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1.0 Executive Summary 
Organisations all over the world, big or small are at risk of suffering from a PR crisis. There are both internal and external factors that contribute to a crisis, such as product recalls to natural disasters. Crisis communication plans are vital in any business, this ensures the business is prepared for when an emergency occurs. Similarly, PR managers are an essential member of an organisation, their duty is to protect the businesses brand and reputation. The following report demonstrates how an organisation deals with a PR crisis after suffering from a product recall. It includes the key issues that come along with the recall and the ways in which to PR manager plans to tackle it. The report explores the internal departments within an organisation to which the PR manager must collaborate with, these include the marketing, financial and sales team. Each department plays a vital role in dealing with the crisis, set objectives were stated in the Marketing Campaign to which each department had to work towards. These objectives were then monitored through certain tools, including qualitative research methods and workforce training. To conclude the report, a summary and evaluation is produced by the organisation of the crisis by implementing key changes to prevent these issues from re-occurring in the future. 

 2.0 Main Body 

      2.1 Introduction
The report will outline a public relations (PR) crisis that has taken place in a UK confectionary organisaiton. It will include the key issues that can arise from a PR crisis and how they can be dealt with. It will address the importance of effective crisis management and how a PR manager should apply their skills during this difficult time. Working closely with the other internal departments in the organisation, identifying the need to engage and collaborate in order to overcome the crisis. 
   2.2 Recall Overview
Confectionary organisation ‘Treatz’ is recalling a batch of chocolate bars due to certain ingredients not being declared on the label. The process involves retrieving and replacing the batch from the retailers and consumers. When ordering a recall, the organisation absorbs the cost of fixing the detective batch of chocolate bars. For both small and large organisation’s, these financial effects can cause several impacts. UK chocolate leader ‘Mars’ took a loss in 2016 due to a product recall. ‘The recall, which affects 55 countries, could end up costing the company tens of millions of dollars’ (Quinn, Butler and Smithers, 2016) The recall is a legal process that can affect the organisation both, socially and commercially. To minimise the effects of a crisis, effective crisis management should be demonstrated. This can be demonstrated through identifying and assessing the key issues of the crisis. The organisation ‘Treatz’ identified three key issues 1) Brand Damage 2) Laws and Regulations 3) Health and Safety. Brand damage is an important factor for any business, opinions about the confectionary product expressed by third parties -stakeholders have more power than the companies own claim. As certain ingredients were not declared on the label, this is classed as false advertisement to all stakeholders. This can result to unhappy customers and a decrease in future sales. Another key issue is ensuring the business follows laws and regulations. It is an offence to mislabel a product, the Food Standards Agency (2018) state ‘Labelling is regulated to protect consumers who should have the correct information to make confident and informed food choices based on diet, allergies, personal taste or cost’. Furthermore, this causes health and safety issues for consumers. Certain consumers may suffer with certain food allergies, as the full ingredients has not been declared this can cause health and safety risks. The organisation have stated they will analyse and address these key issues. An effective crisis management plan will be created by the Public Relations (PR) manager by enforcing a Product Management strategy. 
       2.3 The Importance of Crisis Management 
According to the Institute for Public Relations ‘A crisis is defined here as a significant threat to operations that can have negative consequences if not handled properly.’ (PR, 2020) Crisis management is a critical business function, ‘Treatz’ must ensure they have an effective PR manager who can deal with any emergency that may arise, minimalising the amount of damage of the company. Failure of crisis management can disrupt the business by creating financial loss, brand damage and harm to stakeholders. In recent years has shown market leaders publicly suffering from a crisis, in terms of both its image and creditability. ‘Guiness whose shares lost £30m in stock and market value between an announcement of the DTI investigation and dismissal of the chairman’ (Callaghan,2006). In March 2018 the UK Government launched a new guide to improve a consumer product re-call as seen in Fig 2.1.  The organisation will follow the ‘Office for Product Safety and Standards’ to ensure the recall is dealt with correctly. 
[image: ]
                               Fig 2.1 (Source: A User’s Guide to Managing Product Recalls, 2018)

       2.4 Internal Departments 
‘Public Relations is about reputation - the result of what you do, what you say and what others say about you’ (CIPR,2020). The role of the PR Manager is to act as a key interface between the business and the audience. The confectionary company ‘Treatz’ will ensure the PR manager is consistent across the company’s key messages when delivering them to the audience. To overcome the PR crisis the manager will need to collaborate with other internal departments. The internal group consists of those who work within the workplace, for example the employees of the company. ‘From the viewpoint of a marketer, the internal environment is as important as an external one, since the organisational culture, rules, hierarchy and traditions will inevitably be a major component of the organisations public face. (Blythe and Martin, n.d.) Despite the employees being a part of the internal environment, their duties are directed towards the external environment, for example consumers. As a whole a business cannot function effectively without the support of its internal departments. Employees, suppliers, financial and sales departments will need to collaborate alongside the PR manager to tackle the recall of chocolate bars at ‘Treatz’. 
Marketing Department 
Alongside the PR Manager, the marketing department plays a vital role in promoting the business. Kolter (1976) defines marketing as ‘An exchange of values between two parties’. The Marketers are the front face of the business, the voice between the consumers and the company. During the recall of the batch of chocolate bars, the PR manager will need to work closely with this department ensuring every member is representing the business in a positive light. This can be done through educating the employees so they can build a relationship with the audience and answer any concerns or queries.
Financial Department
‘The financial department consists of shareholders, potential investors, bankers and the wider financial community’ (Brassington and Pettitt, n.d.). Due to the recall, the business is at a financial risk therefore the PR manager will need to collaborate with the finance department to discuss and evaluate the potential loss. The finance department is responsible for creating a clear plan for navigating the crisis that has occurred, in this case the product recall.  
 Sales Department 
‘One factor in the success of almost every selling enterprise is an organization’s ability to develop a strong personal selling representation with its customers and prospects’ (Mcmurrian, 1998) The sales department of Treatz represent the business and are in direct contact with potential and existing customers both, online and over the phone. The PR manager will need to ensure the sales department are fully trained and educated on the recall, as they will be engaging with the customer base daily. This ensures the team can answer any customer complaints and send out key messages, creating a positive outlook on the business. 

      2.5 Marketing Campaign
  The PR manager will develop an internal marketing campaign. The aim of the campaign is to inform all stakeholders of the direction the business is going, this includes the timelines and key messages they wish to deliver. ‘Key messages are the main points of information you want your audience to hear, understand, and remember’ (Msktc.org, 2020). Delivering key messages to your audience is an effective form of communication, Treatz have created 2 SMART objectives in order to deliver these key messages. 

[image: ]
                                            Fig 2.2         (Source: Professional Academy, 2020)

SMART is an acronym that has been credited to Peter Drunker (1955) after developing his theory of Management by Objectives (MBO). The term SMART stands for five different factors which must be shown in your key messages: as seen in Fig 2.2. This term is used among businesses including ‘Treatz’ in order to set key objectives to enhance performance and deliver appraisal. The following objectives have been set by the organisation:
· 5% increase of sales within the next 12 months to reach our target of 2100 sales per month
· 10% more engagement on social media within the next 12 months reaching 100K on Instagram/Facebook
 
The organisation has chosen the above objectives with the motive of turning the business around from the product recall. The first objective of achieving a 5% increase of sales will be achieved through a product relaunch. All departments will have to collaborate to ensure the relaunch is advertised and delivered effectively to the audience. The second objective of gaining 10% of social media engagement is a cost effective and efficient way of informing and promoting the products to consumers. The 12-month time sale is a measurable goal for the business as it gives enough time to fully remove the old product from retailers, conduct a new business plan before relaunching the new product. For the business to successfully achieve these objectives, all departments will need to stay connected. ‘To understand human communication process, one must understand how people relate to each other’ (Schramm, 1948) The management team will set up monthly meetings to ensure each department is hitting their objectives. The meetings will include a run down on each department, this gives each employee and insight in what is happening. By educating each department, this creates a positive outlook on the organisation as more employees are up to date on all aspects of the business. In addition, the Public Relations (PR) and Human Resource (HR) manager will ask staff to complete monthly questionnaires, this will give management an insight to how staff are feeling at the organisation, raising any queries or concerns. ‘Your monitoring and evaluation programme should be every month in the first six months of business. This is because the first six months of any business are crucial to success especially as a start-up in an established industry’ (Franklin, 2018). ‘Treatz’ tools for monitoring the business include providing advanced training programmes to staff, ensuring they are fully educated in their field of work. Strong communication between the organisation and suppliers is vital, the organisation will request to find out how many consumers were affected by the re-call. Furthermore, all distributors will need to be contacted to ensure an Emergency Product Withdrawal (UPW) is underway. 

     2.6 Recommendations 

‘One of the best ways to plan how to deal with emergencies is to be utterly pessimistic’ (Jefkins, 2006). ‘Treatz’ have stated to prevent a crisis from disrupting the organisation in the future, the PR manager will take responsibility in introducing safeguards and setting up a permanent crisis management team. This team will regularly review potential new risks and rehearse the cause of action to be taken from that crisis.  The team will need to monitor and research PESTLE impacts to ensure they are prepared if an emergency occurs. For the future, the business will upgrade the quality control system, this will track all products coming in from the suppliers. This will address any non-conforming products or good that’s the organisation does not need. It is highly important to inspect all materials and ingredients for the product to ensure they meet the businesses specifications. Factors the organisation will need to address is the financial budgets, the PR manager will need to work closely with the financial department to work out the most cost-effective way of setting up these key tools for the future. 

3.0 Conclusion 
The report outlines the importance of effective crisis management, whilst exploring the role of the PR manager. This includes the issues that have arose from a product recall in an organisation and ways in which to overcome it. Every business will have various departments from sales, finance to HR, these departments will need to collaborate in order to solve the issues from the recall. Clear objectives should be set up by the organisation for the internal departments to follow. Treatz have applied the SMART objectives to their business for staff to follow to achieve their overall aims and objectives. Alongside this, the PR manager has created an internal marketing campaign sending out key messages to all staff on what the business wants and expects. These key messages are monitored through advanced training schemes and strong communication skills. 
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