Guidelinesfor Crisisand Contingency M anagement

by G. Stephen Goode

Youth With A Mission has been drafting crisis guides since the early 1980's. The guidelines
contained in this article are a summary of ourdiatevision and include sections on pre-crisis ipilag,
death of workers, evacuation plans, terrorism, dgestsurvival, and the formation of crisis manageamen
teams. Other areas that are also essential toagevilough which are not dealt with in this artjcle
include dealing with bomb threats, rape, and pw@atrabatic stress, along with improving personal
security, analyzing risk areas, and debriefingofwlhg critical incidents.

As we in the missions community continue to focp®r unreached peoples, we will continue to be
exposed to life-threatening, crisis situations.f&ihg political climates, local laws and custorasd a
wide range of other variables make it impossibleapply a simple standard of security precautions
internationally. It is thus essential that eachnageand their respective national leadership tedenelop
and periodically review their own guidelines whiehne relevant for their own work settings. The
following organizations were very helpful as we qoled these crisis and contingency management
guidelines: Mennonite Central Committee, Catholieli&® Services, Foreign Mission Board of the
Southern Baptists, International Assistance Missldnited States Embassy at Bangkok, World Vision,
The United Nations, WEC, and Contingency Prepanafionsultants.

Pre-Crisis Planing

A crisis is a current or impending situation whish or has the immediate potential of, creating an
unacceptable degree of danger to personnel, thetidnimg of the mission and its related overseas
entities, and/or its essential purpose for beingtiddpating and preparing for crisis situationsais
essential first step to dealing with them.

Documents. To begin, missionary couples should make a writisthof important documents for all
family members. Single missionaries should alsahi® for themselves. Place it in your local persinn
file and keep a copy for yourself, to be carriedhwiou when moving from one locale to another. Also
leave a copy with a trusted colleague back homgudie the passport numbers and dates of issue and
local visas; bank account numbers; credit card rergjbinsurance policy numbers; car registratioriake
and license numbers, drivers license number; sgei@lrity numbers (if applicable); fingerprints)mpa
prints, and current photographs; current presomsti including eyeglasses; contents and locaticsafef
repository; summary of assets and debts; nameadudrésses of business, personal, emergency contacts

Locate a safe repository in your home country aatip it the original of your: will and power of
attorney; birth, marriage, and adoption certifisatgaturalization papers (certificate of naturdal@amay

not be copied) and dual citizenships; deeds, mgegjastocks/bonds (leave these with your broker in
case you want to sell); insurance papers, for diée, house, medical, household effects; curramrtory

of valuable possessions and their location; medindl dental records, school records, tax recordke T
copies of the above with you and also consideritgaeopies with a trusted contact. Be sure to kerp

will and inventory of possessions updated.

Finances. As for finances, appoint a current power of atgrfior each adult family member and have
several copies made. Make several originals as Wk#se are needed to transact business on bdhalf o
spouse or other adult. Establish credit that walldzlequate for emergencies. Keep a listing of aegul
billing dates for all recurring expenses (e.g.umasice, mortgage, and taxes). Establish a jointkihg
account, or two joint checking accounts, enabliaghespouse to work from either account in the event
they are separated for a period of time. Have chédelposited in a local bank account rather thategos
Checks lost in the post can cause extraordinaficudliies. Obtain individual credit cards for spess
Insure all property and update policies periodicdflace checkbooks, bankbooks, some travelerkshec
and a small amount of cash in a safe, but eastgsstble place.
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Learn the current laws of your legal residence plade of domicile with regard to taxes and property
And gather together all employment history for adamily members including resumes and letters of
reference. Keep duplicates in your home country.

Pre-Crisis Plans. Finally, discuss with your family what you will do case of an emergency separation
(evacuation, hostage-taking, illness or death).eHav emergency contact. Choose a location in wibich
go. Research the resources available in variowitts. Develop a checklist of items to bring iseaf
rapid evacuation. Make sure there are financialiprons to cover evacuation and travel costs.

Death of a Frontier Worker
Incidents and local laws involving death vary ahdst standard contingency plans will need adaptation
Personnel should have a current list of emergeanjacts on their application forms.

Leadership Responsibilities. When death occurs, the leadership and staff aditbef the death must give
their full attention and make themselves avaddblthe family or team that is affected. Commuteics
soon as possible to the missionary organizationragidnal leadership. Also the local leadership tves
prepared to implement on short notice all actidvat aire required. Be sure to keep a detailed lagl of
communication and actions taken which includescihtent of the communication, the date and time,
and the name and phone/address of the person tamhtac

When first contact is made from personnel on theldfto the national or regional director, a
determination should be made regarding what iv#st communication channel to use (telephone, telex
fax, cable, ham radio, e-mail). Telephone is usuaikferred. At the time of each communicatiorg th
two parties should set a schedule for the next comication. The national, regional or field directdr
the missionary agency should make initial contadts the immediate family at home, potential sugppor
persons close to the family such as the home charzhteam members.

Memorial and Funeral Services. Missionary organization leadership should urge liteadership at the
site of death to thoroughly check into and theniate all local legal requirements, such as a death
certificate, embalming requirements, and requirgs&r moving the body out of the country if that

the decision. Some countries require burial widnhours; others require embalming before themetu
of the body. If a funeral director is availabletime host country, get price quotes about embalmibagic
services, handling charges, or the costs to raterbody (some insurance companies may cover the
latter).

Any accompanying family members on the field shdagddurged to consult with other family members at
home before deciding how to dispose of the bodhe immediate family should be urged to contact its
local funeral director, pastor, or someone with exignce for advice on how to handle the details,
especially if they decide to return the body. Erénare survivors on the field who will be retugio the
home country, a decision should be made early wneftomeone from the organization should
accompany them. If there is any doubt whether dartiney should be accompanied, have someone go
with them.

Local staff from the mission organization shouldupged to arrange for memorial services at theeptdc
work if at all possible. A representative from thrganization should be present at the memorialicesyv
back in the home country.

Follow-Up Care. If any survivors terminate their service with tinéssion organization and return home,
a determination should be made regarding thentmghon's obligations for short or long term sugipo
including financial and counseling help. Survivargay need to go through debriefing and grief
counseling. Remember too that the local staff audeugreat pressure at the time of death anddese
acknowledgment of that pressure and evidence ofaimsupport from the mission organization,
especially the international headquarters. As @low up, a telephone call can be made to surviving
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members on the second, sixth, and twelfth annivgrsiathe death. Let the survivors know that they a
still remembered.

Finally, help field staff make immediate platws cover the responsibilities of the family of the
deceased as needed (such as access to the wKlabaaunts, files). Notify the insurance carrier i
appropriate. If death occurs during travel, rememtbat tickets purchased on a credit card may be
covered by a $100, 000 to $300,000 life insurarwiey

Evacuation Planning for War and Natural Disasters

The following evacuation guidelines are for exp#as working in potentially hostile or life-threatng
areas. They do not consider any relief assistarwre the outside which might be appropriate. Again,
there is the need to anticipate and prepare fdil@@d life-threatening situations.

When a dangerous situation occurs, such as inatdasalized violence (street fighting, mob action),
stay in a safe area as long as necessary. For é&xamapnot go to the work place, but rather sta;méo
One may not be able to leave the country by nopnatedures due to wide-spread fighting or random
rocketing for a prolonged period of time. When wi@d@jiven, go to pre-arranged gathering pointshén
case of fighting, it is difficult to predict how mkly the violence may escalate. Those who desiledve

at the initial stages are encouraged to do so witfear or disapproval.

Preparation and Precautions. Keep vehicles with their gas tanks at least hdlf ftiach house should
have a metal tank full of petrol kept in a coolgdaAdditional car batteries can be used for lighénd
should be kept charged. Have a first-aid kit andeséood/water kept in vehicles.

Drinking water should be kept on hand, ideally &-@reek supply. Change it every week if possible. A
two-week supply of food should be stored in eaclisko especially foods that do not need much
preparation like dried fruit, nuts, canned foodid @owdered milk. All households should have a madic
kit and an up-to-date telephone list handy (polkeeergency numbers, and so on).

Communication. At all times, staff must let house-mates or someeise in the mission organization
know where they are going and the expected retare. tEach house should have a contact person for
passing on messages. A previously designated d¢gmeason within the country will notify local staff
and the regional director with updates, give adaséo whether or not contact should be made viiih ¢
authorities, and notify families of an evacuatidap(in consultation with the mission agency).

Expatriates should carry their passports with trenall times. Various embassies operate a warden
network and you should ensure that you are onné@tork. The embassies will be responsible to yotif
the rest of the expatriates when an evacuationr esdeceived. Expatriates will be told to staytheir
homes until pickup for departure.

If Hostilities Commence. Gather people inside your house. Go to the baserngoti have one or if not
select the safest place out of direct sight ofwafidows and doors. Draw the curtains to reduce the
possibility of glass shattering and hitting peofleep low, stay inside, and avoid exposure. Opearaé
windows on all floors to reduce the possibilityamncussion breakage. Fill all bathtubs, washtubd, a
other containers with water (if your electricitydat, your pumps will not work.) Advise your staiid
children not to pick up bullets, shells, rocketspther unusual objects found.

If armed persons come into your area, do not créseimpression of hostility or resistance. Smile
frequently, be friendly, and cooperate. If possibleourage them to leave as soon as possible leecaus
their presence might endanger your household. Iu@armed person seeks refuge with you, refuse
politely but firmly, unless in your judgment, thesean imminent threat to his/her life.

Do not go near any bodies. The contending sidds pvésumably take care of their wounded. If yoe se
unattended wounded, consult others on the scetigené is a lull in the fighting, remain where yane
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unless otherwise instructed. Do not tour the dig. not take photographs. And if the authorities in
charge impose a curfew or issue special militavy decrees, obey them to the letter. Pack one sgitca
and bring some blankets for your family and assengnlough food and water should you have to be
moved to a collection point for evacuation.

If Caught Away From Home. In the case of street rioting, your car is a likelyget. Leave your car and
find shelter. If you are close to your place of kwago back to it, if not, find a shop where you ciay.
Contact someone so that people know where youkai@y your way around the city. Try to remember
different routes to and from different places.

Escape Routes. You will need to identify home, city, and countrgcape routes if your are in dangerous
areas. In addition, you will need to call on yoantngency fund to purchase travel tickets. A Istaff
representative may need access to this fund wéidr gdteps about how to use it. Also have cashablail
and food in case an overland trip is needed. To& ktaff representative will notify the regionéiice of
departure arrangements. If possible, the expatriatk be picked-up from their homes and driverthe
airport or via an overland route to the pre-arraingiace of destination.

Terrorism

Terrorism is the use of force, violence, or threlaysa terrorist organization to attain politicalad®
through fear, intimidation or coercion. Interna@brerrorism is described as calculated acts obtism
inflicted against foreigners or occurring extratoaally, which are usually designed to attract \ahoside
publicity and focus attention to the existencegpldgical cause, political goals, and demands efi@tist
organization.

Terrorists organizations use illegal violence isyatematic campaign. This campaign is often aimed a
the civilian populace. Acts of terrorism are almabtiays well-planned actions which are quickly and
systematically executed. The net effect of tertatts is much greater than the simple physicdenme
involved. One incident, directed and conducted Iigvaskillful terrorists, can stir the fear and efoos

of an entire nation.

A terrorist is an individual who is generally beemel18-28 years of age, from an upper middle-class
background with college education, and is politicariented. He or she usually works within a group

which has a definite organizational structure ameranchy, the first or command element usually

consisting of the older and more experienced tistsor

High Risk Areas. If you must travel in an area where there has lsedmstory of terrorist attacks or
kidnappings, make it a habit to discuss with yamify what they would do in an emergency and make
sure your affairs at home are in order. Registén @imbassy upon arrival. Remain friendly with peopl
but be cautious about discussion of personal nsaty@ur itinerary, or program. Leave no personal or
business papers in your housing/hotel.

Watch for people following you or "loiterers” obsgig your comings and goings. Cheek for loose wires
or other suspicious activities pertaining to yoahicle. Refuse unexpected packages. Keep a met&al n
of safe havens, such as police stations, hotets,haspitals. Let someone else know what your travel
plans are. Keep them informed if you make any changvoid predictable times and routes of travel,
and report any suspicious activity to the locaiqbr nearest embassy.

Formulate a plan of action for what you will daaifbomb explodes or there is gunfire nearby. If soa
ever in a situation where somebody starts shootirap to the floor or get down as low as possilne a
do not move until you are sure the danger has daBsenot attempt to help rescuers and do not gk
a weapon. If possible shield yourself behind orerna solid object. If you must move, crawl on your
stomach.
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Preventing Terrorist Attacks. Being unpredictable is without question one oflibst ways to discourage
an attack. A study of terrorist attacks on vehidkesws the following progression of events: thgesed
individual is watched; based on that surveillaraeattack is planned; the attack team deploys ldre p
the targeted individual enters the designated Zkitle"; and the attack takes place.

Each person must take the ultimate responsibitityhfs/her own security. When surveillance is dieteéc
and confirmed, the individual must make subtle gesnin travel procedures that will discourage the
terrorist from considering them as an attractivgeh The next point at which an attack can bedeais
just prior to the individual entering the kill zanAttack recognition must occur while it is stilt the
camouflage or disguised phase. One of the magsbrtant means of defeating the terrorist attado is
deny the terrorist the tactical advantage of sagoWVithout surprise, the attack is basically ieetif/e.

Hostage Survival

The moment of capture is generally one of the nmosgical and dangerous stages of an abduction
operation. Any sudden or unexpected movement, nmisery for help is likely to provoke a violent
response from the terrorists which could be fataltiie captive. If a barricade hostage situaticults,
tension will remain high until the terrorists feseire they are in control.

Whether to resist capture or surrender to the istrmust remain a personal decision. You shouldjlve
the danger of resistance in the face of what magveewhelming odds. If you decide not to resissuas
the terrorist of your intention to cooperate, esgcduring the abduction phase. Resistance ifliig
risky given the fact that the terrorists are algeatentally prepared to meet this contingency ared ar
acting under a great deal of tension during tret few minutes of the operation.

It is important to know that the terrorists wanuyalive. While they may use drugs, blindfolds, agg at
the time of abduction, you should not be alarmedesist unduly. Struggling is likely to result imen
more severe measures.

Be certain that you can explain everything youeham your person, including your addresses. Regain
your composure as soon as possible. Take a few loegphs, and attempt to organize your thoughts.
Occupy your mind by noting--for later referencetssds, direction of movement, passage of time,
conversations of the terrorist, and other infororator circumstances that might be useful. Pay close
attention to instructions and try to comply as mashpossible. Ask permission to communicate. Be
prepared to be accused of being a member of fosggrgroups. Anticipate isolation and possible re$fo

to disorient you.

Adjusting to Captivity. Living conditions may vary greatly from incident tocident. In a barricade
hostage situation, victims may be in familiar, I@ssnitive surroundings. There may be a total latk
privacy. Conventional toilet facilities may be lawy. Maintaining one's dignity and self-respect emd
such conditions will be difficult, but this is vemnportant Composure could be the key to retairyowgy
status as a human being and hence a life wortngavithe eyes of the terrorists.

Fear is the most important tool of terrorists. yhese it to control, intimidate, and wear down the
hostage and the negotiators as well as the larggonal or international audience sympathetic ® th
victim's plight. Fear may be induced by the logdand unloading of weapons in the presence of the
hostage, displaying excesses of temper, lying toafmout the condition of your family and colleagues
resorting to physical abuse, and staging mock di@wu Fear of dying is very real and it can become
overwhelming, especially during the early stageshef captivity. Death certainly is a real possipjli
however statistically, the odds favor a hostagaedegleased alive.

Experience has shown that the more time that edajpse better are the chances for the hostage being
released or rescued alive. For this reason, whi¢epassage of time without rescue or release can be
depressing, this time lapse is actually to youraadlyge. Once settled in do not be afraid to ask for

anything you need or want. The worst they can do deny the request.
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To ward off boredom, develop and maintain a daihysical fitness program and engage in creative
mental activity, such as reading, writing, or edaydreaming. Exercise may be difficult due to crachp
space or physical restraints on arms and legd$iple, however, start and maintain a regular farg

of running in place, push ups, and sit ups. Isometxercises may be substituted to overcome space o
physical restraints.

Mental stimulation can be achieved in various waletrorists have been known to provide reading
material, tape recorders, and even tapes. Depgngion what is available, the hostage should redd a
keep track of the passage of time; make games asicheckers, cards, or chess from scraps; pray and
recall memorized scripture and poems; write a naa@hpose music, or even design a new home.

Weight loss is a side effect of captivity for sorhestages, even though meals may be adequate.
Gastrointestinal upsets and or constipation mayumcand although not life-threatening, can be
debilitating. You should not hesitate to complaimd aequest medication since terrorists want to keep
their hostages alive. In a number of cases, tsthave provided medical care for hostages sofferi
from illness and or injury.

The more human a victim appears to his or her captioe more difficulty the terrorists will encoenin
carrying out threats of violence against the victAindisplay of family photos or discussions of dnén
and family matters have on occasion, been instnt@hen saving the lives of hostages.

Rescue or Release. Most hostages who die are killed during rescuamgits. It is, therefore, crucial for
you to be especially alert, cautious, and obed®mstructions should you or the terrorists sgsgech

an attempt is imminent or occurring. The captossyell as the captives, are likely to feel threattand
even panic. The terrorists will be extremely nesvaduring any release phase, especially if the
negotiations lasted over a long, drawn-out peribldey will also be anxious to evade capture and
punishment. As the central figure in the rescuenaptt, you must avoid all sudden moves which might
invite reactions from the rescue forces as weft@s the terrorists. Acting upon the impulse tonstaip
and run must be avoided. The safest response dsofp to the floor immediately and lie as flat as
possible.

As soon as possible after rescue or release, dwoiten everything you can remember about the incjdent
the location and condition of the other hostagesation of guards, and the location and descripbibn
weapons and explosives. This and any other infaomamnight be useful to the authorities. Do not
minimize or overlook your need for debriefing, resmtd supportive counseling care.

Establishment Of A CrisisManagement Team (CMT)

A CMT within an agency would usually be involvedthre following situations: hostage taking, natural
disasters affecting the missionary organizatioréss@gnnel/property, war, government action against
agency personnel, coups, expulsion of a team fropuatry, assassination threat upon a worker, ristro
threats, multiple deaths, events that create iatemmal negative attention, kidnapping, or crimiaation
against a member.

The CMT should be composed of the fewest persossilple and located geographically close to the
scene of crisis. It functions as a temporary taske and its members provide a variety of perspesti
and strategies to resolve a crisis. To those ceitsidwever, the CMT maintains a posture of unagimit
and coordination. Members should be selected im@oky and receive training. It is usually best that
CMT be the only part of the organization involvedésolving the crisis.

A CMT needs to include several types of membergrdineeds to be a Crisis Manager (CM), who is the
decision-making person in the event of crisis anthe worst-case scenario, the final decision-méker
comes down to a decision pertaining to life or ddaistage situation. There is also a Crisis Coatdin
(CC) who oversees many of the logistical aspecti@ftcrisis, a Media Director (MD) that relateshe
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press and handles any news releases, and a MRsesentative (MR) who communicates on behalf
of the mission to all necessary parties. Also imedlwill be people like the National Director, &brs,
and a recording secretary.

The CMT purposes to insulate the crisis from thg waday organizational operations, to reduce the
number of personnel dealing with the crisis, angrtwvide structure and discipline to the organtaai
response to the crisis. Some of the duties of tNE Gnclude: maintaining communication with the
victim's family and providing "official” informatio releases to interested parties such as the ‘gctim
extended family and friends, the victim's home chuand sponsoring organization, and any involved
governments. Further, the CMT receives and evaualfeincoming crisis information and suggestions
for crisis resolution, establishes all media polayd approves all media releases, conducts (via a
negotiator) all negotiations with hostage-takerdyises the Crisis Manager and implements any
decisions, and maintains a record of the orgamiaatiresponses to the crisis.

If a negotiation team is formed, the designatedtiatpr should be the only person communicatindnwit
hostage takers. He or she should be trained argtierped and should not be in a decision-making rol
Other members of the negotiation team would incladeanslator and a cultural advisor (if neededy a

a team leader who makes the decisions regardingnéigetiations and is a liaison to the Crisis
Management Team.

The mission organization needs to establish a ypalmcerning the payment of ransom. Working with
lawyers having international experience may alsodeded, so developing relationships in advande wit
such people is important. The Crisis Coordinatausth have a corporate charge card such as a visa or
mastercard which has a line of credit capable ofedng some of the major expenses related to an
emergency situation. It is further suggested tla@heregional office establish a line of credit wilteir

local bank, with a further plan toward raising ficas specifically for a contingency fund. Finallyis

also recommended that the victim, their immediataily on the field, and organizational people disec
associated with a crisis have access to a quali@udistian mental health professional made avkslab
through missionary organization resources, anédkessary, undergo follow-up counseling.

Questionsfor Discussion--Five Hypothetical Scenarios

Scenario One. You are living in Africa, and an African couplativwhom you work has a three-year old
child who dies of a sudden iliness. Though griexbdy believe it must be God's will. How could you
help them with the grieving process and with thggdtical tasks following their child's death?

Scenario Two. You are flying with a six-person, crisis intertien team to an area in Southeast Asia
devastated by a recent typhoon. It is your job g&ra of this multi-disciplinary team to evaluateet
emotional needs of the victims and organize regsuto meet these needs. How would you go about
fulfilling your responsibilities?

Scenario Three. You are living in a country where being arrestetduse of your type of work is a
possibility. You are married with three childrendaare part of a team consisting of two other caaple
What precautions should you take and what premaratiould you make?

Scenario Four. Two expatriate women on your team are very upfiet daving been inappropriately
touched by men in the market place. This is the fime in one month that this has happened. They a
ready to either leave the country or start usingen@s their team leader, how would you handle this
situation?

Scenario Five. You have just been taken hostage by a terrormigthat insists that your presence is
undermining the national culture and religion. Thplan is to keep you as a hostage until your
sponsoring organization withdraws all of its mensbieom the country. What will help you to maintain
your health and sanity during this process? Howbkhgour organization proceed?
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