
Building a Winery Enterprise: A Detailed Sample

Plan

Vineyard Ridge Winery LLC (CA LLC, founded Jan 2024) operates a 25-acre Paso Robles estate vineyard producing

Rhône/Bordeaux varietals at $34-$75/bottle. We target $650K Year 1 revenue (2,000 cases) with 65% gross margins

through DTC/wine club sales. Founder Elena Martinez (ex-St. Francis Winery Director of Operations) contributed

$400K land equity.



SECTION 1: EXECUTIVE SUMMARY

US premium wine consumers ($25+/bottle) lose $2.1B annually due to generic branding and unsustainable practices

(NielsenIQ 2023). Vineyard Ridge solves this with traceable, estate-grown wines using regenerative farming (35%

water reduction via drip irrigation). Our 25-acre Paso Robles Westside AVA vineyard yields fruit at $3.50/bottle vs.

$6.20 industry average for purchased fruit (UC Davis Viticulture Report 2023).

We charge $42 average bottle price (vs. $38 Paso Robles peer average) based on 90+ Parker point targets. Revenue

streams: DTC ($315K Year 1), wine club ($180K), tasting room ($105K), on-premise ($50K). Gross margin 65%

($27.30/bottle contribution). Break even at 885 cases by Month 10. Year 3 net margin 28% ($672K profit on $2.4M

revenue).

We seek $1.8M: $1.2M equity (66.7%), $600K SBA 504 loan (5%, 10-yr). Funds deploy to: vineyard development

($180K), winemaking equipment ($220K), tasting room ($350K), working capital ($110K). Milestones: 1,000 wine club

members by Q4 2026, organic certification by Q2 2026. Projected 3.2x ROI by Year 5 based on 8x EBITDA exit

multiple.



SECTION 2: COMPANY OVERVIEW

Vineyard Ridge Winery LLC (CA LLC) was chosen for liability protection and pass-through taxation. Located at 2875

York Mountain Road, Paso Robles (San Luis Obispo County Permit #AGW-2023-088) due to 810-1,100 ft elevation,

clay-loam soils, and 45,000+ planted acres in fastest-growing CA AVA (California Wine Institute 2023). Ownership:

Elena Martinez (60%), David Chen (30%), Pacific Agri-Ventures (10%).

Elena Martinez (CEO) scaled St. Francis Winery DTC revenue to $18M/year (22% CAGR 2015-2022). David Chen

(Winemaker) produced Tablas Creek’s 2021 Esprit de Tablas (96 pts, Wine Spectator) at 32% gross margin. Sarah

Thompson (Hospitality Director) grew Justin Vineyards tasting revenue to $4.2M/year (14% margin).

Date Milestone Status Next Steps

Jan 2024 Land acquisition (25
acres)

Complete N/A

Mar 2024 TTB permit approval Complete N/A

May 2024 Vineyard grubbing (5
acres)

Complete Plant 5 acres by Aug
2024

Jun 2024 SBA loan pre-approval Complete Close by Sep 2024

Q2 2025 Tasting room opening Planned Complete construction
by Apr 2025

Q3 2025 First commercial harvest Planned Process 25 tons fruit

Q4 2026 1,000 wine club
members

Planned Achieve 450 members
by Q4 2025

Q2 2026 Organic certification Planned Submit application Q1
2025



SECTION 3: MARKET ANALYSIS

TAM: $45B US premium wine market ($25+/bottle, Wine Institute 2024). SAM: $6.2B CA estate-grown DTC wines

(10% of $62B CA wine sales). SOM: $3.1M (0.05% of SAM) by Year 3 based on 0.001% penetration of 6.2M CA

premium wine buyers (Wine Business Institute).

Primary customers: 35-65yo households earning $150K+ (2.1M in CA, Pacific NW, East Coast metros). They spend

$850/year on wine clubs (18% growth since 2020) and prioritize sustainability (68% pay 15% premium for regenerative

farming, NielsenIQ 2023). Secondary: 28-38yo professionals spending $500/year on wine tourism.

Trends: DTC sales growing 12% annually (vs. 3% wholesale); Paso Robles planted acreage up 22% since 2020; 73%

of consumers use mobile apps for wine discovery (Wine Spectator 2023).

Segment Size ($) Growth Rate Our Share Target Rationale

CA Wine Club
Members

1.8B 18% 0.05% 450 members by
Year 1 at $400 avg
spend

Paso Robles Tourists 320M 9% 0.1% 2,400 visitors Year 1
at $50 avg spend

CA Premium
Restaurants

2.1B 5% 0.02% 30 accounts at $10K
avg annual revenue

Online Wine
Shoppers

1.2B 14% 0.01% $150K Year 1 DTC
revenue

Category Total Addressable Serviceable
Available

Serviceable
Obtainable

Methodology

Premium Wine
Market

45B 6.2B 3.1M TAM: Wine Institute
2024. SAM: 10% of
CA sales (DTC
focus). SOM: 0.05%
penetration of SAM



SECTION 4: COMPETITIVE ANALYSIS

Direct competitors: Halter Ranch ($12M revenue, 5,000 club members), DAOU ($25M revenue, 10,000 club

members). DAOU’s tasting room draws 120K visitors/year but charges $75+ tasting fees (65% redemption rate).

Indirect: Gallo’s premium segment ($1.2B revenue) with 25% DTC margins vs. our 65%.

Competitive advantages: 1) Estate fruit at $3.50/bottle (vs. $6.20 industry avg) enabling 65% gross margin; 2) Rhône

varietal focus in Bordeaux-dominated region (only 12% of Paso Robles plantings); 3) VineView satellite monitoring

reduces labor costs 18% (UC Davis trial data); 4) WineDirect CRM achieves 82% club renewal rate (vs. 68% industry

avg).

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation

Halter Ranch 12M 35-75 Brand
recognition

58% gross
margin

65% margin via
estate fruit

Booker Vineyard 8M 85+ Cult following Limited
distribution

DTC scalability

DAOU 25M 40-120 Luxury
experience

75 tasting fee
(high barrier)

25 tasting fee
(50%
redemption)

Gallo Premium 1.2B 20-50 Distribution 25% DTC
margin

65% margin

Wine of Month
Club

200M 15-30 Subscriber base Low quality
perception

Estate-grown
authenticity

Strengths Weaknesses Opportunities Threats

Estate fruit cost
advantage (3.50/bottle)

Low brand awareness
(0% unaided recall)

Paso Robles tourism
growth (9% CAGR)

CA drought reducing
yields 15% (2023 data)

Regenerative farming
certification pending

Limited production
capacity (2,000 cases
Year 1)

Online wine sales
growth (14% CAGR)

TTB shipping regulation
changes

Experienced
winemaking team (15+
years avg)

High customer
acquisition cost ($85)

Rhône Rangers
membership (25K
enthusiasts)

Wildfire risk (Paso
Robles zone 4)



65% gross margin No existing wine club CA organic wine
demand +22% YoY

Economic downturn
reducing discretionary
spend



SECTION 5: PRODUCTS & SERVICES

We produce 100% estate-grown wines: Syrah ($38), Grenache ($36), Cabernet Sauvignon ($42), GSM Blend ($48),

Viognier ($34), Roussanne ($36), Single-Vineyard Syrah ($75). Winemaking: Hand-harvested fruit, native yeast

fermentation, 30% new French oak aging. Annual production: 2,000 cases (Year 1), 6,000 (Year 2), 12,000 (Year 3).

Pricing set at 15% premium to Halter Ranch’s comparable blends based on 90+ Parker point targets. Wine club tiers:

Vineyard Scout ($75/shipment, 10% discount), Ridge Keeper ($150/shipment, 15% discount), Legacy Circle

($1,200/year, VIP events). Tasting fees: $25 basic (redeemable), $65 vineyard tour.

Tier Price Features Target
Customer

Expected %
Revenue

Gross Margin

Vineyard Scout 75/qtr 3 bottles, 10%
discount

New customers 40% 62%

Ridge Keeper 150/qtr 6 bottles, 15%
discount,
exclusives

Core enthusiasts 50% 67%

Legacy Circle 1200/yr 12 bottles, VIP
events, blending
session

Affluent
collectors

10% 72%

Metric Value Calculation/Notes

Price per bottle 42 Weighted avg across portfolio

COGS per bottle 14.70 Fruit 3.50 + Bottle/Label 2.80 +
Labor 1.20 + Barrel 0.80 + Other
6.40

Gross Profit per bottle 27.30 42 - 14.70

Gross Margin % 65% 27.30 / 42

CAC 85 Marketing spend 60K / 706
customers Year 1

LTV 1,020 42 12 2.5 years * 0.82 renewal rate



LTV:CAC 12.0 1020 / 85

Payback Period 3.1 months CAC / (Gross Profit per bottle *
bottles/month)



SECTION 6: MARKETING & SALES

Primary channel: Digital marketing ($4,300/month). Google Ads: $2,500/month targeting "Paso Robles wine club"

(CPC $2.40, CTR 3.2%, conversion 4.1% -> 145 leads/month at $58.60 CAC). Meta/Instagram: $1,800/month

targeting wine/luxury audiences (CPC $1.85, CTR 2.8%, conversion 3.7% -> 102 leads/month at $52.94 CAC).

Secondary: Wine.com listing ($500/month) generating 87 orders/month at $5.75 CAC.

Sales cycle: 1) Awareness (digital ads), 2) Engagement (free tasting sign-up, 22% conversion), 3) Conversion (first

purchase, 18% rate), 4) Retention (club enrollment, 41% rate). Average cycle: 47 days. Tasting room conversion: 63%

of visitors purchase wine.

Retention: Automated email sequences (post-purchase: 28% repeat rate; birthday: 19% redemption). Annual Harvest

Weekend (85% attendance). Referral program: $25 credit (12% participation, 28% conversion). Target churn: 5.2%

monthly (vs. 7.1% industry avg).

Channel Monthly Budget Expected CAC Expected
Leads/Month

Conversion
Rate

Expected
Customers/Month

ROI

Google Ads 2500 58.60 145 4.1% 6 320%

Meta/Instagram 1800 52.94 102 3.7% 4 345%

Wine.com 500 5.75 87 100% 87 1120%

Influencers 1000 38.46 26 15% 4 680%

Month Google Ads Social
Media

Content/SEO Events Other Total Expected
Leads

Expected
Customers

1 2500 1800 500 0 200 5000 334 11

2 2500 1800 500 0 200 5000 334 11

3 2500 1800 500 0 200 5000 334 11

4 2500 1800 500 1500 200 6500 484 102

5 2500 1800 500 1500 200 6500 484 102

6 2500 1800 500 1500 200 6500 484 102

7 2500 1800 500 1500 200 6500 484 102

8 2500 1800 500 1500 200 6500 484 102

9 2500 1800 500 1500 200 6500 484 102

10 2500 1800 500 1500 200 6500 484 102

11 2500 1800 500 1500 200 6500 484 102

12 2500 1800 500 1500 200 6500 484 102



SECTION 7: OPERATIONS

Vineyard operations: Daily irrigation checks (6AM), canopy management (May-Aug), hand harvesting (Sept-Oct).

Winemaking: Crush (Sept-Nov), fermentation monitoring (2x/day), bottling (twice/year). Tasting room: Open Thu-Sun

11am-5pm, 2 staff per shift (1 greeter, 1 pourer). DTC fulfillment: In-house packing (15 min/order), FedEx Ground

shipping (2-day CA, 3-5 day national).

Technology stack: WineDirect ($299/month) for POS/inventory, Shopify Plus ($2,000/month) e-commerce, VineView

($150/month) vineyard monitoring. All integrated with QuickBooks Online ($50/month).

Vendor/Supplier Service Monthly Cost Contract Terms Backup Option

Rain Bird Drip irrigation 350 3-year Netafim

Demptos French oak barrels 1,200 Annual Sylvain

Owens-Illinois Bottles 2,800 Per order Arnold Glass

FedEx DTC shipping 3,750 Monthly UPS

Tool Purpose Monthly Cost Users Alternatives
Considered

WineDirect POS/CRM 299 5 Vin65

Shopify Plus E-commerce 2000 3 BigCommerce

VineView Vineyard monitoring 150 2 Arable

QuickBooks Online Accounting 50 2 Xero



SECTION 8: MANAGEMENT TEAM

Organizational structure: CEO (1), Winemaker (1), Hospitality Director (1), Vineyard Manager (1), Tasting Room Staff

(4 FTE). Salaries: $85K-$120K base + 5% revenue bonus. No equity grants Year 1. Advisory board: 3 industry

veterans (ex-Wine Institute, Sovos ShipCompliant, Tablas Creek) at $1,500/month retainer.

Month Role Salary Priority Source Onboarding
Time

1 Vineyard
Manager

85000 High Industry referral 30 days

2 Tasting Room
Staff (2)

37500 High Local job board 14 days

4 Assistant
Winemaker

75000 Medium UC Davis
posting

60 days

6 Marketing
Specialist

65000 Medium LinkedIn 30 days



SECTION 9: FINANCIAL PLAN

Key assumptions: 15 new customers/month Year 1 (growing to 40/month Year 3), $42 average revenue per bottle,

5.2% monthly churn, 65% gross margin, $85 CAC. Fixed costs: $24,167/month. Variable costs: 35% of revenue.

Production capacity: 2,000 cases Year 1 (10 tons fruit).

Revenue model: 75% DTC/wine club (65% margin), 15% tasting room (85% margin), 10% on-premise (50% margin).

Growth drivers: Wine club (450 members Year 1), tasting room (2,400 visitors Year 1), digital marketing scaling to 102

customers/month by Month 4.

Cost structure: 60% fixed (salaries, loan payments, rent), 40% variable (COGS, shipping, marketing). Fixed costs grow

3% annually. Variable costs scale linearly with revenue. Year 1 OpEx: $325,000 (50% of revenue).

Funding: $1.8M total. $1.2M equity (66.7%), $600K SBA loan (5%, 10-yr). Runway: 18 months. Milestones funded:

25-acre vineyard development, 2,500 sq. ft. tasting room, 1,000 wine club members.

Category ItemCost Notes

Vineyard Development Grubbing
10
acres

50000 2,500/acre

Vineyard Development Trellising
10
acres

70000 7,000/acre

Vineyard Development Irrigation
system

60000 Rain
Bird
drip

Winemaking Equipment Crush
pad

45000 Concrete
installation

Winemaking Equipment Fermentation
tanks
(5)

75000 1,500
each

Winemaking Equipment Barrels
(30)

18000 600
each

Tasting Room Construction350000 2,500
sq.
ft.



Initial Inventory Bottles/corks/labels65000 24,000
units

Marketing & Branding Website/SEO25000 Shopify
Plus
setup

Marketing & Branding Brand
identity

25000 Packaging
design

Legal & Permits TTB/CDTFA
fees

15000 Licensing

Legal & Permits County
permits

10000 CUP
#AGW-2023-088

Working Capital 6
months
OpEx

110000 18,333/month

Contingency (10%) Unplanned
costs

180000 10%
of
total

Total 1800000

Category Type Monthly Cost Annual Cost Notes

Vineyard Labor Fixed 6667 80000 1
FTE
@
85K

Winemaking Labor Fixed 5000 60000 0.8
FTE
@
75K

Tasting Room Staff Fixed 6250 75000 2
FTE
@
37.5K



Marketing Variable 5000 60000 7.7%
of
revenue

Utilities Fixed 2917 35000 Solar
reduces
grid
power

Shipping Variable 3750 45000 1.88/bottle

Insurance Fixed 1500 18000 Property/crop
coverage

SBA Loan Payment Fixed 3000 36000 5%,
10-yr
term

Software Fixed 2500 30000 WineDirect,
Shopify,
VineView

Professional Fees Fixed 1667 20000 Accounting/legal

Supplies Variable 833 10000 Tasting
room
consumables

Total Fixed: 24167 Variable: 9583 402000

Line
Item

M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11 M12 Year
1
Total

Revenue 0 0 0 25000 25000 25000 25000 25000 200000 100000 100000 100000 650000

COGS 0 0 0 8750 8750 8750 8750 8750 70000 35000 35000 35000 227500

Gross
Profit

0 0 0 16250 16250 16250 16250 16250 130000 65000 65000 65000 422500

Marketing 5000 5000 5000 6500 6500 6500 6500 6500 6500 6500 6500 6500 60000

Salaries 18333 18333 18333 18333 18333 18333 18333 18333 18333 18333 18333 18333 220000

Rent 0 0 0 0 0 0 0 0 0 0 0 0 0

Software 2500 2500 2500 2500 2500 2500 2500 2500 2500 2500 2500 2500 30000

Insurance 1500 1500 1500 1500 1500 1500 1500 1500 1500 1500 1500 1500 18000

Other
OpEx

6834 6834 6834 6834 6834 6834 6834 6834 6834 6834 6834 6834 81997



Total
OpEx

34167 34167 34167 35667 35667 35667 35667 35667 35667 35667 35667 35667 430000

EBITDA -34167 -34167 -34167 -19417 -19417 -19417 -19417 -19417 94333 29333 29333 29333 -7500

Depreciation15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 180000

EBIT -49167 -49167 -49167 -34417 -34417 -34417 -34417 -34417 79333 14333 14333 14333 -187500

Interest 2500 2500 2500 2500 2500 2500 2500 2500 2500 2500 2500 2500 30000

Taxes
(25%)

0 0 0 0 0 0 0 0 19167 2958 2958 2958 25042

Net
Income

-51667 -51667 -51667 -36917 -36917 -36917 -36917 -36917 57667 8875 8875 8875 -242542

Line
Item

M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11 M12

Beginning
Cash

1800000 1748333 1696666 1645000 1608083 1571166 1534250 1497333 1460417 1518084 1526959 1535834

Cash
In

0 0 0 25000 25000 25000 25000 25000 200000 100000 100000 100000

Total
Cash
In

0 0 0 25000 25000 25000 25000 25000 200000 100000 100000 100000

Cash
Out

51667 51667 51667 61917 61917 61917 61917 61917 142333 91125 91125 91125

Total
Cash
Out

51667 51667 51667 61917 61917 61917 61917 61917 142333 91125 91125 91125

Net
Cash
Flow

-51667 -51667 -51667 -36917 -36917 -36917 -36917 -36917 57667 8875 8875 8875

Ending
Cash

1748333 1696666 1645000 1608083 1571166 1534250 1497333 1460417 1518084 1526959 1535834 1544709

Metric Y1 Y2 Q1 Y2 Q2 Y2 Q3 Y2 Q4 Y3 Q1 Y3 Q2 Y3 Q3 Y3 Q4 Y3 Total

Revenue 650000 400000 425000 450000 1125000 600000 625000 650000 1525000 2400000

COGS 227500 140000 148750 157500 393750 210000 218750 227500 533750 840000

Gross
Profit

422500 260000 276250 292500 731250 390000 406250 422500 991250 1560000

OpEx 430000 250000 255000 260000 275000 280000 285000 290000 305000 1160000

EBITDA -7500 10000 21250 32500 456250 110000 121250 132500 686250 400000

Net
Income

-242542 -15000 5000 20000 320000 80000 90000 100000 500000 672000

Ending
Cash

1544709 1450000 1400000 1350000 1800000 1880000 1970000 2070000 2570000 2570000



Metric Value Calculation

Monthly Fixed Costs 24167 From OpEx table

Variable Cost per Bottle 14.70 COGS per bottle

Price per Bottle 42.00 Weighted average

Contribution Margin per Bottle 27.30 42.00 - 14.70

Contribution Margin % 65% 27.30 / 42.00

Break-Even Units per Month 885 24167 / 27.30

Break-Even Revenue per Month 37170 885 * 42.00

Expected Break-Even Month 10 From P&L table (M10 EBITDA
positive)

Safety Margin 73.5% (650000 - 106200) / 650000

Metric Y1 Y2 Y3 Industry
Benchmark

Gross Margin % 65% 66% 65% 60-70%

Operating Margin % -0.9% 11.5% 16.7% 5-15%

Net Profit Margin % -37.3% 10.0% 28.0% 10-25%

Current Ratio 1.8 2.1 2.5 1.5-2.0

Quick Ratio 1.5 1.8 2.2 1.0-1.5

CAC Payback Period 3.1 2.8 2.5 6-18 months

LTV:CAC Ratio 12.0 13.5 15.0 3:1 min



Monthly Burn Rate 20212 0 0 N/A

Runway (months) 18 N/A N/A N/A



SECTION 10: RISK ANALYSIS

Top risks: 1) Drought (Probability 4/5, Impact 5/5) reducing yields 15% (2023 CA data). 2) Wildfire (Probability 3/5,

Impact 5/5) causing facility damage (Paso Robles zone 4). 3) Economic downturn (Probability 3/5, Impact 4/5)

reducing discretionary spend 12% (2020 recession data). 4) Regulatory changes (Probability 2/5, Impact 5/5)

restricting DTC shipping (24 states currently allow).

Mitigation: Drought - $18,500 rainwater harvesting system (50,000 gal capacity) reducing grid water 35%. Wildfire -

$2M insurance policy, defensible space planning (300 ft perimeter), backup generators. Economic downturn - Wine

club focus (75% of revenue by Year 3). Regulatory - Sovos ShipCompliant integration ($500/month) ensuring 100%

compliance.

Risk Probability Impact Risk Score Mitigation
Strategy

Contingency
Plan

Owner

Drought 4 5 20 Drip irrigation +
rainwater
harvesting

Source
supplemental fruit
(cost
+$2.70/bottle)

Vineyard
Manager

Wildfire 3 5 15 $2M insurance,
defensible space

Temporary
production at
custom crush
facility
($15K/month)

CEO

Economic
Downturn

3 4 12 Wine club focus
(75% revenue)

Introduce $25
entry-tier wine
(margin 58%)

CEO

Regulatory
Changes

2 5 10 Sovos
ShipCompliant
integration

Shift focus to
CA-only DTC
(65% of SOM)

Winemaker

Labor Shortage 4 3 12 H-2A visa
program, $20/hr
wage

Reduce harvest
window by 15
days

Vineyard
Manager

Low Brand
Awareness

5 2 10 $5K/month
influencer
program

Double Google
Ads spend

Marketing
Specialist

Barrel Shortage 2 4 8 Multi-year
Demptos contract

Use neutral oak
(margin -3%)

Winemaker

Low Tasting
Conversion

3 3 9 Train staff on
upselling (target
63% conversion)

Introduce $10
food pairing
(+$15 avg spend)

Hospitality
Director



SECTION 11: IMPLEMENTATION TIMELINE

Critical path: Tasting room completion (Apr 2025) enables revenue generation. Dependencies: County permits (CUP

#AGW-2023-088) required before construction. Vineyard planting must finish by Aug 2024 for 2025 harvest. First 12

months prioritize customer acquisition to hit 450 wine club members by Q4 2025.

Month Milestone Deliverables Resources
Needed

Success Metric Owner

1 Vineyard
planting

5 acres planted $70K trellising
budget

100%
completion by
Aug 31

Vineyard
Manager

2 SBA loan
closing

$600K funds Permit
documentation

Close by Sep 15 CEO

3 Production
facility build

1,200 sq. ft. pad $120K
construction
budget

Inspection
passed Oct 1

CEO

4 Tasting room
construction

Framing
complete

$150K
construction
budget

On schedule per
Gantt chart

CEO

5 Website launch Shopify store
live

$25K branding
budget

500
visitors/month

Marketing
Specialist

6 Google Ads start Campaign live $2.5K/month
budget

145 leads/month Marketing
Specialist

7 Tasting room
soft launch

Open Thu-Sun 2 staff trained 100
visitors/week

Hospitality
Director

8 Wine club
launch

3 tiers active WineDirect
setup

50 members Hospitality
Director

9 First harvest 25 tons
processed

Crush pad
operational

0% fruit loss Winemaker

10 Break even Positive EBITDA 885 cases sold $37,170 revenue CEO

11 Wine Spectator
submission

2024 vintage
entered

3 bottles
submitted

90+ points Winemaker

12 450 wine club
members

Member
database

Retention
campaigns

5.2% monthly
churn

Hospitality
Director



SECTION 12: APPENDIX

Supporting documents available: TTB permit #COLA-2024-XXXXX, San Luis Obispo County Permit #AGW-2023-088,

SBA loan term sheet, UC Davis viticulture cost studies (2023), NielsenIQ sustainability survey (2023). All financial

assumptions documented in source memos with benchmark citations.
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