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ABSTRACT

For organisations to survive in an ever-changingiemi as evident from the current business
environment, sufficient crisis communication andnaxgement practices need to be in place to ensure
organisational survival. Despite the latter, orgational crises are often inefficiently managedahhi
could be ascribed to the lack of managing criestegically(Kash & Darling 1998:180). This study
explores the lack of strategic crisis communicapoocesses within thignancial industryspecifically,

to ensure effective crisis communication with thediaas stakeholder group, through the proposition

of anintegrated crisis communication framewowkich focuses on:

* Combining integrated communication (IC) literatungth Grunig’'s theory of communication
excellence to buildustainable media relationshipisroughtwo-way communicatigrand

* Implementing a crisis communication process thatgnaactive, reactivandpost-evaluative crisis
communication stagethereby moving away from crisis communicatioraggedominant reactive
function.

Key terms: communication, two-way communicationtegrated communication, strategy, strategic
communication, strategic management, crisis comaation, crisis management, excellence theory,

stakeholder, stakeholder relationship building.



OPSOMMING

Vir organisasies om in 'n omgewing wat voortdureretander te oorleef, soos wat tans die
besigheidsomgewing blyk te wees, moet daar voldedmgiskommunikasie en bestuurspraktyke om
organisatoriese-voortbestaan te verseker, in plekesw Ondanks die laasgenoemde word
organisatoriese-krisisse dikwels ondoeltreffendtinegs Dit kan onder andere aan die gebrek om
krisissestrategieste bestuur, toegeskryf word (Kash & Darling, 1998)). Die gebrek aan strategiese
krisiskommunikasieprosesse, toegespits opfidansiéle sektqgrsal in hierdie studie verken word om

effektiewe krisiskommunikasie met dieediaas 'n belanghebbende groep te verseker deur middel

geintegreerde krisis kommunikasie-raamwer&t daarop fokus om die:

* Geintegreerde kommunikasieliteratuur (GK) met Gguse kommunikasie-uithnemendheid-
teorie te kombineer onvolhoubare mediaverhoudingsiet behulp vandie tweerigting-
kommunikasi¢e bou; en

* Implementering van 'n krisis kommunikasieproses mprabktiewe, reaktiewen evaluerende
krisiskommunikasiefasd®et, en sodanig van krisiskommunikasie as 'n ooeweg reaktiewe
funksie wegbeweeg.

Sleutelterme: kommunikasie, tweerigting-kommuni&asgeintegreerde kommunikasie, strategie,
strategiese kommunikasie, strategiese bestuur, iskoimmunikasie, krisisbestuur,
uitnemendheidsteorie, belanghebbendes, belangegeoepudingsbou.
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CHAPTER 1: ORIENTATION AND MOTIVATION

“A crisis strips an organisation of its privacy andleaves it exposed to
public scrutiny” (Willams & Treadaway 1992:57), which
necessitatestrategiccrisis communication and management (Kash &
Darling 1998:180).

11 INTRODUCTION

Modern organisations operate in a crisis envirortnféerwey, Crystal & Bloom 2002:29) “in which
crises are omnipresent and proliferating” (Shriaat 1993:24). Organisations must adapt to
environmental challenges in order to survive andetsure long-term success (Keene 2000:15).
Evidently, organisations face various challenged @perate in an ever-changing milieu that requires
constant adaption and ultimately causes uncertai@tpbler (2003:198) argues that organisations
should become familiar with the notion of instalyilihigh risk and irregularity as the pace of cleng

has increased dramatically, resulting in chaotsteys.

Central to managing this organisational change andertainty, which is synonymous with

organisational crises, liestrategic communicationOrganisations often fail to manage change and
uncertainty, mainly because communication is netveid as a strategic function (Grobler 2003:186).
According to Verwey (2003:15), organisations mygilg strategic communication at individual and at

organisational level to manage continuous changd@ensure organisational success (Fall 2004:239).

This chapter will elucidate this context of thedstun order to highlight the purpose and backgroahd
the study, based on a solid theoretical foundaton, includes the type of study, research probledh a

questions, methodology, and anticipated findings.
1.2 CONTEXT OF THE STUDY

In this section, the purpose, background, relevamceimportance of the study, the relationshiphef t

topic to the discipline of communication and othesearch in the field will be highlighted.



1.2.1 Purpose of the study

Crises are occurrences that threatenstngtegic objectives of an organisation (Richardson 1994.63)
and in essence, the future existence of such anmaion (Fearn-Banks 2007:8). Chong (2004:43)
argues that crisis management should form parthef dtrategic management process, however,
according to Pollard and Hotho (2006:726), thigaerely the case, as some managers regard crisis
management as an insignificant activity. Ashby &iacon (2000:7) state that although it is evident
that crisis management should be integrated insthetegic management process, the relationship
between an organisation’s strategic environment emgls management has not yet been clearly
defined. In order to emphasise the importancstr@tegiccrisis management processes, Verwey et al
(2002:33) contend that “any crisis that develogs i life-threatening or image-threatening evesit, i
most certainly a matter of failure of the corporateucture and processes, and is ultimately the
responsibility of the chief executive and directorBollard and Hotho (2006:731) contend that the
media has the power to shape the public opinioraroforganisation, and therefore highlight the

importance of sufficient communication and relasioips with the media.

Based on this, the purpose of this research isdldofThe first objective of this research is to
determine whether existing crisis communication arahagement processes (in theory and in practice)
contribute towards thstrategic managemenf a crisis as well as towards the effective comication

with themedia The need for amtegratedcrisis communication (ICC) framework will be higgtted

as the second objective of this research, in daensure thatrisis communicationvith the media is
efficiently and strategically managedintegrated communication(IC) will therefore form the
theoretical underpinning of the study and focusestlwe combination of internal and external
communication with key stakeholders (Niemann 2005fhe discipline of IC moved away from the
predominant customer focus, as was the case wifirédecessor, integrated marketing communication
(IMC), to astakeholder focufNiemann 2005:27). It is with this stakeholdendset and coordination
that this study aims to address the necessity rategfic crisis communication through sustainable

stakeholder relationship building.

The premise of the study is specifically evaluatedugh a case study approach focusing on the top
ten South African financial services providers 2008. The reason for selecting the financial inqust

iIs not that it is more predisposed to crises thdhero industries, but that it is, indeed, a



sensitive industry that is often scrutinised, asgbe entrust their money to these institutions (2aage
2008). In agreement, Van Tonder (2008) statesttfeabanking industry, which is the dominant role
player in the financial industry, is closely moméd by the media, as the demise of one bank has a
domino effect on other banks. Van Tonder (2008uesgthat if banks’ expenditure exceeds their
income, it can eventually cause a shortage in titerbank market (due to this interconnected

relationship of banks) which, in turn, affects thleole economy.

The background of the study will be discussed enftilowing section in support of the purpose & th
research.

1.2.2 Background of the study

Crisis scholars have identified various reasons waiggnisational crises are not sufficiently managed
These include, amongst others, the fragmentedeafurisis literature (Shrivastava 1993:25); thekl

of crisis preparedness or proactive crisis managerfieollard & Hotho 2006:730; Sturges, Carrell,
Newsom & Barrera 1991:23; Chong 2004:43; Kash &libgr1998:180; Richardson 1994:59); the
reactive nature of crisis management (Mitroff 2Q®); the inability to resolve issues before they
develop into crises (Gonzalez-Herrero & Pratt 1896Murphy 1996:103); and the lack of strategic
management of a crisis (Kash & Darling 1998:180llaPd & Hotho 2006:723; Preble 1997:669;
Shaw, Hall, Edwards & Baker 2007:559; Gonzalez-elerr& Pratt 1996:82). The focus of this
research will be based on the latter reason as #rgued thastrategic communication assists
organisations in predicting and managing variogsas and dilemmas beyond their operating control
(Kash & Darling 1998:179).

Although crisis communication is predominantly netgl as a reactive or response element of the
crisis management process in the literature (ManlL2906:31; Venter 1994:211; Mitroff & Pearson
1993:102; Coombs 2007:266), the researcher willathat crisis communication should be viewed as
a pro-active and reactive element as well as asgiat aspect of the post-crisis management and
evaluation stage. This argument is supported byz&er-Herrero and Pratt (1996:80) who state that
crisis communication is lng-term procesand should not be regarded as a responsive exenp

the occurrence of a crisis. Furthermore, ElliotQ2@d05) argues that “crisis communication is not a

short-term, one shot public relations effort, orome-way transfer of pertinent information from



organisations to the public. Instead it should lesved as [the] establishment of permanent long-term

communicative relationships with multiple interaald external stakeholders”

Different types of crises exist, including orgatisaal crises, environmental crises, ecologicaes|
terrorist attacks, psychopathic behaviours andawals rumours (Pauchant & Douville 1992:46). This
study specifically focuses amrganisationalcrises which can be defined as irregular, orgaioisally-
based happenings that simultaneously produce amtrtand places pressure on an organisation’s
objectives (Seeger, Ulmer, Novak & Sellnow 2005:7%)erefore, the focus will be on crises that are

caused by organisational activities.

Various general examples of organisational crineSduth Africa exist, such as Eskom and the power
supply crisis, the investigation of Investec by BH&B, and the suspension of SABC’s Group Executive
of news and current affairs, Snuki Zikalala, in efithe mismanagement of a crisis or issue is
apparent. The absence of efficient strategic crigsianagement and communication among
organisations is obvious, which might be ascrilethe assumption made by Preble (1997:669): “the
fields of strategic management and crisis manageinave been evolving separately, despite their

potential for synergistic integration”
1.2.3 Relevance of the topic

According to Darling (1994:4), a crisis can be relga as both a danger and an opportunity, asas als
evident in the meaning of the Chinese word forigngei-ji (a dangerous opportunity). However,
Keown-McMullan (1997:4) contends that the interptiein of a crisis as a danger or threat prevails.
Crises are therefore predominantly seen as diseigvents (Pauchant & Douville 1992:46; Venter
1994:211) that can challenge an organisation’sréutiunot properly managed. In order to effectively
manage a crisis, organisations need to realisentpertance of strategic crisis communication and
management, as strategic planning can alert mareagewf evolving crises (Kash & Darling
1998:180).

Darling (1994:4) further states that a positive apynity might arise from a crisis if proper and
advanced planning, which is often associated wititeqyy, is implemented. Preble (1997:770) supports
this view by stating that strategic managementgeswon the future direction of an organisationiand

usually integrated withplanning literature. Furthermore, Kash and Darling (1998)18o as far as

4



stating that “strategic planning without [the] inslon of crisis management is like sustaining life

without guaranteeing life”.

The traditional view of communication as a techhfoaction in an organisation will thus not suffice

instead, communication, as stated by Fall (2009;288ould be regarded as the fifth management
function next to planning, leading, organising ammhtrolling. Ulmer, Sellnow and Seeger (2007:35)
coincide that crisis communication is a constamicess and should form part of an organisation’s
strategic plans. This indicates that crisis communicatios @ be strategically managed to ensure
effective interaction with all stakeholders, whidn be achieved through an IC approach, descriped b

Niemann (2005:30) assdrategic management process

The need for an integrated crisis communicatiorCjl@amework is therefore evident to facilitate
effective communication with all stakeholders. Besm the media plays an integral part in
communicating crises to the public, it is respolesifor shaping public opinions and reactions.
However, media reports on crisis events are noyniedigmented, lacks objective data and is vague,
leading to coverage that extend organisationaésriy/ causing hearsay and false alarms (Shrivastava
Mitroff, Miller & Miglani 2006:35; Van Tonder 2008)This fact will then form the focus of this study.

1.2.4 Relationship of the topic to the disciplinefacommunication

Crisis communication is a function of public retets (Seitel 2007:400; Venter 1994:209) in that a
well-timed public relations reaction in a crisismmises the possibility of inaccurate reporting dmel

misconception of facts, as well as possible harthéacorporate reputation (Venter 1994:209).

The terms ‘public relations’ and ‘corporate comnuation’ are often used synonymously, ‘lasth
disciplines focus on the management and implementaif organisations’ communication, and in
most instances each addresses exactly the sanee is®s the same techniques, and relies on the same
theory” (Angelopulo & Schoonraad 2006:17). Corperedmmunication can be ‘theoretically equated’
with public relations (Steyn & Puth 2000:6). Despihis close correlation, public relations is more
communicationfocused, while corporate communication is mbusinessorientated (Angelopulo &
Schoonraad 2006:17). As the purpose of this stsighot to analyse the differences between these two
disciplines, public relations and corporate comroation will be used interchangeably, as both fields

as argued earlier, focus on the management ofganmation’s communication with all stakeholder

5



groups. Crisis communication specifically can bsaded as a public relations activity of maintagi
positive relationships between an organisationinplublics during the occurrence of a crisis telgr

the future existence of such an organisation (el84:211).

According to Argenti (2003:42) and MacLiam (2006:8)e head of corporate communication must
have access to the highest level of senior managieimeacticing the communication function as part
of top management, directly reporting to the CEQJ aot as a separate function managed by public
relations officers. The absence of such a struatilfeesult in a less effective communication ftioa
(Argenti 2003:42).

As the focus of this study is to highlight the lamfkthestrategiccrisis communication with the media,
IC guides the research, as Niemann (2005:29) artpa¢d@ encompasses all strategic organisational

communication.
1.2.5 Other research in the field

According to the Nexus Database (2008), no othseakch is currently being undertaken on the
anticipated topic. Research conducted on crisisnmonication is therefore limited. The following

dissertations have been completed on crisis liezaduring 2001 to 2006:

A conceptual model of crisis communication with thedia: a case study of the financial sector
(MacLaim 2006);Local government and crisis communication: an esgitory study(Horak 2006);

andThe Swiss banks: a communication crisis managepsrapectivéBloom 2001).

As the researcher aims to explsteategiccrisis communication and to emphasise the negdssitin

integrated approach, this study can therefore gp@rded as an original contribution to the field.
1.3. LITERATURE REVIEW

The fundamental areas that will be discussed iritk@ture review are strategic communication and
strategic management, which will be contextualigadough IC. Furthermore, the theoretical
framework of this study, with a core focus on tlxeedlence theory, will be discussed followed by an

elaboration on the various perspectives on orgaoisd crises. Strategic management and strategic



communication will be discussed as an introductmihe literature review as these aspects serves as

the anchor for this study.
1.3.1 Strategic management and communication

Freeman (1984:85) and Richardson (1994:60) claiat ttmne of the contributions of strategic
management implementation is that it points towdinésdirection and activities of an organisation in
the future. This is relevant in the crisis conteaq, it will assist an organisation in preparing &md
avoiding possible crises (Richardson 1994:60). Ierél997:770) states that the strategic management
process comprises strategy formulation, implemamtaind evaluation phases, which are indicative of
the proactive, reactive and post-activity qualitefsstrategic management. Carpenter and Sanders
(2007:7) describe strategic management as the ggoemployed by organisations in which the
necessary instruments and structures are appliedder to develop and implemenstaategy They
further define strategy as a “central, integragedernally orientated concept of how a firm wilhseve

its objectives” (Carpenter & Sanders 2007:8). Ggursrunig and Dozier (2002:143) maintain that
strategic management is the process that addrasdadentifies organisational problems. They furthe
argue that the postmodern perspective of strat@gicagement should prevail; “the view of strategic
management as a subjective process in which theipants from different management disciplines
assert their identities” (Grunig et al 2002:143).

This need for strategic relationship building ag pé the strategic management process is highdaht
by Grunig et al (2002:2) who state that organisetidace numerous demands from internal and
external stakeholders, and therefore rely on a canmcation expert to interact and build relationship
with stakeholders. In order to build sustainabékeholder relationships, Wright (2001:18) arguesd th
communication should not be a one-way process; yppities fordialogueandfeedbackhave to be
created in order to strengthen stakeholder relghims. Therefore, it is evident thavo-way
symmetrical communicatioshould be applied, which is defined by Grunig ke(20€02:15) as the
attempt to align the interest of an organisationthwits stakeholders and the utilisation of
communication as an essential instrumentmanage conflictwith stakeholders. Consequently,
applying strategic two-way symmetrical communicatias acontinuous process will assist an

organisation in managing and resolving organisatiorises.



The importance of regarding communication of a$rategicfunction is inevitable, as communication

is the connection between strategy and desiraliomes (Grates 1995:16). Furthermore, Grunig et al
(2002:274) similarly state that “communication @egionals need to rise to the occasion and assume a
more strategic role. They need to integrate thdouar marketing and communication support
functions”. For the purpose of this study, the néedstrategic communication will be addressed

through the application o€C.
1.3.2 Integrated communication (IC)

According to Duncan (2002:8) and further refinedNigmann (2005:30), integrated communication
(IC) can be defined as “thetrategic management procesf organisationally controlling or
influencingall messagesnd encouragingurposeful, data-driven dialogue to create and noulisiy-
term profitable relationships with stakeholders. The essence of this study is capsulated inrttese
definition: to explore and to motivat&trategic crisis communicationthrough an integrated crisis
communication (ICC) approach, thus tt@mbination of all internal and external communioatin
order to deliver efficient crisis communication with the media, instilled dbhgh sustainable
relationship buildingwith the media as externstakeholdegroup.

1.3.2.1 The evolution of IC: from integrated markey communication (IMC) to IC

Integrated Marketing Communication (IMC) is a mankg communication concept that identifies the
value of a detailed plan to evaluate the strategies of a combination of various communication
areas, for example, general advertising, sales @iiom direct response and public relations in ptde

provide “clarity, consistency and maximum communaaimpact” (Kitchen & Schultz 1999:23).

According to Grunig et al (2002:270), the miscorimpof IMC and the inability to decide whether it
either served as an instrument to assist in sedlthgertising and public relations services or wheth
served as a unique communication field, led todtmise of the IMC discipline. Niemann (2005:29)
is of the meaning that a shift from IMC to the meteategic approactof IC emerged so that IC is
regarded as “an umbrella term for all strategiaargational communication” (Niemann 2005:29). For
the purpose of this study, an integrated crisis mamication (ICC) framework will be proposed to

instil strategiccrisis communication with the media. IC will thinee be the core driver of the study.



Further to the discussion of strategic managemedt@mmunication, predominant features of IC
require elaboration, namely the combination of rimé and external communication; and stakeholder

centricity.
1.3.2.2 The combination of internal and external monunication

According to Barton (1990:16), “if a team is dysftional before a crisis occurs, that team will have
dysfunctional response during an incident”. Thisteshent places emphasis on the importance of a
sound internal organisational culture in order ffeciently detect, manage and resolve externalassu
Furthermore Seitel (1989:381) and Wright (1995:191) also stht for an organisation to promote
positive external communication, a sound interrmhimunication climate is essential. In addition, an
IC structure is required as it is built on the pinote that there should biateraction and synergy

between internal and external communication (Niem2005:29).

The principles of internal communication or emplyeommunication (Skinner, Von Essen &
Mersham 2005:92) promote an emphasis on two-waynuamcation and participation (Hendrix
2004:98), as well as the initiation of stable ipggsonal relationships (Van Staden, Marx & Erasmus-
Kritzinger 2002:15). It can therefore be argued fihéernal communication is necessary to achieve

mutual understanding among internal stakeholddngiwis essential in managing external challenges.

Conversely, Heath (1994:230-231) states that extesommunication assists organisations to build
stable relationships with external stakeholdersjlifated by internal stakeholders’ opinion of the
organisation. Van Staden et al (2002:14) definereel communication as “verbal and non-verbal
communication between the organisation and theidmutsorld that is clients, suppliers, shareholders,
the media and the public” and argue that effeatixternal communication is imperative for the growth

and development of a stable image.

Based on the above, it can be argued that in tefmesis communication, internal communication is
vital to keep employees informed in order to comimate consistent messages to external stakeholders
as part of the crisis resolution process. MitraftldPearson (1993:122) maintain that “crisis pregpare
organisations focus on both internal and exteroahraunication”. In accordance, Booth (1993:278)

contends that effective communication, includingeinal and external communication, is critical



during crisis situations. Thus, the need for iategrated crisis communication (ICC) approach,

whereby internal and external communication aresyised, is evident.
1.3.2.3 Stakeholder centricity

One of the dominant evolutionary differences betwi#C and IC (as discussed in Item 1.3.2.1) is the
shift from a customer focus tostiakeholderfocus (Niemann 2005:27). Organisations functionhia
stakeholder century which implies a dominant foonghe needs and wants of stakeholders (Niemann
2005:28). Stakeholders refer to all groups andviddals, both internal and external to an orgarogat
who have the ability to influence and to be infloet by such an organisation’s accomplishment of its
objectives (Freeman 1984:25). It can therefore dganded as everyone who has an interest in an

organisation.

According to Carpenter and Sanders (2007:46), bta#lers’ interests, needs and preferences must be
thoroughly studied as stakeholders can make icdlffto execute a strategy. It is thus essentiddave
a clear understanding of the needs and wants ofntdia (as one of the key stakeholder groups) in

order to build sustainable relationships whichssemtial for effective crisis resolution.
1.3.3 Theoretical framework

Various theories employed in crisis situations vk discussed in order to highlight their key
attributes. Specific focus will be placed on theabence theory as it is argued that it is the most
relevant to provide a theoretical framework forw@h the media through the utilisation of two-way

symmetrical communication.
1.3.3.1 Crisis theories

A critical evaluation of the following theories pi@minantly applied in crisis situations sets thensc

for the theoretical underpinning of this study: @katheory (1996), Coombs’ situational crisis
communication theory (2004), the stakeholder th€d@884), Grunig’s situational theory of publics
(1992), Benoit’'s image restoration theory (1997q &runig’s excellence theory (1992) which will be

the core focus of this study.

According to Murphy (1996:95), the chaos theorgmts to understand the behaviour of nonlinear
and unpredictable systems. Although the chaosyhe@ practical model that resembles the cycle of
10



crisis situations, the theory is more useful as &malogy than a source of practical solutions for
relationships between organisations and their &Elkers” (Murphy 1996:110). As the aim of this
study is to employ strategic crisis managementutnosustainable relationship building, facilitated

IC, this perspective will not suffice.

Coombs’ (2004) situational crisis communicationottye(SCCT) argues that information on historical
crises create perceptions on present crises. Thesseptions should guide the communication
responses in an attempt to protect the reputaticanarganisation (Coombs 2004:266). This theory
does give the necessary credit to the value of aamwation in crisis situations, but only as a
predominantesponseslement. This stands in contrast to the argumesggin the research of viewing
communication as an integrated and continuous psosiere communication should be proactive and
reactive and form part of post-crisis evaluatiomother limitation of the SCCT theory is that it doe

not acknowledge the importance of stakeholdericglahips, which is necessary for an IC perspective.

The stakeholder theory developed by Edward Freet@84) is often applied in crisis situations as,
according to Brown (2006:7), the nature of crisesassitates the urgency for communication to
stakeholders and therefore highlights the workgbiif this theory in crisis communication. More
specifically to this study, crises stimulate intemaedia interest (Seeger & Ulmer 2001:370), which
increases the urgency for sufficient crisis commoation with this stakeholder group. The stakeholder
theory does accept the importance of stakeholdmrgretion, but fails to recognise the importance of
utilising two-way symmetrical communication to fiteite a win-win relationship between the
organisation and key stakeholders, which makes sih&tainability of stakeholder relationships

guestionable.

Grunig’s (1992) situational theory of publics alezognises the importance of stakeholder intemactio
in crisis situations. However, Grunig et al (20@tBargue that the theory “segments publics based o
their perceptions of a situation and subsequend\etrr, not on the desire of an organisation toehav
relationships with them”. This directly contradid¢tee argument of the study of building sustainable
stakeholder relationships, as the theory only fesum the perceptions and behaviour of publics on a

specific situation.
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Benoit's (1997) image restoration theory focusestmtype of message that can be communicated
once an organisation is faced with a crisis (Befh®7:178). The theory places great emphasis on the
importance of post-crisis strategies in order tstaee the image of an organisation, but does not
address proactive and reactive crisis managemeps.sthis viewpoint is also opposing to this stady’

argument about the importance of communication @n#nuous process.

The main limitations of the mentioned theories udd the lack of relationship building with
stakeholders and two-way communication from ané&pective. Subsequently, the excellence theory
(1992) will be discussed and used as the basihi®study as it recognises the importance of ngjld
sustainable stakeholder relationships through Weway symmetrical communication model, thus
creating a win-win relationship between the orgati® and key stakeholders. The theory
simultaneously highlights the importance of the ommication function’s link with strategic

management; therefore empowering communicatiornsteaéegic function.
1.3.3.2 The excellence theory

For the purpose of this study, the excellence thédrthe main emphasis in the analysis of crisis
theories as it is argued that this theory complitsé@ principles. The excellence theory was dewvetop
by Grunig in 1984 and later expanded by Grunig @rdnig in 1992. This theory focuses on the
reasons why public relations contributeotganisational effectivenesghilst highlighting thenonetary
value of public relations to an organisation. It is thgb the building of sustainable relationships with

strategic constituencies that public relations Gbate towards effectiveness (Grunig et al 2002:10)

Dozier, Grunig and Grunig (1995:10) state that camication excellence has three integrated spheres,
namely, knowledge, shared expectations and paatieg culture. The knowledge sphere involves the
role of management, specifically strategic managenand the knowledge ofvo-way communication

is a key characteristic of an excellent communicaprogram. Dozier et al (1995:12) state that two-
way symmetrical communication can either be two-vasymmetrical or two-way symmetrical.
Through two-way asymmetrical communication pubbles persuaded to act in a manner in which an
organisation wants them to. On the contrary, twg-v8gmmetrical communication serves as an
instrument to develop a win-win relationship betwesn organisation and its key publics through

negotiation and compromise (Dozier et al 1995:13)e latter is a core element of the excellence
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theory. Dozier et al (1995:18) further argue tlmbtigh a shared understanding of the communication
function between the dominant coalition and commatars it contributes towards excellent
communication programs. The participative cultysbese provides nurturing conditions for excellent
programs (Dozier et al 1995:17). Dozier et al (129% contend that organisations who attach value to
teamwork, employee involvement in decision makiagd flexibility and receptiveness towards

environmental demands, are more likely to have liettecommunication programs.

Fearn-Banks (2007:57-59) identifies the applicabiéf the excellence theory in crisis situations by
recognising the importance of strong, open relatigps with key stakeholders prior to crises, and
argues that organisations that apply two-way symoattcommunication will suffer less damage from

a crisis.

The reason for focusing on the excellence theorhas it not only serves as a tool for sustainable
stakeholder relationship building in order to faate an integrated crisis communication (ICC)
framework, but simultaneously empowers the commaiidn discipline as an essential strategic
function.

1.3.4 Perspectives on crisis

An organisational crisis holds distinct charactessswhich is evident in the definitions developgsd
various theorists, including inter alia, the foliogy: a crisis is unexpected and uncertain (Ulmeal et
2007:7; Venter 1994:211); it threatens the exiseotan organisation (Ulmer et al 2007:7; Fearn-
Banks 2007:8; Keown-McMullen 1997:4; Chong 2004;4t3)s disruptive (Venter 1994:211; Pauchant
& Douville 1992:46); it is a non-routine event (HEal993:397; Ulmer et al 2007:7); it is regarded a
a triggering event (Fink 1986:15; Keown-McMullen91®4); it is perceived as an inability to cope
(McMullen 1997:4); and it necessitates a timelypmse (Keown-McMullen 1997:4).

Based on the above traits, the following definitfona crisis in an organisational context is fotated
for the purpose of this stud crisis is a disruptive, non-routine event thas@® warning signals and
has the potential to create an illusion of an irdpito cope, which can lead to the demise of an

organisation should a timely response not be impleed.
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In the sections to follow, various aspects on erigél be addressed, including a definition of ixis
management and crisis communication, an elaboratiothe relationship between crisis management
and crisis communication, crisis communication angis management processes, as well as the

reasons for the lack of strategic crisis managermaedtcommunication.
1.3.4.1 Crisis management

According to Stocker (1997:189), crisis managenoamt be defined as the process whereby strategies
are planned and applied in order to avoid or altex possible impact of crisis events on an
organisation. Crisis management forms a vital pérstrategic management (Chong 2004:43) and
strategic planning (Fearn-Banks 2007:9). In essert®@s management provides an organisation with
a systematic response to crisis occurrences ([@ani®94:4). Crisis management includes crisis
communication to various stakeholders, includingiownication with the media (Ferguson 1999:16;
MacLiam 2006:31).

1.3.4.2 Crisis communication

Fishman (1999:348) states that a crisis commuwicatituation involves a set of relationships with
various stakeholders within a constantly changingvirenment and necessitatesffective
communicatiorfor maintaining these relationships. For the paepof this study, crisis communication
will not be regarded as a reactive element uporotoeirrence of a crisis, but as an integral fumctio
throughout the crisis management process. In sugbdhis viewpoint, Grunig et al (2002:146) state
that “communication with potential publics is neededdrefdecisions are made by strategic decision
makers, when publics have formed but not creat®eess or crises, and during issue and crisis stages”
This is further affirmed by Fearn-Banks (2007:9) owktates that crisis communication is the

interaction between an organisation and its stdlein® before, during and after a crisis.

It is important to note that crisis communicatioithathe media is only one element of the crisis
communication process, and it is also importamdte that the whole crisis communication process
must be efficient in order to produce effective commication with the media. The concept ‘media’
“collectively refers to the press, radio, televisiand film” (Wigston 2001:3). For the purpose afth
study, the focus will be on theews medigpress, broadcasting and television), focusingoment

newsworthy information, therefore excluding filfihe reason for selecting the news media as focal
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point is based on the argument that effective imriahips and communication with the news media is

one of the most fundamental areas of the crisisagement process (Barton 1990:7; Seitel 2007:408).

Besides the fact that organisational crises geaanéénse media interest (Seeger & Ulmer 2001:370),
journalists are also skilled professionals thatehtée ability to gather information faster thanpmrate
executives (Barton 1990:7). Adams (2000:26) stdted the manner in which an organisation
communicates with the media during a crisis doé®nly have an effect on public perception, bubals
shapes the future relationship with the media. dPdlland Hotho (2006:731) confirm that public
opinions and attitudes are shaped on the contehtesnnique of media reporting. Consequently, the
importance of efficient crisis communication with the media is an inevealstep during the

management of a crisis.

Many crisis and communication theorists argue ¢joaid media relations is@ntinuoustask (Skinner
et al 2005:8; Pollard & Hotho 2006:731; Hoggan 1891and that it is not a reactive effort only when
publicity is required. Subsequently, it is argubdttmedia relations prior to a crisis will benefitd
assist an organisation in resolving a crisis. Basedhis, it is necessary to state that the rebearc

argues that there israciprocalrelationship between crisis management and @wismunication.
1.3.4.3 Relationship between crisis management ansis communication

Although crisis communication is seen as a reacsiep of the crisis management process, for the
purpose of this study, it is argued that crisis oamication, from an IC perspective, should prevail

before, during and after a crisis, thus encapswgathe entire crisis management process (that has
proactive, reactive and post-evaluative crisis rgangent stages). Consequently, crisis communication
should be practiced on each stage of the crisisagement process, thereby implying that the crisis
communication process should also have proacteastive and post-crisis communication stages. It is
therefore argued that there is raciprocal relationship between crisis management and crisis

communication.
1.3.4.4 Crisis communication and crisis managemenbcesses
Various crisis communication and management presesss evaluated in order to obtain the key

thrusts and to determine whether it has proactigactive and post-evaluative crisis management
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stages, which is a key determinant of strategytHerpurpose of this study. The latter also guided t

development of an integrated crisis communicati®@C{ theoretical framework.

The evaluation focused on categorising these psesdsased on the primary components of a strategic
management process posed by Preble (1997:770) lywastrategy formulation (determining the future
of an organisation through environmental scannisggtegy implementation (process implementation
to ensure the achievement of long-term goals) #natkegy evaluation (review and feedback). From this
viewpoint, it is evident that strategy formulati@man be aligned with proactive action, strategy
implementation with reactive action, and strateggl@ation as post-action. Consequently, the crisis
processes were categorised as either a predonpnaattive, reactive, post-crisis management or a
process in which all three stages were applied. tJpe of communication employed by each, thus
one-way or two-way, was critically evaluated whiefll be discussed in Chapter 3. The following
models were evaluated: Meyers and Holusha’'s pro386); Fink's stage process (1986); Pearson
and Clair's theoretical process of crisis managen(®@98); Mitroff's stage process (1988); Horsley
and Barker’s synthesis process of crisis manage(@&2); Gonzalez-Herrero and Pratt’s integrated
symmetrical process for crisis communication (1998¢ble’s integrated crisis strategic management
process model (1997); MacLaim’s conceptual procéss organisational strategies of crisis

communication with the media (2006); and Marrasgass for crisis public relations (1992).
1.3.4.5 Reasons for the lack of strategic crisismagement and communication

Strategic management is often excluded from th&sciommunication and management processes.
Several reasons have been identified in crisisalitee for the above. However, theorists predonligan
blame management’s unenthusiastic attitude towenids management as the primary reason for the
lack of crisis strategy. For example, Gonzalez-elerrand Pratt (1996:86) argue that management
displays alaissez-faireattitude towards crisis management, thus a caslg receives the necessary
attention once it becomes a threat to an organrsatisurvival. Pearson and Clair (1998:70) contend
that management becomes victims of the “failuresofcess”, therefore having the mindset that
solutions to problems will emerge as it always hiavne past. Pollard and Hotho (2006:724) staa¢ th
management shows little commitment to the concéptrisis management as they regard it as a

worthless activity.
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As stated earlier, the lack of viewing communicatas a strategic function could also contributéheo
lack of strategic crisis communication processeshd field of communication does not receive the

necessary credit as a management function, coasmuinication will not be practiced strategically.
1.4. TYPE OF STUDY

This research study will bexploratoryin nature. According to Babbie (2007:89), explorat@search

is essential when the researcher investigates aonatifferent angle of a phenomenon and usually
generates new insights into the particular topibisTis evident in the research as tteategic
management of crises will be investigated, whichstated in the research problem, has not widely
been applied in existing research and thereforaiimes| investigation. On the contrary, Babbie
(2007:89) states that the disadvantage of exploraesearch is that it rarely provides satisfactory
answers to research questions, though it presewdlisations to the answers that can be further

explored.

As this study required human insights and integti@t facilitated by a case study approach, the
research wagqyualitative It was important to determine whether crisis camivation models
employed by financial services providers in pragticndeed, contribute towards strategic crisis
communication with the media. This was determin@wugh conversationswith the organisations’

communication representatives facilitated by a on@ne interview and focus group discussion.

Gay, Geoffrey and Airasian (2006:399) contend thatobjective of qualitative research is to propose
an understanding of an occurrence, process or @ealitative research describes life worlds from th
participant’s point of view (Flick, Von Kardoff & t8inke 2000:3; Babbie, Mouton, Vorster &
Prozesky 2007:278). In contrast, quantitative nesegefers to the analysis of numerical data tafgla
forecast and/or control particular phenomena (Ga} 2006:9). Non-interactive methods are therefore
utilised as there is little or no interaction withe participants. Quantitative research was not
appropriate for this study as the purpose was taimmsightsfrom communication practitioners that

have firsthand experience in the management ohsgtonal crises.
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1.5. FORMULATION OF THE RESEARCH PROBLEM AND RESEAR CH QUESTIONS
In the sub-sections to follow, the research probdeh research questions will be addressed.
1.5.1 The research problem

Although various attempts have been made in libeeatiowards the effective management of crises and
crisis theorists’ efforts to identify aspects thantribute towards ineffective crisis managementitéd
attention has been given towards strategicmanagement thereof and thus there is a lack oagiag
crises from anntegratedperspective. Various scholars who studied crisa® fa strategic perspective
support this argument, for example, Preble (199):@8gues that the synergistic integration poténtia
between crisis management and strategic managemeften overlooked, whilst Pollard and Hotho
(2006:723) state “... few attempts have been madetegrate the rapidly evolving crisis management
literature with that of strategic management”. Shetwal (2007:559) further emphasise the lack of
strategic crisis management by contending that msgtons only realise the need for strategic

management once an organisation’s future is ingepas a result of a crisis.

The need foiintegrated crisis communicatioffiCC) approaches is evident in research conducted by
Shrivastava (1993:33) who argues ttrdéis communications “fragmented in practice”, in that various
organisational departments often have differerikstaiiring crisis situations, but due to a lackawsfkt
coordination and integration, these tasks becoraetitmal. Gonzalez-Herrero and Pratt (1996:82)
further state that the majority of organisationspthy an unenthusiastic attitude towards the
implementation of integrated crisis management ladespite the drastic increase in crisis

vulnerability experienced by modern organisations.

Based on these arguments, the following probletersiant can be formulated:

To explore whether existing crisis communicationoggsses contribute to strategic crisis
communication with the media through an integratgtis communication (ICC) approach as

employed by a South African financial services e

The research problem underlines that in order fdinancial services provider to communicate
effectively with the media during a crisis, thes@i communication process in general has to be
18



strategic. It is vital to understand that the esrisiommunication process has to be strategic to
communicate effectively withll stakeholdergwhich is in line with IC literaturealthough the focus of

this study is only on the media as a specific dtalder.
1.5.2 The sub-problems

The following sub-problems are derived from theabresearch problem:

Sub-problem 1: To theoretically explore the relation of strategimanagement and strategic
communication with the crisis management and casimmunication processes.

Sub-problem 2:To determine the key thrusts of existing crisis ommication and management
processes, and whether the stages of these pre@sgeroactive, reactive and/or post-evaluative.
Sub-problem 3:To determine whether crisis communication in pcactan be proactively, reactively
and post-evaluatively applied and categorised @k qfathe crisis management process in order to
contribute towards strategic crisis communicatiatihshe media.

Sub-problem 4To address the need for an integrated crisis conuation (ICC) framework in order
to contribute towards strategic crisis communicatigth the media.

In order to address the sub-problems, the followesgarch questions must be answered:
1.5.3 The research questions

Research question \What is the relation between crisis communicatiod erisis management?
Research question 2Vhat are the similarities between strategic manageimnd communication, and
crisis management and communication?

Research question 3What reasons can be attributed to the exclusiorrisis management and
communication from the strategic management pr@cess

Research question 4ls two-way communication dominant in existing @isgiommunication and
management processes so as to facilitate effectadia communication?

Research question:5Can IC be applied in order to facilitate strategiisis communication with the
media?
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1.6. METHODOLOGY

Mouton (2002:35) contends that timethodological element refers to the techniquearebers employ
to study their research objectives. The researdhadedata collection and interpretation methocetdas

on the qualitative platform will be discussed ie fbllowing sub-sections.
1.6.1 The research method

For the purpose of this research, the case stisdareh method was employed. Paraskevas (2006:895)
states that a case study approach offers a ridistiband detailed comprehension of the topic unde
investigation. The aim of qualitative case studiascording to Flick (2000:147), is the specific
explanation or re-enactment of a case. It showdever, be noted that the ‘case’ must be understood
in broad terms in which persons, communities amhmisations become the focus of a case analysis
(Flick 2000:147).

Fouché (2005:272) contends that case study resgartiave knowledge of the particular literature

prior to conducting the research. Consequentlyreatircrisis communication processes and theories
will be thoroughly investigated in the literatureview which will create an argumentative platform

prior to determining whether crisis communicationgesses employad practicecontribute towards

strategic crisis management.
1.6.2 Collection and interpretation of data

Fouché (2005:272) states that “the exploratiorhefdase study takes place through detailed, ifadept
data collection methods, involving multiple souradsnformation that are rich in context”. For the
purpose of this study, a one-on-one interview amcu$ group will be utilised as data collection

methods to obtain first-hand insights from the ipgorants.

According to Mouton (2002:135), the process of miefy the population is two-fold as the researcher
needs to differentiate between theget populationand thesampling frameThe target population can
be defined as the totality or group of units to ebhihe researcher wants to generalise the reilis (
Plooy 2002:53; Mouton 2002:135). The sampling fraefers to the entirety of all cases from which a
sample will be drawn (Mouton 2002:135). The targepulation of this study includes all the
successful financial institutions in South Africahile the sampling frame will comprise the top 10
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financial institutions in South Africa. The lattefas obtained from Financial Mail's review of South
Africa’s top listed organisations for 2008. It inded financial institutions from various sectorstiué
financial industry, including the banking, investmand insurance sectors collectively referredso a
‘financial services providers'The organisations that formed part of the sedectin ranking order,
were Sanlam, Standard Bank Group, Old Mutual PlcstRand, Absa Group, Nedbank, Liberty
Holdings, Liberty Group, Investec and Investec (Blnsche 2008:29-30).

Each of these organisations’ communication and etarg departments were contacted arghmaple
was constructed based on the feedback obtained.cfiBis communication processes and plans
employed by the realised sample were evaluatedderdo determine whether these methods actually
contribute towards strategic crisis communicatiotinthe media.

The sampling method can be described@s/enienbased on the accessibility and availability of the
institutions. According to Galloway (1997:1) andyG# al (2006:112), convenience sampling refers to
a sample that consists of available participanisartake in the study. The sample can also bededar

aspurposive as the focus was on the top flfancial institutions in South Africa, and also because

data was specifically collected frocommunicationmepresentatives of the realised sample.

A semi-structured one-on-one interview with an esypke of the realised sample’s communication
department, who carries the responsibility of srisommunication, was employed. This was
supplemented by a focus group as data collectiothade Greeff (2005:296) maintains that semi-
structured one-on-one interviews have the advarédjexibility as it allows the researcher to ume
interview schedule with predetermined questions dsamework. Therefore, the interview schedule
consisting of open-ended questions, guided thearelser, but allowed the participants to introduce
different discussion points which the researchdrrdit consider (Greeff 2005:296). The questionnaire
was divided into categories as identified in ther&ture review. The one-one-one interview was
exploratory, specifically to measure the level thtegy in the crisis communication processes and
how stakeholder relationships, if any, are builh. Supplement the findings of the interview, a focus
group was conducted with 6-10 other communicatepresentatives of the realised sample to measure
their crisis communication procedures with the raespecifically. According to Du Plooy (2002:180),
a focus group normally comprise of 6-12 particigaemd is designed to obtain various views, feejings
thoughts and values pertaining to a specific resetpic (Arnold & Epp 2006:63).
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The data obtained from the interview and focus greas analysed using Miles and Huberman’s data
analysis method (1994). This process can be destils consisting of three synchronised flows of
action, namely, data reduction, where the datadsiced in a pre-emptive manner; data display, to
reduce the data; and conclusion drawing and vatibn, where the researcher interprets the disglaye
data and draws meaning from it (Miles & Hubermaf420; Poggenpoel 1998:340).

1.6.3 Feasibility of the study

The sample frame selected imposed difficulty, asphrticipants were not always willing to partidgpa
in the study due to time constraints and the féaewealing confidential information. Thereforegth
realised sampling size obtained from the sampliaghé of 10 organisations was limited. Qualitative

research is also time-consuming which also justifiee limited sample size.

As the one-on-one interview and focus group disoussvere recorded using a dictaphone, prior
permission from the participants was required. &svalso vital to highlight that the research was
conducted for academic purposes and the identitythef participants were protected through
anonymity. The data recorded was transcribed byebearcher to reduce costs.

A pilot test was conducted prior to conducting ¢time-on-one interviews in order to test the efficien
of the interview schedule. The pilot test was cateld with Evan Bloom, a well known crisis

communication expert.

The aim of the research was to produce data thag wadid and reliable. Aalid measuring instrument
can be described as measuring as it was intendsub{® 2007:148). Babbie et al (2007:119), Babbie
(2007:148), and Walliman (2006:34), state tteiability focuses on whether the particular method, if
applied recurrently, to the same entity, would gateethe same outcome. Therefore, the outcome of
this research applying the same research framehaskio be developed to produce the same results
should the study be repeated.
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1.7  ANTICIPATED FINDINGS AND CONTRIBUTIONS TO THE D ISCIPLINE OF
COMMUNICATION

In this section, the anticipated findings and thenrcontributions to the discipline of communicatio

will be addressed.
1.7.1 Anticipated findings

The researcher expected to highlight the lack maftesgic crisis communication processes based on an
in-depth literature review and the evaluation tbéra practice through a case study approach. # wa
envisaged that this will emphasise the need fomgegrated crisis communication (ICC) theoretical
framework in order to ensure the effective commatin with one of the most important public

opinion forming stakeholder groups during a crissmely, the media.
1.7.2 Anticipated contribution of the study to thediscipline of communication

Besides the proposition of a workable theoreticedmiework for the study field of crisis

communication, this study indirectly raised crismmmunication as a strategically managed practice
which is an aspect not yet fully accepted in theifess world. It was proposed that IC should be
employed as a facilitator for strategic crisis commnation with the media through sustainable
stakeholder relationship building. Therefore, aquei link between IC, excellence theory, and crisis

literature was drawn.

Although crisis communication is often regardechaselement of the crisis management process, the
study proposes that crisis communication is angnated and continuous process, thus encapsulating
the proactive, reactive and post-evaluative stéghe crisis management model. The importance of

effective and strategic communication is raised &esy driver in the crisis management process.
1.8 DEMARCATION OF THE STUDY

The various aspects of the research related tsubgroblems and questions will be addressed in the

following chapter outline (Table 1.1):
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Table 1.1: Demarcation of the study

Chapter

Research sub-problem |

Research guestions

Chapter 1: Orientation and motivation

Chapter 2: Strategic crisis communication with the media:

an integrated communication perspective

Sub-problem 1To theoretically
explore the relation of strategic
management and strategic
communication with the crisis
management and crisis
communication processes from a
theoretical perspective.

Research question MWhat is the
relation between crisis
communication and crisis
management?

Research question 2What are
the similarities between strategig
management and communicatio
and crisis management and
communication?

Research question 3Vhat
reasons can be attributed to the
exclusion of crisis management
and communication from the
strategic management proce

h

Chapter 3: Crisis management and crisis communication|
processes and theories

Sub-problem 2To determine the
key thrusts of existing crisis
communication and management
processes, and whether the stageg
these processes are proactive,
reactive and/or post-evaluative in
existing literature.

Research question 4s two-way
communication dominant in
existing crisis communication an
ohanagement processes so as to
facilitate effective media
communication?

Research question:5Can IC be
applied in order to facilitate
strategic crisis communication
with the media?

Chapter 4: Research methodology

Chapter 5: Data analysis and findings

Sub-problem 3To determine
whether crisis communication in
practice can be proactively,
reactively and post-evaluatively
applied and categorised as part of
the crisis management process in
order to contribute towards strateg
crisis communication with the
media.

o

Chapter 6: An integrated crisis communication (ICC)
framework for strategic crisis communication witfet
media

Sub-problem 4To address the nee
for an integrated crisis
communication (ICC) framework in
order to contribute towards strateg
crisis communication with the

d Research question:5Can IC be
applied in order to facilitate
strategic crisis communication

cwith the media?

media

Chapter 7: Conclusion and recommendations for future research

19. SUMMARY

This study aims to accentuate the lack of stratedgis management and communication as a reason
for insufficient crisis management processes in lliginess industry. The research proposes an

integrated crisis communication (ICC) theoreticaaniework, highlighting the importance of

sustainable stakeholder relationships, as an attenipstil strategic crisis methods in order toilitate

effective crisis communication with the media.
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Chapter 2 will focus on exploring strategic crismmmunication with the media from an integrated

crisis communication (ICC) perspective.
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CHAPTER 2: STRATEGIC CRISIS COMMUNICATION WITH THE  MEDIA: AN IC
PERSPECTIVE

“...Strategic crisis preparation is becoming an ingeasingly important
issue as organisations seek to cope effectively kvppotential crises”
(Elsubbaugh, Fildes & Rose 2004:112).

2.1 INTRODUCTION

In the previous chapter the purpose of the studydgcated as twofold. The first objective was to
determine whether existing crisis communication amhagement processes contribute towards the
strategic managememf a crisis and effective communication with timedia The second objective
was to highlight the need for an integrated crisisnmunication framework to ensure that crisis

communication with the media is efficiently andasdgically managed.

The aim of this chapter is to elaborate on strategsis management and communication processes
from anIC perspective. The chapter is structured as folldvitstly, an elaboration on general crisis
concepts is provided with specific reference tgisrcommunication with the media; and secondly, a
discussion on organisational stakeholders is ptedemto highlight the importance of building
sustainable stakeholder relationship within crissnmunication. As the study builds towards an
integrated crisis communication framework for sgit crisis communication with the media,
stakeholder relationship building, a key element®fis viewed as an integral element of this study
Thirdly, a discussion on organisational crises imitthe financial sector specifically, and the
subsequent involvement of the media, is addreSdesipossible reasons for the lackstfategiccrisis
management and crisis communication processedwillentified thereafter in order to underline the
purpose of this study (which is to explore the latlstrategic crisis processes). Lastly, the cotscep
strategic management and strategic communicatiocomgextualised to support the discussion on
strategiccrisis management and crisis communication withrtfedia, and culminates in a discussion

on the strategic management process from an I@@erse, based on existing IC literature.

This chapter addresses the following sub-probledirasearch questions as stipulated in Chapter 1:
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Sub-problem Research questions

Sub-problem 1To theoretically explore the relation of strategic | Research question M/hat is the relation between crisis

management and strategic communication with thséscri communication and crisis management?
management and crisis communication processesdrtraoretical | Research question 2Vhat are the similarities between
perspective. strategic management and communication, and crisis

management and communication?
Research question 3Vhat reasons can be attributed to the
exclusion of crisis management and communicatiomfr
the strategic management process?

2.2 AN ELABORATION ON ORGANISATIONAL CRISES AND REL ATED CONCEPTS

This section provides a definition for an organdadl crisis from a strategic perspective. Seconalty
elaboration on the concept of crisis managementgii®en. Thirdly, a discussion on crisis
communication, followed by the reciprocal relatibips between crisis communication and crisis
management to stipulate that crisis communicasamot only a reactive process, but a critical fiorct
that should encapsulate the whole crisis managenpeotess is addressed. Lastly, crisis
communication with the media is discussed, focusinghe news media during crisis situations, as
well as emphasising the importance of building raedelationships for successful crisis

communication.
2.2.1 Definition of an organisational crisis from astrategic perspective

In chapter one, an organisational crisis was ddfiaga disruptive, non-routine event that poses
warning signals and has the potential to createillusion of inability to cope, which can lead tceth
demise of an organisation, should a timely resporgebe implementedt is vital to note that, for the
purpose of this study, the focus is amganisationalcrises and not on physical crises — therefor@sris

caused by business practices and not by enviromingisasters such as a fire.

To emphasise the negative impact of organisatiamedes, Mitroff, Shrivastava and Udwadia

(1987:283) and Elsubbaugh, Fildes and Rose (20@):dfaintain that crises have the potential to
incapacitate both the financial structure and rafann of the organisation. Moreover, crises can
threaten the strategic objectives of the orgamsafRichardson 1994:63) and ultimately the future
existence of the organisation (Fearn-Banks 200diBier et al 2007:7; Keown-McMullen 1997:4 &

Chong 2004:43). Accordingly, Mostafa, Sheaff, Merand Ingham (2004:399) argue that crisis
management is starting to become an inevitableezleno enable organisations to effectively manage

the damaging effects of crises.
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Based on this, it is argued that crises should beaged on a strategic level due to the destructive
effects that organisational crises might imposdinka with the purpose of the study to exploreieed

for strategic crisis management and communication processesaltbge definition is altered to
highlight the strategic influence of crises. Herfoe,the purpose of this study, an organisatiomiisc
from astrategicperspective is defined asdisruptive, non-routine event that threatens strategic
objectives of the organisation, and which requisasitegic input to successfully prevent, manage and
resolve such occurrences to avoid irreparable daenég the organisational reputation and, as a

result, the possible demise of the organisation.
2.2.2 Crisis management

Constant change, brought about by the crisis-ridetan requires sufficient crisis management plans
(Richardson 1994:65) to ensure organisational gakvin accordance, Verwey et al (2002:29) argue
that an organisational crisis is an inevitable omnce and, according to Boin and Lagadec (2000;185
is becoming more complex, which emphasises thességef a strategic crisis management process.

Various definitions of crisis management have bgeoposed. Fink (1986:18) defines crisis
management as “any measure that plaralirancefor a crisis, any measure that removes the risk an
uncertainty from a given situation and therebyvafioyou to be more in control [own emphasis]”.
According to Darling (1994:4)systematic crisis management createsarly detectionor warning
system [own emphasis]’. Stocker (1997:189) defingsis management as the implementation of
strategies in order tavoid or lessen the impact of major occurrences on tigargsation. Bennet
(2005:10) argues that the core essence of crismgegment iplanning. It is therefore apparent from
these definitions that effective crisis managemasdists organisations to avoid or prevent crisis

situations and subsequently serves pactivefunction.

Marra (1992:3) further states that crisis managén®eithe function that “puts out the firelvhich
includes controlling the event. Furthermore, Darling (1994:4jfirms that “in essence, crisis
management provides a business firm with a systematderly responseto crisis situations. This
response permits the organisation to continue d#g-td-day operations while the crisis is being
managed [own emphasis]’. Bennet (2005:10) contasthe aim of crisis management is to allow the
organisation to continue with its routine actiwstig=rom this it is evident that crisis managemdsn a

fulfils a reactivefunction.
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Sturges et al (1991:23) state that “the objectiiverizsis management is to influence public opinion
the point thapost-crisis opinions of any constituent audience are at lpasttive, or more positive, or
more negative, than beforehand [own emphasis]’tB¢D993:281) also recognises the importance of
post-crisis efforts and states that in order tausngroper reaction after a crisis it is vital tamage the
situation as &earning system.Crisis management can therefore also be regardagh@st-evaluative

function.

Based on this, and for the purpose of this studg,argued that crisis management should be a&psoc
with proactive, reactive and post-evaluative stagemnsure the strategic management of a crisis. Th
viewpoint is supported and can be aligned withausicrisis theorists, for example, White and Mazur
(1995:203) argue that “crisis management beging witsis planning, imposes unique demands at
times of crisis, and involves managing the aftelnt crisis”; Ulmer et al (2007:370) maintain that
crisis management stipulates the evaluation, m@actlleviation and resolution of crises eventgj an
Evans and Elphick (2005:140) define crisis manageras the stage process of the ‘four R’s’, namely,
reduction, readiness, response and recovery. drgisment also correlates with the viewpoint that a
strategic management process should have planimipdementation and evaluation stages, which is
addressed later in this chapter.

Subsequently, for the purpose of this study, cmsésagement is defined #s threefold process to
proactively plan and prepare the organisation for possiblasisr situations, to sufficiently and
promptly respondto crises and to emplogost-evaluativeactions in order facilitate learning and
prepare the organisation for future crisis events.

2.2.3 Crisis communication

Williams and Treadaway (1992:57) define crisis camivation as the organisation’s response to a
crisis situation in an attempt to diminish damagéhe corporate image. Fearn-Banks (2007:9) defines
crisis communication as “the dialogue between tlgamisation and its public sector to, during, and
after the negative occurrence”. The latter defomtsupports the viewpoint of this study, which not
only recognises the importance of crisis commurooathroughout the crisis management process, but
also emphasises the importanced@loguewith stakeholders; thus the utilisation of intenae two-
way communication to build sustainable stakehotdtationships. The importance of this relationship

building within a crisis context is highlighted bFishman (1999:348) who says: “a crisis
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communication situation involves a dynamic or mdlthensional set of relationships within a rapidly-
changing environment. Effective communication iseesial to maintaining a positive relationship with

key stakeholders such as employees, customerdjesggnd shareholders”.

Furthermore, Elsubbaugh et al (2004:120-121) sth#t two-way, open communication between
management and employees is fundamental in orderattage a crisis effectively because “effective
communication is not a one-way procegt/imer et al 2007:39), a sound internal organisetio
climate should be created through dialogue in od&ffectively communicate externally during times
of high uncertainty. It is also essential to fdatk two-way communication with external stakehrdde
to create a forum for feedback in crisis situatioimsthis process, the combination of internal and
external communication is also a key characterigifc IC which is essential for strategic
communication, as highlighted previously.

Various crisis theorists regard crisis communicas a reactive function only, for example, Sturgtes
al (1991:24) maintain that crisis communicationalves the interaction with stakeholders during the
“breakout stage of a crisis” and Lerbinger (1997:8tate that the majority of the communication
decisions have to be made when the crisis takesepldowever, some theorists disregard this
viewpoint of crisis communication as a reactivechion and rather support a proactive approacht, as i
is argued that organisations will be more prepdmedananage and resolve a crisis when effective
communication systems are in place and stakehoddlgionships and credibility have been built prior
to the crisis (Fink 1986:96; Smits & Ally 2003:14ost crisis communication is also essential bexaus
“after a crisis, organisations provide informatiorstakeholders but also schedule time to listaheo
concerns and to answer their questigiiiner et al 2007:39).

Consequently, it is evident that the predominaatwiioint of crisis communication as reactive element
will not suffice, as various important functions ofisis communication before and after a crisis
situation will be omitted, which makes the cristsronunication process incomplete. This viewpoint of
an integrated crisis communication approach andkebtdder relationship building is further

emphasised by Ulmer et al (2007:35) stating th#ietéve crisis communication starts long before a
crisis hits an organisation and should be partva&rye organisation’s business and strategic plans.
Establishing and maintaining equal relationshipgwiroups and organisations is critical to effestiv

crisis communication”.
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2.2.4 The reciprocal relationship between crisis nreagement and crisis communication

In Chapter 1 it is argued that r@ciprocal relationship between crisis management and crisis
communication exists and that crisis communicat®muilt on the crisis management process and
encapsulates and connects the stages in this proCesis communication is not a predominant
reactive effort as is so often argued by crisisofanis, but rather an encapsulating process eskentia
during the proactive, reactive and post-evaluatieges of a crisis management process. Becauge cris
communication with thenediais a component of crisis communication, it is @&duhat the whole
crisis communication process has to be effectivarder to facilitate sufficient communication witne
media. This reciprocal relationship between crisiahagement and crisis communication can be
illustrated as follows:

Figure 2.1: The reciprocal relationship betweegristmanagement and crisis communication

!

Proactive crisis Reactive crisis Post-evaluative
management management crisis management

2.2.5 Crisis communication with the media

This subsection provides a description on the naedia within organisational crises, followed by an
elaboration on crisis communication with the meaBastakeholder group, specifically highlighting the

value of sustainable media relationship buildingdiafficient crisis communication.
2.2.5.1 The news media and organisational crises

As stated previously, the concept ‘media’ “colleety refers to the press, radio, television anah’fil
(Wigston 2001:3). This study focuses on thews mediapress, broadcasting and television) and
specifically on current newsworthy information, ris@re excluding film. Li (2007:670) argues thag¢ th
public is dependent on the media for news duringesrand sometimes relies on the media for the

planning of life (Ma 2005:242). The media’s taskagyratify the public’s information needs, andaas
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result, the media “reports crisis-related newsmiinates relevant issues, influences issue pottea

proposes solutiongSchmidt 2006:1).

The media’s judgement of a specific event influsnite2 public’s perception of the organisation under
scrutiny (Lerbinger 1997:31; Ma 2005:242; PollardH&tho 2006:725). An alarming standpoint is that
the media is often pressed for time; thus theragsfficient time to gather and verify the factddre
reporting (Scanlon 1978:68; Schmidt 2006:11; Vamder 2008) and journalists often turn to
unofficial sources for information and their ingdifie drive for sensation often leads to disregardin
ethical requirements (Schmidt 2006:10). Media repaduring crises might therefore be “confused,
disorganized, carry conflicting information and tan gross ambiguities and inaccuracies” (Scanlon
1978:68).

Graber (1980:232-235) states that media coveragerisis events usually have both positive and

negative effects, of which the main effects arermanised in the below table:

Table 2.1: Positive and negative effects of meerting during a crisis

Positive effects of media reporting during a crisis Negative effects of media reporting during a crisis
Information calms people and lessens uncertainty cantgenerate a ambience of fear and panic

A feeling of mutual support is generated amongodeple | Statements can be made during crises which provokes
experiencing the crisis unwise reactions

Media reporting can reassure people that the é¢ssiader | Media reporting might stimulate riots

control

2.2.5.2 The importance of media relationships

In order to build and maintaieffectivemedia relations, various authors stress the irapo# to build
media relationgrior to crisis situations to facilitate mutual trustiathwill increase the likelihood of
favourable media reporting (Schmidt 2006:11; Doutgh&992:62). This can be achieved by being
open and honest when providing the media with madron (Barton 1990:7; Palumbo 1990:50;
Williams & Treadaway 1992:58; Dougherty 1992:61nt4x 1994:224; Lerbinger 1997:32; Seeger &
Ulmer 2001:370) and always being available for cantmn order to avoid further misappropriation of
facts and the development of rumours and suspi&aiumbo 1990:50; Dougherty 1992:66; Lerbinger
1997:31; Horsley & Barker 2002:409).

According to Fearn-Banks (2007:25), a “spirit ooperation” must be created with the media. She

further emphasises that there are three respotiem®po media queries that can be employed, ngmely
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acknowledgement of the problem and provision ofaakilable information; providing the available
information, but admitting that the organisatioredmot have all the answers at present but wilb kee
the media abreast on any further developmentsherotganisation is currently unable to provide
answers but will keep the media informed.

Li (2007:671) maintains that the functions that thedia fulfils during a crisis are, among otheocs, t
alert the public on predicted disasters, to providiiable information to all stakeholders, to tralok
process of recovery, to convey lessons learnedfifture preparation, to participate in tutoring
programs and to define slow-onset difficulties ases.

Graber (1980:229) argues that there are three staigmedia reporting during a crisis which affirms
the above functions of the media. During the fstge, the media fulfils the function of primary
information source, thus accurately describing Wiegipened to all parties affected by the crisi Th
second stage focuses on analysing the situatiarlagical manner where plans are devised in oaler t
ensure recovery. The third stage of media repoudiverlaps with the preceding stages and the role of

media reporting during this stage is to envisagddahg-term perspective of the crisis.

As part of pro-active crisis communication to thedaa, it is vital to know what information the madi
will look for once disaster strikes. Various crisisd communication theorists (Schmidt 2006:10-11;
Fearn-Banks 2007:24; Skinner et al 2005:291; Verit884:224) argue that the media will
predominantly seek a proper description on thescasd background statistics; information on the
parties affected by the crisis; an explanationhef¢ause of the crisis; the measures of controlaitea
being implemented to manage the situation anddwgmt repetitions; the existence of a warning digna
and whether the crisis is a recurrence of a preveitwation; as well as the contact details of rzqe

responsible for answering questions and providjpdated information.

Fearn-Banks (2007:25) claims that the goal of £r@mmunication with the media is to gain the
public’'s trust through the media, thus creating ia-win relationship between the media and the
organisation, as the media is dependent on thenaeon for interesting stories, and in turn, the

organisation relies on the media to communicateequblic (Fearn-Banks 2007:25).
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From the above discussion it can be argued thatrdistic relationship with the media has to be
establishegrior to a crisis. Furthermore, open, honest and praoptmunicatiorduring a crisis will
lead to more accurate media reporting and instdvaurable public portrayal, which can assist the

organisation in theesolutionof the crisis.

Massey (2001:153) states that “organisations shan@dependent relationship with their internal and
external stakeholders; indeed, they rely on onghemndor survival”. Although this study focuses on
the media as stakeholder, the handling of all $takkers during a crisis, will be elaborated onha t

following section to contextualise the focus of gtedy.
2.3  CRISIS STAKEHOLDERS

The purpose of this study is to propose an integratisis communication framework to facilitate
strategic crisis communication with the media. Efiere, the importance of building strategic
stakeholder relationships through two-way symmeatwommunication is fundamental to this study, as
it is one of the key variables of IC. As statedha previous chapter, the field of communicatioowti
form part of the strategic management process giraihe contribution of strategic stakeholder
relationship building (Grunig et al 2002:143). Adtigh the media as key external stakeholder group is
the focus of the study, it is vital to elaborate lmnlding stakeholder relationships with both intar
and external stakeholders, as an organisation taufiiciently communicate externally if it fail® t
effectively communicate internally. Moreover, stbuthe organisation fail to successfully
communicate with any stakeholder group during aigriit could have serious repercussions which
might be reported by the media. Conversely, orgaioisal stakeholders will inevitably become aware

of a crisis when reported by the media.

In this section, stakeholders will firstly be defd) followed by a discussion on the relevance of

managing stakeholders during a crisis.
2.3.1 Defining organisational stakeholders

The terms ‘stakeholders’ and ‘publics’ are ofteedias synonyms, but Grunig and Repper (1992:125)
argue that a slight difference is evident. Theyntaan that stakeholders refer to the broad categbry
people, whereas publics are the specific segmersrieach broad stakeholder category. Although the

researcher supports Grunig and Repper’s (1992:1@%)point of publics being more specific, the
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purpose of this study is not to dissect the stakigne involved in a crisis, but rather to expldre tack
of strategic crisis management and, subsequenijlipht the importance of building sustainable
relationships with these groups. The concept ‘$talders’ will therefore be used when reference is

made to people that have an interest in the orghors

Freeman (1984:25) defines a stakeholder as anypgofupeople that has a mutual influential
relationship with an organisation. Heath (2008:48)es that it refers to the parties that haverecdi
interest in the organisation. Furthermore, Freer(f884:25) states that examples of stakeholder
categories are governments, employees, the mediggetitors and customers. Fearn-Banks (2007:35)
subdivides organisational stakeholders into inferand external stakeholder groups. Internal
stakeholders “include all classifications of em@ey...as well as retirees and stockholders”; external
stakeholders refer to all outside people relatethéoorganisation, for example customers, the media

suppliers and trade unions.

Morden (2007:194) further divides external stakdbad into “immediate external stakeholders”, which
refers to the primary recipients of the organis@ioobjective, for example customers; and “other
external stakeholders”, which includes all profesal and regulatory bodies in the external
environment in which the organisation operates.ofganisation should communicate efficiently with
all stakeholders during a crisis, starting with théernal publics, which is clear in the following

statement: “Internal publics should know about thisis before external publics do” (Fearn-Banks,
2007:38).

2.3.2 The relevance of managing stakeholders durirgcrisis

Stakeholders play an important role in an orgame& success (Freeman 1984:25), and effective
communication should be utilised to maintain pusitrelationships with stakeholders during a crisis
(Fishman 1999:348; Seeger & Ulmer 2001:370). Withsuiong relationships with stakeholders,
“organisations cannot effectively and efficientlyndact business(Marra 1992:34). Stakeholders are
predominantly concerned with how their intereste @ositively or negatively affected (Heath
2008:13). As organisations rely on the goodwill sthkeholders for survival (Heath 2008:13),
stakeholders must constantly be reminded of hovarosgtional activities influence their interests
positively and that the organisation acts in tHm#st interest. Moreover, in order to achieve and
maintain this positive ambiance with organisatiostalkeholders, Ulmer et al (2007:35) suggest that
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organisations should cultivate sustainalplartnerships with stakeholders prior to crises. These
partnerships encapsulate IC qualities, as builgpagnerships is achieved through “open, honest

dialogue”in order to arrive at equitable solutions to enmeggssues (Ulmer et al 2007:35).

Stakeholders should “be kept in cooperative balavite the organisation” (Lerbinger 1997:330). It is
therefore essential to build sustainable relatigpsstwith stakeholders, as the absence of these
relationships prior to a crisis might cause the eamication during such a crisis to be ineffective
(Ulmer et al 2007:35).

Besides building sustainable stakeholder relatipsshthe reputation of the industry in which the
organisation operates also plays a pivotal roléhen effective management of a crisis. As this study
focuses on thdinancial industry, the following section briefly highlightthe importance of the

financial industry and, in essence, validates #glecsion of this particular sector for the study.
2.4  ORGANISATIONAL CRISES IN THE FINANCIAL INDUSTRY

Massey (2001:160) argues that “an organisatiorceenwidth will influence stakeholders’ perceptions
of the organisation’s image”. Results of an etlstigly conducted by Arpan (2002:314-339), similarly
indicated that the manner in which an organisatispakesperson is received by stakeholders during a
crisis, depends partially on the person’s natiopaBased on this research, Diers (2007:5) condude
that an organisation’s reaction to a crisis is éyglependent on the industry in which it operates
Ultimately, the specific industry in which the orgsation operates, portrays a certain image that is
likely to affect on the organisations that operaithin it. Consequently, the image of tfieancial
industryas a whole could have an impact on financial sessproviders’ reaction during a crisis and

have an influence on its stakeholders’ perceptidhe particular organisation.

To accentuate the magnitude of fraud in the Sodtltan financial industry, Scott (2002) conducted a
study in 2002 which indicated that fraud in theumramce sector alone costs the industry R3 billion
annually. These statistics might attach a negathage to the financial industry, which could lead t

greater scepticism among the public and ultimatedyise the industry to be a popular reporting topic
for the media. Furthermore, Clark, Thrift and Titk@004:294) and Squier (2009) notice that the
educational level of the financial audience is Arotreason that can be attributed towards the risedia

interest in the financial industry. They argue ttieg financial audience has become more financially
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educated, grew in diversity and is more directiyoined in the market than before. This will logigal
generate more media coverage as the media reponitsssof public interest (Fearn-Banks 2007:23). In
addition to this, a study conducted by the Northetican Industry Classification System (NAICS), a
sub-division of the US Census Bureau, indicatedttiafinancial industry is one of the industriesstn
prone to crises (Diers 2007:6). Furthermore, tharfcial industry is kept under the magnifying glass

financial institutions work with other peoples’ neynaccording to Squier (2009).

According to Derek Cooper, from the Nedlack Finah8ector Summit, as reported by Wu (2003:14)
and identified by MacLiam (2006:3), “the financg®dctor is like the oil in an engine. Without ofigt
economic engine will function defectively, if at’al Wu (2003:14) further accentuates the vitakerof
the South African financial industry by arguingttidae to South Africa’s 80 per cent ownership & th
total banking assets of the top 100 banks in Suta%a Africa, it plays a pivotal role in regional
economies. It is therefore apparent that due tartipact of the financial industry on the economy,
which in turn affects people’s existence, the indus placed under scrutiny from both the public a

the media to reveal emerging crises.

As argued previously, a lack of strategic crisimagement and communication exists to address these

issues, which will be explored in the following Sen.

2.5 THE REASONS FOR THE LACK OF STRATEGIC CRISIS MA NAGEMENT AND
COMMUNICATION

Various reasons can be attributed to the lackstadtegic crisis management and communication
processes. In Chapter 1, the apathetic attitudenahagement towards crisis management was
highlighted. Similarly, crisis scholar L. Pauchgiarra 1992:3) points out that the absence of
managers in crisis management processes is therpieaht reason for crisis management not being
embraced to its full potential. Moreover, leadeithdraw themselves from crises as they fear thay th
might be held responsible for the situation (Ulmeeral 2007:51). CEOs are also accused of having
passiveattitudes towards crises (Barton 2001:212), whrisis management is indeed active and

strategic process (Bloom 2008a).
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A number of crisis scholars over a wide time spko @argue that crisis management is still in its
infancy (Mitroff et al 1987:285; Mitroff, Pearson Rauchant 1992:236; Richardson 1994:62; Mostafa
Sheaff, Morris & Ingham 2004:401), which can alsatcibute to the lack of strategic crisis processes
Preble (1997:780-782) provides a few reasons whmgght justify the lack of strategic crisis
management processes. Firstly, it is argued tlealiaitk of strategic crisis management can be astrib
to earlier failures in the organisation’s broad&ategic management process. Secondly, to apply
strategic crisis management processes, top managemest acknowledge thstrategic natureof
crisis management (Preble 1997:780). Thirdly, marmgften have the tendency to use contingency
plans as a substitute for crisis management presgSsnith 1992:267). Organisational managers
therefore believe that they are prepared for ciieesuse they have contingency plans in place.dBase
on a survey on Fortune 500 organisations, PrebB97(¥81) also concludes that successful
organisations perceive themselves as being immureeiges. The current business environment also
brings about diverse challenges such as mergegsjsittons, downsizing of employees and global

competition which results in crisis management peegarded as a secondary concern.

Verwey et al (2002:33) maintain that “new strategjiection cannot be organisationally intended — it
can only emerge from the interactions between meaplthe organisation and its environment. It
succeeds only when it emerges from open dialogusngst all parties, which accords all people the
freedom to collaborate”. This statement highligiis importance of employing two-way symmetrical
communication with internal and external stakehkddén order to instil strategic direction.

Consequently, the absence of two-way communicatitiminternal and external stakeholders could be
a reason for the lack of strategic crisis commuroocaprocesses. Furthermore, the lack of viewing
communication as a strategic function could contelto the lack of strategic crisis communication,
because if communication is not viewed as a sti@temction, crisis communication will not be

practiced strategically.

In summary, a number of diverse reasons contributéhe lack of strategic crisis management and
communication. However, the importance of managirgisis on a strategic level cannot be ignored,
as crises threaten tistrategic objective®f the organisation (Richardson 1994:63; Prebi@7180),
and ultimately, the survival of the organisation.
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As this study focuses on facilitatingstérategic crisis communication process through an integrated
crisis communication framework, strategic literatmeeds to be investigated. Furthermore, to erssure
comprehensive discussion on strategic crisis conatian, the various extensions of the strategic
concept need to be explored.

2.6 DEFININING STRATEGIC MANAGEMENT AND COMMUNICATI ON THROUGH
EXPLORING THE EXTENTIONS OF STRATEGY

This section focuses on providing a discussion lan tarious extensions of the strategic concept
derived from Angelopulo and Schoonraad’s (2006:2B€ategorisation to explain the strategic role of

communication. As it is argued that there is apexdal relationship between crisis management and
crisis communication, the section includes a specibcus on strategic management and

communication in the below discussion. This secfiostly focuses on defining strategy, and then

explains the various extensions of the strategmcept, including a discussion on strategic planning

strategic thinking and strategic decision making.

2.6.1 Defining strategy

The term ‘strategic’ refers to accomplishing goalsd resolving issues (Plowman 2005:132).
According to Mintzberg (1987:11), “strategy is ampl- some sort of consciously intended course of
action, a guideline (or set of guidelines) to dealh a situation”. Strategies stipulate how the
organisation will implement certain activities witha certain timeframe, in order to achieve the
organisational objectives (Morden 2007:184). Thesidbapremise of strategy focuses on the
interrelationship between the organisation andeitgsironment — the organisation uses strategy to
manage change from the outside (Chaffee 1985:88% definition is especially applicable to this
study as it is proposed thstrategic processes should be employed in order to sucdlgsafanage
organisational crises, which indeed brings abouwtnge and uncertainty. Furthermore, Mintzberg
(1987:11-17) defines strategy in terms of the f¥& namely perspective, plan, pattern, positiod an
ploys. Morden (2007:185) expanded on Mintzberg'scept and added another two p’s, power and
politics. Each element, as interpreted by Mord€©72184-185), is described below.

Perspective refers to the fundamental business idea andnidr@ner in which this idea is practically
applied.
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Plan: plan refers to the map on how to achieve somgtim the future based on a certain

timeframe.
Pattern: refers to the constancy of an organisation’s datisiaking over a certain period.
Position: is the manner in which the organisation estab#igtself in the external environment.
Ploys: are competitive strategies aimed at maintainingoapetitive advantage for the

organisation.
Power: refers to the utilisation of both internal andezral authority.
Politics: refers to the utilisation of lawful political bawiour to further the ground of the

organisation, for example, lobbying.

From the descriptions above, we can conclude tfloatte purpose of this study) strategy can be
defined asa guideline to establish a healthy interrelationstbetween the organisation and the
external environment in order to ensure the achies@t of organisational objectives and the

resolution of emerging issues.
2.6.2 Extensions of the strategic concept

Numerous extensions of the strategic concept amelyiapplied in literature (Angelopulo &
Schoonraad 2006:29). This study focuses on st@apggnning, strategic thinking and strategic decisi

making, with specific emphasis on strategic managgrand communication.
2.6.2.1 Strategic planning

In an attempt to define strategic planning, variauthors argue that strategic planning is a coimtgu
comprehensive and wide ranging process that ensomgsterm organisational survival (Oosthuizen
2007:143); it is a process interlinked with envimental scanning (Wilson 1984:75; Hax 1984:19) and
it also focuses on the actions necessary to impooganisational performance (O’Regan & Ghobadian
2002:664). Strategic planning therefore construbts framework that provides direction for the
organisation to achieve objectives and adapt tongdm from the environment. However, it is
noteworthy that strategic planning alone cannoateréhe mobilisation of resources and people, and
will not producestrategic thinking Planning should be incorporated with other impeeasystems
such as management control and communication anddsfurther be supported by the organisational
structure and culture (Hax 1984:72).
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2.6.2.2 Strategic thinking

Strategic thinking is focused on the mutual inflignrelationship between the organisation and the
external environment, and is attentive towards‘ihierconnectivity between past, present and future
(Angelopulo & Schoonraad 2006:32). As argued bydtke (1998:122-123), strategic thinking
incorporates five important elements, namely a esyst perspective, intent-focused, intelligent-
opportunism, thinking in time and hypothesis drivArsystems perspective when a strategic thinker
holds a holistic viewpoint of value creatidtrategic intentprovides the focus that allows individuals
within an organisation to marshal and leverager thieérgy, to focus attention, to resist distracaon

to concentrate for as long as it takes to achiegea” (Liedtka 1998:123)Intelligent opportunism
refers to the possibility of new strategies emeggistrategic thinking furthermore implidisinking in
time, therefore planning the future based on past hrapgse. Lastly, Liedtka (1998:123) argues that the
ability to develop and test a hypothesiscritical for strategic thinking. Based on thekescriptions,
strategic thinking refers to committed concentratio achieve a goal which is facilitated through a

holistic mindset to identify opportunities basedewents in the past.
2.6.2.3 Strategic decision making

Strategic decisions involve a change in directiam &n organisation and have an effect on
organisational survival (White & Dozier 1992:98)oMover, strategic decisions require an adequate
base of knowledge about the organisation’s enviemtm(White & Dozier 1992:8). In order to

highlight the relation between strategic decisioesategy and strategic thinking, Johnson and
Greenwood (2007:20) state that “strategic decisiares made and strategies come about through

processes of rational analytical thinking”.

Consequently, it can be concluded that managerd thunk strategically in order to make strategic
decisions that will result in a framework from whistrategies can be developed and implemented. For
the purpose of this study, it will be argued thiag fprocess that encapsulates and monitors these

functions isstrategic managemeimthich is highlighted in the following section.
2.6.2.4 Strategic management

Theorists have various perceptions on the concémtrategic management: Grunig and Repper

(1992:119) argue that the conceptsssion and environmentencompass strategic management
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literature, thereby implying that strategic managetrs concerned with achieving the mission of an
organisation in correspondence with managing tlhetioaship of the organisation with its external

environment. Booth (1993:62) defines strategic rgan@ent as the “formulation, implementation and
responsibility for plans and related activitiesaVifor the central direction and functioning of the

enterprise as a whole”. Plowman (2005:132) stabes$ strategic management is concerned with
achieving long-term organisational goals and batandhe mission of the organisation with the

influences from external stakeholders.

From the above perceptions it can be argued thategic management encapsulates the key strategic
functions of planning, thinking and decision makimg essence, strategic management refers to the
management of the whole process from formulatirgstinategy to evaluation after the implementation
of the strategy. Booth (1993:62-63) argues thedtesic management is a plan that includes four

essential phases:

Table 2.2: Phases of strategic management

Strategic management phase Description

Analysis of critical issues The identification ofternal and environmental issues that might infagstne
achievement of organisational objectives.

Strategic choice The rational decision making pssaghich connects the objective of an
organisation with the organisation’s potential.sTpiocess becomes the strategic
plan.

Implementation All actions implemented in ordeathieve the predetermined objectives.

Evaluation and review The strategic plan is evadafter implementation in order to identify rooom f
improvement.

As illustrated below, Booth (1993:63) claims thabasic model for strategic management can be

designed based on the above mentioned phases:

Figure 2.2: Booth’s basic model of strategic manag@ (Booth 1993:63)

Ass_sme%nt of N e - Int:a'm_al R WGn ) S._electingbest :
organisational o scanning 7| organisational 7| ofopiions option for siralegic
valnes analysis plan
F
Organisation of resonrces Implementation of goals Monitoring,
forimplementationof |¢ and policies to fnlfil ’ evalationand [*
siraiegy siraiegy review
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The above phases and model correlates with theopeapproactive, reactive and post-evaluative stages
of the crisis management process, as there areephafs preparation and planning, action and
evaluation and review. It can therefore be argtieat,in order to facilitatstrategiccrisis management,

the process has to possess proactive, reactivpastebvaluative stages.

* Levels of strategic management

Various business theorists recognise that strategitagement occurs on different levels (Hill & Jone
1989:18; Pearce & Robinson 1988:8-10; Steyn 20@3:1These levels predominantly include

corporate, business and functional:

Strategy atcorporate levelis the responsibility of top management (Angelopdl Schoonraad
2006:33), which includes the CEO, senior execufiwdisectors and corporate employees and is
predominantly concerned with ensuring a healthgrfoial performance for the organisation (Pearce &
Robinson 1988:8; Hill & Jones 1989:19; Steyn 2003)1

According to Hill and Jones (1989:19), thmisiness levecomprises the managers of different
departments responsible for translating the statésmaade at corporate level into functional stria®g
for each department (Pearce & Robinson 1988:8)sirss strategies are predominantly marketing
orientated in order to build and preserve a cortipetadvantage (Angelopulo & Schoonraad 2006:33;
Steyn 2003:173) and the focus is to support thanfiral objectives of the organisation (Steyn
2003:173).

On the functional level managers must develop dnobgectives and short-term strategies that
represent key functions in the organisation suchtiiremce and marketing (Hill & Jones 1989:20;
Pearce & Robinson 1988:9). Usually there are radeggic managers occupying this level (Hill & Jones
1989:20), but the functional strategy should bea&d in order to support the other levels of stiat
management (Steyn 2003:173).

As stipulated by Steyn and Puth (2000:41-45) areyr5t(2003:172,174) and also recognised by
Angelopulo and Schoonraad (2006:33), two other I$evad strategic management exist, namely
enterpriseand operational level. Steyn (2003:173) contethds the enterprise level is the broadest

level of strategy that focuses on achieving noasiial related objectives, such as building the
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organisational image. More importantly, Steyn (2Q@3) states that strategy on enterprise level
should bestakeholderorientated: “At the enterprise level, the orgatsds reputation should be
managed, its values be determined and sound ctéepgoxernance principles be adopted. This will
ultimately lead to the organisation being trustadits stakeholders as well as being regarded as
legitimate and socially responsible by societyaagé”. This level is of particular importance ireth
proactive crisis management stage, as a good teputaior to a crisis would assist the organisaiio
managing and resolving the crisis more successflillgreover, sustainable relationships with the
media as key stakeholder would result in more &ffeccommunication with the media and, in
essence, more favourable reporting towards then@gtion in a crisis. At operational level, stragsg
are converted into action (Steyn 2003:174) andhigracterised by the maximisation of resource
productivity through the exploitation of the orgsetion’s core proficiencies. Operational strategies

vital in order to manage operating units econonyq@teyn & Puth 2000:45).

“Effective communication is essential to the sigscef every organisation...a series of communication
strategies is essential for effective crisis comization” (Barton 2001:62). In the next section, the

importance of strategicommunication is highlighted.
2.6.2.5 Strategic communication

According to Argenti, Howell and Beck (2005:83)yaseégic communication can be defined as
“communication aligned with the organisation’s alestrategy, to enhance its strategic positioriing.
The below discussion will focuses on describingftimetion of communication within an organisation,
highlighting the relationship between strategy anthmunication and also addressing lack of strategic

communication.

» The function of communication in an organisation

Communication is the adhesive that connects theithdhl elements of an organisation, allowing
interaction with key stakeholders (Angelopulo & 8chraad 2006:3). Furthermore, it is argued that
the achievement of organisational objectives artdl tiunctioning of the organisation are largely
determined by itsommunication(Van Riel 1995:2; Angelopulo & Schoonraad 2006&)cording to
Van Riel (1995:2), the role of communication isdonduct amirror and awindow function. The
window functionrefers to the preparation and implementation ehrmoinication policies to depict all

elements of an organisation in a logical manners Tristils the necessary changes in the targetpgrou
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with which the organisation aims to build and preseaelationships. This facilitating role estabésh

an active outward orientation, thereby creating tiiganisation’s grounding to facilitatenutual
understandingvith key stakeholders (Steyn & Puth 2000:19). Goeely, thenirror functionrefers to
scanning the environment for new developments aneséeing the possible consequences that these
developments might have on the communication polidys function is vital for the organisation’s
strategy, as the communicator’s role here is t@acn early warning system in order to resolveeiss
before they develop into crises (Steyn & Puth 200):

Another crucial function identified by Steyn andt?y2000:18) is that corporate communication
practitioners also need to fulfil the important ¢tion of boundary spannerswhich refers to their
functions as information gatherers and proces$oasso highlights their ability to function on tleelge

of an organisation, thereby acting as liaison betwéhe organisation and its stakeholders. The
boundary spanning, mirror and window functions alteftundamental in contributing to the strategic

management process (Steyn & Puth 2000:18-19).

White and Mazur (1995:179), Ristino (2001:33) andrg et al (2002:15) emphasise the importance
of practicing two-way symmetrical communication,gggposed to one-way communication. Two-way
symmetrical models of communication “balance therigsts of the organisation with its publics, are
based on research, and uses communication to maoafect with strategic publics” (Grunig et al
2002:15). Two-way symmetrical communication therefacreates long-term relationships with
stakeholders (Grunig et al 2002:15). One-way comoation focuses on communicating the interests
of the organisation with the absence of dialogueu(i@ et al 2002:308). Dozier et al (1995:41)
contend that in one-way communication models, comaation flows in one direction, from the
organisation to the media, and from the media ¢optiblic. For the purpose of this study, it is @dju
that two-way symmetrical communication should bacpced to build sustainable relationships with

the media in order to facilitate effective and t&ggc crisis communication.

It is therefore evident that communication has msskefunctions in an organisational context wiie t
predominant part of these functions, as identified the previous section, beingtrategic
Communication has a stakeholder relationship-bngidiunction, it plays a vital role in achieving
organisational objectives, in the normal functignof the organisation and it assists the orgarmisati

identifying changes in the external environment. flisther contribute towards the necessity of
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practicing strategic communication, the relatiopdtween strategy and communication is elaborated

on in the following section.

* The relationship between strategy and communication

In an attempt to highlight the significance of coomctation in the strategic management process,
Moss and Warnaby (1998:133-137) state that it isemsal to distinguish betweestrategy

communicatiorandcommunication strategy

a) Strategy communication

There is a need to communicate the CEO’s stratagion both internally and externally; “strategy-
making processes will inevitably rely on effecta@mmunication to help ensure a consensus within the
organisation as to the strategic problems and sstaeed and appropriate methods for their resaititio
(Moss & Warnaby 1998:135Accordingly, Verwey (2003:3) states that communaratshould be
viewed as a strategic process, thereby contribu@rthe achievement of organisational objectives an
long-term sustainability. Strategy communicatioeréiore focuses on thmle that communication

fulfils in the process of strategy (Angelopulo &feonraad 2006:34).

Various authors recognise the rolestfategiccommunication. Through the application of boundary
spanning and environmental scanning, strategic aamoation enables an organisation to proactively
adapt to changes in stakeholder expectations. 8Bgoas a result of early recognition, the
management of issues and the participation of bta#lers in the decision making process, creates a
competitive advantage for the organisation (Ste§032180). The corporate communication strategy
makes communication pertinent in the process ateggic management through the alignment of the
organisational mission with the objectives of thigamisation (Steyn 2003:180). Besides identifying
and building sustainable relationships with the aoigation’s stakeholders and developing
communication programs to resolve their issues, ngomcators provide strategic information to
integrate into the strategy formulation process #radeafter recommend appropriate action (Steyn &
Puth 2000:17). Long-term stakeholder relationshiglding is regarded as the communication
discipline’s core contribution towards strategic magement (Grunig & Repper 1992:117; Likely
2003:19).
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Besides the above roles, Likely (2003:19-22) furftates that the communication function also plays
the following roles throughout the strategic mamaget process: Adjacent to stakeholder relatiores, th
function can contribute corporate reputation redeand intellect to the strategic management psyces
thereby fulfilling the role ofoverseeingandintegrating the communication function provides vital
information on internal organisational happeningherefore fulfilling an advocacy role;
communication strategists protect organisationhles relationships, reputation and the brand tjnou
visualising end-resulisstipulating the paths to achieve the intendedmut and identifying possible
consequences; it also fulfils the roleatfange agenandproblem solverthe communication function
can review the need to address revised stakehsé&tgnents, relationships and behaviours and upon
implementation of the strategy, the public relasioh communication function wilkevaluate the
performance in corporate reputation, stakeholdatioms, communication programs, communication

products, communication channels and function memagt.

b) Communication strategy

Grates (1995:19) and Cabot and Steiner (2006:64fend that a communication strategy can only be
effective once it is integrated with the overalklmess strategy. Similarly, Angelopulo and Schoadra

(2006:36) regard the composition of a communicatsbrategy as one of the strategic roles of
communication, as it contributes towards the sucadsthe organisational strategy in its totality.

Ristino (2001:34) proposes a stakeholder focusefinthg a communication strategy. He states that a
communication strategy emphasises stakeholdergeptons of the organisation and how these
perceptions will be amended, reinforced or neweali A communication strategy hence provides a
framework against which continuing corporate comivation decisions are measured and it evaluates

and questions the decisions taken by the corpoaatenunication function (Steyn & Puth 2000:52).

The lack of practicing strategic crisis communigatcan be aligned with this study’s exploratioraof

lack of strategic crisis communication processed,ia addressed in the following section.

* Addressing the lack of strategic communication

The management of change, which is an essentiairemgent for successful crisis management, is
often ineffective as communication is not regardedstrategicfunction (Moss & Warnaby 1998:131;
Grobler 2003:186; Steyn 2003:168). This can beilzsdrto communication practitioners fulfilling a

technicalfunction within an organisation, thereby impleniegtthe decisions of others as opposed to
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fulfiling a managerial role, whereby practitioners should contribute tavatrategy formulation
(Steyn & Puth 2000:9). In a study focusing on meaguthe demand for strategic communication in
organisations, Potter (1998:14) states that “comoators need to become business managers who
specialise in organisational communication”. To iael this, communicators must familiarise
themselves with strategic planning principles, agother things (Potter 1998:17), which implies an
understanding of what the organisation does, arluatran of the environment in which the

organisation operates and how organisational algsctvill be achieved.

Public relations or corporate communication is prathantly regarded asfanctionalstrategy (Grunig

& Repper 1992:121; Steyn 2003:174). As stated iapBdr 1, crisis management is a task associated
with public relations or corporate communicatiancan therefore be argued that the laclstodtegic
crisis management could be ascribed to the absehgpeblic relations on business, corporate and
enterprise levels, as identified in the previoustisa. Steyn (2003:178) further concludes that
“corporate communication’s contribution to the arigation’s strategy formulation processes liegsn i
inputs into, and participation in, the formulatiof enterprise and functional stratégyCorporate
communication should support the corporate andnlessi strategy, but should not contribute to the
formulation thereof (Steyn 2003:178). Corporate gamication fulfils the most important role in the
strategic management processeamterprise leve(Steyn 2003:179; Niemann 2005:5), as it facilgate
building sustainable stakeholder relationships twhigrovide direction for the organisation’s

communication (Steyn 2003:179).

Consequently, to be strategic, corporate commupitair public relations should contribute towards
the formulation and implementationof strategic management on enterprise and furatitevels.
Although corporate communication does not play aidant role in the strategy formulation on
corporate and business levels, it should still supinese levels. Therefore, corporate communinatio
should form part of the total strategic managenpeotess, although the degree of importance and role

on each level of strategy will vary.

To further the argument, Argenti et al (2005:88-8%te that for communication to be practiced
strategically, the following aspects, inter aliaed to be implemented. Firstly, senior managerd bwis
involved in the communication process. This implidsat all top managers must practice

communication strategically with all stakeholdersl ainderstand the importance of communication.
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Secondly, which is a core focus of this study,higt tcommunication should hetegrated This will
enable harmonisation of communication messagesdiyhicommunication must have a long-term
orientation, which highlights the importance of gireing proactive rather than reactive
communications. The latter also emphasise the fgignce of this study’s argument that crisis
communication should, among others, be proactiwdieh is achieved through building relationships
with stakeholders. Lastly, which is a reverse arguimof the first aspect, is that top communicators
must also have management skills. Communicatorsl neespeak the same language’ as senior

executives.

White and Mazur’s (1995:170) viewpoint summarides éssence of this discussion: “Communication
is a fundamental process managementand needs to be approached with more commitmehtaan
willingness to recognise its requirements [own eag]. The predominant functions that
communication can provide on strategic level, basedhe above research, is stipulated in the table
below (Steyn & Puth 2000:145; Grunig & Repper 1993):

Table 2.3: Key elements of communication that dbate towards strategic management

Communication element Contribution to strategic management

Sustainable stakeholder relationshjprhe utilisation of two-way symmetrical communicatiwill assist the organisation
building (which will contribute in detecting changes in stakeholder expectationsough the utilisation of dialogue,
towards achieving the organisationjah climate of credibility is created which resuhisai positive image for the

mission and objectives) organisation. Strategic stakeholder relationshijfdng can assist the organisation
to function more effectively and to achieve thesitne of the organisation. This
element includes the boundary spanning role (lralstween the organisation and
the environment) and the window role of communaraijwhich facilitates the
grounding to build mutual understanding with stakdhrs).

Early detection of issues (external As communical@ave a close relationship with stakeholdersaasalid
knowledge of the external environment, they arerawé emerging issues that
might pose a threat to the survival of an orgaivsaflhese issues are therefore
proactively identified before it evolves into asisi. This element also represents the
mirror role of communication, in which the commuatiar fulfils the role of an early
warning system.

A clear understanding of internal | Communication practitioners carry valuable insighéveryday organisational
organisational happenings happenings. Consequently, internal issues candodvesl before it affects the
normal functioning of the organisation. A sounceimtal climate is always necessary
to build a stable organisational image. This algaifies the boundary spanning
role in which the communicator fulfils the roleioformation gatherer and

processor.
Resolution of problems through By utilising research as a tool for the strateganagement of communication,
research communicators can understand the cause of thegmoahd an appropriate

communication plan can be developed to resolvepitiblem. Research also
facilitates planning, testing and evaluation qiggit Communicators are also in
constant contact with stakeholders, therefore rimdogmation regarding problems
can be obtained from stakeholder interaction.
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The remainder of the chapter focuses on strategisisc management and strategic crisis
communication, emphasising strategic crisis comgation with the media through the application of
IC.

2.7  STRATEGIC CRISIS MANAGEMENT

Crises are inevitable, which highlights the impoda of preparing and managing crises on a strategic
level (Mostafa et al 2004:399). Moreover, as crisesy threaten the survival of an organisation,
Mitroff and Pearson (1993:116) argue that ‘crisisgared’ organisations recognise the importance of
involving top management in crisis management @®ee and even argue that crisis management can
be used as a tool for obtaining a competitive athgen Pauchant and Mitroff (1992:126) state that
managers in crisis prepared organisations haveéhgpective that “crisis management concerns the
totality of the organisation as well as their nelatwith their environment and is an expressionhef
organisation’s fundamental purpose or strategiconis Sheaffer and Mano-Nergrin (2003:575)
maintain that crisis preparedness refers to thityabf an organisation to conscioustgcognise and
proactively prepare for a crisis situatiddrisis pronenesss the exact opposite of the previous state,
leading to “negligent corporate vulnerability amgianisational downturns” (Sheaffer & Mano-Nergrin
2003:576). Crisis preparedness is similasttategyas it also provides a framework of goals that have
to be accomplished during a crisis situation (Stargt al 1991:22). In accordance, the ability ef th
organisation to move from crisis prone to crisiegared depends on the extent to which the
organisation is able to integrate the crisis mamegg process with th&trategic managemeiprocess
(Elsubbaugh et al 2004:116; Pollard & Hotho 2006)72

Smits and Ally (2003:5) claim that organisationaaders can approach crisis management
preparedness as a proactive choice closely refatstlategic planning. By utilising internal evaioa

and environmental scanning, leaders can deteasssiiconcern as well as develop an organisational
policy that supports crisis management to ensumgarosational survival. Crisis management

preparedness should also be integrated with sicafgdgnning to ensure that it receives continuous
attention (Smits & Ally 2003:5).

According to Richardson (1994.60), a key task @f strategic manager is to have the ability to tntui

future events based on past and present happenihgsanticipatory knowledgeas vital for the
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strategic crisis manager, as it assists the orgtois to identify issues before it evolves intoses
(Richardson 1994:60).

Preble (1997:774) argues that the differences lextvgtrategic management and crisis management
create an opportunity for integration which is héaied by the similarities between these two feld
The similarities that exist between strategic manaent and crisis management are set out in Tadle 2.
below (Meyers & Holusha 1986:205; Mitroff et al 29837-245; Pauchant & Mitroff 1992:129-130;
Preble 1997:774-776):

Table 2.4: Similarities between strategic managérmed crisis management

Characteristic Description
Environmental relations Although strategic management primarily holdatside-inenvironmental
A focus on the external environment perspective (scanning the environment for oppotiesiand threats), and

crisis management follows amside-outenvironmental perspective
(measuring of an organisation’s impact on the emwirent), both fields are
concerned with changes from the external environrmfgmopen systems
perspective is instilled in order to identify chasdrom the external
environment.

Complex set of stakeholders Even though crisis management is often concern#fddifferent stakeholder
The involvement of a wide array of groups as opposed to strategic management, bddk fiave to work with
stakeholders complex stakeholder groups, each with a differearne of reference.

Therefore, both crisis management and strategi@agement involves
diverse stakeholder groups.

Top management involvement The involvement of top management is a key negeksitboth fields.
Although top management’s involvement is a logmrarequisite for crisis
management, it is often absent, as the focus efsthidy indicates, which
results in inefficient crisis management efforts.

Concern for the organisation in totality | Strategic management is concerned with the manageshéhe organisation
in totality. In essence, crisis management ainmdoage crises that might

impose a threat to all levels of the organisattberefore, crisis management
is also concerned with the wellbeing of the ertirganisation.

Consistent pattern Strategy formulation is consistent as it is conedrwith patterns of
Processes that have similar elements andhappenings in the past in addition to emergent éipgs. Crisis managers
are conducted continually build on the consistency of an organisation, nartfeyorganisation’s

identity, which can also relate to whether the arggtion is crisis prone or
crisis prepared. Crises are also emergent, eitiygosed by the environment|
or as a result of organisational members’ decisarections.

Demonstration of evolving processes Both the fields of crisis management and strategioagement have

Long- term organisational survival developed models which involve formulation and iempéntation qualities,
with processes that can be applied continuouslg.ifffplementation and
formulation qualities result in crisis managememd atrategic management
being concerned with the long-term survival of tihganisation.

Involving change Both strategic planning and crisis management ireokthange; crisis
management focuses on moments of instability thedtfae managed prior t
reaching strategic objectives. This highlights ppgementary relationship
between strategic planning and crisis management.

=4
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In line with the study’s argument that the crisiamagement process should have proactive, reactive
and post-evaluative stages, Shrivastava and Mi{d@87:8) argue that the strategic management of
organisational crises has to be concerned priglventionandcoping In order to ensure effective crisis

management, it is argued that it should mainly hplémented on corporate and business levels as

discussed eatrlier.

On corporate level crisis management should be concerned with reduttie possibility of a crisis
occurrence through preventative measures (ShrivastaMitroff 1987:8-9). Preventative measures
include: a) Abusiness portfoliavhich is created to achieve a predetermined regarimvestment and a
certain level of growth. This process often inésdhe utilisation of technology and acorganisatign
technological risks; b)lechnology portfoligswhich reduces these risks by means of a business
portfolio matrix in which the crisis potential o#dhnologies are measured against the quality of the
environmental infrastructure that sustain the oiggion; c) Crisis audits scan each area of the
organisation for possible failures and serves agaaly warning system that should be communicated
to top management in order to implement the necgssarective action; and d) Arisis management
teamwill assist the organisation in managing and resptgy to a crisis. However, Shrivastava and
Mitroff (1987:9) point out that these teams mustlude a wide array of expertise, for example

medical, legal, technical, public relations relaged financial.

On thebusiness levelstrategies should be aimed at providing carefiginéion to avoid internal and
external interactive failures to the business emrirent by testing product vulnerability and ininata
culture of safety and vigilance, cooperative solsi at industry level and implementing community
relations (Shrivastava & Mitroff 1987:10-11). Egmtoduct and facility should be analysed in terrs o
vulnerability in order to identify possible causes of breakdowngechnological and social systems.
Furthermore, the safety levels of the organisatan be enhanced through a culture of safety and
vigilance through continuous inspection. Shrivastava andd#fif1987:10) claim that certain crises
might be applicable to the industry in which thgarisation operates as a whole in which joint &ffor
on industry level could be the solutiddommunity relationsmplies that the public must be informed

about the crisis, as an informed public is bettgrigped to deal with a crisis.

Pollard and Hotho (2006:724) maintain that crisenagement should involve a group of managers as

opposed to being the responsibility of one indialdar department, which will bring about various
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strategic advances. The next section highlights thklevance of practicing strategic crisis

communication with the media.
2.8 STRATEGIC CRISIS COMMUNICATION WITH THE MEDIA

In a conversation Fink (1986:93-94) had with Laveerts. Foster, Johnson and Johnson’s corporate
vice president, Foster stated that “the single nmogbrtant thing for a communicator in a crisis is
immediate access to authority...and the second mgstriant thing for a communicator in a crisis is
to have authority himself”. Various authors, indhgl Palumbo (1990:47) and Zerman (1995:28),
argue that the spokesperson for a crisis managetee@mt has to be a member of senior management,
claiming that authority is required in order to reaknportant decisions, since the organisation’s
reputation could be tarnished by inaccurate medporting in the event of a crisis. Crisis
communicators should have the expertise and experi¢o liaise with the media, therefore their
contribution on strategic level is indispensablartirermore, Zerman (1995:25) points out that the
commitment of senior decision makers to the erdomporate disaster management plan, including a
crisis communication program, is required to enseasibility. In order to obtain management support
Zerman (1995:25) argues that the importance of conication must be highlighted continuously. An
organisation must be prepared for all possibleesrend must efficiently communicate during a crisis
Consequently, by implementing these aspects, sen&ragement will realise the worth of (crisis)

communication on a strategic level.

As indicated by Lerbinger (1997:39), public relasoor corporate communication’s main contribution
is liaising with the media and building stakeholdelationships, with the objective to manage or
circumvent damage to the organisation’s image. & figsctions are all vital for organisational sualiv
and should therefore be conducted on a strateggt. [Ehe ideal is therefore that crisis communimati
should be a continuous activity, by which formahttgic procedures are utilised to effectively and

proactively respond to a crisis (Gonzalez-HerrerBrétt 1996:101).

As emphasised previously, communication, speclficaiisis communication, has to be regarded as a
strategic function in order to successfully managd resolve a crisis. In Table 2.3 the key elemehts
communication that contribute towards strategic ag@ment were identified. The applicability of each
of these elements to crisis communication is disedsn Table 2.5 below (Steyn & Puth 2000:145;
Grunig & Repper 1992:118):
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Table 2.5: Key elements of communication that ébaote towards strategic management and the

applicability thereof in crisis communication

Communication element

Contribution to strategic management

Applicability to crisis communication

Sustainable stakeholder
relationship building
(which will contribute
towards achieving the
organisational mission an
objectives)

The utilisation of two-way symmetrical
communication will assist the organisation in
detecting changes in stakeholder expectations.
Through the utilisation of dialogue, a climate of

dcredibility is created which results in a positive
image for the organisation. Strategic stakeholdg
relationship building can assist the organisat@mn
function more effectively and to achieve the
mission of the organisation.

Prior relationships built with key
stakeholders will assist the organisatio
in managing and resolving the crisis
more sufficiently. The reputation of the
organisation will suffer less if the
rorganisation is perceived as credible
tprior to the crisis. Media reporting will
also be more favourable towards an
organisation with a good track record &
opposed to a tarnished record.

>

AS

Early detection of issues

As communicators haveseaelationship with
stakeholders and a solid knowledge of the exte
environment, they are aware of emerging issue

Issues of concern are often detected
nedirly, which enables the organisation t
5 resolve these issues before it evolves

(@)

that might pose a threat to the survival of an into reputation threatening crises. Crisis
organisation. communicators become familiar with
warning signals, and thereby also serve
the function of an early warning system.
A clear understanding of | Communication practitioners carry valuable A solid knowledge of internal
internal organisational insight of everyday organisational happenings. | organisational happenings is vital in
happenings Consequently, internal issues can be resolved | order to successfully resolve a crisis.
before it affects the normal functioning of the Furthermore, communicators can easily

organisation. A sound internal climate is always
necessary to build a stable organisational imag

detect whether internal elements

p.contribute towards the crisis, thus
whether the crisis is organisationally
imposed.

Resolution of problems
through research

By utilising research as a tool for the strategic
management of communication, communicator
can understand the cause of the problem and a
appropriate communication plan can be develoy
to resolve this problem. Research also facilitate|
planning, testing and evaluation qualities.
Communicators are also in constant contact wit
stakeholders, therefore more information
regarding problems can be obtained from

stakeholder interaction.

Research can be utilised in order to

has to develop, implement and evaluate
nexttion plans employed. Crisis
scommunicators can also gather more

information regarding an issue through
hstakeholder interaction.

5 determine the cause of the crisis as we

n)

Caywood (1997:xi), states that “....PR provides a el of leadership for managemenintegrate

relationships inside as well as outside the organisation usingda range ofnanagement strategies

and tactics including communicationgown emphasis]”. Since crises necessitates extiraany effort

to identify and communicate with all relevant stadlelers (Cowden & Sellnow 2002:195), building
sustainable stakeholder relationships, as higlddjHty Caywood, is probably the most important
function that crisis communicators fulfil on strgielevel. Moreover, the crisis communicator should
specifically develop apirit of cooperatiorwith the media (Fearn-Banks 2007:25), which islitated

through two-way symmetrical communication; a kegreleteristic ofC.
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As stated earlier in the chapter, the managemenhafge, often brought about by crises, cannot be
conducted efficiently without practicing communioat on a strategic level. This study proposes that
IC should be implemented to facilitate strategisisrcommunication with the media. The remainder of
the chapter defines and explores the nature of dCaasolution for the absence efrategic
communication, which is affirmed by Duncan and Cagd (1996:32), who state thattegration
implies the recognising communication as a vitat pathetotal management procesy contributing

to relationship building The main argument is that the application of @rapproach to instil strategic

crisis communication is crucial for strategic gisbmmunication with the media.
2.9 INTEGRATED COMMUNICATION (IC)

The following sections focus on defining and expilag the evolution of IC as well as highlightingeth

drivers, the key building blocks and various mod#ItC.
2.9.1 The evolution of IC: from IMC to IC

Aberg (1990:13) called for a more strategic, syised approach to communication, which implies that
“all the various forms of task orientated and oigation orientated communication within an
organisation are integrated to support the achiememof the organisation’s aims and goalan Riel
(1995:1,9) contends that communication is gradualitaining the status of a management tool, since
organisations increasingly depend on communicafitmnsuccess. There is an enhanced realisation
among organisations that the separation of inteamal external communication activities will no
longer suffice, as it creates a fragmented impoesaihich can damage the corporate image (Van Riel
1995:8). In order to avoid the dangers of fragm@&ntemmunication, all internal and external
communication must be harmonised. Similarly, Gredis{1996:291) claims that the practice of public
relations and marketing communication as sepatatetibns has historic rather than operational value
He argues that there is room for integration betwaéblic relations and marketing communication as

thetools andmarketsof these two disciplines overlap.

This study follows the stance that IC evolved froits predecessor, integrated marketing
communication (IMC), as proposed by various authlike Niemann (2005:77), Grunig et al
(2002:270) and Gronstedt (2000:8). Therefore, ihesessary to clarify the latter and highlight the
evolutionary differences between the two concepts.
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Consumers became more educated and selective, lgkith the emergence of IMC. Various attempts
have been made to define the concept of IMC, famnete: Kitchen and Schultz (2000:64) define the
concept of IMC as “a strategic business process ueeplan, develop, execute and evaluate
coordinated, measurable persuasive brand commigmicgrograms over time with consumers,
customers, prospects and other targeted, relewartnal and internal audiences”. Although this
definition does recognise the strategic contributmf communication through the proposition of
planning, implementation and evaluation literat(wéich is characteristic of a strategic process) th
main limitation might be that it does not focuslarilding relationships, but rather on deliveringree-

way persuasivamessage.

Another definition is proposed by Van der Westhni£2001:3), who defines IMC as: “a concept of
communication planning that recognises the addéaevaf a comprehensive plan that evaluates the
strategic roles of a variety of communication ¢aioies — for example, general advertising, personal
selling, sales promotion, direct marketing, pubéitations, sponsorship and combines these disemlin

to provide clarity, consistency and maximum comration impact”.

This definition highlights the value of strategiconemunication through integrating various
communication tools in order to optimise communaatbut also does not recognise the value of two-
way symmetrical communication in order to build tausable relationships. Similary, Pelter,
Schibrowsky and Schultz (2003:93) also highlight tise of combining communication tools by
defining IMC as a comprehensive marketing plan thedluates a wide array of communication

disciplines.

Furthermore, Du Plessis (2003:10) argues that IMe ability to select the most appropriate manner
to convey the marketing communication, packagedaasonsistent and unified message to the
marketplace and highlighting a specific theme aoditpning. This definition also underlines the
integration of various communication principles, stfpulated by Van der Westhuizen’'s (2001:3)
definition, to deliver a consistent message. Gr@ag/son and Dorsch (2007:38) argue that IMC can
be regarded as a ‘circular communication procesg/hich communication with consumers are studied

to enable the organisation to accurately targeflairfuture communication endeavours.

Various communication theorists criticised IMC lrguaing that although it is a concept that has great

potential, it produces implementation difficultias it requires organisation-wide changes and cross-
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functional support in order to be successful (Dmn&aMoriarty 1997:xiv); it focuses on one-way
communication messages instead of two-way commtioicgHartley & Pickton 1999:101); it is
regarded as an insufficient step towards the canafel© as it only supports communication agencies’
determination for more business (Gronstedt 200Qt&)e is confusion as to whether IMC is a tool
designed to support advertising and public relationwhether it is a communication disciplinets i
own right (Grunig et al 2002:270).

IC on the other hand is seen as a “cross-functipradess for managing profitable brand relationship
by bringing people and corporate learning togetherder to maintain strategic consistency in brand
communications, facilitate purposeful dialogue watistomers and other stakeholders and market a
corporate mission that increases brand trust” (Ron& Moriarty 1997:9). Furthermore, Gronstedt
(2000:8) defines IC “as the strategic managemeotgss of facilitating a desired meaning of the
organisation and its brands by creating unity &réfat every point of contact with key customensl a
stakeholders for the purpose of building profitaldéationships with them”. Both these definitions
accentuate the importance of facilitatidigloguewith all stakeholders to instil profitable stakéder
relationships and emphasise the importance of totganisational buy-in in the communication

process, thereby highlighting it as a strategiosstfunctional management process.

Recently, IC has been defined as “the notion arel ghactice of aligning symbols, messages,
procedures and behaviours in order for an orgaaisa communicate with clarity, consistency and
continuity within and across formal organisatiobalindaries” (Christensen, Firat & Torp 2008:424).
This definition highlights the importance of messampnsistency in order to communicate efficiently
with all stakeholders. The definition of IC thatcapsulates the core of this study, although not the
most recent definition, is developed by NiemannO&B80) as “the strategic management process of
organisationally controlling or influencing all ngagies and encouraging purposeful, data-driven
dialogue to create and nourish long-term profitaielationships with stakeholders”. This definition
correlates with the focus of this study as it caralgued that IC is applied to facilitate a strategsis
communication process through an approach that qiesrthe utilisation of two-way communication

to build sustainable media relationships.

In order to further define IC, the predominant eiféfnces between IMC and IC for the purpose of this

study, as proposed by Niemann (2005:27-28), arersrised in the table below:
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Table 2.6: The differences between IMC and IC

IMC IC

Predominantly customer focused Focuses on all lstddters; thus it is a more holistic
approach

The focus is on messageent The focus is on two-way communication

External message orientated Integration of inteandl external messages

The marketing or communication department drives th | The strategic objective of the organisation driakshe

messages of the organisation communication of the organisation

Contributes to the technical aspects of the orgdiois IC is strategic in nature, contributing te strategic
thinking processes of the organisation

From the above table it is evident that IC focusesbuilding sustainable relationshipsvith all
stakeholders througtwo-way communicatioriMessageconsistencys also vital within IC as internal
and external messages need to be integrated gmeéalhvith the strategic objective of the organdsati

as a whole.
2.9.2 IC drivers

Duncan and Moriarty (1997:xv) state that IMC shob#dreplaced withntegratedmarketing which
requires management’'s support and dedication, aegreted organisational structure and
communication that is not only focused on sendiregsages, but also on listening to stakeholders.
Although Duncan and Moriarty’s research is applednarketing specifically, Angelopulo (2006:48)
argues that it could be applied to IC specificallg,these drivers are centred on communication, and
proposes an in-depth process for aligning the osgéion’s operations with product and service
delivery that will satisfy stakeholder's needs. Tieae strategic drivers of IC are highlighted below
(Duncan & Moriarty 1997:15-19):

Creating and nourishing relationship®rganisations should focus on retaining custontiersugh
credible communication in order to build sustaieatalationships with them.

Focusing on stakeholdersfhe organisation should not just focus on buildmetationships with
customers, but to build profitable relationshipghwall stakeholders as there is a mutual influéntia
relationship between the organisation and its $talkkers (Freeman 1984:25).

Strategic consistencyt is argued that the consistency of an orgaiusa identity and reputation is
largely determined by the extent to which the bramdstrategically integrated into all messages
(Duncan & Moriarty 1997:17).
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Creating purposeful interactivityreedback and dialogue should be facilitated waitlstakeholders to
ensure a higher level of stakeholder integratioto ian organisation’s planning and operations.
Therefore, the norm should be to ‘listen and leambpposed to ‘tell and sell’.

Organisational mission marketingd he organisation’s mission should be integrated all activities.
Stakeholders have an additional reason to suppoorg@anisation when the organisation’s mission is
not just focused on profit making (Duncan 2002:31).

Zero-based planningZero-based communication planning is focused otifyursy all communication
objectives and strategies in relation to the astitrat have to be implemented in order to manage
relationships more sufficiently.

Cross-functional departmental planning and monitgriExpertise within the organisation should be
integrated, in which experiences and meaning aaeegh Therefore, organisational departments should
interact consistently.

Creating core competenciesStrengths and weaknesses of communication furmstishould be
managed in order to optimise cost-effectivenessash function.

Integrating agenciesA communication management agency coordinatesorganisation’s total
communication program. Barker and Du Plessis (Z)0Inaintain that in order to ensure
organisational survival, organisations have to fiede communication structures through the
integration of communication activities.

Building and managing customer databas€®rsonalised communication can only be facilitate
through the implementation of a program to build ase databases, as “information is the bloodstream

of the organisation” (Duncan & Moriarty 1997:19).

These drivers will be used as importaatiablesfor the integrated crisis communication framework,
proposed in this study.

2.9.3 The key building blocks of IC

The predominant building blocks of IC identified the literature which supports this study are:
stakeholder centricity; the combination of internahd external communication; two-way
communication; and a strategic communication proo&ronstedt 1996:294; Gronstedt 2000:15;
Duncan 2002:126; Niemann 2005:8).
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2.9.3.1 Stakeholder centricity

The general discussion on organisational stakeholdeovided earlier indicated the importance of
stakeholder centricity and how it pertains to IG. ighlighted in the discussion above, IC focuses o
all stakeholders, not just customers as is the wvage IMC, specifically because the twenty-first
century is characterised by stakeholder integratiwhich is built on a foundation ofwo-way

symmetrical communicatigiNiemann 2005:8).

Gronstedt (1996:294) points out that organisatiatakeholders are all interdependent; changesen on
stakeholder group tend to have a domino effecttbercstakeholder groups. IC is constructed around
this interdependency through coordinating the emtetwork of stakeholders’ communication activities
(Gronstedt 1996:295). In accordance, Steyn and R@000:190) maintain that stakeholder

management is mutually beneficial. Organisatiorad thclude stakeholders in their decision making
processes will carry a competitive advantage, a@a#lebolders are more satisfied when given the
opportunity to interact and to initiate discussidqtisrough the utilisation of two-way symmetrical

communication) which simultaneously produce higstakeholder loyalty and a differential advantage

for the organisation.

In a recent study on the strategic value of suahdén stakeholder relationship building, Jagersma
(2009:341) argues that stakeholder focused org#omsa utilises information gathered to serve
stakeholders more effectively; stakeholdmartnerships are fostered; these organisations display
enthusiasm to treat stakeholders differently aed tompetitive advantage is driven byderstanding
stakeholder behaviour and identifying manners teesstakeholders more efficiently. To achieve the
latter, the key is to “shape and guide stakehalitEdogué to build sustainable relationships (Jagersma
2009:342). This specifically highlights the importa of utilising two-way communication to build
stakeholder relationships. It also correlates aithearlier argument by Bussy, Watson, Pitt and Bwin
(2000:139) stating that “it is bgommunicationwith stakeholders that the organisation shapes and
forms relationships with them”. For the purposedho$ study, it is argued th& should be applied to

facilitate sustainable relationships with the madiaommunicate effectively during a crisis.
2.9.3.2 The combination of internal and external monunication

To avoid fragmented communication, which can haveegative impact on an organisation’s image,

Van Riel (1995:3) suggests harmonising internal artrnal communication messages. Gronstedt
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(2000:15-18) proposes a three-dimensional modehtegrating communication in which he proposes
that IC needs to take place right through the asgdion (external integration), ranks (vertical
integration) and functions (horisontal integratiohese dimensions of integration encapsulate the

combination of internal and external communication:

External integration; external communication®rofitable relationships are created through the
integration of communication at every stakehold&mtact point. Everyone in the organisation has a
dialogical relationship with stakeholders and apphat they learn to better satisfy the needs afehe

stakeholders.

Vertical integration; vertical communicationsThis level of integration implies connecting the
frontline workers, who are in direct contact wittakeholders, with top management, who has the
authority to act on the information obtained fromntline workers’ interaction with key stakeholders
Two-way communication is thus facilitated amongisemanagement, middle management and

employees.

Horisontal integration; horisontal communicatianghis dimension implements the cross-functional,
cross-business and cross-border communication ggesge and integrates communication between

people working at different business levels, uartd departments.

Integrating communication on all three dimension#f @nsure sustainable stakeholder relationship
building, in which issues that may result in crisesuld easily be detected and resolved. Furthesmor
it will ensure effective internal communication ander to deliver sufficient external communication
during crises. Building on the latter argument,p&tns, Malone and Bailey (2005:391,398) state that,
as a broad number of internal and external staklelhairoups need to be addressed during a crisis,
message consistendg key as it will contribute towards building orgsational legitimacy and
trustworthiness. Welch and Jackson (2007:188) atigatethe goals of internal communication, among
others, are to develop a realisationreaironmental changand an understanding of the necessity for
the organisation to develop its objectivasresponse to environmental chandde latter objectives
highlight the need for alignment between internadl @xternal communication, which is especially

applicable to crises which bring about organisatiamange.
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2.9.3.3 The facilitation of two-way communication

Grunig and Grunig (1992:289) state that the two-vggygnmetrical model of communication uses
research in order to facilitate understanding amiraunication as opposed to the mere identification
of messages in order to influence or inspire stakkdns. Gronstedt (1996:295) maintains that the
integration of communication requires dialogue Wyich “stakeholders are recognised as receivers as
well as senders of information....[A]n integratedkstaolder approach calls for pretest and post-
evaluation of all stakeholders that will encourdezommunication activity, including stakeholderatth

do not constitute the primary target audience”.sTiRimade possible through the application of two-
way communication. For both the organisation aaledtolders to benefit, meaningful communication,
facilitated through two-way communication must lbagticed (Ristino 2001:33).

The integrative utilisation of receiving, interagtiand sending tools will instil a dialogue in whithe
stakeholders are active, interactive and equalggaahts of a continuing communication process to
create sustainable relationships (Gronstedt 199%.2Bhe facilitation of two-way communication
evident in the IC model implies that the source sewkiver constantly trade places, as people iaitia
contact and receive messages from the organiséidoncan 2002:126). To further highlight the
relevance of two-way communication, Argenti, Howatld Beck (2005:87) argue that stakeholder

feedbacldetermines the success of the communication aexhlbbusiness strategy.
2.9.3.4 Strategic communication process

IC is a strategic communication process, therebplymg that communication should permeate
through the entire organisation (Gronstedt 2000/8ch means that communication is driven by the
strategic intent of the organisation as a wh{Mdiemann 2005:28) and not by the communication or
marketing department’s individual strategies. Santyl, Argenti et al (2005:83) argue that a strategi

communication process, such as IC, ensures alignm#én the organisational strategy as a whole in
order to enhance strategic positioning. The integrgperspective of communication implies that
communication should be regarded aphalosophy of doing busingssot just an organisational

function (Duncan & Moriarty 1997:xii). This will wever, as argued earlier, necessitate the
involvement of senior managers in the communicapoocess and communicators having general

management skills (Argenti et al 2005:88).
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The above building blocks are also interrelateda asakeholder focus will initiate dialogue between
the organisation and stakeholders, while a strategianagement process implies that the
communication process must permeate through thee @rganisation, thereby building on the concept
of internal and external communication integratiGrthermore, Gronstedt (2000:8) states that in
order to build profitable stakeholder relationshigh contact with stakeholders must be stratelyical
integrated.

These building blocks and drivers highlighted ircteen 2.9.2, will be utilised collectively, in
conjunction with the characteristics of the exgatke theory to form th&ey variablegas outlined in
the Figure 3.2.2, the strategic crisis communicatrond map) for an integrated crisis communication
framework.

2.9.4 The implementation of IC

Various communication theorists have developedi@lémentation models, for example, Gronstedt’s
(1996:291) integrated model, Caywood's (1997:xiublr relations process integration model Duncan
and Moriarty’s (1997:243) IC agency model and Kéichand Schultz’'s (2000:87) integrated global

marketing communication strategy model to nameaa Based on these models, Niemann (2005:239)
developed a South-African model that addresseshibegcomings evident in these models. This model
is the most recent endeavour in developing an I@lémentation model, and will therefore be used for
the purpose of this study. However, as the focushisf study is not on how to implement an IC

approach in the organisation, but rather on homgtl an integrated crisis communication framework

to facilitate strategic crisis communication wittetmedia, the essence of this model will only be
discussed briefly (Niemann 2005:239-260) in ora@ecdntribute towards a comprehensive discussion
on IC:

2.9.4.1 Niemann’s conceptual model of IC in Souttirika

Niemann (2005:247) states that the model is basetivo main principles: the strategic intent (long
term organisational plan) of an organisation, whitttves IC; and learning organisation principles
which continuously reposition the organisation. Tingt principle highlights that the communication
and business objectives of the organisation haveetbuilt on the organisational mission. Niemann
(2005:247) argues that the utilisation of the noissas prominent driver in the strategic intent |dsui

sustainable brand relationships. The second ptecgmphasises that in order to position the
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organisation according to environmental needsnlagrorganisation principles have to be applied. A

learning organisation creates a strategic thinlkingironment through knowledge sharing in order to

create actions that contribute to the organisatioi@rests in totality (Niemann 2005:247). The rabd

further proposes three areas of integration, narmagdgnisational integration, stakeholder integratio

and environmental integration:

Organisational integrationshould be implemented first, as internal integraghould be achieved
prior to external integration (Niemann 2005:248hisTlevel of integration is based on horisontal
and vertical integration as proposed by Gronste(®300:15-18) three-dimensional integration
model discussed previously. Horisontal integratmtails the“integration and alignment across
business units, functions and regions in termgstiesns, process, procedures and communication”
(Niemann 2005:249). Vertical integration focusesimdegrating communication between different
departments, units and countries. Organisatioriagration involves two sub-levels of integration
namely CEO or top management integration and timaissance communicato€CEO or top
management integratiommplies that the mission of the organisation sbobke continuously
communicated to the lower levels of the organisat@and a simultaneous awareness of
communication on top management level. The CEChésefore regarded as the organisational
integration initiator (Niemann 2005:250). The idefathe renaissance communicate based on
the notion that, due to constant environmental ghanthere is a need for a different approach to
communication in order to instil strategic orgatim@al communication management (Niemann
2005:250). The renaissance communicator providesiaas to important organisational problems
which therefore necessitates a strategic appraacbrhmunication. The renaissance communicator
can also contribute towards erasing the percepifooommunication as a technical function as

discussed earlier in the chapter.

Stakeholder integrationis the second area of integration focusing on tlgarsation having a
broader outlook in terms of the environment andpeple that have an interest in the organisation
(Niemann 2005:255). Therefore, this level of intgm highlights the move from a customer focus
to stakeholder centricity. It emphasises two swielke of stakeholder integration, namely,
interactivity integration and brand contact inteégna Interactivity integration: This integration
focuses on the notion that communication shoultitmeway and purposeful and personalised. As

stated earlier in the chapter, two-way communicatgofocused on generating understanding and
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dialogue as opposed to the mere disseminationfafnration to motivate or persuade. Interactivity
integration implies that the media can be usedirtltaneously send messages efficiently and
receive messages from stakeholders in order taecsestainablpurposeful dialoguewhich holds

a mutual benefit for the stakeholders and the asgéion (Niemann 2005:257Brand contact
integration: Brand contact points represent the circumstanceshich the stakeholders could be
exposed to a brand message. This level of stratetgigration implies the recognising, prioritising,
determining cost control messages and identifyohdjteonal contact points of the brand. Niemann
(2005:258) states that brand contact integratiobased on three key ideasie message and
incentive delivery system must be appropriate fakeholdersyhich implies that the organisation
must understand stakeholders before effective rgessean be developedpntinuing dialogue
facilitates a 360-degree brand ideayhich highlights that through continuous stakeholder
interaction the organisation will learn more abth# stakeholders’ needs through a 360-degree
brand idea, implying that the organisation mustimgle-minded about the outcome it wishes to
achieve and neutral towards the ways of implemematndtiming of messages should be based

on stakeholder referencasking stakeholder preferences into account.

« Environmental integration implies that the organisation is functioning in apen system.
Organisations have to know what is happening ifir teevironments in order to survive. More
importantly, organisations have to be able to atamhange (a characteristic of an organisational

crisis) in order to survive.
2.10 SUMMARY

This chapter focused on highlighting the importantstrategiccrisis communication with the media
from an IC perspective. An elaboration on orgamsa crises and related concepts were provided,
followed by a discussion on the relevance of marggtakeholders during a crisis, with specific ®cu
on the media as external stakeholder group. Assthiely explores the lack of strategic crisis
communication processes, it is vital to determihe teasons for the lack of strategic crisis
communication processes. Supplementing the ladtesifegic management and communication was
defined to enable the researcher to provide a celngnsive discussion on strategic crisis management
and communication with the media. An IC approacls vpgoposed to facilitate strategic crisis

communication with the media.
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It was argued that crisis management and crisisnaamication has a reciprocal relationship, thereby
implying that crisis communication connects andagstlates the crisis management process which
has proactive, reactive and post-evaluative stagbese stages of the crisis management process
correlate with a strategic management process,hwbiiten possesses planning, implementation and
evaluative actions. As crisis communication enckgies these stages, it should be practiced before,
during and after a crisis — it is thus not onlyeaative element upon the emergence of a crisiedas

this argument, a strategic crisis communicationc@ss should also possess the stages mentioned

above.

The lack of strategic crisis management and cosimmunication were ascribed to various reasons,
including, among others, management’s apathetitudét towards crisis management, the perception
that crisis management is still in its infancy, tmanagement’s inability to realise the strategiturea

of crisis management, absence of two-way communoitatith stakeholders and the lack of managing

communication as a strategic function.

The need for strategic crisis communication with thedia was emphasised as the literature indicated
that public opinion is often formed based on meeéorting. Furthermore, the literature review also
highlighted that the financial industry specifigails a sensitive industry and thus always has tedian

nearby to report on organisational issues.

It was highlighted that the most important functitit crisis communicators contribute on strategic
level is sustainable stakeholder relationship gdBased on this, spirit of cooperationhas to be
established with the media to decrease the pasgibilnegative reporting. The necessity of culting
sustainable stakeholder relationships, facilitatecbugh two-way communication, is vital for an

organisation to survive a crisis.

It was further suggested that IC could be applredrder to facilitate strategic crisis communicatio
with the media, as IC is strategic management proces$isat organisationally controls or influences
all messages and encourages purposeful, data-drdiatogue to create and nourishong-term

profitable relationshipswith stakeholders.
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The next chapter focuses on defining the proposedctive, reactive and post-evaluative stages®f th
crisis communication process. Various existingisnsocesses and theories is analysed to evaluative
whether it is strategic, by firstly determining wher it possesses proactive, reactive and post-
evaluative crisis communication stages, and segortdl establish whether two-way or one-way
communication is utilised, since two-way commurimats required to contribute towards sustainable

media relationship building.
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CHAPTER 3: CRISIS MANAGEMENT AND CRISIS COMMUNICATI ON PROCESSES AND
THEORIES

“Crisis management begins with crisis planning, impses unique
demands at times of crisis, and involves managindneé aftermath of
crisis.” (White & Mazur 1995:203).

3.1 INTRODUCTION

The previous chapter explores the application oflit€ature in order to facilitatstrategic crisis
communication with the media. The integration ofmeoaunication implies the recognition of
communication as an integral part of faéal management processrough sustainable stakeholder

relationship building (Duncan & Caywood 1996:32).

Various authors such as Preble (1997:770) and B¢@b#93:62-63) emphasise that s#rategic
management procegsossesses planning, implementation and evalugthases. Furthermore, Kash
and Darling (1998:180) claim that “today’s succabkskganisations are characterised by the abitity t
adapt by recognising important environmental fa;t@nalysing them, evaluating their impact and
reacting to them. The art of strategic planningitaelates to crisis management) involves all o t
above activities. The right strategy, in generabvpes for preventative measures, and treatmeht an
resolution efforts” Pollard and Hotho (2006:726) also argue that ategji@ process consists of
strategic implementation, formulation and evalua@weeas. This study builds on these viewpoints and
argues that to facilitate strategic crisis managetbe crisis management process should include al
three stages (proactive, reactive and post-evakjatiThe practice of such a process mirrors the
planning, implementation and formulation, as wallevaluation qualities of a strategic management
process. As argued in the previous chapter, anezap relationship between crisis management and
crisis communication exists. Therefore, it could drgued that the strategic crissmmunication

process should also have proactive, reactive astiex@luative stages.

This chapter firstly provides a clarification omrténology, as various terms have unique definitifors
the purpose of this study. Secondly, a strateggisccommunication mind map is provided to hightigh
the aspects necessary for strategic crisis comratioic and the development of an integrated crisis
communication framework. Thirdly, the crisis managat process, with specific reference to the three

stages, will be discussed to support the discussidncategorisation of existing crisis managemedt a
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communication processes. Fourthly, the predominasis theories will be elaborated on, with a core
focus on Grunig’s excellence theory, as it is psgabthat the principles of this theory are mostljik

to create an environment for strategic crisis comication. Lastly, existing crisis management and
communication processes will be analysed to detexmihether these processes are strategic. It should
be noted that, although the focus is on cr®smmunicationprocesses specifically, various crisis
managemenprocesses is also evaluated, since crisis commitimmcin the literature is regarded as an
element of the crisis management process. Howelierpredominant part of the analysis of these

processes is contributed towards the existencasi$ communication in the process.

The chapter will aim to address the following sublpfems and research questions:

Sub-problems Research questions

Sub-problem 2To determine the key thrusts of existing crisis Research question 4s two-way communication dominant
communication and management processes, and wltllethstages | in existing crisis communication and management
of these processes are proactive, reactive aneepahiative. processes to facilitate effective media commuricéti

Research question:3Can IC be applied in order to
facilitate strategic crisis communication with tinedia?

3.2 CLARIFICATION OF TERMINOLOGY AND THE STRATEGIC CRISIS
COMMUNICATION MIND MAP

For the purpose of this study, various terms aiquaty utilised. This section focuses on highliglgti
the meanings of these terms, and secondly, proadesnd map to present a definition and outline

necessary for a strategic crisis communicationgsec
3.2.1 Terminology

The key terms that underline this study are definetthe table below to ensure a correct interpi@tat
of each. Simultaneously these definitions contebtdwards a better understanding of certain

arguments.
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Table 3.1: Clarification of terminology

Concept

Definition for the purpose of this study

Stage

There are three stages within a strategiis erianagement process namely, proactive crisi
management stage, reactive crisis managementatalgeost-evaluative crisis managemen
stage. Within each stage, there are various actimishould be implemented. However, as
the focus of this study is only to propose a framfor strategic crisis communication,
these actions are not discussed in detail.

Reciprocal relationship
between crisis
management and crisis
communication

Crisis communication is a function of the crisismagement process. However, crisis
communication should not be regarded solely asetike function — it should be practiced
throughout the crisis management process. Theretasis communication should be
practiced proactively, reactively and post-evalgti correlating with the stages of a strate
Ccrisis management process.

Crisis communication
being an ‘encapsulating’
process

In line with the previous argument, crisis commaitiien is an encapsulating process, there
enclosing and connecting the various stages ofrikss management process. It is thus
practiced proactively, reactively and post-evaklyi.

Strategic crisis
managemenfprocess and
strategic crisis
communicatiorprocess

For the purpose of this study, a strategic criskhagement process is regarded as a proce
with proactive, reactive and post-evaluative crnis@nagement stages. These stages are
derived from theorists’ arguments that a strateganagement process requires these stag
Their existence is therefore a key determinant sif@egic crisis management process. Th
principle could also be applied to a strateggonmunicatiorprocess, since there is a
reciprocal relationship between crisis managemettcammunication. Thus based on this
and the previous argument, a strategic crisis conigation process should also have
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proactive, reactive and post-evaluative crisis comication stages.

3.2.2 A mind map for strategic crisis communication

Based on the literature, the following aspectsraeessary for strategic crisis communication whih t

media and the development of an integrated crgisnsunication framework. Figure 3.1 does not only

display the sequential evolvement of one aspetttamext, but also clarifies certain concepts.
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Figure 3.1: A strategic crisis communication mindgn

Strategic literature
a IC
IC is applied to facilitate a strategic crisis ication with the media.
b) A sirategic manapement process has proactive, r 3 d post- iSis 1z stages, and crisis
icationis practiced eachstage
A strategic crisis with cti cti d post st with crisis
P ﬂneuchstagem y for ic crisis ication with the media
Crisis theory: excellence theory

In conjunction with the above, the excellence theory serves as a foundation for the practice
of strategic crisis communication with the media as it supports the viewpoint of practicing
two-way communication to build sustainable media relationships.

Variables of the excellence theory and IC

The IC variables ible the building blocks and drivers of IC, as
outlined in the previ 3| The A1 theory variables resemble
various excellenneﬂmaryc]]amctmshmwhlchmllbe addressed in this
c]mpter These vaniables should be ]mwtlwdm eunpmctlunwtthﬂ:c
stratepic crisis management process (with proactive, reactive and post-

evaluatlvestagm) Ilwd.lbe arguedthat exuellencethmryam‘llc

Integrated crisis communication (ICC)
Tframework

Kt will be argued that to instil an integrated crisis
communication (FCC) framework, IC and
exoellmmeuryvmablﬁnmdtobe

applwdmha;; munmtha C

andpost—evahmuvemsls
communication stages.

3.3 THE STRATEGIC CRISIS MANAGEMENT PROCESS

It is necessary to discuss the strategic crisisag@ment process with specific reference to theethre
stages of the process, as existing crisis managepnecesses and theories will be evaluated against
these stages. As the focus of this study is oalypropose an integrated crisis communication
framework the actions that need to be employed on eacle ssamnly briefly discussed below, with a
more detailed elaboration attached as Addendum dwexer, as the focus lies specifically with the
practice of crisis communication, specific refemnill be made to crisis communication on each

stage in the discussion that follows.

It was argued that a strategic crisis managemeamtegs consists of a proactive, reactive and post-
evaluative crisis management stage and can beedefisthe threefold process fwroactively plan and

prepare the organisation for possible crisis sitaas; to sufficiently and promptisespondto crises
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and to employost-evaluativeactions in order to facilitate learning and pregathe organisation for

future crisis events.
3.3.1 The proactive crisis management stage

“Crisis preparedness involves creating a crisis)plesignating crisis management teams, training
employees to respond during a crisis, and amasssuayrces to address a crisis. This process istakin
strategy, in the sense that it provides a framevadrébjectives to be accomplished in the event of a
crisis” (Sturges et al 1991:23). Various theorists mainthat organisations that implement proactive
crisis communication will have crises of shorteradion and decisions will also be better received a
more sensible (Maynard 1993:54); it will assist ¢tinganisation to control and resolve a crisis (K&sh
Darling 1998:100); it can assist the organisatiorrédduce response time and may prevent possible
mistakes that could emerge during the organisaiogsponse to a crisis (Benoit & Pang 2008:252);
and it can assist the organisation to avoid thsic@ltogether (Bloom:2008aLonsequently, it is
evident that proactive crisis management enabletganisation to detect burning issues that could
lead to a crisis and, should a crisis emerge, tadsesorganisation to better manage and resolve the

crisis.
3.3.1.1 Proactive crisis communication

Heath and Millar (2004:6) state that proactiveisrsommunication fulfils two important functions: i
firstly searches for possible crises and reducesptiobability that it will emerge, and secondly, it
prepares key stakeholders for a crisis in ordemnture the crisis will be controlled when it tapésce.
According to Gonzalez-Herrero and Pratt (1996:8@pactive crisis communication “suggests
openness to, and cooperation with the publics befor issue matures into a crisis”. This represents
two-way symmetrical communication, an importantnetat of IC, in order to build strategic
stakeholder relationships. Gonzalez-Herrero antt Pr896:85) further argue that proactive, two-way
symmetrical communication with stakeholders carsdasthe risk of a crisis emerging and should a
crisis surface, the organisation will have a betteance of being perceived as innocent. In omiéet
proactive during crisis situations, “communicatfmogrammes need to be strategically and continually
retooled” to meet fluctuating environmental and amnigational demands (Fall 2004:247). The

following need to be considered during proactiveisrcommunication:
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¢ Risk communication

Marra (1992:45) emphasises the need to distinglostween risk communicationand crisis
communicationRisk communication is the task of notifying amtheating stakeholders about possible
risks. Marra (1992:45) claims that risk communigatdiffers from proactive crisis communication as
risk communication builds mutual relationships begw the organisation and stakeholders, whereas
crisis communication is employed toaintain or reinstatehese relationships. Therefore, he argues
that risk communication should be employerdor to crisis situations, while crisis communication
should be employeduring crisis situations. As the study regards crisis mwamication as a process to
be employed before, during and after a crisis, rdse=archer does not support Marra’s viewpoint.
However, risk communication and crisis communigatiould collectively be viewed as an intertwined
process.

* Media liaison

The media is an important external stakeholder,dsuit is the core focus of the study, it will be
discussed separately from the general stakehoddatianships section. Venter (1994:213) maintains
that “a crisis, by its very nature, elicits extrdioary media attention and because of the influesfce
the media on other publics, the news media hasnbeane of the most important publics with whom
effective communication must be developed. stated in the previous chapter, a win-win reflathip
between the media and the organisation has to tablisbed prior to crisis situations through the
utilisation of open, honest dialogue (thus two-vegynmetrical communication). In order to distribute
information quickly during a crisis, the accessipibf media contact details should form part oé th
crisis management plan (Pollard & Hotho 2006:731).

» Stakeholder relationships

Sturges et al (1991:23) highlight the importancep@factive stakeholder relationships by stating tha
damage control may be too late to save stakehotdionships. As argued previously, organisations
rely on the goodwill of stakeholders for survivilefath 2008:13). Therefore, proactive relationships
must be established with internal and external estaklers through the utilisation of two-way

symmetrical communication, in order to generatela doundation of trust and loyalty.
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From the above discussion it is evident that tleagtive crisis management stage is an inevitablgest
in the crisis management process, as it will asbestorganisation to resolve issues before it emlv
into a full-blown crisis. Proactive crisis manageméacilitates sustainable stakeholder relationship
which also ensure more sufficient crisis managerardtresolution. If all actions of the proactivesisr
management stage is adequately implemented andogede the organisation will be able to deliver

prompt feedback when reacting to the crisis.
3.3.2 The reactive crisis management stage

According to Bloom (2008a), the first hour aftercasis occurs is thegolden hourin which an
organisation has the best opportunity to addressidbue prior to negative media reporting. The
organisation has to respond immediately, acceporesbility, restore credibility, go the extra milse
tolerant and display empathy when experiencingsascfVermeulen 2003:12). Prompt reaction after a

crisis also avoids the development of rumours ©2807:17; Bloom 2008a).
3.3.2.1 Reactive crisis communication

Diers (2007:8) argues that during the reactiveestagsis communication focuses on dealing with the
media and developing crisis communication toolsti@rmore, reactive crisis communication further
implies formulating messages to key stakeholdeuggpacquiring third-party support, communicating
internally and managing rumours (Diers 2007:8). Tdilwing need to be considered during reactive

crisis communication for the purpose of this study:

« Communicating with stakeholders

All stakeholders are entitled to have all the faetgarding the crisis (Fearn-Banks 2007:25). Angent
(2002:104) accentuates the importance of interoalnounication by stating that “in a time of extreme
crisis, internal communication take precedenceoiefiny other consecutive action can take place —
whether it is serving customers or reassuring itores- the morale of employees must be rebuilt”.
Employees are very sensitive towards media regprtiherefore, as stated by Rob Densen from
Oppenheimer commenting on the 9/11 attack, thenmsghdon has to express their functionality
through the media (Argenti 2002:106). Internal stakders should be aware of the crisis prior to
external stakeholders (Fearn-Banks 2007:38). Bsdite news media, organisations must use special
tools such as letters, informing external staketagldabout the crisis, in order to preserve loyalty

(Fearn-Banks 2007:41). It is essential that tigaoisation itself informs all stakeholders abowd th
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crisis, as news from third parties might createghrception that the organisation is trying tdwwild
critical information (MacLiam 2006:46).

« Communication with the media

After developing the response strategy, the messageg be communicated to the media in order to
avoid misappropriation of facts and the reportifigneorrect perceptions. As stated in Chapter 2, th
media often performs an opinion forming role amonganisational stakeholders which underlines the
importance of effective communication with the ngedn an argument of ethical responsibility, Guth
and Marsh (2003:171) state that the spokesperspualaic relations practitioner, when communicating
to stakeholders, must be trained to maintain atinedalance betweenbjectivity and advocacy
therefore not revealing too much information (objgty) to bring the organisation under jeopardyf b

at the same time not being unethical by revealing little information (advocacy). The focus,
however, should always be to act for “the goodhefrelationships that sustain the organisat{@tith

& Marsh 2003:173). This is also applicable whemomnicating with the media during times of
disaster. The spokesperson should act in the stédesis’ best interest to maintain sound relatiopshi
and simultaneously serve the organisation. Furtbexmas argued in Chapter 2, the organisation must
always be open and honest when providing the meiiefacts and also be available for comment in
order to avoid the misappropriation of facts. “Ceups make a crisis persist...when you release your
own bad news, you decrease the likelihood of rumsupposition, half-truths, and misinformation”
(Fearn-Banks 2007:24).

* Reactive communication channels to get the messagss

Argenti (2002:105) and Fearn-Banks (2007:36) hggitlthe significance of a communication channel
during a crisis situation to ensure that the infation reaches the desired stakeholders in the qtenje
manner. Communication channels include “mass meddyertising, internet, editorial boards,
organisational activism and third party channelgith the mass media and internet being the most
popular (Diers 2007:17). As stakeholders are agfitdly organisational crises, they will often seek
information. Therefore, the organisation must siilthe most appropriate communication channel to
disseminate information. Fearn-Banks (2007:38) selvithat the best channel to communicate
continuously with internal publics is the intranas, it “allows the organisation to communicate doly

its own people”.
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As stipulated in the above discussion, the respahsing a crisis will determine whether the
organisation is able to successfully resolve theiqudar crisis and also whether it affects the
organisation’s reputation negatively or positiveljne interconnectedness between the proposed stages
of crisis management is also evident, as the patipar conducted during the proactive crisis
management stage will have an effect on the orghorss response during the reactive crisis
management stage. The efficiency of the organisatieedback during the reactive crisis management

stage will also determine the intensity of the gostluative crisis management stage.
3.3.3 The post-evaluative crisis management stage

White and Mazur (1994:211) state that post-evaleatrisis management could imply rebuilding the
reputation of the organisation and regaining staldshs’ trust. Gonzalez-Herrero and Pratt (1996)100
state that during the post-evaluative crisis mamaye stage, organisations must continue to address
issues of concern raised by stakeholders. The isboeld be closely monitored until it is fully
resolved, the organisation must inform the medi&soactions, crisis plans should be re-evaluated t
identify strengths and weaknesses and sustaingimimetrical communication programmes have to be
developed to decrease damage caused by crisessantal part of post-evaluative crisis management
Is to show how organisations will avoid such ocenges from happening in the future (Heath & Millar
2004:8). According to Meyers and Halusha (1986:82)-there are several potential advantages of a
crisis. These advantages can be identified in ds¢-@valuative stage of crisis management andegpli

in the proactive stage of the next crisis. The athges are summarised below.

Heroes are bornNew leaders are often identified during the aftahrad a crisis. Talented people are
able to break through the lines of bureaucracy sinow their worth. Thus, a crisis changes a
conventional order and thereby allows talent teeari

Change is accelerated crisis brings about change. As the contempobarsiness environment is
characterised by constant change and requiresisgg@ms to adapt in order to survive, a crisicésr
the organisation to function during times of unaierty. It will therefore enable the organisation to
operate more sufficiently during times of constidunt.

Latent problems are faced crisis forces the organisation to address problémat would normally
have been ignored.

People can be changedA crisis will allow organisations to make sufficiefmuman resource

modifications to ensure that each employee fulfiescorrect position.
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New strategies evolvek crisis forces the organisation to re-evaluataldshed organisational plans.
The crisis management plan has to be reconsiderexdiéer to identify room for improvement.

Early warning systems develo@nce an organisation experienced a crisis, avo&anfcfuture
disasters becomes crucial. Early warning systemshan developed to detect signs of trouble.

New competitive edges appean organisation that survives a crisis is usuallgrenmature and
stronger than prior to the crisis. A crisis has thedency to create asprit de corpsamong crisis

survivors, which will result in a stronger, morejired work force.
3.3.3.1 Post-evaluative crisis communication

According to Dougherty (1992:69), after a crisig thteraction with the media has to be evaluated.
Some of the questions that have to be answeredWdneh strategies worked and which strategies
failed? How much coverage did the crisis receivedasWhe reporting favourable towards the

organisation? Were rumours or inaccurate infornmapioblished?

Ulmer et al (2007:131) propose post crisis commatioa discourse ofenewal It focuses on post
crisis innovation and adaptation as opposed to émaggtoration. Post crisis communication that
focuses on renewal is conditional and not strategiorder to meet a specific outcome (Seeger et al
2005:83). As the focus of this study is on strategiisis communication, this viewpoint is not
supported. For the purpose of this study, posteatade crisis communication should be employed in
order to restore relationships with stakeholdecstaridentify further concerns. To further highlighe
importance of two-way symmetrical communicationmigt et al (2007:39) emphasise the importance
of listening to stakeholders during the post-evaluative crissnmunication stage: “Effective
communication is not a one-way process. We advotteg after a crisis, organisations provide
information to stakeholders but also schedule timdisten to their concerns and to answer their
questions”. Benoit and Pang (2008:245) argue freat brganisation is falsely accused of wrongdoing,

the organisation must usemmunicatiorto repair the misperception.

The post-evaluative crisis management stage i¢ tdtédearn valuable lessons and to avoid a crisis
occurrence in the future. This stage is also esddntdetermine whether the crisis management and
communication processes were effective and to iglghkreas that require improvement. From this
discussion it is also apparent that the crisis gameent process tgy/clical, as lessons learned from the

aftermath of one crisis can be applied in the preacrisis management stage of the next; “the @nd
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one crisis usually leads to the beginning of anotAée process is restarted, and the issues-
management and planning-prevention systems aréva&ad to prevent the possible onset of another”
(Gonzalez-Herrero & Pratt 1996:100).

The following section focuses on analysing existngis communication and management processes
to determine whether these processes have proactiaetive and post-evaluative stages. The type of
communication employed by each process will be g docus of the discussion. This analysis
contributes towards addressing the research proloemeterminingkey thrusts of existing crisis
communication and management processes, and whitihestages of these processes are proactive,
reactive and post-evaluativ&he findings from this analysis will also suppkmthe analysis of crisis
processes’ level of strategy in practice.

3.4  ANALYSIS OF CRISIS COMMUNICATION AND MANAGEMENT PROCESSES

This section firstly provides a motivation for tleealuation of the most prevalent crisis processes
evident in the literature. During this analysibéicomes clear that most of the processes are asbdb
on oneof thesestages- thereby either being predominantly proactivagcti¥e or post-evaluative, with
only a few processes having all three stages. Thuliswing the motivation, the crisis processes
evaluated will be categorised as predominantly ¢irea, reactive or post-evaluative processes (which

is based on all three stages respectively) or eggsothat applies all three stages.
3.4.1 Motivation for crisis process evaluation

The aim of this process evaluation was to highlidjet main thrusts of the dominant crisis processes
evident in the literature to determine whether dis hproactive, reactive and post-evaluative crisis
management stages. The existence of all three #tages was thus a key determinant of a strategic
process. Supplementing the latter, the type of comcation employed (one-way or two-way) was
also evaluated to determine whether it contributedards relationship building with thmedig and

whether crisis communication is practiced proadyiveeactively and post-evaluatively.

The following processes were evaluated for the @sgpof this study: Meyers and Holusha’'s

(1986:207-216) process; Fink’s (1986:67-91) stagecgss; Pearson and Clair's (1998:66-73)
theoretical process of crisis management; Halegebahd Hale’s (2005:119-121) linear crisis response
process; Mitroff's (1998:18-20) stage process; Hyrand Barker’'s (2002:415-418) synthesis process
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of crisis management; Gonzalez-Herrero and Préit996:89-101) integrated symmetrical process for
crisis communication; Preble’s (1997:782-786) ind¢gd crisis strategic management process;
MacLiam’s (2006:199-230) conceptual process foraargational strategies of crisis communication

with the media and Marra’s (1992:36-67) processfmis public relations.

The reason for specifically selecting these praeedger evaluation is threefold: Firstly, in order t
ensure an accurate evaluation of existing crisiaronanication and management processes, processes
over a wide time span are included (1986-2006)o&dly, it is necessary to include the most prevalen
processes that are developed by widely recognigsi scholars (Fink, Pearson & Clair, Mitroff,
Horsley and Barker, Meyers & Holusha). Thirdly,the research addresses the need for strategis crisi
communication, the inclusion of processes that eskedge the importance of strategic, integrated
crisis processes was essential (Gonzalez-Herrerat's integrated symmetrical model for crisis
communication; Preble’s integrated crisis strateganagement process and Marra’s process for crisis

public relations).

Consequently, it can be argued that a comprehemsisis process selection has been chosen for the
study. A detailed analysis of each process is lath@s Addendum B. Only a brief summary of the
main findings (specifically related to crisis commization) derived from the analysis is highlightad

the discussion below.

3.4.2 Categorisation of crisis processes

A brief summary on the processes according to tbpgsed stages of a crisis management process is
highlighted below:

3.4.2.1 Crisis processes based on the proactiv@smanagement stage

The processes that are regarded as predominaothgtpre are Fink’'s stage process and Pearson and
Clair's process of crisis managemehRink’'s stage proces§Fink 1986:67-91; Palumbo 1990:12-22)
possesses qualities of a combined process withreafoous onpreparednessAs the process holds
proactive, reactive and post-evaluative qualitiessould be argued that it has the potential to be
strategic if these qualities are more specificaléveloped into stages. Crisis communication should
also be regarded as a core element that encassthate stages. The process, however, fails t@ssldr

the importance of building sustainal&ationshipswith the media during the crisis preparation. Vita
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elements of communication are therefore identifirethe process, but it does not recognise the vailue

two-way communicatioas a relationship building tool.

Pearson and Clair's process of crisis managen(@aarson & Clair 1998:66-73; Hale, Dulek & Hale
2005:115) did not display definite actions for ieyplentation. Therefore, it is argued that the proces
predominantlyproactive as the core focus of the process is to buildasuesble relationships with
stakeholders and the way in which these relatigssban be utilised to obtain positive media coverag
during a crisis. The process has the ability to @wgy communication as a strategic function.
However, the process is not a combined processwalhdherefore not be regarded as strategic. In
contrast to Fink’s process, this process recogrlsgsmportance of two-way communication in order
to build stakeholder relationships with the mettiéss argued that strong media relationships delyi

to generate positive media reporting, resultinguncessful crisis management.
3.4.2.2 Crisis processes based on the reactivesam&nagement stage

The processes regarded as predominantly reacteveMaryers and Holusha's process (Meyers &
Holusha 1986:207-216); Hale, Dulek and Hale's (Hateal 2005:119-121) spiral crisis response
communication process; and MacLiam’s (MacLiam 2@006:230) conceptual process for
organisational strategies of crisis communicatidth the media.

Meyers and Holusha’'s procegdeyers & Holusha 1986:207-216) will assist thésisr manager to
detect the seriousness of the situation and toemeht the most appropriate response. Although the
development of such a framework proposes a sengwaaictivity, this process is predominantly
reactive as these strategies are focused on analysingatwee of the crisis occurrence itself. The
process does not recognise the importance of titera It focuses on evaluating the severity of the
crisis and the options the organisation has aMail&l address the issue timeously. Therefore, this
process is regarded as a linear, one-way commioncatrocess, which will not suffice to build
relationships with the media.

Hale, Dulek and Hale’s spiral crisis communicatimsponse procesdiale et al 2005:119-121) is a
revision of the linear crisis response communicapoocess. The linear process failed to address the
difficulties of the communication process. It haseb identified that a cycle of chronological

communication activities occurs repeatedly throughihe crisis response phase, which makes the
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linear process insufficient. This process aimsetitect the steps that should be taken to strudhme
communication response during a crisis and thessacg adjustments that have to be made to enable
the organisation to adapt to the fluid crisis eoniment. This process is predominantly reactivellas a

phases are focused on preparing the crisis respGossequently, it is not regarded as strategic.

MacLiam’s conceptual process for organisationalasgtgies of crisis communication with the media
(MacLiam 2006:199-230) focuses on the propositibarigis response strategies. This process portrays
crisis communication as a predominant reactive tfanc Response strategies are proposed for when
the organisation is perceived as being eitherygudlt innocent. Although the process does recognise
the need for proactive crisis management, postiatiah is absent. This process is regarded as a
reactive process. Although the aim of the proceds provide various crisis communication response
strategies, the process fails to recognise thatscdommunication should be built on the proactive,
reactive and post-evaluative stages of crisis mamagt (reciprocal relationship). Effective
communication with the media cannot be instilledthaut prior sustainable relationships and
continuous follow-up after a crisis. However, theqess does empower the communication function as
strategic, as it is proposed that the crisis comaation team must have access to top management.

However, due to the predominant reactive natutliefprocess, it is not regarded as strategic.

It is argued that none of the models displayedeal@minant post-evaluative focus as proposed in this
study. Therefore, the next section will addresspitteesses that displayed all three crisis manageme

stages.
3.4.2.3 Crisis processes in which all three stages applied

The following processes applied all three of theppsed crisis management stages: Mitroff's
(1998:18-20) stage process, Horsley and Barker@Z2115-418) syntheses process of crisis
management, Gozalez-Herrero and Pratt’s (1996:89-ib@egrated four step symmetrical process for
crisis management, Preble’s (1997:782-786) intedratrisis strategic management process and

Marra’s (1992:36-67) process for crisis public tielas.

Mitroff's stage procesgMitroff 1988:18-20; Elsubbaugh et al 2004:113affeBanks 2007:10) could
have been more specifically divided into proactreactive and post-evaluative stages, but do howeve

resemble these stages. Disappointingly, this psocdses not recognise the importance of
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communication — it will thus be regarded as a oag-wommunication process with the absence of
media relationships. This process has the potetatieépresent a strategic crisis management process
but without recognising communication as a functibat encapsulates the whole crisis management

process, it lacks an important aspect of strategy.

A key principle that underlingdorsley and Barker’'s syntheses process of crisisagamen{Horsley

& Barker 2002:415-418; Hale et al 2005:115), id #r@ organisation’s level of crisis preparednest an
sustainable media relationships play an integri no rebuilding public trust and confidence in the
organisation. Furthermore, the process proposes diigis communication plans are built on the
internal and external organisational environmenerghcrises take place. As the process possesses
proactive, reactive and post-evaluative stagess #trategic. Unlike Mitroff's process, this proses
recognises the importance of crisis communicatiwh the existence of sustainable relationships with
the media and other stakeholders prior to thescegent. However, the importance of communicators’

involvement on management level needs to be engethtd a greater extent.

Gonzalez-Herrero and Pratt's integrated four stepmsnetrical process for crisis management
(Gonzalez-Herrero & Pratt 1996:89-101) is a thriekefotegration of the situational theory of publics
two-way symmetrical communication and issues mamage. This process is also cyclical as it is
argued that the resolution of one crisis often $eadthe beginning of another. The process plaiggs h
emphasis on crisis communication, but does notcthyreontribute to empower communication as a
strategic function by stating that the crisis comination team should have access to top management.
However, through continuously emphasising the irtgrare of communication in all three stages, it
does give credit to the value of communication. Tieeiprocal relationship between crisis
communication and crisis management is evidenhé drocess, but it does not state thed-way

communication should be utilised to develop refaldps with the media.

Preble’s integrated crisis strategic managementcpss(Preble 1997:782-786) proposes a strategy for
integrating crisis management into the strateginagament process. It therefore does not aim to make
crisis management more strategic, but it does r@seghe importance of top management’s support
for crisis management procedures. It is regarde afrategic process as it possesses proactive,
reactive and post-evaluative stages. Although tbegss is regarded as strategic, it does lackiveact

crisis plans (for when disaster strikes). The impmatation of this process to crisis situations is
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therefore questionable as the crisis plans areletailed enough. Furthermore, it recognises thahop
communication should be utilised. However, the psscdoes not stipulate the integrated usage of
communication or the utilisation of two-way commeation to build sustainable relationships. Thus,

effective media relationships could be absent, Wwismuld be problematic during a crisis.

Marra’s process for crisis public relation®larra 1992:36-67) portrays a key argument of sigly —

prior stakeholder relationships and continuous Wwey communication will assist the organisation in
managing a crisis more effectively. However, th@pecal relationship between crisis communication
and crisis management is absent, as the procesdyisocused on crisis communication. It therefore
empowers communication as a strategic functionutjinoits proactive, reactive and post-evaluative
portrayal thereof. As two-way symmetrical commutimaaimed at facilitating sustainable stakeholder
relationships is utilised, it can be argued thabtaable media reporting could be more likely dgran

crisis.

It is evident that most of the processes resemhblédhree stages, with some processes being
predominantly focused on the proactive or reaatives management stage. A concern is that none of
the processes focus on the post-evaluative stdgepiiocesses that are regarded as strategic (Yhereb
applying all three stages) merely exhibit a striatégmework, but lack strategic depth. Furthermore
the processes fail to portray that crisis commum@oashould be applied on each stage and that it
encapsulates and connects these stages. Consggqubetlreciprocal relationship between crisis

management and crisis communication is absent.

In summary, it is argued that the main thrusts oh£alez-Herrero and Pratt’s (1996:89-101) integrate
symmetrical process of crisis communication isrtiust applicable to this study as it portrays theisr
management process as having proactive, reactieke pmst-evaluative stages in whiddrisis
communications evident in each stage. The reciprocal relatign®etween crisis management and
crisis communication is therefore evident. The psscstrongly supports the utilisation of two-way
communication, but unfortunately, does not recogniBe importance of building relationships.
Although it provides a basic framework for thisdfis argument, it needs refinement through the

incorporation of IC and excellence theory principle
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As the processes predominantly does not recogmésariportance of stakeholder relationship building
through two-way symmetrical communication and fealautilise communication to buileklationships

prior to crisis situations, a need foriategrative crisis communicatidnamework is therefore evident.
3.5 CRISIS THEORIES

This section focuses on highlighting the most pleavatheories that are applied in crisis situatjons
which includes the stakeholder theory; the situntidheory of publics; the chaos theory; the image
restoration theory; and the situational crisis camimation theory. These theories are discussed
chronologically and each is analysed in terms®&pplicability to the study. The focus is on Ggsi
(1992:1-28) excellence theory, as it not only gsideis study’s argument, but also provides the

foundation to develop an eventual integrated casiemunication framework.
3.5.1 The stakeholder theory

Edward Freeman developed the stakeholder theoay approach tstrategic managemenkreeman
(1984:46) argues that to “be an effective strategisl must deal with those groups that affect you,
while to be responsive and effective in the long;ryou must deal with those groups that you can
affect”. A key feature of this theory, emphasisadWmer and Sellnow (2000:144), is the mutual
influence that stakeholders and an organisatior lneweach other — stakeholders are affected by the
organisation’s actions and in turn have an impactlte organisation’s ability. The theory aims to
understand how stakeholder issues develop and astithe willingness of these stakeholders to

address these issues either by damaging or agdsisérorganisation (Freeman 1984:26).

Organisations that have ‘stakeholder managemenabddy’ are likely to possess the following
capabilities: to design and implement communicaponcesses with numerous stakeholders; strong
negotiation tactics to resolve critical issues;agatisation of the marketing approach to serve ipialt
stakeholders; integration of boundary spanning thi® strategy formulation processes; proactivity;
allocation of resources in line with stakeholdena®rns; and the appointment of ‘stakeholder céntric
managers for the organisation (Freeman 1984:78-80)

As stated by Clarkson (1995:106), the stakeholbeorny proposes the need to distinguish between
primary and secondary stakeholders. pAimary stakeholderis those parties that sustain the

organisation. Without their support, the organ@matwill not survive, and predominantly include
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shareholders, investors, employees, customers @ppliers. Asecondary stakeholdesuch as the
media or an interest group, is not engaged in tieah transactions of the organisation and is not
necessary for organisational survival. Howeverpsadary stakeholders influence and are influenced by
the organisation and could cause damage to thenisegeon. As already mentioned in the situational
theory of publics, the organisation should not ofdgus on maintaining relationships with active
publics, as the other publics might at any timeobee active. The exact same argument applies here.
The organisation should not just build and preseelationships with primary stakeholders, but also
with secondary stakeholders, as they have the itgpaenobilise public opinior{Clarkson 1995:107),
which is critical during crisis situations. Solidlationships should be developed with the media in
order to generate favourable media reporting dutimgs of crises, as public opinion is often formed
based on media reporting. Freeman (1984:126) stgyges a stakeholder audit based on stakeholder
behaviour and coalition should be conducted, fodwy a stakeholder strategy formulation. The Hatte
can either be generic, specific or integrated ituma Freeman (1984:26) states that integrated

processes for dealing with multiple stakeholdeesraquired.

According to Cowden and Sellnow (2002:196) and Brq®006:7), the nature of crises necessitates
the urgency for communication to diverse stakehsl@ad therefore highlights the workability of this
theory in crisis communication. More specificalty the study, crises stimulate intense media interes
(Seeger & Ulmer 2001:370), which increases thenogdor sufficient crisis communication with this

stakeholder group.

The theory does accept the importance of stakehatgnition and relationships as well as the
mutual influential relationship between stakehadda@nd an organisation. However, the theory fails to
highlight that two-way symmetrical communicationnecessary to build and maintain this win-win
relationship between the organisation and key &kt@kers, which makes the sustainability of
stakeholder relationships questionable. Ulmer aelih@v (2000:144) state that an “organisation’s
viability depends upon its ability to maintain asfitve relationship with its stakeholders”. Lorag+h
relationship building enables crisis communicattos become familiar with their stakeholders’
information needs, which is inevitable in crisituations (Ulmer et al 2007:37). A theory that notyo
recognises the importance of stakeholder relatipsshut also proposes measures to develop and
uphold these relationships is thus required. Camesatty, the stakeholder theory provides a solid
foundation for an organisation to identify and gatése stakeholders as well as to become stakaholde
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centric through relationship building, but fails fwovide measures to create and sustain these

stakeholder relationships.
3.5.2 Situational theory of publics

The situational theory, developed by Jim Gruniguas that “organisations create publics when their
actions have consequences for other organisatiogsoapings of people” (Dozier et al 1995:31). The
theory proposes different public categories (Doeteal 1995:3). When individuals are not affectgd b
the organisation’s behaviour, they are regardedaason-public When these individuals are
unknowingly affected by the organisation’s behavidhbey are regarded adaent public Once these
affected individuals realise they have a univemablem they are regarded as amare public The
individuals only become amctive publiconce they decided to address this universal pmoble
Although most of the organisation’s resources sthdnd dedicated to active publics, the other public

categories should not be ignored as they couldtime become active (Grunig & Repper 1992:138).

According to Grunig and Repper (1992:137), theagitunal theory has been used to explain the
communication behaviour of individuals and to categg individuals into the publics explained in the
previous paragraph. The theory proposes the usthireé variables to predict the communication
behaviour of publics (Grunig & Repper 1992:135-136)

Problem recognitions the realisation or perception that somethinigé&ing. People seek information
when they identify a problem. The concept of prablecognition is linked to a situation, as problems
arise in life situations. It is further argued tHa#cause people are in constant interaction about
problematic situations their interpretation of #helfe situations become evident when they
communicate;

Constraint recognitions a communication variable that discourages comaation and argues that
people do not talk about problems they have ldtietrol over; and

Level of involvemeris where the concept ‘involvement’ refers to adividual’s cognitive perception

of a situation, thus, a person’s perception thatrrghe has an association with a situation whdirin

generates active communication behaviour.

Grunig and Repper (1992:137) state that these htagashould be studied collectively as this will
explain more efficiently how people will communieatas opposed to studying each variable

individually. This theory’s variables have been legggpin crisis literature (Gonzalez-Herrero & Pratt
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1996:83; Fall 2004:242) and simultaneously creapatéern in which crises evolve and stipulate the
level of urgency with which the crisis has to bem@dsed. It is argued that active publics, as roeatl

at the beginning of this section, have a high lefgbroblem recognition and involvement and a low
level of constraint recognition. Therefore, actpablics will be more likely to seek information and

respond to a crisis (Gonzalez-Herrero & Pratt 1886:

The applicability of the theory to crisis commuriioa is further highlighted by Gonzalez-Herrero and
Pratt (1996:84), who state “the situational themryelevant to crisis communication management in
that it is useful in understanding organisatiorgthdwiour, in planning its response and in antiangat
public response to business wrongdoing”. As argbedGrunig (1992:13), publics tend to turn a
problem into an issue. If an organisation doeshmaage its communication with publics prior to thes
issues, the organisation will be forced to engagehort-term crisis communication, which might
intensify the issue. This is in support of the anguts made on the importance of sustainable

stakeholder relationship building prior to a crisis

Although this theory is useful in identifying aatiypublics that are most likely to respond to aigris
and communication programmes could be developeatititess these publics’ concerns and thereby
lower the intensity of the crisis, Grunig et al (20824) argue that the theory “segments publicedas
on their perceptions of a situation and subseghehaviour, not on the desire of an organisation to
have relationships with them”. This directly cowulicis the argument of the study of building
sustainable stakeholder relationships, as the yhewmly focuses on predicting active publics’
communication behaviour. If the organisation trulgnts to manage the communication of an active
public during a crisis, a sustainable relationshith these publics prior to the crisis is requiredhich
could be facilitated through two-way symmetricaimeounication. It is therefore argued that the theory
is useful to understand active publics’ perceptaord interpretation of a crisis, but without solid
relationshipswith all public categories, the management analuéien of the crisis could be an

impossible task.
3.5.3 The chaos theory

The chaos theory, which is a derivative of the ayst theory, attempts to understand the behaviour of
systems that follow an unconventional or irregydattern (Murphy 1996:96). These systems display

certain patterns over time, but as Murphy (19961@dihts out, the system’s future direction is never
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predicted by past behaviour. The chaos theory hatdgue terminology which is summarised in the
table below (Du Plooy-Cilliers 2002:38-44; Murph996:96-101):

Table 3.2: Key features of the chaos theory

Non-linearity Cause-effect relationships are difftdo predict as the slightest change can
influence the outcome. Organisations thereforegglauto manage sudden changes
that occurred without warning. Furthermore, a sotuthat worked in the past may|
not necessarily apply to current situations.

Feedback Organisations should utilise positivelfieel, as it will result in the destabilisatior
of the system and also bring innovative patterttstine current system. The
organisation becomes more adaptable and flexible.

Bifurcations and phase changes Sudden changes dirittion of the system caused by destabilisaierknown
as bifurcations. At this point, the system reareanigself around a new underlying
order which can be similar to or different from threvious one. It is important to
note that the occurrence of these sudden changdsegaredicted, but their outcome
cannot.

Strange attractors Even non-linear systems hokka dtructure known as an attractor. An attrasto
an organising principle to which a phenomenon téadsan towards as it evolves.
Attractors can be divided into static and strarngyaetors. Static attractors stipulate
an outcome that remains unchanged at a certaih lwtrange attractor is where
outcomes drift continuously and unpredictably within enclosed range.

D

Scale In order to study parts of a system, theegysts a whole needs to be studied.

Fractals and correspondence One can be misladiidual parts of the organisation are studiece Th

organisation as a whole has to be studied in dadiglentify patterns. There are
certain connections between fragments and theg#rdhese connections the easier
it will be for the system to sustain itself duriagtate of instability.

Self organisation and self renewal The chaoticesydtas the ability to reorganise itself withouteertl intervention.
Chaos follows an orderly inner logic.

It is argued that the chaos theory provides a doadework for crises because the dynamic of arisi
is similar to a chaotic system as a crisis fornsees of events that gains momentum over time and
develop into an eventual disordered state (Mur@861105). Crises do not follow a linear path; it is
indeed unpredictable and sometimes occurs with@uhiwg. The organisation has to be flexible and
adaptable in order to survive. Change and unceéytdirought about by a crisis also requires this
flexibility within the organisation in order to stessfully resolve a crisis. The chaos theory sugpor
the view that the organisation as a whole needsetstudied in order to study individual parts & th
system. As stated by MacLiam (2006:99), this thesrynique as it assigns a crisis management
responsibility to everyone in the organisation ppased to the application of a separate crisis team
thus reflecting the incorporation of the organmatas a whole. The chaos theory makes the following
main contributions towards crisis management amdneonication: Firstly, the chaos theory provides
structure to continuous conflict between stakehslded an organisation (Murphy 1996:107; Verwey
et al 2002:31). Secondly, the theory provides adgaonderstanding of the non-linear, unpredictable
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business environment (Verwey et al 2002:29), wharhes the organisation to be flexible in order to
survive — the same unpredictability is evident iises and requires a state of adaptability from the
organisation in order to manage and resolve ttgsciThirdly, the chaos theory suggests the need fo
continuous strategy development process througimtiweporation of preparation and unpredictability
(Verwey et al 2002:31). This is of particular imfaorce to the study as it is proposed that crisis
management is only effective if it is managed eggally. Fourthly, as the chaos theory is derived
from the systems theory that supports symmetricahrounication, it can be argued that the
stakeholders’ concerns and issues during a crigidoer more effectively addressed — open two-way
communication will also result in more favourabledia reporting. Lastly, the chaos theory holds that
learning is initiated through instability (Verweya 2002:30). This is evident from the post-evauea
crisis management stage in which learning fromisréxperiences can assist in preventing future

crises.

In spite of these contributions, the main limitatiof the chaos theory is that not enough emphasis i
placed on evaluating crisis occurrences and incatpy these lessons in order to assist the
organisation to avoid a similar crisis in the fetuFurthermore, Murphy (1996:110) states that afgho
the chaos theory resembles the cycle of a crisisrecognises the value of strategy and the uiiisat
of symmetrical communication, the theory is morefusas “an analogy than a source of practical

solutions for relationships between organisatiorétheir stakeholders”.

The chaos theory also resembles the proactive eaxtive stages of the crisis management process,
through the incorporation of planning (preparatian reactive (areas of unpredictability) measures.
However, this study’'s argument is that crisis mamagnt should be regarded as a process applying
three stages, namely proactive, reactive and padtrative crisis management stages, which limigs th

application of this theory in totality.
3.5.4 The image restoration theory

The image restoration theory, developed by WilliBenoit (1997), is focused on understanding the
nature of attacks and complaints that activatergarosational crisis (Benoit 1997:178; Benoit & Ban
2007:246). Image refers to a subjective impress$ield by the stakeholders about the organisation,

which are created based on the actions of the ma@#on and perceptions about the organisation
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(Benoit & Pang 2007:244). It can be argued thatositye corporate image could assist the

organisation in managing a crisis more efficiemityopposed to an organisation with a tarnishedemag

Benoit (1997:178) and Benoit and Pang (2007:24@uerthat an attack on an organisation or
individual’s image has two elements namely, thatdbcused is held responsible for the action or the
act is regarded offensive. Benoit and Pang (20®):2aintain that “if nothing bad had happened,

there is no threat to an image” and argue thekmnlg a possible threat to the organisation once an
offence has occurred. Furthermore, they stateehan though an offence has occurred, it is unlikely
that a negative impression of the organisation bl formulated, except when the organisation is
responsible for causing the offence. It is alsoangnt to note that “perceptions are more important
than reality, as the focus is on whether stakeholdigevethe organisation is guilty, not whether the

organisation is in fact guilty (Benoit 1997:178).

Image restoration theory focuses on the contentrisfs communication messages (Benoit & Pang
2007:247). The theory proposes five image restmatategories aimed at addressing damaged images
(Cowden & Sellnow 2002:199; Benoit 1997:178; Ben&itPang 2007:248). These strategies are
applicable to crisis literature, as crises tengrtwvoke negative perceptions among stakeholderstabo

the organisation. The five image restoration categare discussed below.

a) Denial comprises two approaches, namgiyple deniabndshifting the blameOne can simply
deny the occurrence or alternatively acknowledgeottcurrence but claim that another party is
responsible for the cause of the act;

b) Evasion of responsibilitthas four image repair options, namgisovocation defeasibility
claiming that the occurrence wascidentaland stressing onegood intentionsProvocation
entails that the organisation’s offence was a reacto a previous offensive act, therefore
passing part of the blame on the party that proddke offensive act. Employingdefeasibility
strategy implies that a lack of information or aohbver certain elements caused the offensive
act. The organisation can also argue that the oéfemasaccidenta) as greater blame will be
placed on an intentional act. Lastly, it is argukdt “doing something wrong while trying
something good” may lessen the blame (Benoit & P20{y:249).

c) Reduce offensivenes3his category proposes six image restorationtegras, including,

bolstering, minimising offensiveness, differentiati employing transcendence, attacking the
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d)

accuserandcompensationBolsteringaims to highlight the positive aspects about ttaused

in order to compensate for the negative perceptioesited by the offenceMinimising
offensivenesanplies that it should be highlighted that the affe was an isolated occurrence
and not a continuous pattern of miscondixfferentiationcould be applied in order to reduce
the perceived offensiveness of the organisatiocti®ia through comparing the act with similar,
but more severe actionBmploying transcendengmplies placing the act in a more favourable
context in order to lessen the perceived level ftgnze. The organisation could also reduce
offensiveness bwttacking the accuseiThis strategy according to Benoit & Pang (2000)25
could assist the organisation to repair its imageither implying that the victim of the attack
deserved it or criticising the accuser, therebydomg the credibility of the attack. The last
strategy to reduce offensiveness is dpmpensationas it is argued that the organisation’s
image could be improved once the victim acceptstmpensation offered.

Benoit and Pang (2007:251) argue thatrective actionis the most effective image repair
strategy. This strategy implies that the orgamsatiommits itself to rectifying the problem.
Mortification entails that the organisation admits to commit@mgoffensive act and asks for

forgiveness.

The image restoration theory places high emphaste@importance of the reactive crisis management

stage in order to repair a damaged image (the y{hedhus also post-evaluative in nature), butsfail

recognise that image repair already starts in tleaptive crisis management stage. The limitatibn o

this theory is therefore that it is opposes thisdgls argument of applying an integrated crisis

management approach to facilitate strategic cnsinagement. Furthermore, the utilisation of two-way

communication to build sustainable relationships nist evident as a method to restore the

organisation’s image upon the occurrence of amsiie act.

3.5.5

Situational crisis communication theory (SCCY

Timothy Coomb’s (2004) situational crisis communiga theory (SCCT) is predominantly reactive,

arguing that information on historical crises cesgtrceptions of present crises. These perceptions

should guide the communication responses in ampttéo protect the reputation of the organisation

(Coombs 2004:266). Furthermore, the theory utilisEsnmunication in order to protect an

organisation’s image (Coombs 2004:266). The thedsp proposes that stakeholders should receive

instructions relating to crisis situations in orderprotect them from a crisis, and further focusas
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what preventative measures can be implementedadid avisis repetition (Coombs 2007:263; Coombs
2004:266). This aspect is relevant to this studieseping stakeholders abreast of crisis developnent
and obtaining feedback forms an integral part i@ pmocess of building sustainable relationships.
However, SCCT only proposes thiastruction of information, thus resembling a one-way

communication approach, which contrasts the stutilybsway communication perspective. The SCCT
theory is predominantly focused on post crisis camication through response, as it is concerned with
the manner in which crisis response can be utilteegrotect the organisation’s reputation (Coombs
2007:263).

The SCCT holds that a crisis situation will genergtarticular attributions of crisis responsibilityre
degree to which the organisation is perceived tordsponsible for the crisis event” (Coombs
2007:265). This indicates how much the particuldsi€ could affect the organisation’s reputation.
SCCT is built on 13 crisis types which are dividetb three categories, with the perspective thahea
crisis indicates a different category of crisisp@ssibility (Coombs 2007:265). Each category inekd
crises that hold similar levels of crisis respoiigih ranging from high to low. The theory is faer
concerned withcrisis history (crises that the organisation experienced in thet)pandrelationship
history (the relationship that the organisation has witikeholders) and proposes that these two
concepts collectively form theerformance historywhich indicates the historic behaviour of the
organisation (Coombs 2007:266). The theory furtheyues that a negative performance history

intensifies the reputational damage of the crigiet

Furthermore, SCCT proposes 10 crisis responseegiest grouped into three postures. Coombs
(2007:166) defines posture “as a set of stratetfpasshare similar communicative goals and vary in
terms of their focus on protecting the crisis vitdiand taking responsibility for the crisis.... ggrves

as the link between the crisis types and crisipamese strategies”. The postures include deny postur
(low level of victim concern and responsibility ackvledgement), diminish posture (strategies aimed
to modify stakeholder attributions by reframing htive crisis should be interpreted) and deal posture
(high level of victim concern and responsibilitykaowledgement) (Coombs 2007:267). The various
crisis response strategies organised in the abmrdiomed postures are highlighted below (Coombs
2007:267).
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Table 3.3: Crisis response strategies organisdu@&e posture categories

Crisis response strategy | Explanation

Deny posture

Attack the accuser The crisis manager confrontiwiidiolal or group accusing the organisation of wrdoigg
Denial The crisis manager supports the non-existefithe crisis

Scapegoat The crisis manager places blame on amakparty for the cause of the crisis

Diminish posture

Excuse The crisis manager minimises organisatiasgonsibility for the crisis by either claiming

that the organisation had no control over the genae or holding that the organisation did
not intend to do harm

Justification The crisis manager reduces the alletzanage generated by the crisis

Deal posture

Integration The crisis manager emphasises the gook of the organisation in the past

Concern Concern for the victims is expressed

Compensation Tangible or monetary gifts are offecethe victim

Regret The crisis manager expresses the orgamisatagret for the crisis occurrence

Apology The organisation accepts full responsipiidr the crisis and expresses a remorseful atitud

The applicability of theories is often questionaldse was the case with the chaos theory. However,
SCCT offers various propositions which serves &iamework for the concepts that the theory utilises
(Coombs 2007:267). The implementation of this thieetherefore more understandable and evident.

Although the theory does give the necessary ctedite value of communication in crisis situations,
the theory is predominantly concerned with reactivisis communication in order to protect the
reputation of the organisation, thereby also adiingspost crisis communication. This stands in
contrast to the argument posed in the researclewfing communication as an encapsulating process;
thus communication should be proactively and realtiemployed as well as form part of post crisis
evaluation. The SCCT does not place enough empbasimiilding stakeholder relationships through
mutual beneficial interaction, as it is proposedt tinformation should be instructed to stakeholders
thereby keeping them informed of crisis developmehut not providing the opportunity for
stakeholder feedback. The theory is more concennigdhow stakeholders perceive the organisation as
opposed to addressing stakeholder concerns beliaieg and after a crisis.

Grunig’'s (1992:3-28) excellence theory, which ig ttore focus of this study, is discussed in detalil
below and a justification will be provided as toythis theory could serve as a solid grounding and
model forstrategiccrisis communication with the media based on &agirated crisis communication
framework.
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3.6 THE EXCELLENCE THEORY

Grunig’'s (1992:3-28) excellence theory is seledmdthe purpose of the study because it not only
facilitates strategic communication, but also uhlides the importance of utilising two-way
communication in order to build sustainable relagiups with stakeholders. Indirectly, the theoigoal
empowers communication as a management functiorthdstudy aims to propose a framework to
facilitate strategic crisis communication through an IC perspectivet ihastakeholder centric, this
theory is regarded as the most applicable. Thellexce theory is an extension of and addresses most

of the shortcomings of the other crisis theoriediasussed before.

This section defines the excellence theory; disssisthe integrated spheres of communication
excellence and highlights the worldview that undes the excellence theory. These sections will
predominantly focus on the viewpoints of the fashef the excellence theory in order to provide an
unbiased discussion. The latter is followed byszuaksion on the critique against the excellenceryhe
identified in the literature and lastly elaboratesthe application of the excellence theory tograge

communication and crisis literature.
3.6.1 Defining the excellence theory

The excellence theory developed by James Grunl@&4 and later expanded by Grunig and Grunig in
1992, evolved from the search to determine how ipukdlations should be practiced and the
communication function be organised in order totgbuate toorganisational succes&runig 1992:3;
Grunig et al 2002:10). It also highlights theonetary valueof public relations to the organisation
(Grunig et al 2002:10). According to Grunig, Gruragd Ehling (1992:86), public relations holds
monetary value when it aligns the organisation’algavith the prospects of strategic constituencies.
Furthermore, through building sustainable relatgps with strategic constituencies, public relasion
contribute towardseffectivenessGrunig et al (1992:86) further highlight that arder for public
relations to contribute towards optimal organigadioeffectiveness, the public relations manager
should be a member of tlminant coalitionof the organisation where he or she has the wnhdit
shape organisational objectives. Dozier et al (1E®5define ‘dominant coalition’ as “the group of
individuals within an organisation with the powerdffect the structure of the organisation, deftee

mission, and set course through strategic cholesdalition make”.
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In order to determine how public relations shouéd gracticed and the communication function be
organised to contribute to organisational succé&dsjnig (1992:3) states that investigation on

programme, departmental and organisatiotelels is essential:

The programme levefocuses on the strategic management of indivigmagrammes and indicates
how effectively public relations programmes shobkl managed. It is argued that organisational
communication should be practicetrategicallyin order for public relations to contribute towsard
organisational effectiveness and also when publations forms part of the strategic planning & th
organisation, it is likely that communication pragmmes will be managed more strategically (Grunig
1992:12-13). The proposed argument is thereforeetheellent public relations programmes should be

managed strategically at programme level (Grunig1ies).

The departmental levelstipulates the characteristics of departments thedctice excellent
communication. According to Grunig (1992:15), elma organisations possess characteristics that
managers can relate to and implement in their asgan to increase their level of effectivenesse T
“organisational level focuses on the reasons whygekent public relations departments make
organisations more effective and identifying thareleteristics of organisations and their environsien
that lead to excellent programmes of communicati@runig 1992:15). This level is thus concerned

with how the excellence theory can assist the asgéion as a whole to function more effectively.
The predominant characteristics of the excellefta®ry applicable to this study, on programme,

departmental and organisational levels are outlingbe following table (Grunig 1992:1-28; Grunig &
Grunig 1999:148; Grunig et al 2002:8-18):
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Table 3.4: Key characteristics of the excellen@®tiz

Characteristic

| Description

Programme level

1. Managed strategically

Communication programsiesild be managed strategically; thus
should be based aesearch and environmental scannimijverse
techniques are applied instead of habitual tectasiqu

Departmental level

2. A single or integrated department

It is argueat tn order to facilitate the strategic managenoént
public relations, and to ensure that PR contribtaghe overall
strategic organisational objectives, organisationst implement an
IC department for all PR activities, or develop ahmoétto coordinate
programmes of various departments. This impliesdha
communication functions should be coordinated leyRR
department.

3. Separate function from marketing

Although theeathence theory proposes an integrated publiciosigt
function, it is argued that the function should hetintegrated with
other departments whose core focus is not on corwation. PR
should thus not be a subsidiary to other departsnanth as
marketing.

4. Direct reporting to senior management

The puleliations manager should directly report to senior
managers who are part of the dominant coalition.

5. Two-way symmetrical communication model

This elaattempts to balance the interest of the orgéaisavith
the interests of stakeholders. Symmetrical comnaiais are loyal to
the organisation and to the public they serve. Tway-symmetrical
communication will result in better relationshipilding.

6. Senior PR person in the managerial role

Thexdaur PR roles, namely manager, senior advisohnieian
and media liaison, with the manager and technicées being the
most prevalent. In order for communication to bieed as a
management function, PR has to fulfil the managk. r

Organisational level

7. Two-way symmetrical worldview and two-wal
symmetrical communication

y Public relations should serve the interests of blm¢horganisation ang
the key publics.

8. PR manager has power in dominant coalition

Comaators must build partnerships with the domiraoglition
in order for them to value the communicator’s inpribr to decision
making.

9. Participative organisational culture

A partadipe rather than an authoritarian organisatiotucelshould
be employed. A participative culture pulls employéegether to
collectively accomplish the mission of the orgatisa These
organisations also favour innovation and are adept new ideas.

10. Symmetrical internal communication structu

re eEhcellence theory holds that organisations shpradtice
symmetrical internal communication which also suppthe
participative culture of the organisation througtowledge sharing
and cooperation among employees.

11. Organic organisational structure

The traditionachanistic view of the organisation is replacsth a
less bureaucratic, organic structure. Employees leagy access to
top management and welcome input from staff.

12. The organisation operates in a complex,
volatile environment

Modern organisations operate in a volatile envirentrand have to b
flexible in order to survive.
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To further contribute towards defining the excetlertheory, Dozier et al (1995:10) stipulate that
communication excellence consists of three sphadsstand in a concentric relationship (each spher

develops out of the other). These spheres aressisdun the next section.
3.6.2 The integrated spheres of communication extehce

Dozier et al (1995:10) maintain that the three spheof communication excellence represent the
essence of the excellence factor. It includes tievkedge core (centre sphere); surrounded by shared
expectations about communication between commumigand management (middle sphere) and is

embedded in an encapsulating sphere of sharedtatipes (outer sphere).
3.6.2.1 The core sphere of communicator knowledge

Although excellent and less excellent communicawagrammes both involve creative, technical
communication skills, Dozier et al (1995:11) st#tat to simply enhance technical communication
roles does not characterise excellent communicatiostead, the core sphere of communicator
knowledge of an excellent communication departméinyolves management role playing,
specifically strategic management”. The most imgarfactor that contributes toward the excellence
factor is the application of the communication dépant’s expertise to fulfil theeommunication

manager rolgDozier et al 1995:11).

Dozier et al (1995:12) state that the knowledge ttaracterises excellent communication is the
utilisation of two-way communicationAs discussed above, two-way communication cameeibe

symmetrical or asymmetrical, but as argued beftare;way symmetrical communication dominates in
the excellence factor, although excellent commuarsause both asymmetrical and symmetrical
communication. Dozier et al (1995:14) note thatarder to practice two-way communication,
practitioners require knowledge about research odasthand interpretation processes. Two-way
communication is essential in crisis management jost to build sustainable relationships with
stakeholders and to maintain credibility in crisituations, but to generate an internal ‘one-mouth’

response, therefore not delivering diverse cressponse messages to the media and public.
3.6.2.2 The middle sphere of shared expectations

According to Dozier et al (1995:15), a communicatoexpertise cannot build communication
excellence in isolatiorRartnershipsmust be formulated with the organisation’s domiraalition, as
97



the dominant coalition has the authority to seedion (Dozier et al 1995:15). As argued previously
sustainable partnerships have to be cultivated dertwthe organisation and stakeholders prior to a
crisis. Both Dozier et al (1995:15) and Ulmer et(2007:35) argue that this partnership is created
through dialogue in order to facilitate shared understandings opeesations about the role of

communication in the organisation.

In organisations with excellent communication dépants, communicators’ input is valued prior to
decision making (Dozier et al 1995:14). In thisefothe communicator acts as a boundary and
environmental scanner and early warning systemsasissed in Chapter 2. This role is vital in crisis
management, as issues can be detected and resbkfede they develop into crises. The
communicators educate the dominant coalition alioaitikes and dislikes of stakeholders and how
they might react to the proposed strategic decssi@ozier et al 1995:14). As is evident from this
discussion, stakeholder relationship building iseaesential function of communication, necessary on
strategic levelas argued in Chapter 2. Excellent communicatorate messages in order to achieve
the dominant coalition’s desired outcomes. It iglvio note that in order to facilitate two-way
communication, the top communicator makes decisionsooperationwith other senior managers
(Dozier et al 1995:15).

A critical connection is formulated between the camnication department and the dominant coalition,
once the dominant coalition understands the dymamié communication excellence and
communicators have the knowledge to provide suatellence (Dozier et al 1995:16). This is
summerised as follows:

[W]hen dominant coalitions expect communicatorshiok strategically to solve a problem or conflict
with a key public, that reinforces the knowledgerpertise in the communication department to deliv
communication excellence. When communicators respsinategically to help solve a problem
important to the dominant coalition, that reinfard¢be strategic view of communication in the domtna
coalition (Dozier et al 1995:16-17).

Therefore, it is evident that it is a two-way presdthe facilitation of shared expectations) tdilins

communication excellence and to create the remlisathat communication should be practiced

strategically.
3.6.2.3 The outer sphere of participative culture

Organisations that have participative cultures Enamployees to work as a team to achieve a

common goal (Grunig et al 2002:483). The departaigyoals are in line with the overall objectivds o
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the organisation. An organisation that values tearkwinvolves employees in the decision making

process and is receptive towards outside ideasi¢Detral 1995:17).

It is argued that the opposite of a participativiéuze is an authoritarian culture, where the orggtion

IS not receptive towards ideas from the outsidas Type of culture would contribute little value to

excellent communication. However, the organiséioaulture is of secondary importance to

communication excellence, as the nurturing quatifya participatory culture alone cannot instil

communication excellence nor create strategic, wag- communication programmes (Dozier et al
1995:18). It is therefore argued that a particigattulture will be more suitable as opposed to an

authoritarian culture in order to facilitate exeaell communication.

Grunig and White (1992:31) argue that the key tdewstanding the excellence study starts at the
perceptions that people hold about public relatigherefore the worldview of public relations. $t i
argued that the conventional understanding of pulgliations needs to be altered in order to have a

clear understanding of the excellence concept.
3.6.3 The worldview that underlines the excellencgtudy

Grunig and White (1992:31) maintain that in orderiristil excellent public relations, this discigin

must be viewed as “symmetrical, idealistic, critiad managerial”. However, the dominant
worldview is that public relations iasymmetricgl which indicates that public relations focus on
achieving what the organisation aspires to accahphvithout any compromises (Grunig & White
1992:39). The asymmetrical worldview drives publielations practitioners to unethical and
unproductive actions (Grunig & White 1992:40). Wharacticing asymmetrical public relations, a
presupposition that ‘the organisation knows besists, manipulating stakeholders into thinking that

they will benefit when they accept this stance.

In contrast, it is argued that excellent publicatieins follows the more practical worldview of a
symmetricalprocess, which is a processaampromiseandnegotiation Grunig and White (1992:39)
maintain that the symmetrical worldview is moreeetive, as “organisations get more of what they

want when they give up some of what they want”.
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The discussion on asymmetrical and symmetrical dvazlvs is rooted in Grunig’s (Grunig & White

1992:31;39) elaboration on the four models of publelations, namely press agentry, public
information and two-way asymmetrical models, whiate all asymmetrical, and the two-way
symmetrical model, which represents the symmetneatldview (Grunig & White 1992:39). The

asymmetrical models aim to change the behavioupuilics, without adjusting the organisation’s
behaviour. A short description of each model is mamsed in the table below (Grunig & White
1992:39; Dozier et al 1995:13):

Table 3.5: The four models of public relations

Model of public relations Description
Press agentry model The aim of this model of pulgliations is to maximise media publicity
Public information model Public relations utiliseshouse journalists to report objective, but gosiinformation

about the organisation

Two-way asymmetrical mode| The organisation usesagss that are most likely to persuade publicgbabe in favour
of the organisation

Two-way symmetrical model This model uses reseanthtwo-way communication to instil an understagdimong
stakeholders and to manage conflict

Dozier et al (1995:13) state that the press agearid/public information models symbolieae-way
communicationas the information flows outward from the orgatien to stakeholders. The two-way
asymmetrical model focuses on obtaining informationorder to support management’s decision
making processes in which communicators developages that are most likely to persuade publics
to behave according to the organisation’s desibewier et al 1995:13). However, the information

collected about stakeholders is not used to athigsbrganisation’s behaviour.

The two-way symmetrical model also requires thewkedge and understanding of stakeholders to
give management direction and to implement comnatioic programmes. However, this two-way
communication aims to instihutual understandingetween the organisation and stakeholders (Dozier

et al 1995:13). Win-win solutions are developedtider to resolve conflict.

Furthermore, Grunig and White (1992:42) argue that presuppositions that guide public relations
activities must be in line with the larger orgatisaal structure and culture. The following comsare

the characteristics of organisations practicing eaymmetrical worldview, against organisations
practicing a symmetrical worldview (Grunig & Whit®©92:43-44):
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Table 3.6: The characteristics of an asymmetriocdlsymmetrical organisation

Characteristics of organisations that practice an
asymmetrical worldview

Characteristics of organisations that practice a
symmetrical worldview

Internal orientation Organisational members view the
organisation from the inside out — the way in which
outsiders view the organisation is not taken into
consideration

InterdependenceAlthough organisations have boundaries
that separate them from their external environment,
organisations cannot separate them from their soding
environment

Closed systeninformation flows from the organisation to
stakeholders

Open systenDrganisations exchange information with th
outside

D

Efficiency and cost contra@re a higher priority than
innovation

Moving equilibrium The organisation instils an equilibriun
that continuously moves as the environment changes

Elitism: Organisational leaders know best — they have m
knowledge than the members of the public

briéquity. Anyone in the organisation is allowed to provide
input in the organisation, it is not a privilegeyascribed to
managers

ConservatismThe organisation is not open to change

Autonomy People are more constructive when they have
autonomy to influence their own behaviour as opgdse
being controlled

the

Tradition: The tradition of the organisation keeps it stable
and helps to preserve its culture

Innovation The organisation thrives on new ideas and
clever thinking as opposed to preserving tradition

Central authority Only a selected few managers have the
authority to make decisions. The employees hatle bt no
independency and the organisation is managed as
autocracies

Decentralisation of managemeistead of dictating,
managers should be collective and coordinating.

ResponsibilityPeople should be concerned with the
consequences that their actions have on others

Conflict should beesolvedthrough negotiation,

communication and compromise

From the above characteristics it is evident timabider for organisations to successfully manage

crises, it has to instil aymmetricalworldview. The organisation has to be open aneé &bladapt to

environmental changes, as high levels of changebaseght about by crises. Furthermore, the

organisation has to encourage an interdependeatiorethip with its stakeholders in order to build

sustainable relationships that are necessary tantoncate effectively with stakeholders during an

organisational disaster.

The previous sections focused on defining the éwed theory based on the viewpoints of

communication excellence theorists. However, ialso necessary to highlight critique against the

theory that is evident in the literature.

3.6.4 Critique against the excellence theory

The main criticism against the excellence theoryb@sed on the theory’s predominant two-way

communication focus. It is argued that processes fromotes two-way communication and

cooperation signifies goodness and morality. Howeaking a moral stand in some instances requires
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the avoidance of two-way communication, as it cafléct the ethicality of communication (Cancel,

Mitrook & Cameron 1999:173). This argument is apgtle in situations when, for example, the
organisation cannot reveal confidential informatdhning a crisis (Squier 2009). Similarly, Cameron,
Cropp and Reber (2000:243) argue that despite comwmamion practitioners’ drive towards two-way

communication, it would not always be possibleld~end Molesworth (2006:392) state that this can
be attributed towards the complexity that two-waynmunication holds. In agreement, Welch and
Jackson (2007:187) argue that the two-way commitioitafocus of the excellence theory is

unrealistic, especially for internal communicaticand that it can only be a reality for smaller
organisations.

Although the researcher acknowledges the abovequeit this study proposes that two-way
communication is necessary to build relationshifik the media, which will assist the organisation t
communicate more effectively with the media durtrgses. Furthermore, two-way communication
should be applied in order to build sustainabl&edtalder relationships in general, which will asthe
organisation to not only retain its credibility ¢ crises, but also sufficiently manage and resaohe
crisis through mutual beneficial solutions. Keepaif stakeholders abreast of developments during
crises and maintaining an open door relationshilh stiengthen the organisation’s reputation and

stimulate positive media reporting.

Furthermore, the excellence theory has two othen roantributions for the purpose of this study.
Firstly, it recognises that communication shouldpbacticed orstrategic level thereby empowering
the communication discipline. When communicationpracticed strategically, the value of crisis
communication as a continuous strategic functidhalso become more evident. Secondly, the theory
recognises that organisations function invalatile environmentwhich necessitates a flexible
organisational structure to constantly adapt tangka. Organisational crises bring about high legéls

change, which therefore demand a flexible orgaimisat structure in order to survive.

In the section to follow, the relation between thain paradigms of this study namely excellence
theory, IC and crisis literature will be drawn.
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3.6.5 Applying the excellence theory to IC and cris literature

Fearn-Banks (1996:11; 2002:15; 2007:54) and Mat@0Z%:38) recognise the applicability of the
excellence theory to crisis communication and manamnt. According to Fearn-Banks (2007:55),
organisations are forced to practice two-way symigatcommunication in crisis situations, although
most often organisations engage in asymmetricad;vegly communication practices. Marra (1992:38)
argues that sustainable stakeholder relationshigdibg prior to a crisis, a key quality of the eleace

theory, will assist the organisation to manage isiscieffectively. The absence of interrelationships
creates conflict and conflict significantly increasduring crisis situations. Marra (1992:39) theref

maintains that “excellent crisis communication 1® @ganisation’s ability to produce or maintain

positive or neutral relationships with key publics”

Marra (1992:40,44,52,59) developed the followingdityeses in an attempt to develop a crisis public
relations model, which is in line with the propasis of the excellence theory: Organisations with
sustainable relationships with stakeholders wiffesuess financial, emotional, or perceptual damag

than organisations with weak stakeholder relatigossiOrganisations that utilise two-way symmetrical

crisis communication will suffer less financial, emonal or perceptual damage as opposed to
organisations that use silence or asymmetrical conication practices; Organisations that instil

continuous risk communication, create proactivesisrimanagement plans and use two-way
symmetrical crisis communication will have strongéakeholder relationships and, again, will suffer
less financial, emotional or perceptual damagepg®®ed to organisations that do not implement risk
communication and proactive crisis management progres; Lastly, organisations that have

communication ideologies that encourage and supparactive crisis management and two-way
symmetrical crisis communication will suffer lesmaincial, emotional or perceptual damage in

comparison to organisations that instil communaraiideologies that do not support proactive crisis
management or two-way symmetrical communication.

Furthermore, Fearn-Banks (2007:59) state that ganisation that implements an open and honest
policy with stakeholders and the news media (whsckacilitated through two-way communication)
will suffer less financial, emotional and percepti@nage as opposed to an organisation with adlose

organisational policy.
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The predominant characteristics of the excellere®orly, on the programme, departmental and
organisational levels as discussed earlier, deeeldyy Grunig (1992:1-28) and further expanded by
Grunig et al (2002:8-18), will be outlined in Tald& below, with reference to the applicabilitysafch
characteristic to crisis literature. As the studysato addresstrategiccrisis communication through

IC, it is also necessary to highlight the link betwélee excellence theory and the former. The purpose
of the following table is therefore to display holwe excellence theory encapsulates the key concepts
of this study, namely crisis communication and fheilitation of a strategic crisis communication
process through Iy doing so, the table simultaneously illustrates inter-relationship betwed@
andexcellence theory
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Table 3.7: Applying the key characteristics of &xeellence theory to IC and crisis literature

Characteristic | Description | Applicability to crisis literature Overlap and applicability to IC
Programme level
1. Managed Communication programmes This characteristic accentuates proactive crisis IC is strategic in nature, contributing to the

strategically

should be managed strategically;

thus it should be based on
research and environmental
scanning Diverse techniques are
applied instead of habitual
techniques.

management as thorough research and environm
scanning has to be conducted to determine the
vulnerability and likelihood of the organisation to
experience a crisis as well as to ensure the early
detection and resolution of issues before it rasult
into crises. Research on past crisis experienaes ¢
also assist the organisation to plan for and manag
future difficulties.

estedtegic thinking processes of the organisatig
As indicated in Chapter 2, strategic
communication (which is facilitated through th
application of IC) inter alia, contributes the
early detection of issuesd the application of

aresearchin order to understand the cause of the

eproblem.

[¢)

Departmental level

2. A single or integrateq
department

] It is argued that in order to
facilitate the strategic
management of public relations,
and to ensure that PR contribute
to the overall strategic
organisational objectives,
organisations must implement a
IC department for all PR

activities, or develop a method to

coordinate programmes of vario
departments. This implies that al
communication functions should
be coordinated by the PR
department.

This element emphasises the importance of an
integrated crisis communication plan which
highlights the integration of internal and external

smessages and that all communication of the
organisation is driven by the strategic objectifie o
the organisation. By using IC, strategic relatlops

n can be developed with the media, which serves a
integral element of pre-crisis planning.

Us
I

IC supports the viewpoint that there is room f¢
integration between PR and marketing
communication, as the tools and markets of
these disciplines overlap.

Dr

3. Separate function
from marketing

Although the excellence theory
proposes an integrated public

The value of crisis communication will be more
evident with the utilisation of communication as a

relations function, it is argued thatfully-fledged management function, thereby not

the function should not be
integrated with other department
whose core focus is not on
communication. PR should thus
not be a subsidiary to other
departments such as marketing.

fulfilling a support function for each departmenhe

slikelihood of a continuous, integrated crisis
management plan could be higher, as the
organisation realises the worth of (crisis)
communication.

Although this characteristic contrasts the
principle of IC that proposes that all
communication should be managed by an
integrated agency, IC places emphasisross
functional planning and monitorin@ herefore,
the focus is not so much placed on the
integration of marketing and public relations
functions, but the ability of these functions to
complement each other by an integrated
relationship. The value of communication and
public relations cannot be replaced by marketing
and vice versa. The purpose is to create synergy
between various communication messages.
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4. Direct reporting to
senior management

The public relations manager

should report directly to senior
managers who are part of the

dominant coalition.

A direct reporting relationship will ensure faster
acceptance and implementation of the crisis
management and communication plan as well as
management’s acceptance of the importance of ¢
management as a continuous process.

IC is a strategic management process, thereb

through the entire organisation, which means
risieat communication is driven by tls&rategic
intent of the organisation as a whaad not by
the communication or marketing department’s
individual strategy. Therefore, the head of
communication should have a direct reporting
relationship with the dominant coalition.

implying that communication should permeate

5. Two-way
symmetrical
communication model

This model attempts to balance
the interest of the organisation
with the interests of stakeholders
Symmetrical communicators are
loyal to the organisation and to
the public they serve. Two-way
symmetrical communication will
result in better relationship
building.

Two-way symmetrical communication at
departmental level will facilitate sustainable
.relationships internally which will serve as a
platform to develop a strategic crisis communiaati
plan to interact with external stakeholders. Twarw|
symmetrical communication will also facilitate
sustainable relationships with the media whichmis
inevitable step for pre-crisis management in otder
manage a crisis effectively.

IC focuses on communicatirgth stakeholders

notto them. Dialogue will ensure that the

stakeholders are active, interactive and equal
0 participants of a continuing communication
aprocess.

A

6. Senior PR person in
the managerial role

There are four PR roles, namely

If communication is regarded as a management

manager, senior advisor,
technician and media liaison, wi

function, the crisis communicator will receive
himmediate buy-in from senior management on the

the manager and technician rolesimportance of crisis management. The strategi¢sc
being most prevalent. In order fgr management process will allow effective

communication to be raised as
management function, PR has t
fulfil the manager role.

communication with the media.

As the strategic objective in IC drives all
communication messages, communication hg
fulfil a managerial role.

ris

s to

Organisational level

7. Two-way
symmetrical worldview
and two-way
symmetrical
communication

Public relations should serve the
interests of both the organisation
and the key publics.

Balancing the interests of the organisation witi ke
publics will enable the organisation to effectively
manage and resolve conflict.

IC supports the two-way symmetrical model 9
communication in order to facilitate
understanding and communication as oppose
merely identifiying messages in order to
influence or inspire stakeholders.

d to

8. PR manager has
power in dominant
coalition

Communicators must build
partnerships with the dominant
coalition in order for them to
value the communicator’s input
prior to decision making (Dozier
et al 1995: 14).

When communicators have a partnership with the
dominant coalition, it is most likely that the ¢sis
strategy suggested by the crisis communicator wi
be accepted as opposed to management employi
ignorant solutions for crises.

On organisational level, IC proposes

CEO/Stakeholder integration. This implies thg
| the mission of the organisation should be
ngontinuously communicated to the lower level
of the organisation and a simultaneous
awareness of communication on top
management level. The CEO is therefore
regarded as the organisational integration
initiator, as argued in Chapter 2.

—

106



9. Participative
organisational culture

A patrticipative rather than an
authoritarian organisation culture
should be employed. According
Dozier et al (1995:17),
participative cultures pull
employees together to collective
accomplish the mission of the
organisation. These organisatior
also favour innovation and are
adaptive to new ideas.

A participative organisational culture is inevitabl

for effective crisis management, as a sound interr

aorganisational climate and understanding of theis
will result in effective crisis communication toeth
outside. The nature of a crisis requires an
yorganisational structure that is able to adapt to
environmental demands, which is facilitated throu
sa participative culture.

It is evident that a participative culture in IC is

anecessary, as IC proposes that internal and

i external messages should be integrated in or
to avoid fragmented messages. This could on
be achieved through a sound internal
organisational climate facilitated by an

glerganisational culture that pulls employees
together as one collective entity to achieve th
organisational mission.

der
ly

1%

10. Symmetrical
internal communication
structure

The excellence theory holds that
organisations should practice
symmetrical internal
communication which also
supports the participative culture
of the organisation through
knowledge sharing and
cooperation among employees.

As stated above, a sound internal organisational

climate is necessary in order to successfully atdre integration of internal and external messages
a crisis. Two-way communication should be utilise

internally in order to keep employees abreast of n
developments during a crisis and to sustain the
participative culture.

Message fragmentation is avoided through th

dwhich requires a symmetrical internal
ecommunication structure.

11. Organic
organisational structure

The traditional mechanistic view
of the organisation is replaced
with a less bureaucratic, organic
structure. Employees have easy
access to top management, who
welcomes input from staff.

Crisis communicators require easy access to top
management in order to ensure the effective
execution of the crisis management plan.

As IC plans are in line with the strategic
objectives of the organisation, an open door
relationship between the IC department and t
management is essential. The mechanistic
organisational structure will therefore not
suffice.

12. The organisation
operates in a complex,
volatile environment

Modern organisations operate in
volatile environment and have to
be flexible in order to survive.

a'his volatile environment brings about change an
uncertainty, which is also characteristic of an
organisational crisis. Organisations must employ
strategic crisis management plans to effectively

manage change and uncertainty brought about by

organisational crises.

0 1C proposes the idea of thenaissance
communicatorwhich is based on the notion
that, due to constant environmental changes,
there is a need for a different approach to
communication in order to instil strategic
organisational communication. The IC model
proposesnvironmental integratiomhich
implies that the organisation is functioning in
open system. Organisations have to know wh
is happening in their environments in order to

4%

bp

an

survive.
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It is vital to mention that, for the purpose ofstlstudy, only the most prominent characteristicthef
excellence theory are highlighted above. Howeveyn{g (1992:28) and Grunig et al (2002:9) also
stipulate two other characteristics evident on depental level, namely a) the potential for exaalle
public relations through knowledge of the symmaealrinodel and managerial role, academic training in
public relations and professionalism; and b) araéqpportunity for both genders in public relatiols

is argued that the first characteristic is a dugtécof the other characteristics already mentiomed
departmental level which is also too public relasiecentric (as a profession). The second charatiteri

is also not included in the above table, as gemskres in public relations addresses a different
argument not applicable to this study.

Grunig (1992:28) and Grunig et al (2002:9) furtbespose that excellent public relations provide the
following valuable outcomes (which also serve asrabteristics of excellent communication):
Communication programmes that meet communicatiofecties excellent communication
programmes are more likely to achieve the propodgectives as opposed to ordinary communication
programmes. When excellent crisis communicatiorggammes are implemented, the possibility that
an issue could evolve into a reputation threatemingjs is lowered as most issues will already be
addressed and resolved in the developmental pfBesiyction of costs associated with regulation,
pressure and litigationSustainable relationships’ value lies in the fdt money that would have
been spent on conflict resolution, manifested igulation, legislation and litigation, is now saved.
Two-way communication could lower internal and em& conflict during crises as issues will be
resolved through mutual beneficial solutions, arddh levels of job satisfaction among employees
participative culture generates satisfied employeleish results into a productive workforce. A sound

internal organisational climate is essential tacegsfully address a crisis from the outside.

From the above discussion, it is evident that tkeekence theory underlines this study’s argument,
that two-way communication with the media will &sthe organisation to proactively build
sustainable media relationships and could enakl@tganisation to communicate effectively during a

crisis, as well as contribute towards resolvingdhsis faster.
3.7 SUMMARY

In this chapter it was argued that strategic mamage processes possess proactive, reactive and post

evaluative stages, and each of these stages, rpegido crisis management, was discussed. It was
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stated that in order for a crisis management peotede strategic all three stages have to beexppli
Due to the reciprocal relationship between crisenagement and communication, a strategic crisis
communication process should therefore also hasgetstages. Crisis communication should thus not
only be practiced reactively.

As an introduction to this Chapter, clarification terminology uniquely applied to this study was
highlighted and a mind map for strategic crisis ommication was displayed to present and clarify
what aspects, according to the literature, hasetariplemented to instil an eventual integratedicris

communication framework.

The proactive, reactive and post-evaluative crisEnagement stages were discussed, after which
several crisis management and communication presesere evaluated to determine whether they
have these stages. The existence of proactivetiveaand post-evaluative crisis management stages
was used as a key determinant in identifying ategjia process. The processes predominantly
represented either the proactive or reactive cnggsagement stage. Although some of the processes
did display proactive, reactive and post-evaluatitages, with the existence of crisis communication
on each stage, it lacked strategic depth. A needriintegrated crisis communication framewprk
which excellence theory and IC variables are adptie the proactive, reactive and post-evaluative
crisis communication stages, to facilitate strategrisis communication with the media, was
highlighted.

The most prominent crisis theories were discusseldeaaluated with key emphasis on the excellence
theory as core driver of this study. The reasortha is that it is argued that the theory faciétathe
strategic communication and the use of two-way sginical communication to build sustainable
stakeholder relationships, which also underlines phinciples of IC. The excellence theory also
specifies that organisations operate in a volaglevironment which necessitates adaptable
organisational structures in order to survive feaguisite for sufficient crisis management.

The next chapter focuses on explaining this studssearch approach and methodology to investigate

the extent to which crisis communication processesstrategic in practice.
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CHAPTER 4: RESEARCH METHODOLOGY

“The qualitative case study is explanatory in natue and provides
rich longitudinal data about individuals or situations.” (Lindegger
2006:461).

4.1 INTRODUCTION

The main aim in the previous chapter was to evaluatisting crisis communication and crisis
management processes in terms of the proactivetiveaand post-evaluative crisis management
stages. This crisis communication and crisis mamage evaluation was conducted based on the
argument that a strategic management process &asipd, implementation and evaluation elements,
which therefore correlates with these stages. Nauation indicated that some of the processes
display a strategic structure (thus having proactreactive and post-evaluative stages). It wasearg
that a lack ofstrategic depthexisted, which is needed to facilitate strateggmmunication with the
media. It was also argued that the importance dtling sustainable relationships through two-way
communication, as well as recognising that crisssnmunication should encapsulate the crisis
management process (reciprocal relationship betwesis communication and crisis management),
was not evident in existing theoretical framewofkgrthermore, it was argued that a crisis prodesss t
resembles the proactive, reactive and post-evakiatages of a strategic management process need to

be supplemented by IC and excellence theory vasaiol ensure a comprehensive strategic process.

The aim of this chapter is to highlight tlhesearch methodologysed to determine whether crisis

management and crisis communication process@sactice display a comprehensive strategic crisis
communication process with the media. Based onntlhen thrusts of the previous chapters, the
methodological framework in this chapter enablegl tbsearcher to firstly determine whether crisis
communication processes in practice apply proactiveactive and post-evaluative crisis

communication stages; and secondly, whether thellexce theory and IC variables were evident or
applied to support the framework for an integrgthe@refore strategic) crisis communication process.
This chapter therefore contributes towards:

a) Highlighting themethodological outlineised in practice to obtain the necessary insigigsired to
achieve the twofold objective of this study, namelp determine whether existing crisis

communication and management processes (in thewrypeactice) contribute towards the strategic
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management of a crisis and effective communicatiith the media, and; to emphasise the need for an
integrated crisis communication framework to enstin& crisis communication with the media is

efficiently and strategically managed.

b) Specifying that the methodology required to addrthe research problem is through a qualitative
case study approach. As identified previously rédsearch problem t® explore whether existing crisis
communication models contribute towards the stiateganagement of a crisis through an IC
approach to ensure that crisis communication witd media, employed by a South African financial

services provider is strategically and efficientianaged.

This chapter is structured to address the followieg areas: a methodological orientation, spedifica
focusing on the qualitative case study approaahrdésearch design, through addressing the popullatio
unit of analysis and the realised sample; the dali@ction method (triangulation through combining
an exploratory one-on-one interview and focus grasipg semi-structured questionnaire categories as

well as a pilot test); the reliability and validity the research, and; the data analysis method.
4.2 METHODOLOGICAL ORIENTATION

Research methodology focuseshmwthe researcher obtains more knowledge about afispepic of
interest (Denzin & Lincoln 1994:99; Terre BlanceD&rrheim 2006:6) and it refers to the manner in
which social phenomena is analysed (Corbin & Sg&@@08:1). Similarly, research methodology focus
on “the knowledge of how or ‘know how’ to do thingsthe total set of ‘means’ that scientists employ
in reaching their goal of valid knowledgéouton 2002:35). In order to do this, the sectoh firstly

define the qualitative research paradigm, and s#gdhe case study research method.
4.2.1 The qualitative research paradigm

The qualitative research paradigm was utilisedHerpurpose of this study, as it is important ttaob

knowledge and insights from communication praatiéics responsible for composing and
implementing crisis communication plans, to deteemwhether it is strategic to contribute towards
effectivecrisis communication with the media. This sectiostly defines qualitative research and
draws a comparison between qualitative and quémBtaesearch to highlight that the qualitative
research paradigm was the most viable form forpilm@ose of this study. Supplementing the latter

discussion, the advantages and disadvantages lithtjua research is also addressed.
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4.2.1.1 Defining qualitative research

Denzin and Lincoln (1994:2) define qualitative @®h as a “multi-method in focus, involving an
interpretative, naturalistic approach to its subjeatter. This means that qualitative researchystud
things in their natural settings, attempting to malense of, or interpret phenomena in terms of the
meanings people bring to them”. Qualitative redeaneasures the research participants’ knowledge
about a specific topic, and “takes into account thewpoints and practices in the field are diffare
because of the different subjective perspectives sotial backgrounds related to them” (Flick et al
2000:6).

In characterising qualitative research, Michal-J1m (1993:176) states that qualitative research has
different underlying assumptions than quantitate@earch; it is closely aligned with language &z0&

to construct meaning and it is bound to a spedifice and place (Michal-Johnson 1993:176).
Chambliss and Schutt (2006:167) argue that quigktaeésearch poses an exploratory research question
as starting point, as it usually focuses on unstlidir unexplored processes. It is concerned wih th
interconnections between social phenomena, is &t human subjectivity and is responsive
towards the subjective role of the researcher.héumore, as stipulated in the definition by Dereanal
Lincoln (1994:2), supported by Babbie et al (200D)2 qualitative research is conducted innh&ural
setting of the participant, which enables the researcloerfamiliarise him or herself with the
participants involved and therefore obtain a bettederstandingof their behaviour (Frankfort-
Nachmias & Nachmias 2000:257). Qualitative reseasckhus concerned with obtaining detailed,
firsthand knowledge from participants in their natural surrdings. It focuses on understanding and

interpreting the participant’s viewpoint throughamengful conversation.

In contrast, thequantitativeresearch paradigm focuses on facts and objectiisityrheim & Painter
2006:132) and attaches meaning to situations oftwthie variables are known beforehand and enables
the researcher to control and measure these vesiébérre Blance, Kelly & Durrheim 2006:272). The
quantitative research paradigm is concerned wighgthantification of constructsthereby attaching
numbers to the qualities of things (Babbie et a07289). According to Du Plooy (2002:82), a
researcher will utilise quantitative researcltooint and/or measunghenomena. The main differences
between quantitative and qualitative research abaillated below (Du Plooy 2002:82-84; Fouché
2005:269; Babbie et al 2007:273):
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Table 4.1: Differences between the qualitative quantitative research paradigms

Qualitative research Quantitative research

It involvesinductivereasoning, thereby the research will | It involvesdeductivereasoning by forming hypotheses to
start withobservationsand end withldescriptions identify various constructs, variables and relahips
The focus is t@ontextualise The focus is t@eneralise

Areas where limited or no prior knowledge exists ar Quantities, degrees and relationships are predicted
interpreted comprehensively explained and described

Research is conducted in a natural setting Reséaotdnducted in a controlled setting
Inter-subjectivity is key in order to gain the tra$ the Maximum control over extraneous factors
participants

The researcher will develop a research strategygltine The research strategy usually involves a predeterthi
research process (thus not determined beforehand) step-by-step recipe

From the above discussion, the quantitative rebgaacadigm was not appropriate, as the purpose of
this study was to obtain the subjective viewpowftthe participants who have firsthand knowledge of

their organisation’s crisis management and crisiaraunication processes. This was most effectively
achieved through qualitative methods including:

» The utilisation of a research topic of which lindterior knowledge exists, and which therefore
requires in-depth exploration (researchstrategiccrisis communication is limited, as highlighted
in the literature);

* Meaningfulconversationsvith the participants; and

* An environment within which trust and rapport betwethe researcher and participants can be
built.

4.2.1.2 Advantages and disadvantages of qualitatesearch

Various authors argue that qualitative researchlshtthe following advantages: It provides insights
from the participants’ viewpoint (Flick 2000:5; Den & Lincoln 1994:5; Corbin & Strauss 2008:12);
it is more likely to measure daily constraints lo¢ tsocial world than quantitative research (Dein
Lincoln 1994:5); it is interpretative, emergent asdolving (Marshall & Rossman 1999:2); it
emphasises thealue laden nature of inquirgnd provides rich descriptions of the social w@bDeénzin

& Lincoln 1994:4); it allows comprehensive measueaiof new or emergent concepts (Chambliss &
Schutt 2006:259; Corbin & Strauss 2008:13); andliskthuman actions in its natural surroundings
(Babbie et al 2007:278). The advantages of utdisgualitative research for this study was that the
researcher obtained insights from crisis commuininapractitioners based on their experience on

whether crisis communication should be practiceatagically.

113



A disadvantage of utilising qualitative researgbplecable to this study, was researcher bias, which
defined by Babbie (2007:250) as “that quality ah@asuring instrument device that tends to resut in
misrepresentation of what is being measured in réicp&ar direction”. Thus, when the researcher
integrated statements confirmed by the literataié questions posed to the participants, it Siomest
resulted in the participant providing an answerotaable towards the particular argument. Further
disadvantages associated with qualitative reseanelthat the scope is limited and that the sammple i
qualitative research is not meant to be represeatat the population, but rather that the resatts to

be generalised to theory (Bryman 2004:284). Theligalof qualitative research is also a concertiné
researcher made no attempt to deal with opposirgests (Silverman 2000:11). However, the

researcher introduced methods to ensure thatuldg san be researched further in future.
4.2.2 The case study research method

Qualitative research involves various empirical enats, some of which are the case study, personal
experience, introspective, life story and intengef@enzin & Lincoln 1994:2). For the purpose ofthi
study an explorative case study was utilised. Tdtere of the case study is firstly addressed, ieid

by a discussion on the various advantages andwdistabes associated with the case study research

method.
4.2.2.1 The nature of the case study research mdtho

As stated above, qualitative research involvesousriresearch methods. Babbie et al (2007:279-283)
specifically differentiate between three qualitatresearch methods, namely ethnographic studies, li
stories and case studies. Ethnographic studiesoa@erned with cultural anthropology which evolves
from studying a specific society’s behaviour. Aeasudy is an in-depth discussion of a persores lif
However, the focus of this study is not on gattgrimsights on the organisation’s culture or on a
personal life story, but on obtaining in-depth gidgs from the participants on their organisatiarisis
communication processes. The case study methodhvsidefined as an “intensive investigation of a
single unit” (Babbie et al 2007:281), was selectedthe purpose of this study, as it assisted the

researcher to obtain rich insights.

A case study approach is a combination of reseaethodology and the way in which the findings are
classified and reported (Colton & Covert 2007:37Agcording to Fouché (2005:272), it is “an

exploration or in-depth analysis of a ‘bounded syst(bounded by time and/or place), or a single or
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multiple case, over a period of time”. The caselgtis thus concerned with one or a few occurrences
of a specific phenomenon with the objective to pieva detailed analysis of events, relationshifgbs an
processes (Denscombe 2007:35). Colten and Co\2€aG:372) viewpoint that case studies are often
utilised to comparegheory andpracticeis used in this study, as the case study apprisaapplied to
determine whether crisis communication in practisestrategic to contribute to effective crisis
communication with the media. Thereby correspondingontradicting the existing literature that

indicates that there is a lack of strategic cisEcesses.

Stake (2004:237-238) and Berg (2004:255-256), iater, argue that there are three types of case
studies, namely intrinsic, instrumental and collectase studiedntrinsic case studieare conducted
when the researcher wishes to obtain more infoomasibout a specific case (the case itself is of
interest).Instrumental case studiese performed to provide clarification or furthiesight into an issue

or refinement of the theory. It is therefore of @adary importance because it serves a facilitatirhg

to supplement our understanding of an issueokective case studig an instrumental case study that
is extended over numerous cases and is most aplglittathis study as the case is explored in ai@er

refine or support the literature that was obtaipedr to the implementation of the research.

Furthermore, Berg (2004:256) differentiates betwedbree case studylesign types including
explanatory, descriptive and exploratory. éxplanatory case studype is when various sections of
information from the same case are related to @ioetheoretical proposal. Indescriptive case study

the researcher provides a descriptive theory thiatsarve as foundation for the remaining study. An
exploratory case studi characterised by conducting a literature stpdgr to defining the research
question. Thus, a certain organisational framewak been developed before conducting the research
(Berg 2004:256). For the purpose of this studyexdioratorycase study design is utilised, as strategic
crisis communication and management were explorad wearious crisis communication and
management processes and theories were analyskd previous chapters, from which the research

arguments evolved.
4.2.2.2 Advantages and disadvantages of case studie

Case studies hold the following main advantages:is iexplanatory in nature and provide rich
longitudinal information about individuals or sitiems (Lindegger 2006:461); it enables the researcher

to uncover underlying patterns and elements not¢ssarily achievable through other research methods
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(Berg 2004:251); it is descriptive (Babbie 2007:2@lton & Covert 2007:372); it allows the
researcher to use various data sources whichtédesi the justification of data througiiangulation
(Denscombe 2007:45); and case study researchess thet field with prior knowledge (through the
literature explored) before conducting the rese@fctuché 2005:272). The latter advantage could also
serve as a disadvantage of the case study methibdaas bring about researcher bias, which is also
disadvantage identified with qualitative reseaigi.studying the literature beforehand, it can resul

the researcher asking leading questions that nughse the participant to answer in favour of the
researcher’s statements. Furthermore, Lindeggdd6(261) states that the case study method could
propose problems with information validity, becausederlying links are difficult to test and

generalisations cannot be made from solitary clashkes.

Another disadvantage associated with the case stppisoach is that the ability to generalise thelystu

is questionable (Denscombe 2007:45; Bryman 200lab@)the researcher has to clearly demonstrate
how the particular study correlates with or conttd similar cases. Furthermore, Denscombe
(2007:46) argues that to negotiate access to the sdy setting could be difficult and case stidie
have the risk of producing the ‘observer effeaferring to participants behaving differently knogi
that they are being studied.

The exploration of the case study involves varidata collection methods, which entails information
sources that are rich in context and include, amathgrs, interviews, documents, observations and
archival records (Fouché 2005:272). For the purpbskis study, a one-on-one personal interview and

focus group were utilised as data collection meshadhich will be addressed in Item 4.4.
4.3 RESEARCH DESIGN

Mouton (2002:107) argues that the main aim of aeaesh design is to allow the researcher to
anticipate suitable research decisions to maxirthieevalidity of the research findings. This section
will focus on defining the unit of analysis and p&giion with specific reference to the target

population, the sampling method and size, as vediha realised sample for the purpose of this study
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4.3.1 Defining the unit of analysis

The unit of analysis refers to tldjects about which you would like to answer yasgearch question
(Dane 1990:176) othe entities under study...it is ‘the what’ or whoémbe described or analysed
(Singleton, Straits & Miller-Straits 1998:136).dtthose elements that are examined to create symma
descriptions of all such elements as well as thllght the differences among these elements (Babbie
et al 2007:85). There are seven universal ‘unitavélysis’ categories (Mouton 2002:91), namely
individuals, organisations, institutions, colleetsy social objects, social actions or events and
interventions. Furthermore, Singleton et al (1998)1and Bernard (2000:45) state that the unit of
analysis is determined prior to defining the popata as the researcher needs to select a cedtof s
cases (or units) for the study which depends orrékearch topic. For the purpose of this study, the

unit of analysis i®rganisations
4.3.2 The target population

As stated in Chapter 1, Mouton (2002:135) argued the process of defining the population is
twofold, as a differentiation between therget populationand thesampling frames required. The
target population can be defined as theverse of unitfrom which the sample is drawn (Bryman
2001:85), while thesampling framerefers to the entirety of all cases from whichample is drawn
(Mouton 2002:135; Bryman 2001:85).

For the purpose of this study, the target popuaiiacludes financial organisations within South
Africa, while the sampling frame comprises the fdpfinancial organisations in South Africa. The
latter was obtained from Financial Mail's review ®buth Africa’s top listed organisations (based on
financial performance) for 2008. It includes final@rganisations from various sectors of the fziah
industry, including the banking, investment andumasice sectors which is collectively referred to as
‘financial services providers'The organisations that formed part of the sedectin ranking order,
were Sanlam, Standard Bank Group, Old Mutual PlcstRand, Absa Group, Nedbank, Liberty
Holdings, Liberty Group, Investec and Investec(Rlinsche 2008:29-30). Each of these organisations’
communication and marketing departments was cadantorder to construct a realissgimplebased

on the feedback obtained.
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4.3.3 Sampling method and size

Bryman (2001:85) argues that the sample is theoseof the population that is chosen for explonatio

A samplecan be defined as a set of units or participagiected from a population, which is compiled
to save time and to acquire accurate and unprejddéstimations of the population status in terms of
the research topic (Dane 1990:288; Schofield 2@)6:Rurthermore, Schofield (2006:27) states that

the sampling method utilised depends on “balanasayracy against cost and feasibility”.

There are two types of sampling techniques, nanmelg-probability samplingand probability
sampling (Denscombe 2007:13): Probability sampiéngelected when the researcher believes that the
units or participants chosen for the sample isesgmtative of the whole population; non-probability
sampling is conducted when the researcher doeknost whether the sample is representative of the
total population. The sampling technique utilised the purpose of this study son-probability
samplingas the researcher cannot determine whether thise@@ample represents all South African

financial organisations.

There are several methods of non-probability samgpliincluding snowball, theoretical, quota,
purposive and convenience sampling (Denscombe 20018; Bernard, 2000:174-180%nowball
samplingor accidental sampling is utilised when the indials of the population are difficult to locate
and the researcher collects data from the availabigiduals and request of these individuals teiss

in locating other individuals (Babbie et al 2007Z16Should the researcher discover elements tleat ar
invalid within the datatheoretical samplingan be used, in which only specific aspects ofiia are
studied to obtain more accurate information (Strgd® Delport 2005:329). Ajuota samplés used to
ensure that the population is accurately repreddmyeselecting similar participants; the sampleugro

is thus characterised by specific variables, foaneple being the same age or gender (Frankfort-
Nachmias & Nachmias 2000:168purposive samplinginvolves administering the instrument to
entities that are readily available” (Colton & Cav2007:322), it relies on human judgement (Bradley
2007:175) and signifies a sample that is a goodesgmtative of the phenomenon being studied
(Durrheim 2006:50). When compiling a purposive sknipcan either be Bnown group or judgement
sampleor aquota samplgDu Plooy 2002:114-115). Purposive known grougudgement sampling
represents a sample when previous knowledge gbdpelation can assist the researcher in compiling
a sample based on his or her judgement. In contpasposive quota sampling is based on the

identified sections within the population in whiolbn-random sampling is conducted in each group
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(Reinard 2001:293). Since it is argued that repragizes of the communication or marketing
departments of these financial services provideils e able to provide valuable insight to the
research, specifically because they are respon$ibleompiling and interpreting the crisis plans,

purposive known group or judgement sampling was @izethis study.

A convenient sample “is drawn from the unit of ais&é that are conveniently availabl@®rankfort-

Nachmias & Nachmias 2000:168; Du Plooy 2002:114) & a sample that is available to the
researcher due to the accessibility thereof (Bry2@0il:97). Furthermore, it is argued that convenien
sampling is particularly useful in exploratory raessh (Bernard 2000:178), which is the focus of this

study.

For the purpose of this study, the sampling metbodld be described as bofturposive and
convenientThe sample ipurposivefor two reasons: Firstly, the focus was specificah the top ten
financial institutions in South Africa due to the industrysllnerability to crises, as discussed
previously. Secondly, the researcher aims to spallf conduct an interview and focus group
discussion with participants that work in tlsemmunicationdepartments. These participants are
responsible for developing and implementing crc@enmunication and management plans within the
organisation. Furthermore, the sampling method alan be described anvenientbased on the

accessibility and availability of the institutiotes participate in the study.

From the top 10 financial services providers’ mérige and communication departments that were
contacted to participate in the study, only the algsoup’s group marketing and corporate affairs
department was willing to contribute, which therefcomprises the realised convenient sample for the

study.
4.3.4 The realised sample

Based on the research conducted at Absa Towerhandesburg, it was found that the Absa group is
one of South-Africa’s largest financial serviceo\pders, offering banking, assurance and wealth
management products and services (Absa group @iepprofile 2009). The group is listed on the JSE
Limited with its core business conducted in Southed. Besides its primacy business in South-
Africa, Absa has equity holdings in various banksMozambique, Angola and Tanzania (Absa

corporate profile...2009). The following statisticen reported on 31 December 2008: “The group
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had 680,3 million shares in issue and a market&igation of R73,6 billion. The group had assdts o
R773,8 billion, 1 192 points of presence, 10,7 lianl customers, excluding African entities, 9 104
automated teller machines and 37 828 permanent ogegd nationally” (Absa corporate
profile...2009).

Absa follows a centralised organisational structith every department situated at their head effic
in Johannesburg (Squier 2009). The Group Markedimd) Corporate Affairs department currently has
51 employees, with the department divided into st communication functions, including
Strategic Business Unit Communication, Group Supgeunction Communication, Stakeholder
Management (which includes, among others, mediiogls and government relations), Corporate
Social Investment, Shared Communication ServiceBicfw include internal communication and

language services) and CEO Communication (Squi@®20

For the purpose of this study, triangulation waksed as data collection method, which is defined

the following section.
4.4  DATA COLLECTION METHOD

This section addresses triangulation as data ¢afeenethod by means of combining an explorative
one-on-one interview and focus group. The semitired questionnaires utilised for these interviews
will also be described in conjunction with the pitest that was conducted prior to the interviews t

test the efficiency of the questionnaire.
4.4.1 Describing triangulation

Although triangulation can specifically refer teetbombination of qualitative and quantitative reska
approaches (De Vos 2005:361; Bryman 2001:447ndtikation for the purpose of this study will be
defined as the combination of different methodpenspectives in order to test the same phenomenon
(Chambliss & Schutt 2006:65; Bradley 2007:139; Bali007:113). More specifically, it is a data
collection method in which aspects is viewed frorarioqus perspectives to obtain a better

understanding of the research topic (Denscombe:288yY.

There are four types of triangulation (Denscomb@72035-137; Bradley 2007:139; Kelly 2006a:380;

De Vos 2005:362), namely data triangulation, metihmgical triangulation, investigator triangulation
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and theory triangulationData triangulationrefers to the combination of various data sourées,
example, an interview and archival materials (Des \2005:362)Methodological triangulatiorrefers

to the combination of different research methodsially through the combination of qualitative and
guantitative research, to study a single phenomgiim Vos 2005:362). Another viewpoint on
methodological triangulation is held by DenscomR€0{:135) who argues that methodological
triangulation can be divided into methodologic@rngulationbetween methodand methodological
triangulationwithin methodsMethodological triangulation between methods é&mkhe researcher to
draw a contrast between the two different reseanethods’ findings (qualitative and quantitative
research), while methodological triangulation withmethods allows the researcher to draw
comparisons between similar research methdagestigator triangulationintroduces the use of
different investigators to guard against researbiees, ensure consistency (Denscombe 2007:136) and
to achieve inter-subjective agreement (De Vos 2Z885: Theory triangulatiorrefers to using different
theoretical perspectives in order to shape the atatacted (Denscombe 2007:136; De Vos 2005:362).
For the purpose of this studgata triangulationis applied, as two different data collection metho
(one-on-one interview and focus group) are combihksihg data triangulation increases the validity o
the research (Denscombe 2007:136).

The following advantages and disadvantages ofgtikation as data collection method are tabulated in
Table 4.2 (Denscombe 2007:137-138; Stake 2000:B#hkfort-Nachmias & Nachmias 2000:189-

190; Mouton 2002:156):

Table 4.2: The advantages and disadvantages o§tdiation

Advantages Disadvantages

¢ The researcher obtains a betteowledgeof the .
research topic which can either produce:

The researcher is often obliged to make certain
sacrifices (for example time or monetary sacrifjdes

= Improved accuracyThis is a means of validating

the accuracy and dependability of the findingss It
used to measure the confirmation of the findings

accommodate different research methods.
Data analysis is more complex.
It is regarded as a risky data collection methothas

derived from the different data collection methods.

= Afuller picture This will produce additional data
to enhance the completeness of the findings. Thus,
triangulation is used to compliment data from other
resources.

e By using different methods that complement one
another, the shortcomings of each method can be
balanced out.

« It clarifies meaning by discovering multiple ways i
which the phenomenon is being viewed.

e If similar findings are obtained from the various
methods used, it will increase the validity of Htedy.

findings of the various methods used could conttadi
one another instead of complementing one another.
Should the findings of the various methods usedeot
consistent, it reduces the validity of the reseanth the
study has to be re-examined.
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The one-on-one interview and focus group suppleetkioine another, as the interview specifically
analysed whether Absa’s crisis communication preesand strategies are strategic and how
sustainable stakeholder relationships are builts Berved as an introduction and foundation for the
focus group that analysed crisis communication Wighmedia specifically. This again is linked te th
theoretical paradigms proposal in the precedingritecal chapters. These two data collection method
is addressed in the following two sub-sections|ofeéd by a discussion on the semi-structured
questionnaires used during the one-on-one intenaed focus group, with specific reference on
clarifying the various questionnaire categoriesdifcussion on the pilot test that was conducted to
measure the reliability of the one-on-one questinens subsequently addressed.

4.4.1.1 One-on-one interview

An exploratory one-on-one interview, using a semigtured questionnaire was conducted with Liezl
Squier, Acting Manager: Chief Executive Communimatior the Absa group. The aim of the interview
was to evaluate whether Absa’s crisis communicagiiotesses are strategic and what measures, if

any, are utilised to build sustainable stakehotdkationships.

A qualitative one-on-one interview or face-to-faceerview can be defined as “a conversation in Whic
the interviewer establishes a general directiortferconversation and pursues specific topics ddige
the participant” (Babbie 2007:306). Furthermorepl@ia (2007:306) argues that an interview allows
the participant to do most of the talking and tihas a good data collection method to obtain ddvet
understanding of the participant’'s viewpoint of ttapic being studied. Gomm (2004:176) also
highlights that a one-on-one interview assistsrésearcher to gather information about the pagitip
specifically. Therefore, the interview allowed tlesearcher to obtain the participant’s perspediive

strategic crisis communication.

Greeff (2005:292) argues that one-on-one intervieavseither be@nstructuredor semi-structuredThe
unstructured one-on-one interview aims to formatisaversation with the absence of predetermined
questions, whereas the semi-structured intervievpadially guided by predetermined questions.
Furthermore, the one-on-one interview can alsostbectured or standardised(Bernard 2000:230;
Bryman 2001:107), in which the questions are vemgcgic and only allows the participants a fixed

range of answers. The degree of structure for thipgse of this study is determined by th&erview
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questionnaire or schedul& semi-structured interview format or focusecemtew (Dane 1990:129) is

followed by using aemi-structured questionnaivehich is discussed in Item 4.4.3.

Despite obtaining data-rich insights from the ggpants’ viewpoint, as argued earlier, semi-streedu
interviews are usually time-consuming and can becomense, depending on the research topic
(Greeff 2005:297). Semi-structured interviews wbdst when the researcher interviews managers of
organisations who are accustomed to efficient tim@nagement (Bernard 2000:191). As senior
managers of Absa’s communication department weesviewed, it was argued that a semi-structured
interview is the most suitable data collection roeitlior the purpose of this study. Furthermore, the
semi-structured interview has the advantage ofontt demonstrating that the researcher is in contro
of the interview, but also leaves room for new e@glernard 2000:191).

The one-on-one interview was recorded using a plctae with prior permission from the participant,

after which the interview was transcribed. Althoum#ing recorded might cause the participant to feel
uncomfortable, Kelly (2006b:298) argues that theaathges of interview recording are that the
researcher is not sidetracked by note-keepingowiges the researcher with a complete record ®f th

interview, and shows that the researcher has aresttin the participants’ answers.

A synergistic outputis sometimes difficult to achieve with one-one-ciegta collection methods
(Herndon 1993:41), therefore, a focus group wasl iusesupplement the findings obtained from the

one-on-one interview. These finding are highlightethe following section.
4.4.1.2 Focus group

A focus group was conducted in conjunction with tme-on-one interview to specifically measure
Absa’s crisis communication processes with the medhe focus group comprised seven senior
communication managers situated in Absa’s Group kbtarg and Communication department.
According to Herndon (1993:41), “focus group infews used in triangulation with another qualitative
method such as individual interviews”, which is fh&pose of this study, “may provide information

otherwise inaccessible”.

A focus group is a data collection method thatsggsgroup dynamicshrough a small group of people,

usually six to twelve (Du Plooy 2002:180), brougtdether by a researcher or moderator (Denscombe
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2007:178) to stimulate interaction and so creatammg (Bryman 2001:336). The core characteristics
of a focus group outlined by Herndon (1993:40) thee utilisation of multiple participants that work
together; interaction among participants; and tresgnce of a researcher that guides the discussion
with a research schedule or questionnaire. Desthige utilisation of a research schedule or
guestionnaire to guide the discussion, a focusgieuess structured and more impulsive than a one-

on-one interview (Herndon 1993:41).

A focus group has the advantages of producing “dekaideas” from the participants’ points of view
(Du Plooy 2002:178) and group interaction that state certain viewpoints that are not normally
available (Kvale & Brinkmann 2009:150). Furthermof@reeff (2005:300) stipulates that “focus
groups are fundamentally a way of listening to pe@nd learning from them, and creating lines of
communication”. Therefore, in order to accommodat spontaneous nature of the focus group, a
semi-structured questionnaire was utilised to allmplanned discussions, ensuring that the resaarche
obtains first-hand insights from communication exp®n how they manage communication with the
media during a crisis. Thus, the significance ofdwrcting a focus group for this study is that the
researcher not only benefits from individual ansydsut also obtains further insights from the

discussions that evolve in a group (Van der WaRBré&ett-van Niekerk 2006:347).

In order to save time, the focus group was alsorde=d with prior permission from the participants.
avoid possible confusion during data analysispaitticipants identified themselves before providamg
answer, as suggested by Du Plooy (2002:180), amgbditicipants answered guestions one at a time.
After recording, the conversation was transcribedBa&rnard (2000:211) argues that focus group

interviews have to be transcribed in order to cagptich data.

In addition and to the findings obtained from tme-@n-one interview and focus group, and to sesve a
foundation for the analysis of these findings, Abshaft crisis communication plan is included fret
analysis in the following chapter. Data has thaeefoeen collected frorthree qualitative methods,

namely Absa’s draft crisis communication plan, ¢tihe-on-one interview and the focus group.
4.4.2 Semi-structured questionnaires

For both the one-on-one interview and focus grasgmi-structured questionnaires or interview

schedules have been compiled to guide the reseadon@g data collection. The reason for utilising
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semi-structuredquestionnaires was to guide the researcher ddhnegnterviews and simultaneously
allow the researcher to encourage further discossibat are not necessarily stipulated in the
qguestionnaire (Bernard 2000:191).

In this section, the semi-structured questionnairrstly described, followed by a discussion e t

questionnaire categories used for both the onerentderview and the focus group.
4.4.2.1 Describing the semi-structured questionreir

In general, an interview schedule or questionneare be described as a benchmark schedule that is
utilised for each participant, in which the questi@re asked in the same wording and order (W#son
Sapsford 2006:93; Bernard 2000:191). It is an umsént designed telicit information that will be
useful for analysis(Babbie 2007:245). Structuring a questionnaireorptio the interview force
researchers to think overtly about what they intéadachieve throughout the interview (Greeff
2005:296).

A semi-structured questionnaire has the followihgracteristics (Drever 1995:13): the key questions
stipulated by the interviewer constitute the ouenaterview structure; prompts (encouraging broad
coverage) and probes (in-depth exploration of arswiél in the structure; there is a combinatioh o
open and closed questions; and the participanfreaslom of speech but the interviewer can assert
control when needed. Although it is stated thaemisstructured questionnaire is characterised by a
combination of open and closed questions, the mumssfor both the interview and focus group were
predominantlyopen-endedTherefore, the questionnaires were regardedrasstrictured, as it guided
the researcher during the interviews while simutarsly allowing new discussions to develop. Open-
ended questions can be defined as questions fahwhe participants are requested to give subgctiv
answers (Singleton et al 1998: 283; Babbie 2007:2@fen-ended questions have the advantage of
providing the participants with the freedom to aaswvhich could elicit data rich insights highligig

the participants’ thought processes and the stheofgtheir perceptions and opinions (Singletonlet a
1998:283). On the contrary, open-ended questione lihe disadvantage of difficult and time

consuming data analysis (Singleton et al 1998:284).

As stipulated in the previous paragragtpmpts and probes are allowed by the semi-structured

questionnaire. Prompts are applied to direct theniew to what the participant knows but has reit y
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mentioned, without putting words in their mouthgdizer 1995:23). A prompt should therefore never
suggest certain answers. Probes focus on the g¢eweld of certain answers through clarification,
confirmation or explanation, while prompts stimelétifferent answers of the same kind” (Drever
1995:23). Greeff (2005:296) argues that within setnictured interviews, the researcher has to
determine which topics have to be addressed in ghestionnaire, and subsequently compile
appropriate questions to address these topicshéfunbre, the questions should follow a logical orde
from broad to specific, ensuring that the partioigagradually become accustomed to the research
topic (Greeff 2005:297).

The semi-structured one-on-one interview questivananly served as guideline— therefore it did

not dictate the interview (Greeff 2005:296). Thigegtionnaire specifically measured the level of
strategy and stakeholder relationship building imitAbsa’s crisis communication plans. A different
semi-structured questionnaire that specifically snead crisis communication with the media was
utilised to guide the focus group, attached as Adden D. This questionnaire was also only used as a
framework to stimulate discussion and new insightsthe focus group is characterised by a more

spontaneous structure.

Various interview categories with acorganisationqugestions were compiled for each questionnaire
which is discussed below.

4.4.2.2 An explanation of the semi-structured quesnaire categories

The categories of each questionnaire will be dsedsin detail to support the reporting and

interpretations of the findings in Chapter 5.

* One-on-one interview questionnaire categories

Although this research mainly set out to determviiether crisis communication can be applied and
categorised as proactive, reactive and post-eveduat the crisis management process to facilitate
strategic crisis communication with the media, othgpects to instil aomprehensivestrategic crisis
communication process were also identified. Thespeets are outlined in the strategic crisis
communication mind map discussed previously. Thelsgnents were especially evident in the
excellence theorand IC literature and were used as the core drivers éendhe-on-one interview
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questionnaire. The application of each elemeneims of the proactive, reactive and post-evaluative

crisis communication stages was measured. The o interview wagxploratoryand specifically

conducted to test whether Absa’s crisis commurocaprocess istrategicand what procedures, if

any, was utilised to build strategic stakeholdéatrenships. This questionnaire was divided irite t

following categories:

a) General introductory questions

The general introductory questions did not meastnaegic crisis communication directly, but were

used to explore the key concepts of the study, hhiterefore served as grounding for the

measurement of the research problem. The partispi@put was required on the following concepts:

Table 4.3: Explanation of the general introductgugstion category concepts

Category

Explanation

Strategy

It was important to determine what theigaant’s definition of strategy and the core
elements of a strategic process are, as this imfkgtheir perception on the importan
of strategic crisis management and communicationgsses.

The importance of
communication in the
organisation

The participant’s perception on the importance strategic role of communication
within the organisation subsequently address thitance and relevance of strategi
crisis communication.

(¢

Organisational stakeholders

Because a crucialgbattategic crisis communication is to build siusahle
stakeholder relationships, the participant’s vieimpon the importance of stakeholde
interaction in general was measured to determimedtakeholder relationships with
the media are built. It was not just important éteimine whether stakeholder
relationships are built, but albmwthese relationships, if any, are built.

The reciprocal relationship
between crisis communication
and crisis management

As the study argues that the crisis communicatiocgss is built on and encapsulate
the crisis management process (which is a progcteetive and post-evaluative
process as addressed in the literature chaptevgsivital to obtain the participant’s

input on the relationship between crisis commuiceand crisis management, as the

literature does not display a definite reciproedtionship.

nY

The crisis communication
process

It was important to determine whether crisis comivation is regarded as a proactive
reactive, post-evaluative or combined processdeoio contribute towards strategic
crisis communication. This category is based oratigegment posed in the literature
that in order for a crisis communication procesBdgtrategic, it has to becambined
process, thereby having proactive, reactive ant@asuative crisis communication
stages.

D

Operating in the financial
industry and the involvement of
the media in crisis situations

As the literature indicates that the financial isily is a sensitive industry, it was
necessary to obtain the participants’ insights detiver the financial industry is more

susceptible to crises, compared to other indusffieis section also aims to determine

how important is it to respond to media queriesahdther the media is the formulat
of public opinion. These questions therefore speadlfy focus on clarifying thease
study

)

DI

127



b) Questions aiming to measure strategic crisisnsonication

These questions specifically aim to establish werekbsa has aomprehensiverisis communication
process through the incorporation of IC and exoekletheory variables. Various IC and excellence
theory variables that mainly contribute towardsatstgic crisis communication were used. The
existence of each variable during proactive, reacind post-evaluative crisis management stages was
also evaluated. As stipulated in the previous araphe IC and the excellence theory variables are
intertwined, as excellence theory principles areeseary for IC and vice versa. For example, inrorde
to build sustainable stakeholder relationships ¢whare an IC variable) two-way communication (an
excellence theory variable) has to be practice@ &kcellence theory and IC variables selected were
specifically chosen to supplement one another &edefore, not all the IC and excellence theory

characteristics, as indicated in the literature,umed.

The following variables of thexcellence theoryas outlined in the literature, were measuredat&gic
management of a crisis communication program; actesenior management; two-way symmetrical
communication; participative organisational cultusymmetrical internal communication; organic
organisational structure; and the recognition thatorganisation operates in a volatile environméht
variables that were measured were: sustainabletstéder relationship building; stakeholder focus;
purposeful interactivity; organisational mission rketing; cross-functional departmental expertise

integration; and the combination of internal anteenxal communication.

c) Concluding questions

These questions have the same purpose as the lgete@uctory questions, thereby supporting the
argument ofstrategic crisis communication and stakeholder relationghiplding. As the second
research objective aims to highlight the need foingegrated crisis communication framework toilnst
strategic crisis communication with the media, ¢hesing questions specifically focus on whether IC
could instil strategic crisis communication. It walso vital to obtain insight as to what criteriged to
be present to ensure successful crisis communicafibis one-on-one interview questionnaire is
attached as Addendum C.
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» Focus group questionnaire categories

A different semi-structured questionnaire was usgdhe focus group, categorising the key aspects
that should constitute strategic crisis communacatvith the media. The objective of this focus grou
was to specifically measure crisis communicatiothvthe media and to supplement the answers
obtained from the one-on-one interview that speaify focused on strategy and stakeholder

relationships.

The questionnaire was predominantly open ended asd included questions from which the
participants had to select and motivate the mogtagiate answer in order to expedite and guide the
interview process. The questionnaire utilised @imitategories as the one-on-one interview but
specifically measured these concepts against thdiamees stakeholder group. The questions were
categorised as follows strategic communication; IC; excellence theory aets; stakeholder
engagement and two-way communication; and crisisingonication with the media. A brief

explanation of these categories is provided infdHewing table:

Table 4.4: Explanation of the focus group questarencategories

Category Explanation

Strategic communication To obtain insight on theipi@ants’ comprehension of strategy in order to
supplement the answers obtained from the one-onirbaiew.

IC and excellence theory elements To determinelendC and excellence theory principles could dbate towards
strategic (crisis) communication with the media.

Stakeholder engagement and twoT o obtain insight on the participants’ comprehensio how sustainable media

way communication relationships are built and the role that two-wagnmunication plays in this process
Crisis communication with the | To determine whether crisis communication is pcack proactively, reactively or
media post-evaluatively (the three crisis managementesegnd which aspects contribute

towards the success or failure of crisis commuiopawith the media.

This focus group questionnaire is attached as Adig@nD. A pilot test was executed to test the

efficiency of the semi-structured questionnaireichiwill be discussed in the following section.
4.4.3 Pilot test

A pilot test was conducted prior to the one-on-mterview to test the workability of the questioimea
and to highlight areas that need to be improvedlanified. A pilot test or investigation can be ided
as a trial conducted prior to the core investigaiio order to evaluate the sufficiency of the reskea
design, data collection methods and questionnatised (Wilson & Sapsford 2006:103). According
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to Kanjee (2006:490), pilot tests are utilised twlehtify possible problems with proposed
research...with either a sub-sample of the proposedpke or a small sample representative of the
proposed sample”. Delport (2005:171-172) arguetitha essential to pilot test a questionnairepri
to the actual investigation, as ambiguous questiomdd lead to incomparable findings, leading

guestions could cause biased responses and ugalestrons will produce unclear answers.

The pilot test was conducted via email with Evaondsh, a well known crisis communication expert
and founder of the Crisis Communication Consultarsanyd Managing Director of the sister
organisation, Strategy One Communications, to fipatty measure the workability of the one-on-one
qguestionnaire. Bloom published various literature asisis communication (Bloom 2008a; Bloom
2008b; Bloom 2001; Verwey et al 2002) and spedificéollows a proactive, reactive and post-
evaluative crisis communication structure withimsthonsultancy (How we work...2009). Although
Bloom was not representative of the financial indusample (which is normally a prerequisite of a
pilot test as stipulated above) he was specificadlgcted to provide insights into the researcictapd

to indicate which areas of the questionnaire nedaetimproved in order to successfully measure the
research problem. Consequently, Bloom was seldot@drticipate in the pilot test based on his srisi
communication knowledge and expertise. The necgsshustments to clarify certain questions and to

avoid ambiguity were made to the one-on-one quasdive.

The pilot test, among others, contributed towahdsreliability of the research. Other aspects &hst

added to the reliability and validity of the resdaare discussed in the following section.
4.5  RELIABILITY AND VALIDITY

Reliability and validity are two important measuearthconcepts (Delport 2005:160; Bryman 2001:29).
This section firstly describes reliability, thenlidéy, followed by a discussion on the measurest th

were implemented to increase the reliability ankithity of this study.
4.5.1 Research reliability

Reliability is the degree to which the researctdifigs can be imitated or duplicated by another
researcher or when similar findings can be obtalmedepeating the study (Bernard 2000:47; Denzin
& Lincoln 1994:100). Similarly, reliability is degbed as the constancy and accuracy of the measurin

instrument; it is the degree to which the exadrimsent yields the same results repetitively (Deimn
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& Painter 2006:152; Babbie et al 2007:119). Deld@005:163) further states that a pilot test is an
important procedure to increase the reliabilityhe study. It is also important to pre-test thesgjoas
of the interview for clarity and possible bias (Bd1995:56).

Reliability is therefore concerned wittow wella phenomenon is being measured (Delport 2005:163)
and according to Bryman (2001:29), it is predomilyaan evaluation instrument used in quantitative
research as quantitative researchers are concertiedhe constancy of the measuring instrument.
However, Delport (2005:163) says “high reliabilitges not guarantee valid results, but there carobe
valid results without reliability”.

4.5.2 Research validity

Validity refers to the degree to which ampirical measureccurately reflects the actual meaning of
the phenomenon being studied (Babbie 2007:146)dlsas the precision and trustworthiness of the
data collection method, data and findings and & riost important measuring concept in social
research (Bernard 2000:46). According to BrymarD(280), validity focuses on thategrity of the
research findings.

There are four categories of validity, namely catitéace, criterion and construct validity (Delport
2005:160-162)Content validitymeasures the representativeness of the conténé afiterview, and is

a judgemental process. The researcher has to detemvhether the selected instrument actually
measures the intended concept. For the purpodesastudy a pilot test was conducted to measiee th
accuracy of the questionnaifféace validityhas to be utilised to ensure that the measurisigument
accurately measures the elements under constru@amsequently, the researcher had to ensure that
the one-on-one interview and focus group questimarae proficient to measure the level of strategy
within Absa’s crisis communication plan. The natwfequalitative research ultimately allows the
researcher to obtain various perceptions from #Hréigipant regarding strategic crisis communication
Criterion validityimplies that the selected measuring instrumentdnag compared with an alternative
measuring instrument that is reliable. The researchilised a one-on-one interview in which the
answers and feedback obtained were compared agtated with the answers obtained from the focus
group. The last validity measuremeognstruct validity measures the extent to which an instrument
effectively measures the theoretical constructthAs category of validity is a complex proceduredu
to the abstract nature of constructs (Delport 2082} this was no applied for the purpose of thislgt
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When similar results are obtained from differerde@ch methods, the validity and reliability of the
research methods are increased (Chambliss & S&0@6:66; Hickson & Jennings 1993:149).
Furthermore, Denscombe (2007:138) states thagulation provides the advantage of focusing on the

“validation of the findings in terms of their acaely and authenticity”.

A key concern with a case study approach, accordirgryman (2001:50), is that tlexternal validity

or generalisabilityof the study will be questionable. A single caaanot be representative of similar
cases. However, Bryman (2001:50) argues that nmergé case study researchers understand that a
single case study cannot be used to representge @hobjects. In addition, Denscombe (2007:43)
states that the following aspects can be useddefemce against the belief that one cannot geserali
from case study findings. Firstly, despite theidgtveness of some case studies, it is also ampba

of a broader class of phenomena. Secondly, “thengto which findings from the case study can be
generalised to other examples in the class dependsow far the case study example is similar to
others of its type” (Denscombe 2007:43). Lastlynsaf the responsibility to make generalisations on
a certain case study lies with the reader, basademformation supplied by the researcher. Howeve
the core value of the case study for this studyha it allows the researcher to obtain insightsmfr
participants that have first-hand experience with phenomenon being studied, and therefore sets a

benchmark for similar future studies.

According to Du Plooy (2002:182-184), when peoplatitudes, feelings, knowledge or views are
studied, which is the focus of this study, the diai of these methods could be affected due tcacert
factors, which can collectively be referred toeagraneous factorsThese factors might be that the
participants feel uneasy to answer questions dtteetpresence of the other participants, or theghini
feel uncomfortable with the researcher. Furthermairee constraints could be a problem when

conducting the interviews.
4.5.3 Contributions towards a reliable and valid sidy

Despite the abovementioned problems, the followgogdelines were considered in this study to
minimise possible difficulties with the researchu(Plooy 2002:183-184). Firstly, the researcher
ensured that the questions posed relate directlye@esearch objective, and irrelevant questiogiew
avoided. Secondly, questions were unambiguous atdmisleading or confusing. Thirdly, the

conditions under which the interviews were conddickeere similar to the participants’ everyday

132



surroundings. Fourthly, structured questions weseduas far as possible. Fifthly, the researcher was
trained in order to conduct the interview sufficlgnThe questions and time of the interview were-p

tested by a pilot study. Lastly, a full record loé tone-on-one interview was transcribed.

Furthermore, in this study, the possible risk ttied participants might have felt uneasy to answer
certain questions, due to the presence of the giaicipants, was minimised as the interviews were
conducted at the participants’ workplace, whichated a comfortable interview environment. It can
also be argued that the participants were not idéted by each other as they work with one another
on a daily basis. However, the researcher stiledathe risk that the participants might have felt
uncomfortable with the topic during the interviewse researcher endeavoured to eliminate the latter
by sending the questionnaires to the participamisr go the interviews to ensure that they are

comfortable with the research topic.

To overcome possible time constraints, the intenaad focus group discussion were recorded and
transcribed as opposed to taking notes, and by-seundturing the questionnaire instead of utilisary

unstructured questionnaire. The semi-structureshdblso allowed prompts and probes, and therefore
did not restrict the participants to certain answeklthough the research methods were time-

consuming, it produced data rich insights.

Furthermore, a pilot test was conducted to elingiriatestions that might be misleading or ambiguous
which also contributed to make the study more lbédiaThe questions were specifically related to
addressing the research problem and irrelevanttigneswere avoided at all times. The questions
formulated for the focus group were significantBrstructured in order to simplify the answering
process, as the focus group has a more spontasgaatire. Additionally, triangulation increaséxe t
validity of this study should similar findings frothe two data collection methods be obtained.
Although the realised sample was small, triangatatlso contributed to making the findings more
reliable.

The following section addresses the data analysmugh the utilisation of Miles and Huberman’s
(1994:10-12) data analysis method.
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4.6 DATA ANALYSIS

Data analysis is focused on extracting the undaglyneaning from the data obtained (Denscombe
2008:247). Because the study is qualitative of reata qualitative data analysis method was applied,
characterised by language and text analysis wlichenerally progressive, iterative and repetitive
(Gibbs 2004:1) and involves manners to study soeis¢arch without converting it into a statistical

format (Babbie 2007:378).

Qualitative data analysis is mainly based on faumgiples as identified by Denscombe (2008:287).
Firstly, the data analysis and conclusions haveetgrounded on the evidence that has been collected
Secondly, the researcher’s explanation of the pinenon has to be derived from carefully reading the
empirical data. Thirdly, the researcher has to dusgainst including preconceptions into the data
analysis, which might arise from the researcherievlledge obtained in the literature study. Lastly,
data analysis should be an iterative process s & process that constantly moves back and forth,

comparing the empirical data with the predetermicegeggories and concepts of the study.

As stated previously, the one-one-one interview #&wclis group discussion were recorded and

transcribed. Miles and Huberman’s (1994:10-12) datalysis method is used to subjectively analyse
the data obtained from the one-on-one interviewfaods group as this method regards data analysis
as a threefold, synchronised process of data nedictiata display and conclusion drawing and

verification (Miles & Huberman 1994:10). These stegould be considered as a cyclical, interlinked

process occurring before, during and after datéecidn, which represents the continuous, iterative

nature of qualitative data analysis (Miles & Hubam1994:11-12). Each of these steps will be

addressed in the following sub-sections:

4.6.1 Data reduction

During this step, the probable universe of the datonsidered (De Vos 1998:340). It involves atfio

of data analysis that sharpens, sorts, focusesardis and organises data in such a way that final
conclusions can be drawn and verified” (Miles & lduiman 1994:11). Data reduction even occurs
before data collection, as the researcher decidet the core of the research will be (Huberman &
Miles 1994:11). It even becomes part of the dateection process through possible summary writing,

concept testing or cluster generation (Miles & Huten 1994:10). Qualitative data can be reduced
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through selection, paraphrasing or summaries (Mildduberman 1994:11). For the purpose of this

study, data was reduced through key theoreticateqaincategories as highlighted previously.
4.6.2 Data display

The second flow of analysis is data display. Migsl Huberman (1994:11) define a ‘display’ as a
structured assembly of data that allows takingoactis well as drawing conclusions. For the research
to understand the meaning of the data, it has toedeced (De Vos 1998:340). Similar to data
reduction, data display forms part of the data ysislprocess — it is not a separate activity (M&es

Huberman 1994:11). To compare the information ole@iduring the interviews and focus group, a
prominent keyword of each of the questionnaire gaies of each participant was highlighted to

gather significant conclusions.
4.6.3 Conclusion drawing and verification

This step involves the interpretation and comprsimenof the displayed data (De Vos 1998:340).
Conclusions are continuously drawn right througé hole research process, but final conclusions
may not be drawn until data collection is over @8il& Huberman 1994:11). The conclusions or
meanings derived from the data have to be testetthéar plausibility, therefore their validity (Mik &

Huberman 1994:11). Based on the conclusions drawm the previous step, the researcher added

subjective perceptions and aligned it with the thgoal concepts discussed in the literature cliapte
4.7 SUMMARY

This chapter highlighted the methodological framewaequired to determine whether crisis
communication processes are strategipracticeto facilitate effective crisis communication wite
media. This framework was measured against thisation of proactive, reactive and post-evaluative
crisis communication stages and the existence akCexcellence theory variables. From the 10 South
African financial services providers’ sample, olgsa was willing to participate in the study, which
therefore comprised thealised sampléor the study.

As the aim of the study is to obtain insights froommunication practitioners who are responsible for
planning and implementing crisis communication plaa qualitative case study approach was applied

as it is argued that it could produce data richesd&éom the participants’ viewpoint. A case study
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approach assisted the researcher to obtain firsl-l@sights as to what the various challenges are

towards practicing strategic crisis communication.

Triangulation was used as data collection methadutfh an exploratory one-on-one interview, to
measure the level of strategy and stakeholderioakdtip building in Absa’s crisis communication
plans. This was supported by a focus group to 8paky evaluate crisis communication with the
media. For both data collection methods, a serocBired questionnaire was used to guide the
interview and focus group. A pilot test was conddctvith crisis communication expert Evan Bloom,
to measure the adequacy of the questionnaire rotie-on-one interview, and to ensure that the

questionnaire measures what it intended to in a@ergtandable, unambiguous manner.

It was indicated that utilisation of a pilot teatnongst others, contributed towards the reliabdityhe
study as it ensured that the questionnaire wasrstashelable and unbiased. Although the sample only
comprised one South African financial services mter; data triangulation was applied in order to

ensure a more reliable and valid study which cavesas benchmark for future studies.

In the following chapter, the data from the oneem® interview and focus group will be analysed
according to the theoretical underpinning of thedgt by organising the data into four interpretatio
categories, namely strategic communication, excedleheory, IC and strategic crisis communication
with the media. The key responses, in relationh® theory and subjective interpretations of the
findings of each category will also be outlined.isTwill be done by organising the data from each
interpretation category into three sections, nankely responses, relation to theory and subjective
interpretations.
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CHAPTER 5: DATA ANALYSIS AND FINDINGS

“Crisis communication becomes strategic when commurators have
the ability to advise top management on the outcomef their

business decisions.{Focus group participant 2009).
5.1 INTRODUCTION

The previous chapter outlined the research metlggolrequired to determine whether crisis
communication processes in practice are stratégiensure effective crisis communication with the
media. The methodological framework enabled theeaieher to firstly measure whether these
processes combine proactive, reactive and postratad crisis communication stages (as part of the
crisis management process) and secondly, whethantCexcellence theory variables are applied to

facilitate a comprehensive strategic communicgpi@mtess.

This chapter presents data analysis and findingsred from evaluating Absa’s crisis communication
process with the media. The results are alignett Wie theoretical grounding of this study which
emphasises the need for an integrated crisis conmcation framework to facilitate strategic crisis

communication with the media; thereby drawing aelation between theory and practice.

In line with this study’s objectives, this chap&@ms to address sub-problem three as outlined in
Chapter 1To determine whether crisis communication in picitan be proactively, reactively and
post-evaluatively applied and categorised as pdrtttee crisis management process in order to

contribute towards strategic crisis communicatiothvthe media.

Prior to this chapter’s discussion, it is vital imhlight that thus far the three crisis communarat
stages were discussed as part of the crisis maraggmnocess in order to underline the reciprocal
relationship between crisis management and cresisnaunication. However, as the focus of this study
is on crisis communication specifically, for thema@inder of this study reference will be made to the
strategic crisiscommunicationprocess consisting of proactive, reactive and -pweatuative crisis

communication stages.

This chapter analyses the findings obtained froenathe-on-one interview and focus group according

to four analysis categories, namely strategic comoation, excellence theory, IC, and strategicigris
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communication with the media, (which is a derivatiof the previous three categories). The key
responses and findings, the relation to theorysafgective interpretations of each category isioed.
Firstly, however, Absa’s provisional crisis comnueation plan will be critically analysed to serve as

foundation for the findings obtained from the omeeme interview and focus group.
5.2 FINDINGS OF THE RESEARCH

This section focuses on analysing Absa’s draftic@®mmunication plan, followed by subjectively

analysing the data obtained from the focus growpaa®e-on-one interview.
5.2.1 Critical analysis of Absa’s provisional criss communication plan

The components from Absa’s provisional crisis comization plan are discussed briefly, with an in-
depth focus on the measures implemented to faeilgaccessful crisis communication with thedia
specifically. It should, however, be stipulatedttligis crisis communication plan ienly a draft
document and has not been accepted and impleméngtéide Absa Group. Due to the confidential
nature of the draft document, a copy could notrietuded in this study. The analysis of this plafl wi
serve only as a guide to underline the whole ofaAtpoup’s comprehension of crisis communication
procedures, and serve as foundation and enhancdonghte data obtained from the focus group and

one-on-one interview.

This discussion presents a critical analysis ofdbre components of the crisis communication phan i
terms of the theoretical underpinning of this stubly categorising these components as either a
component of the proactive, reactive or post-evdleacrisis communication stage. As argued
previously, existence of proactive, reactive, am$tyevaluative crisis communication stages is a

determinant of a strategic process.

The crisis communication plan, developed by anresglecrisis communication specialist, Alan Arguile
(Arguile 2009:1-68), focuses on managing and prengmeputational risksdue to the fundamental
role that public confidence plays in financial angations (Arguile 2009:9). The plan is built ore th
core idea that it is “imperative that organisatiggreactively manage their reputation through an
ongoing, integrated approach to risk managementgy#e 2009:8) and that crisis communication
must be developed in line with eight key commundigatprinciples (Arguile 2009:31-32). Each

principle is discussed below in relation to theusngnts posed in the literature review.
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a) Absa is transparent and proactivelt is argued that a good reputation is built onnsparency.
For Absa to be perceived as an open and transpasggdnisation, all relevant information must be
communicated openly and proactivebAs outlined in the literature, Stocker (1997:19&nhd
Modzelewski (1990:13), state that a favourable cafe reputation prior to a crisis can assist the
organisation to better manage a crisis. Howevas, flivourable corporate reputation will not be
established through one-way proactive crisis comoation; two-way symmetrical communication
should be practiced to build and maintain stakedoletlationships (Grunig & Grunig 1992:289;

Ristino 2001:3) which will enhance an organisatsopérceived level of openness and transparency.

b) Absa’'s communication is based on factsCrisis communication has to be based on facts (not
providing misleading information) in order to buikhd sustain an environment of trust and ethical
behaviour. Furthermore, Absa has to guard againakimg unrealistic promises — all actions have to
be valid.As stipulated in the literature, Fearn-Banks (288Y also argues that all the facts regarding
the crisis should be gathered prior to communigatonkey stakeholders, as the organisation will be

perceived as unreliable if information is dissertedaas facts when it has not been confirmed.

c) Absa’s communication is consistentAll communication during a crisis should be constas any
comment by an employee could be regarded as anabfftatement of Absa’s position. Furthermore,
although one has to communicate to various stakknojroups, the message should be consistent.
This could be achieved by keeping all stakeholdgmmed throughout the crisis. Stakeholders must
constantly be reminded of how organisational atgisiinfluence their interests positively and ttreg
organisation acts in their best interest (Heath82[B). Furthermore, as argued Bgarn-Banks
(2007:25), consistency in crisis communication doude increased by using one designated

spokesperson to ensure communication ‘out of ongtimo

d) Absa treats all stakeholders with equal respecll stakeholders must be informed simultaneously
of the relevant facts of a crisis. It is arguedtthias will also ensure high employee morale. Iitsl

for all stakeholders to receive updates of thedatevelopments of the crisis from Absa directlg an
not from third parties — especially not the medsakeholders shoulde kept in cooperative balance
with the organisatiorfLerbinger 1997:330) and should be informed ofl#ttest developments within a

crisis. This also highlights the importance of mtoge media relationships and providing the media
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with the relevant updates to increase the likelthoof favourable reporting and avoid the
misappropriation of facts (Schmidt 2005:11; Douiy&©92:62).

e) Absa invests in building a reputation for the lag-term: Absa will never exploit indefensible,
short-term opportunities during a crisis that colildve a negative impact on the group’s reputation i
future This principle also correlates with the princgplef communicating all the facts and treating
stakeholders with equal respect. When all the faces communicated proactively to the relevant
stakeholder groups, it is likely that Absa will hEerceived as credible and honest, thereby
strengthening their reputation. Benoit (1997:178juas that stakeholders’ “perceptions are more
important than reality”, as the focus is on whetsi@keholderdelievethe organisation is guilty, not
whether the organisation is in fact guilty.

f) Absa provides a professional communication serge delivered by professionalsTimeous and
high quality information should be evident in ainemunication. It is argued that Absa professionals
should always communicate with their relevant cerpurts (for example, media specialists have to
communicate with journalistsp primary spokespersoshould be adequately trained to communicate
effectively during a crisis, this reduces the cleatcontradicting statements; speaking with oneevo
is more crucial in a crisis than during normal @pens (Fearn-Banks 2007:257This plan states that

this primary spokesperson should be identified pioactive crisis measure.

g) Absa maintains the right to privacy: Absa has the right to withhold confidential infortoa about

its operational strategies, crisis plans and finegosition until it is required to be disclosedhis
principle correlates with an argument by Guth amatd¥t (2003:171) who state that the spokesperson
or public relations practitioner, when communicgtio stakeholders, must be trained to maintain a
healthy balance between objectivity and advoca®@rdiore not revealing too much information
(objectivity) to bring the organisation under jeaphg but at the same time not being unethical by
revealing too little information (advocacy). Thects, however, should always be to act in favour of
the relationships that sustain the organisatiortlf@uMarsh 2003:173).

h) Absa defends its position when it is requiredAbsa will use all appropriate measures to put their
view across in order to rectify inaccurate specigas. As it is argued that external perceptions are not

always consistent with the respective organisasigerception, proactive crisis communication, based

140



on facts, to all relevant stakeholder groups thihautg the crisis is of key importance. This is esglbc
true when communicating to the media, as Li (2000)Grgues that the public is dependent on the
media for news during crises and sometimes reheth® media for the planning of life (Ma 2005:242).
Moreover, the messages communicated to the mediatl@ messages communicated to other

stakeholder groups have to be consistent in oodprdserve the organisation’s credibility.

The above principles highlighted the importancegathering all the facts during a crisis, prior to
communicating any message. Furthermore, the sigmifie of stakeholder communication during a
crisis is also evident. However, the principlesnad underline the importance of building sustaieabl

stakeholder relationships throughio-way communication. Although the principles intend torpote

two-way communication, little room for stakeholdeedback is presented.

Although the original plan cannot be attached, aerdetailed analysis of the crisis communication
plan is attached as Addendum E, in which the assgcifically relating to crisis communication hwit
the mediaare emphasised. Although not presented as sueh¢aimponents of this plan were also
categorised as being a resemblance of the proppsmattive, reactive or post-evaluative crisis
communication stage, to measure the level of gjyatethe plan. In the discussion to follow, théda
findings are summarised, where it will be highlgghtwhether IC and excellence theory variables are

practiced to contribute towards measuring this’plavel of strategy.
5.2.1.1 Interpretations on the proposed proactivisis communication stage

From this analysis it is deduced that this plancgda a high emphasis oproactive crisis
communication activities. The main concern witk #ctivities within this stage is that, althougk th
media should be monitored for burning issues, augon with the media as a consideration was not
clear, which means that sustainable media reldtipascannot be built. The only stakeholder task
evident is to continuously update a list of all letggkeholders, which will not necessarily improkeit
relationship with Absa. However, the proactive itfesation of various communication channels, the
severity levels of a crisis and the roles and resjlities of various communication specialistgyhti
assist Absa to manage the crisis more efficientlyis recommended that the proactive crisis
communication stage should not only be a stageewotify action plans for possible crises, but that
seen as an essential stage within the crisis congation process to build sustainable relationships

with all stakeholder groups (especially the med@)mmunication should therefore peacticedin
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this stage and not justuggested as the relationships that are built due to preactwo-way

communication create the foundation to managessaufficiently.
5.2.1.2 Interpretations on the proposed reactivesis communication stage

As with the proactive actions identified, a coreus is placed on reactive crisis communicationaAs
strong emphasis is placed on stakehotmenmunicatiorduring this stage, it can be argued that this
plan is built on the perspective that crisis comioation is predominantlyeactive which highlights
the importance of prompt decision making in linghmhe responsibilities of each communication
specialist, as identified in the proactive stagae Plan rightfully highlights that the manner iniah
Absa reacts during a crisis has a permanent impadheir reputation, and it is also stipulated ,that
depending on the severity of the crisis, the Hefabledia Relations should be the key spokesperson;
therefore communication will be ‘out of one moutim.code red crises (severe crises) the CEO will be
the spokesperson, which will increase the credybdf messages. As suggested, media queries have to
be answered within 30 minutes, which will eliminaom for rumour mongering and speculation.
Emphasis is also placed on internal communicatioring a crisis, as employees could distribute
inaccurate information during a crisis. By keepargployees abreast of further progressions in &cris
a stronger internal organisational climate couldebeblished and employees might feel that they pla
a more important role within the organisation. $tader communication within this stage is
definitely emphasised, although it is perceivede¢opredominantlypne-way Despite the difficulty of
obtaining input from stakeholders during times wieegency, it is argued that two-way communication

should be important to retain credibility and t@kesate the stakeholders’ ‘mood’ in a crisis.
5.2.1.3 Interpretations on the proposed post-evdilm crisis communication stage

The actions categorised in this stage focus onrmé@ieng whether a crisis has been sufficiently
resolved and what lessons could be learnt to asionlar occurrences in the future. From the draft
document, it is not clear whether information fremternal stakeholders should be gathered to address
concerns. Although the importance of measuremergniphasised, a forum to share knowledge
necessary to build a learning organisation (tdliasstrategic thinking environment) is not propobsk

is also not clear whether two-way communicatioapglied at this level. Furthermore, this evaluation
cannot only be built on internal consideration$e- inputs from external stakeholders are also tatal
address their concerns, provide answers to thesstoqpns and simultaneously strengthen or restore

stakeholder relationships. This is not evidentm draft document.
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5.2.1.4 Relevance of IC and excellence theory vhales

To further measure the level of strategy, the feiltg table highlights the relevance of the predanin
IC and excellence theory variables evident withbs&'s draft crisis communication plan:

Table 5.1: The application of excellence theory Ehdariables in Absa’s draft crisis plan

Element Level of application in crisis plan

Strategic management of programs | This element is recognised in the plan througtidbatification of
through environmental scanning and | reputational risk sources and scanning the medietiect burning issues. A
research more definite focus on two-way communication withsgakeholder
groups, especially the media, will further assistlientifying possible
issues. Research on past crises experiences caasslst the organisation
to plan for and manage future difficulties. It ighlighted in the literature
that continuous feedback, generated from experjassdtal for effective
crisis preparation.

Access to senior management Absa has executive communication representatidiomanagement
level and, depending on the severity of a cristss@EO will also be
involved. This illustrates top management’s unemding of the
importance of communication (and thus also crisimmunication) on
strategic level. Communication excellence cannadigeved without a
common understanding between the communicationrthepat and senior
management about the function of communicationiwithe organisation.
Two-way communication Although communication with stakeholders is empéegiin the reactive
crisis communication stage and in Absa’s commuigdoatrinciples, it is
predominantly one-way. Two-way communication shdagdoracticed
throughout the crisis communication process, ttdbamnd preserve
stakeholder relationships.

Excellence theory elements

Participative organisational culture Employee communication is only suggested duringdaetive crisis
facilitated by symmetrical internal communication stage. It should be highlighted thairder to be able to
communication communicate effectively to all stakeholder groupsmty a crisis, a

participative organisational culture is necesshrgugh continuous two-
way symmetrical communication channels (which it [pnoactively).
Participative cultures pull employees togetherditectively accomplish
the mission of the organisation.

Recognition that organisation This element correlates with research and enviroahscanning. The
operates in a volatile environment volatile environment brings about change and uaggst which are also
characteristics of an organisational crisis. Ttadisation that the media is
scanned for possible burning issues and identifioaif risk sources
displays a recognition that Absa operates in atelanvironment.

Stakeholder relationship building As two-way communication practices are not prometed relationship
building tool, it can therefore not be used asuméation to manage a cris|s
more effectively. However, actions promoted in pen such as addressin
media queries, could contribute towards improving building media
relationships.

Cross functional departmental The crisis plan clearly stipulates the use of waioommunication
expertise managers within the Group Marketing and Commuricatiepartment
specifically. However, the utilisation of employessoss various
departments, for example compliance and humaroetatnd so forth, is
not emphasised. The plan predominantly emphadisesse of
communicatiorexpertise during a crisi€xpertise within the organisation
should be integrated, in which experiences and ingas shared.
Therefore, organisational departments should inter@nsistently,
especially during a crisis.

IC elements
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Combination of internal and external | On reactive crisis communication level, the plapuates that whatever is
communication made public internally can be distributed extesnalhd that employees
have to stay informed. Therefore, the facts thatcammunicated
internally are also distributed externally and nagges are thus aligned,
which avoids message fragmentation.

Organisational mission marketing In order for Absa to achieve the visitmbe the best provider of Financial
Services in South Africa and selected African marleeistainable
stakeholder relationship building through two-wayrenunication has to
be a priority within Absa’s crisis communicatiorapl This will provide
Absa with a competitive advantage by placing stalddr concerns first.
An organisation’s stakeholders are the lifeblootheforganisation, and
therefore their concerns, especially during a €risave to remain a priority
to retain their credibility. The focus should noiybe on sending
messages, but aléisteningto stakeholders. However, as stipulated eatlier,
this is not proposed in the existing plan, as oag-sommunication
practices are suggested.

From the above discussion it can be argued thata’Abdraft crisis communication plan is
predominantly proactive and reactive, with a lirditacknowledgement of post-evaluative crisis
communication. Although evaluation is recognisedpram to share knowledge necessary to build a
learning organisation to instil a strategic thirkienvironment, as emphasised by Niemann (2005:247),
is not proposed. The plan also does not categtiesabove crisis communication measures in terms of
proactive, reactive or post-evaluative crisis comioation stages — all measures were integrated into
one plan, which might cause confusion as to whatlshbe done before, during and after a crisis.

Furthermore, without this combined structure, atetyic framework is not evident.

Another concern is that stakeholder relationshiflding is not regarded as a priority, only the
identification of various stakeholder groups anc-oray dissemination of information aeactive
level This is contrary to the viewpoint of Ulmer et(2D07:35), highlighted in the literature review,
which states that “establishing and maintainingag¢gelationships with groups and organisations is
critical to effective crisis communicationAlthough crisis communication channels in the ptae
evident, it is not clear whether it would stimuldtgo-way communication in order to build and
preserve stakeholder relationships. The media és dhly stakeholder group in which two-way
communication is practiced, as media queries aseanred, but it seems to be only oreactivelevel.
This is contrary to the literature review whichicates that strategic partnerships have to beveidil
with the medigprior to crisis situations to facilitate mutual trustieth will increase the likelihood of
favourable media reporting (Schmidt 2005:11; Doutyh£992:62).
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Furthermore, the literature review reveals that ofidsfoundation for sufficient reactive crisis
communication is necessary, which is built throygioactive two-way communication with all
stakeholders to lessen the risk of a crisis emgrgsmould a crisis surface, the organisation valida
lower chance of being perceived as guilty. Thisaatradictory to Absa’s communication principles
that seem to display a predominant one-way commatioit approach. Furthermore, as communication
with stakeholders is predominantly presented reelgti it could be argued that this plan regardsisri
communication as a reactive function. However,asvalso deduced that crisis communication should
be regarded athe dialogue between the organisation and its mubkkctor during and after the
negative occurrencepr as proposed in this study that a crisis comoatimn process should have
proactive, reactive and post-evaluative crisis camigation stages. However, Absa’s draft crisis
communication plan lacks strategic depth in thigard, does not focus on the variables of IC and

excellence theory, and can therefore not be redaade strategic process.
5.2.2 Interpretation of the one-on-one interview ad focus group

This section firstly focuses on describing the riptetation categories used for the one-on-one
interview and focus group, after which the findiredgained from the one-on-one interview and focus

group will be discussed respectively.
5.2.2.1 Describing the interpretation categories

The findings obtained from the one-on-one intervimwd focus group were divided into three main
interpretation categories based on the theoreticaderpinning of the study, namely strategic
communication, excellence theory and IC. Thesegoaies were selected to determine whether Absa’s
crisis communication process is strategic, to engffiective crisis communication with the media. As
emphasised previously, the crisis communicationcgse® has to be strategic to communicate
effectively with all stakeholders. However, the dscof this study is on the media specifically.
Therefore, in order for Absa to communicate effettti with the media during a crisis, it is argubdtt
the crisis communication process in general hdetstrategic. Category one serves as an intragucti
to strategy and reports Absa’s general understgnddih a strategic process and strategic
communication. Category two and three determinesthdr variables of IC and the excellence theory
are proactively, reactively and post-evaluativeppleed to ensure a strategic crisis communication
process. The utilisation of these categories thesefontributes towards determining whether Absa ha

a strategic crisis communication process. A foadtegory will be derived from the findings stipeldt
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in the above-mentioned categories to report howaAdmsnmunicates with the media before, during and

after a crisis.

The data obtained from categories one to three amatysed in terms of key responses, relation to
theory and subjective interpretations (correspomdiith Miles and Huberman’s (1994:10-12) data
analysis method). For example, within theey responsessections the essence of the findings,
obtained from data collection, was highlighted. Toeéation to theory’section reviewed the important

findings obtained from the literature review, raglgtto these interpretation categories. Lastly, a
subjective interpretatiorwas made from the findings, utilising the literatuas foundation for the

arguments. Category four was not divided into treesgions. However, the findings were categorised
as proactive, reactive and post-evaluative crisimraunication stages. A brief explanation of each

category is provided in the following figure:
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Figure 5.1 Explanation of the interpretation categgofor the one-on-one interview and focus group

Category 1: Strategic communication Category 2: Excellence theory elements within the

As the study aims to determine whether Absa’s<risi proactive, reactive and post-evaluative crisis
communication process $trategic in order to contribute | communication stages

towards effective communication with the medias thi This category aims to evaluate whether variableb®f
category reports on the participants’ understanding excellence theory on proactive, reactive and pealuative
strategy in general and the role that strategicroanication | crisis communication stages were evident in Absaaegy
plays within the organisation, in order to highlighe to contribute towards strategic crisis communigatiath
importance of crisis communication on strategielev the media. The excellence theory variables discugader

each stage of the crisis communication process niates
necessarily relate to crisis communication diredilyt have
to be implemented in order to ensure a strategisigt
communication process. A ‘general insight’ seci®also
provided in order to stipulate general findingsescellence
theory principles.

Category 3: IC elements within the proactive, readte and post-evaluative crisis communication stages

In line with category two, this category focusesvanous variables of IC that are necessary to émgnt a strategic (crisis
communication process. A ‘general insight’ sectiolh also be provided in order to highlight univatsnsights on IC
elements.

~

M oot
S

. !

Category 4: Strategic crisis communication with themedia

This category’s insights were predominantly obtdifrem thefocus groupdiscussion, but it also integrates the findings
from the previous categories to contribute towalelermining whether Absa practices strategic cagimmunication with
the media. The findings from this category are djadly divided into proactive, reactive and p@staluative crisis
communication stages.

An analysis of the data obtained from the one-om-onerview and focus group according to the
interpretation categories one to three, within \utite key responses, relating to theory and sutbgect
sections are highlighted, is attached as Addendu@nky the main findings related to these categorie
are addressed in the discussion to follow. As kitpd above, category four is not divided accordong
these sections and the findings on each crisis aamuation stage are addressed in the focus group

section.
5.2.2.2 Insights obtained from the one-on-one inteaw

The one-on-one interview with Liezl Squier, ActiManager: Chief Executive Communication within
Absa’s Group Marketing and Corporate Affairs Depeamt wasexploratory in order to obtain insights

on strategy, strategic communication and stakehotlationship building specifically. These findsg
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were not always related to crises specifically, gmatvided a general understanding on the key cdacep

that underline this study, which supported furthreaings of the study.
The main findings obtained from the one-on-onerinésv can be summarised as follows:

» Strategy is a roadmap to achieve organisation&otibps

According to Squier (2009), strategy is the roadmmBpow plans are implemented and also to ensure
that the organisation has the necessaspurcesfor these implementations. This is in line witte th
definition of strategy proposed in the literatasea plan - some sort of consciously intended @afs
action, a guideline (or set of guidelines) to dedh a situation Furthermore, Squier (2009) stipulates
that important elements of a strategic plan arevexmation to sketch the bigger picture; a SWOT
(Strengths, Weaknesses, Opportunities and Threata)ysis; environmental impact studies and
stakeholder analyses to obtain a clear understgrditheir wants and needs. These elements carelat
with some of the phases of Booth’s basic modektategic management highlighted in the literature
review and specifically highlight the importancepsbactive measures. However, Squier (2009) does

not mention the importance of implementation analeation measures within a strategic plan.

« The communication plan has to be aligned with tierall organisational strategy and requires

representation on top management level in ordbetsirategic

Squier (2009) argues that strategic communicatitansp are developed by aligning the overall
organisational strategy and CEOs priorities as a®t detailed evaluation of the external envirartme

The latter correlates with an argument posed ifitéi@ature review by Grates (1995:19) and Cabdt an
Steiner (2006:64) who contend that a communicasimategy can only be effective once integrated
with the overall business strategy. Squier (200@ther argues that Absa’'s communication is
represented on top management level through thecufixe Director of Marketing and

Communication, with functional and departmental ommication managers that filter important
information from the top to the rest of the depammAs outlined in the literature, an organisation’s
management needs to show a commitment and willsgyt@ recognise communication’s worth on
strategic level in order to contribute towards theerall acknowledgment of communication as a

strategic function.
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« Communication’s contribution towards the achievemeh organisational strategy has to be

illustrated

Squier (2009) states that communication within ocsife organisations cannot fulfil a mere support
function as in the past — it is vital to displayr@aunication’s contribution towards the achievemant
the organisational strategy. If this alignment Isent, communication will never be regarded as a
fundamental building block of the organisationabtgy or an important strategic function. In the
literature it is highlighted that the role of commmation has been neglected in the strategic
management process, and is predominantly regasladechnical role. It is subsequently argued that
two-way communication is essential as a sustainatalkeholder relationship building tool, and can
assist the organisation to function more effectivaid achieve the mission of the organisation. &qui
(2009) indicates that communicators need to disghlayworth of communication to top management in
order to harvest the benefits of communication toatagic level. She continues by saying that Absa
follows a centralised model in which hierarchalustures are broken down and communication

specialists have easier access to top managemeeettén plan for and manage a crisis (Squier 2009).

* Top management’s input is essential during the @aign of crisis communication plans

In line with the above findings, Squier (2009) Hights the importance of top management’s
involvement in the compilation of erisis communication plan specifically, by stating thiatvill not
only assist the communication team to ensure fastgiementation but also provide valuable input in
the process itself. As outlined in the literatutbe most important aspect for successful crisis
communication is to have immediate access to ayher but even more important is for the
communicator to have authority. This is achievabl¢hin Absa, as communication is already
represented on top management level, as arguetbpséu However, the communication specialist
should have the authority to make importdatisionsduring a crisis. Nevertheless, this finding does
indicate that crisis communication is an importament that should be considered on top

management level.
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* The main function of organisational communicatieemployee engagement

Squier (2009) stipulates that the main functioncommunication in the organisation &nployee
engagement which is achieved through shifting Absa’s mindskbm top-down, one-way
communication to two-way communication practicesotigh various opinion surveys and other
communication channels. As stipulated in the ltime for both the organisation and stakeholders to
benefit, meaningful communication, facilitated thgh two-way communication, must be practiced.
Furthermore it was argued theffective communication is not a one-way prodasisthat a sound
internal organisational climate should be createdugh dialogue in order to effectively communicate

externally during times of high uncertainty, whislcharacteristic of an organisational crisis.

e Communicators fulfil an advisory role

Squier (2009) states that Absa’s top managemerdyahappreciates input from the communication
team and tends to listen to the communication gfists to resolve and manage issues. Such a
structure will contribute towards empowering comination as a management function and, as a
result, manage a crisis more effectively, as thpoitance of sufficient crisis communication will be
understood and supported. Inviting input from comioation practitioners to guide management
decisions, correlates with the boundary spannitgggbcommunication, as highlighted in the literatu

review.

« Communication practitioners are the custodiand@farganisation’s reputation

Squier (2009) regards Absa’'s communication departngpecifically as thecustodians of the
organisation’s reputation This finding correlates with the previous findirgf the worth of
communication on strategic level through contribgttowards the achievement of the organisational
strategy. This is achieved through communicatioaciitioners acting adoundary spannersas
highlighted above, which underlines communicatoadility to function on the edge of the
organisation, thereby liaising between the orgainsaand its stakeholders. This function is vitai f
successful crisis management, as communicators beillable to detect and resolve stakeholder

concerns during crises.
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« Communication should fulfil an enabling and faailibg role

Communication within Absa fulfils an importaahablingandfacilitating role. Squier (2009) argues

that strategy is unclear until it is unpacked tlgtoucommunication — as every member of the
organisation has to understand the organisatianaegy. This is in line with the argument in the
literature that communication is the adhesive thiatls the individual elements of an organisation,
allowing interaction and understanding among kekettolders, which is especially necessary during
crisis situations in order to address stakeholdencerns and communicate the latest crisis

developments accurately.

* A participative internal culture is achieved thrbug/o-way communication channels

Squier (2009) mentions that a participative inteorganisational climate is created through two-way
communication channels and various employee surasy®ferred to above. As the results of these
internal surveys are analysed, it can contributa stronger participative organisational culturéolth
can assist the organisation to better manage chamgieincertainty brought about by organisational
crises. This correlates with the arguments posethénliterature that a participative organisational
culture is inevitable for effective crisis managemes a sound internal organisational climate and
understanding of the crisis will result in effeeierisis communication to the outsidéis is also in
line with the excellence theory that holds thatagipipative organisational culture is achievedtigh
two-way symmetrical internal communication whiclcifigates knowledge sharing and cooperation
among employees.

» Research and environmental scanning is the bastsisis communication plans

Research and environmental scanning are condustedsss for the crisis communication plans within
Absa (Squier 2009). Issue management and idenidicaf stakeholder concerns are also used as key
determinants in the development of a proactivascasmmunication plan. According to Squier (2009),
knowing that the organisation operates in a vaatitustry places higher emphasis on environmental
scanning and subsequently, proactive crisis managenCommunication programs should be
managed strategically; thus it should be baseresearch and environmental scanniag highlighted

in Chapter 3. Conducting research and environmagtaining not only contributes towardsteategic
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communication plan, but it also assists the orgdius to avoid possible crises or to detect isqafes

concern.

* Openness and honesty during a crisis are vital

Within Absa, transparency and honesty during ascase vital, which can also contribute towards a
participative culture in which knowledge is shargdwever, Squier (2009) states that an open, honest
relationship with internal stakeholders also haslg as everything that is communicated to empsye
could be distributed to the media. This once agamelates with the objectivity versus advocacyéss
raised in the literature, in which communicatorsugt guard against revealing too much information
during a crisis, which could place the organisatiomder jeopardy and also revealing too little
information, which could become unethical and h#renorganisation’s credibility.

* Only important lessons learnt from the crisis Wil shared with top management

As an evaluation measure, only important lessoasntefrom the crisis will be shared with top

management (Squier 2009). By only sharing the les$marnt with top management will not create a
forum to share knowledge — a forum of discussios twabe created with all the necessary internal
organisational stakeholders. If this knowledge isigaculture does not happen on top management
level, it will be difficult to institutionalise irthe rest of the organisation and with other exierna
stakeholder groups. This correlates with the arguséhat two-way communication after a crisis is

important and that an organisation should makeffamt ¢o listen to stakeholder concerns and answer
their questions. This will assist Absa to rebuildtaanished reputation and/or strengthen their

credibility.

* An integrated stakeholder approach is key

Absa aims to instil an enhanced integrated staklehchpproach, moving away from inconsistent
stakeholder engagemerdn increased emphasis on stakeholders is thus mvidGsuier (2009)
maintains that the modern consumer is much moreatdd than in the past — therefore is it vital to
fully understand what the stakeholders’ wants agetls are (especially in an industry that is sessiti

such as the financial industry). An IC departmeart cesult in a more strategic communication fumctio
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in order to establish sustainability and good coaf® citizenship, which is vital for stakeholder
relationships (Squier 2009). Furthermore, IC willsere message consistency (Squier 2009). These
findings emphasise the core of this study — theiment for the institutionalisation of an integrated
crisis communication framework, because IC is atsgic process focused on communicativith
stakeholders, not communicatitgthem. This highlights the importance of two-wayrtounication

and enabling the organisation to address and resthkeholder concerns during a crisis, as argued i

the literature review.

* Internal and external messages should be aligned

Squier (2009) says that Absa follows an IC striector ensure that internal and external messages are
aligned. This finding underlines the key charasteriof IC, highlighting that internal and external
messages should be harmonised to avoid fragmeptachanication that can have a negative impact
on the organisation’s image. This is especiallyessary during times of crises, as the credibilitthe
organisation will already be under suspicion. Thhg, ensuring message consistency, it could
contribute towards maintaining a credible percepto lower the chance of reputational damage to
Absa.

« Sustainable media relationships are vital duricgss

Proactive media relationships are vital to enshieenbedia’s support when things go wrong. According
to Squier (2009)sustainable relationshipwith the media are built through ‘media roundtablend
forums in which the media has the opportunity to @sestions on finance-related aspects. It is argue
that the media appreciates this proactive commtiaitaRelationships between the various business
units within Absa are also established with the imeldrough this proactive, personal media contact.
Potential problems that could result in crises @reactively addressed in these meetings. Casual
meetings are also arranged between the CEO anohedea to get to know each other on a personal
level. It is evident that Absa places emphasis myagiive media relationships through discussion
forums to identify issues of concern. These retesiops are also built on top management level in a

humanistic manner which could also assist Absanduiimes of crises (Squier 2009).
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As argued in the literature, sustainable medigiozlahips should be cultivated to ensure more ateur
reporting during crises, as the media is the forofgoublic opinion. Furthermore, it is indicatecath
the aim of crisis communication with the mediaaggtin the public’s trust through the media, thgreb
cultivating awin-win partnership Absa relies on the media to communicate accuratetpe public,

and in turn, the media receives newsworthy stories.

* Two-way communication could eliminate or lessenwours during crises

Squier (2009) states that two-way communicatiolygpbn important role in eliminating or suppressing
rumours during a crisis. If stakeholders constamdgeive updated information, rumours can be
effectively managed or even eliminated. As outlimmethe literature, besides two-way communication
being a sustainable stakeholder relationship mgldool, it could be utilised to manage conflict
effectively, which is essential during crises. Tté be achieved further within Absa through creati
a feedback forum in crisis situations, therebyjost communicating the various updates of the gyrisi

but also listening to stakeholder concerns.

e Involve the person that is an expert on the pderatrisis

Squier (2009) also mentions that during the evést crisis, it is vital to involve the person thatan
expert on the particular crisis. For example, stidhé crisis be related to a specific fund, thewaht
fund manager should work closely with the commuidcateam to manage the crisis successfully. The
communication team also has to work closely witls #xpert and continuously update the manager
with facts. Squire (2009) also indicates that Abk®ays has a legal representative on the crisia.tea
This finding highlights the utilisation of crossqletmental expertise, which is an important drieer
IC. As stipulated in the literature, expertise witthe organisation should be integrated by depamts
sharing their different experiences and interpi@tat of a situation. Through obtaining diverse
departmental expertise within a crisis, the crisisld be resolved more effectively.

The insights obtained from the one-on-one interviedicates that communication on management
level is supported within Absa, and more importgriibp management’s input is obtained within the
formulation of crisis communication plans. It ietbfore argued that top management in Absa regards

crisis communication as an essential function, thatway communication with the media and other
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stakeholders during crises is important and thgadicipative internal organisational climate is
essential. However, the utilisation of two-way coomication seems to be a matter of course and the
consideration thereof as a sustainable relatioAshilling tool seems to be absent in Absa.
Furthermore, the findings indicate that Absa daepléement some of the excellence theory and IC
variables such as the combination of internal attdreal communication. It could therefore be argued
that an integrated crisis communication framewoik @omplement Absa’s current communication

structure and further improve current crisis comioation practices.

Based on the findings of the one-on-one intervid,following insights were obtained from the focus

group, which correlate with and/or contradict thee findings.
5.2.2.3 Insights obtained from the focus group

The focus group interview, conducted with sevenasananagers within Absa’s Group Marketing and
Corporate Affairs department, specifically focused obtaining insights onstrategic crisis
communication with the medid herefore, the findings of category four, dividedo proactive,
reactive and post-evaluative crisis communicatitages, are highlighted in this section. Prior to
providing these insights, the participants’ undarding on the other key concepts of the study
(strategy, strategic communication, IC and the kxoee theory elements) were also obtained. The
main findings relating to the latter concepts agorted below as an introduction, to determine twret
their perceptions were similar to the perceptiobtimed in the one-on-one interview and literature

review. The main findings obtained from the focusugp are as follows:

« Strategy is ‘opportunity divided by capacity’

Strategy was defined by the participantsogportunity divided by capacity it is about utilising
opportunities in the market that will maximise yowaturn through the available resources. This
definition correlates with the definition of ‘stegjic planning’ in the literature, in which it isaged that
strategic planning is a wide-ranging process, susgiong-term organisational survivand it focuses

on the actions necessary to improve organisatipegbrmance. Furthermore, the participants stated
that strategy is a multilateral, dynamic procesdetiermining where the organisation is today and
where it wants to be in future. This correlateshwquier's (2009) definition of strategy being a

roadmap to achieve organisational objectives.
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» Strategiccommunication is structured communication thdugrfices business strategy

The participants stated that strategic communinasstructuredcommunication that aims to achieve
specific objectives. Furthermore, it was argued #ti@tegic communication is the ability itdluence
business strategy and not jusirror business strategy. The participants indicated dbatmunication
can be used to identify risks and influence certaisiness decisions; it moves communication from a
technicalto astrategic function This correlates with Squier’'s (2009) statemeit tommunication
fulfils an advisory role The participants also said that the most imporéament that communication
contributes on strategic level is to keep the le&sn honest throughboundary spanning—
communication practitioners assist management teail@vhat the outcome of their business decisions
will be. This is supported in the literature review whirss argued that the boundary spanning and
mirror and window functions are all vital functiotizat contribute towards strategic communication.
Thus, strategic communication within Absa is ndait jregarded as mirroring the business strategy, but
also as having the ability tanfluence business decisions. As stipulated by Squier (2009)
communication has to display its worth on a striatégvel, which is achieved by communication
specialistsadvisingtop management on the outcomes of their businessidns as highlighted by the
focus group participants. This is a key consideratin terms of crisis communication, as crisis
communication specialists can assist top managetoentake the right decisions to avoid possible
crises altogether or to efficiently manage and Ix@sorises. This advisory quality of communication
specialists is based on sustainable stakeholdatiacie$hip building through two-way communication

and continuously scanning the business environment.

Furthermore, the participants stated that the conication strategy also emphasises the importance of
measuring Absa’s success through various toolsgxXample, the Absa Group Reputation Index, Group
Communication Scorecard and other communicatioeceffeness measurement tools. As stipulated in
the literature, a communication strategy emphastasholders’ perceptions of the organisation and
how these perceptions will be amended, reinforaedentralised — it provides a framework against

which continuing corporate communication decisiaresmeasured.
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* The involvement of top management will depend ensiwverity of a crisis

From a crisis perspective, the participants arghatithe involvement of top management will depend
on the severity of a crisis (as illustrated by tagious levels of a crisis in the crisis plan), wdes
Squier (2009) highlighted that communication iseg brganisational function which is well presented
on top management level. Thus, according to Sq{#609), top management will by default be
involved throughout a crisis, as the communicatfonction (including crisis communication) is
considered as a management function. In the litezat is indicated that communication should be
viewed as a management function and be involvedanaging change and uncertainty during a crisis.
Top management should therefore not just be ingbinecase of a severe crisis as indicated by the

focus group.

* Two-way communication with the media is importdntt not always possible

In terms of theexcellence theoryelements, it was stipulated by the participantat ttwo-way
communication with the media is important, but radtvays possible, due to the diversity of
stakeholders that Absa needs to report to. It Wwss @entioned that some information cannot be
communicated due to confidentiality issues. Howgewbe participants also stated that one-way
communication during a crisis could have severaitamnal consequences. As argued previously,
communicators must have a balance between objgctwvid advocacy and the media relationship
building established through two-way communicatior to a crisis situation will facilitate mutual

trust, which will increase the likelihood of favalnle media reporting.

» An organic organisational structure would not ddbis organisation to better manage a crisis

The participants felt that an organic organisatiostaucture is ideal, but it would not assist the
organisation to better manage a crisis. It wasadghat when planning for a crisis, organisational
structures are not a consideration. As highlightethe literature review, the traditional mechaiaist
view of the organisation should be replaced withess bureaucratic, organic structure, in which
employees have easy access to top management, nwhoni welcomes input from staff. Crisis

communicators require easy access to top managemerdrder to ensure successful crisis
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management. An organic organisational structuralde necessary to create a participative internal

organisational climate as discussed previously.

» All elements of the excellence theory and IC arevieble on every crisis communication stage

A core insight obtained from the focus group was il elements of the excellence theory and IC are
not viable within every stage of a crisis — for exde, conducting research will only be viable on a
proactive and post-evaluative level — it does nakensense teonductresearch on a reactive level.
The research conducted on proactive and post-aiuadubevels within Absa will only assist the

organisation to better manage a crisis.

» Successful implementation of IC depends on the eyegls

The participants argued that an IC department anlly ensure more organised practices and not
necessarily a strategic environment. They arguatittite success of an IC department depends on the
employees- there has to be a willingness to work togethérs is in line with the arguments posed in
the literature review that organisational staketddare all interdependent; changes in one stadtehol
group tend to have a domino effect on other stakieiogroups; IC is constructed around this
interdependency through coordinating the entireavagkt of stakeholders’ communication activities.
Furthermore, internal stakeholders should be iredud management decision making, which will give

Absa an opportunity to interact and, in so dointhace collaboration among employees.

* Internal and external communication message alighimea crisis is essential

Correlating with Squier’s (2009) standpoint thaemal and external messages should be aligned, the
participants agreed that internal communicatiomplaave to be aligned with external communication
plans (within a crisis context specifically), aswill assist communication practitioners to better
manage a crisis. This links with the arguments GntHat message fragmentation can be avoided
through the integration of internal and externamowunication, which is vital for effective crisis

communication.
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As the focus group discussion primarily focusedmasuring strategic crisis communication with the
media, the predominant findings relating to proagti reactive and post-evaluative crisis
communication stages with the media, collectivebpresenting interpretation category four, are
outlined below:

* Interpretation category four: Strategic crisis cammisation with the media

The focus group participants highlighted that srisommunication is not regarded as an element of
crisis management; it is rather seen asnalependenprocess. The participants’ viewpoint of crisis
communication as an independent process therefsoaraplies that crisis communication in Absa is
not an element that should encapsulate the whidis cnanagement process (which includes proactive,
reactive and post-evaluative crisis managementesjaghe reciprocal relationship between crisis

communication and crisis management, as argudtkititerature chapters, is also not supported.

a) Proactive crisis communication findings

The results from the research indicate that Absasdoot necessarily practice proactive crisis
communication. The actions employed prior to aisraze regarded by the focus groupissues
managementThis supports the argument in the literature tkaties management is an important
element of the crisis management process, and ssist ghe organisation to identify issues that may
have an impact on the organisation’s well-beingvds also indicated that communicators, who act as
boundary spanners, must identify problems of cancehis is achieved through continuous two-way
communication with all stakeholders, therefore hgitting the need fotwo-way communicatiom
identifying issues of concern. Furthermore, thdipigants indicated that Absa’s agenda will never b
to manage a crisis; it will always be to positibe brganisation more effectively. However, the cu
group did acknowledge that it is vital for commuatars to act as boundary spanners and liaisons
between the organisation and its stakeholdersaaqtiively identify crises.

The participants indicated that two-way communarativithin Absa is proactively used ¢alucatethe
media through media roundtable discussions, alveagsvering questions and providing comments.
However, they regard two-way communication as atenatf course and its worth asstakeholder

relationship building toolis not specifically considered. Emphasis was alsocqal on ‘treating’ the
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media with year-end functions, tours, lunches eteet This is contrary to having constructive
conversations that contribute towards relationghipding with the media, which is in line with the

argument that apirit of cooperatiormust be established with the media.

In addition to the above, the participants statest tnedia relationships established prior to aiscris
could result in constructive or destructive repaytduring a crisis what will be reported is a matter of
media and organisational ethic$ depends on the individual journalist and thepestive publication
This is contradictory to the argument in the litara review that media relationships will definytel
assist the organisation to better manage a caistthat it provides a sense of control over whts

reported.

b) Reactive crisis communication findings

The participants regarded crisis communication iga@is a reactive process, despite having a draft
crisis communication plan that has proactive, igacnd post-evaluative crisis stages. There was al
the viewpoint that when reacting to a crisis, theme proactive, reactive and post-evaluative astton
take: once a crisis happens, you are proactivenbyrang that you are on top of matters and evangthi

is under control. Communicating and sending updates regarded as the reactive action, and
determining how information is being received igamled as evaluation during the reactive stage.
Although the viewpoint of crisis communication aseactive function dominated, the participants’
viewpoints are not supported by the literature eeviand focus of this study, which maintains that
crisis communication should be part of every orgation’s business and strategic plans to establish

and maintain equal stakeholder relationships (gdhse the media).

Other reactive crisis communication actions hidftiegl by the participants are that, in a crisiss it
vital to obtain the facts prior to responding todi@equeries. This is in line with the literatureviesv,
which highlights that a perception of unreliabiliyill be instilled when unconfirmed or incorrect
information is disseminated as fact. Queries ara@aged reactively in accordance to Absa, not
proactively. However, as argued previously, commators should act as boundary spanners to ensure
that stakeholder queries are identified and adddesss other crises could often be avoided by this

proactive approach.
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The patrticipants further stated that, due to thverde nature of crises (for example, a leaderstigsc
or business crisis) each crisis is managed diftgrewhich highlights the reason Absa’s crises are
predominantly viewed and managed reactively. Adogrdo the participants, the crisis centre is only
utlised for physical crises such as a bomb scargedms that, within Absa, the actual crisis team i
formed when a crisis occurrs, although each empfsyeesponsibility during a crisis is stipulated in
the crisis plan. This contradicts the argumentegas the literature review that a crisis team $hde
proactively identified and specific actions allasaccording to different scenarios.

The participants argued that two-way communicatiahin Absa is reactively used to influence and
inform the media, but emphasised that they realisisdvital to create buy-in from the media in A

side of the story. However, as argued previousip-tvay communication should already be utilised
during the proactive crisis communication stagdudd media relationships, not only be introduced

reactively.

c) Post-evaluative crisis communication findings

The participants indicated that evaluation afterisis is conducted, as it is argued that therealhvays
lessons to be learnt. This action however is nfineé as ‘post-evaluative crisis communication’ by
the participants — in Absa they regard this asrrat evaluation. According to the participants, the
most important post crisis action for Absa is talagate whether the crisis team members managed the
crisis well and coped well under pressure. It wias atated that the ‘lessons learnt’ are usually on
communicated to top management. As stated in teealure review, ideally, a forum should be
established to create a strategic thinking enviemmhroughknowledge sharingAbsa’s crisis
communication plan also stipulates that an ‘aftesi< evaluation report’ has to be compiled and
distributed to the relevant parties. This, howewsp eliminates discussion and knowledge sharing
about the lessons learnt, and how the incidentdcaskist the organisation to instil better proactiv
crisis communication practices.

The participants indicated that post-evaluative-tvay crisis communication with the media is not
practiced by Absa. However, they argued that byroanicating with the media after a crisis to assure
the public that the particular crisis has beenlvesh as well as stipulating the measures that vl

implemented to avoid similar occurrences in futweuld increase the credibility of an organisation
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and contribute towards the trust relationship walh stakeholders. In the literature review, it is
stipulated that after the crisis, the interactiathwhe media during the crisis has to be evalyaied
determine which strategies were effective and whnehe not. Publicity surrounding the crisis should

also be carefully evaluated to determine whetherd¢porting was favourable towards the organisation

A summary of the key insights obtained from thee¢hdata collection methods, including the draft
crisis communication plan, one-on-one interview &meclis group discussions are summarised in the
following section, to form the basis of and motigatfor the proposed integrated crisis communicatio
framework for strategic crisis communication witle tmedia.

5.3 KEY INSIGHTS OF THE FINDINGS

This section firstly focuses on highlighting gerdarsights obtained, relating to the research topic
Following this, the key insights obtained from datallection are summarised according to key
paradigms of this study, which include strategimomunication; the crisis communication process with
reference to the proactive, reactive and post-evi@e crisis communication stages; crisis
communication with the media (focusing on stakebpoldelationship building through two-way

communication); excellence theory variables andd@ables.
5.3.1 General insights

It was evident during data collection, supportedtly literature review, that the financial industry

operates in a more sensitive environment in coraparto other industries, as financial institutions

manage their clients’ money. Clark et al (2004:28dhoed by Squier (2009) argue that the modern
consumer is also more educated and the media &y/almearby to report on organisational negligence,
which leaves little room for mistakes. This, intdra, highlights the necessity of sufficient crisis

communication processes within a financial envirenm

5.3.2 Strategic communication

As argued in the literature, the proposed proactiwactive and post evaluative crisis communication

stages represent the planning, implementation amduaion actions of atrategic management

process The participants never stated that strategy hgtheng to do with planning, implementation

and evaluation. To them, it is a matterudiflising resources optimally in order to maximissurn.

Furthermore, strategic crisis communication wasareégd as a necessity to implement strategy, as
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communication strategists will be able to give advbn the outcomes of business decisions, as
opposed to merely implementing top management idesisand serving a technical function. The
boundary spanning role, as highlighted in the diigre, is thus evident. Therefore, by having styiate
crisis communicators to communicate answers ietiaby themselves to the media, will ensure
consistent and accurate responses. Also, as coroatars work closely with stakeholders during a
crisis, their insights will be key determinants\arious business decisions during a crisis. Theydco
therefore advise top management of the necesséipnado be taken during a crisis. Based on this
argument the focus should thus be less on theuslt@vels necessary to implement a strategic crisis
communication plan, and more on the strategic adyisole that (crisis) communicators play on each
level. However, it is still argued that proactiveactive and post-evaluative stages are necessasgy f

strategic crisis communication process.
5.3.3 The crisis communication process

Although the crisis communication actions in Absasaft crisis communication plan could be
categorised as in keeping with the proposed stégt®ugh not presented as such), the participants
regarded crisis communication as an independentepso and not a key element of the crisis
management process. Therefore, the viewpoint theretis a reciprocal relationship between crisis
communication and crisis management, as arguedopisdy, was not supported. Furthermore, crisis
communication is mainly regarded aseactive function. It was argued that planning and avoiding
crises will never be the organisational agendafdbas will always be opositioningAbsa in the best
possible manner. The actions that form part of grea crisis communication, as argued by the
researcher in the literature chapters, were redaedeelements that form part of either reputation
management or issues management. These actionsgdenchmong others, risk communication,
stakeholder relationship building and media liaisororder to create cooperation and openness with
stakeholders prior to a crisis. Additionally, theseems to be a contradiction in what the
communication practitioners believe and what ipudsited in the crisis communication plan (as the
plan does present an integrated structure). Thiklagither be ascribed to the fact that the plaria

yet been formally implemented, or because the phas developed by an external crisis
communication specialist that possibly had a d#féroutlook (in comparison to the communication
managers) on the ideal crisis communication planAtosa. Based on this argument, proactive crisis
communication needs to be rephrased to bettereal#imtwo-way communication actions that have to

be implemented prior to a crisis to ensure sufficierisis management. This is because the actions
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encapsulated by this phrase will not only be im@etad for crisis communication specifically, but
also upon the implementation of IC within the orgation for sustainable stakeholder relationship

building in general.

In the conversations with the various participaets emphasis was placed on post-evaluative crisis
communication as opposed to reactive and proactiges measures. Insights are osharedwith top
management and a forum to share knowledge andstoreerelationships is absent. Although limited,

the draft crisis communication plan proposed folHaogvmeasures to a greater extent.
5.3.4 Crisis communication with the media

The participants stated that obtaining all the damhd having a single spokesperson are the most
important elements of successful crisis commurocatiith the media. The most important element of
successful crisis communication with the media, tbe purpose of this study, is two-way
communication to build sustainable media relatigpsh The participants regarded two-way
communication as a matter of course and the vafuBvo-way communication as stakeholder
relationship building toolwas not considered. Despite the latter, Absa hasiable two-way
communication tools that are utilisted to buildateinships between the various business unitstand t
media, such as media roundtables and forums. Fortre, it was also argued that, although
sustainable media relationships are essential sarersufficient crisis communication, it depends on
the ethics and integrity of the journalist and pedtion to determine what will be reported on in a

crisis.

In the literature review it was argued that two-veaigis communication with the media is the predfdrr
approach, but that it is not always possible, dudé confidentiality of information, as the me@ianot

the only stakeholder to consider during a crisisus to decrease the risk of false reporting, the
organisation’s spokesperson should always be &laifar comments and provide information on the
latest developments of the crisis. It is also essleto communicate with journalists after a crigis
stipulate what will be done to avoid similar ocantes. The reality is that one cannot always cbntro
what will be reported in a crisis, despite follogithis relationship building recipe. Absa arguedt th
the core focus in a crisis should not be on two-e@ymunication with all stakeholders but rather on
how to resolve the crisis. However, the value ob-tmay communication with stakeholders already

starts on proactive crisis communication level.
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5.3.5 IC variables

Variables of IC that are regarded as a necessitgrisis communication are organisational mission
marketing, a combination of internal and exterrmhmunication and the utilisation of cross functiona
departmental expertise. An organic organisatiotractire to generate a participative internal ctena
and purposeful interactivity is regarded as idéalt not essential for crisis communication. Some
participants did state that an IC department vatitdbute towards strategic communication practices
and others felt that it will only ensure more stumed communication messages during a crisis. The
success of IC according to Absa depends upon tipdogees’ willingness to work together. Two-way
communication, which is a key variable of the ebaede theory, was not consciously utilised to build

sustainable stakeholder relationships (which iECaelement), it was regarded as a matter of course.
5.3.6 Excellence theory variables

With regards to excellence theory variables, Absppserts the viewpoint of conducting research
proactively and post-evaluatively to a crisis. Hoesm the participants stated that this research
(conducted proactively) will not necessarily assiigt organisation to manage (reactive) a crisisemor
effectively. Evaluation afterwards could assist tinganisation to make the necessary adjustments to
the crisis plan in order to ensure more sufficiendis communication in future. A further varialdé

the excellence theory that was supported is acogsp management. Some participants argued that in
order to make a crisis communication plan stratégl@as to be elevated to top management level.
However, the predominant viewpoint was that commation should be practiced strategically through
communication practitioners that give top managenagvice on the outcomes of their business
decisions. Furthermore, it was also discovereddhahe variables of the excellence theory andi¢C

not have equal merit on each stage of a crisisigglated in the one-on-one questionnaire (attacsed
Addendum C). Consequently, it is evident that ace@nce and IC mindset has to be instilled within
the communication department, and supported byotiganisation as a whole in order to facilitate
strategic and efficient crisis communication. Bystitutionalising IC principles within the
communication department, the elements necessaysiore a strategic crisis communication process

will, by design, be evident.

In summary, to answer the research sub-problenetarchining whether Absa’s crisis communication
plan can be proactively, reactively and post-evalaly applied and categorised as part of the risi

management process in order to contribute towdrdgegic crisis communication with the media, the
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following insights have been obtained: Firstly, Almoes not regard crisis communication as a fumctio
that encapsulates the crisis management procassinitead regarded as a reactive function upen th
occurrence of a crisis. However, there are impompagparation and evaluation actions that haveeto b
implemented to ensure sufficient crisis communaratieactively, but these actions were regarded as
part of risk management or issues management. 8gca@s argued in the beginning of this chapter,
the variables of IC and the excellence theory hawebe evident to ensure a strategic crisis
communication plan, in conjunction with a procelsatthas proactive, reactive and post-evaluative

crisis communication stages.

From the above findings, four key insights underlthe integrated crisis communication framework
which is proposed in the following chapter:

a) A strategic crisis communication plan should ehgvoactive, reactive and post-evaluative crisis
communication stages. This argument is solely basearguments posed in the literature, as it was no
supported by the participants.

b) In conjunction with the above structure, the isdry role of crisis communication should be
emphasised on each stage of crisis communicationcdotribute towards practicing crisis

communication strategically.

c) Proactive crisis communication should be repddasintegrated crisis communicaticio highlight

that, upon the implementation of IC principles, gutive crisis communication measures will by
default be evident. Integrated crisis communicatedeo highlights the importance of two-way
communication as a foundation for a strategic €rmmunication process, which filters through

reactive and post-evaluative crisis communication.
d) Excellence theory variables need to be practatedgside IC variables, as it became evident that

these concepts overlap. IC and excellence theargblas complement one another — the one cannot be
practiced without the other
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54 SUMMARY

This chapter focused on reporting the findings ioled from the three qualitative data collection
methods, namely the draft crisis communication duoent, the one-on-one interview and the focus
group. The objective of this data collection wasd&iermine whether Absa’s crisis communication
with the media is strategic. The existence ofisicommunication process with proactive, reactive
and post-evaluative stages and the applicatio€adrid excellence theory variables were used as key

determinants to establish whether Absa’s crisiegss is strategic.

The main findings relating to the strategic commoation, IC and excellence theory variables and
strategic crisis communication with the media, vahiepresents the four interpretation categoriese we
provided. Within each category the key findingatielg to theory and subjective interpretations were
highlighted.

Four key insights obtained from the data collect®the core focus for the proposition of an iné&ted
crisis communication framework for the media in tbowing chapter: Firstly, a crisis communication
process with proactive, reactive and post-evaleatisis communication stages is necessary td asti
strategic framework. Secondly, to further emphassategic crisis communication, the advisory
function of communication on each of these propatades has to be practiced. A third finding, which
IS a revolutionary concept, is the proposition timegrated crisis communication (ICGhould be
practiced, which replaces proactive crisis commatoo. Lastly, it became evident that excellence
theory and IC variables supplement one anotheshadld thus be practiced interchangeably.
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CHAPTER 6: AN INTEGRATED CRISIS COMMUNICATION FRAME WORK FOR
STRATEGIC CRISIS COMMUNICATION WITH THE MEDIA

The crisis communicator should specifically develog'a spirit of

cooperation with the media” (Fearn-Banks 2007:25).
6.1 INTRODUCTION

The previous chapter focuses on highlighting thdifigs obtained from the one-on-one interview and
focus group, which are supplemented by an anabfs&bsa’s draft crisis communication plan. The
findings are related to the four interpretationegatries, namely strategic communication, excellence
theory, IC and strategic crisis communication whle media. The main findings obtained from the
previous chapter are elaborated on in this chaptéarm the basis for the proposition of an integda

crisis communication framework.

Although this chapter proposes iategrated crisis communicatigihCC) framework for strategic crisis
communication with the media specifically, it isgartant to note that it could be employed as basis
strategic crisis communication witimy stakeholder grougHence, it is argued that an organisation’s
crisis communication has to be strategic in generabrder to effectively communicate with all

stakeholder groups, not just the media, as isdabes of this study.

This chapter addresses the following sub-probledhrasearch question:

Sub-problem Research question

Sub-problem 4To address the need for an integrated crisis Research question 8Can IC be applied in order to
communication framework in order to contribute tossastrategic | facilitate strategic crisis communication with timedia?
crisis communication with the media.

The discussion focuses on how the applicatiomtg#grated crisis communicatiofiCC) allows the
implementation of a crisis communication procesthwiroactive, reactive and post-evaluative crisis
communication stages, the practice of the advisale of crisis communication and the integration of
excellence and IC variables. This discussion \ilistnot only address the four key findings outlimed
the previous chapter, but also emphasise the need fstrategic crisis communication process,

facilitated by an IC approach.
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This chapter firstly displays the relation of tloaif key findings to IC literature, as IC is appliadhis
study to facilitate atrategiccrisis communication process. Secondly, the cancemtegrated crisis
communication(ICC) is defined, after which it is indicated, asgued above, whintegrated crisis
communication(ICC) is necessary to facilitate a crisis commatan process with proactive, reactive
and post-evaluative stages, to implement the advisde of crisis communication and to practice IC

and excellence theory variables interchangeably.
6.2 THE RELATION OF THE FINDINGS TO IC

In the following table, the relevance of each & four findings in terms of IC will be highlighteds

the focus of the research is to address the laskrafegiccrisis communication processes through an
integrated crisis communicatiofflCC) framework. The four key findings as outlinedthe previous
chapter are: the proactive, reactive and post-atiaki crisis communication stages of a strateggiscr
communication process; the advisory role of crcasamunication that should be practiced on each
stage; proactive crisis communication should béneged tantegrated crisis communicatiofiCC);

and excellence theory variables need to be practtmngside IC variables and vice versa.
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Table 6.1: The relation of the key

findings to Ierature

Key finding

Relation to IC

A strategic crisis communication plan
should have proactive, reactive and post
evaluative crisis communication stages

IC proposes the following actions that are applieab the three crisis
-communication stages:
Proactive crisis communication stag€ proposes stakeholder
centricity, thereby communicatingith stakeholders ndb them,
which emphasises the importance of two-way comnatiuia. It is
argued that two-way communication should be utlisebuild
sustainable media relationships proactively to Enaiore favourable
media reporting during a crisis.
Reactive crisis communication stagesides IC utilising two-way
communication that could be utilised to addressrandage
stakeholder concerns during a crisis, it also psepdhe integration of
internal and external messages. Thus, during & éniernal and
external message alignment will ensure messagéstemnsy and more
accurate reporting, enhancing the credibility & tinganisation.
Post-evaluative crisis communication stade: IC holds that learning
organisation principles continuously reposition tihganisation, it
places emphasis on the importance of post crigikiation — thereby
learning from particular crises to avoid similacoaences in future.

The advisory role of crisis communicatio
should be practiced on each stage of the
crisis communication process.

nIC holds the idea of theenaissance communicatamich is based on the
notion that, due to constant environmental chartpese is a need for a
different approach to communication in order tdiirsgrategic
organisational communication management.

Proactive crisis communication should b
rephrased astegrated crisis

eThis finding is the driver of the whole framewods it is argued that upon
the implementation dhtegrated crisis communicatiqihCC), proactive

communicatio(ICC) crisis communication measures will by design belemi. However, these
actions will not only be practiced for crisis sitioas only, as it will be

evident upon the implementation of IC in general.

Practicing IC variables alongside
excellence theory variables

To illustrate this finding, the following example applicable: IC has a
strong emphasis on stakeholder relationship biglgihich is achieved
through two-way communication, and is regardednesx@ellence theory
variable for the purpose of this study.

Against this background, the concept iotegrated crisis communicatioflCC) is defined and
discussed, after which the implementation of theeothree findings are addressed. Collectivelysehe
findings form the building blocks for antegrated crisis communicatidihfCC) framework for strategic

crisis communication with the media.

6.3 THE BUILDING BLOCKS OF AN INTEGRATED CRISIS COM MUNICATION (ICC)

FRAMEWORK

This section firstly defines ‘framework’ in the demt it is used for the purpose of this study,doied
by a discussion on the various building blockshié framework. The latter will be addressed through
firstly highlighting the significance of a crisismmunication process with proactive, reactive amst{p

evaluative stages; secondly, the overlap betweeantCexcellence theory variables will be discussed
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to highlight that IC variables need to be practiatmhgside excellence theory variables, after wkieh
advisory role of crisis communication will be adsed. Lastly, the concept of integrated crisis
communication (ICC) will be elaborated on.

6.3.1 Framework defined

For the purpose of this studyframeworkwill refer to the ‘shell’ or the outline necessdoyfacilitate
strategic crisis communication with the media. Bar(2007:48) developed a definition for an
information technology related framework focusing software development, but it encapsulates the
significance of a framework that is applicable aststudy: A framework is “a body of code that
implements the aspects that are common acrosst@e damain, and exposes as extension points to
those elements of the domain that vary betweenampdication and another” (Barros 2007:48). A
framework, for the purpose of this study, is therefthe ‘body of code’ or foundation with various
‘extension points’ that will serve as a guidelirecaessary to communicate strategically with the medi
before, during and after a crisis.

An integrated crisis communicatiohCC) framework is built on the argument posedha literature
that by applying IC it will contribute towards aaegic communication process during a crisis. This
argument is based on the definition of IC which hlights building sustainable stakeholder

relationships for a strategic communication process
6.3.2 A crisis communication process with proactivaeactive and post-evaluative stages

As argued in the literature, eeciprocal relationship between crisis communication and crisis
management exists. Although it is indicated thai€icommunication is predominantly regarded as a
reactive element in both the literature and practicis argued that crisis communication shouldabe
key determinant of a strategic crisis managementgss and consists of proactive, reactive and post-
evaluative stages. It is also argued that theggestaf the crisis management process correlatés wit
strategic theorists such as Booth (1993:62), wihyues that a strategic management process is
characterised by planning, implementation and eieln stages. Consequently, it is argued that a
strategic crisis management process should havactre, reactive and post-evaluative stages to
provide a foundation for a strategic focus. Funtinane, it is argued that crisis communication doas n

only occur reactively, but encapsulate and conakthese stages of the crisis management process.
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The above argument indicates that the first requerg for anintegrated crisis communicatioffCC)
framework for strategic crisis communication wiktle tmedia is that the process has proactive, reactiv
and post-evaluative crisis communication stagesvé¥er, what is practiced within each stage and

how it is practiced will also be a key determinahé& strategic communication process.
6.3.3 Practicing IC variables alongside excellendkeory variables

As argued in the literature, to instil@mprehensivetrategic crisis communication process, IC and
excellence theory elements need to be applied mjunotion with the above strategic communication
process. From the data collection, it became ¢lestrthe elements of IC and excellence theory ate n
all relevant on every stage of the crisis commuracaprocess and that some variables complement
one another and/or overlap. The following sectiocutes on displaying the various overlaps between
IC and excellence theory variables to substantfeeargument that IC variables need to be practiced

alongside excellence theory variables aiog versa
6.3.3.1 The overlap illustration

The overlap illustration correlates with Gronsted{2000:15-18) three-dimensional model for IC
outlined in the literature study. It was indicatedt IC needs to take place throughout the orgaarsa
(external integration), ranks (vertical integra)iand functions (horisontal integration). Similariy
was argued that there isherisontal overlap between excellence theory and IC elements. It also
became evident that overlaps exist within IC elaseand within excellence theory elements
respectively; some characteristics are derivatofesthers. The latter will refer to thesrtical overlap

thus illustrating the overlap among the element&adr excellence theomyithin itself
The following table lists the most predominant ables of IC and excellence theory as identifiethen

literature and utilised in the one-on-one interviewd focus group questionnaires to display thelaper

between the elements:
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Table 6.2: Listing and numbering of excellence Hhdariables

Excellence theory variables IC variables

1. Strategic management of crisis communication a. Sustainable stakeholder relationship building
programme through communication research and
environmental scanning

2. Access to senior management b. Stakeholderddcus

3. Two-way symmetrical communication c. Purposéftdractivity

4. Participative organisational culture d. Orgatiiseal mission marketing

5.Symmetrical internal communication e. Cross-fiomztl departmental expertise integration
6. Organic organisational structure f. Combinatibimternal and external communication

7. Recognition that organisation operates in atilela
environment

The following discussions firstly illustrate theertical overlap and secondly theorisontal overlap
among the elements of IC and excellence theoryabkes. The main overlaps will be highlighted to
illustrate the interconnectedness between the naiables and to emphasise the need for integration
between these variables. Other overlaps not disdubslow could also be identified in theory and
practice.

The vertical overlap

Table 6.3: Vertical overlap between excellence thead IC variables

Vertical overlap

Excellence theory variables IC variables
3,4,5and 6 a, bandc
land7 dandf
2and 6 cande
3,4and 6

The first prominent vertical overlap within the elence theory elements is between two-way
symmetrical communication, participative organsaél culture and symmetrical internal
communication. As stipulated in the literature, way communication forms the essence of these
variables as it is necessary to instil a particygatulture in order to collectively achieve thession of

the organisation;and secondly, two-way communication will introduee symmetrical internal
organisational climate through knowledge sharing) @operation among employees. A sound internal
organisational climate is vital in order for theganisation to communicate effectively with the naedi

during a crisis.
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The second overlap exists between the strategi@geanent of a crisis communication programme
through research and environmental scanning andettegnition that the organisation operates in a
volatile environment. As indicated in the literaguthe acknowledgement that the volatile envirortmen
brings about change and uncertainty could placeigheh emphasis on conducting research,
communicating with the media and environmental scanto detect burning issues that could result in

crises.

The third excellence theory overlap is betweenadtfganic organisational structure and access t@seni
management. An organic organisational structuré evisure easy access for communicators to top
management to ensure buy-in and acceptance o cosamunication plans. With such a structure, top
management will also be more accessible for medimneents in severe crises which will generate
more credibility for the organisation.

The last excellence theory overlap is between dicgzative organisational culture, an organic
organisational structure and two-way communicatésindicated, an organic organisational structure
will create the necessary environment to utilis®@-tmay communication and build a culture of
participation among employees as within an organganisation. Employees thus have easy access to
top management, who welcomes input from staff.

From the above discussion, is it evident that asgions have to instil an organic organisational
structure to allow the practice of two-way commuattign. Crisis communicators will be recognised on
management level for their advisory role to top agament on the outcome of business decisions.
Working closely with the media, crisis experts cameasure the ‘mood’ of journalists and act

accordingly.

The first IC vertical overlap is among the elemeoftsustainable stakeholder relationship building,
stakeholder focus and purposeful interactivity. ist highlighted in the literature review that
organisational stakeholders are all interdependsgrdnges in one stakeholder group tend to have a
domino effect on other stakeholder groups. IC iastmcted around this interdependency through
coordinating the entire network of stakeholdersimomunication activities. The second IC vertical
overlap is among organisational mission marketing ¢he combination of internal and external

messages. It is argued that by having crisis conration objectives aligned with the communication
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strategy that is focused on achieving the overgiaoisational mission, internal and external messag
have to be aligned to ensure message consistercyoaavoid false reporting. The last IC vertical
overlap is between purposeful interactivity andssrtunctional departmental expertise. In order to
have the benefits of utilising diverse expertisasiargued that purposeful conversations needeto b

implemented.

The above discussion indicated that the individueiables of both IC and excellence theory are
interlinked and complement each other to ensurgrergised process. The essence of the next
discussion is to display this synergy @orisontal level by illustrating that excellence theory
characteristics need to be implementecconjunction withIC elements to ensure a comprehensive
strategic crisis communication process.

* Horisontal overlap
It is indicated that in order to implement IC, \adies of both the excellence theory and IC are

required. The main overlaps, predominantly relevanthe media as stakeholder group, will be
discussed in Table 6.4:
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Table 6.4: The horisontal overlap between IC arckkance theory

Horisontal overlap

Excellence theory IC variables | Description of overlap

variables

1 c,a By having purposeful conversations withrttezlia, burning issues can be
identified and proactively addressed before it e@slinto crises.

2 c When crisis communicators have easy accesptmanagement,

purposeful conversations could be arranged moiiby detween the media
and top management during severe crises, whichineilease the
organisation’s credibility.

3 a,b,c As discussed earlier, two-way symmetgoaimunication, to facilitate
purposeful interactivity, is the key criterion toilol sustainable media
relationships. Furthermore, as IC is constructedrad coordinating the
entire network of stakeholders’ communication atés, purposeful
stakeholder interactivity is vital as changes ie stekeholder group tend
to have a domino effect on other stakeholders.

4 c This overlap links with the previous overlap sound internal
organisational climate is necessary in order tehawposeful
conversations with the media.

5 c,f Symmetrical internal communication will fatte purposeful interactivity
and contribute towards the alignment of internal external messages.

6 c An organic organisational structure will ingtilrposeful interactivity
among stakeholders through two-way communication.

7 a,b,c Recognising that the organisation operatas/olatile environment, places

higher pressure on the organisation to determieertédia’s wants and
needs .The latter will place higher emphasis dralkesiolder mindset that
focuses on building sustainable media relationsthipsugh purposeful
conversations to detect possible issues that gesldt into crises. The
media can be used to simultaneously send messHigesntly and to
receive messages from stakeholders, which holdstaahbenefit for both.

Although more overlaps could be identified, the abtable highlights that IC and excellence theory
variables should be integrated as a whole to erswemprehensive strategic crisis communication
process. To further contribute towards facilitatingstrategic crisis communication process, the
advisory role of the crisis communicators on theows stages is discussed in the following section,

serving as the third building block for artegrated crisis communicatiqiiCC) process.
6.3.4 Advisory role of crisis communication

From the focus group discussion it is evident thatworth of (crisis) communication on strategieele

is executed through thedvisoryfunction that (crisis) communicators provide t@ tmanagement on
the outcome of their business decisions. This guaimpowers communication to be viewed as a
strategic function. It is therefore argued that dldwisory role correlates with th®undary spanning
role of communication emphasised in the literatteeiew as follows: Through the application of
boundary spanning and environmental scanning, thangsation is enabled to proactively adapt to

changes in stakeholder expectations and seconslly, @sult of early recognition, management of
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issues and the participation of stakeholders ind&é&sion making process, it creates a competitive
advantage for the organisation. Boundary spanremstlterefore scan the environment for possible
issues that might result into crises and subsebyehie to the early detection of issues, they @oul
advise top management in the decision making psesedt is thus argued that tladvisoryfunction
highlights the importance of crisis communicatiam top management level, thereby raising it to a

strategicfunction.

It is further argued that this advisory functionogll be practiced on each stage of the crisis
communication process in order to ensure that & sfrategic process. Hence, it is argued thaiscris
communicators should continuously interact with thedia proactively, reactively and also after a
crisis event to steer the organisation in the abrdirection by advising top management on the

outcome of their business decisions based on dialagth the media.
6.3.5 Towards a definition of Integrated Crisis Cormunication (ICC)

From the focus group and one-on-one interview disiams, it became apparent that proactive crisis
communication is not evident in practice, as theus of an organisation will always be to position
itself optimally; it will never be to plan for aisis. Conversely, the literature review proposed that
certain contingency plans need to be in place deioto manage a crisis effectively. It is affirmeag
crisis theorists that by implementing proactivesisristrategies, an organisation will have crises of
shorter duration and messages will be received effeetively, it will reduce response time and &ss
the possibility of inaccurate messages and decreasisational damage. Furthermore, it was even
argued that proactive crisis managemeart avoid the crisis altogethe€onsequently, it was argued
that the value of implementing proactive crisis owmication strategies cannot be ignored.
Furthermore, it was highlighted that the commumicatactions required proactively to contribute
towards a strategic crisis communication procedishyidesign be evident upon the implementation of
IC. It was also argued that these IC actions nbt contribute towards proactive crisis communicatio
but also facilitates strategic communication thitowgakeholder relationship building within the
organisation as a whole. Therefore, it can be ardhat once an organisation implemeintegrated
crisis communicatiorflCC), which is based on IC principles, it will pide the foundation necessary
to manage a crisis effectively (the foundation tisesves as proactive crisis communication). This

building block will serve as the essence of theppsadintegrated crisis communicatio(iCC)
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framework. The principles of integrated crisis coamication will firstly be discussed below as it

underlies the definition, which will be proposeerbafter.
6.3.5.1 Integrated crisis communication (ICC) priides

As this study focuses arisis communication, the specific IC variables necessaffacilitateeffective
crisis communication with the media, from a stratqeerspective, is encapsulated by thiegrated
crisis communicatioilCC) concept. ICC highlights the following keyiqwiples, which correlates with

the strategic drivers of IC as posed in the litaatreview:

» Creating and nourishing relationships through twaswommunication

Sustainable relationships should be cultivated #ithmedia through two-way communication. Based
on the argument posed in the literature, the tatitin of two-way communication implies that the
organisation and media will constantly trade placds sender and receiver. This two-way
communication relationship with the media couldisisthe organisation to receive more favourable

media reporting during a crisis.

Furthermore, it was indicated that the most impur{aroactive action necessary for strategic crisis
communication with thenedia,is building sustainable media relationshjpfespite having journalists
that are solely focused on sensation. Therefmtegrated crisis communicatioiCC) focuses on
practicing two-way communication to build sustaileamedia relationships proactively, which will

assist the organisation in communicating uponsscaccurrence.

* Creation of purposeful interactivity

The principle ofintegrated crisis communicatiofCC) underlines that the institutionalisationtafo-

way communication with the media will facilitateefiback and dialogue between the organisation and
the media. Therefore, the focus should bksten and learrfrom the media as opposedtétl and sell

This purposeful interactivity will also create agher level of credibility for the organisation as

stipulated in the literature.
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» Stakeholder centricity

Integrated crisis communicatiofilCC) holds that the organisation should not jiasius on building
relationships with the media, but to bugdrtnershipswith all stakeholders prior to crises. These
partnerships encapsulate IC qualities, as partipebghlding is achieved througbpen, honest dialogue

in order to achieve equitable solutions to emerdgsgies. These stakeholder partnerships will keep

stakeholders in cooperative balance with the osgdian.

» Cross-functional departmental planning and momtpri

Integrated crisis communicatiorfICC) promotes consistent interaction between msgdional
departments. During a crisis, an expert on theiquéar crisis should be consulted in all crisis
communication activities, in order to provide thedia with accurate responses. Therefore, diverse
expertise within the organisation should be integtain which experiences are shared in order to

develop sufficient responses during crises.

* Integrated agency

As argued in the literature, organisations haveretbefine communication structures through the
integration of communication activities in order @msure organisational survival. To provide
consistent messages to the media in a crisispalhmunication activities need to be integrated; was

evident in the integration of activities in Absa®oup Communication and Marketing Department.
The need for practitioners to act as liaisons betwde organisation and external stakeholders@nd t
work together was also underlined. All messagesl neebe consistent and cannot be contradictive

from an IC perspective.

* Internal and external message alignment

Linked to the previous argumerititegrated crisis communicatiodCC) underlines that messages

communicated to the media should be consistent witbrnal messages, in order to maintain

credibility during a crisis. This correlates withetargument in the literature that, in order toiévo
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fragmented communication which can have a negatipact on the organisation’s image, internal and

external communication messages should be harntbnise

* A strategic communication process

Integrated crisis communication is strategic int hgroposes that crisis communicators must act as
boundary spanners to detect issues of concern @dvideatop management on the outcome of their
business decisions. This correlates with the pibiat therenaissance communicatghould function

by providing solutions to important organisatiopedblems driven by constant environmental changes.

* It promotes communication excellence

As stipulated previously, a correlation exists ew IC and excellence theory variablesimegrated
crisis communicatio{lICC) focuses on the implementation of IC withisis situations, an overlap
with the excellence theory is evident. Table 6.§hhghts the relation between excellence theory
variables andhtegrated crisis communicatiqihCC) with the media specifically. The table isustured
based on the discussion in the literature, whereektellence theory elements is specifically appdie
programme, organisational and departmental levekder to instil an organisation of communication
excellence. It is important to note that only theiables applicable on each level to illustrate the

correlation between excellence theory artdgrated crisis communicatiqiiCC) are included.
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Table 6.5: The applicability of excellence theosyiables to integrated crisis communication (IC@hvwhe media

Excellence theory variable

| Application to integrated crisis communication (ICC) with the media

Programme level

1. Managed strategically:

Communication programmes should be managed stecatbgithus it
should be based arsearch and environmental scannimjverse
techniques are applied instead of habitual tectasiqu

IC is strategic in nature, contributing to the ®gic thinking processes of the
organisation. As indicated abovetegrated crisis communicatigihiCC) is a strategic
communication process and, inter alia, contribtaebeearly detection of issuemd the
application ofresearchin order to understand the cause of the problerariais
communicators act as boundary spanners betweendhaisation and the media.

Departmental level

2. A single or integrated department:

It is argued that in order to facilitate the stgitemanagement of public
relations, and to ensure that PR contributes t@teeall strategic
organisational objectives, organisations must immglet anC department
for all PR activities, or develop a method to caoate programmes of
various departments. This implies that all commation functions should
be coordinated by the PR department.

As indicated above, integrated crisis communicagicomotes an IC agency to ensure
that all communication messages to the media arsistent.

3. Separate function from marketing:

Although the excellence theory proposes an intedrBR function, it is
argued that the function should not be integratitd ether departments
whose core focus is not on communication. PR shitwig not be a
subsidiary to other departments such as marketing.

Although this characteristic contrasts with thevpmas principleintegrated crisis
communicatior(ICC) places emphasis anoss functional planning and monitoring
Therefore, the focus is not so much placed onrtegration of marketing and PR
functions, but the ability of these functions tarqgement each other by an integrated
relationship. The value of communication and PRhcaibe replaced by marketing and
vice versa. The purpose is more on generating gyri@tween various communication
messages in order to provide consistent and aecorassages to the media to sufficier
resolve a crisis.

4. Direct reporting to senior management:
The PR manager should directly report to senioragars who are part of
the dominant coalition.

Integrated crisis communicatigihCC) promotes the function of boundary spanning t
advise top management on the outcome of their bssidecisions during a crisis. As
communicators will have a relationship with the methey will know exactly what the
latest development in the crisis is and what pdioep are created among the various
stakeholder groups — communicators can then assighr management to make
decisions accordingly.

5. Two-way symmetrical communication model:

This model attempts to balance the interest obtiganisation with the
interests of stakeholders. Symmetrical communisaaoe loyal to the
organisation and to the public they serve. Two-ssymetrical
communication will result in better relationshipilding.

IC is focused on communicatingth the media, nato them. Dialogue will ensure that
the media are active, interactive and equal pagitis of a continuing communication
process.
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Organisational level

6. Participative organisational culture:

A participative rather than an authoritarian orgation culture should be
employed. Participative cultures pull employeesthgr to collectively
accomplish the mission of the organisation. Thegarisations also favou
innovation and are adaptive to new ideas.

It is evident that a participative culture is nesa@y inintegrated crisis communication
(ICC) as it proposes that internal and externagages should be integrated in order {
avoid fragmented messages. This could only be aetiiby a sound internal
organisational climate facilitated by an organisadil culture that pulls employees
together as one collective entity to achieve tlganisational mission.

7. Symmetrical internal communication structure:
The excellence theory holds that organisations lshgnactice symmetrical
internal communication which also supports theipiadtive culture of the

organisation through knowledge sharing and coojperatmong employees.

Message fragmentation is avoided through the iatégr of internal and external
messages and the alignment of all messages withrgfamisational mission and brand.
This will require a symmetrical, two-way intern@nemunication structure in order to
deliver accurate messages to the media duringis.cri

8. Organic organisational structure:

The traditional mechanistic view of the organisati® replaced with a less
bureaucratic, organic structure. Employees havg @&esess to top
management who welcomes input from staff.

An organic organisational structure is ideal far fufficient implementation of
integrated crisis communicatiaihCC) as two-way communication in order to align
internal and external messages requires such @steu

9. The organisation operates in a complex, volatilenvironment:
Modern organisations operate in a volatile envirentrand have to be
flexible in order to survive.

Organisations have to know what is happening iir #r/evironments in order to survive.
As indicatedjntegrated crisis communicatiqihiCC) also promotes the notion of
boundary spanners, in which communicators scaerigonment for possible crises ar
act as liaisons between the organisation and stédkets. Sustainable relationships with
the media will also ensure that communicators lways updated with the latest
concerns of customers.
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From the above correlation it is evident that theelence concept provides a favourable environment
for integrated crisis communicatiodfCC) to permeate. Based on the above principhes following

definition is proposed:
6.3.5.2 Definition of integrated crisis communicati (ICC)

The definition proposed for integrated crisis comination is based on the definition of IC proposed
in the literature review. Because integrated cesisimunication (ICC) is specifically focused orsigi
scenarios, this definition of IC is adapted to addrstrategic stakeholder relationship buildindnhte

mediaas stakeholder group duringiasis and can therefore be defined as:

An IC process in which two-way communication idisetil to build sustainable media relationships
which will serve as the platform for purposeful Idgue between the media and the organisation
before, during and after a crisis.

From the above discussion, it became apparenttiinatigh the implementation aftegrated crisis
communicatior{(ICC), the other three building blocks of the framoek will be achievable as indicated

in. Figure 6.1:

Figure 6.1: Applying integrated crisis communicat({®CC) to achieve the other building blocks of the
framework

FaN

A crisis communication process
with proactive, reactive and post-
evaluative crisis communication

stages
/ : \
Practicing IC -
variables alongside : Pl'achcmg the »
excellence theory advisery role of crisis
variables communication

Integrated crisis communication

(1CC)
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Based on the above, the integrated crisis commtioicéamework to manage crisis communication

strategically is discussed and illustrated in tik¥ing section.
6.4  THE INTEGRATED CRISIS COMMUNICATION (ICC) FRAME WORK

In the above discussion the four building blockshef integrated crisis communication framework are
highlighted and it is argued that integrated cr@snmunication (ICC) needs to be implemented to
achieve and serve as foundation for the other imgjldlocks. Integrated crisis communication (ICC)
creates a suitable environment for the implemesnatf a crisis communication process with
proactive, reactive and post-evaluative stagesstipiag the advisory crisis communication function

and practicing IC variables alongside excellene®i variables.

It is proposed that integrated crisis communicatid@C) can facilitate strategic stakeholder
relationship building with the media to detect, amoothers, issues of concern that need to be
addressed to avoid possible crises. The adviséeyofacommunication has been highlighted and it was
argued that crisis communicators should advisen@magement on the outcome of their business
decisions. Although this proposed structure wilhimise the event of a crisis, it does not eliminate

In the event of a crisis, integrated crisis comrmation (ICC) will assist the organisation to
communicate effectively by maintaining a two-waycounication relationship with the media to
address queries and to advise top management ooutbeme of their business decisions. After a
crisis, the integrated crisis communication (IC@nfiework further proposes the utilisation of twoywa
stakeholder communication to create a listeninglaathing culture to assist the organisation toicivo

similar occurrences in future.

The integrated crisis communication (ICC) framewtwrKacilitate strategic crisis communication with

the media is proposed in Figure 6.2:

184



Figure 6.2: An integrated crisis communication (J@@mework for strategic crisis communication witle media

Reactive crisis communication

Integrated crisis commmnication ICC)will
facilitate a stable fonndation for crisis
communication with the media. Duringa
crisis an integrated crisis communication
{ICC) framework will:

Ensurethe practice of two-way
commmnication with the media to
efficiently listen and provide feedback
to all media queries;

This two-way communicationwith the
media, built on sostainable media
relationships, will create credibility for
the organisation and conld result in
moreaccnrate media reporting: and
Crisis commmnicators can advise top
management on the ontcome of their
business decisions, throngh this
continnons media and other
stakeholder liaison which willbe
crucial in resolving a crisis.

Post-evaluative commumnication

Integrated crisis commmnication (ICC) will provide the framework
to create a fornm to share knowledge with the media and address
their concerns after a crisis to avoid similar occurrences in fioture.
The latter will strengthen the credibility of the organisation.

Theadvisory function on this level is also practiced as crisis
communicators conld measnre the mood ofstakeholders throngh
the media and advice top management accordingly.

. . Post-evaluative crisis
Eaachve e > »|  communication with the
mmmumcatl?n with the 3i
media
Y 4
B Integrated crisis <
communication (ICC)

Crisis emerge:

Purposefnl media interactivity;

Integrated agency;
Internal and external message alisnment; and
Communication excellence.

Integrated communication (FCC)
Integrated crisis commmunication (ICC) will facilitate the following proactively, which
will create a favonrable platform to commmnicate effectively with the media shonlda
Createand nonrish media relationships throngh two-way communication;

Stakeholder centricity, therebsy placing stakeholder concerns first;
Uhilisation of cross-fiunctional departmental planning and monitoring;
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From the above figure it is evident that an intégptacrisis communication (ICC) framework is a
process that has proactive, reactive and post-atiadu stages. Although the proactive crisis
communication stages is not regarded as a sepstage, the implementation of integrated crisis
communication (ICC) serves as the foundation fdeatifve reactive and post-evaluative crisis
communication with the media, and thereby fulfilee thecessary proactive crisis communication
measures. Integrated crisis communication (ICCukhalways be practiced within the organisation to
contribute towards effective communication with atakeholders, while the reactive crisis
communication stage, followed by post-evaluatiisi€Ercommunication stage, will only be practiced
upon a crisis occurrence. Integrated crisis compatinn (ICC) focuses on building and maintaining
sustainable media relationships which could theesfalso serve as a prevention and preparation

function to communicate effectively with the mediaing a crisis.

As the research problem focuses on exploring casmmunication processes’ lack of strategy to
contribute towards effective crisis communicatiothvthe media, it is vital to highlight the inte¢gd
crisis communication (ICC) framework’s facilitatidowards astrategiccrisis communication process.
Besides the application of IC principles, whichihie key facilitator of a strategic crisis communica
process for this study, it is further achieved tiglm the proposition of a crisis communication
structure with proactive, reactive and post-evaheatrisis communication stages, which correlattd wi
the stages of a strategic management plan; thegbi@mof stakeholder relationship building through
two-way communication, since organisations relyttom goodwill of stakeholders for survival, which
highlights the necessity of stakeholder relatiopshiilding on strategic level; and the facilitatiohthe
advisory role of crisis communication in which @gi€ommunicators assist top management on the

outcome of their business decisions.
6.5 SUMMARY

This chapter proposed an integrated crisis comnatioit (ICC) framework to facilitate strategic csisi

communication with the media.

The relation of the four key findings identified time previous chapter with IC was drawn, in oraer t
illustrate how IC could be applied to facilitatestiategic crisis communication process. These four
findings collectively formed the building blocks thie proposed integrated crisis communication (ICC)

framework, which includes the implementation of r&sis communication process with proactive,
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reactive and post-evaluative crisis communicatitéges; the application of the advisory crisis

communication function; the implementation of ineggd crisis communication and the practice of IC
variables alongside excellence theory variablebettame apparent that by implementing integrated
crisis communication (ICC), the other building tteowvould be achievable. Furthermore, integrated
crisis communication (ICC) serves as a substitotgpfoactive crisis communication, as it was argued
that the implementation of integrated crisis comitaition (ICC) provides the foundation necessary to

manage and resolve a crisis effectively.

The proposed integrated crisis communication (I@@nework is based on the argument that the
practicing of IC principles within crisis situatisiprovides a strategic crisis communication profass

effective communication with the media.

The next chapter provides a conclusion for thislgt@nd a summary of the main findings, limitations

and strengths of this study, as well as recommentator future research.
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CHAPTER 7: CONCLUSION AND RECOMMENDATIONS FOR FUTUR E RESEARCH

[It is] “imperative that organisations proactively manage their
reputation through an ongoing, integrated approach to crisis
management.” (Arguile 2009:8).

7.1 INTRODUCTION

This study explored the lack of strategic crisisnawunication processes which could contribute
towards ineffective crisis communication with theedia. The research problem developed from
theorists arguing that crisis communication is Uguaot regarded as a strategic process, as
organisational managers usually regard crisis mamagt as an insignificant activity (Pollard & Hotho
2006:726). Furthermore, absent managers withiniscnsanagement processes (Marra 1992:3),
withdrawal of leaders from crises as they are dfthey might be held accountable (Ulmer et al
2007:51), passive attitudes towards crises (Baz@@01:212) and the perception that the field ofigris
management is still in its infancy (Mitroff, Shrstava & Udwadia 1987:285; Mitroff et al 1992:236;
Richardson 1994.62; Mostafa et al 2004:401) areesofithe reasons further identified for the lack of
strategic crisis processes. More importantly, @ docus of the study was that,cdmmunicatioras a
discipline is not regarded as a strategic functicnisis communication will also not be practiced
strategically (Squier 2009). However, the needsfdficient, strategic crisis communication processe
is essential, as crises threaten the strategicige of an organisation (Richardson 1994:63; reb
1997:780).

The lack of strategic crisis communication was adsled through proposing the implementation of an
integrated crisis communicatigthCC) framework, in which crisis communication sitebbe viewed as

a strategic function through predominantly utilgsitwo-way communication to build sustainable
media relationships. The latter correlates with dngument posed in the literature thiang-term
stakeholder relationship building the communication discipline’s core contribatiowards strategic
management (Grunig & Repper 1992:117; Likely 2008:1

An integrated crisis communicatiaifCC) framework was built on IC literature, whialas defined as
a strategic process that facilitates long-term itable relationships with all stakeholders. Thedgtu
specifically focused on theews medias stakeholder group, as it was argued that tlkani@rmulates

public perception during a crisis. Consequentlyw#s argued that it is vital to manage and build
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relationships with the media in order to incredse fossibility of favourable media reporting during
crisis. Furthermore, the study also particuladgused on th&nancial industry as it was argued that
this industry is more sensitive towards crises aralia reporting compared to other industries, as
financial services providers work with people’s ragn(Squier 2009) and is subsequently more
susceptible to media reporting. Against this baclgd, the study aimed to address the following

research problem:

To explore whether existing crisis communicationoggsses contribute to strategic crisis
communication with the media through an integrateédis communication approach employed by a

South African financial services provider.

The purpose of the research was thus twofold. Tiseé dbjective of the research was to determine
whether existing crisis communication and managermestesses in theory and in practice contribute
towardsstrategiccrisis communication with themedig and secondly, the need for iaegratedcrisis
communication framework was highlighted to ensurat trisis communicatiorwith the media is

efficiently and strategically managed.

The research problem was addressed by firstly exgiexisting literature, after which a qualitative
case study was conductedpracticewith Absa’s Group Marketing and Corporate Affdllspartment
through a threefold data collection approach. Tdpproach consisted of a one-on-one interview, a

focus group and an analysis of Absa’s draft casimmunication plan.

This chapter will provide a summary of the maindfimgs, limitations and strengths of this study
obtained from the literature and case study. Recemdations for future research will also be
highlighted.

7.2  SUMMARY OF MAIN FINDINGS

Within this section, a few important general insgghfollowed by the four main findings that were

obtained from the research will be briefly discusse
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7.2.1 General insights

Both the literature review and case study indicabed thefinancial industry is indeed more sensitive
to the media reporting on organisational negligethea other industries, as these organisations work
with clients’ money. Furthermore, it was also iraded that consumers are more educated than in the

past, which highlights the necessity for sufficiensis communication processes within this industr

To study crisis communication from a strategic pecsive, a predominant part of this study was
devoted to strategy and strategic communicatiogeneral. The focus group participants regarded
strategy asopportunity divided by capacitywhereas the interviewee supported the definitdn
strategy posed in the literature as a guidelineracadmap to achieve organisational objectives.
However, both the interviewee and the focus groampigpants did not state that they view stratagy i
terms of a planning, implementation and evaluastmcture. Despite this, it was still argued that a
crisis communication process, translated in termgproactive, reactive and post-evaluative crisis
communication stages for the purpose of this stwdill, be necessary for a crisis communication
process to be strategic. This correlates with thintiion of strategic management proposed as the
formulation, implementation and responsibility folans and related activities vital for the central

direction and functioning of the enterprise as aleh

The interviewee argued that strategiommunicationplans must be aligned with the overall
organisational strategy, which correlates with argots posed in the literature review. Furthermore,
the interviewee stipulated that communication’stdbation towards the achievement of organisational
strategy has to be illustrated in order to eraseptrception of communication being merely a suppor
function. It was argued in the literature revievatthto highlight communication’s role on strategic
level, the application of two-way communication astakeholder relationship building tool must be
emphasised. Most importantly, it was stipulatedthe focus group that communication becomes
strategic once communicators acbasindary spannerand advise top management on the outcome of
their business decisions. The focus group partitgpurther stipulated that the latter role of
communication moves communication as a discipleenfa technical to a strategic function, which

supported the arguments in the literature review.

The importance of two-way communication was suggubtty the participants and interviewee, but

only as a matter of course and not astakeholder relationship building to@s proposed in the
190



literature review. The participants also stipulatieat proactively, two-way communication should be
used toinfluence and infornmthe media and reactively txlucatethe media. However, it was argued
that sustainable media relationships will not alsvaysure favourable media reporting; what will be
reported largely depends on the individual joustadind publication’s level of integrity. Despiteeth
latter, it was indicated that strong media relaglips could assist in more accurate reporting duain

crisis.

The research indicated that crisis communicati@tigipally is mainly regarded asraactivefunction.
The participants indicated that the agenda willeméhe to manage a crisis but rather to positionaAbs
optimally. The participants also stated that ev@maafter a crisis is indeed conducted within Absa
but a two-way communication forum to share knowéedgs proposed in this study, has not been

considered, and communication after a crisis idg@m@nantly one-way.

Against this background, four dominant findings eveferived, which served as the main building
blocks for anintegrated crisis communicatioflamework. It was argued that the implementatién o
integrated crisis communication serves as a foumadbr the achievement of the other building

blocks. These building blocks are briefly summatibelow:

7.2.2 A crisis communication process with proactivereactive and post-evaluative crisis

communication stages

Although not supported by the case study particgafor the purpose of this study a crisis

communication process translated into proactivactree and post-evaluative stages, which were built
on the proposed reciprocal relationship betweesisckcommunication and crisis management. The
researcher argued that crisis communication shbelg@racticed before, during and after a crisis, not
only as a reactive function. Consequently, it wagied that crisis communication encapsulates and is
practiced on each stage of the crisis managemewcegs, which therefore also necessitates a crisis
communication process with proactive, reactive post-evaluative crisis communication stages. Such
a crisis communication structure was thus a keynele to ensure a strategic crisis communication

process for the purpose of this study.
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7.2.3 Practicing the advisory role of crisis commuation

In line with the above crisis communication procsssicture to contribute towardss&ategiccrisis
communication, the focus group participants indidathat communication’s value as a strategic
function lies within the communicator’s ability edvise top management on the outcome of their
business decisions. This correlates with the pregdmundary spanning role in the literature review.
Crisis communicators have to act proactively, rigalit and post-evaluatively as advisors upon asris
occurrence. This would optimally be achieved thfoagntinuous two-way communication with the
media and other stakeholders.

7.2.4 Practicing IC variables alongside excellentbeory variables

It was argued in the literature review that IC anatellence theory variables have to be applied in
conjunction with the above crisis communicatiorusture to ensure a comprehensive strategic crisis
communication process. However, it was discovergthd data collection that not all these variables
are applicable on every stage of the crisis comoafion process in practice. More importantly, in
theory IC variables are necessary for the impleatant of the excellence theory anide versaThis
overlap was illustrated in the previous chapterpimposing a vertical overlapithin IC and excellence
theory variables respectively, and a horisontalrlapebetweenlC and excellence theory variables,
which specifically highlighted the complimentarylatonship between IC and the excellence theory
variables. The illustration indicated that IC andedlence theory variables should be practiced as a

whole in an integrated manner to contribute towardfategic crisis communication process.
7.2.5 The implementation ofntegrated crisis communicatioiCC)

Integrated crisis communicatioiCC) is built on the notion that two-way commuation with the
media not only facilitates purposeful dialogue legw the organisation and the media, but
simultaneously provides the preparatory foundati@eded to communicate strategically with the
media during and after a crisis. The focus grouptigpants argued that proactive crisis
communication will never be practiced, as the foolithe organisation will always be on positioning
itself optimally and not to manage crises. Howeasrargued by numerous crisis theorists, the \@lue
proactive crisis communication plans cannot be rigdpas crises have the potential to threaten the
future existence of the organisation. The studyppses thaintegrated crisis communicatiofiCC)

has to be implemented not only to manage issueacpvely, but also to facilitate sustainable
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stakeholder relationship building. Reactive cristemmunication and post-evaluative crisis
communication will only be practiced when theseuéss evolve into crises. Proactive crisis
communication was thus rephrasedntegrated crisis communicatidilCC), to highlight the necessity
of a broader function that is not only implemented for crisisuations, but a function that ensures
sustainable stakeholder relationship building tgfotwo-way communication in general. Integrated
crisis communication holds the following principkes outlined in the previous chapter:

» Creating and nourishing relationships through twawommunication;
« Creating purposeful interactivity;

» Stakeholder centricity;

» Cross-functional departmental planning and momityri

* Integrated agency;

» Aligning messages internally and externally;

e Strategic communication process; and

» Promoting communication excellence.

In line with the above principlefmtegrated crisis communicatighCC) was defined aan IC process
in which two-way communication is utilised to busigstainable media relationships which will serve
as the platform for purposeful dialogue between ritetlia and an organisation before, during and
after a crisis.This definition specifically highlights thattegrated crisis communicatiahCC) for the
purpose of this study, serves as a stakeholddramship building function and, simultaneously,saas
a proactive crisis communication function throughlding sustainable media relationships from a

strategic perspective to assist the organisati@otomunicate effectively during and after a crisis.
7.3  LIMITATIONS

The following limitations were identified in theusty:
To address the issue stfategiccrisis communication a myriad of elements hadga@dnsidered in the

literature. Despite contributing towards a compnsie study, it also at times caused long-winded

discussions to bring certain viewpoints across.
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Although triangulation and a pilot test were cortddg the generalisibility of the study could be

guestionable, as Absa cannot be an accurate repatiea of all successful South African financial

services providers. However, the scope of qualgatesearch is limited, and a sample in qualitative
research is not meant to be a representation opdpelation, but rather a generalisation to theory.
Regardless of the latter, the purpose of utiliingase study was specifically to comptreory and

practiceand can serve as a benchmark for future research.

This study only proposed an integrated crisis comigation framework thereby providing the
guideline in order to instil effective crisis commecation with the media. The detailed elements aded
to implement this framework have not been addressddtail. However, the exact elements that have

to be practiced on each stage of the proposed fwvarkecould be explored in future research.

This study promoted a strategic crisis communicagoocess through predominantly focusing on
stakeholder relationship building, and it was adgtleat communication’s worth on strategic leveslie
within stakeholder relationship building through otway communication. However, other vital
elements that needs to be considered in order ritrilbote towards a strategic process, such as the
alignment of the crisis communication strategy witle overall communication and organisational
strategy, has not been addressed.

7.4  STRENGTHS

Various strengths have been identified which cbntad towards the uniqueness of the study:

Limited research has been conductecstategiccrisis communication. Although it was stipulated i
the research that the lack of strategy contribtdesrds unsuccessful crisis communication practices
limited research highlighted that a strategic striecis necessary for effective crisis communicatar

how strategy could be incorporated in crisis comication processes.

The study indicated that crisis communication hasaprocal relationship with crisis management;
thereby emphasising that crisis communication i$ ooly a reactive process. Two-way Ccrisis
communication has to be practiced before, durirjadter a crisis. The lack of focus on proactivd an
post-evaluative crisis communication, moving awanf the dominant reactive crisis communication

viewpoint, is thus also addressed.
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Strategy was addressed from numerous angles, inglud process translated into planning,
implementing and evaluating stages, the buildingudtainable stakeholder relationships, practicing
the advisory role of crisis communication on eatdgs of the crisis communication process and

applying IC and excellence theory principles.

A unigue coherence between IC and the excellereeryhvariables were identified. It thus became

evident that there is a complementary relationbleiween these variables.

The proposition ofntegrated crisis communicatiofhfCC) to facilitatestrategiccrisis communication
with the media is unique and serves as a contabubwards crisis communication literature. It was
also highlighted thatintegrated crisis communicatioflCC) needs to be implemented by the
organisation not only to communicate effectivelyhwihe media during and after a crisis, but toduil
sustainable stakeholder relationships in geneta.ifitegrated crisis communicatigihCC) framework

could thus be applied to any stakeholder groupjusttthe media.

The study also emphasised the worth of practicograunication strategically. Communicators have
to act as advisors to top management on the outadnbeisiness decisions. As argued previously,
communication has to be practiced on strategid ievarder to enable a strategic crisis communazati

process.

The worth of two-way communication to build sustdite stakeholder relationships, not only for
organisational survival, but also to ensure créitijbivithin a crisis situation, was also addressethis
study. Two-way communication is often regarded amatter of course, it should however, be

consciously considered as a stakeholder relatiprighlding tool.
7.5 RECOMMENDATIONS FOR FUTURE RESEARCH

As the study focused on the perspective of theragg#on in crises scenarios, future research can
explore the viewpoint of the media on how an orgatonal crisis should be managed. Insightful
findings could be derived from such a study, asoitld be discovered what information the media
requires during a crisis and what they expect tedramunicated during a crisis. Similarly, the focus

could also be on the perspective of any other bt@ker group on a crisis, such as employees.
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The study focused on highlighting the necessitgrohtegrated crisis communicatiaitCC) approach
for a strategic crisis communication process. O#éhements, such as the compilation of a formalscris
plan and conducting crisis simulation that alsotgbuates towards a strategic process, can altedsti
be researched.

The research proposed an integrated crisis comiatimicapproach; thereby focusing, among others,
on the crisis communication process translated prwactive, reactive and post evaluative crisis
communication stages. Future research can addressadk of post-evaluative crisis communication
specifically through the installation of a two-wasisis communication forum, or solely focusing on

integrated crisis communicatiqihiCC) as a proactive crisis measure.

Furthermore, the value of stakeholder relationghipding through two-way communication within
crisis situations could also be measured. Thisysardy highlighted the necessity thereof to instil
strategic crisis communication approach. Moreothex,value of relationships with the media during a
crisis could also be addressed.

Lastly, as this study only proposeframework the elements that need to be practiced on eagde sif
the process could be discussed in detail. Heneefdtus of this type of research will be less of a
guideline for a strategic crisis communication @ss; and more for the action plans required for

successful crisis communication.
7.6 SUMMARY

This study focused on determining whether crisisitminication processes in theory and in practice
are strategic, to contribute towards effectiveisrcommunication with the media. This problem was
addressed through exploring existing literature aodducting a case study at Absa bank through a
three-fold data collection approach consisting chse study, focus group and an evaluation of fa dra

crisis communication plan.

It was argued that the implementation infegrated crisis communicatiolCC) will serve as the
foundation necessary to effectively communicatenduand after a crisis. It is concluded that the
principles ofintegrated crisis communicatiofflCC) will not only assist in managing and resolyia

crisis effectively, but will also ensure sustairmldtakeholder relationship building within the
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organisation as a whole. “Not only are social pandrpart of developing our responses to a crises; t
are also each responsible for it” (Zuma 2009:1ydfwee, integrated crisis communicatioCC)
should be used to build sustainable relationshipis the media, as they act as social partners ef th

organisation in resolving a crisis.
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ADDENDUM A: An elaboration on the actions to be impemented on each stage of the crisis management pess

Proactive crisis management stag

General actions to consider during proactive crisisnanagement

a) Early warning system and environmental scanning

Egelhoff and Sen (1992:443) define a crisis as fdsalt when an environmental threat interacts aittorganisational weaknes¥his definition highlights
the importance of environmental scanning, which lmarconducted by implementing a SWOT analysis (Br&®97:770). The SWOT analysis, an acronym
for strengths, weaknesses, opportunities and gyrhaghlights possible external opportunities ameats as well as internal strengths and weakne$ses
organisation in order to detect areas of concelitsdW (1984:75) defines environmental scannincghagtonitoring of current environmental happenings ja
the forecasting of happenings in the future. larigued that there is a linkage between strategicnimg and environmental scanning, which is espigdia
applicable to the strategic focus of this study,stategic planning focuses on building a stablatimnship between an organisation and its external
environment in order to successfully manage ch&oge the outside (Wilson 1984:75; Hax 1984:19).

By paying attention to internal and external hajpgsman organisation is allowed to respond promgtilgt sufficiently to crises (Gonzalez-Herrero &tPra
1996:82). As stated by Bennet (2005:11), an eaagnimg system identifies critical signs and pregassues turning into crises. Similarly, Darlin@94:4),
Gonzalez-Herrero and Pratt (1996:81), and Uceli02222), contend that early detection enables ganisation to avoid crises in totality or to beﬂter
manage crises. Early warning systems pick up eeiglesf constant non-performance (Meyers & Halush@61®6). Environmental scanning or the
implementation of an early warning system detdotgeling issues which will enable the organisatmproactively resolve an issue before it evolvee a
full blown crisis.

b) Crisis audit
Meyers and Halusha (1986:218) state that orgaoisathat operate in extreme volatility should cartducrisis audit. As the modern business enviratime
is characterised by constant change, the develdpoh@ncrisis audit is inevitable. A crisis auditnsist of two sub-audits namelycasis susceptibility audit
and acrisis capability audit(Meyers & Halusha 1986:219). A crisis susceptipiiudit exposes the types of crises an organisasidikely to encounter
whereas a crisis capability audit examines an @sgéon’s ability to cope with a sudden crisis.

c¢) Corporate reputation
Stocker (1997:197) and Modzelewski (1990:13) artiiat a favourable corporate reputation prior teisiscan assist an organisation to better manage a
resolve a crisis. Van Riel (1995:27) states that ghsitive or negative reputation of an organisat®odetermined by “the signals that it gives ahita
nature”. Corporate reputation is defined as ansassent that stakeholders make about an organis@fioombs & Holladay 2006:123). In order |to
emphasise the importance of a favourable reputatimm to a crisis, Coombs and Holladay (2006:1@&)m that “an organisation with a more favouraple
prior reputation will still have a stronger posisis reputation because it has more reputationtalapi spend than an organisation with an unfavaerar
neutral prior reputation. As a result, a favourgirier reputation means an organisation suffers &l rebounds more quickly after a cris@@dnsequently
an organisation should at all times work to esthbl favourable perception among stakeholders ghrapen and honest business conduct, as such an
organisation will suffer less damage from a crisis.

d) Crisis management team and spokesperson
A crisis management team and spokesperson shoulddignated prior to a crisis in order to react@ffely to a crisis. According to Barton (2001:208
crisis team should include technical experts, #&orgy, a public relations manager, a financial aggm, an information technology manager and a publi
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affairs expert. However, Bloom (2008a:[sp]) poioist that a management team should still be availablrun the organison as usual. A primai

spokesperson should also be appointed in ordexcioce the chance of contradicting statements; kipgavith one voice is more crucial in a crisisriha

during normal operationgFearn-Banks 2007:25). There is a mixed opiniothin literature on whether the CEO should fulfi ttole as spokespers
(Fearn-Banks 2007:25; Maynard 1993:54; Barton 288)1Kaufmann, Kesner & Hansen 1994:38), howevecpmting to the research conducted
MacLiam (2006:65), the choice of a spokespersomlghdepend on thé&/pe and severityof a crisis. The spokesperson should be a serdgmragemen
member as it is important that this person shoatdyaesponsibility to make important decisionsl{Rd&o 1990:47).

e) Crisis control centre
Venter (1994:219) and Stocker (1997:198) arguedlsdparate space, located in a security arealdshetallocated for the crisis team in order to augs|
the crisis. This area should be equipped with #mesasary technical equipment such as phone lioeguters, fax and video conferencing facilitieselite
television and radio services (Stocker 1997:198).

f) Crisis training
Skinner et al (2005:291) highlights the importan€erisis training by stating that the manner inahha crisis is handled will affect an organisatoimage.
This training process involves the entire orgaioseas senior management must be educated on hdeatavith the media; middle management must k
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how to conduct a telephonic interview; switchboardployees must be informed of the correct procedlurdirect queries during a crisis and human

resources must be trained on how to manage stéafigitimes of disaster (Skinner et al 2005:291)tAMiit continuous training, management tend to

act

warily (Boin & Lagadec 2000:188). More importantlgpokespeople must receive media training in otdeensure that the correct message is

communicated to key stakeholders (MacLiam 200686@pm 2008b:27).

g) Internal organisational climate
Elsubbaugh et al (2004:116) state that “we shorgdte a supportive organisational culture for tiigkabout potential crises and crisis managemeithy
involves all the organisational levels ... we canndthing without a favourable culture that suppbd trisis preparation proces#{s stated previously,
sound internal organisational climate is vital der to interact effectively with external stakeders. Furthermore, Pearson and Mitroff (1993:5¢uarthat
an organisation should develop an infrastructurepefn and effective communication at all leveldha organisation. This highlights the importance
generating a stable internal climate through twg-ssammetrical communication, a key characteristitCo

h) Issues management

Various crisis scholars (Gonzalez-Herrero & Pr&®e84; Murphy 1996:103; Verwey et al 2002:31; &8e007:403) highlight the significance of issy
management as a vital element of proactive crisigagement. Issues management is defined by puitons counsellor, W. Howard Chase, as
“capacity to understand, mobilise, coordinate, dinelct all strategic and policy planning functioasd all public affairs/public relations skillsytard [the]
achievement of one objective: meaningful partiégratin creation of public policy that affects panab and institutional destiny{Seitel 2007:403). Ag
argued by Gonzalez-Herrero and Pratt (1996:85)essanagement within a crisis context assistsganation to identify issues that may have areich
on such an organisation’s well-being. Issues manageis a five-step process that includes the ifieation of issues of concern, the analysis ofreissue
in order to determine its impact on stakeholddrs, Highlighting of strategy options that are av@é@aio an organisation, the implementation of atipag
plan, and the evaluation of qualities to determimether organisational objectives have been acti¢Seitel 2007:403). Issues management can ther
be employed as a vital tool in proactive crisis aggment in order to identify and resolve issuesredf evolves into crises.
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Reactive crisis management stage

General actions to consider during reactive crisisnanagement

a) Gather all the facts
Fearn-Banks (2007:43) emphasises the importanaatbiering all the facts before communicating to kégkeholders, by arguing that a perceptiorn
unreliability will be instilled if information is idseminated as fact, when it actually has not lweafirmed. Barton (2001:212) maintains that théofeing
data need to be collected before a message casrrhaléted for a news conference: the number of stambers and expenditure; the level of growth
organisation has on the region’s economy; a sumroithe organisation’s benevolence over the pastetlyears; a list of the organisation’s busin
partners, tax payments, any awards received; aflilws that the organisation has to comply wahd profiles of products and services offered. i
argument of disclosure vs. non-disclosure, Kaufmetral (1994:35) and MacLiam (2006:48), argue thatfollowing questions should be answered in o
to determine the correct strategy for the speciiigis at hand:

Could non-disclosure be fatal or lead to furthentge?
Should the answer to the above question be positillalisclosure should be provided.

Is your organisation the culprit or the victim?

Full disclosure might be the correct policy if tbeganisation is the victim in the crisis, but or ttontrary, should it turn out that the organisaticas
negligent “it may be more important for firms toigd by the more cautious advice of corporate cduasavoid damages in excess of those necessd
compensate victims” (Kaufmann et al 1994:36). Hosvethe value of an apologetic stance upon the salom of guilt, as well as the disclosure g
recovery and preventative strategy should als@akentinto consideration in order to protect an oiggtion’s credibility.

Are the rumours surrounding the crisis worse thamfacts?

If the rumours overpower the facts, it is vitalpmmptly communicate the truth.

Can the organisation afford to respond after thisisP

An organisation that makes full disclosure, bulsf&b take corrective action, may increase thability drastically. All victims should be compesd for
all damages upon the admission of liability.

Can the organisation afford not to respond?

The consequences of non-disclosure should be fakeiconsideration. As argued before, non-disclesuight create a perception that an organisatian
something to hide and therefore results in furthenour mongering. However, full disclosure is meignificant when the crisis affects the organigsald
reputation.

b) Message formulation

Barton (2001:67) argues that there are three asahat have to be taken into consideration wheparing the message to stakeholders, namely,
content and the receivefonerefers to the temperament expressed in the respémsexample, annoyed, apprehensive or optimi€iimtentrefers to
whether fact, opinion or a combination of both v communicated. When taking ttezeiverinto consideration, the crisis team must estalflisiv much
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knowledge does the recipient carry about the caistbthe organisation.
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Post-evaluative crisis management stage

General actions to consider during post-evaluativerisis management

a) Organisational learning
In this crisis stage, organisational learning refer the lessons learned from experiencing thésqiiearson & Mitroff 1993:54). The emphasis shdusdd
placed on rectifying current issues and improvimmife abilities (Pearson & Mitroff 1993:54). Cuésean actually be beneficial towards an organisamit
promotes certain learning outcomes: failure of ¢h@ghlight an under-recognised issue; it provi@esear description of a specific problem; it stiates the
search for solutions; crises generate a spiritagfperation among internal constituencies; criseghtmiesult in the adjustment of risk tolerancesses
promote a variation in response strategies andoilyres a greater degree of flexibility (SeegealeR005:82). Continuous feedback, generated f
experience, is vital for effective crisis prepasati(Boin & Lagadec 2000:189). This statement ingplieat the crisis management process is cyclisa
lessons learned are used in order to prepare éonéxt crisis. Mitroff (2004:45-46) claims that sassful crisis management is not just the resu
sufficient crisis management plans, but also thenieg processes that a crisis instil which provitenagers with the ability to envisage the onset néw
crisis.

b) Image restoration
Upon the aftermath of a crisis, an organisationtbadetermine what impact the crisis had on thaege (Weiner 2006:5). Corporate image can be déf
as the impression that stakeholders haveitado organisation based on the experience thatstiders had with the organisation (Benoit & Pa0§8:244).
An organisational image is an important asset #akkholders should be hesitant to conduct busimgssorganisations that has a tarnished image (Bé&nc
Pang 2008:244). Image restoration expert, WilllanBenoit, has developed an image repair theoryhiich he proposes the implementation of vari
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strategies that can be applied already in theixeastage of crisis management, in order to praedtrepair a tarnished reputation.
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ADDENDUM B: A critical evaluation of crisis management and crisis communication processes

Key/legend:
In order to clarify the categories presented oréftethe following descriptions are provided:

e Steps: The steps refer to the actions that each processisis of. These steps could either be chronadbgic a-
chronological.

« Key thrusts: The main attributes of each model.

« Process categorisationEach process will be analysed as a predominaatctive, reactive or post-evaluative process
in which all the stages are applied.

« Type of communication: Whether the process utilises one-way or two-wayrmonication will be an indication gf
whether the process has the potential for stakehotdationship-building, which is a key element®fthat is required
for strategic crisis communication.

« Crisis theory most applicable: A relation of the model towards the crisis thesris discussed in Chapter 3 will pe
provided to draw a correlation between existingisrprocesses and theories. This correlation Wgb ae-emphasise
which theories and processes are strategic.

A) PROACTIVE CRISIS MANAGEMENT AND COMMUNICATION PR OCESSES

Fink's stage process (Fink 1986:67-91; Palumbo 1992-22)

Steps This process hi five elements which is built on the crisis lifeoggbhase
that was discussed earlier:

1. Cirisis forecasting
It is argued that organisations that plan proabti¥er a crisis occurrence,
experience crises of shorter duration as opposedjamisations that failed to
plan. The crisis management plan eliminates coofysispecifies the
requirements and direct responsibility.

Crisis forecasting has four variables, namely,isiimpact value (measurin
the level of possible damage of the crisis); prdligbactor (how likely is it
that the situation will occur); degree of influen§¢ehat steps can b
implemented to reduce the crisis’s impact); and obstervention (the issu
should be weighed against the cost of implemergirgip action).

«

D o

2. ldentify the crisis
Two reasons attribute to the importance of ideimtgfya crisis. Firstly, crisis
identification enables an organisation to managesdituation at hand; and
secondly, after the identification of a crisiswill allow an organisation to
determine whether the situation can be controlled.

The following questions have to be addressed:

« If the issue is left unattended, will it escalateritensity?

« Could this situation generate media attention?

 Will this situation interfere with the normal fuimming of the
organisation?

» Could the situation cause damage to the organisatieputation?

« How will the organisation’s bottom line be affected

3. Isolating the crisis
It is argued that nothing should take priority oube crisis in order to
effectively manage the crisis.
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4. Managing the cris

The isolation and identification of the crisis wibksist an organisation

determine what action plan could be implementede Tanagement of

crisis predominantly involves making proper decisiolt is vital that crisis
plans must be flexible as crises are fluid. Theigimanagement team, whi
includes a spokesperson, must also be selectegdraactive measure.

5. After the fall

Even though the crisis is resolved, the organigatigll still be held
accountable to answer questions or to addressircéstues regarding th
crisis (especially to the news media). It is therefvital to evaluate th
competitor’s crises as it is likely that one capenence the same crisis.
crisis evaluation team should be appointed to deter what exactly
happened in order to prepare for a similar occaeen future.

fo
a

D

ch

D o
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Key thrusts

Fink's process suggests that crisis forecasting shouldonelucted and
crisis plan should be developed in order to preparghe possibility of g
crisis occurrence. Should a crisis occur, Fink pegs that an organisatic
should identify the crisis, isolate the crisis andnage the crisis. It is vital 1
evaluate the situation after the crisis in order gmepare for future
occurrences.

It can therefore be argued that this process s @slical, as stipulated i
Fink's crisis lifecycle, as discussed in Chapter 3, agetspthat have bee
identified during the evaluation phase should belieg in the crisis
preparation phase in order to avoid similar hapmsni

n

D
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Process categorisation
(proactive/reactive/post-

evaluative or all) and the
contribution towards
strategic crisis management

This process possesses qualities of a processaliitiree stages with a cc
focus onpreparedness

As the process holds proactive, reactive and peatiative characteristics,
is argued that it has the potential to be stratégithe stages are mo
specifically developed as proactive, reactive anubktjevaluative, an
communication be regarded as a core element tlatidslencapsulate thes
stages.

it

5e

Type of communication
utilised in order to ensure
efficient communication with
the media

This process does recognise in the ‘after the [fidifise that it is vital to ha
all the facts of the crisis to be able to answerigs from the media. It is alg
emphasised that the spokesperson has to be deternai@m a proactiv
measure. However, the process fails to addressntpertance of building
sustainableelationshipswith the media during the crisis preparation ph
Vital elements of communication are therefore idieat in the process, but
does not recognise two-way communication as agratie process.

Crisis theory most applicable

As this process is also in line w the crisis lifecycle (which proposes the
crisis evolves in intensity) it is argued that ttleaos theory is the mo
applicable to the process. This can be ascribethdofact that the chag
theory poses similar arguments than this procegsteBis follow certair
patterns over time; organisations have to be flexds crises are fluid;

suggests the need for continuous strategy develapraed the chaos theo
holds that learning is initiated through instakil{tvhich can be applied i
order to prepare for the future in order to aveidrsevents).

Although the chaos theory is predominantly proactwd reactive, it is alg
in line with the process’s predominant preventafo@is.

—
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Pearson and Clair's theoretical process of crisis amagement (Pearson & Clair 1998:66-73; Hale et &

2005:115)

|

Steps

This process does not have specific crisis managesteps (since it is

theoretical process), but the process is baseldeofollowing propositions:

A crisis generates both success and failure opfmsn organisation an
its stakeholders;

Management's perceptions about risk influence teption of crisis
management plans;

Crisis preparation can develop too much faith teatls to manageme
believing that their organisation is not vulneratole crisis;

The wearing down of individual and shared assumptiduring crisis
events among victims and organisational stakehelder likely to resul
in outcomes of failure;

Organisations that appoint crisis management tdanmsepare for an
manage a crisis will experience greater successaimaging the crisis g
oppose to organisations that ascribe the crisigoresbility to a single
individual;

Organisations that build sustainable relationship®ugh information
sharing with stakeholders prior to a crisis eveillt @xperience a greate
level of success in managing the crisis; and

A higher degree of success in crisis managemernt bgil achieved if
information is disseminated quickly and accurately.

The strength of stakeholder relationships (esdgcigith the media) will
influence the success outcome of the crisis. Faldermedia exposure (dl
to strong relationships with the media) will incseacrisis manageme
success.

nt
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Key thrusts

This process proposes that any crisis resultsriowus degrees of success ¢
failure. During a crisis, no organisation will réaentirely effective of
ineffective. The process further states that omgituns will be morg
successful in managing a crisis if sustainabldiogahips are built prior to

crisis. These relationships or alliances are hhilbugh information sharin
(two-way communication) between an organisation igmdtakeholders. Thi
characteristic is a key element of this study esaaly discussed.
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Process categorisation
(proactive/reactive/post-

evaluative or all) and the
contribution towards
strategic crisis management

Although this process does not have definite stepsmplementation, it i
argued that the process is predominaptiyactive as the core focus of th
process is to build sustainable relationships wittkeholders and how the
relationships can be utilised to obtain positivadiaeoverage.

The process has the ability to empower communicais a strategi
function. However, the process is not a combinextgss and will therefor,
not be regarded as strategic.

se

()
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Type of  communication
utilised in order to ensure
efficient communication with
the media

The process fails to portray that communicationusthdbe a combine
process, and therefore practiced proactively, neglgtand post-evaluatively.

Crisis theory most applicable

The process does not possess qualities of a codhlprazess, but it dot
place the necessary focus on the importance ofaapeommunication with
stakeholders in order to build sustainable relatigps. Thus, it can be argu
that crisis theories that place high emphasis amneonication could bg

applied to this theory. The situational theory afblics or the stakeholde

219



theory are most applicable to this process as fir@ys on the impornce of

identifying stakeholders/publics in order to enahte organisation to build

strategic alliances with them.

B) REACTIVE CRISIS MANAGEMENT AND COMMUNICATION PRO CESSES

Meyers and Holusha's process (Meyers & Holusha 1988)7-216)

Steps This procesis based on four consideratic
1. Dimension
Detecting the extent of the trouble foreseen.

2. Control

Management’s ability to influence the external eowiment.

3. Time

The amount of time an organisation has to reaatdusis.

4. Options

The quantity and quality of options that an orgatii;n has available to
address the crisis.

Key thrusts It is argued that the manner in which the abovéofaarelate, indicates wh
management tools have to be applied. The followtenarios are possible:
a) Dimension vs. control
e High dimension, low control
An organisation in this situation’s future existeris threatened, as the crisis
poses a great threat to the organisation whil@tbanisation has little control
over the situation.

* High dimension, high control

This situation is also serious as the crisis posegreat threat to the
organisation, but the organisation also has higkl$éeof control to address
the issue.

* Low dimension, high control

This situation holds little danger for the orgatiza and the organisation has
a high level of control over the situation. Howevéris argued that the
situation can evolve in intensity and pose a highezat to the organisation.

It is vital that the organisation has control owusr environment as a rule.
When a crisis strikes, the organisation will be enprepared to deal with the
situation.

b) Time vs. options

« Little time, little options

This is the most serious situation as organisati@mve to make decisions fast
with limited options available.

« Little time, ample options

This situation also requires a quick reaction, ith various options
available.

Process categorisatiol| This framewaok will assist the crisis manager to detect theosmsmess of
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(proactive/reactive/post-

evaluative or all) and the
contribution towards
strategic crisis management

situation and to implement the most appropriatpaese

Although the development of such a framework prepos sense of
proactivity, this process is predominantlgactive as the strategies are
focused on analysing the nature of the crisis gecie itself.

The process does recognise the importance of mamagenvolvement in
crisis management, but it does not stipulate thatcrisis management team
should be part of the top management of the orgtiais The process is also
not combined, therefore it is not regarded asegjiat

Type of communication
utilised in order to ensure
efficient communication with
the media

The process does not recognise the importance tfraction. I
predominantly focuses on evaluating the severityttod crisis and on
evaluating the options that the organisation hadlable to address the issue
timeously.

Therefore, this process is regarded as a lineasway process, which will
not suffice to build relationships with the medithe media reporting can
therefore be expected to be negative.

Crisis theory most applicable

A theory that is predominantlreactive is required to guide this proce
Therefore, Coombs’s SCC thearyBenoit's image restoration theomil be
most suited. The SCC theory does give the necessadjt to the value of
communication in crisis situations (which this pFss does not), and it js
predominantly concerned with thhesponseelement in order to protect the
reputation of the organisation.

=2

The image restoration theory places great emplasithe importance g
reactive crisis strategies in order to repair aatged image.

Hale et al's spiral crisis response communicationrpcess (Hale et al 2005:119-121)

Steps

This cyclical process has the following distinctive stepat follows on one
another:

1. Triggering event

It is argued that a crisis response communicatiralsis stimulated upon th
occurrence of a triggering event. The organisatiomow experiencing a
crisis and preparing to deliver a crisis response.

D

2. Spiral observation
During this phase, the goal of the initial obsenmts to determine whethe
the issue is indeed a crisis. Successive repdtitafrihis phase focuses on
obtaining a better understanding of previous respsn

=

3. Spiral interpretation
If the above interpretations result into contraaligtevaluations, the spiral
would be reversed in order to obtain supplementdoymation. Should it not
be possible to make a decision due to uncertaintgnissing/contradicting
information, the interpretation step will be remated. Each time this stepl|is
employed, new information is linked with existingdwledge in order to
create a better understanding of the crisis.

4. Spiral choice
During this phase, information is analysed agaihstsituational context in
which the appropriate decision that should be tdleromes evident. Once
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solution for implementation has been identified,ccassive iteratior
throughout the communication spiral will be usegtedict the impact of th
unfolding events. In the interim, the successiveiah steps will make the
necessary adjustments.

D

5. Spiral dissemination
The dissemination of the crisis and the respons®a the organisation are
continuously communicated to crisis response afpanties that are involved
in crisis response) and other internal and extasrgdnisational stakeholders.
The purpose thereof is to minimise the direct dasagf the crisis and to
prevent the crisis to evolve further.

Key thrusts

Hale et al (2005:12-121) revised the linear crisis response commuiaia:
process to the spiral crisis response communicgtiotess as the linear
process failed to address the difficulties of tbenmunication process. It has
been identified that a cycle of chronological comimation activities occur
repeatedly throughout the crisis response phasé&hwimakes the linea
process insufficient.

This process aims to reflect the order that shdagldaken to structure the
communication response during a crisis and the ssacg adjustments that
have to be made to enable an organisation to amaphe fluid crisis
environment.

192}
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Process categorisation
(proactive/reactive/post-

evaluative or all) and the
contribution towards
strategic crisis management

This process is predominantreactive as all the phases are focused
preparing the crisis response.

e

As the process is only regarded as reactive nibiconsidered to be strateg

Type of communication
utilised in order to ensure
efficient communication with
the media

This process utilises o-way communication as it is focused on developil
crisis response without taking feedback from stalddrs into consideration.
This will most probably lead to unfavourable megiporting.

Crisis theory most applicable

Due to the cyclical nature of this process, theoshtheory is the mo
applicable, as both portray the crisis situationaasyclical process tha
evolves in intensity.

—

MacLiam’'s conceptual process for organisational stitegies of crisis communication with the media

(MacLiam 2006:199-230)

Steps

This process is divided into three main sectionglwigollectively forms thi
crisis response process for crisis communicatidh thie media. It should b
noted that only the predominant ideas of this geds discussed below

order to support the process explanation:

> @

1. The foundation of the process
This section represents the elements that are sege® instil effective crisis
communication with the media, which include:

« A multi-disciplinary crisis communication team witlaccess tg
information and input into managerial decisions;

» Executive stress management: stress has to be ethitagrder to maks
level-headed communication decisions. Executivege ha understand
that one cannot always win in terms of what is rigubin the media;

e Customer-friendly approach during a crisis: the aoigation must
constantly be aware of its demeanour towards thdiarend the genera
public as public perceptions play a vital role ihet successful
management of a crisis;

117
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* Proactive crisis response and accessibility: asueamtgbefore, an
organisation must instil immediate, open and horasthmunication
practices in order to build the necessary trust amdlibility with all
stakeholders;

« Consistent messages: an organisation must spea oné mouth; and

» Flexible crisis strategy and continuous environrakstanning (as stated
before, crises are fluid which necessitates an tatlp organisationg
structure.

2. The analysis of the crisis situation
This section is focused on analysing the crisisioence, which will assist an
organisation in formulating a crisis responses laligued that an organisatipn
that conducts crisis management proactively is npoepared to deliver an
effective crisis response when disaster strikes. Rdy elements that have [to
be taken into consideration during the situatiomatalysis (based on

Coombs’s SCC theory), which collectively forms thisis response, are:

e The context: public perceptions about an orgamieati historic
performances as well as the industry in which sachorganisation
operates have to be evaluated;

* The severity of the damage: the impact that th&iscHad on the victims
has to be determined; and

* Whether the organisation is perceived as beingoresple for the crisis
it is argued that the media will be more criticalvairds an organisatio
when the organisation could have prevented thescris

=]

3. Content of communications to the media
This section provides various options for the cont#f the communications
to the media. There are two main response categomn@mely,innocent
(when an organisation is innocent) amdilty (when a crisis was an
organisation’s fault).

3.1 Innocent tactics

The aim of these tactics is to convince the medih public that there is np

crisis. This is also an ideal opportunity to obtpositive media coverage for

an organisation. The following innocent tacticgsefeach tactic has various

response options, which will not be explained fbe tpurpose of thi

discussion, as the focus is just to obtain clatfan on the broad strategies|to

support the process explanation):

* Non-existent strategies (strategies aimed at editirig the crisis);

« Suffering/victim strategies (strategies focused siimulating public
sympathy); and

» Integration strategies (strategies aimed at obitgipublic approval).

1*2)

3.2 Guilty tactics
The objective of these tactics is to ensure thattledia views the crisis in|a
less negative light or to perceive the organisatisrmore positive based on
the manner in which the organisation controlled thisis. The following
guilty tactics exist. It should also be noted thatious response options also
exist under each tactic, but it will not be expkdnfor the purpose of th
discussions as clarified above:

» Distance strategies (an organisation acknowledgesctisis, but try tg

n
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weaken the connection between the crisis and ten@ation’
Justification strategies (an organisation aims itwintise damage throug
clarification);

Integration strategies (an organisation is focusedimproving public
perception of the organisation through positivelaite association); and
Mortification strategies (these strategies aim timdate the public’y
forgiveness for the crisis).

Key thrusts

Through the proposition of crisis response stratggthis process portra
crisis communication as a predominant reactivetfancResponse strategi
are proposed for when an organisation is eithecgdeed as being guilty o
innocent. Although the process does recognise ¢ael fior proactive crisi
management, post-evaluation is absent.

Process categorisation
(proactive/reactive/post-

evaluative or all) and the
contribution towards
strategic crisis management

This process is regarc as areactive process. Although the aim of t
process is to provide various crisis communicatiesponse strategies, t

crisis management (reciprocal relationship). Effectcommunication with

the media cannot be instilled without prior susiaie relationships and

continuous follow-up after a crisis. However, theqess does empower t

communication function as strategic as it is pregoghat the crisis

communication team must have access to top manageee to the
predominant reactive nature of this process,bisregarded as strategic.

Type of  communication
utilised in order to ensure
efficient communication with
the media

Although the process provides the potential to lifaté twc-way
communication,
communicating the organisation’s perspective. thexefore characterised
one-way communication as the organisation forcakesiolders to believ

e
what the organisation wants them to believe. With absence of two-way
d

communication, sustainable stakeholder relatiosskignnot be formulate
with the media.

Crisis theory most applicable

A predominant reactive theory is required for fiecess. MacLiam used t
SCC theory as the foundation for this process.rAdtévely, Benoit's image
restoration theory could also be integrated witls throcess, as reacti
strategies are proposed in order to restore sstadiimage.

C) CRISIS MANAGEMENT AND COMMUNICATION PROCESSES WH ICH DISPLAYS ALL THE
STAGES OF THE CRISIS MANAGEMENT PROCESS

Mitroff's stage process (Mitroff 1988:1¢-20; Elsubbaugh et al 2004:113; FearBanks 2007:10

Steps

This process holds the following pha

1. Signal detection
It is argued that prior to a crisis actually ocaugr it sends out early warnin
signals. Crisis managers should pay attention ésetsignals as crises oft
occur when these signals are ignored. Furthernibi® argued that reactivi
organisations are likely to ignore these signals|enintegrative organisatior
are more proactive with a more balanced approachisis management.

2. Preparation/prevention
Preparation or preventative measures assist ogjénmis to detect any are

of weakness. The crisis management team has tesaithese weaknesses.

3. Containment/damage limitation
It is vital that an organisation has damage lirotatmeasures in place,

=

it appears that all response optiane focused on

eS

=

he
process fails to recognise that crisis communicaioa combined process
that should be built on the proactive, reactive podtevaluative phases of

ne
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these measures will prevent the damage to spreasthier areas of th
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organisatior

4. Recovery
Both short-term and long-term recovery measureg l@abe in place prior t

a crisis occurrence, as it is difficult to develegovery measures in the midst

of a crisis.

5. Learning

This step is a vital element of post-evaluativesisrimanagement. Lesso
learned from a crisis could be applied as a preactheasure, therefo
resulting in crisis management being a cyclicalragph.

Key thrusts

This process recognisehe importance of a proactive, reactive and-crisis
management. There are definite proactive, reactimed post-evaluativ
actions in this process which therefore resembletrategic manageme

process. Based on this process, Mitroff highlights following about crisi$

management:
« Crisis management is generic:

Although different crises appear, they all shargnailar pattern which thu
necessitates a set crisis management plan asaséiguibove.

« Crisis management is an interdisciplinary field:

Although a crisis affects a certain area of an wiggion, it can easily b
spread to other organisational areas. In orderdonage a crisis effectively
the compound interaction between departments lwalve studied.

Crises have numerous causes and conditions:
There is not a certain set of conditions thatkislli to cause a crisis.

Crisis management principles resemble those pileighat direct
strategic planning.

This point highlights an important element of tktsidy. One has to thin
about crises as you think about other businesstipeac for example, t
monitor early warning systems is similar to monitgr competitor,
movements.

1%}
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Process categorisation
(proactive/reactive/post-

evaluative or all) and the
contribution towards
strategic crisis management

This process displays all three stages. Althoughsdteps could have be
more specifically categorised as proactive, reactand post-evaluativ
stages, this process resembles characteristics stfadegic manageme
process.

[¢)

nt

Type of  communication
utilised in order to ensure
efficient communication with
the media

Disappointingly, this process does not recognise fimportance ¢
communication — it will thus be regarded as a omag-wwommunicatior]
process with the absence of media relationshipss Phocess had th
potential to represent a strategic crisis managgnbem without recognising
communication as an integrative element in théscrimmnagement process,
lacks an important aspect of strategy.

D

)
it

Crisis theory most applicable

As this process is not focused on crisis communicatioaories that woul
have been applicable to the combined nature of phéxess cannot b
applied. Therefore, the chaos theory is regardeth@st applicable, solel

because it resembles the phases of a crisis ataséig in this process.
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Horsley and Barker’s synthesis process of crisis magement (Horsley & Barker 2002:415-418; Hale et 3

2005:115)

Steps

This process is a plan that combines processes@nchunication activitie

that can be utilised in order to effectively prepdor and control crisis

communication occurrences. The process holds tlmvag interconnected
stages:

1. Ongoing public relations efforts

The most effective crisis communication plans hapmegor to a crisis: imag
building and sustainable media relationships apdieghand developed durin
‘good’ times, thus ensuring that communication eyt are in place durin
times of emergency. Sustainable relationships whke media ensur
favourable and fair reporting during crises andntan credibility among the
public.

2. ldentification of and preparation for potehtigses
It is impossible to prepare for all plans, butpgentioned in Mitroff's process
generic crisis management plans can be developed.

3. Internal training and rehearsal
It is vital that the crisis plan must be rehearfedough crisis simulation) ir
order to ensure that all parties are aware of tiesponsibilities.

4. The crisis event

Prompt communication must be delivered after thisiscroccurrence. Th
media must be utilised to disperse information &&welement to presery
good public relations.

5. Evaluation and revision of crisis events

It is vital that organisational leaders have toidate that an organisation h
completely recovered from the crisis, what measwiishe implemented tg
avoid such an occurrence in future, and to show tha organisation i
prepared for crises in the future. Further negatimeeptions could be eras
through follow-up stories in the media.

Key thrusts

A key principle that underlines this process ist #ra organisation’s level «
crisis preparedness and sustainable media relbtmplay an integral role i
rebuilding public trust and confidence in the oiigation. An important
element of this process, which is also applicablénts study, proposes th
crisis  communication plans are built on the interrend external
organisational environment where crises take place.

Process categorisatiol
(proactive/reactive/post-

evaluative or all) and the
contribution towards
strategic crisis management

Unlike Mitroff's process, this process recogniske importance of crisi
communication and having sustainable relationsWifls the media and othe
stakeholders prior to the crisis event.

As the process also places high regard on crismnumication as a
approach that has proactive, reactive and postiatie¢ stages, it is regards
as a process that has the potential to be stratddie importance o

communicators’ involvement on management levdl Is¢éi to be emphasise

to a greater extent.

1%}
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of communication
in order to ensure

Type
utilised

This process places high regard on the importahazisis communicatior

As the process proposes that relationships showeld chitivated with
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efficient communication with
the media

stakeholders (especially the media), it is argined this process utilises t-
way communication. However, the importance I6f could have bee
emphasised to a greater extent. Integrative aaismunication (ICC) is als
absent.

O -

Crisis theory most applicable

Theories that place high regard on -way communication and stakeholt
relationship-building could underlie this proce$terefore, the stakehold
and excellence theories could be applied.

1%
—_

Gonzalez-Herrero and Pratt's integrated four-step gmmetrical process for crisis communication
management (Gonzalez-Herrero & Pratt 1996:89-101)

Steps

This process has the following ste

1. Issues management
Issues management enables an organisation to skEar@gsues that migh
harm the organisation. This step implies that graoisation:
a) Conducts environmental scanning;

b) Collects data on issues that might cause trouhle; a
c) Develops a crisis communication strategy.

—

It is argued that issues management assists anisatjan to avoid step 3 (the
crisis).

2. Planning/prevention
During this step, environmental scanning is integgawith the issue
management step. Issues management focused onfyidgntissues of
concern and to prevent further development of tliesges. During this step
contingency plans have to be formulated to furteavent these issues to
develop in intensity. It is argued that planningth® grounding of crisis
management. This step involves the following:
» A proactive policy is attached to the issue;
 The organisation has to re-evaluate its connectigih the affected
stakeholders;
» Contingency plans must be prepared;
» The relevant crisis management members must bgnaski
» Identify a spokesperson to deal with the media;
 Identify a crisis control centre;
* Inform and educate internal stakeholders abouttises; and
» Formulating the message and media outlets thatbeillitilised upon the
implementation of the crisis communication plan.

|72}

11%J

As stipulated by the situational theory of publias,organisation must ensyre
that the plans display knowledge of public attitud8hould this stage he
addresses successfully, a full blown crisis caavméded.

3. Crisis

At this point it is argued that all proactive pladigl not suffice. During this

step an organisation;

« Designates definite crisis management team mendsessipulated in th
proactive stage;

« Appoints the spokesperson;

* Improves the crisis plan and integrate new inforomat

» Develops mediums of communication;

« Communicates to stakeholders the action plans aeglept negative

1%}
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publicity;
» Targets messages to the appropriate stakeholders;
* Provides the media with prompt feedback in ordexvtaid rumours; and
* Focuses on conducting the organisation’s every@daks, despite th
crisis.

4. Post-crisis

Crisis communication must still be conducted durihig stage in order t

address further media and other stakeholder quékiethe post-crisis stag

an organisation:

» Pays attention to the stakeholders and focusesesolving the issug
completely;

» Monitors the intensity of the issue, as it mightbgak to the crisis stage;

» Keeps the media updated on action plans;

» Evaluates the effectiveness of the crisis plan;

» Incorporates the feedback into the crisis plan; and

» Develops sustainable symmetrical communication namg in order tg
reduce damage caused by the crisis.

Key thrusts This process is a threefold integration of theatitinal theory of publics, tv-
way symmetrical communication and issues managernibig process is als
cyclical as it is argued that the resolution of amisis often leads to th
beginning of another.

Process categorisatiol| This process displayed all stages aithus regarded as strategic. The pro

(proactive/reactive/post-

evaluative or all) and the
contribution towards
strategic crisis management

places high emphasis on crisis communication. Hewedte process does n
directly contribute to empower communication astrategic function (by
stating that the crisis communication team shou#iehaccess to to
management), but through continuously emphasishng itnportance o
communication in all three stages, it does giveditréo the value of
communication. The reciprocal relationship betweeisis communication
and crisis management is evident in this process.

D
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Type of communication
utilised in order to ensure
efficient communication with
the media

Two-way communication is employed throughout this pssceherefore th
communication is also regarded as a combined pBdeeng-term proces
not only a reactive effort). However, the processginot state that two-wg
communication should be utilised to develop refahips with the media.

ty

Crisis theory most applicable

The situational theory of publics and the stakebiottieory are applicable
this process as it proposes the identificationhef specific stakeholders th
are affected by the crisis. However, excellenceorthewould be more
appropriate as it not only emphasises the impogtanf stakeholde
relationships and identification, but it also suppdhe utilisation of two-way
symmetrical communication (which is a key elemehthe process) to buil
these relationships.

r

)

Preble’s integrated crisis strategic management peess (Preble 1997:782-786)

Steps

The following steps are evideni this proces:

1. Developing the mission statement and condg&iBWOT analysis:
This process begins with developing a mission staté and identifying af
organisation’s strengths, weaknesses, opporturitidshreats.

2. Conducting a crisis audit:
Instead of just focusing solely on the positiveeasp of an organisation &

revealed in the previous step, such an organisatisusceptibility towards

potential crises must also be analysed. All elemehan organisation shou
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be examined for psible defects and ‘woi-case scenarios’ have to
formulated. The crisis audit will therefore expd@e probability, high impac
threatening events, as well as internal weaknesses.

3. Develop strategies that take advantage of rgangsation’s interna
strengths, minimise weaknesses,
opportunities:

Additional crisis prevention techniques have to ibbplemented with thg
strategy formulation. It is argued that integratiogsis management wit
strategy formulation will result in a higher compat advantage for a
organisation.

4. Implementation of strategies:

Strategy implementation starts with stipulatinga#ganisation’s policies an
annual objectives. This step also implies the foihy:

Formulation of detailed crisis plans

A detailed crisis plan should be put in writing. dhould stipulate
everyone’s responsibilities as well as the antteiggrocedures.
Development of crisis teams

The crisis management team should include a grédupamagers whg
have crisis management skills. The group should ialslude specialist
in various fields who will be able to address déeecrises. It is vital t
note that this team must have the support of th®.CE

Crisis simulation

This will allow an organisation to control uncenyi more successfully.
Development of a crisis communication strategy

It is argued that communicating to the public tlytouthe media is

considered a key element to either contribute éostinccess or failure ¢
the crisis. Public trust has to be created thaymgn communication

At this stage it is vital to obtain formal approwdlithe crisis management a
communication plan.

5. Evaluation:
Continuous evaluation has to be conducted in dalensure that the strate
does meet the articulated objectives.

Key thrusts This process aimed to propose a strategy for iatagy crisis manageme
into the strategic management process. It therefiok@ot aim to make crisi
management more strategic. This process does ligeotre importance Q
top management’s support for crisis managemenepges.

Process categorisation This process possesses elements of proactivitgtivieg and pos-evauative

(proactive/reactive/post-

evaluative or all) and the
contribution towards
strategic crisis management

actions. This process recognises the importanagisis management on tg
management level. Although the process is regaadestrategic, it does lag
reactive crisis plans (for when disaster strikd$)e implementation of thi
process in crisis situations is therefore quesbtmas the crisis plans are n
detailed enough.

defend againstatshreand exploit
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Type of communication
utilised in order to ensure
efficient communication with
the media

This process does recognise that open communicationld be utilisec
However, the process does not stipulate the intedrausage o
communication or the utilisation of two-way commuation to build
sustainable relationships. Thus, effective mediatiomships will be absen
which might be problematic during a crisis.

f
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Crisis theory most applicable

A crisis theory that strongly supports strategterfiture is required. It

therefore argued that the stakeholder theory wbaldhost applicable, not fg

its focus on developing relationships with stakdbod, but because it is
theory developed for strategic management.

=

a

Marra’s process for crisis publ

ic relations (Marra 1992:36-67)

Steps

A graphic representation of this process’s stems @mpovided in order t
support the discussion below:

Figure C: Marra’s process for crisis public relatig*

/

Contimmons risk
communication
programs and crisis
communication

planning

| Post-stakeholder
relationships

Organisational Infinence of
communication organisational legal
ideology function

* Adapted from Marra (1992:37).

Key thrusts

This process is similar to Horsley and Barker'scpiss
The core element of this process is tidationshipsthat an organisatio

builds with its stakeholders. This process alsgsetig the key elements of the
excellence theory. It therefore supports this ssidygument that sustainable

relationships prior to a crisis occurrence arel\iitaorder to successfull
resolve a crisis.

Another critical aspect of this process is the isdtion of two-way
symmetrical communicatiorin order to build these relationships. It a
supports the utilisation of risk communication, explained earlierRisk
communicationenables an organisation to build vital relatiopshand in g
sense influences how well an organisation is pexpéor the emergence of
crisis. Furthermore, this process proposes tharmsgtions that implemer

risk communication as a continuous activity, togethith the formulation of

proactive crisis communicatiorplans (prior to a crisis), will have strong
relationships with stakeholders which will resuit less damage for th
organisation during a crisis.

Marra argues that an organisation'sommunication ideology(culture)

influences the proactive and reactive stages ofisisc An organisational

culture will determine whether an organisation cigsis prone or crisis
avoiding Thus, it is argued that organisations with comitation ideologies

that support preparatory crisis management couldtriboite towards an

organisation experiencing less damage during &cris

The strength of an organisationlegal function will also influence the
proactive and reactive crisis management activiifeen organisation. Thus,

powerful legal department that supports crisis rgangent practices is

therefore ideal in order to successfully plan arcthage a crisis.
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This process places high regard on sustainablerstéder relationships ar
two-way communication. Crisis communication is alsegarded as a
continuous element.

Process categorisatiot
(proactive/reactive/post-

evaluative or all) and the
contribution towards
strategic crisis management

This process brilliantly portrays a key argument tbfs study— prior
stakeholder relationships and continuous two-wayraanication will assist
an organisation in managing a crisis more effettiddowever, the reciprocal
relationship between crisis communication and £neanagement is absent,
as this process is only focused on crisis commitibitalt therefore empowers
communication as a strategic function through itsptive, reactive and popst
evaluative portrayal of crisis communication.

Type of communication
utilised in order to ensure
efficient communication with
the media

Two-way symmetrical communication aimed at facilitatirrustainable
stakeholder relationships is utilised. It can tfenebe argued that favourahle
media reporting will be more likely during a crisis

Crisis theory most applicable

As this process places high emphasis on the roleoaimunication an
sustainable stakeholder relationships prior toisis;rthe excellence theor
which encapsulates these aspects, is the mostabplglito this process.

=
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ADDENDUM C: One-on-one interview questionnaire: stategic crisis communication and stakeholder engagent

1) General introductory questions

Category

Questions

1.1) Strateg

a) Define strategy and strategic manager
b) What are the elements of a strategic managepnectss?

1.2) The importance of communication in
organisation

c) What is the functioof communication in the organisatio

d) Does communication fulfil an important role iretstrategic management of the organisation”

e) What elements are necessary for a strategic cmioation process?

f) Should communication be a separate function fraanketing?

g) How important is an IC department?

h) Should the communication manager have a platieinprganisation’s dominant coalition?

i) Is two-way symmetrical communication preferrdmbae one-way communication procedures

)

1.3) Organisational steholder

j) Is it necessary to build sustainable stakehald&tionships, and if so, how is it establist
k) Is it necessary to keep both internal and ezlestakeholders abreast of the latest developn
in a crisis?

I) Should all the facts of a crisis firstly be comnicated to internal stakeholders?

ents

1.4) Thereciprocal relationshi between crisi:
communication and crisis management

m) Define the difference between crisis manageraedtcrisis communicatic
n) Do you regard crisis communication as an impuréement of crisis management?

1.5) The crisis communication proc

0) Is the crisis communication process regardea esntinuous process and not just as a rea
effort when disaster strikes?

p) Explain the importance of crisis communication.

g) What is the most important part of the crisismomunication process?

r) What functions does communication fulfil befarerisis?

s) What functions does communication fulfil durimgrisis?

t) What functions does communication fulfil aftecrésis?

1.6) Operating in the financial industry and
involvement of the media in crisis situations

u) Is the financial industry more vulnerable towsaadises in comparison to other industries, |
subsequently, more receptive towards media regattin

v) How important is it to respond to media queries?

w) Is the media regarded as forming public opinion?

X) How important is it to build a relationship witthe media and how is this relationsk
maintained?

np

Element necessary for

strategic crisis | Proactive crisis communication Reactive crisis communication Post-evaluative crisis communication

communication

2) Excellence theory element questions

2.1) The strategi| a) What type of research is necess| a) What is the role of cris| a) Could risis communication researc
management of the crisjsas a proactive measure for crisisommunication research during thafter a crisis, assist the organisation

to
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communication prograt
Communication

communication

b) What are the benefits

crisis phase
bb) Does environmental scannil

better prepare for future occurrenc
ndp) How could post-evaluative crisis

research environmental scanning? assist the organisation to betfetommunication research contribute towards
e Environmental c) Could environmental scanningespond to a crisis, should thémproving the environmental scanning
scanning assist the organisation in avoidipngrganisation be unable to resolvprocedure?
serious crises? the issue before it evolved into|a
reputational threatening crisis?
2.2) Access to enior| d) Why is it important to have acce| ¢) What are the benefits of havi| ¢) Upon the resolution of a crisis, wis it
management to senior management whem@ccess to senior management up@mportant to have senior management
preparing crisis communicatigrthe occurrence of a crisis? support?
plans?
2.3) Twc-way | ) Explain the benefits of tv-way | d) Could twe-way communicatioll d) How does practicing tv-way
symmetrical communication with stakeholdersassist the organisation in resolvingommunication assist the organisation| to

communication

prior to a crisis.

the crisis faster?

e) Does a two-way communicatiq
approach assist the organisation
maintaining its credibility during
crisis?

better prepare for future occurrences?
pre) Will two-way communication contribute
towards stronger stakeholder relationships
nand organisational credibility when the
organisation reacts on the feedback

obtained from stakeholders about a crisis?

2.4) Participative
organisational culture

f) Does a participative organtional
structure contribute toward
identifying issues that might cause
crisis through the sharing ¢
information?

f) Could a participative
sorganisational culture assist t
arganisation to better respond tg
pfcrisis?

f) Could the trauma and damage tce
herganisation after a crisis be less wh
amploying a participative organisation
structure?

en
al

2.5) Symmetrical interns
communications

g) Could sharing knowledge a
cooperation among employees as

g) Could knowledg-sharing amon
sistployees contribute towards

g) Could knowledge sharing amo

amployees assist the organisation to better

the organisation in detecting issueq dhster  crisis  response  andietect the cause of a crisis and how such
concern? resolution? occurrences can be identified and avoigded
in future?
2.6) Organic| h) Is an ope-door relationshif| h) What is the importance of i| h) Is an ope-door policy between cris
organisational structure | between crisis communicators andpen-door relationship between theommunicators and top management |the
top management necessary in orderisis communicators, employeeglominant factor that will ensure that top
to plan for a possible crisis? and top management lananagement accepts the necessary
successfully respond to a crisis? | precautions (as suggested by crisis
communicators ) to avoid future crises?
2.7) Recognition that tr| i) Does the recognition that tlji) Does recognising that tt| i) Does recognising that the organisat
organisation operates in|arganisation operates in a volatjlerganisation operates in a volatjleperates in a volatile environment create

volatile environment

environment that brings about chan

genvironment result in better cris

idetter feedback to contribute towards better
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and uncertainty, lace a highe
emphasis on proactive  crig
communication plans?

i) If the organisation accepts tk
volatility of the externa
environment, does it result in th
organisation being more prepared
a crisis occurrence?

k) Does a volatile environment res
in a stronger early warning system?

managemen
is

ne

e
for
[

ult

crisis preparation procedur:

3) IC element questions

3.1) Sustainabl
stakeholder relationship
building

I) How is sustainable relationshi
built with stakeholders?

m) What is the role of two-wa
communication in this process?

n) Is it important to build stakehold:s
relationships with stakeholders pri
to a crisis?

0) How important is specifically
media relationships prior to a crisis

i) Will sustainable stakehold:
relationships result in better crig
ymanagement?

k) What is the role of two-wa
pIcommunication when responding
o0& Crisis?

l) Is it easier to respond to meq
y queries when having relationshi
P with them?

m) Does solid media relationshi

i) Does having relationships wi

istakeholders provide more valual
feedback in order to provide opportuni

yto learn?

less damage having solid stakehol
iaelationships?
pS

DS

tles
te&) Does the organisation’s reputation suffer

nle

der

result in more favourable medja
reporting?
3.2) Stakeholder focus | p) How can acting in the beln) Could a crisis be mol|l) Could a similar cris occurrence b
interests of stakeholders anpduccessfully managed hyavoided when acting on the feedback tha

providing them with an opportunit

yincorporating stakeholder input

nobtained from stakeholders after a crisis”?

it is

to interact with the organisatigrthe crisis response?
better prepare the organisation for a
crisis?
3.3) Purposefu| q) By listening to and learning fro| 0) Could a crisis be moil m) Could stakeholder interactivity ass
interactivity stakeholders, could proactive crisisuccessfully managed by listeninghe organisation in avoiding simil:
communication and planning assisind learning from stakeholders? | occurrences in future?
the organisation to avoid the
emergence of a full blown crisis?
3.4) Orginisational| r) How should the mission of tt| p) Should the mission of tt| n) Is it important to evaluate whether -

mission marketing

whole [
Crisis

organisation a
incorporated with

as

perganisation be evident in the crig
5 communication response?

communication planning?

sinanner in which the crisis was handls
contributed towards marketing the miss

g) If this is not possible (th

ad,
on

eof the organisation?
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response contradicts t
organisational mission), how is th
justified?

is

3.5) Cros-functional| s) Is it important to have employe| r) When disaster strikes, what ¢| 0) By having diverse opinions about f
departmental expertigewith diverse capabilities on the crisishe responsibilities of everyone orauses of the crisis, could this result|in
integration team? the crisis team? better feedback in order to better avoid
t) Who should be on the crisis teamm) Who should be the organisatipfuture occurrences?
and is it important to establish thispokesperson (a person of expertise
team prior to a crisis? in the specific crisis at hand or the
communication specialist)?
3.6) Combination o u) When preparing for a crisis, is| t) Shcld the crisis response first| p) Is it important to determine whether -
internal and externglimportant to ensure that crisibe communicated to internakrisis response was in line with internal
communication communication plans are alignedtakeholders? communication objectives and should
with internal communication? u) Should the crisis response pmeasures be implemented to ensure |this
aligned with internal crisi$ alignment in future? If so, why?
communication?
4) Closing questions
Category Questions
4.1)1C a) Could IC empower communication to a strategincfion”
4.2) Crisis communicatic b) What elements contributewards a successful crisis communication f
c) What elements contribute towards the failure safccessful crisis communication

implementation?
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ADDENDUM D: Focus group questionnaire: strategic cisis communication with the media

Introduction

Literature on crisis communication and crisis mamagnt has indicated that crisis communication

models are not effective because they arestrategic This can either be ascribed to the viewpoint that

communication as a discipline is not regarded afraegic function or that top management does| not
regard crisis communication and crisis managemera aecessity. Besides the core focus of evaluating
strategic crisis communicatiorthis research also has two other secondary feceas, namely the
financial industryand themediaas stakeholder group, as it seems that the fiabimtlustry is a sensitive
industry that is more vulnerable to crises and sgbently more receptive towards media reportjng.
Based on this background, the following researciblem could be formulated:

To explore whether existing crisis communicatioret® contribute towards the strategic management of
a crisis through an IC approach in order to enstinat crisis communication with the media, employed
by a South African financial services providerstisategically and efficiently managed.

Literature further indicated that a strategic mamagnt process should have planning, implementation
and evaluation phases. It was therefore arguedithatder to instil a strategic crisis communicat(o
process it has to be proactive, reactive and patiative. However, these phases in isolation cahno
ensure a fully-fledged strategic process and it diasovered that elements of IC and the excellence
theory (which will be defined in the questionnaiaéSo have to be applied.

The questions in the questionnaire will therefaeddrmulated against this background.

Questionnaire

The questionnaire is divided into four categoriaamely, strategic communication; stakeholder
engagement and two-way communication; crisis comaation with the media; and IC and the
excellence theory. Preceding each category, d& skplanation of the respective category is pradide

A. Strategic communicatior

Strategic communication refers to the pregtion and implementation of communication policiesime
with the organisational strategy to depict all elmms of an organisation in a logical manner. Thig i
done in order to instil the necessary changes i stakeholders with which the organisation aims to
build and preserve relationships. These stakehalditionships are built and preserved through two-
way communication. Strategic communication alsoplies scanning the environment for new
developments and the expectation of the possilbisecmences that these developments might have on th
communication policy.

1. | How would you define strateg

2. | How would you describe strategic communicat

3. | What elements would you regard as a necessity $trategic communication process (for exat,
two-way communication; stakeholder relationshiparlye detection of issues; access to senior
management; understanding of organisational hapgsniresearch and an alignment of the
organisational mission)? What is the most imporéeinent?

4. | Shoud the communication manager be part of the top gemant of the organisation? Motivi
your answer.

5. | What is the most important function(s) that comngation contributes on a strategic level |
example, media liaison; stakeholder relationshijding; employee engagement; achieving
organisational objectives; achieving the stratedytt® organisation as a whole; proactively
detecting and resolving issues that could causisia)®
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B. Stakeholder engagement and tw-way communicatior

This sectionocuses on the role of t-way communication in building stakeholder relatioips. It is

argued that two-way communication is necessary rdero to build sustainable relationships with

stakeholders. Two-way symmetrical models of conpatian balance the interests of an organisat

with its publics, are based on research, and uss®nounication to manage conflict with strateg

publics. It is also argued that strategic commuti@a is facilitated through two-way communicatiq
For the purpose of this study, it will be arguedttiiwo-way symmetrical communication should
practiced to build sustainable relationships witfetmedia in order to facilitate effective and sbigit
crisis communication.

6. | What role does tw-way communication play in buildii sustainable media relationshi

7. | In your opinion, what is the importance of interrgthkeholder relationships during a cr
situation? Motivate your answer.

8. | What elements are necessary in order to build goedia relationship:

9. | In your opnion, should a good relationship with the mediartagntained? Motivate your answ

10. | What are the benefits of strong media relationsfipan organisation experiencing a cris

a) It will ensure more favourable media reportiagthe organisation experiencing the crisis.
b) It will eliminate one-sided reporting (reportimgthout the organisation’s input).

c) All the facts will be reported even if it placd® organisation in a bad light.

sensation.
e) Other.

C. Crisis communication with the medi:

As stipulated in the introduction, it is argued the strategic crisis management process shouli
proactive, reactive and post-evaluative. There re@procal relationship between crisis communicat
and crisis management. Although crisis communicatoregarded as an element of crisis managent
crisis communication should be practiced proactivekactively and post-evaluatively — it therefq
encapsulates the whole crisis management procegss Communication is not regarded as a react
function as is often argued by crisis scholars.

11, | How do you manage communication with the medianduai crisis? Motivate your answ

12. | How woulc you describe crisis communicatic

a) It is a reactive element of the crisis managemetess.

b) It encapsulates the whole crisis managemenepsoc

c) It is an outcome of the crisis management psces

d) It is a separate element from the crisis managémprocess.
e) It should be managed strategically.

f) Other.

13. | Should crisis communication with the media be pcact proactively, reactively or pe
evaluatively, or should a combination (integratepproach be followed?

14, | In your opinion, wht are the benefits (proactive crisis communication with the media? Motiv.
your answer.

d) Despite a good relationship, media reportind dépend on the individual journalist’s drive for

on
c
n.
be

ent,
hre
ive

15. | In your opinion, what are the benefitsreactive crisis communication with the media? Motivi
your answer.

16. | In your opinion, what are the benefits pog-evaluative crisis communication with the medi
Motivate your answer.

17. | What elements are the most important to ensureessfid crisis communication with the me

18. | What elements could mostly be responsible for #ilere of successful criscommunication witt
the media?

D. IC and the excellence theory

IC is defined as a strategic management processrgénisationally controlling or influencing a
messages and it encourages purposeful, data-ddNeogue in order to create and nourish long-te
profitable relationships with stakeholders. IC i¢ss@ the harmonisation of internal and exterr

rm
nal

communication. Practically, it thus refers to thateigration of all communication functions into o

ne

237



departmen

The excellence theory is selected for the purpdsthis study as it not only supports the strate
management of communication, but also underlinesriportance of utilising two-way communicati
in order to build sustainable relationships withalstholders. Indirectly, this theory also empow

gic
on
ers

communication as a strategic function. Communicekinowledge, shared expectations and participative

organisational culture forms the essence of theketce theory.

It is argued that a proactive, reactive and posilaative crisis communication model should integr
various elements of IC and the excellence theomyrder to instil a fully-fledged strategic proceShe
guestions in this section will be based on varicharacteristics of IC and the excellence theory.

19. | How do you apyy the following elements in the strategic managenoéra crisis communicatio
plan?

a) Research (audits, questionnaires, etc.).

b) Environmental scanning (similar to a SWOT analys

20. | When should top management mostly be involveddrisis®
a) Before the crisis (during the planning stage).

b) During the crisis (when the crisis is actualfppening).
c) After the crisis.

d) All of the above.

21. | How can an organic organisational structure (pigdttve, open structure) assist an organisatic
better manage a crisis? Motivate your answer.

22. | What elements are required in order to effectiveinage changes in the environment leading
crisis?

23. | Should crisis communication plans be aligned withdrganisational strategy in terms
a) Mission;

b) Vision;

c¢) Values;

d) Strategic objectives;

e) Communication objectives;

f) Crisis management strategy/risk managementeglyaand

g) Other.

at

24, | Is diverse expertise required in a crisis te

25. | Within a crisis context, internal communiion plans shouls
a) Be separated from external communication plans.
b) Be combined with external communication plans.
c) Be aligned with the communication processes hia brganisation (such as marketil
advertising, etc.).

ng,

d) Other.
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ADDENDUM E: Absa’s draft crisis communication plan categorised against the three stages of
crisis communication

Core elements of crisis communicatior] Description of element
plan

Actions considered as part of the proactive crisisommunication stage

Identification of eputational risk sourc | The plan is specifically developed to combat stiatecredit,
market, liquidity, operational, compliance and repional risks,
with a core focus on the latter. Reputational riblese to be
proactivelymanaged as it can create negative perceptiortseof t
organisation that could withhold the organisationbuild new
stakeholder relationships and to preserve currégitebolder,
relationships. Reputational risks originate frone tfollowing
sources:

Product/services issues, innovation-related issuawkplace-
related issues, governance-related issues, citigenslated
issues, leadership-related issues, and performafaied issues.
Identification of crisis communicatic| Each specialised communiion function has specific role
roles and responsibilities during a crisis (which are proactively identifies)ith the direct
involvement of the Executive Director of Marketingnd
Communications (who serves on the top managemenheof
organisation) and also involves the managers offi éasction.
There is a dominant involvement of management égum
managing crisis communication. The roles of the HefaMedia
Relations will include: assessment of media neens)tent
generation, spokesperson identification, media todng to
determine new media information needs, messagenatigt with
international media, on-site media management, raatketing
support for non-mediated stakeholder communication.
Identification of risk categori Five levels of risk are identified based he severity of a crisit
The communication functions are responsible for agarg a
crisis and developing appropriate responses on kaeh The
higher the severity of the crisis, the higher thanagement
responsibility which varies from executive to depantal
manager involvement. The levels include:

Code red: catastrophic incident;

Code amber: severe incident;

Code yellow: serious incident;

Code blue: significant incident; and

5. Code green: routine incident.

Crisis prevention: med This is a predornant media monitoring function that identifi
burning issues in the media that could evolve mmtreputation
threatening crisis.

Identification of channels to dissemini| Various communication channels are identified whigiti be

PowbdpE

crisis communication used in the event of a crisis. These channels avelaped for
employees and customers.
Identify all stakeholde A list of all of Absa’s internal and external stakéders with

their contact details has to be compiled which &héarm part of
the crisis communication plan. This list has taupéated at leas
twice a year.

—
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Actions considered as part of the reactive crisisotnmunication stage

Communication response to relevant |
category

For each of the above mentioned crisis levels gorampiate
response is formulated and each party's respoitibil are

stipulated. This could also be regarded as a pveaetement as

the response is largely determined prior to achsicurrence.

Crisis manageme

This step highlights that prompt decision nng is requirec
during a crisis in order to ensure rapid commuivcato all
stakeholder groups. The parties that have to apqg
communication messages prior to the release theaeobrding
to the various levels of a crisis, are also hidftigl.

rov

Medie communicatio

The plan stipulates that the manner in which Alsarmunicate:
during a crisis has a permanent impact on its et Absal
also takes the viewpoint that public opinion isnfiotated by the
media. It is argued that the Head of Media Relatioms to be th
key spokesperson during a crisis. However, when a/
experiences a code red crisis, the CEO has to I
spokesperson. Other authorised spokespeople arExdwutive
Director of Marketing and Communication, the He&dnwestor
Relations, and Subject Matter Experts as desigrtateétie Head
of Media Relations. No other employee may engagh wie
media.

Everything communicated to the media has to beciaffiand

statements cannot be based on rumours or specsld

Verifiable details have to be provided as soon assible
utilising the designated communication channelddestified in
the proactive stage). All media queries have teiwecresponse

within 30 minutes after all the relevant facts héaeen gathered.

In the event of a breaking crisis, a holding staetrshould be
released within an hour after the first media quehjch should

stipulate that Absa is aware of the incident arad Absa displays

a commitment towards responsible issue managemadt
communication. The head of media relations shoutd tie
contact person for further queries. The media bédmetmonitoreg
for possible news coverage.

A media log must also be maintained to record adidia
interviews. All queries have to be referred to Head of Media
Relations.

Depending on the level of a crisis, the Executiviee@or of
Communication and Marketing has to decide whethenedlia
statement has to be released and also send upldateghout the
duration of the crisis. The same procedure apptiesthe
implementation of a media conference.

Information that cannot be released to the mediludte: client
transactions, employee medical history, home addresontact
details of any Absa staff member, and the iderdftyany Absal
staff member involved in a serious incident.

D

\bs
th

tio

Employee communicatis

Absa employees are regarded as a priority stakehajcoup
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during a crisis. When relevant, employees will bfaimed of ¢
crisis through utilising established internal conmication
channels. All communication has to be formulatedhwine
mindset that it could be distributed to externailrses.

Communication with other stakehold

The stakeholder list should be utilised in ordedé&tect whict
stakeholder groups require communication duringrisisc No
written assurances may be provided.

Next of kin and victim communicatio

The South African Police Service has to notify nekin in the
event of a crisis-related fatality. Absa shouldtecd the identity
of dead or injured individuals until the next ofnkhas beer
informed.

Actions considered as part

of the post-evaluativeisis communication stage

Standing down the media engagen
program after a crisis

The Executive Director of Communication and Mankegti in
consultation with the crisis team, will determinbem a crisis ha
been sufficiently resolved and the crisis commuiocafunction
can stand down.

Evaluation and follov-up

The Executive Director of Communication and Mankgthas tc
meet with the key players of the crisis team toie@vmedia
coverage, actions taken, lessons learned and pmekieat have
to be avoided in future, instil follow-up measurtesimprove
Absa’s crisis communication processes, and theatlveuccess
or failure of the crisis communication.

The findings of the evaluation have to be includedn after
action report which should be distributed to thkevant Absa
parties.

I

[72)
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ADDENDUM F: Interpretation categories of the one-orone interviews and focus groups

Category 1: Strategic communication results

Category 1: Strategic communication

Key responses

a) Absa Group strategy, communicaticstrategy and crisis communication strategy alignnm
These findings were obtained through analysing Ah€astrategy for 2009, which will sketch a baakgnd for the findings
obtained from the one-on-one interviews and focosigs.

Absa Group’s strategy predominantly highlights thepose, vision, strategic objectives, strategiabéers, performanc
measures, stakeholders, core differentiators aheesaThe vision of the Absa Group, be the best provider of Financi
Services in South Africa and selected African ntarkes a strong stakeholder focus (which highlighésrieed for a two|
way communication focus)it is clearly stipulated that the achievement of dtrategic objectives is enabled thro
communicatiorsupport.

Absa’s communication strategy is built on an inttlegnalysis of global and local forces shapingfi@ncial industry. The
communication strategy is also preceded by a sta#teh analysis. The communication strategy’s vis®rdeveloped tq
achieve the vision of the overall Group strategyulgh enhancing Absa’s reputation through effectteenmunication
between all stakeholders. The Absa crisis commtinitglan specifically fits in the Group’s commuaiion strategy unde
the key deliverable of communication governance.

b) Insights obtained from the data collection methds
Communication is represented at top management tleraugh the Executive Director of Marketing andn@munication,

with functional and departmental communication ngema that filter important information from the ttpthe rest of the

department. As stipulated in Absa'’s strategic daenis) strategy is regarded as the roadmap of hamsre implemente(
Strategic communication plans are developed thramghlignment with the overall organisational smgt (specifically the
CEO'’s priorities) and an in-depth evaluation of éx¢ernal environment. Strategy is also about émguhat the organisatio
has the necessary resources to ensure succesgleiientation.

The following are regarded as the fundamental efésnef a strategic management process: conversatiorder to sketch
the bigger picture; SWOT analysis; environmentgpact studies; and an in-depth stakeholder anatgsisbtain a clea
understanding of their wants and needs. All thésments have to be aligned with the overall orgatiosal strategy.

Strategy was also defined as opportunity dividedcapacity — it is about utilising opportunities timee market that wil
maximise your return through the available resaureeirthermore, it was said that strategy is aitatdtal, dynamic proceg
of determining where the organisation is today wheére it wants to be in future. From a crisis pecsipe, it was said tha
the involvement of top management will depend enstbverity of a crisis (as illustrated by the vasitevels of a crisis in th
draft crisis plan).

4%
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Communication within corporate organisations carinlfi a mere support function as the pas~ the key focus is on ho
communication can contribute to the bottom lings Nital to display communication’s contributiamwards the achievement
of the organisational strategy. If this alignment@absent, communication will never be regarded famd@amental building
block of organisational strategy or an importamategic function for that matter. The main funntiof communication
within the organisation ismployee engagemeitthis is achieved through shifting the Group’s dsiet from top-down, ong
way communication to two-way communication practiogbsa places a high regard on employee opinipregsl and othef
communication channels to instil two-way communaatinternally. The communication department isarelgd as the
custodians of the organisation’s reputation. Furtttee, communication fulfils an important enablamgd facilitating role. A
strategy is unclear until it is unpacked througmowinication — as every member of the organisatemth understand the
organisation’s strategy.

D

Strategic communication is structured communicationed at achieving specific objectives. Strat@gimmunication is the
ability to influence business strategy and theeetornot just mirror business strategy. When comoation can be used to
identify risks and influence certain business denis it moves communication from a technical fioictto a strategic
function. The most important element that commuigcacontributes on a strategic level is to keep Ilusiness honest
through boundary spanning — communication pracitie assist management to detect what the outcotieio business
decisions will be.

The communication strategy emphasises the impartaficneasuring Absa’s success through the AbsapGRmaputation
Index, Group Communication Scorecard and other conication effectiveness measurement tools.

Relation to theory

a) Strategy
« As stipulated by Niemann's conceptual model forth& communication and business objectives of tharosation have
to be built on the organisatiormaission

» Important elements derived from the literature rdijgy strategy, are that strategy is a guidelirz Helps to achieve the
objectives of the organisation; and it focuseshaninterrelationship between the organisation &érivironment — th
organisation uses strategy to effectively managagé from the outside.

e Strategic management is concerned with achieviagrtission of the organisation in correspondench mianaging the
relationship of the organisation with its exterralvironment. A strategic management plan possegkeming,
interpretation and evaluation phases.

« Strategic management occurs on different leveth@brganisation, namely:

i) Corporate levelstrategy is the responsibility of top managentéhisa Group strategy).

1%

ii)  Business leveldifferent departments in the organisation are aesible for translating the statements made at

corporate level into functional strategies for edepartment (Absa Group communication strategy).

iii)  Functional level:functional managers develop annual objectives shmmit-term strategies, which represents key

functions in the organisation such as finance aadkating. The functional strategy should be dirédteorder to
support other levels of strategic management (Adrsaip communication strategy).

iv)  Enterprise strategyfocuses on achieving the non-financial-relatecdijes, such as protecting the organisation’s
reputation through crisis management. This stratemy to be stakeholder focused in order to ensat the
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organiseion is regarded as legitimate and socially respgmasiby society at large (Absa Group cr
communication strategy).
v)  Operational levelstrategies are converted into action.

b) Strategic communication

« Communication is the adhesive that connects thenasies of the organisation, allowing interaction amdkey
stakeholders.

« The achievement of organisational objectives anal timnctioning of the organisation are largely edatined by itg
communication.

e The functions of communication within the organimatare largelystrategic communication has a stakeholder
relationship-building function (through the utilim of two-way communication) and thus it playsvigal role in
achieving organisational objectives and the norfuattioning of the organisation to identify changesthe external
environment.

« Although the degree of communication’s importanage tbe various levels of the organisation vary, oocape
communication form a vital part of the total stgitemanagement process.

» Key elements of communication that contribute talsastrategic management are sustainable stakeheld&onship-
building through two-way communication; early dé¢ime of issues; a clear understanding of internglanisational
happenings in order to effectively communicatexiemal stakeholders; and the resolution of proklémough research.

e The mirror function refers to scanning the environment for new deveknqis and the expectation of the possjble
consequences that these developments might hate @emmunication policy.

« Corporate communication practitioners also fulfietimportant function of boundary spanners, whieferr to their
functions as information gatherers and proces#oatso refers to their ability to function on thdge of the organisatio
thereby acting as liaisons between the organisatiah its stakeholders. The boundary spanning, manal window
functions are all vital functions contributing teetstrategic management process

—

Subijective Absa’s communication strategy in line with the overall Group strategy, with thesis communication strategy evolvil
interpretations from the communication strategy. It is evident ttheg various strategies correlate with the levélst@tegic managemen
the overall Group strategy is the responsibilitytad management on corporate level; the communicatirategy has to be
implemented on business and functional levels; ted crisis communication strategy is on the funwlolevel. The
communication strategy's vision is also formulatexd achieve the overall vision of the organisatidherefore the
communication and business objectives of the osgdioin have been built on the organisation’s visiBoth the Group
strategy and communication strategy have been fated against the background of an environmentdl stakeholder
analysis.

(3

=n

The above strategies do not display definite plaginimplementation and evaluation stages. Howeheryarious steps ¢
the plan can be categorised as such. Both the caination plan and the crisis communication planogeised the
importance of evaluation and measurement eith@utfir reviewing past actions or utilising variousas@wement tools.
Although the importance of measurement is emphasiaeforum to share necessary knowledge to builéaaning
organisation (to instil a strategic thinking envingent) is not proposed. Two-way communication it lwel should also be
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applied. As identified in the literature, strateigyregarded as a guideline or roadmap to achiegeotijectives of th
organisation.

%

It is clear that the structure of Absa allows formamunication to be practiced on top management taveugh the Executivg
Director of Marketing and Communication that fitethe information from top management to other rgarawithin the
department. Important issues of concern identifiéithin the communication department can also beediion top
management level through the Executive Directdviafketing and Communication. It was argued thadriattion is the cor
of a strategy as the strategy will be lifeless aatimplementable unless it is unpacked throughroanication.

1%

It was evident that the worth of communicationtie tichievement of the organisational strategy dvde tdisplayed. Shoul
one fail to achieve this alignment, communicatialt mever be regarded as an important strategictfan. As a result, al
other important derivatives of communication, saslcrisis communication, would also not be regaedestrategic. It seems
that the place of communication within the orgatiisaalso depends upon the organisational ‘mindsed structure (ofte
developed by the CEO). Absa has an organisatiomattere that understands the worth of communicatim top
management level. Within Absa, strategic commuitinds not just regarded as mirroring the busirgsstegy, but also t
influence business decisions. Thus, the mirrortioncand boundary spanning role of corporate conioation are evident
as it will ensure that the organisation is aware/loét the outcome of certain business decisionswil

- - O

O

Although two-way communication is practiced intdlyyacommunication as an important stakeholderti@teship-building
function seems to be absent. Two-way communicdtamto be practiced with all stakeholders in otddyuild and preserv
relationships. Without stakeholders, organisatioasnot exist. Therefore, organisations have tdl insstakeholder focu
which is achieved through two-way communicatiort thzlds sustainable relationships.

U

Category 2: Excellence theory results

Category 2: Excellence theory

General insights In general, the communication department placegharegard on corporate governance and transpa

Two-way communication plays a significant role acke level of a crisis, but utilising two-way comnmeation to build
stakeholder relationships was not recognised.

Proactive crisis communication

Key responses A participative internal organisational climatecdeated through tv-way communication channels and various emplt
surveys. Absa follows a centralised model in whiirarchal structures are broken down.

Absa further utilises research and environmentahising as a basis for their crisis communicati@mgl Issues management
and identification of stakeholder concerns are atiised as important research elements whicluaeel as a proactive crisis
communication measure. Knowing that the organisatiperates in a volatile industry places higher leass on
environmental scanning, and, subsequently, praactigis management.
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Top management input during the compilation of iai€rcommunication plan not only assists the conipation team tc
ensure faster implementation but also provides al@d&u input in the process itself. Issues will resato crises if
communication specialists do not have access orseianagement.

Relation to theory

« A participative rather than an authoritarian organisation cultsh®uld be employed. Participative cultures
employees together to collectively accomplish thesimn of the organisation. These organisations falsour innovation
and are adaptive to new ideas.

« The traditional mechanistic view of the organisatie replaced with a less bureaucratic, organigsctire. Employee
have easy access to top management and welcomagrimp staff.

« Communication programs should be managed strathgithus it should be based aesearch and environment
scanning

« A direct reporting relationship will ensure fastacceptance and implementation of the crisis managerand
communication plan as well as management’'s acceptaih the importance of crisis management as airtamus
process.

* The volatile environment brings about change arartainty which is also characteristic of an orgational crisis.

pull
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Subjective
interpretations

Internal twe-way communication could lead to sharing knowledgd acoperation among employees in order to ins
symmetrical internal communication environment.sTbould also assist the organisation to proactiidéntify issues of
concern before they evolve into a crisis. Absa places high regard on environmental scanning tiecti®urning issues.

A centralised model (organic organisational strigtieould assist the communication specialistsateeleasier access to t
management which will assist them with planningdarisis occurrence.

Reactive crisis communication

Key responses

Transparency and honesty during a crisis are \tal.open, honest relationship with stakeholders &las a risk (whic
would explain Absa’s limited scope two-way commution structure), because everything that is conicabed to
employees could be distributed in the media. Twg-as@mmunication with the media is important, but always possible
due to the diversity of stakeholders that Absa setedreport to. Some information cannot be comnateit due tg
confidentiality levels.

A centralised organisational structure will alsonsilate interaction among employees which will cimitte towards thg
participative organisational structure.

Research conducted proactively will not assistdiganisation to better manage a crisis — accesen@mr managemel
would be more important reactively. This input veiisist the organisation to resolve the crisiefaas ‘the buck stops’ at tg
management level.

Absa’s top management always appreciates input flrcommunication team and tends to listen to ttemesolve ang
manage issues. However, the involvement of top gemant is determined by the level of severity efchisis as identifieq
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in the crisis plat

Two-way communication plays an important role ie thumour mill' during a crisis — if stakeholdersrtstantly receive

updated information, rumours can be effectively aggu and even eliminated.

The participants in the one-on-one interview armhifogroup felt that an organic organisational stimecis ideal but it would
not necessarily assist the organisation to bettrage a crisis. It was argued that when planning forisis, organisational

structure is not a consideration.

Relation to theory

» A sound internal organisational climate is necgssarrder to effectively communicate to the ougsislorld during a
crisis.
» A direct reporting relationship with senior managemwill ensure faster acceptance and implememtaifathe crisis

management and communication plan as well as mar&ayges acceptance of the importance of crisis mamamt as a

continuous process.

» Listening and learning are characteristics of aigpative organisational culture.

« Crisis communicators require easy access to topagement in order to ensure the effective executiothe crisis
management plan, which is facilitated through ayanic organisational structure.

« Communication programs should be managed strathgithus it should be based aesearch and environment
scanning

Subjective
interpretations

As an environment for knowledge sharing is credtedrnally, the organisation will be able to managerisis more
successfully.

Honesty and transparency during a crisis can darigitowards a participative culture in which knegde is shared amor
employees.

Absa’s direct reporting relationship with seniormagement during a crisis would ensure a more regsgonse during
crisis.

Top management that appreciates input from the aeowmwation team will be able to more successfullypemer
communication as a management function and theakdoybe able to manage a crisis more effectivelyh@smportance o
sufficient crisis communication will be understcantd supported.

Only sending out updated information during a srigbes not create a two-way communication forueretfiore mediums t
gather stakeholder input should be developed.

As identified in the communication principles onigththe crisis communication plan is built, two-wagymmunication in a
crisis has definite boundaries. However, these dates have to be managed in order to ensure kttigtaibution of
information and an overall culture of dialogue.

==
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It is clear that some of the elements of excelleth@®ry canot be practiced efficiently on every level of asisi For
example, research will only be viable on a pro@&ctind a post-evaluative level; it has no relevamca reactive level.

Although not regarded as a necessity for effeativgis communication by Absa, an organic orgariseti structure is vita|
in order to facilitate effective crisis communicati as issues or crises will be resolved fasterutitioparticipation and
information sharing. Easy access to top managemiérglso be enabled through an organic organisatigtructure.

Post-evaluative crisis communication

Key responses

The results obtained from internal opinion surveye analysed and implemented in order to ensuret@rbinterna
organisational climate.

Formal research tools are important during theustadn phase as these will assist the organistdiaentify weaknesses.
Only important lessons learnt from a crisis willdf&ared with top management.

Relation to theory

« Alearning organisation creates a strategic thigkinvironment througknowledge sharing
» Research on past crisis experiences can also #msistganisation to plan for and manage futuricdifies.

Subijective
interpretations

As the results from internal opinion surveys aralgsed it can contrute to a participative organisational structureckihian
assist the organisation to better manage changararattainty brought about by organisational crises

Only sharing the lessons learnt with top manageméhnot create a forum to share knowledge — anfoiof discussion has
to be created with all the necessary internal dsgdional stakeholders. If this knowledge sharintjure does not happen on
top management level, it will be difficult to instiionalise in the rest of the organisation.

Category 3: IC results

Category 3: IC

General insights

As IC is stakeholder focus, it was necessary to evaluate Absa’s perceptiostakeholders, specifically the media.
stakeholder analysis within Absa’s strategic doautaion specifically reports that the media is ety more ruthless;
more demanding in their drive for answers and imfation; the modern media represents a group of g@rugeneration
journalists that are ruthless in their strive felebrity status; poor quality journalism; and itiearly stated that Absa needs a
unique approach in order to entice journalists &kenAbsa a more recognised brand and therefore édorsao longer rely
on sponsorships for positioning.

Absa aims to instil an enhanced integrated stakieh@pproach, moving away from inconsistent stakigh@ngagemenfn
increased emphasis on stakeholders is thus evi@lBetmodern consumer is much more educated théreipast, therefor
is it vital to fully understand what the stakehafleants and needs are (especially in a sensittgstry such as the financial
industry).

)

An IC department can result in a more strategicrnamication function that establishes sustainabditgl good corporat
citizenship, which is vital for stakeholder relatships. IC also ensures message consistency. dtgised that an I¢
department will only ensure more organised prast@ed not necessarily a strategic environment. Stlegess of an I(
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department depends on its pec—there has to be a willingness to workether

Proactive crisis communication

Key responses

Absa follows an IC structure to ensure that inteamal external messages are alig

Proactive media relationships are vital in orderetusure the media’s support when things go wrdBigstainable
relationshipswith the media are built through ‘media roundtabknd forums in which the media has the opporyuaitask
questions on financial-related aspects. It is atgimat the media appreciates this proactive comeation. Relationship
between the various business units within Absaa#ge established with the media through this preacpersonal medi
contact. Potential problems that could result isex are proactively addressed in these meetiramual meetings are als
arranged between the CEO and the media to getow kach other on a personal level.

Absa prefers two-way communication in order to obtaput from stakeholders. As indicated in thesisricommunicatiorn]
plan, a list of stakeholders is proactively comgile make the communication during a crisis easier.

The crisis communication strategy has to be aligngk the mission of the organisation as everythiognts as building

blocks of the organisation’s reputation.

Relation to theory

» It is argued that in order to facilitate the stgidemanagement of public relations, and to ensha¢ public relations
contributes to the overall strategic organisatioolgjiectives, organisations must implementi@ndepartment for al
public relations activities, or develop a methodtéordinate the programs of various departmentsrial and externs
communication has to be harmonised to ensure ¢ensimessage formulation.

» Proactive crisis communicatisuggests openness to, and cooperation with, thécputefore an issue matures intg
crisis. This represents two-way symmetrical communicatam important element of IC, in order to buildagtgic
stakeholder relationships.

« A core driver of IC is that customer databases shbe built and managed, as personalised commimricaan only bg
facilitated through the implementation of a progrembuild and use databases, as information ibl@dstream of the
organisation.

« Another driver of IC indicates that the organisaomission has to be integrated into all actigitie

Subjective
interpretations

Input from stakeholders could result in the idecdifion of burning issues that can result in ct

It is evident that Absa places emphasis on proactiedia relationships through discussion forunwrder to identify issue
of concern. These relationships are also builtopnmhanagement level in a humanistic manner whiciidcalso assist Abs
during times of crises.

Proactive compilation of a stakeholder list carishgbe organisation to send out information atucimfaster pace, since
constant flow of information is, indeed, the heaatof the organisation during a crisis.

As indicated in Category 1, Absa’s communicatioanphnd crisis communication plan (to a lesser ¢xame aligned with
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the organisational mission. However, in order taHme best financial services provider, more emyghhas to be placed ¢
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sustainable relationst-building with stakeholders though t-way communicatiol

Reactive crisis communication

Key responses

During times of cries, it is vital to keep both internal and extesstakeholders abreast of crisis developments. Icdise o
Absa, employees are regarded as brand ambassHdbes. receive the facts during a crisis, they aarist the organisatig
to circulate the facts and to rectify and minimigmours.

Should a crisis occur, it is vital to involve a gen that is an expert on the particular crisis,efemmple, should a crisis
related to a specific fund, the fund manager shautdk closely with the communication team to mandige crisis
successfully. The communication team has to warketly with this expert and continuously updatedaébsa always has
legal representative on the crisis team.

The participants in the one-on-one interviews arali$ group agreed that internal communication pleave to be aligne
with external communication plans (within a crisigntext) as this will assist the communication ptaners to bette
manage a crisis.

Media relationships established prior to a crisisld result in constructive or destructive repagtauring a crisis — what wil
be reported is a matter of media and organisatiethids.

e

>N

Relation to theory

» Expertise within the organisation should be integgtain which experiences and meaning is shared.

« In order to avoid fragmented communication, whiah bave a negative impact on the organisation’g@niternal ang
external communication messages have to be haratbnis

« In order to build and maintaieffectivemedia relations, media relations buittor to a crisis situation to facilitate mutu
trust will increase the likelihood of favourable digereporting during a crisis.

al

Subjective
interpretations

The combination of internal and external commumicaimessages was supported as it was archat it will assist ai
aligned crisis communication response.

Media relationships will definitely assist the onggation to better manage a crisis and it provi@esense of control ove

what will be reported. However, the publication godrnalist involved plays a large role on whatli¢ reported during
crisis.

Post-evaluative crisis communicatiol

Key response

Evaluation is conducted after a crisis, but commatitng about the crisis is not practic- lessons learned are only sha
with top management.

Relation to theory

Feedback and dialogue should be facilitated witlstakeholders in order to ensure a higher levedtakeholder integrain
into the organisation’s planning and operation®réfore, the norm should be to listen and leammpasse to tell and sell.

Subijective
interpretations

Two-way communication should be used to create purpbseteractivity and to facilitate listening andakming among
stakeholders about the crisis. Evaluation will bétthe value if the lessons learnt are not disatand a feedback culture
not instilled.
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