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iPraise for
THE CRISIS CASEBOOK

“A is for Alaska Airlines, Amazon, Apple and more in this rundown of crisis management for dozens of brand names. The author draws on decades of experience as a leadership strategist assessing what works. Alphabetized for easy access, T is for Taylor Swift, her music and her business sense, and Z is for Zelensky, president of Ukraine, adept at telling his country’s story. Who did it right and who fell short is spelled out in The Crisis Casebook, an easy read that offers a roadmap for success.”

Eleanor Clift, Daily Beast columnist and co-author of Selecting a President

“Having managed a crisis and maybe created a few at the White House, I can say that studying this crisis casebook will help anyone who is in a position vulnerable to unanticipated risk and inadequate preparation.”

Mike McCurry, Former White House Press Secretary (1995–98)

“In today’s always-on world of real-time media, a public relations crisis can occur instantly. Unless you are prepared for a quick response, you will be seen as uncaring (or worse). In The Crisis Casebook, Edward expertly analyzes the PR successes and failures of some of the biggest brands so we can learn from what they did right and wrong. It should be required reading of any brand manager and public relations executive.”

David Meerman Scott, bestselling author of The New Rules of Marketing and PR, available in 29 languages from Albanian to Vietnamese.

“In The Crisis Handbook, Edward Segal draws upon extensive experiences, exhaustive research and excellent insights to help people, campaigns and companies navigate the dangerous terrain of crises.

Segal’s succinct case studies illuminate the multitude of ways controversies and catastrophes can afflict businesses and organizations large and small, and he couples each saga with sage advice.

You can’t help but come away from this book ready, willing, and able to tackle crises head-on. With The Crisis Handbook at your side, helplessness is replaced by hope, and despair is overcome by determination. The book is not only a must-read—it’s a must-have at the ready when crises happen.”

Jim Kennedy, a former spokesman for Bill and Hillary Clinton, Sony, and News Corp

ii“Edward Segal has done it again! What an amazing resource for communication practitioners and organizational leaders alike. The cases reflect the kinds of crises today’s organizations face today and you will undoubtedly see your organization in many of them.

Edward not only captures and analyzes the experiences of other industry leaders so you can learn from them, he also provides rules to follow and pathways to build your own library of proven tools that will help you recognize, plan for, implement, and track crises affecting—or will likely affect—you and your organization. I can’t wait to get this resource in the hands of my students as it provides the examples and lessons learned that will make them crisis ready communication leaders of the future.”

Mitchell Marovitz, director and professor, Communications, Journalism, and Speech Program at the University of Maryland Global Campus

“Edward Segal’s The Crisis Casebook is a practical, insightful guide to not only tackling the challenges but also seizing the opportunities associated with crisis management. Through real-world examples and expert observations, Segal explores how effective communication shapes business outcomes, builds trust among stakeholders, and leads organizations through uncertainty.

As a business communication scholar, I value how this book equips leaders with the necessary tools to make bold, informed decisions when the stakes are high. It’s a must-read for anyone who wants to navigate crises with confidence and clarity.”

Carla Bevins, Associate Teaching Professor of Business Management Communication at Carnegie Mellon University’s Tepper School of Business

“The Crisis Casebook offers dozens of real-world examples and lessons on how others created or managed a wide range of crisis situations. Written by crisis management expert Edward Segal, this is my go-to resource to profit from the experiences of others and find ways to address crisis-related challenges and concerns. History shows that another crisis is always around the corner. That’s why the sooner you read this book, the sooner you will be prepared for what comes next. Always keep The Crisis Casebook close by!”

Arnold Sanow, Author, Get Along with Anyone, Anytime, Anywhere

“Buckle up for the ultimate crisis playbook that’s part corporate thriller, part leadership manual! Edward Segal does not just tell stories—he decodes the DNA of organizational survival in a world where one tweet can topple an organization.

iiiThe Crisis Casebook is your backstage pass to the most memorable corporate moments, unpacking how brilliant (and not-so-brilliant) leaders navigate make-or-break situations. It’s like having a front-row seat to the most intense chess match, with insights that will make you rethink everything you know about leadership, resilience, and the razor-thin line between disaster and triumph. This is not just a book—it’s a masterclass in turning potential catastrophes into comeback stories.”

Lakesha Cole, Principal publicist at she PR

“If you wonder if there is a compilation of crises that have been managed well - and not so well – wonder no more!

The Crisis Casebook is, without question, what you are looking for: the classic, comprehensive compendium of crises and responses (successful and not successful at all!). It’s by Edward Segal, one of America’s premier, crisis management experts and the authoritative, crisis management commentator who has been read by millions on Forbes.com.

Segal’s new book is a crisis management primer, filled with signature insights and learning moments. Knowing about and learning from others’ crisis response failures is a safety net against making similar errors yourself. The Crisis Casebook reads like a thrilling novel and imparts meaty lessons on every page about what to do, what not to do, and how best to be prepared to address your crisis when it comes. Because, in one form or another, it often comes for us all.”

David Nellis, CEO, ROI Advertising

“The Crisis Casebook underscores Edward Segal’s standing as one of the world’s leading authorities on crisis management.

Segal argues that relying on the strategies of hope, luck, avoidance, or denial during a crisis worsens problems instead of solving them. Alarmingly, many executives fall back on these inadequate measures as their primary crisis management plans.

The Crisis Casebook includes dozens of examples of how well-known companies and brands responded to a variety of risks and threats. At the heart of the examples are two critical questions: “What was the right thing to do?” and “What can you learn from the crisis?”

Coni K. Meyers, founder and president of BePreparedBeReady.org

iv“Businesses face countless types of crises, some predictable, others not. In The Crisis Casebook, Edward Segal offers his insights and advice into crisis management for scores of catastrophes including product tampering, leadership missteps, fighting disinformation, death of a senior executive, and many more. If you want to get a handle on how to prepare and how to act during your next crisis—as any smart company should—keep The Crisis Casebook handy.”

Ed Barks, author and president of Barks Communications
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xiixiiiIt takes 20 years to build a reputation and five minutes to ruin it. If you think about that, you’ll do things differently.

Warren Buffett

Never let a good crisis go to waste.

Widely attributed to former British Prime Minister Winston Churchill




xivxvIntroduction

The advice and examples in The Crisis Casebook are based on the hundreds of stories I have written as ﻿a Leadership Strategies Senior Contributor for Forbes.com and my work as a crisis management consultant.

In addition to sharing my crisis management advice, the chapters that follow feature recommendations and insights from many of the public relations, marketing, branding, and other experts I have interviewed over the years.

As noted in the subtitle, this book is about the lessons in crisis management from the world’s leading brands. That’s why the chapters are organized alphabetically by brands, instead of by themes or crisis types. The roughly A-to-Z nature of the Contents enables readers to quickly find well-known brands and how they responded to a crisis.

I’m happy to refer readers to Crisis Ahead, my previous book about crisis management. There they will find more than 100 types of crises and crisis triggers that are listed according to the types of crisis instead of by brands. The crises range from accidents, accounting mistakes and active shooters to viral videos, whistle-blowers, and wildfires.

The hundreds of examples in The Crisis Casebook and Crisis Ahead have an important message in common. It is easier, faster, and more affordable to learn from the experiences of others than to suffer through a bad situation yourself—only to find out afterward what you should have done.

I am a great believer in crisis management cross-training, which means learning from the crisis management experiences of those who are in different industries and professions. The more business executives know ﻿about how others responded to a crisis, the more likely it is that they can find the right approach to managing theirs.

My definition of a crisis is anything that can damage the credibility, image, reputation, bottom line, activities, or future of brands and companies, affect the morale of employees, make it harder to recruit or retain workers, or create a risk of litigation.

Crisis management covers a lot of ground as well. One of the best ways, of course, to manage a crisis﻿ is to take steps to prevent it from happening in the first place, or at least mitigate the impact as much as possible.

xviAs I noted in Crisis Ahead﻿:


	It’s not a matter of if companies will face a crisis﻿ but when they will, where it will happen, how bad it will be, and what they will do about it.

	Most organizations do not have the knowledge, skills, or resources to face or recover from a crisis. They do not have a crisis plan in place or, even if they do, have not tested it to see how it would hold up in the real world.

	Hope, luck, delay, denial, or stonewalling are not effective strategies for managing a crisis or trying to avoid one. They usually make matters worse.

	A crisis does not respect national boundaries, calendars, clocks, industries, or professions. It can strike any company, organization, or high-profile individual anytime and anywhere.

	You may need specific skills and resources—such as management, public relations, marketing, advertising, legal, HR, and IT—to help get through a crisis. Depending on the situation, you may have to call on assistance from first responders, law enforcement, healthcare providers, financial experts, consultants, or government agencies.

	A lot can be at stake in a crisis, including the image, reputation, credibility, and future of companies; revenue and profits; the ability to attract and retain employees; and careers.



Variables

No two crisis situations are likely to be the same. Some of those variables include:


	The nature and extent of the crisis. Is it confined to one office or multiple offices and manufacturing facilities?

	Who is affected by the crisis, whether they are employees, customers, stakeholders, or the public﻿.

	The age and size of companies. Older and larger businesses often have more layers of management—and red tape—to navigate when responding to a crisis. Younger and smaller companies, on the other hand, may have fewer experienced executives, but could be nimbler when reacting to a crisis.

	The degree to which companies test their crisis management plans—if they have them—to ensure they will work when needed. The less they practice their plans, the less likely it is that their plans will work when a crisis strikes.

	When and how crisis management teams are appointed, and how well they work together. Waiting until a crisis strikes to appoint a team means they will not have been tested to ensure that they would work well under pressure or that personality and other conflicts ﻿could prevent them from working well as a team.

	xviiThe resources that organizations need in order to respond to a crisis—and what outside resources they need, and how quickly they can access them. The fewer in-house resources companies have, the more likely it is that they will have to obtain those resources outside of the company—which could take more time.

	Who has the authority to activate the plans, and how quickly team members can be reached. The fewer the levels of red tape—and the sooner that crisis team members can be contacted—the better.



Crisis Management Plans

Corporate executives can be lulled into a false sense of security about their readiness to respond to a crisis by assuming their company needs only one crisis management plan.

Big mistake. That is because, like a suit, one plan will not be a good fit for every crisis a company could face. Indeed, an organization’s response to a cyberattack will be different from how it reacts to litigation, strikes, or the death of its CEO.

When a disaster, scandal, or other emergency not accounted for in a basic plan occurs, organizations will waste valuable time scrambling to figure out how to manage it. Even companies in the same industry or profession could face different sets of challenges than their competitors.

Customized crisis plans should include ﻿tailored messaging for those impacted by the different emergency situations. Depending on the nature of the company, different plans should be prepared to account for the potential of various crisis scenarios for different areas.

Crisis Leadership

As important as it is to have crisis management plans in place, their execution can quickly go off the rails if the people at the top of the organization chart interfere with established crisis response policies and procedures. A micromanaging CEO, for example, could interject themselves unnecessarily into a company’s response and prevent the crisis management ﻿team from doing its job.

The leadership styles of CEOs and their staff can be wild cards in how companies and organizations respond to a crisis. Their approaches, philosophies, preferences, and temperaments for managing people and corporate emergencies can help resolve a crisis quickly—or extend and worsen the situation.

xviiiCrisis Communication

How leaders communicate during and about a crisis can impact how long a crisis lasts—or can make it worse.

Some of the best practices to follow when communicating about a crisis include:


	Be clear. Use plain and simple language so everyone can understand you.

	Be coherent. Avoid using acronyms, buzzwords, and jargon that are unique to your industry, organization, or profession.

	Be current. Only provide the latest updated information about the crisis.

	Be credible. Cite the sources of your information.

	Be correct. Double check all facts and figures before sharing them with others.



The Source of Leadership

There have been times in history when people have been thrust into incredibly intense crisis situations and surprised the world with their remarkable courage, determination﻿, and leadership. Russia’s invasion of Ukraine in 2022 was one of those times. And Ukrainian President Volodymyr Zelensky is one of those people.

His remarkable journey, from a comedian playing the president of his country on a TV show to rallying and leading his people against Russian President Vladimir Putin’s unprovoked war, was unusual, to say the least.

But how well Zelensky has met and surpassed the challenges of the escalating crisis has been riveting. To say he has important lessons for all business leaders about communicating and responding to a crisis would be an understatement.

Zelensky demonstrates that “leadership comes from deep within,” according to Barbara Bell, a retired US Navy captain and adjunct professor of leadership and ethics at the United States Naval Academy. Author of Flight Lessons: Navigating Through Life’s Turbulence and Learning to Fly High, she was one of the first women to graduate from the US Naval Academy and the US Naval Test Pilot School. “He drew from well deep within himself, showing the entire world what courage and commitment look like as he leads his country through a crisis like no other.”

xixBuilding Grit

“‘Grit is built through struggle. There’s no way around it.’ This is one of my personal favorite quotes,” says Bell. “The Ukrainian people know this tremendously well. They have been tried and tested over many years, and the hope and prayer is that they will prevail.”

Where Leaders Come From

“‘Leaders can come from everywhere,” Bell believes. “In addition to his courage, Zelensky is a ‘man of the people.﻿’ Meaning, he knows his people. Beginning as a comedian, he developed a keen awareness of what motivates and inspires people. He is now with the people and continuing to motivate and inspire in the darkest of times.”

Free Resources

There are several free resources that companies and organizations can use to help supplement their ability to prepare for and respond to a crisis.

National Risk Index

The Federal Emergency Management Agency (FEMA) announced in 2021 the full application launch of the National Risk Index, a new free online resource that “provides a clear, visual guide to natural hazard risks throughout the United States, and information to help communities to understand and reduce those risks, whether they involve flooding, wildfire, extreme heat, or drought,” according to the agency’s website﻿.

Business leaders can use the Index to identify natural hazards and risks that could create a crisis for their companies and organizations, update their crisis management plans﻿, and conduct periodic tests and exercises to ensure their plans will work when needed.

In the National Risk Index, natural hazards are represented in terms of Expected Annual Loss, which incorporate﻿s data for exposure, annualized frequency, and historic loss ratio. The online mapping application identifies communities most at risk to 18 natural hazards, including coastal flooding, cold waves, hurricanes, ice storms﻿, and wildfires. The application visualizes natural hazard risk metrics and includes data about expected annual losses from natural hazards, social vulnerability﻿, and community resilience.

xxAccording to then-FEMA ﻿administrator Deanne Criswell in a statement on the agency’s website:


“It is important for people to educate themselves about the severe weather events that can pose a serious threat to their communities … The National Risk Index is a free tool that allows anyone to take a deeper look at local hazards, and can help inform risk-based decision making, so that people can be as prepared as possible.”



Multiple Risk Factors

The Index provides an at-a-glance overview of multiple risk factors, and can be used to help communities:


	Update emergency operations plans.

	Enhance hazard mitigation plans.

	Prioritize and allocate resources.

	Identify the need for more refined risk assessments.

	Encourage community-level risk communication and engagement.

	Educate homeowners and renters.

	Support the development and adoption of enhanced codes and standards.

	Inform long-term community recovery.



Dashboards

The ability to monitor and track various aspects of an organization’s activities and operations can provide executives with valuable information and insights that can help prevent a crisis or measure progress in addressing an emergency.

Companies and organizations can use the business version of dashboards to keep an eye on all parts of the enterprise and help spot early issues that could ﻿turn into a full-scale crisis that threatens the image, reputation﻿, and future of the organization.

There are plenty of examples of how companies and organizations are using—or plan to use—dashboards.

Measuring and Monitoring Workplace Crises

Work Shield launched a dashboard to help employers quickly identify and respond to harassment issues in the workplace. The reporting platform is accessible anytime and xxianywhere via phone, computer﻿, or tablet. Employees can report incidents and speak with a legal professional, according to Jared Pope, founder and CEO of the company.

The site enables employers to monitor and track incidents by location, department﻿, and other options and uncover trends for several types of incidents.

Pope notes that up to that point none of its clients ha﻿s faced charges from the Equal Employment Opportunity Commission and that all harassment-related issues have been resolved in an average of five days, which is 25 days less than the national average.

Keeping on Top of Corporate Hotspots

Auto parts company Meritor built what it called a “war room dashboard” to identify and keep track of hotspots throughout the organization, plus data about the COVID-19 pandemic from Johns Hopkins University. The dashboard was tailored so it could quickly provide managers with frequent updates on the status of the business, their partners, customers﻿, and the supply chain. The dashboard also monitors the availability and use of personal protective equipment at various locations to determine which equipment is needed and if there are any work sites that can share surplus supplies.

Guarding Against Disinformation

In 2021, PR firm Weber Shandwick partnered with AI-driven threat intelligence and detection platform Blackbird.ai to launch an online “Media Security Center.”

Understanding Threats

According to Weber Shandwick, “The platform helps organizations understand the information landscape in ways that were never before possible so that analysts and comms teams can better respond to the types of threats that are now omnipresent …”

Driven ﻿by AI

The platform uses AI to generate narratives which are collections of topics, posts﻿, and stories that are relevant to customers. It ranks the narratives with a “Harm Score” which is a composite index that combines various risk factors.

xxiiWar Rooms

Command centers—also known as war rooms—can play critical roles in managing crises. According to Carla Bevins, an associate teaching professor of business management communication at Carnegie Mellon University’s Tepper School of Business, “Companies use war rooms to prepare for worst-case scenarios, improve collaboration during events, and help responders adapt and communicate more effectively during crises.” A war room “is a centralized center where information from numerous sources is processed, and open communication creates a clear voice of response.” Bevins goes on:


“Effective crisis communications effort requires coordinated internal collaboration and parallel processing. War rooms create a dynamic environment where these conversations can happen … Make sure that your war room is well equipped with all the tools you’ll need before you need them.”



Helping to Build Crisis Management Skills

A war room is most important before a crisis breaks out “because it is in the war room where you rehearse, prepare﻿, and build skills in crisis management,” claims Andy Whitehouse, an assistant professor at Columbia University who teaches crisis communications:


“In my class, I argue that companies should regularly bring together the crisis team in the war room to role-play a crisis—since this is the only way to ensure that the team has the experience, capabilities﻿, and comfort to manage a crisis when it happens. A live crisis in a war room is not the moment to find out that an executive is not ready for game time … Who should be in the war room? It depends on the scenario. Communications, legal, HR﻿, and operations will almost always be present, but other leaders, such as the chief technology officer or the head of security, might be there for a specific crisis.”



﻿“Use War Rooms Judiciously﻿”

Carla Bevins sounds a note of caution:


“Use war rooms judiciously. If you continue to use a war room when it is not needed, its effectiveness can decline. Crises are inherently stressful events where teams work long hours for many days. As the leader of a war room, lead xxiiiby example by remaining calm and collected … When you act as a role model, you help create a psychologically safe space where team members see they have an open line of communication. This can encourage them to speak up when they become stressed or need support.”



War rooms can be useful even when there is no immediate crisis, such as preparing for the threat of an economic-related challenge like inflation and recession.

What Next?

Risk indexes, dashboards, and war rooms are just some of the many tools ﻿companies and organizations can use to help measure and respond to crisis situations.

Armed with the crisis management lessons you will learn in the following pages, combined with the resources above, I hope you will feel confident—or more confident—in responding to crisis situations in the days ahead.xxiv
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