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Abstract:

This article explores the intersection of crisis communication and strategic
intelligence, emphasizing the critical role of proactive information management in the pre-
crisis phase. In an increasingly volatile organizational environment, traditional reactive
crisis management is no longer sufficient. By integrating strategic intelligence tools—such
as benchmarking, brainstorming, the Pareto principle, and the Ishikawa diagram—
organizations can identify weak signals and emerging threats before they escalate into full-
scale crises.

Grounded in Situational Crisis Communication Theory (SCCT) and proactive
scanning models, this study provides a conceptual framework demonstrating how strategic
intelligence functions as a vital mechanism for crisis prevention organizational innovation,
and effective decision- making.

Keywords: Crisis Communication, Strategic Intelligence, Crisis Prevention,

Situational Crisis Communication Theory (SCCT), Organizational Decision-
Making.

s
.
.

ByloY bl Lol (he wuSTI ps o gl il o Ely lod) Jlas) o alolast) AL sia adSiud
Slai¥l Byls) aad @ esldadl Wl el deadais Ay do A B Lo Aspe 3 ABLELY! Slaglall
Cagaally dpam,ll EL Jie LY (SN Slgal mes M5 ey A8 Llxi! e daslall dyadadll
Jid bl slagadly Zaaall Shlay! duss Sluwsl] pbrad Syl bbsey gtk Tamg gadll
Aals aleyl J) acbazs o

807



mailto:nadiochka144@hotmail.com

Djebbab nadia

hlb) dlyull sia auds (3Liwd) zall z3las (SCCT) wlas¥l 3 @bl Jhas¥! alas J) sl
Shyall Sl daiadl 5K g ccnlod¥! (o 3lEgl dpulind IS el A (KU1 Jony oS musgy Lasalin
Jlaall

=l Q bl Jlasy &b bl e 2l (GslAaY! sS4 e Jlasl dolide clalS
geantll 51l 3Lsl ((SCCT)

Corresponding author: Djebbab nadia
1. Introduction

Crisis communication has become one of the most essential mechanisms for managing
and addressing crises that may threaten organizational stability, both internally and
externally, particularly in an environment characterized by increasing uncertainty,
complexity, and strategic challenges (Coombs, 2015.) Crises can severely affect an
organization’s reputation, credibility, and public image, compelling organizations to adopt
effective communication strategies aimed at reducing negative impacts, preserving
stakeholder trust, and containing potential damage (Ulmer,Robert, 2019, p 12).

Within this context, strategic intelligence emerges as a proactive managerial approach
that enables organizations to anticipate risks and identify potential threats before they
materialize (Liebowitz, 2006,p 23) It also contributes to the development of effective
strategic plans for crisis prevention, preparedness, response, and post-crisis learning.
Strategic intelligence relies on the systematic collection, processing, and analysis of
information related to both the organization and its external environment (Craig, 2015,
p52)This process is often carried out by communication specialists and public relations
professionals to generate strategic insights that support organizational decision-making
(Steyn, 2003,p 98.).

By providing accurate and timely information, strategic intelligence assists executive
management in making informed decisions during critical situations, thereby strengthening
the organization’s capacity to prevent, manage, and recover from crises. Accordingly, this
study seeks to address the following research question: How can strategic intelligence be
effectively employed in crisis communication?

2.Theoretical Framework: Anticipatory Management and SCCT

To fully understand the integration of strategic intelligence into crisis communication,
it is imperative to ground this relationship in established theoretical frameworks. The
Situational Crisis Communication Theory (SCCT), developed by Coombs (2007), posits
that crisis managers should match their strategic responses to the level of crisis
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responsibility and the reputational threat posed by the situation. However, before a response
can be formulated, an organization must accurately assess the threat level. This is where
strategic intelligence becomes critical.

Furthermore, Aguilar’s (1967) foundational work on "environmental scanning"
provides the theoretical basis for strategic intelligence. Aguilar argued that organizations
must continuously scan their external environments to capture strategic information. When
SCCT is coupled with environmental scanning, crisis communication transitions from a
reactive discipline (damage control) to a proactive one (risk anticipation and mitigation)
(Gilad, p36,2004)

3. Conceptualizing Strategic Intelligence in Organizational Contexts

Crisis communication refers to the communication processes and practices that enable
organizations to anticipate, prepare for, and respond effectively to crises through the
allocation of appropriate studies, resources, and specialized personnel (Fearn-Banks, 2016,p
116.)The ultimate objective is to manage crises in a manner that allows organizations to
minimize potential losses and preserve their reputation and operational continuity.

In light of the profound political, ideological, economic, and technological
transformations characterizing the contemporary environment, organizations are
increasingly required to adopt new management approaches based on strategic intelligence.
According to Lesca (2003), strategic intelligence (or anticipatory intelligence) is an
information-based process through which organizations continuously monitor their
environment and proactively identify "weak signals" that may indicate emerging
opportunities or potential threats. This process aims to foster innovation, reduce uncertainty,
support decision-making, and enhance organizational adaptability.

Strategic intelligence pursues several objectives, including identifying and adopting
best practices, improving the overall efficiency of organizational information systems,
creating a favorable environment for decision-making, anticipating opportunities, and
detecting threats to mitigate their potential consequences )Pellissier ,2013 «p188(

4. Strategic Intelligence Tools for Crisis Prevention

Several contemporary tools and techniques contribute to crisis prevention through
effective communication, information sharing, and strategic intelligence. Many of these
approaches were initially developed in the military and quality-control fields before being
adapted to organizational management.

4.1. Benchmarking

Benchmarking involves the systematic comparison of organizational performance
indicators with historical records, industry standards, or competing organizations (Camp,
1989,p45). In the context of risk assessment and customer satisfaction, organizations
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frequently employ measurement scales (such as the Likert Scale) to gauge stakeholder
sentiment. Responses are collected, classified, and analyzed using statistical techniques.

Monitoring stakeholder satisfaction through benchmarking is particularly important
because it enables organizations to assess performance trends over time. A decline in
satisfaction levels may act as a weak signal of an impending crisis, such as a consumer
boycott or a reputational collapse. Consequently, organizations should conduct detailed
analyses to identify the factors responsible for dissatisfaction and implement corrective
communication actions to restore confidence before a crisis erupts.

4.2. Brainstorming

Originally popularized by Osborn (1953), brainstorming is a participatory decision-
making technique that encourages the involvement of all members of an organization in
identifying and solving problems. The technique is based on presenting a specific issue and
allowing participants to freely express ideas without immediate criticism.

In the context of crisis communication and strategic intelligence, brainstorming plays a
crucial role in scenario planning. By encouraging the exchange of diverse perspectives,
organizations can identify non-obvious alternative courses of action and develop more
effective, innovative crisis response strategies (Mitroff, 1992.p88)

4.3. The Pareto Principle (80/20 Rule)

Another important tool that supports strategic intelligence is the Pareto Principle,
named after economist Vilfredo Pareto and adapted for management by Joseph Juran (Juran,
1951.p95)This principle states that approximately 20 percent of the root causes of a problem
often account for 80 percent of its negative consequences.

In crisis management, the application of the Pareto Principle requires a high level of
analytical capability. Organizations must identify the "vital few" factors (the 20%) that are
most likely to trigger a severe crisis. This proactive approach is closely linked to strategic
intelligence, which filters through massive amounts of environmental data to isolate the
critical weak signals that require immediate communication interventions (Bensoussan,
2015.p112).

4.4. Zero-Problem Approach

The Zero-Problem Approach is based on the principle of preventing problems before
they occur, closely aligned with Total Quality Management (TQM) philosophies (Croshy,
1979.p37). Although its absolute implementation is challenging, it remains a highly
effective preventive mindset. It relies on continuous monitoring of the organizational
environment. To achieve this, many organizations establish dedicated strategic intelligence
units responsible for environmental scanning and risk assessment, ensuring that potential
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communication blunders or operational failures are rectified internally before reaching the
public sphere.

4.5. Ishikawa Diagram (Cause-and-Effect)

Also known as the Fishbone Diagram, this technique was developed by Kaoru
Ishikawa (1985) to identify the potential causes of a problem through a structured analysis.
The process begins with a precise definition of the potential crisis, followed by the
identification of various categories of causes (e.g., human error, technological failure, policy

gaps).

The Ishikawa Diagram is considered one of the most effective problem-analysis tools
in strategic intelligence because it provides a comprehensive view of the situation. It
facilitates the identification of root causes and helps narrow the scope of the problem to its
most critical elements, thereby supporting informed decision-making in crisis prevention.

. 5. The Relationship Between Strategic Intelligence Tools and Innovation

The effectiveness of strategic intelligence lies not only in its ability to identify risks
but also in its contribution to organizational innovation (Liebowitz, 2006). Tools such as
brainstorming, benchmarking, the Pareto Principle, and the Ishikawa Diagram are
complementary. Together, they facilitate information collection, problem diagnosis, and the
generation of innovative solutions. By integrating these tools, decision-makers transform
raw data into actionable knowledge, fostering a culture of continuous learning and
competitive advantage.

6. Strategic Intelligence in the Pre-Crisis Phase

Returning to the central question of this study, strategic intelligence can be most
effectively employed during the pre-crisis phase, which constitutes the foundation of
successful crisis communication.

6.1. Organizational and Environmental Analysis

The development of any crisis communication plan must begin with a thorough
research process. A comprehensive organizational assessment enables decision-makers to
develop an accurate understanding of the organization's strengths, weaknesses,
opportunities, and potential threats (SWOT analysis). According to communication
scholars, several sources of information can support strategic intelligence during this stage
(Coombs, 2015.)Identifying organizational weaknesses and potential consequences.

e Analyzing historical media coverage, press releases, and public sentiment.

e  Monitoring developments and regulatory changes within the industry.

e Understanding the concerns and expectations of the local community and key
stakeholders.
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6.2. Early Warning Stage: Detecting Crisis Signals

The second stage is the early warning stage. Scholars such as Mitroff (1988) and
Mekkawi emphasize that crises emit “"warning signals™ long before they materialize into
full-blown disasters. This phase represents a critical turning point.

During this stage, the organization is confronted with preliminary indicators that
suggest the possibility of a future threat. Consequently, the early warning stage is heavily
reliant on strategic intelligence activities, particularly the identification of Lesca’s (2003)
"weak signals." When organizations fail to pay attention to these indicators, the likelihood
of a crisis increases significantly. Conversely, effective signal detection allows for the
activation of preventive communication strategies.

6.3. Information Selection and Identification of Potential Crises

Following data collection, organizations must move to the selection of critical
information. As Dougherty (1992) noted, public relations practitioners should develop a
"crisis inventory" that classifies potential crises according to their probability and potential
impact.

One practical approach consists of assigning numerical values (e.g., from one to ten) to
each potential crisis to facilitate prioritization. Furthermore, organizations should establish
comprehensive crisis files documenting previous experiences. Studying past experiences
and industry benchmarks provides valuable lessons that improve future crisis preparedness.

6.4. Preparedness and Prevention Stage: Crisis Management Planning

This stage represents the final phase of strategic intelligence activities before a crisis
erupts. It involves linking intelligence gathered through environmental scanning with the
public relations strategy (Steyn, 2003,p 98.)The ultimate goal is to transform intelligence
into practical preparedness measures. Several requirements are essential:

e  Establishing a Crisis Management Unit: A specialized team granted sufficient
authority to carry out risk mitigation.

e Forming Specialized Response Teams: Task forces capable of rapid
intervention.

e Training and Capacity Building: Regular simulation exercises for employees
to improve decision-making under pressure.

e Maintaining Strong Media Relations: Cultivating constructive relationships
with journalists and appointing a trained spokesperson before crises arise (Fearn-Banks
K., 2016.24.)

e Developing Crisis Scenarios: Scenario planning involves envisioning worst-
case future situations and constructing decision trees to guide future actions (Mitroff,

812



Crisis Communication and Strategic Intelligence: A Theoretical and Conceptual Approach

Transforming the Crisis-Prone Organization: Preventing Individual, Organizational, and
Environmental Tragedies, 1992.p28)

7. Applied Case Studies: Strategic Intelligence in Action

To further illustrate the theoretical concepts discussed, it is essential to examine real-
world applications of strategic intelligence in crisis communication. The following case
studies demonstrate how organizations either successfully utilized proactive intelligence or
failed to heed early warning signals.

7.1. The Cost of Ignoring Weak Signals: The Toyota Recall Crisis (2009-2010)

The Toyota recall crisis serves as a prime example of the consequences of neglecting
strategic intelligence and environmental scanning. Prior to the massive recall of millions of
vehicles due to unintended acceleration, Toyota received numerous "weak signals" in the
form of customer complaints, regulatory inquiries, and internal quality reports (Grebe, 2013,
pp. 295-311)However, the organization's intelligence gathering and communication systems
failed to synthesize this data into a coherent early warning mechanism.

Rather than utilizing tools like the Ishikawa Diagram to identify root causes early,
Toyota’s initial crisis communication was reactive and defensive. The lack of an integrated
strategic intelligence approach delayed the activation of an effective crisis response,
ultimately causing severe damage to the company's reputation for quality and reliability
(Coombs, 2015., p. 152). This case underscores that collecting data is insufficient;
organizations must possess the analytical capacity to transform weak signals into proactive
crisis prevention strategies.

7.2. Proactive Anticipation and Preparedness: Johnson & Johnson’s Tylenol Crisis

Conversely, the Johnson & Johnson Tylenol crisis remains the gold standard in crisis
communication and preparedness. While the crisis itself (product tampering) was a sudden
external threat, the company’s ability to respond effectively was rooted in a pre-existing
culture of environmental awareness, stakeholder analysis, and a strong organizational
framework——principles directly aligned with strategic intelligence (Glen M. Broom,
1994.p35)Guided by its corporate "Credo," which prioritized consumer safety, Johnson &
Johnson had established clear communication channels and strategic decision-making
protocols. When the crisis emerged, the organization did not wait for regulatory mandates;
they proactively utilized their intelligence networks to trace the issue, recalled the product
nationwide, communicated transparently with the media, and collaborated with law
enforcement (Fearn-Banks K. , 2016.p74)Furthermore, the company utilized post-crisis
intelligence gathering to innovate the industry's first tamper-evident packaging,
demonstrating how strategic intelligence not only mitigates damage but also drives
organizational innovation and recovery.
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8. Conclusion

The preceding discussion demonstrates that strategic intelligence constitutes a vital
informational and analytical process within the broader framework of crisis communication.
Its importance is particularly evident during the pre-crisis phase, where it enables
organizations to anticipate risks, identify early warning signals, and implement preventive
measures before threats materialize.

Through environmental scanning, scenario planning, and intelligence tools (e.g.,
Ishikawa, Pareto, Benchmarking), organizations can substantially reduce the impact of
inevitable crises. Furthermore, the rapid technological transformations affecting
contemporary communication environments have expanded the scope of strategic
intelligence, leading to the emergence of "technological vigilance.” Consequently, the
integration of strategic intelligence into crisis communication is no longer an optional
managerial practice, but rather a strategic necessity for maintaining organizational
reputation, resilience, and sustainability in an increasingly volatile world.
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