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Using the Value of External Audits to the Full 

Participants: 

- The Coca-Cola Company: Mark Tjantele 
- Mondelez International: Covadonga Olay Lopez 
- Mars: Pavlos Fragkopoulos 
- Ferrero: Dorota Rzepecka 
- Kimberly-Clark: Thomas Stephan 
- Danone: Catherine Schorsch 
- Guest speaker: Catherine François

- Prozitif: Tülay Kahraman 
- All Food Consulting: Marc Cwikowski and Nathan Chau 

Introduction 

• information on external audits in the financial sector: 

• Partnerships with big partners (i.e., KPMG, EY, PWC) 

• In preventing misunderstanding of the business risks and 
their implications, they work very closely with the external 
partner and exchange information. 

• During times, the evolution of standards brought values to com-
panies by incrementation of new features (e.g. historically  from 
ISO 9003 to ISO 9002 to ISO 9001). Same for food safety certifica-
tion and other facets of management systems. 

• Value usually comes from the journey to getting certified. Orga-
nizations get a lot of value on their path to be certified, more 
than when they achieve certification. There is a need for some-
thing else to achieve breakthrough improvement versus incre-
mental. Digital Transformation and the use of data might be criti-
cal in this. 



Learning from others session 

• Catherine François has been invited to present the results of her 
MBA's thesis performed at ESSEC Business School in 2020 and focused 
on "How Food Safety Certification can be transformed by Industry 
4.0?" including new research on the value of food safety certifica-
tion.  

• The presentation was in three parts: 

• The introduction gave definition of the value of auditing: 
1. Definition of a value for a company;  
2. Brief history of auditing and certification which exist 

since the medieval ages; 
3. Today value drivers of Food Safety certifications; 
4. Trends in Food Safety Management Certification;  
5. Challenges for external audits; 
6. The need to transform the traditional approach to certi-

fication, which could go through "Industry 4.0" to im-
prove the capacity of organizations to inform (the 6 Vs). 

• The second part introduced some data from the thesis: 
1.The three key drivers of change for FMCG; 
2.The fragile situation of Food Safety Certification Indus-

try due to the decreasing value perception;  
3.Fact that certifications become more like a "License to 

operate" than value providers, especially for the more 
mature organizations; 

4.Tools which can supplement the value of external audit, 
their importance and impacts over time; 

5.The lack of maturity of digital strategies of organiza-
tions; 

6.Benefits and barriers of digital transformation. 



• The conclusion gave some information on using the Value of Ex-
ternal audits to the full: 

1. Certification bodies digital readiness assessment to 
their business transformation; 

2. The roadmap to define a digital DNA passing through 
the three steps of Industry 4.0 (Digitization, Digitaliza-
tion, Automation); 

3. Importance of paying attention to the human factor to 
create value at short term;  

4. The way to create value in the future for and with the 
external audit. 

Sharing session 

• There is a willingness from certification bodies to change and give 
more value to their customers, but there are no real successful 
initiatives until now. There is still much work to do, with a hori-
zon of about ten years, most probably. 

• Industry 4.0 is a very long, costly, and challenging journey for big 
companies. The same is true for their suppliers who are not al-
ways strong enough to support these technologies' costs. 

• The external audits can still create value for developing organiza-
tions in the short term. Organizations could/should develop 
agreements on a digitalization's journey with their suppliers, for a 
longer relationship.  

• In the digitalization process, the human factor needs to remain 
essential and should be prioritized. Even with the best data, 
nothing could change without well-trained and capable people to 
use them. 

• A company has performed a study to compare the results of its 
internal audits with GFSI benchmarked ones. The results showed 
gaps between outcomes which affect the reliance on GFSI certifi-
cation negatively.  



• A company stated that, the selection of certification bodies used 
for external audits is critical and an accredited certification body 
is the minimum requirement. It is also mentioned that certifica-
tion can give a false sense of security in some instances, therefore 
not seen as a replacement of internal audits. In another company, 
partnering with selected certification bodies is key supported by 
shadowing the auditors on a sampling basis to closely monitor the 
performance. 

• In the non-food industry, external certifications also help suppli-
ers to get the business and to grow. Still, a robust, mature, and 
independent internal audit program allows getting a more signifi-
cant value. 

• Third-party audits are considered as more superficial than inter-
nal audits. They are performed because of the market’s require-
ments but several companies rely more on first and 2nd party au-
dits.  

• The idea of sharing suppliers’ audit reports has been discussed. In 
the food industry, attempts failed because of mistrust in data se-
curity (information leaks or hacks). To reduce suppliers’ audit 
frequency by internal auditors, an idea of a new platform has 
been proposed to share audit reports from shared suppliers be-
tween big companies. Such a project should start with discussions 
to define each company's critical criteria (as data confidentiality) 
and the possibility to calibrate companies between each other. 
These big companies' size could facilitate this partnership in au-
diting at some level of the supply chain. This is an area to explore 
by CAF participating companies if they wish to do so. 

• An idea shared was to set a rule to  stimulate  auditors perfor-
mance, which would prevent the same auditor from performing 
twice in a row audits at the same site. This could create risk for 
the auditor's reputation if the following auditor finds too many 
irregularities. 



• The capability of auditors and interpretations of requirements are 
the mains concerns of the industry sector concerning the external 
audits. Even if the GFSI produced some guidelines or documents, 
some interpretation differences still exist. The variability of ca-
pability depends on the certification body that performs the audit 
and on the geographical situation.  

• GFSI could drive some improvement in auditors’ training and cali-
bration. They have a program on food safety auditors’ competen-
cy and their qualifications requirements where some more cali-
brations points could be added. 

• To improve auditors' capability, the industry should discuss to cap-
ture some information about the auditor's capability issue. Cap-
tured data should then be presented to certification bodies and 
scheme owners to allow them to act tangibly. 

• Auditors' capacity issue could also come from the fact that the 
audit function is not perceived as a career opportunity or is not 
appealing. Some actions at the academic level could be done to 
expose youngers to the profession to realize the value of the 
function. 

• For the next CAF meeting, the theme will address “Making audits 
a key driver for continuous improvement” as chosen by members. 

• The theme and the date of the next CAF meeting will be con-
firmed via email. 


