Levels of Control in a Disaster Situation: 19
Instructor Guide


Session 19: Levels of Control in a Disaster Situation

Time: 1 Hour

Objectives:

At the conclusion of this lesson, students should be able to:

19.1
Identify and understand the difference in perspectives on control in a crisis situation between government agencies and business organizations.

19.2
Identify key issues relating to control from a macro level of government agencies.

19.3
Identify key issues relating to control from a micro level of individual business and persons.

Scope:

This session examines the issue of control in crisis situations from different perspectives.

Readings:

1.
Required Student Reading:


Clarke L. Caywood and Kurt P. Stocker. 1993. “The Ultimate Crisis Plan.” Pages 409-427 in Crisis Response, edited by Jack A. Gottschalk. Detroit, Michigan: Visible Ink Press.

2.
Professor Reading


Charles Brewton. 1987. “Managing a Crisis: A Model for the Lodging Industry.” The Cornell Hotel and Restaurant Administration Quarterly 28: 10-15.

3.
Background References


Laurence Barton. 1994. “Crisis Management: Preparing for and Managing Disasters.” The Cornell Hotel and Restaurant Administration Quarterly 35: 59-65.

Requirements:

1.
After completing the session lecture, the professor should divide the class into two groups. Each group should be given Handout 1 in Appendix A (“Session 19 Group Exercise”), with the following instructions:

a)
“Each group constitutes the crisis team of a large urban hotel with banquet facilities. Five hours ago, a fire developed in the kitchen servicing a banquet function of 500 persons, about one-half of whom were hotel guests. The banquet facilities are located on the lower floor of the hotel, and the fire swept upward and consumed three floor of rooms in the wing above before being extinguished.

b)
“The process of accounting for all guests and banquet attendees has not been completed, a process that has been greatly hampered by the disabling of the hotel computer system. It is clear that there are fatalities, including both hotel personnel and guests. There are many injuries resulting from smoke and evacuation of the banquet hall.

c)
“The banquet function had been a part of a large convention which has brought over 3,500 visitors to the destination area for the next four days. As a result, occupancy at other hotels in the area is at capacity.

d)
“The destination is in the midst of a five-year marketing plan to increase its MICE (meetings, incentives, conventions, and expositions) market. It has been spending a lot of money (raised through hotel room taxes) to push this segment of visitors. The current county administration has lobbied vigorously to increase spending on marketing, and has held up the current convention as a fruit of its planning and initiative.

e)
“The convention has received much local, and some regional, media attention. The fire will likely thrust it, and the destination, into the national news. National news media personnel will begin arriving within a few hours.

f)
“The hotel recently underwent a fire safety inspection, and several potentially unsafe conditions were listed by the inspection team. At this early point, it appears that they are unrelated to the fire—but this cannot yet be determined with certainty.

g)
“Each group must designate the representatives of the groups listed on the handout just distributed. After deciding on these representatives, you will have 20 minutes to address the issues and events listed in Handout 2, which I will distribute. For each issue/event, you must designate the lead representative. The lead representative must then list the first three actions or decisions he or she will take to address the issue/event.”

2.
At the end of the group discussion period, the professor should reconvene the entire class and review the issues/events, noting similarities and differences among the responses. The professor should ask the respective students to explain their answers, and use these explanations to emphasize material in the lecture and readings.

Remarks:

Objective 19.1

Government Versus

Business Perspectives

1.
A crisis such as a hurricane, hotel fire, or air accident sets off a process that involves many different groups. For example, a crisis may involve police and fire squads, the company who owns and/or operates the site of the crisis, the customers affected in the crisis, the media, and so forth.

2.
Many of these groups will have their own individual protocols for handling the crisis situation. In addition, the events of the crisis (such as a natural disaster or emergency triggered by outside events) may be completely out of the control or influence of the affected organization or property. What results is a combination of different (and sometimes competing) protocols and uncontrollable events. The issue of control, then, is highly variable depending on the perspective one is taking.

3.
At one end of the spectrum is the macro-level perspective of the government and its agencies who are charged with responsibility for the health and safety of the general public. From this perspective, control issues are generally large and require the marshalling of substantial resources and personnel. Control in crisis situations is supported by the police powers that are unique to the government, but is also constrained by issues relating to jurisdiction and statutory limitations.

4.
At the other end of the spectrum are the perspectives of the individual organizations or persons affected (such as a hotel and its owner), who have a more limited, or micro, perspective on the crisis. At this level, control can be exercised more fully but within a far narrower range, such as over the post-crisis operations of the affected organization.

Objective 19.2

Macro-Level Control

Issues

1.
One example of macro-level control strategy can be found in Orange County, Florida. Orange County has implemented a Comprehensive Emergency Management Plan (CEMP) based on the Emergency Support Function (ESF) concept. (See Dow, 1997.)

a)
An ESF is a functional grouping of county agencies. There are 20 ESFs, each devoted to an area such as transportation, firefighting, and law enforcement.

b)
The ESFs constitute the main mechanism by which state assistance is requested and rendered, under the authority of the state coordinating officer.

c)
The CEMP is administered by the county Office of Emergency Management. It specifies the roles and responsibilities of all levels of governmental agencies as well as of other organizations. These roles and responsibilities are integrated through the structure of the lead agencies designated by the plan. The plan attempts to complement state and federal plans to ensure that activities are coordinated.

d)
The CEMP is directed towards operations and addresses evacuation (within and between counties), shelter, post-disaster response and recovery, rapid deployment and pre-deployment of resources, communications, and warning systems.

e)
From the standpoint of control, the CEMP exemplifies the effort to manage “emergency operations within the county by coordinating the use of all the resources available from municipalities, private industry, civic and volunteer organizations, state and federal agencies” (Dow, 1997, p. 32).

2.
At the macro level, control normally involves establishing cooperative relationships in order to leverage resources. FEMA, for example, does not have the resources to directly assist all victims of disasters. But it can efficiently direct crisis response through existing governmental agencies at the state and local levels. For example, while FEMA is not the agency charged with providing direct monetary assistance to small businesses affected by disasters, it leads this effort by creating Disaster Recovery Centers, or DRCs in cooperation with state and local emergency management offices. (Note: These centers were formerly known as Disaster Assistance Centers, or DACs.) The DRCs provide guidance and direction to businesses wishing to receive assistance. (Furlong and Scheberle, 1998.)

2.
In addition to the goals of integrating agency responses and leveraging available resources, control is also relevant to the goal of securing tactical advantages in responding to crises. (See Crichlow, 1997.)

a)
For example, FEMA organizes Urban Search and Rescue Task Forces at the local level to quickly respond to crises. These task forces are supplemented by military transport aircraft sent by FEMA.

b)
FEMA also, in conjunction with the U.S. Department of Health and Human Services, develops Disaster Medical Assistance Teams. These teams are organized around major hospitals. This effort is part FEMA’s and DHHS’s National Disaster Medical System cooperative venture.

3.
A critical issue with respect to control at the municipal level is the location of the emergency management function within the structure of the executive branch. It has been noted that appending the emergency management function onto a large department, or creating a small stand-alone one, may diminish the stature of the function and make it more difficult to carry out its directives. Instead, positioning the emergency management function within the chief executives office (mayor, city manager) serves to elevate the status of the function and to facilitate its communication with other agencies. (Crichlow, 1997.)

Objective 19.3

Micro Level

Control Issues

1.
A key aspect of control at the micro level is constant communication among the affected parties. Take the example of a meetings planner, who is hired by a company to coordinate a convention or meeting. The meetings planner helps select the site, organizes transportation and lodging, organizes activities, and so forth. These conventions and meetings are often planned years in advance, to allow for the amount and detail of planning that is required.


There are cases where last-minute events threaten the event, such as a hurricane that may hit the Caribbean resort destination where the meeting is planned. From the perspective of the meeting planner’s position, control necessitates constant communication between client and all affected parties (such as the hotel, activities vendors, etc.) (Ligos, 1998.)

2.
As this example demonstrates, planning is an essential element of control. Without planning, an organization is at the mercy of events (Barton, 1994). One of the challenges for any organization undergoing a crisis is the dual aspect of management throughout the crisis. This dual aspect lies in the fact that an executive must manage both the crisis itself (to the extent that it is able to do so) and manage the operations of the organization through the crisis (assuming that the organization is not completely disabled). Thus, the task facing an executive has been referred to as managing both “from the inside-out” and “from the outside-in” (Caywood and Stocker, 1993, p. 410.)

3.
One of most challenging aspects of organizational control in today’s high technology environment is the maintenance of internal communications. Increasingly, companies are finding it essential to have a backup site to which the company can transfer all centralized information functions. This requires that the company staff and equip such a site at all times, in preparation for any emergency.


Citibank in Penang, for example, transferred all central information processing operations to a site in Singapore when its facilities were rendered inoperable by a flood. The transition entailed down time of about five hours, but by the following day all transactions were processed (Dolven, 1998).

4.
A key aspect of control for organizations, especially larger ones, is communications with employees. Employees need to kept apprised of the status of operations, especially in businesses that—like much of the tourism sector—are service intensive. Modern communications technology enables companies to communicate quickly and efficiently with hundreds, if not thousands, of employees. Newer tools include PC-based, script driven automated dialing systems, voice-mail broadcasts, and radio and cellular phones (Radding, 1999).


Internal communication has been found to be essential in maintaining employee morale during crisis situations. In turn, morale can be a decisive element in how an organization survives the crisis. Thus, internal communication should be considered an essential element of management and control during crises (Dailey, 1993).

5.
The need for efficient internal communications is complicated by newer organizational forms that are characterized by a decentralized structure and information centers—what has been called the “distributed environment.” Disaster recovery plans specifically designed for such an environment are essential for management and control during crises. These plans account for all types of disasters: natural disasters, hardware and software failures, power outages, viruses, vandalism, hacking, sabotage, and so forth.


Key elements of disaster recovery plans for distributed environments include: implementation and enforcement of standardized distributed environment practices and procedures that ensure consistency across the organization; insurance policy coverage specifically tailored to a distributed environment; obtaining both routine and specialized vendor support for hardware and software maintenance and preparation for emergency; controlling access throughout the environment; and installing reliable alternative power sources (Semer, 1998).


Plans for distributed environments often embrace a team-driven approach, in light of the dispersed nature of the information and control centers. Given that distributed environments are becoming more common, this kind of disaster planning is growing (Semer, 1998).

 6.
For any business organization, the public relations aspect of managing and control in crises is essential. In fact, poor control of public and media relations during a crisis can severely damage the long-term viability of a business, just as skillful relations can greatly benefit it. A key recommendation for businesses is the centralization of communications with the media, ideally with the chief executive or a designated spokesperson as the sole “voice” of the organization.


Key aspects of controlling public and media relations include (Caywood and Stocker, 1993; Rogers, 1993; Moskovitz, 1999):

a)
The chief executive or spokesperson should be trained in media presentation to ensure that the organization can rely on a consistent and competent representation of its position and activities.

b)
All information released through the chief executive or spokesperson should be centrally collected and analyzed by a “gatekeeper” of information designated for that function. The gatekeeper is responsible for the centralization and control of all information flows.

c)
Information must reflect collaboration among the different parties on a crisis control team. For example, there may be conflicts between what the marketing director wants to say to the public and what legal counsel feels it should release. These conflicts must be resolved prior to release of the information, to ensure that internal problems do not become an additional aspect of the crisis that the media and public focus on.

d)
Providing a physical media information center can facilitate the control of information by creating a place where media can expect to be given the latest information, rather than encouraging them to search for it.

Supplemental

Considerations

Throughout this session, the professor should emphasize the critical role of planning in management and control in crisis situations. It is clear from the readings that control is impossible without prior planning, as it forces organizations and individuals into a defensive, reactive mode.

Course Developer
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Appendix A

Session 19 Group Exercise

Handout 1

Representative
Student Name

General Manager


Director of Security


Director of Marketing


Attorney retained by hotel


Public relations firm retained by hotel


Director of Information Services


Representative from the mayor’s office


Session 19 Group Exercise

Handout 2

Issues and Events

1.
The phone lines are only partially operational. Hotel operators are beginning to be swamped by phone calls, especially from people inquiring about specific hotel guests and banquet attendees.

2.
Police representatives are demanding a list of guests and attendees, in order to start accounting for injuries and fatalities. The hotel information system is down. However, the documents from which a list can be reconstructed are available, although to do so will be very labor intensive.

3.
Local media representatives have been interviewing guests and employees. National media representatives will arrive within a matter of hours.

4.
Access to nearly one-third of the hotel rooms has been completely shut down by fire and rescue personnel. Hotels guests are being temporarily accommodated in another banquet room.
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