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INTRODUCTION

Complexity and chaos science has now revealed that change is 
a constant and dominant force operating at every place in the 
universe (Gharajedaghi, 1999). Interestingly enough, probability, 
variability, and the unexpected vagaries of chance are increasingly 
seen even at the most significant nanolevels of matter. In short, 
the continuous presence and action of change in every dynamic 
of human experience continuously changes the way we see that 
dynamic and we respond to it as people both personally and orga-
nizationally. Our historic approaches to change as a linear and 
iterative process that demonstrates both a beginning and an end 
represents inaccurate and inadequate thinking about the action 
and process of change. In this mental model, change is seen as a 
continuous line of forces and actions with specific and clear stages 
that can be planned for and  anticipated.

Reality, however, is quite different. Change is often random, unanticipated, and 
comes at times where individuals and groups are unprepared or unaware (Bridges, 
2002). Often change comes through “the side door” in a way that could not be seen 
or planned for regardless of the degree of insight and predictive capacity. Managing 

CHAPTER  OBJECTIVES:

Upon completion of this chapter, the reader  will:

Understand the characteristics of crisis and change and the appropriate 1. 
processes and responses to  them.

Discuss the elements of 2. crisis and change, indicating the appropriate leadership 
behaviors in helping people respond to  them.

Apply the concepts and skills of predictive and adaptive capacity within the 3. 
role of the function of the leader as a practical aspect of adaptation to  change.

Apply systems model approach to change and crisis management as an 4. 
effective way of getting people and organizations through crisis and in 
adapting to  it.

Confronting Crisis:  
The Leadership of Constant  Change

Crisis and Change

Change is constant and the potential for 
continuous and dynamic crisis is always pres-
ent. A systematic approach to crisis can be 
undertaken but all crisis can be undertaken, 
but all crisis cannot be anticipated. Proactive 
insight and skills related to crisis management 
is critical to thriving through crisis events.

65408_Malloch_01Print.indb   65 11/17/08   3:34:12 PM

© Jones and Bartlett Publishers, LLC.  NOT FOR SALE OR DISTRIBUTION.



66 c H A P t e R  4  confronting crisis: the Leadership of constant change

Gem

You might not be able to anticipate a particular 
crisis but you can manage it if you have the 
right tools and processes in place. Crisis 
always occurs, so the only variable that counts 
is readiness and preparedness for appropri-
ately addressing it.

crisis and dramatic change is a relatively new field of study of applied 
management. Skills in this new arena reflect the leader’s ability to fore-
cast and anticipate potential crises, respond to them, help others deal 
with them, and to develop the ability to accommodate and to adjust to 
systems failures. Today, with the intensity related to globalization and 
increasing social and cultural interaction, the potential for change and 
crisis management accelerates, and the need for skills that systematically 
address such realities becomes more critical (Hamson & Holder, 2002).

In today’s world it’s very difficult to avoid crisis. However, crisis 
management is a systematic approach to addressing the issues of crisis, 

its origins, and its impact on people and organizations. Crises are generally unpredict-
able, yet not unexpected. Every person and organization can expect crisis events to 
unfold as a part of their life experience. The challenge is not so much that crisis occurs 
but that we are all so surprised by it and unprepared for its impact. So little of organi-

zational constructs and infrastructure is directed 
and designed in a way that helps individuals and 
organizations anticipate the occurrence of crisis, 
accommodate its impact, and adjust organiza-
tional structures and behaviors to accommodate 
the vagaries of crisis and change and to continue 
to thrive. The notion of thriving in a crisis is often 
considered foreign to the notion of crisis and the 
perception of pain and the negative impact it has 
on persons and  organizations.

EARLy  WARNINg

Crises very rarely occur without some level of 
early warning (Weick, 2001). The critical factor 
in early engagement of crisis is the development 
and presence of tools and mechanisms, which 
provides an ongoing leadership and organiza-
tional mechanism for becoming aware of the 
potential for crisis in advance of crises actually 
occurring. The first step of any early warning 
systematic process is the leaders’ understand-
ing and acceptance that crisis occurrences are a 
normative part of the human experience and they 
are to be anticipated rather than being surprising. 
It is this understanding of the inevitability and 
normative circumstances related to the potential 
of the onset of a crisis that best conditions orga-
nizational leadership to create a programmatic 
and systematic approach to confronting crisis. In 
short, a systematic  framework— a  model— needs 
to be incorporated into the operational and struc-
tural characteristics of the organization as a way 
of assuring that  well- planned mechanisms for 
addressing the onset of a crisis event is in place 
long before crises actually  arise.

Hospitals and health systems are very good at 
anticipating clinical crises as well as community 
and natural disasters. Their capacity for disas-
ter planning is unparalleled and can usually be 
compared with the most  well- prepared plans for 
such crises as exist in any organization. However, 

Unanticipated Crisis Scenario

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

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

Questions for Discussion:

Should this crisis have been anticipated, and if so, when?1. 
What kinds of early response activities could Community Hospital 2. 
have undertaken?
When is it best to anticipate a crisis, and what are some 3. 
early indicators?
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these crises tend to be the least common occurrences affecting the viability and 
stability of the hospital or health system. It is usually other major significant crises 
that place the hospital or health system at greater risk than those natural or clinical 
disasters. Crises related to finance, management, market, competition, environment, 
and operations create more significant risks for the organization than do natural or 
clinical  disasters.

Much of the reason for the impact of this kind of risk is the lack of systems that 
predict and anticipate changes in current conditions and challenges threatening the 
status quo (Argenti, 2002). The ability to develop the skills requires in all leaders a 
deep understanding of social and organizational complexity and the processes associ-
ated with facilitating human dynamics within the context of complex systems. The 
ability to comprehend the action of complexity and the human response to immedi-
ate and dramatic change is an important set of leadership skills that are required 
as a basic foundation for the expression of leadership competencies related to the 
management of crisis. Complexity theory and science have provided leaders with 
major new insights regarding predictive and adaptive capacity and the need to incor-
porate particular dynamics and applications into the ordinary and usual management 
practices of organizations (Kelly & Allison, 1999).

The ability to understand both the complexities and applications essential to a 
positive response to crisis demands an understanding of the cybernetic nature of all 
action and human experience. This demand represents a clear need for recognizing 
the cyclical nature of all action, including human action, recognizing the inevitability 
and eventuality of major and dramatic shifts in both experience and reality. Because 
of this inevitability, all human organizations must reflect a strong 
capacity for adaptation and change. Since change is the only constant 
in the universe, structuring organizations to be continuously adaptive 
and mobile is a critical requisite for  long- term viability. The need for 
an organization to continue to thrive calls for its leadership to be ever 
vigilant with regard to the continuous and unrelenting risks embed-
ded in change dynamics operating both internally and externally and 
having both negative and positive implications for the organization’s 
health and life (Heifetz & Linsky, 2002).

A PREDICTIVE AND ADAPTIVE mODEL fOR CRISIS 
AND  CHANgE

The organization’s ability to adequately respond to crisis depends strongly on its 
capacity to anticipate and plan for it. It is now increasingly a requisite of the leader’s 
role to be able to incorporate a deep and full understanding of the necessary compo-
nents of a responsive process that adequately prepares, anticipates, and plans for 
successful response to inevitable crisis. Recognizing the elements of building such 
a plan, the leader constantly incorporates the mechanisms for crisis management 
into the usual and ordinary operational processes and mechanics of managing the 
organization from strategy to application. The use of a systematic approach to the 
management of the crisis dynamic calls for a model or approach that deeply incorpo-
rates essential elements of each stage of the planning and adaptation process into the 
ongoing activities of systematic and organizational  leadership.

Whatever models are created, leaders must understand that crises can come from 
both within and outside the organization. While many leaders anticipate that the 
majority of significant crisis is generated by changes in the external environment, the 
truth is, many crises and adversity with regard to the organization’s viability come 
from challenges arising from within the organization. Clearly recognizing internal 
and external sources of crises helps leaders plan for appropriate activities and strate-
gies related to the origins and sources of conflict or crises in a way that can more 
directly and realistically address the issues they  raise.

Gem

Since change is the only constant, the onset 
of a crisis might truly indicate a leader’s failure 
to see the signals of crisis either through 
the lack of an effective scanning system or 
through failure of personal diligence.
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Anticipating and planning for crises requires more than good leadership. A system-
atic approach to addressing issues of crises calls for structural, process, and leadership 
capacities that work in conjunction with each other and represent the organization’s 
overall commitment to incorporating crisis events into the usual and ordinary opera-
tional activities of the organization (Millar & Heath, 2004). A comprehensive model 
or systems approach first addresses the external and internal conditions and elements 
necessary to make crisis awareness a functional part of the organization and then 
creates an organized and structured approach to adequately and accurately address the 
potential and conditions associated with the onset of crisis. Tying all of these elements 
and processes within the context of good management process and leadership skills 
creates a comprehensive frame within which anticipating and planning for crisis can 
move from a critical event to the ordinary and usual process of good  management.

All of the elements of good management, beginning with mission, purpose, mean-
ing (values), and leadership are the essential first steps for assuring integration of 
crises processes with the core values and related infrastructures of the organization. 
At every level of the organization, from the board of directors to service and produc-
tivity, the continuous and dynamic external and internal environmental scanning 
processes must represent a cybernetic (continuous) loop of interacting activities that 
act in concert to assure that organizational awareness and response is incorporated 
into the ongoing activities of both leadership and work. The model should reflect all 
the components and elements that will assure their convergence around appropriate 
anticipation and planning for inevitable crisis (see Figure 4-1).

Environmental 
Scanning System

• Internal/external variance
• Emerging conditions/forces
• Socio/political/economic shifts
• Destructive technologies

Triggers (examples)

• Environmental crisis
• Market losses
• Resource losses
• Poor decisions
• Political/legal/socio shifts
• Competition successes

Signals (examples)

• Global trends
• Potentials
• Critical conditions
• Market fluctuations

Business Core:

Purpose/Mission
Meaning/Motivation

Commitment/Competence
Work = Learning

Internalization  Combination  

Socialization  Externalization

Outcomes:

Precise
Timely
Quality based
Excellent
Satisfied customer

IMPACT

Figure 4-1   Cybernetic and interacting environmental  scanning detail.
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CORE ELEmENTS: ExTERNALIZATION–INTERNALIZATION

Organizations are constantly influenced by their relationships to both the external 
and internal environments (Stabor & Sydow, 2002). Indeed, the convergence of both 
external and internal forces frequently reflect the character and content of the continu-
ous, dynamic, and cybernetic dance between an organization’s interaction with the 
external environment and the fit of the internal infrastructure with the organization’s 
ability to thrive. This goodness of fit is perhaps the most critical factor 
in ensuring and advancing the viability of the organization, its efficacy, 
and its sustainability. Frontline healthcare providers often either are not 
aware of this reality or fail to recognize its impact on the applicability 
and viability of their own work. One of the major tasks of leaders, in 
this circumstance, is to constantly keep this awareness in front of the 
clinical service providers, assuring that it plays some role in influencing 
and impacting decisions they make and actions they  take.

The external forces constantly influencing the integrity of the orga-
nization and the broader social context generally relates to social, 
political, economic, market, and community concerns that have a 
continuous and constant influence on the design of the organization, 
the structuring of its clinical work, the activities of its various services 
and functions, and the actions of its multivariant clinical professionals. 
These forces are constantly dynamic, ever changing, and continuously 
reflective of the changing circumstances in the broader social arena. 
Financial, policy, political, environmental, and social shifts, even if they are subtle, 
can have tremendous influence on the structure and operations of the health system, 
agency, service, or institution. At the governance and administrative levels of the 
organization, mechanisms must be in place that alert people in those levels of shifts 
that are occurring in the broader social context that can intersect or converge in a 
way that results in significant impact on the organization. The critical factor in this 
set of circumstances is the force of convergence of seemingly unrelated factors. It is 
the confluence of these distinct circumstances that create the conditions that ulti-
mately become crises. The failure to recognize the relationship between seemingly 
nonrelated elements or events can be the first sign of a potential crisis or conflict. 
Often failure to see this emerging reality at the earliest possible moment can usher 
in significant reaction a later stage of conflict, sometimes too late to avoid a negative 
impact on the  organization.

ENVIRONmENTAL  SCANNINg

External sociopolitical forces have a greater impact on governance leadership and 
executive decision making. The impact of these forces on mission, vision, purpose, and 
values are significant with regard to the decision making occurring at the executive 
level of the organization. Often these external social forces impact on what the organi-
zation is, how it behaves, and what it does as a system. The internal forces that converge 
with external influences reflect in the organization’s behavior; how, what, and who the 
organization is translates into decisions and actions. Everything related to the character 
of the organization reflects its positioning in the broader social context and represents 
to its community its value and contribution to the life and needs of that  community.

Environmental scanning (see Figure 4-2) provides information for the organization 
with regard to those external forces that reflect the dynamic of change and its impact 
on the life cycle of the organization (Stabor & Sydow, 2002). Structures and leadership 
action in the organization within the context of environmental scanning relates to the 
tools and skills available to leaders that can help them interpret and apply external 
dynamics and changes to the operating reality of the organization. Whatever formal 
processes exist in the organization, executive leaders can use these processes as tools 
to help interpret the impact and force of change and to translate that into language 

External Forces

Social, political, economic, market, 1. 
community, human, and environmental.
Critical shifts in the competitive 2. 
marketplace.
Innovation in technology or service.3. 
Introduction of new factors resulting from 4. 
radical change.
Natural or human generated disaster.5. 
Convergence of seemingly unrelated 6. 
forces.
Change in demand or community/7. 
individual needs.
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that departmental and  first- line leaders within 
the organization can reflect upon and, if neces-
sary, respond  to.

ExTERNAL AND  
INTERNAL  fORCES

The ability of the organization to have and 
demonstrate insight with regard to the forces 
impacting strategic and critical action is a funda-
mental skill set of good leadership. Interacting 
forces, whether external or internal, are constant 
and can serve to inform the leadership of the 
organization about conditions and circum-
stances that may affect decisions and actions 
and ultimately impact the sustainability of the 
organization. In quantum reality, many of the 
interacting forces affecting decisions and actions 
are unknown and operate as a backdrop to the 
perceived issues and concerns of formal lead-
ership. It is an element of predictive capacity 
in quantum leadership that themes, trends, or 
directions that operate individually or collectively 
tell the leader about the probability of certain 
occurrences rather than simply and precisely 
enumerate them (see Figure 4-3). For the leader, 
it is important that an  in- place mechanism func-
tions continuously as a subset of the leader’s role 
to inform and alert the leader regarding inter-

nal and external realities, their changes, and the potential (probable) 
impact on both the function and trajectory of the  organization.

PROBABILITy

The contemporary quantum leader recognizes the significance and 
value of determining the probability of an action. It is more impor-
tant to be able to focus on issues of probability than it is to be able to 
predict current or future events with absolute certainty. By aggregating 
data from various sources having an impact on the organization and 
synthesizing the information that was gathered, the leader exercises the 
best indices of probability in informing judgments and decisions upon 
which subsequent action will be based (Snyder & Duarte, 2003).

Without being overly complicated, the leader uses probability to indi-
cate the likelihood of an event, occurrence, or situation. It should be 
noted, however, that gathering more information ad infinitum does not 
increase the probability of the correctness of decisions. What is more 
likely to facilitate the probability of an occurrence is both the veracity 
and accuracy of the data and the intensity of its relationship, such that 
when it converges, the composite of information provides the data that 
most likely is an indicator of  probability.

 The leader attempts to assess the likelihood (probability) of an •	
event(s).
 Leaders look at the number of similar events, look for the common •	
elements of those events, and assess the likelihood of their 
 reoccurrence.

Gem

You might not be able to anticipate a particular 
crisis but you can manage it if you have the 
right tools and processes in place. Crisis 
always occurs, so the only variable that counts 
is readiness and preparedness for appropri-
ately addressing it.

Environmental 
Scanning System

• Internal/external variance
• Emerging conditions/forces
• Socio/political/economic shifts
• Destructive technologies

Triggers (examples)

• Environmental crisis
• Market losses
• Resource losses
• Poor decisions
• Political/legal/socio shifts
• Competition successes

Signals (examples)

• Global trends
• Potentials
• Critical conditions
• Market fluctuations

Figure 4-2  Environmental scanning  elements.

Internal/External Forces

• Trends, themes, directions
• Probability of occurrences
• Awareness mechanisms
• Informative processes
• Communication systems
• Leadership response
• Impact

Figure 4-3  Interacting  forces.
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 Since the sum of all possible events is 100%, the •	
leader looks for the percentage of probability of any 
given event occurring in any given situation as an 
indicator of the predictive value of that  event.
 Leaders calculate the probability of an event as a •	
way of clarifying and specifying the likelihood of its 
occurrence (see Figure 4-4).
 Leaders become aware and develop skills in calcu-•	
lating complex probability relationships such  as:

 Independent versus dependent  events – — The outcome 
of two events are independent if the fact that one 
event happens, it does not affect the probability of 
a second event  happening.
 Contingent  probabilities – — A contingent probabil-
ity exists when determining the probability of a 
second event given that a first event happened. If 
the outcome of two events are independent, the 
contingent probability is the same as the regular 
probability (as in Figure 4-4).
Disjointed  events – — A disjointed event occurs if at 
most only one of the events can happen; e.g.: Nancy winning a raffle and a 
bowling tournament: not  disjointed— she can win both; Ann and Sue compet-
ing against each other in a poker game and both winning:  disjointed— only one 
of them can  win.

In disjointed events, the probability of at least one happening is equal to ��

the sum of the probabilities of either event  happening.
When the events are not disjointed, the probability of at least one event ��

happening is equal to the sum of the probabilities of either event happen-
ing less the probability of both  happening.

Multiple  events – — In multiple events, the expected number of successful events 
is equal to the probability of a successful event times the number of occur-
rences or  attempts.
Probability of a successful  event – — The probability of at least one successful event 
is generally less than the probability of a successful event times the number of 
occurrences or attempts. The lower the probability of a successful event, the 
closer to the probability of at least one successful event is to the  product.
Probability of  effectiveness – — Probability of effectiveness is influenced by the 
ability of the leader to accurately read the data, predict probability, make 
judgments about current circumstances or variants affecting the probability, 
and take appropriate action (Hassett, 2007).

The use of probability tools is increasing in effective management decision making, 
especially that related to developing predictive and adaptive capacities in the leader’s 
role. While there is also increasing focus on innovations related to intuitive leadership, 
it is not yet well developed, and the use of statistical and mathematical approaches 
to assessing the value and veracity of probability thinking is still the predominant 
skill set that helps the leader synthesize data and make decisions with a high prob-
ability of success. While probability can certainly be used for other operational and 
management processes, it is especially useful in looking at predictive processes and 
determining their degree of significance and impact on decisions that occur within 
the organization. Since the effort of a leader is to help manage and possibly minimize 
crisis, the use of predictive tools is most helpful in limiting the potential for unan-
ticipated  crisis.

Probability tools can also be used for predicting the potential of internal crises 
as well. However, good management, financial, and operational systems internally 
provide the most appropriate array of useful tools in advancing the ability to predict 

Figure 4-4  Calculating  probability.

1.  Determine the total of equally likely events. (N)
2. Determine the number of successful events. (S)
3. Probability of success 5 S 4 N.

Example:

What is the probability of rolling a 1 on a die?
•	Ordinary	6	sided	die:
•	6	equally	likely	possible	events,	(1,2,3,4,5,6)
•	1	successful	event	(1)
•	Pr	(1)	5 1 4 6 5 16.7%

What is the probability of rolling a 1 or 2 on a die?

•	Ordinary	6	sided	die:
•	6	equally	likely	possible	events,	(1,2,3,4,5,6)
•	2	successful	events	(2)
•	Pr	(1)	5 Pr (2) 5 16.7% 1 16.7% 5 33.3%
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and manage organizational crisis (Figure 4-5). The application of good 
management principles and operational tools helps not only facilitate 
the potential for diagnosing and addressing internally generated conflict 
but can also help avoid or limit that potential. Most organizational 
crisis refers to (1) strategic misjudgments, (2) operational or financial 
malfeasance, and (3) the failure of positive human dynamics in the 
organization. Developing and using ongoing internal tools and checks 
and balances and continually assessing, implementing, and evaluating 
programs of effective organizational stewardship helps limit and control 
the vagaries of internal conflict  potential.

READINg  SIgNALS

An essential component of good environmental scanning is evidenced 
in the leader’s ability to recognize the signals as they become critical 
indicators of the potential for crisis and change impacting people and 
organizations. A good, strong operational and data core that provides 
information, tools, and systems that help keep the organization aware 

of its internal and external environments works to antici-
pate and avoid crisis, it is not sufficient. Scanning skills 
also include devices that help recognize specific signals 
that alert the leader to particular circumstances, indicators, 
and events that have the potential for significant impact 
or change with regard to the organization. Signals may 
be deeply embedded in a complex array of data to which 
the leader responds. These signals may be embedded in 
the trends, advantage of new technology and therapeu-
tics, introduction of new devices or clinical processes, or 
simply a change in process or methodology. For example, 
the introduction of cardiac stents slowly yet inexorably has 
altered the percentage of patients using coronary artery 
bypass graft procedures as a way of clinically addressing 
the narrowing of cardiac vessels. Cardiac stents are easier 
to insert and are less invasive, with fewer physiologic 
accommodations and symptoms than those associated 
with coronary artery bypass grafts. A radical shift in clini-
cal therapeutics is the result of the introduction of this new 
technology. The leader must have a depth of insight, access 
to expertise, and an ability to synthesize data within the 
context of existing circumstances and potential impact on 
current methodologies and ways of doing  business.

Signals are often either clearly visible or are obscure in 
their availability in the data the quantum leader reviews 
(Figure 4-6). Signals are frequently embedded in both the 
individual elements of data or through the synthesis of data 
and the concluding story that data reveals. Sometimes it 
is a single technological innovation that serves as a signal 
of the potential for significant change. Other times it can 
be found in what the leader discerns after aggregating 
a series of data elements that converge to reveal indica-
tions of a major shift or dramatic emerging new reality. 
Either way, the leader is constantly aware of the potential 
of change embedded in the usual and ordinary processes 
of reviewing and using information and data sources in a 
way that affects thinking and acting within the context of 
a constantly shifting  reality.

Unanticipated Crisis Scenario

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

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

Questions:

Could this crisis have been predicted?1. 
What would be the most effective tools in identifying the 2. 
signals indicating change?
What now? And what inclusive processes need to be in 3. 
place to help all stakeholders recognize the signals of 
change collectively and sooner?

Internal Forces

• Strategic trajectory
• Operational checks 

and balances
• Fiscal controls and audits
• Management information

system
• Human dynamics

tools/processes
• Leadership diligence
• Response flexibility

Figure 4-5  Internal  forces.
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The greatest element of skill with regard to scanning for signals is the 
leader’s internal awareness of the constantly shifting landscape and the 
elements deeply embedded in the chief indicators or drivers of change. 
In order to maintain that awareness, several things are important in the 
activity set of the leader,  including:

Reading broadly.•	  The leader is constantly aware of trends and 
issues affecting her or his scope of responsibilities and analyzing 
the content for obvious, subtle, and sometimes obtuse indicators 
of a  shift.
Reading outside one’s field.•	  The leader is aware that a multitude of 
changes are going on just outside one’s own field of vision, and 
this requires the leader to tap into data sources that are not a usual 
and ordinary part of the leader’s experience. Reading at this level 
of breadth develops a keener awareness on the part of the leader 
and also exposes the leader to new frames of thinking. Doing this 
reading can directly or tangentially affect the  organization.
Accessing information on the creative fringe.•	  It is important for the 
leader to be aware of thinkers, ideas, processes, and the inven-
tions that reflect the level of innovation and creativity ahead of the field. Being 
available to what may sometimes appear outrageous or marginal can prepare 
the leader to better anticipate those moments when something outrageous, 
ridiculous, or innovative sets a new direction for the world (just think about 
Apple, Microsoft, and Google).
Sharing ideas and innovative information.•	  Making such sharing a normative part of 
meetings, dialogue with colleagues and coworkers, and interdisciplinary interac-
tion gives leaders the opportunity to explore new thinking or potential  change.

TRIggERS

The skills necessary to read signals are also indicated in response to trigger events. 
Trigger events are critical moments that serve to challenge awareness of an orga-
nization or its leadership with regard to direct, immediate, or dire circumstances. 
Trigger events are those critical actions occurring either contextually, peripherally, 
or in the midst of the work environment in a way that creates the immediate need 
for response. Usually, trigger events are the last line of response occurring late in the 
cycle of predictive and adaptive circumstances and have been usually preceded by 
either  long- standing or clearly enumerated  signals.

Triggers often result from the confluence of forces, action, or 
non action in relationship to specific signals that are indicators of a 
major shift in an organization’s or individual’s reality (Figure 4-7). While 
signals suggest the introduction of a major condition or circumstance 
of change, triggers represent the specific and significant impact of 
that change. Still, trigger events can often be missed by an organiza-
tion. When that happens, organizations are frequently driven into a 
reactive state attempting to reconfigure to contemporary or ongoing 
symptoms evidenced by the change having already occurred. The abil-
ity to respond appropriately is significantly diminished since trigger 
events suggest that the impact of change indicated by prior signals has 
initially been missed or ignored and is now operating to directly affect 
the integrity and functions of the organization and its  people.

Trigger events tend to increase in number and intensity to the extent 
that they are ignored or their recognition has been delayed. If they 
are ignored long enough or if response has been delayed over a suffi-
ciently long period of time, the organization becomes more reactive and 
 catch- up time between the demand for change indicated by the trigger 

Signals

• Embedded in data
• New technology
• Changing conditions
• Market fluctuations
• Critical shifts

Triggers

• Environmental crisis
• Market losses
• Resource losses
• Poor decisions
• Political/legal/socio shifts
• Competition successes

Figure 4-6  Signals.

Figure 4-7  Trigger  events.
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events and the organization’s actual response to change extends dramatically. There 
are several things the quantum leader needs to consider in addressing trigger  events:

Specific signals to which the trigger event relates.•	  These signals can serve as a way of 
measuring the impact of the signals on a strategy and function of the organiza-
tion and its  people.
The number of trigger events.•	  Trigger events rarely occur as single entities. Usually 
a number of trigger events converge to indicate a serious gap between where the 
organization and its people are and where they need to be if they were respon-
sive to the demands of any particular  signal.
Response time to triggers.•	  Frequently, triggers, like signals, are ignored or missed 
by organizations, putting leadership in a tenuous position. Requiring a relatively 
quick turnaround time is a means of appropriately configuring the demand 
for  change.
Response to missed opportunities.•	  Frank evaluation of the missed opportunity is a 
requisite of strong leadership in order to help leaders avoid blame, punishment, 
and recidivistic activities that keep the organization from focusing on its issues, 
diagnosing its response to signals and trigger events, and reconfiguring infra-
structure and strategic process to be better responsive to signals in the  future.

CRISIS  PREPAREDNESS

Much work has been done and literature published related to direct crisis interven-
tion and crisis response. There are many references to that, some of which can be 
found in the references in this chapter. However, the truth is that much crisis could be 
more effectively managed if it was linked into the ongoing operational activities of the 
leadership and staff of the organization. The predictive skills and processes present in 
an organization and covered in this chapter are critical to assuring the organization’s 
and leader’s effectiveness. An effective environmental scanning system and processes 
managed by senior leaders in the organization and demanded of  first- line departmen-
tal or service leaders can do much to help the organization anticipate the inevitable 
transformations that impact all living systems (see Figure 4-8). Still, identifying condi-
tions, circumstances, signals, and triggers are not sufficient to adequately prepare the 
organization for its proactive response to the potential for crisis. Crisis preparedness 
planning must be built into the operating infrastructure and management processes 
of the organization as much as any other management processes or ongoing part of 
doing business in response to customer or patient needs. The wise leader knows that 
building an operating framework for successfully accommodating the inevitable impact 
of change is as necessary as good policy and effective  budgeting.

CRISIS  PLANNINg

Well- designed crisis plans reflect the character and content that give life and direction 
to the organization (Figure 4-9). All organizations are at one time or another affected 
by crisis. Good leaders recognize this as an operating given. Therefore, the only way to 
offset the inevitability of crisis is both information and preparation. Information gather-
ing relates to the work discussed above reflected in an effective environmental scanning 
system. Nothing affects crisis preparedness more than clarity and readiness. Expectations 
of leadership performance include the obligation for systematic and organized planning 
response to anticipating, predicting, and adapting to the impact of  crisis.

It is important for the leader to recognize that crisis management skills are as much 
an element of performance value as are human resource management or budgeting 
skills. Recognizing that crisis potential is constant and therefore an expected part 
of work demands helps to support the tenet that crisis management capacity is an 
expected skill set embedded in the work of management. Therefore, the organiza-
tion should clearly state that policy, performance, and role evaluation will include 
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the organization’s expectations for comprehending and 
applying environmental scanning skills, interpreting and 
implementing crisis prediction and planning processes, 
and acting in concert with the crisis plan. Crisis planning 
elements should  include:

The role and performance expectation of leaders in •	
constructing and acting consistently with the requi-
sites of crisis management  activities.
Full participation in crisis plan construction activi-•	
ties as well as the development, application, and 
evaluation of all crisis plans, including those hazard 
plans for environmental, technical, mechanical, and 
human  threats.
Processes for recognizing both signal changes and •	
trigger events (or their potential) and the probability 
of their impact on the strategy, priorities, and oper-
ating activities of the organization and its  people.
The design, construction, and application of specific •	
plans for particular crisis potentials or  hazards.

Hazard 
Plans for:

Environmental Threats
Technical & Mechanical

Human Activities

Crisis Preparedness Plan

• Leadership engagement
• Crisis Plan Group
• Risk Assessment
• Operating Priorities
• Data Collection
• Written Plan
• Plan Testing

Figure 4-9  
Preparedness 

 planning.

Environmental 
Scanning System

• Internal/external variance
• Emerging conditions/forces
• Socio/political/economic shifts
• Destructive technologies

Triggers (examples)

• Environmental crisis
• Market losses
• Resource losses
• Poor decisions
• Political/legal/socio shifts
• Competition successes

Signals (examples)

• Global trends
• Potentials
• Critical conditions
• Market fluctuations

System Requisites

Rational
&

Objective

Problem Types

�• Strategic
�• Operating
�• Human
�• Technical

Aimless Vagaries/Variances

Hazard Plans for:
Environmental Threats
Technical & Mechanical

Human Activities

Systems Evaluation

• Adaptive Ability
• Adaptive Capacity
• Contingency Impact
• Human Agency and 
 Social Structure
• Structuration
• Multiplexity (intra and 
 interorganization)
• Redundancy
• Linkage of System
  Elements
• Reformat the Plan

Crisis Preparedness Plan

• Leadership engagement
• Crisis Plan Group
• Risk Assessment
• Operating Priorities
• Data Collection
• Written Plan
• Plan Testing

Recovery / Salvage

• Damage Assessment
• Environmental Stabilization
• Activate Recovery Process
• Restore Functions

Figure 4-8  Components for assessing adaptive  effectiveness.
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The skills, checks, and responses built into leadership process, •	
including crisis activities as a part of the regular management and 
leadership performance dynamic at every leadership level of the 
 organization.
Enumeration of areas of sensitivity obtained from the field, context, •	
environment, or particularly unique situations of the organization 
and its people as a part of developing a risk assessment framework. 
This helps define the arenas of risk and focus the activities associ-
ated with identifying its potential in those areas directly related to 
the functions and activities of the organization (Rike, 2003).
Mechanisms for the organization and its people to include require-•	
ments for response to signal and trigger recognition regardless of 
where it might occur in the organization. Use of good information 
systems and data algorithms for getting to this information in a 
timely fashion and responding to it appropriately are critical tools 
of ongoing crisis awareness, prediction, and  response.

Preparedness simply means awareness and response. Awareness 
should not be an accidental or involuntary mechanism, but rather, it 
should be included in the normative expectation of leadership practice at 
all levels of the organization. Mechanisms, processes, and an informa-
tion system infrastructure should make it possible for predictive and 
adaptive strategies to be seen as a functional component of the effective 
work of management. If this is so, less idealization of crisis intervention 
and accommodation skills will occur, a reduction in the total number 
of crisis events will be noted, and better skills will be developed for 
preparing the organization and its people for addressing the ongoing 
vagaries and dynamics of the change process and, indeed, making 
change a normative part of the work experience (see Figure 4-10).

RECOVERy AND  SALVAgE

Even with all of the preparedness mechanisms in place, crises occur. 
Leadership demonstrates awareness of crisis reality by assuring that 
the response strategies to a crisis are appropriate and specific and, 
more importantly, assure success and thriving. Mechanisms must be 
in place to assist leaders in responding to the crisis and undertaking the 
best, most proactive responses necessary to address the conflict and to 
return the organization to its continuing focus on its purposes, goals, 
and  activities.

Assessing the level of impact and damage to the organization is 
usually the first line of response to the impact of a crisis (see Figure 4-11). 
Being clear about the crisis situation and its effect on the organization 
helps position leaders in the most enlightened framework for appro-
priate planned response. Also, the assessment phase helps establish a 
framework of comparison between the actual crisis and the planning 
related to it in order to evaluate the veracity of the crisis response plan 
developed at an earlier time. It gives leadership an opportunity to make 
judgments about the goodness of fit between crisis planning and crisis 
response. This has two  benefits— the first to address the adequacy of 
planning activities in preparation for the crisis and the second to make 
the necessary revisions in the plan in order to more adequately address 
a future  conflict.

At the earliest stages of crisis response, the leader must be willing to 
inform and stabilize staff in order to maximize their capacity to respond 

Stabilizing
Staff

• Always be honest
• Staff take lead 
  responding

Staff
Ownership

• Culture of 
  engagement
• Staff evaluates 
  effectiveness

Figure 4-10  Sensitivity.

Sensitivity Focus

specific field of endeavor•	
Market particulars•	
service uniqueness•	
technology arena•	
Region or locality•	

Recovery / Salvage

• Damage Assessment
• Environmental 
  Stabilization
• Activate Recovery 
  Process
• Restore Functions

Figure 4-11 Recovery from crisis.
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appropriately to the crisis situation. The crisis event must 
be placed in the context of a larger reality so that a broader 
perspective may be developed for staff response and a 
calm and organized approach may be undertaken in order 
to address it. The systematic, organized, and balanced 
response from leadership creates the context for staff 
response and provides a frame of confidence and ratio-
nality to staff engagement of activities that can lead to 
appropriate and successful crisis response. Staff engage-
ment and involvement in crisis response activities is a 
critical indicator of success. Furthermore, it represents a 
level of trust and inclusion and suggests ownership invest-
ment on the part of the staff not only in the work of the 
organization but in its  culture.

Each crisis recovery will have a crisis recovery plan 
that relates specifically to proactive and effective issues 
of addressing the crisis in a meaningful way. All crisis 
recovery plans should at least have the elements listed in 
Figure 4-12 as a way of assuring or checking off that all 
appropriate responses to the crisis and to its potential for 
recurrence have been adequately  addressed.

CORRECTINg  DISCONTINUITy

Crisis certainly means different things to different people. What might appear as 
a financial crisis to the business office may only appear as an irritant to the clini-
cal services. Crisis therefore demands both definition and the establishment of a 
hierarchy of impact. This process enables the organization to rate crisis and to adjust 
the intensity of response based on the degree of crisis and its ultimate impact on the 
organization. When we see crisis more as a discontinuity than as a singular seminal 
event, it is easier to put it in context and to assure that its parameters don’t widen 
beyond the real frame of the crisis. In addition, it is wise to keep crisis as compart-
mentalized as it demands so it does not impact or upset more components of the 
system than it needs. Since the crisis is often a continuous discrepancy between a 
particular critical event and the operating function of the system, it is important to 
relate the specific crisis to a specific systems component that is directly affected by 
the critical events (Mitroff, 2004). Good leaders will make sure that the crisis does not 
spill out into other aspects of the organization not directly affected nor necessarily 
involved in directly addressing the  crisis.

Of course, preparing for a crisis can be safely compared to preparing for the 
unknown. Demonstrated in this chapter, however, is the value of integrating both 
predictive and adaptive capacity within the context of the role of the leader. In so 
doing, the quantum considerations of the impact of probability can be utilized to their 
maximum potential as a way of both anticipating normative crisis and of addressing it 
in his earliest possible stages. A very large element of predictive capacity is the leader-
ship determination and management of internal operating risk related to not seeing 
crisis in its potential stage, or failing to recognize it as a potential and not responding 
to it early enough to be able to manage the organization and participant response in a 
timely fashion (Ranadive, 2005). Through the process of environmental scanning and 
within the dynamic of predictive strategies, enabling the organization and adapting 
responsive strategies creates an increasing level for continued success and  long- term 
thriving for the organization. Since all these factors are predominantly a human func-
tion, some critical assessment of the human capacity and human activities associated 
with predictive and adaptive crisis management must be  explored.

Figure 4-12  Response  activities.

establish the command center for crisis response •	
based on nature of the crisis.
Identify and assist first responders and their work.•	
express confidence and control.•	
communication and information management.•	
Adequate command center and resources for immedi-•	
ate action.
Identify and engage all partners in recovery process.•	
Reconfigure normalcy AsAP.•	
Assess progress, make changes, note impact on plan, •	
change plan.
coordinate action plans and initiative to assure com-•	
prehensive response.
evaluate process and progress, adjusting in operation •	
and planning for strategy changes.
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Human Dynamics of  Crisis
Clearly, one of the most important elements of crisis 
management is the coordination and integration of the 
needs of people throughout the crisis process. Both from 
the perspective of anticipatory and predictive skills as well 
as intervention competence, leaders and staff need a level 
of continuous support. In addition, specific skills must be 
available in the organization and are an expected part of 
the competence of individuals if there is to be any level of 
guarantee that crisis management will occur in an effec-
tive and appropriate manner. It is expected that specific 
skill sets be available in particular roles in order to assure 
that the right cascade of expectations and performance 
in relationship to crisis is both enumerated and properly 
exercised. Specific role expectations must be clear and 
well defined as they are undertaken in the organization 
(Mittelstaedt, 2005).

Board
 The board is perhaps the first major link in the organi-
zational response change within the crisis process. From 
the perspective of establishing strategic clarity by assur-
ing that the strategic plan is consistent with the mission 
purposes and objectives of the organization comes the 
first step in a series of steps necessary to assure full board 
engagement (see Figure 4-13). The awareness of the obliga-
tion of the organization to have an operational frame for 
predictive and adaptive strategies in crisis planning begins 
with the board’s creation of a scanning framework. Within 
this framework is the overall environmental scanning plan 
and the subordinating crisis intervention plans related to 
strategic, operational, clinical, or environmental crisis. The 
scanning plan is both broad in its expectations regarding 
external awareness and even internal challenges all the 
way through specific delineations that indicate explicit 
responses to specific particular crisis. In addition, the board 
specifies with clarity where accountability exists all along 
the crisis management process and what roles are played 
out at the various levels and positions in the organization, 
especially in relationship to leadership roles. The roles of 
specific managers and clinical leaders in the organization 
have within them the expressed delineation of functions 
and activities related not only to responding to the crisis, 
but also in support of staff and patients as they address 
critical issues affecting their role in the crisis  process.

It is also important for the board to clearly define the reporting expectations they 
have with regard to environmental scanning and the particular signals that may 
indicate the need for strategic readjustment, direction change, or technological recon-
figuration. This reporting and communication expectation is critical to the board’s 
continuing engagement and the immediacy of their response measured against 
the critical degree and impact of the signal or potential change. The convergence 
of signals and data that suggests the need for strategic or directional realignment is 
effective only insofar as it provides sufficient support and timeliness so that appropri-
ate engagement can be positively enacted at the highest levels of the organization. It is 
at this point that strategic, policy, direction, and service changes can be undertaken in 
a way that maintains the stability and viability of the organization. The more seamless 

Controlling the Crisis Scenario

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

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

Questions:

As Joel is thinking about the data that he’s received, 1. 
what are the implications of the data and how does it 
inform his first steps?
What mechanisms should already be in place in the 2. 
organization and which controls should be operating 
and into which Joel should be able to tap as a part of 
his planned response?
What are the three first steps Joel should undertake in 3. 
response to his MRSA crisis?
With whom should Joel be collaborating as he initiates 4. 
the first stages of response to his MRSA crisis?
Does Joel compartmentalize the crisis or does he 5. 
expand in order to access systems resources?
What might be the potential signals and subsequent 6. 
trigger events that could have indicated the ultimate 
presence of the MRSA crisis?
What key elements would you suggest Joel include 7. 
in his evaluation of response to this crisis as a way of 
informing future activities related to the potential for a 
similar crisis?
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this process is at the governance level, the more fluid and flexible 
the adjustments to critical change can be at the operational  level.

Senior  Executives
It is at the executive level where translational activities that drive 
crisis responsive activities take form. The C suite of the organiza-
tion is responsible for translating planned activities into tactical and 
applied actions in the organization in a way that ensures appro-
priate performance in both anticipating the potential for crisis and 
managing the system through it (see Figure 4-14). It is the obligation 
of the senior executives of the organization to take the appropriate 
action related to the particular stage addressed in the environmental 
scanning and crisis management process. Since the executives are 
responsible for the management and translation of the strategic 
plan in the organization, anything having to do with a challenge or 
threat to the integrity of the strategic plan falls within the purview 
and auspices of executive leadership. The design of the plan and 
successful implementation of it throughout the organization 
becomes a major obligation of the functional activities of executive 
leadership. It is at this level of the organization where synthesis of 
data, communication, and other sources of information converge to 
indicate new understanding, impact on strategy, a shift in direction, 
or adjustments in the internal environment suggested by changes 
in the external  reality.

Accountability for the effectiveness of the environmental scanning 
process, as well as the system of crisis management, rests with the 
senior executives. The integrity and efficacy of the environmental 
scanning and crisis plan along with its various subcomponents become 
the critical tools for executive effectiveness. They are also responsible 
for the appropriate locus of control for specific accountability with 
regard to various components and functions of crisis management; 
e.g., specific delineation of departmental managers’ roles in scanning 
technology related to their specific clinical  services.

Along with the assignment of accountability to departmental 
leadership go the essential tools for action in order to give them 
both the competencies and the requisite resources for success in 
both environmental scanning activities and signal and trigger 
identification. Expectation for performance should be accom-
panied with a methodology and a set of tools that can assist the 
department manager in undertaking that work. Since the focus 
of environmental scanning at the departmental level will be on 
the technical and clinical forces specific to the function or service 
characteristics of the department, the tools must be just as specific. 
Access to appropriate external and internal data, journals, technical 
monographs, trends, policy, and practices provide an appropriate 
framework for the kinds of tools necessary to the expectation by the executive for 
the departmental manager (see Figure 4-15). Within the context of the environmental 
scanning and crisis identification process outlined by the board and the senior execu-
tive team, the role of the departmental manager must be such that the specific kinds 
of information relevant to that individual’s role must be made available with the cost 
of such resources borne as a part of the operating reality of the  department.

In addition to providing tools for department directors, it is also important to make 
sure that internal reporting mechanisms provide an opportunity to generate information 
from all levels of the organization that impact the external and internal circumstances 
influencing strategy, tactics, or operational judgment. Building communication 
mechanisms between critical positions in the organization that express accountability 

Board
Strategic

Clarity

Policy or
Direction
Change

Scanning
Plan

Accountability
Assignment

Reporting
Agenda

Assignment of
Accountability

for Plan Actions

Reporting
Methods

Evaluation
Mechanisms

Tools for
Action

Design
Organizational

Plan

Senior
Executive
Response

Figure 4-13  Board crisis  role.

Figure 4-14  Executive crisis  roles.
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for specific scanning and predictive activities is a critical 
element that assures the success of the developed crisis 
management  model.

Communication strategies and reporting mechanisms 
should focus on translating and demonstrating the clar-
ity of the signals and the potential impact they have on 
the work of the organization (see Figure 4-16). The veracity 
and effectiveness of these reporting mechanisms and their 
ability to generate data early in the cycle of communica-
tion has a significant impact on the organization’s viability 
and on addressing those factors that will impact it early 
enough to make a discernible difference (Argenti, 2002). 
If staff or department directors are generating informa-
tion that indicates trigger events are in play, evidence of 
 late- stage activities becomes very apparent and accelerates 
the chance that reactive strategies related to corrective 
action or accommodation may be the next step the orga-
nization is forced to take. Reporting mechanisms must be 
incorporated into a cycle of management accountability in 
the communication and interaction between departmen-
tal directors and senior executives in the organization. 
Ongoing and regular interactions around environmental 
factors, technological changes, or other social and politi-
cal implications should be considered a regular reporting 
activity within the management structure. It is incongru-
ous in most organizations that exceptionally detailed plans 
related to financial and budget management are required 
at all levels of leadership, yet little attention is paid to the 

environmental and contextual issues that have a more dramatic impact on  long- term 
financial viability than does regular budget management and variance  analysis.

No strategy or mechanism can be deemed viable and effective if there aren’t 
ongoing evaluation processes that look at both the structure of the model and the 
effectiveness of actions within it. An organization needs to attest to the veracity of this 

crisis management process through internal analysis and 
comparative assessment related to its ability to anticipate, 
predict, and accommodate the potential for crisis (Millar 
& Heath, 2004). Failure to do so effectively may not simply 
be an indication of poor response. Failure to anticipate and 
predict might be a stronger indication of the effectiveness 
of the model than of the skills of the  leadership.

Evaluation systems that are relevant both in assessing 
the veracity of the model and the effectiveness of leadership 
activities provide significant indicators of organizational 
effectiveness and sustainability (see Figure 4-17). A regular 
 board- generated assessment of the environmental scan-
ning model as well as the  crisis- planning activities and the 
related plans is the first place to generate an assessment of 
effectiveness. The board has the overall accountability for 
assuring that the operational functions within the organi-
zation demonstrate what is necessary to ensure the vitality 
of the organization, the integrity of its strategic activities, 
and the success of its tactical and operating choices in 
ensuring the continued thriving of the  organization.

The ability to thrive depends on the goodness of fit 
between the model and plans in place for anticipating, 
predicting, and accommodating change and crisis and the 

Journals
• Trends
• Practices
• Innovations

Policy
• Economic
• Payment/Reimbursement
• Political/Legislative
• Legal/Regulatory

Technology
• New Applications
• Trends
• National–Regional Shifts
• Emerging or Destructive Technologies

Data
• Comparative External Reporting
• Operating and Performance Reporting
• Market Performance Shifts

Figure 4-15  Predictive tools for department  directors.

Technology Reports
• Trends
• Practices
• Innovations

Financial/Competition Change
• Revenue shifts
• Cost changes
• Market shifts

Legal Regulatory Changes
• Licensing changes
• Practice changes
• New regulation

Figure 4-16  Scan  reporting.
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ongoing operations and functions of the organization in 
advancing its interests. The senior executive team evalu-
ates the environmental scanning model, demonstrates its 
efficacy, and presents data with regard to its effectiveness 
to board leadership. It is the obligation of the board to 
assure the effectiveness of the overall environmental scan-
ning model and make whatever adjustments are necessary 
to make it more valuable. The context of environmental 
scanning includes the crisis and disaster plans that relate 
to the specific service requirements and social obligations 
of the institution as an accountable member of the larger 
community. Senior executives need to demonstrate to the 
board that all of the  crisis- related plans operate effectively 
and accomplish the ends that meet the board’s intent. In 
addition, senior executives must assure the board that 
the testing and response activities related to assuring 
the effectiveness of the plans have proven successful. 
Whatever accommodations need to be made to reflect 
adjustments in the planning activities, the improved 
responses need also be noted and communicated to the 
board in order to assure them that the model operates 
consistent with its need and demonstrates an effective 
and meaningful  response.

Departmental Managers and  Staff
The effective implementation and application of an environmental 
scanning model and crisis plan depends entirely on how  first- line 
management and staff will articulate a plan with their own activities 
and successfully implement its requisites. Crisis plans should always be 
developed in conjunction with  first- line staff in order to assure that the 
realities of decision making in practice in the service arena are the key 
driving force for the implementation plan. It stands to reason that staff 
closest to the realities of impact and implementation are the critical 
variable in ensuring the success of implementing crisis  plans.

Staff also has value with regard to the environmental scanning 
activities, especially when those activities directly relate to issues of 
service and practice. Professional workers especially have a critical rela-
tionship to issues and circumstances that affect practice activities and 
potentially serve to challenge or change the conditions and circumstances that govern 
or influence practice activities. Wise organizational leaders always seek to engage 
their professional colleagues in scanning activities and in participating in dialogue 
and decisions related to the impact of change driven by both external and internal 
circumstances. Frequently, a change in professional requisites, practice models, or the 
technology related to service can have a dramatic impact on the functions and activi-
ties of the organization. Changes in professional standards of practice, education, 
ethics, and values can have a radical effect on the priorities, choices, and actions of 
the organization and its leadership team. Integrating the professional roles in envi-
ronmental scanning and crisis planning activities assures inclusion of potential shifts 
in practice, priorities, and financial realities as they affect the mission and strategic 
activities of the organization. Failure to incorporate professional staff in these leader-
ship activities occurs at the organization’s own peril. Therefore critical inclusive and 
functional activities associated with staff involvement and participation must be well 
enumerated as a part of the organization’s application of its environmental scanning 
and crisis planning process (see Figure 4-18).

Evaluate Environmental Scanning
• Scanning Plan
• Signal Effectiveness
• Trigger Avoidance

Evaluate Crisis Plans
• Testing
• Effectiveness
• Reconfiguration

Evaluate Response Activity
• Leadership Coordination
• Staff Response
• Recovery and Re-engagement

Figure 4-17  Evaluation  phase.

Quantum Leadership Gem

Not including professional staff in decisions 
that relate specifically to environmental scan-
ning and crisis planning threatens the integrity 
of the organization and almost certainly 
advances a serious potential for crisis. 
Professional staff is closest to the point of 
service and often has the most incisive access 
to emerging potential for crisis. Engaging them 
is critical to ensuring organizational success.
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At the unit or departmental level, leaders should assure that regular meeting and 1. 
discussion time is devoted to particular professional policy, protocol, practices, 
and values. These are reviewed with attention to their implications and impact for 
changing  practices.
The unit or departmental manager should review with professional staff the 2. 
broader environmental and contextual changes leadership has discerned that 
may affect the organization’s priority and the work of the professional staff. 
Dialogue should reveal issues of impact, accommodation, adjustments, or 
change in clinical  practice.
Staff- generated insights with regard to environmental, market,  discipline- specific, 3. 
and rule changes should be given as much weight to the impact on organiza-
tional integrity and strategic choices as any other scanning insight occurring at 
the management  level.
Honest and open communication and transparency of environmental scan-4. 
ning and  crisis- related data must be as available to staff leadership as it is to 
the management team in order to assure and maintain levels of trust and full 
engagement between management and  staff.
Staff investment in the evaluation processes helps assure the relevance of those 5. 
activities and to specify with a high level of clarity the  point- of- service changes 
and adjustments necessary to increase the effectiveness related to implement-
ing plan  activities.

Manager Role

• Assure that the environmental 
scan and crisis planning activities 
are clear and precise.

• Scanning and crisis planning 
activities are in a language that 
can be understood and translated 
easily between and among 
members of the staff.

• Engage the staff with regular 
frequency in dialogue directly 
related to environmental, disciplin-
ary, and practice changes.

Staff Role

• Be aware and fully engaged in 
development, use, and a valuation 
of the environmental scanning and 
crisis planning activities.

• Participate in and generate 
relevant information related to 
policy, protocol, practice, ethical, 
and values changes in the 
discipline affecting the strategy 
and integrity of the organization.

• Evaluate the effectiveness of 
environmental scanning and crisis 
planning and make changes in 
practice as necessary.

Unit and Department

• Merge management and staff 
environmental scanning data 
and activities to assure breadth 
and depth of assessment regard-
ing their impact on organization 
and work.

• Through collective wisdom of 
management and staff make 
decisions and implement action 
which proactively address 
significant practice changes in an 
effort to avoid late stage crisis.

• Monitor and evaluate individual 
staff responses and practice 
changes to determine 
compliance and 
consistency with 
accepted 
changes.

Figure 4-18  Departmental  response.
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SySTEmS  EVALUATION

Environmental scanning and crisis planning is a dynamic 
exercise. While the constructs and elements of the scan-
ning and planning processes may remain relatively 
constant, the content and elements are forever changing; 
just as the social, contextual, and environmental charac-
teristics influencing the dynamics of an organization are 
in constant flow in shift, so must also be the elements 
of the plan. The organization can only be as adaptive as 
the information and tools it has to undertake adaptation. 
Therefore it is critical that an evaluation mechanism be 
embedded in the environmental scanning and crisis 
planning process so that it may be viewed as a functional 
element of the dynamics of environmental scanning and 
crisis planning (Rike, 2003).

Embedded in the governance activities of the board 
related to environmental scanning and crisis planning are 
factors that indicate how relevant and adaptive the scan-
ning model and crisis plans have been (see Figure 4-19). 
Using continuous evaluation processes identified in this 
chapter, the board and senior executives assess the viability and adaptability of the 
plan and the veracity and integrity of its adaptation to both successfully predicting 
the potential for crisis and providing tools for adapting, changing, or accommodat-
ing the impact of crisis on the organization. Clearly, the adaptive capacity of the 
organization includes its ability to change course and to make internal adjustments 
to external and operating realities in real time. The turnaround time an organization 
undertakes to adjust to changes in its reality is a significant driver represented in cost 
and resource use. The later this stage of engagement, and the higher the intensity of 
the response to the signals or triggers that indicate the strength and immediacy of 
change, the higher the cost and more incisive the  impact.

The fluidity and flexibility of the scanning model and crisis plan are good testament 
to the viability and effectiveness of both. If the organization can evidence its ability 
to engage the potential for crisis early in the cycle of its impact, sufficient evidence 
is provided that both the model and crisis plans are valid and viable. However, if the 
organization finds itself responding at the same level of reactivity and intensity as 
occurred before the development of the environmental scanning model and crisis 
plans, strong evidence suggests their lack of vitality. Certainly, the board does not 
want to have in place mechanisms that make no difference or that have no impact on 
the organization’s  effectiveness.

A number of elements are essential to ensure multilevel participation in the evalu-
ation of the effectiveness of either model or crisis plans, as shown in Figure 4-20.

Evaluating systems effectiveness is as critical a process as any other element of use 
for the environmental scanning model and for crisis plans. If a model is not flexible 
and easily adjusted, then its viability and applicability are in question. From board 
to staff, an organization must find that the models it develops and within which it 
operates have great utility, fluidity, and flexibility, and that they can be applied in a 
wide variety of circumstances. Adjusting and implementing the model and creating 
viability is the work of all leadership. The ability to address, anticipate, and predict a 
crisis is the sign of effective and enlightened leadership. Both the organization and 
the professionals who serve within it should expect no less of their  leaders.

This chapter has focused on articulating and using a model for the application of 
predictive and adaptive capacity in leadership and in organizations. While predictive 
and adaptive capacity is certainly an element of the skill set of the leader, it is also 
a construct of the organization. The effectiveness of the organization depends on 
the systems that are constructed and whether they are utilized in a way that helps 

Systems Evaluation

• Adaptive Ability
• Adaptive Capacity
• Contingency Impact
• Human Agency and 
 Social Structure
• Structuration
• Multiplexity (intra and 
 interorganization)
• Redundancy
• Linkage of System
  Elements
• Reformat the Plan

Figure 4-19  
Evaluating  

model 
 effectiveness.
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the organization deal with highly probabilistic circumstances and occurrences that 
affect its life and its future. Crises need not be accidental, interruptive, or critical in 
their impact on the organization. Only  late- stage crisis response creates such nega-
tive forces for the organization and its people. Through the use of a model, such as 
suggested in this chapter, a framework for building  probability- based management 
strategies into the operating structure of the organization can be constructed in a way 
that has a positive impact on success and sustainability. Making the application of 
just such a model a part of the operating life and activity of the organization is itself 
a great predictor for successfully anticipating, handling, and harnessing the energy 
of probability and the potential for crisis in a way that advances and strengthens the 
organization and its  people.

• The board reviews environmental scanning model and crisis plan consistent with its efficacy for 
addressing strategic and directional issues and incorporating the need for immediate changes 
into the organization's goals and responses.

• Model demonstrates for the board the efficacy of tactic, goal, operational shifts responding to 
indicators suggested by the model in a way that positions the organization more effectively for its 
own success and ability to continue to thrive.

Board System
Evaluation

• Executive leaders review the data generated within the model to determine the degree of 
goodness-of-fit between the operating elements of the model, the accuracy of its predictive 
capacity, and the effectiveness of the organization's adjustment to insights gained from use of 
the model.

• Testing of the crisis plans, like evaluation of process effectiveness of the model, determine for 
senior leadership that the crisis plans are precise, effective, and address the specific areas to 
which they are dealt with adequately and effectively. Adjustments in plans have raised the 
effectiveness quotient and have reduced the intensity costs to the organization when used 
appropriately.

Senior Leadership
System Evaluation

• Department managers can trust that the environmental scanning model operates effectively 
and that their role in it is viable and that the data they contribute to it is useful in making decisions 
and taking action that adjusts the organization in a way that has a positive impact 
on a specific department.

• Staff are clear that the environmental scanning model and crisis plans work to reduce the intensity 
and vagary of responses facilitate the clinical practice and work of the staff, and reduce the 
intensity and complexity of staff responses to potential crisis and/or organizational change.

• Staff and management have an effective mechanism for collective conversation and concerted 
action in a way that adequately and effectively responds to the potential for crisis, limits 
negative impact on staff practice and advances the department and staff capacity to adapt to 
significant change.

Department
Manager & Staff

Figure 4-20  System  evaluation.
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