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INTRODUCTION

THE BEAVER DAM

Danny Ojeda sat down and attempted to collect himself. It had been another chaotic Monday morning shift for 
the Beaver Dam, Huron University College’s (Huron) student-run café and social hub, and he wondered how 
he would balance the competing priorities straining the current operations. The Beaver Dam was committed to 
accurate and timely service: long wait times would result in students going to other campus cafés and compromise 
The Beaver Dam’s status as Huron’s main social hub. By 2026, matcha-based drinks were increasing in popularity 
among the student body, and they took longer and more careful preparation to achieve consistent quality. As he 
watched one of the baristas work on the other side of the bar, Ojeda wondered what solutions he could implement 
to help increase efficiency without sacrificing The Beaver Dam’s product offerings.

The Beaver Dam was an on-campus café and bar operated by the Huron University College Students’ Council 
(HUCSC), with direct oversight from students in the positions of Manager and Vice President of Finance and 
Administration. The Beaver Dam was open Monday to Friday from 9:00 am to 9:00 pm, and approximately 55% 
of sales were generated from its café offerings, which made it the focus of their capacity concerns.¹ The Beaver 
Dam was known for its variety of specialty drinks, including their most popular espresso-based offering, the iced 
latte. Beginning in September 2025, The Beaver Dam began offering iced matcha, a popular green tea-based drink 
that many students were interested in (Exhibit 1).

[1] During the eight months a year that The Beaver Dam was open, they were operational for 30 weeks.
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HISTORY

The Beaver Dam was coined as Huron’s living room since its establishment in 2010. Sixteen years later, it still 
followed the mission of “serving up student-friendly prices and legendary signature drinks.” The Beaver Dam’s 
operations began in the original Student Activity Centre, located on the bottom floor of the O’Neil/Ridley 
residence building at Huron. In 2021, with the opening of the Frank Holmes Centre and having outgrown the 
original space, The Beaver Dam moved across the roundabout into a modern new space featuring wraparound bar 
seating and a large island for drink preparation. The upgrades allowed the Beaver Dam to better fulfil their role as 
a comfortable place for student socialization and studying. 

Affordability was another key aspect of The Beaver Dam’s mission and operations, and they prioritized low prices 
over high profits. Over the years, The Beaver Dam attracted a loyal customer base of students and faculty who 
frequently stopped by as an affordable part of their on-campus routine. As The Beaver Dam gained more popularity 
in recent years, it achieved profitability for the first time in 2023.  They employed 13 baristas plus the Manager, 
who oversaw scheduling and inventory. Each employee worked four-hour shifts, with a 15-minute overlap to 
ensure smooth transitions (Exhibit 2).  

[2] Canada coffee market-comprehensive study report & recent trends (2024-2032) (Introspective Market Research, 2024), https://introspectivemarket-
research.com/reports/canada-coffee-market/.
[3] Canada matcha tea market size & outlook (Grand View Research, 2026), https://www.grandviewresearch.com/horizon/outlook/matcha-tea-market/canada. 
[4] Cup of Insights: How coffee trends drive the market (Manifold Data Mining, January 26, 2026), https://manifolddatamining.com/cup-of-insights-
how-coffee-trends-drive-the-market/. 
[5] Gen Z driving specialty coffee growth (Grocery Business, 2024), https://www.grocerybusiness.ca/gen-z-driving-specialty-coffee-rowth-coffee-conference/.

INDUSTRY

CUSTOMERS

The Beaver Dam operated within the Canadian coffee shop and quick-service café (QSR) industry, a highly 
competitive and mature market driven by convenience, routine consumption, and strong brand loyalty. The 
Canadian coffee market was valued at approximately $37.3 billion CAD in 2024 and was projected to reach $59.9 
billion CAD by 2032, which represented a compound annual growth rate (CAGR) of 6.1%.2 Matcha beverage 
consumption in Canada was also on the rise, with a CAGR of 7.6% from 2025 to 2033.3 While coffee remained 
a staple in many Canadians’ daily routines, the number of cups consumed per day had begun to decline.⁴ This 
suggested a shift toward quality over quantity, and other caffeinated beverages growing in popularity, as consumers 
were increasingly interested in specialty beverages, rather than high volume consumption.⁵

Based on its location, The Beaver Dam primarily targeted students attending Huron, but also students from 
Western University, Ivey Business School, and King’s University College, which were all within walking distance. 
Students relied on cafés not only for beverages but also as spaces for studying, socializing, and holding meetings. 
With over 20 food and beverage locations in close proximity on the neighbouring campuses, capturing students’ 
loyalty was crucial to success; students could very easily switch locations if the line was too long or if the product 
they wanted was unavailable or poorly made. Many competing cafés had coffee and espresso-based beverages, 
though few offered matcha-based drinks. The Beaver Dam prided itself on offering both quality matcha and 
lower selling prices than other campus cafés.
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[6] Lattes were almost always ordered with a form of sweetener, so Ojeda thought this time should always be counted when calculating capacity. 
[7] Cost of goods sold (COGS) averaged 90% for all products.
[8] 17% Mandatory Employment Related Costs (MERCs) were not included in the hourly wage but were paid by The Beaver Dam. 

Marketing and product offerings of the Beaver Dam were mainly tailored to students between the ages of 18 and 
23, but Huron faculty and staff were a notable secondary target market. Customers usually purchased products 
before or between classes, and on 10-minute breaks during longer lecture periods, which meant that fast-moving 
lines and quick service were vital. The Beaver Dam therefore wanted to avoid having students leave a long line 
to go to a different campus eatery if service was delayed. Customers valued precision and speed in their intricate 
drink orders and delivery. 

PRODUCT OFFERINGS

MORNING CLASS RUSH

Beverages at The Beaver Dam were made to order. The espresso beans used were supplied by London coffee 
roaster, Patrick’s Beans, which provided dependable service and high-quality tasting coffee.  Iced lattes were the 
most popular menu item and customers could choose from a variety of options to tailor the beverage to their 
preferences. For example, milk options included 2% dairy milk, oat milk, or almond milk, and customers could 
also choose from ten different coffee syrups, and five flavours of Starbucks Coffee Enhancers. Regardless of the 
add-ins selected, the average selling price was $4.35 per latte.⁶ The iced matcha drinks at The Beaver Dam had 
the same options for customization as lattes, but they were sold for an average of $5.35.⁷

The Beaver Dam was open for 12 hours a day, five days a week, but there was a spike in demand on weekdays 
between 10:00 am and 1:00 pm—peak class hours for students. This placed a strain on The Beaver Dam’s 
operations, which the management team wanted to address. Shifts were currently covered by one barista, who 
was paid $17.60 per hour.⁸ During the morning class rush, Ojeda estimated that the baristas could receive orders 
for up to 33 iced lattes and 11 iced matchas per hour. They currently dedicated approximately 75% of their time 
making iced lattes and 25% of their time making iced matchas, based on this demand. Within this three-hour 
peak, Ojeda saw students leave the line due to the long wait, so he was eager to implement a strategy to solve this 
problem before more business was lost. 

The texture of matcha drinks was also an important consideration for The Beaver Dam to maintain its positive 
reputation. Ojeda noticed that when there was a long line and baristas were rushed, thorough frothing did not 
always occur, creating poor quality results, like clumpy texture or weak flavour. After hearing about bad matcha 
experiences from customers who returned their drinks to be remade, Ojeda considered solutions that would 
improve the matcha consistency and help meet customer demand.

CURRENT PROCESS

All beverages followed a similar process to keep operations as smooth as possible. While The Beaver Dam had 
numerous drink options, the majority of their sales were iced lattes and iced matcha. Therefore, improving capacity 
for these drinks was the primary focus for Ojeda. To begin the process for any drink, a barista took the customer’s 
order and input it into the Square point-of-sale system to charge the customer, which took an average of 45 
seconds. The same barista then prepared the drink(s), assembled the order with lid, sleeve, or straw, and then 
handed it off to the customer.
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Iced Latte

Lattes consisted of a shot of espresso mixed with milk or a dairy alternative, poured over ice. Brewing the espresso 
required two machines. The first was the espresso grinder with a tamper (a tool used to compress coffee grounds 
into a puck for brewing), and the second was the espresso machine with two group heads for brewing the espresso 
shot (Exhibit 3). Despite having two group heads that could each pour espresso shots, the lack of an automatic 
shut-off meant that only one was operable at any given time. Additionally, the espresso grinder could only hold 
400g of coffee at a time, and it took two minutes to refill once it ran out of beans. Ojeda wanted to ensure that this 
lost time was accounted for, in case the machine required a refill mid shift.⁹ The espresso machine required $750 
in maintenance yearly, but this was done after hours to not affect capacity. 

After receiving an iced latte order, the barista would then grind 20g of espresso beans into the portafilter basket, 
which took 13.5 seconds. The barista then tamped the coffee grounds to ensure they were tightly packed and ready 
for brewing, which took six seconds. After the portafilter was prepared, the barista locked it into the espresso 
machine to start brewing into the latte cup, which took 28 seconds. Next, ice was scooped from a freezer and 
poured into the cup, which took approximately eight seconds. If flavours were added, it took an average of five 
seconds, followed by pouring in the milk of choice, which took 11 seconds. Finally, the drink was assembled, 
taking 10 seconds to close the cup with a lid and serve it to the customer. All of these steps occurred in sequence 
and required the full attention of the barista to ensure proper timing was met.

Iced Matcha

When a barista received an order for an iced matcha, two ounces of ceremonial-grade matcha powder and hot 
water were frothed for two minutes and ten seconds. To mix the concentrate, an electric frother was used. However, 
this electric frother had an eight-minute operating battery life, meaning that after eight minutes of frothing, it 
required five-minutes to charge. Once the concentrate was prepared, the drink had the same assembly process 
as iced lattes, with ice, flavour, milk, and a lid. Preparing for next year’s operations, Ojeda decided to purchase an 
additional frother for $25, so that charging time would no longer be a concern.

[9] All other refill times were negligible and did not take time away from operations.

ALTERNATIVES

Automatic Espresso Machine

To avoid the wasted time waiting for the espresso to brew, Ojeda contemplated purchasing an automatic espresso 
machine that had a single group head with an automatic scale shut off (Exhibit 4). This meant that while the 
espresso shot was pouring, the barista could get ice, pump syrup, and pour milk for the same drink simultaneously. 
The new machine was more efficient, saving four seconds on each espresso shot brewed. This machine was a size 
downgrade in comparison to the current machine that had two portafilters, but with only one barista per shift, 
those additional features were not utilized. Automatic espresso machines typically retailed for approximately 
$6,600 and required annual maintenance that would cost $500. On top of the purchase price of the new machine, 
there was an expected delivery and installation cost of $50 and $250, respectively. However, Ojeda anticipated that 
he could sell the old machine to help cover the one-time costs of the new machine, which was $2,500. 
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Batch Producing Matcha

To alleviate some of the concerns, Ojeda had already planned to purchase a second frother for $25 that he intended 
to implement in the next year. He also considered batch producing matcha concentrate in the morning before 
the busy morning rush (Exhibit 5). This would require the barista on the opening shift to start work 15 minutes 
early to mix multiple servings of matcha and store them in the fridge in eight-ounce carafes, which would cost 
$30 each. Ojeda expected to purchase eight of these carafes to start. Eight ounces of matcha concentrate could be 
mixed at once, taking an average of 30 seconds per ounce. Ojeda wondered how much matcha concentrate could 
be pre-made during this new shift and if that would produce enough matcha to offset the demand during the 
busy morning rush. While batch mixing the matcha would be more efficient, Ojeda worried it would decrease the 
quality of the beverage, since it would not be freshly mixed for each order. Despite his concern, this production 
method was expected to improve consistency and eliminate the issue of returned inadequate drinks, which would 
decrease the number of re-made drinks and improve customer satisfaction.¹⁰

Labour Changes During Rush

With the struggle to meet demand and the current underutilized espresso machine, Ojeda wondered if labour 
changes were the best solution. He could add another barista during the morning rush from 10:00 am to 1:00 
pm on weekdays, which would require The Beaver Dam to hire three additional baristas to sufficiently cover the 
week’s operations. Having a second barista on shift could increase latte and matcha production by 50%. Training 
them required a full-day paid session with the manager, from 8:00 am to 4:00 pm. Additional costs would include 
new uniforms at $30 per barista.¹¹ The additional barista would be able to raise their operational capacity by 
increasing their order throughput, creating more time for quality drink production, and reducing the number of 
returned iced matchas. However, Ojeda worried about the cost of this alternative and whether it would create too 
much downtime for employees during this shift. 

DECISION

Ojeda continued to ponder the alternatives as business in the Beaver Dam buzzed around him. He wanted to find 
the best way to deal with the efficiency issues without sacrificing what the customers valued. What would be the 
best option financially? What would his team and customers think? With a freshly made iced latte in hand, he set 
to work.

[10] On average, one iced matcha was returned during each three-hour weekday morning rush.
[11] All four employees involved in the training session were paid their usual wage for the training session.
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EXHIBIT #1

EXHIBIT #2

Iced Matcha and Iced Latte

Employee Schedule

The Beaver Dam: A Solution For When Demand Floods the Dam

Shift Monday Tuesday Wednesday Thursday Friday

Opening: 
9am-1pm

Midday:
12:45pm-4:45pm

Closing:
4:30pm-9:00pm
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EXHIBIT #3 and #4

EXHIBIT #5

Exhibit #3: Current Double Espresso Machine
Exhibit #4: Single Automatic Espresso Machine

Exhibit #5: Batch Matcha Concentrate
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