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Abstract:

The current economic crisis cannot be an excuse to postpone international mobilization of funds
to halt climate change — said by Chilean President Michelle Bachelet said recently in India.
Crisis avoidance can be as mundane as the internal financial controls that prevent embezzlement
or the squandering of corporate resources. Some crises are self-inflicted. These can be avoided

by thoughtful anticipation of the consequences of company policies and actions.

KEY WORDS DISCUSSED IN THIS PAPER:

> Crises prevented before they happen
> Response time for crisis response dramatically enhanced

» Operational weaknesses corrected

DEFINITION:

Crisis \kri-ses:\ An unstable or crucial time or state of affairs whose outcome will make a

decisive difference for better or worse (Webster's New Collegiate dictionary).

INTRODUCTION:

There's a death or serious injury due to questionable circumstances. An employee is accused of
impropriety. Your company is acquired by or is acquiring another. A natural disaster occurs.
There's an investigation of your facility by a regulatory or law enforcement agency. By the
definition given above, all of these are crisis scenarios such as those routinely faced by most

organizations. In any field, there is no such thing as a business in which crises do not occur.

STEPS IN CRISIS MANAGEMENT:

Here are the 10 steps to follow when a crisis emerges:

1. Notify and mobilize your team.
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o Should be multidisciplinary, trained and tested.
2. Establish two-way communications.

o Your crisis response will never be any better than the communications you give

and receive.

o Quickly strive to verify incoming information. Much of the initial information

coming in is wrong.

3. Contain the crisis.

o Take immediate emergency response actions to minimize the damage.
4. Anticipate how the crisis can escalate in severity.

o "What if" unverified information is, or is not, true?

o What are ways this situation can ripple out of control?

o ldentify worst-case scenarios and take precautionary actions.
5. ldentify all impacted stakeholders who are harmed or feel threatened.

o Systematically address their concerns and needs.
6. Envision the potential effect on core assets of the organization.

o People

Reputation

(@)

o Brand

o Trust

o Finances

o Shareholder value

o Business operations
o Physical property

o Intellectual property

o Key relationships
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7. Make defining decisions.
o That will answer how you will manage the crisis.
8. Anticipate the impact of your decisions.
o Intended outcomes
o Potential unintended consequences
9. Execute on a timely basis.
o Through the crisis response and recovery phases
10. Implement purposeful de-escalation.
o Continue to monitor impact on stakeholders (real and perceived).
o Keep channels open to receive timely input should the crisis rekindle.

o Conduct a lessons-learned debriefing as a required policy.

ELEMENTS OF CRISIS MANAGEMENT:

Organizations inevitably face crises, but few are well prepared to deal with them. The following
elements summarize the findings of research and experience about what it takes to respond
effectively in crisis situations. The accompanying table is a tool for evaluating the adequacy of

your organization's crisis response plans.

Effective crisis response plans include the following ten elements:

1. A representative set of planning scenarios. It's essential to create a set of crisis scenarios
that serve to guide planning. This need not be an exhaustive list of everything that could happen,
but it should represent a broad ‘range of potential emergency situations that the -organization
could plausibly face. Examples include: shooter on site, epidemic, bomb threat, major fire, major
external terrorist attack, major economic dislocation, infrastructure failure (power grid outage

coupled with extreme heat, loss of the Web or telephone lines, disruption in the water supply).
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2. A flexible set of response modules. Leaders should be able to pull combinations of pre-set
response "modules” off the shelf. Modularizing the elements of a crisis response plan provides
the organization with flexibility to deal with unexpected seenarios or combinations -of scenarios.
This is important because real crises rarely directly match planning scenarios. If response options
aren't flexible and modularized, novel events or combinations of events can yield ineffective or
"brittle™ responses. Response modules might include: facility lockdown, police or fire response,
evacuation, isolation (preventing people from entering facilities), medical containment (response
to significant epidemic), grief management, as well as external communication to media and

other external constituencies.

3. A plan that matches response modules to scenarios. This is the core plan that links each of
the planning scenarios to the response modules that will be immediately activated. For example,
a "shooter on site" event triggers an immediate facility lockdown plus a police response plus

preset communication protocols to convene the crisis-response team and warn staff.

4. A designated chain of command. One finding of research on crisis response is that
decentralized organizations, which are so good at helping promote innovation in normal times,
prove to be woefully inadequate in times of crisis. Crisis demands a rapid centralized response
and this, in turn, requires a very clear line of command and the ability to shift into what the
military term "war fighting mode" rapidly. Otherwise the organization responds incoherently.
This means creating a centralized parallel organization, in which the leader has a designated
deputy and they, too, have a backup who would take command if the others were unavailable or
disabled. It also means having a core crisis response team of perhaps five or six people who

function as the leader's staff in the parallel crisis-management organization.

5. Preset activation protocols. Preset signals for activating and coordinating the various
response modules in the event of a crisis situation. There have to be clear triggers to move the
organization from "normal™ to "war-fighting” mode as well as to activate specific response
modules. There also have to be “all clear” signals that shift the organization back to its normal

operating mode.

6. A command post and backup. This should be a location that can be rapidly converted to be
used by the crisis response team. Requirements include the ability to rapidly connect many lines

of communication, to have access to external media (TV coverage), to provide access to crisis
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management plans, etc. In addition, there should be a backup command post located off-site in
the event that evacuation is necessary. This could be located at a home or other location, so long
as the necessary bandwidth for communication and other resources is put in place so that set-up

can be swift.

7. Clear communication channels. Easily activated channels for reaching people on site and
outside. For example, use of internal speakers and TV monitors to make announcements. A
shooter on site, for example, triggers facility lockdown and police response but also rapid

announcement that everyone should stay where they are, lock doors, hide, etc.

8. Backup resources. Critical resource stocks to be tapped if necessary. Examples include
backup power generation/gas supplies, modest reserves of food and water, and medical supplies.
Agreements should also be negotiated with external agencies to provide specific resources in

time of crisis, for example augmented private security.

9. Regular simulation exercises. The best plans are worthless if they exist only on paper. There
needs to be regular, at least biannual, exercises conducted by the crisis response team, and
regular testing of channels, inventorying of resources, and the like. These tests should be done

regularly, but not scheduled in order to test speed of response.

10. Disciplined post-crisis review. Each crisis provides an opportunity for organizational
learning to occur and plans to be revised. But this learning only occurs if the mechanisms are in
place to make it happen. A post-crisis review should be conducted by the crisis response team
after each significant event. The guiding questions should be: What went well and what went
poorly? What are the key lessons learned? What changes do we need to make to our

organization, procedures, and support resources?

CONCLUSION:

In conciusion, some risks are poténtially more dangerous or costly than others. Use a probability-
adjusted risk assessment to determine which risks you can effectively neutralize through
managerial action of insurance. Many crises begin as small problems. By heeding the signals of

creeping crises, you can neutralize them before they grow dangerous and expensive. Some crises

A Monthly Double-Blind Peer Reviewed Refereed Open Access International e-Journal - Included in the International Serial Directories
Indexed & Listed at: Ulrich's Periodicals Directory ©, U.S.A., [JsiINECELERINEIE! as well as in Cabell’s Directories of Publishing Opportunities, U.S.A.

International Journal of Marketing and Technology
http://www.ijmra.us



M TESSR PSSR SSN: 2249-1058

2011

are self-inflicted. These can be avoided by thoughtful anticipation of the consequences of
company policies and actions.
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