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EFWA Excellence Hub L2 · Webinar Scripts
EFWA EXCELLENCE HUB     Level 2 · Processes & Tracking
Support Webinar Series
Four ready-to-deliver sessions - full scripts, run sheets, slide outlines and worksheets

	How to use this pack
Each session below is fully scripted so anyone can deliver it live (in person or over video), or record it as your own webinar. A hosted recording of each is also available in the member portal. Presenter script lines are shown in green boxes; localise the yellow fields to your site.



Series at a glance	Session
	Length
	Best for

	1. Setting up loss capture
	25 min
	New sites / new staff

	2. Choosing what to measure first
	20 min
	Prioritising hotspots

	3. Common measurement pitfalls
	30 min
	Improving data quality

	4. Early reduction tactics
	35 min
	Moving from tracking to action


Session 1: Setting Up Loss Capture (25 min)Learning objectives, by the end, attendees can:1. Set up a weighing station and choose the right scales.
1. Log a waste event correctly using the standard categories.	Comment by Jocelyn Somerford: @Nick - link to EFWA_Tool_8_Standard_Cause_List_L2.xlsx ?
1. Run loss capture consistently across a shift.
Run sheet	Time
	Segment
	What the presenter does

	0:00–2:00
	Welcome and why
	Introduce the session; state that measuring is the first real step.

	2:00–8:00
	The kit
	Show scales, labelled container, tally sheet or Excel form. Explain placement.

	8:00–16:00
	How to log an event
	Demonstrate weighing and logging live; walk through each field.

	16:00–22:00
	Making it stick
	Assign a per-shift owner; set the end-of-shift check routine.

	22:00–25:00
	Wrap & action
	Recap; each site names where their station will go.


Presenter script (key points)	Presenter: “Welcome. Today is the simplest, most important step in the whole program - turning guesswork into a real number. If we can’t see food waste, we can’t prevent it.”



	Presenter: “You need almost nothing to start: a set of scales, a labelled container that sits on them, and a way to log - either the paper tally sheet or the Excel Waste Tracking Form from our Member Portal. Put the station right where the waste happens, not across the room, or it won’t get used.”



	Presenter: “Here’s the whole routine. Before you tip anything, weigh it. Write down the weight, the category, and a one-word reason. That’s it - three seconds. Let me show you.”  [demonstrate a live log]



	Presenter: “For this to work, one person per shift owns it. At our site that’ll be [ role ]. At the end of each shift, they check the log is complete. Consistency beats perfection - a rough weight logged every time is far better than a precise one logged sometimes.”


Slide outline1. Slide 1: Title - Setting up loss capture
1. Slide 2: Why measure (you can’t manage what you can’t see)
1. Slide 3: The kit (photo of a station)
1. Slide 4: The 3-step routine: weigh → log → tip
1. Slide 5: The five standard categories (link to cheat sheet)
1. Slide 6: Who owns it & the end-of-shift check
1. Slide 7: Your action: where does your station go?
Session worksheet	Where our weighing station will go
	  [ CLIENT TO COMPLETE ]

	Scales / container we’ll use
	  [ CLIENT TO COMPLETE ]

	Per-shift logging owner
	  [ CLIENT TO COMPLETE ]

	Paper form or Excel?
	  [ CLIENT TO COMPLETE ]

	Start date
	  [ CLIENT TO COMPLETE ]



Session 2: Choosing What to Measure First (20 min)Learning objectives, by the end, attendees can:1. Use audit findings to rank waste hotspots.
1. Pick one high-impact area to measure first.
1. Avoid the trap of trying to measure everything at once.
Run sheet	Time
	Segment
	What the presenter does

	0:00–2:00
	Recap
	Link back to Session 1 - You’re ready to start capturing food loss and waste in your operation, now what to measure first?

	2:00–8:00
	Read your audit
	Walk through using the walk-around audit to spot candidate hotspots.

	8:00–14:00
	Rank by impact
	Introduce the effort-vs-value view; rank candidates together.

	14:00–18:00
	Pick one
	Choose the single first target and why.

	18:00–20:00
	Wrap & action
	Each site commits to its first measurement target.


Presenter script (key beats)	Presenter: “Now you can measure, but if you try to measure everything at once, you’ll measure nothing well. The goal today is to choose one place to start.”



	Presenter: “Pull out your walk-around audit. The hotspots you photographed are your candidates. We’re looking for the one that’s both big and easy to get at - high value, low effort.”



	Presenter: “A warning: the most visible waste isn’t always the most expensive. A bin of trim looks dramatic, but a small amount of high-value finished product lost every day can cost far more. Rank by likely dollars, not volume.”



	Presenter: “Pick one. Just one. We measure it properly for a couple of weeks, learn how the process feels, then expand. Momentum comes from finishing something, not starting everything.”


Slide outline1. Slide 1: Title - Choosing what to measure first
1. Slide 2: From capture to focus
1. Slide 3: Your audit = your candidate list
1. Slide 4: Value vs effort (2×2 grid)
1. Slide 5: Visible ≠ expensive (a caution)
1. Slide 6: Start with one - then expand
1. Slide 7: Your action: name your first target
Session worksheet	Candidate hotspots (from audit)
	  [ CLIENT TO COMPLETE ]

	Highest-value candidate
	  [ CLIENT TO COMPLETE ]

	Our first measurement target
	  [ CLIENT TO COMPLETE ]

	Why this one
	  [ CLIENT TO COMPLETE ]

	Measure for how long before expanding
	  [ CLIENT TO COMPLETE ]




Session 3: Common Measurement Pitfalls (30 min)Learning objectives, by the end, attendees can:1. Recognise the common reasons food waste data goes wrong.
1. Apply simple fixes to improve data quality.
1. Build habits that keep the data trustworthy.
Run sheet	Time
	Segment
	What the presenter does

	0:00–2:00
	Why data quality matters
	Bad data leads to bad decisions - and lost trust.

	2:00–18:00
	The six pitfalls
	Work through each pitfall with its fix (see script).

	18:00–26:00
	Self-check
	Attendees rate their own data against each pitfall.

	26:00–30:00
	Wrap and action
	Each site picks the top fix to make this week.


Presenter script - the six pitfalls and fixes	Pitfall
	The fix (presenter says)

	Estimating instead of weighing
	“Always weigh. Estimates drift and usually understate. If the scale’s not handy, that’s the real problem to fix.”

	Inconsistent categories
	“Pin the cheat sheet at the station. Same names every time, or you can’t compare weeks.”

	Missing events on busy shifts
	“The busiest shifts waste the most and log the least. Make logging a 3-second habit, not a form-filling exercise.”

	Logging after the fact
	“Log before you tip - memory at end of shift is guesswork.”

	No reason recorded
	“One word is enough. Without a reason you can measure food waste but never reduce it.”

	Owner not checking
	“The end-of-shift check is what keeps the whole thing honest. Don’t skip it.”


Slide outline1. Slide 1: Title - Common measurement pitfalls
1. Slide 2: Why data quality matters
1. Slide 3: Pitfalls 1 - 3 and their fixes
1. Slide 4: Pitfalls 4 - 6 and their fixes
1. Slide 5: Self-check: rate your own data
1. Slide 6: Your action: one fix this week
Session worksheet	Pitfalls we recognise in our data
	  [ CLIENT TO COMPLETE ]

	Our biggest data-quality issue
	  [ CLIENT TO COMPLETE ]

	The one fix we’ll make this week
	  [ CLIENT TO COMPLETE ]

	Who owns the fix
	  [ CLIENT TO COMPLETE ]



Session 4 - Early Reduction Tactics (35 min)Learning objectives - by the end, attendees can:1. Turn measurement into a first reduction project.
1. Apply quick-win tactics to a chosen hotspot.
1. Measure whether a change actually worked.
Run sheet	Time
	Segment
	What the presenter does

	0:00–3:00
	From tracking to action
	You have data - now make something change.

	3:00–12:00
	Quick-win tactics
	Walk through the common early tactics (see script).

	12:00–20:00
	Root cause first
	Use 5 Whys so you fix causes, not symptoms.

	20:00–30:00
	Plan a change
	Each site drafts one small reduction trial.

	30:00–35:00
	Measure & wrap
	Agree how they’ll know it worked; set a review date.


Presenter script (key beats)	Presenter: “Measuring isn’t the goal - reducing is. Today we turn your first few weeks of data into one real change.”



	Presenter: “Start with quick wins: tighten portioning and over-prep, improve stock rotation so nothing expires at the back, adjust ordering to real demand, and catch handling damage. None of these need budget - just attention.”



	Presenter: “But don’t jump to a fix. Ask ‘why’ a few times first - the 5 Whys. The obvious cause is often a symptom. A $30 seal replaced on the right schedule can end a $12,000-a-year loss.”



	Presenter: “Pick one change. Trial it for two weeks. Then compare the waste data before and after. If it worked, lock it in as the new normal. If it didn’t, you’ve learned something - try the next idea.”


Slide outline1. Slide 1: Title - Early reduction tactics
1. Slide 2: From tracking to action
1. Slide 3: Quick-win tactics (portioning, rotation, ordering, handling)
1. Slide 4: Root cause first: the 5 Whys
1. Slide 5: Plan, Do, Check, Act
1. Slide 6: Measure before vs after
1. Slide 7: Your action: draft one reduction trial
Session worksheet	Hotspot we’ll tackle first
	  [ CLIENT TO COMPLETE ]

	Likely root cause (from 5 Whys)
	  [ CLIENT TO COMPLETE ]

	The change we’ll trial
	  [ CLIENT TO COMPLETE ]

	How we’ll know it worked
	  [ CLIENT TO COMPLETE ]

	Trial owner
	  [ CLIENT TO COMPLETE ]

	Review date
	  [ CLIENT TO COMPLETE ]



	Using this document
Yellow highlighted [ CLIENT TO COMPLETE ] fields are for you to fill in with your own information. Everything else is ready to use as-is.
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