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Case Research Journal Editorial Policy 
North American Case Research Association (NACRA)  

 
CASE CONTENT  
  

The Case Research Journal (CRJ) publishes outstanding teaching cases drawn from research in real 
organizations, dealing with important issues in all administration-related disciplines. The CRJ specializes in 
decision-focused cases based on original primary research – normally interviews with key decision makers in 
the organization but substantial quotes from legal proceedings and/or congressional testimony are also 
acceptable. Secondary research (e.g., journalist accounts, high quality website content, etc.) can be used to 
supplement primary data as needed and appropriate. Exceptional cases that are analytical or descriptive rather 
than decision-focused will only be considered when a decision focus is not practical and when there is a clear 
and important gap in the case literature that the case would fill. Cases based entirely on secondary sources will 
be considered only in unusual circumstances. The Journal also publishes occasional articles concerning case 
research, case writing or case teaching. Multi-media cases or case supplements will be accepted for review. 
Contact the journal editor for instructions. 

Previously published cases or articles (except those appearing in Proceedings or workshop presentations) are 
not eligible for consideration. The Journal does not accept fictional works or composite cases synthesized 
from author experience. 
 
CASE FORMAT 
  

Cases and articles submitted for review should be single- spaced, with 11.5 point Garamond font and 1" 
margins. Published cases are typically 8-10 pages long (before exhibits), though more concise cases are 
encouraged and longer cases may be acceptable for complex situations. All cases should be written in the past 
tense except for quotations that refer to events contemporaneous with the decision focus. 

Figures and tables should be embedded in the text and numbered separately. Exhibits should be grouped at 
the end of the case. Figures, tables, and exhibits should have a number and title as well as a source. Necessary 
citations of secondary sources (e.g., quotes, data) should be included as endnotes at the end of the case (not at 
the end of the IM) in APA format.  In the IM, necessary citations (e.g., citations of theoretical work from 
which the analysis draws) should be included using parenthetical author/year embedded in the text (similar to 
a traditional academic paper) that feeds into a list of references at the end of the IM.  Note that the CRJ 
approaches citations differently in the case and the IM given the differing audiences for which each document 
is developed (i.e., the case is written for the student while the IM is written for the instructor).  In some rare 
instances, footnotes may be used in the case for short explanations when including these explanations in the 
body of the text would significantly disrupt the flow of the case, but generally the use of footnotes in the case 
should be avoided if possible.  

The following notice should appear at the bottom of the first page of the manuscript: Review copy for use of 
the Case Research Journal. Not for reproduction or distribution. Dated (date of submission).  
Acknowledgements can be included in a first page footnote after the case is accepted for publication, and 
should mention any prior conference presentation of the case. 
It is the author(s)'s responsibility to ensure that they have permission to publish material contained in the 
case. To verify acceptance of this responsibility, include the following paragraph on a separate page at the 
beginning of the submission: 

In submitting this case to the Case Research Journal for widespread distribution in print and electronic media, I (we) 
certify that it is original work, based on real events in a real organization. It has not been published and is not under 
review elsewhere. Copyright holders have given written permission for the use of any material not permitted by the "Fair 
Use Doctrine." The host organization(s) or individual informant(s) have provided written authorization allowing 
publication of all information contained in the case that was gathered directly from the organization and/or individual. 



   
 

INSTRUCTOR’S MANUAL  
  

Cases must be accompanied by a comprehensive Instructor’s Manual that includes the following elements:  

1. Case Synopsis: A brief (three-quarters of a page maximum) synopsis of the case. 
2. Intended Courses: Identification of the intended course(s) that the case was written for, including the 

case's position within the course.  Please also indicate whether the case was developed for an 
undergraduate or graduate student audience.   

3. Learning Objectives: The specific learning objectives that the case was designed to achieve.  For 
more details on learning objectives, see the article titled “Writing Effective Learning Objectives” at the 
useful articles link. 

4. Research Methods: A Research Methods section that discloses the research basis for gathering the 
case information, including any relationship between case authors and the organization, or how access 
to case data was obtained. Include a description of any disguises imposed and their extent. Authors 
should disclose the relationship between this case and any other cases or articles published about this 
organization by these authors without revealing the author’s identity during the review process.  If the 
case has been test taught and this has influenced the development of the case, this should be noted.  
This section should also indicate who in the organization has reviewed the case for content and 
presentation and has authorized the authors to publish it (note that this last component is not 
necessary for cases based on congressional or legal testimonies).  

5. Theoretical Linkages: In this section please provide a brief overview of the theoretical concepts and 
frameworks that will ground the analysis/discussion of the case situation in theory and research.  Please 
include associated readings or theoretical material that instructors might assign to students or draw on 
to relate the case to their field or to the course.  In developing this section, recognize that business 
courses are often taught by adjunct faculty who are business professionals who may not be steeped in 
the theory of the discipline the way an active researcher might be.  Develop this section with the intent 
of helping that type of instructor effectively apply and teach these theories/frameworks.  

6. Suggested Teaching Approaches: Suggested teaching approaches or a teaching plan, including the 
expected flow of discussion with an accompanying board plan.  Include a description of any role plays, 
debates, use of audiovisuals or in-class handouts, YouTube videos, etc. that might be used to enhance 
the teaching of the case.  Authors are strongly encouraged to classroom test a case before submission 
so that experience in teaching the case can be discussed in the IM. Authors are discouraged from 
including websites as integral resources for the teaching plan because websites are not static and the 
content of the website link may change between the writing of the case and an instructor’s subsequent 
use of the case. This should also include a section on how best to teach the case online / remotely.  

7. Discussion Questions: A set of assignment/discussion questions (typically three to ten depending on 
discipline) that can be provided to students to organize and guide their preparation of the case. For 
most cases, either the final or the penultimate question will ask students for their recommendation on 
the overarching decision facing the decision maker in the case along with their rationale for that 
recommendation. 

8. Analysis & Responses to Discussion Questions: This section of the IM represents the core of the 
case analysis.  Repeat each assignment/discussion question, and then present a full analysis of that 
question that demonstrates application of relevant theory to the case.  Note that the analysis in this 
section should go beyond what a good student might present as an ‘answer’ to the question.  Write to 
the instructor with an eye toward helping him or her understand in detail how the theory applies to the 
case scenario, how discussion of this particular question might be approached with students, where the 
limitations in the theory might be relative to the case scenario, and how the analysis contributes to the 
building of an integrated recommendation regarding the decision the case protagonist must make. 

9. Epilogue: If appropriate, an epilogue or follow-up information about the decision actually made and 
the outcomes that were realized as a result of the decision made. 

10. References: Provide full citations (in APA format) for all references that were cited in the Instructor’s 
Manual.   



   
 

REVIEW PROCESS  
  

All manuscripts (both the case and the instructor's manual) are double-blind refereed by Editorial Board 
members and ad hoc reviewers in the appropriate discipline. Most submissions require at least one round of 
revision before acceptance and it is common for accepted cases to go through two or more rounds of 
revisions. The target time frame from submission to author feedback for each version is 60 days. 
 
DISTRIBUTION OF PUBLISHED CASES  
  

The right to reproduce a case in a commercially available textbook, or instructor-created course pack, is 
reserved to NACRA and the authors, who share copyright for these purposes. After publication, CRJ cases 
are distributed through NACRA's distribution partners according to non-exclusive contracts. NACRA 
charges royalty fees for these publication rights and case adoptions in order to fund its operations including 
publication of the Case Research Journal. Royalties paid are split 50/50 between NACRA and member authors. 
 
MANUSCRIPT SUBMISSION  
  

Submit the case manuscript and Instructor’s Manual in one document via the Case Research Journal ScholarOne 
website at http://mc.manuscriptcentral.com/nacra-crj. This site provides step by step instructions for 
uploading your case.  You will also be provided the opportunity to upload two case supplements – this is to 
allow submission of a spreadsheet supplement for the student and for the instructor if needed.  No 
identification of authors or their institutions should appear on either the main case/IM document or on the 
spreadsheets. All identifying information should be removed from the file properties before submission.  If 
you have audiovisual content to your case, please contact the editor to determine the best way to make this 
content available to reviewers without revealing the authors’ identities. 

At least one author must be a member of the North American Case Research Association. Membership dues 
are included in annual registration for the NACRA conference, or may be paid separately through the main 
NACRA website. 

For questions, contact: 
Eric Dolansky, Editor 
edolansky@brocku.ca  



   
 

 
Adopting Case Research Journal Cases  

for use in your classes 
 

Faculty members can adopt cases for use in their classrooms and gain access to Instructor’s Manual 
through one of NACRA’s distribution partners.  

NACRA currently has agreements with the following distributors. 

• Harvard Business School Press (http://hbsp.harvard.edu/)    
• Ivey Publishing (https://www.iveycases.com/)  
• The Case Centre (http://www.thecasecentre.org/educators/) 
• Pearson Collections (https://www.pearsonhighered.com/collections/educator-features.html) 
• McGraw Hill Create (http://create.mcgraw-hill.com/createonline/index.html) 
• Study.net (www.study.net) 
• CCMP [Centrale de Cas et de Médias Pédagogiques] (http://www.ccmp.fr) 

If you want to use one of these distributors, but cannot find the CRJ case you want, contact the NACRA 
VP Case Marketing, William Wei, william.wei@algomau.ca, to see if we can have it added for you. 
 
Textbook authors can also adopt CRJ cases for inclusion in their textbooks for a modest fixed royalty 
fee.  Please contact the NACRA VP of Case Marketing for more information. 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 



   
 

 
From the Editor 

 
At the time of this writing, I have a submission in the review process at the Case Research Journal. 
Though I have published several cases in this journal, it has been a relatively long time since I submitted 
something, as my role as editor made this challenging in a couple of different ways. Therefore, as I reach 
the end of my term as editor, I have a new glimpse of the editorial and review process from the other 
side. And though our reviewers and associate editors put in a tremendous amount of work to make the 
cases in the journal as strong as they can be, I am reminded that it is no easy feat for authors, either. 
 
There is no doubt that Case Research Journal is demanding; this is by design. You can’t call yourself the 
top, most rigorous, and most scholarly journal publishing decision-focused cases without a high standard 
for what is accepted. At the same time, the process cannot seem impossible, or no one would begin it. 
There needs to not only be the possibility (or likelihood) of eventual publication, but a sense of progress 
with each round of review. I have often said that though CRJ’s acceptance rate is typically around 20%, I 
would be very happy if every submission eventually made it to publication, due to the developmental 
ethos and collaborative nature of not only CRJ, but the case writing community as a whole. 
 
This is something I need to consistently remind myself of as I take on the role of CRJ author for the first 
time in about five years. Though I have published elsewhere during this time, this journal was always my 
first choice due to the high standards, rigor, and wide distribution of published cases. With that, though, 
comes the frustration, disappointment, and challenge of an extensive review process. We all hope that 
the next time we hear from the editor or associate editor, the response will be a positive one. No one will 
complain if they unexpectedly receive a publication acceptance, or at the very least an indication of a 
large step in that direction. More often than not, for any journal review process, the news is more often 
“another R&R” than “it’s done, good job.” That’s just the nature of the business. 
 
What sets published CRJ authors apart from those that have not yet accomplished this is often 
persistence, more than experience, skill, or expertise. I submit my work to CRJ knowing full well that a 
lot will be asked of me, that I probably have (at least) three rounds of revisions ahead of me, and that the 
final result will be substantially different from the initial manuscript I sent in. I am looking for that, 
because I want the best possible version of my case to be eventually produced. What this requires, 
though, is that I persist, and not let the frustration at being asked to do more work turn into anger, not 
let the disappointment of not getting that acceptance turn into despair, and not let the challenge of 
getting my manuscript to where it needs to be become defeatism. I need persistence, to keep at it, to put 
in the time and effort to adequately respond to what is asked of me by reviewers and the editorial team. 
 
The thing is: I believe the ability to persist is in all of us. Not everyone has the talent to easily write a 
compelling case narrative, or do in-depth quantitative analysis; not everyone has the expertise to draw on 
the right theories or link case information to an appropriate framework. These are often solvable 
problems, through collaboration, research, and a willingness to learn. It will always be, though, that some 
people have greater talent or skill for different tasks. Persistence, on the other hand, is not a skill; it is a 
decision to continue, provided you have the right resources (energy, time, support). If you need a case to 
go from submission to acceptance within four months, no amount of persistence will help without 
enough time to apply it. Know what you’re getting into for any publication outlet, and make sure it is 
aligned with your own personal and professional situation. 
 
The authors with work in this issue all persisted. They all received tough reviews, asking a lot of them, 
and they all had to change their work to align with journal standards and expectations. They did it, many 



   
 

of them first-time CRJ authors, and now have a rigorous research publication to show for it. The cases 
included in this issue of CRJ include: 
 
- “Purity Life: Perfecting the Perfect Order Rate,” by Fatih Yegul, Stephen Thomson, and Nathan 
Woodard. This case examines a decision faced by a distribution manager to improve accuracy in order 
fulfillment, thereby reducing the costs of returns and mistakes. Though this high-volume business only 
had an error rate of 0.5%, the large volume of shipments meant this was still a significant issue. Through 
the examination of the company’s operations and processes, as well as different options for 
improvements involving varying levels of investment, students will have the opportunity to determine 
the best way forward considering multiple variables, not only one. 
- “To Launch or Not to Launch a Nonprofit, a Startup Decision Problem,” by Claudia Barrulas 
Yefremian. A middle-school teacher in Los Angeles, inspired by the challenges faced by his students, 
considers whether to leave his career to launch a not-for-profit organization focused on healthier eating 
and access to more nutritious food. He sketched out the costs involved, and different plans for 
launching the organization, but needs to better understand what might be involved, the likelihood of 
success, and the risks before making this decision. 
- “Crafting the Future: Strategic Growth Decisions at Highland Brewing Company,” by Justin K. 
Kent, Tiberiu SV Ungureanu, and Mark O. Lewis. A family-owned brewery has gone through a 
rebranding and is, as of the time of the case, determining sources of new growth. Options include 
enhancing the on-site experience, a new product size, or expanding into the growing no- and low-alcohol 
market. Owner Leah Wong Ashburn considers the financial impact of these alternatives as well as the 
strategic fit of each. 
- “Aer Cosmetics and the Sustainable Road to Success,” by Federica Rossetti, Nitin Kumar Singh, 
and Erin Byrne. In this case, an entrepreneur is fighting for the survival of her business. Paige DeAngelo 
launched sustainable-mascara business Aer Cosmetics while still a student, and her funding was coming 
to an end. In order for her business to continue, she needed to sell approximately three times as many 
units in the upcoming holiday shopping season as she had ever sold since founding. The first steps she is 
taking in this regard have to do with re-evaluating her target market and positioning, to best capture sales 
in this competitive market. 
- “Innovakit: The Challenge of Seeking Funds to Scale Impact on Coffee Farms in Developing 
Countries,” by Luz Elena Orozco Collazos and Andres Jose Guerrero Alvarado. An organization that 
helped coffee farmers increase their effectiveness and efficiency, Innovakit in 2023 faced the challenge of 
growth not meeting investor expectations. As a social enterprise, Innovakit had both financial and 
impact goals, and balancing these was difficult. To fund further growth, new investment was needed, so 
the founders were considering bank loans, donations, crowdfunding, impact investments, and venture 
capital. 
 
You can see from the above descriptions of the cases that this is a varied bunch, covering different topic 
areas (marketing, strategy, social enterprise, and operations), in organizations of different size (ranging 
from not-yet-existent to large), and with different learning objectives. One thing they all have in 
common is that the authors put in the time, effort, and work to persist through the review process, even 
when it was difficult and uncertain that the case would eventually make it. Many submissions to the 
journal start off strong; we want those to be stronger. Others start in a less-developed state, and though 
it might take more rounds of review to get to publication, we at the journal still want the destination 
reached. 
 
Now, as I come to the end of my time on the editorial team, I will return the roles at CRJ where I 
started: author and reviewer. The important thing is that in this work I persist. I must not forget my 
thought process and critical eye, employed at a reviewer, when I am working as an author. Equally 
important, I must not lose sight of the author’s perspective when reviewing. In a recent conversation I 



   
 

heard about the need for reviewers to not only highlight the areas in need of improvement, but to offer 
guidance and suggestions for completing them.  
 
I strongly urge you to not only adopt the cases in this issue of CRJ in your own courses (where 
appropriate) but also to encourage your colleagues to do so. Also, do not stop at these five cases, 
because every issue of CRJ has great decision-focused teaching cases, spanning difficulty levels, 
disciplines, theoretical bases, industries, and contexts. You will be able to find many that suit your 
students, course, and program. As always, if you have any questions or if you think I can be of assistance, 
please feel free to contact me at edolansky@brocku.ca. 
 
 

Eric Dolansky, Editor 
Case Research Journal 
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To Launch or Not to Launch a Nonprofit, a Startup Decision 
Problem 
 

1 

Claudia Barrulas Yefremian,* California State University Long Beach [1250 
Bellflower Blvd, MS-8502 Long Beach, CA 90840, 
cl.barrulasyefremian@csulb.edu] 
 

 

This case follows Brent Walmsley, a middle-school teacher in East Los 
Angeles, who considered leaving his stable career to launch a nonprofit 
tackling childhood obesity and food insecurity. Inspired by his 75-pound 
weight loss and years teaching in disadvantaged neighborhoods, he saw 
how poor nutrition affected his students, and thus envisioned an 
organization dedicated to education, advocacy, and community 
engagement. Lacking experience in management and fundraising, Walmsley 
identified four options: pursue the nonprofit full-time, pilot it while 
teaching part-time, collaborate with an existing nonprofit, or remain a 
teacher and advocate within the school system. Each option carried trade-
offs in risk, resources, impact, and sustainability. The case challenges 
students to analyze these paths and decide what Walmsley should do. 
 
 

 

Intended Courses and Levels 
 
This case is suited for core or early-stage courses in entrepreneurship and new venture creation, as well as 
introductory courses in nonprofit management. The case illustrates and highlights how early-stage nonprofit 
ventures must balance mission-driven goals with operational and financial discipline. The case works well 
when placed early in the semester, covering the first steps of new venture formation, and it is most effective 
after students have been introduced to the Business Model Canvas (BMC). Instructors can use it for an in-
class discussion, a written assignment, or even an exam case, depending on course objectives.   
 
Learning Objectives 
  
After studying this case, students will be able to:  

• Identify and evaluate the entrepreneurial opportunity presented by the nonprofit idea. 
• Develop a business model for a nonprofit startup. 
• Assess the feasibility of launching a nonprofit using financial and strategic criteria. 
• Formulate a structured recommendation outlining actionable steps for launching a nonprofit venture. 

 



MARKETING 
                                                                             
 
• Marketing 
• Digital Marketing 

Strategy 
• New Ventures 
• Sustainability 

Aer Cosmetics and the Sustainable Road to Success 
 

11 

Federica Rossetti,*, Nitin Kumar Singh, and Erin Byrne, Rider University  
[2083 Lawrenceville Rd, Lawrenceville, NJ 08648, frossetti@rider.edu] 
 
 

 

In October 2024, Paige DeAngelo, founder and CEO of Aer Cosmetics, 
faced a critical decision about how to market her young sustainable beauty 
brand during the upcoming holiday season. After launching a refillable, waste-
free mascara earlier that year, Aer had generated strong engagement on social 
media but limited sales. With her company preparing to exit a university 
business incubator and operating costs set to increase, DeAngelo needed to 
determine how to convert awareness into purchases and reach a minimum 
sales target to keep the venture viable. The case asks students to evaluate 
alternative digital marketing strategies, including sustainability-focused 
messaging, a mother-daughter gifting campaign, and a small in-person pop-up 
test. The case highlights challenges related to digital marketing, target market 
selection, and early-stage venture growth in the sustainable consumer 
products sector. 
 
 

 

Intended Courses and Levels 
 
This case study was designed for an undergraduate digital marketing class, and for a marketing management 
class. This case should either be taught in the middle or at the end of the semester, after students had the 
chance to learn about the customer persona, the customer journey, and social media strategies. The case 
should be taught to upper-year students who have taken at least one marketing class. 
 
Learning Objectives 
  

• Diagnose the root causes of weak early-stage sales in a startup environment. 
• Apply Segmentation, Targeting, and Positioning (STP) to refine a customer focus. 
• Evaluate a founder-led brand and the role of authenticity in early marketing. 
• Design a digital marketing strategy using limited budget and data. 
• Use the AIDA model to structure messaging and conversion tactics across platforms. 
• Develop and defend a marketing recommendation using evidence and counterargument logic. 
 
OPERATIONS MANAGEMENT 
                                                                             
 
• Operations 

Management 
• Logistics 
• Order Accuracy 
• Process Improvement 

Purity Life: Perfecting the Perfect Order Rate 
 

25 

Fatih Yegul*, Stephen Thomson, and Nathan Woodard, Conestoga College 
[299 Doon Valley Drive, Kitchener, Ontario N2G 4M4, Canada, 
fyegul@conestogac.on.ca] 
 

 



• Warehouse Operations 
• Incentive Systems 
• Human Factors 

 
Purity Life, Canada’s largest distributor of natural health and beauty 
products, prided itself on its flexibility and customer service. Yet persistent 
errors in order processing (e.g. mispicks, damages, missing items) were 
eroding its perfect order rate and triggering costly credits to customers. 
While the error rate appeared small, the financial and operational impact 
was significant given the company’s high shipment volume. With the VP of 
Operations expecting recommendations within weeks, Distribution 
Manager Nathan Woodard faced a critical decision: should he advocate for 
expensive automation technologies with uncertain ROI, implement low-
cost verification systems that could slow productivity and affect employee 
incentives, or continue pursuing incremental process improvements? Each 
option came with trade-offs in terms of cost, efficiency, and morale. 
Woodard needed to weigh these alternatives carefully to protect 
profitability, sustain customer trust, and uphold Purity Life’s reputation for 
operational excellence. 
 
 

 

Intended Courses and Levels 
  
This case is suitable for undergraduate and graduate-level courses in: 

• Supply Chain Management 
• Logistics and Distribution Operations 
• Operations Management 
• Business Analytics 
• Organizational Decision-Making 

It is especially well-suited for courses that explore warehouse operations, human-system interaction, and the 
use of data to drive continuous improvement. By studying this case, the students can contemplate the issues 
experienced in modern warehouse operations and the technologies used in warehouse management. The case 
includes datasets and data analysis exercises that would make it ideal for courses that teach data analytics 
methods using tools such as MS Excel, Power BI, or Tableau. 
 
Learning Objectives 
  
By analyzing the challenge Purity Life (PL) faced and how they responded or should have responded to that 
challenge, students will be able to: 

• Evaluate the concept of the perfect order rate and its key performance metrics (e.g. order accuracy, 
line accuracy, turnaround time) to understand their role in operational excellence and customer 
satisfaction. 

• Apply data analytics techniques using tools such as Excel, Power BI, or Tableau to identify trends, 
quantify error rates, and assess the financial impact of operational inefficiencies. 

• Examine the critical components of warehouse operations (picking, packing, and shipping) to 
identify root causes of errors and inefficiencies, and thus propose process improvements or 
technological interventions. 

• Compare and contrast alternative strategies for improving order accuracy and efficiency, considering 
trade-offs between cost, speed, and quality, and recommend a course of action that supports 
continuous improvement and long-term operational performance. 
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Innovakit, a social enterprise that made tools for coffee production and 
taught growers in Colombia how to use them to improve productivity, 
faced the challenge of growth.  Innovakit’s social impact and the organic 
growth during recent years endorsed this objective. The company could 
continue to grow using its cash flow. However, Hugo López and Silvana 
Yandar, the founders, had the perspective to accelerate growth by using 
external funds. The local economic situation also pressured this decision. 
They had different views on how to grow. López identified several 
promising opportunities for Innovakit that required venture capital. 
Yandar, however, believed it was vital to protect Innovakit’s original 
purpose and philosophy, and preferred to maintain control of the business 
by using debt to fund growth. The team needed to decide on the source of 
additional funds, considering venture capitalists, bank loans, donations, 
impact investment, or crowdfunding. 
 
 

 

Intended Courses and Levels 
  
This case was designed for use in entrepreneurship courses across undergraduate, graduate, and executive-
level education. It will help students develop knowledge and skills related to impact-driven businesses and the 
challenges these businesses face as they grow. The case explores how to determine the best funding source 
for a socially and environmentally focused business like Innovakit, to achieve accelerated growth. The 
discussion section includes an analysis of accelerated growth as a goal for this type of business, and the 
implications of accelerated growth for the business itself and its entrepreneurs.  
The case may also support courses on social entrepreneurship and social innovation. The case includes a level 
of detail that can be used to understand how social value may be created. It is suggested that the case be 
applied at the end of the mentioned courses, because the search for financing sources aligns with the close of 
the venture design phase and the beginning of the preparation for the implementation.  
It should be noted that the case focuses on financing sources while more advanced financing aspects are not 
tackled. These constitute a step ahead in a regular course. Thus, the case is appropriate in the introductory 
phase of those graduate courses with a financial focus.   
Entrepreneurship students need an understanding of business models and value propositions to analyze this 
case. In addition, although the analysis is not financial, students should have basic knowledge of business 
finance, including risk, debt, assets and equity, cash flow and profitability. 
 
Learning Objectives 
  
After analyzing the case students will be able to: 

• Analyze the elements and relationships that make a social and environmental impact-focused 
business feasible. 



• Understand organic and accelerated growth, and their implications for an impact-driven social and 
environmental business. 

• Formulate and evaluate critical growth drivers (entrepreneur, business model, and organization) in 
relation to potential funding sources and their requirements. 
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Leah Ashburn, CEO of Highland Brewing Company, was evaluating three 
mutually exclusive growth initiatives: expanding on-site customer 
experiences, introducing 19.2-ounce tallboy cans, or launching a non-
alcoholic beverage line. The analysis included projected revenues, costs, 
and capital investments for each option, along with qualitative 
considerations related to brand fit and operational capabilities. The CEO, 
needed to assess the financial attractiveness of each alternative, understand 
the strategic trade-offs involved and determine which option best aligned 
with the firm’s capabilities and long-term direction. Recent industry trends, 
including declining growth in the craft-beer industry and increased 
competition increased the importance of choosing the right growth path. 
 

 

 
Intended Courses and Levels 
  

This case is designed for the business‐level strategy module of undergraduate capstone courses in strategic 
management and can also be used effectively in MBA core sections. It fits best at the point in the syllabus 
where students have already practiced external analysis (e.g. Five Forces), internal analysis (e.g. VRIO and 
value‐chain), generic competitive positioning (differentiation, cost leadership, blue‐ocean, or hybrid), and 
basic financial evaluation (e.g. net present value). At this juncture, the case challenges students not only to 
draw on these individual frameworks but to weave them together — applying VRIO and NPV analyses in 
concert — and to recognize that no single tool is sufficient to make a comprehensive strategic 
recommendation. For instructors using Rothaermel’s Strategic Management (6th edition or newer), this 
moment corresponds to the session immediately following Chapter 5, “Business Strategy: Differentiation, 
Cost Leadership & Blue Ocean.” At this juncture, the case challenges students to integrate their analytical 
tools to decide among mutually exclusive growth paths for a single-business firm under a strict constraint that 
the firm can pursue only one of them in the near term. 
The case may also be used in Entrepreneurship, Family-Business, and Craft-Beverage electives, where it 
highlights second-generation leadership, resource constraints, and experiential complements as levers of 
competitive advantage. 
 
Learning Objectives 
 

• Assess and articulate a firm’s current strategy and internal drivers of success. Students will be able to 



identify a company’s current business strategy and describe how specific resources, capabilities, and 
competencies contribute to competitive advantage using frameworks such as RBV and VRIO.  

• Evaluate the strategic fit between internal capabilities and new growth options. Students will be able 
to assess the alignment of internal strengths with proposed strategic initiatives using fit analysis (e.g. 
Strategic Fit Matrix, Core Competency Framework). 

• Integrate financial analysis with strategic evaluation to support decision-making. Students will be able 
to conduct or interpret basic financial comparisons (e.g. cost estimates, revenue forecasts, breakeven 
points) and assess how these support or challenge strategic priorities. 

• Identify and apply relevant decision criteria for evaluating strategic options. Students will be able to 
establish decision-making criteria such as strategic fit, growth potential, customer value, and 
execution feasibility to structure complex strategic choices. 

• Apply a structured comparative analysis to prioritize strategic options. Students will be able to use a 
strategic decision matrix or a weighted scoring tool to evaluate and rank alternative growth strategies 
based on defined criteria. 

• Develop and defend a data-informed strategic recommendation. Students will be able to formulate a 
strategic recommendation supported by evidence and justify their decision using both qualitative and 
quantitative analysis. 
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