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RiskManagement and CrisisCommunication

As human beings we takerisksdaily;whether itisdrivingto work,takinga

plane ridesomewhere, swimming ina pool,or investingour money inthe

stockmarket.We acceptthe risksthatcome withthoseactivitiesor decisions,

even though we know thatthe probabilityof gettinginharm'sway may be

low.We considertwo issueswhen we assessa risk:the likelihoodof harm

that may be caused to us,and the costof that harm.As humans,we alsoface

personaland professionalcrises,and sometimes we are preparedto handle

them; othertimes we arenot.Organizationsaresimilarinthe sensethat they,

too,facerisksand crises.How do they prepare?

This chapterdiscussesthe phases of crisismanagemnent: prevention–

preparingbefore a crisisoccurs;managing-communicating
duringthe crisis;

and recovery-communicatingpostcrisis.However, it
is imperativeto

introducethe concept ofriskmanagement as itimpactscrisismanagement.

With the constantthreatofallkindsofcrisesrangingfromnatural
disasters,

technological,workplace violence,industrialaccidents,and others,every

organization,no matterhow largeorsmall,needs both a riskassessment

and crisiscommunication plans.Often,
companiesfocus on one orthe other;

however, both plansare necessary forthe successfulmanagement of an

organization,because ineffectiveriskmanagement and communicationmay

resultina crisis.Ideally,they work intandem.

Riskisvariouslydefinedaspotential
injury,liability,damage,threat,orloss

caused by externalorinternalsusceptibilities
ofa vulnerableorganization,that

may be defused throughpreventivemeasures.
Riskisalsodefinedas a measure

of the probabilityand severityof adverseeffects(Lowrance 1976),the

likelihoodoflossorinjuryand the extentoflikelihoodofsuch a loss(Kaplan

and Garrick,1981),and “thepotentialforan adverseoutcome assessedas a

functionof threats,vulnerabilities,and consequences associatedwith an

Incident,event,oroccurrence"(FEMA, 2010,
p.27).

Risk management is the deliberate"processof identifying,analyzing,

assessing,and communicating riskand accepting,avoiding,transferring
or

controllingitto an acceptablelevelconsidering
associatedcostsand benefits

of any actionstaken"(FEMA, 2010,
p.30).
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Riskmanagement beginswith an assessment--aprocesswhereby organiza.
tionsassessareasofvulnerabilityand determine how they would use thei.

resourcestorespondtoorminimizethosevulnerabilities.They alsoascertain
the consequences ofnotaddressingorrespondingtothe issuesthey identifed

Effectiveriskassessment must be partof an organization'sstrategicplanand
eultureand must have the supportofmanagement and staff.A typicalrisk

assessment processinvolvesthe following:

Asssuet

identificationofthe hazardsorrisks;
ascertainingpotentialvictimsand how they may be harmed;

evaluatingthe risksand choosing preventivemethods that have the

maximum benefit/costforreducingthe risks;

documenting findingsand implementingthem, and reviewingassessment
formodification(HSE,2010):)

Risk potentialis dependent on (1)locationof organization,(2)type of

organization,and (3)demographicsof organization.
Riskcommunication,which has itsoriginsinenvironmentalhealth,but

has sincebeen adopted by other organizations,isdefined severallyas an
interactiveexchange of informationand opinionamong individuals,groups,
and institutions,withthe goalof assessing,minimizing,and regulatingrisks.
Ropeik(2008)definesitas "actions,words,and other interactionsthat

incorporateand respectthe perceptionsofthe informationrecipients,intended
to helppeople make more informeddecisionsabout threatsto theirhealth
and safety"(p.59).Inessence,itisthe sharingofinformationwith the public
orinstitutionsaboutthe probabilityand consequences ofharmfulevents.Risk
communication enables the publicto respond to crisisand reducesthe
possibilityof misinformation.

Effectiveriskcommunicationinvolvestrustbetween the organizationor
people communicatingthe riskand the audiencereceivingthe information.
Miscommunicationmay potentiallyresultina crisissituation.

CrisisCommunication

Thepreviouschapteraptlycapturedthe many definitionsofcrisis.At the coreofthese definitionsisthe agreement thatcrisisisa significantthreatthatcan
jeopardizean organization'simage,reputation,and financialstability,and mayresultininjuriesand death.Crisisis dynamic, often unexpected,andnecessitatesimmediateand effectiveresponse to minimizeharm. Crisismaybe caused by naturaldisasters,technologicalbreakdown, confrontation,malevolence,organizationalmisdeeds, workplace violenceand rumors(Lerbinger,1997).

Crisismanagement isan organizationalprocessthatenablesanorganizationto prepareforand respond to crisissituationsinorderto minimizeitseffect
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on stakeholders.Crisismanagement often entailsthe executionof planned
actionsto containthe crisis,restoreconfidenceinthe organizationand

maintainbusinesscontinuity.Crisiscommunication,an integralpartofcrisis
managenment, isthe process of activecommunicationwith stakeholdersto

minimizeany damage to the organization'simage orreputation.
Dan Keeney, presidentof Texas-basedDPK PublicRelationsand a crisis

communicationexpert,statesthatinspiteoforganizations'proactiveefforts
toidentifyand assesstheirvulnerabilities,and prepareforcrisis,sometimes,
the assessment processresultsinunexpected outcomes thatmay compel the

organizationto bridgethe disconnect between itsassumptions about its

stakeholdersor issuesand reality(D.Keeney, personalcommunication,
April6,2011).Itisthese kindsof assessmentswithinorganizationsthat

revealpotentialvulnerabilitiesthat,ifnotmanaged,may leadto a crisis.Given
that companies are becoming more aware of the need for riskand crisis

management, the two entitiesare rightfullyconsidered integralparts of

effectiveorganizations'policies.
Crisiscommunicationhas taken on a new dimensionsince9/11and the

many subsequent crisesthathave affectedorganizationsand governments

worldwide.Socialmedia,an importantarsenalincrisiscommunication,have

become a vitalpartof some organization'scrisismanagement policy;yet,in
a survey of companies with a socialmedia crisisplan commissioned by

German company GartnerCommunications,and reportedinPR Week, only

20.7percent of companies polledworldwideadmitthatthey have a social

mediacrisisplan.Nonetheless,84.8percentofcompaniessaidthatwhile
they

do nothave a socialmedia crisisplan,they have traditionalcrisisplans(Maul,

2010).Thisresultfurtherreinforcesthe worldwide importanceof crisis

communication.

Bad news travelsfasterthan good news. Intoday'ssocialmedia era,bad

news circulatesminutes afterithappens. Organizationsno longerhave the

luxuryofwaitingfora few hoursor days beforerespondingto a crisis.Speed

and accuracyareofthe essence.Effectivepreparedness
isassumed. The first

steptoeffectivecrisismanagement istoascertainpotentialrisksand issuesin

the organization.Beforean organizationencounters
any crisis,itisimperative

that itdevelopsa proactivepublicrelationsprogram.Part
of the program

includesbuildingstrongand positiverelationships
withallofitsstakeholders,

whether itisthroughresponsibilitytoward the community and environment

inwhich itoperates,orthroughitsclients,regulatory
agencies,and ensuring

an excellentrelationshipwith the media. It is alsoimportantthat
the

organizationdevelopsfullymultimedia
platformsthrough which itcan

communicatewith itskey external
and internalstakeholders.Ifstakeholders

perceivean organizationpositively,
a crisissituationmay notspellitsdownfall,

especiallyifthe crisisismanaged effectivelyand efficiently.To ensure that the

organízationsurvivesa crisis,itmust develop a detailedcrisiscommunication

planorprocedure,
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Crisiscommunicationoccursinthree
phases:prevention-preparingbefore

a crisisoccurs;managing-communicating
duringthecrisis;and recovery

communicatingpostcrisis.

fhase1:PreventionPlanninglPreparingbeforeCrisisOccurs

Inthe firststage of crisiscommunication management, an organization's

maingoalisto anticipate,prepareforpotentialcrises,
and attempt toprevent

them beforethey occur.The keyfunctionofthe preventionstageisto
research

and prepare an issueorriskmanagement planand a responseto theplan.

Mitroffand Pearson(1993)statethat crisispreparation
isthe difference

between secureand insecureorganizations.They furtherstatedthat crisis

preparedorganizationsconstantlyscrutinize
theiroperationsand management

structureswhereas crisis-proneorganizationstendto miss orignoresignals

indicatingpotentialweakness inoperationsand
structure"(p.22).They also

proposethat topreparefora potentialcrisis,every organizationshould

conduct aSWOT (strength,weakness, opportunity,and threat)assessment.

Thisstrategyenablesan organizationtoidentifyareaswhere itisprepared

and where itisvulnerableso itcouldplanaccordingly.

Partofthe planningstage isthe establishmentof aCrisisCommunication

Team (CCT)thatwould helpto executethe crisisplan.Ideally,thisteam
will

consistof managers from allkey departments and the organization'slegal

counsel.

A crisisplanmust have a goal,objectivesand tactics.Itmust be packaged

on multipleplatformsforeasy accessibilitytothecrisis
team.Thatmeans that

itshouldbe inhard copy,on the company'swebsite,and downloadableon

hand-held electronicdevices.

Goal

A crisiscommunicationplanisa document thatdelineatesthe policiesand

guidelinesforcoordinatingeffectivecommunication
among members of the

crisisteam inan organization,between the organizationand the media and

between the organizationand otherstakeholders.

The crisiscommunicationplanshouldbe writeninconjunction
witha crisis

plan.Itshouldaddressa varietyofcrisesthatthe organizationmay faceand

provideguidelineson how to rapidlymanagethecrisisand communicate the

organization'sresponsebefore,during,and afterthe crisis.

The crisiscommunication planshould alsobe executedby the designated

crisisteam and inconjunctionwiththe organization's
crisisplan.A good plan

has threecharacteristics:(a)itisdetailed,but must be adaptableto changes

inthe crisis;(b)ittriggersa responseto how the crisisteam isnotifiedand

how the team inturnnotifiesthe organization'sstakeholdersand others;(c)

ithas the buy-inofthe organization'smanagement ifitisto be effective.It1s
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importantto remember thatthe planisa resourceand nota panaceato crisis
management.

Objective

The objectivesof a typicalcrisiscommunication planareas follows:

toanalyzethecrisissituationand ascertainvwhat, and ifany,actionshould
be taken;

to assemblea CCT that willpropose appropriateand unifiedresponse to
the crisis;
toexecute the proposalsrecommended inthe plan:communicate with
stakeholders,stem negativeeffectsof crisis,restorestakeholders'confi

dence,and maintainbusinesscontinuity;and
toreviewthe effectivenessof the planafterthe crisis.

Tactics

In a genericcrisiscommunication plan,the tacticsarethe specificactionstaken

when a crisisstrikes.

The firstactisto gatherfactsorincidentreports.

Ifthe firstrespondentbelievesthatthe crisiswarrantsaction,depending

on theorganization,the personwillnotifythe appropriateauthoritythat

wouldmake the decisionto convene the CCT. Insome organizations,the

firstrespondermnay be the crisiscommunication manager orleader.

The COCT then executes the crisiscommunication plan.

Outcone

The aftermathof the crisisdepends on a number of issues,includinghow

effectivelythe crisiscommunication plan
wasexecuted,lessonslearned,and

the processofhealing.

WritingtheCrisisCommunicationPlan

1.Establisha CrisisCommunicationTeam

A CrisisCommunicationTeam (CCT)isa group of key individualsinand

Outsidean organization,specially
createdto identifya crisis,develop

a plan

On how tomanage the crisis,and execute the crisiscommunication
plan.

A crisiscommunication team of key decisionmakers such as president

or CEO, vice presidents,and managers of key departmentssuch as

informationtechnology,human
resourcesand facilities,publicrelations
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or communication managers,socialmedia experts,legalcounsel
subject

matter experts,chiefsecurityandrisk managers, administrative
assistants,

and otherswho may be appointedon an ad-hocbasis.An effectivetea
alsoseekshelpfromcrisisexpertsfromotherorganizationswho may brino
infreshinsightsorviews.

• The crisisteam must designatea chiefspokesperson,who would:

be thechiefliaisonwiththe media and must be wellversedinworking
withallforms of media;
be knowledgeableabout the organizationand the crisis;
be ableto convey the organization'smessage ina calm,confident
and deliberatemanner.Inthe event of a major crisis,the CEO wil1
be the spokesperson;an assistantspokespersonsubstitutesinthe
event the spokesperson isnot available;and
be able tocoordinatewith subjectmatter expertswho can answer
technicalquestionsabout the crisis.

A crisisteam must have a manager and asSistantmanager to ensure
effectiveand efficientcoordinationand executionof the plan by team
members. The crisismanager isalsoresponsiblefor:

coordinatingcommunication to key stakeholdersvia emergency

notificationsystem put inplacebefore the crisis.Thisnotification
could take the form of phone and e-mailblastsand SMS text

messages;

ensuringthatteam members performtheirroleseffectively;and
creatingsub-teams withinthe crisisteam to handlespecifictasks.For
instance,publicrelationsor communication members of the team

shouldbe assignedasthe crisis/mediateam--responsibleforpreparing
materialsforthe media kitthatcan be posted onlineordistributedto
the media.Such informationwould includecurrentorganizationalfact

sheets,productororganization'sbackgrounders,speeches,biographies
ofkey personnel,pressreleases,and media alerts.

Team members rolesshould be clearlydefinedordescribedtoensurethat
allpartiesunderstandtheirroles,trainfortheirroles,and areableto
performtheirdesignatedfunctionsat optimum levelduringthe crisis.
Media coveragemonitor--workscloselywiththe media team to monitor

and document allmedia coverage,includingsocialmedia,tocorrecterrors
and touse informationinpostcrisisassessment.
Satetyteam-supervisedby the safetyofficer-toensurethatallfunctions
areconducted ina safeand efficientmanner.
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Scenariocoordinator-workswithteam to develop scenariosthat would
helpthe organizationferretout potentialgaps initscrisisplan.
Community groups and brand ambassadors-provide support and

promote the organizationina positiveway to key audiences.

Phone bank workersspeciallytrainedto work incrisissituationswhere
kev stakeholderswant a human voiceto answer theirquestions.

Administrativeassistantassignedto document allcorrespondence.

The CrisisCommunication Planincludesthe following:

CCT member rolesand contactinformation:The crisisteam members'

rolesshould be listedwith theirnames and allcontactinformationabout
the individuals.The designationand contactinformationshould be used

to create a master list,which ismade availableto allteam members on

multiplecommunicationplatforms.

Contact informationforemergency servicessuch as police,fire,and

hospitalsmust be intheplan.Alsoincludeinformationabout other non

emergency community servicesthatmay be needed.

Contact informationformultimediaplatforms,includingsocialmedia
communicators such asinfluentialbloggersand tweetersthat could be used

to communicate to audiences duringa crisis.

Organization'smedia kit:Includefactsheet,mediarelease,media advisory,

briefbiographies(withhighresolutionpictures)of key executivesof the

organization,backgrounders,and key messages and frequentlyasked

questions(FAQs).The media kitshouldalsobe availableon the company's

website,withlinksto socialmedia efforts,includingblogs,Twitterfeeds,

and YouTube.The media kitbecomes partof the crisiskitonce a crisis

isunderway.

Includesample incidentreportingforms (forpotentiallyuseful
information)

and phone logs to document phone callsfrom the media and other

inquiries.

Educate employees about crisis,so they can directallmedia inquiriesto
the crisisteam.

ldentifyanEmergency OperationsCenter orCommand Center

Vtenina crisis,the organizationmay have to move itsemergency operations

away from the locationof the crisisto anotherplace.This Emergency

perationsCenter orEOC isa physicallocationthatfunctionsas a central

Ommand orheadquarterswhere the crisiscouldbe monitoredby the team.

1Salsowherealldecisionsaboutthe crisis,such asmedia briefingsand crisis

updatesaremade.
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The EOC should be centrallylocatedto accommodate
the influxof medi.

personnel,volunteers,and
crisisteam members. Equallyimportant isthe

inclusionof a virtualEOCthatallowscrisis
team members to communicate

from remote locationsthrough
wirelessnetworksand hand-held electroni

devices. AvirtualEOC notonlyconnectscrisisteam members electronically

itmakes room forflexibilityinthe eventofchanges to the crisis.

.TheEOC must be equipped with,among others,thefollowing:

kitchenette

food and beverage

laptopcomputers with Internet
connection,iPads

copier,scanner

pens,pencils,markers

notepads,phone lines

clipboards

staples,paperclips
rubberbands

cellphones,walkie-talkies

generator,flashlights,lighters

maps, GlobalPositioningSystem (GPS)

phone directories
media kits

firstaidkit

chairsand tables

chalkboard,chalks
lecternwith company logo

radio,televisionsets
fullyfunctional“CrisisKit."

The CrisisKitincludesthe followingitems:

notepads

company letterheads

preprinted“incidentreportforms"
initialmedia statement forms

pens,pencils,markers

masking tapes
firstaidkit

listof emergency personnel,includingcontactinformation
listof community resourcepersonnel,includingcontactinformation
listoflocal,regionaland nationalmedia personneland contactintormao
crisiscommunicationteam listincludingcontactinformation
organization'sbuildingplans,includingmaps offloorplans,securityalarm
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locations,imagesof interiorand exteriorofthe building
local,cityand statemaps.

39

The crisiskit,likeany emergency kit,shouldbe readilyaccessibletomembers
ofthe team atthe onset of a crisis.

3.Maintaincurrentcontactinformation
Inadditionto maintainingcurrentcontactinformationofallCCT members

and organization'stop management in both hard and downloadableelec
troniccopies,the planshould alsoincludeallcontactinformationforthe
following:

externalcrisisprofessionals
localmedia

publicemergency servicesatlocalstateand nationallevels

localpolice,hospitaland firedepartments
localnon-emergency community services.

Ifpossible,the contactlistshould alsobe designed ina wallet-sizedand

electronicformat,accessibleviahand-helddevicesand distributedtothe crisis

communicationteam.The contactlistshould be updated regularlyto ensure

thatitremainscurrent.

4.Identifycrisisscenarios

Working with the crisisteam, thinkthrough and identify avarietyof crisis

scenariosthatan organizationmay encounter.These scenariosmay vary

depending on the typeoforganization.Nonetheless,considerincludinginthe

scenarioatleastone typeofcrisisfromeach ofthe categoriesofcrisis:
natural

disaster,technological,workplace violence,
fire,fraud,and many others.

Write out the crisisand be as detailedas possible.Use subjectmatter

expertsto make surethe crisisisas authenticas possible.

5.Developlevaluateresponseto yourcrisisscenarios

The responseorsimulationof the crisisscenarioisone way to ensurethatin

an actualcrisis,the crisisteam willrespond efficientlyand effectively.To

ensure success,theresponseshould
fullyaddressthe crisisscenario

identifed

instep 4, Thatmeans:

C
individualsassignedwould gatherinformationabout the crisis,identity

what happened,who was involved,whereithappenedl,when
ithappened,

how ithappened, and why ithappened (ifthe personhas information

about thereasonforthecrisis).
Thisincidentreportwouldbe

reportedto

the appropriatepersonnel;
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the CrisisCommunication Team willbe activatedand mnembers assigned

to theirvariousfunctions;

the team willestablisha fullyoperationalEOC, as wellas a virtual
EOC;

the team wllanticipatethe media'stough questionsand preparethe

spokesperson forthem;
the team willpreparea varietyofmedia statements,talkingpointsand
FAQs forthespokesperson;
the team willactivatethe crisispage (darksite)on the organization's
website;

willidentifyand activateallcommunication channelsto thethe team

organization'sstakeholderson multiplemedia platforms;
theteam willuse thirdpartyendorsersand brand ambassadorsto tellthe
organization'sstoryto differentstakeholders;

theteam willreconvene toevaluateitsresponse to the simulatedcrisis:

theteamwillidentifylessonslearnedfromthe simulationand whatcould
have been done differently.

With thissimulation,the team isreadyto tacklea realcrisis.

Phase2: Managing CommunicatingDuringthe Crisis

Once a crisisoccurs,itisimportantto ascertainwhat happened, assessthe

impactofthecrisis,andmove quicklytocontainthe crisis,minimizeitsimpact,
and bringittoa successfulconclusion.Some organizationsfailto understand
cheimportance ofa quickresponse to a crisisand suffertheconsequences.
Toyota'srecallsprovidean aptexampleofreputationaldamage as a resultof
delayedresponseto a crisis.
Millarand Heath (2004)notethatcommunicating duringa crisiscan

includefairlyand correctlyassigned blame.Itcould alsoentailapology
depending on thecrisisand the organization'sgoals.However, incommun
icatingthesemessages,the organizationmust considerhow the issuecouldbe

bandiedwithoutshockingitsaudiences unnecessarily(p.7).Some crisis

cxpertsstate chat an apologyiseffectiveifitisconsideredsincere,offersa
solutionandcomes fromtheorganization'sCEO.The Toyotacrisisalsoserves
as an example of the useofthisapproach.
Organizationsdecideon who becomes the chiefspokespersonbased on the

severityof che crisis.Inthe Toyotacase,CEO Akio Toyoda,had to appear
asthe faceofthe company,becausethe crisiswas the severestthe company
had facedinitsrecenthistory.JetBlue'sCEO, DavidNeeleman, took the same
approach duringthecompany'scrisisinvolvingstranded passengerson

New

YorkCityairporttarmacin2007.
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Another issuethat organizationsfaceduringa crisisisprioritizingof com

munication.Who should be notifiedfirst?Giventhatsocialmedia channels

have made informationavailableinstantlyto all,some crisisexpertsfavor
notificationof employees before other stakeholders.However, Lukaszewski
(1997)proposedan orderof response to stakeholdersduringa crisis-he

suggestedthatthe orderof response shouldbe first:"Those most directly
affected(victims,intended and unintended),second:employees,third:those

indirectlyaffected--neighbors,friends,families,relatives,customers,suppliers,
government, regulators,and thirdparties)and fourth:the news media and
otherchannelsofexternalcommunication" (p.8).

(Many expertsagree thateffectivecommunicationduringa routinecrisis

generallýfollowsthesesteps:)

t Gatherthe facts:accurateinformationiscrucialto enable the crisisteam
to respond properly.Callthe emergency services,ifnecessary.

2.Ensure thatemployees aresafe.
3.Notifythe CEO ofthe organizationorthe crisisteam manager.
4. Convene theCCT:members willdecidehow toproceed inresponseto the

crisis,depending on the levelof the crisis.Criseslevelscan range from

minimallyintensewhich may attractlittleattentionto highlyintense
which attractwide media and socialmedia coverage.For instance,a

highlyintensecrisisisone wherethemedia appearon the premisesseeking

answers andthevictimsortheirsupportersexpressoutrage,and alsotake
to socialmedia to criticizethe organization.Inthat case,the CEO may

have to make the initialstatementand expressempathy forthe victims.

5.Preparean initialstatement and background informationabout the

crisis.Such informationshouldconsistsof the four Ws and H: Who,

What, Where, When and How? The “Why" may be determined by the

appropriatepersonnelifthatinformationisnot immediatelyknown.Do

not volunteerinformationunless itisconfirmedto be accurate(see

appendix forsample statement).Ifpossible,develop a statementon how

the organizationwillrespond to resolvethe crisis.

6. Identifykey stakeholders:Determine how and in what order the

stakeholders willbe notifiedofthe crisis.

7.Notifykey stakeholdersusingthe appropriatechannelofcommunication.

8. Communicate firstwithinternalaudiences:Employees must be inthe loop.

They must be toldthe factsof the crisisviaallcommunicationchannels

(e-mailblasts,SMS textmessages, and phone blasts).Employees should

be directedto forwardallinquiriesabout the crisisto the CCT leader.

9.Communicate withdirectstakeholders:These may be shareholders,clients,

orpartners.Use allcommunicationchannels thatyou have used before

thecrisisto communicate withstakeholders.
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10.Activateyour EOC and virtualEOC forteam members inremote areas,11.Communicate withexternalaudiences:Arrangea pressconferenceorisSite
amedia statement dependingon the natureand gravityofthe crisis.Ifa
press conferenceisscheduled,providenecessary items,such as

companylogo,lecternand images.
12.Activatethe "dark site"on the company's website.The "dark site"isa

websitethatispreparedpriorto a crisis,but not visibleto anyone.The
siteismade accessibleonce a crisiserupts.Postinitialstatementon this
now-activatedcrisissiteand provideupdates about the crisison that
site.Informationon the "darksite"should include:Factsheetsabout
the crisis,company profile,top management biographies,maps, photos,
of organization'sinfrastructure,section fornewsroom and message
updates,and usefulWeb links.

13.Use socialmedia:blogs,vblogs,Facebook,Twitter,YouTube,and Flickr
to post textsand images and updates on the crisis.

14.Designatea trainedspokespersonforthe crisis.Inthe event of a
catastrophiccrisis,the CECO shouldbe the spokesperson.The crisisteam
should keep the spokesperson informedofnew developments inthe crisis
and a subject expert should also be availableto provide specific
informationon the crisis.

15.Developkey messages:Use message mappingorscriptedmessages during
the firstcriticalhours of the crisis.Keep messages clear,concise(about
threekey points)and consistent(seeappendixforsample).

16.Post messages on organization'swebsite,Facebook,blog,and YouTube
and tweets by the designatedindividual.

17.Maintaina log of allmedia inguiriesand callsand returntheircalls,
e-mailsor,text messages.Thisrecordenablesthe team to assessmedia
coverageof the crisisand alsoto correctinaccuracies(seeappendixfor
sample logform).

18.Use thirdpartyendorsersorbrand ambassadorsto bolsteryour crisis
communicationtacticsand to dispelrumors.

19.Ensure businesscontinuityby keepingorganizationas operationalas
possible.

20.Remain calm.

Tipsforcommunicatingwith the media duringcrisis(whatthe designated
spokesperson and organizationshould do):

Have a clearand consistentmessage.Inessence,tellthe truth.
Apologizeiforganizationisat fault.Show empathy with the affected
stakeholders.

Be ableto convey key messages of the organizationinan effectiveand
efficientmanner. The key messages should be limitedto three.The
messages should be repeatedateverymedia opportunity.



The PhasesofCrisisCommunication 43
Be ableto respondto "difficult"or"hostile"questionsfrom the media.Thisconfidenceisachievedthroughpreviousmedia trainingprovidedtothe spokesperson.
Be abletowork withsubjectmatterexpertsonthecrisistoensureaccurateresponse to the mnedia.

Beableto avoidsaying"no comment." That leadsto media speculationand definitionofthe crisissituationinsteadof the organizationdoingso.Be abletoavoidmaking unrelatedoff-the-cufforoff-the-recordcommentsto reporters.Assume thatevery comment wouldbe recorded.
Be abletorecognizequestionsdesignedto mislead.Such questionsinclude:

accusatoryquestions
falsequestionscontaininginaccuratedetails
labelingquestions
leading/loadedquestions
multiple-partquestions
presumptuousquestions
speculativequestions.

Spokesperson statementshould be uploadedand postedon the organiza
tion'swebsite,Facebook,blog,vblog,and othersocialmedia channelsto
reiteratethe organization'spositionon the crisis.

Organizationshouldtake advantage ofTwitterto post updateson crisis
situation.Updatesshould followsocialmediaformat--140charactersfor
Twitter.

Communication with media must be timelyand consistent.

Monitoringofmedia coveragemust be ongoing.

Phase 3: Recovery -CommunicatingPostcrisis

The postcrisisorpostmortem stagebeginsimmediatelyafterthecrisishas been

broughtto a conclusion.Thisstage.may lastonlya few months or years,

depending on the type and severityofthe crisis.

ForCoombs (2007),postcrisiscommunicationiswhatthe organizationsays

and does aftera crisis.Reynoldsand Seeger(2005)argue that "post-crisisis

also a periodwhen the media and the publicbecome more criticaland

questioningregardingthe cause ofthe crisis,the appropriatenessofresponses,

and who wouldtakethe blame and responsibility"(p.50).

Millarand Heath (2004)definepostcrisisresponseas communicationthat

"demonstrates how, why and when the organizationhas put thingsrightas

wellas what itplansto do to prevent the recurrenceof a similarcrisis"

(p.8).Seegeretal.(2003)takethe definitionone stepfurtherby statingthat

organizationsundergo three effectivepostcrisiscommunication stages:

salvaginglegitimacy,earning,and healing.
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Salvaginglegitimacy:Organizationsshouldrestatea largersocialpurposeorvalueand highlighttheirbencfitsto stakeholders(p.142).Organizationeshoulduse issuesmanagement to reclaimtheirsociallegitimacyand "imaerestoration,whichentailsdenial,evadingresponsibility,reducingoffensivenesof the event,correctiveaction,and mortification"(p.143)to salvagetheirtarnishedimage.

Learning:Thisstageincludeswhat theauthors callretrospectivesensemaking.
structuralreconsideration,and vicariouslearning.They statethatretrospective
sensemaking occurswhen the organizationrecognizesissuesthatitignoredand
assumptionsthatitdid not question,which may have led to the crísis.
Structuralreconsiderationoccurswhen an organizationimplementschanges in
"leadership,mission,and generalpractices"toregainitslegitimacy(p.147).
Vicariouslearningoccurswhen organizationslearnfrom best practicesof
otherfirms.

Healing:Thisprocess involvesexplanation,forgetting,remembering, and
renewal.Explanationanswers the question of what happened and how the
crisiscame about.Forgettingisthe abilityto replacenegativefeelingsabout
thecrisiswith positiveones (p.149).Remembering isan organization'seffort
torecollectaspectsofthe crisisthat illustrateunityand resilience(p.150)and
renewalfocuses on the futureby determininghow to overcome previous
weaknesses and takeadvantageofnew opportunities(p.150).
Organizationsgenerallyuse thisstageto:

1.declarethecrisisofficiallyoverthroughthe same mediaplatformsusedto
communicate duringthe crisis;

2.evaluatetheirperformancebefore,during,and afterthe crisisand lessons
learned;

3.review specificresponse(s)toallstakeholders;
4. evaluatemedia coverageofcrisisand respondto media critics;
5.updatemedia,emergency personneland community resourceslists;
6.updatewebsite and socialmedia;
7.reinforcetheirvalueto theirstakeholdersand theircommunity;
8. reaffirmtheir commitment to theirstakeholdersand attractnew

stakeholdersby reinforcingbusinesscontinuity;
9.identifyand publiclyrecognizeheroes and heroineswhose effortsmade a

differenceduringthe crisis(therecognitionformat isdetermined by the

organízation);and

10.debriefcrisisteam,reviewand make appropriaterevisionstocrisisplans
and prepareforthe nextcrisis.



The Phases ofCrisisCommunication 45

Acknowledgments

Many thankstothe publicrelationsprofessionalswho providedusefulinsights
and answers fromtheirexperienceswithcrisiscommunication.Specialthanks
tocolleaguesinthe GreaterFortWorth PRSA, especiallyCarolynG. Bobo,
APR, FellowPRSA and Dan Keeney,APR, DKPR, Dallasand Houston,

Texas,USA.

Appendix

CrisisCommunicationTeam Directory

Thisdirectoryshouldbe updated and made availableto allcrisisteam members

inboth electronicformand print.A wallet-sizedversionofthe directorycould

be producedforteam members.

Last name Firstname Title Offce Home Cell E-mail

SubjectMatter/ContentExperts

Areaofexpertise

Legal

Name/Title Organization Contactinformation

Human resources

Corporatereputation

Environmental

Crisisand risk

communication

Security
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ImportantCommunity Resources

LocalEmergency

Contact Name Phone numbers/E-mailaddresses

Localpolice Listnames of key

personnel

Localfiredepartment Listnames of key

personnel

Localhospitals

Ambulance/Emergency

Medical Service(EMS)

LocalRed Cross

Listkey departments,

includingER

Listname of nearest

ambulanceservice

Listname ofkey

personnel

Localshelter/

community kitchen

Listname ofkey

personnel

LocalMedia Directory

Contact

Localtelevision

stations

Localradiostations

Community cable

stations

Localnewspapers

Localwebmedia

Name

Names of news

directornewseditor/

beat reporter

Names ofnews

director/newseditor

beat reporter

Names ofnews

director/newseditor/

beatreporter

Names ofnews

editor/beatreporter

Name ofcontents

editor/bloggers

Phone numbers/E-mailaddresses
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Lastname Firstname Pbone

numbers/

E-mail

addresses

Date Question(s)

asked

Media

organization
Responder's Additional Notes
name follow-up

needs

SaypleMessaging Steps

SampleInitialMediaStatement on Crisis

"(ldentificationofspeaker):A (what happened) at (uhereithappened)

involving(who was involved)occurredtoday at (locationand
time).The

incidentisunder investigationand we willprovideyou with additional

informationas soonas we get them."

KeyMessages

Message tostaff

On (date),(incident)occurred(tellwhat
happened) at (where it

happened)involving(who
was involved).

willbe

The incidentis under investigation
and more information

providedas we receivethem.

(Show empathy) ABC Company iscommitted to the safetyof its

employees.

Pleasedirectallmedia inquiries
to the (Crisisteam leader)orpublic

relationsdepartment.
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Message to customers

On (date),(incident)occurred(tellwhat happened) at (wherei
happened) involving(who was involved).

The incidentisunder investigationand more informationwillbe

providedas we receivethem.

(Show empathy)ABC Company iscommitted to the safetyof ite

customers.

Pleasecallthisnumber (123-456-7890)ifyou have questions.

Alsovisitour website and Facebook page forupdates.
Followus on Twitter@ABC Company.

Message to media
On (date),(incident)occurred(tellwhat happened) at (where it

happened) involving(who was involved).

We willnotifyyou as we get additionalinformationabout the

situation.

ABC Company is committed tothe safety of itsemployees and

customers.

We willhave updates on our website www.abccompany.com!

newsrOom.

You can alsofindus on blogpostatABCcoyblogpost.com,Facebook

atABC Company, and on Twitter@ABC Company.

Sample MediaRelease
COMPANY LOGO

FOR IMMEDIATERELEASE/RELEASE DATE

Contact(Name/Title)

Phone number/E-mail/Skype
Facebook/Linkedin/Blog

MediaReleaseHeadline

[Location][date]:The [name of organization]has evacuated customers

from the ABC remote locationin[name ofplace]as a resultofa gas leak

in[specifyareaof gas leak�.
Brieflydescribewhen leakoccurred,how itwas detected,and actiontaken

by thecompany.

Indicatetimeof day company notifiedlocalauthoritiesand what other

arrangementshave been made.

Quote company sourceas to what actionthe company has takenor
is

takingto minimizethe effect of the gas leak orto plugthe leak (cite

company official'sname and title].

Directmedia towebsite and socialmedia linksforadditionalinformatio

Indicateifthere would be a pressconference or a publiccomment
about

the crisisat a latertimeand place.
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Sample SocialMedia Release Format
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Contactinformation

Includereleasedate

Organization:
Phone #/Skype
E-mail/lFacebook
Website

MEDIA RELEASE
HEADLINE:
(subhead)

KEY FACTS or
MESSAGE
Use bulletsor number

Spokesperson:
Phone #/Skype
E-mail/Facebook/Linkedln

IM/Website/Blog/Twitter

Tag your releasewith key

words and phrasesto
make foreasierInternet

search.

LINK to RSS FEED

(toensureregularupdate

on web content)

Linktopreviousreleases
inorganization's
newsroom."

Linkto relevant

PHOTO/GRAPHIC
Linkto PODCAST Linkto relevant

VIDEOYOUTUBE

Linktoall
organization'ssocial
Media:Website,
Facebook,LinkedIn,
Blogs,Twitter,Flickr

Linkto approvedKEY
QUOTES by company
executives,expertson the

crisis.

Linktorelevantsitesfor

thirdpartyendorsement
ofcrisiseffortsorbrand

ambassadorscomments

InsertLOGO for

socialmedia links
identifiedearlier:
RSS,YouTube,
Facebook,Twitter,
LinkedIn

BoilerplateInformation InsertLOGO forsocial

media links
Identifiedearlier:
RSS,YouTube, Facebook,

Twitter,Linkedin
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