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Overview
About Greencore’s Manton
Wood Factory
Greencore Food to Go Manton
Wood factory is the world's
largest and most sophisticated
sandwich manufacturing
facility, producing more than
three million sandwiches every
week for supermarkets,
convenience stores, garage
forecourts and coffee shop
chains. When built in 2000 it
was judged by the Times and
Royal College of Art as one of
the most desirable places to
work in the UK. Greencore
Manton Wood produces both
own label and branded
sandwiches which are
available nationwide and are
delivered to customers 7 days
a week – either directly
through Greencore’s own
delivery network or indirectly
via customers’ distribution
networks. Manton Wood is a
highly versatile and flexible
sandwich manufacturing site
producing over 900 different
sandwiches and launching
nearly 300 new lines each
year. The range consists of
twin packs, deep fills, healthy
eating, triples, wraps, sub
rolls, baps and a huge
selection of more exotic bread
carriers. 
Sandwich making is a highly
labour intensive business, and
Greencore recognises the
importance of keeping all
associates healthy, happy and
fulfilled. The Manton Wood
site, which has Investors in
People status, boasts banking
facilities, a shop, a fitness
centre, an IT training room,
and extensive communal
areas. Innovation also
stretches to the production
halls, which are spacious and
bathed in natural light from
ceiling high windows. 

In this document we outline the benefits realised at Greencore’s Manton Wood sandwich factory
following a waste prevention intervention carried out by S A Partners. The background to this
project is that S A Partners successfully tendered to WRAP and was awarded funding to work with
UK food manufacturers and retailers in order to reduce and prevent physical food waste at source.
Greencore is one of the signatories of the Courtauld Agreement – a voluntary agreement managed
by WRAP which holds members to a 5% physical waste reduction target.

The intervention was led by Dr. Keivan Zokaei who is an experienced lean advisor to a number of
multinational food and drinks manufacturers and retailers. First of all a team of senior and middle
managers was assembled from across the whole site. Table 1, illustrates the team members who
were engaged in the process. 

To begin with the team was briefed about the requirements of the project and were initially trained
in the tools and techniques required during the intervention. Engaging the right people is vital to the
overall success of the project. We have observed an “80-20 effect” where 80% of the success of the
project depends on the first 20% of the effort. This includes inviting the right facilitator with thorough
technical knowledge about waste reduction as well as interpersonal skills to lead teams, involving
the right managers from across different departments such as operations and NPD, obtaining full
commitment from the most senior managers of the company and ensuring that the requirements
and objectives are clearly communicated with the team members. In this particular case the team
at Manton Wood showed a great deal of commitment to realise the benefits. 

Subsequently, the intervention team deployed a structured approach to waste prevention which
involved diagnosis, implementation, execution and sustainment of the results following a Plan-Do-
Check-Act philosophy. We adopted a ‘learning by doing’ approach and drew upon the (incumbents’)
local knowledge as much as possible. Figure 1 illustrates the methodology and various steps
followed by the action learning team. 

Table 1. Waste reduction intervention team
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Figure 1. Methodology Followed Plan-Do-Check-Act Philosophy

The intervention team started by looking at waste at a very high level to begin with. The team
created a mass balance for the site to understand all inputs and outputs from both financial and
environmental points of view. This is sometimes regarded as System Boundary Map which is
essentially a mass-energy balance for the whole factory. As illustrated in Figure 2, the analysis
showed that there was around 7,500 tonnes of waste generated at Manton Wood factory
consisting of circa. 1,400 metric tonnes of liquid waste and circa. 6,100 tonnes of solid waste –
based on 2011-12 figures. This high level overview helped the team focus on the most significant
waste streams. For example, the largest waste stream was identified to be bread which was already
being isolated from the operation to be re-used as animal feed. However, the team decided to
explore preventing bread waste at source. The reasons for bread waste were simple. Every loaf of
bread comes with two crusts which customers don’t require. However, the crust is a natural
by-product of baking. As such the team was able to identify some of the most important aspects of
waste reduction opportunities, i.e. preventing at source. 

the Intervention
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Figure 2. The Green System Boundary Map (Mass and Energy Balance at Site Level)

Following the creation of the System Boundary Map (Figure 2), the intervention team began to
explore the key hotspots along the end to end process. The team members (through facilitation by
S A Partners) identified the key hotspots, where most physical wastes accrue, by populating a big
picture map. The following figure demonstrates the hot spot analysis map created by the team. This
map is sometimes referred to as a Green Impact Matrix. Having carried out this analysis, the team
could then easily focus on the most significant issues which are shown in red or amber in Figure 3
–in other words, the hotspots.

Figure 3. The Hot Spots Analysis Map for Manton Wood Site
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At this stage the facilitator familiarised the team with the A3 problem solving approach which is a
well recognised lean technique. In fact the A3 method is more than just a tool; it is an approach
through which the organisation learns how to learn. The name refers to an A3 piece of paper. The
team members assembled in groups and selected key hotspots in each group. Then the facilitator
mentored each team through the A3 problem solving journey. The mentor or the facilitator did not
suggest any solutions, rather created a journey for the A3 owners to find their own solutions. The
A3 owners – all experienced practitioners at Manton Wood – analysed the situation and came up
with a thorough understanding of the root causes of the waste problems. This forms the left hand
side of the A3. Then the A3 owners suggested suitable countermeasures and applied those solutions
following the Plan-Do-Check-Act cycle, eliminating those countermeasures which proved unworthy
during the “Check” phase. This eventually led the team to find out what are the best available coun-
termeasures to eliminate the physical waste at source. This forms the right hand side of the A3. The
teams carried out detail cost benefit analysis as part of their A3 problem solving approaches and
created a business case for implementation and execution of the appropriate countermeasures.

Figure 4. The A3 Approach to Problem Solving

Figure 4, demonstrates a sample template for applying the A3 method. There are many different
templates for applying the A3 which can all equally result in good findings. But one should be
careful not to use A3’s as a template. The approach requires deep knowledge of lean thinking,
depends on local process knowledge and most importantly requires a great deal of experience on
the side of the mentor (or sponsor) to guide the A3 “problem owner” through a successful journey
of discovery and execution. The A3 method is not a tool, rather a way of thinking which encapsulates
a rigorous routine for learning.

At Manton Wood, the intervention team embarked upon 11 different A3 projects with significant
benefits. Table 2, demonstrates the results of a number of these A3 projects which have been



Case Study >>> 

Waste Prevention Project at Greencore 
Case Study Report

the Intervention cont

verified through the “CHECK” stage and have been taken forward into full implementation, i.e.
trials are being carried out to ensure the COUNTERMEASURES are effective and to quantify the
exact benefits of the proposed countermeasures in practice. Please note that these are annualised
benefits projected for the next 12 months but based on the volumes and measurements related to
the most recent (past) 12 months – illustrated in terms of Tonnes of waste prevented at source.

Table 2. Summary of Potential Savings Projected through Trials (according the “Check” stages of
the A3’s

As illustrated in Table 2, the intervention team managed to implement changes that are projected
to save nearly 950 tonnes of waste in annualised terms. Just for fun, from the total tonnes of waste
reduced, some contextual comparisons can be mad. The team have reduced waste that, in terms
of weight, is the equivalent of 5 million (190g) sandwiches or 680 mini cooper cars or 24 fully loaded
40-tonne lorries or 2 fully laden jumbo jets. Clearly these are impressive numbers, especially when
one considers the recent report by the Institute of Mechanical Engineers which estimated that 30–
50% (or 1.2–2 billion tonnes) of all food produced on the planet is lost even before reaching a
human stomach along the food supply chain. These figure are of course lower in modern food
production facilities with advanced technologies such as the Manton Wood site. However, it also
shows what can be achieved through continuous innovation when a group of enthusiastic
practitioners come together to find opportunities for improvement. 

the Conclusions and Benefits
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The level of participation and engagement at Manton Wood site was very high, despite great demand
from day job and busy schedule of production to keep. More importantly the team members have
begun to use the thinking and the techniques for waste prevention in their own areas with no
further support or minimal support from SA Partners. Moreover, a “waste reduction meeting” is held
every day to ensure continuity of actions. The A3 owners take turn to present at the meeting and
there is a dedicated chair person who can monitor progress and address any cross departmental
issues. Moreover, each A3 has got a mentor/sponsor who is usually the direct manager to the A3
owner. The whole site is engaged in this new way of thinking and several workshops have been held
to train staff and to inform them about approaches and progress. Team members are increasingly
aware of the need to use analytical thinking to assess the situation (current state) as well as
deployment of quantification tools for improvement (future state). The focus is on doing the right
things rather than doing the wrong things righter. Therefore the emphasis is on learning problem
solving and scientific management rather than the actual immediate benefits. 

For further information contact
keivan.zokaei@sapartners.com 


