
Calibration,
Regulation,
Innovation.

Lloyd’s Register considers 
the importance of auditor 
competency in driving 
food safety. 
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The food sector relies on assurance, not just to 
protect brands and businesses from prosecutions 
and health scares, but also to drive improvements 
and secure competitive advantage. 

The certification process helps organisations 
minimise risks, improve systems and processes 
and delivers confidence for stakeholders 
throughout the food supply chain.
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Introduction

Whilst our food has never been as safe as it is today, the human numbers 
involved in food safety statistics speak for themselves:

With global supply chains becoming 
ever more complex in their structure 
and location, organisations need new 
levels of assurance from the 
assessment industry.  

Innovative steps have been taken 
in the last ten years which have 
revolutionalised the way in which 
certification is undertaken – not just 
from the certification bodies 
themselves, but from various 

stakeholders across the food sector 
including manufacturers, retailers, 
local governments, the International 
Organisation for Standardisation (ISO) 
and bodies like the Global Food 
Safety Initiative (GFSI) who – along 
with ISO – have harmonised the 
number of standards and schemes 
available – an initiative that has 
driven auditing efficiencies, 
benchmarking and costs.  

420,000 people die each year because of 
contaminated food and water  

It is estimated that there are 600 million people 
in the world who experience foodborne illnesses 
each year  

It is estimated that in Western developed countries 
3 out of every 100 people suffer from a foodborne 
disease each year 

Source: World Health Organization (WHO) – “Estimates of Global Burden of Foodborne Diseases”:
www.who.int/foodsafety/publications/foodborne_disease/fergreport/en/

http://www.who.int/foodsafety/publications/foodborne_disease/fergreport/en/
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During the 2018 Global Food Safety 
Conference held in Tokyo, the GFSI 
announced the release of the latest 
version of the GFSI Benchmarking 
Requirements, a document 
outlining what makes a good food 
safety system and enabling the 
benchmarking of food safety 
certification programmes. 

Version 7.2 focuses on improving 
auditor competency and covering the 
entire supply chain, providing FMCG 
businesses with an outline of 
requirements for a robust food safety 
infrastructure and explaining the 
step-by-step process for applying for 
a GFSI-recognised certification 
programme.

Version 7.2 introduces requirements 
for auditors of GFSI-recognised 
certification programmes to have 
passed an exam. The exam is based 
on the content of the GFSI 
Benchmarking Requirements and is 
designed to assess competency 
across a range of skills. The exam 
questions cover both sector-specific 
technical skills, such as Hazard 
Analysis and Critical Control Points 
(HACCP), Good Manufacturing 
Practice (GMP) requirements and 
standard auditing skills such as 
sampling and evidence gathering.

Certification Programme Owners 
(CPOs) have nine months to translate 
into their programme’s management 
processes and three years to assess 
all auditors.

Calibration

The introduction of a process-based 
approach to management systems 
certification along with an industry 
wide commitment for global 
benchmarking, has driven continual 
improvement and the reduction of risk 
throughout global food supply chains.  

However, whilst robust independent 
assessment underpins an 
organisations’ commitment to food 
safety, there is a need for those 
carrying out the assessment – the 
auditors themselves – to be of a 
consistent standard. This gives an 
additional level of assurance to 
organisations that wherever an audit 
is taking place, it is carried out to a 
consistent high level, known as 
‘calibration’ within the industry.

“At LR, we are focused on ensuring 
that we have a consistent approach to 
auditing and that our global network 
of food safety assessors is calibrated 
accordingly,” explained Erasmo 
Salazar, Senior Technical Manager 
Food Safety at Lloyd’s Register. “By 
assessing auditors both internally and 
externally will ensure baseline 
knowledge for all and thus increase 
further confidence in GFSI-recognised 
certification and indeed, the value of 
independent assurance.”

“Calibration is fundamentally 
important to the assessment 
process,” explained Vincent 
Doumeizel, Vice President of Food 
Safety at Lloyd’s Register. “The 
assessment industry has been quick 
to react to increased demands from 
clients, based on the emergence of 
global supply chains – or demand 
networks as they should be more 
accurately called.”

This is another 
positive step by the 
GFSI in the drive 
for global auditor 
competency. 
However, this is a 
huge task. To mitigate 
against the scale of 
this undertaking, 
the benchmarking 
requirements include 
a mutual recognition 
of exam results 
between CPOs. 
This means auditors 
from assurance 
providers like LR 
may only need to 
take the exam once
Erasmo Salazar  
Senior Technical Manager Food Safety 
Lloyd’s Register (LR) in the Americas
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Another important consideration to 
gain consistency is non-conformity 
grading.  “Consistency is often 
influenced by a lack of understanding 
of the reasons behind the assessment 
process. A conflict often experienced 
is an organisation looking for a clean 
slate at the end of the assessment 
and an auditor therefore choosing the 
path of least resistance in the grading 
process. This discrepancy can only be 
rectified through calibration,” 
explained Doumeizel. 

There are two types of calibration 
exercises, namely generic internal 
calibration and customer participated 
calibration. Generic internal 
calibration hones the skill of the 
auditors in consistent grading and 
customer participated calibration 
helps both the auditors and the 
customer understand the process and 
criteria set by all parties.

The calibration of auditors ensures 
that there is a global auditor 
consistency, irrespective of the 
standard, scheme or geographical 
location. Across the assurance 
industry, certification bodies are 
using defined calibration systems to 
drive consistency and auditor 
competency.  

The right attitude and skill set

An audit, however, is only ever as 
good as the auditor. Whatever 
methodologies, processes and 
systems are used, the integrity of the 
audit ultimately depends on the 
expertise, experience, knowledge and 
insight of the auditing team. The GFSI 
has adopted an innovative approach 
to driving auditor competency 
through the creation of a dedicated 
Technical Committee and the release 
of the GFSI Benchmarking 
Requirements 7.2.  

To food organisations, large and 
small, certification is about a lot more 
than simply a piece of paper on the 
wall. They rely on the certification 
process to ensure food safety 
procedures are in place, but also to 
assess their business processes and 
management systems. 

This can only be achieved when 
auditors possess the right 
background, knowledge and sector 
specific experience, coupled with 
extensive professional auditing 
expertise and training, and delivered 
with the right levels of support.

Auditors today, working in global 
markets, not only need to be 
calibrated, but they need the right 
tools to do the job – and this means 
they need easy and ready access to 
communications, knowledge, insight 
and information.

There are many factors driving the 
need for greater levels of auditor 
competency within the food sector. 
There are issues such as sustainability 
and climate change which require 
in-depth understanding of supply 
chains. There have also been a 
number of high-profile food scares 
around the world, some of them 
involving companies which had been 
assessed and certified. 

When problems arose, however, it was 
often discovered the auditor had not 
been properly qualified or had not 
followed the correct process for 
auditing against a particular standard 
or scheme. “It’s stories like these 
which make us at LR ensure that we 
have the highest level of auditor 
competency,” said Doumeizel. “It is 
also true that the role of certification 
itself is changing. It’s not just about 
preventing bad things from 
happening – though that remains 
crucial – but is increasingly concerned 
with identifying improvements, 
finding better ways of doing things, 
much of which is underpinned with 
data and technology. “All of this puts a 
huge strain on the certification 
industry,” explained Doumeizel, 
“there is an enormous need for 
suitably qualified, experienced and 
trained auditors so at LR we recognise 
the need to keep abreast with 
changing market forces in terms of the 
calibration of our auditors.” 
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LR believes that auditor competency 
is based on food knowledge, sector 
specific experience, professional 
auditing expertise and the right tools.  
These requirements can present 
certification bodies with a resource 
dilemma. There are only so many 
auditors with experience in each of 
the sub-industries that make up the 
food supply chain.  

But the integrity of the audit is 
essential; food safety and stakeholder 
confidence depend on it. A revolution 
in the way in which auditors are 
recruited is underway; the innovative 
use of social media has seen an 
increase in on-line recruitment for 
defined skill sets rise by a significant 
percentage over the last 2 years 
alone.

The importance of auditor 
competency in a process-based 
audit

Auditing is a systematic, independent 
and documented process for 
obtaining audit evidence and 
evaluating it objectively to determine 
the extent to which audit criteria  
are fulfilled. 

Audits are done for several reasons, 
including: 

• determining conformity
• determining effectiveness and
• identifying improvement 

opportunities.

While the conventional checklist audit 
of yesteryear focused mostly on a 
conformity audit, it clearly had 
limitations in determining 
effectiveness and identifying 
improvement opportunities.

The Plan, Do, Check, Act (PDCA) 
commonly known as the process-
based audit, is a more comprehensive 
way of assessing effectiveness and 
identifying improvement 
opportunities. 

Since the auditor may deviate from a 
set audit plan to follow up on matters 
displaying potential non-conformity 
of a requirement, it is important for 
the auditor to have the necessary 
audit skills, as well as system thinking 
and process approach knowledge to 
be effective.

Each day, thousands of food safety 
management system audits are 
conducted around the globe. As a 
central theme, audits should have the 
capability to add value through 
identifying risks and opportunities. 
The catalyst for a well conducted 
audit is predicated on the auditor 
being equipped with the fundamental 
capacity building tools.

The major audit skills which are the 
basis to fuel competencies and 
capacity are building rapport, 
questioning techniques and  
evidence search. 

When building rapport, an auditor 
should be cognisant that the audit 
process is entwined with human 
psychology. As a result, the way you 
are perceived by the auditee sets the 
tone for the audit. “There are 
subtleties to be employed as 
relationship building tools prior to the 
search for any evidence,” explained 
Salazar. “The overall purpose of this 
stage is to set the scene with the 
auditee and engage them in the audit 
process.”

All of this puts a huge strain on the certification industry. 
There is an enormous need for suitably qualified, 
experienced and trained auditors so at LR we recognise 
the need to keep abreast with changing market forces in 
terms of the calibration of our auditors
Vincent Doumeizel 
Vice President of Food Safety 
Lloyd’s Register

Calibration continued



Questioning techniques also underpin 
auditor competency.  The main 
purpose of management systems 
audits is to gather evidence of 
conformity to the audit criteria and to 
report any evidence gathered that 
does not support conformity. To do 
this effectively, the auditor can use 
three fundamental question types: 
open-ended, close-ended and 
clarifying. 

• The use of open-ended questioning 
evokes a response and stimulates 
discussion around the process 
under investigation. It requires the 
person being interviewed to 
provide the auditor with further 
information beyond a yes or no 
answer. Open-ended questions 
should be used with care, note that 
not all answers require a prolonged 
response and time management is 
a key skill that requires constant 
attention to make sure you are 
operating within the schedule.

• Closed-ended questions are a 
useful tool when you are interested 
in an exact response. There is value 
in the use of this technique when 
there is no need for any information 
beyond the evidence of interest.

• Clarifying questions can be used as 
decoders between the auditor and 
auditee to ensure understanding 
and eliminating ambiguity. 

The calculated use of each question 
type when used judiciously during the 
audit process can extract maximum 
information to support the evidence 
gathering process.  During the 
interviewing process, the auditor 
should be shrewd and recognise the 
need to listen to responses. The 
above mentioned techniques are 
complimented by utilising additional 
skills such as time management, 
sampling, observation, evaluation of 
evidence, note-taking and probing. 
The audit skills discussed in this 
paper are not exhaustive.

During one of the leading sessions at 
GFSC Tokyo 2018, the spotlight was 
on auditor competency with auditor 
attributes being listed from “thinking 
outside of the box” through to 
“analytical”, traits which we at LR 
wholeheartedly support.

During the session itself, almost 75% 
of the audience stated that auditor 
competency was fundamental to 
driving global food safety, a true 
validation of how important this  
area is.



Regulation
“Local accreditation authorities 
(which govern the local or regional 
assessment industry) will review and 
assess a certification body’s auditor 
processes – to include calibration – 
and often conduct shadow audits of 
auditors within the industry that they 
are assessing” explained Doumeizel.  
“This regulatory approach is an 
additional step in ensuring that 
assurance providers continue to offer 
robust assessments and responsible 
grading on a global basis.” 

Accreditation is a very rigorous 
process. LR’s assessors undergo 
assessor training in addition to any 
education in chemistry or biology, 
etc. They also need to be qualified in 
the specific food sector they are 
auditing.

Collaboration

Another development within the 
assurance arena is that some of the 
world’s leading organisations have 
turned to customised assurance 
programmes, an assessment-
industry innovation based on a 
collaborative approach that delivers 
bespoke auditing against a 
recognised standard or scheme and / 
or client-specific requirements.  
Audits are undertaken by skilled and 
calibrated assessors that cover all 
requirements and processes that are 
relevant for the organisation, 
resulting in reporting that visualises 
the level of compliance and enables 
the organisation to improve.

Customised assurance can often 
deliver tangible business benefits in 
terms of cost savings and efficiencies, 
as Stuart Kelly, Head of Commercial 
- Customised Assurance, at LR 
explains, “One very effective way is to 
develop a risk-based approach to 
auditing a customer’s estate. For 
example, if they have 100 premises 
and budget for 200 audits a year we 
can visit all sites once then use the 
remaining audit allocation to re-visit 
the sites who require the most 
attention. 

This risk-based approach rewards the 
best performers, identifies trends and 
lets us focus on helping under-
performing sites or staff.”

Additionally, by using a trusted sector 
specialist like LR, a customer can gain 
access to a far wider pool of experts 
than they could employ cost 
effectively. “We have teams who cover 
very specific areas of the food supply 
chain. For example, we have staff who 
are technical experts in areas like red 
meat, dairy, nutrition, environmental 
health, supply chain sustainability 
and ethical sourcing. We know 
budgets are stretched and we also 
know that talent is difficult to find. 
Luckily, we have around 500 food 
sector staff and associates and can 
make the right resource available to 
customers for their individual 
projects,” explained Kelly.

It is very prescriptive 
what we can audit 
against. While 
U.S. importers can 
contract out a lot 
of the verification 
and auditing work 
required to reach 
compliance with the 
FSVP, at the end of 
the day they have to 
own the program. 
They have to define 
the processes and 
put all the elements 
in place. Only they 
are accountable for 
gaining compliance

Tim Ahn 
Senior Technical Manager Food Safety
LR in the Americas
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Innovation

Our clients have a sea of data and information around 
them. Our ability to marry those two together and bring 
insight for our clients, it’s what we at LR called ‘smart 
solutions shaped with human intelligence’ all of which 
is underpinned with auditor competency
Paul Butcher 
Managing Director Business Assurance and Inspection Services 
Lloyd’s Register

The move to real-time assurance 
and the use of data to underpin 
the assessment process is another 
area where auditor competency is 
of fundamental importance. 

“Today, auditors need to be able 
to take data and turn this into 
meaningful insight and actionable 
plans for our clients,” said Paul 
Butcher, Managing Director Business 
Assurance and Inspection Services at 
Lloyd’s Register.
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Summary

We are actively supporting change by 
having in place the mechanisms to 
effectively train our global food safety 
assessors to ensure that their sector 
and technical expertise is maintained 
and enhanced. On the road to food 
safety, a commitment to auditor 
competency is a fundamental step, 
and one that we at LR are proud to 
champion.

The responsibility for driving positive 
change across the food supply chain 
is not solely the responsibility of 
regulators, retailers and 
manufacturers. Assurance providers 
have a vital role to play in bringing 
confidence to the stakeholders of 
assessment and certification. With 
organisational objectives focused on 
delivering safe food, at LR, we take 
our responsibility seriously.  



What we do
We help businesses evolve by 
connecting them with tomorrow’s 
thinking, today.

Combining deep technical and 
domain expertise, industry 
knowledge and an empathy rooted in 
over 250 year’s experience, we exist to 
assure a better future for our clients, 
their customers and the world.

What makes us unique
Deep technical and industry 
knowledge

We’re expert in not only 
understanding the potential in 
cutting-edge ideas, but applying 
this pragmatically in ways which 
guarantee impact today and in 
the long-term.

We also participate in many of the 
committees helping to develop 
sector-specific standards and 
schemes through our membership 
of the Independent International 
Organisation for Certification (IIOC). 

Dedication to assurance

We explore every problem thoroughly 
with exact, analytical precision. 
We leave no stone unturned and 
no questions unanswered, to draw 
accurate conclusions.

Independence

We’re committed to doing things 
the right way to reach the highest 
standards and best outcomes for all, 
giving our clients confidence in our 
decisions every time.

Understanding and empathy

We take time to understand the 
needs and unique circumstances of 
our clients and their businesses, to 
act with judgement, sensitivity and 
care.

What we offer
Assurance

We specialise in management systems 
compliance including gap analysis, 
assessment and certification, all 
underpinned with expert advice 
designed to meet the needs of your 
industry. We explore every problem 
thoroughly with exact, analytical 
precision. We leave no stone unturned 
and no questions unanswered, to 
draw accurate conclusions.

Training

We provide practical client training 
courses worldwide in various 
languages, led by trained and 
qualified tutors. Many of our courses 
are endorsed by relevant professional 
bodies and based on our experience 
of assessing management systems. 
We offer both public and in-house 
training services including customised 
training solutions.

Customised assurance

The challenge of globalisation, 
changing customer requirements, 
legislation and technology means 
that worldwide, organisations are 
increasingly turning to customised 
assurance programmes, underpinned 
with client specific criteria, to help 
them meet their organisational goals.

Our customised solutions are focused 
on delivering client value by offering 
a variety of tools and techniques to 
identify the right solution for your 
business. Once we have assessed 
your needs, we can then identify the 
most appropriate methods to equip 
you with the relevant knowledge 
and implement the recommended 
improvement initiatives.

A wide range of assurance services

At Lloyd’s Register, we deliver 
certification, validation and 
verification assessment services to all 
of the world’s leading standards and 
schemes including quality, health and 
safety, environmental, sustainability, 
energy management, business 
continuity, cyber security and many 
more.   

About us
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About Lloyd’s Register: 

We started out in 1760 as a marine 
classification society. Today, we’re one of 
the world’s leading providers of professional 
services for engineering and technology – 
improving safety and increasing the 
performance of critical infrastructures for 
clients in over 75 countries worldwide. The 
profits we generate fund the Lloyd’s Register 
Foundation, a charity which supports 
science and engineering-related research, 
education and public engagement around 
everything we do. All of this helps us stand by 
the purpose that drives us every single day: 
Working together for a safer world.

In a world of increasing complexity – 
overloaded with data and opinion – we know 
that our clients need more than technology 
to succeed. They need an experienced hand. 
A partner to listen, cut through the noise 
and focus on what really matters to them 
and their customers. Our engineers and 
technical experts are dedicated to assurance. 
That means a commitment to embracing 
new technology, and a deep rooted desire 
to drive better performance. So we consider 
our customers’ needs with diligence and 
empathy, then use our expertise and over 
250 years’ experience to deliver the smart 
solution for everyone.

After all, there are some things technology 
can’t replace.

Please visit lr.org/uk for more information
or email enquiries.uk@lr.org

Get in touch
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