The Process of Creating a Crisis Plan: 25
Instructor Guide



Session 25: The Process of Creating a Crisis Plan

Time: 1 hour

Objectives:

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

25.1
Describe important principles of disaster planning.

25.2
Explain the components of a crisis plan.

25.3 Describe the steps in developing a crisis plan from a macro-level perspective, i.e., from the perspective of a destination.

25.4 Describe the steps in developing a crisis plan from a micro-level perspective, i.e., from the perspective of the manager of a specific hotel property.

Scope:

Introduction tourism disaster planning, basic disaster planning principles, and steps in creating a crisis plan from both macro and micro-level perspectives.

Readings:

1.
Required Student Reading


Erik Auf der Heide. 1989. Disaster Response: Principles of Preparation and Coordination. St. Louis, Missouri: C.V. Mosby Company (Chapter 3 titled “The ‘Paper Plan’ Syndrome,” pp. 33-48).


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

2.
Professor Reading


Federal Emergency Management Agency. 1996. SLG 101: Guide for All-Hazard Emergency Operations Planning. Washington, D.C.: Federal Emergency Management Agency. Available Online: http://www.fema.gov/pte/gaheop.htm (Chapters 2-4).


American Red Cross & Federal Emergency Management Agency. 1993. Emergency Management Guide for Business & Industry: A Step-by-Step Approach to Emergency Planning, Response and Recovery for Companies of All Sizes. Washington, D.C.: American Red Cross (Section 1: 4 Steps in the Planning Process).

3. Background Reading

Harold D. Foster. 1980. Disaster Planning: The Preservation of Life and Property. New York: Springer-Verlag (Chapter 7 entitled “Disaster Plans,” pp. 212-234).

E.L. Quarantelli. 1984. Organizational Behavior in Disasters and Implications for Disaster Planning. Emmitsburg, Maryland: National Emergency Training Center, Federal Emergency Management Agency.

Requirements:

1.
The professor should have the class break up into four discussion groups. Set the stage for the discussion with instructions as follows: “Based on your reading of Chapter 3 of the Auf der Heide book and the Barton article that were assigned, take 10 minutes to prepare your responses to the following questions. A student assigned to be the note taker should write the responses on the poster paper provided. Following this, a reporter from each group will briefly summarize the group’s response to the questions.”

a) According to Auf der Heide, what were the four principles of disaster planning?

b) From your reading of the Barton article, list the different possible disasters that can strike a hotel property.

c) Identify some of the steps involved in developing a crisis plan from a micro-level perspective, i.e., from the perspective of the manager of a specific hotel property.

2.
After the 10 minutes has expired, use masking tape to post the groups’ responses in the front of the classroom. Allow each reporter two to three minutes to summarize the group’s responses. As each group reports back to the entire class, the professor should list the key points on the board. After all of the groups have presented their answers to the class, the professor should proceed to elaborate on each of the key points posted using the material covered in the “Remarks” section of this session.

Remarks:

Objective 25.1

Disaster Planning

Principles

1. Erik Auf der Heide (1989) has summarized research findings that document a key principle. “Disaster planning is an illusion unless: it is based on valid assumptions about human behavior, incorporates an inter-organizational perspective, is tied to resources, and is known and accepted by the participants” (p. 35). Write these four points on the board and elaborate that disaster planning should cover the following principles (adapted from Auf der Heide 1989, pp. 35-47).

a) Based on valid assumptions about human behavior.

1) Myth of maladaptive behavior (remind students of material covered in Session 13: “Human Responses to Disaster: Myths and Realities”).

2) Disaster plans should be based on what people are “likely” to do, rather than what they “should” do (remind students of material covered in Session 11: “Behavioral Studies of Tourist Manager Disaster Planning Activities.”)

b) Inter-organizational perspective.

1) Inter-organizational coordination is required for effective disaster planning.

2) Many organizations make the mistake of planning for disaster as if they function in isolation.

3) According to a study by the Disaster Research Center, “ . . . only 44 percent of the communities they studied had any inter-organizational disaster plan whatsoever for emergency medical services” (Auf der Heide 1989, p. 39).

c) Resource considerations.

1) Disaster plans must be considered as “works in process” and be linked to adequate resources for implementation.

2) Resources required include personnel, time, money, equipment, supplies, facilities, etc.

3) The emergency management “team” must be given the mandate and authority to coordinate emergency response in order to gain the attention and cooperation of other organizations involved in disaster planning.

d) Participants acceptance.
1) Disaster plans must be communicated to its users through training programs. The plan is useless if its users have no knowledge of it.

2) The involvement of the users of a disaster plan in its developmental process increases the likelihood that the plan will be accepted and used by them. Users will have a sense of ownership since their views were considered and incorporated into the plan. 

2. FEMA’s SLG 101: Guide for All-Hazard Emergency Operations Planning recommended adhering to the following principles when developing a crisis plan (adapted from SLG 101: Guide for All-Hazard Emergency Operations Planning September 1996, pp. 2-1 to 2-4):

a) Tap on existing resources and other crisis planners’ experience.

1) Utilize available guidance and training resources provided by the State and Federal governments such as training assistance by FEMA’s Emergency Management Institute (EMI).

2) Build upon existing contingency plans, if available.


b) Use a team approach to develop crisis plan.

1) Since emergency response depends on teamwork to succeed, planning for response should involve an organization’s emergency “team.”

2) A team approach is recommended for at least three reasons.

(a) Participants will be more willing to accept and use the plan since they have “ownership” in developing the plan.

(b) More knowledge and expertise go into the development of the plan.

(c) Closer working relationships among the different organizations in the planning process will promote better coordination and teamwork during crisis situations.

3) The team should comprise of a good representation from all organizations related to emergency response effort. This may include such agencies as the following:

(a) Existing planning agencies.

(b) Law enforcement, fire department, emergency medical services, public health and safety, etc.

(c) Public works agencies and utility companies.

(d) Social service agencies and volunteer organizations such as the American Red Cross, Salvation Army, etc. 

c) Gain the support and involvement of the chief executive in crisis planning. This will provide validation for the crisis plan and help the crisis planning team obtain the cooperation of other organizations or agencies crucial to emergency response.

Objective 25.2

Crisis Plan

Components

1. No single crisis plan or emergency operation plan (EOP) format or component will fit every organization or community. 

2. FEMA has concluded that: “In the final analysis, an EOP’s format is ‘good’ if the EOP’s users understand it, are comfortable with it, and can use it to extract the information they need.” (p.3-1).

3. Although FEMA does not mandate a particular format for EOPs, it recommends that EOPs should have three components (adapted from SLG 101: Guide for All-Hazard Emergency Operations Planning September 1996, pp. 3-2 to 4-17): 

a) The Basic Plan which provides an overview of emergency response organizations and policies. There are eight elements recommended in SLG 101:

1) Introductory material

2) Purpose

3) Situation and assumptions

4) Concept of operations

5) Organization and assignments of responsibilities

6) Administration and logistics

7) Plan development and maintenance

8) Authorities and references

b) Functional Annexes which provide specific information and direction. Annexes focus on critical emergency functions, such as evacuation, and identify the departments or agencies responsible for that function. 

1) The number and type of functional annexes included in the EOP may differ from one organization to another, and is contingent upon the specific needs of the organization.

2) Typically, the following functional annexes which addresses critical emergency functions are included.

(a) Direction and Control

(b) Communications

(c) Warning

(d) Emergency Public Information

(e) Evacuation

(f) Mass Care (shelter and feeding)

(g) Health and Medical Services

(h) Resource Management

c) Hazard-Specific Appendices which provide additional detailed information on dealing with specific hazards such as earthquake, tornado, hurricane, hazardous materials incident, flooding and dam failures, etc.

1) Hazard-specific appendices should be viewed as supplements to functional annexes. 

2) A hazard-specific appendix should be developed in the following situations:

(a) if the “unique” nature of a hazard requires special planning considerations that are uncommon to other hazards addressed in the functional annex.

(b) if warranted by certain regulatory requirements.

(c) For hazards that pose the greatest risk to a community or organization.

4. Standard Operating Procedures (SOPs) and a checklist required for the implementation of the EOP may be attached to the EOP or referenced when appropriate.

Objective 25.3

Macro-level

Crisis Planning
1. The SLG 101 described the four major steps that a community may follow in developing a crisis plan. This is a model that tourism destinations may adopt in developing their crisis plans. The steps recommended are as follows (adapted from SLG 101: Guide for All-Hazard Emergency Operations Planning September 1996, pp. 2-4 to 2-13).

a) The first step is conducting research. Activities suggested include the following:

1) Reviewing relevant local, state and federal laws, mutual aid agreements, existing plans and guidance.

2) Conducting Hazard/Risk analysis (remind students of material covered in Session 10: “Assessing Tourist Business Vulnerabilities”). This will help emergency planners determine hazards that merit special attention, specific actions to be taken and the resources likely to be needed.

3) Determining the availability of resources and meeting the resource shortfalls required for effective emergency response.

4) Considering the special facets of the planning environment, such as the geographic, topographic and demographic features of the community. 

b) The second step is the development of a written crisis plan. Activities suggested include the following:

1) Developing a rough draft of the basic plan, functional annexes, and hazard-specific appendices as a basis for the planning team meetings.

2) Creating agendas and invitation lists for a series of planning meetings.

3) Conducting a presentation meeting to establish committees to work on various parts of the crisis plan.

4) Working with committees on successive drafts.

5) Preparing necessary graphics, such as maps, organization charts, and display.

6) Producing a final draft of the crisis plan and distributing it to planning committees and reviewing authorities.

7) Organizing a meeting to make final changes, discuss implementation strategies and necessary distribution.

8) Obtaining acceptance from organizations with responsibilities for implementing the crisis plan.

9) Submitting the crisis plan to elected officials and obtaining official promulgation of the plan. 

10)  Printing and distributing the crisis plan.

c) Validate the plan by verifying its conformity to applicable regulatory requirements and the standards of Federal or State agencies and by conducting “table top” exercises involving representatives from all organizations with identified responsibilities.

1) Conduct reviews of the crisis plan to incorporate improvements based on accumulated experience.

2) Conduct functional and full-scale emergency management exercises to test the crisis plan (Crisis Plan Testing is covered in greater depth in Session 26: “Testing and Exercising the Crisis Plan”). 

d) Maintenance of the crisis plan. A crisis plan is a living document. It must be adapted to remain current and useful.

1) A remedial action process, which obtains information from exercises, post-disaster critiques, audits, and administrative reviews, can help crisis planners identify and rectify deficiencies in a crisis plan.

2) Review and revision of the crisis plan must be done at least once a year.

3) Each organization with responsibilities for implementing the crisis plan must develop the SOPs necessary to carry out its assigned tasks.

Objective 25.4

Micro-level 

Considerations

1. The Emergency Management Guide for Business & Industry: A Step-by-Step Approach to Emergency Planning, Response and Recovery for Companies of All Sizes (ARC and FEMA 1993) recommended a four-step process of developing a crisis plan from a micro-level perspective, i.e., from the perspective of the manager of a specific hotel property. The four steps in the planning process are as follows (adapted from ARC and FEMA 1993).
a) Establish a planning team
1) Form the team. Size of the team is contingent upon the facility’s operations, requirements and resources.

2) Establish authority. The planning team leader should be the chief executive or the manager.

3) Issue a mission statement to demonstrate the company’s commitment to crisis planning.

4) Establish a work schedule and develop a crisis plan development budget.

b) Analyze capabilities and hazards
1) Analyze current situation

(a) Review existing internal plans and policies (if available).

(b) Meet with relevant government agencies, community organization and utility companies. 

(c) Identify relevant Federal, State and local regulations and codes, such as occupational safety and health regulations and fire codes, among others.

(d) Analyze critical products, services and operations of the company.

(e) Identify internal resources and capabilities required for emergency response.

(f) Identify external resources needed in an emergency such as a local emergency management office, fire department, emergency medical services and hospitals.

(g) Conduct an insurance review. Most companies discover that they have insufficient insurance coverage only after a crisis has occurred. Furthermore, Barton (1994, p.63) contends that: “In a number of cases, airlines, hotels, and resorts have been able to reduce their liability insurance premiums by developing a crisis plan that the insurer found both responsive and visionary.”

2) Conduct a vulnerability assessment (remind students of material covered in Session 10: “Assessing Tourist Business Vulnerabilities”).

(a) List all potential crises.

(b) Estimate the probability of each crisis occurring. 

(c) Assess the potential human impact of each crisis.

(d) Evaluate the potential property losses and damage.

(e) Assess the potential business impact of each crisis.

(f) Consider internal and external resources and ability to respond to a crisis.

c) Develop the plan

1) Identify challenges and prioritize tasks.

2) Assign the task of writing a section of the plan to each planning team member and set deadlines for drafts.

3) Develop an emergency training schedule.

4) Coordinate with local government agencies and community organizations on emergency planning.

5) Communicate with other corporate offices.

6) Have the first draft of the plan reviewed by the group members and then use a tabletop exercise for a second review. Incorporate changes and revise accordingly.

7) Obtain final written approval of the plan from the CEO and senior management.

8) Distribute the final plan to the management and employees. Key personnel should keep a copy of the plan in their homes.

d) Implement the plan 

1) The crisis plan should be integrated into company’s operations and assimilated into the corporate culture. Barton (1994) suggested that a crisis plan should be “ . . . viewed as a strategic management tool . . .” (p. 64). Furthermore, “ . . . the process of developing a crisis plan should be viewed as a prelude to an enhanced planning process at the company.” (p.64).

2) Develop a crisis training program for employees which could include the following activities (Crisis Plan Training is covered in greater depth in Session 26: Testing and Exercising the Crisis Plan).

(a) Orientation and education sessions

(b) Tabletop exercise

(c) Walk-through drill

(d) Functional drills

(e) Evacuation drills

(f) Full-scale exercise

3) Evaluate and modify the plan based on the accumulated experience of training drills and conduct an annual audit of the plan.

Supplemental

Considerations
1. It should be noted that throughout this session the terms “crisis plan”, “disaster plan” and “emergency operations plan (EOP)” are used interchangeably subject to the source author’s preference.

2. It would be helpful if the professor could obtain samples of some tourism destinations’ as well as tourism and hospitality companies’ crisis plans to show to the students. Exhibit 1 in Barton’s article has selected portions of a sample crisis-management plan of a Nevada resort (p. 62), which can be highlighted to the students.

3. At the end of this session, the professor should emphasize that tourism and hospitality organizations should develop crisis plans for their respective organizations. Failure to do so could result in expensive marketing efforts to recapture lost market share and sometimes even permanent damage to a company’s reputation. Employee morale has been documented to have deteriorated the greatest among disaster impacted companies that had inadequate response and recovery plans. 

4. The professor may wish to extend this presentation with a juxtaposition of the behavioral responses by tourist business managers covered in Session 11: “Behavioral Studies of Tourist Manager Disaster Planning Activities.” Students could be asked about major barriers to planning, maintenance actions, and general approaches actually used by managers that were described in Session 11. Ask students such questions as: “Given the research documentation of how tourist business managers have approached disaster planning, what cautions and suggestions would you offer to executives trying to implement the principles and guidelines covered in this session?”

Course Developer
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