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Threats may be one or more of the following, often in combination:

Physical threats and crises (top priority) may be:
· Natural: earthquakes, landslides, volcanic eruptions, floods, cyclones, epidemics etc.

· Man-made: stampedes, fires, transport accidents, industrial accidents, oil spills, nuclear explosions/radiation, war, deliberate attacks, etc.

Reputational threats and crises (second priority) may result from how physical threats and crises are handled. Or they may come from choices made by you or others in your organization, outside interventions, or sudden awareness of things already there that previously went unnoticed.
Financial threats and crises (third priority) come from disruptions in your value chain. They can be supply or product or resources (including cash), manufacturing, issues, selling or demand disruptions, service breaks.
Prepare in Advance

Establish crisis management protocols. Plan who’s going to do what when in a crisis. In general, you’ll want first responders to deal with immediate physical threats to people and property. They should

1. Secure the scene to eliminate further threats to others and themselves; 
2. Provide immediate assistance to those hurt or injured or set up a triage system to focus on those that can most benefit from help; 
3. Trigger your communication protocols.
There are two parts to your communication protocols. Part I protocols deal with physical issues. Part II deal with reputational issues.
Part I protocols spell out who gets informed when (with lots of redundant back-ups built in.) These should have a bias to inform more people faster.
Part II protocols are about formal, external communication. At a minimum, the one, single, primary spokesperson (and back-up,) message and communication points should be crystal clear. It's a good guideline to follow three over-arching ideas from the Forbes Agency Council’s 13 Golden Rules of PR Crisis Management. 
· Develop strong organizational brand culture to ward-off self-inflicted crises and be better ready to deal with others.
· Monitor, plan and communicate, and be ever on the lookout for potential crises. When they hit, be proactive and transparent, get ahead of the story and be ready for the social media backlash.

· Take responsibility. Own your own crisis in a human way. Seek first to understand, avoiding knee-jerk reactions, apologize, then take action that helps, not fuels the fire.

Identify and train crisis management teams. Protocols are useless if people haven’t been trained to apply them. Make sure your first responders are trained in first aid and triage. Make sure your communicators are trained in communicating in a crisis so people know whom to contact when and when to trigger crisis management protocols.
Prepositioning human, financial, and operational resources. People need direction, training and resources. Make sure there’s a site leader at each of your sites with access to cash. Make sure your first responders have working first-aid kits.
React to Events

Our fight or flight instincts evolved to equip us for moments like this. If the team has the capabilities and capacity in place, turn it loose to respond to the events. This is where all the hard work of preparation pays off. A big part of this is knowing when and how to react without under or over-reacting. 
Bridge the Gaps

While first responders should react in line with their training, keep in mind that random, instinctual, uncoordinated actions by multiple groups exacerbate chaos. Stopping everything until excruciatingly detailed situation assessments have been fed into excruciatingly detailed plans that get approved by excruciatingly excessive layers of management leads to things happening excruciatingly too late. 

The preferred methodology is to pause before you accelerate to get thinking and plans vaguely right quickly. Then, get going to bridge the gaps with a combination of discipline (structure, doctrine, process) and agility (creativity, improvisation, adaptability).

Situational questions (Keeping in mind the physical, political, emotional context.) 

· What do we know, and not know about what happened and its impact (facts)? 

· What are the implications of what we know and don’t know (conclusions)? 

· What do we predict may happen (scenarios)? 

· What resources and capabilities do we have at our disposal (assets)? Gaps? 

· What aspects of the situation can we turn to our advantage? 

Objectives and Intent
Armed with answers to those questions, think through and choose the situational objectives and intent. What are the desired outcomes of leading through the crisis? What is the desired end-state? This is a critical component of direction and a big deal. 

Priorities
Think through the priorities for each individual situation and each stage of a developing crisis. The choices for isolating, containing, controlling and stabilizing the immediate situation likely will be different than the priorities for the mid-term response which is more about getting resources in the right place and then delivering the required support over time. Those in turn will be different from the priorities involved in repairing the damage from the crisis or disaster and preventing its reoccurrence. 
Get the answer to the question, “where do we focus our efforts first?” and the priority choices start to become clear. Then, get them communicated to all, perhaps starting with a set of meetings to: 

· Recap current situation and needs, and what has already been accomplished 

· Agree objectives, intent, priorities and phasing of priorities 

· Agree action plans, milestones, role sort, communication points, plans and protocols 
Bridge the Gap between the Desired and Current state. 

Support team members in implementing plans while gathering more information concurrently. 

Complete situation assessment and mid-term prioritization and plans. 

Conduct milestone update sessions daily or more frequently as appropriate. 

· Update progress on action plans with focus on wins, learning, areas needing help 

· Update situation assessment 

· Adjust plans iteratively, reinforcing the expectation of continuous adjustment. 

Over-communicate at every step of the way to all the main constituencies. Your message and main communication points will evolve as the situation and your information about the situation evolve. This makes the need that much greater for frequent communication updates within the organization, with partner organizations and the public. Funneling as much as possible through one spokesperson will reduce misinformation. Do not underestimate the importance of this. 
Along the way and through every step, your communication should be emotional, rational and inspirational:

· Emotional: Connect with your audience, empathizing with how the crisis is affecting them personally.

· Rational: Lay out the hard facts of the current situation in detail with a calm, composed, polite and authoritative tone and manner.

· Inspirational: Inspire others by thinking ahead, painting an optimistic view of the future, and calling people to practical actions they can take to be part of the solution which will instill confidence and calm in them.

Only one person can be the “pilot in charge” of any effort or component at a time. A critical part of implementation is clarifying and re-clarifying who is doing what, and who is making what decisions at what point – especially as changing conditions dictate changes in roles and decision-making authority within and across organizations. Make sure the hand-offs are as clean as the one on Sully and Skiles’ flight. 

After Action Review

At the end of the crisis, conduct an after-action review looking at: 

· What actually happened? How did that compare with what we expected to happen? 

· What impact did we have? How did that compare with our objectives? 

· What did we do particularly effectively that we should do again? 

· What can we do even better the next time in terms of risk mitigation and response? [image: image1.png]



NEW LEADER'S 100-DAY ACTION PLAN
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This form is described in The New Leader's 100-Day Action Plan by George Bradt et. al. (5th Edition) and may be customized and reproduced for personal use and for small scale consulting and training (not to exceed 100 copies per page, per year). Further use requires permission. 
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