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Foreword

Passion for what you do is often the key to success. When Hal King asked me to
write the foreword to this book, I gladly accepted. Having worked in the food safety,
technical, operations, and business areas of the food industry (from farm to fork)
myself for over 35 years, I recognized the need for a book that provides both current
and future food safety professionals with guidelines on how to effectively do their
jobs. Hal has a passion for food safety. I have worked with him professionally and
watched him not only develop programs but also successfully implement them. This
book also draws on Hal’s experience as a public health professional.

Food safety is a moral imperative. Getting others to implement, maintain, and
continuously improve a food safety management program that leads to the preven-
tion of foodborne illnesses is a challenge that requires persuasion and diligence. Hal
has addressed this very effectively. He shows how to communicate the food safety
management program’s value so that those who use them understand their impor-
tance and also how they will have a positive effect on many of the areas in which
they are assessed. The need and value of a food safety management program must
be communicated in a manner to which the C-level (CEO, COO, CFO, VP of
Operations, VP of Purchasing) and other influencers and users of the information
can relate. Management commitment, as discussed, is required for the success of the
food safety management program and for the food safety professionals to get the
resources they need. These resources include the people, money, and departmental
cooperation needed to effectively implement the components of the food safety
management program.

One of the things often lacking in the food safety professional’s education and
experience is an understanding of the business areas within their company. Without
this understanding, the food safety professional cannot effectively communicate
with others or develop metrics that demonstrate the value of having an effective
food safety management program. This book highlights this need and suggests ways
to gain this knowledge.

Hal identifies and discusses the various types of food safety management pro-
gram components along with the education (why) and training (how) needed to
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viii Foreword

implement these programs. Particular emphasis is paid to the need to educate.
Experience has shown that explaining why something needs to be done and then
applying the rules helps the responsible individual to more effectively do their job.
To emphasize this, I remember sitting in a lecture many years ago in which the
speaker demonstrated the need for education along with training. He asked the audi-
ence who among them could name the Ten Commandments. The only one in the
group who said they could name all ten was a theologian. We have probably heard
all ten often and for the most part have been educated as to their meaning. But to
name all ten was difficult. With this in mind, ask yourself if you really expect a
person to remember a great number of food safety rules without the benefit of the
underlying food safety education.

Other important areas to understand in effectively implementing a food safety
management program are interrelations with other departments. Hal discusses how
to work with key areas such as product development, R&D, purchasing, engineer-
ing, equipment design, sanitation, and maintenance groups. As a first step in plan-
ning the food safety management program, you must understand what you need
within your organization and what is already in place. This becomes the basis for
your planning and implementation activities. By using the Gap analysis protocol
which Hal describes, you will be able to get an accurate picture of the situation. By
combining this with a review of best industry practices, the most effective food
safety management program can be developed.

Of particular interest is how Hal uses his experience as a public health official
throughout this book and to explain the value of working with this important
resource and how to effectively do so. Above all, this is a hands-on guidebook that
can be used to develop and implement an effective food safety management pro-
gram. It is written by a well-recognized expert in the industry who provides both the
dos and don’ts. Both current and future food safety professionals will benefit from
this book.

Gary Ades, Ph.D.
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Chapter 1
Introduction

Before you read this book, first let me tell you about who is writing it and why. I first
became interested in writing this book a year after I started my first industry-related
job where I became responsible for leading food and product safety at a major food
retail business. Prior to this job, I had extensive training and experience in manage-
ment as a government chief scientist in the US Public Health Service (at the Centers
for Disease Control and Prevention, Epidemic Investigations Laboratories), as a
military biological threats officer (United States Army Reserves, Consequence
Management Unit), and as a university assistant research professor (Infectious
Diseases Division of Emory University School of Medicine). However, I had little
business experience nor could I find a specific resource on how to lead a retail orga-
nizations food safety management program.

The food retail business I work for is a restaurant company that buys ingredients,
products, and packaging, from various manufactures; distributes these components
to currently over 1,700 plus restaurants in 39 states and District of Columbia; and
then produces/packages fresh made food in these restaurants, serving over two mil-
lion customers a day. When I became the one responsible for food and product
safety within this organization (literally concerned about the public health of over
two million customers a day), I started to look at this responsibility first as a public
health professional, studying the risk, requesting resources, and developing and
implementing tools and procedures as a means for the intervention of the risk. I
quickly learned, though, that this was only part of the process. I needed to learn how
to integrate this public health scope into the business processes within the organiza-
tion if I was to be successful in sustaining the benefits of my professional input.

So I did what most business professionals already do; I built relationships with
key stakeholders within my organization to learn their business needs, studied the
management methods of other food safety professionals within the food industry,
sought knowledge through public health organizations tasked to regulate food
safety, and studied peer-reviewed publications and books. I also traveled to attend
national food safety organizational meetings (e.g., Food Safety Summit, International
Association for Food Protection, National Environmental Health Association,

H. King, Food Safety Management: Implementing a Food Safety Program in a Food Retail 1
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2 1 Introduction

American Society of Microbiology) and took courses in public health management
developed by Harvard School of Public Health and risk management training at the
FDA’s Joint Institute for Food Safety and Nutrition (JIFSAN). Through this journey,
I developed the knowledge to build a model that helped me organize and manage the
work necessary to ensure food safety in a food retail business. You may be wonder-
ing why I didn’t ask other food safety business professionals to write different chap-
ters of this book or provide their management principals as part of my thesis. This
certainly could have expanded the scope with different perspectives used to suc-
cessfully manage food safety in a retail organization; perhaps a book with these
perspectives should be written next. However, my primary objective was to write
this book from the perspective of a public health professional that has researched,
bench marked, and applied many of the best practices in food safety directly to the
management of a retail food safety management program. The reader can fill in
additional knowledge as it relates to the specific needs/culture of their retail food
business using this book as a guide.

Public Health Responsibility

Many food safety professionals who have worked and currently work in the food
retail industry work with the same dedication and initiative as most public health
professionals tasked to prevent foodborne illnesses; just look at the names on the
boards and membership list of most industry trade and nonprofit originations that
support food safety improvement (including professional development groups
within these organizations). Each of these food safety professionals take on the
difficult responsibility for food safety within their organization (i.e., are held
accountable for food safety), and also many work outside of their organizations to
foster improvements in retail food safety (via benchmarking, service on local, state,
and federal government boards, speaking/training, writing, etc.) seeing food safety
as a noncompetitive part of the business.

Even though public health (CDC, FDA, USDA), academic scientist, and retail
and manufacturing food safety professionals have worked together for many years
to improve food safety, we continue to see unnecessary outbreaks of foodborne
illnesses and deaths similar to the tragic events of the past that initiated public
demand to improve. Take, for example, the multistate outbreak of listeriosis linked
to whole cantaloupes from Jensen Farms in Colorado, United States, in 2011.
Without going into the details of how this outbreak occurred (some of which is still
speculative), cantaloupes were linked to 147 illnesses and 33 deaths (and one mis-
carriage due to the illness) in 28 states (CDC 2012a). Unfortunately, based on our
current means to communicate national recalls of adulterated foods (via press
reports by the government and/or industry), and poor means to quickly trace back
foods to original sources of cultivation and/or production, the outbreak continued
to cause illnesses and deaths 47 days (see Fig. 1.1) after the announcement of the
likely source of the outbreak (whole or fresh cut cantaloupes linked to Jensen Farms).
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4 1 Introduction

According to Flynn (2012), Jensen Farms has filed bankruptcy and is part of a
criminal investigation by the state of Colorado, and the outbreak has resulted in
civil legal actions by most of the victims or their survivors. A third party auditing
firm used by Jensen farms, Texas-based Bio Food Safety, also filed bankruptcy.

Over a year after the outbreak, the estimated cost of medical care was $8 million
(expected to be more in future medical bills and lost wages) for only 42 of the 147
sick persons the CDC was able to indentify (more were likely), and the cost to
industry (including retail food businesses that sold these cantaloupes), government,
and the families (due to lost loved ones/lost wages) is estimated to be over $100
million (Marler 2012). Most interesting is that as I sit here writing this book, another
outbreak has been reported with over 141 illnesses in 20 states, 31 hospitalized, and
two deaths, from cantaloupes again, this time due to Salmonella typhimurium (CDC
2012b). Clearly we need to get better if we are going to change this, and it must be
regulatory/investigative agencies and industry working together.

Government public health (local, state, and federal) agencies are tasked to
research (along with academic partners funded by these agencies), design, and
implement regulatory requirements to protect the public health. The government
oftentimes provides the means for industry to provide input on the feasibility of
these regulatory requirements to help ensure they are cost effective, but some food
safety regulatory requirements will cost more money to implement (expected cost
of doing business). The food retail business has a responsibility to partner with these
public health agencies in the prevention of foodborne illnesses. More importantly,
the food safety professionals in a food retail business can influence food safety as
buyers of manufactured foods for its retail units by requiring and verifying manu-
facturers are following the most current science to prevent food safety hazards dur-
ing food production. This responsibility is equal to specifying and verifying that
their own retail units are following the most current science to prevent food safety
hazards during retail food production.

Food Safety Management Program

It is my desire that this book will provide you with the basics of “how to” lead and
manage a food safety management program in your business. It contains many
examples of successful programs I have used in my retail food business career and
knowledge I acquired through working with the great people where I work presently
to ensure food safety for our customers. This book is written for the food safety
business professional with a primary focus on the managers responsible for leading
and supervising (or those tasked with organizing a food safety management team) a
retail organization’s food safety management program. It also serves as a significant
resource for training the student of food safety (anyone responsible for the safety of
our food must always remain a student of this science) including the student seeking
a degree in food science/safety or the business student/professional tasked to learn
how to manage people and work within a retail organization that requires a food
safety program.
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It is my hope that when you have read this book, you will have learned:

e How to develop and lead a food safety management program/department from a
national brand perspective

* Provide the proper organization to manage the work necessary to ensure food
safety is a priority within all business functions in the organization (from sup-
plier to retail units)

* Provide the systems, broad specifications, and expected training/education and
facility design needs to manage food safety risk in each business function

* Demonstrate examples that can be used for continuous improvement in sustain-
ing and building upon the food safety benefits achieved by the food safety man-
agement program

e Provide methods to gain influence and obtain resources to support food safety
responsibilities within the business

* Develop important relationships with public health professionals based on new
science and current regulatory compliance to ensure cost effective business
management

How to Use This Book

This book is organized into chapters based on the foundational core components of a
food safety management program necessary to achieve maximum value of the invest-
ment you make in people and programs within your organization. Several of these
components have dual function/overlap in other departments in the business includ-
ing the company’s supply chain, distribution system, business analysis, marketing,
faculties management/real estate, and its retail point of sales operations. The critical
component of a food safety management program is commitment (Fig. 1.2). Chapter 2
will focus on the implementation of commitment which is the selection of the right
people to manage food safety responsibilities (the food safety management team) to
ensure successful program management and continuous improvement. This discus-
sion is purposely first because if this is not introduced into the organization as part of
its DNA, then all the other recommendations in subsequent chapters will likely not
be sustainable. The right people are then empowered to lead a food safety manage-
ment program and influence other departments through leadership of defined core
responsibilities with the program (Chap. 3). Each team manager owns responsibilities
of the three primary business functions (retail units, supplier manufacturing facilities,
and regulatory compliance), and is enabled to identify and develop methods to reduce
risk (Fig. 1.2) in each.

The next four chapters discuss the core components (see Fig. 1.2) of the food
safety management program responsibilities (systems, training and education, facil-
ities and capabilities, and execution and verification). In Chap. 4, systems are defined
and how the food safety team uses them to control and prevent food safety hazards
across all the business functions of the organization. This includes the authority of
the team to influence decisions on who the organization partners with (reviewed
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annually) to produce its food in the supply chain and retail outlets. In education and
training (Chap. 5) and facilities and capabilities (Chap. 6), the necessary processes
to enable all the food safety specifications are discussed. To enable a true program
management process, execution and verification of each of the individual core com-
ponents of the program are measured (Chap. 7). This is also necessary to identify
areas needed to improve compliance and ensure a continuous food safety focus
within the business. Another function of the food safety management program is the
management of a third party gap analysis (Chap. 8) of the food retail business to
identify gaps within the business that may need to be filled with new systems, train-
ing and education, or facilities design improvements; this includes a process to
repeat the gap analysis on a regular basis (based on risk) to ensure no new gaps
within the food safety management program and the business functions develop
over time (Fig. 1.2). Although resources must be in place to initiate the work on the
core components described, commitment is sustained by a process the food safety
management team uses to gain the resources within the organization necessary to
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improve and then sustain the investment in food safety (Chap.9). In other words,
the food safety management team must be able to show value via the business anal-
ysis process to compete for organizational dollars each year.

Compliance to the continually changing regulatory environment is discussed
through the lenses of partnerships with public health officials (Chap. 10). Current
well-defined regulatory requirements will naturally form the basis of all specifications
and systems as discussed in Chap.4. However, Chap. 10 is separate from the founda-
tional core components of the food safety management program because regulatory
actions can increase the cost of doing business (reducing profit), and well-formed
partnerships based on documented regulatory compliance are necessary, and may
reduce the cost to the retail organization by leveraging mutually desired public health
goals to reduce food safety risk in the supply chain. The references in the back of
each chapter are mostly “how to” sources and heavy on citing internet web sites to
aid the reader in using additional resources immediately for food safety management
program development.

I encourage you to use this book as a guide for applying your own more specific
details that you develop within your organization’s culture and business model to
ensure success. Because the science of food safety is always improving due to the
work of food safety professionals in government, academia, and industry, this book
can’t possibly cover all aspects of food safety management, nor all the systems and
other solutions to reduce the risk of a foodborne illness within the retail food business.
You must remain a student of the many excellent resources (peer-reviewed journals,
books, and trade articles) written by experts in all areas of food safety science and
several national and international organizations that support the development and
communication of this science, including the publishers of this book.

Ultimately, the responsibility of food safety within an organization comes down
to people (which is the focus of the next chapter of this book) and their desire (and
the organization’s commitment to empower them) to “own” the responsibility of
food safety. The prevention of human suffering that can result from a foodborne
illness makes food safety a public health responsibility and necessary function of
the food retail business. Second to this, the negative impact of any foodborne illness
on the company’s brand should motivate all decisions by a retail food business. The
right people, carefully managing the risk in collaboration with other business and
regulatory professionals within and outside the organization, are the best means to
ensure food safety within the food retail business.

Finally, this book is intended to start the dialog on how to best develop and maintain
a food safety management program in a food retail business. It is my hope that other
experienced food safety professionals will continue this dialog via publication of effec-
tive methods within their programs to help us all succeed in this public health respon-
sibility. If you, as a food safety professional would like to provide feedback and
additional ideas/improvements on how a retail food business can manage food safety
in support of its public health responsibilities, I welcome these on my blog, Public
Health Responsibilities of a Food Retail Business at http://publichealthresponsibilitie-
sofafoodrb.blogspot.com/. I will try to use these inputs and additional research to
improve this book in subsequent editions.
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Chapter 2
The Food Safety Management Team

Own: to have or hold as property; to have power or mastery
over; to acknowledge to be true, valid, or as claimed

Merriam Webster 2012

Having people in the food safety management program empowered to own the respon-
sibility to reduce risk within a retail food business is an important factor in the organiza-
tions success to prevent foodborne diseases. This alone is a significant means to measure
the commitment of the food retail business to food safety. Each individual food safety
management team member continuously works to understand risk, initiates new proj-
ects to reduce risk, and is the leader in protecting the brand through vigilant surveillance
of risk. Selection of the mangers on this team is critical to the success of the program.
The team members must be trained in the business of public health (subject matter
experts on the prevention strategies to prevent a foodborne disease) and know how to
work within cross-functional teams within the core functions of the business including
the supplier food safety, regulatory compliance, and retail food safety functions.

Empowered to Own Responsibility

A restaurant owner, we’ll call her Sara, noticed that every time the local health
inspector visited her restaurant, she was always cited for poor sanitation. The water
they stored the cloth towels in was never at the right concentration of sanitizer
strength (food code requires that reused cloth towels be kept in the appropriate
strength of sanitizer to ensure the towels don’t spread germs). She and her employ-
ees knew this requirement well, and they always kept the kitchen looking clean (she
was at the restaurant most of the time helping fill orders or cleaning between food
prep). However, she also knew it was next to impossible to maintain the proper level
of sanitizer in a pail of water when the same towel was used over and over to wipe
up food debris, oil, grease, and raw foods.
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“Using towels stored in buckets of water was the way restaurants always did this
wasn’t it, and why was her restaurant being singled out all the time when this was the
way health departments wanted cloth towels used.” She tried to require her employ-
ees to change the water every few hours, increase the strength of the sanitizer at the
beginning of the day, made check list to try and reinforce proper use, and yet she still
got “dinged” by the health inspector; it was just next to impossible to do. Reusing
cloth towels to clean surfaces reminded her of when customers use to reuse the same
unsanitary cloth towel to dry hands; “remember those rotating cloth towel dispensers
they use to have in gas station restrooms.” That industry got rid of those towels didn’t
they, and now they use disposable paper towels or blow dryers? Sara knew the inspec-
tor was correct in enforcing this rule, “he was just doing his job,” but couldn’t some-
one come up with a more operationally feasible method?

So Sara decided to investigate other methods to clean and sanitize surfaces with-
out using a dirty reused towel stored in a pail of water. After all, she wouldn’t clean
this way in her own kitchen at home, so why did she do this in her restaurant where
she serves a great deal more people. The obvious solution was disposable wipes that
already had the proper sanitizer strength built into the wipe and a means to dispense
the wipes so that employees would use them properly when they cleaned and sani-
tized surfaces. Germs would be thrown away each time they cleaned and no more
dirty bucket of water and lower health department scores. All Sara had to do was
find someone to make them; this would be a game changer, and she could also save
on laundry of cloth towels as well. Sara found a company that made disposable
wipes and asked them to make a new dispenser to look like the red sanitizer buckets
all restaurants used (but only to dispense disposable sanitizer wipes). Her employ-
ees loved the new system, the health inspector was impressed with how the employ-
ees now “toss out the germs,” and Sara was confident her restaurant had the cleanest
and safest kitchen in town. Using her business savvy (knowing cost would likely
prohibit use of a disposable wipe compared to reusing cloth towels), Sara developed
arecycling program with the manufacturer to make their use cost neutral with laun-
dry, chemical, and labor cost of maintaining reused cloth towels.

The most important asset a food retail business can have leading its food safety
management program is the right people in the right position empowered with the
responsibility of food safety for their customers like they are the owners of the busi-
ness. People who have a stake in something tend to take more responsibility for it like
Sara the restaurant owner in the previous story. These people challenge the status quo
when things are not working as they should, desire change when improvement is
needed, measure their impact continually, and ultimately improve the outcome of the
business simply because they desire continuous improvement. These people also
empower others in continuous improvement knowing that more rapid change comes
from more people working who are aligned to the change.

People who are empowered to own responsibility like Sara in this story often-
times also act expectantly for the general good of the public. In this case, Sara cre-
ated an easier means to clean and sanitize food contact surfaces in a retail food
establishment that others can use to reduce food safety risk in their restaurants as
well. James Q. Wilson, a noted Harvard Professor and political scientist, stated
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(speaking about what motivates people to do the right thing in their business
without a need for regulatory oversight), “perhaps the most powerful antidote to
unfettered selfishness is property rights. .... If we are catching lobsters off the Maine
coast, we can restrict over-fishing by allocating spaces to groups who informally
“own” each space” (Wall Street 2012). The business people in Dr. Wilson’s example
likely already protect natural resources necessary to sustain their business through
ownership, but they are much more likely to do so if they are empowered to work
as if they own it. All food retail businesses can benefit through this same type of
ownership, in this case, to prevent foodborne illnesses, by treating the business of
food safety as a noncompetitive responsibility.

Selecting the Food Safety Management Team

So, how do you find the right people that you can trust to empower with this food
safety ownership? First and foremost, they must have demonstrated competency
and integrity in their previous work and have demonstrated this competency in
reducing risk for another organization. In my current business culture, we describe
this as the three C’s for character, competency, and chemistry which was first intro-
duced as a template to hire great leaders by Bill Hybels in his book Courageous
Leadership (Hybels 2002). Mr. Truett Cathy, the founder and CEO of Chick-fil-A,
has said in many of his interviews and books, and I am paraphrasing this, “that you
can train for competency if you have to, but it’s difficult to create character; look for
character first then competency and chemistry”.

Of course competency is a requirement for a food safety management team
member, but without character, the competency may be misdirected and not focused
on the public health of the organizations customers. There’s an old saying that you
don’t find buzzards where eagles fly, so if you want an eagle, go to where they fly.
The best places to find competent food safety professionals with character are
places where people are demonstrating success in promoting the science of public
health. These professionals are already seeking to know more about food safety
risk and how to mitigate this risk for their current organization. For example, grad-
uate students who are pursuing an advanced science or public health degree undergo
rigorous critical scrutiny of their work, must often initiate and prove new ideas,
and manage projects to completion, and errors are rarely tolerated for advancement
of their thesis. Thus, graduate schools of public health and food science are the first
places to look to find food safety management team members.

Let me tell you a story that teaches an important lesson on the evidence that you
have selected the right people to own their job responsibilities. This story is about
me (so its firsthand experience), but I was only the student (and employee) being
taught by someone of great character and competency, and it taught me responsi-
bility, but also how to look for this in others before we hire them to own responsibil-
ity within our own organization. A much abbreviated part of this story was published
by Mr. Truett Cathy to teach a lesson on the recipe for being happy and successful
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in your work in his first book, “It’s Easier To Succeed Than Fail” (the book is out of
print, but can still be found on the internet and used book stores). When I was working
at a Chick-fil-A restaurant as an early teen, I was hoping to work the cash register or
cook the food because these jobs seemed more important and fun. However, when
I reported to work the first week, they wanted me to be the one that cleaned the
equipment and restaurant, and I was very discouraged. Now this was an expected
reaction of a 16 year old (I felt I was more qualified for other jobs, i.e., cleaning was
below me and I didn’t like to do it at home or work). Because I knew the founder of
Chick-fil-A, Mr. Truett Cathy, I spoke with him occasionally, and he asked me how
I liked the job at the restaurant.

When I told Mr. Cathy how discouraged I was, he suggested that if I wanted to
be successful at work (translated: given the important jobs because I demonstrated
ownership of the small ones), I should ask to clean the restrooms and then clean the
toilets like I was going to drink out of them. Well, needless to say, it challenged me,
but I gave it a try. I cleaned those restrooms so much that customers were afraid to
go into them because I hovered over them like a hawk to keep them clean. Thus,
when I approached the job like I was responsible for an important part of the busi-
ness (we all know that clean restrooms are important to customers in a restaurant
environment), I felt pride in my work (the founder said it was important), and the
more direct benefit was the restaurant owner noticed and gave me more important
duties to contribute to the success of the business. I also then knew how important
that job was to the business, and even though it wasn’t my job anymore, I continued
to look at those restrooms to ensure they were being cleaned.

Let me tell you another story about looking for competency in those who dem-
onstrate ownership of responsibility. I was President of the Georgia Association for
Food Protection (an affiliate of the International Association for Food Protection,
IAFP) during one year so I could develop relationships with other food safety and
regulatory professionals. This organization had a strong program for professional
development to support students and others early in their food safety careers; sev-
eral students from local colleges and universities often attended these meetings.
I happened to meet a fellow working on his Ph.D. who had a dream of 1 day leading
my organizations’ food safety department. This fellow had already demonstrated
competency in his area of research on the reduction of human pathogens from raw
poultry (not to mention the necessary skills to achieve a Ph.D. while working a full
time job at the USDA). When I needed to find a person to lead development of food
safety specifications for suppliers in my organization, the first place I looked was at
who was attending these meetings and who was hungry for making things better.
This fellow ultimately was recruited and now contributes significantly to the man-
agement of food safety hazards within our organization.

Although there should be no bias toward selection of graduate level profession-
als like Ph.D.s, these type of students have strong evidence of character and compe-
tency and provide a template for the type of person needed to manage a business
function within the food safety management program. Those who obtain an advanced
degree (master’s or Ph.D.) have to go through a great deal of advanced education
and independent project work, developing and communicating new knowledge in
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their respective subject matter. They must then rigorously defend their work on this
new knowledge as well as demonstrate its context with current knowledge to expert
peers within their field (those already with advanced degrees and experience) before
they are awarded the degree.

I have also found several great people already working in different areas of the
food safety profession that do not have advanced degrees but work as if they are
seeking one (as evidenced by their actions), studying the issues and developing
solutions to them (even on their own time). These types of professionals provide
another template for selection of the types of people you need to manage food safety.
One of the best responses I received from a former health inspector during an inter-
view for a new regulatory compliance staff position in my organization, when asked
why she wanted to leave her current position, was (paraphrased for emphasis) “I
would like to help restaurants achieve food safety rather than just measure them for
regulatory compliance.” This answer was not based on what she wanted to leave but
more on what she wanted to do to help retail organizations improve public health.
These types of people don’t need to be assigned task but rather enabled to do what
they do best to reduce hazards and develop the projects necessary for continuous
improvement within the organization.

Ultimately, the best way to measure if you have selected the right person that will
take ownership of their individual food safety responsibilities is to see it in action. Say
a manager was responsible for monitoring serous food safety issues in your supply
chain (e.g., investigating the validity of calls with a supplier after a customer calls and
claims they are sick from eating one of your products) and received this call while on
vacation over the weekend. However, this manager did not transfer this responsibility
to someone else (equally capable) or ignored the call and waited to respond until they
returned to work. This manager did not demonstrate ownership of this responsibility,
and the results of this one decision could be devastating to the business IF the product
(and there is likely a large volume of this product in the system) was contaminated.
Not only could other customers be injured, but the responsibility for initiating a recall
of this product (i.e., removing it from retail service/sale) could be required by law, and
this one error could cost the business significantly. Of course, this expectation should
be made clear for whomever holds this level of responsibility, and everyone needs
time away from work (and this type of responsibility). The point is that “owners” are
people who very rarely will allow food safety risk that may harm customers go
unchecked even if they are on vacation or away from the office.

A Successful Food Safety Management Team

It would be much healthier for a business to bring food safety professionals into the
organization in the beginning rather than wait for a food safety problem to occur and
then look for these types of people. After a horrible series of events in 1992 that lead
to the death of four children and sickened over 700 due to a common source of
Eschericia coli 0157 infection in ground beef, the Jack in the Box chain hired a new
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food safety leader, Dr. Dave Theno. Dr. Theno was already working to reduce the
risk of E. coli 0157 infections from beef as a private consultant to the National
Cattleman’s Beef Association. While his work ultimately improved food safety at
Jack in the Box, leading the organization to win the industry coveted IAFP
Black Pearl Award for Food Safety excellence, his leadership and the influence his
retail food business had as a major buyer of raw red meat contributed to the improve-
ment of food safety within the beef industry (Benedict 2011).

Finally, never delegate a food safety responsibility to a food safety management
professional without providing the resources to manage this responsibility including
enabling their continuous education on their specific subject matter. Once you have
the right people on the food safety management team, you should enable them to
measure hazards, work on continuous education and career advancement (outside
your organization and among their peers to enable more ideas to prevent hazards cost
effectively), and ensure they are provided the resources necessary to apply this
knowledge to your organization’s needs. A public health professional desires to com-
municate their work (i.e., as part of their professional responsibilities to share meth-
ods to prevent foodborne illnesses), teach others how to reduce risk, and work
together with other food safety professionals to develop new tools of intervention
that can reduce risk. Thus, the food safety professionals you select for the food safety
management team will desire the same within your organization; let them. You then
have influencers (see Chap.9) in your organization that will help you integrate the
teams work within the business to ensure food safety and brand protection.
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Chapter 3
The Food Safety Management Program

The food safety management program focused on the identification of hazards and
management of these hazards in all business functions is the most important means
to ensure food safety within a food retail business. The team that manages this work
within the program should be the key subject matter experts in making decisions
based on factual knowledge of the food safety hazards within all business functions
of the organization. Commitment to the program must be defined and supported by
the organization to enable the team to effectively “study” the business and ensure
systems are in place and specifications are being followed to reduce risk. When
organized properly, the food safety management program adds value to the organi-
zation by preventing unnecessary cost and can even provide important evidence in
the defense against false legal claims.

Commitment to a Food Safety Management Program

Commitment of the organization is the starting point of a food safety management
program (see Fig. 1.2, Chap. 1). The responsibility for commitment belongs to senior
leadership who must support and endorse the teams work and their influence through-
out the organization. Food safety must be its priority, and this priority should be defined
in a written food safety policy statement that outlines the structure and responsibilities
of the food safety management program. This policy should define compliance to regu-
latory requirements, expectations of leadership in other departments, commitment to
continuously improve the management program, and should be communicated to all
employees of the organization as further evidence of the organizations food safety
commitment. In addition, this policy should demonstrate:

1. Afood safety expert appointed in the position of authority to lead the food safety
management program.

2. Providing adequate resources (people and money) to support all elements of the
food safety management program.
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3. Set food safety educational requirements of the organization (staff outside the
food safety management program) to ensure alignment of the shared responsibil-
ity for food safety in all other departments:

e All related job descriptions must include a responsibility for food safety in
each respective operational role within the business.
e A training plan should be in place for all operational positions.

4. Creation of a food safety manual for both retail and supply chain functions of the
food safety management program that includes:

e Written procedures/requirements based on HACCP principals that identify
hazards and systems and specifications as prevention controls.

e Prerequisite programs and supporting documentation to support the policy
statement on food safety for each of the business functions of the
organization.

5. Communication and empowerment of responsibility to all stakeholders to report
food safety issues to senior management and the food safety management team:

* Enable method to report issues to the food safety management team.
e Enable means to investigate and resolve/document.

6. Procedures for handling and investigating customer complaints prioritized based
on risk should be documented including changes made due to complaint/claim:

e Communicated to customers in timely manner.

7. Assurance of the execution and then verification of all food safety systems annually
by senior management and when any major changes to the organization are made:

* Support routine verification of specifications in both supply and retail busi-
ness functions.

e Changes in the food safety management program (due to discovery) must be
validated, and records of all research that lead to change should be maintained.

8. A commitment to identify gaps within the food safety management program and
business:

e Performed by expert third party review.
e Benchmarked against regulatory requirements (e.g., FDA Food Code) and
industry standards (e.g., Global Food Safety Initiative, (GFSI)).

One of the best resources for how to build and measure commitment to food
safety in a food business is Frank Yiannas’s book on Food Safety Culture (Yiannas
2009). This reference is the only one currently that teaches how to create a behavior-
based (i.e., ownership of responsibilities for food safety) food safety management
culture and includes the specific systems and expectations of people to ensure food
safety commitment within the organization. Food Safety Culture is an excellent “how
to” reference for the foundation of ensuring commitment and performance of the
food safety management program within your food retail organization.
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Organizational Structure of the Food Safety
Management Program

Before we discuss the functions of the food safety management program, we must
first define the organization of the program. Several retail food organizations com-
bine their food safety functions within a quality control/improvement department.
This is likely because quality improvements have more direct correlation to daily
sales and cost to the business and thus foster more internal resources for support.
Many quality specifications also have dual impact with food safety benefits (e.g.,
temperature of food maintenance systems), and it would appear to be cost effective
to have the quality team perform food safety duties. However, it is easier to identify
risk, develop and resource systems and specifications to reduce them, and measure
success of these systems if there is an independent food safety team focused just on
food safety program management (especially if the organization is large). This team
is then free to design all phases of the business’s food safety needs and focus its
independent resources to sustain the investment made to the business. Even if all
known risks were controlled, business growth (e.g., volume) and development (e.g.,
new products, change in suppliers) will always require the subject matter expertise
and direct focus of a food safety management program to ensure new risks are
identified and controlled. These subject matter experts working together with the
knowledge of all systems and requirements also serve as the “go to” persons when
the need arises for product safety decisions in all areas of the business. This includes
determination of operational feasibility of procedures and recipes, product develop-
ment/new equipment/facilities design review to ensure food safety, and support to
the business when challenges are made to the regulatory compliance of retail proce-
dures. Most importantly, this team supports important business decisions in the
event of crisis like product recalls or foodborne illness claims (legal and/or when
claims are made in the media).

An important aspect of the food safety management program will be where in the
organization the program is positioned and whom does it report to (i.e., its indepen-
dence to provide “third party” like council). From my experience, the best place for
the food safety management program is as an autonomous team/department that
reports directly to the COO. If it’s not feasible to make the program completely
autonomous, then placement within a reporting structure to reduce conflict of inter-
est and reduce intradepartmental competition for resources is best. This will reduce
conflict of interest between competing goals in other departments that demand more
return on investment criteria to show need for resources. It can also free up the food
safety management program to identify food safety hazards within the business as
its focus. For example, if the program is within or reports to the legal department,
most decisions will likely be influenced due to fear of legal liability which could
then reduce the effectiveness of the program to identify risk and then develop effec-
tive means to reduce them (e.g., records of risk not corrected/managed could reduce
the desire to measure a risk especially if resources will not be made available to
reduce them). It is true that documented knowledge of a risk, and not developing the
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means to address the risk, is a higher liability to the organization. However, I would
argue the higher liability occurs when the risk is not measured and managed when
there is clear evidence that risks are present (generally speaking, a significant num-
ber of hazards have been identified in all food processing and food retail sales busi-
nesses—see below). In fact, the new Food Safety Modernization Act of the United
States (FSMA) will require businesses (all food manufactures) to identify hazards
in their respective food production and demonstrate a plan to reduce these hazards
in order to be compliant to this law. It is still important to seek inside (and some-
times outside) legal council before some hazard identification assessments are per-
formed to protect the business from liability (e.g., when there is no industry standard
for or regulatory requirement of prevention methods yet), but it is best to use this
information (council) to make good decisions.

Another example: if the food safety management program is in/reports to the pur-
chasing/supply chain department, then there could be conflict of interest between these
two business functions. It is likely the supply chain/purchasing department has a man-
date to seek the lowest price and best value and not to run out of product. The food
safety management program’s specifications of suppliers could increase some cost and
limit supply if suppliers loose certification to provide products/ingredients to the orga-
nization or food safety issues drive product withdrawals of a suppliers product. Again,
it is still important to closely partner with the supply chain/purchasing department and
use information to make good decisions to ensure food safety at the lowest cost feasi-
ble. When the food safety management program is autonomous, it may provide unbi-
ased recommendations to the organization using input from all stakeholders to enable
better business decisions based on achieving the lowest known risk.

Once you have the food safety management program in the right place to enable
it to objectively manage food safety, you need to structure the team’s responsibili-
ties around the three core business functions of the organization: supplier food
safety, regulatory compliance, and retail food safety. The number of staff to manage
the food safety of these three core business functions will most likely be based on
several factors like the size of the organization (e.g., one million vs. one billion in
sales), primary responsibilities owned by other departments (e.g., how many
employees in other departments have shared responsibilities/roles vs. food safety
subject matter expertise), complexity of the menu/products sold, volume of food
produced in the supply chain (10 or 1,000 suppliers), and retail food production/
sales (5 or 5,000 retail units) volume.

The key to an effective food safety management program organization will be
found in each team member’s influence on other departments and their primary
focus on the three core functions of the business; supplier food safety (purchasing,
food manufacturing, supplier quality, distribution), regulatory compliance (risk
management, legal), and retail food safety (operations, human resources, public
relations, equipment/facilities, and training). If the resources are available, the best
structure would be one manager on the team with the responsibility and thus focus
on each of these three core functions of the business (Fig. 3.1). Thus the manager
responsible for the supplier food safety business functions would be responsible
for setting systems/specifications, training/education requirements, production
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Fig. 3.1 Food safety management team organization with respective business function work

facilities requirements, and ensure execution and verification of each of these
systems/specifications. Specific responsibilities would be designated for the man-
ager over regulatory compliance and the manager over retail food safety respec-
tively. Neglect of or less focus on any one business function area by a dedicated
manager could increase risk to the business if the core function areas are complex
(e.g., multiple perishable ingredients imported and distributed to multiple retail
units in multiple states). If the food safety management program cannot support
one manager for each business function area (e.g., if the business is small, has
fewer products, has limited suppliers, or has only a few retail units), then whom-
ever manages several core functions should have expertise in each to enable effec-
tive collaboration with other departments to achieve food safety program goals.
An effective method to expand the reach of the food safety management teams’
impact is to enable participation (or develop and lead one if none exist) cross-
functional teams centered around each of the three core business functions (usually
multi-departmental). In this scenario, for example, the manager responsible for sup-
plier food safety meets with the department team in the supply chain/purchasing and
supplier quality departments at regular intervals. These meetings are purposely set to
present risk and establish work needed to reduce these risks to the supply chain. The
food safety management program can use these teams to introduce new work (new
systems, projects, or food safety requirements) that impacts each core function area
(and socialize the need within other departments) and enable joint study of the impact
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and value to the business function to enable resources (see Chap.9). The food safety
management team is also able to track new work (e.g., new products, equipment, or
procedures/suppliers) initiated by other departments that will likely effect the pro-
gram teams work. Cross-functional teams are not new in business (although integra-
tion of the food safety management program may be new to some), and many
organizations use these teams to foster research and development, new product roll-
outs, etc. All work is collaborative to develop the business case and thus buy-in for
change and the solicitation of necessary funds to support and sustain the change
(most effective if jointly supported by all effected business functions).

Primary Responsibilities of the Food Safety Management
Program: Foodborne Illness Hazards Knowledge

No company sets out to purposely cause a foodborne illness or an outbreak of
foodborne disease. However, many find themselves inadequately prepared to pre-
vent an outbreak due to either ignorance of the risk (didn’t measure) or arrogance
in the safety of their business functions (haven’t had a foodborne illness outbreak
so don’t see a need to make any changes/improvements in food safety manage-
ment). The retail food business has an obligation to know the hazards of its busi-
ness practices (especially those regulated by the FDA and USDA) that could
contribute to the risk of a foodborne illness (suppliers and retail food preparation)
and implement controls for these hazards to ensure ignorance and arrogance are
eliminated from the business. The first responsibility of the food safety manage-
ment team therefore should be defining the food safety risks of the organizations
operations using the knowledge of the hazards inherit in food production.

I attended a government-initiated conference (sponsored by the CDC/FDA, see
Federal Register 2010) that was hosted to solicit input on the metrics needed to
better attribute foodborne illness rates to their cause (e.g., failure to control the
hazard) so the effectiveness of new intervention strategies (mostly regulatory con-
trols on industry) could be better correlated to national disease rates. Tracking
national disease rates by the CDC helps the FDA/USDA determine which regula-
tory intervention strategies (e.g., Juice HACCP ) are working and which need addi-
tional development. When I was given the opportunity to speak to provide an
industry perspective input, I performed an exercise with the audience (about 200
people) that started in this manner: I asked all the members of the audience to raise
their hands IF they were ever an official member (part of a case control study) of a
CDC investigated foodborne disease outbreak. I believe only one person raised
their hand. However, when I asked the audience to raise their hands IF they were
ever diagnosed with (or know for certain they had) a foodborne illness, the major-
ity of the audience raised their hands. This exercise showed me (and them) that there
are many foodborne illnesses that are not identified and counted by current disease
surveillance systems, and thus, a food retail business cannot rely solely on reported
disease rates and past information about what intervention strategies work best to
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prevent a foodborne illness. In fact, it is better to define risk (by investigating hazards
within its own business functions) and developing cost effective prevention strate-
gies before they are discovered.

Some food safety hazards present in food production were not previously
identified until they became part of a multistate foodborne illness investigation.
A good example of this can be found in the 2006 foodborne disease outbreak associ-
ated with fresh cut bagged spinach due to E. coli 0157 contamination (CDC 2006).
This outbreak caused three deaths and over 200 illnesses that few businesses could
have predicted based on the current knowledge of this hazard (and its probability)
before the outbreak. Before this, although the fresh cut produce industry was aware
of hazards associated with E. coli contamination, the majority of cases of foodborne
disease outbreaks were associated with ground beef or other leafy greens like let-
tuce or tomatoes. The lesson here is that it is better to put resources to generate your
own data on hazards from within all areas of the business (most importantly food
production in suppliers facilities and retail units) to maximize prevention of a food-
borne disease outbreak. If a hazard is identified but does not have a currently accept-
able means (nor is it regulated) for prevention, then a system should be developed
to reduce the probability of the hazard in the business function. Thus, knowledge of
hazards should be a focus of the food safety management teams work on systems
and specification design to avoid being part of a newly identified hazard in its
business.

The CDC is the traditional source of foodborne disease knowledge as it investi-
gates and then reports all multistate foodborne illness rates in the United States
(note: outbreak investigations of infectious diseases effecting only one state are
normally performed by the state and then reported to the CDC). Although significant
foodborne illnesses are caused by chemical and physical contaminants in foods (the
FDA and USDA report numerous recall actions every year on foods that are known
to contain undeclared allergens or chemical/physical contamination), most of the
well studied (but difficult to control) and thus reported causes of foodborne illnesses
in the United States are those caused by microbial pathogens. Mead et al. (1999)
published the first comprehensive estimates of the burden of foodborne diseases in
the United States that to some seemed speculative (76 million illnesses a year,
325,000 hospitalizations, and 5,000 deaths) when only a small proportion of food-
borne illnesses are confirmed by laboratory testing and reported to public health
agencies each year. However, these often-cited data contributed to significant reform
over the last 10 years in the regulatory systems (defined by the FDA and USDA)
which were the result of additional academic and government studies, industry-
based risk assessments, and additional CDC/FDA foodborne illness investigations
that identified hazards within the food industry.

The CDC reported more recently on the national estimates of foodborne illnesses
using more accurate statistical methods than were available in 1999. CDC now esti-
mates that each year roughly 1 in 6 Americans (or 48 million people) acquire a food-
borne illness, 128,000 are hospitalized, and 3,000 die of foodborne diseases (CDC
2011). The CDC reported that of all the top pathogens contributing to foodborne ill-
nesses in the United States between 2000 to 2008, norovirus (often associated with



