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History / Abstract 

The story of  New Belgium Brewing as told on their website: 

 

"Our Story begins in Belgium not so long ago with our protagonist – a young 

American electrical engineer and homebrewer – biking his way across Europe. 

Inspired by Belgian brewers' impressive pallet of ingredients (everything from 

lime leaves to raspberries are fair game), Jeff Lebesch returned to Colorado and 

began knocking out batches of Belgian-style homebrew. His first two creations, a 

brown dubbel named Abbey and a remarkably well-balanced amber he named Fat 

Tire in honor of his trip, scored high marks with friends and relatives….Jeff and 

wife, Kim Jordan, decided to take their basement brewery operation commercial 

in 1991. Being the deep-thinking, quiet type, Jeff looked to the gregarious Kim to 

be his marketing arm (and local distributor, bottler, sales rep, and Mom to their 

kids)….Soon Kim, Jeff, and a blossoming crew outgrew the basement operation, 

then overflowed a second location in a railroad depot, and finally, in 1995, we 

designed ourselves a happy little home here at 500 Linden Street. Our current 

facility houses two Steinecker brewhouses, four quality assurance lab, kegging 

line, canning line and state of the art bottling line, and a wastewater treatment 

facility that allows us to cleanse our process waters and create methane to 

generate a portion of our electrical needs. The remainder of our electrical energy 

is powered by wind, a decision made by an employee-owner vote back in 1998.  

Flash forward to today, and New Belgium Brewing Company of Fort Collins, 

Colorado is a diverse collection of exuberant brewers, microbiologists, artists, 

cowboys, musicians, and everyday folks. The philosophy on the side of our beer 

packaging still captures the spirit."
1 

 
The following report details New Belgium Brewing's (NBB) current 

positioning in today's market, business level strategies, corporate structure, 
corporate level strategies, and many other current business characteristics.  
Additionally, this report will include some opportunities which NBB could utilize to 
achieve growth today along with an interesting opportunity for diversification and 
growth in the future.  

                                                        
1 "Student Info Packet." New Belgium Brewing. Web. 27 Jan. 2011. 
<http://www.newbelgium.com/Files/NBB_student-info-packet.pdf.> p. 3. 



 

 

 

Internal Analysis 

New Belgium Brewing's primary industry is basically its only industry – selling 

beer.  And, it would be expected that NBB would say that its number one competitive 

advantage over its competition is that its beer tastes better than the beer from other 

companies.  But, this isn't exactly true as every beer connoisseur has their own 

preferences as to what they think tastes better. 

 

The competitive position of NBB seems to be one that is very strong and deeply 

rooted in the culture of the company.  The culture of the company drives many of the 

decisions that are made with regards to production of beer and even to how they promote 

and market their beers to consumers. 

 

Competitive Advantages 
 
The following characteristics show how NBB has created their competitive 

advantage within the beer industry in terms of: efficiency, quality, innovation, and 
responsiveness to customers. 

 

Efficiency:  NBB made a push in 1998 to become a more energy-efficient brewer 

by using solely energy produced by wind.  Their push to be a "green" brewery did 

not stop there.  They also try to use as much natural light as possible to light up 

the brewery.  Almost every room is primarily lit by the strategic placement of 

windows.  Not only does this help improve moral of employees, it also reduces 

the costs to keep the lights on.  While neither of these initiatives allows the 

company to brew its beers any quicker or easier than other breweries, this does 

create an energy efficiency that NBB can sustain over many other breweries. 

 

Quality:  New Belgium Brewing only uses the finest quality ingredients in their 

craft beers.  As exemplified by the first and second of NBB's ten Core Values and 

Beliefs: 

 

"Remembering that we are incredibly lucky to create something fine that 

enhances people's lives while striving to continue to surpass our 

consumer's expectations. 

 

Producing world-class beers."
2 

 

As you can see, NBB feels that producing what they feel is the finest quality of 

beers is of utmost importance to being a successful company. 

 

Innovation:  NBB's feelings toward innovation are addressed with another one of 

their ten core values and beliefs, which reads: 

                                                        
2 "Student Info Packet." New Belgium Brewing. Web. 27 Jan. 2011. 
<http://www.newbelgium.com/Files/NBB_student-info-packet.pdf.> p. 4. 



 

 

 

 

"Cultivating potential through high involvement and the pursuit of 

opportunities."
3 

 

The innovation that is shown by NBB is not only found in the beers that they 

produce, but more importantly in the ways that their beers are produced.  As 

mentioned, NBB takes a very serious approach to creating a quality beer while 

trying to minimize the energy and by-products that are wasted. 

 

Responsiveness to Customers:  NBB is as responsive as they can be to their 

customers.  There may be a time where a seasonal beer is requested by customers, 

but is not produced due to the seasonality of the ingredients used.  There are also 

times when the beer has a defined amount of time that it must ferment at which 

time the response time may not be acceptable to the customer.  In addition to 

these issues, all beer that is not sold directly at the brewery must be distributed 

through a formal chain of beer distribution companies.  But, for the most part, it 

appears that NBB uses historical trend analysis and forecasting techniques to try 

to predict the amount of beer that will be demanded in the future.  

 

The focus of New Belgium Brewing may not be seen as being that different when 

compared with other craft breweries and micro-breweries in the beer industry.  But, 

through this evaluation, you can see how NBB has positioned themselves as a company 

with a unique offering when compared to the big breweries such as Coors, Anheuser-
Busch, and Miller.  When compared with the big breweries, it is easily seen that 
NBB's focus on producing quality beers with a number of different offerings has a 
much more distinct focus on responding to the different needs of consumers in the 
market.  Also, their focus on innovation in reducing wastes sets them apart from the 
big breweries which also increases their appeal to a niche market within the beer 
industry as well. 

 
Competencies 
 

The distinctive competency of NBB is their dedication to create a number of 

different craft ales while keeping an eye on the environment.  Brewing six beers year-

round, a wide variety of seasonal brews, and even more beers as experimental test trials, 

they make a beer for almost any taste in the market.   In addition to this, they make a very 

conscious effort to reduce their carbon footprint from the beginning of the brewing 

process all the way through the packaging process, and even in recycling efforts after the 

beer has been consumed.  The combination of dedicated brewing and waste reduction is 

viewed as a distinctive competency because this combination of directives is not 

something that is utilized by every company in the beer industry.  The focus on producing 

a quality beer allows NBB to demand a premium price, while reducing the waste 

throughout their processes can lead to higher profits through increased efficiencies. 

                                                        
3 "Student Info Packet." New Belgium Brewing. Web. 27 Jan. 2011. 
<http://www.newbelgium.com/Files/NBB_student-info-packet.pdf.> p. 4. 



 

 

 

The continual pursuit of producing a quality beer is the number one initiative at 

NBB.  Their current production of quality beers along with the pursuit of "greener" 

technologies are building off of competencies that the company was founded on.  The 

company appears to be always looking for ways to improve these two competencies 

however, which can only lead to more innovation in the future. 

 

Beyond these two core competencies, there isn't really much of a need to attempt 

to build new competencies.  Distribution of alcohol is controlled in the US, so it is not 

possible for NBB to try to build upon distribution as one of their core competencies.  

Also, trying to transform into a company that differentiates itself as a cost leader would 

contradict many of the values that the company was built on.  Therefore, the simple yet 

dedicated focus that is shown by NBB on these two core competencies seems to fit 

perfectly with their business plan. 

 

The barriers to imitating the distinctive competencies of NBB are fairly low.  

There are many craft brewers, even more micro-breweries, and yet even more home 

brewers trying to create their own successful "taste of heaven."  The market seems to be 

getting more and more saturated all the time.  Therefore, the distinct competency that will 

set NBB apart is their continual focus on reducing wastes which will in turn hopefully to 

continue to prove for the company to be profitable.  Also, they have set up many 

fundraising activities and events which will hopefully create returns in the form of brand 

loyalty as the market continues to become more and more saturated. 

 

The main barriers to imitating the competencies of NBB are that it may not be the 

most profitable way to produce beer at the moment.  The use of wind energy as their 

main source of electricity means that they are paying a premium for their electricity.  

Also, the design of buildings that use natural light and other environmentally friendly 

features also means that greater construction costs will most likely be incurred.  So, while 

it may have been proven to be profitable for New Belgium Brewing in the long run, a 

company that is just starting today may not opt for these competencies because it would 

be more cost effective not to. 

 

Efficiencies 
 

It could be argued that New Belgium Brewing attempts to improve its production 

efficiency by use of an economy of scale.  The land, kettles, buildings, and other parts of 

the brewery had to be purchased in order to increase production.  Therefore, per unit 

costs of these fixed items will reduce as they continue to make more and more beer.  

However, there are certain recipes that must be followed to make the beer, so there are 

only so many efforts that can be made when trying to reduce the amount of ingredients 

that go into the final product.  So, to say that the production of beer in large volumes will 

reduce their overall costs would not be entirely correct.  However, it is a fact that 

continued production will continue to reduce the cost of the fixed assets on a per unit 

basis. 

 



 

 

 

NBB is definitely involved in adding value to their business by increasing the 

efficiencies with which their brewery runs.  Continual efforts are made throughout the 

company to reduce wastes which result in reducing the carbon footprint left on the 

environment.  The company publicizes these changes as changes which are made to 

promote a "greener" company.  However, many of the changes could be seen as a 

function of lean manufacturing in the sense that NBB is always trying to reduce wastes in 

all of their processes. 

 

Innovation Through Efficiency 

 

NBB isn't involved in innovation directly with regards to developing entirely new 

products.  Their main product is their only product, which is beer.  They do, however, 

make a very long list of beers which is one way that they differentiate themselves from 

the big breweries which focus on production of only one or two different types of beer. 

 

The main way that innovation appears at New Belgium Brewing is mainly in the 

way that their beers are produced.  While there is a specific way in which beer must be 

made with regards to mixing of ingredients, fermenting, heating, and cooling, NBB uses 

a variety of ways to reduce the wastes associated with making their beers.  In all aspects 

of their business, NBB tries to reduce the amount of energy used, or wasted, in an effort 

to become more eco-friendly.  This reduction in waste is a direct result of employee-

involved innovation. 

 

Customization Efforts 

 

Customization is definitely a practice that is used by NBB which shows its 

commitment to its customers.  While NBB promotes quality as their number one focus, 

there are numerous beers produced which are designed to fit the need of almost any 

consumer.  In addition to the six beers that are produced year-round, there is a variety of 

beers that are produced seasonally, then an even longer list of beers that are produced as 

trials or as a special release.  While the production of beer is not one that can be changed 

rapidly to meet changing tastes, NBB tries to forecast and trend demand in order to be be 

able to meet their customer's requests. 

 

Weaknesses 

 

The efficiency enhancing capabilities of NBB seems to be the biggest weakness 

of the company as it is right now.  The main source of this weakness is probably due to 

the nature of the business, however.  High-quality ingredients are not the cheapest 

ingredients that can be used for the beer making process.  But, if these ingredients were 

not used, it would not be possible to produce a final product of NBB's quality.  Because 

there is a specific way in which the beer must be made, trying to find cheaper sources of 

quality ingredients and cheaper sources of "green" energy are the few avenues that NBB 

can pursue moving forward. 

 



 

 

 

Otherwise, the responsiveness to customers, focus on high quality, and pursuit of 

innovation all seem to be very high on the goals of NBB's top management.  The priority 

that is placed on these attributes of the company are very apparent, and have made NBB 

one of the most notable craft brewers in the U.S. 

 

 

 

External Analysis 

 
Industry Life Cycle 

 
Some say that beer was first brewed as early as 3500 B.C.4  So, to say that the 

beer industry is in the mature stage is very much stating the obvious.  The market is 
saturated with all kinds of beers to satisfy the tastes of nearly any customer.  With 
regards to the micro-brewery market, it could be argued that this market is in the 
late shakeout to early maturity stage.  There may still be some of the population 
which has not tried a microbrew and some companies show sustained growth (refer 
to Table 1.)  But, as the overall statistics in Table 2 show, both markets (large and 
small) are fairly stable competing in a mature industry.  

 
The beer industry that NBB is based in is fairly stagnant.  While there are 

many entrants to the market and many substitutes available, there have not been 
any extreme changes to beer in the past few decades.  Although the industry is not 
very dynamic, there are a few technological advances that have changed the way 
that breweries operate.  For example, there has been a recent push within many 
industries for their plants to become "green."  The beer industry is also a part of this 
push.  In 1998, NBB decided to become the first brewery in the U.S. to completely 
use wind power for its electrical needs.  Another example of this "green push" is the 
Steam Whistle Brewery in Toronto, Canada which also uses wind power in its 
brewery, but also uses water from Lake Ontario to cool its facility in the summer 
months in addition to using steam to heat water for brewing, bottle washing, and 
climate control in the winter months.5 

 
NBB's main focus is on making a quality beer for people to enjoy, not simply a 

beer to get drunk off of.  In this sense, they have set themselves apart from the big 

breweries by producing a beer that may be a bit stronger and has more flavor.  So, their 

focus is on a niche market of customers that the big brewers cannot service.  To combat 

the competition from other brewers of craft ales, however, NBB must simply rely upon 

customer preference and customer loyalty which will be hard to sustain. 

 

 

                                                        
4 Hieronymus, Stan. "The People's Beverage." Web. 27 Jan. 2011. 
<http://www.craftbeer.com/pages/beerology/history-of-beer/early-times>. 
5 "Steam Whistle Brewing - Green Initiatives." Steam Whistle Brewing - Canada's Premium Pilsner. 
Web. 27 Jan. 2011. 



 

 

 

Globalization 
 

There are some aspects of the beer industry that are becoming more global.  
This trend is mainly specific to the big breweries, however.  This is exemplified by 
the fact that you can purchase a Dutch beer, such as Heineken, in America.  And, 
(although not very popular) you can purchase an American beer, such as Budweiser, 
in The Netherlands. 

 
The implications of the globalization of the beer industry are that 

globalization will open up a whole new population of beer drinkers to breweries 
from all over the world.  This will not have a significant effect on the smaller 
breweries however as they will not have the money or logistics needed to launch its 
beer worldwide.  Also, tastes vary from region to region.  So, it is possible that a beer 
which is successful in Colorado may not be very well-received in Florida, much less 
China. 

 
NBB is not a player in the global market place.  However, it does benefit from 

the amount of breweries and brewpubs that are present in the Northwest U.S.  The 
presence of many similar products makes it easier for a new NBB product to be tried 
by a new customer without significant amounts of advertising or convincing.  And, 
many state residents like to boast of the beer that is produced in their state or local 
region.  So, by producing a quality product, the overall acceptance of craft beers and 
microbrews helps NBB to achieve a competitive advantage in these markets. 

 
Porter's Five Forces 

 

The following aspects were identified when applying Porter's five forces model to 

the beer industry. 

 

New Market Entrants:  There are tons of new local and regional breweries/brew-

pubs showing up all the time.  The scale to which the small, local craft breweries 

can compete with the larger craft brewers, such as New Belgium Brewery (NBB), 

Widmer Brothers Brewing, or Pyramid Brewing is limited however. 

 

Substitutes:  Many substitutes exist, with new breweries opening up all the time.  

(Refer to Table 2)  Thus, there are many new beers in the market which could be 

bought instead of a beer from New Belgium Brewery (NBB). 

 

Industry Competitors:  Competition within the beer industry is fairly competitive.  

There are the big breweries, such as Anheuser-Busch, or the previously 

mentioned smaller craft breweries, and the even smaller brew-pubs.  Most of the 

big breweries do not compete in the same target niche as the craft beers or 

microbrews.  But, there are many local to regional breweries which compete 

heavily in the microbrewery/craft beer industry. 

 



 

 

 

Suppliers:  The cost of ingredients, energy, and packaging equipment/supplies are 

all going to affect the cost to produce beer which will also affect the profits 

realized by NBB. 

 

Customers:  The target niche of NBB is those who "tend to be college-educated, a 

little more affluent than "average" beer drinkers, and in the "career years" (think 

mainly early 30s through 50s). And although a good share of craft drinkers are 

ladies, men still drink more as a category."
6
  These customers are very influential 

in this industry as there are many substitutes and the tastes of customers can be 

very fickle, with ever-changing preferences. 

 

Porter's Five Forces Model shows us that the beer industry, especially the craft 

beer or micro-brew industry, is very competitive.  All five forces stand as substantial 

threats to the welfare of NBB with the tastes of customers, cost of supplies, and industry 

competition all being very substantial. 

 

Macroeconomics 

 

Some studies say that the consumption of beer is on the rise globally.
7
  The 

projected trends are expected to have a greater impact on the big brewers, than it will on 

the smaller regional brewers, craft brewers, and micro-breweries.  Nationally, the beer 
industry is fairly stable.  There are still some "dry" counties, and some regions that 
spend more of their disposable income on beer than others.  But, overall, the beer 
industry is fairly stable with some growth seen in recent years. 

 
As far as the beer industry goes, there are very few completely "new" beers that 

can be created which will redefine the beer industry.  However, NBB continually 

experiments with new recipes and tries to offer its consumers with something different in 

addition to the beers that are produced year-round. 

 

With regards to their view on wastes and energy use, I would say that NBB is 

ahead of the industry standard.  So, as of right now, they are the trend setter and people 

can choose to follow suit or choose not to as well.  And, in this regard NBB would be 
seen as a company that is very capable, and even willing to make changes for the 
betterment of the environment as well as the company. 

 
 
 
 

                                                        
6 "Student Info Packet." New Belgium Brewing. Web. 27 Jan. 2011. 
<http://www.newbelgium.com/Files/NBB_student-info-packet.pdf.> p. 12. 
7 "Beer-Drinking Trends In Emerging Markets Bode Well for Big Brewers : Planet Money : NPR." NPR 
: National Public Radio : News & Analysis, World, US, Music & Arts : NPR. Web. 27 Jan. 2011. 
<http://www.npr.org/blogs/money/2010/08/18/129275835/beer-drinking-trends-in-emerging-
markets-bode-well-for-big-brewers>. 

http://www.newbelgium.com/Files/NBB_student-info-packet.pdf.%3e%20p.%2012


 

 

 

Strategic Groups 
 

There are basically two strategic groups that exist in the beer industry:  big 
breweries and small breweries.  While the market population is basically the same 
for both producers, the target niche of each is different.  As explained before NBB 
views their target customer as somebody who is "a bit more affluent and in their 
career years," whereas the big brewery customers can range from the unemployed 
college student to an elderly person beyond the age of 65.  Or, as NBB states, "We 
often joke that you are much more likely to see us cleaning up the beach after Spring 
Break than sponsoring the party."8  While there is some overlap of the target audience 
between both industries, both industries compete on a couple different levels.  The 
small breweries tend to compete on more of a "grass-roots" or regional level, 
whereas the big breweries compete on a national and even multi-national level. 

 
 

 
Business Level Strategy 
 

NBB is a relatively young company that has chosen a focus strategy to set 

themselves apart from their competition with regards to taste.  In addition to this, their 

attention on producing beer in the most efficient way possible is something that they 

sought in the beginning and continue to do so today.  The keen vision on producing a 

quality beer with reduced wastes is still the number one focus of the company today.  The 

combination of these competencies has had the fortune of following public favor in 

recent history.  As shown in Graph 1(refer to Appendices), the craft ale industry has 

shown growth.  And, the push toward green energies is something that is continually on 

the rise in today's environment. 

 

The increasing popularity of craft brews has helped the company enjoy some luck 

along the way.  As shown in Graph 1, the craft brewing industry has also shown very 

good growth over the past 5 years.  But, NBB seems to be ahead of the curve, so they 

must be doing something that sets themselves apart from the average craft brewery. 

 

The products offered by New Belgium Brewing all fall within the beer industry, 

but each individual beer produced differs in some way making each beer unique.  Their 

beers produced focus on meeting the taste demands of customers that enjoy more taste 

than that of Budweiser or Bud Light.  Within NBB, the beers vary from a fairly standard 

pilsner ale to a black ale with their flagship beer being an amber beer.  Taking this even 

further, NBB offers beer which is produced seasonally to satisfy the changing tastes of 

customers as the seasons change.  Spring brings on the production of NBB's Skinny Dip 

beer which is a little lighter and tastes more refreshing.
9
  In contrast to the light refreshing 

                                                        
8 "Student Info Packet." New Belgium Brewing. Web. 27 Jan. 2011. 
<http://www.newbelgium.com/Files/NBB_student-info-packet.pdf.> p. 11. 
9 Skinny Dip Beer. Web. 17 Feb. 2011. <http://www.newbelgium.com/beer/detail.aspx?id=6a1e6fcc-
ffa1-42c6-b57d-379bf6ddf09a>. 

http://www.newbelgium.com/Files/NBB_student-info-packet.pdf.%3e%20p.%2012


 

 

 

"summer" beer, winter is met with the production of NBB's 2
0
 Below winter ale which is 

a stronger, darker beer that provides a "cheery warm afterglow."
10

  Overall, the reason 

that so many differentiated products are offered is to meet the changing demands of 

customers while keeping the main focus of NBB on producing quality beers. 

 

The main distinctive competency that New Belgium Brewing advertises is that of 

producing a quality beer.  While it is probably true that quality is (and should be) their 

number one pursuit, the true distinctiveness provided by NBB lies within their 

combination of quality, responsiveness to customers, and efficiency.  They make a 

definite effort to produce their beers with the least amount of waste possible which will 

increase their overall efficiency.  And, their product would not sell if they were not 

listening to customers and producing products that meet the needs of these customers.  

But most importantly, the quality of the beer is going to be the thing that keeps customers 

coming back for more or entices the customer to try one of the many other offerings from 

NBB. 

 

Although the beer industry is not in decline, the declining niche market strategy 

describes that of NBB very well.  The beer industry is definitely not one that is emerging 

with new or innovative products, so it is definitely a mature industry.  Throughout the 

lifetime of the industry in the U.S., the market has basically evolved into one where there 

are a few big breweries that dominate the market with an "average" beer which is meant 

to appeal to a large number of people.  Throughout this evolution, the niche markets were 

not being served which opened up a market for microbreweries and craft breweries to 

enjoy much success over the past 10-15 years in which there were over 1,500 total 

microbreweries in 2008.
11

  Because of the demand for a beer with more taste, NBB has 

been able to formulate its business model focusing on producing a product that the big 

breweries did not. 

 

The major advantage of focusing on a niche market is that New Belgium Brewing 

has the ability to produce a number of different products and easily adapt to new 

customer demands.  While not impossible, it would be very difficult for Miller or Coors 

to enjoy the success of brewing a craft ale as this type of strategy would not meet the 

needs of the customers they target.  Creating a craft beer also allows NBB to stay true to 

its roots as a brewery that enjoys being creative which I feel they would say is a major 

advantage when compared to the big breweries. 

 

There are a couple disadvantages of NBB's business strategy however.  One of the 

biggest disadvantages is that their competencies are easily imitated.  Nearly anybody can 

start making their own beer from home, and there are many breweries that do start up 

each year based on this principle.  Because of the ease at which craft beers can be made 

and micro-breweries can be started up there is a lot of competition within the target niche 

                                                        
10 2 Degrees Below Winter Ale. Web. 17 Feb. 2011. 
<http://www.newbelgium.com/beer/detail.aspx?id=72e160e8-35a6-49d0-86ed-b2da350185ae>. 
11 Support Your Local Brewery. Web. 27 Jan. 2011. 
<http://www.supportyourlocalbrewery.org/craft_beer_stats.html>. 



 

 

 

that NBB focuses on.  And, because of this competition, it will be very difficult for NBB 

to have sustained growth.  I would see this market more as a market in which competitors 

enter and bring prices down until brewers are basically producing at break-even points or 

even reducing their production and distribution until they only meet their desired needs.  

This price reduction will force some breweries out of business while others will not be 

able to generate nearly the amount of prosperity that they have enjoyed previously.  So, 

some innovative thinking will be needed to stay ahead of the competition. 

 

 

 
Corporate Structure 
 

As of August 2010, New Belgium Brewing had 372 employees.
12

  The company 

has a relatively flat structure with only two levels between the entry level employee, or 

individual contributor, and the board of directors.  Realistically, there is only one level of 

management between the individual contributors and the corporate level managers, which 

make the company seem really flat.  It is also important to note that NBB is an employee-

owned company with employees being granted ownership privileges after one year of 

employment.  These factors play a big role in the flat, seemingly highly autonomous roles 

that all of NBB's employees have within the organization.  Based on Figure 1, NBB is 

using a functional level structure in which employees are grouped based on their role 

within the company.  The organization structure as explained by the company website is 

shown below: 

Board of Directors - Our BOD is made up of two internal NBB folks (our CEO 

and CFO) and 3 external members 

Compass Management Group - Compass is our Senior management group. This 

group consists of managers that represent each area of the brewery (HR, Sales, 

Branding, Production, Engineering, Finance, Sustainability, Supply Chain and IT) 

Departmental Managers - we have about 20 different departments at NBB and a 

manager or two to manage the business and co-workers of the department. 

Individual Contributors - These are our lovely co-workers that work in our 

various departments. Anyone that is not at a manager level is considered and 

individual contributor.
13

 

 

The decision making process is decentralized, with some overall direction from 

the top as well.  With 20 different departments housing 370 employees and only one or 

two managers per department, there has to be a lot of day-to-day decisions that must be 

made at the individual contributor level.  But, there still have to be a number of "bigger" 

decisions that the departmental managers make, and more corporate-level decisions 

                                                        
12 Frequently Asked Questions. Web. 17 Mar. 2011. <http://www.newbelgium.com/culture/faq.aspx>. 
13 Frequently Asked Questions. Web. 17 Mar. 2011. <http://www.newbelgium.com/culture/faq.aspx>. 



 

 

 

which must be made at the Compass Management Level.  Although the individual 

employees may have a relatively large amount of autonomy, the corporate direction 

seems to be very centralized with most, if not all, of the corporate level decisions being 

made by the Compass Management team. 

 

NBB probably chose this structure because it was simply a natural fit for them as 

their business began to grow from a home-operated business into the regional brewery it 

is today.  The grouping of departments in this way in order to keep employees that are 

performing similar tasks under the same functional managers only seems logical.  Also, 

this structure allows for problems within departments to be easily identified and 

communicated because there are very few levels of management that a message must 

pass through before it gets to the corporate level managers. 

 
NBB should not change the way that the company allocates authority and 

responsibility.  The current structure appears to have a natural flow to it.  It would not 

make sense to compress the structure even more making it flatter, by either eliminating 

the Departmental Managers or Compass Management Group.  Elimination of either 

group would create too much stress and work for the level above it.  For example, if the 

Departmental Managers were eliminated, this would leave that job to be done by the 

Compass Management Group.  This would result in more responsibilities being taken on 

by the Compass Management Group which would reduce the amount of time that they 

could devote to more important decisions that need made for the overall good of the 

company.  Conversely, if the Compass Management Group were eliminated the 

Departmental Managers would not have the time needed to make corporate level 

decisions while maintaining the actions of their departments as well.  Therefore, I think 

that the structure as it is now should be left the way it is. 

 

Although this corporate structure fits NBB well now, this structure may not be the 

best structure if NBB chose to branch out through either acquisitions or joint ventures.  

Such growth strategies would probably require the addition of another level of 

management into the organizational structure.  Maintaining the functional structure could 

lead to an inability of the company to control problems with overall communication, 

problems of actual departments/products, and coordination of activities because the top 

level management would be spread too thin. 

 
If acquisitions or joint ventures were made, changing to a product-team structure 

would probably be the best choice of organizational models to follow.  This would keep 

the family-oriented feel that NBB strives for alive within the company.  It also would 

help to keep a coordination of efforts between all departments and within the different 

breweries and/or distilleries. 

 
Integration Mechanisms and Behavioral Controls 
 

New Belgium Brewing uses an integration mechanism of temporary task forces or 

teams.  As noted by the company, "we wholeheartedly support co-workers in voicing 



 

 

 

their opinions, getting involved in business decisions, and we offer a variety of 

training/education opportunities to encourage informed, supported participation.  Cross-

departmental committees are common for big projects – for example, imagine working in 

marketing but participating in meetings with engineers to give input on new packaging 

hall design."
14

  This also appears to be a function of total quality management principles 

in which multiple viewpoints are sought from differing departments to help find the best 

solution to a problem. 

 

NBB has to be using a number of controls within their company, but the biggest 

control system seems to be a behavioral control.  Throughout all of NBB's online 

publications, you will find references to reducing wastes, environmental stewardship, 

doing what is best for the environment, or "just doing whatever is the right thing to do." 

 

Through these ideals, NBB has shaped their company into one which has a strong 

focus on producing high quality products, but not at the high cost of excess pollution or 

excess waste.  This ideal is exemplified in their efforts to reduce the amount of energy 

they use, along with their efforts to increase the recycling efforts of their end users as 

well.  The use of this behavioral control was also exemplified when the employees of 

NBB made the decision to use wind power as the source for almost all of their electricity 

needs. 

 

Top management plays a very critical role in the creation of this culture within 

NBB.  NBB was founded upon ten core values and beliefs which came directly from the 

founders themselves.  These ten core values and beliefs are: 

1. Remembering that we are incredibly lucky to create something fine 

that enhances people's lives while surpassing our consumers' 

expectations. 

2. Producing world-class beers. 

3. Promoting beer culture and the responsible enjoyment of beer. 

4. Kindling social, environmental and cultural change as a business role 

model. 

5. Environmental stewardship: Honoring nature at every turn of the 

business. 

6. Cultivating potential through learning, high involvement culture, and 

the pursuit of opportunities. 

7. Balancing the myriad needs of the company, our coworkers and their 

families. 

8. Trusting each other and committing to authentic relationships and 

communications. 

9. Continuous, innovative quality and efficiency improvements. 

10. Having Fun.
15

 

                                                        
14 "Student Info Packet." New Belgium Brewing. Web. 27 Jan. 2011. 
<http://www.newbelgium.com/Files/NBB_student-info-packet.pdf.> p.7. 
15 Our Story. Web. 17 Mar. 2011. <http://www.newbelgium.com/culture/faq.aspx>. 



 

 

 

The design of the organizational structure does not have much of an effect on the 

culture within the company.  It could be argued that the organizational structure seems to 

fit the company culture because its simplistic form was simply the right fit.  Although this 

may have been part of the reason that the organization structure that is used was chosen, 

the culture within the company appears to be something that is more of a mindset of all 

employees rather than something that is derived from its structure.  So, the organizational 

structure of the company is a function of the culture that was set forth by its founders, not 

the other way around. 

 

The source of the distinctive competencies for NBB is derived from the beer that 

is produced.  NBB strives to produce a world-class product that is rich in taste and sets 

itself apart in the quality that is given to the customer.  Because of this focus on taste and 

quality, the production of beer is, and always will be, the function that is most important 

to New Belgium Brewing.  In its quest to produce a great beer, NBB is also conscientious 

of producing their beers with greater efficiency which will reduce their carbon footprint. 

 

The efficiency, quality, innovativeness and responsiveness to customers are all 

issues that were addressed in the ten core beliefs and values that the company founders 

set forth when they started NBB.  Quality is always in the forefront when each product is 

produced.  But, this quality does not come at the expense of excess waste.  The focus on 

being environmentally friendly helps the company to reduce wastes and become more 

efficient.  The environmental push also leads the company towards innovative ways to 

reduce wastes, or implement the use of new technologies.  Examples of these innovations 

are the use of wind energy or the development of their wastewater facility which 

generates re-usable byproducts which can be used for power generation or composting.
16  

To bring everything full-circle, the responsiveness to customers is addressed with the 

production of quality beers, both seasonal and year-round.  The combination of producing 

seasonal and year-round beers provides consumers with a beer to meet almost any 

demand.  

 

The functional organization structure and the behavioral control system that is in 

place within NBB strengthen its business by maintaining a strong and constant focus.  

The focus that is maintained on producing quality beers in an environmentally friendly 

atmosphere which also promotes a family environment seems to be what drives the 

business forward.  The cross-functional integration is further enhanced by the temporary 

task force teams which involve the collaboration of employees from differing functions in 

order to complete big projects. 

 

Top management, or the founders, of NBB are very influential in the creation of 

their company culture.  This is mainly because the founders are the people that developed 

the ten core beliefs and values that the company runs on today.  The focus on the 

environment while producing a high quality product is evident in seemingly every 

                                                        
16 "Student Info Packet." New Belgium Brewing. Web. 27 Jan. 2011. 
<http://www.newbelgium.com/Files/NBB_student-info-packet.pdf.> p.10. 



 

 

 

decision that is made at NBB.  In order for this to happen, the social norms must be set 

from the top and carried through all levels within the company. 

 

It is apparent that NBB is coordinating and motivating its employees very 

effectively.  There appears to be a large amount of cross-functional coordination and 

involvement within the company.  Also, this spirit is encouraged from the top down 

which, I believe, would make everybody excited to go to work.  There also seems to be a 

focus on maintaining a healthy work-life balance, and even a work-play balance, within 

each of the roles within the company.  Unless there are some acquisitions in the near 

future, I would not recommend making any changes to the current company structure. 

 

 

 
Corporate Level Strategies 
 
Horizontal / Vertical Integration 
 

New Belgium Brewing has used a mix of horizontal integration with vertical 
integration throughout its history.  They try to keep as many processes and portions 
of the value chain in-house, but there are many portions of the business which are 
much more cost-effective to have outsourced.  So, there is some backwards 
integration in regards to the acquiring of products that are used in the final product, 
while the steps take from production process forward is mainly vertical, until 
reaching the alcohol distributors. 

 
The growing of hops, yeast, and the other raw ingredients that are required 

in the process of beer productions are best outsourced.  It is often said that land, or 
real estate, is one of the smartest investments that there is because "there ain't 
nobody making more of it."  So, because the ingredients that are needed in beer 
production require the purchasing of land, farms, and the equipment required to 
process the raw ingredients, it is much more cost effective for NBB to acquire these 
products from the farmers.  Also, farmers would better know how to produce their 
crops, so it is best for NBB to allow farmers to stick with what they do best.  And, 
NBB will stick to doing what it does best…making beer. 

 
Other than the making of raw ingredients and distribution, which is 

controlled by the U.S. Government, the production, mastering of recipes, bottling, 
and preparation for distribution of the beer that NBB produces is kept in-house.  It 
would be possible for NBB to open up new breweries in other regional locations, but 
it would be hard to replicate the regional feeling that is invoked when people 
purchase the Colorado-based brewery's products because of the regional stigma 
that comes with having a beer from Colorado.  Therefore, it would not be a great 
idea for NBB to try to expand its production system to open up new breweries in 
strategic locations. 



 

 

 

Lastly, after the repeal of Prohibition the distribution of alcohol within the 
U.S. was set up to use a 3-tiered system where beer was produced by the 
manufacturer, sold to a distributor, who then sold it to the retailer.  So, this is the 
last portion of the value chain is impossible for NBB to vertically integrate, unless 
they decide to open up a chain of brewpubs which each produce their own beer.  
Opening up a chain of brewpubs would be very expensive, and would be better 
accomplished by acquiring and growing the existing brewpub networks.  Therefore, 
NBB must strategically ally themselves with distributors nationwide if they plan on 
expanding their distribution system beyond its current limits. 

 
New Belgium Brewing is almost the definition of a taper integration strategy.  

Although, they are fairly horizontally integrated, there are a number of operations 
that are kept in-house.  There are many operations that are far more cost-efficient if 
done horizontally.  And, there are some functions that must be kept in-house in 
order for NBB to create the focus NBB places upon beer quality and "green" 
efficiencies.  The departments that are kept in-house are the 
management/infrastructure, Human Resources, production facilities, and bottling 
facilities, while the distribution, and raw materials manufacturing are outsourced.  
The raw materials are far cheaper and more efficient if purchased from a supplier 
and the distribution of alcohol is regulated.  So, as you can see, the mix of horizontal 
and vertical integration which results in the taper integration strategy that is used is 
really chosen more out of necessity than by personal choice. 
 
Value Creation 

 
There is not much potential for New Belgium Brewing to create more value 

for itself through vertical integration.  The costs of buying farms and producing their 
own ingredients would not be substantiated by the volumes in which they are 
producing.  So, the costs to produce these materials through vertical integration 
would be far greater than their actual costs of purchasing such materials.  Also, the 
farming industry and other raw materials production facilities have perfected 
producing products that can be used for beer production. 

 
For instance, hops can be manufactured in pellet form or left in raw whole-

leaf form.  While both are hops, there are some brewers that would say that the 
whole leaf hops are better for beer production, while there are others that say there 
is no difference between either.17  While I would guess that NBB uses whole-leaf 
hops, but it would not be shocking to learn that they use the pellet form of hops as 
there is relatively the same amount of flavor that is extracted from both.  This is just 
one of the many examples where the outsourcing of their raw ingredients would be 
very beneficial to NBB. 

                                                        
17 Junkie, Homebrew. "Pellet Hops Vs Whole Leaf Hops; What's the Difference?" Homebrew Junkie. 
Web. 02 Mar. 2011. <http://www.homebrewjunkie.com/2008/08/pellet-hops-vs-whole-leaf-hops-
whats.html>. 



 

 

 

Also, the distribution of alcohol from the manufacturer straight to the end 
user is restricted in the U.S., unless you are a brew-pub.  While NBB can sell to end 
users who come to the brewery, it would be illegal for them to set up their own 
distribution system.  So, there is not any potential for value creation by bringing this 
portion of the value chain in-house. 

 
NBB currently keeps the processes that create the most value in-house, while 

leaving those that have the most inherent overhead costs, and problems, 
outsourced.  If NBB were to change from this current mix, there would be a lot of 
costs associated with making the change that would not be substantiated by the 
returns received upon those ventures. 
 
Partnerships / Alliances 

 
As evidenced by this statement on their website NBB must be involved with 

many companies throughout their value chain to completely accomplish a successful 
business model. 

 
"We decide where we purchase our materials from based on these factors: 
quality, sustainable practices of the company, supplier support, and price. 
 We buy malted barley from the US and Canada and over 90% of our hops 
come from the Northwestern U.S. All of our glass comes from Windsor, CO 
and most of our cardboard is also made in Colorado."18 
 
There must also be a consistent supply of seasonal product from suppliers to 

ensure that they have enough product on-hand to produce their seasonal brews as 
needed throughout the year. 

 
On the distribution front, NBB is involved with about 185 distribution 

companies throughout 26 states.19  This gives them a very wide distribution 
network throughout the United States which stretches from Colorado throughout 
much of the Northwest, as far south as Texas, and as far East as North Carolina. 

 
These supplier and distributor relationships most definitely add value to the 

company.  As discussed previously, there would be many unneeded costs (and 
illegal activity) if NBB tried to bring some of the outsourced activities back in-house.  
Without these relationships, there would not be a New Belgium Brewing because 
the company would not be able to produce their product without their suppliers.  
And, they would not be able to distribute their products without the current 
distribution system that they have in place.  Therefore, the suppliers and 
distributors within the NBB value chain hold a lot of power as stakeholders within 
the company.   

                                                        
18 Frequently Asked Questions. Web. 3 Mar. 2011. <http://www.newbelgium.com/culture/faq.aspx>. 
19 Frequently Asked Questions. Web. 3 Mar. 2011. <http://www.newbelgium.com/culture/faq.aspx>. 



 

 

 

There is some potential for New Belgium Brewing to enter into additional 
long-term relationships with suppliers and buyers.  Because of the seasonal, and 
changing, nature of their business NBB should be very open to reaching out to new 
suppliers to try out new ingredients which results in changes to their seasonal 
beers.  Also, with advances in different raw material manufacturing techniques, NBB 
may flourish by choosing to enter into a relationship with a company that can 
supply hops, or other raw ingredients, at a reduced cost.  This would bring their 
production costs down which in turn would increase their profitability. 

 
If they pursue new relationships with suppliers and distributors as discussed 

above, I would assume that they would enter into these agreements on a contractual 
basis.  These contracts would most likely be quota based, where prices are agreed 
upon up front and changes to the contracts are made as prices change. 

 
As I'm sure they do, NBB should constantly pursue entering new markets 

through distributorships that NBB feels they could profit from.  In doing this, NBB 
will open itself up to more and more markets making their product more and more 
well-known nation-wide which will result in more sales. 

 
 
 

Growth Opportunities 

 

As mentioned before, NBB competes within the beer industry overall, and more 

specifically with other microbrewers and craft brewers which target a specific niche of 

customers within the beer industry.  Therefore, they find themselves as one of roughly 60 

regional craft brewers, or one of the overall 1,500 craft brewers nationwide.
20 

 

While growing revenues are needed to expand a business, I agree with the 

company's slow and steady approach.  It seems that there would have to be some negative 

trade-offs that would have to be made in order for them to expand quickly which would 

not coincide with the core values which they were founded on.  I feel that opting for 

quick expansion and negative trade-offs would change the public perception of NBB and 

would have a negative effect on employee morale.   So, other approaches would be 

needed to improve upon the business of NBB. 

 

Because NBB tends to appeal to a more specific customer than the "average beer 

drinker" a much more strategic approach must be taken to address the question of market 

segmentation.  NBB addresses this question with the response of:  "We have always 

taken a measured approach to growth, adding states sequentially without jumping around.  

We look to markets that are beer savvy with fairly dense population centers and a strong 

network of distributors."
21

So, the basis of the segmentation is very different than that of the 

                                                        
20 Support Your Local Brewery. Web. 27 Jan. 2011. 
<http://www.supportyourlocalbrewery.org/craft_beer_stats.html>. 
21 Frequently Asked Questions. Web. 17 Feb. 2011. <http://www.newbelgium.com/culture/faq.aspx>. 



 

 

 

big breweries that try to produce a beer that will appeal to the vast majority of the population.  

As you can see, NBB tries to enter new markets where there is already a base of beer 

drinkers that prefer more than the "average beer."  This allows them to compete on more 

of a pure taste or quality level rather than trying to introduce a brand new product in each 

new market that is entered. 

 

To improve NBB's business model, I would urge them to continue to focus on 

production of a quality beer while improving production efficiencies.  Producing the best 

product possible has to be the first priority as this is going to be the reason that 

consumers continue to pay a premium price for NBB's products.  Also, the continued 

focus on production efficiencies will continue to provide strength to the organization in 

two ways.  First, it will reduce per unit costs which will increase profit margins.  

Secondly, it will appeal to customers that are interested in promoting companies that 

actively pursue the use of "green technologies."  Overall, I would say that NBB is headed 

in the right direction with only the possibility of small, incremental changes as a way to 

increase their competitive advantage within the craft ale industry. 

 
Craft Ale Acquisitions 
 

New Belgium Brewing has not entered into any new industries since 
becoming a company.  Having started production out of an actual brewery only in 
1995, they have been a relatively new company within the craft brewing industry.  
But, they have enjoyed a very strong amount of sustained growth, so it is not crazy 
to think that NBB should be looking into other industries where they feel that they 
could leverage their current strengths to continue to grow their business.  

 

Since the needs of every customer cannot be met and lowering cost structures 

would not be feasible I would recommend a different strategy to NBB.  As a growth 

strategy, I would pursue the acquisition of other craft breweries in regions which NBB is 

not currently present.  While they could continue to try to increase their distribution 

which could lead to some cannibalizing, an acquisition strategy would still give NBB 

increased market share.  In addition to adding market share, acquisitions could open up 

new channels of distribution which may not be currently available to NBB or vice versa 

opening up new channels of distribution to other craft breweries that NBB currently uses. 

 

Through acquisitions NBB would still be able to sell their products in the same 

markets as the acquired breweries.  And, the acquired breweries would still be 

encouraged to produce and provide beer for the same market as NBB.  But, through the 

acquisitions, the other craft breweries would be able to cooperate with NBB as well.  As 

part of the acquisition I would recommend that each of the regional brewers is left to act 

autonomously, with limited guidance from NBB.  This would give everybody the best of 

both worlds.  Also, such a merger would allow both firms to capitalize on the regional 

pride that many beer drinkers have when drinking a beer that comes from their hometown 

or is from their hometown region.  Lastly, because NBB has grown from a basement 



 

 

 

brewery into a relatively big, successful company, they could use their experience to help 

the recently acquired craft brewers grow their business as well. 

Another key to this strategy would be that it would allow for the consolidation of 

some of the business functions within each of the breweries.  I would imagine that some 

of the support activities such as bookkeeping, human resources, and other activities of 

this nature would be viewed as a nuisance for most of the regional breweries.  So, by 

acquisition, NBB would be able to take on some of these functions at the headquarters in 

Fort Collins, CO, while allowing the individual breweries to focus on beer production 

and other activities which create more value for the individual brewery as well as NBB. 

 

And, even though all of the core competitive advantages of quality production and 

reduced wastes would not be homegrown, as they had been originally, it is possible that 

NBB would still be able to maintain these competitive advantages.  Most, if not all, 

microbreweries or craft ale breweries are focused on producing a beer that has taste 

which is superior to that of the big breweries.  Therefore, it would not be a huge culture 

change for NBB or the recently acquired craft brewery to continue to pursue the 

production of quality beers.  And, because NBB already has had the experience pursuing 

green technologies and reducing wastes in their current plant, it would be possible to 

transfer this capability on to the acquired company as well.  Thus, NBB would still be 

keeping to the core values they were founded on while producing growth at the same 

time. 

 

Craft Distillery Acquisitions 
 
In addition to regional craft brewery acquisitions, one related industry that 

they could consider entering is the craft distillery business.  The craft distillery 
business is a relatively unknown business as of right now, but there is a lot of 
potential within this industry.  The growth of the craft distiller business is proven by 
the numbers of market entrants that has grown steeply in recent years.  The number 
of craft distilleries has gone from having 40 licensed craft distilleries in 2003 to 
having more than 150 in 2008.22  Also, the craft distillery business is very similar to 
that of the craft beer industry.  Currently, there are only a few major distillery 
producers, with a lot of range for "niche" producers to enter the market. 

 
The craft distillery business produces a much focused product, such as the 

craft beer industry, in which a focused business strategy is used to meet the needs of 
their targeted niche customers.  Both industries have many similarities between 
them.  Both target high-end customers that are "more than the average drinker" and 
both try to leverage themselves based on their level of uniqueness.  Because NBB 
has become very good at developing this marketing strategy with its production of 
craft beers, it is reasonable to think that they could help small craft distilleries to 
develop these competencies within the craft distillery industry as well. 

 

                                                        
22 Khosrovian, Melkon. "Proposal: Small Spirits Makers' Equal Tax Act." Web. 2 Mar. 2011. 



 

 

 

By pursuing the acquisition of a craft distillery producer, NBB would be able 
to leverage many of the competencies that they have already gained a good grasp 
on.  They currently have the sales and marketing staff to introduce the product on a 
"grass roots" level across many states which would instantly give marketing power 
to the new "up-and-coming" distillery company.  Also, the consumer that would be 
found drinking a product from a craft distillery would not necessarily be in the same 
target market as the targeted consumers of Jose Quervo, Jim Beam, or other mass 
producers of spirits.  The target market would be someone who is someone who 
enjoys the "taste" and "age" of a well-produced distillery.  I'm not saying that craft 
beer and craft distillery go together like Bud Light and a $5 pizza, but the same 
target niches would be targeted by both products.  Therefore, by targeting relatively 
the same target markets in relatively the same geographical areas they would be 
able to capitalize on their current marketing strategies. 

 
Lastly, there have been many proposals in recent times to give tax 

advantages to these small craft distilleries.  It would probably take some creative 
lawyering, but this would be just one more incentive to keep the distilleries where 
they are and allow them to act as autonomous companies underneath the NBB 
umbrella of companies. 

 
It is not recommend that NBB try to make its own distillery, but to acquire or 

partner with small distilleries that have already started production on their own.  
Many of these local distilleries were distilleries that were started by 
entrepreneuring spirits, similar to the founders of NBB.  Through acquisition, NBB 
would be able to help local distilleries grow their business while not destroying the 
local feel that has been created by the local distillery. 

 
So, NBB's strategy for entering this industry would be similar to that of a 

company that was looking to acquire a business of a similar relationship.  The craft 
distillery business is very similar to the wine business where the "country of origin" 
effect is very strong.  Finding a craft distillery that is producing a quality product 
that is not currently found in one's local liquor store is like finding a hidden gem for 
many spirit enthusiasts.  Also, the premium price that is paid is a small price to pay 
for those enthusiasts who enjoy the uncovering of such a gem. 

 
Because NBB would not want to destroy the strong feelings that are invoked 

with a local distillery, NBB should acquire an "up-and-coming" player in the 
distillery industry.  Similar to the acquisition of another craft brewery, it would be 
recommended that NBB allow the craft distillery to remain autonomous with 
regards to production of their distilled spirits.  NBB would only be there to help 
drive sales, if needed, and could take on the added responsibilities of bookkeeping, 
human resources, and other activities such as this that would be taking the distillery 
away from its main focus of producing quality spirits.  Also, because NBB has also 
grown from out of its basement, NBB would be able to help with the problems as 
described by Guy Rehorst: 



 

 

 

"It's hard as heck to open a distillery," said Guy Rehorst, owner of Great 
Lakes Distillery in Milwaukee. "Frankly, it's kind of a headache."23 
 
 
 

Recommendations 
 

NBB does a very good job of differentiating its products from those produced by 

the main breweries.  But, it is very difficult to meet the needs of every customer by 

creating a beer that specifically addresses everyone's personal tastes.  Because meeting 

the needs of every customer would be so difficult, I would not recommend trying to 

expand upon the large menu of beers that the brewery currently offers.  And, I don't feel 

that trying to lower costs through economies of scale or increasing production 

efficiencies will be that lucrative over the life of the corporation either.  So, the number 

of methods that can be used to grow are limited.  Basically, NBB's decisions are limited 

to the following options: 

 
1. Continue the slow, steady, calculating growth strategies currently in use in 

which new markets are entered on a strategic basis. 
2. Expand the NBB network by building a franchise of NBB brewpubs. 
3. Expand the NBB network through a series of acquisitions of other local craft 

ale breweries throughout the U.S. 
4. Expand NBB's market share by diversifying their product portfolio, 

branching out into craft distillery production. 
5. Expand through diversification by acquiring "up-and-coming" craft 

distilleries throughout strategic locations across the U.S. 
 
The first option in which NBB chooses markets to enter through 

distributorships is what has been their strategy from the beginning.  This has also 
proven to be very prosperous as NBB has enjoyed continued growth throughout 
their history.  This option does not produce the quickest amount of growth.  But, 
through use of this strategy NBB is able to build customer loyalty and create a 
relationship with their distributors and consumers. 

 
Building a series of brewpubs across the nation would be another way that 

New Belgium Brewing could spread their brand and product.  This, however, would 
be very costly and would not necessarily open up new channels of distribution.  It is 
true that NBB's products could be sold directly from the brewery to the customer 
through the use of the brewpub, but this would mean that customers would have to 
visit the brewpub in order to purchase the product.  Also, this option would be very 
costly in terms of purchasing land, building the structure, and hiring staff to run the 
brewpub. 

                                                        
23 Hill, Michael. 15 July 2007. Web. 3 Mar. 2011. 
<(http://www.usatoday.com/money/economy/2007-07-15-179739669_x.htm)>. 



 

 

 

Expanding the reach of NBB through acquisitions of other regional craft 
breweries is an interesting prospect.  Not only would NBB be acquiring the actual 
brewery, they would be acquiring that brewery's existing distribution network, 
goodwill from local patrons, and new products which they could help distribute 
through their own existing networks.  The downside to this option would be that 
there may not be many owners willing to sell their operations, or the price that 
would be charged would not be worth the investment.  Therefore, careful 
considerations and evaluations would have to be made before such investments 
were completed. 

 
Diversifying the New Belgium Brewing product portfolio to include some 

craft spirits, such as whiskey or vodka.  NBB already has the sales staff in place 
which could promote a new product such as this through the already existing 
network of distributorships.  And, there would be some slight modifications that 
would have to be made in order to accommodate distilled productions in-house, but 
they could be made.  This would also mean that the bottling production lines would 
have to be altered as well.  The downsides to this are that craft distillery production 
can take a long time to learn the techniques needed to produce a fine product.  Such 
diversification would also mean that new employees with craft distillery expertise 
would have to be brought on-board which would increase to the costs associated 
with this type of venture. 

 
The last opportunity for growth is probably the best option.  This option 

would be the acquiring of an "up-and-coming" craft distillery.  Acquiring a craft 
distillery would probably be the best option for a number of reasons: 

 
1. Most importantly, the craft distillery business seems opportune to make a 

boom in the market place similar to the boom seen by craft wineries and 
breweries in the past decades. 

2. Owners may be more willing to sell because it would alleviate problems 
associated with marketing, sales, distribution, HR from them leaving 
them to focus on production of their products. 

3. Consolidation of marketing, sales, distribution, and HR would allow both 
companies to achieve better efficiencies with regards to overhead costs 
and lost opportunity costs. 

4. Such an acquisition would allow NBB to leverage already existing 
capabilities that have been used to grow their own business. 

 
Such acquisitions would probably take some time to make happen.  Although, 

because the craft distilleries seem to be run by mostly as sole proprietorships, 
partnerships, or generally small businesses there would probably not be that much 
negotiating needed.  Also, the small amount of employees being acquired by NBB 
would make adjustments easy on HR as well.  So, it is possible that in addition to 
being the best option for growth, acquisition of a craft distillery may also be the 
most painless process of all the options available as well. 



 

 

 

Just like in the craft brewery business, this strategy of acquisitions would be 
very imitable.  But, by hopefully gaining a first mover advantage, NBB would be able 
to get ahead of their competition building up a consumer base with strong loyalties 
to certain products and securing solid distributor agreements. 

 
While I feel that the acquisition of one or more craft distilleries may be the 

best singular option for growth for NBB, a combination of two and maybe three 
options would be optimal.  Such a combination could include the continued entering 
new markets through strategic selection of distributorships growing the NBB brand 
name specifically, along with the acquisitions of a craft brewer in a region not 
currently served by NBB (such as the Northeast), and the acquisition of a craft 
distillery.  The diversification of such growth strategies would have to be done 
carefully so as not to stretch current NBB management too thin.  But, such a growth 
strategy could improve their current position while diversifying their portfolio into 
new markets as well which could prove prosperous in years to come.  



 

 

 

Appendix.  Tables, Graphs and Figures 

Annual Production in barrels,  

since New Belgium's start in June of 

1991 

  

Year: # of Barrels* 

1991: 225 

1992: 991 

1993: 5830 

1994: 18,970 

1995: 31,000 

1996: 55,000 

1997: 78,000 

1998: 104,000 

1999: 148,000 

2000: 164,000 

2001: 229,000 

2002: 253,000 

2003: 285,000 

2004: 331,500 

2005: 370,000 

2006: 430,000 

2007: 473,000 

 Table 1.  Beer Production at NBB
24

 

  

                                                        
24 "Student Info Packet." New Belgium Brewing. Web. 27 Jan. 2011. 

<http://www.newbelgium.com/Files/NBB_student-info-packet.pdf.> p. 12. 

http://www.newbelgium.com/Files/NBB_student-info-packet.pdf.%3e%20p.%2012


 

 

 

2007 vs. 2008 Brewery Statistics 

U.S. Breweries Operating in 2008 U.S. Breweries Operating in 2007 

65 Regional Craft Breweries 55 Regional Craft Breweries 

446 Microbreweries 413 Microbreweries 

990 Brewpubs 966 Brewpubs 

1,501 Total Craft Breweries 1,434 Total Craft Breweries 

    
20 Large Breweries (Non-Craft) 20 Large Breweries 

24 Other Non-Craft Breweries 23 Other Non-Craft Breweries 

    
1,545 Total U.S. Breweries 1,477 Total U.S. Breweries 

2008 U.S. Openings 2007 U.S. Openings 

    

65 Brewpubs 
63 Brewpubs 

56 Microbreweries 
57 Microbreweries 

1 Regional Craft Brewery   

Table 2.  2007 vs. 2008 Brewery Statistics25 

 

                                                        
25 Support Your Local Brewery. Web. 27 Jan. 2011. 
<http://www.supportyourlocalbrewery.org/craft_beer_stats.html>. 



 

 

 

 
Graph 1.  Annual Growth of NBB vs. Craft Beer Industry

26 

                                                        
26 "New Belgium Brewing Company 2007 Sustainability Report." New Belgium Brewing. Web. 9 Feb. 
2011. 
<http://www.newbelgium.com/Files/New%20Beligum%20Brewing%202007%20Sustainability%2
0Report.pdf.> p. 4. 



 

 

 

Figure 1.  Organizational Chart 

 

 

 


