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0.0	INTRODUCTION
SEMINAR OBJECTIVE: This seminar is designed for interactive sharing on ways and means of solving our institutional crises, by focusing on increased understanding of their nature and through strategies put in place by the leader.
DEFINITIONS:
Crisis: “a process of transformation where the old system of the theological school can no longer be maintained," thus the need for change (if systemic = crisis; if one or two aspects = failure or incident needing attention). This is a positive view of crisis, conditioned upon its proper management.
Crisis management: the process by which a theological school deals with a major event that threatens to harm the organization or its stakeholders. This management generally involves dealing with:  (a) a specific threat to the college (b) the threat as an unanticipated surprise, and (c) a very short turnaround time for decision.
Crisis management involves dealing with threats after they have occurred, necessitating capacities to identify, assess, understand, and cope with a serious situation, especially from the moment it first occurs to the point that recovery procedures start.

1.0	A CASE STUDY: “A Multifaceted Institutional Crisis” 
You have recently retired from active service, but, given your long and fruitful experience as a theological college administrator, you have been asked and accepted to become interim principal for one year of a college in crisis. This crisis includes, among others, the following elements:
· The operating budget of the college is in the red, because of a building project that has depleted the financial reserves of the school.
· The relational climate has deteriorated with tensions among and between faculty, staff and administration, to the point in some cases of complete communication shutdown. Clans have formed.
· The board has taken a laissez-faire attitude toward the situation, allowing it to decline even further.

You have one year to redress the situation. It appears that the survival of the college is at stake:
· Once you’ve arrived on site, where do you start to remedy the situation?
· In what order would you tackle the various crisis issues before you?
· What would you put in place before your departure to ensure the ongoing viability of this institution? (this could be similar to the role of an interim pastor in a local church in crisis)
· What biblical examples/principles could help you in dealing with the situation?

2.0	A MEDICAL PARADIGM:
1. Prevention:
 « Mieux vaut prévenir que guérir ». The crisis is upon us because the « body » has been neglected, at least in certain areas (diet, exercise, genetic disorders, untreated infection ….). If it is too late to prevent the crisis, prevention will revert to the last stage, to be put into place before your departure. Accreditation (advert) in its search for quality assurance and quality development, using both internal and external resources, is a good way to systematically identify gaps, weaknesses, threats, in order to transform them into strengths and opportunities.

2. Emergency treatment (crisis intervention):  First Aid, SAMU
Kinds of emergency treatment to be administered (hoping that this will suffice to help the patient survive)
· Quick on-site analysis of what can be done quickly to stabilise the patient and administering it
· Preliminary study of the situation (e-mail, telephone, institutional documents)
· If necessary, calling upon external emergency services (denominational leaders, board president, outside consultant familiar with the college, etc.)

3. Symptoms (tests):
In the symptomology of institutional crisis, theological institutions can experience different kinds of crises and sometimes several (obvious or not) at a time. It is best to consider them as symptoms, but not the root causes. If only the symptoms are treated, the overall condition will most likely not be cared for (like pulling out the visible part of a weed without taking out the roots):
· Natural: brought about by natural forces, earthquake, tsunami*… (Haiti)
· Financial: perhaps the most obvious kind, but often symptomatic of other root causes. Schools in financial difficulty are there often because of deeper reasons of which finances are the visible tip of the iceberg, such as shrinking stakeholder constituency (MBC), disconnect with stakeholders
· Political: pressure, harassment, persecution from governmental authorities (Lebanon)
· Economic:  critical lack of funding due to a national economic crisis which affects charitable giving in general, or policies which discourage charitable giving
· Governance: our institutional boards are either the backbone or the Achilles heel of our institutions. This group is often neglected by our schools and poorly trained in understanding and implementing its role. Governance is for this reason a key point in accreditation. Both governance and management need training in distinguishing between the attributes of governance and management, micromanagement by the chief executive, etc.
· Relational: here the issue of conflict resolution is closely related. Whenever communication breaks down and conflict results, crisis takes place and can become a threat to the institution. Communication breakdown is sometimes the root cause, sometimes a symptom. 
· Historical: we are speaking here of the history of institutions and the necessary evolutions they must pass through in their own development (i.e. moving from the family-oriented beginnings to a proper institutional development – IBN). Our institutions, like human beings, go through developmental stages. Passing from one stage to another often involves some level of crisis experience. 

4. Diagnosis:
· Observing the patient for specific signs and symptoms and his/her medical history, establishing a "short list" of likely diagnoses and ruling out others (Dr. House)
· Testing the patient in relation to their symptoms and history, including the psychological dimension – what kinds of testing, information gathering would we need to do for our school?
· Concluding with a hopefully clear diagnosis, allowing us to move to the next step

5. Treatment (Therapeutics + Monitoring)
Proper treatment depends on proper diagnosis, but, once the proper treatment has been found, the patient must be willing to follow it faithfully (humility). Then a monitoring system must be in place (accreditation) to ensure ongoing care and attention to the issues, and to prevention of future crises. This treatment may well involve major changes in leadership, staff, faculty ...


3.0	LEADERSHIP IN TIMES OF CRISIS (if time permits)
Two Kinds of Crisis
Two kinds of crisis (Erika Hayes James): (1) sudden (beyond the institution’s control); (2) smouldering (from some form of negligence)
Phases of Crisis (James)
These phases each require specific crisis leadership obstacles, competencies and character qualities (i.e. integrity, positive intent, capability, mutual respect, and transparency impact the trust-building process. 
1. Early-Warning Signal Detection 
2. Preparation and prevention
3. Containment and damage control
4. Recovery
5. Learning
Crisis Leadership Competencies During and After Crisis (James)
1. Building an environment of trust
2. Reforming the organization’s mindset
3. Identifying obvious and obscure vulnerabilities of the organization
4. Making wise and rapid decisions as well as taking courageous action
5. Learning from crisis to effect change.
The research in this area shows that not only leadership action is decisive, but it reflects the ability of an organisation to maintain its vision and mission in the midst of the crisis.
Biblical Examples of Crisis Management – Decisive action in distress
· Joseph : managing famine
· Moses : managing liberation, rebellion, succession
· Nehemiah : managing renovation
· Esther : preventing genocide and managing the future of an exiled people
· Apostles (Acts 6 & 15) : preventing/managing dissension and potential division in the early Church


4.0	PRACTICAL PRINCIPLES OF CRISIS MANAGEMENT
1) ATTITUDE:
· Manage crisis by seeing it as an opportunity for institutional development and growth
· Recognise that the current crisis may be the result of the failure to prepare for crisis. “If we fail to prepare for crisis, we prepare to fail” (the importance of prevention)

2) ANALYSIS:
· Identify the scale of the problem – to what extent has the disease spread?
· Obtain multiple opinions in the decision making process (wisdom in multiple counsellors): A wide spectrum of people, including external people who are experienced in crisis management and not involved emotionally with the problem/situation and have no conflict of interest in becoming involved.

3) COMMUNICATION:
· To STAKEHOLDERS: Manage crisis as an opportunity to recover stakeholder trust, through proper communication – silence is your worst enemy (IBN – this relates to the communication culture of the institution). Reassure your stakeholders that you intend to rectify the situation and prevent it in the future (therapy and prevention)
· To OTHERS: Apologise to whom apology is due (true apology, not the false apology of “I regret any inconvenience I may have caused”)

4) MANAGEMENT:
· Retain close control over the implementation of policy: This period of vulnerability may become the occasion for “predators” to seek some form of takeover. During the crisis, all other programmes must be secondary.
· Limit objectives: Objectives during this period of crisis must be limited, ordered, specific, in order to solve the threatening issue and to create stability, thus obtaining a context permitting to deal with the issues in proper fashion.
· Maintain flexible options: Do not pursue policies that close off access to all other options, but have at least a fully developed Plan B and an outline of Plan C.
· Reduce time pressure: Decisions taken under time pressure are often ill-considered and usually incorrect. Change is necessary but takes time and those newly in charge are usually given a period of time that is not available to their predecessor. 
· Understand the nature and potential behaviour of the adversary: In every crisis there is an adversary, that is someone from within our without the institution pursuing their own interest at the expense of the crisis leader and ultimately the institution. This begins with identifying the adversary (-ies) and understanding what they are seeking. 
·  Maintain communication throughout your mandate: There are 3 audiences;
a) Stakeholders; b) Students; c) Faculty and Staff (including administration). Each audience requires an adapted version of the same message. Remember, the void of silence is always filled by speculation.
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