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COALITION

Sheraton Amsterdam cuts food waste 50%, food
cost 3% with Leanpath

Overview

Organization: Sheraton Amsterdam (Marriott)

Segment: Luxury / Premium

Region: Amsterdam, Netherlands

Year: 2025

Target Audience: Hospitality managers, sustainability leads, culinary teams
Evidence: Quantitative (50% waste reduction; 3% food cost reduction) and qualitative
(staff engagement, operational changes)

Executive Summary

Sheraton Amsterdam Airport
Hotel reduced food waste by
50% and food costs by 3% by
implementing Leanpath’s data-
driven tracking system and
embedding waste reduction
into daily kitchen operations.
By optimizing buffets,
improving event-based
forecasting, and creatively

repurposing surplus food, the ST
hotel significantly improved both efficiency and sustainability performance.

The initiative also triggered a strong cultural shift, turning initial staff skepticism into
engagement and ownership. This case demonstrates that making food waste visible and
actionable can unlock substantial financial savings while fostering a culture of continuous
improvement in high-volume hospitality environments.

Background

The Sheraton Amsterdam Airport Hotel and Conference Center, a large hotel with 417
rooms, two restaurants, a bar, 24/7 room service, and 32 meeting rooms, was struggling
with a major issue: food waste. Pim Van Het Reve, the hotel’s food and beverage manager,
recognized that this was a problem for both the hotel's finances and its commitment to



social responsibility. The kitchen staff, however, were skeptical about adopting a new food
waste tracking system.

Actions Taken

To tackle the problem, the Sheraton Amsterdam partnered with Leanpath and implemented
their food waste tracking technology. The team used the data collected to make significant
changes to their food production and service.

Buffet Optimization: Data showed which items were being wasted most often. For instance,
specific types of cheeses and cold cuts were replaced with more popular varieties.

Food Repurposing: The team tracked fruit waste and found a creative solution. Leftover
fruit was repurposed into smoothies and frozen margaritas for the hotel's beverage
program.

Event-Specific Forecasting: With 32 meeting rooms, the hotel serves diverse groups.
Leanpath data was used to connect the purpose of a meeting (e.g., training vs. a celebration)
with food consumption patterns, allowing for more precise forecasting and production.
End-of-Service Quantity Reduction: The team began reducing the amount of food on display
toward the end of buffet service to cut down on waste.

Impact & Lessons Learned

The implementation of Leanpath led to significant financial and cultural transformations.
The hotel reduced its food waste by 50% and decreased its overall food cost by 3%,
exceeding its budgeted goals.

The biggest lesson learned was that making food waste visible and quantifiable was key. By
showing the staff exactly how much money was being thrown away, the team’s initial
skepticism turned into awareness and a sense of ownership. What was once seen as a chore
became a challenge and a point of pride. The staff now proactively look for new ways to
reduce waste, and the culture has shifted to one of continuous improvement and innovation.

Critical Success Factors
Several enablers ensured the program’s success:

e Making Waste Tangible: Using data to show the financial impact of every item thrown
away was crucial in converting staff from skeptics to champions.

o Empowering the Team: The project was successful because the staff was empowered to
be part of the solution rather than being dictated to. The team-led approach fostered a
sense of ownership and friendly competition.



e Strategic Repurposing: Finding creative, value-added ways to repurpose food, such as
using leftover fruit for beverages, turned waste into a new revenue stream.

Costs & Benefits
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The primary costs of the project ==
were the implementation of the - l
Leanpath technology, and the time |
dedicated to training staff. However,
the benefits far outweighed the costs.

¢ Benefit: 50% reduction in food
waste.

e Benefit: 3% decrease in overall
food cost.

e Benefit: Improved employee
engagement and morale, leading
to a more innovative and proactive kitchen culture.

Way Forward

The hotel plans to continue using the data from Leanpath to further refine its forecasting
models and to identify new opportunities for waste reduction and repurposing. The team is
now empowered to lead these efforts, ensuring a sustainable and ongoing focus on efficiency
and innovation.



Quotes

"Chefs, they came to me, and they were like, are these numbers correct? Are we really
throwing away that much money? It created a lot of awareness." - Pim Van Het Reve, Food
and Beverage Manager

"If you're not controlling your food waste, you're going to lose the game... Your food waste
needs to be a centerpiece in optimizing your food cost." - Pim Van Het Reve, Food and
Beverage Manager

“Sheraton Amsterdam’s experience highlights how data-driven approaches like Al scale can
transform kitchen culture and performance. By making food waste visible and actionable,
the hotel empowered its teams to cut waste in half while reducing food costs and improving
staff engagement. This case shows that when insights are combined with operational
commitment, food waste reduction delivers measurable business value and tangible
environmental benefits.” — Stéphane Leroux, Executive Director IFWC

Highlights

e 50% reduction in food waste.

o 3% decrease in food cost.

e From skeptical to engaged: Kitchen staff transformed their attitude toward waste
reduction.

e C(reative solutions: Leftover fruit was repurposed into new beverage products.



