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What should 
I measure?  
(Current)

When 
should I 

measure?

Why should 
I measure? 



What should I measure?



If you want to measure outcomes 

the focus is on:

Revenue – Expenses = Profit Outcomes



1. To sell our goods and services for more than it costs us to provide them

2. To maintain a healthy cash flow to keep the company running

3. To get a return on our investment

Income Statement

Balance Sheet

Statement of Cash Flows



2013

Bottom Line

Profit = 

Revenue – Expenses

Department 

Focus

Above the line

Olive Tree Winery
Income Statement for the Year Ended 
December 31, 2024 2024

EBITDA – Manageable Earnings

Earnings Before Interest, Taxes, 

Depreciation, Amortization 

EBITDA



2013

Department 

Focus

Bottom Line

Profit = 

Revenue – Expenses

Above the line

Olive Tree Winery
Income Statement

 for the Year Ended December 31, 2024



What 

you 

Own

What 

you 

Owe

Accumulated Earnings

Equity = 

Assets – Liabilities

Olive Tree Winery
Balance Sheet
as of December 31, 2024 and 2023 20232024

Arranged in

order of liquidity

Most easily 
converted to 

cash



What 

you 

Own

What 

you 

Owe

Accumulated Earnings

Equity = 

Assets – Liabilities

Olive Tree Winery
Balance Sheet
as of December 31, 2024 and 2023 20232024

Arranged in

order of liquidity

Most easily 
converted to 

cash



Keeps the business 

running

Olive Tree Winery
Statement of Cash Flows for year ended
December 31, 2024



Keeps the business 

running

Olive Tree Winery
Statement of Cash Flows for year ended
December 31, 2024



1. To sell our goods and services for more than it costs us to provide them

2. To maintain a healthy cash flow to keep the company running

3. To get a return on our investment

Income Statement

Balance Sheet

Statement of Cash Flows Operating Cash Flow

Return on Assets 

Net Income



1. To sell our goods and services for more than it costs us to provide them

2. To maintain a healthy cash flow to keep the company running

3. To get a return on our investment

Income Statement

Balance Sheet

Statement of Cash Flows Operating Cash Flow

Return on Assets 

Net Income





Inputs Outcomes
Activities

People X Process

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



Inputs Outcomes

Activities
People X Process

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



Inputs Outcomes

Activities
People X Process

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

Financial 

Statements



Inputs Outcomes
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Activities
People X 

Process

Concepts via Level 5 Methodology from:  www.mentorplus.com
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What should I measure?When should I measure?



Plan a trip – 

starting point 



Plan a trip – 

Arrive at our 

destination



Inputs Outcomes
Activities
People X Process

Lagging indicators



If you want to measure outcomes 

the focus is on:

 

Revenue – Expenses = Profit

(Lagging Indicators)



Revenue per employee

Average order value

Sales per day

Net Income per Month

AR days sales outstanding

 Inventory turns



Compare:

Growth in Sales (%) 

Growth in Inventory (%)  

Action in the future 

Reduce production

Lower inventory 



Compare:

Growth in Sales (%) 

Growth in Inventory (%)  

Action in the future 

Reduce production

Lower inventory We have a 

problem!



Plan a trip – 

Arrive at our 

destination

Arrived Late! 



GOAL:

Arrive at our 

destination by 4pm 

without running out 

of gas.



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? 



Number of miles to cover

• Rate of Speed = Miles per 

Hour 

• Efficiency = Miles per Gallon 

• Number of fueling stops

• Number of refreshment 

breaks needed

Leading 

indicators



• Travelled 120 Miles

• Time = 2:00

• Amount of Fuel = ½ tank

Lagging 

indicators



What should I measure?Why should I measure? 





If you want to influence outcomes 

the focus needs to be on:

People X Process = Profit

Leading Indicators







E-mail 

Campaigns

Outbound 

Calls

Promotions

Customer 

List Receive 
OrderOrder

• Locate 
Inventory

•Package 
Item

•Create 
shipping 
label

Ship Send invoiceInvoice

•Deposit 
money

•Apply 
payment to 
customer

Receive 
Payment



 Leading Indicators of Future Sales  

 # Email addresses captured

 # Email campaigns conducted

 # Outbound calls 

 Percentage of bounced emails

 Click through rates

 Average Opens/ Campaign

 # Cancelled Orders





Free Insights

https://www.enolytics.com/eno-insights





KPI (Key Performance Indicator) – Leaders set goal

Activity Input Measure – Teams 
• What activities impact the KPI above?

• What will we count? 







Find New 
Answers! 





Geni@bdcocpa.com

www.BDCoCPA.com

Napa, CA

mailto:Geni@bdcocpa.com
http://www.bdcocpa.com/
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