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• Lean thinking is about reducing waste and
enhancing value to end consumers. 
Although it is rooted in the Toyota 
Production System, it has been adopted 
across many industries

• Lean thinking and environmental 
sustainability overlap and are mutually 
reinforcing 

• Integrating lean and green enables 
organisations to turn environmentally 
driven pressures into business 
differentiators

• Lean and Green is about profitable
sustainability

• Lean and Green provides structured 
methods for environmental managers
while at the same time re-invigorates the 
continuous improvement efforts with a 
new purpose

For further information, contact
Keivan Zokaei
kevian.zokaei@sapartners.com
+44 (0) 7966299598

What is 
Lean & Green?
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Some of the benefits you can get when you appoint us as
your lean & green partner
Deliver rapid improvements and quick wins by doing lean and 

green across you processes as well as across the whole 
supply chain

Create your own road map for your lean and green journey

Be able to mobilise your organisation around the theme of sustainability
and release people’s potentials

Realise bottom up improvements which will exceed your 
expectations

Benefits

!

!

Environment is Free; But its NOT a gift
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“The lean and green intervention was well structured and helped identify
opportunities. I was astounded and very impressed by the results.”
Alex Home, Process Manager. Arla Foods



Creating a Lean & Green Business System
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The Lean & Green Book

Co-authored by Keivan Zokaei, Hunter Lovins, Andy Wood and Peter Hines.
Foreword by Jonathon Porritt and Doc Hall:
If you want to become greener, you can just focus on profit. Even better, if you want
to become radically more profitable you need to do precisely the same things you
would do if you were scared to death about climate change.
Lean and green is about a new way of thinking. To do a lot more with a lot less, to
boost your improvement efforts and to create a positively charged work
environment. Its about unlocking the greatest profit potential in your company.
Like lean thinking, greening your business is not just a “nice to have”—it is now
“must have”. It is a key economic driver for many forward-looking firms. This book
is explains how leading organisations are realise synergies between lean and green
and understand how to expand the lean and continuous improvement concepts
and tools to boost innovation for a greener and more profitable future for your
business. Case studies are from a diverse set of industries including retail,
service, manufacturing, food and drinks and automotive. Companies such as
Tesco, Toyota, Adnams, Marks and Spencer and MAS. This book extends lean and
green well beyond tools and techniques, and looks at the real Toyota Way.

Adopt a holistic 
approach to creating
a lean and green 
business. Learn from
companies such as
Tesco, M&S, Toyota, 
Adnams and MAS.

“This is an incredible guide book for the
why’s and how’s of Lean and Green. The
chapters about Adnams, Tecso, and
Marks and Spencer provide exceptional
accounts of the possibilities that await
those who venture into the unchartered
waters of seeing systems and not parts.”
Bill Bellows, Pratt & Whitney

“Creating a Lean and Green Business
System” looks closely at the role of
progressive companies in rising to today’s
sustainability challenges. It provides a
sharp, evidence-based celebration of some
of the best companies out there today,
contributing more than their fair share to
the pursuit of a more sustainable world.”
Jonathon Porritt, Advisor to the Prince of Wales



Our Approach

Assessment: L&G Maturity Assesment
Entry level for companies intending to understand their level of maturity and to design their own L&G Journey
Typical benefit: 
- Identify key opportunities and potential quick fixes
- Creating a roadmap for your L&G journey
Typical investment: 
2-5 days intervention

L&G Maturity 
Assesment

L&G Process 
Intervention

L&G Coach 
Programme

Integrate lean and green across different levels of your organisation

Intervention: L&G Process Intervention
Option 1: In-house Lean & Green Kaizen Blitz
Typical benefit: 
- 10-30% of utility bill
Typical investment: 
10-20 days intervention
(Case studies: ARLA and Greencore)

Option 2: Supply Chain Improvement
Typical benefit: 
- 5-12% of the trading value
Typical investment: 
- 20-30 days intervention
(Case study: Marks and Spencer)

Training: L&G Coach Programme

L&G Awareness

L&G Member

L&G Leader
L&G Coach

Master
L&G Coach

A flexibly structured integrated
Lean training programme
Delegates can enter 
the programme at 
the level most 
appropriate to them

or Delegates can
progress through the
programme as their
role and career
changes over time

Our Type 1 Offering
S A Partners deliver training to any or all of the 5
programme levels. This training may or may not be
accredited to the LERC Lean Competency System,
depending on what the client wants. The
accreditation option requires delegate competency
assesment. Successful delegates are awarded a
certificate recognising their achievement. 

Our Type 2 Offering
S A Partners helps clients to design and develop a
cohesive and comprehensive lean training system
tailored to their particular context. They can later
chose to submit this for accreditation through the
LERC Lean Competency System. S A Partners are
able to support this process



Our Approach

Training: L&G Coach Programme in detail

Lean and
Green Coach

Level
Typically 

who? LCS Belt Estimated con-
tact days

Skills 
acquired

Content 
Focus

L&G     
Awareness

Anyone and
everyone 1a White Belt 2 (classroom)

Awareness of
Lean & green.
Ability to relate
to the lexicon

Lean & green
principles

L&G Team
Member

Someone
participating in
Lean & green
improvements

1b Yellow Belt 5 (classroom)

A systematic
approach to
improvement

activity

Lean & green in
action

L&G Team
Leader

Someone charged
with leading

Lean & green
improvements

1c Green Belt 5 (classroom) +
5 (practical)

An ability to
implement Lean

& green at a
project level

How to conduct
Lean & green
improvements

L&G Coach

Someone whose
role is Lean

& green
improvement

2a Black Belt 5 (classroom) +
20 (practical)

An ability to
create Lean &

green at a
process level

and transfer that
ability to others

How to conduct
Lean & green
improvements
and develop

skills to coach
others

L&G Master
Coach

Someone whose
role is to

transfer Lean &
green to other
departments,
sites, regions
or  divisions

2b Master Black
Belt

5 (classroom) +
5-20 (practical

An ability to
implement Lean

& green at a
programme level

How to design
Lean & green
interventions
and to coach

others

Certification
All courses can be accredited by
Cardiff University. The Lean Enterprise
Research Centre (LERC) at Cardiff
University  has developed an
internationally-recognised
Lean Competency System (LCS). 



Case Study >>> 

Arla Foods
the Client

Arla Foods UK PLC supplies a full range of fresh dairy products to the major retailers and
foodservice customers. Arla has the UK dairy industry’s largest milk pool, comprising of
3,200 farmers spread throughout the country. Arla is home to some of the UK’s leading
dairy brands, such as Cravendale, Anchor, Lurpak and Tickler. Not only is Arla the UKs
largest dairy company, by turnover and milk pool, it is the also top supplier of both butter
and spreads and cheese in the country.

The intervention team began by looking at waste at a very high level through the creation
of a mass balance (or system boundary map) of all inputs and outputs. This allowed the
entire site to understand the opportunity for improvement from both financial and
environmental points of view. The intervention team then explored the key hotspots (the
points at which most physical wastes accrue) along the end to end process by populating
a big picture map (or a green impact matrix). A series of improvement projects were
developed as a result.

• Changes were made that are projected to save more than 2,600 tonnes of waste in 
milk equivalent terms on annualised project basis. This is the equivalent of around 
4.5 million average retail size bottles of milk or 83 fully loaded 30 ton lorries or 5 fully
laden jumbo jets.

• The team now fully versed on the A3 problem solving technique

Download the full case study at www.sapartners.com/case-studies/

the Approach

the Results

Waste Prevention Project in one of Europe’s largest dairies belonging to
ARLA Foods, where the lean & green intervention saved waste equal to
4.5 million bottles of milk.

“Working in cross functional teams was an eye-opener. It is important to take time to do
this. Instead of fire-fighting we are tackling the root causes systematically. The A3 approach
was particularly powerful. We would like to retain the Green Impact Matrix brown paper
map and continue to work on it”
Magnus Sojberg, Senior Project Manager



Case Study >>> 

Greencore
the Client

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.
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 (through their customer’s distribution
networks).

The intervention was led by Keivan Zokaei who is an experienced lean and green advisor
to a number of multinational food and drinks manufacturers and retailers. First of all a
team of senior and middle managers were assembled from across the whole site. The
intervention team began by looking at waste at a very high level through the creation of a
mass balance (or system boundary map) of all inputs and outputs. This allowed the entire
site to understand the opportunity for improvement from both financial and
environmental points of view. The intervention team then explored the key hotspots (the
points at which most physical wastes accrue) along the end to end process by populating
a big picture map (or a green impact matrix). A series of improvement projects were
developed as a result.

• The intervention team managed to implement changes that are projected to save 
nearly 950 tonnes of waste in annualised terms. This is the equivalent of 5 million 
(190g) sandwiches, 680 mini cooper cars, 24 fully loaded 40-tonne lorries, or, 2 fully 
laden jumbo jets.

• A daily waste removal meeting has been implemented to ensure that the gains are 
sustained and that new opportunities for improvement are exploited.

Download the full case study at www.sapartners.com/case-studies/

the Approach

the Results

Saving Two Fully Laden Jumbo Jets Worth of Material. Waste Prevention
Intervention (Lean and Green) at the World’s Largest Sandwich Factory



Case Study >>> 

the Methodology

A team of executives from different functions along the supply chain was assembled to
carry out “mapping” and identify key opportunities for improvement. They looked at the
flow of the product in the supply chain from raw material production to product
manufacturing to distribution and sales throughout the UK. A single Stock Keeping Unit (i.e.
single line) was selected and the process was mapped in detail. A core team of  executives
followed lean thinking principles to identify waste and inefficiencies looking at both the
physical and information flows. Some of the biggest gains along the chain were hidden in
information flows such as generating and managing orders and communications which led
to great waste reduction. The team went to the “work place” as much as possible, e.g.
visited the manufacturing shop floor, retail store, distribution centres. The diagnostic phase
took around 10 days over less than two month.

Following a thorough analysis of the existing operations, the team identified the following
key opportunities for improvement (sometimes by comparing the results to world class
approaches using S A Partners knowledge of retail chains).

• Many product specifications were misaligned to the needs of the customer (both 
immediate customers in the chain as well as the final consumer). There were
many “quick wins” in this space eg creating a 5-10% saving in meat costs by 
reducing giveaway.

• The product had a short life in the market. By reducing the time to market, the 
retailer was able to reduce costs significantly eg 10% lower in store waste and 
3% higher sales from higher availability.

• Reducing the number of touches in the supply chain. The team identified that 
the product was touched 43 times between manufacturing and the store, only 5 
of which were adding value from the end customer’s point of view. The team de
signed a new supply chain operation which reduces the number of touches to 29.

• Reducing demand distortion / amplification. Variation in demand (variation 
around mean) for this specific product at the retail end was only 26%. However, 
for the same product, variation in production of raw material at raw materials 
producer was 44%. This demonstrated great deal of “demand amplification” 
along the supply chain. Better joined up planning, promotional planning and 
control of inventory planning factors led to higher on shelf availability, higher 
labour productivity and cheaper purchasing of raw materials.

• Optimising store ranging and tray size create a more stable ordering pattern and 
reduces waste in store and increased sales.

the Current State Analysis

Lean and Green Improvement for the Whole Supply Chain involving one of
the major supermarket chains in the UK.



Case Study cont >>> 

the Benefits & the Future State

More than 65 projects were identified, in total, for improving the supply chain. A supply
chain continuous improvement (SC CI) office was established to manage implementation
of all projects while enabling internal staff to take ownership of the projects and sustain
change throughout the chain. It was also tasked to train staff wherever required.
The benefits delivered in the first year equated to a 2-3 % reduction in cost and a 3%
increase in sales without any major capital investment was required. There is an identified
stream of improvements that can be taken into the next year and the supply chain has
begun to learn how to deliver improvements collaboratively.

By applying the principles of lean thinking the improvement team also delivered significant
CO2 and water consumption reductions. Only for the single selected SKU more than
800,000 kilograms of CO2 were saved. This is equal to driving 5 million kilometres in an
average size automobile which means surfacing the earth at the equator around 100 times.
It was estimated that the overall savings, after roll-out could amount to much more.

Download the full case study at www.sapartners.com/case-studies/

the Lean & Green Benefits

Lean and Green Improvement for the Whole Supply Chain. 



Get in touch >>>
UK & Europe Business
S A Partners LLP
Y Borth
13 Beddau Way
Castlegate Business Park
Caerphilly CF83 2AX
United Kingdom
Tel: +44 (0)2920 881014
Fax: +44 (0)2920 888261

Asia Pacific Business
S A Partners PTY Ltd
PO Box 1352
Rozelle
Sydney 2039
Australia
Tel: +61 (0)2 9555 7850
Moblie: +61 (0)4 4778 3877

USA Business
S A Partners USA, Inc.
6325 Falls of Neuse Road
Suite 35, #206
Raleigh
NC 27615
United States of America
Tel: 001 715-234-2245

Republic of Ireland Business
S A Partners Lean Consultancy Ltd
DMG Business Centre
9-13 Blackhall Place
Dublin 7
Republic of Ireland
Tel: +353 (0)1 799 4587
Fax: +353 (0)1 799 4501


