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The skills matrix for food

production

A food and drink plant lives on its lines, and on whether enough
trained operators can run them. When only one person can run a line,
an absence stops production; when operators are tied to a single line,
the plant cannot flex, and agency and overtime costs climb. A skills
matrix maps who can run what, against the food-safety
competencies each line demands, so a manager can see the rigid
points, the single-operator lines, and the flexibility to build.
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THE SHORT ANSWER

A food and drink manufacturing skills matrix maps operators
against the production lines and the food-safety competencies,

HACCP, allergen control, hygiene, line operation, each requires,

scored on a clear scale. Read it for flexibility: which operators
can run which lines, where a line rests on one person, and who
is tied to a single line. In short: it shows the cross-line
coverage behind production, so single-operator lines and
rigid, one-line staff stand out, and a plant can flex output,
cover absence and cut agency cost, all on validated, audit-
ready competence.




KEY TAKEAWAYS

« Competence is food safety. HACCP, allergen control and hygiene depend
on people executing controls correctly; a competence gap can mean a
recall.

 Map operators to lines. The matrix shows who can run which line, the
basis for flexing production and covering absence.

* Single-operator lines are critical risk. A line only one person can run
stops the moment they are off.

* Rigid staff limit flexibility. Operators tied to one line cannot be
redeployed; cross-training stretches cover and cuts agency and overtime.

+ Validated and audit-ready. Competence must be assessed and recorded,
not assumed, ready for BRCGS, SQF or FSSC audits.

—— START HERE

Who can run which line

A food and drink plant is a set of production lines, and its output
depends on a simple thing: enough trained operators able to run each
one. The danger is invisible until it bites, a line only one person can run,
an operator who can run only one line, so the plant cannot flex when
demand shifts or someone is off. A skills matrix makes this cross-line
picture visible, mapping who can run what against the competencies
each line safely requires.

Map operators against lines and food safety

A food manufacturing matrix maps operators against the production lines
they can run and the food-safety competencies each demands: HACCP
and critical control points, allergen control and changeover checks, hygiene
and GMP, foreign-body and metal detection, plus line operation, changeovers
and start-up and close-down. Because in this sector competence and safety
are inseparable, a person is only genuine cover for a line when they hold both
the operating skill and the food-safety competence it requires.

Read it for flexibility and risk

The insight a food matrix gives is flexibility. Reading who can run which line
reveals the plant's ability to flex: lines with several trained operators can
absorb absence and ramp up; lines with one are fragile. And it reveals rigidity:
operators who can run only one line cannot be redeployed when the
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schedule changes. Seeing both, the single-operator lines and the one-line
operators, is what lets a manager build the cross-line cover that keeps
production resilient and responsive.

Validate and stay audit-ready

In food manufacturing, competence cannot be assumed, it must be validated
and recorded. Food-safety frameworks such as HACCP, BRCGS, SQF and
FSSC 22000 rely on people executing controls correctly, and auditors expect
to see that each operator was assessed as competent, not merely "trained
for the role". A skills matrix holds that evidence, the validated competence
behind every linge, so the plant is genuinely safe and ready to demonstrate it
at any customer or certification audit.

= WHY IT MATTERS NOW

One absence stops the line

When only one operator can run a line, a single absence halts production;
when operators are rigid, the plant cannot flex and leans on costly
agency and overtime. A skills matrix turns cross-line cover from a hidden
risk into something a manager can see and build.

70 HACCP  63%

GARTNER, 2024 BRCGS - SQF - FSSC WEF, 2025

of organisations food-safety of employers call
have reliable frameworks rely on skills gaps the
workforce skills people executing biggest barrier to
data, so most controls correctly, so change; in a plant
plants judge line competence gaps are they read as lines
cover by who is safety and recall risks. that cannot run.

on shift today.

Food manufacturing sits at a unique convergence of risk: a competence
failure can harm an employee, contaminate product, trigger a recall and
damage brand trust all at once, while a coverage failure simply stops the line.
A skills matrix counters both by making cross-line capability and food-
safety competence visible together: which operators can run which lines,
where a line rests on a single person, who is tied to one line, and where
allergen, HACCP or hygiene competence is thin. Seeing this lets a manager
build deliberate cross-line cover, breaking roles into skill blocks so people
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can be cross-trained and redeployed, which raises internal fill rates and cuts
agency and overtime spend, while keeping every line safely and
demonstrably staffed. It turns a plant that runs on who happens to be in
today into one that flexes with demand and walks into an audit ready.

= WHAT IT PROTECTS

Four things a food matrix safeguards

In food and drink manufacturing, a skills matrix protects four things that
bear directly on safety, output and cost. Each follows from mapping who
can run which line, with food-safety competence built in.

PROTECTS 01 PROTECTS 02

Food safety Production continuity

By tying line cover to validated It flags single-operator lines, so a
HACCP, allergen and hygiene second person is trained before one
competence, the matrix ensures absence halts a line and disrupts the
controls are run by genuinely schedule.

competent people.

PROTECTS 03 PROTECTS 04

Flexibility & cost Audit readiness

It reveals rigid, one-line staff, so cross- It holds the validated competence
training can stretch cover, flex output, record behind every line, ready to

and cut agency and overtime spend. demonstrate to BRCGS, SQF, FSSC or

customer audits.

The common thread is safe, flexible, provable production. A food plant
cannot run a line without competent operators, cannot flex without cross-
trained ones, and cannot pass an audit without the evidence, vet the cross-
line picture is usually invisible until a line stops or an auditor asks. Capability
here is spread across lines, fused with food-safety competence, and
scrutinised by certification schemes. The matrix makes that whole picture
visible, so a manager can keep every line safely covered, build the flexibility
to flex and save cost, and prove validated competence on demand.

= THE SCALE BEHIND THE SCORES

SKI LLSVATRI XTEMPLATE. COM SKI LLS MATRI X FOR FOOD AND DRI NK MANUFACTURI NG TEAMVS PAGE 4 | 13



The O to b capability framework

A food plant needs a scale that distinguishes someone still training on a

line from someone validated to run it unsupervised, safely. This

framework, developed by Dr Alex J. Martin-Smith, does that, with Level 3,

runs the line unsupervised to food-safety standard, as the bar for

counting as cover, and Level 4 the operators who can also train others.
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Not required for the role excLupep

The line or competency is not part of this operator's role. Excluded from the
score, keeping the matrix focused on the lines each person is expected to run.

In training  wercHTING 25%

Learning the line under supervision. Up to 75% trained. Cannot yet be counted
as cover, or run the line's food-safety controls unsupervised.

Developing wereHTING 50%

More than 75% trained; runs routine operation alone, but changeovers, faults
or allergen-critical steps still need a checked hand. Developing cover.

Capable / Validated wezgHTING 75% - COUNTS AS COVER

Validated to run the line unsupervised to food-safety standard, including
changeovers and CCP monitoring. The level that counts as genuine cover for a
line.

Expert / Trainer uweiGHTING 100%

Deep line and food-safety expertise; handles the hardest changeovers and
faults, and trains and signs off others. The operators who build cross-line
cover.

Strategic ownership / Lead  uercHTING 100%

Owns the line's standards, food-safety regime and validation. The shift or
production lead accountable for how competence is maintained across the
lines.
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Count validated cover per line, spot the rigid

For each line, count the operators at Level 3 or above, validated on its food-
safety competencies, that is your real cover. A line with only one is a single
point of failure: it stops the moment that person is off. Then look the other
way, at operators who reach Level 3 on only one line: they are rigid, and
cannot be redeployed. Building Level 3 cover on a second line for them, and
a second operator for single-cover lines, is what turns a fragile plant into a
flexible one. The weightings express each line's and operator's overall
capability.

A worked example. Same headcount, very different resilience:

Bottling 3 validated operators > flexible, absorbs absence
Bakery 1 validated operator (Dane only) > single point of
failure

Faye runs Canning only > rigid — cross-train onto a second
line.

= SEE THE COVERAGE

Operators and /ines

Here is the plant's cross-line coverage as a chord diagram: operators on
the left, production lines on the right, and a ribbon for every line an
operator can run. An operator with one ribbon is rigid, tied to a single line;
a line with one ribbon into it rests on a single operator. The web of
ribbons shows, at a glance, where the plant is flexible and where one
absence would stop a line.
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WHO CAN RUN WHICH LINE - OPERATORS ¢ PRODUCTION LINES

Faye () B Bottling
e e o o
Esa @
\ _ B canning
Dane . 7 / '
v
cara @ LA
/ \I Bakery
Ben .
Amaka @ B Packing
@ !tine: one operator only operator: one lineonly (@ line with cover

Bakery

rests on one operator, and Dane and Faye are each tied to a single line, the rigid
points to cross-train first

lllustrative plant on the Upleashed O to 5 framework. Each ribbon is a line an operator is validated to run;
red lines and ringed operators are the risks.

WHAT THE PRODUCTION MANAGER READS HERE

+ Bakery is the single point of failure. Only one ribbon runs into it, Dane is
the only validated operator. The day he is off, Bakery cannot run. Training a
second operator here is the most urgent move.

 Dane and Faye are rigid. Each has a single ribbon (ringed amber), tied to
one line. They cannot be redeployed when the schedule shifts, so cross-
training them onto a second line adds real flexibility.

* Amakais the flexible core. Multiple ribbons fan out from her across several
lines. Operators like her let the plant flex output and absorb absence, the
pattern worth growing across the team.

¢ Read both sides. A thin line (few ribbons in) and a rigid operator (one ribbon
out) are different risks. The chord shows both at once, so cover and flexibility
can be built together.

—— READY-TO-USE EXAMPLES



Example skills to map for food
production
A food and drink matrix should map operators against the lines they run

and the food-safety and operational competencies each requires. Here
are ready-to-adapt categories, a starting point to tailor to your plant.

Category Examples to map (the columns) Watch out for
Line operation Each production line, start-up, A line only one operator is
close-down, changeover, validated to run

running speeds

Food safety HACCP and CCP monitoring, Competence assumed
allergen control and changeover from a training sign-off,
checks, hygiene / GMP not validated

Quality & Metal / foreign-body detection, Allergen or labelling

integrity traceability, labelling, quality competence thin on a
checks critical line

Asset & fault Basic maintenance, fault Reliance on one operator
diagnosis, CIP cleaning, asset for changeovers and
care faults

Safety & Health and safety, COSHH, Mapping line skills but

compliance machinery and isolation, audit missing the safety
support competencies

Map operators against your lines and the food-safety competencies each
requires, scored so Level 3 means validated to run the line unsupervised to
standard. Treat the food-safety competencies as inseparable from the
operating skKill, since a line is only safely covered when both are held. As
always, map what matters most, validate and record competence rather than
assuming it, and use the cross-line picture to remove single-operator lines
and cross-train the rigid.

—— AVOID THESE
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Six mistakes on a food matrix

MISTAKE 01

Trained, not validated

A sign-off is not proven competence.
Assess and record that operators can
actually run the line safely.

MISTAKE @3

Ignoring rigid staff

One-line operators cannot flex.
Cross-train them onto a second line
for resilience.

MISTAKE 05

Leaning on agency cover

Costly agency fills hide a cross-
training gap. Build internal cover to
cut the spend.

MISTAKE 02

Single-operator lines

One validated operator is one
absence from a stop. Train a second
before it bites.

MISTAKE 04

Skill without food safety

Running a line is not enough. Tie
cover to HACCP, allergen and hygiene
competence.

MISTAKE 06

Stale before the audit

Competence lapses and people
move. Keep the matrix current so it
holds up at audit.
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—— FROM WHO IS IN TODAY TO A FLEXIBLE, AUDIT-READY PLANT

The method is free. A ready-made
matrix just makes the single-
operator lines and rigid staft
impossible to miss.

Everything here works in a blank spreadsheet, and that is a fine
place to start. A purpose-built template just makes the food view
effortless: score operators on the O to 5 scale across lines and
food-safety competencies, and the validated cover per line, and
each operator's flexibility, is laid out for you, so the single-operator
lines, the rigid staff and the thin food-safety competence stand
out, and the validated record is ready when an auditor asks.

The Advanced Excel Skills Matrix reads out validated cover per line and each operator's
cross-line flexibility, the basis for protecting food safety, flexing production and passing
audits, all on the same O to 5 framework used throughout this guide.




TR 281 [FRIEE
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The online 5x5
builder maps a
small team in

your browser, with
no sign-up. ldeal
for a single line or
shift.
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Sl

The full Excel
template:
operators by line,
food-safety
competence and
analytics, up to
30 people and 30

WHEN YOU ARE

READY

£l

Upgrade to
PulseAl in your
first year for a
living, web and
mobile version
with Al skill

skills. One-off,

suggestions and
yours forever.

reminders.

—— COMMON QUESTIONS

Quick answers

(D What is a skills matrix for food and drink manufacturing?

It is a grid mapping operators against the production lines they can run and the food-
safety competencies, HACCP, allergen control, hygiene, each requires, with a level in
each cell. Read for cross-line coverage, it shows who can run which line, where a line
rests on one operator, and who is tied to a single line.

(Q Why map operators to lines, not just to skills?

Because a plant's resilience is about cross-line cover. Mapping who can run which line
reveals whether production can flex and absorb absence: lines with several validated
operators are robust, lines with one are fragile, and operators tied to a single line
cannot be redeployed. That coverage picture is what a line-by-skill list alone does not
show.

(Q Why is food-safety competence built into cover?

Because in food manufacturing, competence and safety are inseparable. HACCP,
allergen control and hygiene depend on people executing controls correctly, and a
failure can contaminate product or trigger a recall. So an operator only counts as cover
for a line when they hold both the operating skill and the validated food-safety
competence the line requires.



(Q How does it cut agency and overtime cost?

By revealing where cross-training would help. Plants lean on costly agency staff and
overtime when too few of their own people can run a line. Breaking roles into skill
blocks and cross-training operators onto more lines raises internal fill rates, so the
plant can cover absence and flex output from its own team rather than buying in
expensive temporary cover.

(Q How does it help at audit?

By holding the validated competence record behind every line. Food-safety schemes
such as BRCGS, SQF and FSSC 22000, and customer audits, expect evidence that
each operator was assessed as competent, not just "trained for the role". A current
skills matrix provides that evidence in one place, so the plant can demonstrate safe,
competent staffing on demand.

(Q Does this work for any food or drink plant?

Yes. Whether it is bakery, dairy, beverages, ready meals or ambient goods, the same
approach applies: map operators against lines and the food-safety competencies each
requires, validate and record competence, and read the cross-line picture to remove
single-operator lines and cross-train the rigid. The lines and competencies differ; the
method holds across the sector.
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Keep every line running.

You now have the food production method. The quickest way to start is
to list your lines, mark which operators are validated on each, and read it
as a coverage web. The single-operator lines and the one-line operators

you find are exactly where to cross-train, to keep production flexible,
safe and audit-ready.

Try the free 5x5 builder 2> Get the template, £199

Award-winning method - 148,000+ teams - instant download - single-team licence

Skills Matrix Template — the award-winning Excel skills matrix by Upleashed. skillsmatrixtemplate.com

Powered by Upleashed Limited - upleashed.com
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