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Our comprehensive IFS Food Safety and Quality 
Management System package contains everything you 
will need to achieve IFS Certification.  

 
We have written this workbook to assist in the 
implementation of your IFS food safety management 
system. The workbook is divided into 8 steps that are 
designed to assist you in implementing your food safety 
management system effectively: 
 
✓ Step One: Introduction to the IFS Food Standard  
✓ Step Two: Senior Management Implementation 
✓ Step Three: Project - Food Safety Quality 

Management System Implementation 
✓ Step Four: Internal Auditing & Management Review 
✓ Step Five: Final Steps to IFS Certification 
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Step One: Introduction to IFS Food Standard 
 
This 45-minute comprehensive illustrated and interactive PowerPoint 
training module presentation will introduce the IFS Food Standard to the 
management team and explain how to start the process of implementing 
an IFS compliant Food Safety & Quality Management System.  
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Step Two: Senior Management Implementation 
 

A Senior Management Implementation checklist is provided that 
establishes your Food Safety Management System fundamentals 
including Food Safety Policies and Objectives. 
 
The checklist guides Senior Management: 
 

✓ in planning the establishment of the FSMS 
✓ in providing adequate support to establish the FSMS 
✓ in ensuring there is adequate infrastructure and work 

environment 
✓ in allocating responsibility and authority 

  
This stage requires the Senior Management to meet and establish the 
foundations for the Food Safety Management System: 
 
✓ Formulating a checklist of Customer, Regulatory, Statutory and 

other relevant Food Safety requirements 
✓ Decide which Food Safety requirements the company should 

address and develop relevant policies* 
✓ Based on the Food Safety Policy Management Policies establish 

Food Safety Objectives 
✓ Define the scope and boundaries of the FSMS 
✓ Plan the establishment of the FSMS using the project planner 
✓ Provide adequate support to establish the FSMS 
✓ Ensure there is adequate infrastructure and work environment 
✓ Allocate responsibility and authority 
✓ Assess, plan and establish appropriate internal and external 

communication (including the food chain) channels 
 
* Note - The IFS Food Standard also requires a corporate policy 
covering: 
 

✓ customer focus 
✓ environmental responsibility 
✓ sustainability 
✓ ethics and personnel responsibility 
✓ product requirements 

 
A meeting should now be co-ordinated involving all the Senior 
Management Team. 
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Senior Management FSMS Implementation Meeting 
 
Date 
 
Time 
 
Venue 
 
Agenda 
 

1. Formulating a checklist of Customer, Regulatory, Statutory and 
other relevant Food Safety requirements 

2. Decide which Food Safety requirements the company should 
address and develop relevant policies. 

3. Based on the Food Safety Policy Management Policies establish 
Food Safety Objectives 

4. Define the scope and boundaries of the FSMS 
5. Plan the establishment of the FSMS using the project planner 
6. Provide adequate support to establish the FSMS 
7. Ensure there is adequate infrastructure and work environment 
8. Allocate responsibility and authority 
9. Assess, plan and establish appropriate internal and external 

communication (including the food chain) channels 
 
Attendees: 
 

Senior Management Team 

Job Title Name Role in Team 

Managing Director  Chairman 

Site Director  Deputy Chair 

Operations Manager  Operations Reporting 

Technical Manager  Food Safety and Quality Reporting 
Management Representative 

Planning Manager  Planning and Capacity Reporting 

Distribution Manager  Distribution Reporting 

Maintenance Manager  Services and Engineering Provision 

Finance Manager  Financial Reporting 

Human Resources Manager  Resource reporting 
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Senior Management FSMS Implementation Checklist 
 

The Senior Management FSMS Implementation Meeting should follow 
the guidelines of the Senior Management Implementation Checklist: 
 

Action 
(i) 

Senior management formulate a checklist of Customer, Regulatory, 
Statutory and other relevant Food Safety requirements 

Customer/Regulatory/Statutory/Other Record Details 

XYZ Customer Requires this  

IFS Food Standard  

Food Regulations  

  

  

  

  

  

Action 
(ii) 

Senior Management decides which Food Safety requirements the 
company should address and develop relevant policies. 

Requirement Policy Details 

Customer focus  

Environmental responsibility  

Sustainability  

Ethics and personnel responsibility  

Product requirements  
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The outputs from this meeting will be: 
 
✓ Food Safety Policy 
✓ Food Safety Objectives 
✓ Defined Scope 
✓ A Developed Project Planner 
✓ Support Plan for Implementation/Training 
✓ Plans for Infrastructure/Work Environment 
✓ Allocation of Responsibility/Authority including the appointment of 

an IFS Representative 
✓ Defined Communication Channels 

 
* Note - The IFS Food Standard also requires a corporate policy 
covering: 
 

✓ customer focus 
✓ environmental responsibility 
✓ sustainability 
✓ ethics and personnel responsibility 
✓ product requirements 

 
 
 

Senior Management can choose/adapt the templates supplied with the 
system to assist in documenting policies and objectives: 
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Key Personnel and Nominated Deputies 
 
 

Job Title Job Holder Nominated Deputy 

Emergency Response Coordinator   
Food Safety Team Leader    
Management Representative   
Site Director   
Operations Manager   
Production Manager   
Warehouse Manager   
Maintenance Manager   
Factory Safety Manager   
Human Resource Manager   
Quality Manager   
Production Supervisor   
Packing Manager   
Technical Manager   
Planning Manager   
Goods Receipt Manager   
Design and Development Manager   
Planning Manager   
Customer Service Manager   
Laboratory Manager   
Distribution Manager   
Project Manager   
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Senior Management Establish a Product Recall/Crisis Management 
Team 
 
 

Crisis Management/Product Recall Team 

Crisis Name Crisis 
Coordinator Contact Details 

Fire or Site evacuation   Health and 
Safety Manager 

 

Utility Supply failure  Maintenance 
Manager 

 

IT systems failure  Operations 
Manager 

 

Water Supply Contamination  Technical 
Manager 

 

Breaches of security  Site Director  

Distribution Failure  Distribution 
Manager 

 

Bomb Threat or similar  Site Director  

Bioterrorism  Managing 
Director 

 

Extortion or Sabotage  Site Director  

Product quality or safety  Technical 
Manager 
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Internal Communication 
 
The Senior Management Team should assume responsibility for 
ensuring that appropriate communication processes are established, 
implemented and maintained regarding the effectiveness of the quality, 
food safety (including any food safety issues) and environmental control 
systems.  
 
These communication processes can include: 
 

- Team briefings 
- Staff reviews 
- Daily Management meetings 
- Shift Handover meetings 
- Newsletters 
- Notice boards 

 
Regular communication is important to keep all employees aware of 
company performance in meeting policies and objectives. The following 
key information should be communicated regularly: 
 

- Key Performance Indicators 
- Results of External Audits 
- Results of Customer visits 
- Results of Inspections by Regulatory Authorities 
- Preventive actions 
- Serious complaints 
- Product withdrawal 
- New product launches 
- Changes in raw materials, ingredients and services 
- Changes in processes, production systems, packaging, 

equipment and/or products 
- Changes in cleaning and disinfection procedures 
- Customers or customer requirement changes 
- Changes in production premises, equipment (including 

location), storage systems, distribution systems and the 
surrounding environment 

- Management Changes and changes in levels of responsibility 
and authority 

 
The following additional key information should be communicated 
promptly to the food safety team so that they can ensure the information 
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is included in updating the food safety quality management system 
where appropriate: 

 
- Results of Inspections by Regulatory Authorities and any 

changes in regulatory requirements 
- New information regarding Food Safety Hazards and Control 

Measures 
- Food Safety Issues and Health Hazards associated with the 

product 
- Anything else considered likely to have an impact on food 

safety 
 
By communicating effectively with all employees all employees will be 
able to contribute to the effectiveness of the Food Safety Quality 
Management System. 
 
Senior management assess plan and establish appropriate internal and 

external communication (including the food chain) channels 
Communication required Details Responsibility 
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Step Three: Project - Food Safety Quality Management System 
Implementation 

 
The IFSQN IFS Food Safety & Quality Management System 
Implementation Package contains a comprehensive IFS complaint 
documentation including: 
 

✓ Food Safety Quality Manual containing a set comprehensive 
procedures and an extensive range of record templates.  

✓ HACCP Manual containing food safety procedures and HACCP 
Instructions.  

✓ Laboratory Manual including sample procedures and records. 
 
The Food Safety Quality Manual contains comprehensive top level 
procedures templates that form the foundations of your Food Safety 
Management System so you don't have to spend 1,000's of hours writing 
compliant procedures: 
 
Food Safety Quality Management System Procedures 
 
Section 1 Senior Management Responsibility 
QM 1.1 Corporate Policies 
QM 1.1.2 Food Safety and Quality Objectives 
QM 1.2 Corporate Structure 
QM 1.2 Corporate Structure - Job Descriptions 
QM 1.2 Corporate Structure - Organisational Chart 
QM 1.3 Customer Focus 
QM 1.4 Management Review 
QM 1.5 Communication 
 
Section 2 Quality and Food Safety Management System 
QM 2.1 Food Safety and Quality Management System 
QM 2.1.1 Document Control 
QM 2.1.2 Record Keeping 
QM 2.2 Food Safety Management - HACCP System 
 
Section 3 Resource Management 
QM 3.1 Resource Management 
QM 3.2.2 Protective Clothing 
QM 3.2.3 Medical Screening 
QM 3.3 Training and Instruction 
QM 3.4 Staff Facilities 
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Section 6 Food defence plan and external inspections 
QM 6.1 Defence Assessment 
QM 6.2 Site Security 
QM 6.3 Personnel and Visitor Security 
QM 6.4 External Inspections 
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HACCP Training 
 
An interactive and illustrated PowerPoint HACCP training presentation is 
supplied to train your food safety team in the preliminary steps to a 
Hazard analysis, the principles of HACCP and how to utilise the HACCP 
calculator in implementing your HACCP system. 
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Project IFS Implementation 
 
In this part of the package you ensure: 
 

✓ Steering Group are established and briefed 
✓ The Steering Group take control of the Project Plan established 

by Senior Management  
 

Food Safety Management System Steering Group 

FSMS Team Member Name Position Qualification 

FSMS Team Leader    

FSMS Assistant Leader    

FSMS Team Members    
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Project Plan 
 
The Steering Group use the Excel Project Plan developed by Senior 
Management as a step by step guide to implementing the Food Safety 
Management System. 
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The project team should view the IFS Food FSMS PowerPoint 
presentation which explains how the IFSQN IFS Food Safety & Quality 
Management System documentation matched the clauses and 
requirements of the IFS Food Standard. 
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Action Required Relevant Documents in IFSQN IFS Food Safety & Quality 
Management System 

1 Senior management demonstrate a 
commitment to food safety 

QM 1.1 Corporate Policies   

2 Senior management issue a food safety 
policy 

QM 1.1 Corporate Policies   

3 Senior management establish food 
safety objectives 

QM 1.1.2 Food Safety and 
Quality Objectives 

  

4 Senior management define the scope 
and boundaries of the FSMS. 

IFS Implementation Workbook 
- IFSQN 

QM 1.3 Customer Focus 

5 Senior management plan the 
establishment of the FSMS. 

IFS Implementation Workbook 
- IFSQN 

  

6 Senior management provide adequate 
support to establish the FSMS. 

IFS Implementation Workbook 
- IFSQN 

  

7 Senior management ensure there is 
adequate infrastructure and work 
environment. 

IFS Implementation Workbook 
- IFSQN 

  

8 Senior management appoint a food 
safety team leader/IFS Representative 

IFS Implementation Workbook 
- IFSQN 

QM 1.2 Corporate Structure 

9 Senior management appoint the food 
safety team. 

HACCP 1 HACCP Team QM 1.2 Corporate Structure - 
Job Descriptions 

10 FSMS responsibilities and authorities 
are documented and communicated 

IFS Implementation Workbook 
- IFSQN 

QM 1.2 Corporate Structure - 
Organisational Chart 

11 Food safety communication systems are 
put in place 

IFS Implementation Workbook 
- IFSQN 

QM 1.5 Communication 

12 Senior management provide the IFS Implementation Workbook QM 2.1 Food Safety and 
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Food Safety Plan Scope 
 
The HACCP studies contained within the HACCP Manual define the 
potential risks and control measures required to safely manufacture the 
following products: (Enter products here) 
 
Scope is defined by consideration of the extent of the food chain, 
product description and parameters, the intended consumer group and 
end-use. The scope considers relevant Customer, Regulatory, Statutory 
and other relevant Food Safety requirements. 
 
Food Safety Plans cover the process steps from: 
 
- Ingredients  
- Intake 
- Storage 
- Processing 
- Filling 
- Packing 
- Storage 
- Dispatch    
- Distribution 
 

HACCP Terms of Reference 
 
The Food Safety Team defines the HACCP terms of reference. This 
HACCP study covers all types of hazards (Allergens, Physical – foreign 
bodies, Chemical and Biological) including: 
 
(1) Known or reasonably foreseeable hazards that include: 
(i) Biological hazards, including microbiological hazards such as 
parasites, environmental pathogens, and other pathogens; 
(ii) Chemical hazards, including radiological hazards, substances such 
as pesticide and drug residues, natural toxins, decomposition, 
unapproved food or colour additives, and food allergens; and 
(iii) Physical hazards (such as stones, glass, and metal fragments); and 
(2) Known or reasonably foreseeable hazards that may be present in the 
food for any of the following reasons: 
(i) The hazard occurs naturally; 
(ii) The hazard may be unintentionally introduced; or 
(iii) The hazard may be intentionally introduced for purposes of 
economic gain. 
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The HACCP Team formulates a list of relevant Customer, Regulatory, Statutory and 

other relevant Food Safety requirements to be considered in the HACCP scope 

Customer Requirements Details 

XYZ Customer Requires this  

  

  

  

Regulatory/Statutory Requirements Details 

Food Regulations e.g. REGULATION (EC) No 
178/2002 OF THE EUROPEAN PARLIAMENT 

AND OF THE COUNCIL of 28January 2002 laying 
down the general principles and requirements of 
food law, establishing the European Food Safety 

Authority and laying down procedures in matters of 
food safety. 

 

  

  

  

Other Details 

e.g. IFS Food 6.1  

  

  

  

  

 
 

The HACCP study is conducted using all relevant information including 
legislation, known hazards, industry codes of practice, customer 

requirements, historic and scientific information. Sources of information 
are documented and maintained. 
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Product Description   

  
  
Product Description Questions Details 

What is the product name?   

What will the purchaser do with it?   

Details of the packaging?   

How is the product processed or manufactured?   

What is the composition of the product?   

Is there preservation from chemical composition 
such as pH or Aw?   

Does the product receive microcidal treatment 
such as heating, freezing, brining or smoking?   

What is the Shelf life?   

What is the prescribed storage temperature?   

What are the prescribed storage conditions?   

Who are the target consumers?   

Where is the product stored?   

How is the product sold?   

Labelling Instructions?   

Prescribed delivery conditions?   

 
 
25 The intended use of the end product is described including 
vulnerable groups 
Documents: 
HACCP 3 Intended Use 
 
Intended Use Procedure: 
 
The HACCP team identify the intended use and all possible users and 
consumers for each product and process category.  
 
The HACCP team also consider potential for known misuse or possible 
alternative use (for example possible consumption of a product that 
requires cooking such as cookie dough).  
 



IFS Food Safety Management System Implementation Workbook 

www.ifsqn.com 
66 

Each Flow Diagram is confirmed physically on site by the Food Safety 
team who conduct a walk through verifying all steps in the process flow 
chart. Daily and seasonal variations are considered and evaluated. 
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27 Food safety control measures are identified 
Documents: 
HACCP 6 Hazard Analysis Template 
 
Description of Process Steps 
 
For each step in the flow diagram the Food Safety team should describe 
the step and the control measures so that at the next stage the team can 
identify and assess food safety hazards and their control measures. 
 
The control measures to be described include: 
 
- Those applied at each step 
- Those intended or included in PRP(s) 
- Those identified in relevant information as described in HACCP 

terms of reference 
- Those applied at other stages in the food chain 
- Those applied to end products 
- Those introduced by community schemes 
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Note: You can use the Excel document HACCP 6 Hazard Analysis Template to document your HACCP study 
 

 
 
Use HACCP 7 Appendix Hazard Assessment Form to decide if a CCP 
See HACCP 12 Appendix 3 Sample HACCP Plan Template for a sample of additional information required 
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31 The food safety team assess the food safety hazards 
Documents: 
HACCP 7 Appendix Hazard Assessment 
 
32 The food safety team select and assess control measures for each 
food safety hazard 
Documents: 
HACCP 7 Appendix Hazard Assessment 
 
Hazard Assessment Procedure: 
 
Each potential food safety hazard is risk assessed to determine whether 
its elimination or reduction to acceptable levels is required to produce a 
safe product and also any controls required to achieve the acceptable 
levels.  
 
For each step grades of impact (severity of adverse health effects) and 
probability (likelihood of a food safety hazard occurring) are allotted and 
the combined matrix used to judge the severity and priority for 
elimination or minimisation of the hazard. The team identify the hazards 
that need to be prevented, eliminated or reduced to acceptable levels.  
 
3x3 Hazard Assessment using the Hazard Analysis Template 
 
Taking this into account a rating is given for probability and severity: 
 

Step 
Number Step Name Hazards Identified 

Probability 

Severity 

Significance 

1 Delivery of 
Ingredient A Bone 1 3 3 

1 Delivery of 
Ingredient A Campylobacter spp. 2 3 6 

1 Delivery of 
Ingredient A Contamination with Bacteria from pests 3 3 9 

 
First the Food Safety Team assess the likelihood of the hazard occurring 
and enter: 
 
1 for Highly Unlikely 
2 for Possible 
3 for Likely 
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Then the Food Safety Team assesses the severity of the hazard and 
enters: 
 
1 for Not Severe 
2 for Could possibly cause illness 
3 for Severe (Could be fatal) 
 
The Food Safety team factor in the vulnerability of the targeted 
consumer, the survival and multiplication of any biological hazards and 
any likely toxin production, the presence of chemicals or foreign bodies, 
contamination at any stage in the process and possible deliberate 
contamination or adulteration to the severity score to determine all the 
Significant Food Safety Hazards which score a 9. 
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33 The food safety team identify critical control points (CCP)s for each 
food safety hazard 
Documents: 
HACCP 7 Determine Critical Control Points 
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The HACCP team establish verification procedures to confirm that the 
HACCP plan including controls managed by pre-requisite programs are 
effective including: 
 
✓ Internal audits 
✓ Review of records where acceptable limits have been exceeded 
✓ Review of complaints 
✓ Review of product incidents and withdrawals 
 
The following areas are verified by HACCP verification audit and review 
of Key Performance indicators: 
 
✓ HACCP plan is implemented and effective 
✓ PRP(s) are implemented and effective 
✓ Hazards are below identified acceptable levels 
 
The Food Safety Team Leader is responsible for establishing an audit 
schedule, allocating audit responsibility and ensuring that results of 
verification audits are recorded and communicated to the HACCP team. 
 
39 The management team ensure all staff are competent and 
adequately trained in the requirements of the prerequisite programmes 
and the HACCP Plan 
Documents: 
HACCP 12 Appendix 1 Sample HACCP Procedure 
HACCP 12 Appendix 2 Sample HACCP Record 
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Note: You can use the Excel document HACCP 6 Hazard Analysis 
Template to document your HACCP study: 
 

Column Header Instruction 
Area/Step Number Enter manually 
Area or Step Name Enter manually 
Hazard Category Use Drop-down list or enter on 

Hazard Category sheet then select 
from Drop-down list 

Hazards Identified Use Drop-down list or enter on 
Hazard List sheet then select from 
Drop-down list  

Specific Details about the Hazard Enter manually 
Probability Enter manually 
Severity Enter manually 
Significance Is calculated and colour coded 

automatically 
 
Use HACCP 7 Appendix Hazard Assessment Form to decide if a CCP 
for Significant Hazards scoring 9 
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Training 
 

A significant part of the implementation process is training. Job 
Descriptions should be available for all staff and they should be briefed 
and aware of their food safety responsibilities. 
 
A training matrix and plans should be drawn up for all staff and the 
relevant training given based on responsibility and authority. 
 
 

 
 
We have provided a Staff Training Matrix Template in Microsoft Excel 
Format. 
 
For each employee and individual training record should be completed. 
QMR 002 Training Record is provided in the documentation pack as a 
template: 
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QMR 002 Training Record 
 

 
 
Training should be given to all staff and also include: 
✓ Job/Task Performance 
✓ Company Policies and Procedures 
✓ Good Manufacturing Practices 
✓ Cleaning and Sanitation procedures 
✓ HACCP 
✓ Bio security and Food Defence 
✓ Product Quality and Grading 
✓ Chemical Control 
✓ Hazard Communication 
✓ Blood borne Pathogen 
✓ Emergency Preparedness 
✓ Employee Safety 
✓ Safety Regulatory Requirements/Quality Regulatory Requirements 

 
The Food Safety Team should receive extra training: 
✓ Internal Audit Training (Conducted in Step Seven) 
✓ HACCP Training 

 
Remember all food handlers should receive Basic Food Hygiene 
Training 
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Step Four: Internal Auditing & Management Review 
 

Internal Auditor Training - An interactive and illustrated Internal Audit 
training presentation to train your Internal Audit procedure. 
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Senior Management Review Meeting Notification 
 
Date 
 
Time 
 
Venue 
 
Agenda 
 
1. Review of the Quality and Food Safety Policy 
2. Review of Management Changes 
3. Minutes and Follow-up actions from previous review meetings 
4. Outstanding Non-conformances as a result of internal and 

external audits 
5. Results of external second and third-party audits 
6. Trend analysis of Customer and Supplier complaints 
7. Analysis of the results of verification activities including internal 

hygiene and HACCP plan verification audits 
8. Quality Key Performance Indicators Review and trend analysis 
9. Emergencies and Accidents  
10. Process performance and product conformity 
11. Corrective and preventive action status 
12. Food Safety incidents including allergen control and labelling, 

recalls, withdrawals, safety or legal issues 
13. Review of planning and development of the processes needed 

for the realisation of safe products including changes which 
could affect food safety and the HACCP Plan (including 
legislation changes and scientific information) 

14. Changes to policies and objectives 
15. Communication activities and effectiveness of communication 
16. Results of review and system updating 
17. Review of Resources and effectiveness of Training 
18. Recommended improvements 
19. Customer Feedback and Sales levels are reviewed to give an 

indication of trends 
20. A.O.B 
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Attendees: 
 

Senior Management Team 

Job Title Name Role in Team 

Managing Director  Chairman 

Site Director  Deputy Chair 

Operations Manager  Operations Reporting 

Technical Manager  Food Safety and Quality Reporting 

Planning Manager  Planning and Capacity Reporting 

Distribution Manager  Distribution Reporting 

Maintenance Manager  Services and Engineering Provision 

Finance Manager  Financial Reporting 

Human Resources Manager  Resource reporting 
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Use our IFS Checklist assess your Food Safety Management System  
 
We recommend that the IFS Representative carries out a pre-certification audit to ensure that you are satisfied 
that your food safety management system meets the requirements of the IFS Standard. The IFS Representative 
should read the relevant section of the IFS Standard and assess if you are compliant, making notes on the 
checklist that we have provided.  
 

IFS Food Standard 
Section 1 Senior Management Responsibility 

1 Senior Management Responsibility Compliant 
Comments 

Clause Title Yes No 
1.1 Corporate policy/Corporate principles    

1.2 Corporate structure    

1.3 Customer focus    

1.4 Management review    

IFS Food Standard 
Section 2 Quality and Food Safety Management System 

2 Quality and Food Safety Management System Compliant 
Comments 

Clause Title Yes No 
2.1 Quality Management 
2.1.1 Documentation requirements    

2.1.2   Record keeping    


