Instructor’s Manual for:

“Quantum Leadership: bldg. better partnerships for sustainable health”
Tim Porter-O’Grady and Kathy Malloch

Chapter 7
Crisis Management

CHAPTER OBJECTIVES 
Upon completion of this chapter, the reader will: 

•
Define crisis and expand on the essential elements of crisis within a leadership context.

•
Enumerate the complexity of systems and the role crisis plays in moving them to change.

•
Explain the role of crisis in the change process and identify the characteristics of crisis in the process of change.

•
Understand and apply the concepts of predictive and adaptive capacity in the role of the leader.

•
Use a systems model for crisis management as a way of systematically confronting and addressing crisis as a normative part of the change process. 

CONTENT OVERVIEW
change is a universal constant. Interestingly enough, probability, variability, and the unexpected vagaries of chance are increasingly seen even at the most significant nanolevels of matter. In short, the continuous presence and action of change in every dynamic of human experience continuously changes the way we see that dynamic and we respond to it as people both personally and organizationally. Our historic approaches to change as a linear and iterative process that demonstrates both a beginning and an end represents inaccurate and inadequate thinking about the action and process of change. In this mental model, change is seen as a continuous line of forces and actions with specific and clear stages that can be planned for and anticipated. 

Reality, however, is quite different. Change is often random, unanticipated, and comes at times where individuals and groups are unprepared or unaware. Often change comes through “the side door” in a way that could not be seen or planned for regardless of the degree of insight and predictive capacity. Managing crisis and dramatic change is a relatively new field of study of applied management. Indeed, predictive and adaptive capacity is now considered a fundamental part of leadership skill development. Skills in this new arena reflect the leader’s ability to forecast and anticipate potential crises, respond to them, help others deal with them, and to develop the ability to accommodate and to adjust to systems failures. Today, with the intensity related to globalization and increasing social and cultural interaction, the potential for change and crisis management accelerates, and the need for skills that systematically address such realities becomes more critical. In today’s world it’s very difficult to avoid crisis. However, crisis management is a systematic approach to addressing the issues of crisis, its origins, and its impact on people and organizations. Crises are generally unpredictable, yet not unexpected. Every person and organization can expect crisis events to unfold as a part of their life experience. The challenge is not so much that crisis occurs but that we are all so surprised by it and unprepared for its impact. So little of organizational constructs and infrastructure is directed and designed in a way that helps individuals and organizations anticipate the occurrence of crisis, accommodate its impact, and adjust organizational structures and behaviors to accommodate the vagaries of crisis and change and to continue to thrive. The notion of thriving in a crisis is often considered foreign to the notion of crisis and the perception of pain and the negative impact it has on persons and organizations. 

CASE STUDIES

Case Study 1.

Community Hospital had been the major health resource for a growing community of 50,000 people for the last 60 years. This hospital provided the full range of healthcare services directed to meeting community needs and had become identified as the community’s healthcare resource. Over the years the community had come to depend on Community Hospital with the belief that it would remain its primary healthcare resource for the foreseeable future. However, a large hospital corporation had been looking at the local market for the past year to determine whether there was market viability for a second hospital and medical center for the fast-growing community. Major assessment activities were undertaken related to market analysis, demographic studies, service demands, and the potential for profitability and market viability activities over the past 8 months. Community Hospital was aware of the activities and had been watching them with interest as they were reported in the local newspaper over that same period of time. However, because Community Hospital had developed such a strong presence and clear identification with its community, it did not fear or anticipate many changes in its existing status or relationship in the community. 

It was not long, however, before the major hospital corporation decided to establish its presence in the community and build a second major medical and hospital presence in the high-growth area of the city. Major television commercials and community initiatives were undertaken to raise questions about current adequacy of service and the need for more vibrant, contemporary, futuristic, and technologically advanced health service within the community. Promises of quality, service, and the best and most advanced clinical and technological services piqued the interest of the community, which began to dramatically change the practice and business characteristics of the local business enterprises and medical staff arrangements and agreements. Before long, physicians, patients, and business relationships were dramatically altered in the community and Community Hospital began to suffer major service and financial challenges. 

-Should this crisis have been anticipated, and if so, when? 

-What kinds of early response activities could Community Hospital have undertaken? 

-When is it best to anticipate a crisis, and what are some early indicators?


Case Study 2.
Community Hospital had for the past 15 years, been the major coronary artery bypass surgery (CABG) center for the local region. It had met the cardiac needs of its population and had been very successful with the surgical procedure with a great deal of positive clinical outcomes and a low level of negative clinical safety and risk issues. Recently, however, the cardiac surgeon’s number of CABG’s had been increasingly negatively affected by the growth in invasive cardiology services development and use of angiography and stenting for coronary occlusion. In fact, the increase in the invasive cardiology service had been dramatic and the need to expand the service required additional space for the use of interventional cardiologists. 

The chief of the interventional cardiologists had recently spoken to the chief of cardiac surgery and had suggested to him that, in the interests of the expanding cardiology service and of the patients they served, it would be appropriate for the surgeons to make a couple of operating suites available on a regular basis to the invasive cardiologists for their procedures. The cardiac surgeons were furious with the cardiology request on top of the financial and service pain they were feeling in the reduction of number of CABGs being done in the surgical suite. Extreme conflict and crisis arose between the two services and much emotional pain and aggression being to exist between the two departments. The chief executive officer and chief nursing officer were caught in the middle of a significant organizational and service crisis that appeared to be growing in intensity.

-Could this crisis have been predicted?

-What would be the most effective tools in identifying the signals indicating change?

-What now? And what inclusive processes need to be in place to help all stakeholders recognize the signals of change collectively and sooner?

Case Study 3.
Joel had been manager of the medical surgical unit of Community Hospital for 12 years. Never in his career had he ever experienced a serious clinical crisis. However he and his staff were in the midst of one now for all of the 22 patients on his unit had contacted Methicillin resistant Staphylococcus aureus (MRSA). The infection had moved quickly through the unit and now every patient on the unit was at risk for the spread of the infection. Joel had just received a confirmation of the information and had not yet undertaken any action. 

All had been well on the unit when he came in on Monday morning, yet, here it was Thursday afternoon and a serious problem had clearly emerged. In assessing the records he noted that all was well on the units until a young man, wounded in a gunfight, was placed on this unit and was the first case of MRSA. The staff had isolated this young man quickly and, as far as he knew everyone had been consistent with Universal Precautions. Still, on this Thursday afternoon MRSA had spread and unless something significant was undertaken shortly it would be a major crisis not only for his unit and his patients but also for the hospital.
Case Study 3 Questions: 

1. As Joel is thinking about the data that he’s received, what are the implications of the data and how does it inform his first steps? 

2. What mechanisms should already be in place in the organization and which controls should be operating and into which Joel should be able to tap as a part of his planned response? 

3. What are the three first steps Joel should undertake in response to his MRSA crisis? 

4. With whom should Joel be collaborating as he initiates the first stages of response to his MRSA crisis? 

5. Does Joel compartmentalize the crisis or does he expand in order to access systems resources?

6. What might be the potential signals and subsequent trigger events that could have indicated the ultimate presence of the MRSA crisis?

7. What key elements would you suggest Joel include in his evaluation of response to this crisis as a way of informing future activities related to the potential for a similar crisis? 

KEY POINTS
· You might not be able to anticipate a particular crisis but you can manage it if you have the right tools and processes in place. Crisis always occurs, so the only variable that counts is readiness and preparedness for appropriately addressing it. 
· Change is constant and the potential for continuous and dynamic crisis is always present. A systematic approach to crisis can be undertaken but all crisis can be undertaken, but all crisis cannot be anticipated. Proactive insight and skills related to crisis management is critical to thriving through crisis events.
· Since change is the only constant, the onset of a crisis might truly indicate a leader’s failure to see the signals of crisis either through the lack of an effective scanning system or through failure of personal diligence.
· External Forces:

1. Social, political, economic, market, community, human, and environmental.

2. Critical shifts in the competitive marketplace. 

3. Innovation in technology or service.

4. Introduction of new factors resulting from radical change.

5. Natural or human generated disaster.

6. Convergence of seemingly unrelated forces.

7. Change in demand of community/individual needs.
· Not including professional staff in decisions that relate specifically to environmental scanning and crisis planning threatens the integrity of the organization and almost certainly advances a serious potential for crisis. Professional staff is closest to the point of service and often has the most incisive access to emerging potential for crisis. Engaging them is critical to ensuring organizational success. 
CLASSROOM ACTIVITY

ENVIRONMENTAL SCANNING AND CRISIS PLANNING 
In the interest and effort to assure that an organization is able to carry out its mission, purposes, and objectives in a sustainable way, it must be able to assess its place in an ever-changing world and in shifting conditions that affect its competitiveness and viability in its market. to do this, it must have an effective environmental scanning process that helps it anticipate, predict, and act on forces that affect its existence and viability. Therefore, an environmental scanning model helps focus objectively and deliberatively in a way that frames an organization’s ability to predict and adapt to environmental and circumstantial shifts and changes. 

Those who use an effective environmental scanning system are able to predict and anticipate critical events regardless of where they occur through the system’s ability to identify signals that alert the organization to potential or impending circumstances or occurrences having an impact on the organization. the scanning processes that constantly send these signals to the organization provide a continuous flow of information about broad-based global, environmental, market, technological, and human potentials having a direct impact on the organization’s ability to do its business (Weick & sutcliffe, 2001). These signals represent to the organization those issues and concerns as well as trends and potentials that directly affect the mission, purpose, and work objectives of the organization. 

Within the context of the environmental scanning system, the effective organization recognizes those triggers that exemplify a direct and impending impact on the organization that will result in the need for a specific response. These triggers alert the organization to the occurrence of situations or events that will require immediate action. Triggers alert the organization’s officials to the need to implement its crisis response plan in a way and at a time that assures appropriate response is undertaken by the organization. This ability of the organization’s leaders to immediately respond to trigger events indicates its flexibility and fluidity in the face of crisis. 

Organizational response to the application of the environmental scanning system assures that the impact of crisis is minimized, and the organization, given appropriate response and time, can maintain its viability and continue to do its work. Therefore, the outcomes of the work of the organization, while necessarily adjusted, are still focused on quality, timeliness, service, and/or product excellence and customer satisfaction. It is implied within the context of the model that both employees and customers are aware of the action of environmental scanning and of the activities the organization undertakes to respond to crisis and continue to meet the needs of those it serves. 

COMPONENTS FOR ASSESSING ADAPTIVE EFFCTIVENESS 
Establishing a framework for environmental scanning is not itself an adequate context for addressing inevitable crisis. The ability to predict and anticipate the potential for crisis provides the foundation for organizational crisis preparedness. However, to assure that appropriate action is taken consistent with the nature of the crisis, adaptive effectiveness demands a specific crisis-planning mechanism. Those doing the planning must be able to confront the strategic, operating, human, and technical problem types that result from the impact of crisis events. 

Planning for crisis preparedness requires that each of the problem types have specific planning processes that enumerate the organization’s responses to a crisis impact in all problem areas. Good crisis preparedness planning would identify specific response plans for each problem type. Furthermore, the plans would sufficiently address particular kinds of threats—environmental, technical/mechanical, and human—that would potentially affect the organization through one or all of its potential problem types. 

CRISIS PREPAREDNESS PLAN 
The composite crisis preparedness plan includes elements that address the specific functional priorities of the organization in each of its problem areas. The structure and elements of crisis preparedness planning can be credited to B. Rike (Rike, 2003). Effective planning would include the specific engagement and expectations of leadership and the role they would play in implementing designated planning activities. A crisis plan group should also be identified, with specific tasks and responsibilities associated with each role. tying crisis to the environmental scanning system and the potential for specific response requires a well-refined mechanism of risk potential and the assessment of risk impact on the organization. A good planning process ascertains risk-specific operating priorities that best respond to the potential crisis. These are clarified with appropriate outlined responses. From the environmental scanning activities and data collection related to potential signals and likely trigger events, a database is established to inform particular crisis response steps (Mccrackan, 2005). the written plan includes all of these elements and is detailed and clear enough that it can be mutually understood by all the stakeholders and effectively implemented. A mechanism for regularly testing (6 months to 1 year) is included as a part of the crisis planning process. 

RECOVERY/SALVAGE STAGE 
As a part of the cycle of crisis preparedness, the organization must have adequate means and processes for immediate recovery from a crisis event (Rike, 2003). Crisis preparedness anticipates that, given time, a crisis will inevitably occur. Adequacy of operational, matŽriel and process responses that lead to organizational stabilization should be incorporated into the recovery plan. The goal of crisis modeling is to prepare sufficient predictive capacity to be able to adequately respond to a crisis in a way that restores effective work processes and maintains the integrity and viability of the organization. Plans related to recovery and salvage should include adequate resources and matŽriel for damage recovery and normal work processes. 

SYSTEMS EVALUATION 
An effective predictive and adaptive system needs continuous monitoring and assessment to assure sufficient capacity and a goodness of fit between the organization’s environmental scanning system (including its crisis preparedness plan) and the prevailing external and internal realities, constantly in flux, which affect the organization’s viability. Anticipating and planning for crisis requires that the adaptive conditions of an ever-changing set of influences be constantly assessed in order to assure that planned responses are consistent with potential crises. A model for assessing adaptive effectiveness must include focus on the system’s adaptive ability and capacity to address prevailing or potential conditions or circumstances that might negatively affect it. 

Systems evaluation should include the elements related to human response to critical events and the ability of leadership, management, work, and the social infrastructure to adequately adapt and respond to a crisis event. Much of the effectiveness of the organization hinges on the ability of human and social systems to act consistent with planned responses and to adapt processes and behaviors appropriate to the situation. This structuration ensures that the actors in a crisis can consistently reproduce and change work and social practices in the face of a specific crisis. This means appropriate preparation with regard to legitimacy of authority, interaction and communication, control, and the morality and ethics of response. 

A good systems assessment includes the review of multiplexity (the diversity of interactions and relationships between organizational networks) and redundancy (the presence of sufficient slack in the organization contrasted with efficiency in resources, processes, information, and adequate human dynamics). The linkage between essential networks of resources, supplies, supports, and systems ensures that the various affected units and related activities are sufficiently interdependent yet coupled in a way that facilitates effective crisis response and the return to normalization. Finally, good systems evaluation results in a reformatted crisis preparedness plan that reflects the adjustment to the new realities. Further enabling the assurance of an effective and systematic response strategy is the question tool set (tool for assessing adaptive effectiveness, see below). the focus of this set of questions is on the relationship to each element of the organization’s adaptive capacity to effectively address a potential or real-time crisis. 

Sample Question Tool for the Model for Assessing Adaptive Effectiveness 
Crisis Preparedness Plan 
The plan should provide clarity around the three major threats—natural or environmental threats, technical or mechanical hazards, and human activities—by identifying the specific threat influencing crisis preparedness. 

Step 1: Leadership support and commitment. Is there clear evidence of leadership responsibility and accountability for coordinating, integrating, and linking disaster preparedness and a recovery plan as well as managing it, evaluating it, and updating it? 

Step 2: Establishing the crisis planning group. Is there a designated group of diverse participants accountable for disaster identification, impact assessment, cost estimation, replacement issues, risk, and response to the identified crisis potentials for the organization? 

Step 3: Performing the risk assessments. Is there a data-driven identification of the risk for the previously identified disasters, the consequences and impact of the disasters, cost assessments of damaging impact, replacement and recovery costs, and likelihood and risk of worst-case scenarios? 

Step 4: Establishing processing and operating priorities. Are there elements that include equipment needs, communication devices, policies, procedures and steps of response, human resource needs, vital records needs, and contingencies necessary to establish an operational response? 

Step 5: Performing data collection. Is there a mechanism for detailing and locating contracts and agreements, backup information systems, staffing information, inventory management, master lists, policies and procedures, security systems, backup sites, and command posts? 

Step 6: Writing the plan. Do appropriate internal teams share a role in writing components of the plan related to administrative action, facilities, crisis logistics, support systems, computers and information systems, system restoration, and individual department operations? 

Step 7: Testing that plan. Is there a regular plan testing process (at least annually) that undertakes testing the plan to determine the following: need for modification, reliability and compatibility of systems, facilities, and planned procedures, the presence of adequate procedures and processes, appropriate team training, organizational responsiveness demonstration, and mechanisms for updating and adjusting the plan? 

Recovery and Salvage Processes 
Step 1: Damage assessment. Is there a mechanism in place for assessing how much damage has occurred, the nature of the damage, the effect of the damage, records and communication systems damage, and insurance carrier responsiveness? 

Step 2: Environmental stabilization. Are portable services available for electricity, water, air circulation, work environment management, and architectural and operational facilities within which recovery can be managed? 

Step 3: Recovery team activation. Are work crews, processes, and mechanisms under way with clear understandings of responsibility and contribution and with adequate support to accomplish the task? 

Step 4: Restoration of function. Have the environmental, operational, and process elements been integrated with structural and support processes and sufficiently recovered in order to assure ongoing normal operations at previous levels or within a new definition of performance capacity? 

Systems Evaluation 
Adaptive Ability 
Is there an intra- and interorganizational process of adaptation that represents a dynamic process of continuing learning and adjustment that addresses ambiguity and complexity in the system? 

Adaptive Capacity 
Does learning in the organization take place at a faster rate than the rate of change in the conditions required to dismantle old routines and create new processes? 

Contingency Impact 
Are there systematic mechanisms in place that assist the organization in anticipating and planning for the impact of a variety of contingencies affecting its ability to operate (see crisis Preparedness Plan)? 

Human Agency and Social Structure 
Can the human behaviors and responses aggregate sufficiently well to indicate a cohesive and collective response to critical events and contingencies? 

Structuration 
Are structure and human interaction linked dynamically with good integration of communication, power, sanctioning, and the forces necessary to facilitate and constrain legitimate action? 

Multiplexity 
Are the number and kind of interorganizational networks and interfaces sufficiently mature, complex, and linked to adequately respond to crisis across systems, including the full variety of stakeholders? 

Redundancy 
Is there sufficient slack (employees, productive capacity, overlaps, jobs, mistake tolerance, communication channels, and information capacity) to meet the dramatic impact of any major crisis or contingent event? 

Linkage of System Elements 
Do all systems link in a seamless connection demonstrating a network of responses at every level of the system, representing a comprehensive synthesis of organizational response to crisis? 

Reformat the Plan 

Do the revised plan and contingency format represent the adjustments, changes, updates, and enhancements necessary to assure as effective a plan for crisis in contingency as possible? 

SUGGESTED ONLINE RESOURCES
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