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Thanks to our FaBcap Sponsors

PRESENTING SPONSORS PROGRAM SPONSORS

EVENT SPONSOR



scaler

Welcome to the FaBcap Program 

FaBcap_starter
How to start a food or beverage business

FaBsafe
How to develop a FSMA-compliant safety plan

FaBcap_scaler
How to profitably scale your food business

FaBcap Accelerator
How to build an investible food business

Innovation conference, 1-1 coaching, SME mentoring,  5 cohort meetings, 

investor pitches & graduation ceremony and $10,000 Award



scaler
FaBcap_scaler Agenda

1:30 – 2:00pm – Food & Beverage Business Profitable Growth Drivers
Maximizing Business Potential

Business Growth Considerations & Benchmarks

2:00 – 3:30pm – Food & Beverage Business Profitable Growth Best Practices
Marketing Maximizing Brand, Product Lines and Net Margin 

Operations Deliver Best Quality, Lowest Cost within Food Safety Requirements

SalesMaximizing Customer Profitability and Relationships

3:30 – 3:45pm – Break and Networking

3:45 – 4:45pm – Food & Beverage Business Profitable Growth Best Practices
Accounting / Financing Developing Reliable Accounting Procedures & Financial Tracking 

Legal Make Sure Your Legal House is in Order 

Organizational Management & Systems Developing a high-performance organization 

Executive Management Building a Credible Leadership Team & Advisory/BOD

4:45 – 5:00pm – Summary, Scaling/Growing Checklist & Resources Review
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Key Takeaways

Critical elements to be addressed to profitably scale / grow a food or 

beverage company

– Macro business expectations 

– Key issues that need to be addressed to maximize your profitability

Marketing

Sales

Operations

Organizational Structure & Leadership

Networking/Resources

– Peer businesses

– Professional & technical products and service providers

– Educational resources and programs 

– Small business development support organizations

Accounting / Finance

Legal
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FaB ANNOUNCEMENTS

September 21st from 8:30 am to 1:00 pm at Marquette

2017/2018 ACCELERATOR
GROWING & CAPITALIZING YOUR BUSINESS
Application period NOW OPEN until August 16th

Program runs from August 2017 to June 2018

CAFÉ 
MAKING FOOD OUR FUTURE
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Profitably Scaling/Growing 

a Food or Beverage Business

BRAD ROSTOWFSKE
Director of Industry Growth 

FaB Wisconsin

http://www.fabwisconsin.com/
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Profitably Scaling/Growing a Food or Beverage Business

Maximizing Your Business Potential

• Mutually aligned, 

balanced 
Marketing, Sales 

& Operations 

Plans

• Deliver a 

comprehensive 

business plan that 

is worthy of 
investment and 

execution

Maximizing Your Business Potential
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TERA JOHNSON
Director, Food Finance Institute

Founder of teraswhey™

Scalable Food Business Models 
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It’s a business model, not a product, that 
determines whether a company makes 

money. Having adequate capital 

determines whether your business model 
can reach critical mass.

Scalable Food Business Models 

Fundable Business Models are Scalable

• A defensibly unique value 

proposition

• Sufficient market and business scale 

to generate adequate cash flow

• The right brand, packaging, pricing, 

sales and distribution channels, and 

promotional programs

• The right staff, production facilities, 

& QA

• Enough appropriate capital to fund 

growth
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Viable Local Food 
Business Models 

That Achieve Scale 
and Cash Flow 

Go Where the 
Market is

Diversify Income

Horizontally 
Integrated 
Businesses

Vertical Integrated 
Processors

Stay Small

Each of these growth paths have different financial benchmarks, capital requirements, 

and optimal sources of capital over time. It is therefore important to pick your path as 

soon as possible and optimize for it.

Scalable Food Business Models

Business Models That Are Working Financially
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Scalable Food Business Models

Direct Sales Local Brand

• High percentage of direct to 

consumer sales

• Shared use facility

• Often little or no other labor cost

• High cost of goods sold

• Inventory high % of sales

• AR low (direct model)

• F & F, Kickstarter, Microloans
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Scalable Food Business Models

Regional Brand

• Scale up by targeting most 
promising markets

• Co-packer with full labor 
allocation

• Distributor sales drives margins 
down & volume up

• High promotional requirements in 
new markets

• High AR in new distributors
• COGS improving with volume
• Kickstarter and Microloans not 

large enough
• SBA 7a, F & F Investors, other 

investors may be needed
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Scalable Food Business Models

National Brand

• Investor grade fast growth to exit 
business model

• $10M target sales level at exit

• Steadily improving COGS

• High sales and marketing 
expenses

• Other expense growth slowing as 
a % of sales

• Inventory, AR decline relative to 
sales as volume increases

• Accredited investor equity 
offering and conventional lender 
required
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Scalable Food Business Models

Local Vertical

• Local brand or on-farm processor 
adds retail location to gain scale 
and generate cash

• Production facility for wholesale is 
retail kitchen

• Capitalization more like a restaurant

• Metrics like restaurant

• Can be a successful model in small 
communities

• Potential for sustainable slow growth 
model

• Micro lender, F & F, Kickstarter
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Scalable Food Business Models

Horizontal

• Financed and managed as 

a series of smaller businesses

• MES for each is aided by 

synergies across entities

• Often capitalized 

individually
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Scalable Food Business Models

Thinking BIGGER….
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Marketing 
Maximizing Brand, Product Line & Net Margin

CHRIS DRESSELHUYS
President

NeuroPathway Brand Consulting
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Marketing

Who Is This Guy?

25 years of consumer marketing, NPD, product line 

management, PR and advertising experience

– Both agency & consumer products environments
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Marketing

Strategy

“Strategy without tactics is
The slowest route to victory.

Tactics without strategy is 
the noise before defeat.”

Sun Tzu
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Marketing

What is Marketing?

Marketing ≠ Advertising

Marketing is the management process 

through which goods and services move 

from concept to the consumer
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Marketing

It’s All About The Consumer

Process of thinking about your business in terms of 

consumer needs and creating solutions that satisfying 

them

–Discover, create, arouse & satisfy needs

Marketing has less to do with getting consumers to pay 

for your product as it does developing a demand for 

that product by fulfilling the customer's needs
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Marketing

Brand – What is it?

Iconography & words used to create an image that 

identifies a product. Over time, this imagery becomes 

associated with a level of credibility, quality, and 

satisfaction in the consumer's mind. Thus brands help 

harried consumers in a crowded and complex 

marketplace, by standing for certain benefits and value.*

It’s a belief system built up around your offering that enables the 

consumer’s brain to contextualize its need for your offer

* Source: Business Dictionary, Copyright 2017
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Marketing

Brands Create Meaning

What does this brand stand for?
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Marketing

Meaning Creates Value
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Marketing

The “Buy Brain”
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Marketing

Know Your Consumer
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Marketing

Know Your Consumer

Who are they? 

–Demographics (Age, gender, ethnicity, locale, etc.)

What is their behavior?

–Purchase habits, frequency

–Usage occasions

–Co-purchases

What motivates that behavior?

–Need states & drivers
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Marketing

The Buyers

• Beware the 
Gatekeepers!

• Know the buyers’ 

needs

– Increasing category 

sales/profit.

– Confidence in your 

sales success.
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Marketing

Be Different

Different is good

• 10 companies 

dominate 

consumer brands 

landscape.

• How do you beat 
these giants?
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Marketing

Product Development

• Can a product be too 

good?

• NPD should seek to meet 

the consumer’s needs at 

the lowest cost of inputs.

• Consumer must inform 

every step
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Marketing

Product Research

Scaling from “boot straps” to the next stage

• Product “Liking” and “Just About Right” testing

– Inform optimization & selling story

As your success grows, so must your tool kit

• Remove opinion & increase confidence 

– Concept screening

– Market uniqueness

– Source of volume

– CDI

– Pricing
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Marketing

And Now For The Hard Part…
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Marketing

Sales Funnel

No one has ever bought a product they didn’t know existed
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Marketing

Feeding The Funnel

Early in your brand’s development…

• High touch, low risk product experiences provide rich “touches” 

– Sampling, local events, SWAG

• Focus on needs, features are proof

• Don’t overlook retail vehicles

• Invite digital engagement

– Fan club, e-mail, social networks



scaler

Marketing

Mobile First

Mobile tipping point reached

• Mobile passed desktop in 2016

–52% of all internet traffic now on 

mobile devices

• Highly targeted

• Focus on visuals

• Be responsive

• Authenticity
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Marketing

Targeting Efficiency

Digital is an Equalizer

• Focused digital vehicles provide efficient reach & fuel WOM

– Geo-targeted digital ads & social networks

• SMM is likely not what you think

– Platforms control who sees your content

• No one likes being sold

– Focus on story telling

• Share, don’t sell

• Recipes, testimonials

– Offer 5X more than you ask
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Marketing

Adapt, Improvise & Overcome

Be a Guerilla

– Embrace your smallness

– Turn your “weaknesses” into your 

strengths

– Use your competitors strengths 

against them

No Time Like the Present

– Market zeitgeist is in your favor 

“Opportunities 
multiply as they 
are seized.”

Sun Tzu
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Operations 
Deliver Best Food Quality & Safety at Lowest Cost

Dan Kipp
CFO

Create-A-Pack Foods

http://www.create-a-pack.com/
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Operations

Vision vs Reality

• Operations Goal 

–Deliver increasing quantities, of consistently improving, quality 
safe food at the lowest possible cost

• Vision, Strategy, Planning & Execution

–Production Facilities

–Production Processes

– Supply Chain

–Management, GSFI & FSMA
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Operations

Vision vs Reality

“Nothing great was ever achieved without enthusiasm”
Ralph Waldo Emerson
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Operations

Vision vs Reality

“Everything comes to him who hustles while he waits”
Thomas Edison
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Operations

Production Facilities

• Capabilities and Capacity

SUK Co-Packer Dedicated Facility

Benefits • Low capital investment
• Production flexibility

• Low capital investment
• FSMA compliance
• Production efficiency

•Ultimate production
• Flexibility
• Efficiency

Issues • Product limitations
• Packaging equipment
• Scheduling
• Efficiency
•OSHA Safety
• FSMA – 9/2018

• Co-packer margin
• Limitations
• Scheduling
• Capabilities 

• Capital
•Management
•Maintenance
•OSHA Safety
• FSMA – 9/2018
•Materials

Other 
Considerations

• Leverage peers best 
practices
•Help & tools

•May be able to leverage 
ingredient or packaging 

• Consider 3-5 year needs
• Plan for expansion
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Operations

Production Facilities

• Capabilities and Capacity

SUK Co-Packer Dedicated Facility

Benefits • Low capital investment
• Production flexibility

• Low capital investment
• FSMA compliance
• Production efficiency / 

COG reduction

•Ultimate production
• Flexibility
• Efficiency
• COG & Quality

Issues • Product limitations
• Packaging equipment
• Scheduling
• Efficiency
•OSHA Safety
• FSMA – 9/2018

• Co-packer margin
• Limitations
• Scheduling
• Capabilities 

• Capital
•Management
•Maintenance
•OSHA Safety
• FSMA – 9/2018
•Materials

Other 
Considerations

• Leverage peers best 
practices
•Help & tools

•May be able to leverage 
ingredient or packaging 

• Consider 3-5 year needs
• Plan for expansion

“It is not necessary to change.  Survial is not manditory”
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Operations

Production Facilities

• Capabilities and Capacity

SUK Co-Packer Dedicated Facility

Benefits • Low capital investment
• Production flexibility

• Low capital investment
• FSMA compliance
• Production efficiency / 

COG reduction

•Ultimate production
• Flexibility
• Efficiency
• COG & Quality

Issues • Product limitations
• Packaging equipment
• Scheduling
• Efficiency
•OSHA Safety
• FSMA – 9/2018

• Co-packer margin
• Limitations
• Scheduling
• Capabilities 

• Capital
•Management
•Maintenance
•OSHA Safety
• FSMA – 9/2018
•Materials

Other 
Considerations

• Leverage peers best 
practices
•Help & tools

•May be able to leverage 
ingredient or packaging 

• Consider 3-5 year needs
• Plan for expansion

“It is not necessary to change.  Survial is not manditory”
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Operations

Optimize Production Processes

• Operations, Quality and Safety

Key Considerations / Best Practices

Procedures •GMP’s / SOP’s / Scheduling / Change-overs / PM’s / etc…

Specifications •Ingredients / Formulations / WIP / Finished Product

Quality •Adherence / Holds / Releases / Reporting

Food Safety •Adherence / Tracking / Reporting / Recalls / FSMA Compliance
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Operations

Optimize Supply Chain Management

• Procurement, Warehouse and Shipping 

Key Considerations / Best Practices

Purchasing •Competitive Bidding / Least Cost Formulations

Inventory •Ingredients / WIP / Finished Product

Logistics •Transportation / Customer Service / Tracking

Systems •ERP / FSMA Compliance 
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Operations

Optimize Operations & Quality Management 

and FSMA Traceability

• High Performance Organizations

–Mindset – flexibility, cross training, continuous improvement

– Structure & key personnel

• Maximizing Product Quality

• 3rd Party Audits / GSFI Certification 

–Requirements and benefits

–Costs

• FSMA Compliance / Tracking

– It’s the law

–Costs for compliance and non-compliance
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Joel Beyer
President

Mueller Yurgae Associates

Sales 
Maximize Customer Profitability & Relationship
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Sales

Key Partners for Your Sales Team

Manufacturer

– Operations, production, sales, marketing, customer service, logistics

Broker

– Sales, analytics, customer service, forecasts, merchandising, auditing, 

promotion implementation and verification, deduction management, 

general sounding board

Distributor / Wholesaler

– Sales, analytics, customer service, merchandising, promotion 

implementation, product consolidation

Retail Outlet

– Marketing, analytics, avenue to the consumer
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Sales

Developing Sales Capacity & Capability

Be prepared when meeting with each of your new team members

Broker Requirements
• Complete Price List 

― All customers should work off of one price list (example of a good 

price list)

• Sell Sheet

― Product Family Sell Sheet

― Individual Product Sell Sheet

• Promotional Calendar
• Samples

• General Professionalism
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Sales

Developing Sales Capacity & Capability

Be prepared when meeting with each of your new team members

Distributor/Wholesaler Requirements
• Standard Price List

• Sell Sheets/Sales Deck

• Promotional Calendar
• Samples

• Required Allowances

• Slotting dollars/free product

• Supporting Analytics

• Who of their customers are you targeting? How do you assure the 

distributor or wholesaler they will be successful?
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Sales

Developing Sales Capacity & Capability

Be prepared when meeting with each of your new team members

Distributor/Wholesaler Requirements
• Retail Outlet Requirements

• Standard Price List (from distributor or wholesaler)

• Sell Sheets/Sales Deck

• Promotional Calendar 

• Samples

• Slotting dollars / free product

• Supporting Analytics

• Required Allowances

• Shipper/Display Vehicles 

• Customer Service / Professionalism 

• Why do they need your product in their stores / markets?  What will you bring to the 

category? How will you help them succeed with their consumer? 



scaler

Sales

Go to Market Strategy / Execution

Notice a Trend?  BE PREPARED
Your brokers, distributors and retail execution will only be as good as you are.

All aspects of your go to market strategy needs to be carefully evaluated, 

developed and executed

– Target Consumer

– Brand / Product Role in Market

– Target Markets & Channels

– Retailer Requirements and Expectations for Success

– Pricing and Merchandising 

– Promotional Programs to Generate Awareness, Trial and Repeat Purchases

– Metrics, Audits and Follow-up – Follow-up – Follow-up 

• It should go without saying but YOU NEED TO WIN AT SHELF



scaler

3:30 pm to 3:45 pm
Break & Networking
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MARK ALBRECHT
Partner

Chortek LLP

Accounting & Finance
Develop Reliable Accounting Procedures & Tracking

http://www.chortek.com/
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Accounting & Finance

Accounting Process: At a High Level

• Recording

• Classifying

• Summarizing

• Reporting

–P&L, Balance Sheet, Cash Flow

–Management Reports and Key Performance Indicators

• Analyzing

• Interpreting

http://www.chortek.com/
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Accounting & Finance

Optimized Processes: Systems in Place 

• Built on policies that are followed without exception

• Defined Roles and Responsibilities

• Standard processes-simplified whenever possible, 

automate whenever possible

• On time, every time

• Information that is reliable and timely

http://www.chortek.com/
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Accounting & Finance

Accounting Processes That Work 

Are integrated with your operating systems 

and inform management decisions

–Not something separate that happens weeks later

http://www.chortek.com/
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Accounting & Finance

Accounting Processes That Work 

For example, accounting information that is 

integrated with your operations makes it possible 

for you to manage your working capital:

–Cash

–Accounts Receivable

–Inventory

–Accounts Payable

Always important, but critical as your business grows!

http://www.chortek.com/
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ROBERT HEINRICH
Business Lawyer; Chair of Food & Beverage 

Practice Group

(414) 298-8418; rheinrich@reinhartlaw.com

Kathryn Westfall
Associate

(414) 298-8226; kwestfall@reinhartlaw.com

Reinhart Boerner Van Deuren

Legal & Risk Management
Make Sure Your Legal House is in Order

http://www.chortek.com/
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• SAFE Agreements

•Angel Investors/Venture Capital:

Valuation

Preferences

Put/Call Rights

Private Placement Memorandum

•General Tips to Help you Succeed

©2015  All Rights Reserved

Reinhart Boerner Van Deuren s.c.

Legal & Risk Management

Raising Capital

http://www.chortek.com/
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Legal & Risk Management 

Alternative Financing Options

• Small Business Administration loans

•Crowdfunding

•Kiva Zip, WWBIC, etc.

• Focus on Energy programs: Cash-back 

incentives and technical expertise

•Historic Tax Credits: Return a portion of the cost 

of building restorations to the building's owners

©2015  All Rights Reserved

Reinhart Boerner Van Deuren s.c.

http://www.chortek.com/
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Legal & Risk Management 

Profits Interests

Valuation

Time period
©2015  All Rights Reserved

Reinhart Boerner Van Deuren s.c.

http://www.chortek.com/
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Legal & Risk Management 

Intellectual Property 

•Review all IP to ensure validity of status:

Federal vs state trademarks

•Any additional IP to be registered?

•Confidentiality Agreements

• License Agreements

•Work-for-hire agreements

©2015  All Rights Reserved

Reinhart Boerner Van Deuren s.c.

http://www.chortek.com/
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Legal & Risk Management

Organizational Issues

•Re-assess Entity Form

•Amendments to Governance Documents

Transferability 

Board size

Restricted Covenants

Waterfall

•Agreements with Employees/Founders

©2015  All Rights Reserved

Reinhart Boerner Van Deuren s.c.

http://www.chortek.com/
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ROBIN GOHSMAN
President

City Lights Brewing Co.
2015/16 FaBcap Company
robin@citylightsbrewing.com |262.510.6731

Operational Management & Executive Leadership
Building a High-Performance Organization & Leadership Structure
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Operational Management & Executive Leadership

How it began…

• In 2014, we launched 4 

Brothers Blended Beer 

Company

• We were “contract brewing” 

at Sand Creek Brewing 

Company in Black River Falls

• We sold over 5,000 cases our 

first two months in business
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Operational Management & Executive Leadership 

The more we sold, the more I lost…

We were providing the brewer with:

• The crown

• The neck label

• The face label

• The 6-pack carrier

• The master case

• The shipping/warehousing

There was no “economy of scale” and I 

knew we had to open our own brewery.
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Operational Management & Executive Leadership 

The conundrum….

• To open our own brewery, we 

would need to raise a 

substantial amount of capital

• There was minimal investor 

interest in being a minority 

investor in a “family” business
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Operational Management & Executive Leadership 

The credibility challenge…

• In the early 1900s, The Milwaukee Gas 

Light Company built an amazing 

campus and utilized the buildings to 

convert coal to gas to light the city lights 

of Milwaukee

• In 2015, we began negotiating to 

convert two of the buildings to house our 

brewing, hospitality, packaging and 

distribution offerings

• The landlord was skeptical as we were 

no longer selling beer and did not have 

our financing in place
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Operational Management & Executive Leadership 

Transitioning a dream into a business…

Realizing that to attract both investors and gain 

stakeholder confidence, I set out to recruit an 

experienced Board of Directors and advisory group

– Board-chair Bob Mikulay was formerly Executive Vice President, 
Marketing for SAB/Miller

– Chief Innovation Officer Dr. David Ryder was formerly world-wide 
head of Brewing, Quality and Innovation for MillerCoors

– Shareholder Jack Radichel was a 30-year sales executive with 
Beer Capital

– QC/QA Manager Mary Pelletieri formerly directed quality 
operations at Goose Island

• Co-founder of Top Note Tonic and 2015/16 FaBcap Company

– Attorney Jennifer Baumann provides a legal perspective

– CPA Mark Albrecht and the Chortek team provide financial 
advice and guidance
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Operational Management & Executive Leadership 

And we opened February 1, 2107…

• City Lights features an iconic 

brewing campus with 
expansion capabilities to 

50,000 barrels/year

• Marque location in the 
Menomonee River Valley with 

10,000,000 visitors per year

• High visibility signage 

increases brand exposure to 

300,000 vehicles/day



scaler

Operational Management & Executive Leadership 

Opening a business is way-funner than 

operating a business…

• Developed a 1 year business 

plan, a 3 year plan and a 5 year 
plan

• Board of Directors approved the 

plan and meet quarterly to 
benchmark progress

• Internal team members looped 

in to organizational goals

• Advisory board is consulted on 

an “as needed” basis
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Operational Management & Executive Leadership 

Organization structure designed 

to reflect brand persona …

• Enthusiastic, experienced and driven team is 

passionate about the craft beer experience

• Innovative, public relations, web presence 

and viral marketing to enhance brand cache

• Meaningful strategic alliances to increase 

top-of-mind awareness

• Targeted sampling to establish brand 

preference

• High visibility at local events to connect with 

community members

• Distributor/key account collaboration

• Production, quality & retail management 
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Q&A

So, what questions 

do you have?
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Thanks to our FaBcap Sponsors

PRESENTING SPONSORS PROGRAM SPONSORS

EVENT

SPONSORS


