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Abstract

The study of competence in a business context usually relates to behavioural outcomes, judged against a

set of agreed criteria (Spencer & Spencer, 1993). Business usually examines competence as “how well an
- individual performs in their role”, it does not normally look at how an individual's competence level can be |

cultivated and developed towards expertise.

This paper describes the research undertaken over three inter-related, triangulated studies, throughout
2006, to look holistically at existing studies in competence and expertise from a performance psychology
perspective, in an attempt to identify essential and non-technical competencies for crisis management team
members (CMTM).

Using the competencies as a basis to explore expertise and its development in a business environment, the
research provides a theoretical model for the development towards competence and beyond, proposing an
integrated expertise framework.
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Background

The rationale for this in-depth, far-reaching, study emerged as a result of a debate at the “Business
Continuity And Disaster Recovery In The Financial Services Sector” annual conference held in London on
25" January 2006. During the debate, business continuity managers held the view that crisis management
team members (CMTMs) must be made of “the right stuff’ (City & Financial, 2006) but there was no
agreement as to what “the right stuff’ was and in what context, leaving the question “What is CMTM
competence and how can it be developed?” unanswered.

Looking to the business continuity community for guidance, there was no specific literature on this topic
(although much on incident commanders and incident leaders). Using this opportunity to fulfil not only the
practitioner-researcher's organisational needs, but also the needs of other business continuity (BC)
managers, this study contributes theoretically and practically to the growing body of knowledge on business
continuity management (BCM) and allows the gap between academia and business, to be bridged by
developing competencies and an expertise framework for real world application.

Introduction to the study

In recent years, there has been a plethora of major commercial, industrial and financial crises which have
dominated news headlines around the world. These crises have taken many forms, affected many
organisations and brought hardship and grief to communities, worldwide. No matter the event, organisations
still have to provide their goods and services to their customers. A company’s strategic direction and all its
supporting business decisions are based on an assumption of their business continuing to provide its
products or service, ‘whatever the weather’. An incident or crisis (defined by Turner, 1994 as an unintended,
unpremeditated or unforeseen event) that contravenes this assumption, directly effects the organisation’s
ability to fulfil its business objectives and in extreme cases, can even threaten the company’s very survival.

Failure to prepare for reacting to these events (or crises), leaves business managers facing situations, for
which they have had no training and which may be outside the scope of their experience and their
confidence to handle. By introducing the concept of business continuity management into an organisation,
plans and processes are developed in readiness to respond to these unexpected events, by providing basic
information to help minimise response times and support managerial decision making. However, business
continuity and supporting crisis management plans are only as good as those managers and teams
implementing them.

Organisational crises are rarely solved by one person. Normally a team called a crisis management team
(CMT) or incident management team (IMT) (Cannon-Bowers & Salas, 1998, Smart and Vertinsky, 1977)
assemble to collectively address issues or events that threaten the organisation. There is no ‘one size fits all’
approach to crisis management (CM). Some organisations have one CMT; some have a number at different
levels of the organisation. Regardless of how they are structured, members of these teams are normally
representative of different areas of the business and undertake the crisis management role as an addition to
their normal job role.

In many cases, a crisis management role is vastly different from an individual’'s day to day job role and as
such, an individual Crisis Management Team Member's (CMTM) competence contributes to the collective
competence of the organisation’s CMT and ultimately to its very survival, post crisis. Paton & Flin (1999)
advise that “control in [disaster] contexts makes substantial demands on the personal resources and
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competence of those in management roles”. Therefore ensuring the individual competence of CMTMs, is
important, as the skills and attributes needed for crisis management, may not be the same as the individual's
normal role. A manager may be an expert in his/her field i.e. HR. IT etc, but may not be a competent CMTM.
The difference may not lie with the individual’s technical knowledge but how they respond behaviourally. The
differentiator, therefore, is the non-technical, personal skills that the individual has and utilises in context.

Fortunately, incidents and organisational crises don't happen everyday. This does however present a
problem in allowing CMTMs to develop competence and expertise, particularly when modelled on expertise
development models which use the theory of deliberate practice (Ericsson, 1996) as a basis’. CMTMs
therefore, have limited opportunities to gain competence through deliberate practice or experience, to enable
them to attain a level of competence from real organisational crises. Therefore, there is a very real need to
examine alternative means of identifying, developing and maintaining the core crisis management skills
needed to effectively manage and help to resolve organisational incidents, at a CMTM level.

There exists a substantial literature on crisis’‘command leadership and the characteristics of leaders (see
Flin, 1996, Pigeau & McCann, 2000) and indeed the competencies for business continuity managers (see
Business Continuity Institute Professional Standards, 2003). However, the competencies and skills required
for CMTMs (not incident commanders) are not documented as part of the current research literature and
show a gap in crisis management research and in existing professional practice. This research aims to
address the gap by identifying the competencies and factors that can propel CMTMs towards expert status.

In summary, defining CMTM competence allows any organisation to ensure that members of their CMT are
indeed the ‘right people’ with the ‘right skills'. Like a road map, they allow the identification and recognition of
the range of knowledge, skills and behaviours that are required as a CMTM. With competence for CMTM
performance identified (through the identification of non-technical skills), competencies and exemplars for
good behavioural indicators can be established within an expertise framework, providing a clear route to the
development of expertise, beyond mere competence.

Methods

The purpose of this study was to identify and define the non-technical skills for the development of
competence and expertise for crisis management team members.

The research commenced by examination of the current literature pertaining to crisis management.
Investigation across a number of interrelated subject areas showed that there is no specific literature on
crisis management team member competence or expertise development, but there is a large body of
knowledge from which conclusions, supported by real world research, can be based upon.

The research aimed to identify competency elements, specific competencies and to propose an integrated
expertise framework for CMTMs to develop beyond competence towards expertise, the review of literature
was centred around five key headings: Crisis management; Competence and competencies; Expertise;
Adaptability and; Non-technical skills.

! Ericsson’s (1996) theory of deliberate practice suggests individuals need 10 years or 10,000 hours deliberate
practice before expert status can be reached.
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Following the results of the literature review, a three staged approach was adopted:
e Informal organisational benchmarking (unobtrusive documentary content analysis) (n=3);
e  Astructured web-based questionnaire of current CMTMs (n=44); and

e A cognitive task analysis workshop (Militello & Hutton, 1998) (n=6), to explore the business
continuity community’s views on CMTM competence and expertise development.

Figure one (below), shows how, together, these three separate but inter-related studies provided grounded
data as well as a picture of current practices and qualitative themes on which to devise the competencies,
competency elements and expertise framework.

Figure one:

Business Continuity Journal, Volume Two, Issue One
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RESULTS

Results summary
From the three studies, three key ‘macro level’ themes were found:

e Key theme one: It is suggested that CMTM competence consists of seven essential, non-technical
competencies and the achievement of competence is an integration of seven factors.

o Key theme two: The research proposes that expertise levels can be graded from novice to expert,
when integrated with competencies and mediating factors within a CMTM expertise framework.

e Key theme three: The study proposes CMTMs can progress beyond competence by developing the
meta-competencies of ‘adaptability’ and ‘self-confidence’.

In addition, several ancillary, ‘micro level’, themes also emerged from the study:

e Emergent theme A: Current CMTM practice shows non-technical skills are not addressed, however
CMTMs perceive themselves as ‘experts’.

e Emergent theme B: Perceived control is a key element which differentiates CMTM experts and
novices.

e Emergent theme C: CMTMs receive little training and development.
e Emergent theme D: CMTMs rely on their acquired competencies (past knowledge) to perform.

e Emergent theme E: CMTMs rely on crisis management plans and procedures.

The results in more detail
The study identified the non-technical skills which contribute to CMTM competence and how that level of
competence or proficiency can be developed towards expert status, by providing the following outcomes:

e Adefinition of the competency elements necessary to achieve CMTM competence;

e The non-technical competencies required for an effective CMTM; and

e The development of a proposed CMTM expertise framework, which will provide a basis for
expertise development.

For clarity of presentation to the reader, the overall key macro level themes are outlined individually along
with the lesser but still significant micro themes:
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Key theme one:

It is suggested CMTM competence consists of seven essential, non-technical competencies and the
. achievement of competence is an integration of seven factors.

The literature review undertaken as part of the research identified and discussed concepts of competence
(Klemp, 1980, Shanteau, 1992, Wright, Turner & Horbury, 2003,) and expertise (Galton, 1869, Watson,
1925, Ericsson, Krampe & Tesch-Romer, 1993, Skoyles,1999, Ollis, MacPherson & Collins, 2006), defining
competence as the ability of an individual to perform tasks and roles to a certain, predetermined standard
(Parry, 1996). The literature review and third study, the cognitive task analysis (CTA) confirmed that there is
no current explicit existing standard, defining CMTM competence.

The literature showed, however, that there was an implicit expectation that the CMTM will be ready, willing
and capable to act as an effective and efficient team member during a crisis. The survey substantiated this
expectation, identifying that CMTM roles form part of many CMTM'’s day to day job roles (Coombs, 1999,
Elliott, Swartz & Herbane, 2002, Borodzicz, 2005). The standard expected (at an organisational level) will no
doubt vary with experience, responsibility, specific roles within the CMT and with organisational
considerations; however, it is concerning that many questionnaire respondents (who took part in the web-
based survey, study 2) considered themselves expects without such criteria. It raises the debate of what
CMTM competence is, when different people have different expectations of what that means in practice.

Increasing regulation, especially in the field of financial services (FSA, 2006), has not yet recognised this
deficiency in current practice but there is an implicit expectation from the regulators that organisations should
be prepared and capable of handling crises to minimise market disturbances.

This confirms the importance of meeting these implicit expectations and emphasises the need to make
CMTM competencies explicit, preferably by allowing the business continuity community to define the
standards, as has been attempted by this preliminary research.

The non-technical competencies hierarchy was developed using the tri-element method of informal
benchmarking, survey and cognitive task analysis (CTA) to identify the skills on which to base CMTM
competence. The results of the literature review identified many existing non-technical skill taxonomies
currently being used within other industries (Wiener, Kanki & Helmreich, 1993, Helmreich, 1997, Mearns,
Whitaker, Flin, Gordon & O’Connor, 2003, Flin, Fletcher, McGeorge, Sutherland & Patey, 2003, Yule & Flin,
2004). These showed that four key non-technical competencies were essential across all domains: decision
making, situational awareness, leadership and team working & co-operation.

The survey and CTA confirmed these competencies were also essential for CMTMs.

The individual competencies were defined through the three levels of data and method triangulation, to
produce seven essential non-technical competencies for CMTMs. These are displayed in figure two, below.
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Figure two: Essential non-technical competencies required for CMTMs

Competence has been shown to be a multi-dimensional, fluctuating construct (Jones, 2004) which is made
up of elements which have a direct relationship on how competent the CMTM is or is perceived to be.

It is an amalgamation of many different elements which, like Gestalt psychology, are greater than the sum of
their parts (Eysenck, 2002).

The literature showed competence doesn’t occur in a vacuum (Roberts, 1997), but is developed by
individual and organisational learning and mediated by a number of factors. The research produced from the

three studies, showed CMTM competence is a function of eight interactive main elements, with two meta-
competencies, identified to support development beyond expert status:

Factors:
e Natural competencies
e Technical competencies
¢ Non-technical, personal competencies

e Expertise/skill acquisition levels
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e  Social, environmental mediating factors
e Organisational and team dynamics
e Ability to self regulate learning

e Amount of deliberate practice

Meta-competencies:
e Adaptability

e Self-confidence

Results from the survey suggest that there may be a difference between competence - what a CMTM can
do (primarily limited by deliberate practice and deliberate expertise) and performance - what they genuinely
do in a crisis, observed through their behaviour.

Competence and performance is also constrained by the crisis lifecycle which occurs along four dimensions
— personal, interpersonal/team, organisational and environment (Fink, 1986, Shrivistava & Mitroff, 1987,
Mitroff, 1988, Reason, 1990, Hood & Jackson, 1992, Darling, 1994, Turner, 1994 and Heizen, 1996).

The proposed CMTM Competency Element Model incorporates the factors and meta-competencies which
have been identified by the study to contribute towards CMTM competence and expertise development.

The model shown in figure three provides a simplistic integration of the elements revealed by the research,
noting that only one of the competencies, the non-technical personal competencies, has been examined as
part of this study:
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Figure three: CMTM Competency Element Model

The CMTM Competency Element Model depicts the constituents which come together to provide a
snapshot in time of CMTM competence. The internal quadrants show the ‘competencies’ identified from the
literature and the CTA (natural, technical, non-technical, meta) whilst the outside lane shows the constructs
(deliberate practice, skill acquisition level, social & environmental mediating factors, organisations & team
dynamics and self regulation) which influence how competent a CMTM is, at a given point in time. This is the
standard representation of the element model, as a key emergent theme from the CTA was that CMTMs all
respond in different ways, based on the factors and meta-competencies discussed. Thus the standard
model depicts all the quadrants as equal. Each CMTM, as a result of his/her tacit knowledge (and
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competency elements) is at a different level of CMT expertise, which is mediated by social, environmental,
organisation and team factors on any given day. Therefore, the model quadrants for each individual will differ
in size to reflect the factors for each individual in a given crisis or CMT situation. Following research in other
industries, a CMTM'’s expertise can be graded along a continuum with three main, but not static, stages
defined as novice, proficient and expert, where a CMTM at a proficient level can be described as
‘competent’.

The CMT itself, of which the CMTM is one element, has been shown by the literature review to essentially
be a distributed information processing system (Jones, 2004), with multiple people, all with limited skills and
cognitive abilities who engage in a joint activity towards a common goal (Lagadec, 1993, Salas, Weaver &
Cannon-Bowers, 2002). The recent FSA Feedback Statement on the Resilience Benchmarking Project
Discussion Paper (2006) asked the question “Although the financial system appears to be technologically
resilient, are there vulnerabilities in other areas that could put it at risk?” The concept of CMT collective
competence was not considered by any of the 12 organisations who took part, accentuating a potential
unconscious overconfidence by the industry. Increased CMTM competence contributes to market
confidence, as the diagram in figure four depicts:

CMT Team Member
Competence

v
Industrial Sector/ Competence
. CMT
Community/ Development Collecti
UK Business Relationships oliective
Competence
Competence

A

Organisational
Competence

Figure four: CMTM competency development relationships

The key to competence, collective or individual, is not merely the technical skills that each individual holds
but how effectively they can collectively co-operate and communicate i.e. the personal, non-technical skills.
Work by Hutchins (1990) and Rasmussen, Brehmer & Leplat (1991) supports this analysis. Competencies
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identification (through this study) and the development of such, recognise the need for the change from the
individual's day-to-day role to their CMTM role. The survey illustrated that this ‘switch’ is not documented in
many cases in the CMT plans, nor is this change documented as part of individuals’ training, development
and appraisal systems.

It is surmised from the survey that the CMTM role is not generally acknowledged within organisations,
perhaps because parameters for CMTM competence and indeed performance have not been defined. This
may be seen by many as necessary for ensuring that competence in different aspects of the individuals’ job
is translated into performance, as a whole. Until this is recognised the individual is being paid and assessed
for only part of their function.

It can also be concluded that CMTMs are in general not being properly trained, supported and developed for
their CMT role (which will be discussed further as a micro theme). Therefore setting the competencies and
competence element model in context, by integrating them into an expertise framework, will allow a standard
industry approach to CMTM competence and expertise development.

Key theme two:

~ The research proposes that expertise levels can be graded from novice to expert, when integrated
with competencies and mediating factors within a CMTM expertise framework.

The literature review, supported by the CTA, allowed three basic levels of CMTM expertise to be identified,
based on the Dreyfus & Dreyfus (1984) model (supported by Shanteau, 1992) defined as; novice,
competent/proficient and expert (see figure five).

Novice Competent Expert

Figure five: Expertise continuum based on the work by Shanteau (1992)

The literature review and the CTA support the view that novices contribute and take action as part of a CMT
by learning a set of rules which are initially based on plans, procedures and other members’ knowledge. This
combined with their own past knowledge (acquired competencies), deliberate practice (Ericsson et al, 1993)
and deliberate experience (Ollis et al, 2006) develops into a schema or knowledge structure which is the
basis of their actions/decisions as part of the team. Conversely, experts can automatically retrieve (Fitts &
Posner 1967) an answer to a problem based on their existing knowledge structure, which has been
compiled and refined through experience, deliberate practice and team interaction.

This leads to a different way of contributing to the team, by being flexible in approach (adapting), experts are
able to make faster and more suitable decisions than novices, demonstrating the need for a structured
competence and expertise development mechanisms.

The literature theorised, and CTA substantiated, that novices and experts have very different approaches
(as a result of differences in their knowledge structures) and as a result, will respond to incidents in very
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different ways. This knowledge structure evolves from deliberate practice (Ericsson et al, 1993); training,
feedback (Ericsson, 1996) and action combined with previous relevant experience cues. However, the
development of CMTM expertise (as identified and discussed by Paton & Flin, 1999, Alexander, 2003)
through deliberate practice or deliberate experience is limited by the infrequency of crises.

CMTM'’s knowledge structures determine how they will respond, what actions or decisions are relevant and
will generate future actions/decisions/outcomes from these basic schemas (Piaget in Satterly, 1987). They
also contribute to how the individual perceives the crisis (Turner, 1994), their situational awareness (Endsley,
1995) and what they perceive their CMT role to be. The literature review showed a direct relationship
between expertise levels, skill acquisition levels, response basis and information processing ability, which is
summarised in figure six.

Figure six: Literature review compilation of relationships which develop CMTM knowledge structures

Expertise / Skill Acquisition Level

Novice Proficient Expert
Response Basis Procedural Rule Based Intuitive
Skill Acquisition Level Routinised Semi-automatic Automatic
Information Processing | Effortful Effortless Automatic
Ability

From the literature review and the CTA, it was expressed that CMTMs, at a proficient level or below, lack
flexibility and adaptability in their approach as a result of incomplete knowledge structures. Experts
conversely, have a more complete knowledge schema, based on experience, training and self-regulated
learning (Pintrich, 1999). The literature research conclusions were confirmed by both the survey and the
CTA.

The CTA developed the four key competencies identified from the literature review and categorised by the
survey, to produce a hierarchy of 21 competencies, rated essential, desirable and less important. The
resulting exemplar behaviours allowed the development of the basis of the CMTM Expertise Framework,
which encompasses both the seven essential identified competencies (figure two) and the Competency
Elements model (figure three).

Using the basic levels of expertise development as a basis (figure six), the learning from the literature
review, informal benchmark, survey and CTA, demonstrates the development of CMTM expertise is
influenced by nine aspects: procedural & tacit knowledge; personal competencies; personality; skill
acquisition; information processing; natural competencies; acquired competencies; and levels of expertise.
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Recognising the integrated nature of performance, based on all of the elements outlined in the CMTM
Elements Model, the research proposes a prototypical-integrated model of CMTM Expertise Development,
which is shown below.

Social &
Environmental
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AUTOMATIC

G000 EXEMPLARS
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KNOWLEDGE
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Figure seven: CMTM expertise framework

‘ INFORMATION PROCESSING ‘
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The model is a synthesis of integrated themes, which emerged out of research, that interact and interlock to
provide a framework which explains how CMTM expertise is developed. This proposed CMTM expertise
framework allows each individual to continuously improve and to provide demonstrable evidence of
expertise in their CMTM role and integrates the four active elements for learning: watching, thinking, feeling
and doing as proposed by Kolb (1984).

It must be stressed that the model is set in a contextual framework of mitigating factors which are unable to
be controlled or anticipated but will have a direct influence on competence, expertise development and
performance.

Key theme three:

The study proposes CMTMs can progress beyond competence by developing meta-competencies.

Two competencies, identified from the research: ‘self confidence’ and ‘adaptability’ were defined by the
experts during the CTA as the differentiators in expertise levels. These competencies appear to be critical to
expertise development through self-regulated reflection (Schon, 1983) and as a result may be considered as
meta-competencies (Hall, 1986).

According to the literature and CTA, the activation and development of non-technical competencies is
overseen by these two meta-competencies. These are the higher order, meta-cognitive competencies
(Davidson, Deuser, & Sternberg, 1994) which determine the CMTM'’s ability to acquire other competencies
for the future. In turn, that further develops the ability to learn from experience and to develop and enhance
new competencies. These two meta-competences affect the ability to acquire other competencies or to
modify existing CMTM knowledge structures.

Self-confidence and adaptability are competencies in their own right but the research suggests CMTMs at
an expert level must master these (at a meta-cognitive rather than cognitive level) to progress beyond expert
level towards adaptability. Reaching an expert level of CMTM expertise with acquisition of these meta-
competencies may lead beyond an expert level of CMTM competence to a level of mastery, however further
research is needed to substantiate this conclusion. The development of competence (thus gaining expertise)
has been concluded from the research to be a function of learning and the development of knowledge
structures, which may be mediated by these meta-competencies.

Macro level summary

In summary, the research identified that CMTM's competence is dependant upon seven essential
competencies that allow for their level of expertise to be gauged and developed, within an expertise
framework. However, competence and expertise will be mediated by self, social, task, organisational, team
and environmental factors. Using the critical realism approach (Robson, 2002), two meta-competencies
(adaptability and self-confidence) emerged from the research which provided for the difference between
novices’ and experts’ ability to move from routinised to improvised, adapted behaviour.

Meta-cognitive development (i.e. the development of adaptabilty and self-confidence as meta-
competencies) appears to largely be a function of the interactive relationship between competence
attainment (working to a prescribed level, demonstrated through behavioural outcomes of the seven
competencies identified), competence elements (identified in the CMTM competency element model),
deliberate practice (Ericsson,1996), deliberate experience (Ollis et al, 2006) and self regulated reflection
(Schon, 1983, Pintrich, 1999) mediated by social, team, organisational and environmental factors.
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The development of the competencies, competencies model and the expertise framework allow individuals
and organisations to assess their competency levels, allowing for specialised training and development
programmes to be developed. Although these are the key outcomes from the three studies, five additional
themes also emerged, particularly from the practitioner survey and from the CTA.

Each of these themes are now discussed individually, briefly, below.

Emergent theme A:

Current CMTM practice shows non-technical skills are not addressed, however, CMTMs perceive
themselves as experts.

The survey showed some key themes from current CMTM current practice which demonstrated that non-
technical (i.e. cognitive and interpersonal) skills are not explicitly addressed as part of current working
practices. It also found that attention needs to be paid to these non-technical skills as part of a wider
appreciation for CMTM's roles and that the only way for those to be achieved would be from an examination
of CMTM behaviours in their specific CMT role.

The survey illustrated that the majority of CMTMs had a maximum of three years experience in business
continuity management, but had been in the workforce for between 21-25 years, showing they brought with
them significant experience and tacit knowledge from their previous roles. They did however rate themselves
as experts in their current position, conflicting with the literature on deliberate practice, which would classify
them nearer the novice rather than expert level. The majority of respondents with this view also did not hold
any relevant BC/CM qualifications. This suggests a perception of competence, which is out of sync with the
defined literature; even a dangerous overconfidence in their abilities.

Howell (1982) describes competency states and, from the literature, the ‘unconsciously incompetence’ mode
seems to articulate the findings of the research:

"Unconscious incompetence — At this lowest level of performance, people are not only doing badly, but
perceiving failure as success. They make mistakes and don’t know it. To be the unconsciously incompetent
member of a work team, this may be a blissful condition, but the other members of the team do not share the
bliss and will not tolerate the situation for long. ” [p.30].

By generating a competence profile and expertise model from the research, it may promote discussion in the
industry and allow CMTMs to reframe their competence in an attempt to move towards an expert level of
expertise. The results showed that there is a discrete disparity between the current literature on deliberate
practice and learning through experience, with the current practices and perceptions provided by the survey.

CMTMs have a perception of competence with no substantial evidence to back up their claims as experts,
as by their own admission they have no selection process or criteria, limited introduction training (if any), and
little developmental training to ensure their skills are kept current. A key area to examine in future research is
whether there is an over-estimation of CMTMs’ skill levels.

Survey responses also show that CMTM roles are normally part of an individual's day-to-day role, but that
their CMT role is not covered by their organisation’s performance management approach. This shows that
both the organisation and the individual may undervalue the role. Respondents also highlighted that the
majority of CMTMs are not chosen to join a CMT which raises questions like; how does the organisation
know they are an appropriate person to join the team? Does the individual synergise with the team? Are the
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team dynamic and skill levels appropriate? This is a key finding from the survey and indicates that when
organisations recruit they do so for the main role and not for the CMT element. This suggests no-one has
‘approved’ their selection to the team, assessed their competency, and therefore the organisation cannot
currently ‘prove’ its CMT competency.

Emergent theme B:

~ Perceived control is a key element which differentiates CMTM experts and novices.

The CTA showed that the difference between novices and experts, who respond to a given crisis, lies with
their perceived level of control. If the individual has evidence of competence, their level of perceived
optimism or helplessness will impact on their perceived level of control (Seligman, 1998). This in turn will
impact on their self-confidence or self-efficacy (or psychological distress) of how they feel they can handle
the situation. In turn, affecting the way the individual adapts to the circumstances, which affects how they will
perceive the problem and how they can adapt their existing knowledge structure/schemas to it. If their level
of efficacy is high, their approach and mindset optimistic, they will be more motivated to positively contribute
to the team/situation and, from the literature, will be more willing to take on board learning points to modify
their responses for the future. Leading, again, to an increase in competence and expertise levels.
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Figure eight: Implications of CMTM competence
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The research showed that experts and novices differ in their range of actions and their ability to alter their
existing knowledge structures. This finding is consistent with Orasanu & Connelly’s (1993) published work.
Situational awareness between experts and novices was also found to be at a different level and supports
the literature review, which showed it is more limited in novices, as they haven't fully defined knowledge
structures. This in turn, supports Nobles’ (1993) research which shows expert actions and behaviour is
schema driven. The diagram in figure eight (above) outlines this cyclical process, as found by the research.

Emergent theme C:

- CMTMs receive little training and development.

The research showed that formal training of CMTMs has predominantly focused on developing knowledge,
role expertise and technical skills but not on the softer skills which are critical to competence. Integration of
these non-technical skills may contribute to better CMTM performance (Crichton, Lauche & Flin, 2005). The
results of the survey also showed that self-regulation of learning (Pintrich, 1999) and expertise development
was minimal among CMTMs. The research from the literature review and indeed as described above,
shows a need for individuals to self regulate their own learning to contribute to adaptation of their knowledge
structures (Schon, 1983). The majority of respondents believed that initial training (if any was provided)
along with an annual exercise is enough to promote competence in CM, in contrast to the theories examined
as part of the literature review (Ericsson,1996).

Piaget (in Satterly,1987), Kolb (1984) and Lewins' (1942) models of learning, show that self-reflection and
specific feedback are mechanisms that transfer experiences to learning, allowing individuals to develop new
mental models/schemas/knowledge structures which they can use to guide a better response in the future.

The research also showed that exercises, also called simulations, are key in allowing CMTMs to develop
their knowledge structures, through experience and interaction. However, the majority of CMTMs only
participate in one exercise per year with no supplementary training, providing a substantial reliance on an
annual one-off event for learning, training and development.

The survey also found an absence of structured individual feedback on performance, demonstrating that
CMTMs do not receive the recognition for their role, in most organisations. This lack of feedback limits the
development of schemas, effectively limiting the individual's level of competence and thus collective
organisational competence. A CMTM'’s competence ceiling, therefore, may remain static through lack of
structured feedback, development and training but participation in exercises leads to an increase in the
individual's confidence and thus a perception of increased competence, which may not be true in practice,
explaining the views put forward in the survey.

In addition, the survey also showed that induction training, which is considered the key to most business
roles, where provided, was based on the basics of business continuity management and not specifically on
crisis management or its response.

The results of the survey show that training for CMTMs appears to be minimal, which is disturbing given the
emphasis placed on crisis or incident management by organisations today. A small percentage of CMTMs
received induction training for their role but only 3.8 percent have received any psychological skills training.
Given that crises are events which incur significant psychological stress, organisations do not appear to be
providing a duty of care to their CMTMs.
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CMTMs may experience many crises of differing magnitudes over their time as part of a CMT, which may
impact on the individual's wellbeing, over time. Organisations are not ‘psychologically preparing’ their
CMTMs and there is a real need arising from the literature to integrate human factors into CMTM's training
and development.

Emergent theme D:

CMTMs rely on their acquired competencies (past knowledge) to perform.

As the majority of respondents have not been in crisis management for more than three years, equating
more to a novice level of expertise, they are specifically reliant on past experiences and knowledge from
other roles. This may include both the non-technical and technical elements of their CMTM role. It is
important to state that these past experiences will develop towards schemas and how they respond to
incidents but that skills can regress unless maintained and updated. Further research is heeded to identify
how this past experience contributes to CMTM competence.

Emergent theme E:

CMTMs rely on crisis management plans and procedures.

From the information gathered from the survey, CMTMs are reliant on crisis management plans and
procedures, not only to guide their response but also for clarifying their role and responsibility. This is
concerning as most decisions taken by CMTMs and indeed the CMT are naturalistic (Klein, 1997).

The research shows that CMTMs may be overly reliant on plans and procedures but adaptability or flexibility
in approach was defined by experts as the key competency for successful crisis management. This
suggests that most respondents are at a novice/proficient level of competence and not the expert level they
perceive themselves to be at.

The CTA also uncovered an aspect of CMTM performance not addressed by the literature review or the
survey; that novices must learn ‘social’ aspects as part of competence attainment, as well as technical and
non-technical skills. CMTMs must understand and align themselves with the norms and culture of the CMT
which in itself is a competency. This finding complements Lave & Wenger (1991), who state that novices
must learn social and cultural norms to develop competence and highlights the importance of these factors
as part of the CMTM expertise framework.

Transactive memory (Mitchell & Nicholas, 2006) was also identified by the experts at the CTA session,
which had not been addressed earlier in the research. This suggests that novices base their knowledge and
experience on others in the CMT and adjust their own behaviour to suit. In effect, learning from others’
experience. If this is indeed a learning mechanism used by CMTMs, the survey suggests that the annual
exercise is the primary mechanism for this knowledge transfer. Other mechanisms in addition to the exercise
would be useful in allowing novice members to learn from others, such as shadowing or buddy systems
whereby feedback is individual, appropriate and timely delivered to develop competence and expertise.
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Limitations of the research

It has been argued that CMTM'’s competence is not a static construct. It develops and regresses depending
on eight competency elements and two meta-competencies. Production of the CMTM’'s competency
elements model and expertise framework will allow an assessment of competence or expertise only for a
brief snapshot in time. Although many theories on competence and indeed expertise show discrete stages of
expertise development (Bloom, 1985, Dreyfus & Dreyfus, 1986), Jones (2004) argues that it is an ‘emergent
property’, fluid and fluctuating, depending on context, task, environment and human factors. This must be
considered in the application of the CMTM competencies, the competency elements model and supporting
expertise framework devised from this research, particularly if the proposed expertise framework is used for
assessment purposes.

Given the unpredictable and dynamic nature of crisis management (Flin, 1996), the limitations of being

unable to gain ‘deliberate practice’ (Ericsson et al, 1993) may hinder the development of competence, even
if the model of competency and expertise framework has been accepted by an organisation.

Overview of the three studies

The research showed that a CMTM can become an expert in their role, but competency and expertise are
not static variables, they are mediated by eight different factors and a model has been proposed to illustrate
this for CMTMs, in an attempt to start practitioner discussion.

The study showed the importance of self confidence in allowing self regulated learning to take place, and
identified how little training and development was currently being undertaken by CMTMs.

The competencies and suggested models were built from information gained directly from the business
continuity community and exemplars of behaviour for the essential competencies were provided by a panel
of CMT experts, currently practicing in the field.

The difficulty with defining CMTM'’s competence was resolved by using observable behaviours, as a way to
gauge expertise levels and performance.

The literature review and primary research found that the mindset of the business continuity community may
be blinkered, with people believing their competence rates are far beyond what they can substantiate,
specifically using the theories of deliberate experience and deliberate practice. To assist the business
continuity community in applying the non-technical competencies, competence element model and expertise
framework developed from this research, the author has devised further recommendations and tools for
organisations to adapt, to assist them in developing their CMTM'’s competence and expertise, which will be
published freely for the benefit of the whole business continuity community during 2007.
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REVIEWERS' COMMENTS

The author sets out some early and commendable assertions such as trying to bridge the bridge the gap
between academia and business and how individuals might just be ‘cultivated and developed towards
expertise’. However, | am not sure just how successful these and other logical themes were developed
throughout 21 pages of very otherwise interesting reading?

Other very welcome observations refer to ‘crisis management plans being only as good as those managers
and teams implementing them’ and how (in my words) unusual situations demand unusual responses,
rather than conformity with usual protocols.

Throughout the paper were several clear diagrams, although some such as crisis management team
competences did not include otherwise useful member competences such as lateral thinking (Edward de
Bono) or a consideration of team and work roles (Meredith Belbin) as well as the often used revised model
of situational leadership (Hersey & Blanchard). | think it might have been useful to also refer to these.

It was good, indeed, to read the outcome of part empirical research which showed that ‘the CM team
members role is not generally acknowledged within organisations’ (how very true) notwithstanding an
analysis of ‘CM team members had a maximum of three years BC experience’. Also that exercises ‘are key
in allowing CM team members to develop their knowledge structures through experience’. The same
research suggested that on average less than 4 percent of CM team members had received any
psychological skills training and ‘how little training was currently being undertaken by CM Teams'.

Apart from some otherwise very interesting comments, a particular area where the paper seemed to have
somewhat artificial restrictions was the constant reference to the ‘business environment’ which rather
excluded the public sector. A counter view might suggest the concept of crisis management team members
has no such boundaries? However, given the background of the author this is an understandable reference
point.

It would also have been very interested indeed to see comment on BS 25999 and | believe it's misplaced
guidance insofar that crisis management is not really that but ‘incident management’ instead. For many
people the noun crisis is more accurate, eponymous and easy to understand. | am in one sense glad the
author refers to crises rather than the rather vague term ‘incidents’ but can only assume this work was
completed before BS 25999 was published otherwise | sense this might have been commented on. At least |
hope so.

So, in a world where the extraordinary has become commonplace and the unexpected is now regularly
anticipated it is good to read this paper, albeit with some doubts that | have just expressed. | think the author
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might agree with me that the noun crisis is in fact a lay term — albeit in search of scholarly meaning and in
this sense the author is to be congratulated.

Peter Power, FBCI

Case studies show that success or failure in managing a serious incident depends far more on the way it is
handled than its cause, scale or impact. The ability to measure and improve the competence of the team
who would attempt to manage the crisis is therefore imperative since this team is usually assembled by
default rather than chosen on merit. The finding that team members perceive themselves as experts when
their experience in crisis management would rate them as novice level is particularly concerning implying
dangerous overconfidence.

The conclusions reached by the paper are probably no different to those we would suspect intuitively but by
analysing the components of competence, through the literature and practical research, pointers emerge as
to how best to improve it. There is clearly a need to focus training on soft skills rather than knowledge and
technical skills and it is suggested that simulation exercises offer the best way to develop these. It will be
interesting to see what tools and further recommendations for competence development of the CMTM
emerge from this research later in the year.

lan Charters FBCI

The crisis around the loss of oil rig Piper Alpha, in 1988, raised concerns about the effectiveness of
crisis management teams. Crises pose particular problems for management teams and their members;
intense demands are placed upon the team and the individuals who comprise it. These demands may arise
from the uncertainty and dynamism as an incident unfolds, difficulties compounded by limited information
flows and tight deadlines for decision making. For the individual, crisis management team member's
(CMTM), responding to a crisis incident is likely to be a long way removed from the day to demands placed
upon them. The cultural values that underpin rules of communication in daily routines may be inapt to crisis
scenarios. It has been argued that CTTM’s not only have to handle a crisis incident but they have to resist
falling into the operating norms that suit routine operating practices. The police at Hillsborough spring to
mind as one extreme example (see Elliott & Smith, 1993).

Thus this paper deals with the important question of what constitutes the ‘right stuff with regard to the
individual's who make up a crisis management team. That the study emerged from an inconclusive
discussion is not surprising. To put into practice the understanding we have of how to make teams more
effective is not an easy task for routine activities. The uncertainty and dynamism, characteristic of crises,
makes this even more difficult. A strength of this paper is to flag up the importance of this issue — one test of
BCM is in how effectively incidents are managed, and the effectiveness of the team tasked with handling
crises is an important factor in achieving this. The paper reviews much of the relevant literature and provides
a thought provoking examination of the types of important competences.

But to play devil's advocate, | wonder whether the focus upon the individual is apt. A key issue identified by
Anderson is the distinction between members of a crisis team there by virtue of their specialist knowledge
(HR or IS for example) and those there because of their ‘behavioural’ style. Some personalities seem better
able to deal with the peculiar demands of managing a crisis than others. This leads me to question the use
of Ericsson’s work and the implicit assumption that crisis management expertise can be developed —
Ericsson suggests that 10 years or 10,000 hours of deliberate practice leads to ‘expertise’. But Ericsson’s
concern, | believe, was with individuals rather than teams, and a well established view is that teams are
greater than the sum of their parts. To use an analogy from sport, Martin O’Neill's success with Leicester
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City football club (I confess a personal interest) arose from an ability to pick of team of largely uninspiring
individuals and to make them click. O’Neill seemed able to identify individuals with the basic technical
competence in key areas and also their behavioural suitability to fit within the team.

Lorna Anderson’s goal is the creation of a ‘road map... [to] allow the identification and recognition of the
range of knowledge, skills and behaviours that are required as a CMTM.” A next step in this important study
must be to evaluate whether predictions deduced from the study’s findings are supported by evidence from
real life crisis management or, from crisis simulations — | look forward to seeing the results!

Dominic Elliott BA MBA PhD FBCI
Professor of Business Continuity and Strategic Management, University of Liverpool Management School






