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Webinar 1: Be Crisis Ready
• Food safety regulatory environment
• Consumers’ food safety perceptions
• Crisis planning worksheets

1. Understand the public’s access to your 
company: Complete the first responder 
assessment

2. Identify key internal and external 
stakeholders

3. Identify and prioritize 3-5 crisis 
scenarios or situations

4. Anticipate scenario-specific questions 
from 1-4 stakeholder groups



Webinar 2 Agenda
• Writing a crisis plan with a 

recall module
−Bring a plan if you have one
−Bring completed handouts

• How to prepare for a food 
recall

• Practice ideas

Plan

Prepare

Practice

Perform



Many paths to a plan
• No right format, but content

includes (what, who, how, when)
• Acknowledge the goal(s)

• Protect consumer health
• Regulatory compliance
• Customer requirements
• Auditing/Oversight schemes
• Meet industry guidelines
• Parent company or board 

requirement
• Help your company respond to a 

crisis and reduce damages



Requirements for a Recall Plan
PCHF (117.139) and PCAF (507.38)

For food with a hazard requiring a preventive control
(a) Establish a written recall plan.

(b) Include procedures that describe the steps to be taken, and assign 
responsibility for taking those steps, to perform the following actions:

(1) Directly notify the direct consignees of the food being recalled
(2) If necessary, notify the public about any hazard presented by the food 
(3) Conduct effectiveness checks to verify that the recall is carried out; and
(4) Appropriately dispose of the recalled food



Many paths to a plan
• What is most important is 

that your plan meets your 
needs

• Consider an executive 
summary and a more detailed 
playbook

• These webinars start with 
communications and begin to 
build the playbook



COMMUNICATIONS



First Responder Assessment
A. Publicly available 

contact point found on 
search engines

B. Person(s) at the 
company who would 
receive an inquiry via 

each access point

C. Is that 
person 

ready?* 
Y/N

D. Steps to getting this person ready 
(e.g. Capacity building, training, lists, 
communication templates, tools, etc.)

*Ready = The designated person(s) know this is their responsibility, how to evaluate inquiries 
and determine how to handle or escalate, and how/when to document the inquiry. 



First Responder Assessment Example
A. Publicly available 

contact point found on 
search engines

B. Person(s) at the 
company who would 
receive an inquiry via 

each access point

C. Is that 
person 

ready?* 
Y/N

D. Steps to getting this person ready 
(e.g. Capacity building, training, lists, 
communication templates, tools, etc.)

Main office phone number 
on website 123-456-7890

Jane Doe (receptionist) N

Meet with anyone who answers 
phone and provide one-page 
instructions on how to handle 
controversy calls

Contact-us form on the 
website

Website company, 
contact name

?

Sales staff’s phone and 
emails on website

Each sales rep N

Facebook page @mycowllc Website company, 
contact name

?

Old phone number found 
on online Yellow pages

Goes to a voice message 
that no one checks

contact YP to remove number

Shipping/Receiving desk 
phone number on website

John Doe (logistics) N Meet with personnel and inform 
them to transfer to NAME

*Ready = The designated person(s) know this is their responsibility, how to evaluate inquiries 
and determine how to handle or escalate, and how/when to document the inquiry. 



Key Stakeholder Worksheet
A. Key Stakeholder 

group
B. Internal or 

external to the 
company?*

C. Possible 
communication channels

D.  What do we need to do to be 
ready?

*External stakeholders typically do not rely on the company to survive (govt. regulators), whereas internal 
stakeholders rely on the company for survival or at least their well-being (employees). 



Key Stakeholder Worksheet Example
A. Key Stakeholder 

group
B. Internal or 

external to the 
company?*

C. Possible 
communication channels

D.  What do we need to do to be 
ready?

Regulators
FDA
OSHA
EPA
State health officials

External Calls
Emails
Legal counsel

Identify FDA contact
Prepare templates for required comms

Customers - affected Internal Calls
Emails (electronic delivery and 
read receipts)

Keep contacts current (identify correct POC)

Customers - unaffected Internal Calls 
Emails

Consumers External Website
Blog
Social media communities
Media
Direct calls and emails

*External stakeholders typically do not rely on the company to survive (govt. regulators), whereas internal 
stakeholders rely on the company for survival or at least their well-being (employees). 



Key Stakeholder Worksheet Example
A. Key Stakeholder 

group
B. Internal or 

external to the 
company?*

C. Possible 
communication 

channels

D.  What do we need to do to be ready?

Employees – response 
(core team, SMEs, 
support staff)

Internal Meeting

Employees – others 
(office, ops)

Internal Meeting
Memo
Video messages

Employee - families

Suppliers Internal Calls
Emails
Newsletter
Video call meeting

Input providers (e.g. 
feed, sanitation 
cleaners, etc.)

External

Third-party auditing or 
oversight schemes

External

*External stakeholders typically do not rely on the company to survive (govt. regulators), whereas 
internal stakeholders rely on the company for survival or at least their well-being (employees). 



Key Stakeholder Worksheet Example
A. Key Stakeholder 

group
B. Internal or 

external to the 
company?*

C. Possible 
communicatio

n channels

D.  What do we need to do to be ready?

Business 
partners/collaborators 
(Coop, marketing firm, etc.) 

Marketing partners 
(bloggers, influencers)

Transport providers

Company CORE response
Team+

Internal Notify them they are on team and provide training

Elected officials - state External

Elected officials - federal External

Legal prosecution External Our legal counsel Identify a resource to call when needed

*External stakeholders typically do not rely on the company to survive (govt. regulators), whereas internal 
stakeholders rely on the company for survival or at least their well-being (employees). 
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Key Stakeholder Messaging for a food safety issue
A. Key stakeholder 

group
B. 3-5 (hard) questions they might ask C. Answer



Key Stakeholder Messaging Example for a food safety issue
A. Key stakeholder 

group
B. 3-5 (hard) questions they might ask C. Answer

Regulators
FDA

State health officials

1.Ask for detailed documentation on EVERYTHING
2.Conduct onsite investigation; ask about processes
3.Where was the product distributed? 
4.Did customers use it as a food ingredient?
5.To whom in my state did you ship the implicated 

product?

Customers - affected 1.How do we identify the affected product?
2.How do you know other products aren’t also 

affected?
3.What should I do with the affected product still in 

inventory?
4.How did this happen? (Root cause)
5.What are you doing to fix it?
6.Will you name us in your public comms?

Customers - unaffected 1.Did I get the recalled/affected product(s)?
2.How do you know what you sent me isn’t affected?



Key Stakeholder Messaging Example for a food safety issue
A. Key stakeholder 

group
B. 3-5 (hard) questions they might ask C. Answer

Consumers 1. How do I know if I have the affected product(s)?
2. Will you reimburse me for my medical bills?
3. How do I get reimbursed for the product?
4. Did you sell the recalled product at Store x in City 

Y?

Employees - office 1.What is happening? How does it impact me?
2.What is going to happen to the company?
3.What did the company do wrong?

Employees - operations 1.Should I report to work tomorrow?
2.Will we be paid while the operation is shut down 

during the investigation?
3.What is going to happen to the company?
4.Why are there many inspectors here at the same 

time?
5.Who did something wrong? Was it me?



Key Stakeholder Messaging Example for a food safety issue
A. Key stakeholder group B. 3-5 (hard) questions they might ask C. Answer

Suppliers 1.Will you be able to buy milk from me tomorrow?
2.Who should my insurance company talk to at your 

company?
3.When will you be able to buy my milk again?



Answer to 
the Question

Your
Messages

Reply to a question = the Answer + Key message

Bridging the Gap

01/25/2024 #21



Sample Key Messages 
(What we want people to know. Must always be truthful)

• We care
• We take all food safety issues seriously
• Consumer health and safety are our priorities

• We are taking action
• As soon as we learned of the issue, we…
• We have…
• We are keeping health officials informed

• We are committed to preventing this from happening again
• We are conducting a thorough internal investigation
• We will incorporate expert recommendations that are 



Internal Communication 
Approval Process

#23

Draft/Update Messages 
& Documents

Review/Approve 
Messages & Documents

Train Staff & OthersDeliver Messages & 
Documents

Receive & Provide 
Feedback

PR/Comms = 
Company & 
Consultant

Assigned staff 
and external 
consultants

PR/Comms, 
Consultants

PR/Comms, 
Legal, SMEs

PR/Comms, 
Legal



Crisis Communications Guidelines
• Honesty
• Listen carefully
• Practice active listening; Be sure you understand what is being 

said/asked 
• Ask for clarification
• If you don’t know, don’t guess
• Do not make assumptions
• Practice “responsible writing”

#



Guidelines for Responsible Writing

#

Email like it will be read out 
loud at your deposition.



PREPARE (TO RESPOND)

By failing to 
prepare, you are 
preparing to fail.   

~Benjamin Franklin



Crisis Team Roles (typically page 1 of plan)
CORE TEAM Roles* ISSUE-SPECIFIC additions

* Identify a Team Lead and assign an alternate to each role



Example Crisis Team Roles
Common CORE TEAM Roles*

• Company decision-maker(s)
• Operations
• Sales & Marketing
• Food Safety
• Logistics & Receiving
• Publicity/public relations
• Company spokesperson(s)
• Legal counsel
• Administrative support

ISSUE-SPECIFIC additions
• Accounting
• SMEs as needed:

o Field/Herd managers
o Specialized legal counsel
o Issue expertise (scientific advisor, 

cyber security, labor, human 
resources), 
sustainability/environmental, etc.)

o Others

* Identify a Team Lead and assign an alternate to each role



List of Resources: Whom ya gonna call?



Resource List
Resource Contact Name Expertise Phone Email

Insurance broker or 
company

Food safety advisor

Crisis communication

Financial institutions

Legal counsel – food 
regulatory

Legal counsel –
labor/immigration

Legal counsel -

FDA Recall Coordinator
ORA Recall Coordinators | 
FDA

FDA Division 
contact (must be 
notified of recall). 
Will also ask for 
information

https://www.fda.gov/safety/industry-guidance-recalls/ora-recall-coordinators
https://www.fda.gov/safety/industry-guidance-recalls/ora-recall-coordinators


How to prepare (for starters)
1. Complete the last column in the First Responder and 

Stakeholder worksheets. Resource list
2. Develop a response process (who does what, when, and 

how)
• Include an initial checklist or quick reference list
• Get more than one person involved. Internal buy-in is critical
• Carry out the actions identified in the First Responder and 

Stakeholder worksheets that will help you be crisis-ready
3. Develop key messages for specific issues
4. Train people and update processes and plan regularly 



Things to do in the event of __ _______________

Document timeline and actions according to 
legal counsel’s recommendations

1.Gather initial information

2.Assemble Team

3.Gather more information, if needed

4.Assess/Decide

5.Act/Communicate

6.Repeat steps 3-5 until no longer necessary

7.Debrief/Recover

Amount of detail depends on you and the issue



General Response Process

#

TRIGGER EVENT/Gather initial info.

ASSEMBLE TEAM

GATHER MORE INFORMATION

ASSESS/DECIDE

ACT/COMMUNICATE

DEBRIEF/RECOVER



Response Process

#

TRIGGER EVENT/Gather initial info.

•Who is likely to receive the trigger? 
Are they prepared? 

•What information should they 
collect?

•How will they evaluate its 
importance?

•Who do they tell?
•Are there any immediate actions 
that should be taken?

For example, what would you or any one of your 
employees say/do if they received this call?

“Hi, I’m NAME, an FDA Emergency Response Coordinator. 
Your product has tested positive for Listeria 
monocytogenes.

 Whenever a govt official or a caller with a 
complaint calls, get the caller’s name and 
phone number BEFORE transferring the 
call – in case it gets disconnected

 Do not “blind” transfer the call. Tell the 
receiver who is calling and why

 X
 X
 X



Response Process

#

ASSEMBLE TEAM

•Who decides to assemble the team?
•Who actually notifies the team? How?
•Where and how does the team meet?
•Who else should be involved? SMEs?
•Roles and responsibilities 
•How to deal with the immediate issue?
•Anticipate next steps. What can we do 
to prepare for comms?

•Remember responsible writing
•Do we need  a “holding statement”

 X
 X
 X
 X
 X



Response Process

#

GATHER INFORMATION

•What more do you want to know?
•Will it make a difference?
•Can you get the information in time?
•Who else may learn of this?
•What are the applicable “Supplier 
agreement” terms

•Who might we need to notify – 
internal and external audiences?

•Prepare communications. Use 
templates in the plan. (Press release, 
consignee notification, etc.)



Response Process

#

ASSESS/DECIDE

•Decisions that must be made
⁻ Whether to recall? What to recall? 
⁻ Who to notify? 

•Who does what, when and how?
•Finalize comms; train those who will be 
delivering messages to stakeholders

•Do we need to submit a “reportable 
food registry” RFR? If so, who will do 
this? 



Response Process

#

ACT/COMMUNICATE

• Timing of actions. Internal comm. is 
critical

• Have a feedback loop
• What documentation will we need? 

(e.g. delivery/read receipts, 
consumer call log, adverse-event 
log)

• Who submits RFR, if necessary, and  
other regulatory documents



Response Process

#

DEBRIEF/RECOVER

•When is it over?
•How do we recover?
•Give thanks
•Update plan



Incomplete list of things to do in the event of 
a food safety issue
1.Gather initial information
� Use the First Responder Information Sheet to gather relevant 

data and inform NAME
� Do we need to assemble the Core Team? 
2.Assemble Team
� CORE Team meets. Who else needs to be included? Third-Party 

Experts 
• Do we have a Scribe to take notes on facts and decisions made?
• Remind the team about responsible writing
• Document timeline and actions according to legal counsel’s 

recommendations (notes and records can be subpoenaed)
� Do we need a holding statement in case we are contacted by 

the press or customers now? 
3.Gather more information, if needed
� Gather at Command Center (conf. room/Zoom) 

• Share facts
• What documentation or information do we need? Sanitation records, 

traceability, shipping, testing, etc.
• Discuss “defensible separations”
• What is the SCOPE of a potential Recall

 Trace the implicated product
 Identify customers who received it

 Do we need to contact the insurance company now?

4.Assess/Decide

 Food safety evidence + Legal, public safety and reputational 
considerations

5.Act/Communicate

 Contact FDA

 Begin internal investigation into the root cause

 Communicate to priority stakeholders

6.Repeat steps 3-5 until no longer necessary

7.Debrief/Recover

 When?

 How?

 Update plan, incorporate our experience



Practice
• Goal: Identify response weaknesses and learn how to 

leverage strengths
• Desired outcomes:

• Assess and improve the written plan
• Evaluate performance
• Identify training and information gaps

• Practice stages:
• Train team on plan, roles and responsibilities
• Table-top exercises
• Short (a few hours) exercises
• Longer (a day or more) simulations



Key takeaway
• The unexpected WILL happen. BE READY*
• Don’t go it alone

*Plan, Prepare and Practice



• Thursday, February 1, 2024, 4:00 pm – 5:00 pm PST
Join Zoom Meeting
https://link.edgepilot.com/s/dd95b17d/bkjwpUz6IU6-
vAkEBxGUiw?u=https://fresnostate.zoom.us/j/82611272609?pwd=a2dsU2FORmhOWnBZWjh5dU5Y
Qjh0UT09

Meeting ID: 826 1127 2609
Passcode: 307205

• Tuesday, February 6, 2024, 4:00 pm – 5:00 pm PST
Join Zoom Meeting
https://link.edgepilot.com/s/a02b6f0e/X1IhJUpKJ0SzZ-
6VtN4BMA?u=https://fresnostate.zoom.us/j/82611272609?pwd=a2dsU2FORmhOWnBZWjh5dU5YQ
jh0UT09

Meeting ID: 826 1127 2609
Passcode: 307205

Crisis Communication Office Hours

Philpott-PR Solutions LLC

https://link.edgepilot.com/s/7bdcb7ef/ioZnd8UuhkuZBg54948a5g?u=https://www.google.com/url?q=https%253A%252F%252Ffresnostate.zoom.us%252Fj%252F82611272609%253Fpwd%253Da2dsU2FORmhOWnBZWjh5dU5YQjh0UT09%26sa=D%26source=calendar%26usd=2%26usg=AOvVaw1FcyUTDRlpNKLGm3rFnyvQ
https://link.edgepilot.com/s/7bdcb7ef/ioZnd8UuhkuZBg54948a5g?u=https://www.google.com/url?q=https%253A%252F%252Ffresnostate.zoom.us%252Fj%252F82611272609%253Fpwd%253Da2dsU2FORmhOWnBZWjh5dU5YQjh0UT09%26sa=D%26source=calendar%26usd=2%26usg=AOvVaw1FcyUTDRlpNKLGm3rFnyvQ
https://link.edgepilot.com/s/7bdcb7ef/ioZnd8UuhkuZBg54948a5g?u=https://www.google.com/url?q=https%253A%252F%252Ffresnostate.zoom.us%252Fj%252F82611272609%253Fpwd%253Da2dsU2FORmhOWnBZWjh5dU5YQjh0UT09%26sa=D%26source=calendar%26usd=2%26usg=AOvVaw1FcyUTDRlpNKLGm3rFnyvQ
https://link.edgepilot.com/s/dd5b124b/fIFLw42CxUCf-3UyxNjY7Q?u=https://www.google.com/url?q=https%253A%252F%252Ffresnostate.zoom.us%252Fj%252F82611272609%253Fpwd%253Da2dsU2FORmhOWnBZWjh5dU5YQjh0UT09%26sa=D%26source=calendar%26usd=2%26usg=AOvVaw1FcyUTDRlpNKLGm3rFnyvQ
https://link.edgepilot.com/s/dd5b124b/fIFLw42CxUCf-3UyxNjY7Q?u=https://www.google.com/url?q=https%253A%252F%252Ffresnostate.zoom.us%252Fj%252F82611272609%253Fpwd%253Da2dsU2FORmhOWnBZWjh5dU5YQjh0UT09%26sa=D%26source=calendar%26usd=2%26usg=AOvVaw1FcyUTDRlpNKLGm3rFnyvQ
https://link.edgepilot.com/s/dd5b124b/fIFLw42CxUCf-3UyxNjY7Q?u=https://www.google.com/url?q=https%253A%252F%252Ffresnostate.zoom.us%252Fj%252F82611272609%253Fpwd%253Da2dsU2FORmhOWnBZWjh5dU5YQjh0UT09%26sa=D%26source=calendar%26usd=2%26usg=AOvVaw1FcyUTDRlpNKLGm3rFnyvQ


Food Recall Plan Templates

• Chapter 7 Recall Procedures (FDA)
• Chapter 14: Recall Plan: Draft Guidance for Industry (FDA)
• Recall Plan Template – FSPCA
• Food Recalls: Essentials for Action – CDPH
• Recall Handout 1-25-21 - Oregon.gov

https://seafood.oregonstate.edu/sites/agscid7/files/snic/fda-recall-policies.pdf
https://www.fda.gov/media/131287/download
https://www.fspca.net/_files/ugd/38787b_f6333d4c14f74e4199995d6b061f4c6f.docx?dn=fspca-recall-form-updated-2023-06-19.docx
https://www.cdph.ca.gov/Programs/CEH/DFDCS/CDPH%20Document%20Library/FDB/FoodSafetyProgram/FoodSafetyTraining/fdbFRfolder.pdf
https://www.oregon.gov/oda/shared/documents/publications/foodsafety/foodsafetyrecallguidelinesforsmallfirms.pdf


HOW A RECALL UNFOLDS



What Difference Does it Make?
• How a recall unfolds affects:

• Stakeholders’ interest
• Public’s risk perception
• Degree of public scrutiny
• Company’s response 

…and therefore it can affect the resources needed 
to mitigate damage to the product, brand and 
company. 

#



How it begins

1. Problem (or potential problem) is discovered first and 
action is taken to prevent a negative health implication 
(e.g. positive test; consumer complaints; irregularity in 
process is discovered)
a. Typically discovered by the company or the supply chain

#



How it begins #1

#

We inform stakeholders of a problem 
with potential public health impacts



How it begins
2. Health authorities detect negative impact on public 

health. There is an investigation to identify the source (e.g. 
CDC identifies outbreak, then works with FDA to find the 
food vehicle and company)
a. Investigation includes asking people what they ate, tracing products 

through supply chain, and/or using WGS databases to compare clinical, 
environmental or product tests

b. Authorities may alert consumers of a problem before they can confirm 
the contaminated food or attribute the outbreak to a specific company



How it begins #2

#

Regulators inform us of a public health  problem



1. Time to illness (typically 1-3 days)
2. Time to seek health care (typically 1-

5 days)
3. Time to diagnosis (typically 1-3 days)
4. Time to ship isolate to public health 

lab (typically 0-7 days)
5. Time to perform WGS and analysis 

(typically 2-10 days)
6. Cases reported as part of an 

outbreak 14-28 days after illness 
onset. 

7. NOW efforts to identify the food 
vehicle and company begin

Timeline for Linking a Salmonella 
Infection to an  Outbreak



1.Time to illness (typically 1-3 days)

2. Time to seek health care (typically 1-5 days)

3. Time to diagnosis (typically 1-3 days)

4. Time to ship isolate to public health lab (typically 
0-7 days)

5. Time to perform WGS and analysis (typically 2-10 
days)

6. Cases reported as part of an outbreak 14-28 
days after illness onset. 

• NOW efforts to identify the food vehicle and company begin



• Time to illness (typically 1-3 weeks, but may be as long as 2 months)
• Time to seek health care (typically 1-2 days)
• Time to diagnosis (typically 1-3 days)
• Time to ship isolate to public health lab (typically 1-2 weeks)
• Time to complete pulsed-field gel electrophoresis (typically 1-4 days)
• Time to ship to CDC lab (typically 1-2 weeks)
• Time to perform WGS and analysis (typically 4-5 days)
• Cases reported as part of outbreak typically 4-9 weeks after illness onset. 
• NOW efforts to identify the food vehicle and company begin



54

1. Time to illness (typically 1-3 days)
2. Time to seek health care (typically 1-

5 days)
3. Time to diagnosis (typically 1-3 days)
4. Time to ship isolate to public health 

lab (typically 0-7 days)
5. Time to perform WGS and analysis 

(typically 2-4 days)
6. Cases reported as part of an 

outbreak 14-21 days after illness 
onset. 

7. NOW efforts to identify the food 
vehicle and company begin



How It Begins
3. Public reports a potential food safety issue before 

company or authorities are aware of it 
a. Social media plays a dominant role

a. Twitter, Facebook, Yelp reviews
b. Foodborne Chicago, nEmesis

b. A less predictable process as subjective, consumer perceptions can 
out weigh scientific or regulatory factors

c. Does not replace outbreak investigations, but does play a role in 
surveillance

#

http://foodborne.smartchicagoapps.org/
http://rochester.edu/news/show.php?id=6882


How it begins #3

#

Public reports a potential food safety issue



Possible Impact on Company

#

Factors that affect 
the impact on the company

#1 Supply chain discovers 
problem

#2 Authorities detect public 
health hazard and search for 

source

#3 Public reports a problem

Stakeholders’ interest Casual to intense; short-term Intense and often prolonged

Highly variable, but typically 
trends toward #2, depending 
on when and how the 
company is informed of a 
potential problem

Public’s risk perception Personal risk is limited High degree of personal risk

Degree of scrutiny Moderate level. Company 
can often control the 
narrative

Company does not control 
the narrative. There is a high 
degree of public scrutiny and 
distrust

Company’s response Can be proactive. Primary 
goal is to prevent illnesses

On the defensive. Primary 
goal is to minimize illnesses

Financial impact Primarily product-driven 
costs

Primarily human-impact 
driven

Human resources Internal team and some 
external resources needed

Many internal and external 
resources needed



Amy Philpott
Philpott PR Solutions

Founder and Chief Brand Protector
703-472-6615

amy@philpott-prsolutions.com
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