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CRITICAL CONTROL POINT (CCP) IN THE PROCESS OF IMPLEMENTING THE HAZARD ANALYSIS AND CRITICAL CONTROL POINT (HACCP) IN HOSPITALITY FACILITIES IN 
THE REPUBLIC OF CROATIA
Summary: Our electronic media often feature, at prime time, marketing messages of individual supermarket chains, proclaiming: “produced in compliance with HACCP standards“. In this way, a supermarket chain sends the message to its customers that “the offered product has been produced under the world’s highest quality system for hazard analysis in the process of food production“. How soon are we going to see labels stating “produced in compliance with HACCP standards” at every hospitality facility or in every kiosk selling bakery products? What does this type of advertising imply in the first place? The questions that should be addressed here are to what extent is such a message correct, and has HACCP in effect really been envisaged in this way? 
A supermarket chain that can afford expensive commercials may not have actually made changes in the production, distribution, storage and sales systems that it is trying to promote through HCCP. Who in the Republic of Croatia is authorised to control whether HACCP standards are actually being applied? Or are consumers simply being misled?  
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Definition of HACCP
Hazard Analysis and Critical Control Point (HACCP) is a systematic preventive approach to ensure food safety. HACCP is based on identifying and analysing specific hazards and on establishing preventive measures to eliminate or reduce to acceptable levels the risk of producing and the occurrence of potentially dangerous food. With the application of the HACCP system, food safety control is integrated into a process, avoiding the ineffective system of control merely of the final product. Consequently, the HACCP system ensures a preventive and cost-effective approach to food safety. This system is applied throughout the food chain, from the primary producer to the end consumer of food products. 
HACCP by definition implies control “from farm to table”. In other words, it is not only control on the shelf of a shop, but also in the transport and storage systems, encompassing the complete handling of the product. The situation in hospitality facilities is even more complex because we have to take into account the condition of the equipment there and also the state of the facilities. We have to bear in mind that the equipment in hospitality facilities is on average very old.  
                                                                                                                                                    The aim of this kind of approach is to raise awareness of the actual situation and to help us understand how far we really are from what HACCP is supposed to be, from how its authors imagined it, and from how it has been verified in the world. 
HACCP in the world and in the EU
HACCP standards first appeared in the USA, and they were applied by the Pillsbury Company for the purposes of food production for NASA space programmes and for the US armed forces. A project was initiated under the working title “ZERO DEFECTS“ and was aimed at guaranteeing food safety for astronauts. For that reason, the Pillsbury Company developed HACCP as a system to ensure the greatest possible food safety while at the same time reducing the need for finished product inspection. This programme was presented to the public at the Conference on Food Protection in 1972.  The HACCP concept as a system for canning food was accepted by the FDA and was included in legislation in 1974. In 1985, the US National Academy of Science recommended acceptance of the HACCP standards in food processing programmes in order to ensure product “safety”. In 1992, the National Advisory Committee on Microbiological Criteria for Food (NACMCF) advocated the standardisation of the HACCP principle in the text “Hazard Analysis and Critical Point Analysis System”. In 1995, the FDA published the final list, seeking the adoption of HACCP in facilities involved in food processing. The FAO and WHO Commission for Codex Alimentarius adopted HACCP documents in 1993 and they now serve as a guide for countries introducing HACCP norms in their food industries. 
HACCP as a constituent part of TQM 
Quality is a measure or indicator showing the volume, or the use value of a product or service to satisfy a specific need at a specific place at a specific time – when this product or service is confirmed as goods in the process of social exchange.
 Quality is a complex and multidisciplinary value that may be discussed from different aspects: technical and technological, economic, psychological, sociological, philosophical, health and ecological, organisational and legal. A complex value means quality as a sum of all activities and tasks, that is, a condition directly reflected in the given products and services. A multidisciplinary value means quality involving different scientific disciplines so that scientists and experts from different fields participate in its planning, monitoring and control.  
“Quality” is the total of the attributes of a certain item making it capable of satisfying expressed or assumed needs.
 The quality of a product is assessed in different ways by the producer and by the user. The producer determines the quality of a product in industrial production as the sum of all the elements that create the product’s use value for the needs of the user. 
This brings us to the concept of market quality on the basis of which users decide to buy.
 At the same time, the development of internal quality control clearly shows both the development of production and of the work culture, stricter market requirements affecting the internal organisation of companies, changes in the way of thinking, and gradual development of the idea of conscious and long-term quality management in the organisation of production.

In the early stages of the development of civil society, the direct producer was free, but then competition arose which required constant control. For that reason, the owner was forced, together with the workers, to implement constant quality control in all stages of work.

Two groups of influential quality factors were recognised during the implementation process: “hard” and “soft”. “Hard” quality factors are systems, tools and methods contributing to the company’s internal efficiency (such as quality systems, quality costs, statistical process controls) and the company’s external efficiency (comparison with the competition and reports of buyer satisfaction).
 
The beginnings of HACCP standards in the Republic of Croatia
The Food Act of the Republic of Croatia which was published over five years ago in Official Gazette No.117/03 defined the obligations of companies dealing with the transport, processing and production of food products in terms of the application of HACCP standards in their business. Article 29 of this Act lays down in paragraph 1 that “an entity engaged in the food business, except at the level of primary production, must establish and implement regular controls of hygienic conditions of production in every facility under its control by implementing a preventive process of self-control developed in accordance with the following principles of hazard analysis and critical control points (hereinafter. HACCP)”. Then the Act lists seven basic principles of HACCP and clearly obliges business entities to implement the mentioned standards in their business operations. 
The Ministry of Health and the Ministry of Agriculture and Forestry are competent for initially checking the compliance of HACCP plans in facilities specified in the Act. The Act lays down in detail the rules of behaviour, and in the same Act, in Article 113, it is stated that: “This Act shall enter into force on the eighth day following its publication in the Official Gazette, with the exception of the provisions of Article 29, Article 74, paragraph 4, and Article 75 which will be applied three years from the date of entry into force of this Act.” Article 74, paragraph 4 of this Act defines the conditions that must be met by testing laboratories authorised to carry out specialised activity and to issue international certificates, and that they must be accredited by an independent institution. Article 102 of this Act provides for sanctions ranging from HRK 50,000 to 100,000 for legal persons failing to comply with Article 29, paragraphs 1, 2 and 5 of the Food Act of the Republic of Croatia. To put it mildly, the Act is confusing because all of the above were supposed to be applied within 3 years, which means that the Act should be fully applicable today. 

What was the aim of such a text contained in the Act written over five years ago? We may assume that the legislator wanted to send a message to business entities that they should start preparing for the implementation of HACCP in their businesses. This was followed by the appearance on the market of a series of agencies which promoted themselves as “carrying out, conducting training in, and implementing HACCP standards in companies producing or trading in food products.” These newly registered agencies often had only one or two employees.
As a result of this legal ambiguity, experts were not sure about how to apply HACCP standards, in particular in hospitality facilities. Individual agencies that were or are still offering the services of “implementing” HACCP took advantage of this confusion among companies. As a result of the play on words of “training/implementation”, some companies paid a lot of money for one-day or two-day courses, thinking that they would be able to gain the HACCP certificate after this. By 2006, that is, 3 years after the adoption of the Act, the Ministry had still not adopted the ordinance on HACCP. For three years there were no answers to questions as to who could manage and introduce HACCP, and, in particular, which companies had to be certified, who was competent for issuing certificates, and under what conditions.
There was chaos on the market, which individuals took advantage of, and some companies paid for something that they could have done themselves on the basis of their own knowledge. If we analyse the situation at that time, we can find that private companies were much more careful when investing in the training of their staff in HACCP standards because they paid for the training of only one or two “in-house” experts and afterwards started introducing HACCP with their own staff as a regular process and as a complete change in business operations.
Those who employed an agency to train their staff, to evaluate the existing situation, to identify CCP and to establish corrective measures, that is, “to introduce” HACCP, were much worse off because they could not produce a certificate. 
Companies under majority state ownership or institutions organising public catering mostly employed agencies and concluded very expensive contracts although they had their own internal inspection, part of whose job was to study HACCP and apply it in their business activities. They did not pay from their own pockets but from the state budget. 
We could say cynically that this was “HACCP in the Croatian way”, because experts cannot see any difference between facilities which have introduced HACCP and those which have not.
HACCP in Croatian companies 
Over five years ago, that is, at the time when the Act was adopted, I conducted a survey on 25 companies engaged in the production and sale of food. This survey shows to what extent and how HACCP was applied in the Republic of Croatia. Therefore, in 2003, according to the data available at that time (source: the catalogue of companies), 78 Croatian companies applied HACCP in their production, of which only 5 companies belonged to the hospitality industry, that is, a little more than 5%.
Figure 1. Do you apply the HACCP system?
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Figure  2. Was HACCP a condition for the export of your products?
The following were the results of the question: What influence does HACCP have on the export of your products and services?
Figure 3. Influence of HACCP on exports
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When asked whether they exported to foreign markets, 80% of respondents said that they exported to foreign markets, and 20% gave a negative answer. 
Table 1. Do you export to foreign markets?

	Do your export to foreign markets?
	Number of companies
	%

	YES
	20
	80

	N0
	5
	20


When asked whether they had conducted training on HACCP, 100% of respondents answered that they had conducted training. 
Figure 4. Have you conducted training in HACCP?
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The questionnaire also included a question on the extent to which they were familiar with the HACCP system, referring in particular to the level of training of employees. It is very interesting that all respondents said that they were very familiar with the HACCP system, which, unfortunately, did not turn out to be true in practice. 
We were aware that some companies which had introduced the HACCP system did not apply it but used it for marketing purposes or in order to be able to do business on foreign markets. Nevertheless, when asked “Do you apply the HACCP system?” respondents said that they applied the HACCP system in their business (100%).

Practical experience
After many years of experience in this field and because I participated in the introduction of HACCP as a leader of a HACCP team in a group of facilities, I may conclude that the problems that we encounter now are almost the same as when we started. 

Today, it is perfectly clear that the main problems lie in inadequately equipped facilities which lack space to satisfy the new standards in the sector in compliance with HACCP norms.
Secondly, the equipment for the preparation and storage of ingredients is outdated, and the surroundings of the facility are inadequate. There is also non-compliance with environmental standards for fat and used oil disposal, and for the disposal of food remains in an environmentally friendly way. 
If we start only by removing the mentioned deficiencies in the majority of hospitality facilities, as a first step in a long process of introducing the HACCP system, this will obviously mean a big investment.
Anyone who has some understanding of this subject must constantly bear in mind that external quality control is not some kind of hostile meddling in “the internal affairs” of a company, but a very useful institution for optimal regulation and management.

How to ensure funds
The Croatian Chamber of Trades and Crafts and professional guilds must put concerted pressure on the competent Ministry to be given funds for this purpose because tourism is the economic branch whose performance is expected to be the best. Specialists must prepare programmes in compliance with EU norms and may use funds from EU pre-accession funds for these projects. The government must ensure credit lines for this purpose through the Croatian Bank for Reconstruction and Development with favourable interest rates for investments into the above-mentioned sector of the economy.
Owners of facilities, when they decide to start preparing for the self-control system according to HACCP, must prepare a financial projection of costs and ensure funds, which means that they first have to:

· Assess the condition of equipment and the facility in relation to the HACCP requirements;
· Establish priorities for the renovation of facilities and the purchase of new equipment in compliance with HACCP requirements;
· Determine the deadlines for the implementation and completion of the above-mentioned projects;

· Appoint persons responsible for the control and implementation of the above-mentioned tasks.
If we take implementing HACCP to be a good investment in the quality of our service and in raising the knowledge levels of our staff, then we are on the right path.
The most frequent initial problems in the process of introducing HACCP 
When appointing the main HACCP team in the company, the management must decide on the dynamics of control and on the dynamics of the information flow about the process. It is not sufficient to appoint HACCP teams only in restaurants, for example, but the following must also be accomplished: 
· To define the dynamics of the analysis of completed procedures in relation to the initiated steps;
· To regularly and precisely ask for reports and obtain information on the main difficulties in the initiated process;
· To seek the causes of and responsibilities for possible non-compliance with the initiated changes in business processes.
The mentioned coordination process must be carried out at least once a month. In the beginning, this requires the presence of someone from management because a lot is expected from this project. This kind of monitoring by the management clearly shows to lower-level management staff that the adopted decisions must be complied with, and that everything is to be accompanied by written records.
HACCP starts from the supplier and from the “doorstep” of the hospitality facility 
Dynamics and priorities:

· Communication with suppliers and setting requirements for the supply of goods in compliance with HACCP standards;
· Setting clear rules of behaviour and a protocol for the entry of goods, including persons who are not employees of the company; 

· The application of HACCP standards must stipulated as a condition in tenders for the selection of suppliers of ingredients;
· Concluding agreements with certified companies for environmentally friendly management of used oil and food remains;
· Incorporating separators for the collection of fat from waste waters from the thermal block.
An appropriate strategy is required in connection with protecting the environment, for which EMAS regulations and ISO 14001 standards attempt to create an adequate management system. These systems intend to ensure a structured procedure to identify and analyse problems, to consider possibilities and select suitable solutions related to issues concerning the biosphere. Both standards should therefore be regarded as instruments for a proactive, self-defined procedure.

The following key elements are part of the structure of both standards: 
· Obliging senior management to ensure the environmental responsibility of the company;
· Guidelines for environmental action in the shape of a clear policy for the protection of the biosphere;
· Definition of objectives in the field of environmental protection; 
· Definition of programmes (measures, means, deadlines) for the achievement of goals;
· Periodical testing of the situation in the environment;
· Auditing and upgrading the system on the basis of the audits.
Training of staff – staff identifying with HACCP norms 
Managers who are at the same time leaders of the HACCP teams in different work departments must regularly convene meetings with staff to raise awareness of the need to apply HACCP standards. The staff must be convinced that HACCP is a part of their job which raises the quality of the service. Employees can identify with HACCP through wise and sensitive business communication. The individual is at the centre of any business, and the success of the business necessarily depends on this person, including the above-mentioned changes in business operations.
From what I have seen, HACCP is today often seen as a “natural disaster” and as “unnecessary paperwork which only imposes additional burden on staff!“

Staff motivation as an obligatory part of the process 
Staff may be motivated in different ways, but it is important to define clear criteria that every employee may recognise, such as: 
· a financial bonus added to the salary for the current month;
· being rewarded by being sent on a professional training course at the employer’s expense;
· days off;
· competitions on this subject;
· participation in professional contents related to the implementation of HACCP in the Republic of Croatia at the employer’s expense, and so on.
Rewards have a positive psychological effect provided they are fair, and they send a message to employees that additional engagement will pay off. The process whereby employees identify with HACCP is of strategic importance for the quality of its application. HACCP means abandoning bad habits in technological procedures for the production of food, and brings about a new management method and self-control of technological processes. The HACCP system was designed in such a way as to allow for the continuous monitoring of hazard at short intervals, that is, HACCP does not permit us to rely on conducting controls only “when one remembers to do so”. Of course, every procedure must be properly recorded. These documents are then analysed and serve for the adoption of necessary conclusions.
In our situation we must use HACCP to:
· adapt the facility in compliance with EU norms;
· replace outdated equipment;
· turn towards higher quality business that guests will be able to recognise at every step.

Managing and keeping HACCP records 
If we analyse current record management, which should be one of the basic principles of HACCP, we often see that check lists are kept “in advance” or “retroactively”, which is at the same time the greatest danger for HACCP self-control and reduces its importance. In practice, this means that an employee (a responsible person) does not implement the self-control system in compliance with the HACCP system. In other words, he or she does not check, for example, “the temperature of high-risk products in a cooling device” but only fictitiously writes values into the check list!                                                                                                                         
When applying HACCP in the Republic of Croatia, the Deming quality cycle must be applied to the letter:

· plan by acting (Plan);
· implement the plan by using verified quality tools (Do);
· check what was implemented by means of measurable indicators, by means of audit (Check);
· act on the basis of indicators (Act).
Figure 5. Deming quality cycle


HACCP includes the following procedure: check temperature, record the date and time of check, sign personally the relevant list.
Table 2. Other microbiological hazards

	Type
	Source
	Example

	Parasites / protosoa
	Water, meat
	Cryptosporidium,

Giardia

	Viruses
	Shellfish, people
	SRSV, Hepatitis

	Algae
	Shellfish, Water
	Paralytic shellfish poisoning 

	Fungus and mould
	Cereals, nuts, dried vegetables 
	Mycotoxines


HACCP is a constituent part of TQM where nothing is left to free will, but where prescribed procedures must be strictly complied with. If, for example, we take the check lists of individual toilets at the rest areas of our motorways, we may notice that the lists are filled in, but there is a total mess inside the toilets. In such cases, the responsible person is the employee who carries out the tasks, but also the manager because he is often the leader of the HACCP team of the facility. Nevertheless, there have certainly been some changes for the better.
      HACCP lists must be continuously analysed and monitored in accordance with the rules on unannounced controls because, otherwise, staff may be inclined to disregard the CCP rule (self-control) and return to their old habits which may cost dearly.

IT as a precondition for the quality management of HACCP records 
A high-quality IT programme to manage HACCP records would obviously facilitate insight into some very important documents: 
· frequency of failures and servicing of equipment;
· condition of equipment;
· control of service costs;
· control of quality of record management;
· keeping records of validation procedures;
· monitoring the quality of SSOP and GMP, etc. 
Conclusion 
In the past two years, the competent Ministry has taken into account the proposals of experts and adopted the amendments to the Food Act (OG 46/07). This has been followed by the adoption of several ordinances as secondary legislation to help remove certain problems with the application of HACCP in the Republic of Croatia. It is now clear that every company does not need a HACCP certificate, but that a self-control system needs to be introduced in compliance with this standard. The Ordinance on food hygiene (OG 99/07) and the Act on the Hospitality Industry (OG 138/06), as well as the guide for good hygienic practice for hospitality workers, ensure the most economical way of applying HACCP through the introduction of a self-control system on one’s own initiative. 
Training programmes in professional institutions must provide students with basic knowledge about HACCP as a starting point for quality process management and the control of business hazards. Today, as far as I am aware, there is only one business school (UTILUS) teaching HACCP as part of the unit on “Food and drinks management“.
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