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1. Executive Summary
Proposal at a Glance
Northfield Bakeries can turn waste reduction into a direct margin gain by giving each shop a weekly view of expected demand. Today, about 9% of what is baked is thrown away; that is a cost the business is already carrying, and it is one that better forecasting can materially reduce.
Example Analytics Ltd proposes a focused eight-week programme to build that capability. The work will combine historical till data, a forecasting model by shop and product family, a simple manager-facing dashboard, and training for both shop teams and head office. The result is a practical planning tool, not a technical exercise for its own sake.
Why This Project Matters Now
Freshness, waste, and availability move together. When baking is based on habit rather than expected demand, the chain loses margin in waste and misses a chance to sell more of the right products at the right time. A weekly forecast gives Northfield Bakeries a more disciplined way to plan production across its 14 shops.
The case for action is commercial, not theoretical. With current waste already at a significant level, even a modest improvement in bake-to-demand accuracy can create a visible financial return while supporting more consistent customer experience. The project is designed to help head office set a clearer planning rhythm and help shop managers make better daily decisions with less guesswork.
Expected Business Impact
The forecast programme is expected to deliver benefits in three areas:
1. lower waste through tighter production planning
1. better stock control and fresher display levels in shops
1. improved visibility for head office across locations and product families
The delivery approach is intentionally low risk. Example Analytics Ltd brings experience from three earlier forecasting projects in retail and hospitality, and the programme will be tested first through a two-week pilot on three shops before wider roll-out. That combination of practical experience and staged delivery gives Northfield Bakeries a credible route to faster decision-making, lower waste, and stronger trading performance.
The next chapter examines Northfield Bakeries’ operating context and the business pressures behind the proposal in more detail.


2. Client Context and Business Need
As established in the Executive Summary, the commercial case is strongest when waste reduction is treated as an operating decision, not a reporting exercise. Northfield Bakeries has the scale and the margin pressure to benefit immediately from better demand visibility.
Northfield Bakeries Operating Profile
Northfield Bakeries operates 14 shops across a regional estate, with each site facing its own traffic pattern, local trading rhythm, and product mix. That creates a simple but costly challenge: a single baking rule does not suit every shop.
The chain currently throws away about 9% of what it bakes. In practical terms, that means production is still being set too far ahead of demand, especially where morning volume is hard to predict. The result is overproduction in some shops and under-response in others, with both outcomes reducing control.
For head office, the issue is not only the waste figure itself. It is the lack of a consistent weekly view of likely sales by shop, which makes it harder to align baking plans, stock allocation, and staffing assumptions around a shared forecast.
Root Causes of Forecasting Error
The core problem is that demand is being inferred from experience rather than forecast from data. Shop teams can judge busy periods well, but they cannot reliably anticipate week-to-week swings across all products and locations.
Three factors drive the error:
1. local variation between shops
1. product-level differences in sell-through rates
1. the lag between baking decisions and actual customer demand
When output is set too early, fresh goods lose their value quickly. If too little is baked, the shop misses sales and weakens availability. In both cases, the business is making decisions without a stable weekly forecast to anchor production.
Commercial Consequences of Waste
Waste at this level affects more than ingredient cost. It suppresses margin, distorts stock control, and makes freshness less consistent from one shop to another. It also creates hidden pressure on managers, who must react daily to product left over from earlier decisions.
The commercial cost shows up in three ways:
1. direct write-off of unsold product
1. lower gross margin on each trading week
1. avoidable inconsistency in customer experience
Reducing that waste requires weekly sales forecasts at shop level so baking can move closer to actual demand. As noted in the previous chapter, the opportunity is commercially meaningful; the next chapter will set out how the proposed forecasting programme turns this need into a practical operating model.


3. Proposed Solution Overview
Continuing from the client context and the waste problem identified in the previous chapter, the right answer is not more data for its own sake. It is a usable weekly forecast that shop teams can act on before baking begins.
Solution Architecture
The programme starts with two years of till data and turns it into shop-level demand patterns by product family. From there, Example Analytics Ltd will build a forecasting model for each of Northfield Bakeries’ 14 shops, so the output reflects local trading differences rather than forcing one chain-wide average onto every branch.
The architecture is intentionally simple:
1. Understand the data: review sales history, product grouping, gaps, and anomalies.
1. Build the forecast engine: generate weekly demand forecasts by shop and product family.
1. Present the result operationally: surface the forecast in a format shop managers can use quickly.
1. Support adoption: train managers and head office so the forecast changes baking decisions, not just reporting.
This approach avoids an over-engineered technical build. The client needs a practical planning tool, not a complex platform that is expensive to maintain and slow to use.
How the Four Stages Connect
Each stage creates the input for the next. The audit establishes which data can be trusted and which product lines need cleaning or grouping. The forecasting model then uses that cleaned base to estimate weekly demand by location. The dashboard translates the model output into a clear action point for each shop. Finally, training ensures the forecast is embedded in the weekly planning routine.
As discussed in the previous chapter, Northfield Bakeries loses margin when it bakes too far ahead of demand. The value of the programme comes from moving that decision earlier and making it more precise.
	Stage
	Output
	Operational effect

	Data audit
	Clean, usable sales base
	Removes noise from planning

	Forecast model
	Weekly forecast by shop and product family
	Improves order and bake quantities

	Dashboard
	Clear manager view
	Makes the forecast easy to act on

	Training
	Confident users at shop and head office
	Supports consistent daily use


Table 3.1: The four-stage flow from raw data to daily baking action.
What Success Looks Like
Success means each shop receives a reliable weekly view of expected demand, not a generic chain average. Managers can compare forecasted sales against planned bake quantities and adjust production before waste is created. Head office gains a consistent basis for oversight across the estate.
The practical test is straightforward: less overproduction, fresher stock, and better control of waste without adding complexity to the shop day. That is why the solution is designed as a focused operational system rather than a technical showcase.
The next chapter will set out the exact scope and deliverables that turn this solution into a defined project.


4. Scope of Work and Deliverables
Work Package Boundaries
As established in the previous chapter on the proposed solution, the engagement is built around a practical four-part route from raw sales data to usable forecasting output. Here, the boundary is tighter: Example Analytics Ltd will deliver the inputs, tools, and enablement needed for Northfield Bakeries to use weekly forecasts with confidence, but not a full operational redesign of how every shop bakes.
The scope is limited to three work packages:
1. Audit of two years of till data to test completeness, consistency, and usability across the 14-shop estate.
1. Simple forecasting output organised by shop and product family, prepared in a form that supports weekly planning.
1. Manager-facing dashboard and training so shop teams and head office can interpret the output and apply it in daily decisions.
Anything beyond that sits outside this project unless agreed separately. That includes major data platform changes, point-of-sale replacement, ERP integration, or redesign of bakery production processes. The proposal is intentionally narrow so the team can move quickly, keep the work manageable, and focus on adoption rather than technical complexity.
Deliverable Specifications
The deliverables are designed to be usable by non-technical managers, not to showcase model complexity.
	Deliverable
	What Northfield Bakeries receives
	Practical use

	Till data audit
	A review of the last two years of transaction records, with key data issues and gaps flagged
	Confirms whether the source data is suitable for forecasting and where caution is needed

	Forecasting model output
	Weekly forecasts by shop and product family
	Supports closer baking decisions and planning by location

	Simple dashboard
	A clear dashboard for shop managers and head office
	Shows forecast results in a quick, readable format for operational review

	Training package
	Sessions for shop managers and head office users, with guidance on how to use the outputs
	Builds confidence and makes the forecasts part of normal working practice


Table 4.1: Summary of project deliverables and their operational purpose
The dashboard will prioritise clarity over decoration: a small set of indicators, straightforward navigation, and a layout that lets managers see what matters without filtering through technical detail. The training package will cover how to read the forecast, how to spot exceptions, and how to use the output alongside local knowledge.
Acceptance Criteria and Handover
Each deliverable will be accepted against practical business criteria rather than technical jargon.
1. The data audit is accepted when the findings are documented clearly and the main data limitations are explicit.
1. The forecasting output is accepted when it is produced for the agreed shop and product-family structure and can be reviewed by the client team.
1. The dashboard is accepted when it is accessible, understandable, and suitable for regular use by shop managers and head office.
1. The training package is accepted when the agreed sessions have been delivered and the core user guidance has been shared.
Handover will include the final files, a concise user guide, and a walkthrough of the outputs with the relevant client stakeholders. This keeps ownership clear and gives Northfield Bakeries a usable starting point from day one.
As a practical safeguard, the work will be checked against the pilot logic that will be developed further in the next chapter on Delivery Approach and Project Timeline. That sequencing ensures the final handover is not just complete, but ready for controlled use in the business.


5. Delivery Approach and Project Timeline
Project Phases and Sequencing
As established in the previous chapter on Scope of Work and Deliverables, the work is structured around clear outputs rather than open-ended analysis. The same discipline applies to delivery: each stage has a defined entry point, a tangible result, and a review before the next step begins.
1. Stage 1: Data audit and preparation — two years of till data are checked, cleaned, and shaped into a reliable working dataset.
1. Stage 2: Forecast model build — shop-level and product-family forecasts are developed and tested against historical patterns.
1. Stage 3: Dashboard build and pilot deployment — a simple dashboard is prepared for shop managers and deployed in a controlled pilot.
1. Stage 4: Training and rollout support — managers and head office receive the guidance needed to use the forecasts in routine planning.
This sequence keeps the project practical. The data work comes first because the model cannot be trusted until the records are stable. The dashboard follows the model, not the other way around, so that the final tool reflects what the forecasts can genuinely support.
Weekly Timeline and Milestones
The project runs over eight weeks, with progress reviewed at the end of each stage. That timing gives Northfield Bakeries a clear path from data review to operational use without extending the engagement beyond what is necessary.
	Week
	Main activity
	Milestone

	1
	Data access, audit planning, and initial quality checks
	Audit scope confirmed

	2
	Data cleaning and dataset preparation
	Usable dataset approved

	3-4
	Forecast model development and testing
	Model ready for internal review

	5
	Dashboard configuration and pilot setup
	Pilot shops selected and ready

	6-7
	Two-week pilot on three shops
	Pilot results reviewed

	8
	Training, handover, and rollout decision
	Go-live recommendation issued


Table 5.1: Eight-week delivery plan showing the main workstream and review point for each phase.
The milestone structure matters because it prevents hidden delays. If the data audit exposes gaps, that is dealt with before model build is completed. If the pilot shows that a forecast needs refinement, that learning is absorbed before broader rollout.
Pilot Design and Go-Live Decision Points
The two-week pilot on three shops is the main de-risking step in the programme. It tests the forecasts in a live setting while keeping the initial exposure controlled. The pilot is large enough to reveal operational issues, but small enough to correct them quickly.
The decision gates are straightforward:
1. Gate 1: Data readiness — confirms the source data is complete enough to support the model.
1. Gate 2: Model readiness — confirms forecast performance is strong enough for operational testing.
1. Gate 3: Pilot readiness — confirms the dashboard and shop process are ready for live use.
1. Gate 4: Rollout approval — confirms the pilot has produced results suitable for wider deployment.
Each gate creates a clear pause for review, rather than assuming the project should move forward automatically. That approach protects the client from rolling out a tool before it has been tested in realistic conditions. It also gives shop managers and head office a chance to see the forecast in action before committing to full adoption.
By the end of week eight, Northfield Bakeries will have a tested forecasting process, a defined rollout decision, and a clear basis for moving into broader use. The next chapter will set out the project team and governance model that keeps those milestones under disciplined control.


6. Project Team and Governance
Team Structure and Responsibilities
As established in the previous chapter on Delivery Approach and Project Timeline, the eight-week plan only works if each workstream has a clear owner and fast decision-making. Example Analytics Ltd will keep the delivery structure deliberately lean so Northfield Bakeries deals with one accountable lead, while still accessing specialist depth where it matters most.
	Role
	Primary responsibility
	Output ownership

	Project lead
	Overall coordination, schedule control, issue resolution, client reporting
	Delivery plan, decisions log, milestone sign-off

	Data Scientist 1
	Till-data audit and forecast logic
	Data audit findings, modelling assumptions

	Data Scientist 2
	Model testing and validation
	Forecast performance checks, refinement recommendations

	BI Developer
	Dashboard build and usability
	Manager dashboard, release-ready visual output


Table 6.1: Role allocation across the project team.
The project lead acts as the single point of contact and protects continuity across the full engagement. The two data scientists split the analytical workload between data preparation, model development, and validation, which reduces bottlenecks and keeps the pilot moving. The BI developer translates the approved outputs into a practical dashboard that shop managers can use without technical support.
Governance Cadence
Governance is designed to keep progress visible without creating meeting overhead. The project lead will run a weekly check-in with the Northfield Bakeries sponsor to review status, decisions needed, and any risks to the timetable. Where a stage gate is reached, the team will seek explicit approval before moving into the next phase, so the pilot learns are captured before wider rollout.
	Meeting or control point
	Purpose
	Typical owner

	Weekly check-in
	Track progress, surface issues, confirm priorities
	Project lead

	Stage gate review
	Approve completion of each phase
	Project lead and client sponsor

	Issue log update
	Record actions, owners, and deadlines
	Project lead

	Model review session
	Confirm forecast performance and usability
	Data scientists and client sponsor


Table 6.2: Core governance touchpoints during delivery.
This cadence mirrors the controlled approach used in the pilot design. It keeps decisions close to the work, while ensuring the client has a structured moment to challenge assumptions before anything becomes embedded.
Client Interaction Model
The client interaction model is built for speed and clarity. Operational questions go to the project lead first, technical queries are routed to the relevant data scientist, and dashboard feedback is channelled through the BI developer before release. That keeps communication clean and avoids conflicting instructions.
Northfield Bakeries will receive concise status updates in plain business language, with clear calls on what is needed, what has been completed, and what is pending. Any change request that affects scope, timing, or output format will be logged and confirmed before implementation. That discipline protects delivery quality and prevents avoidable rework.
By combining specialist roles with a single governance rhythm, the project stays responsive without losing control. The next chapter will set out the commercial terms that sit alongside this delivery model, including how the work is funded across the agreed milestones.


7. Commercial Terms and Pricing
As established in the previous chapter on Project Team and Governance, delivery is controlled and accountable; the commercial terms below follow the same discipline.
Fee Structure and Inclusions
The fixed project fee is £24,000 plus VAT. This covers the full eight-week forecasting engagement: the data audit, model build, dashboard development, client review cycles, and the training needed to hand over a usable solution to Northfield Bakeries.
Using a fixed fee removes uncertainty for both sides. Northfield Bakeries knows the total investment up front, while Example Analytics Ltd is responsible for delivering the agreed outputs within that price.
Milestone Payment Schedule
	Milestone
	Timing
	Amount

	1
	At project start
	30% (£7,200) + VAT

	2
	On delivery of the model
	40% (£9,600) + VAT

	3
	At final completion and handover
	30% (£7,200) + VAT


Table 7.1: Payment schedule linked to project delivery points.
This structure aligns cash flow with progress. The first payment secures mobilisation, the second is linked to the point at which the forecasting model is delivered, and the final payment is due only when the project is complete and handed over.
The milestone plan also supports the governance approach set out earlier. It gives both parties a clear set of payment triggers and keeps the commercial arrangement closely tied to visible delivery outcomes.
Optional Ongoing Support
After project completion, Northfield Bakeries can retain Example Analytics Ltd on an optional support arrangement priced at £900 per month.
That support can be used to maintain continuity after go-live, answer practical questions, and help interpret early operating results. It is optional, so the client can decide whether to continue with support based on internal capability and the level of assistance required.
The optional arrangement provides a simple bridge between project delivery and day-to-day use. It also creates a low-friction path for continuity if the client wants the same team involved beyond handover.
The next chapter will build on this commercial clarity by showing why Example Analytics Ltd is well placed to deliver the work with confidence and speed.


8. Why Example Analytics Ltd
Relevant Sector Experience
As established in the previous chapter on Commercial Terms and Pricing, the investment only makes sense if the delivery team can reduce execution risk as well as produce a model. Example Analytics Ltd brings that confidence through three earlier forecasting projects in retail and hospitality, where the same pressure was present: irregular demand, operational time constraints, and the need to turn data into decisions that staff would actually use.
In each assignment, the work had to move beyond prediction accuracy and into day-to-day adoption. That means building outputs that are simple enough for operational teams, credible enough for managers, and stable enough to support routine planning. For Northfield Bakeries, that experience matters because the value of weekly forecasts depends on whether shops trust them and use them consistently.
Differentiation Versus Competitors
The strongest differentiator is not complexity; it is practical fit. Larger consultancies can bring scale, but they often add layers of account management, slower feedback cycles, and heavier process than a 14-shop bakery chain needs. Example Analytics Ltd is built for focused delivery: senior attention, direct communication, and fast adjustment when the client sees something that needs refinement.
That matters in a project like this, where the solution must be shaped around real shop behaviour rather than an abstract model specification. The earlier forecasting work in retail and hospitality shows that the consultancy understands the commercial constraints of service businesses and can keep the project grounded in operational reality.
Why Our Size Works for This Project
A 12-person consultancy is large enough to provide specialist skills and small enough to stay responsive. Northfield Bakeries would work with people who are close to the detail, not a rotating cast of analysts. Decisions can be made quickly, issues can be escalated without delay, and the client can expect continuity from start to finish.
This structure also supports the two-week pilot on three shops already defined in the delivery plan. A lean team can absorb pilot feedback quickly, refine the model, and keep momentum into rollout. That combination of sector experience, responsiveness, and hands-on delivery is what makes Example Analytics Ltd a strong fit for this assignment. The next chapter will delve deeper into Risk Management and Implementation Readiness, where that same practical approach will be used to control adoption risk and support a smooth transition into live use.


9. Risk Management and Implementation Readiness
Key Delivery Risks
As established in the previous chapter on Example Analytics Ltd, the project has been designed to stay practical and low-risk, but three issues still need active control. Two years of till records may contain missing product codes, inconsistent shop naming, and seasonal anomalies that can weaken forecast accuracy if left untreated. The second risk is adoption: shop managers will only use the forecasts if the output is clear, timely, and aligned with baking routines. The third is the gap between model output and daily decisions, where a forecast can fail if it is not translated into simple actions at shop level.
Mitigation Actions
The audit-first stage is the main control. It will isolate data defects early, document them clearly, and prevent weak records from flowing into the model. The pilot on three shops then tests the forecast format, manager response, and operational fit before wider roll-out. Feedback from the pilot will be used to adjust the dashboard, wording, and decision thresholds so the output supports, rather than disrupts, daily working patterns.
Readiness for Operational Adoption
A rollout is ready only when the forecasts are trusted, simple to read, and visibly useful to shop teams. That means managers can see what to bake, head office can monitor compliance, and exceptions are handled without extra complexity. This controlled path reduces uncertainty and creates the conditions for sustained use. The next chapter will bring the proposal to a close by summarising the value case and setting out the steps required to move into mobilisation.


10. Conclusion and Next Steps
Final Value Recap
Northfield Bakeries can reduce waste and protect margin by moving from overproduction to weekly shop-level forecasting. The proposed programme gives the business a practical route to better baking decisions, supported by the pilot-led approach set out in the risk chapter and the eight-week delivery plan already agreed in principle. Example Analytics Ltd brings a fixed-fee engagement of £24,000 plus VAT, with clear milestone payments and optional ongoing support if the business wants continuity after launch.
Approval and Mobilisation Steps
1. Approve the proposal and commercial terms.
1. Confirm the start date and schedule the kickoff meeting.
1. Share the initial data access list and named client contacts.
1. Lock the pilot shops and review cadence.
Once approval is issued, mobilisation can begin immediately.
Kickoff Requirements
The first working session needs confirmed stakeholders, access to two years of till data, and agreement on decision owners for shop and head office use. That is enough to start the audit, validate the pilot scope, and move into delivery without delay.
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