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Manufacturing begins once the annual agricultural cycle or the growing season concludes with the 

winemaker (me) calling the pick date and & bringing the newly picked grapes to the winery facility for 

processing. There is only ONE manufacturing cycle each year due to the particulars for growing grapes 

on a vine where the growing season begins with bud break in the Spring and concludes with harvest in 

the fall or August - October period. 

Manufacturing ends once the wine is "bottled" which can be a multitude of containers beyond the 

bottle (kegs, cans, bags, boxes, etc.) that results in the liquid consumable being packaged into a 

container for sale & consumption.

Time to market for wine varies dramatically but generally is a 6-18 month cycle depending on style, 

color, aging, etc. 

WINE MANUFACTURING & SELLING LEVELSET
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Manufacturing and selling wine is regulated by the US Federal, State and local governments.  

Additionally, each export market has unique regulations for allowing imports to clear customs. 

Domestically, regulations for wine sales can vary by county where unique tax rates, restrictions on 

volumes individuals can purchase and more can vary! 

To date the 21st amendment reigns supreme over the interstate commerce clause which makes selling 

direct to consumer (DTC) via the internet extraordinarily complicated and generally requiring several 

SaaS vendors to manage the sales channel and required reporting to stay compliant.

WINE IS A CONTROLLED SUBSTANCE
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# of wine SKUs resulting from a particular vintage Ie- 2004 vintage there were 5 Wine SKUS that 

resulted from all grapes picked for the 2004 vintage. 

# of cases bottled in a calendar year Ie- Calendar 2005 we bottled 856 cases from the 2004 

vintage.  In later years, bottle runs included multiple vintages at a time. 

NOTE: Wine manufacturing is complicated in general and I often had 35+ vineyard/varietal combinations at harvest 

with each tracked individually for monitoring ripeness.  Once at the winery the path varies to bottle.  Some wine SKUs 

have a 1:1 ratio from Varietal/Vineyard to Wine SKU, ie- Filigreen Farm Pinot Noir is harvested, crushed and aged in 

barrels and ultimately blended and bottled with only Filigreen Farm Pinot Noir. However that was the exception for us 

and most of our wines were blends and many quite complicated where the ratio might be 7:1 or 1:7!

PRODUCTION METRICS EXAMINED
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HOW TO EXAM PERFORMANCE & 
EXPERIENCE OVER 20 YEARS? 

NORMALIZE DATA & ORGANIZE INTO 4 
ERAS FOR COMPARISON OF KEY METRICS
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GROWTH ANALYSIS
EXAMINING THE ERAS 

ERA 1: 2004-2010
ERA 2: 2011-2015
ERA 3: 2016-2019
ERA 4: 2020-2023 (JUNE)
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LEVELSET: ERAS 1 & 2
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LEVELSET: ERAS 3 & 4
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STATS FOR ERAS 1 & 2
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STATS FOR ERAS 3 & 4
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GROWTH FOR ERAS 1, 2 & 3
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GROWTH FOR ERA 4



GRAPHING GROWTH BY ERA

2004-2010 ERA 1
2011-2015 ERA 2
2016-2019 ERA 3

2020-2023 (JUNE) ERA 4
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STRATEGIC SHIFT IN 2016 (ERA 3)

CHANGE COURSE TO GROW SHARE OF REVENUE 
IN MORE PROFITABLE DIRECT TO CONSUMER 
CHANNELS (DTC) FROM RAZOR THIN MARGINS IN 
TRADE CHANNELS
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2016 HIRE FULL TIME DTC MANAGER

2016 HIRE FULL TIME DTC MANAGER
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GREW DTC 
REVENUE BY 94% 

IN ERA 3
GREW DTC 

REVENUE BY 
30% IN ERA 4 
IF SKIP COVID 

YEAR

GREW DTC 
REVENUE BY 236% 

IN ERA 2 
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GREW DTC REVENUE IN 
ERA 4 (aka The After Times!)

BY 34% OVER ERA 3
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GREW DTC 
REVENUE IN 

ERA 3 BY 86% 
OVER ERA 2



DTC REVENUES 
SURPASS 50% OF 
TOTAL IN ERA 3 & 

BY ERA 4 
REPRESENT 72%!
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GROWTH ANALYSIS
EXAMINING ERA 4 

JANUARY 2020 - JUNE 2023
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ERA 4: PSPL
Problem Solving with a Positivity Lens
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● Divorcing Business Partner Impact (DBPI*) posed sizable hurdles and roadblocks from                   

April 2020 - June 2023, all of ERA 4.

● Global Pandemic shut down the Tasting Room beginning March 2020 and continued to wreak havoc 

with DTC & Trade Channels throughout 2021

● 2 Catastrophic wildfire vintages (2020 Complex Fires & 2021 Caldor Fire)

● Supply chain shortages and dramatic increase in costs for near everything

● Staffing churn driven by pandemic and DBPI* with 4x Directors of Hospitality in 12 months!

● Cashflow challenges due to unprecedented shift in portfolio from wildfires that drove drastic 

reduction in supply for less profitable trade channels but overhead wasn’t subsidized fast enough to 

realize the strategic shift of making less volume and more profit via DTC

● Replaced DTC “engine” while mid-air in 2H22

ERA 4 OVER DELIVERED IN CHALLENGES

21



● Commerce System - SaaS is control center for DTC channels (Tasting Room, Wine Club & Internet)

● Order processing for all DTC channels with compliance management for shipping a controlled 

substance across the US where regulations can vary by zip code

● Subscription Wine Club Management with seamless integration for POS, Reservations and front end 

website to always recognize member status & benefits

● Tasting Room - POS, Reservation System, CRM

● Front end website for both internet channel and integration with wordpress for all content pages 

● CRM for all channels with integrations for marketing automation platforms like Klavyio

● SKU management for both marketing and inventory 

● Funnel Narrowing Marketing Engine (integrations with Meta & Google)

WHAT IS THE DTC ENGINE?
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Additionally, to support the improvement in automated digital marketing available 

with the new platform “connecting” to Meta & Google I upgraded the content 

management system and process to a more collaboration system and process by 

moving the company’s 18 years of content to a Google Workspace account.  This 

required consolidating content from each employees (present and past) One Drive & 

My Drive plus the shared content on DropBox to newly created Share Drive folders 

and leveraging labels for marketing assets instead of folders.  It was a herculean 

task! 

UPGRADED THE CONTENT MANAGEMENT SYSTEM & PROCESS
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GROWTH ANALYSIS
DTC CHANNELS 

THE END OF ERA 4
EXAMINING THE LAST QUARTER
APRIL - JUNE 2023
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30+% INCREASE IN SRP 
RESULTS IN POSITIVE 2% 
GP FOR CLUB CHANNEL 
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TASTING ROOM CONTINUES TO DRAMATICALLY OUTPERFORM 
CLUB & INTERNET WHEN COMPARED TO THE PRIOR QUARTER.



WINE CLUB DECLINES FROM ATTRITION REDUCING 
MEMBERSHIP FASTER THAN GROWTH RESULTING IN 
A SHRINKING CLUB OVER 12 MONTHS.  PLUS 
PORTFOLIO CHAOS FROM WILDFIRE VINTAGES 
REQUIRED INTRODUCING 15 NEW SKUS IN 2022 
WHERE MANY WERE LESS EXPENSIVE DUE TO 
INFERIOR QUALITY FROM SMOKE IMPACT WHICH 
DECREASED THE AVERAGE SHIPMENT VALUE.

INTERNET IS MOST IMPACTED BY 
DTC ENGINE GOING ON 

AUTOPILOT DURING MIGRATION.
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TASTING ROOM REMAINS THE SHINING STAR WHEN 
COMPARED TO THE PRIOR YEAR



GROWTH ANALYSIS
DTC CHANNELS 

THE END OF ERA 4
EXAMINING 2023 TO DATE
JANUARY- JUNE 2023
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FOCUS ON DRIVING GROWTH IN 
THE TASTING ROOM WITH PAID 
ADVERTISING (GOOGLE & META) 

& EXTENSIVE ORGANIC 
COMMUNITY BUILDING WAS A 

SMASHING SUCCESS!
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GROSS PROFIT 
GREW 23% IN 2022

GROSS PROFIT GREW 
15% DURING THE 1ST 

HALF 2023 

GROSS PROFIT GREW 
24% YEAR OVER YEAR



GROWTH DRIVEN BY FUNNEL NARROWING 
MARKETING STRATEGIES ENABLED BY 
NEW COMMERCE SYSTEM COMBINED 
WITH THE THRIVING TASTING ROOM & 
NEW CLUBS TARGETING BETWEEN LOCAL 
& LONG DISTANCE MEMBERS
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GROWTH RETURNS FOR 
WINE CLUB FOR 2023!

 



Higher conversion in thriving 
Tasting Room drives lucrative 
BOFU (bottom of the funnel) 
growth with Wine Club for 
most recent period.

MAY - OCTOBER 2022:  SHIPPING WINE IS PROHIBITIVELY EXPENSIVE DUE TO HEAT 

JUNE 2022 - JANUARY 2023: DTC ENGINE ON AUTO PILOT FOR MIGRATION 

JANUARY 2023 - JUNE 2023:  BUDGETS SLASHED ELIMINATING ALL PAID & 
AUTOMATED MARKETING RESOURCES
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FEB 2021 - DEC 2022 1ST FRIDAY BLOCK PARTIES IN A CLOSED 5TH STREET 
DIRECTLY IN FRONT OF DONKEY & GOAT WINERY.

FEB 2023 + PARTY MOVES INSIDE THE BLOCK AFTER I FOUNDED THE GILMAN WINE 
BLOCK WITHIN THE GILMAN BUSINESS DISTRICT D&G ALSO CO-FOUNDED.
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99% MORE TRAFFIC, 45% MORE REVENUE & 90% 
INCREASE IN STAFF PAY (WITHOUT INCREASING 
PAYROLL) FOR YEAR 2 IN THE STREET

109% MORE TRAFFIC, 49% MORE 
REVENUE & 130% INCREASE IN STAFF 
PAY (WITHOUT INCREASING PAYROLL) 
FOR 2023 INSIDE THE BLOCK

IMPRESSIVE AFTER EXPONENTIAL 
GROWTH IS THE MOST RECENT 
QUARTER WITH SLASHED BUDGETS 
CONTINUED TO GROW WITH 5% MORE 
TRAFFIC, 3% MORE REVENUE & 21% 
INCREASE IN STAFF PAY.
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PANIC BUYING GRAPES DURING HARVEST 2021 AS 
THE CALDOR FIRE RAVAGED EL DORADO WAS A 
MISTAKE.  HAD PRODUCTION REDUCED WITHOUT 
SUBSTITUTE VINEYARDS, CASH FLOW WOULD HAVE 
REMAINED POSITIVE.

2021



COMMUNITY VOICES
WEIGH IN ON TRACEY’S IMPACT
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2021
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2021
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2021
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2021
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2021
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2021
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2021
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2021



THANK YOU!

TRACEY ROGERS BRANDT 
tracey@circularpatterns.com
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