Breaking Down Tasting Room Numbers:
Sales and Business Operations

Geni Whitehouse, CPA.CITP, CSPM
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About Geni

T www.bdcocpa.com — CPA firm focused on
Wineries

www.evenanerd.com — Speaking business
focused on Nerdy Topics

www.SolveServices.com — Bookkeeping
@A| focused on Wineries

g www.ThelmpactfulAdvisor.com — Teaching
accountants to become advisors




Okay, let’s
Increase sales
by 10% this
month.
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Where are weiheaded?




Do Well

Could do Better

|deal Outcome
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WHY?

What is our ideal outcome in each area? What is our vision for this
winery?

Why are we in

~

business?

_

PH: 707-963-4466 1000 Main Street, Suite 250, Napa, CA 94559  www.bdcocpa.com
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ANALYSIS

Press [F11 | to exit full screen
Ry [ |

Changes required to increase Qperating Cash Flow from -$620,080 to $120,000

For the Year of 2018

-$620,080
START GOAL
-$620,080 $120,000
HIGH SENSITIVITY
To achieve goal Change  .30% -25% -20% -15% -10% 5% 0% 5% 10% 15% 20% 25% 30%
Price 25.94% 0% O
Volume 13.65% 0% | O
Variable COS 8.95% 0% |
MEDIUM SENSITIVITY
-100% -80% 60% -40% -20% 0% 20% 40% 60% 80% 100%
Fixed Expenses -96.47% 0% O
DAY DRIVERS
-160 days 120 days -80 days -40 days 0days 40 days 80 days 120 days 160 days
Receivable Days  -83.1 days 0 days O
Payable Days 169.7 days 0 days
Inventory Days -169.7 days 0 days




What is a business?

Activities

People X Process

Concepts via Level 5 Methodology from mentorplus via www.ThelmpactfulAdvisor.com




Business — When do we measure?

Activities

People X Process

Concepts via Level 5 Methodology from: www.mentorplus.com



Types of measures — Leading versus lagging

Activities

People X
Process

Concepts via Level 5 Methodology from: www.mentorplus.com



Types of measures — Leading versus lagging

Plan a trip —
starting point



Types of measures — Leading versus lagging

~

Plan a trip —
starting point




Most of our measures are lagging

@ Financial Statements
@ Average Order Value




Types of measures — Leading versus lagging

Plan a trip —
destination




Types of measures — Leading versus lagging

We want to arrive by
4pm without running
out of gas



Types of measures — Leading versus lagging

What can we monitor
on our journey from

start to finish to make
sure we arrive on
time?

What actions
determine our ability
to arrive on time?



Types of measures — Leading versus lagging

Number of miles to cover
Rate of Speed = Miles per Hour

Leading indicators

Efficiency = Miles per Gallon
Number of fueling stops

Number of refreshment breaks
needed



Types of measures — Leading versus lagging

Travelled 120 Miles
Time = 2:00

Amount of Fuel = %2 tank



Outcome Measures

@ Sales and Profit by Channel

Retail
Web
Phone
Tasting room
Trade

@Margin by Channel
@ Margin by Product
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More Outcome Measures

® Revenue Growth %
@ Inventory Growth %
®AR Growth %

@ Compare - Revenue Growth with Inventory and AR growth

Financial focused
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Truth #1

Your company'’s profitability
depends on how well your

people consistently
perform specific activities.



Future focus

If you want to Impact outcomes
the focus needs to be on:
People X Process = Profit

Leading Indicators



Input Measures

® Number of winemaker dinners

@ Emails captured per day

@# of Visitors per day

® Outbound calls per day

@ Wine club signups

@ #Virtual wine tastings

@ Average time to greet a visitor in your tasting room

Non-financial measures B%
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Activities Drive Outcomes

Activities >

Outcomes

Understanding the relationship between
these two perspectives is what we call
The Profit Equations™




Truth #2

People perform best when
they understand the “rules of
play” and the scoring
method is clear.



What information do you share with teams?

When do you share it?



Our goal is to create a link between:

Traditional Financial Indicators
Revenue - Expenses = Profit

and

Key Performance Indicators
People x Process = Profit



The Lead Domino Theory

Business Goals

Strategic Outcomes

People X Process People X Process

(—



Goal

Increase Revenue

28



What are we really saying?

Raise Price per Bottle Change Packaging

Which one is easier to work on?
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Insights are Needed
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What Was Sold Together?

Executive Overview

Most Popular Varietal Pairings Most Popular Wine Pairings
KPI Dashboard
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E 5 ] H Rutherford Zinfandel-Poseidon Zinfandel 3,138 51
3 ° Qo %
Highlights ] @ E
ke > 3 5 Sonoma Mountain Pinot Noir-Poseidon 3061 538
g Zinfandel . -
How Much Did We Sell? "
Cabernet Sauvignon - o ™ 1% - - ™ . ™ ‘é‘l’r"'fda:ge’fe Vellly Pafia Sl Pl 2,964 52.23
What Did We Sell?
Chardonnay 05% 8.9% 0.4% 14% 0.8% 17.8% 181% 0.9% Wild Horse Valley Petite Sirah-Sonoma Mountain 2919 51.4%
Pinot Noir . r
Chenin Blanc o o o o o o oo e o | Sonoma Mountain Sauvignon Blanc-Poseidon
- 2,411 42.5%
Zinfandel
ho Did We Sell To? Malbec ~ e3% 4% 1% 65% 2% 6% 5% eax 02x
Sonoma Mountain Sauvignon Blanc-Mt. Veeder
Meritage 11% 14% 5% a5% 12 26% 21% 20% 0ax 1 Chardonnay ’ Zi1et 31
Where Did We Sell?
Merlot aex o 0% a2y ox ety 2% Poseidon Zinfandel-Mt. Veeder Chardonnay 2,109 37.1%
When Did We Sell?
Petite Sirah 0% 178% 07% a6x 26% 149 190% o7 1t&m Variotall "" palley Petite Sirah-Rutherford 1,962 34.6%
Trends . —
inot Noi Item Varietal2: Zinfandel ntain Pinot Noir-Rutherford .. ao—
% of orders: 55.3% 2 2
Tasting Room ;gr;on;a‘l\ﬂountam Sauvignon Blanc-Rutherford 1164 20.5%
Sauvignon Blanc/Semillon ~ e3x a9x ax 021 ax 2% 7% 6% 17% infande
Stags Leap Zinfandel-Poseidon Zinfandel 1,137 20.0%
Wine Club Zinfandel  19% 16% 7% aex 15.4% 52 13%
Zinfandel/Petite Sirah o7x 13% 16% 03% 0% 0% 12% 13% 28% 09% 26% Rutherford Zinfandel-Mt. Veeder Chardonnay 1,124 19.8%
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How Many Members Do We Have?

@l Undock naviga'




We focus on the lead dominoes

Raise Average Price/Bottle

A\

More CAB than other SKUs

Sales
training

Pricing Offers Up-selling




What can we measure?




Recap

® Inputs versus Outputs
@ Leading versus Lagging

®Who should be involved
in creating?
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What stood out for you?

Type in the chat.
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Thank you!

Email me for a copy of the spreadsheet
and $COPE grid.

Geni@bdcocpa.com
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