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AN INTEGRATED APPROACH TO CORPORATE PREPAREDNESS 

K. Tim Perkins 
Unocal 

1201 W. 5th Street 
Los Angeles, California 90017 

ABSTRACT: Many companies in the oil, chemical, petrochemical, 
and/or energy businesses are faced with the challenges of providing for 
and then assuring appropriate emergency planning and response capa-
bilities for all of their operations. Most of the efforts devoted to this 
subject have been aimed at individual facilities within a company. And 
while preparedness at the local level is certainly an essential ingredient to 
corporate preparedness, there is also a need to take a holistic approach to 
a company's response readiness, recognizing that extremely large or 
extended emergencies may exceed the response capabilities of small 
facilities. Therefore, in most cases, there is a need for a companywide 
emergency preparedness and response program to coordinate effectively 
a crisis that exceeds the capabilities of an individual facility or business 
unit. 

Unocal, a fully integrated oil company, has developed and is imple-
menting such a corporate emergency preparedness and crisis manage-
ment program. To establish this program, the following conclusions 
were reached and elements were established in the program to address 
each of them. 

• Corporate policy, direction, and planning is essential for effective 
companywide preparedness and response to a crisis. 

• A method is needed to assure the preparedness of all facilities, 
which is the foundation of any emergency response, including 
responses by corporate teams. 

• Corporate notification of major emergencies within the company is 
necessary for a rapid assessment and response by those outside the 
facility. 

• A chain of command and divisions of responsibilities, from the 
emergency responders to the senior executives, must be clearly 
established and communicated. 

As with most, if not all, companies, Unocal had a health, environ-
ment, and safety policy. However, to establish a companywide pro-
gram for preparing for and responding to emergencies such as an oil 
spill, an additional policy was developed to address specifically emer-
gency preparedness and response. Unocal's new policy is to be pre-
pared to respond in the most effective and efficient manner to mitigate 
the "incident as rapidly as possible while minimizing the impact on 
people, property, the environment and our reputation/' 

To assure a consistent and effective company response, Unocal will 
be prepared on three levels. 

• Every facility and/or business unit will have and maintain appro-
priate emergency response plans, utilizing the comprehensive 
planning process, which addresses response procedures and 
needed resources for all reasonably anticipated emergencies. Per-
sonnel with assigned duties in the plan will be trained to carry out 
their responsibilities. 

• The corporate Emergency Response Strike Team (ERST) will be 
prepared to support faculty or business unit responses, to coordi-
nate the response of companywide resources, and to assume 
command of the emergency at the scene when the incident ex-
ceeds the local facility's capabilities, or when directed by senior 
management. 

• A corporate Crisis Management Team will provide policy direc-
tion and executive assistance. 

The Emergency Preparedness and Crisis Management Group will 
support, coordinate and evaluate the preparedness of the various 
response levels. The Unocal crisis management policy will form the 
foundation of all company emergency response plans and emergency 
responses. The following principles were established to assist in inter-
preting the corporate policy. 

• Vigilance: Prevention requires vigilance of all employees at every 
level. 

• Responsiveness: Unocal endorses the principle of effective over-
response, and may exceed requirements in responding to inci-
dents when appropriate. 

• Unity: A major emergency or crisis affects the whole of Unocal 
and requires a unified response, pulling together across normal 
organizational lines. 

• Accountability: We are accountable to a broad range of constitu-
ents, including customers, shareholders, industry, employees, and 
the public at large. 

Responsibilities 

Responsibilities established in the emergency preparedness policy 
and program are divided and assigned to three groups. 

• Senior management is responsible for: 
—providing management commitment, direction and resources; 

and 
—actively participating on the Crisis Management Team. 

• The corporate Emergency Preparedness and Crisis Management 
Group is responsible for 
—coordinating the implementation of this emergency prepared-

ness and crisis management policy and program, 
—coordinating and evaluating the preparedness of Unocal at all 

response levels, 
—managing the corporate Emergency Response Strike Team 

(ERST), and acting as incident commander/qualified individual, 
—receiving internal notifications of emergencies on a continuous 

basis, and 
—reviewing faculty emergency plans. 

• Every facility and/or business unit manager is responsible for: 
—developing and revising site-specific emergency response plans 

that address all reasonably anticipated emergencies, 
—responding to emergencies affecting their facilities, 
—notification and reporting of emergencies, and 
—developing and maintaining a response capacity consistent with 

the operational risks of their facility. 

Preparedness 
The program to implement the policy and responsibilities is divided 

into two parts: preparedness and response. The preparedness section 
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is to assure that facilities have adequate plans and resources for the 
types and sizes of emergencies that may reasonably be anticipated. In 
this part of our program, Unocal's efforts are focused in three main 
areas. 

• Each facility is to utilize a practical, seven-step planning process. 
The steps build upon plans that have been developed to meet 
regulatory requirements, by incorporating additional practical 
response information. 

• Facility plans are reviewed by the corporate Emergency Prepared-
ness and Crisis Management Group in accordance with the review 
program flow chart (Figure 1). These reviews evaluate the func-
tionality and practicality of the plans, and their consistency with 
this program. Others within Unocal are charged with auditing for 
compliance with the regulations. 

• Regional Planning Groups within Unocal are developed to assist 
in identifying company resources that may be shared between 
nearby Unocal facilities. The goal of these groups is to encourage 
nearby facilities to cross normal operating division boundaries in 
the overall interest of the company through a more effective 
emergency response effort. 

Table 1. Levels of response 

Small Medium Large 
response response response 
capability capability capability 

Emergency (local) 
Major emergency (regional) 
Crisis (national) 

B 
A 
A 

C 
B 
A 

C 
C/B 
B/A 

A = Emergency Response Strike Team in command, Crisis 
Management Team activated if necessary 

B = Emergency Response Support Team in support of facility 
Emergency Management Team, Crisis Management Team acti-
vated if necessary 

C = Handled by facility Emergency Response Team, Emer-
gency Management Team activated if necessary 

Figure 1. Emergency plan review flow chart 
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Table 2. Summary of Unocal crisis management system 

Entity Location Role Leader Title 
Crisis Management 

Team (CMT) 

Emergency Manage-
ment Team (EMT) 

Emergency Response 
Strike Team 
(ERST) 

Emergency Response 
Team (ERT), 
when established 

Headquarters: crisis 
management cen-
ter (CMC) 

Facility: emergency 
operations center 
(EOC) 

Facility: EOC and 
emergency scene 
command post 

Emergency scene: 
command post 

Policy: political liai-
son, response 
assistance 

Spokesperson, local 
government: com-
munity liaison, on-
going operations 

Strategy, tactics, lo-
gistics, regulatory 
liaison, finance 

Strategy, tactics, lo-
gistics, implemen-
tation of tactics 

Senior executive of 
affected division, 
or dιsignιe 

Facility/business unit 
manager, or dι-
signιe 

Manager, Emergency 
Preparedness and 
Crisis Manage-
ment, or dιsignιe 

Dιsignιe (safety, fire 
chief, shift 
supt. . . . ) 

Crisis manager (CM) 

On-scene coordinator 
(OSC) 

Incident commander 
(IC) 

Incident commander 
(IC) 

Response 

The second part of the program is response. The Unocal crisis 
management response system is built on the following fundamentals. 

• Emergency response operations will be managed by the facility 
Emergency Management Team or the corporate Emergency 
Response Strike Team depending on the incident's size, scope, 
complexity, and the facility response capability. 

• Unocal will utilize the incident command system. 
• Unocal facilities must work within this policy and program. 
• Public perception of a conscientious, effective response by Unocal 

will come from a vigorous operational campaign, supported by 
open and honest interaction with media, local communities, and 
oversight agencies. 

An essential ingredient in Unocal's response program is a manda-
tory reporting provision. All major emergencies, as defined by the 
program, must be reported immediately to a number manned 24 
hours. This allows for early assessment of the emergency potential and 
initiation of a corporate response, when appropriate. 

Levels of response. Depending on the size and complexity of the 
emergency and the emergency response capabilities of the facility, 
various response levels have been established and may be utilized 
(Table 1). For example, an emergency at a facility with a large response 
capability may be managed entirely by the facility. However, a major 
emergency or crisis at a facility with a small response capability would 
likely have the corporate Emergency Response Strike Team in com-
mand backed by the Crisis Management Team, comprised of senior 
executives located at the home office. 

Components. To maintain an appropriate amount of flexibility for 
the variables associated with the emergency and the involved facility, 

Unocal established a multilevel crisis management system (Table 2). In 
summary, the system comprises the executive Crisis Management 
Team in a policy/support role, the facility Emergency Management 
and Response Teams in charge of the local emergency, and the corpo-
rate Emergency Response Strike Team either in support of local per-
sonnel or assuming local command of the incident. Each of these 
groups has defined locations, roles, and leaders; and each of these may 
be activated as appropriate for the given event. 

Chain of command. The various components of the crisis manage-
ment system are brought together in an actual response using one of 
two possible chains of command. In a level A response (Figure 2), 
typical for a small facility, the Emergency Response Strike Team 
assumes command of the incident, managing all activities at the scene, 
and reports to the Crisis Management Team. The facility Emergency 
Management Team maintains liaison activities with local government 
and community representatives, to make maximum use of existing 
relationships and provide continuity after the corporate team has left. 

In a level B response (Figure 3), typical of large facilities, the local 
Emergency Management Team remains in command reporting to the 
Crisis Management Team. In this case the corporate Emergency Re-
sponse Strike Team acts in a dotted-line support role providing what-
ever equipment, personnel, or services are requested by the facility or 
the executives. 

The Emergency Response Strike Team incorporates a philosophy of 
utilizing professional incident commanders. In the past, each facility 

Figure 2. Level A chain of command Figure 3. Level B chain of command 
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manager typically acted as the incident commander for the duration of 
an event. However, such an approach requires significant amounts of 
training for large numbers of midlevel managers and yet relies on little, 
if any, actual experience by these individuals. Professional incident 
commanders work full-time in the emergency preparedness field doing 
corporate planning and training, with actual response experience on a 
more frequent basis. 

Conclusions 

The Unocal emergency preparedness and crisis management policy 
and program has been well accepted within the company and has 
proven its value through actual emergency responses. During spills in 
Avila Beach, California, and Beaumont, Texas, the crisis management 
system described here was used, and proved to be effective. 

In addition, the following major benefits have been identified, 
among others. 

• Emergency response expertise has been centralized within the 

company and is readily available on an equal basis to every facility 
and business unit. 

• Economies of scale are realized through the centralized purchas-
ing of equipment and the training of personnel that are then 
shared throughout the company. 

• The corporate Emergency Response Strike Team is a means of 
compliance for small facilities, in that it can act as their spill 
management team for the required minimum seven days. 

• Clarification of roles and responsibilities will result in a more rapid 
and effective response. 

Aside from the benefits, some hurdles remain to be overcome, such as: 
• acceptance of the corporate team by the facility management, 

which can only be addressed by earning trust through experience 
and expertise, 

• commitment for team members—who participate on voluntary 
basis—and their bosses in a time of industry downsizing, and 

• keeping the policy and program current in a corporate environ-
ment of continuous change, as occurs with today's reorganiza-
tions, asset sales, joint ventures, and mergers. 

D
ow

nloaded from
 http://m

eridian.allenpress.com
/iosc/article-pdf/1995/1/481/1748441/2169-3358-1995-1-481.pdf by guest on 23 M

ay 2023


