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- Peak Season Bakery Operations

Capacity Planning, Rosters, and Margin Protection
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Peak season is where routine systems either hold or break.

“Demand spikes, absences,
and supplier delays can
stack quickly. The
operators who stay

- profitable use clear limits

daily control checks rather

than last-minute heroics.”
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An operator's guide to isolating variables
before they compound.
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Anatomy of a Breakdown: Cascading Effects of Operational Stress

Delayed
Ingredients

. timing against proofer
7 TOls = consistency & humidity
“ = controls before this point. ]
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' The Operational Paradigm Shift OO
Hope-Based Management Control-Based Management

Best-case output assumptions. E/, Realistic baseline throughput ranges.

|:I‘/ Staggered rosters with cross-trained

Pushing one core team into heavy overtime. backup roles.

Absorbing pressure until service slips. D\/ Defined limits, order cut-offs, and waitlists.

Output volume at all costs. |_T_,/ Margin protection across core lines.
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The Pre-Peak Planning Timeline

(1) Weeks 6-8 )
2 \/

WEEKS 8-6

)

WEEK 5

Set demand,
staffing, and
supplier
assumptions.

Confirm key

supplier
allocations &
fallback
alternatives.

Stress-test Enforce custom
proofer choke order cut-offs
points and and lock
equipment staggered
calibration. rosters.
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Build plans from realistic throughput, not best-case output.
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The Overpromise Zone
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Margin compression. Slower

dispatch, rising remakes,
eroding service quality.

Add volume ONLY where

—" teams have demonstrated

repeatable performance.

Normal production scale.
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- Redirecting Pressure to Protect Throughput
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The Operational Divide: Enforcing Process Boundaries

The Core Line The Custom Workbench
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The Core Line. OPERATINL 1 The Custom Workbench. -
Protected flow for high-volume repeat lines. Isolated complexity. High-labour tasks

Continuous 20-hour shift capability. contained here to prevent cross-
Zero custom interruptions. - . contamination of throughput. i1
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The Physics of Fatigue e

Fatigue drives errors. Errors drive remakes, delays, and customer churn.

A

Error & Remake Rate

Normal Shift

Cognitive breakdown: pick/pack issues o |
and proofer timing errors multiply.

+2 iHrs +4 lI-Irs. +6 Hrs &

Extended Overtime Hours
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Structural Labour Resilience
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Cross-Training
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Cross-Training Links i
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1 | Staggered Rosters: overlapping T
mid-shifts absorb the transition friction
between primary production windows.

2 | Cross-Trained Backup: Pre-assigned
backup roles deploy immediately when
“Labour Variance” triggers amber. £ A
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3] Compliance Lock: Link staffing
buffers to Bakery Food Safety :
Compliance routines—pressure must
never compromise sanitation
sanitation standards. A\ 1
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Mitigating Supplier and
Input Fragility

Early Allocations

during seasonal surges.

Confirm key supply windows
weeks in advance. Do not rely
on standard delivery rhythms

Fallback Alternatives

Maintain approved, secondary
suppliers for critical inventory.
Ensure alternate flour profiles

match your hydration specs.

Daily Risk Review

Track high-risk ingredients

daily. Monitor flour behaviour
shifts closely under seasonal
Australian baking conditions.




The Peak Season Control Panel (Daily Review)
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.\ The High-Volume / Low-Margin Paradox |
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Volume without boundaries
destroys margin. .
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Remake Waste > ¢ Lvulume and raw material waste. e |

Overtime Pﬁy s g '_...Unplanned fatigue forces premium:vertime
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Protecting margins across core lines requires tightening delivery commitments and enforcing strict remake policies daily.




i The Anatomy of Engineered Control
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:;\l ﬂ SYSTEM INTERLOCKS // 15:60 Pr.-i"-;'-.'; “ k = . . 2
QJ —~ .\ Throughput Limits
(m) (Realistic baselines, cut-offs)
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Input Stability
Labour Resilience \ ¥ (Fallbacks, daily tracking)
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© Pulling too hard on one corner (e.g., maximizing capacity

e without labor buffers) shatters the margin in the center.
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Peak season success is a control

not a motivation problem.

Use practical capacity ranges, enforce boundaries,
and monitor daily indicators so the business scales
demand without sacrificing quality or margin.

Logbook Closed. ’
End of standard operating procedure.



