
The food service management team at 
North Memorial Healthcare in Minneapo-
lis, Minnesota thought that they were 

running a pretty tight ship with regard to 
production food waste. Then they launched the 
LeanPath food waste minimization program in 
their cafe, deli and patient services opera-
tions in January 2006. �We had a tremendous 
amount of industry experience and felt very 
con�dent about our sustainability practices in 
the kitchen. We had no idea how much more 
we had to learn�or how much fun it could 
be,� Food Services Director Nancy Darbut re-
�ected one year after launching the program.

Today, Darbut runs a dramatically less 
wasteful healthcare food service operation 
as a result of insights and behavior changes 
inspired by her team�s implementation of 
the ValuWastefi program from LeanPath. In 
the �rst year, her team saw a 48% reduction 
in pre-consumer waste��more than 60,000 
pounds��and a waste savings of $47,615. 
Each year since, waste and expenditures have 
continuously decreased. 

How did they do it? They chose to partner with 
LeanPath to translate a vision for sustain-
ability into a simple, achievable practice. 
LeanPath is a green technology company that 
provides solutions to help foodservice opera-
tors �go green� while also reducing costs. 
The company�s turnkey solution, ValuWaste, 
features strong measurement and control sys-
tems. This patent-pending technology solution 
helps teams measure what they�re throwing 
away and track why it�s being discarded, who 
is discarding it, and what it�s worth. Access to 
this comprehensive information helps opera-
tors fully understand what�s going into their 
garbage and identify solutions that lead to 
less waste and lower expense. 

The way ValuWaste works is simple: staff 
members use an intuitive touchscreen-driven 

scale system to quickly weigh and clas-
sify pre-consumer food waste before it is 
discarded. Managers use a PC-based software 
program to collect and analyze the resulting 
data. LeanPath provides ongoing training and 
coaching that enable chefs and front-line 
teams to understand the data collected, set 
goals and identify solutions. As they do this, 
waste diminishes and so do food costs.

When North Memorial introduced Valu-
Waste, the team of front-line staff members 
established to oversee the program became 
very engaged in reviewing the data and 
discovering meaningful ways to minimize 
pre-consumer waste in the kitchen. Darbut did 
not anticipate the pride team members would 
feel about their contribution, nor the chain 
reaction this would set off across their entire 
department, energizing the staff, creating 
new levels of engagement, and establishing 
bridges for stronger outreach to other depart-
ments. �Our Waste Action Team brings staff 
line people from each food area together with 
a common goal.� says Darbut, �We tapped 
the natural resource of creativity in our hourly 
work force, and they made this all happen. 
By getting engaged in sharing their ideas, 
everyone was happier in their jobs. It was a 
huge morale boost.� 

A program this effective must be time-con-
suming and dif�cult to launch, right? Wrong. 
The North Memorial onsite launch training for 
managers and staff was completed in one day. 
Every week, the program coordinator invests 

a mere 45-60 minutes 
overseeing the program 
and data reporting. The 
Waste Action Team, a group 
of three to �ve staff, meets 
for 15 minutes per week. 
Each weighing transaction 
requires approximately 
�ve to 15 seconds of staff 

time. And occasional celebrations and special 
communication opportunities with the staff 
require two to four hours per quarter. 

And it didn�t take long to get results, either. 
Within three days of launching the program, 
at the inaugural Waste Action Team meet-
ing, North Memorial had their �rst actionable 
ideas for waste reduction: eliminating some 
of the demonstration plates in the CafØ that 
were redundant and repurposing bread ends 
as croutons. Since then, the team has worked 
together to introduce a vast number of other 
creative solutions such as: changing soup 
production procedures so that noodles and 
rice were added just before service, thereby 
avoiding starch waste if a soup was not 
served; and transforming unused French toast 
into a very popular bread pudding. 

Data was a big part of this shift. By  
posting performance graphs in high-visibility 
areas, Darbut enabled team members to see 
where waste was a problem and get inspired 
by their own waste reduction trends.  
They could see who was weighing, how much 
they were weighing and track their own  
performance. This has translated to hundreds 
of small innovations that have had a  
signi�cant impact.

Thrilled with their results, North Memorial 
integrated ValuWaste permanently into their 
operations. By engaging both management 
and front-line staff in a shared endeavor to 
improve healthcare foodservice operations, 
a team that thought they �had seen it all� 
saw even more. They discovered their ability 
to tighten operations while improving patient 
service and building a more sustainable, 
greener operation model. And by generating 
less waste, North Memorial is consuming 
fewer resources, minimizing expenses and 
creating less solid waste for disposal and 
potential harmful effect on the environment.

Foodservice Team Adopts New Class of Technology 
Tools to Enhance Sustainability and Minimize Waste

�My sta� was no di�erent than any other sta� in any other kitchen;  
I have a few superstars and a lot of people who just show up and 
punch the clock each day. Since introducing ValuWaste, every single 
person has had new ideas that have improved our e�ciency and results. 
�is program has really taught our sta� that they do make a di�erence, 
and that when they throw out food, they are throwing away money.�


