
Food waste is being managed as a waste management issue —
rather than as a procurement, operational and profitability
issue.
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From waste bin to
business case

 

A  T h e o r y  o f  C h a n g e  f o r  r e d u c i n g
f o o d  w a s t e  i n  h o s p i t a l i t y  —  f r o m
a 2 0 0 ‑ r o o m  h o t e l ' s  o v e r f l o w i n g  b i n s
t o  a  b o a r d r o o m  c o n v e r s a t i o n  a b o u t
p r o c u r e m e n t ,  p r o f i t  a n d  b e h a v i o u r .

T H E  R E F R A M E  A T  T H E  H E A R T  O F  T H I S  C A S E
S T U D Y  



01 The problem WHAT ARE WE TRYING TO CHANGE?

A  2 0 0 ‑ r o o m  h o t e l  r u n s  a  r e s t a u r a n t ,
b r e a k f a s t  b u f f e t ,  b a r ,  f u n c t i o n s  a n d  r o o m
s e r v i c e .  F o o d  c o s t s  k e e p  c l i m b i n g ,  b u t  t h e
b u s i n e s s  h a s  a l m o s t  n o  v i s i b i l i t y  i n t o  h o w
m u c h  o f  w h a t  i t  b u y s  e n d s  u p  i n  t h e  b i n .

—

—

—

—

—

—

—

—

—

W h y  i t ' s  b e i n g  w a s t e d

T h e  p u r c h a s e  v a l u e  o f  w a s t e d  f o o d

W h e r e  i n  t h e  o p e r a t i o n  t h e  w a s t e  o c c u r s

H o w  m u c h  f o o d  i s  a c t u a l l y  b e i n g  w a s t e d

H o w  s t a f f  b e h a v i o u r  i n f l u e n c e s  t h e  r e s u l t

W h e t h e r  p r o c u r e m e n t  p r a c t i c e  i s  a
c o n t r i b u t o r

W h a t  t y p e s  o f  f o o d  a r e  m o s t  c o m m o n l y  w a s t e d

W h e t h e r  p o r t i o n  s i z e  o r  m e n u  d e s i g n  i s  a
c o n t r i b u t o r

T h e  t r u e  c o s t  o n c e  p u r c h a s i n g ,  p r e p  a n d
d i s p o s a l  a r e  c o m b i n e d
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02 Stakeholders WHO INFLUENCES THE OUTCOME

F o o d  w a s t e  c a n ' t  b e  " o w n e d "  b y  t h e
s u s t a i n a b i l i t y  m a n a g e r  a l o n e .  M a p p i n g  w h o
t o u c h e s  i t  —  a n d  h o w  —  s h o w s  t h e  s t r a t e g i c
t h i n k i n g  b e f o r e  a  s i n g l e  i n t e r v e n t i o n  i s
p r o p o s e d .

KITCHEN & OPERATIONS GUEST & DEMAND SIDE STRATEGIC & EXTERNAL

Kitchen team
P r e p a r a t i o n

&

p r o d u c t i o n

b e h a v i o u r s

F&B manager
S e r v i c e ,

p o r t i o n s ,

b u f f e t

m a n a g e m e n t

Executive chef
 

Housekeeping / ops
S e p a r a t i o n  &
w a s t e
s y s t e m s

Guests
 

Suppliers
P a c k  s i z e s ,

d e l i v e r i e s ,

s e a s o n a l i t y

Events team
 

Food rescue organisations
R e d i s t r i b u t i o n

Finance
F o o d  c o s t  &

f i n a n c i a l

m e a s u r e m e n t

Procurement
S u p p l i e r s ,

q u a n t i t i e s ,

s p e c i f i c a t i o n s

Waste contractor
C o l l e c t i o n  &
r e p o r t i n g

General manager
 

Sustainability lead
M e a s u r e m e n t ,

s t r a t e g y ,

c e r t i f i c a t i o n

Certification bodies

 

M e n u ,
o r d e r i n g ,
p r o d u c t i o n

F o r e c a s t i n g

&  f u n c t i o n

n u m b e r s

P l a t e w a s t e  &
c o n s u m p t i o n

R e q u i r e m e n t s
&  v e r i f i c a t i o n

L e a d e r s h i p ,
t a r g e t s ,
r e s o u r c e s
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03 Baseline UNDERSTAND BEFORE ACTING

 

C r o s s  i t  w i t h  o p e r a t i o n a l  d a t a  t o  g e t  m e t r i c s
a  G M  a c t u a l l y  r e a c t s  t o :

Weight alone isn't the story.

est. $ wasted / cover

kg food waste / guest night kg food waste / cover

waste as % of food purchased

$ food purchased / cover

D o n ' t  t e l l  t h e  b u s i n e s s  w h a t  t o  c h a n g e  y e t .
A  r e p r e s e n t a t i v e  m a n u a l  f o o d ‑ w a s t e  a u d i t
s e p a r a t e s  t h e  b i n  i n t o  s i x  c a t e g o r i e s  —  t h e n
c o n n e c t s  t h e  k i l o s  t o  c o v e r s ,  o c c u p a n c y ,
m e n u  a n d  i n v o i c e s .

CATEGORY 01

CATEGORY 04

CATEGORY 02

CATEGORY 05

CATEGORY 03

CATEGORY 06

Spoilage Preparation loss Overproduction 

Buffet waste Plate waste Unavoidable
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04 Root cause WHY IS FOOD BECOMING WASTE?

T h e  m o s t  i m p o r t a n t  s e c t i o n .  T a k e  o n e
o b s e r v a t i o n  —  l a r g e  q u a n t i t i e s  o f
p a s t r i e s  d i s c a r d e d  a f t e r  b r e a k f a s t  —  a n d
r e s i s t  t h e  u r g e  t o  j u m p  s t r a i g h t  t o
" r e d u c e  p a s t r i e s . "

WHY?

WHY?

WHY?

WHY?

T h e r e ' s  n o  a g r e e d  r e p l e n i s h m e n t
p r o t o c o l .

B r e a k f a s t  p r e s e n t a t i o n  r e q u i r e s  t h e
b a s k e t  t o  l o o k  f u l l .

W a s t e  h a s n ' t  h i s t o r i c a l l y  b e e n
m e a s u r e d ,  s o  n o  o n e  h a s  h a d
r e a s o n  t o  w r i t e  o n e .

S t a f f  r e p l e n i s h  t h e  b a s k e t  t o  a  v i s u a l
s t a n d a r d ,  n o t  t o  r e m a i n i n g  g u e s t
n u m b e r s .

THE INTERVENTION THIS ACTUALLY POINTS TO

Smaller display baskets, with staged replenishment through the

final 45 minutes of breakfast — an operational and behavioural

fix, not a "waste" fix.
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05 Strategy THE WASTE HIERARCHY, BUILT INTO OPERATIONS

F i v e  p i l l a r s ,  d e l i b e r a t e l y  o r d e r e d  s o  t h e
b i g g e s t  l e v e r  s i t s  a t  t h e  t o p .  R e c y c l i n g
a n d  r e c o v e r y  —  t h e  d e f a u l t  f i r s t  i n s t i n c t
—  s i t  n e a r  t h e  b o t t o m  o n  p u r p o s e .

Reduce

Recover

Prevent

Redistribute

Measure
R u n s  u n d e r n e a t h  a l l  f o u r  —  a u d i t s ,
c o n t i n u o u s  m e a s u r e m e n t ,  K P I s ,
c e r t i f i c a t i o n  e v i d e n c e ,  r e p o r t i n g

T h e  q u e s t i o n  i s n ' t  " h o w  d o  w e  r e c y c l e  o u r  f o o d  w a s t e ? "  

I t ' s  " h o w  d o  w e  a v o i d  c r e a t i n g  i t  i n  t h e  f i r s t  p l a c e ? "

O r g a n i c s  c o l l e c t i o n  ·  c o m p o s t i n g  /  F O G O
·  o t h e r  a p p r o p r i a t e  r e c o v e r y

S a f e  r e u s e  ·  s t a f f  m e a l s  w h e r e
a p p r o p r i a t e  ·  f o o d  r e s c u e  &  d o n a t i o n

P o r t i o n  s i z e  ·  p r o d u c t i o n  p l a n n i n g  ·
b u f f e t  m a n a g e m e n t  ·  p r e p  p r a c t i c e

F o r e c a s t i n g  ·  p r o c u r e m e n t  ·  m e n u
e n g i n e e r i n g  ·  i n v e n t o r y  m a n a g e m e n t
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06 Execution STRATEGY BECOMES ACTION

T h i s  i s  w h e r e  t h e  c a s e  s t u d y  p r o v e s
i m p l e m e n t a t i o n ,  n o t  j u s t  r e c o m m e n d a t i o n s .

FINDING INTERVENTION OWNER MEASURE

B r e a k f a s t
o v e r
p r o d u c t i o n

E v e n t
l e f t o v e r s

P o o r
s e p a r a t i o n

S t a f f
u n a w a r e
o f  c o s t s

H i g h
b r e a d
w a s t e

L a r g e  p l a t e
w a s t e

V e g e t a b l e
s p o i l a g e

W e e k l y
w a s t e
d a s h b o a r d

S t a g e d  b u f f e t
r e p l e n i s h m e n t

R e v i e w
p o r t i o n
s i z e

R e d e s i g n
b i n
s t a t i o n s

P u r c h a s i n g
f r e q u e n c y
r e v i e w

I m p r o v e
g u e s t ‑ n u m b e r
f o r e c a s t i n g

S m a l l e r
b a s k e t s ,
r e f i l l  o n
d e m a n d

Chef

Chef

Events

Operations

F&B Manager

Chef / Procurement

Restaurant Manager

$ spoilage

kg / event

$ waste / week

kg buffet waste

kg / 100 covers

contamination %

plate waste / cover
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07 Behavioural change KNOWING ISN'T THE SAME AS DOING

T e l l i n g  c h e f s  t o  " r e d u c e  w a s t e "  d o e s n ' t  w o r k
i f  t h e  o r d e r i n g  s y s t e m  k e e p s  o v e r ‑ b u y i n g  f o r
t h e m .  T h i s  i s  w h e r e  C O M ‑ B  ( C a p a b i l i t y ,
O p p o r t u n i t y ,  M o t i v a t i o n  )  e a r n s  i t s  p l a c e .

Capability

D o  I  k n o w
w h a t  I ' m
s u p p o s e d  t o
d o ?

Opportunity

D o e s  t h e
s y s t e m  m a k e
i t  e a s y  t o  d o
i t ?

Motivation

D o  I
u n d e r s t a n d
w h y  i t
m a t t e r s ?

Make it easy

Make it visible

Give feedback

Create ownership

Make cost tangible N o t  

A  w e e k l y
d a s h b o a r d :  

K i t c h e n  a n d  F & B  t e a m s  s e t  t h e i r  o w n
r e d u c t i o n  a c t i o n s .

S h o w  t e a m s  t h e i r  o w n  p e r f o r m a n c e ,
r a t h e r  t h a n  d a t a  t h a t  d i s a p p e a r s  i n t o
a  r e p o r t .

C o r r e c t l y  p o s i t i o n e d ,  c l e a r l y
d e s i g n e d  w a s t e  s t a t i o n s  —  n o t  a
2 0 ‑ m e t r e  w a l k  t o  t h e  o r g a n i c s  b i n .

"37kg wasted" — "yesterday's waste was ~$280 of
purchased food." 

"Last week we
discarded $1,240 of
food."
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08 Theory of change THE FULL ARC, IN ONE FLOW

P r o b l e m ,  t h r o u g h  i n p u t s  a n d  a c t i v i t i e s ,  t o
o u t p u t s ,  b e h a v i o u r ,  b u s i n e s s  r e s u l t s  a n d  —
u l t i m a t e l y  —  a  d i f f e r e n t  k i n d  o f  e v e r y d a y
d e c i s i o n ‑ m a k i n g .

INPUTS

PROBLEM

OUTPUTS

ACTIVITIES

BEHAVIOURAL 
OUTCOMES

F o o d  i s  b e i n g  p u r c h a s e d  b u t  n o t
c o n s u m e d

L e a d e r s h i p  ·  s t a f f  ·  p r o c u r e m e n t  &  w a s t e
d a t a  ·  m e n u s  ·  t e c h n o l o g y  ·  s u p p l i e r s  ·
w a s t e  c o n t r a c t o r s  ·  e x p e r t  s u p p o r t

W a s t e  a u d i t  ·  p r o c u r e m e n t  &  m e n u
a n a l y s i s  ·  s t a f f  e n g a g e m e n t  ·  r o o t  c a u s e
a n a l y s i s  ·  o p e r a t i o n a l  r e d e s i g n  ·  t r a i n i n g
·  m o n i t o r i n g

LONG-TERM 
IMPACT

BUSINESS 
OUTCOMES

S t a f f  m e a s u r e  w a s t e  ·  c h e f s  a d j u s t
p r o d u c t i o n  q u a n t i t i e s  ·  p r o c u r e m e n t
r e s p o n d s  t o  r e a l  d e m a n d  ·  m a n a g e r s  r e v i e w
w a s t e  d a t a  r o u t i n e l y

B a s e l i n e  e s t a b l i s h e d  ·  h o t s p o t s  i d e n t i f i e d
·  p r o c e d u r e s  c h a n g e d  ·  s t a f f  t r a i n e d  ·
K P I s  i n t r o d u c e d  ·  p r o c u r e m e n t  &  m e n u
a d j u s t e d

↓  p u r c h a s i n g  c o s t s  ·  ↓  f o o d  w a s t e  ·  ↓
d i s p o s a l  c o s t s  ·  ↑  f o o d  u t i l i s a t i o n  ·  ↑
o p e r a t i o n a l  e f f i c i e n c y  ·  ↑  c e r t i f i c a t i o n
p e r f o r m a n c e

A  h o s p i t a l i t y  o p e r a t i o n  i n  w h i c h
p r e v e n t i n g  f o o d  w a s t e  b e c o m e s  p a r t  o f
e v e r y d a y  c o m m e r c i a l  d e c i s i o n  m a k i n g  —
r a t h e r  t h a n  a  s t a n d  a l o n e  s u s t a i n a b i l i t y
i n i t i a t i v e .



WHY THIS FRAMEWORK

Not "how did we sort and weigh
the bins" 
But how an organisation created
change.

PROBLEM INTERVENTION BEHAVIOUR OUTCOME IMPACT IMPACT DRAGONFLY — CASE STUDY FRAMEWORK →  →  →  → 
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T H E  L O O P ,  N O T  A  L I N E  —  a  h o t e l  d o e s n ' t  " s o l v e "
f o o d  w a s t e  w i t h  o n e  a u d i t .  M e a s u r e  →  u n d e r s t a n d
→  a c t  →  e n g a g e  →  m e a s u r e  a g a i n  →  a d a p t .  T h e
f i r s t  a u d i t  s e t s  t h e  b a s e l i n e ;  t h e  s e c o n d  t e l l s
y o u  w h e t h e r  t h e  i n t e r v e n t i o n  w o r k e d .


