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I. Case History 
 
Since its inception in 1824, Cadbury has been a leading global brand in chocolate. It began when 
John Cadbury opened up a grocery store in Birmingham (Cadbury, 2016). There, he sold cocoa 
and hot chocolate, which he prepared himself using a pestle and mortar. The store began to 
expand in the assortment of cocoa and hot chocolate available, and by 1847, the company sold its 
first chocolate bar (Cadbury, 2016). Years later in 1879, the company created its first factory, 
and launched its very first milk chocolate bar (Cadbury, 2016). From there, the company began 
introducing new chocolate products and expanding 
its brand. In 1920, Cadbury switched its logo from 
pale mauve to the current purple and gold colors. In 
1984, Cadbury began its operations in India by 
importing its chocolates. Currently, Cadbury is the 
leader in chocolate with a 70% share, and has 
become the leading brand for chocolates in India 
(Khan, n.d.).  
 
Cadbury sells a variety of products ranging from 
chocolate bars to chocolate drinks. Some drinks 
include instant hot chocolate, freddo, wispa, and 
chocolate milk. Some of the company’s most 
popular products are its diary milk chocolate bar, the Twirl, the Crunchie, the Wispa, and the 
milk chocolate egg, popular around Easter. The company also sells bags of chocolate as well as 
chocolate slabs, which are larger versions of the chocolate bars offered (Cadbury, 2016). The 
company also offers a service where customers can personalize a bar of chocolate and give it as a 
gift. The company also owns Cadbury World, a visitor attraction located in Birmingham, 
featuring a self-guided tour through Cadbury’s chocolate factory, and more.  
 
The company’s mission is as follows: “Cadbury means quality; this is our promise. Our 
reputation is built upon quality; our commitment to continuous improvement will ensure that our 
promise is delivered.” 
 
In 2003, Cadbury faced its first PR crisis. The company provided approximately 700,000 
shopkeepers with coolers and metallic dispensers to store chocolate properly, however, it didn’t 
ensure that all retailers actually handled the products in an appropriate way (Annor-Antwi, 
2016). In October of 2003, that same year that Cadbury provided the coolers and dispensers, it 
was reported that worms were found in two bars of the Cadbury Dairy Milk in Mumbai, India. 
The company’s reputation was then under the microscope. This was especially problematic for 
the company because “Cadbury” is used synonymously with “chocolate” in India. October 3rd, 
2003, a correspondent at CNBC contacted Cadbury’s headquarters on hearing lodged complaints 
to the Maharashtra FDA (Annor-Antwi, 2016). The worm infestation led to the plummeting of 
sales by 30% in India (Khan, n.d.). 
 
It turns out that the problem was a direct result of storage at the retail level, which was beyond 
the company’s direct control. The company soon realized it needed to accept responsibility for 
the storage of its products, even at the retail level. From that moment, Cadbury knew it had a 
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responsibility to regain customer trust with stakeholders as well as regain brand credibility. 
Cadbury issued a statement claiming that it was impossible to have an infestation at the 
manufacturing stage (Annor-Antwi, 2016). The company new that it had to improve the 
infrastructure first and foremost. It began by educating 
retailers on safety and hygiene.  
 
The timing of the infestation meant that the company had 
even more of an incentive to act quickly and mitigate the 
crisis. It knew that the next few months after the crisis 
were the peak season of Diwali, Eid and Christmas, which 
is where Cadbury generates a large portion of its sales. 
The timing resulted in sales dropping by 30% (Khan, n.d.). 
The company also looked into how it was being portrayed 
in the media. It noticed that from the start, all media 
reports carried Cadbury’s point of view on the situation. 
The company knew that bad news gets great coverage, so 
they took this into account. They knew that they had to create a positive relationship with the 
media. Cadbury began by identifying its four basic stakeholders: consumers, its employees, the 
media, and government authorities such as the FDA. Cadbury understood that the relationship 
with the FDA would be a simpler relationship to improve because it was strictly about adhering 
to food safety; therefore, making the changes to adhere to these specifications would fix this 
relationship.  
 
The primary campaign goal for the Project Vishwas (Project Trust) Campaign was to “win the 
confidence of the consumer.” (Annor-Antwi, 2016) This means it is a reputation management 
goal, because it is dealing with Cadbury’s public perception and identity. They were striving to 
repair their damaged image by nationally reaching retailers and consumers through press 
advertisements called ‘Facts about Cadbury’ which was released in 55 publications. Their three 
main objectives for this campaign were “building awareness amongst retailers about storage 
requirements for Cadbury products, providing assistance in improving storage conditions at the 
retailer end, and strengthening packaging of the company’s range of products.” (Annor-Antwi, 
2016) Their first objective is an awareness objective, in which they plan to educate their retailers 
on new standards. Their second objective is an assisted action objective, in which they plan to 
have their retailers take action by helping them implement new standards. Lastly, their third 
objective is also an action objective where they intend to implement new packaging techniques 
into their chocolate.  
 
Cadbury’s key public for their Project Trust campaign was targeted towards all consumers, 
employees, and stakeholders. Initially, Cadbury wanted to establish trust with their retailers. 
Once that confidence grew as a result of the education on proper storage techniques, Cadbury 
began targeting a wide span of customers through press advertisements in 11 different languages. 
By aiming to target to a very large public, they intended to reach anyone whose attitudes towards 
Cadbury changed as a result of this crisis.  
 
As a direct result of its worm crisis, Cadbury developed the proactive action strategies of 
regaining customer confidence and ensuring the quality of their products (Khan, n.d.). Cadbury 
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also created an advertising campaign to supplement its other actions. This strategy directly ties to 
the campaign goals and objectives. The health threats and controversy posed by this issue caused 
a significant drop in stock, which implies a decrease of consumer confidence levels. 
 
Cadbury utilized two main tactics to carry out the strategy. The two main strategies were Project 
Vishwas, and the Amitabh Bachchan advertising campaign. Project Vishwas was a strategic 

“damage-control exercise,” made up of three steps. (T.T.N, 
2004) The initial step was the removal of all “questionable 
stock” from store shelves. This was done in an attempt to 
reduce the spread and outreach of the negatively affected 
product. The next step was reducing the bulk packaging size of 
Cadbury’s chocolate bars. The packages were reduced from 60 
bars to 22 bars (Khan, n.d.). Finally, the organization 
implemented a new plastic seal with all of their chocolate bars, 
in order to ensure maximum quality and protection of the 
product. 
 
In addition to Project Vishwas, Cadbury utilized Amitabh 
Bachchan as the brand ambassador. Bachchan is a well-known 
Indian film actor. Bachchan was chosen by Cadbury because of 
his reputation and reach as a celebrity, as well as his overall fit 
with Cadbury. Bharat Puri, managing director of Cadbury India 

stated, “Though Bachchan has been endorsing many brands in [India], we did consumer research 
and found that Bachchan fits with the image of Cadbury’s products.”  
 
Evaluation 
Cadbury’s India successfully gained back customer confidence. Because of Project Vishwas, the 
quick action done in adopting new packaging, educating their retailers on proper storage 
requirements, and incorporating Mr. Amitabh Bachchan as their brand ambassador, Cadbury’s 
regained their loss of consumer trust and confidence. “CDM sales volumes declined from 68% in 
October ’03 to 64% in January ’04.” The net profit fell 37% total in 2003 as a result of the worm 
controversy. (Khan, n.d.) Cadbury’s saw loses from the worm controversy, yet, their efforts 
helped educate 190,000 retailers on how to sell products safely and hygienically. They not only 
made vast improvements in their packaging and storing, but as a result of Project Vishwas, 
Cadbury’s began to “recover its sales to 30%.” (Annor-Antwi, 2016) 
 
II. Case Evaluation and Recommendation  
 
Cadbury was able to recognize and take into account its impact on its stakeholders. This 
campaign was heavily influenced by the company’s mission statement that promises to ensure 
the quality of its products and it will keep quality as its promise. The company recognized that it 
needed to abide by its own mission statement improve the quality of its products and services. 
The company knew that because the crisis sparked at the retail level, it needed to focus its efforts 
on improving morale with its employees. The company found that it needed to take both internal 
and external actions. It held a series of town hall meetings the senior managers and employees to 
ensure the employees were kept informed of the proactive steps being taken to manage the 
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media, help the retailers, and ensure future occurrences of such incidents were reduced. This was 
also effective in creating and maintaining positive relationships between employees. 
Additionally, regular email updates were also used to communicate the senior management’s 
point of view and to ensure consistency of messaging. They also launched Project Vishwas, also 
known as the Project Trust Campaign. The goal of the campaign was to win the confidence of 
stakeholders. Retailers and consumers were nationally reached through the press advertisement, 
“Facts about Cadbury” which was released in 55 publications and 11 languages. As a global 
crisis, this was necessary to cater to individuals who speak different languages.   
 
Cadbury could have created a survey for each set of stakeholders that it identified for both 
planning and evaluation purposes. This is especially important because this was Cadbury’s first 
PR crisis. The feedback from stakeholders would be useful in other potential crises that might 
emerge. The insight from stakeholders would also be helpful in the planning of future 
campaigns. Cadbury held a series of town hall meetings for the senior managers and employees 
to ensure the employees were kept informed of the proactive steps being taken to manage the 
media, help the retailers, and ensure future occurrences of such incidents were reduced. 
 
Although Cadbury’s three main objectives were well thought out and well executed, they lacked 
the necessary details and specifications to order to create a measurable outcome. The objectives 
were all attainable and realistic, but lacked a time frame, as well as a means to measure to 
change. These are our proposed updates to their objective statements. 1. To increase awareness 
amongst retailers about storage requirements for Cadbury products by 75% within 6 months. 2. 
To provide assistance in improving storage conditions at the retailer end, and see an 80% 
increase in the adoption of these storage conditions within 6 months. 3. To strengthen the 
packaging of Cadbury’s range of products, and implement packaging upgrades across our 
products 100% within 6 months. 
 
Additionally, Cadbury made the decision to target all employees, stakeholders, and customers 
through various communications channels and tactics. Although they did an excellent job of 
creating a variety of strategies to reach these various publics, they chose too many publics, and 
did not attempt to segment them in any way. In a sense, they simply wanted to cover all their 
bases and target every individual who is involved with the company and may have had a change 
of attitude towards Cadbury after the worm incident. Yet, targeting such a large, unsegmented 
group of publics can be risky when creating a campaign centered around a reputation 
management goal. Instead, they should have specifically targeted their customers who live in 
India, and gone even more in depth with their campaign utilizing Amitabh Bachchan. 
Incorporating him as a spokesperson in their campaign was an excellent idea, but they should 
have gone more in depth and used him to pull in their Indian customers. 
 
In examining this campaign, it seems as if Cadbury did not utilize a campaign theme statement. 
The key messages of the campaign related to ensuring the quality of Cadbury’s chocolate, the 
development of new packaging, and the creation of new protocols. For this campaign’s message, 
a successful theme statement could be: 
 
“Ensuring top-notch chocolate, one bar at a time.” 
This single line incorporates all of the messages within Cadbury’s strategies.  
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As previously stated, the primary message was the assurance of the brand’s quality. Secondary 
messages are found within the tactics. The secondary messages communicated how Cadbury 
planned to ensure high quality. These include Cadbury’s transparency with their new packaging 
methods and protocols. Also, a secondary message is seen in the use of the brand ambassador. 
This created the implication that the brand was “good enough” for one of India’s top celebrities, 
therefore it is of good quality. These messages were clearly stated in Cadbury’s approach. Brand 
officials were transparent and open in response to media outlets and interviews.  
 
The strategies of this campaign were not made by chance; they were systematic decisions. 
Naturally, key publics lost confidence in the company upon the discovery of worms in the 
chocolate. It only makes sense that Cadbury’s strategy was to regain consumer confidence by 
assuring the quality of their product.  
 
Through all of this, it seems as if Cadbury assessed the campaign limitations well. Budget and 
resources did not seem to be an issue considering that Cadbury is one of the most successful 
Chocolate manufacturers in the world. These limitations were considered realistically and were 
overcome. There was one more limitation with this campaign: the timing aspect. In a crisis 
situation, timing and speed are critical. Cadbury overcame this barrier in a highly efficient 
manner. Statements were released rapidly and transparency remained evident.  
 
In carrying out the strategy, media choices were 
also made systematically. The primary choice of 
media was television commercials. In this media, 
the company decided to utilize Amitabh Bachchan, 
a decision made based on research. The managing 
director of Cadbury said that the research “found 
that Bachchan [fit] with the image of Cadbury’s 
products.” This media (and spokesperson) choice 
allowed the message to be spread widely and 
quickly, while boosting the credibility with 
Bachchan’s image.   
 
The organization’s budget was allocated to 
changing the packaging of the product and to the advertising campaign. It can be assumed that a 
well-known celebrity like Bachchan does not come cheap. The same can be said for the mass 
packaging adjustment. However, this was the most efficient allocation of funds for this 
campaign. The funds were used to spread the messaging with the advertising campaign, and to 
see the message through with the packaging adjustments. The combination of these two things 
allowed the campaign to be successful.  
 
The main creative approach is found in the advertising portion of the campaign. The choice to 
employ Bachchan was more than successful. This is due to the fact that this choice was 
appropriate for the key public of the campaign. Considering this controversy occurred in India, 
utilizing a famous Indian actor makes sense for the campaign. Other than this creative choice, 
other decisions were naturally made and for clear and obvious reasons.  
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Another major issue with this campaign is its lack of measurability. Because their objective 
statements excluded a time frame and a unit of measure such as percent of change, there is no 
way to truly evaluate the success of Cadbury’s campaign. 
 
III. Case Summary 

 
Cadbury recognized its part in the global food market and took full responsibility to take action 
with a crisis at the retail level. The campaign targeted stakeholders including customers, 
employees and the FDA. It was successful in regaining customer trust as well as regain its brand 
credibility.  

 
After researching the campaign, we learned a couple of key takeaways. First, if you’re a global 
company you have to make your messages transferrable to other countries, which means 
including it in other languages. Additionally, if a crisis strikes at the retail level, the company 
still needs to take responsibility.   
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