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Abstract

The 21st-century business environment requires permanent crisis management. Nowadays,
managers seek to deal with a potential crisis effectively, with minimum losses or to avert
the potential crisis in the best case. It can be noted that crisis managers must react proactively. Crisis
management (CM) can be generally characterised as sets of approaches, measures and methods
used in situations where managerial skills are no longer sufficient. The goal is obvious: minimise
the impact of the crisis or avoid a potential crisis. The purpose of this paper is a literature review
of crisis management approaches and, based on its summarisation, to propose a conceptual model
respecting the proactive features and variables of the crisis management process. The paper
highlights various definitions of CM approaches by various academic researchers and some
empirical studies. A total of 98 literature sources have been reviewed for the research contribution.
Particular attention is given to proactive models, which were described by many authors. All these
models and approaches are analysed. The paper's findings discuss crisis management process
features and proactive aspects in a proposed Proactive Crisis Management Process (PCMP) model.
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1. Introduction and Literature Review

Crisis management has become a common content for the managers of organisations
in view of the nature of the current business environment, which is influenced
by the impact of globalisation and high market dynamics. In this world, a crisis can be
considered more or less permanent (Rais, 2007). This fact requires control and a prediction
that will avert the potential disruption of the organisation's balance and stability.
In general, crisis management can be understood as a process that directs organization's
activities for the purpose of capturing and evaluating the warning signals of a potential
crisis (Mitroff and Pearson, 1993; Mitroff and Alpaslan, 2003; Paraskevas, 2006;
Sahin and Ulubeyli and Kazaza, 2015). It could be stated that in the modern concept of crisis
management it is almost necessary to strive for a proactive management style, where almost
daily, the tasks of managers are to detect the warning signals that can avert a possible crisis
and create measures to protect the organisation from a future crisis. A significant role
is played by an analysis of the potential crisis and knowledge sharing leading to subsequent
organisational learning (Robert and Lajtha, 2002; King, 2002; Wagner, 2005). The key role
of managers, especially the crisis manager, is formed. Managers have to deal with many
changes and ensure an efficient course of solving the problems. Previous studies and research
in this field are looking for ways, procedures and methods to make crisis management
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as effective as possible — in the sense of dealing with the crisis with the lowest possible losses
(Paraskevas, 2006; Pollard and Hotho, 2006). It can be stated that an organisation's preparedness
for a crisis is becoming a fundamental, although not strategic, management issue.

The purpose of this paper is a literature review, the summarisation of the knowledge
acquired from it and finding common features of mentioned crisis management approaches
and models. Part of this aim is to find directions for this particular field, which as such, will serve
as the grounds for future research and theory. The literature survey will allow an interpretation
of existing research from a new point of view and a combination with previous research
(Knopf, 2006; Saunders, Lewis and Thornhill, 2012). The effective way to conduct this research
is through the use of the internet and databases. Therefore, Google Scholar was used to search
for research papers first. Initially, “crisis management™ and “crisis management approaches”
were used as the search keywords. First, the following papers were analysed: “Reframing
crisis management” by C. M. Pearson, J. A. Clair (1998) and “From crisis prone to crisis
prepared: A Framework for crisis management” by C. M. Pearson and I. I. Mitroff (1993).
Second, after the analysis of these papers, other keywords such as “proactive crisis
management”, “reactive crisis management” and “crisis management process” were generated
and refined. The following diagram shows the other keywords using a Boolean operator.
It was necessary to exclude sources describing disaster management. Therefore, the keywords
“crisis management” was searched with the specification “crisis management NOT disaster
management”. After the final determination of the keywords, the databases and citation
indexes EBSCO, ProQuest Central, JSTOR and Web of Science were used.

Figure 1| Relevance tree for keywords search
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Source: Author's own processing

These literature sources were studied to understand the various research issues being
explored by the researchers in crisis management approaches. Overall, 98 sources have
been reviewed but, this set of 98 sources does not include all sources which were used
in this review of crisis management approaches. More sources, found through the cross-
references, have been reviewed due to their influential role in the development of crisis
management. The main reasons for excluding sources from the review are duplicates,
irrelevant abstracts and topics with the field of studies, irrelevant content or the papers
only included editorial notes. Some of these literature sources were about crisis
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management in the general content and some of these proposed possible approaches
to solving the potential crisis. It was observed that many of these sources, although they
provided literature reviews on crisis management approaches, also provided empirical
studies on proactive crisis management. These studies were also included in this research.
The total amount of eligible papers and other sources that underwent analysis and synthesis
was 38. These steps are depicted in the following Figure 2.

Figure 2 | Flow diagram for reporting literature review study location, selection
and evaluation
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The literature review discusses two main domains of the crisis management field. First,
the literature review focuses on crisis management as a process and describes the features
as having a proactive character. Second, the main approaches of crisis management
are described — the reactive and proactive approaches. The crisis management approaches
are mainly examined and proposed for models with the element of a continual process
highlighting the features of proactive crisis management style. Therefore, the models
are finally analysed and discussed. Figure 3 shows the key authors that provide and discuss
a crisis management process and framework with the two main approaches — reactive
and proactive. The analyses and synthesis of this research are mentioned in the following
Chapter 1.2. Approaches to Crisis Management: analysis and discussion. Figure 3 shows
the main contribution of the author(s) research and the research type is also mentioned.
In most cases, exploratory or conceptual research provides explanations of the author's
ideas and premises. There are also four papers based on empirical research.
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Figure 3 | Summary of literature focus on crisis management approaches

Author(s)

Contribution to research

Methodology

Jaques, T. (2010)

Issue and Crisis Management Relational model exploring
crisis management activities such as cluster or related
and integrated activities occurring simultaneously. CM
as a cyclical construct.

conceptual research

Frybert, B. (1995)

Algorithm for crisis solutions emphasizing the strategy
revitalization.

explanatory research

Mitroff, I. |.;
Pauchant, C. &
Shrivastava, P.
(1988)

System approach to crisis management from

using a process model which identify phases that

are necessary for an effective crisis management from
a process standpoint.

empirical research

Pearson, Ch. M.;
Clair, J. A. (1998)

Descriptive model of crisis management process
and multidisciplinary approach to crisis management
research.

explorative research

Sahin, S.; Ulubeyli, S;
Kazaza, A. (2015)

Description of the activities of crisis management process
highlighting an importance of warning signals detection.
Authors define some approaches to crisis management
also.

exploratory research

Pearson, Ch. M.;
Mitroff, I. 1. (1993)

Crisis management framework a process leading
to organizations’ crisis preparedness. The stakeholders®
role are highlighted too.

explorative,
conceptual research

Pollard, D.; Hotho, S.
(2006)

Highlighting a strategic position of crisis management. Crisis
management with scenario planning process to provide
a mechanism for managing future crisis.

exploratory,
conceptual research

Shrivastava, P.;
Mitroff, I. (1987)

Description of corporate crisis and examines the strategies
for dealing with them. The role of crisis management team.

exploratory, empirical
research

Shrivastava, |.;
Mitroff, I. I.; Miller, R. M.;
Miglani, S. (1998)

Conceptual framework for understanding industrial crises.
Organizations must minimize their destructive potential
therefore the impact on stakeholders is evident.

exploratory, empirical
research

Spilan, J. E. (2000)

The necessity of developing the strategies for proper
decision making before, during and after crisis occurs. Two
models of crisis management process.

empirical,
exploratory research

Valackiene, A. (2011)

Conceptualization of crisis management model
concentrating on individual's social identification
and perspective of communication.

conceptual research

Source: Author's own processing

1.1 Crisis Management as a Process

Many definitions of crisis management have been modified for several years by authors
dealing with this issue. Based on the literature, we can characterise many features describing
this field of study. Crisis management (Mitroff and Pearson, 1993; Mitroff and Alpaslan,
2003; Antusak, 2009; Zapletalova, 2012; Mikusova, 2013; Sahin and Ulubeyli and Kazaza,
2015) should be understood as the process with related steps and procedures, which lead
to early prediction of a potential crisis, identification (detection) of the nature of the crisis
situation and successful resolution on time, and last but not least, facilitation of crisis
averting. Crisis management is not always possible to avert the crisis, but organisations can
manage it much more efficiently with minimal loss (Mitroff, Pauchant and Shrivastava, 1988;
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Sahin, Ulubeyli and Kazaza, 2015). All crisis management activities should be considered
as a permanent continuous process beginning with prevention by the company and ending
with organisational learning (Mitroff, Pauchant and Shrivastava, 1988; Shrivastava, 1988;
Antusak, 2009; Zuzak and Konigova 2009). With this, we can see the necessity of a permanent
process with using the feedback for other solutions and preventive action. A crisis
management mechanism requires the incorporation of the employees’ and stakeholders'
interest (Shrivastava and Mitroff, 1987; Shrivastava, Mitroff and Miglani, 1988;
Pearson and Clair, 1998; Valackiene, 2011; Sahin, Ulubeyli and Kazaza, 2015;
Mikusova and Horvathova, 2019). According to Khodarahmi (2009), it is necessary to have
clearly defined crises goals, which are subsequently modified from the strategic goals.
This fact must be properly justified, in particular, to preserve their trust and loyalty.
Therefore, one of the key activities of crisis management is the clear definition of goals
and objectives, especially in the phase of dealing with the crisis.

Crisis management intentions and procedures include the creation of preventive
programmes or mechanisms that prevent a potential crisis, deal effectively with losses
and damage, and restore business performance (Shrivastava, Mitroff, Miller and Miglani, 1988,
Valackiene, 2011). An important role of crisis management is played by a crisis team
that can effectively and flexibly respond to the situation (Shrivastava and Mitroff 1987,
Pearson and Clair, 1998; King, 2002; Zuzak and Konig, 2009; Antusak, 2009;
Sahin, Ulubeyli and Kazaza, 2015; MikuSova and Horvathova, 2019). Crisis management
procedures and mechanisms should be integrated into the overall organisation strategy,
which should be revitalised after every new crisis situation (Shrivastava and Mitroff
1987; Preble, 1997, Spillan, 2000; Antusak, 2013; Crandall, Parnell and Spillan, 2013;
Mikusova and Horvathova, 2019). Crisis management can be seen as a significant, often
critical, part of strategic management within which potential threats should be identified
(Gundel, 2005; Khodarahmi, 2009). In crisis management and strategy, we can see several
common features, which include consistent analysis of the environment, cooperation
with stakeholders and the top management activities. Common efforts lead to the creation
of crisis scenarios and plans that can be considered both as a crisis management procedure
and as a central part of the strategic planning process (Schoemaker, 1993).

1.2 Crisis Management Approaches: Description and Analysis

Crisis management can be characterised in several approaches or models. These approaches
have been commented on and developed by many authors (Bertnard and Lajtha, 2002;
Pollard and Hotho, 2006, Paraskevas, 2006; Antusak, 2009; Sahin, Ulubeyli and Kazaza, 2015;
Mikusova and Horvathova, 2019; Mitroff, Pauchant and Shrivastava, 1988; Shrivastava, 1994;
Frybert, 1995; Pearson and Clair, 1998; Mitroff and Pearson, 1993; Spillan, 2000;
Wagner, 2005; Zuzak and Konigova, 2009; Valackeine, 2011; Sahin et al., 2015). Several
approaches and models are mentioned and described in this paper, but in general, this discipline
can be divided into two main approaches: a reactive and proactive approach.

The reactive approach to crisis management is generally understood as a set
of procedures and principles (Loosemore and Hughes, 1998; Zuzak and Koénigova, 2009;
Zapletalova, 2012; Sahin, Ulubeyli and Kazaza, 2015) to help bring the affected
business out of the crisis and stabilise it. This approach has a clear procedure and begins
with the identification of the crisis. A simple algorithm begins with awareness of the crisis
and its identification. This phase is followed by crisis management, which has the clear
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objective of stopping the crisis. The resulting crisis is analysed in detail and the causes
of the crisis are identified. Based on these analyses, the procedure leading to corrective
actions is determined. An essential part of this process is organisational learning,
or learning from the crisis, which provides the company with important information
for further crisis measures and management (Shrivastava, 1988; Mitroff and Pearson, 1993;
Zuzak and Ko6nigova, 2009).

Inthe first literature references to this issue (Fink, 1986; Shrivastava and Mitroff, 1987
Mitroff, Pauchant and Shrivastava 1988; Mitroff and Pearson, 1993; Shrivastava, 1994;
Augustine, 1995; Frybert, 1995; Preble, 1997; Pearson and Clair, 1998;
Boin and Lagadec, 2000), a proactive way is viewed by discussing the necessity of anticipating
and analysing a crisis during an organisation's stability. A proactive style is already
explained in contemporary literature and research that the identification of a potential
crisis begins before it hits the organisation. All activities are aimed at a systematic analysis
of the warning signals that enable early detection of a potential crisis and the creation
of system for early identification of potential (Mitroff, Pauchant and Shrivastava, 1988;
Mitroff and Pearson, 1993; Kouzmin, 2008; Zuzak and Konig, 2009; Jaques, 2010;
Sahin, Ulubeyli and Kazaza, 2015; Mikusova and Horvathova, 2019). Analysis papers
include various models describing the main approaches mentioned. In the following
paragraphs, these models are described, analysed along with the critically evaluated
authors' contribution to this field of study.

The first of these models was interpreted by Sahin et al. (2015), where crisis
management can be characterised by five approaches: escaping approach, solution
approach, proactive approach, reactive approach and interactive approach.

Figure 4 | Crisis management approaches by Sahin et al.

Escaping Approach

warning signals analysis
Solving Approach making a crisis plan
forming a crisis team

providing adequate information
Proactive Approach el determining risks
Crisis Management Approaches
Reactive Approach (el shrinkage
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. restriction in extra services
Interactive Approach dismissal

Source: Modified according to Sahin et al. (2015).

According to the authors, the escaping approach is very close to a proactive
approach where management seeks to predict a possible crisis early and to find solutions
or procedures that could allow the organisation to avoid a subsequent crisis. The aim
is to resolve the crisis as quickly as possible. The solution approach is also aimed at the early
prediction of the potential crisis as well as setting clear procedures in the crisis. Part
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of this approach is a consistent analysis of the organisational environment, which does
not neglect the analysis of the strengths and weaknesses of the organisation. Attention
is paid to the detailed analysis of the crisis and to ensuring the stability of all the functions
of the company. In this approach, the crisis is seen as an opportunity that brings positive
changes to all the activities of the organisation. The proactive approach is characterised
in this model as procedures that provide timely and adequate information on the potential
crisis and potential risks; creates an early warning system; crisis plans, and scenarios
are drawn up; a crisis team is formed. A reactive approach is seen here as an approach that
should be taken if an unexpected crisis hits the organisation. Short-term measures are taken
here in the form of production cuts, reductions in the number of employees, reductive
measures in financial evaluation, loss of benefits and unpaid leave. The author considers
this approach to be risky for activities directed towards the employees of the organisation
as well as influencing the end customers. The last approach, the interaction approach,
is rather considered here as an evaluation approach of the previous steps. We can refer
to organisation learning and responding to the feedback that is gained from the crisis.
Communication with the stakeholders of the organisation plays an important role here.
For this approach, the classic methods' of business analysis are already known, which help
to better analyse the business environment, both internal and external.

All these approaches involve proactive management elements but only an interactive
approach focuses on organisational learning and highlights the importance of feedback.
It is worth pointing out that the crisis is perceived as an opportunity that brings several
positive changes in the organisation in the solution approach. The activities described
in these approaches are also mentioned by the following authors, who describe the different
phases of the reactive and proactive approach.

Mitroff, Pauchant and Shrivastava (1988) have developed a basic process model
of crisis management that describes the phases that significantly affect effective crisis
management. The beginning of the process of this model is in the activity of “detecting”
or detecting a possible potential crisis. There is an important analysis of both the internal
and external environment in which the signals of an impending crisis should be analysed.
All steps are directed to a preventive function, which is to ensure the preparedness
of the company for the undetected crisis. It is clear from the scheme that no organisation
can prevent a possible crisis despite considerable planning and preventive procedures.
Detection and prevention must be considered primarily as a process of continual
evaluation of crisis plans, as these activities can better teach the organisation how to deal
with the adverse situation in the most effective way. “Remediation” activities are aimed
at testing and implementing the mechanisms that organisations have set up to recover
an organisation after a crisis in the short and long term. The aim is to restore the business
to its normal state or at least to get closer to it. The “evaluation” step is considered to be
an important part of the process, as the organisation has the task of evaluating the crisis
management process and revitalising the individual steps and updating the defence
mechanism based on learning. The authors also deal with the idea that the more crises
a company has, the better it will be prepared for further crises and will be able to respond
quickly and appropriately to them.

1 The authors mention in particular SWOT analysis and PESTEL analysis.
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Figure 5 | Crisis management process by Mitroff, Pauchant and Shrivastava
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Source: Modified according to Mitroff, Pauchant and Shrivastava (1988).

Again, the necessity for proactive action in crisis management is emphasised.
The reactive approach focuses on the identification and elimination of the crisis. However,
itis also worth noting that the crisis cannot be averted despite planning and timely prediction
in some cases. However, a thorough analysis of the environment, prediction and creation
of crisis management procedures should allow the company to recover from the crisis
in the shortest possible time with minimum losses. The authors cope with a conviction
where the more crises strike the organisation, the more it is ready to solve further potential
crises. Therefore, it is undoubtedly necessary to consider the stage of learning from
the previous management procedure in the area of proactive management.

Further differences between the reactive and proactive approaches in the different
phases of the crisis that may occur in an organisation were described by Spillan (2000).
In the reactive approach, all activities again focus on addressing and eliminating
the consequences of the crisis. The view of proactive management leads to the prevention
of the crisis, and in some cases, to total avoidance. The reactive approach does not consider
any warning signals and there is a crisis to which it reacts and creates crisis plans. To restore
the company to balance, it is often necessary to introduce personnel measures or change
the management style. In some cases, the organisation goes into bankruptcy. On the other
hand, the proactive style of crisis management seeks to identify the manner of a potential
crisis on time, which can be revealed through a thorough analysis of the organisation's
vulnerability and early warning signals. Emergency plans or scenarios are developed
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to enable the organisation to avoid a crisis based on these studies. However, this process
is not completed — after the crisis, the crisis plans are reviewed, the vulnerability
is analysed again, and further prevention planning is planned.

This model mentions the possibility of crisis averting due to consistent planning
and creation of crisis scenarios, which are based on the analysis of warning signals. Like
previous authors (Mitroff, Pauchant and Shrivastava, 1988; Sahin et al. 2005), the author
also mentions the significance of feedback that translates into new vulnerability analysis
and consequently into a crisis scenario.

Figure 6 | Issues and crisis management relational model
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Source: Modified according to Spillan (2000).

Very similar characteristics are presented in the issues and crisis management
relational model developed by Jaques (2010). The author highlights the crisis preparedness
and pre-crisis prevention phases. These phases help the organisation to better prepare
and respond adequately to a potential crisis. Both the mentioned approaches include
planning of an entire crisis management process, creating manuals and procedures to help
deal with the crisis; training of employees using simulations; identifying warning signals
leading to a potential crisis; risk management and preparation of emergency actions
and plans. The author does not directly call these phases of proactive management, but pre-
crisis management, which leads to effective crisis management. However, considering all
the activities described, these steps indicate elements of a proactive management style.
Crisis management is then understood as reactive management, where it is necessary
to consistently analyse the situation of the company after the crisis.
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Figure 7 | Crisis management process - different model
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Source: Modified according to Jaques (2010).

The scientific literature also discusses algorithms that capture the activities of these
two approaches without clearly indicating them. Frybert (1995) captures the position
of crisis management at certain stages of the crisis and provides a generalised approach
on how to get the business out of the crisis. All steps are divided into individual phases.
The first phase deals with preliminary analysis and identification of a possible potential
crisis. If a company is hit by a crisis, the subsequent identification of the crisis and its
sources will follow. There are authorities in place to deal with and seek to stabilise
the crisis. In this case, we are already talking about crisis management, which in its current
state seeks to restore the basic functions of the company. This is followed by a diagnostic
phase that determines the impact of the crisis on the company. At this stage, the decision-
making area leading to accession to the revitalisation of the business end eventually
to the termination of the company and subsequent liquidation arises. In the case
of a positive decision, the concept of revitalisation is established and follow-up measures
are taken. These measures are subject to detailed analysis and lead to further strategic
planning decisions. In this area, it is necessary to assess the current set-up of the strategy
and take appropriate measures to update it if necessary.

The algorithm is not obvious at first glance as it is a description of the reactive
or the proactive approach. However, proactive elements of crisis management can be derived
from the model's characteristic. Clearly, these are activities in the area of crisis prediction.
The author also mentions the connection to the concept of strategy. The strategy under
this crisis management process should be modified based on the findings and feedback.
Its revitalisation helps to successfully implement the strategy and overcome obstacles
in terms of potential threats.
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Figure 8 | Algorithm for crisis solution by Frybert
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The last model that is described is the model designed by Valackiene (2011).
The model describes other significant parts of crisis management such as the socialisation
of employees in the organisation, effective communication between them, effective
crisis communication and effective crisis management strategies in the organisation.
This model emphasises the role of crisis communication and the need to identify
the organisation's employees with their role in the organisation. In crisis communication,
the emphasis is placed on setting a communication strategy with both internal and external
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customers. Of course, the internal customer is the employee and the external customer
is the stakeholder. An important point is having an effective crisis management strategy,
which the author divides into several phases: the creation of a crisis prevention programme,
identification of a crisis, operational activities and liquidation of the consequences
of the crisis. This procedure is considered to be a repetitive cycle.

Again, we see the aspects of a proactive management style and the necessity
for a repeated cycle that delivers important information for decision-making in other vital
areas of corporate management such as personnel management and communication within
the organisation. Adoption of proposed pre-crisis measures in times of crisis needs to be
communicated across the organisation. It is important to include company employees
in the crisis management process as it is essential to maintain their role and belonging
to the organisation. The author does not neglect the stakeholders of the organisation
and the importance of communication between them in times of crisis. This model does
not directly consider the procedures leading to organisation preparedness and discuss any
crisis management mechanism.

Figure 9 | Theoretical matrix of a crisis management model

ESI - Employee social identification in organization

ECE - The effective communication between employees

ECC - The effective crisis communication

EXMS - The effective crisis management strategy in organization

Source: Modified according to Valackiene (2011).

Discussion and Findings

The purpose of this paper was the literature review, the summarisation of previous
approaches and finding the common features. To summarise, crisis management can
be perceived as a proactive process with the given steps and features, with the aim
of preventing and effective dealing with a crisis. In some cases, this process can be ended
by the liquidation of the company but rather seeks to restore its functions, so the whole
process is repeated. Thus, the crisis management process can be considered cyclical
if the organisation is not liquidated due to the consequences of the crisis. These steps
in this process are illustrated below in Figure 7 — Proactive Crisis Management Process
(PCMP). This model characterises individual proactive crisis management procedures
that have been identified and modified based on literature research. Important aspects
of a proactive crisis management approach are summarised as follows:
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e a set of methods, approaches and tools used to prevent and, if necessary,
eliminate a crisis situation and stabilise organizational functions,

e the purpose is to avoid a potential crisis, minimise the extent of the losses that
have arisen from the crisis and reduced the crisis duration,

e the permanent evaluation of warning signals is an essential part,

e proactive crisis management is a continuous process of prediction, prevention
and preparedness, control, recovery, learning and evaluation of the whole
process,

e remember that no crisis management approach will not avert all crises,
sometimes only eliminate the consequences of crisis damage, mitigate the crisis
and effectively deal with it.

The types of crisis, which were also defined by several authors, are mentioned
in the analysed paper (Robert and Lajtha, 2002; Granville, 2002; Zuzak, 2009; Mikusova
and Horvathova, 2019). These types of crises were incorporated into this model because
we can identify it in the pre-crisis stage, which serve as an early warning signal.

The first step, a part of proactive management, is the prediction of the crisis in the form
of vulnerability analysis in the organisation, which can be referred to as the pre-crisis
phase. This consistent analysis leads to the identification of warning signals, which serve
as a basis for crisis plans and scenarios. In the pre-crisis period, the organisation is facing
a potential and latent crisis. The potential crisis is known as a crisis that can occur
in the organisation and become evident in the form of warning signals. This crisis converts
to a latent crisis bringing more threats. If the organisation takes timely corrective action,
the consequences of the crisis will be not significant for the organisations. In the event
of the crisis as supportive tools for preventive measures, crisis plans and scenarios, then
a simulation of certain situations and training of employees can be used. To resolve
the crisis, a crisis team or crisis manager should be established to deal with it. The role
of the team and the managers is not only determined in the event of a crisis but should
also be activated to a certain degree in the pre-crisis period, at least in terms of knowledge
of the preventive measures or the mechanisms that are implemented.

The aim of proactive management is to avoid the crisis or mitigate its consequences.
However, as mentioned in the description of the concept of Mittrof, Pauchant and Shrivastava
(1988), it cannot be assumed that this will happen. If, after all, the organisation goes
into crisis, then it can be referred to as the defensive and recovery phase, where
the main activity is aimed at a consistent identification of the crisis and its causes.
We are now already referring to the third type of crisis, the acute crisis, which threatens
the organisation and its stability, and it is necessary or almost inevitable to approach
with measures to recover the organization's plans. Restructuring (Shonfeld et al., 2018),
redesign or reengineering (Champy and Hammer, 1993; Luca, 2014; Repa, 2009) can
be used as a solution and corrective action, when it is necessary to reassess the overall
or particular activities of an organisation, especially its processes. In some cases,
as a result of the crisis, the company will be rescued (Synek, 2011; Schonfeld et al., 2018),
which allows the organisation to stabilise its operations although the restructuring rate
is greater. In these cases, the managers and the crisis teams focus on personnel reform,
reengineering the organisation's activities, reforming the organisation's management style
and then modifying the strategy to update the steps that lead to its implementation.
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The last phase of this approach is the post-crisis phase, where the main aim of this model
is to avoid a potential crisis. Due to a thorough analysis of the vulnerability of the organisation,
early warning signals were identified, and the further potential crisis situation is evaluated
at this stage. Based on the experience gained, the warning signals should be reviewed again
and the steps leading to avoiding the crisis. At this point, it is necessary for the crisis managers
or crisis teams to look at the key indicators that enable averting the crisis. Crisis communication
between crisis teams, managers and the organisation's management plays an important role. Given
the need to revitalise the business strategy and strategic planning, this communication is crucial.

This model also mentions the essential organisations learning providing feedback
in terms of evaluating the overall crisis management procedure and mechanisms. Again, crisis
communication plays an important role, both with employees and the external environment
— stakeholders and customers. A top management opinion should be issued on the overall
assessment of crisis management, which should be communicated across the organisation.
The last step in the process is the area of strategic management. As mentioned in the literature
research, crisis management should play an essential role in strategic planning. If we talk
about the revitalisation of strategy, based on the experience gained during crisis management,
it is necessary to link the crisis plans or scenarios with strategic plans. A key role will be played
by the analysis of warning signals in the form of indicators significantly affecting the operation
of the entire organisation and the redesign of crisis management procedures. At this stage, we
can again encounter a potential crisis, because this process is continuous, and the organisation’s
vulnerability is being analysed again.

Figure 10 | Proactive crisis management process (PCMP)
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This paper reviewed 98 literature sources where 38 literature sources, particularly
journal papers, targeting the scope of crisis management approaches were synthesised.
The paper has several contributions in the field of crisis management approaches.
First, it provides an analysis of previous crisis management approaches bringing
a comprehensive view of this issue. Second, it proposes the Proactive Crisis Management
Process model that can be summarised as follows: consistent analysis of the organisation's
vulnerability with the identification of warning signals and implementation of crisis
management mechanism; if successful, the crisis can be averted and the potential crisis
situation be assessed; use feedback in organisational learning, which will bring an overall
assessment of crisis management procedures; deal with strategic management in the sense
of integrating crisis management into strategic planning and strategy revitalisation.

Many of the specific features of the model presented here previously have not been
operationalised. Therefore, the opportunities for further research in the area of proactive crisis
management process are obvious. In view of the fact that a significant part of proactive crisis
management is the identification of warning signals and the creation of a crisis mechanism,
it is necessary to develop a clear procedure for this step at the pre-crisis stage. It is evident
that a research gap in the domain of empirical research where a researcher can verify
the mentioned features of this model and can explore the crisis management process steps
is required. The proposed model depicts some features that are not particularly well-described
and are mainly characterised on a theoretical or descriptive level. This insufficiency can be
seen in the field of warning signal identification and in the establishment and evaluation
of the key indicators of crisis mechanism. Future research should be aimed at the organisation’s
crisis management, where researchers benchmark proactive crisis management process
in the organisation and analyse the process of warning signal detection in more detail.
General research questions could be the following: What proactive procedures of the crisis
management process are effective for identifying a potential crisis? Is it necessary to include
all the mentioned model features for effective crisis management? Do proactive approaches
bring positive results in the stage of potential crisis identification? What is an effective
way of identifying the warning signals in the organisation? Is it possible to identify the key
indicators in the organisation that carry information about possible crisis?

To conclude, given the analysed literature, the proactive crisis management process
should be able to detect the potential crisis and ensure the preparedness of the organisation
to future threats. For this reason, it is necessary to conduct empirical research and to enrich
the conceptual model with crisis management for organisations.
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