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• Born & raised in the Chicagoland area & beer scene

• Spent 15 years in the music industry before beer touring in bands & as a 
label executive. Fell in love with craft beer during this time.

• Marketing/Operations at Goose Island | Feb 2012 - May 2017

• National Brand Ambassador
• Trade Marketing Assistant
• Wholesale Support

• Specialty Beer Coordinator at Revolution Brewing | May 2017 - Oct 2019

• Dir. of Business Operations at More Brewing | Oct 2019 - Nov 2022

• Solutions Consultant at Next Glass, Inc. | Nov 2022 - Present 

• Ollie
• Untappd (Untappd for Business; Untappd Data & Insights)
• Oznr
• Hop Culture
• BeerAdvocate
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Background – Aaron Keefner
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Order Efficiency/Landed Materials Costs

FOB/PTR/PTC

Packaging Splits/Sales

Ingredient Utilization/Efficiency

Batch Yield/Equipment Utilization

What variables can affect COGs/Margins?
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• See when you will run out

• Save yourself from rush 
shipping/out of stocks

Forecasting Raw Materials

• Current on Hand

• Lot Tracking

• How additional costs effect
landed costs

• Tracking costs lot by lot

Projected Costs
• Seeing your potential costs 

before even brewing

Order Efficiency/Landed Costs

Inventory Tracking

Landed Costs
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• Price per lot effects COGs

• Efficient ingredient utilization

• Is the juice worth the squeeze?

Lots & Quantities

• Diminished returns

• Finished Goods COGs

Quantities

• Generations

• COGs

Yeast Tracking

Ingredient Utilization/Efficiency
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• Pre-boil volume 🡪 Knockout volume

• Fermenter 🡪 Brite/Barrels

Tracking Loss/Yields

• Yeast dumps

• Regular maintenance

Processes

• Flow meters

• Centrifuge

• Automation

• Adjunct tanks, circulation 
pumps, etc.

Equipment

Batch Yield/Equipment Utilization
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• Tracking loss per container

• Accurately pinning loss %

Packaging Loss

• Change over time

• Finished Goods COGs

Cost of Goods

• Use historical sales data to 
calculate splits

• Allocating product for tasting 
room/restaurant & distribution

Sales

* report pulled from Ollie Order

Packaging Splits/Sales
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FOB/PTR/PTC – How this effects your margins

•Never to early to track your Cost of Goods

•Batch to Batch Differences

•Profit in the Tasting Room vs Distribution

Batch to Batch
Differences

$13 / BBL Swing from Batch to Batch
=

$0.42 / gallon
=

$6.50 1/2 Keg, $2.17 1/6 Keg, $0.97 Case
=

16 1/2 +  40 1/6 + 100 cases
=

$1,143.20 a month (1 order a week)
=

$13,718.40 a year swing in Cost of Goods

Things That Are Difficult to
Add to COGs

-Labor
-Utilities

-Rent
-Licenses Fee

(Having a separate spreadsheet helps
keep track of these costs)

$200,000 Labor / Utilities
2,500 BBLs
$80 / BBL
1/2 = $40

1/6 = $13.33
Case = $5.80

Revenue:
Tasting Room vs Distribution

x1 1/6 Keg to Distro = $62

x1 1/6 Keg to FOH = $289.34
(16 oz pour @ $7)

$227.34 Difference / Keg

Need to sell 4.6 1/6 in Distro to Cover 1 
1/6 in your FOH

*This is Revenue, not Profit*
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FOB/PTR/PTC – How this effects your margins

$1,760 80 1/6 in distro is only 7 1/6s through FOH

Revenue:
Tasting Room vs Distribution

x1 1/6 Keg to Distro = $62

x1 1/6 Keg to FOH = $289.34
(16 oz pour @ $7)

$227.34 Difference / Keg

Need to sell 4.6 1/6 in Distro to 
Cover 1 1/6 in your FOH

*This is Revenue, not Profit*

Profit:
Tasting Room vs Distribution

Raw Materials

x1 1/6 Keg to Distro = $37
x1 1/6 Keg to FOH = $264.34

*Need to sell 7.1 1/6 to Equal FOH*

Additional Costs

x1 1/6 Keg to Distro = $22
x1 1/6 Keg to FOH = $249.34

*Need to sell 11.3 1/6 to Equal FOH*

Cost of Goods

For Raw Materials

1/6 Keg = $25

With Labor/Utilities

1/6 Keg = $38

With Variance

1/6 Keg = $40

*1/6 may be $15 more expensive to 
produce than you initially calculated*

80 1/6 Through Distribution a month is $1,760 in Profit
This can be done by selling 7 more 1/6s a month through your FOH
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The Profit is in Your Taproom

What is your growth strategy for the next 
year, 2 years, 5 years, and 10 years?
• If you planning on doubling in size, where is that beer going?

• Strategy for ways to drive taproom sales

• Does your distributor agree with potential distribution growth plans?

• Is the goal to increase production, profit, or value?

STEADY PRODUCTION & SALES ARE THE NEW NORM!

TRACKING + EFFICIENCY
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