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Executive Summary
The purpose of this report is to discuss the issues associated with a product recall, explain the role of internal departments throughout a recall and develop an internal marketing campaign for the organisation. Due to an ingredient missing on the back of their new product, Treatz has decided to recall the chocolate bar in the interest of public safety. 
The report identifies two key departments who need to be worked closely with throughout the recall; marketing and sales. The marketing team is responsible for creating awareness of the recall via social media campaigns as well as ensuring brand damage is minimal. The sales team works closely alongside customers, distributors and suppliers so their main role is to ensure strong relationships remain among these intermediaries. Both teams will help to build the reputation back up for Treatz and restore brand trust.
The report discusses an outline for an internal marketing campaign including SMART objectives which help to align employees' actions towards the same goal. Communication methods for the campaign are evaluated including, intranets, webinars and face to face meetings. Tools for monitoring the campaign are discussed such as feedback from the sales team, tracking employee engagement and feedback from employees. Monitoring these will help Treatz to gauge the success of their internal campaign and note changes to make. 
Finally, the report identifies recommendations for Treatz when dealing with a future PR crisis. These include creating a crisis team who are well trained to deal with a crisis to ensure an efficient solution is reached and to create a crisis management plan to improve organisation and direction throughout a crisis. 























Main Body
Introduction
A Treatz chocolate bar has been recalled due to an inaccurate ingredients label. This could harm customer health as well as hinder the reputation of Treatz chocolate. To deal with a PR crisis effectively, a marketing campaign for internal colleagues must be created. Accordingly, this report will discuss the issues surrounding a product recall and internal departments to be communicated with such as sales and marketing teams. Additionally, SMART objectives, communication channels and tools for monitoring within the marketing campaign will be discussed. Finally, recommendations will be made on how Treatz should deal with future PR crisis’. 

Product recalls are issued by suppliers regarding an item that is a potential health risk to customers, compromising safety (CTSI, 2019). RCP (2017) states that product recalls are increasing, with 575 in 2015/16 compared to 388 in 2014/15, making them a reasonably common occurrence. To minimise the negative impact, internal departments must be aware of the recall to work towards an effective solution. Aligning employees can be done via an internal marketing campaign which promotes the objectives to employees, improving engagement and understanding of the goals (Kunsman, 2019).  




Overview of the Recall
Under European Commission and Domestic Legislation, for food to be considered safe for the market, businesses must provide suitable food information and traceability. Regulation 178/2002 states that food is considered unsafe if it is hazardous to health or unfit for consumption (FSA, 2019). Treatz is recalling a new product having discovered a missing ingredient on the ingredients list, posing a risk to those with intolerances and allergies. A product recall can damage a brand’s reputation, leading to a PR crisis. Institute for PR (2007) describe a PR crisis as a threat to the workings of a business which if not handled properly can cause a negative backlash. Korkofingas & Ang (2011) advise that a recall is announced promptly to reduce the damage of a brand’s image. Ensuring a prompt notification of the recall will reduce negative publicity as it proves the company values their customers and also minimises the number of people affected as the product will be on the shelf for a shorter period.










Internal Departments
While customers are a priority during a recall, employees must be made aware of the situation as they will be responsible for creating an action plan for the recall and subsequent PR crisis. Departments which require communication include; marketing and sales. A marketing team helps businesses to understand their market, pricing and promote the business to the target audience (Frederiksen, 2019). There are different roles within a marketing team, each having a different responsibility to aid the business through the recall. One important member of the marketing team is the social media manager. Their role includes developing social media campaigns and addressing customer concerns over media platforms (Anon, 2018). Once made aware of the recall, a social media manager can immediately create posts on all media platforms to reach as many customers as possible. This will allow the recall message to circulate quickly via users sharing and reposting the original message. 

The brand manager must be collaborated with as they build and maintain the identity of the organisation by ensuring all marketing portrays the brand positively (Malvik, 2018). Benjamin (2015) discusses how during a product recall the brand is heavily affected, particularly if the company has other products as the negative brand image can affect other sales. Therefore, the brand manager must be aware of the recall so that they can oversee external campaigns to ensure statements from the organisation are putting the brand in a good light and are factual. This can aid damage control by strengthening the business’ reputation and minimising negative backlash from stakeholders. 

The sales team need to be collaborated with as they work as a middleman between the business and different shareholders including customers, distributors and suppliers to ensure relationships remain unaffected by the recall. Sales teams work directly with customers to understand their needs and are viewed as the communication point between customers and businesses (Oxford College of Marketing, 2019). Therefore, during a recall, the sales team can gauge the customer perception of the business which will help Treatz when creating a repositioning message. The sales team can also offer customers compensation such as a free product of their choice which will maintain strong customer to business relationships and reduce a negative public perception. Ewing Marion Kauffman Foundation (2006) discusses how distributors can provide a business with the opportunity to sell more by developing alternative sales channels, meaning sales teams will have direct contact with distributors. The sales team will be responsible for informing the distributor about the recall to ensure they do not continue to deliver affected batches of the product. Sales teams also build relationships with suppliers to ensure they are getting high-quality ingredients to meet the customers' expectations (Arnett, Macy and Wilcox, 2005). Therefore, sales will need to work with suppliers to discuss the cost of ingredients that have been recalled as well as arranging replacement ingredients to be sent to manufacturers so that new batches of chocolate bars can be made and distributed immediately.  





Internal Marketing Campaign
To conduct a successful product recall, internal departments must be regularly informed on the external activity of the PR crisis. This can be done through an internal marketing campaign which acknowledges that it is just as important for staff to be aware of the business’ vision as it is the customer (Auman, 2017). An internal campaign will align the goals of the recall throughout the organisation, giving employees clarity and a sense of teamwork, improving productivity and motivation. One aspect of an internal marketing campaign, which is crucial for its success is the establishment of objectives. For objectives to be considered effective they must be SMART, which is an anacronym for specific, measurable, achievable, realistic and timely (Bjerke & Renger, 2017). These allow businesses to create objectives which have been well thought through, maximising the chances of them being obtained. The two SMART objectives for the internal marketing campaign are: 
1. For every employee to have an excellent understanding of the key messages regarding the recall ie potential health effects to customers measured by internal questionnaires, which will be completed within 5 days of the recall announcement.

2. To encourage collaborative working between different organisational departments to reduce management meetings by 25% within 3 months so that communication is improved. 

The first SMART objective will ensure that employees have the required recall information including the effects it could have on the brand’s reputation so that they can directly focus on creating an effective solution. The second SMART objective aims to improve communication between departments by encouraging higher levels of collaborative working. As a result, every department will have a better understanding of what is required, meaning fewer queries will be raised, reducing the need for regular meetings.

To create a consistent message across departments, Treatz needs to consider communication channels to be used. Strong communication within an organisation leads to better performance and services provided (Tourish & Hargie, 2009). Ruck & Welch (2012) support this, stating that internal communication is required for organisational success, particularly during difficult times. Therefore, Treatz needs to choose suitable internal communication methods to get high levels of employee productivity. One communication method is an intranet which is a private network for employees to share resources which are required for the job (Devu & Subba, 2016). This could be useful for Treatz, as information regarding key messages and progress of the recall can be in one place, minimising time spent trying to source required information, meaning time can be better used working towards a solution. However, an intranet costs around $5000 to set up as well as maintenance fees (Herskovits, 2005). Therefore, cost should be considered as Treatz has potentially lost a lot of income by announcing a recall. 

Meetings are another form of internal communication. Ciccarelli (2014) discusses how holding daily meetings lasting only ten minutes within a company helps staff focus on the strategic goals and improves the service employees provide. Meetings can be effective as it gathers staff members in one place allowing for quicker communication. It also enables staff to ask questions and get immediate responses, rather than delayed productivity due to waiting for email replies. However, in a survey of 1300 manages, only 56% found meetings arranged by other employees productive due to being asked to meet too often and only allowing a select few to engage in conversation throughout (Rogelberg, 2019). Therefore, Treatz should consider gaining feedback from employees to understand what they aim to gain from meetings so they can be a productive tool. 

Webinars are a form of communication held over video software which can engage employees through the possibility of feedback and the ability to ask questions (Company Webcast, 2018). These are an upgraded version of meetings as they are held digitally, meaning time is not spent organising employee availability as employees can join anywhere provided they have the software. This is beneficial for employees on company business that cannot attend meetings in person. However, consideration should be given to the possibility of technical difficulties over digital media (Lindblad, 2019). Treatz should ensure they have high connection speed especially if numerous employees are using the same internet to connect. 

The internal campaign must be monitored so success can be measured and changes can be made. As the sales team have direct contact with intermediaries their feedback is crucial for monitoring success and maintaining relationships. Customer satisfaction feedback from the sales team can give management insight into how well employees are interacting with customers such as if they are offering necessary compensation and demonstrating a high level of understanding regarding the problem. This feedback can help gauge the proportion of people who still trust the brand, which is crucial due to operating in a competitive market. Sales can also feedback on distributors and suppliers concerns and queries allowing Treatz to address these to maintain a positive relationship. Suppliers and distributors can also provide insight into the number of bars recalled meaning the speed of the recall can be gauged. If feedback from sales is positive, it shows the campaign is running successfully, however, negative feedback can show that additional support such as training is required. 

Sanders (2018) discusses tracking employee engagement as a tool for monitoring which can be done by checking click–through rates on emails or the number of intranet logins. This will monitor the success of communication throughout the campaign. If engagement levels are low it shows that employee motivation may be low, impacting productivity levels and delaying the recall process. Therefore, Treatz may need to put greater emphasis on the importance of communication or consider new communication methods.       

A final tool for monitoring is employee feedback. Black (2017) discusses how highly engaged employees are crucial for organisational success, therefore, the best teams use frequent feedback to improve productivity. Feedback can be done via questionnaires or one to one meetings with managers. This will give management insight into how successful employees believe the internal marketing campaign is, allowing them to make alterations to improve the efficiency of the campaign. 




Conclusion
A product recall can be detrimental to a company's brand image and so Treatz needs to communicate with internal departments to reach a solution. The marketing team is an important element when dealing with a PR crisis as they can campaign to customers to spread awareness of the recall and maintain a positive brand image. The sales team can maintain relationships between multiple stakeholders such as customers and suppliers to prevent a loss of trust for the business. An internal marketing campaign distributes the key messages of the recall throughout the organisation. This includes the creation of SMART objectives to improve employee understanding and communication. Internal communication should be considered to announce these objectives such as the intranet, meetings and webinars to ensure there is consistent communication among employees so that the organisation can work towards a solution. Finally, the internal campaign must be monitored so the success can be measured and improvements can be made. This can be completed by tracking employee engagement, collecting staff feedback and consistent communication with the sales team.








Recommendations
The first recommendation for dealing with future PR crisis' is to create a crisis team. The team should consist of two trained members from each department who are solely dedicated to working on the PR crisis. As they will be trained to deal with PR crisis', time will not be wasted trying to quickly train the whole organisation on what steps to take. This recommendation will ensure a well-rounded team so the crisis can be tackled from all aspects and a quick, effective solution can be reached.

The second recommendation is to create a crisis management plan. This plan can include contact details for relevant people such as suppliers and vendors to save time during the crisis. It could also include steps to take to overcome the crisis. This will help improve organisation skills and clarity throughout the crisis as well as improve efficiency as the steps have already been created so more time can be spent on action.
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