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Main Benefits

· 30 % reduction in cardboard waste 
· 47% cost savings on cost waste 
· 27% waste to landfill per tonne of product 
· Water consumption down 50% 
· Gas consumption down 15% 
 
 

David Ion
Ginsters is a long established company, famous for its Cornish pasties which it’s been making for over 40 years.  This bakery here forms the heart of our business, we manufacture about 3.5 million products a week all of which are baked on site here.
 
I think the company’s always been aware of how important resources are to us and for a long time have had a policy of buying locally and supporting the local production from the farms, that’s been further enhanced with developments in the area over the last few years where we’ve actually had materials contract grown for us. We’ve started to realise the benefits that then brings us in terms of reduced food miles, but its also meant that we’ve started to expand that policy out to other areas of our business, so when we’re looking to bring in materials that aren’t grown locally and aren’t available locally, we’ll look to see how they’re produced and make sure that it’s done in a sustainable way.
 
Mark Bartlett 
We first became aware of Envirowise through some of the presentations that they’ve given at some of the seminars that we’ve attended and one of the key things that they’ve been talking about are things like Fast Track visits or basically give you a fresh pair of eyes over your process because you can find that when you’re working with a process day in and day out you can be blinded to where some of the more obvious aspects. We signed up initially for a Envirowise Fast Track Waste Visit and that involved a person from Envirowise coming in for one day, looking through our entire process, challenging what we were doing, asking a lot of questions and resulted in a report which gave us a whole host of different initiatives from low cost, no cost initiatives right up to significant capital investment.
 
 

 

So we started looking at the waste balance between the materials coming into the site and the materials leaving the site and looking at how we could improve efficiency both through internal applications such as training behaviour, changing processes right through to working with our supply chain in reducing the amount of waste that they produce.
 
(DI)
We’re a bulk manufacturer, therefore we’re using large quantities and that in itself offers us opportunities to take items in, in a different format, because we don’t need to handle small units, we can handle large bulk items. 
(MB)
One of the aspects that we looked at was how we basically buy our raw materials which, we’ve moved from buying certain items in small containers to buying items in bulk containers, so for example egg, milk and cream now come in containers between 500 and 1000 litres and the actual case around the container is fully returnable so the only aspect that we’re actually throwing away is the plastic bag inside.
(DI)

I think some of the items that we receive packaging in is typically a bag in a box on a pallet which is then cardboard shrouded and then subsequently plastic shrouded, and you start to say, well what is each of those components doing for us? 
 
(MB)
The fats and margarines were arriving wrapped in a plastic wrapper and then inside a cardboard box, well we didn’t actually need the cardboard box so working with our suppliers, we got them to remove that, so that’s a key source of waste which we no longer have to deal with on site.
 
Pastry waste

(MB)
Some of the other initiatives have been things like standardising an awful lot of the shapes of our products and also standardising a lot of the raw materials, so for example you’re not making multiple different varieties of pastry.
 
We re-use the scrap pastry generated through the manufacture of our products and re-use that in the pastry production for other products. If we have too much variation in the different types of pastry manufacture we wouldn’t be able to reuse that material, it would have to be thrown away, so by standardising our manufacturing practice, it means that there, there’s a lot more scope for potential re-use of raw materials which would normally just be thrown away.
 
(DI)
The pastry that we produce is almost a continual ribbon approximately a metre wide and that travels down a belt on which the pastry is folded around a variety of different fillings and that maybe a filling for a pasty or a sausage roll, down the sides of those we have a series of linear cutters - they produce the ribbon and then cut it into narrower width ribbons, depending on the shape of the product that we produce, we affect the amount of pastry that we’re going to have to lose to waste.  , and as such as its rolled out and produced to the right size, we end up with a fringe that needs to be disposed of. What we want to do is to clearly minimise that, what we’ve done is enhanced the controls, bring awareness so that people know how that they can impact on the process to add additional control and ensure that through those additional controls we minimise that wastage. 
 
So it’s understanding that it is a waste, it can be controlled, ensuring the measures are in place and having a team engaged in understanding that that needs to take place.
 
 
Anaerobic Digestion

 
(DI)

Part of our initial strategy has been to devise segregated waste streams and then apply the most appropriate solution to each of the individual waste streams, our organic food waste goes for anaerobic digestion with energy recovery as a component of that.
(MB)

Anaerobic digestion is a process where food waste is mixed with farmyard slurry, it’s then heat treated, it then goes into basically a large tank where the material rots down over a period of about 30 days and the methane generated through the rotting process is then captured and used to generate green electricity and the remaining material at the end of the rotting down process essentially goes back to the fields, so the farmers use it as an agricultural fertiliser.
 
Utilities

(DI)

We did the normal financial monitoring of our resource utilisation and particularly on things like utilities, water, electricity and gas what we’ve tried to do is to map each of those individual utilities as a pie chart and then to gradually break that up so that we can understand in greater detail how the pie is put together and ultimately try and determine where we have the greatest opportunities to reduce or flex the amount of materials being used.
 
(MB) 

One of the key aspects is if you can’t monitor it, you can’t measure it then you can’t manage it because at the end of the day you need to be able to feed back to the people on the shop floor who are using the equipment or using the water and it’s that positive feedback loop between getting, getting the information and feeding the information back to the staff which is a key area of improving efficiency.
 
 
(MB)
One of the key aspects of our water reduction programme was identifying which, areas used the most amount of water,whether there are certain times of day where it peaks, whether there are certain shifts where it peaks because we are a 24/7 operation 
One of the key changes to our hose system, which is what we use for cleaning floors, equipment and everything else was moving over from a standard high volume/low pressure system over to a high pressure/low volume system which means that we get the same level of cleaning using significantly less water than under a standard system.
 
This in conjunction with disciplines on nozzles at the end of hoses which restrict the flow of water and give you an increased pressure, 
we have actually reduced the weekly water usage going through the hoses by 100 tons which equates to about £7,500) saving a year.
 
(DI)
We’ve gone back and reassessed our such subjects such as refrigeration and moved towards evaporative cooling which is a much more energy efficient system for the bakery,  we’ve just installed our third evaporative cooling unit as a major step to reducing our energy demand on refrigeration,
 
 
Ovens are key to what we do every product that we manufacture in this bakery is baked and therefore its an area that we have fantastic opportunity for control over, 
 
so that we optimise the tonnage produced against the total quantity of gas used, and one of the things that we investigated and then subsequently installed was a cleaner burn oven regime,
 
that as each product goes through we know that we, the energy that we’re consuming is optimal against both quality and gas consumption.
 
Closing comments

(DI)
We’ve used a number of outside agencies but one of the most important ones that we’ve used and continue to use is Envirowise, I think they’ve enabled us to make contacts with people that we otherwise would not have been aware of, they’ve enable us to um get inside some of the more difficult to access areas, where gaining an understanding and giving a degree of clarity to the business is not easy for us to achieve.
(MB)
The key contribution from Envirowise has really been a fresh pair of eyes on the process and er their experience in how to communicate and really encourage and empower our staff in aspects such as water minimisation and waste minimisation, at the end of the day, our main job is to make pasties!
END
