CASE STUDY

Sweet Success:
The Evolution of Sandy’s Donuts

CASE STUDY | SANDY*‘S DONUTS & COFFEE SHOP

A multigenerational family-owned business creates new levels of sweet
success—prioritizing processes and strategy.

About Sandy’s Donuts g\t

In the bustling world of retail and wholesale
bakery, Sandy's Donuts has carved out a
delectable niche that satisfies sweet tooths
across Minnesota and North Dakota. With a
focus on quality and variety, this family-owned
business has been serving up heavenly
doughnuts since 1983, when Sandy, with the
support of his wife Donna, laid the foundation
of what would become a doughnut empire.

KEEPING IT IN THE FAMILY

The mantle of leadership has since passed to
the new generation, with Jeff Ostlund, Sandy’s
grandson, taking over his father’s role and
stepping in as CEO and CDO (Chief Donut
Officer) in 2020. He is bringing fresh ideas while
honoring the legacy of exceptional taste and

service.
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Patrick and his team do a phenomenal job! If | could make one change, it would
be to have started with his team eatrlier. They have helped our business in so
many ways and | cannot wait to see the continued impact they will have in our
business. Thank you, The Greenhouse! THE _"

- Jeff Ostlund GREE
HOUSE



Pain Points

The transition of leadership brought to light
the absence of standardized processes and
clear communication channels, leading to
operational inefficiencies.

Jeff noted that his dad had a vision that was
communicated throughout the organization
but with his hew ideas he found it hard to get
the entire team on board and in the loop.

Key personnel, including Jeff, were often pulled
into daily tasks, hindering strategic growth
initiatives.

Rather than being able to work on the business,
Jeff and others within the leadership team
were not prioritizing where they needed to be
because of being pulled into the day-to-day.

PRIMARY ISSUE:

Despite its sugary success,
Sandy's Donuts faced a recipe of
challenges that threatened to
disrupt its operations:

The lack of processes and organization
resulted in unpredictable profits,
inefficiencies in project execution and a
struggle to gain bench strength. The
consequences were detrimental to
Sandy’s Donut's key performance
indicators (KPIs), hindering progress
towards long-term goals.

Despite high sales volume, the bakery
struggled with profit margins, largely due to
unoptimized costs and pricing strategies.

The team also had excessive amounts of
overtime being paid out week after week.

With leadership changes, there was a
palpable uncertainty about the company's
future direction among the staff.



The Decision: & Strategic
Action Steps
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ENTREPRENEURIAL

OPERATING SYSTEM®

SANDY’S DONUTS MADE
THE STRATEGIC DECISION

TO IMPLEMENT EOS® The strategic
actions included:
Realizing the need for a structured

approach to address these challenges, @ IMPLEMENTING EOS®
Jeff turned to The Greenhouse for

expertise in implementing the Implementing the Entrepreneurial

Entrepreneurial Operating System (EOS) Operating System (EOS), a
after a couple years of attempting to comprehensive framework
self-implement some of the tools and designed to establish clear
concepts. processes, define roles and set

achievable goals.
The decision was fueled by a desire to

streamline operations, enhance

communication and clarify the @ DATA-DRIVEN DECISIONS

company's vision and direction. The By focusing on key metrics, Sandy's
Greenhouse's approach focused on Donuts gained insights into
three core areas: EOS implementation, operational inefficiencies and areas

data-driven decision-making and

_ L for improvement, leading to more
leadership team optimization.

informed decision-making.

@ LEADERSHIP OPTIMIZATION

” When | stepped into leadership at The restructuring of the leadership
Sandy's, our beloved family-owned team allowed for the removal of
business since 1983, | was met with the underperforming members and the
challenge of modernizing our operations introduction of hew roles that were
while staying true to our roots. It was crucial for data analysis and
clear we needed a strategic partner to strategic planning.

guide us through this evolution, and
that's where The Greenhouse came in.
Sandy's Donuts’ collaboration with The Greenhouse exemplifies how embracing
structured systems and strategic planning can turn challenges into opportunities for
growth and profitability. As Sandy's continues to delight customers with its delectable
offerings, its foundation is how stronger than ever, ready to take on the future with
confidence and clarity.

- Jeff Ostlund



The Execution & Results

Operational Excellence

The bakery now boasts streamlined
processes and more consistent product
quality, enhancing the customer
experience.

Financial Growth

Improved pricing and cost
management strategies led to a
significant increase in profitability.

Scalability Achieved

With a solid operational foundation,
Sandy's Donuts is now poised for
expansion, with plans to grow its
wholesaling efforts into new markets.

Empowered Leadership

Jeff has transitioned to a visionary
leader, focusing on strategic growth
and empowering his team. They have
also made some additional key hires on
their leadership to ensure their team is
equipped for their vision.

Strategic Focus on Wholesale

A strategic pivot towards expanding
wholesale accounts, identified as the
most profitable segment, led to
increased revenues and operational
efficiencies.

Profitability Surged

Profits saw a tenfold increase from the
previous year, attributed largely to the
organizational efficiencies brought about by
The Greenhouse's interventions.

Enhanced Systems and Processes

From hiring to onboarding to training, every
system within Sandy's Donuts was
revamped for better efficiency and
productivity.

Cultural Renaissance

The organizational culture underwent a
significant positive shift, with employees
expressing greater satisfaction and
engagement in their roles.

REVENUE GROWTH
Hit the substantial revenue goals
they set!

PROFIT MARGINS
We've tripled our profitability over
last year thanks in part to more
streamlined operations and
strategic financial management.

- Jeff




Working with The Greenhouse has been an incredible journey for
Sandy'’s Donuts. Not only have we seen our profits increase, but the
improvements in our processes and the overall organization have
been phenomenal. The clarity and direction we've gained has allowed
me to step back from day-to-day operations and focus on strategic
growth. It's been transformative, to say the least.

- Jeff Ostlund, CEO and CDO of Sandy's Donuts

Is your business facing challenges that seem insurmountable?
Sandy's Donuts' success story, in partnership with The Greenhouse,
showcases the transformative power of strategic planning and
operational excellence.

Contact us for a free consultation and start your journey toward
sustainable growth and profitability.
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Get In tc;uch with
THE GREENHOUSE



https://growing4success.com/contact-us

