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ABSTRACT

The 2-day riot at the Kumasi Central Prison which took place on February 4, 2015 was
considered one of the biggest riots recorded in the Ghana Prison Service history. This
study sought to examine how communication during and after the riot was handled. The
objectives of the study were to identify the role communication plays during the various
stages of crisis management at the Ghana Prison Service (GPS) and also examine the
factors that affected the implementation of effective communication in crisis
management at the Ghana Prison Services. Using the Situational Crisis Communication
Theory as the framework for this qualitative case study, the findings revealed that
during the riots, officers were given certain guidelines to follow in terms of
communicating with the media and their publics. The study found that during and after
crisis at the GPS, the T.A.P (Truth, Assessment and Poise) method was employed in dealing
with the situation especially when dealing with the media. Again, it was found that during the
riot, measures such as facility shut down, intelligence briefing, press releases, setting up
investigative committee were some of the mechanisms employed by the crisis management
team. The study concluded that fear and uncertainty, contradicting messages and
inadequate resources were crucial challenges in crisis communication in the Ghana
Prison Service. The study recommended that management of the Ghana Prisons Service
should communicate and sensitize its stakeholders on matters related to crisis
management and also develop a communication manual for the Service and the
bureaucratic nature of top-to down communication channels be critically examined to
avoid media speculations.

Keywords: Crisis Communication, Crisis Management, Ghana Prisons Service, Public
Relations Officer, Riot

Xi
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CHAPTER ONE

INTRODUCTION

1.0.Background to the study

The principle behind the operation of prisons by a modern state is not only
custody for criminals who constitute a security threat to the state but also reformatory
for them (Babajide, Saheed & Ashindorbe, 2019). Without any doubt, prisons in most
African countries have been described to be in crisis and not many studies have been
conducted to investigate prison systems in African countries (Stephens, 2018). In
today's society, crisis communication and facility management should go hand in hand.
With numerous different events at a facility, a crisis is a certainty, and the
communication used in conjunction with that event is essential (Pheng, Ho, & Ann,
1997).

All organizations face the risk of encountering a crisis, and the way in which an
organization handles said crisis determines its future reputation and success. Fearn-
Banks (2017) defines crisis as a major occurrence with a potentially negative outcome
affecting the organization, company, or industry, as well as its publics, products,
services, or good name. Crises, according to Fearn-Banks (2017), can occur in any and
all organizations regardless of size; however, colleges and universities are very
susceptible to crises, especially at larger institutions. In stressful situations, people
desperately seek answers and often believe the first piece of information thrown at
them, regardless of what the information is and where it is coming from (Neba &
Nyuidzewira, 2021). Public opinion may become truth before facts and sources are
checked. According to Fearn-Banks (2017), an organization in crisis must prove to its
publics and often to the general public, that the prevailing negative opinion is not

factual. In regards to public opinion, public relations’ goal is to reinforce positive

1
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attitudes, change negative attitudes, and provide information in a way that causes the
less informed and neutrals to form the opinion most conducive to the organization’s
function (Fearn-Banks, 2017). In order to direct a public’s opinion in a positive
direction, public relations officials must handle a crisis with immediacy.

Coombs (2000) posits that there is no organization that can boost immunity to a
crisis and that crisis can spring from within its confines or outside the organization.
Reynolds (2006) explains that once crisis happens, people’s lives may be endangered
and the standing of a company or institution be exposed. According to Heath (2006) in
order to explain crisis, one must first describe danger. The term crisis originates from
the Geek word ‘krisis’ which when translated has a similar meaning as the English
word ‘choice’ or ‘decision’ (Paraskevas, 2006). A crisis is portrayed as any danger or
emergency situation that disturbs and destabilises a complex system while affecting an
individual, a group, an organization or society altogether (Paraskevas, 2006; Coombs,
2000; Heath, 2006; Reynolds, 2006). It emerges without any notice and creates a

sensation of uncertainty and fear among the affected ones (Sariannidis, et al.,
2019). 1t is vital for those in charge of communication processes to recognise the early

signals of a crisis and to inform the predisposed population and stakeholders about it.
When a crisis is detected, actors must quickly act and make swift difficult choices or
decisions (Mitroff 2000). When crises occur, especially without warning, they have
negative impacts on society, environment, political structures, economy or (national)
security. A crisis event denotes a state of chaos in the apparently regular evolution of a
system. Crises are phases of transitions in which the usual ways of functioning do not
work anymore (Boin, Overdijk & Kuipers 2013). The majority of people perceive these

transitions as an urgent threat that policymakers must address urgently in times of
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significant uncertainty. Therefore, the three main components that make up a crisis are
threat, urgency and uncertainty (Boin et al., 2013).

When an organization faces a crisis, its reputation is likely to be at risk and
although a crisis might be unpredictable, a crisis is not unexpected considering the array
of pressures an organization is faced with in today’s society. Organizational crises are a
dynamic process involving three stages: pre-crisis, crisis-event, and post-crisis
(Coombs, 2015). The pre-crisis stage is critical to building the reputation of an
organization through everyday practices and normal operations. In the pre-crisis stage,
an organization should be aware of its predisposing variables that might impact crisis
preparedness, crisis prevention, and crisis detection (Coombs, 2015). Special
consideration should be given to the pre-crisis stage to enable crisis communicators to
utilize appropriate crisis response strategies should a crisis arise (Bjorck, 2016). A crisis
can be local or international, economic or cultural and natural or human-made.
Consequently, typologies have been developed using the three critical elements of a
crisis mentioned above, in order to understand how they differ and how they pose
different challenges in managing them (Boin et al., 2013). When looking at the threat
element of a crisis, first, a distinction can be made of what it will impact. At the post
crisis stage, Richardson (1994) examines that rebuilding stakeholder trust in the
organization is one of the most important actions to conduct in crisis management. The
author contends that crisis situations have a significant propensity to undermine
stakeholder trust, loyalty, and appeal. Thus, after the crisis has passed, efforts must be
made to rebuild any lost trust, loyalty, or confidence (Richardson, 1994). Coombs
(2007a), on the other side, contends that this stage is primarily a recovery stage, with

recovery for organizations taking one of two forms.
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A crisis can endanger the health and safety of people, but it can also be related
to the performance of a public institution or organization which threatens their
legitimacy. According to Boin, Stern and Sundelius (2016), when examining a crisis as
to the perceived level of urgency given to a threat, a differentiation can be made
regarding the number of people that agree that a problem needs a quick resolution, the
more people give salience to the issue the higher the crisis level. Finally, crises can be
distinguished by the level of uncertainty. The difference can be made between regular
events and unique events (Boin, Stern & Sundelius, 2016). Coombs (2010) supports
that most crises can be categorized into different types, even though no crisis is exactly
the same. These broad types help establish criteria for certain crisis situations. Coombs
(2010) argues that there are nine different categories including natural disasters,
malevolence, technical breakdowns, human breakdowns, challenges, mega-damage,
organizational misdeeds, workplace violence and rumors.

Accurate information about how both internal and external customers perceive
the communication climate is vital. [1lusions, hopes and pretence have to give way to an
appraisal of reality (Hargie & Tourish, 2000). Public relations have become popular
among prisons in the developing countries (Grunig, 2010). Although the concept is not
practiced in most prisons (Repper, 2009), its practice involves planning and evaluating
public relations initiatives that should realize organizational goals (Mulinge, 2016).
According to Covey (2006), today's debate of strategic public relations is dominated by
references to the idea that public relations should be planned, managed according to
objectives, appraised, and linked to corporate goals. An organization's reputation,
profitability, and continued existence may all be dependent on the degree to which its
target audience supports its goals and policies. Public relations specialists, to Barney

and Hansen (1994), function as advocates for clients who are attempting to create and
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maintain good ties with the public. As managers become more aware of the connection
between good public relations and organizational performance, they are increasingly
seeking communication strategy and policy advice from public relations specialists
(Watson & Noble, 2007). Public relations practitioners, according to Watson and Noble
(2005), are in charge of organizational functions such as media relations, community,
consumer, and industry relations, governmental relations, political campaigns, interest-
group representation, conflict resolution, and employee investor relations.

Prisons in poor nations have embraced public relations (Grunig, 2010).
Although the concept is not employed in the vast majority of jails, it is in those that do
(Stabley, 2021). It comprises creating and assessing public relations initiatives that are
in line with its mission of reforms (Appiah, Dankwah & Dravie, 2018). Maximum-
security prisons in Europe, for example, have embraced public relations as a strategy of
enhancing their public relations with the wider public by acting as a crucial link to the
outside world (UNDOC, 2019). As a functional approach, public relations have
provided focus and direction for an organization's contacts with stakeholders,
developing symbolic and behavioral linkages with a wide range of stakeholders
(Holladay & Tachkova, 2021). In the great majority of European public institutions, it is
the logic and reasoning that drives the public relations job (Holladay & Tachkova,
2021). This serves not only as a communication plan, but also as a framework for
adopting communication methods necessary to enhance an organization's performance
(Charles & Marschan-Piekkari 2002).

Today's challenge for the Ghana Prison Service (GPS), like any other security
agency, stems from the requirement to serve the public good. The GPS is one of several
agencies that fall under the purview of the Ministry of Interior and performs several

important functions as specified in the 1972 Prisons Service Decree, NRCD 46 (Ghana
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Prison Service, 2015). Safe custody and welfare of prisoners remain the core functions
of the service, while reformation and rehabilitation are the noncore functions. The GPS
also performs other functions such as participating in national ceremony parades and
United Nations peacekeeping assignments (Ghana Prison Service, 2015). The number
of prisons that operate throughout the country has progressively increased over the
years. In 1948, there were a total of 29 prison facilities across Ghana. However, this
number had significantly increased to 45 by 2013 (Ghana Prison Service, 2015).
Collectively, these prison establishments house about 14,600 inmates, which is about
32% more than the authorized capacity. Also, the Ghana Prison Service faces problems
with personnel commitment and misconduct. In 2013, the total number of personnel
was 5,898, comprising 4,029 males and 1,869 females (Ghana Prison Service, 2015).
Narratives about prison treatment are important, especially considering that
incarcerated people have inside knowledge about prison life and the social
circumstances resulting in the loss of freedom (UNDOC, 2019). Incarcerated people are
also likely the best providers of prison accountability (Drucker, 2011). Irregular growth
in national incarceration rates is not completely explained by increases in crime rates
(Drucker, 2011). The problems of overcrowding are not only unconstitutional in many
instances, but are also unsanitary, dangerous, and even deadly (Davis, 2003). The rise in
prison populations has increased problematic conditions within the Ghana prison walls
necessitating public access to prisoners’ unfettered perspective about prison life (Parisi,
2020). Crowded facilities are also less safe because the supervisory capacity of staff is
impaired, resulting in chaotic prison environments and less opportunities for prisoners

to remain in contact with the outside world (Salins & Simpson, 2017).
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1.1.1. The 4™ February 2015 riot case at the Kumasi Central Prison

The 2-day riot at the Kumasi Central Prison took place on February 4, 2015.
According to the Management of GPS, it was one of the biggest riots to be recorded in
the Ghana Prison Service history. The riot started when several inmates overpowered
some guards on duty as a result of prisoner grievances (Frimpong & Baah, 2015). The
prisoners had been making their grievances known for a number of times and on 4"
February, they took advantage of a fire situation and held the guards. This resulted in
the destruction of properties. The fire was eventually put out by personnel of the Ghana
National Fire Service, however the prisoners refused to return to their holding areas and
instead started picketing, confronting wardens to be allowed out (Frimpong & Baah,
2015). According the Frimpong and Baah (2015), the situation worsened when the
inmates got access to the warehouse, where they retrieved tools such as pickaxes,
cutlasses, cooking utensils, plastic chairs etc., which aided them to fight back the
security personnel. As part of moves by the security officers to take back control of the
yard, several warning shots were fired, as well as tear gas and hot water before they
could take control of these desperate inmates. A remand inmate who attempted to
snatch a rifle off a police officer was shot by another officer who was looking on which
led to his death. A number of officers were injured in the confrontation (Daily Graphic,
2015). The prison authorities tried to negotiate with the inmates but when this failed,
they used force to retake back the prison. This however because a crisis situation when
police reinforcements along with a number of soldiers had to be called in to remedy the
situation Frimpong & Baah, 2015). Things escalated with the police firing warning
shots and volleys of teargas into the Prison yard to scare the prisoners from further

causing any harm (Report on Kumasi Central Prison Riot, 2015).
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1.1.2. Prison riots and communication

Prison riots have long been recognised as persistent and pervasive problems in
many societies across the globe (Proust & Saldafia, 2022). Riots have been tested
against inhumane conditions, bad food, brutal staff, economic factors, racial tensions,
incarceration rates, political dis-empowerment, the presence of young violent prisoners,
external social upheavals, building-design problems and overcrowding (Boin & Rattray,
2014). Several reasons have been advanced for all or each of these disturbances. What
seems most likely is that there has been no one identifiable cause. There have been a
series of contributory factors, one or more of which may have applied in each incident
(Adams, 2014). There are, of course, many structural factors that routinely threaten the
‘way things work’ in a prison. For example, prisons are tasked with what staff can
perceive as conflicting and competing goals (retribution, deterrence and rehabilitation)
the result of which can be confusion, leading to role ambiguity and role conflict (Boin,
2001). Prison organizations generally suffer from tight budgets as they tend to lose out
against organizations that are perceived to serve more popular and socially desirable
goals and client populations (Hargrove & Glidewell, 1990). Leaders have to balance
between an overriding concern with conserving the ‘way things have always been’ and
a proclivity for change that upsets the precarious institutional balance within a prison
(Eklin, 2015). This concept of leadership responsibility includes the policymaking
levels of the prison system. Prisons are usually part of a central agency or department,
which is responsible for policymaking, co-ordinating and oversight tasks (UNODOC,
2019). They are embedded in a larger institutional structure, which should facilitate
safety-enhancing processes at the organizational level. Boin and Rattray (2014) state
that prison riots happen for many different reasons and their true cause is not always as

obvious as the immediate cause of reaction. This means that while a prison riot may
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appear to have been caused by a specific incident, such as the removal of a television,
the tension that builds up to a riot condition may have started months earlier.

Communication entails the use and share of information done in an efficient
way by collecting, comparing, analysing and soon after spreading it out instantly and in
a handy form (Kapucu, 2006). When the present situation of a community and the
operations of cooperating institutions are communicated, it grants the responding actors
the capability to make sound decisions on how to act simultaneously with other
institutions in the network to achieve the primary goals (Kapucu, 2006). Ogrizek and
Guillery (1999) suggest crisis communication consists basically of a set of concepts,
principles, analysis and working methods that apply specially to the very particular
situation known as crisis. Coombs and Holladay (2005) offer that a crisis event can be a
threat to an organization. Doorley & Garcia (2007) argue that new communication
technologies have influence on internal and external communication especially in times
of crisis.

Coombs (2007) argues that people directly involved in a crisis are increasingly
experiencing trauma as a result of the sharing of news on the internet and other media.
According to Doorley & Garcia (2007), new technologies have undoubtedly affected
how crisis communication is conducted internally and externally. Publics today are
empowered with text messaging, blogging, tweets, and cell phone cameras and videos
to share their voices instantaneously during a crisis. Considering that the emotions of
internal publics are likely to be influenced when an organization experiences a crisis,
crisis communicators should look at how to effectively communicate with their internal
audience (Narverud, 2016). Despite the importance in understanding communication
with internal publics, internal crisis communication is an under researched area

(Johansen, Aggerholm, & Frandsen, 2012). According to Stavre (2001), a public
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relations approach need not imply a firm and complicated strategy, quite the opposite, it
is likened to a channel, inside a lively framework of maturity and in the absence of

apprehension and its inevitability is aimed at offering precision and effectiveness.

1.2. Statement of the Problem

Bernstein (2013) stated that no organization is immune to crises. Therefore, the
importance of efficient crisis communication cannot be downplayed as it assists
organizations in tackling the crisis that has the probability of bringing, a lot of harm to
the organization’s image and reputation hence overall business performance (Fern-
Banks, 2007). Bernstein (2013) further posits if any institution does not prepare, it will
incur more damage. According to Bernstein (2013), the slower the response, the more
damage is incurred, hence the need for crisis preparedness, response and effective
communication. Awareness of the perceptions of organization publics is essential to the
success of an organization, especially for the success of an organization experiencing a
crisis when an organization’s reputation is likely to be at risk (Frandsen & Johansen,
2011).

Deficient communication designs, as incoherent information flows, hinder inter-
organizational coordination and communication (Dragan Bogdan, 2019). During a
crisis, stress and time pressure disrupt actors in their search for information while the
volume of information that must stream through current channels dramatically increases

(Hale, Dulek & Hale, 2005). The increase of information is due to the number of

coinciding events; the complexity of the crisis; and the importance of rapid and precise
information of the occurring events (Hale et al., 2015). In crises that arose as a result of
the destructive activities of organizations, scholars consistently applied crisis
communication as a form of reputational management to diminish the impact of the

organization’s unsavory deeds (Gonzalez-Herrero, & Smith, 2010).

10
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According to Amnesty International (2021), Ghanaian Prisons is a place where
human rights are systematically violated. The management of the prisons is in the
exclusive list, being the sole affair of the government. The penal principles establishing
the prisons therefore remain an uncontrollable variable that determine its administration
and governance. This in turn results in inequality on the status of the incarcerated
(Brown & Duguid, 2000). The Prisons Service is largely skewed towards the
reformation of criminals and not perse punishment. However, due to the nature of those
incarcerated, many do not heed to the reformation processes but rather tend to corrupt
some of the inmates to run riot and become ring leaders in the prisons (Madoka, 2014).
Maximum prisons are particularly notorious for all manner of human rights abuse of
prisoners (Adar & Munyae, 2001). This has given the prison service a dented image and
the prison officers are viewed negatively by the public. The Kumasi Central Prison riot
incident in 2015 is an example of a case where excessive force was used. The incident
led to a prisoner losing the life and several having life-long injuries. Many were those
who demanded the persecution of the officers involved since they did not act on intel
they received before the riot (Committee Report, 2015).

Given previous study results suggesting different connections to an
organization, it is assumed that crisis response strategies should be strategically chosen
based on the given public (i.e., using different response strategies when communicating
with external publics versus internal publics) (Frandsen & Johansen, 2011). A study
conducted by Johansen, Aggerholm and Frandsen (2012) revealed that there is a lack of
research on the perception and responses of internal publics on crisis response
strategies. Bundy, Pfarrer, Short and Coombs (2017) assert that research in this space
remains fragmented, making it difficult for scholars to understand the literature’s core

conclusions, recognize unsolved problems, and navigate paths forward. Butler (2021)

11
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stated that impacted publics might have higher levels of empathy for organizational
realities than previously understood that reframes culpability as responsibility for the
plight of your publics, not necessarily immediate outright responsibility for the crisis.
This offers insights for a practical approach to crisis communication that is inclusive of
publics, yet still fair to the organization that has to also represent its own interests.

Lando (2014) states that a crisis 1s inevitable to any organization or individual,
anywhere and at any time. This is asserted by Argenti (2017) posits that crises are
unpredictable, and as such it is therefore not a matter of if, but when, it will occur.
Fearn-Banks (2007) on the other hand states that crisis management provides the
organization a better chance to gain control of its situation since it provides a guide to
managing crises. Kinyanjui & Juma (2014), assert that planned approaches enhance
service delivery and the ability of agencies to attain their goal. Strategic plans therefore
must bear in mind these difficult tasks and respond to them appropriately. Therefore,
the Service is compelled to design a new strategic path driven by a joint vision, while
considering the importance of its global positioning (Amnesty International, 2009). This
is the key component that can propel the Service’s strategic communication plan.

Boz and Kiigiikaltan (2013) qualitatively studied six big companies from
different sectors in Turkey using a case study approach. The study’s goal was to analyse
and compare the crisis preparedness system, crisis experience and characteristics of the
organizations. Findings were that companies are better prepared when they have crisis
preparedness plans. Fowler, Kling and Larson (2006) did a quantitative study of
organizational preparedness for coping with major disaster. The study was to ascertain
the readiness of organizations to successfully survive a serious potential crisis or
disaster in their workplace in South-Western United States. One finding of the study

was that top and middle level managers had a higher perception of preparedness than

12
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their employees. Similar to findings from Fowler et al. (2006) study, Promsri (2014)
discovered that top management had higher perception of crisis preparedness than the
employees. Again, there was no relationship between work experience and employees’
perception in response to crisis. Also, Selart, Johansen and Nesse (2012) investigated
how crisis preventive plans control employees’ reaction to risk situations and welfare.
The assumption was that leadership crisis preparation would lead to lower perceived
risk among the employees and it would also lead to a higher degree of well-being.
Twum (2013) surveyed employees of Coca-Cola Bottling Company of Ghana
Limited to identify the employees’ preference of the organization’s internal
communication channels and whether the employees preferred the organization to
introduce new channels which were not in use. Mukii (2016) conducted a study on the
role of communication in higher learning institution during crisis management found
out that 96% of the respondents agreed that a communication policy is an important
document as it provides guidelines to the stakeholders on what the institutions
expectations are about communication issues. A study conducted by Bakhda (2011) on
the importance of communication in learning institutions found that open sharing of
information is key in helping managers relax any tensions between students and
management. Tandoh (2021) in a study found that key communication approaches by
organizations was stakeholder engagement and mass media campaigns with over 80%
of their communication objectives and also the ultimate outcome of the communication
strategy was to effect behavioural change. However, little research has been done in the
fields of rioting and crisis in the prison service. Much attention has been on recidivism
(e.g.: Dennison, 2013; McKiernan, Shamblen, Collins, Strader, & Kokoski, 2013;

Prince & Butters, 2013; Purvis, 2013; Mnguni & Mohapi, 2015)
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However, without any doubt, prisons in most countries have been described to
be in crisis and not many studies have been conducted to investigate the prison systems
(e.g.: Jacobson, Heard and Fair, 2017; Sarkin, 2008; Collier, 2014). To address crisis at
the Ghana prisons Service, several plans have been formulated including the
implementation of a 10-year strategic plan which details what to be done at a particular
time (GPS Strategic Plan, 2015). The Ghana Prison Service’s Strategic Plan presumes
that change is necessary and as such a legitimate worry to all stakeholders, and that the
affected parties need to look at appropriate channels that can be explored, as well as the
institution providing an enabling environment for staff to work as a team for the
common good of the institution (GPS, 2015). This is what needs to be taken into
consideration while preparing the institution’s crisis management and communication
plan.

Crisis management, put plainly, is managing the ongoing situation. For any
management team dealing with a crisis, the first and primary measure is to save lives,
while the second measure is damage control, and the third measure is to prevent further
incidents (Civelek et al., 2016). The riot that occurred at the Kumasi Central Prison had
the various stages of a crisis but the authorities were oblivious of it and it escalated. As
in any relationship, communication is crucial this is according to Wamae (2011).
Therefore, the need to keep the channels of communication open and accessible with
the institution’s publics cannot be overemphasized. A relationship can only stay alive if
the parties involved maintain an open line of communication. There is need therefore,
for prison institutions to embrace crisis management communication plans. Many
scholars (e.g.: Boz and Kiiciikaltan, 2013; Fowler, Kling and Larson, 2006; Promsri,
2014; Ampofo-Bekoe, 2014; Twum, 2013) agree on the importance of a crisis

communication plan and strategy; however, they do not look at the critical role effective
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communication plays in crisis management and execution of the same as it involves the
message type, timing of the message, clarity, precision and understanding each other.
The message communicated during a crisis episode should and must be clearly
understood in order for the right cause of action to be taken (Twum, 2013). It is vital
therefore, to underscore the need for a communication policy as a reference tool for
effective implementation of a crisis communication plan. It is also noteworthy, that a
communication policy provides a basis on how best to execute a communication plan
during crises. Riots in prisons have become a phenomenon that has more or less
becomes part and parcel of issues of great concern in the administration of justice,
prisons management and national security(Promsri, 2014; Ampofo-Bekoe, 2014).
However, the manner with which communication on such situations remain scanty and
this leads to speculations. Hence, the reason for undertaking this qualitative study was
that little to no study has been conducted in Ghana to find out how the Prison Service

reacts to crisis and using the communication tools available.

1.3. Purpose of the Study
The general objective of the research study is to assess crisis communication in
the Ghana Prisons Service with a focus on the Kumasi Central Prison Riots. Thus, the
research aims to:
1. Explore the role communication played during the various stages of the riot in
Kumasi Central Prison?
2. Examine the implementation mechanisms of communication used in crisis
management process during the riot in Kumasi Central Prison
3. Assess the challenges that affect the implementation of a crisis communication

plan in the Service.
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1.4. Research Questions
In order to achieve the objectives of the study, the research will seek to answer
the following specific questions:
1. What crisis communication strategies were employed during various stages of
the riot in Kumasi Central Prison?
2. What effective implementation mechanisms of communication in crisis
management process were used during the riot in Kumasi Central Prison?
3. What are the challenges that affected the effective implementation of a crisis

communication plan in Kumasi Central Prison during the riot?

1.5. Significance of the Study

This study therefore, seeks to determine how the role of strategic
communication can greatly impact on the image and reputation of any institution during
crises. It further finds out if the stakeholders of Ghana Prison Service are aware as to
whether or not there exists a crisis communication plan and if so, what the impact has
been to-date; if not what it entails to come up with a crisis communication plan as the
absence of both can impact negatively on any one institution. At the same time, the
study will examine what challenges exist that mar crisis communication from being
effective in institutions as well as strive to identify the various types of crises the
institution has experienced, how the Service has handled them, and also establish the
role crisis communication played during those moments. Further, the study will explore
how the media was handled and further interrogate the opinions and perceptions of the
employees, students, media and stakeholders. The findings of this study will be useful
to both its internal and external stakeholders in understanding the role communication

plays in crisis, how, who and when to mitigate a crisis situation. This study will also
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contribute to the body of literature available in the field of crisis communication and

prison services.

1.6. Delimitations of the Study

The scope of the study was limited to the role of crisis communication during
the stages of the riot at the Kumasi Central Prison of the Ghana Prison Service. The
study focused on only senior ranking officers of the Prison Service and Heads at the

Kumasi Central Prison.

1.7. Organization of the Study

The study is organized into five chapters. Chapter One provides an overview of
the background to the study which served as the basis for the entire study. This is
followed by the statement of the problem and objectives addressed as well as purpose of
the study, and research questions and hypotheses answered and tested. The chapter is
concluded with the significance and delimitation of the study.

Chapter Two focuses on the review of related literature. It discussed
comprehensively, conceptual review basically on the concept of crisis communication,
types of crisis, crisis phases, crisis management, prisons in crises, communication in
crisis management, crisis spokesperson, sensemaking, response and systems and the
role of social media in crisis communication. Empirical studies were also reviewed on
crisis communication and a conceptual framework was developed based on the
reviewed literature.

Chapter Three talks about the methodology highlighting the research design that
was utilised to execute the research. It also looked at sampling procedures, instrument
for data collection, and the tools for analysis of data. Chapter Four reports on the results

stemming from the analysis of the data obtained from the field work. This is
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complemented by discussion of the results referring to studies that support the findings
of the current study.

Chapter Five focuses on the summary of the study, key findings, conclusions,
recommendations, and implication for counselling. It ends with suggested areas for

further research.
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CHAPTER TWO
LITERATURE REVIEW

2.0.Introduction
This chapter presents a review of related literature on the effective role of
communication during crises in the Ghana Prison Service. The literature review

presents an empirical review and a conceptual framework.

2.1. The concept of crisis communication

A variety of definitions have been applied to the concept of a crisis, and many
scholars have developed working definitions for their own purposes. In early crisis
management literature, definitions focused on a crisis as a disruption that could threaten
a system, or organization, both on the physical and existential level (Pauchant &
Mitroft, 1992). Crises have been labeled as forewarning situations that can escalate in
severity and may impede operations and affect revenues (Fink, 1986). Coombs (2018)
stated that crisis communication refers to communications reserved for serious events
that require careful attention from management. Argenti (2002) suggests that crisis
management is organization-centered and starts with an analysis of the company and/or
industry and moves towards asking whether a plan or preparation is needed. In contrast,
audience-centered approaches suggest that stakeholders should be a top priority, a level
of responsibility should be accepted, central information centers should be developed,
news coverage should be monitored and key stakeholders should be communicated with
(Wilcox, Cameron, Ault, & Agee, 2005).

Often, institutions have a determined contingency plan that is put into place
when a tragedy strikes. This initiates a form of communication that is intended to
communicate the message of the company to the public in a way that controls the story,

but still admits the truth of the situation. Usually, crisis communication is used in
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situations where there are social, political or natural disasters. Heath and O’Hair (2015)
discuss the rapid growth of crisis communication. They add to crisis communication’s
definition that a crisis is frequently seen in the academic writings to be a perception of
events rather than the events themselves; what determines whether something is a crisis
differs from person to person and the overarching perception of a crisis can ultimately
affect the outcome of the events that occurred (Heath & O’Hair, 2015). This point
complicates the definition of crisis communication. If what Heath and O’Hair (2015)
suggest 1s correct, it is impossible to settle on a single definition of crisis
communication, because the crisis is perceived differently by each person involved.

In other words, does a situation constitute crisis communication if it is perceived
by only one person as a crisis? What about two people? Heath and O’Hair’s (2015)
theory complicates the definition of crisis communication. In contrast, Coombs and
Holladay (2010) asserts that a crisis occurs when someone, most notably stakeholders,
perceives an event that was not predictable as a threat to important assets. This crisis
may be a health, safety, environmental, or economic issue and can seriously impact an
organization’s performance and generate negative outcomes. This definition is more
workable with the macro-level crises businesses experience.

Though some people may not perceive an event as a crisis for an organization,
due to their situational presuppositions, the large scale economic, political and social
impact the event has on the organization defines it as crisis (Coombs & Holladay,
2010). While Coombs and Holladay do agree with Health and O’Hair (2015) that a
crisis is perceptual, he goes a step further in suggesting that it is the perception of the
stakeholder that determines whether the event is, in fact, a crisis (Coombs & Holladay,

2010). While certain people in the public may not consider an event a crisis, if it affects
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the stakeholders in a noteworthy manner, then it is a crisis. The communication process
and channels are then selected by evaluating the event and its impact.

In recent years, public relations scholars have started looking at crisis
management from a public relations and reputation management perspective (Hagan,
2007). Within that time frame, communication scholars have also started to look at
crisis management as a symbolic approach (Coombs, 1998). This perspective places an
emphasis on “how communication can be used as a symbolic resource in attempts to
protect the organization’s image” (Coombs, 1998, p. 177), which is consistent with
Stocker’s (1997) second crisis management objective, managing or countering the
negative effects of a crisis. The symbolic approach rests on two assumptions: 1) crises
present a threat to organizational image, and 2) the characteristics of a crisis situation
influence the communicative choices of an organization (Coombs, 1998). Crisis
communication research has focused on strategies for concepts such as image
protection and restoration (Benoit, 1997), contingency theories (Cancel, Cameron,
Sallot, & Mitrook, 1997), and situational response strategies (Coombs & Holladay,
2002). A common criticism of the symbolic approach is that the literature is rife with
case studies that offer more post-crisis situation prescriptive recommendations than
predictive theories (Coombs, 2007; Hagan, 2007). Although these rhetorical case
studies have allowed communicators to focus on what to say or do based on given
situations, it has also meant that overall theory has remained relatively underdeveloped

(Coombs, 2007).

2.2. Types of crisis
Organizational crises may take many forms. Ulmer, Sellnow and Seeger (2007)
identify crisis types into two categories: intentionally caused crises, which include

terrorism, sabotage, workplace violence, poor employee relationships, poor risk
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management, hostile takeovers and unethical leadership; and wunintentionally caused
crises, which mainly consist of natural disasters, disease outbreaks, unforeseeable
technical interactions, product failure and downturns in economy. Compared to the rest
of crisis types, socio-technical crisis produces one of the most prominent and urgent
forms of crises (Shrivastava, 1993; Shrivastava, Mitroff, Miller, & Miglani, 1988).
Technical Crises: Technical crises, such as oil spills, are becoming important because
of their increased frequency, the extensive damage they cause to human life and
environment, and their large cost to organizations and society. Media attention and the
contagious effect of a crisis, where the negative publicity impacts not only the company
that 1s suffering from a crisis, but also “infects” other companies in the same industry
(Dahlen & Lange, 2006). A large number of prison systems around the world are at a
stage of crisis, the serious effects of which harm prisoners, their families and societies
as a whole. The reality in many prisons tends to be not only far from international
standards, but also risks undermining the ultimate purpose of a sentence of
imprisonment: the protection of society from crime. While the nature of the prison crisis
is multidimensional, it manifests itself in the following ways:

Continuing growth of prison populations and prison overcrowding: It is estimated
that more than 10.2 million people were held in penal institutions worldwide in 2013,
with an average imprisonment rate of 144 prisoners per 100,000 of the world
population. In the same year, 114 national prison administrations operated on the basis
of an occupancy level of over 100 per cent. Imprisonment disproportionally affects
people living in poverty and imprisoning large segments of society places a significant
burden on State budgets. Despite regional differences, prison overcrowding has
developed into an acute global challenge, and poses a major obstacle for the

implementation of the Standard Minimum Rules for the Treatment of Prisoners. When
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penitentiary systems are overstretched and poorly managed, prisons run the risk of
degenerating into dangerous places for both prisoners and prison staff and can even turn
into “crime schools” and fertile breeding grounds for radicalization (UNODC, 2018).
Prisons have since evolved from that of mere safe custody of prisoners, to that
based on the separate system of solitary confinement, of penal labour, and meagre diet
(Gold Coast Prison Ordinance, 1876; Prison Regulation, 1860). It further changed to
that of trade training in 1920 but which was never fully implemented (Seidman, 1969).
Ghana’s penal system as it was under British colonial rule has remained virtually
unchanged in terms of its paramilitary structure of administration, its emphasis on
security and discipline in its operations, and the maintenance of a policy of safe custody
of prisoners and trade training when practicable (Republic of Ghana, Prison Service
Decree, 1972). The prison service suffers a very low public reputation due to occasional
prison officer misconducts published in the media, and its interior (poor prison
conditions) and previous exterior (lack of justification and moral consent) legitimacy
issues. The Ghana prisons service (GPS) has not been able to keep pace with modern
trends in offender management (e.g., offender rehabilitation programs). Seidman’s
(1969, p. 431) comment that the Ghana penal system “stands as monument to colonial
rule, as a memorial to confused goals, conflicting objectives, policies evolved and
abandoned, and sometimes, no policies at all” remains relevant today (Adjei et

al., 2008; Akoensi, 2014; Ghana Prisons Service, 2010; Mendez, 2014).

2.3. Crisis Phases
According to Kruke (2012), there are three main phases for crisis development.
These phases are the pre-crisis phase, acute crisis phase, and post-crisis phase and they

are interconnected (Kruke, 2012).
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Pre-crisis phase

First, the pre-crisis phase includes some main activities such as prevention and
preparedness. Prevention is about constructing robust communities, organizations,
infrastructure, technological systems, industries, risk reduction, et cetera (Kruke, 2015).
In the view of Perry & Lindell (2003), risk reductions are actions necessary to decrease
the detected or projected levels of danger and identify the resources required for
implementing those actions. Therefore, risk reduction in the broad sense includes
developing and implementing activities to mitigate, prepared, respond, and recover
(Mileti, 1999). With all the risk reduction approaches, Aven and Renn (2010) have
argued that there are some risks that we cannot prevent from occurring since such risks
are unavoidable. Thus, prevention could be easier said than done. In the view of Aven
and Renn, there could be residual risks that persist after our preventive measures.
Because of that, there is the need to prepare for such residual risks and other unexpected
events or surprises (Aven & Renn, 2010). Taleb (2007) coined the term “black swans”
to describe such unexpected events. Therefore, Kruke (2015) has argued that
preparedness should be about handling events that cannot be prevented. Accordingly,
crisis preparedness is about readiness to respond to a crisis event and typically involves
technical, operational, and organizational measures, such as planning, training, and
resource allocation (Kruke, 2015). Some scholars, such as Mileti (1999), have linked
crisis preparedness to the ability to anticipate problems. Anticipation may be defined as
predicting and preventing potential dangers before damage is done (Wildavsky, 1991).
Therefore, through the anticipation of future problems, innovative means could be
developed to address the problems effectively. Hence, through anticipation, a clear
connection is created between preventive and preparedness activities in the pre-crisis

phase and the ability to respond to the crisis in the acute phase.
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Acute crisis phase

The acute phase, consists of implementing the plan, testing the knowledge and
skills obtained during training sessions, and efficiently allocating resources to handle
the crisis (Kruke, 2015). Accordingly, the planning and training at the pre-crisis phase
must be put to use at the acute phase. However, there are cases where there is the need
to deviate from the original plan as predicted in the pre-crisis phase since such plans
would not work anymore. Kruke (2015) identified that there are moments such plans
and training need to be changed because the crisis events may unexpectedly surprise us.
Therefore, the crisis scenario may not fit entirely with the understanding obtained at the
pre-crisis phase (Kruke, 2015). Usually, the main activities in the acute phase include
searching and rescuing people by saving a life, protecting the environment from harm,
protecting crucial assets, and finally, maintaining the reputation of organizations

involved (Kruke, 2015).

Post-crisis phase

The post-crisis phase is the final phase. This phase focuses on recovering and
learning activities. Returning into at least a stable condition is critical for crisis victims
and responders (Kruke, 2015). Also, recovery activities include reconstruction and
reorganization (Kruke, 2015). Learning activities include investigation and exploration
of all learning opportunities from the relevance of the pre-crisis planning and training,
the acute handling of the crisis, the reliability of response resources and equipment, and
the appropriateness of the response structures (Kruke, 2015). Accordingly, the focus for
such recovering and learning activities is to reach a new pre-crisis phase in a more

robust condition than the previous pre-crisis phase, leading to the acute crisis.
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2.4. Crisis management

Crisis management attempts to minimize damage while protecting as much of
the organization’s reputation as possible. According to Coombs (2010), crisis
management was initially used in emergency scenarios, with four interrelated factors of
crisis management drawn from those situations: prevention, preparation, response, and
revision. Prevention is the crisis avoidance steps that the organization makes and also
the act of heeding warning signs to avoid the crisis completely. Preparation is the most
well-known step, as it includes examining crisis vulnerabilities, assembling a crisis
management team and spokespersons, making a crisis portfolio, and launching a crisis
communication system. Response is setting those elements into action, which often
becomes a very public spectacle garnering media attention. Revision involves
evaluating the response to make future crisis management more effective. To define his
initial three macro stages of the crisis management process, Coombs (2010) built upon
these principles and past crisis management frameworks, such as Fink’s (1986) four-
stage model, Mitroff’s (1994) five-stage model, and the three-stage model
recommended by numerous crisis management authors (Seeger, Sellnow, & Ulmer,
2003).

Fink’s model relates phases of a crisis to a disease, and categorizes them into
four stages: the prodromal stage, the acute stage, the chronic stage, and the resolution
stage. The prodromal stage is the warning stage, and the point where crisis managers
attempt to identify a looming crisis. The acute stage occurs when the crisis actually
happens, and its damage is usually a result of how well the crisis was managed in the
prodromal stage. The chronic stage is the recovery phase where the lasting effects of the
crisis are more fully seen. The resolution stage is the final phase or the clearly defined

end of the crisis. Mitroff’s (1994) five-stage model is composed of five stages: signal
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detection, probing and prevention, damage containment, recovery, and learning. Signal
detection and probing and prevention are the counterparts to Fink’s prodromal stage,
occurring when a company or organization recognizes the warning signs of a crisis.
Additionally, damage containment aligns with Fink’s acute stage, with recovery
matching the chronic and resolution stages.

The additional stage of Mitroff’s model that adds to Fink’s four-stage model is
the final learning stage where crisis managers evaluate the events of the crisis for future
prevention of negative events. Not attributed to any particular scholar, the t