



CRISIS MANAGEMENT COMMUNICATION REVIEW

1. Introduction 
Studies suggests that crisis responses are shaped by experience, either repeating former routines, or improvisation. The leadership of an organisation can also impact upon how the responses are made. Individual lessons learned through training are also essential (Deverell and Olsson, 2009). Schweinsberg et al. (2018) illustrate that Leadership-as-practice can be seen as cooperative efforts to achieve a distinctive outcome in crisis management, therefore, in preparation for the future Tourism Industry Leader training, I was invited to a practical and interactive real life Crisis Management Tourism and Events training.
The purpose of this professional review is to provide an evaluation of the practical and real-life crisis management tourism and events training. The review will also highlight current risk and crisis management theories and compare this to the performance of the practical exercise, including personal actions and responses. Furthermore, it will provide strategic recommendations for future events. 
The Crisis Management Scenario consisted of the UEFA Champions League Final, that took place at Millennium Stadium in Cardiff, on 25th April 2017. Three weeks in advance of the champions league final, on 28th March 2023, it was announced that the finalists were Liverpool FC and FC Bayern Munich. Approximately 200,000 fans were expected to attend the event in Cardiff.
As part of the training, we were required to split into command groups and plan actions for a potential crisis. As the Welsh Government Representative, I was placed in the Silver Command group, having the role of Tactical Adviser. Preparations were made prior the event, by myself, other members in the silver command group, and by the gold and bronze groups, as it will be discussed in the next chapter.




2. Preparation 

2.1. Crisis Command Groups – Theory and Roles
Rob (2012) Illustrates that the blue-light services within the United Kingdom are organised into a solid framework as bronze, silver, and gold command structure, usually less than 24 hours for a response in a first phase of a crisis, and furthermore, on the next two phases of recovery and building resilience, “that communities should not wait for an event to happen” (Rob, 2012, p. 60). This framework may have a Platinum command structure in major events or situations, where government has a role (Gagnon et al., 2015). As part of this real-life training, we focused on the Bronze– Silver – Gold commands, as illustrated in Figure 1.
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Figure 1.   Source: Widya et al. (2022)

This framework is based on a hierachy and it is typical for bureaucratic organisations, such as government, and emergency services (Pearce and Fortune, 1995).

[image: ]In a major event such as the Champions League Final, multi-agency response is essential to accommodate fans and officials from different countries. 
Salmon et al. (2011) illustrate that coordination during multi-agency emergency response, either military, governmental or civilian agencies in an integrated system is critical, especially in crisis management. The coordination is visually illustrated in Figure 1 and in more depth in Figure 2 and Figure 3.
 

Figure 2. Source: Highways Agency (2013)
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Source: Slideplayer.com

In the training, the VIPs were highlighted, which consisted of the Royal Family of the United Kingdom, Angela Merkel, the Chancellor of Germany (Petrikowski, 2023), and Carwyn Jones, First Minister of Wales (UK Government, 2017). 

2.2.  Silver Command and the Role of the Tactical Advisor

Usually, Silver Command is perceived as a secondary control room (Law Insider, 2023) responsible for command and coordination of the tactical response in compliance with Gold Command, also known as Incident Officer on Scene and set instructions to the operational command, known as Bronze Command (Manchester Arena Inquiry, 2023). According to the UK Cabinet Office (2013) Silver Command is a key component of the emergency response framework, that also provide effective communication and decision-making during an emergency, responsible for the overall response, ensuring that the resources are deployed effectively, its attributes are detailed in the Figure 3 below.
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Figure 3  Source: Enami (2023)

As a member of Silver Command and Welsh Government representative my role consisted of the Tactical and Chemical, Biological, Radiological and Nuclear (CRBN) advisor, and to work closely with the Police and Fire service, Trojan, and other agencies. The role is crucial to ensure that emergency response efforts are coordinated, effective and efficient (Counter Terrorism Policing, 2023).
The Silver Command training group consisted of six members with different roles including: Amanda responsible for Cardiff Castle, Carys responsible for NHS and Hospitals, Hannah responsible for Train and Stations, Joshua responsible for Parkgate Hotel, and Shannon responsible for Cardiff buss, and Park & Ride. 
The Training Program started with a Brief, which will discussed in detail in the next chapter.

2.3. Immersive Studio briefing 

All three command groups, Bronze, Silver, and Gold went into the immersive studio, that provided a captivating and engaging experience of real-life crisis scenarios, shown on virtual reality space, a £1.5 m investment on 17 metre three walls of LED screens to experience 360-degree videos (UWTSD, 2023).
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Source: UWTSD (2023)
The scenarios consisted of the Champions League, London Attacks, Hillsborough fire. By viewing these real-life scenarios using virtual reality, it evoked many emotions, like empathy for the victims and for the forces involved in these unprecedented situations.
During the video displays, comments were made by the trainer and all members asked questions about the operations and strategies available at that time, to prepare for the real-life scenario that was to occur later in the training. The members and myself, were actively engaged in the session and willing to do the best possible in preparation for future actions and decisions. According to Preble (2003), reviewing crisis management and strategies is a key factor to prepare for a major event such Champions league final when the unprecedent events might happen, and the strategies and plans might help to minimise the crisis outcome.


2.4. Crisis strategy planning and roles in command (theory)

Zamoum and Gorpe (2018) argues that crisis management share some similarities, especially for communication field, either they have been developed by theorists in early stages as Steven Fink`s Crisis management theory in 1986 (Pauchant and Douville, 1993) based on stakeholders’ safety and assurance, or later theorists such as Gonzales – Herrero and Pratt, Mitroff, Burnett and Jacques. Detailed stages of crisis are illustrated in the figure below. 
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2.5. Welsh Government preparation

Considering the immersive room briefing and Crisis Management models, the Silver Command members designated Joshua as a Silver Commander, and set up the tasks as follows: Florinel as Tactical officer, Amanda as Communication officer, Carys and Shannon as emergency coordinators.
As in a real- life scenario, these tasks were interlinked between members of Silver Command, considering the possibility as one member missing the room for physical needs, or for medical reasons, therefore continuity of command have been established.
[image: ]As a representative of Welsh Government, the support available were presented to the Silver Command team, as detailed in the figure above. In addition, logistics were made of supplying maps to Bronze and Gold Command and availability for other print outs and copies.

3. Real-life scenario and critical review

Silver command set in place, all members actively engaged into simulated scenario, maps, and laptops ready. It was decided to take turns on decision-making, and communication with the trainer, and bronze and gold commands.
As a second part of the training, the real life scenario started having VIP`s and fans into the Millennium Stadium watching the match, when the following events occurred, timed at the training scenario:
a) 9.58 AM: 
A report said that in the Fan Zone area some flares were spotted. As a silver command action, police were deployed to attend the scene, CCTV cameras focusing at the spot. The perpetrators were arrested, the area was not closed. The decisions made were reported to bronze and gold commands. The silver command was not considering closing the festival early, as it was 3pm when the flares were spotted. 
At this phase of training, it was revealed that it was an issue with first check on ring steel, which none of the silver command members anticipated.
b) 10.00 AM: 
It was received a call that there is a bomb placed in the Cardiff Castle. As a silver command tactical advisor, it was proposed to restrict access to the public on Cardiff Castle and deployed tactical force and sniffer dogs to search the entire area. As in the scenario, the bomb threat turned to be real, the silver command instructed the bronze command to immediately evacuate the public following multitude exits to avoid crowding. Trojan and Bomb Squad has been called to neutralise the bomb. Silver command reported to gold command the action taken. The skills gained as a Tactical force member in Romanian Police were transferred to this training activity.
c) 10.04 AM:
Shortly after, it was reported that a white van wearing Cardiff Council signs were left with engine running and workers cutting the grass nearby Cardiff Castle. Suspicious was raised in the silver command, and performed register plate check upon CCTV footages, that resulted as being a genuine Cardiff Castle van and workers deployed to carry maintenance work. As silver command task, police was deployed to attend the scene and evaluate the situation, according to crisis risk model, where intelligence is essential (College of policing, 2013). 
d) 10:13 AM:
It was reported that three people were stabbed in central Cardiff. The silver command deployed immediately the police to attend the scene. Business was contacted to advise their customers to remain indoor for their safety. The scene was cordoned, and the tactical force been deployed. Few minutes later was reported that the attackers been taken down by special forces. The situation is aggravated as having 60,000 in the stadium. The decision was made to contact the bronze command and to keep the fans into the stadium by delaying the ceremony, until the central Cardiff was cordoned and investigation to preserve evidence caried on. The supporters been diverted to train station and other adjacent area, where buses and coaches waited to make sure that they have a safe transport home or to their accommodation. At this stage of the training, all members of silver command were focused to deal with this critical situation, and no one contacted the bronze and gold command. As in the training session, the bronze and gold commanders contacted on several occasions the silver command. This exercise revealed a lack of, or an incomplete communication between bronze. As happened in Manchester Arena attack, Russel and de Orellana (2020) argues that denying a terrorist attack or blaming different people on grounds of their group affiliation, such religion, faith or race, has a negative impact on public perception and may cause further reactions. Therefore, internal crisis management communication is essential as illustrated by David (2011), as well as external communication to the media (Civelek, Cemberci and Eralp, 2019)
e) 10:18 AM:
It was reported that a white van is circling around Cardiff Castle and look suspicious. Silver command where closely monitoring CCTV to track back van`s itinerary, shortly been reported that a person is drowning in the river. The decision was made to deploy an ambulance at the scene and the police. Checking the register plate, the van appeared to be legit, not stollen or previously flagged as involved in any illegal activities. All members of silver command, myself included, focused on the person who was drowning and omitted further checks on the van. Jacques (2007, p. 149) illustrates that Chaos theory “emphasizes multi-directional causality and lack of predictability has utility for understanding crisis management”. Therefore, the real life training revealed that myself, and the members of silver command, has missed a broader view of the situation, as an tunnel view effect derived from Gibson`s perception theory, where attention been limited to a certain point (Natsoulas, 1992). 

The simulated scenario training started early in the morning with the preparation stage and ended with a short debrief highlighting the decisions made and the actions taken by every group of command, and by its members. It was noticeable some effects on my behaviour and resistance to stress, similar to a real life scenario shift, where fatigue caused by excessive use of technology may a significant impact in crisis management (Tugtekin, 2022).

4. Conclusions
The critical review of the crisis management tourism and events real life scenario training showed that Silver Command group performed well in managing a potential crisis during the UEFA Champions League Final in Cardiff, Wales. The training exercise focused on the Bronze – Silver – Gold command structure, the silver command coordination during multi-agency works effectively, however, the critical review highlighted the need of more emphasis on post-incident debriefing to better learn from experiences.
According to Kemmis and Smith (2008), any actions or recommendation made during a crisis management training may seem to be wise and proper at the time, however, in a real-life situation these actions or recommendations may not be viewed fit-for-purpose or in some instances, it could have been a right decision. 

5. Recommendations 

· To improve learning and knowledge attention, it is recommended that the training program should include a detailed post-incident debriefing. This will provide an opportunity to reflect on responses and identify the areas that need improvement
· The training program should emphasize the importance of communication skills as it is critical under pressure of crisis 
· To improve coordination during multi-agency emergency response, it is recommended that the training program should encourage cross-agency collaboration and coordination, that can be achieved through joint exercises and simulations.
· The tourism and events industry are constantly evolving, and new threats emerge regularly. Therefore, it is recommended that the training program should include more diverse scenarios to prepare for different types of crises to ensure preparedness.
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