Principles of Crisis Management
and Media Handling

7.12.2012
in HKU

Problem --Unhappy encounters with media

* Why are they appear when you don’t want them
and

* disappear when you need them most?
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Why is there such a huge gap?

* My answers are ...

1. Media logic # your organization logic
2. Your priority is not their priority
3. Their focus may not be your focus

1. What is media logic ?
key elements

A) Their mission

¢ "The construction of journalistic ideology starts from the
premise that on the one side of society there are the powerful
(establishment), while on the other side we find the common
people. In between there are journalists, located in the region
between those in power and the people. The journalists’ job is
to serve the people and challenge the powerful

(establishment)."

(Petersson & Carlberg 1990)
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B. Their roles

Serious journalists regard themselves as the guardian of
the public good, so they watch out for malpractice,
corruption, waste of public resources.......

They are therefore biased in the sense that they love
“negative” stories

Also, they dislike hiding of facts and indeed hate lies. If
discovered, the person who lies will come under severe
criticism

Point 2 : serious journalists are bound to be critical,
sometimes cynical. So when you are being questioned by a

young reporter, don’t feel despair. There is nothing
personal about the critical questions.

C. Their way of thinking

e Definition of news —

¢ "When a dog bites a man, that is not news, because it happens too
often. But if a man bites a dog, that is news."

e The phrase was coined by Alfred Harmsworth, a British newspaper
magnate, but is also attributed to New York Sun editor John B.
Bogart (1848-1921)

e Of course there is an exception --- during the outbreak of rabies, we
would take “dog biting a person” as a major news item because it
would spread the disease and therefore of major public concern.

Point 3 : Journalists love extremities. A way to draw their

attention is to uncover novelties for them.
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D. (know) Their limitations

* on their return to the newsroom ,they have to compete for
time slot or space in tomorrow newspaper

¢ As an Editor, we choose headline stories according to the “ 2-1
” approach.

Importance -- how important is this story to the society
Interesting -- how interesting it would be to the readers.

Point 4 : help the journalists to identify the *“ 2-1 ” in your

story would in return help yourself to have the intended
exposure.

Summing Up: Think like them

* Water can carry boats but it can sink them
as well. (7KEESST, JREEEST)

* Media are the same, they can help you as
much as they can destroy your reputation.

Crux: think like them.




Part Il : Crisis Management

Different Types of crises?

* At community level * 9.11 attacks
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Different Types of crises? (2)

e At institution level
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Different Types of crises? (3)

* At personal level
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What are the defining
characteristics of a crisis?

4 Main Defining Characteristics

1. Triggering events typically come as a surprise (e.g.
arrival of SARS, arrest of senior officials....)

2. Posing threats to the reputation/security/core
value of an individual/ an institution/ a community
(e.g BERBUN I 5 3Z18)

3 Require immediate remedial actions or response
(e.g. PEMIETE)

4. Root causes usually relate to system or personal
failures/ weakness
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What is Crisis Management?

* Modified definition from Wikipedia -

» “Crisis management is the process by which an
organization deals with a major (unexpected) event
that threatens to harm the (reputation/ core value of
the ) organization, its stakeholders, or the general
public. “

Lessons learned from
HKU’s mishandling of 8.18 episode
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Recap HKU’s 8.18 eplsode
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It became a public outcry and HKU was accused of

1) Ingratiating with the rich and the powerful

2) Failing to protect its students

3) Failing to protect freedom of expression within the
campus

ANRVAN SCe e Eny: DU S T

1. Events come as a surprise
(RREOEIBE GRS ERR— 5. SRR, TE
AEEJELE — BRI D)

2. Posing threats to the reputation/security/core value of an individual/
an institution/ a community

(FEREE ? 22409 A S5 H H? BRI E T ERRE?)
3. Require immediate remedial actions

. (KitEo H A EHEEER R, BRI RO A REEAE?)

4. Root causes usually relate to system or personal failures/ weakness

( REEEAFERIIRA LA HE)

All'in all : all four elements make crisis very difficult to

management




15t Lesson

J 1. “ You need the messenger”

¢ Reporters may be very aggressive in the way they ask questions and
could be a strong critic of you as well and they may be very partisan

BUT

¢ You still need them to convey the message as most people still rely
on the media to get information

Implications for crisis management

1. Don’t got scared of the presence of a strong team of reporters
at your doorsteps. You need them to convey the message.

* 2. Itis the duty of a reporter to be critical/ask difficult questions
(FELREHE)

e 3. Get the facts first before you talk to the media. Don’t repeat
Professor Tsui’s (Vice-Chancellor of HKU) mistake -- he did not even
know of the pushing of the student into the stairwell when he
spoke to the press.

e 4. Face the press with honesty.

¢ (Henry Tang’s attempt to hide his illegal basement is good example
of the need to be honest).

¢ It takes years to build credibility but it requires only a word to
destroy it!
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2nd | esson

2. Insiders cause most damage

The game with the press is not just an external affair. More often than
not, this is an extension of some in-house fighting.

The source of a lot of very damaging information is usually coming
from unhappy insiders. They are just using the press to continue the
in-house fighting.

This is very typical for big institutions !

Believe it or not? ([5A REZIE?)

“Deep throat” of Watergate

CARL BERNSTEIN ALL
e Watergate Scandal led to the downfall fé’ﬁ'ﬁ’é’i’ﬁ%ﬁlfm
of US President Nixon in 1974 and is g
considered the masterpiece of
western investigative journalism

* Some 30 years later, it was confirmed
by the reporter concerned, his
informant is the then FBI Associate

Director ( B S5 5 &), Mark Felt
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Example: In case of HKU......

* The most damaging episode to the U is the crying
scene of the student after being pushed into the
stairwell.

The crying in front of the camera immediate
inflamed the strong resentment already existed
among HKUSU and alumni. Eventually this
became a public relations disaster for the
University.

Implications for crisis prevention

1. Pre-event/crisis risk assessment — It is important to
be mindful of strong opinion leaders and try to cope
with their demands beforehand. This is the best way to
prevent an insider turns Judas. Pre-event consultation
is a good way to prevent crisis as it can help to spot
possible worst case scenarios.

2. In the middle of a crisis -- remember don’t just focus
your efforts on how to handle the external relations. To
take good care of internal stakeholders are equally
important. Any mutiny at this stage would destroy your
damage-control efforts.
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3rd Lesson

3. Most Crises are results of some
internal/personal failures

In the form of lack of co-ordination. This is very
common in big bureaucracy.

Key duties are delegated to inexperienced or
incompetent personnel.

Inadequate resources for a big job

8.18 crisis revealed serious management
problem within HKU

1. Silo mentality (L[I7E F ) — One obvious example is
the failure to find out quickly on what has happened to
the three students being pushed into the stairwell. (It
took them 4 days to find out the course of events in
the stairwell).

In the first four days, the crisis management team did
not even ask their own security guards on the spot.
The close circuit TV that captured the Police’s pushing
was kept on the initiative of the security team and
handed to the top management on the fifth day!!!!

11/12/2012
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4th Lesson
* 4, Crisis always brings about opportunities to
reform
(BEE)

Crisis normally creates enormous political and
social pressure, thus it helps to soften internal
resistance to reform or to change the usual but
ineffective ways of doing things.

But the window of opportunities is usually very
short. The inertia to reform will return very
quickly.

Implications for crisis management

1. To arrange internal review quickly so that lessons
and structural failures can be identified without delay.

2. To implement necessary reforms while the plate is
hot

3. Crisis prevention is the best crisis management.
Adopt the concept of risk management in all policy
formulation process. Identify weakness beforehand.

4. To keep a crisis response mechanism in place all the
time. You won’t have time to think when crisis arrives
at your doorstep
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Summary of my 4 messages

1. “You need the messenger” —don’t got scared of the
media.

2. “Insiders cause most damage” — this can help you to
prevent escalation of crisis

3. “Most Crises are results of some internal failures” —
this helps to identify the root cause and to develop
appropriate responses

4. “Crisis brings Opportunities to reform”

-- this could help you to get out of the crisis stronger
and better.

Do’s and Don’ts
of
Media Handling

11/12/2012
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DO’s .....

1. Gather the salient facts as much as you can:
what have happened... who has done what....

2. Decide your action plan....just issue a
statement or to hold a press conference..

3. Before you meet the press, remember the
messages you want to send

4. Anticipate questions from the press and rehearse
well before meeting them

5. Arrange a good setting to face the press

6. Keep your statement clear and concise

7. Repeat your messages no matter what you are asked.

1. Keep silence as it implies you have
something to hide and giving up the rights to
reply.

2. Don’t hide or try to cover camera

3. Don’t issue statement late at night ,

4. Don’t try to give long and conditional
statement...
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