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Introduction

The first decade of the twenty first cen-
tury witnessed numerous crises for com-
panics and business organizations that re-
quired the application of sound public
relations programs of action and com-
munication in developed as well as in de-
veloping countries. This study offers the
reader a starting point for examining the
burgeoning research on crisis communica-
tion by defining the domain of crisis com-
munication, explaining its applied value,
and pointing to future directions for crisis
communication. In the face of national and
international crisis, the crisis communica-
tion literature ranges from the theoretical
to the applied.

Public relations and Crises communica-
tion have developed to become top priority
areas of study for several reasons. (1) The
growth of large institutions and their sense
of responsibility te the public (2) the in-
creased changes, conflicts and confronta-
tions among interest groups.(3) the in-
creasing awareness of people as a result of
sophisticated information technology,.(4)
the growing power of public opinion and
spread of global democracy, (5) the growth
of internet.! Added to that the increasing
number and types of crises that the differ-
ent institutions are facing nowadays. The
intrusiveness, variety and power of modern
media, increased the pressure on business

institutions during the process of crises
management, because negative media cov-
erage of crises is always a step ahead of
the companies' communication initiatives
to contain the crises. The crisis situation
attracts wide and negative media cover-
age.2

A number of case studies in recent dec-
ades prove that corporate mishandling of
public communications can further in-
tensify the crises and cause long-term dam-
age to the reputation of the institutions.3
Scholars have emphasized the value of
analysis, prediction and issue management
as shields of protection against crisis.

Liese Huchison, a member of the ST.
Louis University of Communication fa-
culty, described the reality of crises com-
munication strategies in the USA:

"Only 5 to 10 percent of organizations
have some kind of crisis communications
plan. Most have contingency plans on
how to keep the company running if some-
thing happens, but not a plan for the com-
munication aspecis. They don't think that
a crisis could happen to them or they think
they do communications daily and it won't
be done differently in a crisis.">

This logic of thinking denies the early
signs of crises and underestimates the pow-
er of dissatisfied public of the organiza-
tion, the government or any regime. This
disregard of issue management and crisis
prediction strategies as well as crisis man-

agement and crisis communication is an
cvident trend in Egyptian institutions,
whether private, public, governmental or
non-governmental, profit or non-profit.

With the same pattern of thought, the
ex-Tunisian regime did not translate the
early signs of growing anger and dis-
appointment of the Tunisian people that re-
volted against corruption creating the Jas-
mine revolution, Mubarak regime in
Egypt before January 2011 adopted a de-
nial policy believing that what has hap-
pened in Tunisia could never be happening
im Egypt. Accordingly, there was no an-
ticipation of an wpcoming crisis, no prep-
aration strategies and panic decisions that
led to the 25th of January revolution that
ousted ex-president Mubarak and his re-
gime within a few months of the Tunisian
revolution.

The proper understanding of any crisis
requires the examination of the socio-
economic context, in which it occurs to
recognize the roots and development of
events and consequences. It is essential to
provide an overview of the Egyptian socio-
economic environment after the 25th of
January revolution, which bears the cause
of numerous crises situations for various
instituttons in Egypt.

According to Amin the soft state was
the main reason for the revolution. It is the
state, whose weakness encourages corrup-
tion and the spread of corruption further
weakens that state, so conuption becomes
a way of life.6 Mubarak regime was a frag-
ile system that left Egypt with abundant
problems, some of which date back to Nas-
ser time. The oppression of opposition,
forging of elections and police violations
of citizens' rights in addition to corruption
were the most obvious heritage of Mu-
barak era, but this was only the tip of the
ice-berg.

Amin described the state of the econ-
omy as getting from bad to worse; in-
creasing rate of unemployment, stagnant
industrial growth, privatization policy lead-
ing 1o sclling of public sector companies,
laying off workers and early retirement.
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The poor got poorer; the gap between the
rich and poor widened causing the dis-
appearance of the middle class in Egypt
and the rise of inferior culture of the many
slums in greater Cairo.” During Mubarak
era, business tycoons were created by the
regime with increasing privileges and pow-
ers. The unfair distribution of wealth in-
crcased the tension between the different
segments of the Egyptian soctety, the larg-
est of which is private sector labor power
that is estimated with 19 million workers.8
The Egyptian workers had been suffering
for a long time from temporary contracts,
minimal wages, no health care or insurance
and employers' neglecting their rights and
demands.

The 25th of January 2011 revolution
was a turning point in the political, ec-
onomic, business and social environment
in Egypt, leading to numerous types of cri-
ses for public and private institutions,
mostly in the form of strikes, sit-ins and
demonstrations that could not be featured
as peaccful, as there were injuries and even
deaths in most of them, a fact that coatrib-
uted to the complications of crises and in-
creasing difficulty of management, even
with suitable communication messages.

There were no formal statistics of com-
panies in Egypt that encountered crisis sit-
uations requiring crisis management com-
munications, nevertheless, local and
international media dedicated their top
news and headlines to the strikes of Egyp-
tian labor, a typical intense crises dilemma
for any institution. Halim Abou Seif,? the
public relations manager of a top public re-
lations agency in Egypt, declared that his
public relations' agency received 27 clients
with crises situations in 201 1, while the ay-
erage nember of clients was one client per
year, while Rania Azab10, the founder of a
well-known public relations agency said: "
We have been living the crisis mood since
the revolution, up until now.” This rc-
search is concerned with the examination
of two different crisis communication strat-
cgies implemented by Egyptian com-
panies. '

Research problem

Institutions face crises that can damage
their image and reputation as well as their
financial status and stability. Public re-

lations researchers argue that although ef-
fectively planned programs of com-
munication do not stop the-crises from oc-
curring, they can reduce the negative
consequences and aid the organization in
the rapid restoration of image after a short
while. The review of crisis communica-
tion literature and its modern theories and
strategies reveal little attention to crisis
communication applications in Egypt, an
ancjent civilization with a unique blend of
cultures and a two-year old popular rev-
olution that triggered numerous crisis sit-
uations

This study will review two strategies of
post-crisis communication: namely situa-
tional crisis communication theory
(SCCT) and discourse of renewal as wide-
ly used approaches of crisis management
and restoration of reputatton in crisis com-
munication literature. The empirical fo-
cus of this study will investigate the ap-
plication of the two strategies in Egypt for
two different business organizations in
crisis after the 25th of January revolution,
2011 to explore the possibilities of ap-
plication and degree of success.

The importance of this study is em-
bedded in the recurrent crisis situations in
Egypt after the revolution, the growing
need for effective crisis management
strategies and approaches. In addition to
a scientific value as the review of lit-
crature in this field revealed that while
foreign studies focused on the analysis of
crisis communication strategies in or-
ganizational units, Arabic studies were in-
terested in the cffects and consequences
of utilized communication programs.11

Research Objectives

The main objective of this study is to
analyze the crisis communication strat-
egies and messages in two different Egyp-
tian companies during their crises. This
study aims to evaluate, whether these
companies followed scientific strategies
in crisis communication or not and to as-
sess the effectiveness of post-crisis com-
munication strategies for business com-
panies in Egyplian environment.

Review of literature
There was growing concern with crisis
communication studies in the last decade

of the 20th century in conirast to crisis
management studies before that period,
Crisis management research studied the
political, economic and managerial aspects
of the crisis with minimal emphasis on
communication. The last two decades wit-
nessed tremendous concern with the stedy
of crisis communication as a vital function
of public relations.  The survey of lit-
erature indicated that some studies set the-
oretical basis for issuec management and
crisis communication while other studics
offered cases and empirical applications in
crisis communication in specific economic
units.  The researcher reviewed the pre-
vious studies related to this research in the
light of three main domains; crisis com-
munication, theories of crisis communica-
tion and public relations practices in crisis.

Crisis and Crisis Communication

Harvard Business review defines crisis
as '‘a situation that has reaches a critical
phase for which dramatic and ex-
traordinary intervention is necessary to
avoid or repair major damagef2. Scholars
agreed that an organization crisis is 'an un-
expected, and no routine event or a series
of events that cause a threat to the or-
ganization along with a short term re-
sponse that may change as clarity emerg-
es'. Crisis can also be defined as a

‘definitive, yet uncxpected abnormal events

associated with mistakes, oversight, or sys-
tem deficiency that create higher Jevels of
anxiousness and confusion and threaten a
company's long term goals'l®,  Other
scholars have perceived corporate crisis as
normal events and a natural stage in the de-
velopment of any organization, which oc-
curs to replace outdated elements and al-
low for new development and
maturation.15 Seven instant warning signs
appear in a crisis: surprise, insufficient in-
formation, escalating events, loss of con-
trol, increased outside scrutiny, siege men-
tality, and panic.16

From a management perspective, Lee
identifies three core elements that unite the
study of crises: (1) significant threats; (2}
unpredictability or suddenness; and (3) ur-
gency or immediacy to categorize an or-
ganizational crisis.

Moving from conditions of crises to cat-
egories of crises, Seeger reviewed the
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work of several scholars who categorized
crises of organizations into nine types;
public perception, sudden market shifts,
product failure, top management succes-
sion, cash crisis, strikes and job actions,
hostile takeovers, adverse international
events, and regulation and deregulation.17

Crisis communication is an inter-
disciplinary science that involves organiza-
tional communication with mass com-
munications and public relations in
addition to management, for the decision
making processes, objectives and results
precede the communication actions and
strategies and affect the course, process,
consequences of crisis communication.

According to Seeger ¢t al, communica-
tion is gencrally recognized as a key emer-
gency management and response activity
serving a variety of important functions be-
fore, during and after a crisis. These in-
clude: (1) clarifying risk and encouraging
preparedness; (2) announcing evacuations
and issuing warning; (3) providing in-
formation to the general public; (4) en-
hancing coordination, cooperation and lo-
gistics among respense agencies; (5)
facilitating mitigation on the pan of the
public and affected communities; (6) help-
ing make sensc of the disaster; (7) re-
assuring, comforting and consoling those
affected; (8)recreating order and meaning;
(9) providing general information to the
larger public; and (10) facilitating renewal,
learning, and disseminating lessons. 18 In
many cases, communication activities and
processes were very important factors in
the resolution of crises situations and in
other cases, insufficient, ineffective or de-
ficient communication made a crisis much
worse and caused short and long-term
damages to organizations.

The review of crisis communication lit-
erature asscrts the absolute necessity of
communication te organizational crisis; the
vitality of an external audience-centercd
focus; and an interest in both application
and theory. In the crisis management lit-
erature, many studies analyzed existing cri-
sis situations and communication cfforts
during a crisis.  Other research studies
have recreated crises situations to test fac-
tors related to crisis management and crisis
communication. Both types of studies
were secking ideal cffective communica-

tion strategies in crisis. Rescarch can be
classified into models and strategics, pub-
lics1? and media,

Numerous scholats emphasized the im-
portance of truthful internal communica-
tion during crisis. Lack of accurate in-
formation could make organization
members to be open to rumors, thus dis-
believing in their institution and con-
sequently contribute to the escalation of
crisis and lack of credibility in the in-
stitution, 20

German scholars have analyzed the Ger-
man media coverage of international con-
flicts, revealing that most researches have
studied crises in the climactic stages of
conflict and ignored the pre- and post-
escalation phases, while proactive crisis
communication can assist in the resolution
of international conflicts, 21

While many researchers and academics
focused on crises management, crisis and
risk communications in the American and
European countrics, the attention to this
field of swdy is very limited in the Arab
world. Few Arab studies focused on the
role of communication in crisis man-
agement on the national and international
levels in the sectors of health, tourism, fi-
nance, industry and security.22 It is not-
able that most of these studies, if not all of
them, were conducted on ministries, pub-
lic-sector institutions or on the state level,
The former Egyptian governments und in-
stitutions with their limited or non-existent
public relations programs can not produce
a model of two-way communication in cri-
ses that muy be applicable to private ec-
onomic units, 23

Geneid's review study of the ¢risis man-
agement and crisis communication rescarch
concluded that while foreign studies fo-
cused on the analysis of crisis communica-
tion strategies in organizational uaits, Ar-
abic studies were intercsted in the effects
and consequences of utilized communica-
tion programs and their effectiveness in cri-
sis management.24

The crisis communication and crisis
management review of Egyptian rescarch
suggests four recent studies that examined
the role of public relations and communica-
tion strategies in crisis, depending on case
studies of national crises like the Luxor ter-
rorist attack and the epidemic bird flu, or

crises in public sectors, like the tourism
sector and public hospitals or national me-
dia institutions like Al Ahram.25 The Ar-
abic literature lacks rescarch studies of cri-
sis communication in private business
organizations, which constitute a totally
differcnt environment worth studying. In
comparison to

governmental or public sector in-
stitutions in Egypt, private or business
profit- institutions are more vulnerable to
reputation distortion and negative attitudes
of general publics, have no or very limited
media accessibility, than the governmental
or public sector institutions in addition to
limited financial resources. Nevertheless,
the private business institutions in Egypt,
whether local or international, value the
profcssional standards of public relations
practices and many of them adopt short-
term and long-term public relations pro-
grams that facilitate the crisis communica-
tion and image restoration in the case of
crisis,

This study will examine the application
of crisis communication theories and ap-
proaches in two different private business
institutions in Egypt to assess the real ap-
plications of image restoration approaches
and their effectiveness in crisis man-
agement within the realm of current Egyp-
tian post-revolution status. The survey of
modern crisis communication theories and
approaches in communication literature
must precede their test of application in

Egypt

Crises communication Theories and
Studies

The western communication [iterature is
rich in theories, models and approaches re-
lated to crisis communication. A common
feature of all scientific disciplines in this
ficld is that they are applicable and adapt-
able to the real practice of public relations
and crisis communication in all types of or-
ganizations, during various crises and
within the contexts of different cultures.
This study will bricfly discuss the ex-
cellence theory of public relations, the con-
tingency approach, image-restoration the-
ory and the two theories subject to testing
in the empirical part of this study; the Sit-
vation Crisis Communication Theory
(SCCT) and the discourse of renewal,




Seeger identifies three methodological
categories in communication and crisis re-
search: (1) a frequency-based approach us-
ing survey and content analysis; (2) de-
scriptive/exploratory  approaches  using
case studies; and (3) critical approaches us-
ing a rhetorical lens. All three approaches
are applicable to both internal and external
audiences and appear frequently in the lit-
erature.26

Excellence theory of Grunig et al de-
pends on the two-way symmetric com-
munication model that aims at achieving
mutual understanding and acceptance be-
tween an organization and its various pub-
lics. This theory acknowledges the audi-
ence as an interpretive community
responding to crisis in ways shaped by cul-
ture 27, The value of this theory lies in its
adaptability feature to different types of or-
ganizations in diverse cultural environ-
ments. As a development of Hunt and
Grunig's original four models of public re-
lations, the excellence theory provides a
wide range of public relations practices
that are functional to both profit and non-
profit organizations,28

The role played by cultural diversities in
an audience orientation approach to crisis
communication was the focus of Betty Lee
in her contributions to the crisis man-
agement litcrature. She argues that in-
dividuals are motivated to engage in sym-
bolic communication to make sense of the
world, viewing thc&)ub]ic as a communica-
tion phenomenon,2

The contingency approach to public re-
lations strategy rates the proactive meas-
ures of any organization, including the as-
sertive and collaborative approaches, as
higher in value in crisis prevention than the
reactive and responsive public relations ac-
tivities that deal with existing problems.

This approach suggests that the public
interest dimension of crisis management
does not necessatily conflict with self-
interest of the organization during crisis
communication process. 3!

Image restoration has generated a tich
body of case-based research and provided
a very detailed picture of the image res-
toration strategies for organizations facing
a post crisis context.3! Benoit's work re-
mains the most comprehensive theoretical
framework for understanding post crisis

communication.  Benoit’s five image-
restoration strategies include denial, evad-
ing responsibility, reducing offensiveness
of the event, comective action, and mor-
tification. Within these five categories are
some 14 distinct rhetorical strategies.
Hearit suggests to employ five major strat-
egies to repair the reputation of companics;
denial, counterattack, differentiation, apol-
ogy and legal.32 The value of the image-
restoration strategies lies in their practical
rhetorical aspects that guide the institutions

during the crisis to quickly overcome
the consequences and possible damages to
image and reputation, the most valuable as-
set of any organization.

Recent research studies indicated that
strategically managing blog-mediated pub-
lic relations may be critical for crisis man-
agers and assisting in maximizing op-
portunities of image restoration. Scholars
suggested models for public relations pro-
fessionals to navigate blogosphere and re-
spond to influential bloggers as part of the
image restoration strategies using social
media and internet. 33

Coombs’ strategies of image restoration
tackle threats to image but arc more closely
associated with post crisis public relations.
His response typology offers the link and
line of continuation between the com-
munication strategies of both the defensive
and accommodative responses to crises.
He suggested seven major strategies to help
repair a company's reputation; attack accus-
er, denial, excuse, justification, in-
gratiation, corrective action and full apol-
ogy.34 The application of this strategy in a
recent study indicated that equivocal re-
sponses wete considered suitable only in
avoidance-avoidance goal corflicts and re-
late to a positive-corporate reputation in
specific situations, where messages satisfy
the multiple goals of the crisis situation, 35

The work of Coombs that spans more
than a decade, moves crisis communication
from a case-study approach to the develop-
ment and application of situational crisis
communication theery (SCCT), an ap-
proach that acknowledges the distinct fea-
tures of situations, including audiences and
c¢xplains how communication protects an
organization’s reputation during a crisis.
The value of his studies to the communica-
tion discipline lies in the way they provide

a communication theory that anticipates
how stakeholders will respond in terms of
the reputation threat imposed by the crisis.

Coombs had enriched this field with nu-
merous empirical studies, through which
he emphasized the value of the procedures
of developing crises management plans as
a way for organizations to optimally pre-
pare for and handle their consequences.
After examining the importance of the in-
itial responses to a crisis designed to repair
the organization's reputation by in-
fluencing stakeholder perceptions, he fur-
ther studied the perceptions of stakeholders
to the strategies of the Siwational Crisis
Communication Theory. 36 He and other
scholars discussed the conflicting choices
between the public relations view of full
disclosure and the legal view for limited
disclosure of crisis related information

and some advocate the benefits of cau-
tious full disclosure 37. He was onc of the
few scholars who studied crisis com-
munication from an international scope,
where companies use crisis communica-
tion strategies with stakeholders from mul-
tiple, diverse cultures following the two-
way symmetric model.

Most rescarch on crisis communication
depends on case studies with linle focus on
how stakeholders respond to crisis.
Coombs works provide an evidence-based
framework te guide organizations towards
the way to better protection of their rep-
utations during crisis, Coombs argucs that
‘after an organization’s initial obligation of
containing harm is dealt with, crisis man-
agers can turn their attention to factors
identificd by Situational Crisis Com-
munication Theory.'38

Coombs classified organization crises
into three clusters based cn attribution of
crisis responsibility with regard to the rep-
utation threat: (1) victim cluster, which de-
fines the organization as a victim in the cri-
sis and it would require weak attributions
of crisis responsibility and mild reputation
threat;

(2) accidental cluster that recognizes the
organization’s actions as unintentional;
whereby there will be minimal attributions
of crisis responsibility accompanied with
moderate reputation threat; (3)preventable
cluster, according to which, the organiza-
tion knowingly placed people at risk. This




cluster is the causes sever reputation threat
and demands strong attribution of crisis re-
sponsibility.3? These three clusters help 1o
determine the crisis response strategy. The
theoretical link between crisis situations
and crisis response strategics s grounded
in the issue of responsibility,

Discourse of renewal (DR) extends the
focus of crisis communication to include
the communities and stakeholder re-
lationships with regard to the organiza-
tional communication activities, primarily
in the post-crisis phase. DR utilizes the
stakeholder theory that emphasizes the mu-
tually beneficial relationships between in-
stitutions and their publics.4? Discourse of
renewal associate humanistic ethics and
values of social responsibility. social jus-
tice, care and support with crisis com-
munications messages. DR is a framework
of communication that is closely related to
the field of restorative literature in crisis
communication. The golden rule for this
field is that the crisis is an opportunity to
creatc and maintain good relutionships
with the publics of the organization and
that the communication strategies should
not concentrate on reducing the offensive-
ness of the situation, rather maintain a pos-
itive image and facilitate two-way com-
munication between the public and crisis
leaders with the objective of helping vic-
tims and the genecral public to make sense
of the crisis event within a gencral sociul
context.41

Secger identifies two key components
that underlie restorative rhetoric: (1) while
there are often identifiable victims of these
events, there is a wider public/audience
that is also traurnatized and therefore, must
be included in the response dialogue and;
(2) crisis sense-making is a dynamic, trans-
active process, neither lincar, nor uni-
directional as traditional image restoration
theory frameworks might suggest42  The
DR is easily enacted in organizations that
have democratic leadership that is fre-
quently measuring attitudes, identifying
the issues of concem and peeds of its inter-
nal and cxternal publics and enjoying a
healthy relationship with its publics
through continuous public relations' efforts
and corporate social responsibility pro-
grams.

Scholars identify the main purposes of

restorative rhetoric to be 'restoring faith in
a system by reconnecting with a core set of
values and beliefs, to facilitate healing of
those directly affected by the crisis and
wider audiences who serve as witnesses to
the destruction, to create a sense of security
during the resolution of the crisis, and to
establish a vision for the future.' 43

Restorative language follows similar
stages of crisis miunagement, These in-
clude: ¢1) initial reaction, (2) assessment of
the crisis, (3) issues of blame, (4) healing
and forgiveness, and (5) cotrective action
and rebuilding# DR acknowledges the
silver lining effect of a disaster, which is
the light of hope or opportunity embedded
inside any crisis and obscured by panic, de-
spair and feeling of loss and destruction.
The discovery of this silver lining will en-
able the organization 1o utilize the op-
portunity in its crisis situation and quickly
launch the rencwal process through per-
suasive messages to brought forward to
public communication. According to Tolk-
cin, organizations may not live a crisis sit-
ustion to apply the discourse of renewal;
they can rather witness other organizations
in their industry experience a crisis and
capitalize on the opportunity to learn from
their failure. 45

A post crisis discourse of rencwal is
characterized by four dominant features:
prospective focus; the opportunities in-
herent in the crisis; provistonal rather thun
strategic  responses; and  ethical com-
munication grounded in core values 4% The
main difference between image restorative
theory and discourse of renewal is that the
first describes or interprets past events or
actions, while the latter addresses future
goals and development of ways 10 re-
construct better organizational forms. 47

Crisis communication literature paid

cqual attention 1o the practices and public
relations tools and techniques before, dur-
ing and after a crisis as it did to the theories
and models of crisis communication,

Practices in Crisis Communication

The added value of public relations the-
ories and approaches is gained in the em-
pirical test of those theories, when their cf-
ficiency is experimented in real life
situations, The synthesis of public re-
lations reported practices, observations,

discourse analysis and experts testimoni-
aly, created a list for best practices in cri-
sis communication.  Sceger, Scllnow and
Ulmer pointed to four specific strategies
used by public relations practitioners in the
implementation of crisis communication:
(1) identification and development of a cri-
sis- management team; (2) appointment of
an appropriate crisis spokesperson; (3)
identification of areas of high risk; and (4)
the structuring, implementatien, and main-
tenance of an overall crisis communication
plan, including contact lists and check-
lists. 48 The detailed steps of an effective
crisis communication plan are suggested to
be:

1. Process approaches and policy de-
velopment

2. Pre-event planning

3. Partnerships with the public.

4. Listen to the public’s concern and un-
derstand the audience.

5. Honesty, candor, and openness

6. Collaborate and coordinate with cred-
ible sources

7. Meet the needs of the media and re-
main accessible

8. Communicate- with compassion, con-
cern, and empathy

9. Accept uncertainty and ambiguity

10. Messages of self-efficacy

According to the scholars, who pro-
posed these steps to be the best practices in
crisis communication, these ten steps are
to be used as temporal responscs appropri-
ate 1o a particular set of circumstances in a
given historical moment, guided by the-
ory A9

The review of literature of crisis man-
agement indicated that schotars differed in
their conception of crisis as some defined
crisis as an unexpected serics of events that
cause a threat to the organization. other
scholars have perceived corporate crisis as
a normal event and a natural stage in the
development of any organization, which
occurs to replace outdated elements and al-
low for new development and maturation.

The review contirms that crisis com-
munication is an essential, vital component
of crisis management and involves various
strategies of communication in pre-crisis,
during-crisis and post-crisis phases.

Many variables intervenc in the course
of crisis and contribute to its complication
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like the lack of information and prepara-
tion, negative media coverage during the
peak of the crisis and panic.

The review of Arabic studies sugpesis
that Arubic literature in crisis communica-
tion lacked the study of erisis communica-
tion strategics and messages as compared
to western studics in the same domain,

There are many theories of public re-
lations that best diagnose and describe the
crisis communication and its stratcgies like
the excellence theory, contingency ap-
proach, and image rcstoration post-crisis
theories. Discourse of renewal asserts
the belief that the crisis is a golden op-
portunity for the institwlion to com-
municate effectively and efficiently with
its different publies to boost the image and
reputation of the institution.

The best practices in crisis communica-
tion rely on the identification and develop-
ment of a crisis- management team, the ap-
pointment of an appropriate crisis
spokesperson, identification of arcas of
high risk, and the structuring, imple-
mentation, and maintenance of an overall
crisis communication plan.

Research Qucstions

This study of pest-crisis communication
siratcgies in Egypt seeks to answer the fol-
lowing research questions:

RQI. What is the model of crisis com-
munication stritegy applied by the top
public relations professionals in crisis sit-
uations in Egypt?

RQ2. What arc the variables affecting
the application of scientiftc crisis com-
munication strategies in Egypt?

RQ3.To which extent did Tora Cement
Company apply SCCT in its crisis?

RQ4. How did Nestle Water Company
integrate DR in its crisis communication
effors?

Research Methodology
This research is a descriptive study that
has the purpose of documenting facts and
current realities to provide a better under-
standing or explanation of u phenomenon.
I is a qualitative study that seeks to iden-
tify and evaivate the messages of crisis
communication in Egypt.
Qualitative researchers study things
in their natural settings, attcnmipting to

make sense of, or to interpret, phenomena
in terms of the meanings people bring to
them.OQualitative research is intended 1o
penetrate to the deeper significance that the
subject of the rescarch ascribes fo the 1opic
being rescarched. It involves an inter-
pretive, naturalistic approach to its subject
matter and gives priority o what the data
contribute to important_research questions
or existing information, 50

This research aims to relate two crisis
communication theories, SCCT and DR, to
the strategics implemented by two Egyp-
tian companies in crisis: the first company
is Torah Cement Company, which suffered
from strikes and sit-ins of its workers lead-
ing to bloody confrontations with sccurity
forces and a complex crisis situation for the
management in July 2012, The sccond
company is Nestle Waters Factory in Ban-
ha, which suffered from devastating fire in
February 2013.

The tools of the study will be in-depth
interviews with three top public relations
professionals and crisis communication ex-
perts* in Egypi as to provide the researcher
with first-hand information concerning the
procedures and practices of crisis com-
munication in the Egyplian environment.

The study of the crises communication

of the two companies will depend on dis-
course analysis of the companics’ messages
in reportorinl and access media during
their crises. The researcher detected three
releases by Tora Company in luly 2012
and three releases, one print advertisement
in addition to two mobile messages by
Nestle Water Company in February and
March 2013. The communication mes-
sages of Tora Company will be analyzed in
contrast to the situation crisis communica-
tion theory SCCT while the messages of
Nestle Water company will be analyzed ac-
cording to the discourse of renewal DR ap-
proach 1o reach generalizations concerning
the cffectiveness of the crisis communica-
tion activities and messages.

Results

RQI asked ubout the most common sci-
entific model of crisis commnunication used
by the most renowned public relations pro-
fessionals in top agencies in Egypt. The
researcher conducted two in-depth inter-
views to explore the reality of crisis com-
munication in Egypt. Results indicated
that the crisis communication manual, also
referred to as the ABC manual of crisis
communpication, was the base of all crisis
communication strategics regardless ol the

Table 1; Crisis Communication Manual
Courtesy of Rada Research Agency

Pre- crisis plan

During crisis plun

Past-crisis plan

® Analyze organizational internal and I, Assessment of the situation=Situation e Sireng medio relations to

cxternul environment, analysis

change puldic opinlon,

® Consider ke issues of concern to
the Internal and esternal puhlics,

o Forecast possihle crises, making
crisis manugement plans a regular
item

® HRespond Immediately and octively
10 a cectaln threat or accusation

®  form your crisls Lean, Including a
team leader, spokesperson, gate-
keeper

@ Use skilled execulives as Advisors/
experts in communicatlon, legal,
Persanncl, production, securily,
Lechnical, safety, and media.

® Identily your stokeholders

® Use lwo way communicatlan to al-
locate any gap between the or-
fanization performance & stuke
cholders expectations

® Use 1ssue nnalysls in your com-

munication

Train your spukespersons

Prepare o set of holding statements,

#® Prepare relevant core mussapes

[1. Decide on the communicution steat-
vy and plun: high or low prafile com-
municotion, Accept/deny responslhiiny
IIL Update! prepare your Hulding
Statements: The helding statemient is n
ready-to-use statement, preyloosly pres
pared that primarily communteates lo
the turpet audicnce, and vims to buy
time for creating n communication
strategy, compatible with the erlsls,
Consult legal department on finu vers
sion

V'L Declde on the messupess worli on
your messages. Make your messages
shorl and conclse,

V. Brief relevant peaple: Thoroughly
brief everyone involved und keep iriel-
Ing them, Ensure thal all informalion
contes into — and goes out from - a sin.
gle svnrce throughout,

IV. Start Communlcation Immediately,
since the Mrst 24 hours are the Most
Critical in crisls communication,

manage repulation Lo re-
solve [isues,

Communily refations, In-
cluding corporate soclal
responsibility programs,
Reaching for the support
ol community leaders ond
wiming for third party cn-
darserment.

* Halim Abuu Seif, Public rclutions manger of Radaresearch agency, Eqypt
Rania Azab, Founder and managing director of 4PR public relauons agency, Egypt
Rania Sabry. Managing partner of Trilogy Consultancy and Development, Egypt




difference in the type of crisis.

Abou Scif indicated that the cffective
crisis communication starts from the prep-
aration stage when the organization is not
suffering or expecting a crisis and is living
in u hospitable environment. This would
allow for prior planning, trining of
spokespeople, compiling holding  state-
ments, spreading the cullure of crisis man-
agement and crisis communication among
managers and internal publics.  Un-
fortunately, this is not how public relations
are practiced in Egypt. According lo Ra-
nin Sabry5! most of the national Egyptian
companies, if not oll of them do not seek
professional public relations expertise, un-
less they are in a major crisis situation. Sa-
bry added that multinational organizations
operating in Egypt adept issue man-
agement and svitable crisis communication
plans prepared centrally by the head-
quariers.

Azab agreed that this model of crisis
communication is an essential basis for
guiding the communication during crises,
but she does net consider this model ap-
plicable to all types of crisis sitwations in
Egypt, which lead to providing answers to
the second research guestion. RQ2 asked
about the variables that interferc with the
sound application of scientific erisis com-
munication strategies in Egypt. The resulis
of the in-depth interviews suggested the
following variables:

The turbulent, chaotic pawsre of the po-
litical, economic und social environment in
Egypt after the revolution, thus creating a
non-ending ‘crisis mood' with scrious de-
velopments and repercussions.

The ever-changing nature of crisis situa-
tions: from peaceful protests, to strikes of
labors, 1o violent clashes and lately 10 kid-
napping of top management of organiza-
tions.

The shift of the public relations erisis
management objectives, from restoring im-
age and reputation of companies, ta merely
ensuring the right environment for com-
pany operations to continue,

The limited role given by management
of organizations 10 public relations con-
sultants, who merely counsel the man-
agement concerning the political situation,
prepare scenarios, and offer communica-
tion solutions and stratepies that may be ig-

nored by the management.

These variables provided by the inter-
vicwed experts relate 1o the view of Public
Relations professionals, inmtellectuals and
mcdia  specialists, who refer this un-
precedented increase in erises for business,
governmental and non-governmental in-
stilutions after the revolution to three main
reasons: First, the newly discovered power
of the average simple Egyptians to form a
strong public opinion and cross the fear
barricr 1o overthrow the head of authority
at the lime of the revolution. Tor morc
than two years, the strikes, demonstrations
and sit-ins have been increasing in number
and intensity in all the governmental, pub-
lic and private institutions. Second, the in-
creasing freedom of the media to unveil
and discuss the unfuir economic practices
and corruption cases in institutions as well
as violent clashes between groups in the so-
ciely and police authorities, which fuel the
conflicts and confrontations. The third rea-
son is related to the failure of the elected
authority to ensure the basic life necessities
for different groups of the Egyptian se-
ciety, namely; bread, liberty and social jus-
tice.52

Added to that is the lack of security, de-
teriorating economic situation, downsizing
and social injustice.

Many organizations in Egypt, national,
international and multinational had to face
crucial crises since 2011 for the first time
in their history of existence. The scenarios
and results of eriscs management differed
form one company to the other, To hundle
such crises events, professionals and ac-
ademics have advecated o vuricty of differ-
ent corporate communication strategies.
Dina Hashem, managing direcior of Uni-
versal Media stated that the Egyptians fcll
more empowercd and in control of their fu-
ture, which created both positive and neg-
ative implications, 33

Abou Seif classified the crises in Egypt
after the revolution to be for ene of 1wo
main cuuses; either because the owner of
the company is arrested or imprisoned or
the workers are on sirike,

In the former crisis, an integrity statc-
ment necds to be issued with a limited
communication strategy, The latter crisis
requires the application of situation crisis
communication programs, with planning,

comprehensive communication strategies
and media exposure.

This research focuses on studying the
crises communication programs and mes-
sages in two companics in Egypl to reveal
the role of communication in crises man-
agement on the theoretical and empirical
levels in a disturbed, insccure business cn-
vironment ond a dissatisficd public with
the performance of ull 1ypes of institutions

in Egypt.

Case 1+ SCCT for Torah Cement Com-
pany

RQ3 questioned the cxtent to which
Tora Cemcent Company applied SCCT in
its crisis that was widely covered by the
media in July 2012. Torah Cement Com-
puny had belonged 10 the public sector un-
til 2005 as 80% of it was privatized, Over
1200 workers are employed in this com-
pany, most of them with temporary con-
tracts and have been working in this com-
pany for as long as 17 years through
contractors. In July widespread struggles
erupted by temporary workers to win full-
time and permuncnt staws. In carly July,
the temporary workers occupied the fac-
tory to demand permanent contracts and
medical insurance and held some engincers
and human resources manager as hostages,
As the sit-in continued from 11 10 25 July,
the holding company decided to close the
factory, thus cutting off 30% of the cement
supply to the Egyptian market. The Torah
Cement labor strike develaped into a vi-
olent confrontation between the striking la-
bors and the munagement guards, who at-
templed to force-open the faciory in mid
July, fircd at the labars und injured onc of
them, Afier continuous negotiations with
the workers, the crisis wais resolved,

The public relations consultants issued a
number of staemems and releases, the
most important of which, was the state-
ment to the Minisiry of Labor und Im-
migration, snnouncing the adjusiment of
the workers’ conditions and the reopening
of the fuctory 'as 2 sign ol care for the
well-being of the company cmployees,
protecting their rights and preventing the
negative impact on the cement market
cconomy.' This statement was released to
the daily newspapers by the public re-
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latiens office of Refaat Hassan, Minister of
Labor Force and Immigration.>¥

Coombs suggested seven major rhe-
torical strategies to help repair a company's
reputation in the post-crisis communica-
tion phase; attack accuser, denial, excuse,
justification, ingratiation, corrective action
and full apology. The SCCT procedures
of crisis communication could not be fully
applied in this case, as the public relations
consultants did not have the privilege of
pre-crisis planning steps that ensure ef-
fective crisis communication, nevertheless,
the during crisis image restoration pro-
cedures were partially applied in this case.

The discourse analysis of the three Tora
cement company press releases indicated
that the company utilized the strategy of at-
tack accuser by stating’ the workers were
not peaceful and they attempted to break
into the factory to destroy its facilities'.
The release also described the workers be-
havior as "Irresponsible actions',

Denial strategy was used in a specific
press release dated 19th of July. It stated:
'the company denies using armed thugs
against the striking workers'. This was a
typical response release after the strong
negative media coverage of armed thugs,
shooting and wounding one of the striking
waorkers, who according to media news sto-
ries, had been treated inside the factory
premises,

The excusc communication rhetoric was
not used by the company, but justification
appeared in the third release as the com-
pany referred the reasons for closing the
factory and not fulfilling its obligatiens to-
wards the local agents to its desire to 'guar-
antee a safe working environment to re-
sume operations.'

Ingratiation was utilized by Tora Com-
pany in its third relcase dated August Ist,
which showed that the company suffered
enormously from the strike and that it was
4 victim, just like the workers. The com-
pany stated: 'the company lost 22million
pounds, because of the workers' strike.'
The release involved the workers in the in-
gratiation as it indicated:' the workers' an-
nual profits for their shares in the company
will also be negatively affected by the clos-
ing period due to the strike'.

The company corrective actions were
reported in an official release by the min-

istry of labor force and immigration, which
added credibility to the company image
restoration messages. The comective ac-
tions were mainly15% increase in wages,
monthly meal, and full medical care for
1500 workers.

Nevertheless, the company never used
the apology rhetoric in any of its messages
or releases. It rather stressed that it values
producing high quality products for the
market, improving income and living con-
ditions of the company workers and the
contractors' labor, despite the severe ec-
onomic challenges and its working ac-
cording to the rules and regulations of the
Egyptian law.

Abou Seif commented on the Tora Com-
pany strategy that it depended on continu-
ous assessment of the situation followed by
communication of precise messages to the
internal public, since they constituted the
priority public in this case. Low- profile
communication with the media was func-
tional in this case te encounter the wave of
negative publicity in print and electronic
media.

Azab added that in most cases of labor
strikes and sit-ins requesting higher wages,
the public relations professional might re-
sort to leaking the wage ranges of the
workers of the client company to the media
people as to gain third-party endorsement.
In a poor society, suffering from a per-
centage of 40% unemployment and ex-
tremely low income, the public opinion
will not sympathize with workers, who
carn over L.E. 8000 per month and strike
against their company to request higher
wages.

The researcher detected five news sto-
ries and one feature in the daily news-
papers, covering the issue of Torah strikes
from the perspective of workers and their
rights to have permanent jcbs, medical in-
surance and a secure and safe environment
for work that does not endanger their
health. The news stories covered basically
the injustice of organizations towards the
labor force and the managers were not in-
terviewed nor quoted in these stories.

The conclusion reveals the use of five
crisis communication strategies out of sev-
en ones suggested by Coombs in his SCCT
of image restoration after crisis by Tora
Cement Company and its communication

consultants. The company messages in-
cluded accusing the attacker, denial, jus-
tification, ingratiation and corrective ac-
tion. The communication messages of the
company did not include excuse or apol-

ogy.

Case II: DR for Nestle Water Company

Discourse of renewal is considered an
advanced concept of image restoration
strategies of crisis communication, Seeger
identificd the characteristics of Discourse
of Renewal and restorative rhetoric as fol-
lows: 55

"Similar to discourse of renewal, res-
torative rhetoric shifts post-crisis com-
munication from reducing the offensive-
ness of the occurrence and maintaining a
positive image to facilitating dialogue be-
tween the public and crisis leaders, and
helping victims and the general public to
make sense of the crisis ¢vent. Restorative
rhetoric involves a more generative and
spontaneous dialogue that is shaped not
just in response to the crisis itself, but by
contextual and secial dimensions that layer
the crisis event and influence response to
i.”

DR concentrates on the role of crisis
communication in post crisis stage, as it
highlights the value embedded in any crisis
sitvation that should be seized by the com-
pany to establish and maintain two-way re-
lationships with its stakeholders and pub-
lics. Restorative language follows similar
stages of crisis management. These in-
clude; (1) initial reaction, (2) assessment of
the crisis, (3) issues of blame, (4) healing
and forgiveness, and (5) corrective action
and rebuilding.

RQ4 questioned how Nestle Water
Company integrated DR in its crisis com-
munication strategies. Nestle Water Egypt
S A E is a private company categorized un-
der Soda Water Manufacturers and located
in Cairo, Egypt. 56 The company suffered
from fire in one of its factories in Banha on
the 22nd of February 2013.

Very-well structured, consistent apol-
ogy messages were delivered to the stak-
eholders using various media and com-
munication forms. First, Nestle Water
Company, through its media department,
reserved half a page in all the top daily
newspapers like Al Ahram and El Masry
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El Youm for a public relations' advertise-
ment in different days immediately fol-
lowing the date of fire. The public re-
lations advertisemment is a comtrolled
technique of communication that allows
the company to disseminate its desired
messages to the stakeholders. Second, the
Nestle crisis team, the trained call center
staff and customer service Nestle mem-
bers, launched a personal phone-call cam-
paign with all the customers to confirm the
apology und renew the promise of re-
suming delivery as soon as possible. This
was an intelligent, simultancous method of
opening channels for two-way communica-
tion with the stakeholders. The third tool
utilized in this erisis communication strat-
egy was the press releases, On the very
same day of the fire, Nestle Water contrib-
uted professional press releases in Arabic
and in English to communicate with the
medii, one of the most valuable stakehold-
ers of the company as well as the Egyptian
community at large. The company also
used their access media of the Nestle
Egypt website to update all concerned par-
tics with the latest news of the situation
and renew the stakeholders trust in the
company.

Depending on the discourse analysis
of three relcases, one print advertisement
in addition to two mobile messages by
Nestle Water Company in February and
March 2013, the researcher detected per-
fect application of DR crisis communica-
tion. The initial reaction of the company
was the immediate communication with its
customers and the media through personal
phone calls to all listed customers on the
company database on the same day of the
crisis as well as press releases in Arabic
and English to the media. Half-page blue
background print advertisements appeared
in the following two weeks in all major
newspapers.

All communication messages started
instantly with the word ‘apology. The
messages were emphasizing human values
directed to the customers of Nestle Water,
All messages were emotional, conversa-
tional and engaging,

In the company assessment of the
crisis it put the safety of the workers on tap
of its prioritics. The messages stated ‘We
would like to assure cverybody that the

workers and employees are safe and un-
harmed’. This statement preceded the fucts
about the large damige to the factory facil-
ities. This order of information reflected
the higher value of human lives over equip-
ment for the company.

The issue of blame was tackled by
the company in all its spoken and printed
messages, as it held itself responsible for
not fulfilling the needs of its customers
concerning delivery of water. It stated:
'We understand the needs of our customers
and apologize for stopping the delivery ser-
vice for a while.' Healing and rebuilding
rthetoric was detected in the company
phrases: ' We have started to undo the dam-
age to our facilities' and 'we are working
round the clock 1o provide our customers
with our high quality water as soon as pos-
sible.!

The analysis of the communication
rhetoric and crisis communication strategy
indicated the following:

1. Nestle Water Company's prompt re-
sponse to the unexpected crisis in such pro-
fessional manner imply that the company
was involved in numerous crisis com-
munication pre-crisis plans and previously-
sct scenarios of crisis management.

2. All the smart communication activ-
ities of ¢risis communication point to long
training of staff members prior to the crisis
time, to get them to act in such coherent
manner in no time.

3. The crisis communication strategy of
Nestle Water specifically applied the dis-
course of renewal in its messages: namely
its focus on human aspects and the value of
stakehelders to the company. The rhetoric
of the messages exceeded the normal apol-
ogy that usually serves the acceleration of
the process of restoration of image and rep-
utation.

4, The messages that typicully addressed
the needs of the customers and the personal
attention and two-way communication pro-
vided through the personal calls, guar-
anteed the customers' involvement, attach-
mcnt, sympathy and most importantly
renewal in their trust in the company.

5. The company's crisis communication
strategy seized the opportunity inherent in
the crisis to communicate directly and ef-
fectively with its stakeholders, confirming
the ethical values of the company and the

community, and showing the human face
of the company, thus realizing the dis-
course of renewal of post-crisis com-
munication strategies.

Conclusion

Crises of different kinds are in-
creasingly common. Although issue man-
agement and continuous communication
between the organization and its publics
may prevent a controversial issue from
trning into a crisis, public relations alone
can not prevent the occurring of crisis.
The literature of crisis communication ad-
dresses the nature of communication in the
pre-crisis, during crisis and post crisis stag-
es. Crisis communication has been ap-
proached from several perspectives in-
cluding Situation Crisis Communication
Theory SCCT, image restoration theory
and apologetic discourse, from the frame-
work of covenant renewal discourse. Much
of the current communication-based re-
search on post crisis communication em-
phasizes the role of strategic responses in
repairing an organization's damaged image
following a crisis.

Interviews with top publie relations
experts in Egypt confirm that the pre-
planning of crisis is extremely essential to
successful crisis communication. Rescarch
results suggest that crisis communication
conducted by professional public relations
specialists with good media relations is a
key component in achieving the desired
objectives of communication before, dur-
ing and after the crisis.

This research focused on two crisis
communication strategies, the SCCT and
DR. The tracing of the application of the
two strategies in Egyptian environment
was achieved through in-depth interviews
with professional public relations experts
in Egypt in addition to the discourse analy-
sis of crisis communication messages of
two companies in Egypt suffering {rom
different crises. Torah Cement Company
was used as an exumple of a company ex-
periencing labor strikes and protests, a re-
dundant typical crisis situation for many
companies in Egypt after the revolution.
SCCT was examined in the crisis com-
munication messages and techniques of the
company, The results indicated the un-
availability of pre-crisis plans, low-profile
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communication strategy with the media
and the community and dependence on ne-
gotiations with the labors according to fre-
quent situation analysis. No post crisis
communication activities or messages
were detected for the company.

The discourse analysis of the company
messages reveals the use of five crisis
communication strategies out of seven
ones suggested by Coombs in his SCCT of
image restoration after crisis by Tora Ce-
ment Company and its communicition
consultants. The company messages in-
cluded accusing the attacker, denial, jus-
tiftcation, ingratiation and corrective ac-
tion. The communication messages of the
caompany did not include excuse or apol-
ogy.

DR was evident in the core communica-
tion strategy of Nestle Water, which suf-
fered from fire in one of its factories in
Egypt.  Effective crisis communication
messages and techniques were applied by
the company exceeding the normal aim of
repairing the damaged image of any com-
pany due to the crisis to renewing the bond
between the company and its stakeholders.
Messages stressing human values and com-
mitment to meet the needs of its publics
and the community at large turned the cri-
sis into a golden opportunity for the com-
pany to rengw the trust in its values and
procedures eliminating all threats at the
same time. The discourse analysis of typ-
ical DR strategies dctected through the
analysis of the messages showed the in-
stant dissemination of information re-
garding the fire, the confirmation that the
damage was only to the factory facilities
not 1o the workers or employees high-
lighting the higher value of human lives
over machines and equipments, apology
for the customers, who will not be re-
ceiving delivery for a while, prompt, sin-
cere, round the clock actions of restora-
tion of the production line, thus
highlighting the value of customers' time
and convenience, and  confirmation of
long-term relationship and consumers' trust
in the company.,

The discourse of renewal is closely as-
sociated with the larger tradition of res-
torative rhetoric. As Coombs (2009) sug-
gests, discourse of renewal may be limited
to specific contexts and limited kinds of

crises and disasters. Considered along side
the more established image restoration the-
ory approaches, a more complete view of
the complex and dynamic process of post
crisis communication is emerging.57 Com-
munication is not only critical to image re-
pair following a crisis but also plays a cen-
tral role in recovery, rebuilding, and
renewal.

The researcher admits that limiting the
study of effective crisis communication
strategies to two cases only does not pro-
vide a full scope of crisis communication
strategies and solutions. The two crises are
differcnt in nature, which may be another
limitation in this research. The study, nev-
ertheless, aimed at testing the possibility of
application of scientific strategies of crisis
communication in Egyptian environment,
which proved to be possible and achiev-
able. The turbulent environment of Egypt
after the revolution and the regenerated,
everyday crisis situations call for more re-
scarch to explore effective crisis com-
munication strategtes that can help all types
of institutions to survive their crises and re-
store their reputation.
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