Session No. 10


Course Title: Hazards Risk Management

Session 10: Issues Management

Time: 2 hrs


Objectives:

10.1 – Discuss the purpose and process for public consultation

10.2 – Discuss the process for identifying stakeholders in hazard risk management 

10.3 – Discuss methods for identifying and defining issues

10.4 – Examine the lifecycle of an issue

10.5 – Discuss how to develop an issues management program

10.6 – Examine how to implement an issues management program

Scope:

This session is the second of three sessions examining how to establish the context for a hazards Risk Management approach.  The first session focused on placing hazards risk management in the context of current and past emergency management practices and discussed the strategic and tactical implications for the future.  Discussion and class interactions focused on defining the problem now facing emergency managers and understanding the local community involvement in hazard risk management.  Also discussed were issues concerning how a culture of disaster preparedness will require that emergency management shift from a response emphasis to a hazards risk management approach.  Defining objectives and measures of effectiveness and importance of risk communication were also discussed.

This session will examine issues management.  Class discussions and student interactions will focus on how and why to get the public involved, how to identify stakeholders, and how to identify and define issues.  This session will also examine the lifecycle of an issue and how to develop and implement an issues management program and its role in establishing the context for the hazards risk management approach. 


Readings: 

Student Reading:

“Emergency Risk Management: Application’s Guide.” Australian Emergency Manual Series. Emergency Management Australia. 2000.  Pages 8-9. http://www.ema.gov.au/ema/rwpattach.nsf/viewasattachmentPersonal/052463276B78ED4FCA256C8A001AAD29/$file/EMERGENCY_RISK_MANAGEMENT.PDF
“Getting Started: Building Support for Mitigation Planning” Federal Emergency Management Agency. September 2002. http://www.fema.gov/fima/planning_toc5.shtm
Instructor Reading:

“Risk Issues and Crisis Management: A Casebook of Best Practice. Michael Regester and Judy Larkin. The Institute of Public Relations. 1997. Part 1.

“Emergency Risk Management: Application’s Guide.” Australian Emergency Manual Series. Emergency Management Australia. 2000.  Pages 8-9. http://www.ema.gov.au/ema/rwpattach.nsf/viewasattachmentPersonal/052463276B78ED4FCA256C8A001AAD29/$file/EMERGENCY_RISK_MANAGEMENT.PDF
“Getting Started: Building Support for Mitigation Planning” Federal Emergency Management Agency. September 2002. http://www.fema.gov/fima/planning_toc5.shtm
Lerbinger, Otto. 1997, “Crisis Manager: Facing Risk and Responsibility.” Mahwah, NJ. Erlbaum. Chapter 13.


General Requirements:

Power point slides are provided for the instructor’s use, if so desired.

The readings provide information on issues management that will be highlighted in class discussion and student interactions.

Handout 10 – 1 FEMA’s “State and Local Mitigation Planning how-to-guide: Getting Started.”

Handout 10 - 2  FEMA’s Project Impact: Building a Disaster Resistant Community”.

Handout 10 - 3  Issues Management Exercise

It is recommended that the modified experiential learning cycle be completed for objectives 10.1 – 10.6 at the end of the session.


Objective 10.1 – Discuss the purpose and process for public consultation

Requirements:

The instructor will provide an overview of the purpose for public consultation and involvement in hazards risk management and examine a process for building consensus amongst the public for this approach.  A student interaction will be conducted to identify effective mechanisms in the community to communicate with the general public.

Remarks:

I. FEMA’s “State and Local Mitigation Planning how-to guide: Getting Started” identifies engaging the public as one of three steps to starting the mitigation planning process in any community.  The FEMA guide states, “it is important to include a broad public participation in the planning process as well.”

II. There are two principal reasons for involving the public in the hazards risk management process: 1) To identify and learn the full spectrum of the needs of the community and 2) to educate and generate support from the public for the hazards risk management strategy.

III. The FEMA guide notes that “involving stakeholders who are not part of the core (planning) team in all stages of the process will introduce the planning team to different points of view about the needs of the community.  It will also provide opportunities to educate the public on hazard mitigation, the planning process, any findings, and could be used to generate support for the mitigation plan.”

IV. Getting the public involved can be challenging.  The FEMA Guide notes two distinct challenges for involving the public in mitigation planning, “Two obstacles are commonly encountered. First, most people may not be aware of risks in their community; secondly, they may not know what mitigation is or how it can complement existing goals.”

V. The FEMA Guide identified three steps for engaging the public in the mitigation planning process: 1) Identify the public, 2) Organize public participation activities and 3) Develop a public education campaign

VI. Identify the public (Power Point Slide 10-1)
A. This step involves identifying community stakeholders as well as identifying broad cross-sections of the public that have not traditionally been involved in a community planning process.

      B.         A detailed discussion and student interaction concerning identifying stakeholders 

             is provided in Objective 10.2 of this session.

VII. Organize Public Participation
A. Schedule public participation activities

1. These activities would be designed to maximize the participation of the public and would provide mechanisms for two-way communication between the public and the planning team.  Examples include:

a. Regular community meetings – to present information and technical issues and to receive input and information back from the public

b. Hotline – establish and maintain a phone or email hotline where members of the public can directly contact an individual involved in the planning process who is knowledgeable and open to receiving public input and answering questions.

c. Interviews – conduct one-on-one interviews with community leaders.

d. Questionnaires – survey a broader cross-section of the community for their input.

e. Analyze, evaluate and incorporate comments – take the information collected from the public and upon proper analysis and evaluation incorporate this information into the planning process.

B. Document results
1. Create a permanent record of the comments and ideas submitted by the public during the planning process.  A single individual of the planning team should be designated to manage this process and ensure that this record is complete and accessible to planning team members and the public.

VIII. Develop a public education campaign
A. A formal public education campaign will build on the information first communicated to the public in the initial public meetings.  This information should be concise and accessible to the public.  Distribution of this information can be accomplished in several ways including:

1. News media – partner with the news media to present information to the public through:

a. News conferences – generate media attention from print, radio and television media.

b. Interviews with planning team members that are published in local newspapers or broadcast on television or radio.

c. Public service announcements (PSAs) – radio and television advertisements developed with the media and broadcast for free.

d. Public access programming on cable television – many cable systems provide public access programming to communities – in fact, many communities maintain their own channel on local cable networks.

e. Public affairs programming – many radio and television stations maintain public affairs programming for discussion of local issues.

f. Newsletters – many community and non-profit organizations distribute regular newsletters to their membership.

2. Brochures, fliers and newsletters
a. Should be concise and easy to read.

b. Should include compelling graphics.

c. Should include contact information for public input.

d. Distribution points include:

i. Utility bills

ii. Grocery and department stores

iii. Government buildings

iv. Libraries

v. Tax notices and government communications

vi. Local newspapers

3. Outreach at community events like festivals, fairs and bazaars

a. Develop an event booth.

b. Recruit team members to staff the booth.

c. Team members can distribute information and talk with community members.

4. Use the Internet
a. Use the community website.

b. Provide current information on planning process.

c. Solicit and receive public input.

d. Post announcements.

e. Post technical reports and information.

Objective 10.2 – Discuss the process for identifying stakeholders in hazards risk management 

Requirements:

Stakeholders were first discussed in Objective 1.6 and the students created a preliminary list of stakeholders.  Further discussion of stakeholders was conducted in Objective 3.1 and a student interaction was conducted requesting that students identify stakeholders with an interest in the hazards risk management process.  The instructor identified those stakeholders not identified by students and led a discussion of the role of each identified stakeholder.  

Following this discussion, the instructor should review with the students the list of stakeholder organizations and stakeholders presented in FEMA’s “State and Local Mitigation Planning how-to guide: Getting Started”
Remarks:

I. Stakeholders. In the previous session stakeholders were defined as “those who may affect, be affected by or perceive themselves to be affected by the [hazards] risk management process.
”

II. Instructor should review with the students the stakeholders identified in the four general areas identified in Objective 3.1 including government, business community, academia/hazards research community and community groups. (Power Point Slide 10-2)

III. List of Stakeholders

A. FEMA’s “State and Local Mitigation Planning how-to guide: Getting Started” provides a list that identifies potential stakeholder organizations and stakeholders to be recruited for the planning process: (A copy of the checklist is included as a handout for this session)

B. FEMA’s “Project Impact: Building a Disaster Resistant Community” provides a list that identifies potential stakeholder organizations and stakeholders to be recruited for the planning process. (A copy of this list is included as a handout for this session)

Objective 10.3 – Discuss methods for identifying and defining issues

Requirements:

The instructor will lead class discussion of methods for identifying and defining issues in hazards risk management.

Remarks:

I. Identifying and defining issues involved in hazards risk management are critical steps in the process.  It is critical that the full range of community issues are identified and effort placed on defining these issues and placing them in context.  The basis of the hazards risk management process is the issues that the process is attempting to address. (Power Point Slide 10-3)
II. There are numerous ways to identify community hazard issues including:

A. Public consultation – as noted in Objectives 10.1 and 10.2 of this session, soliciting, collecting and documenting public input into the process from traditional and non-traditional stakeholders in the planning process is one way to ensure that all potential community issues are identified for consideration.  This process also guards against the planning team limiting the issues considered to those pre-conceived by the team members.  As stated earlier, effective means for soliciting and collecting stakeholder and general public input include:

1. Community meetings.

2. Community hotline.

3. Interviews with community leaders

4. Questionnaires soliciting broad public input

B.
Review of past events – consideration of data and information collected and documented concerning past disaster events will provide insight to potential hazards risk management issues.  For example, evacuation plans did not work adequately in the last hurricane event as documented in after-action reports and news media reports.  Sources of data and information for past disaster events include:

1.
News media accounts.

2.
Government after-action reports.

3.       Academic and government studies.

4.       Public survey research – opinion polls and focus groups. 

5.       Business community newsletters and reports.

C.       Emergency management sources – information collected by Federal, State and 

local emergency management officials are a good source for identifying potential   community hazard risk issues.  These sources include:

1. Technical studies and reports on specific hazards.

2. How to guides on mitigation planning.

3. Weather projections.

4. Projections of future disaster events such as earthquake probability tables and the El Nino cycle.

5. Flood maps.

6. Hazard mitigation techniques and technologies.

7. Disaster preparedness plans and programs.

8. Building codes and code enforcement.

9. Fire prevention and education.

10. FEMA, State and Local After Action Reports of Recent emergency/disaster events. 

D.       Non-Traditional sources – the frequency and severity of natural and technological disasters continues to increase.  The new threat of terrorist attacks has added new hazards and new problems for emergency managers and communities to consider.  There are numerous non-traditional sources that could be used to help identify potential community issues in hazards risk management including:

1. Reports on global warming and its impact on weather patterns and natural disaster events such as severe storms and droughts.

2. Reports on the economic impacts of terrorist events that occur thousands of miles away but can impact a community’s economy, job base and quality of life.

3. Reports on the impacts of terrorism on the public’s perception of risk and what measures they would support to increase public safety.

4. Reports on future development and land use in the community.

5. Reports on environmental quality especially in the areas of wetlands management and coastal erosion.

6. Reports on forest management.

7. National, regional and local business trends.

8.
College and university research studies. 

E.      Case Studies – review case studies of how other communities dealt with their hazard risks. Case studies provide documented examples that can serve as a roadmap to issue identification and definition.  Sources for case studies include:

1.         FEMA - Case studies detailing floodplain management, tornadoes, buyout programs, among others. (http://www.fema.gov/fima/success.shtm)

2.
US Army Corps of Engineers - Ice jam mitigation case studies. (http://www.usace.army.mil/inet/usace-docs/eng-pamphlets/ep1110-2-11/c-5.pdf)

3.
Earthquake Engineering New Zealand - Case studies detailing seismic isolation, seismic code development, earthquake engineering, earthquake hazard mapping, insurance, among others. (http://www.earthquakeengineering.com/case_studies/)

4.
Asian Disaster Preparedness Center - Information on three ‘safer cities’ case studies which address community based initiatives and flood mitigation. (http://www.adpc.ait.ac.th/infores/newsletter/2002/01-03/bookmark2)

III. Defining an issue
A. An issue has been defined as “a condition or event, either internal or external to the organization, that if it continues will have a significant effect on the functioning or performance of the organization or its future interests.” (Regester 1997)

B. For hazards risk management, the “organization” noted in the above definition could be a family, a community, a governing body or a business and the “condition or event” a potential disaster.

C. Issues do not necessarily need to coincide with actual hazards or disaster events.  In many cases, issues are based more upon the perception of risk than any calculated probability of risk.  If these perceptions are strong enough to elicit extreme psychological or physiological responses from the public, there is the danger that while an issue-inducing hazard may not result in a disaster as feared, the public reaction to the possibility (or perception) of the disaster causes disastrous consequences.   This has occurred in the past because of media misinformation, rumors, panic, and other reasons.  The famous Salem Witch-hunts and trials, where hundreds of women were executed for suspicion of being witches, could be said to have been an extreme case of poor issue management.  

D. Acclaimed social scientist Paul Slovic describes in his article “Sex, Politics, and Emotion in Risk Judgments” that there are numerous factors by which people rate the risks that affect them, and that these factors tend to be qualitative rather than quantitative in nature.  This topic, better known as Risk Perception, will be examined in detail in a future session bearing the same title.  However, for the purposes of considering the source of issues, it is appropriate to examine a sample of these factors that have been identified by Slovic.  

1. Sex (Gender) – Studies have shown that men and women are concerned with and fear different things.  Men tend to “judge risks as smaller and less problematic than women.” (Slovic, 2002)

2. Worldviews – Social, psychological, and political factors will affect the way that people view and interpret the events that transpire around them, and likewise how they respond to them. The following examples of worldviews are provided by Slovic, representing only a fraction of all worldviews:

a. Fatalism – people feel that they have little control over their surroundings, their health, and their risks.

b. Hierarchy – Those in power, or the experts, should be in control of risks, and be more responsible for managing those risks.

c. Individualism – Everyone needs to worry about his or her own risks.  Ultimately, people are responsible for protecting themselves.

d. Egalitarianism – Everyone needs equal protection from risks. Risks should be distributed uniformly across populations.

e. Technological Enthusiasm – Technology is the answer to our risks.  Using the right technology in the right ways, we can make ourselves risk-free.

3. Emotion – Emotion affects our cognition, or the way we process the information we receive.  This includes our attention span and our memory.  Certain risks tend to pique strong emotions in a population, whether negative or positive in nature.  Slovic describes a certain form of emotion termed ‘affect’, which defines whether a person is for or against the possible benefits of the risk.  The example he provides is that of nuclear power, which has traditionally elicited both strong opponents and proponents.

E. Defining an issue associated with hazards risk management involves three elements: (Power Point Slide 10-4)

1. Identifying who and what is impacted:

a. General public 

b. Residences

c. Neighborhoods

d. Political and government organizations

e. Business community and the marketplace

f. Community groups and institutions

g. Universities and Colleges

h. Public infrastructure

i.          Public health and medical care facilities

j.          Environment

2. Examining past impacts:
a. Deaths

b. Injuries

c. Property damage

d. Economic losses

e. Societal disruptions

f. Changes in quality if life

g. Political impacts

h. Legal issues

i.          Response and mitigation costs

3. Identifying potential future impacts – will future impacts be greater if the issue is not addressed and would additional parties be impacted.

Objective 10.4 – Examine the lifecycle of an issue

Requirements:

The instructor will lead a discussion of the four stages of an issue lifecycle as defined in “Risk Issues and Crisis Management: A Casebook of Best Practice” by Michael Regester and Judy Larkin.  The information presented in this Objective is taken directly from this book. (Power Point Slide 10-5)

Remarks:

I. Stage 1 – Origin: potential issue
A. An “issues arises when an organization or group attaches significance to a perceived problem (or opportunity) that is a consequence of a developing political/regulatory, economic or social trend (Crable and Vibbert, 1985)”

B. At this point there is very little definition to the issue but a group or organization has identified the issue and decides to bring it to the attention of a broader audience.

C. An example of this stage in hazards risk management could be the aftermath of a major disaster event where the question is asked by the public, the media or the political leadership “Why wasn’t something done before this event to reduce the terrible impacts of the event.”  This question could be more specific if a well-known mitigation or preparedness measure is identified that could have reduced the impact of the event but was not perceived by the questioner to have been undertaken.

II. Stage 2 – Mediation and Amplification: emerging issues
A. “The emerging issue stage indicates a gradual increase in the level of pressure on the organization to accept the issues.  In most cases, this increase is the result of activities by one or more groups as they try to push or legitimize the issue (Meng, 1987).”

B. Media coverage, and through it, increased public awareness and education are critical elements in the development of an issue in this stage.

C. Continuing with the hazards risk management example stated in the previous sub-section – the local media broadcasts stories and writes articles about individuals impacted by the event who are asking this critical question.  The media seek so called experts in government, academia and the business world to address the question and to provide a broader perspective.  The issue and the demand that responsible parties (i.e. government, community groups, individuals, business community) address the question grow.

III.
Stage 3 – Organization: current and crisis issue
A. “Mediation brings varying degrees of organization. Positions solidify. Groups begin to seek a resolution to the conflict that is either acceptable to their best interests or at least minimizes potential damage.”

B. “As these groups work out their viewpoints and objectives and seek to communicate their respective positions, conflict achieves a level of public visibility that is likely to push the issue into the public policy process (Hainsworth, 1990). In turn, increased public attention motivates influential leaders to become a part of the emerging conflict and pressure mounts on institutional bodies to seek a resolution to the conflict.”

C. In our hazard risk management example, this stage is when a community comes together to address the issue of why something wasn’t done before the event.  Political and community leadership becomes involved and public awareness is at its highest level.  It is in this stage that alternative solutions are formulated, publicized and discussed.  Some kind of action will result from this stage.  This action could be punitive for not acting or constructive through implementation of actions to reduce impacts from future events, or both.

IV
Stage 4 – Resolution: dormant issue

A. “Once issues receive the attention of public officials and enter the policy process, either through changes to legislation or regulation, efforts to resolve the conflict become protracted and costly, as illustrated in the tobacco industry. The object of the public policy process is the imposition of unconditional constraints on all parties to the conflict – either to their advantage or to their disadvantage (Hainsworth, 1990).”

B. So, once an issue has run the full course of its lifecycle, it will reach a height of pressure that forces an organization to accept it unconditionally. The pervasiveness of anti-smoking legislation in the United States can be viewed as an example of this stage.”

C. In our example, public policy designed to address the critical question and reduce impacts from future events is developed and implemented.  All parties, public, government, private sector, etc., all compelled to comply with this new policy.

Objective 10.5 – Discuss how to develop an issues management program

Requirements:

The instructor will lead a discussion on how to develop an issues management program as defined in “Risk Issues and Crisis Management: A Casebook of Best Practice” by Michael Regester and Judy Larkin.  The information presented in this Objective is taken directly from this book.

Remarks:

I. “The U.S. Public Affairs Council (1978) states that the functions required for issues management are identifying issues and trends, evaluating their impact and setting priorities, establishing a company position, designing company action and response to help achieve the position and implementing plans.” Although stated in a private sector (company) context, the issues management program development process is equally applicable to the public sector as explained in section IV. Below.

II. “These functions must occur constantly and be integrated and focused on the central task of helping the organization – through its management. The key tasks of this activity are planning, monitoring, analyzing and communicating.”

III. “Heath and Cousino (1990) identify four broad functional requirements for a company to maximize its position and positively sustain its public policy environment, with principal focus on nurturing relationships with stakeholders.” These are described below: (Power Point Slide 10-6)

A. Smart planning and operations – “If issues managers are doing a good job of capturing the critical changes in the public policy environment then that information should be integrated into the strategic business plan and corporate management strategies.”

B. Tough defense and smart offense – “Issues management offers the rationale, tools and incentives for becoming involved in the discussion of public policy issues as early as possible.”

C. Getting the house in order – “The essence of being a responsive organization in the modern world is to move from coping with external demands to anticipating how demands can best be met within the technical and economic context of the organization (Post and Kelley, 1988)”

D. Scouting the terrain – “The key to making this activity effective is understanding a corporation’s culture, its organizational and political structures and the nature of public policy issues analysis. Companies can then determine what issues to monitor and analyze as they refine their public policy and strategic plans.”

IV. Translating this advice for corporate officers into advice for an community emergency managers concerning developing an effective issues management program:

A. Changes in public perception of hazards risk management must be identified and documented and ultimately integrated in community emergency management planning and operations. 

B. Early identification of emerging issues allows the emergency managers to become involved in the public discussion of these issues at the earliest stage.

C. Understanding the capabilities not only of your existing operation but also the political and resource capability of the community government and business institutions allows you to anticipate and effectively address emerging emergency management issues within the technical and resource realities of your organization.

D. Knowing your culture, your community and political structures and how policy is made in your community on emergency management issues will allow you to effectively monitor community trends and refine your plans accordingly.

Objective 10.6 – Examine how to implement an issues management program

Requirements:

The instructor will lead a discussion on how to implement an issues management program as defined in “Risk Issues and Crisis Management: A Casebook of Best Practice” by Michael Regester and Judy Larkin.  The information presented in this Objective is taken directly from this book.

Remarks:

I. “Kerry Tucker and Bill Trumpfheller (1993) have established a five-step plan to help establish an issues management system. Which we have found works well in practice.” (Power Point Slide 10-7)

A. Anticipate issues and establish priorities – “Setting up an internal task force…is a crucial starting point.”  “Characteristics of any task force are:

1. Seniority to make decisions, allocate resources and direct program implementation.

a. Breadth of disciplines represented and appropriate access to information for decision-making purpose.

b. Easy access for arranging meetings and ‘networking’ information; flexibility and informality in working methods.

c. Ability to combine analytical and creative skills with rapid, focused decision-making and action.

d. Minimal paper flow to avoid bureaucracy, slow response and leakage of critical information.”

B. Analyze issues – “Develop a formal brief or analysis of the issue, looking at opportunities and threats against a series of different scenarios.”

C. Recommend an organizational position on the issue – “The analysis from the previous step should provide a database to develop a position designed to create support from the greatest majority of individuals and groups affected. The database is built from answers to the following questions:

1. Who is affected?

2. How do the affected groups or individuals perceive the issue?

3. What are their likely positions and behavioral inclinations?

4. What information/data can we gather to support our case?”

D. Identify groups and opinion leaders who can advance your position
1. “These groups and individuals should emerge from asking:

a. Who makes decisions on the issue?

b. Who is likely to support our position?

c. Who is likely not?

d. Who can we target successfully to make the biggest difference in advancing our position?

2.
Opinion leaders, closely followed by influential industry or employee associations, consumer and other special interest groups and informed media, can be powerful allies in dealing with a range of audiences, and criteria for selecting them include:

a. Who do members of our target groups look to for advice on the issue?

b. Who will the (customer, consumer) community and the wider public trust on the issue?

c. Who has the credibility to best advance our position on the issue?

d. Who is likely to be open to our positions on the issue?”

E. Identify desired behaviors – “Advancing specific behavior relating to the company’s position drives development of the rest of the planning processing, namely: communications and marketing strategy, goals, objectives, messages, tactics, resource allocation and budgets. Finally, evaluation of progress needs to be incorporated into plans to ensure that key milestones are met, the course of the issue charted, and adjustments made if necessary.”

II.
Otto Lerbinger, author of “The Crisis Manager”, has developed an Issues Management Process that offers an alternative to Tucker and Trumpfheller’s Five-Step Plan.  Although Lerbinger’s process primarily targets private entities, there are sufficient similarities between the two approaches such that crossover becomes both possible and appropriate.

A. Issues Identification – Before the crisis or disaster occurs, the procedures for scanning and monitoring the social, media, and political environment for emergent issues are established.  In the event that one or more issues are detected, they must be monitored and prioritized.

B. Issue Prioritization – After issues have been identified by the team tasked with such activities, they are ranked in an order of importance based upon;

1. Potential impact on the organization

2. Probability the issue will escalate
3. How “actionable” the issue is (measure of how much the organization can do to manage the issue), and 

4. Vulnerability. 

C. Issue Analysis – Lerbinger states that this step requires “a combination of competencies, in research, professional judgement, and practical experience in having dealt with a variety of issues.”  Analysis Includes;

1. Categorizing the type of issue involved

2. Identifying and assessing the participants

3. Assessing public opinion on the issue

4. Conducting a content analysis of media treatment of the issue, and

5. Examining the issue’s legal and regulatory context
D. Strategy Formulation – Organizations can choose to be reactive, proactive, or interactive to an issue that has been identified.  The reactive approach tends to be  “wait and see”.  Proactive approaches require the organization to make changes to their plans or procedures in order to decrease the negative influence of such issues.  Finally, the interactive approach employs a dialogue, allowing for “talking-back and forth-and listening to [the public] with sympathy and respect for their feelings as well as their factual understanding.”

E.
 Implementation – This is the last step in the process, where the designed programs and campaigns are set in motion.

II. The following exercise, based upon a fictitious scenario at Wayne Blanchard University, will help students further explore the importance of issues management. The students should read the scenario (handout for this session included) and answer the issues management questions through a class discussion.

A. Wayne Blanchard University has an acclaimed Infectious Disease Research Laboratory in its School of Medicine. This laboratory studied the effects and treatments for some of the world’s most deadly infectious pathogens, including HIV, the virus that causes Ebola Hemorrhagic fever, and the virus that causes Lassa Fever.  Despite industry wide recognition and reputation of the research laboratory, few students, staff, faculty, or Wayne City residents knew that the lab existed, let alone that it contained such a deadly inventory.

B. Five months following the September 11th attacks, and the October and November 2001 Anthrax mail attacks, three vials of a non-contagious, benign form of the Ebola virus were discovered to be missing from the laboratory.  According to established regulations, the CDC of the Department of Health and Human Services was immediately notified.  The university police department had also been notified and officers began a routine investigation to find out if the event was the result of a criminal act or simply a case of misplacement or poor record keeping.  The Medical School administrators did not feel that the public needed to be warned about the incident because there was absolutely no threat that the virus contained in the missing vials could lead to human illness.  In keeping with these assumptions, they made a recommendation to the office of the university president that no announcement is made.  

C. Some time between one and two days after the vials were discovered to be missing, an anonymous leak to a local newspaper, the Wayne City Journal, was made.   The following morning there appeared a front-page article in that publication describing the incident, with the headline “Ebola Virus Missing from WBU Lab.”  The article indicated that the University President had been contacted by the Wayne City Journal for comment, and that his response had been “I assure you that university staff and the university police department have the situation under control.  Students and Wayne City residents have nothing to worry about.”

D. The following morning, the WBU Office of Public Relations received a call from the Associated Press, asking what the WBU President’s official position on the ‘stolen vials of Ebola virus.’  At about the same time, three students who live in a dorm adjacent to the Infectious Disease Research Laboratory present themselves to the student health center with high fever, dizziness, and fatigue.

E. Ask the Students – Is there anything else that the university administrators could have done before or during the course of this scenario in regards to issues management?

F. Possible Answer - If the university had established issues management procedures prior to the onset of the incident, they would likely have identified the research laboratory and its contents as an area of concern.  The could have pre-printed materials that explain the operations of the lab, including safety procedures, specific information about each pathogen, and information what citizens can do if they are still concerned, which would have allowed for the university to more efficiently and effectively respond to the local media.  It is likely that a fact sheet describing the harmless form of Ebola that was reportedly missing from the lab would have altered the initial tone and the ‘frame’ of the article that was appeared in the Wayne City Journal.

G. Because they had not taken these precautions, and because they are facing the scenario described above, it has become necessary for the university to manage this issue ‘on the fly’.  The first action that they should have taken was to issue a press release that provided information about the infectious disease program, the safety precautions regularly practiced in the laboratory, and specific safety information about the material that was missing.  They should use this release to directly address the fears of the public, offering a phone number that students, staff, faculty, and area residents can call if they have additional concerns or questions.  They should designate one of their researchers who has public speaking experience to be the official spokesperson for the local (and possible national) media outlets, and the university president should issue an announcement through the university website that addresses the issue.  Additionally, regular updates concerning the investigation should be provided to the media.  Finally, the university should inform the public that they will be reevaluating their tracking procedures, offering the public a chance to participate and voice their concerns in an informational hearing addressing the establishment of improved procedures.

H. Ask the Students – Do you believe that the stolen vials have become a priority issue?

I. Possible Answer - Based upon the current public fear of bioterrorism due to the Anthrax mail attacks, there is no question that these vials that have gone missing are a priority issue.  Because there is suspicion that the vials may have been stolen, it is easy to surmise that a significant percentage of the public will believe that the theft was made with sinister purposes in mind, and they will believe that the material contained in the vials will be used for a locally conducted terrorist attack.  All issues must be examined within the context of current events, as described in the Issue Analysis steps of Tucker and Trumpfheller’s and Lerbinger’s processes.  With only a few months between this issue and the Anthrax attacks, it will be impossible to separate the two events in the minds of the public

J. Ask the Students – What should the university do, if anything, to manage this issue in the short term?  Should they be Reactive, Proactive, or Interactive at this point?

K. Possible Answer - It is too late for the university to be proactive, as the issue has already begun to pose a major threat to the reputation of both the research laboratory and the university, and it is beginning to result in physical effects in students.  Furthermore, it is likely that any increase in the number of students who believe that they are infected with the virus could lead to an extreme burden on the local systems of public health and emergency medicine.  At this point, the university should be concentrating on rumor control, issue containment, and crisis and risk communication.  

L. In order to ensure the greatest chances of managing this issue, it would be wise for university administrators to perform both proactive and interactive measures.  As mentioned above, the university should directly address any misconceptions or fears that the public may have about the issue.  They should work directly with the media, providing them with information on the pathogens, the safety procedures of the lab, and public implications.  They should develop materials for their public information office in order to be effective in handling calls from concerned students, employees, and area residents.  They should also conduct an audit of their security and safety procedures to ensure that the risk of such a loss or theft is minimized in the future.  

M. It would also help to be interactive in managing this issue.  The public will have much to say once they come to the realization that these potentially deadly pathogens are used in research in their community.  They will likely have concerns that the university cannot fully assume or understand without additional input.  By holding a public forum where students and residents can voice those concerns, the university will place themselves in a better position to be able to directly address these concerns.  As will be shown in a later session titled “Risk Perception”, the hazards that people fear rarely coincides with their statistical chance of being affected or impacted by those same hazards.  As students will learn, there are several qualitative factors, including dread, newness, and controllability, that people base their fears upon.  Only an interactive approach can lead to the specific fears of any given population.

N. Ask the Students – What should the university do to minimize the risk such that a similar event does not occur again in the future? 

O. Quite simply, the university needs to develop an issue management program.  

Supplemental Considerations

The following is an Issues Management Checklist, from Regester and Larkin’s book “Risk Issues and Crisis Management” which can be used to assist in establishing an issues management program.  The instructor may wish to incorporate this checklist into the class discussion of the Wayne Blanchard University scenario. 
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Checklists can help

e A checklist to assist in planning an issues management
programme is provided below.

Issues Management Checklist

Pre-planning Phase Responsibility Timing

1. Audience Identification
Identify the key audiences with
which you will need to
communicate:

academic/other opinion leaders
customers

special interest groups
industry associations
public officials

regulatory authorities
specialist media

national media
international media

other parts of the company
employees
partners/suppliers

e competitors.

Compile and confirm contact
details

for all these audiences including
the person who normally deals
with or contacts them.

Establish their relative
importance to the issue.

Identify their likely perception
of and position on the issue
(positive/neutral/negative).

Determine likely support and
availability.
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Pre-planning Phase

Responsibility

Timing

2. Information Requirements
Determine the information needs
and most appropriate methods of
communication for each group.
This information includes:

key messages

rationale for position on issue

supporting data and analysis

implications in product and

overall commercial strategy

context

e authorization for the position
and agreed process/roll-out of
activity involved

o communication principles

e competitor response analysis

o opinion leader and other likely

third party ‘endorsement’.

Identify key messages.

Prepare statements, briefing
papers and Q&As; seek
appropriate approvals.

Determine contingency plans and
responsibilities for leakage of
information to the media; prepare
holding statements if necessary.

Identify appropriate channels of
communication such as presenta-
tion of research/data at symposia,
workshops and meetings.

Identify requirements for
presentation materials, briefing
packs and invitation letters.

Consider formal response
requirements for regulatory
authorities as appropriate.
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Pre-planning Phase

Responsibility

Timing

Draft letters tailored by audience
group, as required.

Check with appropriate depart-
ments to determine if issue/
information distribution is likely
to be stock-market sensitive.

3. Method/Process of
‘Communication

Agree a timeline to manage the
order and way in which audiences
are contacted.

Allocate responsibilities for
contact process and ensure
availability of appropriate
‘experts’/managers.

Allow for flexibility, particularly
in the event of adverse competitor
activity.

Determine overall media plan —
specialist and general — at local,
national and international levels
as required.

(NB: the involvement of national
publications and wire services
may quickly elevate a perceived
issue into one of international
importance so anticipation and
preparation are essential.)

e define complementary contact
plan for opinion leaders (and
other groups as required)

e identify and train company
and opinion leader spokes-
people; identify single media
enquiry point for all incoming
telephone calls
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Pre-planning Phase

Responsibility

Timing

o identify publication editorial
deadlines for submission of
articles/papers. Establish
deadlines for participation in
relevant conferences/seminars,
submission of synopses,
booking of facilities, event
management planning, etc

o allow for adequate preparation
and rehearsal time prior to
briefings and presentations

Implementation Phase

Timing

e against pre-agreed action plans,
provide updates to inform
audiences of the status of the
company’s position on the
issue (external/internal)

e consult with key opinion
leaders and institutional
authorities on a regular basis

e monitor media coverage to
determine whether balance of
commentary is supportive or
additional action is required to
influence key publications/
broadcast media

e set up feedback processes for
other audience groups to
monitor reactions and
determine questions to address
in future communications,
potential problem areas, etc

e consider establishing telephone
information lines and
cooperation with special interes|
groups to help answer
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Implementation Phase Responsibility Timing

questions or provide
educational information as
appropriate.

Allow for flexibility and speed in
responding to new situations and
in taking the initiative when
appropriate. Task force members
must be accessible and able to
meet at short notice to assess
status and agree new actions

o check progress/fine tune
programme elements through
regular opinion research and
evaluation.

Summary

While there is never a single generic approach that will work for
every issue, this type of framework will help to anticipate, identify
and plan a response to potential issues in a methodical and
innovative way. Information should always be carefully focused,
and briefing papers should have specific objectives that concen-
trate on realistic outcomes. Defining action in the context of
potential bottom-line implications is a good discipline for
maintaining this focus.
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