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[bookmark: _Toc57901322]Introduction  

In responding to Royal Mail’s CEO request, this report provides a critical analysis of the current problems faced by the company. The introductory part offers a brief description of the organisation, proceeding towards the identification of its major issues. Next, a SWOT analysis will be presented, discussing the strengths, opportunities, weakness and threats of the organisation (appendix 1). This analysis reveals several issues regarding the organisation’s ability to manage crisis in an effective and timely manner, which is the nature of their issues. In addition, an external analysis will be conducted using the PESTLE framework (appendix 2). This analysis assesses the impact of external factors that are likely to affect the organisation and thus, further actions should be taken. The scope of the problems will be focused on crisis management, considering the steps that Royal Mail needs to take in order to detect emergency risks promptly. An action plan is presented (appendix 3) which includes several recommendations on the future development and growth of Royal Mail. 

[bookmark: _Toc57901323]Findings 

[bookmark: _Toc57901324]Background to Royal Mail

Royal Mail provides a wide range of postal and courier services across the globe. Interestingly, it is one of the oldest companies in the world, as it was founded in 1516, when postal services were only available to the King and the Court (Royal Mail, 2020a). It is also noteworthy to highlight the fact that Royal Mail was the first company which launched the first adhesive postal stamp in the world in 1840; which was used over 60 million times in the same year (Royal Mail, 2020a). Since then, the company has a track record of successful operations, serving the needs and demands of individual customers and business partners. More specifically, the personal services of Royal Mail aimed at serving individual customers by helping them send their parcels and letters. In addition, there are other redirection services that can protect customers from identity fraud when they move to another home in the UK or anywhere else in world (Royal Mail, 2020b). Further still, the company provides support to businesses through dedicated postal networks for their customers. Finally, one should be aware of the fact that Royal Mail operates as a public company and it is listed in the London stock exchange market (Royal Mail, 2020a). 
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Royal Mail has undoubtful been successful in serving the needs of both personal and business customers effectively. Yet, the company has been able to meet the expectations of their investors; as its share price remains competitively high (Royal Mail, 2020a). However, there is a growing number of issues that Royal Mail is currently facing. Of primary importance, it is well-documented that the 500-year-old organisation uses obsolete technology for their products and services, which in turn has given rise to customer complaints. More specifically, it was in 2018 when Royal Mail’s online platform crashed; affecting customers who wanted to use their tracking services. Royal Mail announced that they are aware of the issue and further action has been taken to resolve it; however, they did not respond to customers who claimed a refund of the additional trackable service they paid for (Royal Mail, 2018). Similarly, the share price of the company crashed multiple times in 2019, causing significant issues to investors and making them feel frustrated (Hunter, 2019).  

According to Hunter (2019), the alarming decrease of Royal Mail’s share price is mainly due to the decline in letters and low growth of parcels. Therefore, the investors lost confidence in the company’s ability to pay dividends. In addition, the fact that their operating profit was lower by 13%, forced the company to cut 2,000 management positions in order to reduce capital expenditure by £300 million (Summers, 2020). Given the current climate and volatility in the market, the company projected that its delivery volumes will be increased this year; an increase that would potentially help Royal Mail recover. Even though the company recorded a 20% increase in its share price, thanks to the increased demand for online shopping during the coronavirus crisis, a steep fall in letters and higher overheads resulted in substantial annual losses. This is in line with Pooler and Dempsey (2020), who delineated that Royal Mail is not able to cope with the current crisis. This paper attempts to investigate the reasons why the company has been struggling to maintain its position in the market and deliver desired outcomes to its customers and investors. 
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All things considered; it becomes evident that the Nature of one major issue that Royal Mail faces relates to effective crisis management. As Comfort (2007) noted, crisis management constitutes a critical function of the business and thus, it is central to its overall organizational performance in unprecedented events. In this sense, low cognitive ability is one of the main factors that contributes to this problem, the scope of this problem can expose the business to emerging risks. Therefore, cognition should be used as an effective management mechanism that will appreciate the degree of emerging risk, which could exacerbate the current situation and threaten the future development and growth of Royal Mail. The impact of this problem has far-reaching consequences that can affect a wide range of stakeholders, including shareholders, customers and other businesses. Perhaps not surprisingly, Roux-Dufort (2007) explained that crisis management should not be an isolated management mechanism that progresses in times of crisis and economic deterioration. Instead, it should be part of the wider organizational culture and strategy. This is mainly because emergency management can help the company reveal other weaknesses. For example, Royal Mail’s poor financial performance, job cuts and obsolete technology have all affected its ability to handle the coronavirus crisis effectively (Hunter, 2019).  
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This section provides an assessment of the microenvironment in which Royal Mail operates. To attain this, a SWOT analysis can be used to identify the internal strengths and weaknesses of the organization as well as its threats and opportunities in the horizon (appendix 1). To begin with, one of the main strengths of the organization is its well-established brand image across the world, which is associated with Royal Mail’s reliable products. As mentioned above, the company is 500-year-old, distributing over one billion letters and parcels worldwide (Royal Mail, 2020a). In addition, Royal Mail has demonstrated its awareness towards the environment, and it has taken further steps to minimize its effects on the environment. For example, the company has initiated lower emission vehicle trials in which Royal Mail’s new electric van has been used to deliver letters and parcels in a sustainable manner (Royal Mail, 2020c). Such innovations could offer tremendous opportunities for growth and reveal untapped market potential in the UK or high potential in other markets across the globe. 

This can be cross-examined with Mishal et al. (2017) who conducted an empirical study on the environmental consciousness and green purchase behavior of customers, showing a strong correlation between the purchase behavior of customers and the environmental consciousness of the companies they choose to serve them. If the trials of Royal Mail are successful, the company could exert a positive influence on its customers by serving their demand for letters and parcels sustainably. However, it is important not to neglect that customer demand for letters has decreased dramatically and the volume of parcels has been increasing at a slower pace (Hunter, 2019). Apart from that, the company’s technology has been proved ineffective in meeting the expectations of customers and investors (Royal Mail, 2018). In contrast, major competitor companies have embraced new technology which has helped them serve their customers more efficiently. For example, Parcelforce Worldwide (2020) has created a cutting-edge dashboard that enables customers view their orders and expected parcels or letters in one place. Outdated technology remains the top weakness for Royal Mail that makes their services less reliable. Apart from that, the company faces significant losses that do not allow for investments in technology (Pooler and Dempsey, 2020). 
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Having analysed the microenvironment, it is pertinent to underline the external factors that are likely to affect the operational performance of Royal Mail. 

[bookmark: _Toc57901329]Political and economic factors 

Firstly, political factors can force the company set rules by which its operations are conducted. For instance, Dudley (2020) delineated that the current crisis of coronavirus leads to greater political uncertainty and alienation with the government. Further still, Brexit has unquestionably altered the political landscape of the UK economy and caused a great buzz in the market. According to the European Union (EUbusiness, 2020), the impact of Brexit on the economy will be determined by the trading arrangements between the two parties. However, it is projected that Brexit will generate higher costs for UK businesses due to the taxes and tariffs that they would have to pay in order to trade with European countries. 
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Regarding Royal Mail’s services, it should be mentioned that consumer trends and demographics change with dizzying speed. On the one hand, consumerism has led many environmentalists and young individuals who are interested in ethical consumption to take further action in order to protect the environment and the wider society. For instance, many of them engage in green initiatives to raise awareness and pressure companies to implement greener policies and practices (Gunther, 2015). The accelerated rhythm of technology, nevertheless, could help the company respond to emergency situations in an effective and timely manner. For instance, internet-based communication can contribute to crisis management by improving the communication processes among stakeholders. More specifically, Perry, Taylor and Doergei (2003) observed that this new technology could help organisations prevent crisis by enhancing their communication with the public and the news media. Through mediated communication, they could respond to emergency risks immediately and take corrective actions, if needed. 
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Even though Royal Mail has taken positive steps towards the protection of the environment, this customer trend might expose the business to significant risks associated with the distribution of letters. In other words, it is well-documented that more and more companies digitalise their services in order to minimise the consumption of paper (Markovitch and Willmott, 2014). Therefore, the volume of letters that are being sent through Royal Mail could be decreased dramatically. Apart from that, UK businesses should also consider the legal implications of Brexit as well as the potential impact on immigration law. Further still, the current crisis has detrimental effects on the economy, as it forced many businesses into insolvency (Khoo and Bradshaw, 2020). This in turn could hinder Royal Mail resolve its issues, as the company relies heavily on its business customers and if they go into administration, they will no longer need postal and courier services. 
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All in all, it can be concluded that Royal Mail has been successful in maintaining its 500-year-old reputation and experience in postal and courier services. However, this report showed that there are numerous issues which should be addressed in order to tackle emergency risks more effectively. The findings of this report show that the company has been challenged to respond to the coronavirus crisis effectively, causing significant issues for customers and investors (such as delays in delivery and poor financial performance). Moreover, this analysis demonstrated that this issue originates from some major organizational weaknesses, such as the lack of effective management mechanisms or the obsolete technology that the company has been using to operate. Corrective actions should be taken not only to handle the current crisis appropriately, but also to resolve other issues associated with Royal Mail’s limited human and financial resources. These constitute the main areas of concern to the organization because their impact on the business is critical. For example, limited financial resources impede the organization from updating its technology and hiring more staff. This in turn could have a detrimental effect on the future development and growth of the organization and create emergency risks. 
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To remedy the situation, there are numerous options for the CEO to consider. First, effective crisis management should be in place to ensure that Royal Mail detects emerging risks promptly, minimizing their impact on the organization. Crisis management should be part of the wider strategy and it should not be used as an isolated discipline when a crisis emerges. As discussed above, the company should dedicate its efforts to enhancing its cognitive ability to face risks and implement effective mechanisms that would help Royal Mail tackle unexpected events in a timely fashion. With reference to Coombs and Holladay (2006), one option for management would be the use of the halo effect. In particular, crisis management should appreciate and promote the value of the favorable, pre-crisis brand image of the organization to enhance its current position in the market. In doing so, they should use cognitive bias to form a positive impression of the organization based on customers’ predisposition towards their previous experiences with the brand (Nicolau, Mellinas and Martin-Fuentes, 2020). 

While these are valid concerns, it is important not to neglect the fact that Royal Mail does not have developed efficient crisis management techniques yet. Therefore, the first option for the CEO would be to hire crisis managers that would alleviate the current problems of the organization. This is an important consideration for the CEO because several delays in delivery have been reported during the peak of the coronavirus crisis (Pooler, 2020). In such cases, crisis managers would have prevented delays and customer complaints by identifying emergency risks at the early stages of the crisis. For example, they would have proactively hired more drivers to deliver the letters and parcels of customers and more customer service representatives to handle their queries. 
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Finally, it is noteworthy to underline how the proposed actions will be communicated to all stakeholders, how they will be monitored in order to make the necessary adjustments and how they will be reviewed to determine whether they have been effective in resolving the issue or not. To begin with, the plan of actions should be communicated to all stakeholders, both internally and externally. Internal communication should be instrumental in crisis management, as it helps organisations communicate organisational changes clearly, contributing to the successful implementation of crisis management (Kitchen and Daly, 2002). In addition, external stakeholders should also be communicated the organisational changes. For example, Royal Mail should send an email to customers reassuring them that the company has proactively taken actions to overcome crisis, such as another national lockdown that cause a spike in demand for delivery services. This in turn would help with the implementation of the halo effect, as it will demonstrate the company’s cognitive ability to identify emergency risks. 

That said, organisational changes should be monitored closely. To accomplish this, Royal Mail should invest in human and financial resources that would help the company communicate and implement changes across the entire organisation. On the one hand, the marketing team should conduct regular research on consumer behaviour and market trends to identify potential risks and prevent crisis. On the other, the company should use their financial resources to implement new technology. It goes without saying that improvements in technology would enhance the communication process of the organisation and optimise its business operations. This is in line with Hempell and Zwick (2008), who illustrated that advanced information technology can have positive effects on internet-based communications and firm performance. However, these options should be reviewed on a regular basis in order to determine whether they contribute to the resolution of the issue or not. To attain this, the CEO of Royal Mail should ask several questions to crisis managers (appendix 3), ensuring that the right mechanisms are in the right place to take corrective actions when needed. 
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Adjusted from: Jobber and Ellis-Chadwick (2013, p.51)
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Adjusted from: Lee and Carter (2012, p. 41) 
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	Decision Implemented: 

	Implementation of crisis management techniques and policies 

	Monitoring the decision: 

	Resources: Human and financial resources 

	Key indicators: Risk assessments, customer feedback and satisfaction level, average time of letter and parcel deliveries 

	Targets: Identify emergency risks, develop cognitive skills, build effective strategies to respond to unexpected events promptly 

	Data sources: Marketing research, the news media and the general public 

	Reviewing the decision: 

	To evaluate the effectiveness of the strategy, regular meetings should be held with the CEO to discuss potential risks and actions. Questions to ask crisis managers include:
· Are there any emergency risks that would jeopardize the future of Royal Mail?
· If so, what are the measures that have been taken to prevent this? 
· To what extent is the crisis going to affect the business and how crisis management can minimise it?
· What are the lessons that the previous crisis taught management? 
· Is there anything they could have done better? 

	Communicating the decision: 

	Internal stakeholders 
	External stakeholders 

	Drivers, human resource management, customer service, marketing, crisis managers, public relations managers, shareholders
	Shareholders, investors, customers, the news media, other businesses as well as the environment and the wider society 



Source: Author (2020, n.p.) 
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Political


Increased political uncertainty due to the pandemic


Stringent trading arrangemnts due to Brexit


Environmental


Shift of customer behaviour and concerns towards the environment 


Emissions of the company's vans 


Legal


Legal implications with the European Union due to Brexit 


Changes to immigration law


Economic


Social


Technological


Impact of the pandemic on the economy


Drop in letter volumes that will impact the financial position of the company 


Changes in demographics 


Cultural forces 


Consumerism


Accelerated rhythm of technology 


Digital transormation 



Strengths


Reliable products


Weaknesses


Unreliable services


Threats


Opportunities


Growing demand for postal and courier services


Well-established brand image across the world


Competitive prices


Environmentally friendly 


Outdated technology


Low operational profits and annual losses


High market potential in multinational markets 


Untapped market potential in the UK


Fierce competition 


Volume of letters could be decreased even more 


Inability to install the latest technology due to limited resources (financial and human)


Delays in deliveries 


Reduced value of their share price


Strong performance on parcel deliveries 


