
Crisis Management for Responsible Tourism and Events
BMTP6020
Assignment 1- Crisis Management Crisis Review

[image: ]
(UEFA, 2016) 
Hannah Jones
2000784
International Travel and Tourism Management




Contents Page 

Introduction…………………………………………………………….……..p.3

Preparation…………………………………………………………..…....p.4-5

Command Structures ……………………………………………………..p.5

Interactive Scenarios……………………………………………..….…p.5-7

Real Life Scenario…………………………………………………………p.7-9

Conclusion……………………………………………………………………..p.9 

Recommendations………………………………………………….…..….p.9

Appendices……………………………………………………………..p.10-11
· Appendices 1…………………………………………………….….p.10
· Appendices 2…………………………………………………...p.10-11

Bibliography………………………………………………………....…p.12-13
Introduction
An all-inclusive attempt to define crisis was put forward by Smith and Elliot in 2006 consisting of “a damaging event or series of events, that display emergent properties which exceed an organisations abilities to cope with the task demands that it generates and has implications that can effect a considerable proportion of the organisation as well as other bodies” (Canyon, 2020, pg.6).
A crisis can be experienced by an individual, group or organisation creating stress for those affected due to the often-uncontrollable situation disrupting normal operations. Vital decisions must be made under tight time pressures where the response to each crisis will differ due to the uniqueness of each situation (Al-Dahash, Thayaparan and Kulatunga, 2016, pg.3). The occurrence of a crisis within the events industry can cause negative outcomes of an already planned situation which can ultimately cause harm to the image and reputation of the company responsible if not dealt with appropriately. Crises take place in various forms where the seriousness of each crisis can vary and in some circumstances be out of the control of event managers (InEvent, 2019). 
A critical review of the interactive crisis management training scenario will be carried out, evaluating the crisis management and the personal actions and responses of each command. The aim of the training exercise were to take part in an immersive learning experience undertaking practical real life crisis management training to prepare industry leaders of the future. The exercise can be considered part of Kolb’s four-stage experiential learning theory where the learning process begins with a concrete experience, this being the training scenario. From this new experience, the participant has the opportunity throughout the review to observe and reflect on the experience, identifying what has been learnt and put into practice (Kolb, 1984, p.21).
The real-life crisis scenario consisted of a re-enactment of the Champion’s League final which took place in Cardiff 2017, an announcement on 28th March revealing the qualifying teams were to be Liverpool and Bayern Munich where this factor in itself adds complications to the organisation of security and the potential for issues to arise between fan groups. The event took place on 25th April where it was expected that 200k fans would turn up on the big day, taking place at the Principality Stadium with hospitality available at Cardiff Castle and a fan zone set up at Cardiff Bay for four days running. The crisis situation presented during the training scenario was formulated off the basis of the London Bridge attack which took place on the 3rd June 2017, the same day as the Champions league in Cardiff (BBC News, 2019). As confidentially informed as part of the exercise, the London Bridge attack was indeed planned for the Champions League, however the heightened levels of security averted the act from taking place changing the location to London, where if it were to have happened at Cardiff that night, the impacts would have been catastrophic. 



Preparation 
[bookmark: _Hlk134194351]The first role and responsibility in the interactive scenario were to prepare in advance detailed pre research and preparation. The task of preparing a 2-minute PowerPoint slide on a selected topic was set, presenting at the beginning of the scenario. Each individual was required to identify the key issues of the chosen area relating to the event and consider the solutions to these risks if manging that area on the day. The above tasks can be considered to be in the pre-crisis stage of the life cycle of crisis, where preparation and prevention activities are carried out such as identifying and reducing plausible risks to avoid a crisis from happening (Noggin, 2021). 
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                                     (Kadarova, 2016)
[bookmark: _Hlk134180330]Crisis preparedness is described by Kovoor-Mirsa to be a process that is ongoing, developing strategies to not only prevent and contain crises from taking place but for the recovery process and an opportunity to learn from such experiences (Burrell , 2009, pg.19). Organisations that are crisis prepared exhibit a proactive mindset, analysing operations regularly and monitoring for potential risks (Carmeli and Schaubroeck, 2008, p.180). A quote taken from the World Travel and Tourism Council in 2022 addresses “crisis preparedness and resilience in the Tourism Sector” where the same can be applied to the events sector (Mercade, 2023). The task of identifying key risks for all areas involved in the Champions League is therefore a vital process and example of crisis preparedness and crisis management. 
The preparation undertaken assisted in various risks and potential solutions for both trains and stations to be identified, where a copy of the PowerPoint presentation can be found in appendices 1. The author can be praised for identifying the risk of suicides, a risk not thought of by other individuals within their presentations. Although not directly associated with the event, it is important that all risks are identified and planned for coinciding with records of past incidents. Despite background research have been conducted on the Champions League as well as information on the role of silver command, Cardiff and the Principality stadium, extra preparation would have benefitted the individual, preparing a risk file to have at hand being more accessible than internet sources. 

Command Structures
Participants of the interactive crisis management scenario were split equally into the command structures in order for the scenario to be as real life as possible and gain an understanding of the procedures followed by each command structure. The standard command structure of gold, silver and bronze is a hierarchy framework established to deliver a strategic, tactical and operational response in the event of an incident or planned operation. Between each command, a process can be developed that enables a clear flow of information, effectively communicating the decisions made to multi-agencies (College of Policing, 2023). 
The author was assigned the role of silver command along with five other participants working together to tackle the different scenarios presented. Silver command is responsible for producing and implementing a tactical plan in compliance with the strategy set by the gold command coordinating a tactical response to the incident. They provide leadership and direction to the bronze command, communicating a tactical plan to both bronze and gold, keeping the gold team regularly up to date. The silver command is formed of managers from a range of stakeholders and in charge of all available resources therefore will have a broad overview of the whole incident and how and when they need to use these resources (Forte, 2023). While the silver command demonstrated effective teamwork developing tactical plans for each interactive scenario, the command team can be criticised for being unprepared, failing to allocate roles prior to the event. If the scenario were to be carried out again, it is suggested the team have met more often, sharing risk assessments and preparing more as individuals and a team.  

Interactive pre match Scenarios 
A full description of the interactive scenarios can be found in appendices 2 where an evaluation of each commands responses to the scenarios will be carried out based on the demonstration of crisis management. During the scenarios, GSB command teams where given time to discuss their approach in dealing with each crisis where crisis management was more effective here than the 16-minute scenario. 
The silver command were faced with the challenge of implementing a tactical plan to deal with the complications of having dignitaries at the event, to provide additional security measures where the safety of these dignitaries was at forefront of every decision. This procedure can be considered part of the crisis preparedness element of the Relational Model, where a process of planning and implementing systems must be carried out in order to keep people of importance safe at the event (Marker, 2020).
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[bookmark: _Hlk134197982] (Marker adapted from Jacques, 2020)
The silver command identified within their tactical plan to enter and exit the Royals and VIPS through the underground entrance to the Principality Stadium however separate routes would be used for the Prime Minister of the UK and Germany as a precaution of the countries tense relationship of the past. The silver command can be praised for thinking strategical and tactical in their approach to evacuation of the royal family, suggesting the River Taff to be the safest and quickest route. Although this was a strong suggestion, this would not have been possible on the day of the event where water travel was banned along the River Taff and Cardiff Bay (CNN, 2017). The silver command team can be criticised for failing to identify the correct location of the royal box at the Principality Stadium. The importance of familiarising the venue with oneself before the event can be crucial as illustrated by the Hillsborough disaster where it was described as an “extraordinary failure” by Duckenfield to have gaps in his knowledge of the hazards to the stadium entrance having not visited the site prior to the match (BBC News, 2019). 
[image: ]Having attended the event briefing, silver command were aware that Cardiff Castle was being used for hospitality when the possibility of a bomb at this location was brought to their attention. Referring to the five-stage framework developed by Pearson and Mitroff in 1993, the 999 call can be considered within the signal detection stage of Mitroff’s model. Despite the potential for the call to be hoax, the call is a warning sign that stakeholders must act upon (Sage Publications, 2009, p.9&10). 
(Furiv, 2018)
From this information, the prevention stage of Mitroff’s five stage framework is entered, where a tactical plan demonstrating effective crisis management is formulated by the silver command to prevent and manage the crisis at hand (Sage Publications, 2009, p.10). Although all commands were successful in identifying the recruitment of the bomb disposal team, the silver command were quick to suggest evacuating the whole street potential causing unnecessary panic for the public. As provided as part of the scenario, on average the Principality Stadium receives 7 hoax calls each match, therefore the call must be investigated further to determine the legitimacy of the call before implementing evacuation procedures. Counter terrorism measures were carried out all across the city for the Champions League back in 2017 including drain searches, identified by the participant in charge of Cardiff Castle within their risk assessment (Mosalski, 2017). To some extent it is important that there is confidence in the security checks that have already been carried out as it is impossible for all calls and threat to be acted upon. 
Brought to the attention of GSB command teams of the issues happening in Cardiff Bay, the next step for silver command were to form a situational analysis part of the crisis management action framework, developing an understand of the situation in order for a decision to be made and a tactical plan formulated (Laurila- Pant et al, 2023). Silver command demonstrated effective crisis management recognizing the potential for this scenario to be a tactic to divert the police focus away from the City Centre to the Bay where an incident could be happening in the meantime. The resource management decision based on the situational awareness consisted of the gold commands suggestion to deploy police horses to the Bay as an intimidation technique. Although identifying the need to correspond with the bronze team to inform Principality to be vigilant of the disruptive behaviour, suggesting extra searches be carried out to prevent flares being brought into the stadium, bronze counteracted the statement informing silver command that no bags were allowed into the stadium suggesting gaps in knowledge about the event. 

Real Life Crisis Scenario 
In contrast to the early exercise, the real-life crisis scenario differed by following a tight timescale of 16 minutes to realistically represent a real-life crisis, where decisions had to be made under pressure and quickly allowing the participants to understand what it is like dealing with large scales crises such as a terrorist attack. The scenario presented was a replicate of the London Bridge attack following the exact timings of which the devasting event unfolded starting at 9:58pm (BBC News, 2019). At 10:07 the crisis began, a white van had crossed the barricade on the bridge hitting 5 or 6 people and a person into the river. From that moment on, chaos advanced at almost every minute of the clock until the 3 attacks are shot dead requiring 46 gunshots at 10:16 replicating the London Bridge attack. From the very instant the van forced entry onto the bridge hitting pedestrians, the acute stage of Fink’s four stage crisis model is entered, recognising that this was in fact a terrorist attack, no point of return and activation of plans need to be made fast (Marker, 2020).
The most prominent issue in deal with the crisis effectively during the real-life scenario were that improvements to the communication between bronze, silver and gold command were needed. Gold command can be criticised for communicating potentially too much with the bronze command, similarly silver command can be criticised for having inadequate communication with bronze, leaving the bronze team unaware of the crisis developing. In the mist of crisis, system activation and response is just one of the process followed during the crisis incident management element within the Relational model to allow crisis managers to control the situation (Marker, 2020). Due to ineffective communication, crucial information was not passed between the command groups such as the urgency to call Trojan as well as risks that would affect decisions e.g. the risk of explosion and attackers suicide vests preventing systems and responses being activated. 
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The final task of the scenario was to discuss in each command what actions were to be taken next having successfully taken down the attackers. Silver command correctly identified the need to keep the 60,000 spectators in the stadium until it is deemed safe to leave using a diversion route away from scene of the incident. Some decisions made were questionable however including bronze commands suggestion to keep the Royals and VIPS in the stadium. If there are any lessons to be learnt from the Paris attacks in 2015, it is that evacuating the President of France from the stadium, a portrayal of good crisis management. 
Reviewing the interactive crisis management scenario is an opportunity for personal learning, labelled as the fifth stage of Mitroff’s 5 stage framework, reflecting upon the lessons learnt from the training scenario (Sage Publications, 2009, p.10). As stated by the World Travel and Tourism council in 2022, being part of crisis is “A culture of continual improvement, a growth mindset that focuses on learning from crises rather than apportioning blame from failings”(Mercade, LinkedIn, 2023). The criticisms made in crisis management throughout the training scenario can be learnt from applying new knowledge in future crisis scenarios. 

Conclusion 
To conclude, the interactive crisis management training offered the review group a scenario-based learning experience and the opportunity to participate in an exercise for experiential learning that would benefit industry leaders of the future in their careers. At the end of the training scenario, participants within each of the GSB command structures were able to gage to some extent the experience of having to deal with large scale crises during a major event under tight time pressures. The strengths and weaknesses identified within the review illustrate the learning taken place during the training scenario, evaluating and recognising effective crisis management as well as the mistakes in the group’s response. The lack of preparation is a focal point in the criticisms made affecting decision-making throughout the training scenario highlighting the importance of crisis preparedness. That being said, the author successful identified a range of risks for their area during preparation for the event which would reduce the risk and its impact on the day. On reflection, the main issue during the real-life scenario for all command structures was poor crisis communication where improvements in this area would have resulted in better crisis management. 

Recommendations 
1. To determine a working system for the flow of information between gold, silver bronze command to improve crisis communication in the event of a crisis.
2. To utilise risk and crisis management models during a crisis scenario to allow the command structure to work through a step-by-step process to achieve effective crisis management.
3. To increase the amount of preparation that is carried out by allowing time for research to be undertaken on past crises noting the lessons to be learnt from other incidents.
4. To integrate training stimulations into the process of crisis preparedness for crisis managers in preparation for crisis events.






Appendices 
Appendices 1
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Appendices 2

	Scenario
	Description

	1
	The royal Family will be attending the event including the Prince and Princess of Wales, and their two eldest children, Prince George and Princess Charlotte. Also joining the royals on this momentous day for the Capital of Wales would be the UK Prime Minister, the First Minister of Wales, Mark Drakeford as well as the German Prime Minister. How will they be brought in and out of the stadium safely and discreetly, how will they be managed and kept safe throughout the duration of the game and if an incident were to occur to

	2
	12pm- A 999 call has been made, there is a bomb in Cardiff Castle which will be detonated in 2 hours 

	3
	1pm- It has been informed that there supposedly are counterfeit tickets 

	4
	3pm- Scuffles are reported between fan groups in Cardiff Bay. There are issues happening between the Liverpool and Bayern Munich as well as reports of flares going off and various misbehaviour.

	5
	A series of 999 calls have been made that there is Cardiff City Centre council van parked on West Gate street within the ring of steel. It is empty with the keys in it and its running with council workers working around it. At the same time, there are a series of fans who are drunk and starting to throw things at local property within that area.
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