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EXECUTIVE SUMMARY

om Horst, the owner of Crystal Springs Brewery, has 
a long held passion for brewing beer that culminated 

into his own brewery in 2010. The name Crystal Springs 
was chosen to revitalize the history of the original brew-
ery from the late 1800’s. The small non-descript brewing 
facility houses a bar, tasting room, and a fulltime staff 
of seven. Tom’s mission is to produce some of the finest 
beers in the world and ultimately share them with the 
masses.

There are currently 2,439 breweries in the United States 
and that number is expected to grow at over 8.5% per 
year to over 3,287 through 2018. Beer quality, branding, 
packaging, and a deep understanding of distribution 
channels are key differentiators for larger players or 
those who wish to expand within the Craft Brewing 
segment. The Value proposition for Crystal Springs lies 
first in the quality of beer and second in the history of 
the brand that Tom is attempting to revitalize.

Crystal Springs is limited in its marketing capabilities, 
as it has not yet reached a break-even point. Methods to 
drive traffic to the taproom include a mixture of Face-
book, Twitter, and the Crystal Springs website. Addi-
tionally the limited amount of Boulder and Louisville 
distribution is only due to a lack of supply as the general 
consensus of the product is quite good. The logo, pack-
aging, and branding lacks the wow factor that many fast 
growing brands have. Buyer behavior is heavily affected 
by both branding and employee opinions when it comes 
to liquor store point of purchase.

Beer performance or quality is the focus of Crystal 
Springs and consumer demand has been increasing. 
Crystal Springs is in a difficult place operationally as 
they need more equipment to increase beer production. 
With funding, they could buy the proper equipment and 
hire more employees to increase productivity, quality, 
and beer production flexibility. Hiring the right people, 
and having the right training programs and performance 
metrics in place will greatly enhance operational efficien-
cy as well.

Innovations in the Craft brewing segment have been 
a combination of both product and process. Product 
innovations for example relate to unique ingredients or 
brewing processes, bottle styles, and branding. Pro-
cess innovation however is typically relegated to larger 
brewers that have the ability to automate machinery, and 
purchase specialized equipment for both bottling and 
brewing. One of the most controversial trends in beer 
brewing is the outsourcing of production (contract brew-
ing and/or alternating proprietorship) that will dramati-
cally change the competitive landscape.

It is our opinion that an overall rebranding of Crystal 
Springs is an important factor for success as it is current-
ly disjointed and lacks mass appeal. It is important for 
Crystal Springs to maintain a focus with its four most 
popular beers in the liquor store environment to ensure 
that they are always in stock. This also leads to the signif-
icance of a competent marketing and sales associate who 
can manage these accounts.  

We believe that the variety of 15 beers that are rotated 
seasonally spread the company’s resources too thin and 
lack a focused approach on profitability. One of the larg-
est impediments to growth lies not in a lack of demand, 
but a lack of production capabilities. This can either be 
achieved through outsourcing production for top selling 
beers or obtaining a loan to purchase more brewing 
equipment. Either way, a wave of new competitors and 
imports will continue to flood the market, and a key to 
growth is understanding and utilizing resources available 
to expand as much as possible before the market con-
tracts. 

Crystal Springs has been able to reduce their costs by 
self-distribution, but it also hinders their growth. Tradi-
tional distributors have taken on roles of stocking store 
shelves, training, and supplying marketing materials and 
have a deep understanding of customer needs. These dis-
tributors require beer supplies that are above the produc-
tion capabilities of Crystal Springs at this time.
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ORGANIZATIONAL OVERVIEW
Crystal Springs Brewery

Crystal Springs Brewing Company is a passion project for 
the founder Tom Horst that dates back to the mid 80’s, a few 
years after home brewing had been legalized by Jimmy Carter. 
His high school aged son had encouraged the hobby and they 
“were blown away when the beer they produced turned out to 
be not only drinkable, but also quite good” (About Us). 

With encouragement from his wife Kristy, the dream to open 
a brewery became a reality in 2010. The name for the company 
was derived from the original Crystal Springs Brewing and Ice 
Company; in business from 1900 to 1916. The company closed 
in 1916 when Prohibition went into effect in Colorado and was 
left empty until the building burnt down in 1921. 

Crystal Springs operations moved out of Tom’s garage and into 
a nondescript commercial building in Louisville, Colorado in 
2013 (Exhibit 1). The brewery is not allowed to display any ex-
terior signage due to city restrictions. As you enter the build-
ing you are greeted with a few small tables and a long bar that’s 
connected to the 15 different selections of extremely small 
batch beers. The back of the building houses two beer fermen-
ters that can produce roughly 40 barrels a months or 500 bar-
rels a year at full capacity (1 barrel = 31 gallons). The product 
is packaged in four-pack 16 oz. cans, 22 oz. glass bottles, kegs, 
and recently 64 oz. growlers. Crystal Springs Brewery produc-
es 15 different beers throughout the year. At any given time 
there are only four to five styles available in liquor stores and 
the rest are available exclusively in the taproom. 

Crystal Springs mission is as follows:  “In everything we do, we 
believe in doing it right. We believe taking the time and effort 
to create beer that is consistently interesting, flavorful and 
memorable are the reasons to make beer.”  

  “In everything we do, we believe in doing it right. We believe taking the time and 
effort to create beer that is consistently interesting, flavorful and memorable are the 

reasons to make beer.”  
-Tom Horst 

The short-term goal of Crystal Springs is to get to a break-
even point in 2014. A primary long-term goal is to become 
a highly respected brewery that makes the some of the finest 
beers in the world. Tom is in a position where he would like to 
understand his cost structure and sell more products. He has 
recently hired a dedicated marketing employee and accountant 
that both have beer industry experience. 

The marketing strategy for Crystal Springs Brewery is to post 
events on Facebook, Twitter and the Crystal Springs Web-
site. Tom however has been an instrumental music teacher at 
Boulder High School for 22 years and this long-standing re-
lationship with the community has contributed to his growth 
through word of mouth. There is a large neon sign in one of 
the buildings windows that has been effective at attracting 
additional customers. 

There are no clearly stated or measurable marketing goals and 
objectives for the brand other than increasing sales and brand 
equity. We have gotten a sense that the brewery was built with 
a “if we build it they will come” mentality which seems to be 
working on a small scale due to the quality of beer, the sense 
of community as you enter, and the friendliness and passion of 
the owner to share his craft. 

The organizational chart of Crystal Springs Brewery starts with 
Tom Horst as the official President and Managing Member. 
Kristy Horst has equal control as her official title is “Managing 
Member and Marketing Director”. The rest of the company is 
one level below Tom and Kristy. (See the below exibit)

ORGANIZATIONAL 
Structure Tom Horst

President (Managing Member)

Kristy Horst
(Marketing Director )

Managing Member

Emily
 Accountant

Kristen 
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John 
Bartender/Server

Nick 
Marketing / Sales

Colin 
Brewmaster
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Butch Pale Ale  
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South Ridge Amber  
Black Saddle Port Barrel Aged
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Drum Rum Barrel Aged Porter 
Solano Chili
Bob’s Your Uncle Mild  
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Wuerzburger Early 1900’s recipe
BS2R Dry Stout  
Velvet Shank



Competitive analysis
Crystal Springs Brewery

The Craft beer industry in 2013 had total revenue of $3.9bn 
with a projected annual growth rate through 2018 of 7.2%. The 
amount of breweries in the United States is currently 2,439 
and is expected to grow at over 8.5% per year to over 3,287 
through 2018 (Kaczanowska, Agata). Interestingly the height 
of beer breweries previous to this was in 1890 with 2,011 and 
dropped to only 89 by the late 70’s (Orchant, Rebecca). There 
are roughly 150 breweries slated to open in Colorado in 2014 
alone (Gorski, Eric). 
This recent expansion was spurred by consumer shift away 
from large corporate brands, but will eventually slow as larger 
companies look to purchase and consolidate niche craft beer 
companies. 

The craft beer market is comprised of four beer categories 
encompassing Pale Ales at 41%, Lagers at 27.9%, Stouts and 
Porters at 13%, and Seasonal Beers at 18.1%. 

The beer making industry has incredibly low barriers to entry 
due to its low cost and the many resources available to those 
who are interested in experimenting at home. Additionally, the 
price of coarse grain has been rising steadily and will continue 
through 2018 posing a potential threat to smaller competitors 
who cannot purchase in bulk. 

The competitive landscape for Craft breweries will intensify 
dramatically in the next few years. More competitors look to 
further segment the 21-35 year old market with new adult bev-
erages, wines, ciders, relaxation drinks, and exotic juices. In 
addition the Imported Craft beer segment in the United States 
is expected to “grow at an average annual rate of 24.8 %”( 
Kaczanowska, Agata) through to 2018. 

Beer quality, branding, packaging, and a deep understanding 
of distribution channels are key differentiators for larger play-
ers in the Craft Brewing segment. 

Beer quality, branding, packaging, and a deep understanding of distribu-
tion channels are key differentiators for larger players in the Craft Brewing 

segment. 

It is critical for Craft Brewing companies show their unique 
personality especially with enhanced competition in and 
around the segment.The Boston Beer Company most widely 
recognized as Samuel Adams holds the largest single market 
share at 19.3% and employs almost 1,000 people. The company 
sold over 2.7 million barrels of beer in 2012. The next largest 
competitor Sierra Nevada Brewing Company founded in the 
80’s holds a 5.1% market share. Headquartered in Chico, Cali-
fornia the company employs nearly 600 people with 70% of its 
beer production centered on pale ale. The company’s growth 
has been attributed to an expansion of distribution contracts 
nationwide. 

Crystal Springs has limited distribution in the Boulder and 
Louisville markets.  Beer quality for the company is quite 
good, and Tom’s humble and passionate personality bodes well 
with the contacts he makes both on the distribution side and 
in customer interactions. 

The Value proposition for Crystal Springs lies first in the 
quality of beer and second in the history of the brand that Tom 
is attempting to revitalize. Unfortunately, this brand history is 
not displayed prominently on packaging or labels and much 
of it feels disjointed. Many new craft brewers lack compelling 
stories and focus on interesting ingredients and packaging. 

Crystal Springs Brewery does not collect any customer data so 
it is difficult to fully understand the customer “persona”. There 
are, however many in depth persona studies for the Craft Beer 
segment online, which we have combined into one info-graph-
ic (See Right Page) (The Craft Beer Drinker) (Ad Age Stereo-
types Craft Beer Drinker) (Craft Beer Needs to Get Out More).  

Crystal Springs Facebook page has been collecting reviews 
and currently has over 900 likes. Comments like “This beer 
will blow your mind” and “Best Brewery in Colorado?....Just 
might be” tend to sum up peoples’ impressions of the beer and 
atmosphere. Although the Facebook page trends towards rave 
reviews for the product there is currently no other customer 
satisfaction measures in place in either the distribution or 
consumer channels.   
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Marketing 
Buyer Behavior Analysis

The first time consumer purchase of a Craft beer is 
arguably a high involvement buying process. There is a 
high level of cognition and affect before the purchase as 
the customer base is largely college educated and more 
intellectually curious about the product. Craft Beer 
customer behavior when entering a liquor store involves 
huge selections with extreme diversity of labels, colors, 
logos, and brewing processes. Customers often rely 
heavily on salespeople to suggest something new.  Once 
a beer from a particular company has been tried and en-
joyed, the behavior in purchasing again might turn to a 
low involvement process.  The B2B beer buying process 
is also high involvement as liquor stores and restaurants 
have limited space and desire products that maximize 
their profitability and consumer satisfaction.  B2B cus-
tomers are also highly concerned with relationships and 
product availability.  

The Crystal Springs buying process is triggered through 
a customer’s basic need to satisfy their thirst for beer. 
This is not necessarily recognition of a problem, but a 
desire facilitated through intellectual curiosity (unless 
the customer drinks 36 beers per week). Customers can 
next either choose to purchase beer at the taproom or at 
a liquor store having a dramatic impact on the decision 
making process. 

The seeking information stage of the buying process 
is facilitated through a customer’s internal beliefs and 
knowledge, followed by word of mouth, online reviews, 
and social media. A new Crystal Springs customer has a 
choice to either purchase beer directly from the source 
at the taproom or at a liquor store, not unlike many oth-
er breweries. Packaging impressions and outside forces, 
such as liquor store employee impressions are non-is-
sues in the controlled taproom environment where 
atmosphere and service are more heavily weighted. 

Liquor stores have a dramatic selection of both imports 
and domestic beers. This selection can be daunting for 
a customer as they are now met with both a marketing 
element of packaging design and employees that have 
their own impressions of beer quality.

As stated by IBIS World report on Craft Beer production “Big 
and small breweries alike must focus on quality and taste in 
order to create and sustain demand for their beer. Innovative 
and offbeat branding, packaging and marketing help operators 
differentiate their beer from corporate brands. Branding and 
packaging, including logo design and labeling, are essential to 
convey the uniqueness of craft beer” (Kaczanowska, Agata).

In general, marketing has a dramatic effect on a consumers 
buying process both during the information seeking and at 
the point of purchase. Many of the larger breweries are able 
to stimulate the buying process in the beginning stage of the 
buying decision process “problem recognition” as they are the 
ones with the largest marketing budgets. Many smaller craft 
beer manufacturers, however, lack the budget and instead rely 
on information search touch points such as online reviews, 
websites, and liquor store salesman relationships. Marketing 
is critical in all stages of the buying process, but consumer 
evaluation comes to a head during evaluation at a liquor store 
point of purchase where sales associates are subconsciously 
and consciously driven to inform consumers based on design 
and distributor relationships. 

Marketing 
Product Portfolio and Branding Analysis

Utilizing the name Crystal Springs Brewery was a decision 
made by a friend of Tom’s, and might be one of the most 
unique parts of the brand. Tom has been curating undamaged 
bottles from the original brewery and tracking down news-
paper articles from the early 1900’s. He has stumbled upon a 
specific article from 1905 that describes the recipe for a beer 
named Wuerzburger created in 1903 that Tom currently has 
in production. Sadly none of the current branding elements 
prominently point to this rich history. They lack uniformi-
ty and design that would appeal to a Gen Y customer (the 
primary Craft Beer target). History of the beer, beer style 
and flavor should be clearly displayed on labels have the logo 
easily recognizable. Crystal Springs Brewery website (www.
Crystalspringsbrewing.com) has an extremely outdated feel 
but functions as a message board for upcoming events. When 
scrolling through the selections of beer some of the links take 
you to the wrong beer. The website also has a lack of font 
uniformity and color. One of the black and white photos from 
the original brewery depicts the brewers surrounded by beer 
barrels. A prominent six point star also known as the “brewer’s 
star” signified the six critical components of pure brewing and

“was used as the official insignia for the brewers guild as early 
as the 1500’s” (CREATIVE HISTORY). Despite the uniqueness 
of this emblem, it is not being utilized as a branding element. 

Many breweries utilize a product life cycle strategy of keeping 
a handful of beers in continuous production with some that 
are seasonally rotated. Tom’s wide selection of over 15 beers 
might be spreading the company’s resources too thin as he is 
in the introductory stage of the company’s product life cycle 
looking to break even. Even though Crystal Springs has been 
in business since 2010, he is still catering to an early adopter 
crowd.  

Current Logo

Crystal Springs Brewing Company has elements of a USP 
scattered on their website. In following a standard USP 
guideline our interpretation of the Crystal Springs USP is as 
follows “Crystal Springs is unlike large commercial breweries. 
We offer beers that are flavorful, memorable and meant to be 
savored.” “Drinking great beer is our aspiration; making great 
beer is our passion” (Home).

Crystal Springs uses a pull strategy; as they do not have the 
resources to effectively push their products through distri-
bution and retail channels. One example of this is at Mr. B’s 
liquor store that began carrying the product due to a cus-
tomer request. Luckily the craft brew persona is one that is 
open to trying new things relying on salesman impressions or 
branding. This is one of the reasons why it is critical to have 
someone consistently training retail sales staff as they have the 
capability to pull a customer through the entire hierarchy of 
effects from awareness to purchase. 

IMC Analysis



Marketing
Pricing and Channel Analysis

PRICING ANALYSIS
Crystal Springs’ objective is a return on investment with a 
market oriented pricing strategy that Tom personally sets. 
It is difficult to determine whether or not Tom’s pricing is 
in line with competitors, as we were not given financial data 
to dive deeply into this subject. We did request and receive 
confidential distributor pricing data breaking down over fifty 
top selling brands that we will present to Tom and his staff 
for analysis. As far as we can tell, Crystal Springs’ products 
are priced competitively in the market based on liquor store 
interviews. The biggest response received from the retailers 
was they would like more products if available.  With only two 
beers available in cans, it makes it difficult to compete with 
the typical six-pack 12-ounce options available.  The 22-ounce 
bottles, known as bombers, sell well in the highly competitive 
market with many retailers wanting more variety of invento-
ries (Exhibit 10).

Innovation
Crystal Springs Brewery

PRODUCT INNOVATION
For many microbreweries innovation is relegated to craft-
ing and testing new beers. It is generally inferred that craft 
breweries take pride in this aspect of the business. Unfortu-
nately, service, process, or marketing innovations are rarely 
seen unless the brewery has access to capital. Large breweries 
have fully staffed labs, expensive canning and bottling equip-
ment, automated state of the art brewing, and filtration and 
pasteurization capabilities that cannot be afforded by smaller 
breweries. Larger breweries also have the capability of hiring 
marketing and research firms to intimately understand target 
market and distribution channel data. 

Although Crystal Springs has a large selection of beers that are 
unique the company, processes, packaging, and distribution 
methods are not particularly innovative. There is no formal 
written innovation process. As Crystal Springs Brewery works 
to revitalize beers from early 1900’s heritage, it is missing huge 
opportunities for growth in upcoming segments of coffee beer. 
“More collaborations between craft brewers and coffee roasters 
will surface this year as the intersection of coffee beers takes 
off ” (The GBH 2014).  Additionally, as stated in www.Craft-
beerhunter.com “As big of a year as we had in craft beer, cider 
grew even faster. We tend to think of industries like cider as 
following on craft beer’s coat tails, but there’s so much more 
happening than some spillover success. We’re also not the first 
craft revolution in the US — wine and coffee have come before 
us with plenty of lessons that can help guide our culture in the 
years to come” (The GBH 2014).

Process  INNOVATION
Beer packaging and design are increasingly becoming a source 
of competitive advantage. Some companies such as Churchkey 
beer have resorted to using old 50’s style cans that have to be 
can opened on both sides. Others have used black painted 
bottled to ensure no light enters their bottles. Contract brew-
ing has been around for quite some time, it has typically been 
thought of as a way for smaller breweries to boost production 
by utilizing someone else’s excess capacity. A recent innovative 
trend points to a new concept of facilities being built specif-
ically for contract brewing. The first of what will likely be a 
trend of many has recently opened in South Florida named 
Brew Hub. “Brew Hub plans to build five breweries 
nationwide over the next few years — an investment of 
$100 million. 

The first one, a 50,400-square-foot facility in Florida, will 
open on May 12” (Brown, Lisa).  Brew Hub also has in-house 
marketing and distribution both nationally and internation-
ally. This trend will allow new brands to enter the market far 
quicker and make it harder for small resource-less competitors 
to compete. Another recent trend has been in the outsourcing 
of what is typically referred to as the mash up (the process by 
which all the ingredients are blended together before the brew-
ing begins). 

The subject of outsourcing in the form of contract brewing 
brings feelings of disgust for many small brewers. Upon review 
of the industry, the practice has become quite common and 
highly successful. The Boston Beer Company for example 
was “first produced under contract by the Pittsburgh Brewing 
Company, best known for their Iron City brand of beer. Over 
the years, the brand has been produced under contract at vari-
ous brewing facilities with excess capacity, ranging from Stroh 
breweries, Portland’s original Blitz-Weinhard brewery (shut-
tered in 1999), Cincinnati’s Hudepohl-Schoenling brewery, 
and industry giant SABMiller” (McHops, Braley).  Even more 
interesting is that Boston Beer Company to this date only has 
a small testing facility in Boston and does none of its brewing 
in that location. It could be argued that there is quite a bit of 
innovation in marketing to portray Boston Beer Company or 
Sierra Nevada as small and local. Contract brewing methodol-
ogies are either taken on fully such as Boston Beer Company 
or with the goal of eventually producing in-house again once 
profitability reaches a certain point. 

Typically process innovation leads to a competitive advantage 
when it comes to profitability. Interestingly, The Boston Beer 
Company leads with a 12.2% bottom line whereas the industry 
average falls at 9.6% a 2.6% advantage. Robotics might just be 
the new frontier of process innovation for the industry having 
the potential to increase larger breweries bottom line by an ad-
ditional 1% or more as they will be the ones who could afford 
the technology at first. A young team of hip robotics engineers 
posted a YouTube video entitled beer brewing with robots 
on October of 2013 which has attracted 25,000 views (http://
www.youtube.com/watch?v=P4wzOA7NB_M). It seems to 
point to the technology eventually becoming open source 
(available to all).   

CHANNEL ANALYSIS
Crystal Springs utilizes a total cost concept of channels based 
on the limited capital, resources and staff.  In the current situ-
ation, Crystal Springs performs channel function as a self-dis-
tributor; reducing costs and maintaining control over the 
products.  Value is added by expertise and exclusivity.  With 
increased growth and demand the channel functions would 
need to expand, enabling increased efficiency spread fixed 
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Recommendations & Summary

REBRANDING
Focus on a complete rebranding from the logo to the website 
to the beer packaging and labels. 
We have spent over twenty hours in the conceptual design of 
new packaging that emphasizes uniformity, a clean logo, and 
easy to read text. We have also incorporated a tag line on the 
cans that pulls the USP into four catchy words “Bold History 
– Rich Flavors”.  Additionally we emphasized “since 1895” to-
wards the bottom of the can. (See exibit on the following page)

Contract Brewing
Even though the idea of contract brewing is somewhat con-
troversial we believe that it is imperative for Crystal Springs 
to produce his four or five most popular beers in this manner 
to expand and maintain a strong presence in regional liquor 
stores. By completely farming out these popular beers Tom can 
focus more of his time on brewing experimentation. 

Competitor & Internal 
Pricing & Cost Analysis
A complete understanding of competitor pricing for each 
specific beer style as well as an intimate understanding of in-
ternal costs is critical for profit maximization. This task can be 
given to the newly hired marketing employee. Unfortunately, 
Tom firmly believes that his primary competition is the large 
original breweries such as Budweiser & MillerCoors and this 
might help him understand the depth of the competitive field. 
Although Tom did not provide a detailed cost breakdown of 
his product he did stress the importance of using an American 
made bottle costing $.68  each. 

This is not an element that is being advertised and a comper-
able bottle is only $.35. At full capacity this simple change 
would be the difference between breaking even or not in 2014.

It is our believe that the Craft brewing segment will likely take 
a shift into a consumer segment simply categorized by those 
who like great tasting beer. There is only so much product 
innovation in a market that will soon expand to over 3,000 
competitors by 2018. A price war will likely ensue where only 
the largest competitors will be able to survive. Additionally, the 
price of course grains (barley, oats and sorghum) are expected   
to increase.  

CEO
We recommend that Tom hires CEO for Crystal Springs Brew-
ing and change his organizational structure to accommodate 
his desired fulltime position of master brewer. Tom expressed 
that the only thing he really wants to do every day is brew 
beer. He is two years away from retirement and seems to have 
no desire of dealing with business strategy. (See organizational 
chart below)

Training Materials 
& Performance Matrix 
A set of clearly defined training materials, and company objec-
tives should be developed so that a set of performance metrics 
can be designed. 

Crystal Springs Brewery
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