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This document has been created as a result of the “Who you gonna call? Youth
workers”. This is a project on the mobility of youth workers, which brought
together 28 youth workers from seven European countries – Croatia, Romania,
Turkey, Spain, Cyprus, Malta, Lithuania.
The project was funded by the Erasmus+ program (2014-2020), and it was
implemented in the period from 01/11/2020 until 31/12/2021. Main activities
were held in Zagreb, Croatia, in the period of September 4th – 10th, 2021.
The main objective is to empower youth workers with knowledge, skills,
methods, models, and tools that they will use during crises in and outside of
their organizations that are affecting their work.
We have put great emphasis on sharing the results, ie training youth workers to
continue educating various stakeholders in their local communities to raise their
level of readiness to respond to crises on a higher level.

The European Commission is not responsible for the content of this publication.

INTRODUCTION
A crisis can occur because of an unpredictable event or an unforeseeable consequence
of some event that had been considered as a potential risk. In either case, crises almost
invariably require that decisions be made quickly to limit damage to the organization.
The nature of the potential damage varies based on the nature of the crisis. In most
cases though, a crisis can affect health or safety, the organization's finances, the
organization's reputation, or some combination of these.
Crisis management is the systematic approach an organization takes to an unexpected
event, with the intent of minimizing any negative impact. Managing a crisis — whether it
originates from a pandemic, natural disaster, data breach, or other cause — requires
having a coherent response plan in place, one that spells out how teams will coordinate
their public-facing communications and actions.
When an organization is confronted with a crisis, it must respond quickly yet carefully to
avoid amplifying any damage already done or losing control of the narrative. The
difference between a well-planned and impromptu response can translate to millions of
dollars in sales, stock price fluctuations, and/or earned media.
Overall, the primary goals of crisis management are to:
communicate clearly and confidently with the public about the situation in question,
respond as accurately as possible, with assiduous fact-checking before going
public,
relay any critical information about public health safety, e.g., related to a product
recall,
reach audiences on the communications channel(s) they use, from email to social
media,
shape and control the narrative to show an organization is acting in the public
interest,
follow any crisis management plans in place, for maximum consistency across
teams ant
to learn from incidents and use those lessons to anticipate and form plans for future
events
A true crisis usually comes out of nowhere and happens with little to no warning. Unless
your organization is equipped to deal with whatever disaster has suddenly arisen, it may
have a vast and far-reaching impact. That is why every single business, enterprise,
organization, or group should have a crisis management plan.
.

THE BENEFITS OF A CRISIS
MANAGEMENT PLAN
While the expression failing to plan is planning to fail is somewhat clichéd, it certainly
holds weight in times of crisis. An organization prepared to weather the storm, whether a
natural disaster, data breach, PR crisis, or accident in the workplace, has a far better
chance of surviving than one that is operating without policies, procedures, and
structures for a case emergency.
BUILD YOUR RESOURCES
By creating a crisis management plan, you will start to build a great host of resources
that your organization can use. You have a set method of getting those resources to
where they need to be at any time.
IDENTIFY MORE POTENTIAL THREATS
Crisis threats come in a vast array of shapes and sizes, from natural disasters to
targeted cyber-attacks. It is impossible to identify every single one. However, in planning
your management strategy, research potential crises and identify more than you initially
thought you would. You can also identify some more general crises that could crop up.
CREATE A CULTURE OF COMMUNICATION
A key element of crisis management is a strong, direct line of communication. Setting
these up within your organization will allow you to enjoy good communication within your
company or group at all times.
IMPROVES ORGANIZATIONS MORALE
Knowing that you have a plan to deal with a crisis will help create a stronger sense of
well-being within your organization. Volunteers or members will know they are protected
and that you are looking out for them.
LESS DOWNTIME WHEN DISASTER HITS
When it comes to business, downtime can be an income killer. If you are scrambling to
react to a crisis, you will experience a lot more downtime than you would if you had a
plan with specific actions in place to get you operating again.
HOW TO CREATE A CRISIS MANAGEMENT PLAN
While it is impossible to identify every single potential crisis that your organization may
face, with careful planning, you can ensure you know what to do in a wide range of
different disasters. This will equip you to work your way through any you have not
specifically planned for. Here is how:

PINPOINT THE RISKS
Start with the big ones like natural disasters that could hit your region, power outages,
flooding in your premises, and whether or not you would be a target for an in-person
attack/robbery or an online attack/hacking. From there, you can start to define the risks
into areas that are specific to your organization or company.
DEFINE HOW THE PLAN SHOULD ACTIVATE
Not all crises are the same, and not all crises deserve
example, if you live in an area that is hit by tornadoes,
of urgency in your response plan based on the severity
a cyber-attack. Your response can differ if the hacker
versus taking your entire network hostage.

the same level of alertness. For
you should have different levels
of the storm. The same goes for
tries to get into company email

When writing out your management plan, make sure you stipulate levels of urgency and
which elements of the plan should activate based on the level of the crisis. Detail
escalation protocols so that there is a clear path to follow if the crisis turns out to be
more severe than originally thought or changes over time.
SET OUT A CLEAR CHAIN OF COMMAND
The armed forces, police, any group that regularly sees crises all work on a chain of
command. Everyone reports to someone up the line until the top person makes the final
decisions.
When a business or organization goes into crisis mode, a similar chain of command is
necessary. This way, information funnels efficiently to the correct people, and decisions
are based on the management plan.
DETAIL RESPONSE PLANS BASED ON CIRCUMSTANCES
As with the levels of urgency and activation, the actual response plans need to be set
out by the type of crisis you face. Protecting your premises from power outages differs
from dealing with a PR disaster, for example.
The best way to lay this out is to use a modular approach that can plug and play into
each situation. This way, you will not have to write out entirely different plans based on
each possible scenario, and your team won’t have to learn these different approaches.
PROVIDE TRAINING FOR THE NECESSARY PEOPLE
Having a proper training program in place is vital, as it will ensure a plan is executed
properly under stressful situations. All team leaders need to know what's expected of
them and all members of your organization need to know what they should do. This is
why it is essential to run safety drills based on your management plan.

If any equipment is required, leaders need to be sure that they know how to use it. For
example, fire extinguishers and emergency doors are not something most people use
every day. Some first aid training is also a good idea for emerging leaders or designated
safety officers.
REVIEW AND TEST AT REGULAR INTERVALS
Once drawn up, the most important element of a crisis management plan is to ensure
that it remains relevant. This means that you need to review it regularly to ensure that
potential threats have not changed and that your responses are still effective.
Doing real-world tests of your management plan is also essential to ensure that all
aspects work. Once you have run a drill, make sure you analyze the results to identify
any necessary changes.
A crisis plan—or lack thereof—can make or break a business. The way your organization
reacts in the face of a disaster will determine its future, and that is enough reason to
have a proper plan in place for any potential crisis that comes along.

UNDERSTANDING THE CRISIS PHASES
During one of the most tumultuous periods of disruption, non-governmental
organizations have been forced to confront multiple crises ranging from safeguarding
the physical health of volunteers to determining how to counterbalance ancillary budget
losses. Collaboration and partnership between management of the NGO and its
members and/or beneficiaries can prove to be an organization’s saving grace during
these difficult times.
Four phases of crisis management can help keep a focus on the organization’s longterm mission and goals.

MITIGATION- PREVENTION,
PREPAREDNESS,
RESPONSE, AND
RECOVERY.

It may be tempting to ignore mitigation and preparedness when you are in the middle of
a crisis and move right to response and recovery modes. However, it is essential to give
the first two stages careful thought and analysis. A crisis like COVID-19 is a dynamic
situation with long-term implications. Its good governance practice for the board to
carve out time or dedicate a committee to consider the next phase of crises and
determine what preparation measures can be implemented.

PHASE 1: MITIGATION
There are six items to consider during the mitigation phase:
Create a risk management team
Designate a coordinator who is ready to act
Create, or evolve, a business continuity plan (BCP) to determine how you will serve
your institution’s community during a time of crisis
Create a communications strategy for communicating with stakeholders and
communities both on and off-campus
Determine your best sources of information in times of crisis and establish
communications channels
Understand budget ramifications and which areas of revenue and expense are most
likely to be impacted so you can access financial resources when needed

PHASE 2: PREPAREDNESS
There are three items to consider during the preparedness phase:
Periodically review insurance policies to make sure what is covered and make
adjustments as needed
Put a plan in place to hold remote/virtual board meetings
Create a crisis communications plan
The organizations managing board can help during this phase by:
Defining parameters for accessing financial reserves
Reviewing your bylaws to determine whether virtual board meetings and voting are
an option
Reviewing the crisis communications plan

PHASE 3: RESPONSE
There are nine items to consider during the response phase:
Triage the most pressing issues
Communicate regularly with your key stakeholders
Analyse budget implications and create contingency plans
Implement the business continuity plan
Institute remote work
Reconfigure staffing needs
Manage the stress response from all stakeholders: staff, students, trustees, donors,
funders, etc.
Access response/recovery funds and insurance benefits and stabilize cash flow
Observe where the disaster reveals weaknesses in your organization and begin
prioritizing how to fix them in the future.
The organizations managing board can help during this phase by:
Supporting college and university leaders and back up to them on all decisionmaking
Supporting the implementation of the business continuity plan
Empowering the administration to be creative
Triaging and managing the amount of “help” being offered by community members
Beginning documenting the organizational stressors
Meeting frequently to address real-time issues and keep the full board informed
Supporting staff’s short-term decision-making while also advancing long-term needs
Arranging for mental health support for staff, as needed

PHASE 4: RECOVERY
There are 10 items to consider during the recovery phase:
Rebuild learning models to evaluate what is possible in this new environment
Talk to your peers – learn from others
Adopt a strategic plan as needed
Access recovery funding
Address any organizational weaknesses revealed during the crisis
Create transition plans for the new normal for all stakeholders
Acknowledge and manage the ongoing stress and trauma for all stakeholders
Emerge from triage decision-making and make better long-term decisions
Identify new areas for investment and divestment
Renegotiate stakeholder agreements, contracts, etc.
The organizations managing board can help during this phase by:
Being unified in supporting the work, staff, and volunteers
Celebrating the good work that was done during the crisis response
Adentifying and capturing “lessons learned” during the crisis response
Creating a plan for addressing the organizational stressors
Meeting as needed to address real-time issues
Challenging and supporting the staff to renew long-term decision-making
Addressing board structure, relationships, and policies that hindered the board
during the crisis
Challenging board and staff to address what’s been left unsaid and unaddressed

Crisis management plans of the groups on this project

CONCLUSION
After analyzing the existing literature on crisis management and crisis communication,
we proposed key elements and steps in implementing a crisis management plan.
Although the focus was on NGOs, the crisis can and will hit other types of organizations,
local communities, and entire countries.
The main results of the training course were crisis plans that will benefit participants in
dealing with crises that could affect their organizations.
We tested these plans during the main activities of the project "Who you gonna call?
Youth workers” where we simulated four different scenarios of which two were
presented in this document. Participants in project activities are active in civil society
organizations and based on the proposed elements and steps have developed pilot
ideas for implementation in their organizations or local communities.
During the implementation of project activities and the development of ideas, there
were small modifications of the proposed elements and steps considering legislative
frames of countries from which participants came. We are aware of the fact that each
local environment or organization has its characteristics and that one model may not be
fully suitable for all of them, but we are convinced that this document can be of great
help to anyone who wants to implement such a process.
Participating organizations:
Nezavisna udruga mladih, Croatia
Asociatia GEYC, Romania
PI Youth Association, Turkey
EuroMuevete, Spain
Plan Be Plan it Be it, Cyprus
PRISMS, Malta
Asociacija Aktyvus jaunimas, Lithuania
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