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INTRODUCTION

The vulnerability of the United States to a wide range of natural disasters is well documented. The Federal Emergency Management Agency (FEMA) recently published a detailed multi hazard risk and vulnerability analysis describing the historical and projected frequency of all types of disasters (FEMA, 1998). A glance at the maps produced by FEMA or those contained in a recent National Geographic feature (Parfit, 1998) shows that the areas in the U.S. that are most vulnerable to natural hazards have become the centers of population and the centers of economic growth. The need to involve the private sector in mitigation, preparation, and planning activities that will reduce the vulnerability to natural disasters has been recognized by three national initiatives: (1) the FEMA sponsored Project Impact that promotes disaster resistant communities, (2) the Public Private Partnership initiative PPP 2000 created by the U.S. Sub Committee on Natural Disaster Reduction (SNDR) and the Institute of Building and Home Safety (IBHS), and (3) the Presidents Commission on Critical Infrastructure Protection (PCCIP).

PUBLIC AND PRIVATE PERSPECIVES

The linkage of public and private sector organizations to reduce the vulnerability to natural disasters will require a mutual understanding of the different perspectives and motivations held by each sector. In particular, it will require that public sector emergency managers understand the significant crisis management and organizational continuity capability of corporate organizations and will require private sector managers to recognize that the strategic needs of their businesses require them to coordinate with external organizations.

Public sector emergency management has the objectives of preserving the lives and social welfare and protecting the property of a defined population (city, county, state, country, region, etc). Emergency management has typically been the province of government and not for profit organizations such as FEMA and the American Red Cross. These organizations exist because the population at risk requires their services: mitigation, preparation, response, recovery.

Crisis management as a corporate activity has the fundamental strategic objectives of ensuring corporate survivability and economic viability when business profits and/or continuity is threatened by external or internal potentially destructive events. Although the functions of corporate crisis management are similar to those of public sector emergency management organizations (both have pre-event risk and vulnerability assessment, mitigation and loss control, planning, response management, and recovery functions), there is a fundamental difference. Emergency management is the primary function of a few specific public sector/non government organizations. Crisis management is a strategic function, but not the primary function, of all private sector organizations. 

As stated above, a convergence of objectives has led to increasing cooperation between the public and private sector. The public sector has realized that mitigation and recovery are the critical elements of emergency management that will minimize the long term impacts of disasters. The majority of assets that must be protected are, however, under the control of the private sector. This has led to an increased call for public private partnerships from FEMA and other public sector organizations.

Similarly, many private sector organizations have realized that protecting their own assets and functions will not ensure organizational survival if the critical infrastructure, suppliers, or customers are disabled by a disaster. Corporate crisis preparedness and proactive crisis management requires, therefore, that corporations broaden their involvement with other private sector and public sector organizations and to make natural disaster reduction a fundamental strategic objective. Although many organizations are moving in this direction, most private sector organizations have not yet accepted crisis management as a strategic objective.

CORPORATE CRISIS MANAGEMENT

The fundamental strategic objective of any organization is to ensure its long term survivability and economic success. Crisis management is a strategic function that links functions such as risk management, safety management, environmental management, security, contingency planning, business recovery, and emergency response (Harrald, 1998). These responsibilities are often dispersed throughout an organization, and are usually managed in a non-integrated way. This paper describes the capabilities that are equally important components of a strategically focused, functionally integrated, crisis management program.

The George Washington University Institute for Crisis, Disaster, and Risk Management co- sponsors a semi-annual crisis management roundtable, conducts an annual survey of the crisis management practices of the Fortune 1000 companies, and offers workshops and training courses to a wide range of organizations (GWU, 1997). These activities have provided opportunities to examine how corporate crisis management has evolved in a wide range of organizations. These activities have not evolved into an integrated strategic function in most organizations. (The conceptual framework for crisis management as a strategic activity developed based on these activities is presented in more detail in Harrald, 1998.) The primary types of crisis management observable in corporate organizations, and the central concerns and program emphasis for each type, are shown in Table 1. Obviously, these are not mutually exclusive program types, but most crisis management programs have evolved from one of these starting points.

Table 1: Types of corporate crisis management programs

	Program Type
	Central Concern
	Program Emphasis
	Typical Organization

	Technocratic
	Disaster recovery and

business continuity
	Use of professional planners, formal planning procedures
	Computer/information

intensive organizations

	Response/Reaction
	Rapid and effective response to emergencies

and disasters
	Contingency planning,

response command, control, communication
	Process and transportation industries

	Compliance
	Compliance with externally imposed regulations and standards
	Inspection and reporting
	Various heavily regulated industries and service organizations (e.g., food service)

	Preventive
	Prevention of accidents and incidents
	Safety and security management
	Airlines, nuclear power plants

	Communications
	Communications to external stakeholders and customers
	Crisis communications procedures and technology
	Consumer products


Many organizations have implemented effective safety management programs. These organizations have long been required by external regulations to develop contingency plans and response capabilities. A critical synergy occurs when these safety management and planning activities are linked to the ability to identify vulnerabilities, to anticipate and detect potential crises, and to ensure economic and physical recovery from extreme events. The linking of risk management and safety management is the key to a viable pre-event crisis management program. The linking of both to the crisis management and business continuity functions is key to organizational survival. 

When an event such as an industrial accident, a toxic release, or a major oil spill occurs, management often finds itself simultaneously involved in emergency management (the specialized response of emergency forces), disaster management (the management of the incident and the management and support of the response organization), crisis management (the management of the crises situations that occur as a result of the accident), and business recovery and continuity (the recovery and continuation of the profitable delivery of products and services). The skills in planning, exercising, and response management gained by private sector organizations is a rich, largely untapped source for emergency managers dealing with natural disasters.

Corporations have also led the public sector in the development of crisis management team protocols and skills. The crisis team management function is the portion of crisis management conducted by the corporate team formally tasked to manage organization’s response to the crisis event. This team should be alerted by the proactive organizational monitoring and signal detection conducted within the safety management program (Mitroff et al., 1996). The crisis management team, the organization’s response managers, and appropriate response forces must be involved in drills and exercises. The drills and exercises function is also a key to testing organizational plans and to testing the linkages between response management and crisis management. Note that the functions of crisis team management, crisis communication, business restoration, business continuity, and organizational learning continue well after the actual event has ended. The crisis management team also has the key responsibility of ensuring that the organizational learning occurs and that lessons learned are shared throughout the organization (Pauchant and Mitroff, 1992).

Private organizations are also skilled in the functions of organizational continuity: disaster recovery, business resumption and business continuity. The economic viability of an area depends upon the success of these organizational continuity functions, and in many areas of the United States Disaster Recovery Partnerships (DRP) have been established to ensure that the continuity plans of local organizations are mutually supportive. The involvement of public sector emergency managers in these DRPs is an essential step in natural disaster reduction.

Conclusions

The desired public sector-private sector linkages will be difficult to attain unless and until corporate organizations are able to link their risk management, contingency planning, response, and business recovery/continuity functions into a true strategic crisis management function. Organizations that have technocratic, reactive, compliance, or preventive (safety and security management) crisis management programs are focused almost exclusively on their internal processes and activities and will see no need to cooperate and coordinate with external organizations. Businesses with communications oriented crisis management programs are focused on their customers and stakeholders, not on threats and vulnerabilities. The strategic integration of these functions is, therefore, a necessary condition for proactive public sector participation in natural disaster reduction. Similarly, an understanding by public sector managers of the private sector requirements for both short term profitability and long term survival will lead to an appreciation of the complexity of private sector crisis management and the effective use of the skills, knowledge, and experience gained by their private sector crisis managers.
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