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Walls is commonly quoted as saying, "We don't hire people to make

brownies, we make brownies in order to hire people." Those hired at the bakery are

considered to be "hard to employ." The hiring policy at Greyston is open-first come,

first hired. They currently employ 55 people of whom 50 started as homeless,

recovering addicts or people just out of prison. Greyston does not hire bakers; they

train bakers. The importance of accountability is emphasized from the very beginning.

Each person who applies is invited to attend an orientation session. If they are late,

they lose the current opportunity but they are invited to come back the next time the

company is hiring. This upholds the importance of promptness. Each person goes

through an apprenticeship period where the company teaches them not only how to

bake but also how to hold ajob. Promptness, attendance, and attitude are emphasized

as well as production skills. Apprentices are evaluated every 2 weeks and, when they

have passed 8 periods, become a permanent employee, receive full benefits and

productivity bonuses, and participate in the profit-sharing plan. When an apprentice

has failed 4 periods, they are asked to leave the program. Their success is based

entirely on clearly defined performance factors not previous history. Some of these

workers take their newly leamed skills and a good work recommendation to move on

to other jobs. Some of the workers stay on long term and move up in the company.

Greyston Bakery was featured on the CNN feature "Conscious Capitalism."

@aking Brownies, Changing Lives) The employees interviewed exempliff the effect

ofthe second chance opportunities offered.

With Greyston, doing good leads to doing well. ln the next case study,

New Belgium Brewing has done well and is doing good

6.5 New Belgium Brewing Company-Jeff Lebesch and Kim Jordan

Jeff Lebesch is a man of passions and he follows them with everything he

has. Jeff was an engineer-a good engineer. At age 32, he was the chief engineer at Fort

Collins'Baker Instrument Company and then he found a new passion. He had had

a passion for bicycling and in 1989 he took a bicycle tour of Belgium and discovered

the beers and tle beer culfure of that country. He retumed to Colorado and sta(ed

brewing Belgium style beers in his basement. He made his beer for himself and his
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friends and decided to enter one of those beers in a tasting contest. He not only

entered, he won. Everyone wanted to know where to get his beers and he had to

explain that he was not a commercial brewery. In 1991 he and his wife, Kim Jordan

(The only CEO the company has had), made the decision to go commercial but with
no access to bank financing they went commercial from their basement and did not

give up their jobs right away. Before they had hired their first employee, they took

a day, went hiking in the Rockies, and wrote the Mission Statement and list of Core

Beliefs that direct the company to this day. The name of the company-New Belgium

Brewing Company and their first commercial beer named Fat Tire, honor the trip and

the bike that carried Lebesch through Belgium to a new passion.

New Belgium Brewing Purpose Statement: To operate a profitable

brewery which makes our love and talent manifest.

Company Core Values and Betiefs
(l) 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 tum of the

business.

(6) Cultivating potential tlrough leaming, 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.



102

Having Fun.
From their beginnings in the basement of their house and production of

8.5 barrels (Wann, 2001) per week, as of August 25,2009, New Belgium Brewing

Company (NBBC) in Fort Collins, Colorado had 348 employees and occupies a model

facility that is some 120,000 ft (not counting warehousing space.) It is the third largest

craft brewer and the 8s largest brewer over all in the United States. That is about the

last place that NBBC is in the same league as any other brewer.

NBBC is an employee owned company and has been from the day they

hired their first employee. It is operated as an ESOP (Employee Stock Ownership

Plan) and employees become owners after they successfully complete a one-year

apprenticeship. Partly because of this, new employees are selected to have a shared

vision of the company's goals, especially their environmental goals. At one point, it
was decided that the employees understood about the benefits of company ownership

but they were much less familiar with the responsibilities that come with that

ownership. To address this deficiency, the company held training on what was

involved including being able to read the company's financial statements.

The company has an open books management policy where the only figures not

available are salary particularc. Employees are encouraged to make suggestions for

improvements or changes that will result in a more sustainable company.

The commitment to this is shown with the fact that any suggestion is assigned to an

employee committee and tested. NBBC reports a 92%i retention rate in an industry.

The researcher was informed that the only people who have been hired by the

company that have left were people who had to leave because of a partner's

geographic transfer.

On the first anniversary of their hire, employees not only become company

owners, they also receive a custom $400 bicycle (more about this later.) On the fifth
anniversary of their hire, each employee (and a guest) is given a one-week trip to
Belgium to relive the history and culture ofthe company.

Of the core values originally desigred for the company, one is particularly

interesting. HAVE FUN! It is the only value on the published list that is in a bold font.

A visit to the brewery will assure you that they take this seriously. The day that

I visited was a lead up day to the annual Tour de Fat in Fort Collins. This is a Bicycle
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Festival that celebrates flrn and biking and serves as not only a festivaVparty but also

as a frrndraiser for bicycle and environmental charities. The Tour de Fat travels

through many of the major cities in areas where NBBC distributes their products.

All of the employees were in costume and sharing a good time with all of the visitors.

NBBC is actively committed to developing into a 'top of the class'

sustainable company. This company of 348 employees has two that are sustainability

officers. Every person, every day is reminded of the concepts of rethink, reduce/reuse,

and recycle. The building they are in was designed for environmental compatibility.
It has lighting solutions that utilize solar tubes in the ceilings, all fluorescent lighting,

and a complex computer monitoring system that includes motion detectors that shut

off lights when people leave the room. ln cleaning the bottles, the water used to clean

the inside of the bottles is captured and recycled to clean the outside of the bottles

thereby cutting the water demands in this process by 50%. This is particularly

important in an area like Fort Collins that is high desert. Their brewing kettle is state

of the art and utilizes half the energy for twice as much wort. The heat given offin the

making of one batch is collected, stored, and used to heat the next batch thereby

reducing the energy requirements. The glycol lines that are used to cool the beer take

the heat from the beer and then the glycol is pumped out under the docks in the winter

to remove snow. The waste effluent goes into holding ponds and then into

an anaerobic tank where bacteria break down the contaminants. That process gives off
methane that is collected to use in the plant to heat the wort. Fifteen percent of the

company's energy comes from this and the remaining energy comes from wind

generation. NBBC is the first totally wind-powered brewery. The decision to spend

morc to have wind power was made by the employees even when the cost would come

from their bonuses and eamings. Spent grain stocks are sold to local farmers as feed.

NBBC uses this environmental commitment in its advertising and reports

high levels of customer loyalty based on the alignment of these values with those of
their customers. NBCC also works actively to disseminate environmental information

in the communities it has a presence in both in manufacturing and distribution.

They are supportive of local environmental campaigns particularly those related to

altemative transportation. The employees are encouraged to reduce their gasoline

consumption in their daily commute. Since each employee is given a bicycle on their
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l't anniversary, they are encouraged to bike to work (the CEO routinely bikes

3.5 miles to the office). Those riding their bikes to work are rewarded with parking

spaces at the front door that are under roof. Those driving to work are encouraged to

car-pool and they are given parking spaces whose distance from the building is

dependent on the vehicle gas mileage.

NBBC is committed to being a good corporate citizen in the communities it
is in. Fort Collins is the recipient each summer of the Bike-in Movie where people ride

their bikes in watch movies on the front lawn ofthe Brewery and all proceeds from the

sale of the beer go to local charities. About 400-500 people participate each week and

they raise about $10,000 for charity. There is also the Urban Assault Ride that is a get-

together in more than 10 cities. It is an urban, bike powered scavenger hunt/obstacle

course followed by live music and a raffle that also generates proceeds for local

charities. These charities are often supporting drug and alcohol rehabilitation in line

with the core value to promote a responsible beer culture' NBBC sponsors Team

Wonderbike. Team Wonderbike currently claims more than 15,000 participants who

have pledged to ride their bikes more than 14 million miles in 2010 to offset almost

170 million pounds of carbon dioxide emissions'

New Belgium Brewing Company is a member of "Be Local Northem

Colorado." (BALLE network).



CHAPTER 7
CASE STUDY NEW BUSINESSES

7.1 Blue and Yellow Logic-Kendra Sandoval and Emily Andrews

Table 5 Blue and Yellow Logic research matrix

"Blue and Yellow Logic is a social enterprise founded and powered by
wo(men) of color." This social enterprise took two women who had been working in
sustainability and tumed them into social entrepreneurs providing educational services

to train people of color in black and Hispanic neighborhoods in what it means to be

'green' with the goal of moving these undervalued people into productive green jobs.

Their belief is that until these people understand and embrace the value of a green

lifestyle, they caffrot value those potential jobs. Just before I interviewed the owners,

all of the 'employees' were tumed into sub-contractors due to the instability in the

market. In interviewing some of these 'employees', I did not find disgruntled
mployees, but rather I for.md people working on their own time continuing to develop

the networks and programs that will help this business succeed.

Founded in 2009 by Kendra Sandoval and Emily Andrews, Blue and

Yellow Logic is finding its way. It has roots in social justice and the environmental
movement. Sandoval is a Latina woman originally from the Denver area. Blue and

Yellow Logic has also teamed up with educator and cultural activist, Ashara

Technique Measurement
Face-to-face interviews (owners/employees) 6 hours
On site observation 3 hours
Email interview I
Company survey Y
Email follow-ups t2
Owners 2
Employees 0
Independent contractors (# / interviewed) 612
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Ekundayo. These women are passionate to assist in bringing social justice to
communities of color and do that by bringing these communities into the

environmental / sustainability movement.

Sandoval, 41, is a well-educated Latina native to the Denver area. She has

a BA from Colorado University in Denver and an MA in Environmental Leadership

from Naropa University. Her father was a politician so she has many long time

political connections. Over two decades, she has taught challenged populations, owned

several small businesses and implemented sustainability initiatives across govemment,

public, aad private sectors. She worked as the Outreach Director for the Alliance for
a Sustainable Colorado for a number of years where she developed her pannership

with Emily Andrews.

Andrews was raised on the east coast and graduated from Tufts with a BS in
Psychology. Her first job out of college was with the Alliance for a Sustainable

Colorado. While at The Alliance, she organized a huge event for the Democratic

convention that was essentially a zero waste event.

Blue and Yellow Logic has teamed up with Ashara Ekundayo is a serial

entrepreneur and an activist. She has more than once said, "It takes more than one

color to make green." She has over 20 years of working with local and national

organizations. She is also a producer and local media personality on a local public

radio station. She has a commitment to remembering, reclaiming, and reintroducing

cultural wisdom back into today's culture.

All of these women zue passionate about social justice in addition to
sustainability. In this company they aim to bring those two passions together to

educate people from communities of color who have not had the same opportunities as

most Americans because of racial discrimination, poverty, and the systemic problems

that come with those. Shortly after they formed their company, they were able to

capture some Work Force Development money that was available to train young

people. Sandoval explained that the eight young people that they trained had either

been incarcerated, or their parents had been incarcerated. They were between 17 and

22 years old. Sandoval described theirjob as helping them understand that a green job

down the road means gteening your life now. They built a curriculum on the thee legs














































































































































































