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1
The Cottage-Food Fulfillment Map

Figure 1. One oven, prep counter, and fridge cap the unsystematized baker at 30–50 orders
a month: of 35 inbound orders only 22 are accepted and 18 delivered, and pushing past the
ceiling breaks quality into weekend collapse, missed pickup windows, and burnout
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1.1 The Saturday That Breaks You

Every home baker who has been at this for more than a year has the same Saturday

story. Twenty-two orders due between 10 AM and 2 PM. You started baking Wednes-

day night. Sugar cookies for a baby shower, two birthday cakes, four dozen macarons,

a loaf of sourdough that someone asked for ”as long as you’re already baking.” The

orders came in over two weeks of Instagram DMs, none of which you screenshotted,

two of which had pickup times you confirmed at 11 AM, but actually you have a kid’s

soccer game at 1115 across town.

By Saturdaymorning, you have not slept enough. You are running on coffee and dough

fumes. The first customer is fifteen minutes early. You hand off two boxes through the

side door in your pajamas. The next customer is forty minutes late and brings their

dog into your driveway. By noon, the macarons that were supposed to set for an hour

have not set and one buyer mentions they look ”a little soft” with a polite smile that you

will replay for three days.

You ship 19 of the 22 orders. The other three you remake on Sunday. You text apolo-

gies. You refund one. Two of the buyers leave four-star reviews on your Facebook

page that mention ”a little rushed” or ”had to wait.” You make about $680 in revenue

for 28 hours of work across four days, before flour, butter, sugar, packaging, and the

gas it took to do two emergency runs for parchment paper.

That math— $24/hour gross, before ingredients, before taxes— is the math that every

home baker hits somewhere between order count 12 and order count 25 per week. It

is not a marketing problem. It is not a pricing problem. It is an operations problem,

and it sits at the intersection of three constraints you will hit at almost exactly the same

time.

30–50
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the typical order-count ceiling per month where unsystematized home bakers
stall, regardless of demand — the constraint is fulfillment, not interest1

1.2 The Three Constraints Nobody Tells You About

There are three real ceilings on a home baking business, and you will discover them in

this order:

1. Physical capacity: one oven, one fridge, one prep counter. You can bake roughly

12–16 dozen cookies in a 6-hour Saturday, or 4–6 cakes, or some combination

thereof.

2. Pickup-window capacity: customers show up over a 3–4 hour window. Stack

more than 5–6 pickups per hour and you cannot actually hand off boxes, answer

questions, and accept payment without 10-minute waits forming in your driveway.

3. Communication capacity: every Instagram DM, text, and ”quick question” thread

takes 4–7 minutes round-trip. Twenty active orders is 80–140 minutes of commu-

nication per week before you have mixed a single batch.

The third one is the silent killer. New bakers think they have a baking-capacity problem.

They actually have a communications-and-pickup problem. Solve those two and your

baking capacity grows by 30–40% without buying a single new appliance, because

you stop burning hours on text threads and surprise driveway visits.

Key Insight

Treat your baking, your pickup window, and your inbound communication as

three separate streams, each with its own capacity limit. Most home bakers

measure only baking output (”I made 24 dozen this weekend”) and ignore the

other two streams until the weekend collapses. The cottage food businesses

1Castiron, “2024 Home Baker Operations Benchmark.”
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that scale past the 30-order ceiling are the ones that built systems for all three

streams, in parallel, before they hit the wall.

1.3 Where the Money Actually Lives

The dirty secret of home baking is that the revenue per hour is mediocre on first-time

customers and excellent on repeat customers. A new customer takes 30–45 minutes

of communication overhead (clarifying their order, confirming pickup, answering ”can

it be gluten-free” questions). A repeat customer takes 4–6minutes (a DM saying ”same

as last time, Saturday 11 AM pickup, thanks!”).

Customer Type Comm Time Effective $/hour

First-time custom order 35–50 min $18–$26

First-time menu item (standardized) 8–12 min $32–$48

Repeat custom order 12–18 min $38–$58

Repeat menu item 4–6 min $48–$72

Holiday pre-order from past customer 2–4 min $58–$85

The economics are unambiguous: a home baker whose business is 70% repeat cus-

tomers ordering standardized menu items earns roughly 3x per hour what a baker who

is 70% new-customer custom work earns. The whole point of this book is to engineer

your operation so that, six months from now, you are running mostly the bottom three

rows of that table instead of the top two.

1.4 The $4K-a-Month Plateau

There is a specific revenue plateau that home bakers stall at. It sits around $3,800–

$4,400 per month gross, before ingredients and packaging. The cause is almost al-
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ways the same: 30–40 hours per week invested across baking + comms + pickup, with

no time left to design a better system. You are working at the ceiling, which is exactly

why you cannot break through it.

$3.8K–$4.4K/mo
the typical gross revenue plateau for ad-hoc home bakers, where physical,

pickup, and communication ceilings combine before systematization2

Breaking through the plateau requires three changes, each of which this book covers

in detail:

• Move fromcustom-everything to a smallmenu of standardized items Chapter 4

• Move from ”DMme anytime” to scheduled orderwindowswith cutoffs Chapters

4 and 5

• Move from ”text me when you are here” to structured pickup slots Chapter 5

Warning

The plateau is not a sign that you should expand to a commercial kitchen, hire

help, or rent retail space. Thosemoves all multiply costs faster than theymultiply

revenue. The plateau is a sign that your current operation needs better systems,

not more capacity. Most home bakers who jump to commercial kitchens prema-

turely are back to the same plateauwithin 6months, only nowwith $1,800/month

in rent.

1.5 What ”Calm Pickup” Actually Means

The phrase in the subtitle of this book is deliberate. The default state of a home bak-

ing pickup is not calm. It is a customer arriving in your driveway, you in flour-dusted
2Castiron, “Home Baker Income Survey,” 2024.
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clothes, your dog barking, a kid asking what is for lunch, and the customer trying to

figure out where to park while you scan the table for the right box with their name on it.

Two minutes of mild stress per customer, six customers, twelve minutes of mild stress,

and you are exhausted by 1 PM without having baked anything.

Calm pickup means the customer arrives at a specific time you both agreed to, finds

the box already labeled on a clearly-designated table, taps a single confirmation, and

leaves. You wave from the kitchen window. Total interaction time: 30 seconds, not five

minutes. Across 20 pickups, that is 90 minutes back in your weekend. The system in

Chapters 3, 5, and 6 is engineered to produce that interaction every time.

Pro Tip

Before you read another chapter, do this single exercise: write down the last

10 orders you fulfilled and, for each, the total time you spent on communica-

tion DMs, texts, calls), pickup coordination (confirming time, sending address,

handing off the box), and follow-up (thank-you, asking for review, answering

”did you like it?” questions). Be honest. The average will land somewhere be-

tween 22 and 38 minutes per order, not counting baking. That number is the

budget the system in this book is going to reclaim.

Get the complete book — https://shop.pragma.vision
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