Brightpath Consulting · Case study
Northgate Logistics cuts late deliveries by 41%
Route planning and dock scheduling for a regional carrier
	The challenge
Northgate Logistics runs 180 trucks from four depots across the Midwest. Routes were planned by hand each evening, and dock slots were booked by phone. Late deliveries had climbed to 14% and two large retail customers had started charging penalties.
Our approach
1. Mapped the planning process with dispatchers at all four depots in two weeks
1. Replaced spreadsheet routing with a route optimization tool tuned to Northgate’s delivery windows
1. Introduced online dock booking for suppliers, with 30-minute slots
1. Trained 22 dispatchers and set up a weekly on-time review
The results
Within six months on-time delivery reached 92%, and penalties stopped. Trucks drive fewer empty miles, so the fleet absorbed 9% more volume without new vehicles.
“We stopped firefighting every morning. Dispatchers now plan the next day in an hour instead of an evening.”
Erin Malloy, VP Operations, Northgate Logistics
What happens next
Northgate is extending online dock booking to its two new depots in 2027, and Brightpath is supporting a pilot of electric trucks on the shortest urban routes.
	
	At a glance
41%
fewer late deliveries
$1.2M
annual fuel and penalty savings
5.8×
first-year return on fees
16 wks
from kickoff to go-live
Client
Northgate Logistics
Transportation and logistics
620 employees, 180 trucks
Services
Operations strategy, process redesign, change management
Contact
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sam.rivera@brightpath.example
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