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1. Executive Summary

This plan sets out a Dessert & Bakery Brand in India — a central bakery supplying nine retail outlets and an online
and quick-commerce channel, producing celebration and custom cakes, daily breads and viennoiserie, patisserie and

desserts, a packaged retail range, and a corporate gifting and B2B line, at roughly 4,750 units a day by Year 3.

The vertical's anchor established that food safety is a probability whose leading indicators must be published, that
the margin under pressure comes out of the ingredient, and that a dietary absolute is not a preference. The
packaged-food and juice plans added that a label written to comply is not a label written to inform. This

category inverts the problem in an unusual way, and that inversion is this plan's contribution.

[I1 A CAKE IS THE ONE FOOD PRODUCT THAT IS HONEST ABOUT WHAT IT IS — AND THAT IS EXACTLY WHY THE
SUBSTITUTIONS MIGRATE ELSEWHERE. Nobody buying a chocolate truffle pastry believes it is health food, so
the customer arrives having already accepted the indulgence and STOPS INTERROGATING EVERYTHING ELSE —
and the things he stops checking are precisely where this industry substitutes. "Fresh cream" is very often
non-dairy hydrogenated vegetable topping; "butter" is frequently margarine or bakery shortening; "baked
fresh today" describes a frozen part-bake reheated in the back; "sugar-free" means sucrose was replaced by
maltitol at almost identical calories and carbohydrate; and "eggless" is often an assurance rather than a
verified segregated process. Each substitution is cheaper, none is detectable by taste to most people, and
none is a lie the customer thought to test — because he was busy deciding whether to have the cake at all. So
this brand DECLARES THE FAT SOURCE BY NAME on every product, STATES THE BAKED-ON DATE AND
WHETHER AN ITEM WAS PART-BAKED AND REHEATED, DECLARES TOTAL CARBOHYDRATE AND THE NAMED
SWEETENER BESIDE ANY "SUGAR-FREE" CLAIM, and PRODUCES EGGLESS, VEGAN AND JAIN LINES ON
SEGREGATED EQUIPMENT WITH A DOCUMENTED CHAIN — refusing 71 claims it could not verify. WHERE THE
CUSTOMER HAS STOPPED INTERROGATING THE PRODUCT, THE SUBSTITUTIONS MOVE TO WHAT HE NO LONGER
CHECKS.

[I1 AND "SUGAR-FREE" IS THE ONE CLAIM IN THIS CATEGORY THAT SOMEBODY MAKES A CLINICAL DECISION
ON. A diabetic customer buying a sugar-free cake for a birthday is not indulging — he is managing a condition
on the basis of a marketing phrase that in practice means only that sucrose was not added. Maltitol carries
roughly three-quarters of sugar's glycaemic impact, the flour is unchanged, and the calorie count is often
identical. So every sugar-free product declares TOTAL CARBOHYDRATE, THE SWEETENER BY NAME AND A
CALORIE COMPARISON WITH THE STANDARD VERSION, beside the claim rather than elsewhere.

[J AND UNSOLD STOCK IS THE CATEGORY'S DEFINING COST AND ITS QUIETEST RISK. A two-to-four-day shelf
life means yesterday's unsold product is either written off or sold as today's — and the second option is
invisible, profitable and where this business would fail. Write-off is weighed and published at 4.1% of
production value, down from 9.4%, with BAKED-ON DATE ON EVERY ITEM making the alternative impossible.

This plan models an operator requiring ¥5.60 crore (32.00 crore investor + X2.00 crore term loan + X1.10 crore promoter
+ %50 lakh working capital), moving from ¥6.20 crore revenue and a ¥56 lakh loss to 27.00 crore revenue and
X2.70 crore profit by Year 3 — a 10.0% net margin and 33.8% return on capital. (Bakery and dessert — figures

illustrative.)



2. Business Description, Vision & Legal Structure

Concept: A bakery that names the fat.
Vision: To be the cake somebody buys for a diabetic parent without having to ask three questions first.

Mission: Say whether it is dairy cream or vegetable topping; say whether it was baked here today or reheated; put the
carbohydrate beside the sugar-free claim; make eggless on a separate line and refuse the claim we cannot verify; and

weigh what we throw away.

Legal structure

e Private Limited — recommended. Central bakery licensing, multi-outlet operation, packaged retail labelling, quick-
commerce listings and outside capital all assume it.

o Proprietorship — the trade's usual form for a single bakery, and unsuited to a packaged range or a segregated eggless
line.

¢ Product declaration and claims approval outside marketing, per the packaged-food rule — because "fresh
cream" on a menu card is a claim, and the person selling the cake should not be the person approving the

word.

Regulatory anchor: a business whose descriptions are regulated more tightly than most operators realise. FSSAI
licensing applies to the central bakery and to each outlet, with Schedule 4 hygiene, food-safety supervisor
training, medical fitness for handlers, water potability and record-keeping per the vertical anchor. The
decisive rules are compositional and descriptive: dairy terms are protected, so calling a non-dairy vegetable-
fat topping "fresh cream" or a margarine-based product "butter" is a misdescription rather than a marketing
licence — a point the trade treats as convention and the regulations do not. Trans-fat limits in fats and oils
used in food have been progressively tightened in India, which matters directly because hydrogenated
vegetable fat is the substitute most commonly used in bakery cream and shortening. "Sugar-free" and "no
added sugar" carry defined conditions and are not interchangeable, and where a product is packaged rather
than served the full labelling regime engages — ingredients, allergens, nutritional information, date marking
and net quantity. Allergen declaration is critical here, since egg, milk, wheat and nuts are all present in one
kitchen. Then: Legal Metrology on packaged weight; shops and establishments and fire per outlet; GST; and EPF/ESI and
POSH.

3. Promoter & Ownership

Led by a promoter with bakery, patisserie or food-retail background. Three competences decide outcomes. Production
planning against a two-to-four-day shelf life, because everything in this business turns on forecasting — bake too little and
the shelf is empty at seven in the evening, bake too much and it goes in a bin. Celebration-cake operations, since custom
cakes carry X720 of contribution against 48 on a bread loaf and are also the highest-risk product for allergen and dietary
error. And the discipline to name the ingredient, which costs the "fresh cream" premium on a large part of the range.
Ownership, equity & investor terms are editable inputs; product declarations and the claims register sit with a
function reporting to the promoter, and no outlet or marketing role may describe a product in terms the

specification does not support.

4. Market Analysis — India

Indian bakery is large, growing and descriptively vague, and the celebration-cake segment carries most of the money.



Demand drivers

o Celebration culture, with cake now standard at birthdays across income levels.

o Quick commerce, which has transformed same-day cake and dessert delivery.

+ Café and dessert-led occasions in urban retail.

« Packaged bakery in modern trade and online grocery.

« Dietary segmentation — eggless, vegan, jain and sugar-free as genuine demand rather than niche.

« Corporate gifting, a large seasonal and underserved B2B channel.

Market sizing (illustrative framing)

TAM Bakery, cake and dessert consumption in served cities Very large; overwhelmingly unbranded
SAM Buyers who care what is in it — dietary, clinical and premium Bounded by DELIVERY RADIUS and shelf life
SOM (Yr 1-3) Outlets, online and B2B X6.2cr -» X27cr; 3 = 9 outlets; 4,750 units a day

Revenue mix and share (Year 3)

Celebration & custom cakes 30.0% X720 contribution per unit; also the highest dietary risk
Daily bakery — breads, buns, viennoiserie 23.0% %48 per unit; builds the habit and the footfall

Desserts, pastries & patisserie 20.0% X126 per unit; where "fresh cream" matters most

Packaged retail range 13.0% 86 per unit; full labelling regime applies

Café & dine-in beverages 9.0% X78 per unit; best margin, fills the hours

Corporate gifting, events & B2B 5.0% Seasonal; buyers who ask for specifications

Celebration cakes are 30% of revenue and roughly 43% of gross profit, and they are simultaneously the
product where a dietary error does the most damage. A birthday cake ordered "eggless" for a household that
does not eat egg, or "sugar-free" for a diabetic grandmother, is not a preference being accommodated — it is
the reason that specific cake was bought, and a failure is discovered in front of thirty people at the moment
the cake is cut. So the highest-margin line carries the tightest process discipline, which is the correct
alignment and is the opposite of what cost pressure would produce. Daily bakery at 23% earns little per unit

and exists to build the habit that brings somebody back when they need a cake.

Constraints

« Two-to-four-day shelf life, which makes forecasting the central operating skill.

Delivery radius for cakes, which are fragile and temperature-sensitive.
o Seasonal concentration in festivals and the celebration calendar.

¢ Rent, since bakery retail needs visible locations with display frontage.

5. Competition & Position

competitor type _ Weakness this plan eprOits




National bakery and . ) ) . . "Fresh cream" on non-dairy
) Brand, sites, delivery, celebration occasion ownership
cake chains topping is category standard

) ) . ) ) No allergen segregation; eggless is an
Neighbourhood bakeries Price, freshness, relationships, everywhere
assurance, not a process

Home bakers and cloud Often unlicensed; no traceability, no
Customisation, cost, social reach

kitchens dietary verification

Packaged biscuit and Long-life product; a different purchase
Shelf life, distribution, price per unit

cake brands entirely

- I Fat named, baked-on date stated, carbohydrate beside Loses the "fresh cream" premium;

This plan

sugar-free, eggless on a segregated line higher cost per unit

The positioning targets the buyer who is purchasing for somebody else with a requirement — which in this
category is a far larger group than it first appears. A cake bought for a household that does not eat egg, a
diabetic parent, a child with a nut allergy, a jain colleague or a vegan friend is a purchase where the
specification IS the product, and the buyer currently has no way to distinguish a bakery that segregates from
one that assures. Naming the fat, dating the bake and verifying the eggless line are the first evidence any of
them has been offered. Repeat purchase at 53% against a category norm nearer 30% follows, and in
celebration cakes a repeat customer is worth several times an acquired one because the occasion recurs

annually and predictably.

The cost of the honest position is stated in rupees rather than implied. Declaring the fat source by name —
which means a large part of the range is described as vegetable-fat topping rather than "fresh cream", and
the dairy-cream products cost materially more to make — cost an estimated ¥1.42 crore of Year-3 revenue and
margin, the largest item by a distance. Refusing 71 eggless, vegan and jain claims this business could not
verify through its own chain cost 58 lakh. Disclosing part-bake and printing the baked-on date cost ¥52 lakh
in forgone "baked fresh today" positioning and in write-off that can no longer be recycled. The segregated
eggless and vegan line cost ¥46 lakh in capital and operating. Full carbohydrate disclosure beside sugar-free
claims cost ¥34 lakh. Against that: 53% repeat purchase, a corporate and dietary customer base that exists

only because the specifications are stated, and write-off down to 4.1%.

6. The Product Nobody Interrogates

This is the finding, and it depends on a fact about the buyer rather than about the food.

What the label or menu says What it frequently is Does the customer check?

"Fresh cream" frosting Non-dairy hydrogenated vegetable topping No

"Butter" cookies Bakery shortening or margarine No

"Baked fresh today" Frozen part-bake reheated in the back No

"Sugar-free" Maltitol; similar calories and carbohydrate Only the diabetic — and he is misled
"Eggless" Usually true; often not a segregated process He asks, and accepts the answer

Why he does not check He already decided the cake was a treat



The last row is the mechanism and it is genuinely unusual. In every other food category the customer's
scrutiny rises with the health claim; here the customer has ALREADY CONCEDED that the product is indulgent,
and having conceded it he stops asking further questions — which leaves the ingredient decisions entirely
unobserved. A shopper who would read a cereal box carefully will accept "fresh cream" without a thought,
because he is not buying the cake for its nutrition and it does not occur to him that the description might be a
substitution rather than a description. The result is that the least-scrutinised food category has the highest
rate of ingredient substitution, and per this library's recurring pattern nobody involved regards it as
deception: the trade has used “fresh cream" for non-dairy topping for so long that most operators believe it is

simply what the phrase means.

So the things that stopped being checked are declared anyway. THE FAT SOURCE IS NAMED ON EVERY
PRODUCT — dairy cream, dairy butter, vegetable fat or non-dairy topping — on the menu card, the display
label and the packaged label, with trans-fat content declared. THE BAKED-ON DATE IS STATED ON EVERY ITEM,
together with whether it was part-baked and reheated rather than baked from scratch on the premises, which
removes both the "baked fresh today" ambiguity and the possibility of yesterday's stock returning as today's.
AND NO PRODUCT IS DESCRIBED IN TERMS THE SPECIFICATION DOES NOT SUPPORT, with the declaration
function reporting to the promoter rather than to marketing. WHERE THE CUSTOMER HAS STOPPED
INTERROGATING THE PRODUCT, THE SUBSTITUTIONS MOVE TO WHAT HE NO LONGER CHECKS — so the

operator has to check on his behalf, and say what he found.

7. Sugar-Free, Eggless and the Bin

Three further commitments, one of which is a clinical matter rather than a culinary one.

[l "SUGAR-FREE" IS THE ONE CLAIM IN THIS CATEGORY SOMEBODY MAKES A CLINICAL DECISION ON. A
diabetic customer buying a sugar-free cake for a family birthday is not indulging within a plan — he is
managing a condition on the basis of a phrase that in practice means only that sucrose was not added. The
flour is unchanged, maltitol carries roughly three-quarters of sugar's glycaemic impact, and the calorie count
is frequently identical to the standard version — so a person who eats two slices believing they are safe has
done something quite different from what he intended. So every sugar-free product declares TOTAL
CARBOHYDRATE PER SERVING, THE SWEETENER BY NAME — maltitol, sorbitol, stevia, sucralose — AND A
DIRECT CALORIE COMPARISON WITH THE STANDARD VERSION, printed beside the claim rather than on a
separate sheet. Where a product's carbohydrate load is not materially lower, that is stated in terms rather
than implied by omission. It costs ¥34 lakh and it is the commitment in this plan most likely to prevent an

actual harm.

[ EGGLESS, VEGAN AND JAIN ARE ABSOLUTES PRODUCED ON A SEGREGATED LINE, NOT ASSURANCES GIVEN
AT A COUNTER. A household that does not eat egg for religious reasons is not expressing a preference, and
"we make it separately" spoken by a salesperson is not a process — in a bakery where egg, milk, wheat and
nuts are all present in one room, the difference between segregation and intention is measurable and is
usually absent. So eggless, vegan and jain products are made on SEPARATE EQUIPMENT WITH SEPARATE
UTENSILS AND A DOCUMENTED CHAIN from goods inward to display, changeover is validated, display is
physically separated, and A CLAIM THAT CANNOT BE VERIFIED THROUGH OUR OWN CHAIN IS REFUSED — 71
refusals in Year 3. Near-misses are recorded (48) alongside incidents, because in an allergen kitchen the near-

miss is the only warning available.




0 AND YESTERDAY'S CAKE IS WRITTEN OFF RATHER THAN RE-DATED. A two-to-four-day shelf life makes
unsold stock this category's defining cost, and the invisible response is to sell it as today's — which requires
nothing more than not saying when it was baked. Printing the BAKED-ON DATE ON EVERY ITEM makes that
impossible by construction rather than by policy, and write-off is weighed and published at 4.1% of production
value against 9.4% in Year 1, achieved through forecasting, batch baking through the day and end-of-day

discounting rather than through recycling.

[0 AND THE ANCHOR'S INDICATORS ARE PUBLISHED. Cream-based patisserie is a high-risk cold-chain product
sitting in an open display cabinet in an Indian summer, so excursions per 1,000 batches are counted and
published — 4.2 in Year 3 from 12.8 — with a zero reading investigated as a logger failure, and paid sick leave

from day one with sick days per handler rising from 1.8 to 4.6.

8. Operations Plan (plan, bake, segregate, date, sell)

Formulation and declaration

o Fat source named at formulation and carried unchanged to menu card, display label and pack.
¢ Trans-fat content computed and declared, given the tightened limits on hydrogenated fats.
o Sugar-free products declared with total carbohydrate, named sweetener and calorie comparison.

« Claims approved by a function outside marketing, with refusals recorded.

Production

Eggless, vegan and jain on segregated equipment with separate utensils and validated changeover.

Batch baking through the day rather than a single morning run, which is the largest write-off lever.
+ Part-baked items identified as such at production and carried through to the label.

« Allergen matrix maintained per recipe and displayed at point of sale.

Display, dating and cold chain

« Baked-on date printed on every item, including loose bakery.
« Display refrigeration logged with excursions counted per 1,000 batches.
 Eggless and vegan display physically separated from egg-containing product.

« End-of-day markdown rather than next-day sale, with write-off weighed.

Custom cakes and dietary orders

« Dietary requirement captured at order and re-confirmed at production and despatch.
o Segregated production slot for dietary custom cakes rather than a cleaned bench.
 Order documentation travelling with the product to the collection or delivery point.

+ Refusal where the requirement cannot be met with confidence, recorded and reported.

The operational hinge is a Saturday evening with a custom cake order marked "eggless" and the segregated
line already committed to two other orders. Making it on the main bench with cleaned equipment would
almost certainly be fine, the customer would never know, and refusing means losing a ¥2,400 order and

disappointing somebody's birthday. So the segregated slot is a CAPACITY CONSTRAINT rather than a

preference, dietary orders are accepted only against available segregated capacity, and the refusal is



recorded and reported — 71 in Year 3. The system refuses rather than warns, because "almost certainly fine"
is exactly the reasoning that produces the incident, and the person doing the reasoning at eight on a Saturday

is not the person who will be at the table when the cake is cut.

9. Description, Allergen & Operating Compliance (India)

o Company & tax — Private Limited, PAN/TAN, GST, shops and establishments per outlet, central bakery licence.

o FSSAI — licence for the central bakery and each outlet, Schedule 4 hygiene, food-safety supervisor training, medical
fitness, water potability and record-keeping per the vertical anchor.

o Dairy terms — dairy designations are protected: calling a non-dairy vegetable-fat topping "fresh cream" or
a margarine product "butter” is a MISDESCRIPTION rather than a marketing licence — a point the trade
treats as convention and the regulations do not.

« Trans fats — limits on trans-fatty acids in fats and oils used in food have been progressively tightened,
which matters directly because hydrogenated vegetable fat is the substitute most commonly used in
bakery cream and shortening.

e Claims — "sugar-free" and "no added sugar" carry DEFINED AND DIFFERENT CONDITIONS and are not
interchangeable; a claim is a representation the buyer may rely on.

« Packaged range — full labelling regime including ingredients, allergens, nutritional information, date marking and net
quantity; allergen declaration is critical here because egg, milk, wheat and nuts are all present in one
kitchen.

e« Other — Legal Metrology on packaged weight; fire and premises per outlet; EPF/ESI and POSH.

10. Organisation & Manpower Plan

Promoter / managing director Owns declarations and the claims register
Central bakery production 28 84  Batch baking through the day

Segregated eggless, vegan & jain line 4 14 Separate equipment; a capacity constraint
Custom cake decoration & orders 6 20 Dietary requirement re-confirmed at each stage
Outlet retail & café staff 18 58 Cannot describe a product off-specification
Product declaration, nutrition & claims 1 4  Outside marketing; reports to promoter
Food safety, cold chain & QA 2 7  Excursions counted; holds display authority
Relief pool, logistics, finance & admin 8 24  Relief within two hours; nobody bakes ill
Total 68 212 Central bakery plus nine outlets

Fourteen people on a segregated eggless, vegan and jain line is a real cost carried to make a claim true rather
than plausible. The alternative — cleaning the main bench between batches — is what almost every bakery in
India does, is usually adequate, and provides no evidence at all when somebody asks. The line also functions
as a capacity constraint that forces refusals, which is the point: a dietary claim that is never limited by

capacity is a claim being made on availability rather than on process. Product declaration sits outside

marketing for the reason the packaged-food plan established — the person selling the cake should not be the



| person approving the word "cream".

11. Implementation Timeline & Milestones

Formation & central

Month 0-6 Incorporation, FSSAI, bakery build, first 3 outlets

bakery

Fat naming, baked-on dating, sugar-free carbohydrate disclosure, claims

Declaration framework Month 2-8

register
Segregated dietary line Month 4-12 Separate equipment, validated changeover, display separation
) Month ) ) )
Packaged retail range 10-20 Full labelling, allergen matrix, modern trade and quick commerce
Month
Outlet expansion 1528 6 then 9 outlets; write-off discipline scaled
Month
Scale & B2B 5636 4,750 units a day; write-off to 4.1%; corporate gifting line

Training and competence

o Describing a product accurately at the counter, including saying "vegetable-fat topping" without apologising for it.

¢ Segregation discipline and validated changeover on the dietary line.

« Explaining a sugar-free carbohydrate figure to a customer who assumed the claim meant something else.

12. Financial Plan (lllustrative)

Forecasting and batch planning, which is the largest write-off lever.

highest dietary risk in the business.

12.1 Project cost & funding

All figures are illustrative model assumptions, not forecasts or guarantees. They exist to show the drivers of a
bakery P&L and how the declaration, segregation and dating disciplines move them. Every input is editable. The defining
economics are a two-to-four-day shelf life against a celebration-led demand curve: write-off and forecasting

decide the margin, and celebration cakes at 30% of revenue produce 43% of gross profit while carrying the

Central bakery — build, ovens & equipment
Outlet fit-out & display — nine sites
Segregated eggless, vegan & jain line

Cold chain — chillers, logged transport & display
Custom cake studio & decoration

Declaration, dating, labelling & allergen systems

186

168

54

48

32

22

Batch capacity through the day, not one run

Refrigerated display frontage

Separate equipment, not a cleaned bench

Cream patisserie in an Indian summer

Highest contribution, highest risk

Baked-on date on every item



Licences, deposits, insurance & pre-operative 34
Working capital & contingency 16

Total project cost 560

12.2 Operating metrics

Central bakery plus nine outlets

Short ingredient cycle, festival peaks

200L investor + X200L term loan + X110L promoter + I50L WC

_

FAT SOURCE DECLARED BY NAME on every product (dairy cream / dairy
butter / vegetable fat / non-dairy topping) / products described as "fresh

cream" or "butter" that are not / trans-fat content declared

BAKED-ON DATE printed on every item including loose bakery / part-
baked and reheated items identified as such / items described as "baked

today" that were not / yesterday's stock sold as today's

Sugar-free products declaring TOTAL CARBOHYDRATE, the sweetener
BY NAME and a calorie comparison with the standard version / sugar-free

items sold on the sucrose claim alone

Eggless, vegan and jain on SEGREGATED EQUIPMENT with a
documented chain / claims REFUSED because segregated capacity was
unavailable or the chain unverifiable / cross-contact incidents / near-

misses recorded

Leading indicators (anchor) — display and cold-chain excursions per 1,000
batches / temperature-log completion / paid sick leave day one, sick days per

handler / a zero reading investigated

Outlets / units per day / revenue per unit / contribution per unit / unsold write-

off (% of production value) / repeat purchase

blended unit describes nothing this business sells.

12.3 Revenue build

Yrl Yr 2 Yr3
(XL) (L) (L)
Celebration & custom cakes 186 420 810

100% / NIL /
100%

100% / 100%
/ NIL / NIL

100% / NIL

100% /28 /2
/22

12.8/91%/
1.8/100%

3/1,150/
X140/%87/
9.4% / 34%

100% / NIL /
100%

100% / 100%
/ NIL/ NIL

100% / NIL

100%/46/1
/34

7.4/197% /
3.4 /100%

6/2,575/
141/%91/
6.2% / 44%

100% / NIL /
100%

100% / 100%
/ NIL / NIL

100% / NIL

100%/71/1
/48

4.2 /99.5% /
4.6 / 100%

9/4,750/
X148 /%98 /
4.1% / 53%

Row one's second figure is the one the category would find hardest: NIL products described as "fresh cream"
or "butter" that are not, in a trade where the phrase is used so routinely that most operators believe it simply
means whipped topping. Row four's second figure must stay non-zero and rising — 71 dietary claims refused
because segregated capacity was unavailable or the chain unverifiable — because a bakery that never refuses
a dietary order is making the claim on availability rather than on process. Row four's near-miss count is
reported alongside incidents because in an allergen kitchen the near-miss is the only warning available before
somebody is harmed. Row six's contribution of 98 is blended and stated with its underlying per the library's

rule — celebration cake 720, dessert and patisserie 126, packaged %86, café 78, daily bakery 48 — since a

X720 contribution per unit; 43% of gross

profit



Daily bakery — breads, buns,

) o 143 322 621 %48 per unit; builds habit and footfall
viennoiserie
Desserts, pastries & patisserie 124 280 540 X126 per unit; cold-chain sensitive
Packaged retail range 81 182 351 X86 per unit; full labelling applies
Café & dine-in beverages 56 126 243  X78 per unit; best margin per hour
Corporate gifting, events & B2B 30 70 135 Seasonal; buyers who ask for specifications
Total revenue 620 1,400 2,700 |lllustrative
12.4 P&L summary
Yrl Yr 2 Yr3
(XL) (€45 (XL)
Revenue 620 1,400 2,700
Cost of goods including unsold write-off (254) (546) (999)
Gross profit 366 854 1,701
Bakery & outlet staff (168) (316) (594)
Paid sick leave & relief cover (16) (28) (52)
Rent & common-area charges (96) (180) (324)
Declaration, nutrition & claims governance (18) (26) (38)
Segregated dietary line & verification (18) (28) (46)
Cold chain & display refrigeration (22) (36) (62)
Marketing (32) (52) (86)
Admin, licences, insurance & other (62) (104) (162)
EBITDA (66) 84 337
Depreciation & amortisation (42) (68) (96)
Finance cost (22) (34) (48)

Other income — festival and corporate advances, equipment vendor support (disclosed) &

. 55 111 167
interest

PBT (75) 93 360
Tax 19 (23) (90)
PAT (56) 70 270
Net margin (9.0%) 5.0% 10.0%
ROCE (19.3%) 2.9% 33.8%

The five commitments total ¥3.32 crore against X2.70 crore of PAT — naming the fat ¥1.42 crore, refused

dietary claims ¥58 lakh, part-bake and date disclosure ¥52 lakh, the segregated line ¥46 lakh, sugar-free



carbohydrate disclosure ¥34 lakh. An operator without them would report roughly two and a quarter times the
profit selling recognisably similar cakes, and the difference would be visible to no customer at the counter and
to exactly one at a hospital appointment. Write-off falling from 9.4% to 4.1% of production value is worth
roughly 48 lakh and is the largest operating improvement available — and the baked-on date is what makes
the improvement real rather than apparent, since the alternative route to a low write-off number is simply to

sell yesterday's stock today.

12.5 Break-even & sensitivity

Base X27.0cr X2.70cr  As modelled

Category-standard descriptions and no segregation X28.4cr X6.02cr Recognisably similar cakes
Write-off 4.1% - 9% X27.0cr X1.26¢cr  Forecasting is the whole margin
Celebration-cake share halved X22.9cr X64L  30% of revenue, 43% of gross profit
Dairy cream and butter cost +25% X27.0cr X1.84cr The cost of not substituting

An allergen incident on a custom cake X21.6¢cr (X42L) Why the segregated line is a constraint

13. Funding Requirement & Bankability

_m Terms (indicative)

Investor equity 200 Growth capital; declaration and segregation covenants
Term loan 200 Central bakery, outlets and cold chain; 5-6 years
Promoter contribution 110 Cash and equipment

Working capital facility 50 Ingredient cycle and festival peaks

Total 560 lllustrative structure

A lender should read write-off percentage and celebration-cake share, and should treat the segregated dietary
line as risk capital rather than as equipment. Write-off at 9% instead of 4.1% takes Year-3 profit from %2.70
crore to ¥1.26 crore, and halving the celebration-cake share takes it to 64 lakh — 30% of revenue producing
43% of gross profit is a concentration worth understanding rather than smoothing. The uninsured exposure is
an allergen incident on a custom cake, which is discovered publicly, at a celebration, in front of a family — and
an operator with a segregated line, a documented chain, recorded near-misses and refusals on the record is a
materially different risk from one whose eggless claim rests on a cleaned bench and a salesperson's

assurance.

o Use of funds — 33% central bakery and equipment, 30% outlet fit-out and display, 10% segregated dietary line, 9%
cold chain, 6% custom cake studio, 6% licences and deposits, 4% declaration and labelling systems, balance working
capital.

« Repayment — term loan from Year 2-3 cash flow; working capital revolving against a short ingredient cycle with
festival peaks provisioned.

¢ Investor exit — strategic sale to a national bakery chain, a food-retail group or a QSR platform adding a dessert

format; or promoter buyback.



14. Risk Analysis & Mitigation

__ Mitigation

The product
nobody

interrogates

"Sugar-free"
as a clinical

decision

Eggless as an
assurance
rather than a

process

A cake is the one food that is honest about being
indulgent — so the customer arrives HAVING ALREADY
CONCEDED THE INDULGENCE AND STOPS ASKING
FURTHER QUESTIONS, which leaves every ingredient
decision unobserved. "Fresh cream" is very often NON-
DAIRY HYDROGENATED VEGETABLE TOPPING; "butter"
is frequently margarine or shortening; "baked fresh
today" describes a FROZEN PART-BAKE REHEATED IN
THE BACK. A shopper who would read a cereal box
carefully accepts "fresh cream" without a thought,
because he is not buying the cake for its nutrition AND
IT DOES NOT OCCUR TO HIM THAT THE DESCRIPTION
MIGHT BE A SUBSTITUTION. The least-scrutinised
category therefore has the highest rate of substitution
— and most operators believe "fresh cream" simply IS

what whipped topping is called

A diabetic customer buying a sugar-free cake is NOT
INDULGING WITHIN A PLAN — he is managing a
condition on the basis of a phrase that in practice
means only that SUCROSE WAS NOT ADDED. The flour
is unchanged, maltitol carries roughly three-quarters of
sugar's glycaemic impact, and the calorie count is
frequently IDENTICAL to the standard version — so
somebody eating two slices believing they are safe has

done something quite different from what he intended

A household that does not eat egg for religious reasons
is not expressing a preference — and "we make it
separately"”, spoken by a salesperson, IS NOT A
PROCESS. In a bakery where egg, milk, wheat and nuts
are all present in one room, the difference between
segregation and intention is measurable AND IS
USUALLY ABSENT

DECLARE THE FAT SOURCE BY NAME on menu
card, display label and pack — dairy cream,
dairy butter, vegetable fat or non-dairy topping
— with TRANS-FAT CONTENT DECLARED; STATE
THE BAKED-ON DATE ON EVERY ITEM together
with whether it was PART-BAKED AND
REHEATED; and describe NO product in terms
the specification does not support, with
declaration approval OUTSIDE MARKETING
reporting to the promoter. Costs ¥1.42 crore,
the largest item in this plan. WHERE THE
CUSTOMER HAS STOPPED INTERROGATING THE
PRODUCT, THE SUBSTITUTIONS MOVE TO WHAT
HE NO LONGER CHECKS — so the operator has to

check on his behalf, and say what he found

Every sugar-free product declares TOTAL
CARBOHYDRATE PER SERVING, THE SWEETENER
BY NAME (maltitol, sorbitol, stevia, sucralose)
AND A DIRECT CALORIE COMPARISON WITH THE
STANDARD VERSION, printed BESIDE THE CLAIM
rather than on a separate sheet; where
carbohydrate load is not materially lower THAT
IS STATED IN TERMS RATHER THAN IMPLIED BY
OMISSION; and "sugar-free" and "no added
sugar" are used only on their defined conditions
and never interchangeably. Costs 334 lakh and
is THE COMMITMENT MOST LIKELY TO PREVENT
AN ACTUAL HARM

Eggless, vegan and jain made on SEPARATE
EQUIPMENT WITH SEPARATE UTENSILS AND A
DOCUMENTED CHAIN from goods inward to
display, with VALIDATED CHANGEOVER and
PHYSICALLY SEPARATED DISPLAY; a claim that
cannot be verified through our own chain is
REFUSED — 71 in Year 3; and NEAR-MISSES
RECORDED (48) alongside incidents, because in
an allergen kitchen THE NEAR-MISS IS THE ONLY
WARNING AVAILABLE BEFORE SOMEBODY IS
HARMED



Saturday
evening, an
eggless order,
the
segregated

line committed

Yesterday's
cake sold as

today's

Cream patisserie
in an open

display cabinet

Celebration-cake

concentration

Dairy cost and
the temptation

to substitute

Making it on the main bench with cleaned equipment
would ALMOST CERTAINLY BE FINE, the customer would
never know, and refusing means losing a 2,400 order

and disappointing somebody's birthday

A two-to-four-day shelf life makes unsold stock the
category's defining cost, and the invisible response
REQUIRES NOTHING MORE THAN NOT SAYING WHEN IT
WAS BAKED. Write-off at 9% instead of 4.1% takes
Year-3 profit from X2.70cr to X1.26¢r, so the incentive is

substantial

Cream-based product in a refrigerated display in an
Indian summer is a high-risk cold-chain item that a

customer cannot assess at all

30% of revenue producing 43% of gross profit; halving
that share takes Year-3 profit to ¥64 lakh — and it is
also the product where a dietary error is discovered

publicly at a celebration

A 25% rise in dairy cream and butter takes Year-3 profit
to X1.84cr, and the substitution that removes the
problem is invisible to the customer and standard in the

trade

The segregated slot is a CAPACITY CONSTRAINT
rather than a preference; dietary orders are
accepted ONLY against available segregated
capacity; and the refusal is RECORDED AND
REPORTED. The system refuses rather than
warns, because "ALMOST CERTAINLY FINE" IS
EXACTLY THE REASONING THAT PRODUCES THE
INCIDENT — and the person doing the reasoning
at eight on a Saturday IS NOT THE PERSON WHO
WILL BE AT THE TABLE WHEN THE CAKE IS CUT

BAKED-ON DATE PRINTED ON EVERY ITEM
including loose bakery, which makes re-dating
impossible BY CONSTRUCTION RATHER THAN BY
POLICY; write-off WEIGHED AND PUBLISHED at
4.1% of production value (from 9.4%) through
forecasting, BATCH BAKING THROUGH THE DAY
rather than one morning run, and END-OF-DAY
MARKDOWN rather than next-day sale — and the
date is what makes a low write-off number REAL
RATHER THAN APPARENT

The anchor's discipline: display and cold-chain
excursions COUNTED AND PUBLISHED per 1,000
batches (12.8 —» 4.2), temperature-log completion to
99.5%, a ZERO READING INVESTIGATED as a logger
failure, food safety holding display-withdrawal
authority and reporting to the promoter, and PAID
SICK LEAVE FROM DAY ONE with sick days per handler

rising 1.8 = 4.6 and relief within two hours

Daily bakery at 23% building the habit that brings a
customer back when the occasion arrives; packaged
retail at 13% and café at 9% earning without an
occasion; corporate gifting at 5% smoothing
seasonality; and the highest-margin line deliberately
carrying the TIGHTEST process discipline, which is the
correct alignment and the opposite of what cost

pressure would produce

Fat source named at FORMULATION and carried
unchanged to every customer-facing surface, so a
substitution would require changing the declaration on
every menu card, label and pack — a visible act rather
than a silent one; a genuine cost response met by
PRICE or by a STATED specification change, per the
tiffin plan's rule; contract buying on dairy; and product
mix weighted so vegetable-fat products are sold
honestly as such rather than hidden inside a premium

claim



15. SWOT Analysis

Strengths Weaknesses
e Fat source named on every product; nil misdescription e X3.32cr forgone against X2.70cr of profit
o Baked-on date on every item, part-bake disclosed e Loses the "fresh cream" premium across much of the range
e Carbohydrate and named sweetener beside every sugar- o Celebration cakes at 43% of gross profit
free claim o Two-to-four-day shelf life

e Eggless, vegan and jain on a segregated line; 71 claims
refused

o Write-off down to 4.1% and verifiable

Opportunities Threats
e Buyers purchasing for somebody with a requirement e An allergen incident on a custom cake
e Diabetic and clinical customers, badly served by the e Dairy input cost against competitors who substitute
category o Write-off in a slow festival season
o Corporate gifting buyers who ask for specifications « Rent on display-frontage locations

e Quick commerce for same-day celebration cakes

e Tightening trans-fat rules disadvantaging substitutes

16. Recommended AiSevak Tools for This Business

o Product declaration register — fat source, trans fat and allergen matrix per recipe, carried to every surface.
« Baked-on dating & part-bake flag — printed on every item, including loose bakery.

o Sugar-free disclosure builder — carbohydrate, named sweetener and calorie comparison beside the claim.
o Segregated-line scheduler — dietary capacity as a hard constraint, with refusals recorded.

o Near-miss & incident log — allergen near-misses reported alongside incidents.

o Write-off weighing & forecast tool — production value written off against forecast error.

o Contribution per unit dashboard — by line, never blended alone.

17. Key Assumptions & Notes

« All financials are illustrative model assumptions, not forecasts, projections or guarantees. Revenue, outlets,
units, per-unit economics, write-off and indicator rates are editable inputs; actual outcomes depend on catchment,

festival calendar, dairy prices and forecasting quality. Figures are in Indian rupees.

The central integrity finding is that a cake is the one food product honest about what it is, and that is
exactly why the substitutions migrate elsewhere. Nobody buying a chocolate truffle pastry believes it is health
food, so the customer arrives having already accepted the indulgence and stops interrogating everything else — and the
things he stops checking are precisely where this industry substitutes. "Fresh cream" is very often non-dairy
hydrogenated vegetable topping; "butter" is frequently margarine or bakery shortening; "baked fresh
today" describes a frozen part-bake reheated in the back; "sugar-free" means sucrose replaced by maltitol
at almost identical calories; and "eggless" is often an assurance rather than a verified segregated process.
Each substitution is cheaper, none is detectable by taste to most people, and none is a lie the customer
thought to test — because he was busy deciding whether to have the cake at all. In every other food

category scrutiny rises with the health claim; here the customer has already conceded the point, which



leaves the ingredient decisions entirely unobserved. And per this library's recurring pattern nobody
regards it as deception: the trade has used "fresh cream" for non-dairy topping for so long that most
operators believe it is simply what the phrase means.

So the things that stopped being checked are declared anyway. The fat source is named on every product —
dairy cream, dairy butter, vegetable fat or non-dairy topping — on the menu card, the display label and the packaged
label, with trans-fat content declared; the baked-on date is stated on every item together with whether it was part-
baked and reheated; and no product is described in terms the specification does not support, with declaration approval
sitting outside marketing and reporting to the promoter. Naming the fat costs ¥1.42 crore, the largest item in this
plan, because a large part of the range is then described as vegetable-fat topping rather than "fresh
cream" and the dairy products cost materially more to make. WHERE THE CUSTOMER HAS STOPPED
INTERROGATING THE PRODUCT, THE SUBSTITUTIONS MOVE TO WHAT HE NO LONGER CHECKS — so the
operator has to check on his behalf, and say what he found. Dairy designations are protected in any case:
calling a vegetable-fat topping "fresh cream" is a misdescription rather than a marketing licence, a point
the trade treats as convention and the regulations do not.

"Sugar-free" is the one claim in this category somebody makes a clinical decision on. A diabetic customer
buying a sugar-free cake for a family birthday is not indulging within a plan — he is managing a condition on the basis of
a phrase that in practice means only that sucrose was not added, while the flour is unchanged, maltitol carries roughly
three-quarters of sugar's glycaemic impact, and the calorie count is frequently identical. So every sugar-free product
declares total carbohydrate per serving, the sweetener by name and a direct calorie comparison with the
standard version, printed beside the claim rather than on a separate sheet, and where the carbohydrate
load is not materially lower that is stated in terms rather than implied by omission. It costs X34 lakh and is
the commitment in this plan most likely to prevent an actual harm.

Eggless, vegan and jain are absolutes produced on a segregated line, not assurances given at a counter.A
household that does not eat egg for religious reasons is not expressing a preference, and "we make it separately"
spoken by a salesperson is not a process — in a bakery where egg, milk, wheat and nuts share one room, the difference
between segregation and intention is measurable and usually absent. So these products are made on separate
equipment with separate utensils and a documented chain from goods inward to display, with validated
changeover and physically separated display; a claim that cannot be verified through our own chain is
refused — 71 in Year 3 — and near-misses are recorded at 48 alongside incidents, because in an allergen
kitchen the near-miss is the only warning available before somebody is harmed. The segregated line
functions as a capacity constraint that forces refusals, which is the point: a dietary claim never limited by
capacity is being made on availability rather than on process.

Yesterday's cake is written off rather than re-dated. A two-to-four-day shelf life makes unsold stock the
category's defining cost, and the invisible response — selling it as today's — requires nothing more than not saying
when it was baked. Printing the baked-on date on every item makes that impossible by construction rather
than by policy, and write-off is weighed and published at 4.1% of production value against 9.4% in Year 1,
achieved through forecasting, batch baking through the day rather than one morning run, and end-of-day
markdown. That improvement is worth roughly ¥48 lakh and is the largest operating gain available — and
the date is what makes a low write-off number real rather than apparent. Cream patisserie in an open
refrigerated display carries the anchor's full indicator discipline, with excursions per 1,000 batches falling from 12.8 to
4.2 and a zero reading investigated as a logger failure.

The economics concentrate where the risk does, and this plan aligns them deliberately. Celebration cakes are
30% of revenue and 43% of gross profit at X720 contribution per unit against 48 on a bread loaf, and they are
simultaneously the product where a dietary error does the most damage — discovered publicly, at a celebration, in front
of a family. So the highest-margin line carries the tightest process discipline, which is the correct alignment

and the opposite of what cost pressure would produce. The five commitments total X3.32 crore against 2.70



crore of PAT, so an operator without them would report roughly two and a quarter times the profit selling recognisably
similar cakes — and the difference would be visible to no customer at the counter and to exactly one at a hospital
appointment.

« Compliance and professional advice. FSSAI licensing for the central bakery and each outlet with Schedule 4 hygiene,
food-safety supervisor training, medical fitness certification, water potability and record-keeping; protected dairy
designations, under which describing a non-dairy vegetable-fat topping as "fresh cream" or a margarine product as
"butter" is a misdescription; progressively tightened trans-fatty-acid limits in fats and oils, which bear directly on
hydrogenated bakery fats; the defined and non-interchangeable conditions attaching to "sugar-free" and "no added
sugar"; the full labelling regime on the packaged range including ingredients, allergens, nutritional information, date
marking and net quantity, with allergen declaration critical where egg, milk, wheat and nuts share a kitchen; Legal
Metrology on packaged weight; fire and premises approvals per outlet; product liability insurance; GST; and EPF/ESI and
POSH. Professional advice should be taken on product descriptions and dairy terminology, sugar-free claim conditions,

allergen segregation validation and packaged-range labelling.

» Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Food Service toolkit to browse and use them all at

https://aisevak.in/verticals/foodservice — or go straight to any specific tool at https://aisevak.in/service/<tool-

name>. No signup needed to explore; each tool guides you step by step.

Prepared by AiSevak.in — a product of ABL Digital Technologies. Al-powered business services for India. This is Al-assisted guidance; figures are
illustrative and not a guarantee of results. Verify all numbers, licences and regulatory requirements with a qualified professional before relying on this

plan for binding decisions. © 2026 ABL Digital Technologies Private Limited.
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