the 

attitude, personality traits, and strong motivation of the entrepreneur are sufficient to 

overcome obstacles to startups and business growth. Hayes et al. (2015) specified that 

slow rates of accounts receivables, tax issues, theft, overexpansion, and poor record 

keeping also lead to business failure. These aforementioned issues are further classified 

as fraud, lack of planning, diminishing product or service demand, and government 

support. 

Scherger et al. (2014) argued small businesses fail because of the lack of demand 

for their product and support for their customers. Aside from financial constraints, factors 

that lead to business failure include market reach and the failure of advertising and 

promotions to result in stimulating demands. Small business owners suffer from a smaller 

customer base and market share, which translates into lower profits. Raeon (2013) 

mentioned those who start businesses often make location decisions based on proximity 

to their home, cheap rent, and nearby busy establishments. People often make rash 

emotional decisions on location because they feel a sense of urgency. This simplistic way 

of thinking could quite possibly contribute to the reasoning behind so many failing small 

businesses. There are many complex considerations to be made when selecting a 

successful business endeavor.  

Commercializing a new handcraft beer product is an essential objective for a 

microbrewery business. Small business owners face a 40% failure rate when introducing 

new products to the market (Anderson et al., 2015). A new products’ failure rate is the 

percentage of new products introduced to the market that fail to meet the commercial 

objective of the business. Although the firm could expect some failure as a natural 
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outcome of innovation, approximately one out of two new products fail in the market, 

presenting a burden to the firm’s human resources and financial capital.  

Craft Beer Industry 

Once seen as a hobby, the craft beer production industry has transformed into one 

of the fastest-growing and most popular alcoholic beverage segments in the United 

States. Craft breweries in the United States have meticulously developed and cultivated a 

social identity that places them directly at odds with the image of mass-produced U.S. 

breweries (Barlow et al., 2018). Over the past 2 decades, the craft beer industry has 

attracted a loyal group of consumers who share their social identity and actively engage 

in market discourse, strengthening the broader craft beer industry’s collective identity.  

The beer industry in the United States has experienced rapid growth in the craft 

beer segment and declined sales in more mainstream segments (Cohen, 2017). By 2016, 

the craft segment had grown to 21.9% of U.S. beer sales by dollar value, whereas 

domestic sales were down by 2.8%. It is no surprise the definitions of these categories are 

contested, and larger breweries have increasingly moved into the craft space. Ferguson 

(2014) reported large brewers had done so by introducing craft-like brands and acquiring 

formerly independent craft breweries. Critics have called these actions craft washing, 

which draws from greenwashing that describes deceptive marketing practices for 

environmental issues. The benefit of a marketing strategy is to adapt to the local market 

potential that can join with customer needs to business sustainability (Zeriti et al., 2014). 

According to Hale et al. (2017), the objective for sustainability is to magnify values that 

can assist with building a complete picture of the present and enhance the viability of the 

microbrewery business owners. 
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America’s Beer Distributors (2020) reported the top-five brewers’ and importers’ 

market share changed significantly over the past 10 years. Since 2009, more than 1% of 

market volume has shifted from large brewers and importers to smaller breweries and 

importers. The continued growth in small, upstart breweries makes the U.S. beer market 

dynamic and competitive.  

According to Lombardo (2021), despite the economic volatility amid the COVID-

19 global pandemic, demand for industrial goods has remained high; yet, small business 

owners have struggled to reach their end consumers, particularly in 2020, in the height of 

nonessential business closures and limited operational capacities. For months, 

microbrewery business owners could not serve consumers through in-house tasting rooms 

and bars, a crucial outlet for microbrewery business owners. The decline in sales is 

expected to be short lived, however, with the craft beer industry rebounding in 2021 

(Lombardo, 2021). Lombardo analyzed the beer industry and reported brewery industry 

revenue recovered somewhat in 2021, growing an estimated 3.9% after a 5.5% decline in 

2020.  

Figure 3 represents craft beer industry revenue which grew by more than 300% 

from 2013 to 2016. Thousands of new independent breweries and brewpubs have entered 

the industry. Industry employment has more than tripled, and the influx of new breweries 

has put unprecedented pressure on its ingredient suppliers. In 2020, the craft beer 

industry experienced its first revenue decline in nearly 2 decades, as the COVID-19 

global pandemic caused significant operational disruption for many microbrewery 

business owners.  
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Figure 3 

Industry Performance 2013–2026 

 

Note. From “Craft Beer Production” by C. Lombardo, April 9, 2021, IBIS World. 

(https://www.ibisworld.com/united-states/market-research-reports/craft-beer-production-

industry/). Copyright 2021 by IBIS World. 

 
Growth of Craft Beer 

According to Watson (2016), the craft beer community further articulates its 

identity as craft brewers and its beer offerings by highlighting the bold, flavorful, 

innovative, and creative ingredients distinguishable from mass producers. The strategy 

behind these products is not to gain the largest market share possible nor leverage cost-

based economies of scale, but instead to signal a shared system of values and beliefs 

predicated on creativity, artistic expression, and authenticity. Product differentiation also 

https://www.ibisworld.com/united-states/market-research-reports/craft-beer-production-industry/
https://www.ibisworld.com/united-states/market-research-reports/craft-beer-production-industry/
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serves to reinforce defined boundaries between various products and broader segments of 

the market.  

The continued discourse between producers and consumers regarding craft 

brewers and mass producers in the U.S. beer industry has sharpened the prototypical 

product’s ideologies that typify each market segment. Figure 4 represents craft beer share 

that accounted for roughly a quarter of the total U.S. retail beer market. Starting with a 

market share of just 10% in 2012, craft beer has become much more popular in recent 

years.  

 

Figure 4 

Craft Beer Share in the United States, 2012–2019 

 

Note. From “Craft Beer Share of Retail Beer Market in the United States From 2012 to 

2019” by Statista, 2020. (https://www.statista.com/statistics/1093653/craft-beer-dollar-

share-of-us-beer-market/). Copyright 2020 by Statista. 

 

https://www.statista.com/statistics/1093653/craft-beer-dollar-share-of-us-beer-market/
https://www.statista.com/statistics/1093653/craft-beer-dollar-share-of-us-beer-market/
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Craft Breweries in the United States 

Craft brewery operations are small and considered traditional and independent. 

They are traditional in that they produce malt flagship or full-bodied brew beers, many of 

which are made from German or English brewing origins (Murray & O’Neill, 2012). 

Those homebrewers sought to rediscover traditions and authenticity by using old-

fashioned brewing methods or distinctly different brewing methods not found in mass-

produced beers from large breweries (Murray & O’Neill, 2012). This rediscovery of 

authentic beer-making processes and experimentation hones the skills and crafts of the 

brewer.  

One cultural characteristic of the United States is well distinguished as a beer-

drinking nation (Colen & Swinnen, 2016). Most U.S. leaders have been quoted as beer 

drinkers, from founders and beer appreciators (e.g., Thomas Jefferson and George 

Washington) to former president, Barack Obama (Harry, 2019). Beer has long been a 

fixture of U.S. culture. Harry (2019) reported President Jimmy Carter signed HR 1337 to 

legalize homebrewing at the federal level, thereby giving Carter the dubious distinction 

of homebrewing hero.  

The Brewers Association (2021) categorized the beer industry into large, midsize, 

and microbrewery. In terms of production, large-scale breweries typically distribute their 

products nationally and have multiple brewing facilities. Midscale breweries are a bit 

smaller than large-scale breweries and distribute their products regionally. 

Microbreweries have far less production than large and midsize breweries and typically 

distribute their products locally. Large breweries dominate the beer market, but smaller 

craft breweries have gained market share in recent years by introducing various new 
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products that sell at higher price points. Some major beer makers have acquired popular 

craft brands to limit competition from the fast-growing craft beer section. Ballast Point 

Brewing Company was bought in 2015 for $1 billion by Constellation Brands, the 

company that owns Corona.  

 Watson (2020) reported craft sales in the United States increase about 4% to 5% 

each year, whereas overall beer sales typically remain flat. From 2005 to 2020, the craft 

segment has more than doubled its market share to 13% of total beer sales volume. The 

number of brewers has steadily increased in the craft market, from 1,500 in 2008 to 7,500 

in 2018.  

Flack (1997) acknowledged craft breweries differentiate themselves from regular 

beer producers by focusing on quality. Their organizational structure is consequently 

different. Craft breweries cannot compete with large breweries due to their advantages 

with higher economies of scale. Competition in the domestic craft beer segment is based 

on product quality, consistency, freshness, and taste. Craft breweries must also be keen 

on their ability to differentiate products by utilizing various methods—mainly 

promotional tactics, customer satisfaction programs, distribution costs, and price.  

Popularity and Growth of Microbreweries  

Microbrewery business owners have become increasingly popular in the United 

States. Their growth in recent decades demonstrates this popularity. A microbrewery has 

the characteristics to distribute its product locally and is usually associated with one 

geographic location. Flack (1997) mentioned a microbrewery identity with a specific area 

is supported by the frequent use of local culture in their marketing and beer names. 

Further, microbreweries stimulate the local economy, foster the idea of neolocalism, and 
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appeal to a more sophisticated beer consumer. As Nobile (2020) reported and Figure 5 

displays, the U.S. craft beer sector continued to take market share from large beer 

companies, accounting for 13.6% of the total beer market by volume in 2019—up from 

13% in 2018 and 12.5% in 2017.  

 

Figure 5 

Craft Beer Growth, 2019 

 

Note. From “Brewers Association: Craft Beer Grew in 2019, But the Pandemic Presents 

New Challenges for 2020” by J. Nobile, April 15, 2020, Crain’s Cleveland Business. 

(https://www.crainscleveland.com/jeremy-nobile-blog/brewers-association-craft-beer-

grew-2019-pandemic-presents-new-challenges-2020). Copyright 2020 by Crain’s 

Cleveland Business. 

 

Strategic Planning 

Kumpf (2004) defined strategic planning as developing a structured scheme to 

effectively achieve a specific goal or objective that addresses the organization’s long-

https://www.crainscleveland.com/jeremy-nobile-blog/brewers-association-craft-beer-grew-2019-pandemic-presents-new-challenges-2020
https://www.crainscleveland.com/jeremy-nobile-blog/brewers-association-craft-beer-grew-2019-pandemic-presents-new-challenges-2020
https://s3-prod.crainscleveland.com/s3fs-public/Brewers%20Association%20graphic,%20cropped%20version_i.jpg
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term direction and identifies the best approach for accomplishing the goals. The strategic 

planning process of decision making identifies fundamental values and needs to be 

addressed by the business owners, establishes the patterns of goals and objectives to be 

achieved, and sets essential guidelines and procedures for achieving them.  

Strategic planning begins when a business opportunity is developed. Abdalkrim 

(2013) indicated a strategy should combine creativity, analysis, planning, and learning. 

The goal is to enhance small business performance on both the financial outcome and 

survival. Alstete (2014) declared many small business owners fail to understand the 

significance of proper strategic planning for business success due to a lack of knowledge 

and skill. Ibrahim (1993) emphasized the importance of small business owners selecting 

the appropriate business strategy. The business strategy sets a pattern of objectives, 

purposes, and goals for the business.  

Strategic leadership requires vigilance amid business threats and opportunities, 

and a lack of strategic direction hinders organizational competitiveness (Tawadros, 

2015). Strategic leadership enables business leaders to integrate business and risk 

management in overall business strategies. Muhonen et al. (2017) found small business 

owners can make their brand into a unique and effective source of competitive advantage 

if they develop their brand identity. 

Strategic Mindset 

According to Wei-Hin et al. (2014), a need exists for formal strategic planning by 

using available tools to identify the strengths, weaknesses, opportunities, and threats 

(SWOT) that business owners face. Strategic planning enables market changes, making 

business owners more resilient at increasing their businesses beyond 5 years. Porter 
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(1980) wrote strategic planning should be based on competition in the market and an 

understanding of its internal capabilities. Increased awareness of managers’ decision 

making in a dynamic, competitive environment extends the knowledge of applying 

industry analysis techniques during the strategic planning process.  

Aside from traditional strategic planning, Vargo and Seville (2011) claimed there 

is also a need for small business owners to have plans to deal with major and minor 

crises. Small business owners tend to suffer ripple effects, being affected by client 

expectations and market behaviors. Small business owners are more vulnerable to trouble 

because of their financial and human resource constraints; yet, small business owners 

react to problems more favorably by learning from previous mistakes. Strakova (2017) 

suggested small business owners need to focus on changing their mindset to achieve 

uniqueness, originality, and maximal use of their organizational potential. Organizational 

leaders need to increase business literacy in strategic management areas by focusing on 

internal and external industry environment analyses to understand the characteristics and 

components that influence business model performance.  

Small business owners base their decisions on more sensible intuition than 

academic principles (Mazzarol et al., 2014). Strategic planning in small businesses may 

be regarded as rudimentary compared to larger firms. Mazzarol et al. (2014) stated 

informal planning processes for specific projects, as opposed to the entire company, can 

result in unforeseeable alleys without a strong sense of commitment and awareness. 

Scherger et al. (2014) identified small businesses fail because of the lack of demand for 

their product and support from their customers. Aside from financial constraints, the 

factors that lead to business failure include the business’s market reach and the failure of 
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advertising and promotions to result in stimulating demands. Business owners suffer from 

a smaller customer base and market share, which translates into lower profits.  

Effective Planning 

The small business model has made a significant contribution to the U.S. 

economy through innovation, competitiveness, and influential employer. McDowell et al. 

(2016) noted business management depends on the business owners’ skills or talents due 

to finite resources. The dual roles prevent business owners from devoting attention to 

managing resources, creating competitive advantage, and focusing on strategy 

implementation, innovation, growth, and sustainability. Small business owners must have 

the flexibility to adopt new strategies to improve internal systems for small business 

owners to achieve growth. Rakicevic et al. (2016) suggested the first step for small 

business owners is to improve planning by seeking help from a support system. Support 

systems are an institution that provides small business owners with financial or 

nonfinancial resources to support business operations.  

The contribution of effective planning depends on the organizational integration it 

creates (Dey & Lehner, 2016). Effective planning incorporates patience, teamwork, 

perseverance, and meaning on the mission and vision of a business, focusing on results 

rather than outputs. According to Saleem (2012), effective planning enables an 

organization to expedite direction for the future. Saleem related the importance of 

strategic planning to the midterm future of a business, positing small business owners can 

achieve additional success by identifying their businesses’ SWOT analyses.  

McDowell et al. (2016) identified a relationship between strategy and business 

performance, consequently implying small business owners must implement effective 
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planning. Small business owners are often busy attending to short-term challenges of 

running a business, which limits the resources available for long-term planning. Wynn 

and Jones (2018) noted effective small business owners use planning to identify long-

term goals and evaluate the ability to achieve these goals. Wolf and Floyd (2017) 

described business planning as a focus on strategy over time, and business planning 

combines business goals with actionable steps to achieve the desired outcome during a 

specified period of time. 

Strategies to Outperform Competition 

Craft breweries differentiate themselves further by embracing several core 

principles. Craft brewers tend to be very involved in their communities through 

philanthropy, product donations, volunteerism, and event sponsorship. According to 

Brewers Association (2022) craft brewers have distinctive, individualistic approaches to 

connecting with their customers. Craft brewers aim to connect with their customers 

through advertisement and distinctive, individualistic approaches. Klein and Ferrari 

(2015) mentioned business planning strategically involves a vision, an industry 

evaluation, knowledge of competitors, business model innovation, and implementation. 

Fillis (2015) noted a lack of marketing knowledge and planning in business becomes a 

threat and a barrier to the success of organizations. 

According to Dillen et al. (2018), creating sustainability strategies begins with 

understanding social or environmental issues, target market, and the competitive 

landscape. Microbrewery business owners need to incorporate sustainability into their 

core values and develop sustainability competencies. Sustained growth requires 

resources, sustainability strategy, and innovative practices. With an improved 
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understanding of potential strategies, microbrewery business owners may improve their 

sustainability, thereby raising their business’s chance of surviving beyond 5 years. 

Establishing operating practices and having a strong market understanding of systematic 

processes can help microbrewery business owners adjust their business models 

proactively as external environmental factors change. Shoham and Paun (2015) stated 

some microbrewery business owners adopt strategies large business firms have already 

used with successful outcomes. Other small businesses customize their strategies through 

differentiation and innovative marketing efforts.  

Menkhoff et al. (2016) recommended researching a company’s strengths, possible 

weaknesses, opportunities, and market threats to remain competitive. Bulley et al. (2014) 

suggested using competitive intelligence in decision making and strategic planning. 

Competitive intelligence includes acquiring and analyzing information related to 

products, customers, and competitors to establish core competencies. Block et al. (2015) 

suggested using differentiation and cost-leadership strategies for core competitive 

advantages. Differentiation strategies include acquiring capabilities to create a unique 

market products and services.  

Strategy determines structure to help manage details, and lack of clarity creates 

chaos, confusion, or uncertainty (Porter, 2008). Strategy emerges from the fixed vision. 

The market environment may change because of economic factors. Microbrewery 

business owners must juggle multiple components when hiring, creating jobs, and 

marketing from a strategy perspective. According to Porter (2008), a strategy requires 

building defenses against competition or establishing a position in an industry where 



  

 51 

there are vulnerabilities. Strategic planning implies strategy is crucial to the vision, 

mission, and effectiveness of a business’s objective outcomes.  

Differentiation Strategy 

Microbrewery business owners operate in a competitive, changing, and highly 

turbulent environment (Teti et al., 2014). Consequently, to outperform competitors, 

microbrewery business owners must learn to apply and implement business strategies 

better than their competition. Microbrewery business owners position the differentiation 

strategy to gain the loyalty of customers, promote customer satisfaction, or make their 

business unique in the marketplace. Simeone et al. (2015) underpinned microbrewery 

business owners can attract more consumers by offering differentiated services and 

products that customers perceive better than competitors’ services and products.  

Microbrewery business owners must consider market needs before implementing 

differentiation strategies and ensure employees have adequate training to offer services 

under flexible conditions (Haddad et al., 2015). In the United States, microbrewery 

business owners maximize profitability by instituting differentiation strategies. Banker et 

al. (2014) pointed out microbrewery business owners who maximize their market share 

through differentiation strategies can charge above-average prices and premiums to 

increase their profit margins and maintain a sustainable competitive advantage. 

Implementing differentiation strategies has helped business owners achieve more 

extraordinary financial performance for success. Microbrewery startup business owners 

who are unique in product areas that customers value can see higher economic 

performance and sustain their business beyond 5 years.  
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Microbrewery business owners can offer exceptional design and customer support 

products by investing in extensive research, product design, and marketing. Lechner and 

Gudmundsson (2014) found differentiation strategies were positively related to small 

business performance. Banker et al. (2014) found business owners who pursued a 

differentiation strategy had a more sustainable financial performance than those 

following a cost-leadership strategy, because business is harder to imitate.  

Cost-Leadership Strategy 

Microbrewery business owners employ the cost-leadership strategy to target price 

sensitivity, attain above-average returns over competitors, and achieve business 

sustainability and higher profitability (DeMelo & Guerra Leone, 2015). Kapto and Njeru 

(2014) suggested microbrewery business owners focus on operating with low-cost 

strategies while providing good quality services. According to Ensari (2016), 

microbrewery business owners with cost-effective strategies use resources efficiently by 

lowering costs to increase market shares. Failing to use cost leadership strategies could 

result in unsuccessful strategic plans. DeMelo and Guerra Leone (2015) mentioned 

minimizing cost enables business owners to expand business operations beyond 

traditional borders and create advantage over competitors. To maximize profits and 

sustain a business for the long haul, microbrewery business owners should reduce 

administrative costs.  

The ultimate goal of any business is to achieve a competitive advantage over rival 

small businesses (Huo et al., 2014). Pursuing a cost strategy entails a detailed structure 

with a focus on process efficiency. Cost-leadership strategy requires microbrewery 

business owners with high-level skills to support stability and increase control 
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management efficiency. Porter (1986) explained a high level of communication is 

necessary between the organization and the suppliers to reduce the product development 

cost. Cost-leadership strategy leads to better financial results.  

Microbrewery business owners are more likely to adopt a cost-leadership strategy 

because they require less time and fewer costs (Kato et al., 2016). Implementing a cost-

leadership strategy involves seeking cost reduction and minimizing marketing expenses 

and product development costs. Cost leadership often entails charging customers the 

lowest price to compete with competitors and using technology to enhance operational 

efficiency and remain profitable. Block et al. (2015) believed when microbrewery 

business owners adopt the cost-leadership strategy, they run the risk of their business 

being more fragile when facing challenges and changes in the marketplace. Banker et al. 

(2014) pointed out cost leadership positively influences business performance, enhancing 

cost-efficiency. Cost leadership focuses on the low cost of operations through quality 

management, cost minimization, low overhead, and technology improvements.  

Focus Strategy 

Morgan (2015) asserted microbrewery business owners implement a focus 

strategy to provide unique services and products to customers in a narrow market 

segment. Business owners employing the focus strategy use either the cost-leadership 

strategy or the differentiation strategy to serve the industry’s specific target (Kyengo et 

al., 2016). Microbrewery business owners provide consumers a unique service by 

selecting a market niche with a distinctive need or preference and focusing on less 

competition. The focus strategy can be either differentiation or cost focus.  
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DeMelo and Guerra Leone (2015) enumerated business owners who focus on a 

specific market are better positioned to determine available buyers. Microbrewery 

business owners could meet the demands of the market by ensuring optimum positioning 

in the marketplace. Microbrewery business owners with long-term goals of sustaining 

their business implement the focus strategy by engaging in continual networking and 

benchmarking and developing and strengthening business processes for optimal results. 

Microbrewery business owners who use the focus strategy experience a high degree of 

customer loyalty. Dhliwayo (2014) contended the focus strategy could impede business 

operations in international markets if the focused segment is too small and uneconomical. 

Microbrewery business owners can use the focus strategy to earn their customers and 

sustain their businesses beyond 5 years by offering specialized services and products for 

a market niche and focusing on a specific niche in the market.  

According to Ibrahim (1993), microbrewery business owners implement focus 

strategies to narrow services for specific business needs. The focus strategy helps 

business owners concentrate on unique products and services. Morgan (2015) said 

microbrewery business owners who adopt a focus strategy have a specific market. 

Kyengo et al. (2016) pointed out the business owner chooses a market niche where 

clients have a distinctive preference when implementing a focus strategy. Focusing on 

selected markets or services, microbrewery business owners need to adopt a narrow 

competitive scope. Porter (1980) described a firm competitive range as the coverage of 

the target market to sustain optimum positioning. When microbrewery business owners 

ensure optimum positioning in the marketplace, their business satisfies the demanding 

need of the market (Skinner, 1974).  
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Pulaj et al. (2015) argued adopting and implementing focused strategies could be 

costly and sometimes difficult to execute, because microbrewery business owners should 

meet consumers’ specialized needs. It is essential for microbrewery business owners to 

implement focus strategies with low-cost strategies in the market niche to generate profit. 

Palupiningrum et al. (2016) noted microbrewery business owners with long-term goals 

develop and strengthen business processes and engage in continual benchmarking and 

networking for optimal results with a focus strategy.  

Definition of Entrepreneurship Theoretical Underpinnings 

Selecting more than one model, framework, concept, or theory is perfectly 

feasible to underpin a research study (Varadarajan, 2019). It is certainly possible to take a 

multi-theory approach even if a study does not seek to develop a new model, framework, 

concept, or theory from the number that already exist. The theory that underpins a study 

is often viewed as a lens. The word lens is used in the sense of assessment, where certain 

features are focused upon and emerge, and where the rest of the picture falls into the 

background (Varadarajan, 2019).  

Lenses are used as an analytical tool to aid the interpretation and analysis of data 

in research. The analysis of the data determines and shapes the results of the study. The 

analysis of data is fundamental to any study. One of the significant factors of 

underpinning theories is how they encompass both technical and social contexts in the 

phenomena under study. 

Stakeholder Theory 

Freeman (1984) developed stakeholder theory to study capitalism; the theory 

stresses the interconnected relationships between a business and its customers, suppliers, 
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employees, investors, communities, and others who have a stake in the organization. 

Stakeholder theory has evolved from a corporate-centric perspective into a broader 

research field, addressing business–society relations from various perspectives (Steurer, 

2006). 

Alvarez et al. (2013) defined stakeholders as persons with an interest or concern 

who engage in direct trade and economic transactions. Secondary stakeholders represent 

those the company indirectly affect through financial transactions and trade. 

Microbrewery business owners need primary stakeholders to survive and provide 

connections through networks involving environmental, economic, and social activities 

globally and locally. Strong stakeholder relationships could help perform essential 

functions in successful sustainability efforts. Valuing stakeholder contributions to long-

term sustainability provides a needed foundation to build a stakeholder hierarchy that can 

prove critical to long-term existence. Adopting such a model can allow for a more refined 

and manageable approach to sustainability efforts.  

Unlike the shareholders, stakeholders care about the community and carry a 

lifetime of commitment (Dawkins, 2014). Microbrewery business owners wanting to 

increase sustainable performance can create ongoing loyalty by building community. 

Stakeholder engagement leads to effective networking alliances and marketing strategies 

to engage the primary stakeholder consumer. Without the consumer, all other 

microbrewery business owners’ decisions become null and void; thus, microbrewery 

business owners who provide value to stakeholders are more likely to be successful. 

Microbrewery business owners face a variety of stakeholder-related issues, such 

as environmental concerns and diminishing aquifers. Consumers are increasingly aware 
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of the impact of depleting resources and the threat of water scarcity (Zhang et al., 2017). 

According to Wang et al. (2015), microbrewery business owners who concentrate on 

sustainable development increase their resources while benefiting stakeholders and 

becoming more competitive. Labanauskis and Ginevicius (2017) defined primary 

stakeholders as communities, investors, and suppliers, and defined secondary 

stakeholders as competitors, governments, and advocacy groups. Using expansive 

parameters, Benlemlih and Bitar (2018) described primary stakeholders as product 

characteristics, diversity, the environment, and employee relations, and secondary 

stakeholders as human rights and local charities.  

Microbrewery business owners should know the definition of a stake and 

stakeholders, and they should understand the importance of addressing stakeholders’ 

needs to improve operational efficiency. A stake is an interest advanced through a valid, 

normative claim in stakeholder theory principles. According to Kury (2017), the 

normative perspective carries a moral requirement that microbrewery business owners 

value all stakeholders and their interests. The instrumental view holds that all 

stakeholders are considered and satisfied, and microbrewery business owners eventually 

receive positive feedback returns. Regardless of the assumption or definition, 

microbrewery business owners’ use of normative and instrumental theories affect their 

stakeholders, ultimately influencing a small business owner’s ability to improve water 

consumption practices to achieve operational efficiency.  

Strategic Entrepreneurship Theory 

One of the few areas of strategic management literature involves strategic 

entrepreneurship. Entrepreneurs create innovations in the face of competition and thereby 
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generate economic growth (Schumpeter, 1934). Entrepreneurs create changes in the 

economy by taking risks, leveraging opportunities, and making decisions for achievement 

and power.  

An entrepreneur, as an innovator, creates profit opportunities by devising a new 

product, a production process, or a marketing strategy (Schumpeter, 1934). According to 

Jones and Wadhwani (2006), Schumpeterian thinking is generally reduced to making 

innovation the key to competitiveness and the entrepreneur the destroyer of economic 

balance. These two factors constitute the principles of economic growth and 

development.   

Ireland et al. (2013) developed the model of strategic entrepreneurship. The 

premises of the strategic entrepreneurship model are advantage-seeking and opportunity-

seeking behaviors to be competitive and improve business performance. Applying 

strategic entrepreneurship in business strategies can improve business performance and 

integrate it into business success opportunities. Bula (2012) explained entrepreneurship 

includes multiple functions correlated to personal responsibility and competence related 

to psychological, sociological, anthropological, and economic theory. The application of 

knowledge helps create an understanding of the exploration of the phenomena and 

behaviors. Entrepreneurship implies the quality of leadership, initiative, and business 

innovation. Entrepreneurs and small business owners seek economic growth and have a 

foundational role in the economy.  

Dhliwayo (2014) suggested creating wealth and taking a competitive advantage 

requires managers to develop exclusive, firm resources that competitors cannot duplicate. 

If a business consistently offers the customer something new or different from its 
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competitors, it will have a competitive advantage. The advantage is temporary, which 

means the business needs to search continually for innovation. Bates and Robb (2014) 

found microbrewery business owners who used the innovative entrepreneurial process to 

plan and organize their activities into business strategies may be able to keep their 

business viable. The creative entrepreneurial process comprises the activities 

entrepreneurs undertake in pursuit of their innovative business ideas.  

Taneja et al. (2016) created a model to help small business decision makers 

understand strategic innovation and its key elements. The researchers presented the key 

aspects as a passion for creating and innovating, cooperation and collaboration, internal 

innovation capabilities, organizational culture, and supportive employees, customers, and 

suppliers. Gilliard (2018) explained how using the model of strategic entrepreneurship as 

the study’s lens may help microbrewery business owners identify how to approach, 

deploy, and implement strategies while improving business performance through 

entrepreneurial opportunities. 

Social Exchange Theory 

Social exchange theory is one of the most influential conceptual paradigms in 

organizational behavior and envisions any social interaction between people involving 

costs and rewards. Homans (1961) used the term social behavior for what later was called 

a social exchange and wrote, “Social behavior is an exchange of goods, material goods 

but also non-material ones, such as the symbols of approval or prestige” (p. 606). Huang 

et al. (2016) wrote researchers use social exchange theory to explain how individuals 

seek exchanges with other parties when they somehow benefit, and how social exchange 

relationships exist until a connection is no longer beneficial to both parties. According to 
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Senior (2016), social exchange theory can be used to evaluate whether the investment in 

a small business is reciprocal. When there is an exchange of financial and socioemotional 

sources, the customer feels committed to patronizing the company and advocating for its 

success. The more engaged microbrewery business owners are in their community, the 

more cognitive, emotional, and physical capital is returned in kind by its clientele.  

Cheng-Min et al. (2013) noted the attitudes and behaviors in the social exchange 

theory are determined by rewards that emanate from the interactions without considering 

costs or penalties from the interactions. Among the core assumptions of the social 

exchange, the theory states the benefits derived from the business are provided based on 

general uses in the future. Tsai and Cheng (2012) explained the social exchange involves 

vague obligations because they do not have a specific price attached to them, and it is not 

possible to bargain out the nature of the return. Social exchange theory is broad (Lioukas 

& Reuer, 2015). It gives explanatory accounts that are common for different outcomes 

from interactions between organizations and individuals. The results of social exchanges 

include trust, perceived support, and citizenship in interorganizational and interpersonal 

exchanges. Social exchange theory can lead to organizational commitment, defined as the 

relative strength of an individual’s identification and involvement with an organization 

(Tsai & Cheng, 2012).  

Summary 

Small business success is impacted by owners’ abilities to use resources and 

implement strategies to their full potential. In recent years, the strengthening U.S. 

economy has nurtured many opportunities for entrepreneurs and business owners, with 

microbrewery business owners in the United States on the rise. Small businesses play an 
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extremely significant role in the U.S. economy and are vital to economic development 

and job creation. Washington State has emerged as one of the United States’ most vibrant 

and robust clusters of craft beer producers, ranking high among states with the largest 

number of microbreweries. The Pacific Northwest microbrewery industry has grown 

substantially in recent years.  

Large breweries dominate the beer market, but microbrewery business owners 

have gained market share in recent years by introducing various new products that sell at 

higher price points. Some major beer makers have acquired popular craft brands to limit 

competition from the fast-growing craft beer section. Although individuals desire the 

career choice to pursue ownership, few succeed in starting and sustaining the business. 

The beer industry has changed significantly over the past 30 years. The Alcohol and 

Tobacco Tax and Trade Bureau (n.d.) revealed most recent data show 11,584 reporting 

brewers. The continued growth in small, upstart breweries makes the U.S. beer market 

dynamic and competitive.  

Chapter 3 includes the methodology and design of the study, a description of the 

role of the researcher, ethical considerations for the proposed research, the process of 

participant recruitment, and the importance of the study. Chapter 3 describes the data 

collection instruments, study population, and sample. The data contributed important 

information to existing knowledge and implications for positive change with 

microbrewery business owners who aim to sustain business beyond 5 years. 
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CHAPTER 3: METHODOLOGY 

The purpose of this qualitative phenomenological study was to explore the 

application and implementation of business strategies that microbrewery business owners 

used to stay in business for 5 or more years. The lived experiences provided insights that 

may help other small business owners make decisions when applying and implementing 

business strategies.  

The qualitative research method was appropriate to study how microbrewery 

business owners have sustained their businesses beyond 5 or more years. Leedy and 

Ormrod (2013) explained the qualitative research method is proper for investigating a 

phenomenon, contrary to a quantitative approach, which focuses on measurable factors. 

Moustakas (1994) indicated the qualitative approach leverages a poststructuralist 

perspective toward comprehending the lived experiences of human occurrences.  

Research is a tool to obtain new information by investigating and reviewing 

existing sources to reach new conclusions and establish facts. McLaughlin and Alfarao-

Velcamp (2015) explained researchers must protect the privacy of each interviewee 

throughout the research process. Wallace and Sheldon (2015) suggested researchers use 

consent forms to safeguard the confidentiality of individuals willing to participate in 

studies. Individuals who decline to participate are not subject to negative consequences. 

Participants who wish to withdraw from the study after agreeing to participate could do 

so without repercussions.  

Chapter 3 includes the study method to explore and understand the phenomenon 

of the decision by microbrewery business owners to sustain business beyond 5 or more 

years. Chapter 3 contains details of the design for the study based on the problem and 
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research questions. Chapter 3 includes the appropriateness of the design and 

methodology, and a discussion of the study population, data collection, and data analysis. 

An explanation of the rationale behind the validity and reliability techniques is applied to 

ensure quality, rigor, and trustworthiness. Chapter 3 concludes with a summary statement 

that encapsulates the essence of the chapter. 

Research Method 

Qualitative, quantitative, and mixed methods are the three types of research 

methods. Cronin (2014) explained the qualitative approach focuses on exploring and 

understanding the meaning of individuals or groups ascribing to a phenomenon of 

interest. The quantitative method is used to examine the relationship between variables 

and analyze the data using statistical procedures. Mixed methods are a combination of 

qualitative and quantitative methods used to extend the understanding of the researchers 

to the research problem. Cronin emphasized the qualitative method in mixed methods is 

used to understand the problem by understanding people’s experiences with the issue, 

making assumptions based on qualitative findings, and validating the assumptions 

through quantitative research.  

The selection of a study type is based on two issues. The first issue is the problem 

driving the study. The second issue is the data available to the researcher. Kornbluh 

(2015) explained researchers use qualitative research to understand a phenomenon 

through participants’ lived experiences. The qualitative research method was the most 

appropriate for this study. Researchers use this method to record interviews, make 

meaningful summaries of participants’ actions and thoughts, and gain valuable insights. 
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Fletcher et al. (2016) mentioned researchers find the qualitative method valuable for 

gathering conversations and context-sensitive fieldwork information. 

Quantitative Research 

Miller (2017) suggested researchers use quantitative research to examine a social 

phenomenon. Quantitative analysis involves the application of statistical methods versus 

methodological steps to establish reliability and validity. Quantitative researchers use 

numbers and hypothesis testing to determine if a relationship exists between two or more 

variables. Quantitative research involves analyzing identified variables to determine a 

correlation, significance, relationship, and testing theories using hypotheses.  

Hunt (2014) noted the quantitative method is ideal for studies with hypotheses 

and theories to explain the role of variables. The quantitative method did not align with 

the purpose of this study because the goal was not to test hypotheses about the 

relationships or differences of variables. Quantitative methodology was not appropriate 

for the research because it explored the application and implementation of business 

strategies and did not perform a statistical analysis of numerical data. Landrum and Garza 

(2015) explained researchers use the quantitative method to produce generalizable 

results. Quantitative researchers focus on analyzing statistical data and may fail to furnish 

information on the strategies of participants.  

Mixed-Method Research 

According to Denzin (2012), mixed methods combines quantitative and 

qualitative methods and is valid for generating and verifying findings. In this method, 

researchers use quantitative and qualitative data analysis to support and validate their 

results. This study did not meet the definition of mixed-methods research because it did 
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not combine and synthesize qualitative and quantitative data into one dataset (Leedy & 

Ormrod, 2013). One objective of this research was to explore why microbreweries so 

often close within 5 years. Neither the quantitative research method nor the mixed-

methods approach was appropriate for this study.  

In this study, the researcher explored the application and implementation of 

business strategies microbrewery business owners used to stay in business for 5 or more 

years. The data available were the perceptions of the business owners of starting and 

operating a business. Caruth (2013) noted mixed methods are a complex and robust 

research approach. Researchers intending to use mixed methods should be well-informed 

in quantitative, qualitative, and mixed-method designs. Fetters (2016) explained 

researchers consider using mixed methods to be a rigorous approach to identifying 

anything novel.  

Qualitative Research 

Qualitative research is descriptive rather than explanatory, and exploratory rather 

than testing. It is subjective, so everything must be transparent and made explicit. 

Qualitative research is a powerful approach that can open new areas and stimulate further 

research on a larger scale. This approach is carried out to understand specific phenomena, 

and it follows a research strategy and reveals detailed and vivid descriptions. Grossoehme 

(2014) alluded to qualitative research as the systematic collection, organization, analysis, 

and interpretation of people’s words from conversations, written texts, or visual forms 

about a social phenomenon experienced by individuals in their natural settings.  

In a qualitative study, Cronin (2014) mentioned a researcher chooses from a wide 

range of potential designs, seeking one that reflects the study’s intentions. Researchers 
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conduct qualitative studies to study or observe individual or group issues that are hard to 

measure numerically. Quantitative research is appropriate when analyzing numerical data 

and describing or noting statistical changes of a population. A researcher using a 

quantitative method does not consider the feeling of participants, observations, and 

experiences from the individual experiencing the phenomenon (Bernard, 2013). The 

significant advantage of using a qualitative study is its production of more in-depth and 

comprehensive information (Ilkay, 2013).  

A qualitative research method for this study was used to find meaning and 

understand small business owners’ decisions during their first 5 years of business. The 

qualitative design was appropriate because the phenomenon in this study was explored 

through the collection of interview data from participants and the hidden meanings of 

their language.  

Research Design 

A research design is an entire strategy for integrating the diverse study 

components logically and coherently to ensure the plan adequately addresses the research 

problem. Researchers should understand and select the appropriate research design to 

critically assess data relevant to a study, answer a set of questions, and draw accurate 

conclusions (Ioannidis et al., 2014). Research design is used to communicate collected 

information to improve the understanding of traders of a bounded system (Yazan, 2015). 

The grounded theory, ethnography, case study, and narrative are not suitable for this 

study. Phenomenology was the most appropriate design for exploring the lived 

experiences of microbrewery business owners who shared an event or phenomenon. 
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Grounded Theory 

Grounded theory design is appropriate to generate or discover theories based on 

or grounded in data. Taylor and Bogdan (1998) explained grounded theory designs seek 

to learn new theories, concepts, or discoveries. Individuals who experience the 

phenomena provide context for new insights and theory. The grounded theory approach 

can be used to discover ideas, concepts, hypotheses, and propositions directly from data 

rather than prior assumptions, other research, or existing theoretical frameworks. In 

business research, a grounded theory design may determine product design or redesign. 

According to Creswell and Creswell (2018), the researcher collects data during the 

research study and feeds information back into the study to analyze theoretical 

frameworks. Grounded theory was not suitable for this research because a general 

concept emerges and creates original theories. The purpose of the study was to explore 

the phenomena of the lived experiences of microbrewer business owners. 

Ethnography 

Englander (2012) stated ethnographical researchers must become part of the 

cultural group to study their people. Zarif (2012) mentioned ethnographical research 

requires ongoing, time-consuming, and expensive observations of participants to evaluate 

individuals for data collection. Baines and Cunningham (2013) indicated ethnographical 

researchers study how behaviors, beliefs, and languages form patterns in a cultural or 

social group. An ethnographic design is appropriate when studying a group’s shared 

thoughts, actions, and experiences over time. 

Huo et al. (2014) said research is another qualitative method used to understand a 

specific group. The focus of ethnographic studies in different cultural settings in a society 
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is to understand the theory through human interactions. Yin (2014) mentioned studies 

with an ethnographic design include a high level of involvement and engagement with 

participants in their culture and environment. On the other hand, Stadler et al. (2013) 

mentioned the most significant drawback to the ethnography study is that observation can 

be costly and time consuming.  

Case Study 

Yin (2011) explained case study researchers explore experiences, reasons, or 

possible explanations for a phenomenon. Yin mentioned the case study approach is most 

suitable when the researcher conducts evaluations and determines what happened or why 

it happened. Moll (2012) explained case study research is most appropriate when 

studying a phenomenon in its natural setting. Petty et al. (2012) suggested researchers use 

case study research to understand a specific event using an individual, system, classroom, 

process, or clinic.  

Yin (2014) indicated researchers use the qualitative case study design to answer 

the why and how questions in a research study. A case study is appropriate for 

investigating real-life issues and current phenomena. Shekhar (2014) explained 

researchers augment the external validity of data to avoid observer biases using a 

qualitative case study design. Vohra (2014) mentioned researchers use case study to 

achieve a quality data context that strengthens and supports the study’s patterns.    

Narrative 

Merriam and Tisdell (2016) explained stories, also called narratives, have become 

a popular qualitative data source. The key to this type of qualitative research is the use of 

reports as data. Specifically, first-person accounts of experiences are told in story form. 
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Clandinin and Rosiek (2007) explained narrative inquirers study the individual’s 

experience in the world, stored in the living and telling. Narrative inquiry follows a 

recursive, reflexive process of moving from field-to-field texts to interim and final 

research texts and can be learned by listening, telling, living alongside, writing, and 

interpreting texts. Daiute (2014) mentioned the narratives found in interviews are stories 

that people share about their experiences and are constructed with a researcher.  

Phenomenology 

Researchers use a phenomenological research design to gather firsthand, 

otherwise invisible experiences from participants (Dowden et al., 2014). Phenomenology 

research involves the phenomenon’s essence, as the phenomena’s essential meaning 

comprises the participants’ lived experiences. The phenomenology research design was 

the most appropriate to interview the participants in this study. Phenomenological 

approaches seek to explore, describe, and analyze the importance of individual lived 

experiences (Marshall & Rossman, 2016). Phenomenology seeks to understand human 

experience to explore phenomena and how it is perceived and experienced by an 

individual in the phenomenological event.  

Robson and McCartan (2016) indicated a phenomenological design focuses on 

understanding how humans view themselves and the world around them. A 

phenomenological researcher focuses on the participants’ lived experiences. This study 

explored the application and implementation of business strategies during the first 5 years 

of business. The phenomenological research design was selected for this study because it 

provided insight into a phenomenon through personal experiences.  
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Participants 

Yin (2014) mentioned qualitative researchers should establish participant 

eligibility for useful data collection. Using eligibility criteria helps researchers select 

experienced participants who can provide them with valuable and relevant data. 

Researchers should ensure the potential participants are knowledgeable of the research 

topic. One strategy researchers use to gain participants is to rely on acquaintance network 

referrals (Shwed & Kalev, 2014). McAreavey and Das (2013) indicated it is appropriate 

and ethical for researchers to access potential participants by requesting permission from 

organizational gatekeepers. Gatekeepers are contact persons such as principals, 

administrators, and business owners, who allow researchers to access participants in an 

organization.  

Patton (2015) noted many researchers using the qualitative method rely on 

interviews with individuals with predefined characteristics. Kristensen and Ravn (2015) 

found that the selected interviewees could affect the researcher’s knowledge through a 

research study. The microbrewery business owners would only provide data from their 

viewpoints. Hagaman and Wutich (2017) pointed out the researcher would select the 

individuals who could provide information that would help answer the interview 

questions. The eligibility criteria for choosing the participants for this study were 

microbrewery business owners who set the strategies for their businesses and had been in 

the handcraft beer industry for 5 or more years in the Washington State Puget Sound 

region.  
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Population 

Washington State Craft Beer (n.d.) reported a population of 431 microbreweries 

in Washington State. The location of breweries considered for this study were found in 

the following regions: North Sound, Peninsula, Seattle and King, South Sound, South 

Western, Central, and Eastern Washington. Figures 6 and 7 provide a reference by 

brewery regions. 

 

Figure 6 

The Breweries 

 

Note. From “The Breweries” by Washington State Craft Beer, n.d., retrieved October 26, 

2020 (https://washingtonbeer.com/breweries/#). Copyright 2022 by Washington State 

Craft Beer. 
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Figure 7 

123 Microbreweries in Seattle and King County 

 

Note. From “Seattle and King County Breweries Locations” by Washington State Craft 

Beer, n.d., retrieved October 26, 2020 (https://washingtonbeer.com/breweries/brewery-

map.php?r=3). Copyright 2022 by Washington State Craft Beer. 

 

Business owners who set the strategy for their business were the most appropriate 

interview participants. The research population consisted of microbrewery business 

owners in the Washington State Puget Sound area, including the relevant participants. 

They provided their experiences and shared relevant details of being in business beyond 5 

years. 

The sample size of a study should reach the number of participants sufficient to 

meet data saturation standards, at which point the data become repetitive (Dworkin, 

2012). Researchers who utilize purposeful sampling should strive to select business 

https://washingtonbeer.com/breweries/brewery-map.php?r=3
https://washingtonbeer.com/breweries/brewery-map.php?r=3
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owners who provide sufficient information on the phenomenon under study (Evans & 

Buehner, 2011).  

Sample 

Dworkin (2012) claimed the sample size should reach the number of participants 

sufficient to meet data saturation standards, in which the data become repetitive. Data 

saturation occurs when the researcher uncovers no additional insights, themes, or 

perspectives related to the subject phenomenon (Suri, 2011). The sample size should 

reach the number of participants sufficient to meet data saturation standards. Evans and 

Buehner (2011) mentioned the researcher in purposeful sampling should strive to select 

participants who provide more information on the phenomenon under study.  

Qualitative sample sizes should be large enough to obtain enough data to 

sufficiently describe the phenomenon of interest and address the research question. 

Glaser and Strauss (1967) recommended the concept of saturation for achieving an 

appropriate sample size in qualitative studies. Creswell (1998) recommended five to 25 

interviews for phenomenological studies, and Morse (1994) suggested six interviews. 

This study included a purposeful sample of 12 microbrewery business owners who had 

operated for 5 or more years in the Washington State Puget Sound area. The first two 

microbrewery business owners were selected for the pilot study.  

The sampling technique for this study was purposive. Purposive sampling is a 

judgmental sampling technique used to select participants with experience or knowledge 

to provide rich information on a phenomenon of interest (Palinkas et al., 2015). Turner et 

al. (2014) mentioned the researcher uses purposive sampling because the selected 

participant can communicate experiences, qualities, and opinions in an eloquent, 
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expressive, and reflective manner. DeFeo (2013) suggested purposeful sampling allows 

researchers to intentionally sample a group of people who are most likely to have 

experiences and information about the research question under investigation. The 

researcher should select the most relevant participants who best serve the research 

objectives as part of the purposeful sample.  

Data Collection 

The purpose of the Brewers Association (n.d.) is to promote and protect U.S. craft 

brewers, their beers, and the community of brewing enthusiasts. The Brewers Association 

is a 501(c)(6) not-for-profit trade association. The association is an organization of 

brewers, for brewers, and by brewers. The Brewers Association created the website, 

crafbeer.com, which provides the option to search microbreweries by name, city, or state. 

Craftbeer.com offered the flexibility to select participants in seven regions in Washington 

State; for example, the Seattle and King County region displayed a total of 123 potential 

participant breweries (see Figure 7). 

This study included a sample of 12 microbrewery business owners who had been 

in business for 5 or more years in the Washington State Puget Sound area. The first two 

microbrewery owners were selected for the pilot study. The business owners were invited 

to participate via e-mail or telephone calls. The most popular approaches to data 

collection for qualitative research include participant observation, in-depth interviewing, 

and analyzing audiovisual materials and documents (Marshall & Rossman, 2016). The 

data were collected through a combination of telephone or virtual semistructured 

interviews where perceptions and experiences could be explored through the participants’ 

responses.  
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The researcher asked each participant the same questions in the same order to 

enhance the reliability of the study and gather data from the participating microbrewery 

owners about their experiences in changing, adapting, and managing their business 

strategies. Participants were used to check the data for accuracy (Merriam, 2014). It was 

requested for all microbrewery business owners to review their interview transcripts to 

ensure the validity of the study.  

The researcher in this phenomenological study conducted and concluded the 

participant interviews within 3 months and accounted for any additional follow-up 

interviews regarding verifiable confirmations. The first action the researcher took in the 

interview session was establish rapport with the participant (Smith et al., 2009). The 

participant needed to be comfortable with the researcher, know what the researcher 

wanted, and have trust in the researcher. Unless the researcher succeeded in establishing 

this rapport, they were unlikely to obtain good data from the participants. The researcher 

had to learn how to put the participants at ease with regard to asking them about their 

lived experiences.  

According to Smith et al. (2009), the interviewing process allows the researcher 

and participant to engage in a dialogue whereby initial questions are modified in light of 

participants’ responses. The researcher could then inquire about another interesting area 

that arises. A single interview is often not sufficient; a second interview allows for 

increased methodological rigor, as the researcher engages and connects with the 

participant for a longer time, allowing a deeper relationship to develop (Smith et al., 

2009). More than one interview provided opportunities for the researcher to confirm, 

clarify, and build on the information given in previous interviews. The second interview 
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with each participant was used to review the recorded information and discuss 

interpretation to avoid misinterpretation of the research during data transcription. 

Not all microbrewery business owners implemented the same strategies, nor were 

all strategies equally effective. By establishing rapport and using interview questions, the 

researcher elicited clear and detailed answers about the collaborative techniques used in 

microbrew businesses that succeed beyond the 5 years. Snyder (2012) recommended the 

use of electronic devices as a research tool. Using a recorder during the interview process 

ensured accuracy and aids in the transcription process. To ensure accuracy of the 

interviews, each participant received a copy of the transcript for review. The participants 

had an opportunity to provide feedback through transcript review, which supported the 

credibility of the results. Yun et al. (2013) mentioned protecting microbrewery business 

owners’ privacy is essential to comply with ethical research standards. The ethical 

protection process provides the notes and transcripts that do not contain personal 

identifiers and requires the researcher to keep raw and processed data locked in a safe 

box accessible only to the researchers. The researcher used fictitious names to disguise 

business owners’ identities and ensure confidentiality.  

Instruments 

Cooke (2014) ascertained the participant and the researcher’s interaction produces 

qualitative study data. Qualitative researchers who use semistructured interviews can 

explore perceptions and experiences through the participants’ responses. Rowley (2012) 

claimed the interview is the primary data collection source in a qualitative study. Qu and 

Dumay (2011) noted the researcher is the primary data collector and suggested 

semistructured interviews relax the participants and facilitate open dialogue with the 
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researcher. A semistructured format with open-ended questions is favorable in qualitative 

research. 

In their respective research studies, Gibson et al. (2013) described how the 

researcher provides each participant with a consent form outlining the study’s intended 

use, the purpose, and the interview risk. The consent form also explained the steps taken 

to protect participants’ businesses and keep personal identities confidential. 

Microbrewery business owners were not obligated to complete the interviews and could 

halt the interview process at any time. All printed materials, when not in use, were 

secured in a safe box. Once the research study concluded, all personal information and 

other sensitive materials used in the research were stored securely and will remain 

secured for 5 years. After 5 years, all records will be destroyed. 

Rubin and Rubin (2012) recommended defining the interview protocol (see 

Appendix A) before the interviews to ensure a common approach. The interview guide 

(see Appendix B) focused on reducing interview bias, maintaining organization, and 

providing all participants with the same questions in the same order. A protocol is 

essential for a qualitative phenomenological study design and helps researchers focus on 

the topic and ensure reliability (Yin, 2014).  

Pilot Study 

The purpose of the pilot study was to check for accuracy and modify the research 

questions. Yin (2014) recommended using a pilot test to refine the interview questions, 

data collection plans, and procedures. The data collection procedures were tested in a 

pilot study with two business owners to ensure the relevance and effectiveness of the 
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interview guide. The pilot study allowed the researcher to practice interviewing and 

analyzing data.  

Creswell and Creswell (2018) suggested conducting a pilot study to discover any 

specific issues with the adequacy of the interview questionnaire and develop a keen 

awareness of design, fieldwork procedures, environmental issues, or analysis procedures. 

The two-pilot study selection was to send invitations via e-mail and telephone calls to 

microbrewery business owners located in the Washington State Puget Sound area. The 

first two microbrewery owners were selected for the pilot study. The two pilot study 

participants were informed of the purpose of the study through the same methods for 

participants as the intended study. An introductory solicitation telephone call to the 

potential pilot participants was used to request participation in creating the study design. 

The interview questions were not included in the study results, and the pilot study 

was initiated to evaluate the interview questions used for the study. The pilot study was 

used to determine if the interview questions were valid and sequenced correctly. 

Interview questions for the actual research were not revised based on the responses from 

the two participants in the pilot study. The informed consent form (see Appendix C) and 

participant withdrawal form (see Appendix D) were sent to the two participants for the 

pilot study by e-mail or fax. Before, during, or after the interview, the pilot participant 

could choose to withdraw from the pilot study through a virtual meeting, telephone, fax, 

or e-mail (see Appendix E). None of the participants withdrew from the pilot study. 

Data Analysis Methods 

Phenomenological analysis seeks to understand the sense, essence, and nature of 

individuals’ phenomenon-based experiences and make them more straightforward 



  

 79 

(Patton, 2014). The primary source of data for this study comprised telephone or virtual 

semistructured interviews of microbrewery business owners. A qualitative study usually 

relies on inductive reasoning processes to interpret and structure the meaning derived 

from data.  

Thorne (2000) distinguished inductive from deductive inquiry processes to 

identify what counts as qualitative research. Once data were collected and organized, the 

next step was to code the information, where coding is the active process of identifying 

data as belonging to or representing some phenomenon. Primary coding begins with an 

examination of the data and assigning words or phrases that capture their essence. A 

code, in qualitative data analysis, is a word or short phrase that captures the meaning of 

the data (Saldaña, 2016). Coding can be used to protect the confidentiality of the 

participants and label participants with pseudonyms (Rowley, 2012).  

Text analysis software programs offer the ability to quantify qualitative data more 

efficiently (Firmin et al., 2017). Electronic assistance in qualitative coding has grown 

from using the function available in Microsoft Word and Excel programs to organizing 

and assisting with qualitative coding and memos. Professional researchers now often use 

qualitative analysis software, such as NVivo, to help manage, sort, index, arrange, and 

rearrange qualitative information data. Menter et al. (2011) mentioned once the material 

is coded, the software allows the researcher to systematically sort the material to ensure 

all relevant indexed pieces of text are included in the analysis process and minimize 

overlooking relevant information.  

According to Willgens et al. (2016), the phenomenological researcher should 

leave the reader with a strong grasp of what it is like to have experienced the stated 
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phenomenon. First, to fully capture the essence of a given phenomenon’s lived 

experience, researchers reject the reductionist perspective. Second, a hallmark of 

phenomenology is the concept of bracketing. Third, data collection included interviews, 

written self-reports, and other personal expression forms. Creswell (2013) mentioned 

minimally structured interviews with general questions offer a participant focus, although 

it is crucial to gather depth and breadth of the phenomenon under study. Fourth, data 

analysis allowed codes to emerge from the data rather than being preassigned. The 

researcher used the coding process to generate a description of the setting, people, or 

themes for analysis. These themes appeared as significant findings in qualitative studies. 

The phenomenological research should give the reader a firm grasp of what it is like to 

have experienced the stated phenomenon. 

This phenomenological study followed the 7-step process of Moustakas (1994) to 

identify patterns and themes in participant interviews. Step 1 was to transcribe each 

interview verbatim. During the horizontalization process, each interview was audio 

recorded and transcribed into a Microsoft Word document. Assignment of value to 

responses was equal in the horizontalization step. Step 2 involved a reduction to remove 

any insignificant data. In this step, excluding vague statements or comments not relevant 

to the experiences is necessary to manage the data. In the reduction phase, the removal of 

all irrelevant information from transcribed interviews occurs. 

According to Moustakas (1994), Step 3 is the clustering phase. The transcribed 

interviews were analyzed using commonly occurring phrases and recorded manually on a 

list. These phrases were grouped into nodes in a qualitative data analysis computer 

software. Step 4 was the process of validating the themes from the transcribed interviews. 
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A text query was conducted in the qualitative data analysis computer software to validate 

themes for the data collected. The text query identified commonly occurring phrases.  

According to Moustakas (1994), Step 5 included multiple reviews of transcripts. 

Step 6 was the structural description of the experiences of the participants. Step 7 was the 

final step. Themes emerged by carefully analyzing the interview data by mining key 

phrases and answers. This process was repeated and carefully analyzed by listening, 

manually transcribing, and reading interviews. The process yielded the thematic phrases.  

The researcher analyzed the qualitative data by coding and recoding the words 

and phrases. The researcher codified or grouped the data into emergent patterns, themes, 

and developed a coding scheme. The researcher performed initial coding to break the raw 

data into smaller, manageable data groups. The researcher applied axial coding by 

reviewing the data, linking data, reassembling data, and performing theoretical coding 

during the interpreting phase of data analysis. The researcher integrated the existing data 

into one group during the interpreting phase, from which themes emerged.  

Limitations 

Esmaeilzadeh et al. (2014) mentioned limitations are possible weaknesses the 

researcher cannot control. The focus in this context was the quality and depth of data 

collected compared to the quantity of data collected. A qualitative study incorporating 

participant interviews can be limited by potential participant bias and participants’ ability 

to recollect past performance events accurately. The researcher could mitigate bias by 

avoiding viewing data through a personal lens. Personal experience could often create 

bias and alter the research findings (Balzacq, 2014). Viewing data through a personal lens 
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is a form of bias, resulting in the misinterpretation of the meaning and shared experiences 

of the participants.  

Microbrewery business owners could feel discomfort disclosing information 

about their business’s failure or success and might not precisely recollect their experience 

in conducting business. Participants could feel uncomfortable or reluctant to reveal all 

business information necessary to fully evaluate the business strategies used to improve 

profits. Criteria for small businesses were limited to a minimum of 5 years of being in 

business. The requirement for 5 or more years in business excluded microbrewery 

business owners who successfully performed for fewer than 5 years or who changed 

owners and failed after the transference of operations. Researcher bias occurs when the 

researcher has personal biases or prior assumptions they cannot bracket (Onwuegbuzie, 

2003). This bias may be subconsciously transferred to microbrewery business owners to 

affect their behaviors, attitudes, or experiences.  

Delimitations 

Barratt et al. (2011) identified delimitations are the bounds and scope of the 

research study. The study was delimited to microbrewery business owners who had been 

in business for 5 or more years with fewer than 100 employees and who produce 15,000 

barrels of beer annually in the Washington State Puget Sound area. The study population 

consisted of 12 microbrewery business owners who had been in the handcrafted beer 

industry for 5 or more years. The first two microbrewery business owners were included 

in the pilot study.  

Onwuegbuzie (2003) outlined confirmatory thematic analyses can be conducted, 

in which qualitative replication studies are directed to assess the replicability of previous 
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emergent themes or test an existing theory when appropriate. The findings and results of 

the study may not necessarily generalize to other subjects, locations, or future periods.  

Role of the Researcher 

A researcher spends significant time identifying an appropriate method and design 

for a study by considering what approach may answer the central research questions. 

Patton (2015) mentioned the central figure’s role in a qualitative research study is to 

collect data through in-depth, open-ended interviews and written communications. The 

selection of data collection depends on the most appropriate approach to obtaining the 

data that would answer the research questions.  

Robson and McCartan (2016) stated the researcher must ensure the language of 

the questions is understandable and unambiguous to respondents. Randall et al. (2013) 

mentioned a qualitative researcher’s role involves interacting and collaborating with 

participants to understand the phenomenon of the study. Berger (2015) noted the 

relationship between a researcher and a research area is a researcher’s way of 

understanding participants’ perceptions. 

 A qualitative researcher is typically involved in the entire research process. It is 

critical for the researcher to clarify their role in the research process. The role of the 

researcher in the data collection process is to collect reliable and valid data to answer the 

research question (Anyan, 2013). The role of the researcher in this study was to collect 

data using semistructured telephone or virtual interviews, audio recording, and notes 

from interview observations to explore the successful strategies used by microbrewery 

business owners who had been in business for 5 or more years. 
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Ethical Research 

Yin (2014) mentioned the qualitative researcher could discover and refine 

concepts by addressing how, what, and why in the study. Morse (2015) explained a 

qualitative researcher has a dual mission of generating knowledge through rigorous 

research and upholding ethical principles and standards. In this study, the researcher had 

a moral obligation to the interview participants. The researcher honored any promises 

made to the participants on the data collected for the study. The researcher did not 

deceive the participants and had to demonstrate respect for all of them.  

Akhavan et al. (2013) recommended applying the 1979 Belmont Report, which 

provided ethical guidelines to mitigating any form of bias during the interview process. 

The three principles listed in the report focus on respect, beneficence, and justice. 

Researchers use the Belmont Report to respect participants’ decisions and apply ethically 

accepted research standards at all times. The researchers should not be affiliated with 

study participants to mitigate research bias and avoid viewing data through a researcher’s 

lens. Bell (2014) mentioned researchers should omit their viewpoints, rather than those of 

the selected participants, to avoid bias and generate a deeper understanding of the 

research topic. Yin (2014) pointed out researchers should be aware of the possibility of 

predispositions, personal assumptions, and values that affect the research environment 

during data collection and analysis.  

Morse and Coulehan (2015) mentioned data gathered during the research study 

remains confidential for privacy purposes. Protecting the study participants’ privacy, 

anonymity, and confidentiality was a core tenet of research ethics. To ensure 

confidentiality, the names of participants and their organizations were omitted from the 
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study. Electronic data are protected with passwords and hard copies will be stored safely 

for at least 5 years to safeguard participants. After 5 years, the documents will be 

destroyed to avoid privacy violations and data leaks.  

Quality of Evidence 

The discussion about the quality of evidence derives through research 

participants’ authentic lived experiences. The usage of truthfulness forms the basis of the 

research method. Qualitative research is incomplete absent an assessment of the 

significant components of trustworthiness, such as reliability, dependability, validity, 

credibility, confirmability, and transferability (Yin, 2014). Maintaining rigor in 

qualitative research is necessary for researchers to produce quality studies readers can 

trust. A variety of methods and processes were implemented to collect and analyze data. 

It is essential to conduct research that is valid and reliable and can be used in future 

research.  

Reliability 

Mariotto et al. (2014) mentioned the concept of reliability in a qualitative research 

study because if other researchers choose to follow the same research procedures, they 

will achieve results similar to what was received by the initial researcher. Grossoehme 

(2014) noted the reliability of a study is the ability of another researcher to replicate the 

task in a similar setting and obtain similar results. Leedy and Ormrod (2013) stated 

minimizing error and researcher bias are core objectives of qualitative research. 

Reliability does not guarantee validity. Without reliability, the likelihood of validity is 

limited.  
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Thomas and Magilvy (2011) described repeating the interview approach enables 

other researchers to replicate the design. The following six steps ensure the reliability 

process aligns with the interview questions: (a) develop the central research questions, (b) 

document and store the responses and related data, (c) request the participants review 

their respective transcripts, (d) secure the data to protect confidential information, (e) 

apply analytical approaches consistent with case studies, and (f) destroy the data after 5 

years. 

The researcher ensured the interview process was uniform and consistent with 

each participant to address dependability in the study. Harvey (2015) suggested follow-up 

member checking of data interpretation, which allows each participant to review the 

interpretation of the interviewer and enhance the dependability of a study. Munn et al. 

(2014) mentioned dependability and reliability are equivalent to the definition of 

consistency. Dependability is satisfied when the same phenomenon is addressed using the 

same design, procedure, and protocol resulting in a similar conclusion. To ensure the 

study results were dependable, the researcher followed the same research protocol for 

each interview, which also aided in the consistency of data. 

Dependability 

Dependability shows study results are consistent and replicable (Amankwah-

Amoah et al., 2018). Data are trustworthy if they have established trustworthiness. 

Researchers demonstrate dependability through an audit trail of reflexive and operational 

memos. Polit (2014) indicated researchers ensure dependability to minimize errors in 

their study. The researcher employed member checking by sending e-mails to review 

preliminary findings and interpretations against the raw data, ensured data validation, 
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reduced errors, and noted preconceptions in the research findings. Allen et al. (2014). 

Member checking is when researchers communicate the summary of the results and 

request feedback from participants.  

Houghton et al. (2013a) mentioned dependability often refers to the stability and 

the reliability of the data collected in a research study. Participants had an opportunity to 

validate the researcher’s interpretations from the content analysis to ensure the 

interpretations were valid. After data collection occurred through interviews, 

observations were completed.  

Korstens and Moser (2018) noted researchers defined dependability as the audit 

trail. Conney (2016) described dependability as the stability of research data based on the 

nature of the study. Researchers use dependability to describe the research methods 

process from the beginning to reporting their research findings. Moon et al. (2016) 

mentioned researchers use dependability to display and document consistency in the 

research findings, allowing readers to follow, audit, or critique the research findings. The 

researcher used data from each source to support the other data sources and strengthen 

the study findings. To ensure dependability, the researcher in this study followed an 

interview protocol and interviewed participants until data saturation was achieved. 

Computer software helped attain dependability because it provided a traceable coding 

process. 

Validity 

It is essential to document how one develops results (Elo et al., 2014). Readers 

should be able to follow the researcher’s analytical process to the results. Thomas and 

Magilvy (2011) mentioned validity relates to the accuracy of the research findings and 
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depends on the researcher’s trustworthiness. Street and Ward (2012) described validity as 

a measure of the reliability and credibility of the content of data-gathering vehicles, such 

as surveys and interview scripts, and the subsequent findings and results. Thomas and 

Magilvy proposed three criteria for testing qualitative research validity: credibility, 

transferability, and confirmability.  

Leedy and Ormrod (2013) mentioned validity concerns truth; provides affirmation 

that data collection was accurate; ensures findings, interpretations, and conclusions 

emerging from the research were factual; and accurately represents real-world 

phenomena. Leedy and Ormrod posited qualitative validity involves trustworthiness, 

credibility, and authenticity. Grant (2014) mentioned transferability in relation to the 

readers and future researchers is addressed by ensuring thorough assumptions and 

research content. The technique provides a generalization of the research findings so the 

reader and future researchers have the freedom to allocate the conclusion to another 

context or setting. The researcher included member checking, disclosing, and monitoring 

researcher bias and discrepant data to ensure validity. Member checks allowed 

participants to confirm interview summaries accurately reflect their experiences, feelings, 

and views.  

Credibility 

Cope (2014) recommended including audit trails to support credibility when 

reporting a qualitative study. An audit trail could include notes or materials the researcher 

used to arrive at assumptions or decisions. Data saturation was a critical component for 

establishing creditability. Walker (2012) mentioned a researcher confirms data saturation 
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when repeated data occur or when the researcher uncovers no additional insights, themes, 

or perspectives related to the subject phenomenon.  

Anney (2014) mentioned a qualitative researcher could establish credibility 

through prolonged and varied field experience, time sampling, field journals, 

triangulation, member checking, peer examination, interview technique, established 

authority as researcher, and structural coherence. Castillo-Montoya (2016) suggested 

qualitative researchers can enhance credibility of research by establishing a reliable 

interview protocol that contributes to the credibility of their research study. Conney 

(2016) noted peer debriefing, reflective journaling, extended engagement with research 

participants, persistent observation, and member checking are proper techniques and 

useful for establishing credibility. To ensure credibility, the researcher accurately 

reported data with replication and consistency. Engagement and open dialogue were 

essential for the credibility of research findings. The researcher encouraged openly 

discussing the phenomenon, thereby facilitating access to the experience while 

considering the participants’ realities. 

Confirmability 

Houghton et al. (2013b) mentioned maintaining an audit trail consists of a 

comprehensive collection of documentation on all aspects of research, facilitates an 

orderly and organized study, and ensures confirmability of the study. Urhuogo et al. 

(2014) mentioned ensuring confirmability involves using an audit trail and providing a 

detailed report of the data and a detailed interpretation of the data analysis. Another term 

for the audit trail is a recording log, maintained with detailed notes researchers use to see 

the sequence of events and changes in the information collected.  
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Describing how to derive interpretations and conclusions from the data 

established the trustworthiness of this study through the dependability, credibility, 

transferability, and conformability of the study findings. To ensure confirmability, the 

researcher in this study kept complete notes of the contextual background of collected 

data and rationales for all methodological decisions to help increase research rigor. 

Confirmability derives from audit trail accuracy promoted by the choices of this study. In 

the report portion of this study, the researcher illuminated confirmability by providing 

quotes from the participants. 

Transferability 

Hanson et al. (2011) stated research must be transferable. The transferability of a 

study relates to how the results of a study can be generalized or transferred. da Mota 

Pedrosa et al. (2012) claimed a researcher must provide detailed information about the 

design and findings to allow the audience to determine whether the study could apply to 

another possible research project. Transferability requires providing detailed, sample 

descriptions, and results can be used in additional contexts. Barratt et al. (2015) reasoned 

researchers ensure transferability through detailed descriptions and purposeful sampling. 

Detailed descriptions involved the researcher sharing the process they undertook to allow 

other researchers to replicate their work in various settings under similar conditions.  

Houghton et al. (2013b) mentioned the validity of qualitative research refers to 

how the findings are generalizable to other studies or more than one setting. Agostini et 

al. (2014) explained researchers could achieve transferability through data saturation, 

which also ensures the validity of a study. Ensuring data saturation involves completing 

the same findings through continuous interviews or interviewing until the data obtained 
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makes no further study contributions. Fusch and Ness (2015) confirmed reaching data 

saturation affects the quality of study findings and, subsequently, the credibility and 

validity of the study. Agostini et al. pointed out data saturation is not dependent on the 

quantity of the data collection, but on the quality and depth of the data. To ensure 

transferability, the researcher provided additional details in the various appendices to 

enable future researchers to expand on the current study. The researcher also included 

detailed explanations of the research processes and provided procedures. Explanations 

were provided to explain why certain methods and resources were selected and used in 

this study.  

Summary 

The purpose of this phenomenological study was to explore the phenomenon of 

the lived experiences of microbrewery business owners located in the Washington State 

Puget Sound area to analyze if the findings contributed to future sustainable businesses. 

The researcher selected business owners by implementing criterion sampling. Interviews 

were the main instrument for collecting data from business owners. The interview 

instrument consisted of 17 open-ended interview questions aligned with the three 

research questions. Data analysis involved using the transcripts of the recorded 

interviews, and the researcher created codes to find significant statements and related 

themes from the transcripts. The themes were generated to answer each research question 

for this phenomenological study and were based on meaningful statements.  

Chapter 4 provides data collection, coding, analysis, and results obtained from 

diverse data themes. Chapter 4 contains the findings that described and explained the 

lived experiences of microbrewery business owners who sustained business for 5 or more 
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years. The research goal was to explore the applications and implementation of business 

strategies microbrewery business owners have used to stay operational for 5 or more 

years.  
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CHAPTER 4: FINDINGS 

The purpose of this qualitative phenomenological study was to explore the 

application and implementation of business strategies microbrewery business owners 

have used to stay operational for 5 or more years. A microbrewery business owner’s 

sustainability strategy is the unique quality that sets a microbrewery business apart from 

all other microbreweries. Microbrewery business owners need to allocate their limited 

resources to activities that enhance their business strategies. 

 A challenge for microbrewery business owners is identifying business strategies 

that maximize their energies and resources to sustain business beyond 5 years. The 

business strategies are how the business owners align themselves with their environments 

to create and maintain a competitive advantage. 

Chapter 4 describes the research study results conducted among microbrewery 

business owners in the Washington State Puget Sound area. The researcher focused on 

significant themes that emerged from the coding and analytical processes of the data 

generated from participant interviews. Chapter 4 consists of the research questions, pilot 

study, data collection, participant demographics, data analysis, and presentation of the 

findings. Chapter 4 concludes with a summary statement that encapsulates the essence of 

the chapter. 

Pilot Study 

Qualitative research does not use statistical methods for testing questions for 

validity. A qualitative researcher typically uses a field test of the instrument. The pilot 

study results aided the research efforts by providing valuable information. Once the 
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Institutional Review Board Certificate of Approval was received, the pilot study was 

scheduled and conducted. 

The first two microbrewery business owners interested in participating in the 

research were selected for the pilot study. A pilot study was initiated to pretest the 

interview questions used for the study. After explaining the study parameters and intent, 

the microbrewery business owners signed the informed consent form (see Appendix C) to 

participate in the pilot study. After signing the informed consent letter, each pilot study 

participant received the interview questions via email and then participated in a telephone 

interview. To ensure confidentiality and participants’ privacy, their names were replaced 

with pseudonyms, PS1 and PS2. The two pilot study participants indicated viewing the 

interview questions during the telephone interview resulted in a more precise 

understanding of the questions and the study. The pilot test participants confirmed the 

interview questions and protocol would provide sufficient data to understand the 

application and implementation of successful business strategies. 

Before, during, or after the interview, the pilot participants could withdraw from 

the pilot study through notification by telephone or email. After the pilot study was 

completed, the two pilot participants provided feedback to help identify questions or 

processes that were vague or difficult to answer. The researcher found there were no 

changes necessary to the open-ended questions. Responses from pilot study participants 

were not included in the study. The pilot study was essential to validate the research 

questions for reliability. The approach ensured the questions were relevant, open ended, 

and semistructured to collect data.  
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Data Collection 

Although age, education, gender, or race did not associate with the criteria for 

study participant selection, the participants revealed how each of these categories 

contributed to the success of their businesses. The participants met the research criteria of 

operating a business for 5 or more years, setting the strategy for their business, and 

having their business based in the Washington State Puget Sound area. The participants 

were microbrewery business owners who credited their tenacity, business relationships, 

training, and longevity in business as instruments that have brought them business 

success. 

The researcher contacted microbrewery business owners via email to invite them 

to participate in the research. The researcher explained to prospective research 

participants the informed consent (see Appendix C), which participants carefully 

reviewed, understood, and signed the consent form. The researcher conducted 10 

semistructured telephone interviews with microbrewery business owners in the 

Washington State Puget Sound area. The use of telephone interviewing allowed for the 

capturing of lived experiences and information shared by the participants. The interview 

process followed a scripted guide (see Appendix A) for ease of transition and 

consistency. Included in the interview was the opportunity for participants to provide 

comments after formal questions. Each interview ranged from 30–45 minutes in length. 

To ensure confidentiality and the participants’ privacy, their names were replaced with 

pseudonyms: P1, P2, P3, P4, P5, P6, P7, P8, P9, and P10.  
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Demographic Information 

All participants were male owners who set the strategy for their business. They 

were involved in their business operation and started in the Washington State Puget 

Sound area. One (10%) participant started three businesses, one (10%) participant started 

two businesses, and eight (80%) participants had one business. Eight (80%) participants 

reported Caucasian ethnicity, and two (20%) were Hispanic. The highest level of 

education was one participant (10%) with a Juris Doctor (JD) degree, four participants 

(40%) with a master’s degree, three (30%) with a bachelor’s degree, one participant 

(10%) with high school diploma, and one participant (10%) with an associate’s degree. 

Table 1 provides the demographic questions, which included years in business, number of 

employees, age, gender, education, and ethnicity. 

 
Table 1 

Participant Demographics Owners Section 1 

Participant Years in 
business 

Employees Age Gender Education Ethnicity 

P1 5 4 52 Male Master’s degree Caucasian 
P2 7 3 51 Male Bachelor’s degree Caucasian 
P3 7 3 52 Male Bachelor’s degree Caucasian 
P4 8 12 51 Male Master’s degree Caucasian 
P5 7 12 43 Male Juris Doctor degree Caucasian 
P6 7 2 38 Male Master’s degree Hispanic 
P7 31 5 58 Male Bachelor’s degree Caucasian 
P8 8 2 45 Male Associate’s degree Caucasian 
P9 25 None 56 Male High school 

diploma 
Caucasian 

P10 5 None 39 Male Master’s degree Hispanic 
 

The 35–40 age group consisted of two participants (20%), the 41–45 age group 

consisted of two participants (20%), the 50–55 age group consisted of four participants 
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(40%), and the 56–60 age group consisted of two participants (20%). Two (20%) 

participants reported 12 as their average number of employees, one participant (10%) 

reported five employees, one participant (10%) reported four employees, two (20%) 

participants reported three employees, two (20%) participants reported two employees, 

and two (20%) participants did not report any employees in their business. One 

participant (10%) had 31 years of experience, one participant (10%) had 25 years of 

experience, two participants (20%) had 8 years of experience, four participants (40%) had 

7 years of experience, and two participants (20%) had 5 years of experience. Table 2 

provides the demographic questions that included current business involvement, how 

many businesses the participants started, and their business locations. 

   

Table 2 

Participant Demographics Owners Section 2 

Participant Current involvement in the business Started 
businesses 

Location 

P1 Business operations manager and master 
brewer 

1 Gig Harbor, 
WA 

P2 Business operations manager and master 
brewer 

1 Arlington, WA 

P3 Business operations manager and master 
brewer 

1 Blaine, WA 

P4 Business operations manager and master 
brewer 

1 Marysville, WA 

P5 Business operations manager and master 
brewer 

2 Seattle, WA 
 

P6 Business operations manager and master 
brewer 

1 Edmonds, WA 

P7 Business operations manager and master 
brewer 

1 Arlington, WA 

P8 Business operations manager and master 
brewer 

1 Marysville, WA 

P9 Business operations manager and master 
brewer 

3 Stanwood, WA 

P10 Business operations manager and master 
brewer 

1 Snohomish, 
WA 
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Data Analysis 

Upon completion of the data collection and data organization phase, the 

researcher began data analysis. Analyzing and interpreting the qualitative data helped 

bring order and understanding to the data and to answer the research questions. The 

interview questions (see Appendix D) were reviewed before the data analysis process, 

and interview recordings and researcher notes were reviewed. After the telephone 

interviews were complete, data were analyzed logically and sequentially to identify the 

findings and to capture the significance of the study. The researcher analyzed and 

interpreted the interview data relative to the problem and research questions.  

By codifying (i.e., grouping) data into emergent patterns and themes, the 

researcher developed a coding scheme. The coding scheme helped identify emerging 

patterns and themes harmonious with the research questions, interview questions, and 

problem statement. The researcher applied axial coding and theoretical coding methods in 

the research.  

A combination of manual and software-based techniques was used to organize 

and link responses. Keywords and phrases were identified relating to a specific interview 

question by examining each response to that question within each interview. NVivo 

qualitative data analysis software was used to assist in the data analysis process. NVivo 

grouped the responses, enabling the identification of recurring keywords and phrases 

across participants. Figure 8 represents word frequency results in NVivo software. 
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Figure 8 

Word Frequency 

  

 

Note. A word cloud is a word frequency query to help find commonly used words and 

phrases. Word cloud is excellent for visualizing unstructured text data and getting 

insights on trends and patterns. 

 

Coding is a fundamental task in most qualitative projects. Coding the interviews 

files concentrates on references to a specific topic, theme, person, or other entity. NVivo 

allowed coding all interview files and brought the references together in a single node. 

The coding process brought the researcher closer to the interview data and facilitated 

queries and visualizations, creating connections between themes.   

Identifying common themes and making interpretations is a critical step of the 

phenomenological data analysis process. A researcher deduces interpretations based on 

the common patterns or themes identified and links them to the study’s purpose.  
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Presentation of Findings 

The participants had a significant role in the daily operations of the brewery. 

Participants did not describe their day-to-day presence as the result of their inability to 

pay for management staff, but instead attributed it to their drive for their business 

survival and success. Participants perceived their daily presence as a strength of their 

business, and in some cases, their presence was an expectation of their customers. 

Participants demonstrated strong leadership skills brought new ideas and solutions to the 

organization that influenced performance.  

Although each participant discussed their strategy for business sustainability over 

competitors, each took a different approach early in their business formation to create a 

unique business niche that has allowed sustainability beyond 5 years in business. Four 

themes emerged from the participant’s responses to the interview questions. 

Research Question 1 

Research Question 1 asked: What business strategies have business owners used 

to keep microbreweries open for 5 or more years? To answer Research Question 1, 

participants were asked to answer six questions about starting a business, the role of any 

professional advisors, business strategies, barriers incurred while implementing 

strategies, and strategies in place to sustain the business. 

Theme 1: Customer Experience is Key to Exceeding Customers’ Expectations 

The first theme to emerge was the need for microbrewery business owners to 

provide excellent customer service to their customers, as 100% of the participants 

mentioned customer satisfaction as an essential component of building a sustainable 

microbrewery business beyond 5 years. Establishing trust with customers, suppliers, 
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vendors, employees, and other industry professionals is one key component of building a 

sustainable small business.  

A solid connection to the community was an overarching theme described by 

most participants. Most participants stated they took time out of their busy schedules to 

get to know their customers personally whenever possible. There must be a belief at the 

core of a microbrewery business owner that drives them to impact people’s lives in one’s 

society, community, and environment.  

Providing customers with the products they want and ensuring they stay loyal and 

come back regularly is essential to remaining profitable. This statement supported the 

existing body of literature that indicated microbrewery business owners acknowledge, 

understand, and implement this customer loyalty into their products by manufacturing 

customers’ specific demands to stay competitive. The participants stated the following: 

P1. Began with the customer experience in mind.  
P2. Good management of money and people, and care for the customers. If the 
customers know that you care and want the best for them, they will continue to 
come back.  
P3. Primarily, we tried to focus on relationships with our customers, both 
wholesale and retail.  
P4. Establish what you are willing to risk, build a business that supports itself, and 
focus on meeting and exceeding customers’ expectations.  
P5. Engage customers consistently across multiple touchpoints. Culling bad 
regulars [people who turn off other customers] is difficult, but it’s helped us grow.  
P6. Customers expect transparent communication. Businesses lose potential 
customers because they fail to implement transparency practices. 
P7. Provide excellent care and excellent customer service. 
P8. Rely on social media to develop a customer-based, word of mouth, 
implemented mug club to get a sense of community. 
P9. Excellent customer service and repeat business. Customers recommend your 
business. Profitability! 
P10. People are unpredictable and unique. No strategy can predict how people 
will text, but they help identify contingencies that might be worth putting in place. 
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Business owners described doing more than customers expected, trying harder, and going 

above the norm. Customer service is a key attribute many customers value more than the 

price or quality of the product. The participants were successful in meeting the 

expectations of keeping their customers updated and following up with them. Customer 

experience developed loyalty with customers, who eventually became the best brand 

advocates.  

Additionally, customer service experience was one of the strategies most 

participants suggested as helping to sustain profitability beyond 5 years. Participants 

shared their customer service experiences for their respective businesses. Developing 

good customer relationships and maintaining those relationships is a significant challenge 

for the participants, but doing so produces substantial rewards. A good customer 

relationship is sustainable if it permeates the business. The participants identified the 

importance of not losing sight of why the business exists. Customers are at the core of the 

microbrewery business.  

Theme 2: Passionate Business Owners Love What They Do 

The more passionate a person is about their passion, the more sentimental they 

will be about achieving their business goals. Passion drives microbrewery business 

owners to generate enough revenue to create escape velocity from the startup to the 

sustaining phase. Passion was at the root of the successful microbrewery business owners 

in this study, because they noted they enjoy what they do, what they offer, and the impact 

of their efforts. The participants stated the following: 

P1. A coach advised me to do what I love. 
P2. We had been making beer at home for around 20 years and enjoyed the 
hobby.  
P3. I founded the brewery out of my passion for brewing.  
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P4. We started our business to fulfill our dream to create a place for people.  
P5. My business partners and I worked hard to achieve what we wanted. 
P6. Inspired to do what I like to do. 
P7. Inspired by family. 
P8. We have a passion for brewing.  
P9. Converted a hobby into an income source. 
P10. Strong desire for a brewery.  
 

According to participants, passion gave them a powerful edge they have used to stay one 

step ahead of their competitors. Passion denoted the drive, ambition, and love for what 

participants have created with their breweries. Passion provided participants with a very 

special view of the craft beer industry others often do not see.  

Research Question 2 

Research Question 2 asked: How have business owners implemented business 

strategies to keep microbreweries open for 5 or more years? To answer Research 

Question 2, participants were asked to answer six questions about business development 

methods, characteristics of a well-managed business, lessons learned about implementing 

business strategies, barriers encountered, reviews and changed business strategies, and 

advice to new or struggling business owners trying to stay in business. 

Theme 3: Business Strategies Build Foundations to Sustain Business 

Participants made a strong case for developing and maintaining strategies in place 

to sustain their businesses. When asked about implementing business strategies, 

microbrewery business owners acknowledged planning improved their business 

performance. The participants stated the following: 

P1. A strict budget. Cash flow cannot be endless.  
P2. Any business strategy has evolved from reading books and setting up systems 
to comply with reporting requirements. 
P3. Our vision, and subsequently our strategy, were primarily born of the apparent 
opportunities and constraints of opening and operating a microbrewery.  
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P4. Our business strategy resulted from many years of documenting what we 
eventually wanted to have for a business, combined with extensive market 
research in industry trends.  
P5. Direct-to-consumer sales. 
P6. I just began the business with the hope of building up clientele and growing 
the business.  
P7. Bought the place and kept the existing strategy. 
P8. Ask other brewers, do not have a business background. 
P9. Business plan, including financial and marketing. 
P10. Selected it by analyzing competitors in the region. Identified unique gaps 
that needed to be filled. 
 

The participants started their businesses from their passions and through taking risks to 

seek opportunities. The creation of business strategies resulted in strategizing from a 

systematic perspective and identifying key elements. Identifying the elements resulted in 

a focus on the capacity to connect with their goals, visions, and competencies. 

After analyzing the semistructured interview data, the researcher identified three 

comprehensive subthemes: The importance of business planning, marketing planning is 

designed to generate a positive return on investment, and financial planning provides 

meaning and direction in achieving goals. Participants articulated the significance of 

business planning to start, grow, and maintain a successful business.  

Importance of Business Planning. Planning is essential to successfully 

implementing strategies to improve business performance, because it increases client 

retention and profits for business success. Business planning requires core skills to meet 

the goals of the business owner. Participants explained microbrewery business owners 

should consider using a systematic approach to gain long-term business success. 

Strategies necessary to meet business objectives through business planning entail 

conducting effective internal and external research, considering appropriate alternatives, 
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applying effective communication, implementing appropriate strategic activities, and 

monitoring all facets connected to the business’s success.  

An effective business plan can help microbrewery business owners determine 

potential risks and weaknesses and formulate a plan to capitalize on their inherent 

strengths and market opportunities. Business sustainability is driven by microbrewery 

business owners who can identify key business opportunities, formulate a plan to take 

advantage of the opportunities, and implement the appropriate strategies to capitalize on 

identified opportunities. Participants agreed on the importance of business planning and 

the revision of business goals to accommodate for change. Participants stated the 

following: 

P1. It’s all about accountability.  
P2. Developing our business plan has involved free advertising [e.g., social 
media], merchandise sales to keep our brand out there, and saving money for 
future expansions. 
P3. Our business plan focuses on relationships with our customers. We also 
focused on creating opportunities for cross-promotion with our vendors and 
customers.  
P4. Our main business planning was creating and building a loyal following 
through excellent product and association with elevated craft beer experiential 
establishments. 
P5. We know what our strengths are and devote time to our community.  
P6. I didn’t have an overall plan, more of a learn about something of my interest 
and make a business out of it type of deal.  
P7. Community involvement via service groups, meet as many people as possible. 
P8. Rely on social media to develop a customer-based, word of mouth, 
implemented mug club to get a sense of community. 
P9. Developed short- and long-term goals: Startup goals, first 6 months’ plan and 
goals, 1–3-year plan, and 5 years and beyond plan. 
P10. Customer reviews, employee reviews of the business, and previous 
employer’s lessons learned, cost of goods tracking, and competitor analysis. 
 

A good business plan helped participants focus on the specific steps necessary to make 

business ideas succeed. It also helped them achieve short-term and long-term objectives. 

Building a business plan allowed participants to make some of their critical business 
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decisions ahead of time. Business planning helped the participants broadly understand the 

competition and the market they were operating in, including consumer trends and 

preferences, potential disruptions, and other insights that were not always plainly visible.  

Marketing Planning is Designed to Generate a Positive Return on 

Investment. Participants indicated they used advertising as a strategy in sustaining their 

business beyond 5 years. Many described using public relations and an internal 

advertising group to create specific marketing strategies to target different demographics. 

They also noted marketing strategies related to product awareness, market share, and 

profitability are the key control strategies for microbrewery business owners to improve 

performance and sustain their businesses. 

Participants agreed knowing and understanding the business environment allowed 

them to prepare for seasonality and other challenges. By conducting market research, 

participants expressed they were able to understand market trends and competitors, 

identify potential customers, advertise, and provide products customers want. Knowing 

the target market improved marketing strategies for product awareness, market share, and 

profitability, all of which are essential for well-managed business performance. The 

participants stated the following: 

P1. I determined who my target customers were and then researched the best 
methods to reach these customers and then built a marketing plan to reach target 
customers.  
P2. Good marketing management and care for the customers. If the targeted 
customers know that you care and want the best for them, they will continue to 
come back. 
P3. You also need to be able to adapt to competition and consumers without fully 
compromising that vision. I learned something, applied what I learned, and feel 
proud of the results. 
P4. The main characteristics of a well-managed small business revolve around the 
business owner being honest with the current situation, potential future 
developments, and staying true to their established marketing plan.  
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P5. Clear lines of communication; shared short-, medium-, and long-term goals; 
good relationships with vendors; and respect for the community. 
P6. Every winter, I spend a couple of weeks examining data and plotting an 
introductory course for production and marketing for the following year. 
P7. Policies and procedures. This works well for employees, as they know what is 
expected of them and makes their life easier. Sometimes, we need to quickly 
change our marketing plan to provide consistent service for our targeted 
customers.  
P8. Constantly reevaluating, but need to improve marketing and sales aspect of 
the business.  
P9. Set goals for marketing, follow-up contacts, and product development. 
Targeted customers and researched how to approach these customers and build a 
marketing plan to reach target customers.  
P10. Great customer service, great product and service line. Great marketing 
business planning. Great marketing skills or staff to maintain the business size 
within size appropriate for the market demand. 
 

Participants specified they conducted market planning and research to understand 

business trends and customer needs. Conducting market research allowed the participants 

to design marketing products to specific demographics and conduct regular market 

research to survey the market to prepare and adapt to changes. Market planning guided 

the participants in scouting their direct competitors and looking for suppliers to acquire 

quality products at the best prices. 

Financial Planning Provides Meaning and Direction in Achieving Goals. 

Capital and financial management procedures can aid in the sustainability of a small 

business. During the interviews, participants mentioned proper funding or financial 

management strategies as a critical component of building a sustainable business. 

Effective planning of financial resources contributed to achieving small business 

goals and involved the participants’ abilities to secure or obtain access to lines of credit, 

personal savings, or owner financing. A critical factor for the participants’ success was 

having access to financial resources or capital. The participants expressed challenges with 

acquiring capital or funding from banks. The participants discussed their considerations 
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of other measures that required varied planning stages to facilitate securing financial 

resources to start and maintain their business. The participants stated the following: 

P1. I’ve been planning for approximately 7 years. We haven’t borrowed money to 
start this venture. I felt it best to invest what we could lose. 
P2. Initially, we used all the money from sales towards ingredients and upgrades 
to space.  
P3. Direct to consumer sales. Wholesale relationships. We worked closely with 
buyers and owners at our wholesale accounts to relay our story.  
P4. We were cautious not to take on large bank loans that would have made the 
jump possible, as we did not want to be controlled by our debt. The result was 
highly long hours and lots of sacrifices, but it paid off immensely.  
P5. We took on debt from a friendly lender. We hired experienced bartenders who 
understood the importance of cultivating regulars. 
P6. Keep expenses at a minimum, offer the product to friends, family, and friends 
of friends.  
P7. Developed a financial plan to reach goals faster. Established what we are 
willing to risk. 
P8. Commodity from other brewers. 
P9. Financial stability, because you have costs and sustainability costs before you 
begin turning a profit.  
P10. Penny pinching. We need to balance food and drink offerings. 

  
Financial planning helped participants to determine whether they were on the right track 

to achieve their business goals and overall financial success. Participants applied 

financial planning to assess the financial situations of their business, establish short-term 

and long-term goals, and create a strategic plan to achieve the goals. Financial planning 

helped the participants make informed and better decisions by clearly identifying the 

business’s goals and the actions to attain such goals.   

Research Question 3 

Research Question 3 asked: What has impacted the business owners’ business 

strategies to keep the microbreweries open for 5 or more years? To answer Research 

Question 3, participants were asked to answer five questions about critical factors that 

contribute to success, types of failures encountered, characteristics of business owners, 
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effectiveness of strategies, and concerns regarding the sustainability of the business. 

Financial planning largely helped participants determine whether they were on the right 

track to achieve their business goals and overall financial success. 

Theme 4: Internal and External Factors Influence Business Sustainability 

The participants highlighted several obstacles that could contribute directly or 

indirectly to a high failure rate within 5 years of business. Several internal factors 

required consideration when starting and keeping a vibrant and sustainable business. 

Internal factors included but were not limited to the participants’ education, experience, 

financial resources, competition, growth opportunities, and the attendant risk of 

maintaining their businesses. Participants explained flexibility and vision were crucial in 

their thought process to increase success and mitigate failure. Participants stated the 

following: 

P1. I think failure is a strong word. I don’t look at it as a failure. I see it as a 
branch or sequel, and I’ve likely planned a route back to the plan from there.  
P2. There have been purchases that weren’t necessarily needed and beers that 
didn’t turn out right.  
P3. Overconfidence and stubbornness in focusing solely on a niche product have 
been a humbling experience.  
P4. We have experienced countless failures during our existence, but thankfully, 
none have been too catastrophic to recover from them. We believe that it is 
because of our willingness to try and fail in some things as we continue to work 
toward our ideal that we have experienced growth and success.  
P5. We had a terrible handyperson who cost us thousands of dollars before we 
caught on to their ineptitude. Trusting the wrong person can be expensive and 
destructive. 
P6. I don’t like to call them “failures” but rather, see them as lessons learned. I’ve 
learned that having a support system is essential. In addition, management is 
critical. Need to have your plan and be able to adapt as necessary.  
P7. Investing in advertising and marketing plans that were expensive and not 
fruitful. 
P8. Get ahead of ourselves; three distributors, we did not know what we were 
doing did not work out. The second distributor did not work out. Not a failure, 
consider as a learning opportunity. 
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P9. Attempting to manufacture too many different products instead of focusing on 
a few highly desired products. I needed to scale it back. Lack of use in the social 
media and other modern marketing methods arena. Lack of marketing skills. 
P10. Failed to vet employees properly. Use of hiring services and referrals is of 
value. 

 
Participants expressed a strong belief in preplanning and long-term preparation for their 

businesses as a strategy to increase probability of success. Business planning includes 

strategies that address external factors that could impede a business’s success and 

continually address these external factors. Some participants overlooked or did not 

emphasize critical considerations when developing strategies to maintain their businesses, 

which, if not addressed, could have impeded the goal of achieving a successful business. 

Participants stated the following:  

P1. I spent 20 years in Special Forces, which gave me a diverse set of problem-
solving skills and the ability to understand social situations quickly.  
P2. We make very good beer and focus on the customer experience. We are also 
very responsive to our distribution accounts, as we count them as customers too. 
P3. Timing: We opened when there were half as many breweries in the United 
States and half as many breweries in the Bellingham area. So much less 
competition for people’s attention.  
P4. The most significant factor contributing to our success is the culture of care 
and belonging that our guests feel when they visit.  
P5. I have been planning for approximately 7 years to focus on quality beer and 
customer service. Years of experience in the industry. Honest enthusiasm about 
all aspects of the business. 
P6. Family business! Having people who care about the business go out of their 
way to do the hard work required to keep the business open.  
P7. Showing up. Putting in the time and effort to be successful. Emulating the 
success of others. Not always trying to reinvent the wheel. 
P8. Passion, dedication, good product, time management. 
P9. Networking with other business owners and customer markets. Sticking with 
your business plans and goals. Reevaluating your business plan and goals with 
changing markets and events. 
P10. Work ethic, uniqueness, and good employees. 

 
Changes in the modern microbrewing industry are so frequent that every change brings 

many new challenges. Participants described needing to be vigilant about these changes 
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to gain success in the beer industry. The relationship between internal and external 

factors is an intimate one. After all, internal factors are strongly affected by external 

factors. Businesses in the craft beer industry depend on various external factors when 

deciding which strategies to employ. If a competitor creates a superior product, the focal 

strategy may involve matching or surpassing the created product.  

Brewing is the process of making beer. The four main ingredients of beer are 

grains, water, yeast, and hops. As beer is mostly water, the composition of the brewing 

water can affect the quality of beer. According to Galloway and Timmons (2022), 

brewing water should be clean and odorless. Access to water is not the brewers’ only 

concern. As many beer businesses grow, municipal water systems struggle to handle 

highly concentrated brewery wastewater, which can be harmful to watershed and local 

ecosystems. In the United States, there are more breweries in operation than in the last 

150 years. As the industry grows to record levels, brewers across the country make 

business decisions based on resource management. Quality of water is critical to brewers. 

Breweries everywhere spend thousands of dollars to test water quality to ensure their 

primary ingredients produce a product beer drinkers adore.  

The beer supply chain requires a system of crucial steps taken from recipe 

conception through production, brewing, bottling, and delivery to the consumer. Beer, 

like any other product, follows the rule of supply and demand; yet, the brewing process 

can be complicated, and so too is the beer supply chain. The beer industry is experiencing 

a scarcity of hops due to adverse weather, bush fires, and other environmental events. 

With rising temperatures reducing soil moisture and droughts exacerbating water 

shortages, climate change poses a real threat to the availability of raw materials necessary 
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to the beer supply chain. Additionally, the price of ingredients for beer and aluminum 

cans has skyrocketed due to supply chain issues throughout the world.  

Summary 

Participants had the opportunity to articulate the application and implementation 

of business strategies to sustain business beyond 5 years. A pilot study was initiated to 

pretest the interview questions used for the study. The pilot test participants confirmed 

interview questions would provide data to explore research to understand the application 

and implementation of business strategies. The pilot participants were excluded from the 

final study sample, and the researcher did not find necessary changes to the open-ended 

questionnaire.  

The 10 participants met the research criteria of microbrewery business owners 

who credited their tenacity, business relationships, training, and longevity in business as 

instruments that have brought them business success. A combination of manual and 

software-based techniques was used to organize and link interview responses from the 

participants. Keywords and phrases were identified relating to a specific interview 

question by examining each response to that question for each interview. Four themes 

emerged from participant’s responses to the interview questions. These themes aligned 

with the literature on effective business strategies.  

Chapter 5 provides conclusions gleaned from the research that help explore the 

application and implementation of business strategies to sustain business beyond 5 years. 

The researcher lists a review of the themes developed from participants’ responses to the 

17 interview questions. Chapter 5 includes interpretation of results, application of 
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findings and conclusions to the problem statement, application to business, implications, 

recommendations for action, recommendations for further research, and a summary.  

  



  

 114 

CHAPTER 5: CONCLUSIONS AND RECOMMENDATIONS 

Microbrewery business owners strive to identify effective strategies to sustain 

business beyond 5 years. The practical application of the research findings would 

encourage microbrewery business owners to consider the value and benefit of applying 

and implementing business strategies. The information gained from the research could 

potentially guide microbrewery business owners to reduce their risk of failure and 

increase their opportunity to sustain business beyond 5 years. 

Successful business owners recognize the need to improve their strategies and are 

receptive to change (Herlina et al., 2019). The practical application of the research 

findings encourages microbrewery business owners to consider the value and benefit of 

applying and implementing business strategies. An increase in the success rate of 

microbrewery businesses serves to create positive social change by increasing jobs, sales 

revenue, tax revenue, and reducing the unemployment rate.  

Chapter 5 includes a detailed discussion of each theme as first compared to the 

related literature discussed in Chapter 2 to answer each research question. Chapter 5 

consists of interpretation of results, application of findings and conclusion to the problem 

statement, application to business, implications, recommendations for action, and 

recommendations for further research. Chapter 5 concludes with a summary statement 

that encapsulates the essence of the chapter. 

Interpretation of Results 

The research results indicated themes identified in Chapter 4 were business 

strategies used by owners to sustain business beyond 5 years. Data from Chapter 4 are 

interpreted in Chapter 5 to answer the three research questions.  
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Research Question 1 

 Research Question 1: What business strategies have business owners used to keep 

microbreweries open for 5 or more years? 

Theme 1: Customer Experience is Key to Exceeding Customers’ Expectations  

All participants agreed customer satisfaction was an important component of 

building a sustainable business. The responses provided by participants revealed 

customer experience has been a key ingredient in the sustainability of their businesses. 

McDowell et al. (2016) identified the necessity of building relationships between strategy 

and business performance, implying small business owners must implement effective 

planning. Building a relationship is relevant to improved business practice because 

understanding this strategy can affect every business owner’s ability to sustain their 

businesses.  

Participants suggested offering good service to sustain customer loyalty and 

create word-of-mouth advertising. Microbrewery business owners should pay close 

attention to the service component in business operations. The premises of strategic 

entrepreneurship are advantage-seeking and opportunity-seeking behaviors to stay 

competitive and improve business performance (Ireland et al., 2013). Applying strategic 

entrepreneurship in business strategies can improve business performance and integrate it 

into business success opportunities. Microbrewery business owners who use the focus 

strategy experience a high degree of customer loyalty. Developing a good customer 

service experience and sustaining that relationship with the customer has posed a 

significant challenge for participants, but doing so has produced substantial rewards.  
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Microbrewery business owners could enhance the confidence of their customers 

and, in doing so, could optimize their products and sales outcomes. Gjini (2014) noted 

competitive strategies are important to determine growth when measuring how the 

business performs against the competition. Strategies are a key component to business 

success because of the necessity to make a clear decision to follow and meet the business 

objectives. Some microbrewery business owners adopt strategies large business firms 

have already used with successful outcomes (Shoham & Paun, 2015). Other 

microbrewery business owners customized their strategies through differentiation and 

innovative marketing efforts. Microbrewery business owners have the advantage of 

interacting more with their customers and using their business size to develop a closer 

bond with their consumers and offer exceptional products to their customers.  

Theme 2: Passionate Business Owners Love What They Do 

 Passion is at the root of most successful business owners because they enjoy what 

they do, what they offer, and the impact their efforts make in their community. Taneja et 

al. (2016) created a model to help small business decision makers understand strategic 

innovation and its key elements. The researchers presented key aspects as a passion for 

creating and innovating; cooperation and collaboration; internal innovation capabilities, 

organizational culture, and supportive employees; customers; and suppliers.  

There must be a belief at the core of a business owner that drives them to impact 

the lives of people in their society, community, and environment. Taneja et al. (2016) 

presented key aspects of this drive: a passion for creating and innovation, cooperation and 

collaboration, internal innovation capabilities, organizational culture, and supportive 

employees, customers, and suppliers. As demonstrated through the participant interview 



  

 117 

responses, having a driven and passionate owner is a sustainability strategy. Participants 

knew how to treat their customers in a way that made them feel respected and 

appreciated.  

Participants said they are more passionate about their work and are willing to 

work longer hours when they feel they have autonomy of choice and decision freedom. 

McDowell et al. (2016) noted, due to a finite number of resources, management of the 

business is dependent on skills, talents, or passion. Dual roles prevent business owners 

from devoting attention to managing resources, creating competitive advantage, and 

focusing on strategy implementation, innovation, growth, and sustainability. Building 

relationships involve the ability to establish strong internal and external relationships 

with employees, customers, vendors, suppliers, and industry professionals. Participants 

mentioned if a business owner does not have specific skills in a particular area, they must 

recognize their lack of competence and go outside their comfort zone to complete the 

task.  

Research Question 2 

Research Question 2: How have business owners implemented business strategies 

to keep microbreweries open for 5 or more years? 

Theme 3: Business Strategies Build Strong Foundation to Sustain Business 

According to Klein and Ferrari (2015), business planning strategically involves a 

vision, an industry evaluation, knowledge of competitors, business model innovation, and 

implementation. When asked about strategies to sustain the business, participants 

acknowledged planning improved their business performance. Planning was important to 
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successful implementation and application of business strategies because it increased 

customer retention and profits.  

The successful microbrewery business owners identified strategies relevant to 

sustain business beyond 5 years. Gao (2017) emphasized sustaining business beyond 5 

years is achievable by applying and implementing business strategies conducive to 

meeting business goals, improving business performance, and gaining a competitive 

advantage. Improving business can vary from one degree to another depending on the 

simplicity or complexity of the strategies.  

The documented business strategies in this study might help simplify or neutralize 

areas of concern affecting business sustainability. All participants in this study had plans 

for their businesses. Some participants created business plans and others kept their plans 

for their businesses in their heads. Muhonen et al. (2017) found small business owners 

can make their brand into a unique and effective source of competitive advantage if they 

develop their brand identity. Participants had a vision of the identity they wanted for their 

businesses.  

Business risk includes the possibility of inadequate or lost profits due to 

unforeseen or uncertain situations (Torabi et al., 2016). An effective written business plan 

can help microbrewery business owners determine potential risks and weaknesses and 

formulate a plan to capitalize on their inherent strengths and market opportunities. 

Stricker (2015) specified the importance of a good business plan to ensure ease in a 

business decision, understand the business’s direction, monitor business performance, 

and determine future business goals. Business sustainability is driven by microbrewery 

business owners who can identify key business opportunities, formulate a plan to take 



  

 119 

advantage of the opportunities, and implement the appropriate strategy to capitalize on 

the identified opportunities.  

The Importance of Business Planning  

Wolf and Floyd (2017) described business planning as a focus on strategy over 

time. Business planning combines business goals with actionable steps to achieve the 

desired outcome during a specified period of time. An effective business plan can help 

microbrewery business owners determine potential risks and weaknesses and formulate a 

plan to capitalize on their inherent strengths and opportunities in the market.  

Bates and Robb (2014) found microbrewery business owners who used the 

innovative entrepreneurial process to plan and organize their activities into business 

strategies may be able to keep their business viable. Microbrewery business owners must 

anticipate change and manage resources to respond to current market expectations and 

retain a competitive advantage. Successful business planning involves an analysis of 

internal and external possibilities.  

Stricker (2015) specified the importance of a good business plan to ensure ease in 

a business decision, understand the business’s direction, monitor business performance, 

and determine future business goals. A formalized business planning system compels a 

structured and disciplined decision-making process. Seven (70%) participants indicated 

they had had a written plan; three (30 %) admitted although they conducted planning, it 

was not written. The 30% did not have time to sit down and put the plan in writing. 

Participants who did not have a written business plan felt the lack of it did not impede 

their vision nor the development of business goals. The participants indicated they 

thought about their strategic plans daily. This response was comparable to research 
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findings that suggested many small business owners engage primarily in adaptive, quick-

response, and day-to-day planning.  

Marketing Planning is Designed to Generate a Positive Return on Investment 

Findings indicated marketing skills enabled microbrewery business owners to 

identify competitors’ business practices, customers’ needs, and the prices consumers 

were willing to pay. Microbrewery business owners needed to have quality product 

differentiation, management skills, and strategies for market analysis to sustain business 

beyond 5 years. Business owners needed to adopt some means of informing consumers of 

the products offered.  

Zeriti et al. (2014) mentioned the benefit of a marketing strategy is to adapt to the 

local market potential that can join with customer needs to achieve business 

sustainability. Marketing strategies, in terms of product awareness, market share, and 

profitability, were described as key control strategies for microbrewery business owners 

to improve performance. The findings indicated business owners need to differentiate the 

product to stand out in a competitive market. The literature supported quality 

differentiation among business organizations because microbrewery business owners 

adopted a flexible strategy to target value-seeking and quality-seeking consumers.  

According to Fillis (2015), a lack of marketing knowledge and planning in 

business has become a threat and a barrier to the success of organizations. Participants 

indicated the power of knowledge provided guidance and inspiration to the success of 

their businesses. Effectively implementing market research to understand customers’ 

thinking and monitor market trends leads to higher profits and competitive advantage. 

The goal of the participants was to achieve a competitive advantage by motivating repeat 
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purchases and increasing customer satisfaction. Participants shared their marketing 

experiences and strategies to differentiate their products compared to their competitors.  

Financial Planning Provides Meaning and Direction in Achieving Goals 

Participants agreed on the importance of having adequate financial resources and 

figuring out ways to minimize expense. Abdullahi (2018) posited the importance of 

financial resources stems from the numerous challenges encountered by small business 

owners. Rasca and Deaconu (2018) asserted being a competent business owner means 

much more than the know-how of writing a business plan. It requires business owners to 

identify opportunities that fit microbrewery business owners and the environment, act on 

them, convince customers to participate in microbrewery events, take initiatives, and 

relate to customers and buyers.  

Eniola and Entebang (2016) explained understanding the objectives and the 

importance of financial literacy can positively impact business and mitigate failure. It is 

essential for microbrewery business owners’ sustainability to adequately oversee 

financial resources and have the knowledge to understand the relationship and 

connectivity to financial products and services. 

Schumpeter (1934) identified obstacles business owners need to consider when 

incorporating in their financial plans factors that could potentially increase the probability 

of sustainability and mitigate failure. Adequate financial resources align with 

Schumpeter’s theory relative to having or obtaining the necessary financial resources to 

seize opportunities that support the growth and sustainability of the business.  

Creating a business plan with a complimentary financial plan was a feasibility 

study for a successful and sustainable business. Microbrewery business owners used 
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financial plans to indicate whether the resources were available, or if the market was 

unstable for investment. The participants monitored the actual results against the budget 

in the financial plan to access the opportunity for taking essential steps to get back on 

track.  

Research Question 3 

Research Question 3: What has impacted business owners’ business strategies to 

keep the microbreweries open for 5 or more years? 

Theme 4: Internal and External Factors Influence Business Sustainability 

Factors impacting business sustainability can be divided into (a) internal factors 

facing microbrewery business owners or their business characteristics, and (b) external 

factors, such as availability of natural resources, population trends, market outlook, 

supply chain, and financial availability. Identifying internal and external practices and 

processes happened through the microbrewery business owners’ learning and growth 

initiatives. The study’s findings confirmed microbrewery business owners’ perceptions of 

failure and their management of emotions inherent in failures improved the learning 

experience.  

 Dawkins (2014) wrote stakeholders care about the community and carry a 

lifetime of commitment. Microbrewery business owners who want to increase sustainable 

performance can, in turn, create ongoing loyalty by building societies. Without the 

consumer, all other microbrewery business owners’ decisions come null and void. 

Microbrewery business owners who provide value to stakeholders are more likely to be 

successful.  
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According to Panggabean and Jermias (2020), business owners attribute a host of 

factors to the success of their businesses. These factors included identifying the right 

business opportunities and acknowledging risk-taking activities in the business. 

Participants shared they continually scanned their environment for changes that 

potentially affected their business goals and outcomes. Environmental scanning should be 

a priority consideration in applying and implementing business strategies.    

The internal and external business process focuses on value proposition, 

innovation, operations, and service, while identifying what is needed to perform at 

maximum performance capability. The successful business strategies each microbrewery 

business owner used represented their internal and external practices and business 

processes.   

Application of Findings and Conclusions to the Problem Statement 

The general business problem was how small business owners embark on small 

business initiatives with limited knowledge on implementing business strategies, which 

results in premature business failures. The beer industry has changed significantly over 

the past 30 years. The Alcohol and Tobacco Tax and Trade Bureau (n.d.) revealed the 

most recent data show 11,584 reporting brewers. The number of brewers has been 

steadily increasing in the craft market, from 1,500 in 2008 to 7,500 in 2018. 

The specific problem was industry saturation; namely, the small percentage of 

microbrewery business owners able to sustain business for more than 5 years. Siren and 

Kohtmaski (2016) discovered by linking strategic planning to strategic learning process 

performance, a need to understand the purpose of planning and skillfully develop 

strategic plans was necessary to achieve a sustainable business. The factors from the data 
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in this study suggested the success of microbrewery business owners may include the use 

of (a) customer experience as a key to exceeding customers’ expectations, (b) passionate 

business owners loving what they do, (c) business strategies to build a solid foundation to 

sustain the business, and (d) internal and external factors that influence business 

sustainability.  

Application to Business  

Microbrewery business owners might use the results and recommendations to 

apply and implement business strategies to remain competitive and profitable. Pederzini 

(2016) mentioned small businesses are complex, adaptive systems that require a 

reconceptualization of strategic management to assist with solutions to long-term 

business sustainability. These results are relevant to professional practice because the 

research included practical solutions to microbrewery business owners on how they could 

operate their businesses successfully.  

The findings of this study can serve as a practical guide to struggling small 

business owners to change and improve their business practices. The microbrewery 

business owners can also use these findings to improve their business strategies to sustain 

growth and profitability beyond 5 years. Block et al. (2017) found innovation positively 

affects both business performance and sustainability. The information in this research can 

help microbrewery business owners sustain business beyond 5 years by assisting them in 

understanding what needs to happen even before the actual start of a business. Gilliard 

(2018) explained using the model of strategic entrepreneurship may help microbrewery 

business owners identify how to approach, deploy, and implement strategies and improve 

business performance through entrepreneurial opportunities.  
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Improving business strategies can vary from one degree to another depending on 

the simplicity or complexity of the strategies. Each participant stressed the path to 

success was not easy, but that stress can be lessened when understanding how the 

strategy implemented supported and improved the business performance. The participants 

spoke of their experiences, concepts, and perceptions of business planning as strategies to 

improve business performance.  

Applying strategic entrepreneurship in business strategies can improve business 

performance and integrate it into business sustainability. The knowledge derived from 

this research is significant for microbrewery business owners seeking strategies to sustain 

their business beyond 5 years. The strategic entrepreneurship model encourages 

advantage-seeking and opportunity-seeking behaviors to be competitive and improve 

business performance. Participants mentioned the sustainability of small business is 

driven by innovation and competition. Failure to maintain microbrewery businesses can 

harm community resources and jobs. Using the results from the study, microbrewery 

business owners may create competitive advantages, which could lead to increased 

profits and longevity of business operations.  

Implications 

Findings from this study may help microbrewery business owners improve their 

business sustainability beyond 5 years by providing knowledge about the application and 

implementation of business strategies. Applying the knowledge gained from this research 

may enable microbrewery business owners to direct their limited business resources to 

those areas critical to the survival of the business. Strakova (2017) suggested small 

business owners need to focus on changing their mindset to achieve uniqueness, 
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originality, and maximal use of their organizational potential. Maximizing the value 

created through the efficient use of resources may increase the success of sustaining a 

business. 

Increasing sustainability among microbrewery business owners could cause an 

increase in employment rates, which may produce revenue at the local and state level. 

The result of the study can help close the gaps in knowledge about applying and 

implementing business strategies. According to Hale et al. (2017), the objective for 

sustainability is to magnify the values that can assist with building a complete picture of 

the present and includes plans to enhance the viability of microbrewery business owners. 

The findings from the study could contribute to social change by assisting other 

microbreweries in applying and implementing business strategies that can lead to greater 

profitability and success beyond 5 years.  

The information and strategies gained from the study provide methods for social 

change by giving microbrewery business owners ideas to apply and implement. Social 

exchange theory is one of the most influential conceptual paradigms in organizational 

behavior. Researchers have used social exchange theory to explain how individuals seek 

exchanges with other parties when they benefit, and how social exchange relationships 

exist until a connection is no longer considered beneficial to both parties (Huang et al., 

2016). Equipping small business owners with information to sustain their businesses 

could help local communities. This research could help microbrewery business owners 

improve decision making and overcome potential obstacles. Small business is an integral 

part of every community, and sustainability benefits have far-reaching effects on the 

economy.  
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The primary focus of the study was on business strategies that allowed a novel 

understanding of business sustainability in the handcraft brewing environment. The 

implications for positive social change include the potential for this research to provide 

business strategies to microbrewery business owners to ensure business growth, increase 

revenues, stimulate job creation, foster social unity, and help provide local and national 

economic stability.  

Recommendations for Action  

Microbrewery business owners can benefit from applying and implementing the 

business strategies small business owners in the Washington State Puget Sound area have 

used to operate and sustain their businesses beyond 5 years. Microbrewery business 

owners must always plan for growth in the business. All participants agreed the time 

spent was well worth it, even though studying the competition and the competitive 

environment involved a great deal of time. 

According to Dillen et al. (2018), creating sustainability strategies begins with 

understanding the social or environmental issues, target market, and the competitive 

landscape. Microbrewery business owners should identify, formulate, apply, and 

implement strategies necessary to sustain business beyond 5 years. Any microbrewery 

business owner can exploit opportunities through effective review and analysis to use 

business planning as strategies to improve their business performance. Developing and 

implementing strategies is essential for microbrewery business owners to be aware of 

how the business is performing to evaluate, and subsequently identify, apply and 

implement the appropriate strategy to improve business performance. Microbrewery 

business owners should brainstorm and seek alternatives to effectively apply and 
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implement business strategies to help prevent failure. They should also review and 

analyze the most appropriate business strategy to deploy, monitor, and improvise the 

outcome to engage in proactive short-term or long-term business planning. 

Failure motivated the microbrewery business owners in this study to engage in 

learning activities constantly. The participants pointed out high-consequence issues, such 

as failure, helped them realize learning is the only way to help their business recover 

quickly. Any learning delay can lead to severe consequences. Learning should not just 

stay in their minds; business owners should formulate learning into specific behaviors or 

actions. Many participants in this study acknowledged they would prevent others from 

making similar mistakes in the future. Failure provides an opportunity for microbrewery 

business owners to pause for self-reflection and to figure out what was done wrong and 

what can be improved. The findings of this research indicated positive learning outcomes 

could be obtained from failure experiences.  

The action plan that microbrewery business owners develop to support the 

application and implementation of business strategies should list metrics for tracking. 

These metrics can be divided into milestones and quantifiable performance measures. 

Microbrewery business owners collect data and turn them into measurable actions to 

determine which performance measures are key to success. According to Kerzner (2017), 

the ultimate purpose of key performance indicators (KPIs) is to identify what needs to be 

done to improve performance and keep the strategy on track. If KPIs are dissected, the 

following becomes clear: 
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• Key: A significant contributor to the success or failure of the project.  

• Performance: A metric that can be measured, quantified, adjusted, and 

controlled. The metric must be controllable to improve performance. 

• Indicator: A reasonable representation of the present and future performance. 

As Kerzner (2017) noted, KPIs are a percentage (i.e., numerical metric) that identifies the 

goals on the way to the business’s success. Monitoring them helps microbrewery 

business owners recognize the progress of the sales, marketing, customer service 

experience, and their business’s health. By selecting the metrics, the appropriate target 

markets, and identifying indicators, microbrewery business owners can directly monitor 

the strategies formulated for their business. 

Microbrewery business owners need to stay close to the operational details to 

measure productivity and profitability. Microbrewery business owners must determine 

metrics and use KPIs. Their implementation and measurement will help reduce the 

number of decisions based on instinct, which will lead to making decisions of objectivity 

and focusing on facts. Microbrewery business owners will quantify the achievement of 

the goals established by monitoring and measuring against the standards and objectives 

set for each metric.  

Microbrewery business owners spend time trying to scale the business they often 

fail to evaluate along the way. When building a sustainable business, it is important to 

measure success using quantitative data over qualitative data. KPIs helped microbrewery 

business owners measure the success of their efforts and determine where they needed to 

make changes. The KPIs microbrewery business owners used to evaluate their businesses 

were (a) relative market share—market share revealed how the microbrewery business 
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owner performed relative to their competitor; (b) financial–profit and loss, revenue versus 

target, and expenses versus budget; and (c) customer–customer acquisition cost, customer 

churn rate, and customer lifetime value. 

Recommendations for Further Research 

Limitations are uncontrollable restrictions or weaknesses researchers encounter 

during the research process (Marshall & Rossman, 2016). The participants for this study 

were 10 microbrewery business owners who had sustained their businesses beyond 5 

years. The results could not be generalizable to all businesses in all settings. Future 

researchers should consider conducting the study in a medium reflective of the large 

business industry. 

Future researchers can use mixed-methods research and involve interviews with a 

larger population. Quantitative research can also yield more significant data analysis and 

compare the external validity to different environments. The researcher recommends 

further research using a quantitative, correlational study of small business owners to test 

the significance of the relationships among five variables: customer experience, passion 

as a business owner, business strategies, business planning, and internal and external 

factors influencing business sustainability.  

Future researchers should focus on a larger population sample and geographic 

base for cross validation. The sample size limited the study and restricted the 

generalization of the findings. Medium or large businesses may share similar responses 

or behaviors as microbrewery business owners. Only 10 participants comprised this 

study, and future research should include additional participants to achieve a broader 

range of results.  
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Extroverts and introverts are necessary for business. Between these two types of 

people, there can exist a natural balance necessary for good functioning and productivity. 

The greatest leaders and performers in the history of the world have been either introverts 

or extroverts, or more likely, a mixture of both. Differences may exist, but no matter 

where inspiration is drawn from, people can use individual strengths to work together and 

help a business to thrive. Further research on the connection between the business 

owners’ behaviors and the ability to conduct their business can be accomplished. In 

business, understanding this difference can be of great benefit.  

The growth of the beer market is largely being fueled by demand accelerating 

from emerging markets. The beer sector continues to face a multitude of challenges. 

Further research should focus on the beer industry’s environmental factors. Water 

consumption and disposal continue to create environmental hurdles that directly impact 

breweries and the brewing process. Drought and other climatic issues are likely to have a 

considerable impact on the cost of raw materials. Society is gradually growing more 

conscious of environmental pollution, which compels companies to implement 

sustainable measures that reduce or prevent environmental pollution in the production 

and distribution of beer.  

Microbrewery business owners are all about storytelling, community, scientific 

knowledge, and entertainment. The right content can help advance these stories and foster 

community growth. Microbreweries impact local and state economies in addition to 

serving as social hubs for people in communities to interact and engage. Craft breweries 

often use the local heritage, landscape, and culture of surrounding communities to name 
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their beers, create label designs and logos, and even name the brewery. Further research 

should focus on community perception of microbreweries and environmental factors.  

Summary 

All participants in this study were successful microbrewery business owners. The 

participants decided to create new ventures when they started their microbrewery 

businesses. For a business to survive, the business owner needs to put in significant work 

before opening the doors of the business. There must be agreement on the nature of the 

products, market, and finance, and understanding what success looks like. Making 

preparations before starting the business improved the probability of success for the 

participants. 

Understanding how to integrate the strategies from these findings could improve 

microbrewery business owners’ survival rate, improve business performance, and 

contribute to social change as small business performance affects the growth of the U.S. 

economy. According to Kucher et al. (2020), small business owners must address the 

application and implementation of business strategies related to economic 

comprehension, limited market and industry information, financial accounting, and 

undercalculating the capital needed to sustain business operations. 

Participants recommended anyone thinking about starting a microbrewery 

business should identify their product’s problem for the potential customer base. If 

business plans are not one of the first measures taken, there is no need to move forward in 

the small business start-up process. Successful business owners differentiated themselves 

from their competitors through specialization and focus on a market niche. The 

microbrewery business is a relationship business. The application and implementation of 
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business strategies could benefit microbrewery business owners by helping them plan 

their businesses, attract and retain customers, sustain and increase the value of their 

customers, promote customer satisfaction, and learn from previous mistakes.  
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APPENDIX A  

Interview Protocol 

 
 

Interview Date: 

Time: 

Researcher: 

Interview Participant Code: 

Greet participants and express appreciation for his/her participation. 

Interview Starts: 

Today’s interview will take about 45 minutes, and the topic of this study is to explore the 

application and implementation of business strategies. 

May I start recording? 

Now I am going to start the recorder 

Today is _______ and the code number of the participant is _________ 

I am going to ask you open-ended interview questions. There is no right or wrong answer 

to any of these questions. What I require is simply your honest answer. During the 

interview process, if you feel confused or need further clarification about a specific 

question, you are free to ask me to explain or clarify at any time. Do you have any 

questions before we go over each interview question? 
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APPENDIX B  

 
Title of Study:  
Sustaining Microbreweries Beyond 5 Years 
 
Name and Title of Researcher(s):  
Marco U Yanez 
 
For Student Researcher(s): 
Faculty Supervisor: Dr. Susan Cathcart 
Department: School of Business & Management 
Telephone: (XXX) XXX-XXXX 
City U E-mail: xxxxx@cityuniversity.edu 
 
This phenomenological study explores the phenomenon of the lived experiences of 
microbreweries business owners located in the Washington state Puget Sound to 
analyze if the findings contributed to future sustainable businesses. The researcher will 
select business owners implementing criterion sampling. Telephone or virtual Interviews 
are the main instruments for collecting data from microbrewery business owners. The 
interview instrument consists of 17 open-ended interview questions aligned with the 
three research questions. Data analysis will involve using the transcripts of the recorded 
interviews, and the researcher will create codes to find significant statements and related 
themes from the transcripts. The themes will be generated to answer each research 
question for this phenomenological study based on meaningful statements. 
 

INTERVIEW AND DEMOGRAPHIC QUESTIONS: 
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RQ1 
What strategies do business 
owners use to keep 
microbreweries open for 5 or 
more years? 

1. Why did you start your business? 

2. Describe the role of any professional 

advisors that you used for the business? 

3. How did you select a business strategy? 

4. What strategies do you use to help your 

business survive during the initial phases of 

beginning your business? 

5. What were the barriers incurred while 

implementing your strategies to sustain 

your business? 

6. What strategies do you have in place to 

sustain your business? 
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RQ2 
How do business owners 
implement business strategies to 
keep microbreweries open for 5 
or more years? 

1. Describe the business development 

methods you use for the business during 

the first 5 years? 

2. What do you think are the characteristics of 

a well-managed small business? 

3. What did you learn about implementing 

business strategies for staying in business 

for at least 5 years? 

4. What barriers do you encounter when 

implementing your small business 

strategies? 

5. How frequently do you review and make 

changes to your business strategies? 

6. What advice would you give to new or 

struggling small businesses to stay in 

business for at least 5 years? 
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RQ3 
What has impacted the 
strategies business owners use 
to keep the microbreweries open 
for 5 or more years? 

1. Describe the critical factors that you believe 

contribute to your success? 

2. Can you describe what types of failures you 

have encountered in staying in business for 

5 or more years? 

3. What do the most important characteristics 

business owners possess to operate a 

sustainable business? 

4. How do you assess the effectiveness of 

your strategies to achieve business 

sustainability? 

5. Is there anything else you want to share 

concerning the sustainability of your 

business? 

 

Demographic Questions: 
1. How many years have you worked as a small business owner? 

2. What are the average numbers of employees in your business? 

3. What is your age? 

4. What is your gender? 

5. What is your highest level of education? 

6. What is your ethnicity? 

7. How would you describe your current involvement in the operation of the business? 

8. How many small businesses have you started? 

9. What is the location of the small business? 
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APPENDIX C 

  Participant Informed Consent 
 

 
 

Title of Study:  
Sustaining Microbreweries Beyond 5 years 
 
Name and Title of Researcher(s):  
Marco U Yanez 
 
For Student Researcher(s): 
Faculty Supervisor: Dr. Susan Cathcart 
Department: School of Business & Management 
Telephone: (XXX) XXX-XXXX 
City U E-mail: xxxxx@cityuniversity.edu 
 
You are being invited to participate in a research study. 

 
Key Information about this Research Study 

 
The researcher will explain this research study to you before being asked to participate 
in the study and before you sign this consent form. 
  

• Your participation is voluntary, and you can decide not to participate or withdraw 

your participation at any time without penalty or negative consequences.  

• It is your choice whether or not you want to participate in this research. 

• The purpose of the research is to explore the application and implementation of 

business strategies that microbrewery business owners used to stay operational 

for 5 or more years. 

• If you choose to participate, you will be asked to attend a 60-minute telephone or 

virtual interview session to obtain demographic data and responses to 

semistructured interviews with open-ended questions about applying and 

implementing business strategies during the first 5 years of business. A follow-up 

telephone or virtual interview with a duration of 20-minute to review the recorded 
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information interpretation, confirm, clarify and build on the information given in 

the previous interview 

• The risks or discomforts from this research include minor discomforts that can be 

encountered in daily life, such as becoming tired or fatigued while sitting for 60 

minutes, and COVID-19 related risks.  

• The direct benefits of your participation are the positive change in society by 

increasing the number of new businesses that survive and provide jobs. 

 
You should talk to the researcher(s) about the study and ask them as many questions as 
you need to help you make your decision.  
 
What should I know about being a participant in this research study? 
 
This form contains important information that will help you decide whether to join the 
study. Take the time to carefully review this information.  
 

• You are eligible to participate in this study because you are Microbrewery 
Business Owner. 

• You will be in this research study for approximately 60 minutes telephone or 
virtual interview and follow-up telephone or virtual interview for 20 minutes. 

• About twelve individuals will participate in this study.  
 

Why is this research being done? 

The purpose of the study is to explore the application and implementation of 

business strategies that microbrewery business owners used to stay operational for 5 or 

more years. 

Research Participation. 
You will be asked to participate in the following procedures:  
 
I understand I am being asked to participate in this study in one or more of the following 
ways (initial options below that apply): 
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 Respond to in-person; and/or,✔  telephone Interview questions; Approximate time 

60-minutes and follow up interview for 20 minutes 

 Answer written questionnaire(s); Approximate time       

✔  Or participate in a virtual video interview using this video program/app ZOOM; 

Approximate time 60-minutes and follow up interview for 20 minutes 

 Other, specifically,      . Approximate time       

You may refuse to answer any question or any item in verbal interviews, written 

questionnaires or surveys, and, you can stop or withdraw from any audio or visual 

recording at any time without any penalty or negative consequences. 

Are there any risks, stress or discomforts that I will experience as a result of being 

a participant in this study? 

Taking part in this research involves certain risks: These could include: becoming tired 

or fatigued while sitting for 60 minutes. 

COVID-19 refers to the Coronavirus that is being spread across people in our 

communities. We need to provide you with important information about COVID-19 (direct 

individuals to local Department of Health information on Covid-19), and to review your 

study participation because of COVID-19 related risks. To minimize risk, contact with the 

researcher will only be conducted by telephone and/or video interviews. You will not be 

asked to meet with the researcher in person. 

Will being a participant in this study benefit me in any way? 

We cannot promise any benefits to you or others from your participation in this 

research. However, possible benefits may include The positive change in society by 

increasing the number of new businesses that survive and provide jobs. 

    You will receive       for your participation in this research. 
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✔ You will not receive any payment for participation in this study. 

 
Confidentiality 
 
I understand that participation is confidential to the limits of applicable privacy laws. No 
one except the faculty researcher or student researcher, his/her supervisor and Program 
Coordinator (or Program Director) will be allowed to view any information or data 
collected whether by questionnaire, interview and/or other means.  
 
If the student researcher’s cooperating classroom teacher will also have access to raw 
data, the following box will be initialed by the researcher.  
 
Steps will be taken to protect your identity, however, information collected about you can 
never be 100% secure. Your name and any other identifying information that can directly 
identify you will be stored separately from data collected as part of the research study. 
The results of this study will be published as a thesis and potentially published in an 
academic book or journal, or presented at an academic conference. To protect your 
privacy no information that could directly identify you will be included. 
All data (the questionnaires, audio/video tapes, typed records of the interview, interview 
notes, informed consent forms, computer discs, any backup of computer discs and any 
other storage devices) are kept locked and computer files will be encrypted and 
password protected by the researcher. The research data will be stored for 5 years. At 
the end of that time all data of whatever nature will be permanently destroyed. The 
published results of the study will contain data from which no individual participant can 
be identified. 

 

Signatures 

I have carefully reviewed and understand this consent form. I understand the 
description of the research protocol and consent process provided to me by the 
researcher. My signature on this form indicates that I understand to my satisfaction the 
information provided to me about my participation in this research project. My signature 
also indicates that I have been apprised of the potential risks involved in my 
participation. Lastly, my signature indicates that I agree to participate as a research 
subject.  

 
My consent to participate does not waive my legal rights nor release the researchers, 
sponsors, and/or City University of Seattle from their legal and professional 
responsibilities with respect to this research. I understand I am free to withdraw from this 
research study at any time. I further understand that I may ask for clarification or new 
information throughout my participation at any time during this research. 
 
I have been advised that I may request a copy of the final research study report. Should 
I request a copy, I understand that I will be asked to pay the costs of photocopy and 
mailing. 
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Participant’s Name:       
Please Print 
 
Participant’s Signature: ______________________________ Date: ___________  
 
 
Researcher’s Name:       
Please Print 
 
Researcher’s Signature: ______________________________ Date: ___________ 
 
If I have any questions about this research, I have been advised to contact the 
researcher and/or his/her supervisor, as listed on page one of this consent form. 
 
Should I have any concerns about the way I have been treated or think that I have been 
harmed as a research participant, I may contact the following individual(s): 
 
Dr. Susan Cathcart, Dissertation Chair, City University of Seattle, at  
(XXX) XXX-XXXX 
xxxxx@cityu.edu 
 
This study has been reviewed and has been approved by the Institutional Review 
Board (IRB) of City University of Seattle. If you have questions about your rights 
as a participant in this study or to discuss other study-related concerns or 
complaints with someone who is not part of the research team, you may contact 
the IRB at xxxxx@Cityu.edu. 
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APPENDIX D  

Participant Withdrawal Form 

 

By signing this withdrawal form, I hereby remove myself from the qualitative 

phenomenological study. I understand that my identity will be protected, information 

collected as a result of my participation will be kept confidential, and all information 

tapes or transcripts will be destroyed. 

My signature below acknowledges my intentions to withdraw from the study. 

Signature of participant 

Date 
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APPENDIX E 

Recruitment Script 

 

 
Title of Study: 
Sustaining Microbreweries Beyond 5 years 
 
Name and Title of Researcher(s): 
Marco U Yanez 
 
For Student Researcher(s): 
Faculty Supervisor: Dr. Susan Cathcart 
Department: School of Business & Management 
Telephone: (XXX) XXX-XXXX 
City U E-mail: xxxxx@cityuniversity.edu 
 
 
Hello, my name is Marco Yanez. I am a doctoral student at the City University of  
Seattle. I am inviting you to participate in a 60-minute telephone or virtual interview 
session to obtain demographic data and responses to semistructured interview with 
open-ended questions about applying and implementing business strategies during the 
first 5 years of business for microbrewery business owners. There will be a follow-up 
interview with a duration of 20-minute to review the recorded information interpretation, 
confirm, clarify and build on the information given in the previous interview. 
 
The participants for the study consist of microbrewery business owners who set the 
strategy for their business. The microbrewery business owners have been in business 
for 5 or more years. The microbreweries have less than 100 employees, and produces 
15,00 barrels of beer annually in the Washington State Puget Sound Area. 
 
If you have any questions, I can be reached at (XXX) XXX-XXXX or 
xxxxx@cityuniversity.edu. 
 
By replying to this e-mail with the words “I consent,” you agree to participate in the 
research study. 
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