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•  Advisory work in assisting bringing natural, organic and specialty products to market 
across most classes of trade 

•  Write business plans for raising capital and growth strategies for management teams 
•  Co-Author/Publisher of the Natural Products Field Manual, Sixth Edition and The Sales 

Manager’s Handbook 
•  Co-produce and co-lead seminars on “Becoming a More Effective Sales Manager in the 

Natural and Specialty Channel” and “Financing your Consumer Products Company” 
•  Serve as outside director of: EcoFish, Orgain, American Halal, FoodState, King Arthur 

Flour 
•  Advisory Board: Runa, Mamma Chia, Go Veggie, AccelFoods 
•  Former director: Stonyfield Farm, Equal Exchange, Stirrings 

Contact: 978-975-9902; Bob@NaturalConsulting.com  
8 Cobblestone Lane, Andover, MA 01810 
www.NaturalConsulting.com 



•  The following is a compendium of my bad 
judgment, blown calls and expensive mistakes 
learning’s. 

•  Boiled down observations and assorted 
–  Proverbs 
–  Maxims 
–  Aphorisms  
–  Adages 

  

Setting the Table  



•  Is what I am offering innovative and meaningfully differentiated? 
–  so that you are not viewed as a “me too” and there is a real reason to be 
 

•  Do I have rewarding and forgiving gross margins? 
–  40%+  
–  so that you have a fighting shot at profitability and a sustainable business  

 

•  Cracked the code? 
–  Validation and traction - optimal selling price, where to merchandise, how to promote and demo, 

how to tell your story to the trade and consumer, - by getting into a few stores and seeing 
evidence that it actually sells off the shelf. Ideally in your backyard.  

 

 
“First Things First, But not Necessarily      
  in that Order” – Dr. Who 

 



There are Three Things Necessary to Have a Successful Business* 

* But no one knows what they are… 



• There are a lot of factors that drive value in 
your business. These are among the most 
important.  

• Not only indicate a healthy viable business 
but one people want to invest in and buy.  

Velocity and Margins Really Count 



•  The basic breakeven calculation is  
    (Fixed Cost/Contribution) 
•  Contribution is defined as (Sales-Variable Costs) 
•  So: Breakeven =        Fixed Costs 

                        Sales – Variable Costs 
•  Carry it around with you everywhere – but only one 

factor in decision making 

  

Understand the Breakeven 
Formula for your Business 



•  Example: I make it for $4.00 (Cost of goods + 
commissions + shipping), I sell it for $8.00 (after 
any promotional allowances, cash discounts and 
any spoils or returns), thus my contribution per case 
is $4.00.  

•  How many cases do I need to sell to pay for the 
$1,000 slotting investment (or ad, or demo, etc.)?   

•  $1,000/($8.00-$4.00) = $1,000/$4.00 = 250 cases 

Breakeven Example 



•  Brokers 
•  Advisors 
•  Peers 
•  SPINS 
•  Bevnet.com 
•  Do homework on:  

-  What is happening in the category? 
-  Who is the appropriate distributor for a given customer 
-  What support/programs are retailers and distributors looking for? 
-  What is my category management argument?  
-  How much time do I have to make it?  
-  How will the product get there? 
-  What is the best spend?  

Do Your Homework   



•  Brokers 
•  Brand Management companies 
•  Key employees 
•  Service providers 
•  “What do you think is realistic to achieve in the next 

90 days, six months, 12 months” 
•  “What resources will you need to accomplish them” 

Agreeing on Expectations 



S.M.A.R.T. Goals 
•  Specific. Include enough detail that someone else could explain your 

goal to you.  
•  Measurable. Include numbers so that you can monitor your progress.  
•  Achievable. Make sure the goal is realistic. 
•  Relevant. The goal should relate to your life or business mission. 
•  Time-specific. The goal must include a deadline or a rate.  
 
•   S.M.A.R.T. goals are infinitely better than “increase sales”, “sell in 

new items”,“set up deals”,“etc.” 

Setting goals and objectives 



•  Authenticity is the foundation for a genuine brand 
that resonates and makes an emotional connection 
with consumers.  

•  “Consumers want stories not facts” – Hartman 
Report 

•  Brands started by real people with passion and 
values – just like their consumers.  

•  Backstory, creation myth, - in most CPG, “no there, 
there” 

Story Telling 



• Hire slow, fire fast 
• The sky won’t fall 
• Cannibalize yourself before competitors do 
• What did we learn?  
 

When it is not working, move on 



• Where you go to get your answers 
questioned.  

• Everyone should have an advisory board 
• When you have institutional investors you 

will have a formal board.   

Boards  



•  Businesses get themselves into trouble by setting unrealistic 
targets and then, in attempting to meet those targets, they make 
bad decisions. 

•  "Managers that always promise to make the numbers will at some 
point be tempted to "make up the numbers" -- Warren Buffet 

–  Ill timed pricing actions 
–  Slashing trade and consumer spending for short term profit 
–  Loading customers at end of year/quarter 

•  A bias towards action is the third critical factor in a successful turnaround. (Kilts) pointed 
out that you will always have to make decisions based on imperfect information. The 
worst thing you can do in a turnaround, he said, was to go into a "prolonged quiet period 
as you gather and then study all the necessary data." Some things simply cannot be 
postponed  

 

“Circle of Doom” 



•  Good fences make good neighbors 
•  “Clear, concise, written communication.” 
•  From the immortal advice given by Henry Kissinger to Richard 

Nixon during the darkest days of Watergate: “Any bad news 
that will come out eventually should come out right now.” 

•  Review distributor agreements thoroughly – understand what 
you are agreeing to.  

Covering your Butt 



•  "Cash flow is a fact, net income is just an opinion” 
•  If Whole Foods = 1X, TJ’s = 10X,  
   Costco all regions 100X 
•  Expected cannibalization of new item on existing 

item (30%) historically 
•  Cannibalize yourself before the competition does 
•  EQ counts more than IQ 
•  Key to successful networking - generosity 

Bon Mots 



• Who is your SOB 
• What will people buy you instead of? 
• Donor brands 

S.O.B. 



E.P.A.I. 
Entrepreneurship, Productivity, Admin, Integration 
 
Where are you on the curve?  What are you emphasizing?  

Entrepreneurial thought and action 



Golden Circle – Simon Sinek 

http://www.ted.com/talks/simon_sinek_how_great_leaders_inspire_action 



Ever tried. Ever failed. No matter. Try again. Fail again. Fail 
Better - Samuel Becket.  


