
 

 

  
  

 

Corporate Audit Forum Meeting - March 30th, 2021 - 
Meeting Minutes  
  
Making Audits a Key Driver for Continuous Improvement 

  

Participants: 
 
- The Coca-Cola Company: Mark Tjantele 
- Mondelez International: Covadonga Olay Lopez 
- Mars: Pavlos Fragkopoulos 
- Ferrero: Ciaran Conway 
- Kimberly-Clark: Thomas Stephan and Elisabeth Knopfler 
- Danone: Catherine Schorsch 
- Chr. Hansen : Gitte Sørensen and Luiz Guedes 
- Prozitif: Tülay Kahraman 
- All Food Consulting: Marc Cwikowski and Nathan Chau 

  

Introduction 
 
To set up the scene, some observations based on working experiences 
with global companies regarding auditing and continuous improvement 
(CI) were shared: 

• Auditing was and will remain a key driver for CI across the supply 
chain, and continuous improvement is often in the 
mission/purpose of the audit organisations; 

• Capturing stakeholders needs and business alignment helps for 
more significant impact on CI ; 

• Global organisations are often active in auditing at multiple 
layers: 

o plants internal audits; 
o functional audits to drive support and CI; 
o corporate internal audits are used to uncover the risks; 
o external audits to outsource to third parties their own 

requirements or external requirements (i.e. ISO standards)  

• Audits are used when organisations would like to expand the 
scope of their management system, as soon as requirements are 
in place (i.e. from Food safety to quality); 

 



 

 

 

 

• Continuous improvement role of internal audit organisations is 
recognised by internal and external stakeholders; 

• Auditors are very much welcome as a result; 

• The way organisations are implementing continuous improvement 
varies: 

o Some of them are leaving the checklist behind by having a 
guideline for auditors and letting them use their expertise 
to make a difference; 

o In some organisations, auditors are just auditing, whereas, 
in some others, auditors also play a role for the CI in the 
organisation by: 
▪ Sharing experience and best practices during audits; 
▪ Identifying opportunities; 
▪ Having an active role in post-audit activities, 

leveraging expertise; 
▪ Being "Go to Persons" in the organisation, a very 

experienced person to contact to help resolve an 
issue; 

• Companies that are looking for a strong continuous improvement 
and return on investment (ROI) are adopting one or more of the 
below: 

o Focusing on corrective and preventive actions to avoid 
recurring issues; 

o Trying to find a good balance between management system 
and compliance auditing related matters; 

o Developing different views regarding unannounced audits 
versus announced ones which provide various benefits. 
Recent research made a strong link between announced 
audits and continuous improvement; 

o Adopting a risk-based approach as a must by following a 
particular schedule and having a focus on areas where the 
most critical risks are; 

o Investing a lot in auditor competence; 
o Investing in the preparation steps as more prepared and 

more effective audits leads to more significant ROI;  
o Evaluating themselves through self-assessment. It has value 

when it is used as an input for Corporate audits; 
 



 

 

 
 

• Dedicated auditors or hybrid approach with field-based ones have 
a different impact on continuous improvement. Organisations 
that adopted a hybrid approach could take the learnings from 
audits and disseminate this throughout their organisations; 

• Robust requirements, supporting documents and reporting tools 
are essential;  

• Auditors supported by functions' expertise might help to provide 
more continuous improvement during the audits; 

• Disconnecting audit outcomes and bonus is beneficial to avoid too 
many sterile discussions during the closing meeting; 

• Enhanced data use is a game-changer with the importance of 
digital transformation and big data use. 

• Regarding the results of the audit: 
o Timeliness of reporting is crucial as the more an 

organisation waits for the report, the more the value of the 
audit diminishes; 

o Communication of results to the right audience helps. The 
higher these results are communicated, the better it allows 
CI; 

o Visibility of results at the global level for internal 
benchmarking stimulates continuous improvement; 

o Scored results seen by some as very valuable 
  

Learning from others session 
 

• A concrete example was detailed of how audits are a key driver 
for continuous improvement by showing how a technical audit 
program drove the continuous improvement of itself and the 
quality of its business's ecosystem.  

• A technical audit program has been implemented and aims to 
mitigate the company's short-term risks and bring long-term 
improvements. Its continuous evolution of this program is 
essential to create continuous improvement. It needs to be 
coupled with good planning with a risk-based prioritisation (by 
standards and by sites) of these audits.  

• This program is designed to cover the entire facets of "Idea to 
market" concept. 



 

 

 

 

• This technical audit program, when well implemented, allows to 
drive some continuous improvement of all the business ecosystem 
and bring some added values in 4 areas :  

o Resources: with a collaborative auditing team including 
global full-time lead auditors and local supportive auditors,  

o Applicability: with the performance of Technical audits on 
sites, High-risk deep dive audit and Business Unit Technical 
audit;  

o Risk mitigation: with better identification of non-
conformities; 

o Governance: with completion of CAPAs and stakeholders 
engagement, including clear escalation rules. 

• In the last part, a project to implement remote audits, 
particularly important in this period of Covid-19, was presented.  
With the help of studies and SWOT analysis, the organisation 
could identify audits' challenges and opportunities to know the 
most effective conditions and moments to implement remote 
audits. 

  

Sharing session 
 

• Regarding financial efficiency, the technical audit program 
enabled the company to prevent many incidents (major and 
minor) that could have cost more than what was invested in the 
full-time audit team. It has also saved some travel costs by 
combining technical audits with some supportive auditors' 
projects that required travel to a plant in another country.  

→ The auditing organisation's main challenge is to keep the audit 
team and program relevant and in line with the business's needs. 

• Quarterly reviews have been implemented in the organisation 
with global auditing team and regional teams responsible of sites 
to : 

o Review progress on the yearly schedule,  
o Share learnings from the past quarter, 
o Review and discuss the progress on CAPA. 

These reviews are valuable because they allow the audit team to 
understand non-conformities from the manufacturing sites' views  
 



 

 

 
 
 
and show that the auditing team is working with them to help 
them find solutions to their problems.  

• Governance is part of the audit program, and CAPAs are 
important to give visibility to the leadership team. Audits are 
performed in collaboration with sites, and conversations with 
sites' teams make part of the audit report. This review gives 
visibility on how the organisation progresses and how it should 
allocate resources to help sites close their findings. 

• In another organisation, auditors' assessing role is separated from 
the role of definition and implementation of the action and plans 
that belong to operational quality teams. Quarterly reviews have 
been recently implemented to give leadership some visibility on 
non-conformities. It is quality/food safety teams' role to work on 
the closure of them. 

• Auditors are auditing experts and could take part in the building 
of internal or technical audit standards. Some businesses have 
experts on specific topics such as HACCP, GMP, or allergens that 
they solicited in standards dealing with their expertise. Still, they 
could also be used as supportive auditors during a challenging 
audit requiring their expertise. 

• For the next CAF meeting, the theme will address "Auditing (an 
increasing) number of co-manufacturers" as chosen by members. 

• The theme and the date of the next CAF meeting will be 
confirmed soon by email. 

 


