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Leading with Intention: Strengthening Culture

Jeff Lewis, General Manager - Revana Vineyards Winery Group
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5 Ways Cultural 
Health Impacts 
Operational & 
Financial Health



Lesson 1: The Culture Audit



Lesson 1: The Culture Audit
Objective: 
To Gain Clarity on the state of your organizational culture

Action: 
Complete ‘Culture Checkup” – ‘EOS/Traction'  by Gino Wickman



Leadership Behavior & Team 
Dynamics



“The financial cost of having an unhealthy organization is undeniable: 
wasted resources and time, decreased productivity, increased 
employee turnover, and customer attrition…

People who work in unhealthy organizations eventually come to see 
work as drudgery.”

- Patrick Lencioni, The Advantage
Why Organizational Health Trumps Everything Else in Business



Leadership Behavior & Team 
Dynamics



Building Resilience in Uncertain 
Times





Building Resilience in Uncertain 
Times



How to Keep Your Team Aligned Weekly
Run Meetings That Actually Work

Weekly. Same Day. Same Time.
• Predictable cadence (create muscle memory)
• Respects everyone’s time (give everyone a seat at the table)

Agenda-Driven
• Scorecard (define your leading indicators/KPIs - How We Score What Matters?)
• Rocks (on / off track)
• Issues List → Solve, not discuss
• Clear To-Dos with owners

Issues Over Updates
• Surface problems early
• Solve together, not sideways

Lesson #10  – Level 10 Meetings: Where Culture Meets Execution



Actionable Take Aways



Perform a Culture “Checkup” (Audit)
Step 1: Assessing Intentionality (10 questions - yes/no)

• Do you have clear Core Values – are they communicated regularly ? 

• Our company mission and vision are well-defined and well-known by everyone ?

• Our company has defined processes for every aspect of our operations ?

• Our company has clearly defined roles and responsibilities ?

• There are performance metrics for every employee, aligned with our company’s goals.

Lesson #1 – The Culture Audit



Perform a Culture “Checkup” (Audit)
Step 2: Assessing Healthiness of Employee Culture (10 questions - yes/no)

• Our employees feel appreciated and acknowledged for their work ?

• Our company promotes open communication and constructive feedback ?

• Our company believes in teamwork and fosters a sense of community and belonging ?

• Our employees feel empowered to make decisions in their areas of work ?

• Our employees are generally happy and motivated to work ?

Lesson #1 – The Culture Audit



Perform a Culture “Checkup” (Audit)
Your Score:

Lesson #1 – The Culture Audit





Actionable Take Aways



Q&A
Ashley DuBois Leonard
CEO and Founder
InnoVint

Polly Gravely
Coach & Therapist
Pinwheel Consulting

Jeff Lewis
Revana Vineyards
Alexana Estate

Liz Mercer
Partner, WISE
WISE



Let’s become the leaders our wine  
community & organizations need! 

Jeff Lewis, General Manager, 

Revana Vineyards

Jeff@revanavineyards.com 

IG - @realjefflewis

Polly Gravely
www.pinwheelconsulting.com/resources
Build a Healthy Culture
Resources

Liz Mercer, Partner

WISE

Liz@WineIndustrySalesEducation.com

Ashley DuBois Leonard, CEO & Founder

InnoVint, ashley.leonard@innovint.us



ADDENDUM



Real-World Culture Toolbox

10 TOOLS
for WINERY LEADERS 

Lessons learned building and scaling a purpose-driven culture 
for sustainable growth that attracts and retains talent.

REVANA VINEYARDS - Argentina, Napa and Oregon



Lesson 1: The Culture Audit
Objective: 
To Gain Clarity on the state of your organizational culture

Action: 
Complete ‘Culture Checkup” – ‘EOS/Traction'  by Gino Wickman



Lesson 1: The Culture Audit
Objective: 
To Gain Clarity on the state of your organizational culture

Action: 
Complete ‘Culture Checkup” – ‘EOS/Traction'  by Gino Wickman



Lesson 1: The Culture Audit

Objective: 
Understand and learn how to diagnose team dysfunction

Action: 
Read ‘The Five Dysfunctions of a Team’ by Patrick Lencioni



Lesson 1: The Culture Audit



Perform a Culture “Checkup” (Audit)
Step 1: Assessing Intentionality (10 questions - yes/no)

• Do you have clear Core Values – are they communicated regularly ? 

• Our company mission and vision are well-defined and well-known by everyone ?

• Our company has defined processes for every aspect of our operations ?

• Our company has clearly defined roles and responsibilities ?

• There are performance metrics for every employee, aligned with our company’s goals.

Lesson #1 – The Culture Audit



Perform a Culture “Checkup” (Audit)
Step 2: Assessing Healthiness of Employee Culture (10 questions - yes/no)

• Our employees feel appreciated and acknowledged for their work ?

• Our company promotes open communication and constructive feedback ?

• Our company believes in teamwork and fosters a sense of community and belonging ?

• Our employees feel empowered to make decisions in their areas of work ?

• Our employees are generally happy and motivated to work ?

Lesson #1 – The Culture Audit



Perform a Culture “Checkup” (Audit)
Your Score:

Lesson #1 – The Culture Audit



Core Values as an Operating System (EOS)
Create 3-7 Core Values that are clear enough to teach and coach

1. Already Alive
• Discovered, not invented
• Observed in your best people

2. Behavioral
• Describes how we act
• Not vague aspirations

3. Non-Negotiable
• Used in hiring, reviews, and exits
• Protects culture under pressure

Lesson #2 – Define Core Values



Revana Core Values
Lesson #2 – Define Core Values



Lesson #2 – Define Core Values



Purpose + Mission Must Be Lived, Not Just Stated
Core Values are embedded in everyday systems as decision filters

If Values Don’t Cost You Anything, They’re Not Real

• Hiring
• Performance Reviews
• Promotions
• Terminations
• Strategic Decisions

Lesson #4 – Embed Core Values in Employee Lifecycle



GWC – The People Analyzer 
Are your people in the right seats? 

G — Get It
• Understands the role and expectations
• Sees how their work fits the whole

W — Want It
• Wants the responsibility and the accountability
• Motivated by the work, not just the title

C — Capacity
• Has the time, skills, and emotional energy
• Can grow into what the role requires

Lesson #5 – GWC 



‘Right People’ build trust – ‘Right Seats’ drive results.

Two Separate Questions Leaders Must Answer

• Right People
• Share our core values
• Behave the right way under pressure

• Right Seats
• Clear roles and expectations
• GWC: Get It • Want It • Capacity

Lesson #6  – Right People and Right Seats  



Purpose is the currency of success in today’s 
workplace

- Purpose is foundational to how work gets done and how people connect 
to meaning in their roles. 

- Purpose allows People to connect to a tribe and meaning, not just tasks. 

- When purpose is clear and real, work becomes meaningful

Lesson #7  – Purpose attracts, retains and grows talent



Culture Is Caught, Not Taught

• What you tolerate becomes the standard

• What you reward gets repeated

• What you avoid spreads quietly

• Pressure reveals the real norms

Lesson #8  – Culture Forms Through What Leaders Do



Company Rocks (Quarterly - 90-day Focus)
Define what matters most now

Create 90-Day Rocks for your team
• 3–7 priorities that matter most
• Set quarterly by leadership and team
• Clear owner and finish line

Accountability
• Reviewed weekly
• Public, not personal
• Done or not done

Lesson #9  – Define What Matters – Actionable Priorities 



Culture is what remains when the playbook runs out!

Culture Reveals Itself When…
• • Decisions get hard

• Pressure increases
• Information is incomplete
• Time and resources are tight
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