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UNIT-1

UNDERSTANDING
CONSEQUENCES

CONFLICT

AND

ITS

STRUCTURE
1.1 Learning objectives
1.2 Introduction
1.3 Crisis, Conflict, and Competition
1.4 What is conflict and types of Conflict Corporates face
1.4.1 Organisational Conflicts and its Causes
1.5 Sources of Conflict
1.5.1 The important factors affecting the sources of conflict are:
1.5.2 Characteristics of conflict
1.6 Consequences of conflict
1.7 Three models of organisational conflict
1.8 Check Your Progress
1.1 LEARNING OBJECTIVES
After going through this unit, you will:


Know about the relationship between crisis and conflict



Understand the various forms of conflicts



Analyse the consequences of conflict



Study the various methods for effective management of conflicts with internal
and external stakeholders.



Understand the different strategies that corporates adopt to handle conflicts in
the age of social media.

1.2 INTRODUCTION
We all use the words Crisis and Conflict almost interchangeably. Are they actually
same? For our basic understanding, let’s try to define what is crisis. A business crisis
occurs when an unexpected problem puts the stability of a company or organization at
risk. These dilemmas can either originate internally or they can result from external
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influences. The problem affecting the business escalates to the point where it's out of
the company's control and the latter can't resolve it. If left unaddressed, this issue may
permanently damage the business or lead to its failure.
Let’s now try to understand the three important terms – crisis, conflict and
competition. All three are important to understand crisis communication holistically.
1.3 CRISIS, CONFLICT, AND COMPETITION
Crisis is a unique, unexpected, and uncommon event that raises a high level of
ambiguity, improbability, and uncertainty which threatens an organization in terms of
its existence and objective and reputation (Seegar, Sellnow, & Ulmer, 1998)
Conflict results from different perceptions of interests between and among
individuals, groups or organizations. Therefore, the primary element of conflict
includes incompatible goals of the parties and limited resources shared by the parties
(Brickman, 1974; Hocker & Wilmot, 1991).
Cameron, Wilcox, Reber and Shin (2008) define conflict as a “sharp disagreement or
opposition resulting in direct, overt threat of attack from another entity”, which could
lead to a crisis if it reaches critical impact level. Burnett (1988) noted that a conflict
with an organization’s consumers, regarding the organization’s products or services,
can evolve into a crisis for the organization.
Competition refers to independent parties’ pursuit of the same goal, position, or prize
(Cameron et al., 2008). Cameron and Colleagues (2008) emphasized that competition
occurs when two or more groups or organizations pursue the same resources in both
commercial (for sales profits, market size, and contracts) and non-commercial sectors
(for donations, volunteers, and spiritual support).
Competition involves a struggle among parties to achieve the same goal by obtaining
greater resources, while conflict involves a discord between two parties with
incompatible goals, which can be resolved by communication and mutual
understanding. This distinction between conflict and competition offers an
opportunity to better understand organization-public relationships and organizationorganization relationships.
Theories to understand Crisis and Conflict
1. Contingency theory of conflict management
Contingency theory of conflict management suggests there is no one ideal crisis
management model that can explain all complicated conflict situations (Cancel et al.,
Odisha State Open University, Sambalpur
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1997). This model suggests that all crisis strategies should differ depending on the
situation. This approach has two basic principles.



First, various factors influence the position of an organization in dealing with
diverse types of publics.
Second, the position of a given organization is so dynamic that it changes over
time (Cameron et al., 2008).

The Contingency theory of conflict management suggests that a Crisis
communication is an ongoing process. Depending on the interest of the organisation,
it can be either pure advocacy or pure accommodation. Pure advocacy is
characterized as an exclusively assertive argument for an organization’s own
interests, while pure accommodation is characterized as complete concession to the
public. Simultaneously, there is also a constant shift in public perception and they in
turn influence an organization’s stance toward a crisis.
Based on the variables in the identified categorizations (i.e., internal and external,
predisposing and situational variables), the contingency theory of conflict
management provides systematic understanding and practical application of the
dynamics of crisis communication.
The easiest way to identify a business crisis is to assess the problem for three key
elements.




First, the problem must pose an imminent threat to the organization.
Second, the situation must involve an element of surprise or shock.
Third, due to the severity of the problem as well as its unexpected nature, the
situation will put pressure on the business to make timely and effective
decisions.

However, sometimes crises are unavoidable, making it imperative for the business
organisations to develop strategies and build a readiness to handle conflicts. To
understand crisis better, it is important to understand Conflict.
1.4 WHAT IS CONFLICT
CORPORATES FACE?

AND

TYPES

OF

CONFLICTSTHAT

A simple definition of conflict is that it is any tension which is experienced when one
person perceives that one’s needs or desires are likely to be thwarted or frustrated.
Mary Parker Follet simply defines conflict as, “the appearance of difference,
difference of opinions, of interests”.
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According to David L. Austin (1972), “It can be defined as a disagreement between
two or more individuals or groups, with each individual or group trying to gain
acceptance of its view or objectives over others”.
Conflicts can be - intrapersonal, interpersonal, intergroup and inter-organizational. It
is important to note that the prefix intra means “within”, whereas inter means
“between”.
From the above definitions, we can easily deduce the following premises of conflict.
(a) Conflicts are the expression of opposing interests
(b) They are a characteristic of modern societies
(c) That they are endemic in modern societies
1.4.1 Organisational Conflicts and its Causes:
1. Conflicting Needs– Whenever people compete for scarce resources,
recognition, and power conflict can occur.
2. Conflicting Styles– Because individuals are unique, have different styles,
everyone should understand their own style and learn how to work with others
who have a different style.
3. Conflicting Perceptions– People may view the same incident in dramatically
different ways. Memos, performance reviews, rumours and hallway comments
can be sources for conflicting perception.
4. Conflicting Goals– Problems can occur when people are responsible for
different duties in achieving the same goal.
5. Conflicting Roles– This conflict occurs when one task is assigned to more
than one person and may put certain constraints to role.
6. Different Personal Values– Differing personal values politics, religion, can
cause conflict; colour ethnicity differences can lead to conflict.
7. Unpredictable Policies– Whenever policies are changed or inconsistently
applied misunderstandings are likely to occur. The absence of clear policies or
policies that are constantly changing can create an environment of conflict.
1.5 SOURCES OF CONFLICT
The sources of conflicts are found in some degree of actual or perceived divergence
of interests. At one extreme, conflict is rooted in a sharp incompatibility on collision
of interests. Any satisfaction or victory for one side means dissatisfaction or defeat
for the other.
Odisha State Open University, Sambalpur
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1.5.1The important factors affecting the sources of conflict are:
(1) Informal Factors:
These factors exert their influence when various point of views have been developed
on the basis of different set of facts. In this, because each of the participants has
limited knowledge, they disagree.
(2) Perceptual Factors:
These factors exert their influence when the persons have different images of the
same stimulus. Because of this factor each will attend to and select those items which
they think are important. Each will interpret the information in a somewhat different
manner. The picture which one gets from his own experience is unique to him. Thus,
it is not surprising that the same basic facts may produce distinctive perceptual
pictures in the minds of different individuals.
(3) Role Factors:
These factors influence the source of conflict because each individual occupies a
certain position or status in the society or in the organisation. The fact that he
occupies such a position or status may put certain constraints on him if the discussion
is related to his role.
1.5.2Characteristics of conflict
1. Two or more parties – There must be two or more individuals or groups
required for organizational conflict.
2. Conflicting objectives and goals, opinions etc. – While performing in
groups, interacting with each other, conflicting situations may arise due to
different opinions, expectations, objectives or goals etc.
3. Sudden unplanned events - Most of the conflicts arise suddenly,
spontaneously. Basically, they are unplanned. Few of the conflicts can be
predicted in advance. For instance, when the top management tries to pour life
into an otherwise rigid organization in order to make it dynamic, there is a
high chance for conflict.
4. Expressed by behaviour and experienced by others – The conflicts are
expressed by the concerned parties in different forms - through their conduct
or behaviour, attitude and actions.
5. Opposite viewpoints of the parties – Whenever there are opposing opinions,
viewpoints, ideas, thinking, and attitudes on any subject matter, issues or
events, conflicting situations may arise.
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1.6 CONSEQUENCES OF CONFLICT
Generally, conflicts hinder the smooth flow of work. It is disruptive, interruptive and
impairing in nature. Due to conflict it becomes difficult to achieve the organizational
goals.
Conflict is looked upon at negatively because of its adverse effects. Most conspicuous
among them are:
 delays in decision making,
 wastage,
 misuse and destruction of various resources,
 inefficiency in work performance,
 and breakdown of flow of work.
Thomas E. W. gives a list of the positive and negative consequences of conflicts:
Positive Consequences:
1. Helps people to introspect
2. Helps people to seek clarification
3. Leads to innovation
4. Stimulates people
5. It provides a challenge
6. Conflicts calls for attention to malfunctioning of different parts / units and
sections
7. Conflicts can be used as a strategy to shift off problems temporarily
8. Conflict serves as a safety valve in release of ill wills
9. Increases group cohesiveness in case of intergroup conflict.
Negative Consequences:
1. Wastes different types of resources.
2. Diverts attention from organizational goals.
3. Creates a negative climate
4. Focuses on sub unit goals.
5. Suppresses motivation for finding a solution
6. Reduces objectivity
7. Conflict decreases cohesiveness in case of intra group conflicts
8. Conflict affects psychological wellbeing of the employee
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1. 7 THREE MODELS OF ORGANISATIONAL CONFLICT
1. Bargaining model;
2. Bureaucratic model; and
3. Systems model.
Let us describe briefly these models.
(1) Bargaining Conflict Model:
The bargaining model covers conflict among interest groups which are
competing for scarce resources, for example, labour-management conflicts, line staff
conflicts, budget processes. We may have integrative bargaining wherein the parties
compose to increase the total amount of resources available to competing parties.
In distributive (competitive) processes each party adopts strategic bargaining tactics
to extract maximum benefits. It tries to win public and or government support and
sympathy to get favourable results.
In integrative bargaining processes, the rival parties choose open communication and
evolve with mutually satisfactory solutions to the conflicts. Here, there is no emphasis
on the use of power or pressure tactics. Under integrative process, labour and
management will strive to increase productivity and thereby increase returns to both
labour and management.
Taylor’s scientific management really explores integrative bargaining processes
between labour and management.
(2) Bureaucratic Model:
Bureaucratic conflicts arise from attempts to compel obedience to rules and
orders. When personal supervision is replaced with control by rules, the freedom of
subordinates is severely restricted. In a large organisation, goals, interests and needs
of subordinates are not compatible and identical with those of the organisation or the
superior in the hierarchy of management. When organisational goals are shared by all
we have a true integration of goals.
Integration of individual and organisational goals (or means) can resolve the
superior- subordinate role conflicts. Individuals should be induced to give up
conflicting goals and adopt organisational goals.
(3) Systems Conflict Model:
The systems model is suitable for the analysis of conflicts among functional
departments and it is concerned with lateral (not vertical) conflicts i.e., conflicts
among persons operating at the same organisation level. Bureaucratic or authorityOdisha State Open University, Sambalpur
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structure model deals with problem of control. The intergroup bargaining model deals
with problems of competition. The systems (lateral) model, however, deals with the
problems of co-ordination.
1.8 CHECK YOUR PROGRESS
1. How do you define a crisis situation?
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
2. What is conflict and what are its consequences?
__________________________________________________________________
__________________________________________________________________
__________________________________________________________________
__________________________________________________________________
3. What are the different types of Organisational conflicts?
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
4. Are all conflicts bad? Can there be positive effects of conflict?
__________________________________________________________________
__________________________________________________________________
__________________________________________________________________
__________________________________________________________________
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UNIT-2

VARIOUS KINDS OF DISASTERS, USE OF
MEDIA IN TIMES OF CRISIS

STRUCTURE
2.1 Learning Objectives
2.2 Introduction
2.3 Types of Crisis or Disaster Situations
2.4 Types of crisis management in disaster situations
2.4.1 Responsive Crisis Management
2.4.2 Proactive Crisis Management
2.4.3 Recovery Crisis Management
2.5 Crisis Communication Plan
2.5.1 Who are the Audiences or stakeholders?
2.5.2 Stakeholder Contact for Information
2.6 Importance of news media during a disaster situation
2.6.1 Messages
2.6.2 Importance of pre scripted messages
2.6.3 Contact & Information Centres
2.6.4 Resources for Crisis Communications
2.6.5 Create a Chain of Command and Emergency Contact List
2.7 Use of social Media for effective management of Crisis
2.7.1 Benefits of Social Media Crisis Management
2.7.2 Social Media Crisis Management Plan
2.8 Check Your Progress
2.1 LEARNING OBJECTIVES
After going through this unit you will:
 Study about various kinds of disasters.


Understand the genesis of disasters.



Analyse the consequences of these disasters.



Know the use of media esp. social media during disaster scenarios
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2.2 INTRODUCTION
A corporate crisis is defined as an event, situation, or public initiative that threatens
the company’s ability to effectively operate its business. A crisis can escalate into a
disaster or long-term impediment to business growth if not handled with efficiency
and sensitivity to all involved. Crises often begin at the local level, but can affect a
company nationwide. Recovery from a corporate crisis requires you to prepare for
different scenarios, from cyber security attacks to criminal acts perpetrated by
employees.
2.3 TYPES OF CRISIS OR DISASTER SITUATIONS
Disaster encompasses many events such as natural disasters, such as hurricanes,
tornadoes, floods, fires, etc. or IT-related disasters comprising computer or network
failures. There can be health disasters ranging from epidemics to environmental
catastrophe or crime-related disasters such as assault, hostage situations, bomb
threats, and cybercrimes. Each disaster situation is unique and requires different kinds
of strategy to be handled. We shall discuss them in brief.
Natural Disasters - Earthquakes, floods, hurricanes, cyclones or any kind of
epidemic can cause severe damage to the functioning of an organisation. Disasters
that cause a company to cease or limit operations will hurt partners and consumers,
who may choose to replace their services. A company can’t do anything to prevent a
natural disaster, but it certainly can prepare crisis scenario drills.
Environmental Issues - Environmental concerns continue to remain important to
consumers. As a result, many companies have started to implement “green” practices
and sustainably. However, for companies that deal with sensitive environmental
issues such as pipeline construction, wetlands mitigation, energy, hazardous
materials, and others, the demand for transparency from the public can be high.
Cyber security–Cyber-attacks and hacks are an incredible threat to all businesses.
Hacks scare customers, put them in danger of identity theft, and jeopardize the
security of proprietary information. You can work to prevent cybersecurity threats,
but you can never guarantee that they won’t happen. Even multi-national companies
are at risk. Every corporation needs a crisis management plan for cybersecurity.
Financial Crisis - A financial crisis occurs when a business loses its asset value or
when it can't afford to pay off its debt. Typically, this is caused by a significant drop
in demand for the product or service. In these cases, the company must move funds
Odisha State Open University, Sambalpur
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around to cover immediate short-term costs. Then, they'll need to reanalyse their
revenue sources to look for new ways to generate long-term income.They may also
enhance their profit margins.
Personnel Crisis. Personnel crises occur when an employee or individual who's
associated with the company is involved in unethical or illegal misconduct. These
situations can result in a serious backlash against the company. They can also affect
the reputation of an organization.
Organizational Crisis - Organizational crises are situations where the company has
significantly wronged its consumers. Rather than creating mutually beneficial
relationships, businesses may use their customers only for profit. This type of crisis is
often the result of misconducts such as withholding of information, exploiting
customers, and misusing managerial powers. Changing company culture is the best
way to address organizational crises situations. Embracing an organizational

culture that's dedicated to customer success can reduce the chances of
encountering such crisis.
Technological Crisis - In today's tech-driven age, businesses heavily rely on
technology to perform their day-to-day functions. So, when the same technology goes
wrong, they have a lot more to worry about. Ecommerce sites and software
companies can lose millions of potential leads if their servers malfunction.
Product Recalls - Product recalls or defects can damage a company’s reputation for
years. You should have a crisis communications plan in place if a problem, such as
above, ever arises. During a product recall, not only sales of your particular product,
but that in other product lines may also suffer. Prevention and communication are key
to rebuilding brand trust.
Employee Misconduct - People are the core of every company. They are the element
that interact, build relationships, and promote trust with your brand. An individual
employee can brighten a customer’s day, or they can ruin the reputation of a
company. If an employee violates company policy, or represents the company with
ill-intent, the same needs immediate action.
Conflict with Interest Groups - Conflicts can arise from political, environmental,
social and cultural interest groups who may feel threatened by some of company’s
initiatives. Ignoring them may backfire because but they are members of the
community and being a stakeholder their concerns should be addressed.
2.4 TYPES OF CRISIS MANAGEMENT IN DISASTER SITUATIONS
When crisis strikes the crisis management team gears up to take immediate actions
for safeguarding the interest of the organisation. The important aspects in a crisis
situation that Crisis Communicators must remember are the following:
Odisha State Open University, Sambalpur
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First and foremost is Empathy. Every single word that one utters during a
crisis situation weighs much more than what it means. Those who are at the
receiving end are in a state of chaos, jeopardy and vulnerability. So, dealing
with them would need empathetic understanding of the state of the affected
stakeholders.



It is always important to talk in the context during crisis situation. Evading
and avoiding are unwarranted. So, those handling crisis communication
should remember that they must remain aware about the context and make
every conversation relevant to the context.



People want truth even in the direst circumstances. So, hiding facts, that may
do more harm than good, is best avoided.

EMPATHY

CONTEXT

CRISIS
COMMUNICATION

TRANSPERANCY

ACTION

2.4.1 Responsive Crisis Management
As the name suggests, this type of crisis management is prepared to match the crisis
situation. Responsive crisis management executes the crisis management plan and
handles any unexpected roadblocks that may pop up. This includes communicating
with stakeholders, informing employees, and creating adaptive solutions. Responsive
crisis management is used for scenarios like financial and personnel crises where it's
imperative that you provide a timely response.
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2.4.2 Proactive Crisis Management
This is a preventive measure taken by an organisation to mitigate crisis before it flares
up. Proactive crisis management anticipates a potential crisis and works to prevent it,
or prepare for it. For example, if a company is located in an area that's exposed to
extreme weather, or earthquake or floods, the best way to handle such a crises is by
being proactive. Building infrastructure (such as an earthquake-resistant office) that's
resilient to weather in that area and preparing an evacuation plan in the event of an
emergency becomes extremely important.
2.4.3 Recovery Crisis Management
This is the worst kind of crisis management which causes maximum damage because
the organisation is unable to see the crisis coming. Technological and personnel crises
can often blindside a business, causing long-term, negative effects. In these cases,
your company may not be able to lessen the impact, but you can begin to salvage
what's left of the situation. This is when you would use recovery crisis management
to issue a public apology and conduct research into what caused the unexpected crisis.
Nowadays, community managers and customer service professionals have to deal
with business crises over social media. These problems could include nasty
comments, unhappy customers, delivery issues, or a marketing faux pas — all
problems that arise frequently and deserve reasonable and empathetic
responses.While some of these issues are easily resolved, others aren't so black-andwhite. Some can quickly escalate into a crisis where the right action to take isn't
always clear. However, having a Crisis Communication Plan ready helps to tackle a
crisis situation better.
2.5 CRISIS COMMUNICATIONS PLAN
When an emergency occurs, the need to communicate is immediate. If business
operations are disrupted, customers will want to know how they will be impacted.
Regulators may need to be notified and local government officials will want to know
what is going on in their community. Employees and their families will be concerned
and want information. Neighbours living near the facility may need information—
especially if they are threatened by the incident. All of these audiences will want
information even before a business has a chance to communicate.
An important component of the preparedness program is the crisis communications
plan. A business must be able to respond promptly, accurately and confidently during
an emergency in the hours and days that follow. Many different audiences must be
reached out with information specific to their interests and needs. The image of the
Odisha State Open University, Sambalpur
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business can be positively or negatively impacted by public perceptions of the
handling of the incident.
Understanding potential audiences or stakeholders is the key, as each audience wants
to know: “How does it affect me?”
2.5.1 Who are the Audiences or stakeholders
Understanding the audiences that a business needs to reach out to, during an
emergency is one of the first steps in the development of a crisis communications
plan. There are many potential audiences that will want information during and
following an incident and each will have its own needs for information. The challenge
is to identify potential audiences, determine their need for information and then
identify who within the business is best able to communicate with that audience.
The following is a list of potential audiences.









Customers
Survivors impacted by the incident and their families
Employees and their families
News media
Community-especially neighbourhood
Company management, directors and investors
Government elected officials, regulators and other authorities
Suppliers

2.5.2 Stakeholder Contact Information
The Contact information for each audience or stakeholder should be made available
during an incident. Lists should be updated regularly, secured to protect confidential
information and made available to authorized users at the emergency operations
centre or alternate locations for use by members of the crisis communications team.
Electronic lists can also be hosted on a secure server for remote access with a web
browser. Hard copies of lists should also be available at alternate locations.
Customers
Customers are the life of a business, so contact with customers is a top priority.
Customers may become aware of a problem as soon as their phone calls are not
answered or their electronic orders are not processed. The business continuity
plan should include action to redirect incoming telephone calls to a second call centre
(if available) or to a voice message indicating that the business is experiencing a
Odisha State Open University, Sambalpur
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temporary problem. The business continuity plan should also include procedures to
ensure that customers are properly informed about the status of orders at the time of
the incident.
Suppliers
The crisis communication or business continuity plan should include documented
procedures for notification of suppliers. The procedures should identify when and
how they should be notified.
Management
Protocols for when to notify management should be clearly understood and
documented. Consider events that occur on a holiday weekend or in the middle of the
night. It should be clear to staff which situations require immediate notification of the
management, regardless of the time of day. Similar protocols and procedures should
be established for notification of directors, investors and other important stakeholders.
Management does not want to learn about a problem from the news media.
Government Officials & Regulators
Communication with government officials depends upon the nature and severity of
the incident and regulatory requirements. Businesses that fail to notify a regulator
within the prescribed time risk incurring a fine. Environmental regulations require
notification if there is chemical spill or release that exceeds threshold quantities.
Other regulators may need to be notified if there is an incident involving product
tampering, contamination or quality. Notification requirements should be documented
in the crisis communications plan.
Employees, Victims and Their Families
Human Resources (HR) is responsible for day-to-day communications with
employees regarding employment issues and benefits. HR should coordinate
communications with management, supervisors, employees and families. HR should
also coordinate communications with those involved with the care of employees and
their families.
The Community
When any kind of hazard takes place affecting the surrounding community, then the
community becomes an important audience. If so, community outreach should be part
of the crisis communications plan. The plan should include coordination with public
safety officials to develop protocols and procedures for advising the public of any
hazards and the most appropriate protective action that should be taken if needed.
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2.6 IMPORTANCE OF NEWS MEDIA DURING A DISASTER SITUATION
If the incident is serious, then the news media will be on scene or calling to obtain
details. There may be numerous requests for information from local, regional or
national media. The challenge of managing large numbers of requests for
information, interviews and public statements can be overwhelming. Prioritization of
requests for information and development of press releases is needed.
State in the company policy that only authorized spokespersons are permitted to
speak to the news media. Communicate the policy to all employees explaining that it
is best to speak with one informed voice.
2.6.1 Messages
During and following an incident, each audience will seek information that is specific
to them. “How does the incident affect my order, job, safety, community…?” These
questions need to be answered while communicating with each audience.
After identifying the audiences and the spokesperson assigned to communicate with
each audience, the next step is to script messages. Writing messages during an
incident can be challenging due to the pressure caused by ‘too much to do’ and ‘in too
little time.’ Therefore, it is best to script message templates in advance if possible.
2.6.2 Importance of pre scripted messages
Pre-scripted messages should be prepared using information developed during risk
assessment. The risk assessment process should identify scenarios that would require
communications with stakeholders. Different scenarios requiring pre scripted
messages include:


accidents that injure employees or others



property damage to company facilities



liability associated injury to or damage sustained by others



production or service interruptions



chemical spills or releases with potential off-site consequences, including
environmental



product quality issues
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Messages should be scripted to address the specific needs of each audience, which
may include:


Customer



Employee



Government Regulator



Elected Official



Suppliers



Management



Neighbours in the Community



News Media

Messages can be pre-scripted as templates with blanks to be filled in when needed.
Pre-scripted messages can be developed, approved by the management team and
stored on a remotely accessible server for quick editing and release when needed.
Another important element of the crisis communications plan is the need to
coordinate the release of information. When there is an emergency or a major impact
on the business, there may be limited information about the incident or its potential
impacts. The story may change many times as new information becomes available.
One of the aims of the crisis communication plan is to ensure consistency of message.
If you tell one audience one story and another audience a different story, it will raise
questions of competency and credibility. Protocols need to be established to ensure
that the core of each message is consistent.
2.6.3 Contact & Information Centres
Communications before, during and following an emergency is bi-directional.
Stakeholders or audiences will ask questions and request information. The business
will answer questions and provide information. This flow of information should be
managed through a communications hub.
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Contact and Information Centres form the “hub” of the crisis communications plan.
The centres receive requests for information from each audience and disseminate
information to each audience. Employees from multiple departments may be assigned
to communicate with a specific audience.
The contact centre fields inquiries from customers, suppliers, the news media and
others. The contact centre should be properly equipped and staffed by personnel to
answer requests for information. The staff working within the contact centre should
be provided with scripts and a “frequently asked questions” (FAQ) document to
answer questions consistently and accurately.
The “information centre” consists of existing staff and technologies (e.g., website,
call centre, bulletin boards, etc.) that field requests for information from customers,
employees and others during normal business hours. The information centre and its
technologies can be used to disseminate information out to audiences and post the
same for online reading.
Odisha State Open University, Sambalpur
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The goal of the crisis communication team is to gather information about the incident.
This should include monitoring the types of questions posed to call centre operators
or staff in the office; emails received by customer service; social media chatter or
stories broadcast by the news media. Using this input, the crisis communication team
can inform management about the issues that are being raised by stakeholders. The
management should, in turn, provide input to the messages generated by the crisis
communications team. The team can then create appropriate messages and
disseminate information approved for release.
2.6.4 Resources for Crisis Communications
Resources should be available within the primary business site. The following
provisions should be made to set up similar capabilities within an alternate site in case
the primary site cannot be occupied:


Telephones with dedicated or addressable lines for incoming calls and
separate lines for outgoing calls



Access to any electronic notification system used to inform employees



Electronic mail (with access to “info@” inbox and ability to send messages)



Fax machine (one for receiving and one for sending)



Webmaster access to company website to post updates



Access to social media accounts



Access to local area network, secure remote server, message template library
and printers



Hard copies of emergency response, business continuity and crisis
communications plan



Site and building diagrams, information related to business processes and loss
prevention programs (e.g., safety and health, property loss prevention,
physical and information/cyber

security,

fleet

safety, environmental

management and product quality)


Copiers



Forms for documenting events as they unfold



Message boards (flipcharts, white boards, etc.)



Pens, pencils, paper, clipboards and other stationery supplies
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2.6.5 Create a Chain of Command and Emergency Contact List
When disaster strikes, people tend to scramble. You can help to maintain order and
ensure consistency in communications by creating a chain of command.
Ensuring employees know the correct contacts is vital. Create and distribute print and
electronic emergency contact lists to all employees, and be sure to include it in new
hires’ paperwork packets. Try to include as many contact methods as possible,
including:
 home phone
 office phone
 mobile phone
 work email
 personal email
 Facebook
 Twitter
Ensure Important Contact Records and Documents Are Available Off-Site
Anticipate disaster situation that will emerge due to emergency situations like a
natural calamity. Backing up the business data is imperative. Companies must back
up information regularly, preferably once a week. Your best bet is to use an automatic
online back-up service that allows you and your employees to access business data
from any computer with an Internet connection. While digital back-ups are your best
bet, physical documents remain king when power isn’t available. Print copies of
client rosters, banking information, contact numbers for vendors and similar
documents and store them at the office, and in some other safe places too.
Prioritize Audiences
Who receives information first depends upon the situation? The golden rule is that
victims and their families always come first. Ensure they receive the most current,
verified information.
When faced with a disaster analyse which audience will feel the biggest impact from
the disaster. In PR disasters, focus on the media but be sure key employees know
what you’re communicating to the press.
Proactive Development of Messages for stakeholders
Once your employees know the chain of command, there’s just one big piece of the
puzzle left: What are they supposed to communicate? The message to convey during
a disaster is different every time. It is always good to develop templates and scripts
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beforehand. This helps during crisis situation because it can be tweaked in a few
minutes rather than wasting hours writing them in the midst of all the chaos.
Ideally, these messages are crafted based upon the most likely disasters discovered
during the risk assessment conducted while preparing normal disaster recovery plan.
Take Advantage of Multiple Communications Methods
The communications methods that an organisation will choose will depend on the
kind of disaster one is facing. When the power is out and all means of travel is
disrupted, options are limited. The best practices of disaster preparedness require
corporates to have non-digital landline phones, walkie-talkies and battery-powered
radios on-hand even when there is a DG back up.
During a disaster each communication method should be used to its full advantage.





Phone. Many businesses set up an automated system with recorded updates to
reduce the number of calls you or your employees take.
Email. In addition to the emails mentioned earlier, setting up a special
disasters-only email address can be considered as an option.
Website. Post relevant, timely updates about your disaster-recovery progress
without promising a resolution in an unrealistic timeframe.
Social Media. Use Twitter and Facebook to provide status updates about the
emergency. Be sure to present just the facts—and only facts relevant to your
audience. In a disaster response, many organizations begin status updates with
“UPDATE:” and stick to disaster-only tweets.

2.7 USE OF SOCIAL MEDIA FOR EFFECTIVE MANAGEMENT OF CRISIS
Whether a crisis occurs online or off, you can expect there to be a social media
response from your customers. In fact, studies show that 80% of customers will use
social media to engage with a brand. Social media is becoming the preferred method
of communication because it empowers consumers with the ability to post a review
instantly on your account for all of your followers to see. If your brand makes a
mistake, customers will be quick to take to their phones to tweet or post about the
issue. When left unchecked, these comments can quickly compound and escalate a
simple problem into an alarming crisis.
2.7.1 Benefits of Social Media Crisis Management
The good news is that social media can be a powerful tool for managing a business
crisis. It allows you to communicate with nearly your entire customer base over one
or two platforms. Your company can quickly broadcast a message and get ahead of a
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crisis when needed. You can also speak directly with customers using direct
messaging or commenting. If the customer posts publicly on your timeline, an
effective response from your customer service team can serve as a positive example
of your customer service's credibility.
2.7.2 Social Media Crisis Management Plan
When it comes to managing crisis, having a social media plan in place can be
essential to your team’s success. If you’re not sure where to start, take a look at this
outline which details every component that you should include in your crisis
management plan.
1. Identify the source of the problem.
The first step to crafting a social media crisis response is to identify the problem and
locate where it originated. Not every social media crisis will start from an online
source. Often something that happens in popular culture or in news events will result
in a social media uproar. Finding out what caused the crisis can help you determine
not only the correct response but also the appropriate channels to distribute it through.
2. Categorize the issue as a crisis or problem.
The next step in handling a social media crisis is to determine the severity of the
issue. Is it a problem? Or, is it a crisis? A problem is a minor customer service issue
that can be resolved using standard service tactics. Your company may solve this with
a coupon or discount that’s sent to a customer who writes an unhappy comment or
post.
3. Use an internal flowchart to execute actions.
Once you have established the right course of action to take, the next step is to
execute your prepared game plan. Since crises tend to escalate, it helps if your team
plans a flowchart for what to do if a crisis becomes more severe.
The reality of crisis communication today is complex and contradictory. The speed at
which consumers generate information about organizations is surpassing the speed by
which public relations practitioners can monitor and verify the validity of such
content, in order to respond before, during, and after a crisis incident. Because social
media users can instantaneously create visual and textual dialogue with an
organization, there is a corresponding expectation that organizations should respond
just as quickly throughout all phases of a crisis incident. But taking the time to verify
information and craft appropriate and effective responses is necessary to avoid legal
issues and other complications.
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2.8 CHECK YOUR PROGRESS
1. Who are the audiences or stakeholders of a business?
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
2. Why is a Disaster management plan important?
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
3. Social media can be a double edged sword for a corporate communication
practitioner. Justify.
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
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UNIT-3

CASE STUDIES IN CONFLICT RESOLUTION
AND CRISIS HANDLING

STRUCTURE
3.1 learning Objectives
3.2 Introduction
3.3 Theoretical perspective of crisis handling
3.4 Case Study-1 in conflict resolution and crisis handling
3.5 Analysis
3.5.1 Strategies and Execution
3.6 Case Study-2 in conflict resolution and Crisis handling
3.7 Analysis
3.8 Special Case Study - Tata’s Communication during COVID-19

3.9 Check Your Progress
3.10 References

3.1 LEARNING OBJECTIVES
After going through this unit, you will:


Know about the best practices of conflict resolution and crisis handling



Be exposed to some case studies of well-known corporate crisis situations



Know about the use of social media in handling crisis situations

3.2 INTRODUCTION
Today, the methods of crisis handling are much different than the pre-internet era.
Whether we like it or not, but the truth is, social media is here to stay. The entire
gamut of communication has changed with the advent of internet in general and
social media in particular. The way in which companies communicate with
stakeholders during a crisis event is rapidly changing with the 24-hour access
provided by the Internet, Facebook, Twitter, and YouTube. Public relations
practitioners and other communication executives are struggling hard to craft
messages and maintain control of the flow of messages within this dynamic
landscape.
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3.3 THEORETICAL PERSPECTIVE OF CRISIS HANDLING
As Schiller (2007) explains, in “times of crisis, while corporate communication
executives are preparing manicured statements, customers are [simultaneously]
blogging, e-mailing and posting photos out of rage and desperation because the very
people who should be listening to them aren’t”. Bell (2010) asserts that stakeholders
become “interpretive communities in organizational crisis contexts,” capable of
cultivating an organization’s reputation through information they receive in
cyberspace. Social media allows stakeholders to control when, where, and how
“reputational meanings are born and disseminated”. Nowhere is this dynamic
between organizations and their publics more apparent than on video sharing sites,
such as YouTube, that encourage citizens and bloggers to be the co-producers of
messages.
From a communication perspective, according to Jaques (2008), case studies “are
generally a narrative of events which are critically examined in relation to recognized
public relations theories and models in order to fully appreciate what happened and to
consider alternative strategies and outcomes”, and are written to provide practical
value to managers and practitioners alike who are struggling to manage and control
the flow of messages in the viral/digital landscape
These principles are similar to the 10 best crisis communication practices (Seeger,
2006):
1.
2.
3.
4.
5.
6.
7.
8.
9.

Process approaches and policy development;
Pre-event planning;
Partnership with the public;
Listening to the public’s concerns and understanding the audience;
Honesty, candour, and openness;
Collaborate and coordinate with credible sources;
Meeting the needs of the media and remaining accessible;
Communicate with compassion, concern and empathy;
Accepting uncertainty and ambiguity

Veil, Buehner, and Palenchar (2011) extend Seeger’s best practices, incorporating
social media tools by making social media engagement a part of risk and crisis
management policies and procedures; incorporating social media while scanning the
environment; being a part of rumor management to determine appropriate channels;
and using social media to communicate updates.
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Compiling and synthesizing these practices is not an easy task as “crises and disasters
are relatively unique in nature, inherently dynamic, and unpredictable” (Bell, 2010).
These practices, according the Seeger (2006) “do not constitute a plan, but are the
principles or processes that underlie an effective crisis communication plan and
effective crisis response” (p. 242). Given the nature of crises, these practices will
unfold and evolve differently within each situation.
Taking a situational approach to crisis communication, Coombs (2004) offers the
Situational Crisis Communication Theory as an explanation for how organizations
select a crisis response strategy. Essentially, a crisis triggers attributions of
responsibility to the organization from stakeholders, along three dimensions: 1)
whether the crisis has happened before or is likely to happen again; 2) whether the
event was controllable or uncontrollable by an individual or the organization; and 3)
whether the crisis occurs within the organization or external to it.
Based on stakeholder attributions, an organization will respond communicatively by
cycling through a four-step process:
1. observe events;
2. interpret information for accuracy and relevance;
3. choose a strategy among alternatives; and
4. implement the solution (Hale, Dulek, & Hale, 2005).
Ideally, the strategy chosen will be aligned with the best practices and principles
articulated above and will follow the four-step process.
3.4 CASE STUDY-1 ON CRISIS HANDLING
CASE STUDY – DOMINO’S
On Easter Sunday in April 2009, two Domino’s employees who were bored
“working in a North Carolina store figured it would be just hilarious to post a video
of themselves, defiling sandwich ingredients”. The duo created five videos in total,
one of which showed an individual sticking mozzarella cheese up his nose and then
blowing the cheese on a sandwich, among other unsanitary and stomach-turning
activities. An estimated 1 million people viewed these videos before they were pulled
out two days later.
During the first 24 hours, Tim McIntyre, Vice President of Corporate
Communications, surveyed the situation and determined that the videos were not a
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hoax. He then began to communicate internally and externally with “relevant
audiences at that time including the social media people of Domino’s, Head of
security, Senior management team.
According to Amy Jacques (2009), in an article published in The Public Relations
Strategist,
Domino’s
collaborated
with
the
consumer
watchdog
organization GoodAsYou.org, which first alerted Dominos of the employee video, to
identify the rogue employees as Kristy Hammond and Michael Setzer. By Tuesday,
according to McIntyre, the company was responding to customers’ queries on
Twitter about whether the company knew about the situation, what the company
was doing, and why the company had not issued an official statement. By
Wednesday, Patrick Doyle, President of Domino’s Pizza, recorded an apology that
was then uploaded onto YouTube.
During this event, bloggers and journalists alike captured this crisis in articles and
case studies, offering step-by-step timelines.

3.5 ANALYSIS
What follows in this case study is an analysis of Domino’s crisis communication
strategies, using a blend of best practices for crisis management from the principles of
public relations management crafted by Arthur W. Page.
In this case, Domino’s as an organization was not directly responsible for this crisis,
as the event occurred internally at the hands of employees, and this type of crisis had
never happened before.
While you read the case study, you can ask a few pertinent questions to analyse the
situation.
Did Domino’s follow the best practices outlined by Seeger and the Page principles?
What were the brand’s overall actions, decisions, and strategies for managing the
crisis? In the case of Domino’s, it was not the consumers’ attributions of
responsibility to Domino’s that triggered the strategy. Rather, what triggered Patrick
Doyle’s decision to deliver a video apology on YouTube was the medium itself,
which begs the questions,
How did social media impact or influence the decision-making process? and What
crisis communication lessons were learned in the process?
Odisha State Open University, Sambalpur

Page 27

3.5.1 Strategies and Execution
This first Page principle—Tell the truth—begs a series of questions about whose truth
needs to be told and about what in particular. In crisis situations, multiple truths or
social constructions of the event(s) are vying for attention simultaneously: in general,
customers, the company, its employees, and the media. The truth that Tim McIntyre,
VP of Communications, wanted to convey was that this incident was “a rogue act of
two individuals who thought they were being funny. That they do not represent this
brand. That they do not represent the 100,000 people who work every day at
Domino’s Pizza all over the world”
The truth that Patrick Doyle wanted to articulate was that “We didn’t do this. We’re
sorry. And we want to earn your trust back”
However, in wanting to be honest, open and candid (Seeger, 2006) about the
situation, Domino’s needed to take responsibility. However, taking responsibility had
the potential of exposing the organization to lawsuits and other legal vulnerabilities
(Claeys & Cauberghe, 2012).
In order to mitigate the consequences of being truthful and minimize the damage to
the organization’s reputation, the company collaborated and coordinated with
credible sources (the watch dog organizations and local authorities) and partnered
with the public to observe and interpret the events, so as to not to “act too hastily and
alert more consumers to the situation it was attempting to contain”
Unfortunately, a consequence of following the principles and best practices was that a
24 hour lag occurred. Because Domino’s hesitated, customers began tweeting about
whether the company actually knew what was happening and questioning what it was
going to do about the videos.
The first message acknowledging the crisis was uploaded onto the corporate website
on the day after the offending videos had been posted, but the message hardly yielded
any hits. Domino’s did not reach its most popular audience through this social
medium.The only way to combat and lessen the impact of a social media generated
crises like what Domino’s experienced is to integrate social media into crisis
communication strategies and to create strategies for monitoring social media
dialogue (Tinker, Fouse, & Currie, 2009). Schiller (2007) agrees that “Brands that get
it right will be the ones that will use the same online tools as their customers”
The reality of crisis communication today is complex and contradictory. Because
social media users can instantaneously create visual and textual dialogue with an
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organization, there is a corresponding expectation that organizations should respond
just as quickly throughout all phases of a crisis incident.
3.6 CASE STUDY - 2
January 31 was a nightmare for GitLab. Some of its clients’ data from a primary
database service was accidentally removed. In addition, the backup didn't work and
GitLab lost access to a huge amount of data. As a result, GitLab.com service was not
available for 18 hours. The brand’s reputation was at serious risk.
Just imagine: You’re a social media manager for a company that has to store
developers’ code. Your clients trust you with the most valuable thing -their intellectual property. And your company lost it. In GitLab’s case, this accident
affected more than 5,000 clients’ projects worth billions of dollars. What’s more, the
list of GitLab’s clients include such organizations as IBM, Sony, NASA, Alibaba,
Invincea, Jülich Research Center, O’Reilly Media, Leibniz-Rechenzentrum (LRZ) and
CERN.

3.7ANALYSIS
Bad things happen even to good companies. No matter what the reasons for a crisis
are, it can affect and even destroy a brand’s reputation. In such a situation, a company
must react.
There are two possible ways for a company to deal with a crisis situation. The first is
to hide and keep silent. Do not admit the problem; do not comment; do not say
anything. Just wait and hope your clients or the media didn’t notice what’s happened.
That might work, but be careful. If the problem catches the attention of social media
and people see you’ve yet to react, any future comments might prove useless.
The second way is to face and attempt to repair the issue. This is tough. It requires
split-second reactions to comments and mentions throughout the web, especially on
social media. But if you handle it properly, you’ll save your brand’s reputation and
show the public you’re committed to helping them.
GitLab’s recent handling of a crisis is a perfect example of the latter approach.
Can you imagine dealing with thousands of furious customers? Can you imagine how
quickly the negative information was distributed? What would you do in this
situation?
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Let’s look at how GitLab handled this crisis, step by step.
Step-1: Take immediate action.
Thinking carefully and analyzing the situation is dramatically important in any crisis
situation. It’s all about making the right decisions within the right timeframe.
Remember, you can hide or you can admit the problem publicly. If you choose the
second way, go to social media first, as Gitlab did.
Gitlab posted on Twitter and admitted that it was performing emergency maintenance
in order to get the service back up and running.
Step-2: Keep your audience updated.
It’s a common mistake to wait until the problem is resolved to communicate with
your audience. If you decide to go public with the problem, make sure everyone
believes that it’s under control and that you’re diligently working to rectify the
problem. Update your customers about the status of the problem, including what’s
going on and how long it will take to fix.
The day after the incident, GitLab provided an explanation and informed everyone
what went wrong and how it planned to resolve it. The company published an
explanation on its website and posted it on Twitter.
From that moment on, the company kept its audience updated regularly,
communicating and answering all questions. It even created the hashtag #HugOps so
it wouldn’t miss important comments and mentions. This move gave GitLab’s
audience the opportunity to find all the answers they needed. Instead of talking to
each other and gossiping, the audience conversed with GitLab and participated in
solving the problem.
Step-3: Monitor social media and forums.
In crisis situations, it’s also important to keep up with how your customers are talking
about the issue across the web. Track the conversations and react with information
and updates if your number of complaints grows. There are plenty of tools that will
help you spot all important mentions or comments on blogs and news sites.
Gather all your brand mentions in one place and sort resources by authority and
number of comments per resource. Monitor the situation on social media to discover,
follow and collaborate with people and companies who mention you or your brand.
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You can sort them by number of followers and decide on the one which requires your
immediate attention.
Prioritize all resources and people that mentioned your brand, figure out who’s
creating the biggest buzz and connect with the authors as soon as possible.
Remember, reacting quickly is the most important thing in such situations, so use the
tools that can help you react immediately.
Step-4: Be Transparent.
Sometimes the problem can’t be fixed in one day. You’ll need some time. While you
are fixing the situation, do not disappear. Stay with your audience. They want to
know what’s going on and if you don’t give them answers, they will draw their own
conclusions.
From a marketing point of view, GitLab did a great thing -- it stayed in touch with its
audience throughout the crisis situation.
GitLab maintained an online presence by:





Creating a Google document with live notes
Creating a special hashtag, #HugOps, to monitor the entire situation
Streaming on YouTube to discuss the problem-solving process
Encouraging anyone to join and help. A lot of those professionals were glad to
help.

After the problem was fixed, GitLab thanked everyone for their help and created
a special logo to express its appreciation.
This smart move transformed the situation entirely. The audience thanked GitLab for
being so transparent and keeping customers informed.
Step-5: Make it work for you.
Ten days after the incident, GitLab published a post in which it described in detail
what it had learned from this situation. Why did it do that? The audience was ready to
understand the problem.
Step-6: When a crisis arises, work with what you know.
Once a crisis hits, the team needs to quickly ascertain the level or significance of the
crisis. Sometimes it’s just an issue, sometimes it’s more. And it can change over time
or circumstance. So be prepared for anything.
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Once you assess the situation, determine the facts. What do you know? Start working
with that. Respond quickly, factually, genuinely.
Document all of the necessary information, including:


A brief description of what happened



What is being done to rectify the situation



Steps being taken to prevent the situation from happening again



Key contacts, names and details, like time, location and anything else that is
known



A website, social media handle/page or toll-free number for additional
assistance or information

Social media is often the first medium where news breaks. The old adage was,
respond within the hour. With social, media you need to respond in seconds. Social
media is an incredibly useful listening and communication tool, so make sure your
team is monitoring the conversation online and responding quickly with what is
known. Not responding is not an option.
A word of caution: Don’t let speed be an obstacle for discerning your message. Be
quick, but precise. Leave no room for misinterpretation. Once again, refer to the
Skittles response mentioned earlier -- be short, quick and to the point.
Create a “war room” for the crisis team. Your war room should be kept away from
the core of your business, out of immediate sight and contact with employees,
customers or others while the team assesses the situation. Rent a hotel suite if you
must, but while you work through the situation, make sure you contain the
information. Until you know more, being a little cautious, even a little paranoid, is not
necessarily a bad thing.
Step-7: Own it, fix it.
Implement a communications strategy to keep customers, stakeholders, and
employees informed of everything that is known. Being up-front and honest is
critical. Mitigate issues early on.
If your own company falters, fails or makes a mistake, don’t keep your mouth shut.
Own it. Apologize for it. And take steps to make it right, quickly.
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3.8
SPECIAL CASE STUDY – TATA’S COMMUNICATION DURING
COVID – 19
Ratan Tata wrote that the Tata Trusts has pledged to protect and empower all affected
communities, and is committing Rs 500 crore for:
 Personal Protective Equipment (PPE) for the medical personnel on the
frontlines
 Respiratory systems for treating increasing cases
 Testing kits to increase per capita testing
 Setting up modular treatment facilities for infected patients
 Knowledge management and training of health workers and the general public
Tata group of companies will be paying full salaries to their temporary workers and
daily wage earners for the months of March and April 2020 even if the workers are
unable to work due to either quarantine measures, site closures, plant shutdowns or
other
reasons
due
to
the
outbreak
of
Covid-19.
Calling the outbreak a major global crisis, Tata Sons chairman N Chandrasekaran
said in a statement on Friday, “The current situation is likely to have a large and deep
financial impact on the weaker socioeconomic segments of our society”.
He said that the group companies have committed to ensure full payments to the
temporary workers during this time of crisis. He also said that the other segment of
focus is the micro, small and medium enterprise (MSME) and the group companies
will closely monitor to ensure that dues to these enterprises are paid on an immediate
basis in order to provide liquidity.
“Each day matters in our fight against this disease. With resolve, we can collectively
overcome this crisis in a manner that is vigilant, careful and compassionate towards
the needs of our fellow citizens,” Chandra said.
He added that Tata group companies have largely enabled a ‘work from home’
(WFH) environment. “We have asked our companies in India to rapidly and
extensively adopt WFH to ensure that employees travel only in the most essential
cases”.
He also said that the government is taking many proactive steps and precautionary
measures to contain this threat in India. “These are tough and uncertain times, and the
nation needs our collective efforts. As our Hon’ble Prime Minister mentioned on
Thursday, resolution and restraint are important to combat this pandemic,” he said.
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3.9 CHECK YOUR PROGRESS
1. What else could Dominos have done or said to restore its image among
stakeholders?
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________
2. What other challenges do you think PR practitioners, marketers, or corporate
communicators could have in telling the truth in the digital age?
____________________________________________________________________
____________________________________________________________________
____________________________________________________________________
____________________________________________________________________

3. What did the Gitlab team do right to handle the crisis situation?
____________________________________________________________________
____________________________________________________________________
____________________________________________________________________
____________________________________________________________________
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