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Past research and rhe exislririg 1ktcsrature prnvide only Limited in* 
sight into crises at beet, ’E’hcy range from ~~~~~~~~~~~~~ laboratory 
studies of, for example, the reacrion~f  astronaut^ ~~~~~r~~~~~~~ apace 
C r a w l  to pbiLosoghical speculaeions and essays about the siiluetian 
facing mankind iE depletion of most energy resources occurs as projected 
in the coming century. The examples from the range eP,ao indieare where 
most artention hias been concentrated and how rhe problem has been most 
frequently approached. On the one kaod, these is very concreEe research 
using hard data exrmaing individual reactions under stress, On the other 
hand, there are general speculations, using anecdotal examples, to look 
at general societal if not global problems (e.g.* mose recent writings 

* on ecological or gopulatian %riist?s”) 

iet in modern urbenkzed arid industrialtzed soc%eties, most large- 
scale stressful situetions and crisis events are primarily 
intermediate social units standing berween individuals and the total 
society. That is, the monitoring of andresponse to the crisis is 
usually done by same sort a€ group. This effort at crisis management: is 
n5t by individuals pes @e and en masse or by &he society as a wha‘le, bat 
is generally by argmieations that have f~rmul or official responsibility 
for reacting to crisis sltuationa. 

In recognition of tRLs fact, in the last decades some systematic 
social science research htas been ulldertaken an the activities of organi- 
zatLons acting in stress situations. Ome line of research has been on 
crises in international plitics and reEations a5 exevpfified by the 
irniriaa work in this area by GuetzktPw, Snyder and cQLleagues at Fforth- 
western Universf~y star~ing fn the late f950s. Still anather line of 
research sn crises has been Eke work done 081 organizarions in large-seele 
cornunity emergencies, 
1950s focused in the main on tfw res QnGe of indivddrmaTI victims to naLurak 
disasters. %%en the Disaster Research Center CDRC) was formed in 1963, 
irs research eff-oler WBD prtmarify on the operation of organizations in 
natural and t e ~ ~ ~ ~ ~ ~ g ~ ~ ~ ~  dfsasters (and a$tes 1968 also in civil dis- 
turbances) k%liTe the early DRG researctr cancentrated on the acrual 
response of arganiaatlons during the emergency pez iad at the Kelrght 
06 cornunity crises, later studies also examined pse-tmpact prcparasions 

The: firsr decade of work 5.n this area during rRe 

-1- 



and planning for a range of sudderr and unexpected large- scale erne:rgi~?nsics 
which mighe: face American comrnuiiiasies The c u m d a t i v e  resesnrch is used 
as the basis for the study reported here. 

'rhe pK'iRIary focus Or this SCUdy iS to focus @in Lhe re?spC.?nS@ 0s' organ- 
izations to crises. Organiza~ions are the primary social unics which re- 
spond to major crises, w ther at the community, naLionaP UP international 
Ieve!, In particular, two major areas of organizahicnal functioning are 
singled out far 'attention -- decision making and communication. Both af 
these arcas p5ine to a range of behavior rather thara to a single entity. 

ting goals, deciding on means to ch~seii ends, etc. One ii~p~r~an't: element 
in the present study is that decision making is viewed in an envtronrrienr: 

chis cantext of uncertainty, organizations have make decisions BY 630 
the allocation af resoucce!~ for the accornpLfshment ol goals. An integrel 
part of the decision rnakFng process jis communication, a process ths0;ugF.n 
which an organization sends a signal OX message over a channel ta another 
parr. of the organization (intraorganizatiunal) or to another o ~ ~ ~ ~ n ~ ~ ~ t ~ ~ ~  

a comwuai~ation structure Obviously communication i a  an esseiitiaL part 
of,ttse decision making process. The incent: of the study is to use the 
ctamulatf.ve research of DRC to build a aec of ppopositi~ns concerning 

Decision nX3lelng invoi-ves khe consideraeion oz alternative Qtltcomes 9 sez- 

Which is UnCErtain. The Very nOCiOt2 Of CriEiiLS iEF3lieS UnCertailItJf. In 

(interoPganizat~onae) n The parts which are 3 inked in this process ereace 

organizationaP decision matting and cornmuP,icaC:ion. 

Chapter 11 indicates the sorprces of materiaas covered in devekoping 

were developed. (A complete Eisr. is found in the Appendix,) Chapter IV 
discusses a zeconccptualization of organized behavior it? disaster w"nich 

the propositions, Chapter ILI discirsses the types QE ~ ~ o p o ~ ~ t i ~ ~ ~ ~ ~ ~ ~ c ~  

allows the propositions to be placed in a more realis~ic context. Chap- 
ter v pKOVideS Ei ConChUsiOn. 
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Data Base 

The primary data base utilized to examine ~ ~ g ~ ~ ~ ~ ~ ~ ~ ~ ~ a ~  decfsion 
making and c ~ ~ ~ ~ ~ ~ ~ a ~ ~ o ~  inv5Pved materials collected by LaRG in previous 
field work.in various crisis events. DRd! has made 301. differen.; field 
studies. Of these, 145 have Reen s ~ u d i e s  of ~~~~~~~~~~~~~~ responses 
to natural and technological disasters; 19 have been field examinations 
of responses in civil disturbances, En addtbrion, these have been 95 
studies of overall community enrergency planning, il number of field 
studies of the operations of Emergency +eraring Centers and separate 
studies of rhtniOr control centers fn crisis situations. 

Three general kinds of daca have been dewrated in these fFePdstudlr: 

3.. ~~~~~~-~~~~~~~~ Data. The majority of the field interviestrs 
have been done wich organizational officials and personnel usually those 
persons who occupy middle and top level positions, i.e, wCth key policy 
and operational officials and decision makers. Almost. all of the inter- 
vfews are of an in-depth nature I foll~wing a semi-structured interview 
guide with many open ended questions. kn a vast majority of eases, a 

spondant's activities during the crisis, Most of these interviewez were 
tape recorded and have been transcribed. The typical &ranscript runs 
several dozen typewritten p a p s  since interviews general. l y  average two 
hours in Lengtlh. 

C h r G n O ~ O g i C a ~  description, often: Step by Steps Was QbtaLned Lhe re- 

2. ~ ~ ~ ~ - ~ ~ ~ ~ ~ v ~ ~ ~ o ~ ~ ~  Data, In s01ne instances, BRC has been 
able to place field t e z  of observers fn Emergency Operating Centers 
prius to or during disaster impact. 

same way ea ~ ~ i ~ a ~ ~  interview data. 

Such fkeld observatians ere typL- 
@ally dictated onto tape recordings and eventua1fy transcribed in the 
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2. Q;g Studies of SpeeLfEc ~ ~ ~ ~ ~ i ~ i e ~  aAg Events. Wsailc not 
every event studied by DRC is written up in case study form, data per- 
taining to certain events, e.g.,Anchorage Earthquake, have been used as 
che basis for the development ~f case s&eadtes, In addition, there were 
about ten detailed unpublished case studies exarnfuing the possible role 
of local civil de€er?se agencies in planning 'and' responding to major corn- 
munity crises. All. of these case Btudies were bull% on available i n ~ e r -  
view and observational data supplemented by ~~~~~~~~~ documentary data. 

3. Theoretical Discussions ---. of __I ~ ~ ~ i ~ ~ ~ i ~ ~ ~ l  Behavior __DII in Crises. 
There is a body of literature within the social sciences concernrlngorgan- 
izationaL crisis behavior. Fltlch of this literature, however deals with 
decisions in "poli~Ecel" crises, so the review of this literature was 
restricted to materials wtmich were cast primarily Ln organizational theory 
terms. 

The published material, primarily of the last tlarer? eypes, is indi- 
cated in the sources of this report. En most cases, the cikations for 
pkopositions mentioned in  he next chapter and in Appendix A are given 
to sources which would be m0Bt available to others. 

Research Prccedures 

A preliinninary decision was made ts try to separate ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ a 2  
decision making from ~rganizational. ~ ~ r n ~ ~ ~ ~ ~ ~ t ~ o ~  in ehe analysis. This 
allowed for s o m  clarity of focus, although there is a cerj;ain artifi- 
clality wit& the dhstinctiun, since com.unieaCioa is an integral dimen- 
sion of the decision making process. 



After the ~ ~ ~ i ~ l n ~ ~ ~ ~ ~ w ~ ~ ~  of these two task forces was completed, 
the materials were brought .together and other materials were analyzed 
using the same concepts and procedures. The various propositions whish 
were derived will be illustrated in the next chapter, 

1 
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The complete inventory of propositions derived from Ct-ie varbccus 
sources ifre contained in Appendix A. 'They are ordered in rerms of 
whether decisicrri making ur communication can bc consldered as indcpen- 
dant ar dependant varfables, and the dlscussion here provides only 
illustrations and general directions, In addieion, certain puoblemt.,- . 

tic 8S[2?2cltS concerning Che proposf Ciuals Will. be Fndicated. FLrr;t 
organfzarional decision rnaktslg then srganizacional carnmunicatton wt11 
be bfscussed, 

In general, organixaeional decision making: in crisis can be Aes- 

rcmtineGt decision making. The a (speed) of decision: making increas- cribed as having several sharacteristics which distinguEsh it €ram 

es, as does the number of decisions made. The increase in the ~~~~~~ 

of decisions is most mairked at che lower levels of the organization, 
so that the decision rmaki.ng stlruc~~re can be sald eo be more diffuse 
in ti-ies of crisis. There is evtdence that there is less consuftrw- 
_y__ tion among organiztationa?. members be€ore they act, Individual a u t o n x  
Is greater than usual, and the fact that members act as individuals 
means that organizattunat personnel. and ~ ~ S O ~ T C U K  arc committed 
M t e n  this commitment: is to tasks outside the organization's prev~ous 
domain of competence. 

I I  

Decisions like these are o€cen legitimized g? 
post faCCQ. 

Ch the organizational level, it 5s not U ~ I C O ~ ~ P ~  far osganiications 
to lose autonomy_ Ln crisis situations, coming tnlrader the unhrelka of 
It new" caordinating arrangements. W i ~ h i n  organiea~ions ~ sectors with a 
high degree of cr.esss relevance e decLsisn making autortumy, wh;lile 
other sectors experience a decrease in autonomy, All of these dlanges 
take place in tbe context of ;9 newly developed emergency c~nsensus chat 
dictates specific priorities, which may vary from the ev~ryday prior- 
ities OP the organtzation. 

A. Propositions where change fa, detistsn making structure in crises 
is the dependent variable, 

1. Under conditions of stress (i.eo7 where demsads exceed capab- 
ility), and due to emphasis on speed and efficiency oE response, the 
rare of official decision making increases (64). 

3, Under condit-tons of stress, arganizakionnl %ncum&ents 1isni.k 
th.emaelves to decisions having highest priority (06) I 

P 



9. Under conditions of :-tress, new dechsion makers, having re9e- 
vartt: expertise, may emerge (7.5). 

14, Under conditions of S C K ~ S S ,  established organizations experience 
decision ~~~~~~ difficuleies dFfEerent from chose of ~~~~~~~~~ organiza- 

18. As stress Increases, rhe probability 5ncreases that an estab- 
lished osganizatlon will shifk to an expanding, extending, or emergent 
mode of organization (85). 

P 



b, The greater the deciston making auter~nmy of the secto~ts In 
an establkshed crganization, the greater the probability of a shift to 
another mode (87) 

39. The mare the increase in organizational demands is unan~icipated, 
the greater the fn;gn~tude of change in tlrc decision rnszkinp streicttLri? (89)- , 

20. The sooner action is required, the greater the mlagnitrrde of 
change ki the decisi.on making structure (90)" 

21, The m ~ r c  extensive the absence of key personnel, tha greafler 
the rnsgnikude of change in the decision nzakbg structure (981, 

22, The greater the degree of inconsistency between si:r~~tural ele- 
ments, the greater the magnitude of change in thty dechsion rnakfng struc- 
ture (94). 

23. The mote plans for management or' stress arc in wricten form, che 
greater the influence of such plans or! tntesaction patterns under stress 
135) * 

24, The niore frequently plans are rehearsed, the greaeer chcir iri- 
fluence on interaction parterns under stress (96) 

25- The greater the proportion of incumbents who rehearse plans, 
the greater their influence on interaction under stress (97). 

26. Under c ~ ~ ~ s f i t i ~ n s  of' stress, decistve persons tend CD move groups 
in the direction of autocratic conera1 (98). 

27, Where there is more than one decisive personp previsus sb,a&-us 
decerrnine who takes decision making prForFty (99). 

28. b €  previous control. was autocratic, and if zutocractc: status 
was not based.on task expertise, autocratic control is lgkePy to be lost 
under stress (100). 

30, The. gseabrest alteration in the decLsion making structure occurs 
immediately after the onset of a crisis flo2>, 

31. The further the organization moves in time from the period of 
ormeit, the more decision making pasterns ccme to resemble pre-crisis 
patterns (103) L 

32. Streso affects line functions ear%.ier asld'more strongly than 
it affects staff functions; the earliest and greatest changes in deci- 
sion rnakkng patterns will occur in the Pine furnctJtons (lo%>, 
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37. Under canditisns of stress, clear de::%sion making power bec~mes 
problainattc in organizations having ;a dual agaehority pateern (116> 

3, Hastily made decisions receive ex POSE facto legitimation (I%), 

4.* Diffusion of the dec%siora making process reeerles in a Pack af 
cosrdination aratcng organizetfonaE subparts (P35), 

5, Under conmbit.ions of sfSr~?ss, because dzaisions are made to satis- 
fy oUtsidfrsP expeetations, per formanee of rea”sistic tasks %cay be inter- 
fered wfth (fs38), 

6. Where decisions are nos made qtzickly enough to satisfy the 
requirements of che situatioa, new proups are Stkeby to emerge is0 per- 
form needed fuacci.ons (139)* 

8, Under conditions af stress, and where authority is centraltzed, 
aiatharity conflicts may result (132) 
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14, As ?he degree of organizational stress increases, the eotal 
amount of inforrnakion ita be ~~~~~~~~~~~~ increases (I&%), 

15. As the degree of organizational stress increases, che number 
of interorganiaakional calls Lnitiated by the nrganization fncreases 
(3.80) ' 

16. Under condieiorrs of organizational stress, failure to have 
a central comunication center a~ che demand site results in inac- 
curate and vague information b e h g  sent fl82), 

17. Under conditions ar organizational srress, €ahlure tcn have 
a central communication center at the demand site results LPL Snforma- 
cion thal exaggerates the extent of the CSilSSiS (984bS 

'i8. Under condPtfons sf ~ ~ ~ ~ ~ ~ ~ a k ~ ~ ~ ~ ~  stress, the earliest 
messages received tend to underes~ina~e the extene: of che erisis 
situatiosa (186) * 

19. under eclndikisns of osgmizational stress, fragmented and 
redundant messages deriving from mult%pPe s~urces tend to exagger- 
ate the exkefmt of the m i s t s  situation (E83), 

20. Under conditio~s of organizatlmal stress, incoming infor- 
marion about: the nature of the event tends Eo Be vague and limited 
fn quantity (aso), 

22, Under condkticns OS: organizational stress, messages re- 
questing reSOPIPteS are ambtgieous (193). 

23. Under condirions of organizational stress, messages re- 
questing resources are made wftkoerfs ~~~~~~~~e of prior requests 
(194) D 



In general, organizational conmunleatton hw co be subsumed as cl 
major element in the decision making pracess. For the purposes bere, it 

these differene elements of the ~~~~~~~~~~~~~s process : (1) ccx,tent 

context, the social milieu in which ehe cantent and channel are embedded. 
Each of rhese elements are composed of several relevant dimensions. For 
example, the content of communication involves some differenta~ion with 
reference to: relevance car psriorlcy; volume or amount, speed; mode Of 
processing; simultaneousness; redundance; accuracy; vagueness; confushan; 
intended audience; etc. Again, for illustraeive puqm6es1 propositions 
are ordered here in terms of arganizationak comunisatfon being i~n in- 
dependent or dependent variable, 

is separated as a distinct process. Most of the proposittons involved 

Of the COSWi?W2iCatFQn; (2) Channel Of the Com%UniCatLon; and (3) the 

A, PropcsPCions where organizational communiearion is the depmcfent 
variable. 

6- Under conditLons of organizational stress, organizatLonal in- 
cumbents will attempt to ascertain quickly the priority of ~ C Q K & F , ~  
messages (166) * 

3. 8 s  the degree of organizational stress ~ R C X - E S ~ S ~ S ,  the average 
nsinber of calls answered per minute increases (165)- 

4. As the degree of organizational stress increases, organization- 
al. incumbents will increasingly limit thelr aetbv?-ries to informatian uE 
highest priority (168) * 

5. Under conditions sE organizational stress, ehe Righer the prior- 
ity of the message, the greater rhe rate of processing (%69). 

9. as the degree of organizational stress increases, the amc\r_tnt 
of comiunication a m m g  the radio control+ officers increases (l743, 



26. Under CQndielionS of organizational stress, upper echelon per- 
sonnel. may not: be immediately notified (198)- 

27- Under condrcioras of stress, che g;-eater Ehe? proportion of 
paid perscnnel .&as contrasted with volunteers) ). the greacer &he s p ~ e d  
in notifying appropriate 0rgaa-I zatienal sub-iJniCs (199) * 

28, Under condtttms cg stress, noti firer&; on , x i  appropriate ar- 
ganizakional sub-units will be facilitated ty a p r e e x i ~ ~ i n g  set sf 
procedures (200) 

29, Under conditstons QE stress, sscioPogEcal, nof, technological, 
Earstors are responsible for i~paired organizationa2 communication (203) e 

32. Under conditions of organizatfonal stress, chare will be a 
shift in communication activities to mnaximi:',ze speed and accuracy of 
information inpeat (212) * 

33, Under conditions of urgan%zati anal stlress, eomxunication 
sections may shift from Lntxaorgani.zat%ord to extraorga~izati.ca1 
communication in order to decrease demands (214) 

35. During the f~.ipact perjiod sf a disaster, organizational 
personnel will. require lese; explicit and less exteiiriue information 
If the tasks and p ~ ~ c e c t ~ r e s  to deal with them are Familiar to the 
personnel. in the organizarian (217). 

36, nhlrrglg the ",pact period of a dfsas'Fer, organizations with 
scandad operattng procedures for dealing with emergenetes wlll. be 
better able to colla$e arxl evaluate Fr?e~.ming information (216) e 



37. DarLng the impact period of a disaster, refattve?y self- 
autonomous organizalions are mure likely ~ r s  colLatc arid evalnate in- 
earning infl?Y.mat:iDLl efficfcnt'ly (220) e 

tends to sktft from .written to verbal reports e'aas),. 

,... . 

38. Under conditions or organization& stress, cum'unication 

39. LTarder conditions of maximam demand, the copun-unicatf~o~ pro- 
cess will be telescoped eo include only those elements ebsoIhutely 
necessary to the cornpletlon sf organizational. tasks anzd t:he mainten- 
ance of field communicati.ons (224) * 

40, Under condfef #TIS of maXim:"ti2 demand, C'nc Gommunications see- 
tion will. actempt $0 P C ~ B E C ~  demands by drscon$inuing farma1 record 
keeping (225) e 

4h. Under conditions OS rnaxirnum demand., COIWI~.I~~CE~~~.QII demands 
nay be alleviated by assigning different; priositics ca calls (226) e 

4.2. Under conditions of organizatfunal stress, the allocation of 
dispatching tasks on fhe basis of authority, experience and skFll in- 
creilses the speed and efficiency of ~kie e<jiniiitmi.cation process (228). 

43, Under condi~ians of organizational stress, communications 
. are most probLemarhc among organizational dlvi.sbuns whose tasks 

change as a fansfion of the disaster (234). 

I.. As the 'rate and urgency of ~~~~~~~~t~~~ increase, the 
patterns of interacthn arnang dispatch officers wLlh change (260) 

3. As the rate and urgency of the communicathon il"rrease, the 
highest ranking person assumes the role of initlaton: and makes the 
greatest number of decisio~is (263). 

4. As the rate and urgency of ~ ~ ~ ~ ~ ~ ~ ~ ~ t ~ ~ ~ s  hcrease, the 
highest ranking ofEicial receives disproportionately more unsolici- 
ted informatian (266) s 

5, Under conditions of ccmmuniratCon overload, dispatchers 
will att~napt 6a decrease demands by rejecting messages chat; would 
normally be accepted as legftimate 6268)- 

6. Under condittsns of communication iaverkoad, dispatchers will 
attempt to increase organizational capacity by reducing she ~ ~ n ~ ~ w ~ ~  

-13- 
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8. Gnder conditions of stress, an increasing convergence of UTE" 
EiT tered informati~n reduces the organization E s capacity ~ s c a  respond 
effectively (274) * 

9. Under. condieions of stress, organiza&ional incumbent:s re- 
moved from the dernar,d foci Lack current information about the demand 
charactertstics (276). 

18. Under conditions of stress, failure ts receivr o.EfLcial. and 
immediate notification of the demand si~uatiora compl5cates intraor- 
ganizatianaf mobilization (281). 

11, Under csndit;ions of organizatisrial stress, rhe absence af 
information on ths nature and extent of la disaster, combined with an 
anticipation that such informatton wjlll. s w n  bc. available, tends to 
produce a hesitation f.0 80 ahead with partfcukar courses of action 
which seem to De relevant <or the unique emergency being faced (282). 

* 12. Urider conditions i5f organizati.ona1 stress, fai.Zure to pro- 
vtde information a b ~ t  the nature and extant of the disaster 60 tl-ie 
public and related organizations will result in a convergence of caLPs 
requesting such informacion (284.) I 

13. Under conditions of organtzational stress, introducing mech- 
anisms to check on the validity. of informational input increases the 
efficiency of organizational resporrse (2135). 

14, Under conditions af organizational stress, crucial dtsaster 
information gained during reconnaissance and as~esssncn~ tends to re- 
main within the orga~izations's boundaries (287) - 

15. Increasing the number of transmitting units Errcreases the 
number of diverse sources of infarmatian a.d, hence, the need to in- 
tegrate the information at an even greater rate (291). 

16. Under conditions of organizational stress, when communica- 
tions are inadequate, organizational personnel function as iadivid- 
uals rather than members of an organizat5on (292). 

17. m e n  comunication channels affect decisi.m making, creat- 
ing 'situational' deccsion making (294). 

Y 



Problematic Aspects of the Propositions 

The propositions, 8s they now stand, assume that all other condi- 
tions are similar, while in actuality,-such conditions vary. In oth2r 
m r d s ,  there are many different variables which would affect' the degree 
of stress placed on an organization. Without trying to spell out all 
of the possibilities, certain important elements which have besn ignored 
up until this point will be introduced. 

. 

The csntext of decision naking and communication have to be finally 
understood in a broader context. Thes5 processes: (1) occur tn speci- 
Eie t y p w  sf organizations, (2) are affected by specific types of crisis 
agents, (3) take place in a specific time and space context, and (4) 
ocew in a specific interorganizational context. 

1. Specific Types af eggg-iigations, Some of the propositions 
do include distinctions as to different types af organizations; estab- 
lished, exparidfng, extending and emergent organizatlons. This typology 
was developed to ca~tarre some of the differences OE the types 3f orga- 
nizational adaptatioa; to particular types of crisis events -- natural 
disasters -- and will be explained in mare detail in the next chapter. 
In addition ta this typology, it is Likely that other standard organi- 
zational variables -- e.g., size, complexity, type of technology -- 
might provide a basis for classification which would uncover differences 
significant for decision making and communication within organizations. 

2. Specific-Types of Crisis Agents. Some characteristics of 
disaster agents influence the types of tasks which are created for or- 
ganizations and also affect Che ability of organizations to deal with 
them effectively, For example, disaster agents differ in their fre- 
quency, predictability, controllability, cause, speed of onset, length 
of forewarning durati.on, scope of impact and destructive potential 
(Dynes, 1974: Chapter 3). Other distinctions also may be relevant. 
For cxampke, ehars are considerable differences between civil distur- 
bances (a conflict crisis) and natural disaster (a consensus crisis) 
which would tacs~e important im2lications for organizational operations, 
particularly the process of communication. While all crises have cer- 
tain clemenrs in CQT~TI~OII, there are s o ~ e  very significane differences 
between diEferent classes. There exists no overall typology of crisis 
which would allow these differences to be systematically identified, 

3. Specific Tirne-aAg Space Context. The propositions do not 
have a time or space context. 
ing rakes place over time and in a particul-ar place. 
of these variables are generally lacking. For example, Powell (1954: 
5) has divided disaster impact into eight stages along a time dimension; 
each of these stages has its characteristic astlvity and function. He 
divides the tewpral sequence into predisaster eandttions, warning, 
threat, impact, inventaryp rescue, remedy and recovery. It is obvious 
that the tasks as well as the conditions far organizational functioning 
will vary over the time period. 

'In other words, organizational function- 
Specification 
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crisis also has difgerential impace in space. Walbaie (1956: 3), 
has represented disaster impact in space as a series of concentric cir- 
cles. This circularity is not intended to be a literal representation. 
 he impact zone at the center is the area of primary destruction to 
propercy, life, resources and organization. 'Imkdiately outside that: 
zone is an area of fringe impact. Outside of that is the zone through 
which Both supplies and informaeion have to pass to and from the impact 
zone. Outside this filter is the zone of organized c~lnininn.ity aid and a 
zone of organized regional aid. This spatial representation is impartant 
because it points up the fact that organizational operaoions would be 
dependant OR the location of the organization in reference to the impact 
in space. Much crisis planning is based on the assmption that the op- 
erating organization is outside the impact area. Few treatments of 
crisis planning try to deal with the assumption of "double-disaster" -- 
that is, an organization which is also affected by impact, trying to 
deal with emergency tasks. 

4. Specific I n t e P o r p a n ~ z a t i o n a ~ ~ e ~ t .  Through this report, 
the focus has been on intraorganizational funcCloning. It is obvious, 
however, that organizational functioning in a crisis situation takes 
place in a specific interorganizational context. Other ~~~~~~~~~~~~s 
constitute a major parr: of the env$ronment in which each organization 
functions. Thus, decision making and communication, even within a 
particular organization, are affected by these interarganizatianal re- 
1 at ions * 

Each of the four factors in this broader context would be impartant 
in understanding decision making and comunication. 
as an attempt to provide a betzer context for understanding, the influence 
5f different organizational types will be discussed. 

In the next chapter, 
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Many discussions of organizations in a crisis eontext make the as- 
sumption chat understanding crisis behavior invofses a simple extension 
of pre-crisis activities and structure. This is true because most organ- 
izatisnal theories are static in their conceptualization. For example, 
nany organizational theories have as a focus some notion ~f bureaucrath 
structure, where the argani-zation ir; seen as an entity with clear cut 
boundries, definite membership, formal rules clear cut 1 ines of authority 
and specific tasks. The problemarict? situation in a crisis then is uscally 
cast in terns of matntaining the pre-crisis normative modeP in crisis 
times. As an example, prescriptions are given to clarify Pines of author- 
irty and to make certain communication follows "approved" channels in cri- 
sis situations. This general 1Fne a6 thought leads one to insist that 
adequate organizational functioning is gained by making arganizational 
structure more rigid and precise. This direction has been re.jected, how- 
evens, in ather theories of organizations in crisis which t;ry to take into 
account emergent behavior, both within existing organizatzons and also 
leading TO rhe creation of ''new'' organizations. 
discussed below. 

An example of this is 

A Typology of Group Behavior Under Stress 

Drawing an existing theory f r ~ m  Che organfzation literature and from 
the coffeetive behavior literature and reinforced by a series of field 
studies of organizations Fn crisis situations, Dynes and Quarentelli (3968) 
developed a typology based on E E , ~  fact, Chat many organizations dealr. wirh 
new, unfamiliar tasks during emergencies and also that hhe increased de- 
mands made on organizations resaltad in 
ture of emergency organizations. 
classification og Cwa variables: one, the nature of the disaster casks 
undertaken by groups and two, the emergency period structure of these group. 
These key variables point to differences in emergency operations when 
some group tasks may be sad, roueine, assignad, everyday ones or, on the 
ather hand, the tasks may be new, R O V ~ I ,  assumed or unusual. En addieion, 
some groups and organizations sperate in an emergency wlith the old or 
exiszing structure in which o ~ g ~ ~ ~ z ~ ~ ~ ~ ~ ~ ~  members stand in definite kinds 
af pre-disaster relationships with ane anocher in reference to work; other 
groups operate with a new, crfses developed structure, When these two 
variables are cross classified, four types of group behavior can be iden- 

being added to the struc- 
The typology then is derived from a CTQSS 

tified, (See Figure 1) 
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Figure I. Types o’k Group Behavior in Disasters 

Regu 1 a r Non - regu 1 a r 
’ 

New Type XI Type IV 
(Expanding) (Emergent ) 

Type E is an established group carrying out regular tasks. This is 
exemplified by a city police force directing traffic: around the impact 
zone after a tornado has struck a community. 

Type IT is an expanding group with regular tasks. The group frequent- 
Iy exists on “paper,“ not as an ongoing organization prior to the disaster 
event, and would be illustrated by Red Cross volunteers running a shelter 
after a hurricane. 

Type ILI i.5 an extending group which undertakes nonregular tasks. 
This is illustrated by a constructton company utilizing it5 men and equip- 
ment to dig through debris during rescue operations,, 

Type IV is’an emergent group which becomes engaged in nonregular tasks. 
An example is an & +& 
defense director, local represet-~taei~e of the state. highway department and 
a Colonel from the Corps of Engfneers who coordinafe che overall community 
response during a flocd. 

g r ~ p  made up of the city engfineer, county civil 

The typology has been useful to account for the admixture of insti- 
tutionalized and non-inatitutionalfxed behavior observed in emergency 
situations. The types have been used to discuss the mabilkation and re- 
cruitment of these grdugs and co identify types of problems such groups 
experience in task accomplishment, ~ ~ m u n i ~ a k i o n ,  authority and decision 
making (Dynes, 1970: Chap. 7). In addition, the types have been used by 
Quarantelli and Broulabette (1971) 8s a basts far indicating what types of 
patterned variations occur in the adaptation of bureaucratic structures 
to organizational stress They suggest khat bureaucratic stru~tures with 
their complexfty, may exhibit: all four paeterns in an operatima1 situation. 
That is, some segments may operate a8 an established group while ocher 
segments may be involved as an emergent graup with non-regular tasks. 
They see this process as a specific example of the debureaucratLzation 
process which Eisenstadt (’L959: 302-320) and others, have described. 
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While the typology has been useful as an explanatory device for nzany 
purposes, it is necessary to provide other lines of explanation for these 
adaptations, either between groups and.organizatLons or within groups and 
organizations. 
structures and tasks as a major factor in these adaptations. The identi- 
fication of emergence, witbout properly providing €or some explanation, 
often Leads to the conclusion that while the behavior of established 
Organizations are able to be explained sociologically, emergent phe- 
nomena cannot. l’hus, emergent phenomena are often treated as atypical 
and therefore asociotogical. 

The typology depends much on the notion of kmergence of new 

The argument will be made here thar much of what has been called emer- 
gent can be explained by; (1) the heightened necessity for organizational 
coordinetion during crises situation; (2) conditions which make for changes 
in the communication 
consequences which changes in communication patterns have for organizational 
coordination. 
variables which are applicable to a wide range of types or organizations 
and organizational environments, not just organizations in emergencies. 
After establishing that Lheoretical orientation, we will come back to its 
application in crises situations, 

patterns within emergency organizations; and (3) the 

These changes can be explained using standard organizational 

Theoretical Orientation - Focus on CaordFnation 
The theoretical orientation to be introdxed here will require a 

slight shift in the previous focuo,to a greater emphasis OR the role of 
coordination within organizations ip, crises. ‘In certain ways, organiza- 
tional. decision making can be thought of as a system of coordination, since 
most of the decisions which are made eicher deal with actions to link part 
of the structure td accomplish organkzational tasks or to assume that some 
degree of coordination exists so that these tasks can be accomplished. 
allocation and reallocatian of organizational resources are predicated on 
Che assumption that rhe parts of the organizafion are coordinated. 
communication continues to play a cr€tical part in decision making and 
caordination. 

The 

Obviously, 

The specific theoretical orientation introduced here attempts to 
relate types of coordination to certain organfzattonal variables. 
derived in large part from the work a€ Hage, Aiken and Marrett (19719. 
This theory euggests that the narure end mechanism of coordination used 
in an organization affects the volume and direction of communication in 
the organization. 
the types Q €  var€ables specified are particularly significant in changes 
which occur in the crisis context. 

It was 

While this theory was tested in a non-disaster context, 

-19- 



Again, a centra? concern for organizations in crisis is coordination. 
Coordination can be seen as the degree to which there are adequate linkages 
among the organizational parts, i.e., specific task performances can be 
accomplished, Following $larch and Simon (1958: 158-169), i.t is srnggestad 
here that there are tkto basic ways in which Bkganizations can be mordi- 
nated; plan and feedback. 
schedules, while coordination by feedback involves the transmission of new 
information. Each type of coordination is concerned with haw the various 
tasks andlor organizational subunits are articulated into a coherent whole 
so that organizational objectives can be accomplished, These ways of 
coordination are based on different assumptions about the nature of con- 
formity to organizational objectives. 
acti.vities a €  organizationalmembcrs can be programmed, and then a system 
of rewards and punishments can be utilized to insure conformity. If ehere 
is a clear blueprint far action, departures are obvious, and reward 'and 
punishmentcan be applied with little ambiguity. In ~oordination by feed- 
back, when errors are detected in task performance, these can be corrected 
by the pr~vision of new information asld were assumed to be the consequences 
of improper socialization and training. In this sense, csordinatlsn by 
plan relies on external control over organizational members; whereas co- 
ordination by feedback is more concerned with internal. control. 

Coordination by plan Es based on pse-established 

In coordination by plan, the 

While these two methods of coordination are presented here in The 
form of constructs, it is likely that organizations in empiricat sirua- 
tions might use some mixture of the two mechanisms. Om the other hand, 
i t  4s possible to identify organizational variables which would be as- 
sociated with one or &he other mechanisms of coordination (Hage, Aiken, 
Marrett: 1971). Two initLal relationships can be stated: 

1. The greater tshe diversity of organizational structure, the greater 
the emphasis on coordination by feedback, 

2. The greater the difference in status and power within an organiza- 
tion, the greater the emphasis on coordination through planning. 

A third refati~nship also might: be suggested which lnvolves factors ex- 
ternal to the organization. It has been suggested by several (March and 
Simon, 1958; James Th~mpson, 2967; Perrow> 1969; Lawrence and Lorsch, 
1967) thak environmental characteristics such as stability, homogeneity 
and stability are important determinants of internal structural variation. 
'Tn general, these previous studies would suggest thar stability of en- 
vironment: leads to routine technology and coordination by plan. This 
could be stated in other terms here: The greater the uncertainty of an 
organizatianal environment, the greater the emphasis on coordfna~ion by 
feedback , 

Additional insight into the co~rdinatisu process can, be gained by looking 
at various organizational conditions which affect rates of communication. 

- 20- 



One way to understand coordination by feedback is to see it as a process 
for a high vclLume of communication of information relevant to the work 
of the organization. TooS feedback would involve information comi.ng from 
different parts of the organizaeion. Thus, factors which would facilitate 
the volume and the BLrection of task c ~ ~ ~ ~ n ~ c ~ ~ i o ~ ~  would indicate coor- 
dination by feedback, Three factors wo.uld seem to have importantr conse- 
quences for the rate and direction of c o ~ ~ n i e a t i o n s - c o m ~ ~ e ~ ~ t ~ ~  forma- , 

lization and centralization of authority. 
stated in the following terms, 

These relationships can be 

a. The greater the degree of ~ ~ ~ ~ ~ ~ x i t ~ ,  the greater the rate of 
task eomaunica ti on. 

b. The greater the degree the complexity, rlne greater the propor- 
tion of horizontal task communication. 

c. The greater the degree of formalization, the Less the rate of 
task CQWllUniCatioKl. 

d. The greater the degree of formalization, the higher the propor- 
tion of vertical task cammunication. 

e. The greater the degree of centralization of aeithority, the less 
the rate of task communication. 

f. The greater the degree of centralization of authority, the high- 
er the praportion of vertical task comunication. 

These relationships suggest that increased complexity leads to increased 
i ~ t ~ ~ o ~ ~ a ~ ~ 2 ~ ~ i o n a ~  communication. 
malizarion and centralization restrict communication, with the exception 
of vertical task ~ o ~ ~ ~ ~ c a t ~ ~ ~ ~ ~  It remains to try to apply these theoret- 
ical generalizaeions 

They also suggest that greater ~ O K -  

~~e~~~~~~~~~ to the crisis contexe;. 



back, 
around new tasks and new structures. 
OK new personnel by organizations creates greater organizational diver- 
sity, thereby creating the conditions for a greater emphasis on coordi- 
nation by feedback. Also, a number of observers of emergency situations 
(for example, see Dynes, 1970) have commented on the skatus leveling ef- 
fect of disaster. m i l e  this effect is often.described as a ~~~~~i~~ 
wide phenomena, it is also applicable within organtzatiens where previous 
status differences tend to be minimized. In effect, then, all of the 
conditions and consequences of functioning of organizations during the 
emergency period tend to move toward coordination by feedback and away 
from coordination by plan. 

Too, the major variables used in the previous typology center 
Either the acceptance of nrew tasks 

Looking, more speciftcally at the consequences oP chang,? in organiza- 
tional structure dnd their implications for patterns oE communication, all 
of the changes during the emrgency pericrd would seem to increase the rate 
of task communication and the proportion of horizontal. task communication. 
The acceptaice of new tasks or new structure would increase organizational 
complexity and decrease the degree of formalization and centralization. 
Thus, these changes which increase the rate and direction of communica- 
tion which, in turn, would facilitate coordination by feedback. 

These changes, which have been usually described simply as emergent 
phenomena, seem to be accounted for by rather standard variables and re- 
lationships which create the conditions affecting organizational c m r -  
dination, It is not: by chance that Type LV in the previous typology is 
illustrated by a group whose function was purely one of coordination. 
These factors also suggest the difficulty of Type I (Established ~rgan- 
iZatiORS) in maintaining their predisaster coordination structure, since 
it is usually coordination by plan. Coordination by plan characterizes 
many of the traditional emergency organizations, such as police arid fire 
departments. These condirions also explain why such organizations often 
refuse” nontraditional tasks in disaster situations and usually “nave 
great difficulty in utilizing volunteers. In effect, their predisaster 
model of coordination would not “allow“ such changes. Rather than in- 
crease their capabilities to meet the increased demands, such organiza- 
tions tend to accept only those demands which are within their present 
capabilities. With continuity of regular structure and tasks, such or- 
ganizations are able to keep their previous coordination patterns intact. 
On the other hand, rejected demands by some organizations have to be ab- 
sorbed by others within the community, and they are mare Likely to be 
effectively 
This is not to say that esrablished organizations do m t  eqerience oc- 
ganizational strain. \&en m0s6 of the organizations 1.1 emergency opera- 
t ions are moving toward coordinalian by feedback, esrabllshed organiza- 
tions are, in many ways,  ut of Step”. There is a discontinuity between 
their attempt eo maintain internal. coordinarion by galan when the conditions 
relating to the emergency period are such as to move most other crrganiza- 
tions further toward coordination by feedback, Such a discontinuity, in 
Curn, Creates significant problems in the attempt of the larger social 
system to provideoverall coordination. 

% I  

handled by those organizations which coordinate by feedback. 
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Summary 

It: is suggested here that undersfanding organizational* functioning 
in crises cannot be based on simpxe ~ x ~ r a ~ ~ ~ a ~ ~ ~ ~ ~  of pre-crisis s~ruc- 
ture and function. The demands created on organizations in crlses lead 
to emergence when arganizations accept ~ n ~ ~ ~ ~ ~ i ~ r  tasks and develop new 
structure. These changes Lead to greater uncertainty, increased organ- 
izational diversity and decreased formalization and decreased centraliza- 
tion. The non-routine nature of crisis tasks and the increased complexit 
of organizational structure leads to increased dependance on coordination 
by feedback. 
plan, which characterize many traditional emergency organizations, this 
creates internal strain in their attempt to follow an inappropriate model 
of coordination for the crisis conditions. 

For organizations that traditionally u5e coordination by 
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CHAPTER v 

CONCLUSIONS AND IMPLICATIONS 
.... . 

1 

The primary focus of this study has been on the response of organ- 
izations to crises. Organizations are the primary social units which re- 
spond to major crises, whether at the community, national qr international 
level. Two major areas of organizational functioning were singled out for 
at tention: decision making and commnication. 

The primary data base utilized involved materials collected by the 
Disaster Research Center in previous field work in various crisis events. 
The predominant crisis agent reflected in the data base were community 
wide natural disasters. From this data base, a series of propositions 
were derived, using decision making and connnunication both as independent 
and dependent variables. 

In general, organizational decision making in crises has several 
distinguishing characteristics. The rate of decision making increases, 
as does the number of decisions made, particularly at lower levels of the 
organization. There seems ta be less consultation among organizational 
members, and such individual autonomy means that organizational personnel 
and resources are committed quickly, often outside the organizationts 
previous domain of competence. Organizations usually lose autonomy when 
coming under the control of new "coordination" a ~ ~ ~ n ~ e ~ e n t ~ ;  within OF- 
ganizations,sectors with high crisis relevance gain decision making au- 
tonomy. 

Organizational communication has to be seen as part of the decision 
making process and involves differentiation in content,channel and context. 
111 general, under conditions of stress, social rather than technological 
factors are primarily responsible for impaired communication. The in- 
crease in technological € o m s  of transmission during crises only increases 
the volurne, and not the accuracy, of information, and hence, increases the 
need for collation and integration. 

While the derived proposition9 provide an essential beginning, cer- 
tain other dimensions have to be taken into account in the future to make 
such propositions more specific. Among these dimensions are: (1) spe- 
cific type of organization which experiences crises; (2) the different 
effect of various crisis agents; (3) the fact that crisis events always 
have a time and space referent; (4) that intraorganizational functioning 
in crises ts conditioned by the interorganizational context in which it 
must operate. The first of the dimensions was further explorad. 
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A typology of group and organizational behavior in crises was 
presented derived from a cross classification of two variables: the 
nature of the crisis tasks undertaken by groups and the structure 
of these groups in the emergency period, An extension of this ty- 
pology was explored, focusing on the impostance of organizational 
Coordination in crisis. Coordination was seen as the degree to which 
there is adequate linkage among the organizational parts. It was 
suggested that organizations tend ta coordinate either by plan or by 
feedback. Crisis situations produce conditions of greater uncertainty, 
greater diversity, decreased formalization and decreased centraliza- 
tion. Increased complexity of organizarions and the non-routine 
nature of.crisis tasks move all organizations toward coordinLttion 
by feedback. 
gent, it is argued here that factors presenk in crisis situations 
tend to move all organizations in the direction of coordination by 
feedback. Such movement runs counter to the usual. normative pre- 
scription which orients most emergency planning to emphasize co- 
ordination by plan. A more effective direction might be to plan 
to facilitate coordination by feedback in organizations in crisis. 

While such shifts have usually been described as emer- 
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Implications 

It is useful to make a final note on the implications which emerge 
from the suggestion that organizacions move in the direction of cow 
ordination by feedback under crisis condikions. 
to run counter to the usual ~ ~ $ ~ ~ p t ~ o n ~ ~ h ~ ~ ~  are made in guiding emer- 
gency planning. Host planning for emergencies is oriented toward 
increasing the centralization of authority and the formalization of 
procedures, In other words, ~ o ~ ~ ~ i ~ ~ ~ ~ o ~  by plan is considered to be 
normative. This mode of eoosdtnation hs seen as most appropriate, 
since a military model of o ~ g ~ n ~ z a ~ i o ~ ~ ~  ~ ~ ~ c t i o n i ~ ~  in crisis LS 
assumed to be most effecttve for suck cfrcumstances. In addition, 
planning is directed toward the ~ e v ~ ~ o ~ m e n ~  of social control me&- 
anisms, i.e. rewards and p ~ n i § ~ ~ ~ ~ ~ ~ s ~  to *'enforce'' tl2Es mode of 
coordination. % ~ s e  directions of emergency planning are seldom 
questioned, since many individuals engaged Fra such planning are re- 
cruited on the basis o€ their previous military experience or corne 
from municipal agencies, which operate routinely by ~ ~ o ~ ~ i n ~ ~ ~ o ~  
by plan. 

This direction t-;bnds 

On the basis of what has been described here, the dominance of 
a normative planning model which emphasizes ~ ~ u r ~ ~ ~ a ~ ~ o n  by plan is% 
at best, questionable. The crisis event itself creates the conditions 
where such coordination is inappropriate. This inappropriateness, 
however, is not likely to be challenged in post-disaster critiques 
of'organizational functioning, because the norms used to judge ~ r -  
ganizational effectiveness are such as to lead to negative evalua- 
tions of organizations which utilize coordination by feedback. 
The increase in communication is usually taken as a failure of co- 
ordinatton, not a necessary condition for it. Emergency planning, 
however, can also be directed toward improving and facilitating 
coordhation by feedback, since it 1s likely to be the dominant 
mode in emergency conditions, not a chaotic abberatLon. 
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Becision Making 
.. , 

As dependent variable . .  % 

L 

1. In response to a crisis stimulms, there is a tendency 
toward contraction of authority in the organization; 
that is, the number of decision makers. exercising 
authority in the decision process is decreased 
(Rermann, 1963). 

2. As increasing stress is placed on authority units 
(decision makers exercising authority in the decision 
process), the tendency for authority units to withdraw 
from organizational tasks increases (Herrnann, 1963). 

3. Under increasing stress, an authority unit is more likely 
to institute modifications in organizational standards 
(Hermamn, 1963). 

4. Increased stress on authority units will increase the 
probability of conflicts between the auckority units and 
other units in the organization (Rermann, 1963). 

5. As intraorganizational conflict Lncreases, there is a 
greater tendency for organization members to withdraw 
from organizational tasks and activities (Hermann, 1963). 

6. As intraorganizathan coraflict increases, the number of 
communication channels used for the collection and 
distribution of information in the organization decreases 
(Nermann, 1963). 

7. A reductton in the number of communication channels 
connecting a unit to the remainder of the organization 
increases the unit's withdrawal behavior (klermann, 1963). 

8. Withdrawal behavFor by a unit of an organization reduces 
the number of communication channels connecting it with 
the remaknder of the organization (Wermann, 1963). 

9. If the feedback to authority units, which are responsible 
for selecting and initiating a response to meet a crisis, 
is weakened by withdrawal. behavior, conflict, or some othe 
behavior, then greater difficutly n a y  be expected in 
resolving a crFsis (Hermann, 1963). 
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20. 

When, for lack of feedback, an authority unit failis to 
discover that an error has bean made, the CJrganiZatiOn'S 
vinbility m a y  be seriously challenged (Hermiann, 1963). 

. ,  
In a crisis, as compared to a non-c;isis, a nation's 
decision .nakers are more likely To take action 
(Iierrnann, 1963: 80). 

In a crisis, as compared to a non-crisis, n nation's 
decision takers are more Likely to take hostile actions 
toward the agent initiating the situation (Hermann, 1969: 
86) 1 
Trr a crisis, as compared to a non-crisis, a nation's 
decision makers are more likely to tnke exploratory 
actions toward the agent initiating the situation 
(Hcritiann, 1969: 86). 

In a crisis, as compared to a non-crisis, a nation's 
decision makers aKe less likely to take cooperative 
actioixs toward the agent initiating the situation 
(Hermann, 3.969: 86) 

In a crisis, as compared to a non-crisis, if the 
decision makers perceive the situation as originating 
from a friendly agent, then action is less likely to 
occur (iferrnann, 1969: 98). 

In a crisis, A S  compared to a non-crisis, L f  the decision 
makers perceEve the sit-uation as originating from a hostile 
agent, then acrion is more likely to occur (Hermann, 
1969: 98). 

The prior disposition of the policy makers toward the 
source of crisis iRakeS a difference in how they respond 
(liermann, 1'369: 103). 

In a crisis, as compared to a non-crisis, if the decision 
makers perceive that the agent originated the situation 
accidentally, then action is Less likely to occur 
(Rermann, 1969: 104). 

In a crisis, as compared to a non-crisis, if decision 
makers perceive that the agent originated the situation 
deliberately, then action is more likely to occur 
{Hermann, 1969: 104) = 

When decision makers take actlon, they are more likely to 
consider a sFtuatLon to be deliberately initiated if it is 
very threatening and occurs within a short time or as a 
surprbe than if it has the opposite characterisrics 
(Rermann, 1969: 107). 
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22. 

23. 

24. 

25. 

26, 

27. 

28. 

29. 

30. 

31. 

In a crisis, as compared 
decision makers perceive 
less likely is act€on to 

In a crisis, as compared 
decision makers perceive 

to a non-crisis, the more the 
a situation to be ambiguous, the 
occur (Hermann, 19693 108). 

to a non-crisis, the more the 
their national survival to be 

, .  

endangered, the more likely is action to O C C U ~  
(Wermann, 1969: 112). 

In a crisis, as compared to a non-crisis, the greater the 
priority attached by the decision nakers to a goal. before 
it is endangered, the more probable is the occurrence 
of action (Rermann, 1969: 118). 

In a crisis, as compared to a non-crisis, the more 
capabilities a nation has in relation to other nations, 
the more likely is action to occur (Hermann, 1969: 125). 

In a c~isis, as compared to a non-crisis, a restricted 
search for alternative proposals is Less likely to prevent 
action from occurring (Hermann, 1969: 129). 

In a crisis, as compared to a non-crisis, the consideration 
of only a few alternative prapssals by the decision makers 
is less likely to prevent action from occurring (Hermann, 
1969: 1331. 

In a crisis, as compared to a non-crisis, the occurrence 
of affective conflict among the decision makers is less 
likely to prevent action from occurring (Hermann, 1969: 
137). 

In a crisis, as compared to a non-crisis, the contraction 
of authority in making a decision is less Likely to 
prevent action from occurring (Hermann, 1969: 143). 

1x1 a crisis, as cornpared to a non-crisis, the frequency 
of consensus among decision makers as to the national 
goals affected by the situation 5s increased (Hermann, 
1969: 155). 

In a crisis, as compared to a non-crisis, increased 
priority is assigned by decision makers to the national 
goals that are most affected (Mermann, 1969: 155). 

In a crisis, as compared to a noh-crisis, the amount of 
search conducted by the decision makers €or Lnformation 
with which to define the situation is decreased 
(Hermann, 1969: 158). 



32, In B crists, as compared tu a non-crisis, the amount ciE 
search conducted by decision makers Ear alternative 
~ o l ~ t i o n ~  ta the situation is decreased (Hermanre, 1969: 
158) , 

. . .  

33. In a crisis, as compared %o a non-crisis, the number of 
alternative solutions tu the situation ~ d e ~ ~ i f ~ e ~  by the 
decision .nakers is decreased ~ ~ e ~ ~ a ~ n ~  1969: b6f). 

34. In a crisis, as cornpared to a non-crisis, the number of 
decision malcera exercising authority in the decision 
process is decreased; that is, a contraction of authority 
occurs (Hermann, 11669: 161). 

35. In n crisis, as compared to a non-crisis, the decision 
makers' confidence in the ability of their decision to 
protect the affected goal(s) is decreased (Herrnamn, 
1969: 177). 

36. In a crisis, as compared to a non-crisis, the amount of 
search by the decision makers for support of their decision 
is increased (Hermann, 1969: 177), 

37. In a crisis, as compared to a non-crisis, the volume of 
communication among decision makers within the foreign 
policy structure ~f it nation is increased- ( ~ ~ r ~ a ~ ~ ,  1969: 
177) I 

38. In a crisis, as compared te a non-crisis, the volume of 
cammunica tion between a nation's decision makers and other 
international actors extierraal EO the nation is increased 
(Hermann, 1969: 178) a 

39. Increasing timc-pressure with respect to decision making 
produces increases in the number of deeisfon errors 
(Holsti $ 1970) I 

40. When decision time is short, the ability to estimate the 
range of paasible consequences arising from a parricular 
policy chaice is likely to be impaired (Holsti, 1970). 

41. When stress increases, problem solving tends to become 
more rigid: 
established decision rules are adhered to' more tenaciously; 
and the ability to resllse the pull of closure is reduced 
(Holsti, 1970). 

the ability to improvise declines; previously 

42. The unanticipated nature of crisis will itself restrict 
inquiry, and as the crisis deepens and stress increases, 
the search for options is likely to be further constricted 
(Nolsti, 1970). 
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43. There is a general tendency for a reduction In the stze 
of d e ~ i s i o ~ ~ ~ a ~ i n g  groups in such situstisns. ~ e c ~ ~ o ~ o ~ i ~ a ~  
and other factors have reduced d e ~ i s i ~ n  time to a point 
where broad consultation yi,th, legislatures andhother 
i m p ~ ~ t a n t  group may be virtually i ~ ~ ~ ~ ~ ~ ~ ~ e  (Iilolsti, 
1978). 

. 

44. There may Ire, ~~~~~~e~~ a tendency ircr cpnsult: others 
less as the pressure af ttme increases9 as we11 as to 
rely more heavily UPOR those who reinforce pre-existing 
Skert?otypi?S @Q]iSti, 1’PTO) 

45. The inception of crisis usually gives rise to a sharply 
increased pace of hid ividual asid bureaucratic activities I 
virtually all of which are likely to increase the volume 
of diplomatic c ~ ~ ~ ~ ~ ~ ~ a ~ ~ ~ ~  (Kolsti, 1970). 

46. As the volume oE information directed at poljicy makers 
rises, the search EO, information within the c ~ ~ ~ ~ i c a t i o n  
system tends to become less thorough, and selectivity 
in what is read, believed, and retained takes on increasing 
importance (Holstf, 1970) 

47. Decision makers may seek to bypass both the effects of 
information input overload and of dlstorclian in content 
In transmission by the use of improvised ad hac channels 
of communfcation (KoPsti, 1970). 

48. The greater the increase in demands, the greater the degree 
of change in the gerfamance structure (Haas and Drahek, 
1973: 254). 

49. The less anttcdpated the increase in demands, the greaeer 
the degree af change in the performance structure (Haas 
and Drabek, 1973: 254). 

50. The more serious the consequences of the demands, the 
greater: the degree oE change in the performance structure 
(Haas and Drabek, 1973: 254), 

51, The sooner organizational actism is required to respond 
to the demands, the greater the degree of change in the 
performance structure (Baas: and Drahek, 1973: 254). 

The more key personnel are absent, the gKeater the degree 
of change in the performance structure (Haas and Drabek, 

52. 

1973: 254). 

53. The greater the degree to which emergent: norms are in 
contradiction with previously existing noms, the greater 
the degree of change in the performance structure (Haas 
and Drabek, 1973: 254). 
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54. The greater the degree of strain in emergent interpersonal 
relatfonships, the greater the degree of change ia the 
performance structure (Haas and Drabek, 2.973: 254) 

55. The greater the urgency and the whcrrtzer the decision ;he, 
the fewer are the number of significantly differentiated 
alternatives (Snyder and Paige, k958), 

56. The shoreez: the decision period, the less thorbugh 
a search for information within the cmunicatian system 
is likely to be (Snyder and Paige, 1958). 

57. If authoritative sources of information are, in effect, 
reduced to one, the greater is the influence of that 
source OR the definition of the sttuation (Snyder and 
Paige, 1958). 

58. Initial responses to S ~ P L O U B  but ambiguous situations are 
more likely to be positive when a response is available 
which does not fosecl~%@ subsequent a ~ t e ~ ~ a ~ ~ ~ ~ s  (Snyder 
and Paige, 1958) a 

59.  he stronger the value components (i.e., strength of 
motives) activated by a situation, the less Likely is 
insufficient information to prevene a decision (Snyder 
and Paige, 1958) 

60. When crucial choices are forced on an organization ~ K W M  
the environment, the decisional subsystem will be 
characterized by smaller decision units and a simpler 
role structure (Snyder and Paige, 1958). 

61. Surprise creates an initial vacuum in the deliberative 
process, in which the evaluation of the. significance 
of an event precedes the full ~~~~~~i~~ of an event 
(Snyder and Paige, 19581. 

62. The shorter the decision time, the fewer the alternatives 
which will be considered, and the less extensive an 
estimate of multiple outcomes attached to particular 
courses of action (Snyder and Paige, 1958). 

63. Situations defined as halvFng a very high degree of threat, 
and as indicating direct action, tend to result in 
integrated decisions (Snyder and Paige, 1958). 

54. Under conditions of stress (i.e where 'demands exceed 
capability), and due to emphasis on speed and efficiency 
of response, the rate of official decision making 
increases (Warheit and Dynes, 1968) 
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65. Under conditions of stress, and due to emphasis on speed 
and efficiency of response, the rate of unofElcial de- 
cision making €ncreases""(Warheit and Dynes, 1868), . .  , 

66. Under conditions of stress, organizational incumbents 
limit themselves to decisions having highest priority 
(Warheit and Dynes, 1968). 

67. Under conditions of stress, high priority decFsions are 
made by the highest: ranking person available (Warheit 

' and Dynes, 1968). 

68. Organizational behavior under stress is a function of 
planning and strain (Warheir; and Dynes, 1968). 

69. Under conditions of stress, and due to urgency, indivi- 
duals in established organizations make decisions auton- 
omously (Warheit and Dynes, 1968). 

70. Under conditions of stress, established organizations 
lose autonomy (Warheit and Dynes, 1968). 

71. Under conditions of stress, and due to uncertainty, and 
urgency, personnel and resources are committed quickly 
(Warheit and Dynes, 1968) a 

72. Under conditions of stress, and due to uncertainty, es- 
tablished organizations commit personnel and resources 
quickly (Quarantelli and Dynes, 1967). 

73. Under conditions of stress, and due to uncertainty, es- 
tablished organizations commit personnel and resources 
to tasks outside their pre-crisis experience and/or 
roles (Quarantelli and Dynes, 1967). 

74. Under conditions of stress, and due to uncertainty, 
priority is given to information gathering (Quarantelli 
and Dynes, 1463). 

75. Under conditions of strew, new decision makers, having 
relevant expertise, may emerge (Quarantelli and Dynes, 
1967). 

76. Under conditions of stress, ar%d due to emergency consen- 
sus, crisis relevant organizaeipnal sectors gain decision 
making autonomy (Quarantelli and Dynes, 1967). 
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77. Under conditions of stress, the number of decisfons made 
increases (QuarantePBi and Dynes 11 1967). I 

78. Under conditions of stress, the decision making process 
becumes more diffuse (Quarantell1 .and, Dynes )I 1967) 

79. m e r e  the stress is greatest, changes frm organizational 
decision making structures are greatest (Quarantellb and 
Dynes, 1967). 

80. Under conditions af stress, established organizations 
exper.ience deciston making difficulties different from 
those of expanding organizations (Quarantcili and Dynesa 
1367). 

81. Under conditions of stress, non relevant organizational 
sectors may Lose decisian making auQonamy (Warheit and 
WBIErnRa1l1, 19-63). 

82, Under cond%tionrs of stress, &he number of decisians made 
at lower organizational. levels increases (Warheit and 
Warnan, 197’4). 

83. Stress affects organizational sectors differentially 
(Warheit and Waxman, 1973). 

84. Under conditions of stress, the decision making skructure 
changes so as to maximize speed (Warheit and Waxman, 1973). 

87. The greater ekae d e c i ~ i ~ n  making autonomy of the sectors 
In an established srganization, the greater the proba- 
bility of a shift to another mode (Braulklette and 
~~~~~~~~~~~~ l969). 



89. 

96) * 

91, 

92. 

93 s 

94 * 

95 e 

96. 

97. 

98. 

99. 

100. 

The upore extensive the absence of key personnel, the 
greater the magnitude of change in thcs. decision making 
structure ~ Q ~ ~ ~ ~ ~ ~ ~ l ~ ~  1967) 

Under conditions of stress, ~~~~~~~~~~ will limit their 
activity to tasks having laigtrese: priority QQuarantelli, 
Ita67) e 

The more plans far management: of stress 
fom, the greater the influenee of euch 
action patterns under atre5s ~~~~~~R~~~ 

The more frequently plans are rehearsed 
their influence on in~aractfom patrerns 
(Quarantefll f 1967) I 

are 5.n written 
plans on intjer- 
i, 1967). 

the greater 
under: adlress 
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132 a 

133 e 

134. 

135, 

136. 

Under conditione; r7E skrasa, and where legal jusisdietlons 
averlap, there is a tendency to handle decisfsns Lraferrn- 
ally (Drabek, l.9633). 
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Cornmun i c a t io il 

As dependent vari ab1 e 

148 I 

149. 

4.50, 

153. 

152 

153. 

154. 

155 s 

E56* 

157 * 

An increase in size increases comunication channel s 
geometrical ly (Quarantel 4 i and Dynes ~ 1967) * 

Ctpcnness of commrrt.iicarioei ie facilitated by the disaster 
cantext. The Levcling af stalus cends to open up cornu- 
ndcation channels which nrrm1ally w0U:cl be closed by 
status inhiSitions (Quarantetli and Dynes, 1967). 
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215, 

217, 

214. 

219 * 

220 il 

22lc. 

2.22 e 
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249 * 

250, 

2.51, 

252 9 

253. 

254, 

255, 

256 * 

258, 

259 



260. As the rate and urgency of C Q I I I S ~ I L I ~ ~ C ~ ~ ~ O ~  Fncreasc, the 
patterns of interaction among dispatch offfcers will change 
 isas aster ~esearch Center CDRC 

259. 

262. 

263. 

264. 

245. 

266. 

267 e 

268 s 

269. 

270. 

271. 

As the rate and urgency Q €  the c ~ r ~ ~ ~ ~ ~ a ~ ~ ~ ~  increase, 
change in patterns of interaction ariong dispatchers occurs 
in initiators rarher than receivers (DRC, 1967). 

As the rake and urgency of the communication $.nerease, 
patterns of interaction mmng the dispatchers change, wfth 
the highest rank becoming t-he major iniriatctr (DRC, 1967). 

As the rate and urgency of the EQmX.inkat~On increase, the 
highest ranking person assumes the role sf fnbCiatOr and 
makes the greatest number of decisions (DRC, E967;8, 

AS the rate and urgency of comunicatfon Fncresse, the 
highest ranking dispatcher becomes the focal pain% for 
both tke csllectian and dispersion of Fnforniabrkm (DRC, 
1967). 

As the rate and urgency of the ~~~~~~~~~~~~~ increase, the 
patterns of unsoEdcited informatian ckaaq3e (DRC, l967). 

AS the rate and urgency o€ communFcarions facrease, the 
highest ranking official receives ~ ~ s ~ ~ o ~ Q ~ ~ ~ ~ ~ ~ ~ ~ ~ Y  more 
unsolicited infomation (DRC, 1967) 0 

As the rate and urgency of communication i ~ ~ ~ e a ~ e ,  the 
highest ranking dispatcher sends out a disproportionate 
increase in unsolicited infomat%on (DRC, 3.967). 

Under conditions sf com~unicatian overeoad, dispatchers 
will attempt to decrease ~~~~~~~ by sejccrfrrg messages 
that would normally be accepted as legitimate (DRC, 1967). 

Under conditions of c ~ ~ ~ ~ ~ ~ ~ ~ ~ i ~ ~  overload, dispatchers 
will attempt to increase organkzac%snal capacity by re- 
ducing the manp~wer sene: to hvestigate a message ar 
try reassigning personnel f r m  earli.er to more recenrby 
received meseeges (DRC, 1967) 

Under condftiarss of somunicatian overload, organEzationaf 
members will respond by increasing the amount of consuhta- 
tion and interaction among themselves (DRC, 1967), 

Under conditions of camunicatbon overlaad, if organiza- 
tianal members are subjected to unusuallly high posittonal 
demands, they will process messages ee a Easter rate @RC, 
1967) e 
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284 * 

285 6 

286 * 

287. 

288 .) 

289. 

290. 
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