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Improving the Crisis Management System.  
Between Pragmatism and Reality

Summary
The research presented in the article is devoted to issues concerning crisis man‑

agement system improvement. The emphasis and author’s focus concerns especially the 
training procedures providing the proper instructions for the specialists operating within 
it. Specifically, the practical training is named as the priority, and this includes the means  
of organizing exercises, and interaction within the crisis management system. The leg‑
islative process is also outlined, with the legal ambiguity of some statutory nature also 
exemplified. This correspondingly includes the assessment of the executory provisions 
sometimes determining the effective validation of the crisis management system.
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The crisis managements system within the national security system

Crisis management as a component of the national security governance has for 
many years played an important role in the functioning of state administration. 
Central, provincial, district and municipality tiers have proper units in charge  
of managing crisis situations, and likewise many other entities outside state admin‑
istration. Tasks assigned to crisis management and civil planning are detailed in 
the law of 26 April 2007 on Crisis Management1. They can be divided into plans 
– what is related to action methodology, drawing up documents, procedures, and 
organising – making the existing system effective, efficient and complete, and 
operational – for crisis situation or crisis pending. They are present in all phases 
of crisis management, beginning with prevention through preparations, responding 
and ending in restoration2. The range of tasks varies – the expansion is mainly due 

1 Journal of Laws 2018.1401 of 23.07.2018.
2  Cf. Falecki J., Dylematy zarządzania kryzysowego w Rzeczpospolitej Polskiej, Sosnowiec 2016, p. 66.
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to changing legal environment and is based on current potential and factual threats. 
Within the contemporary security administering it is part of a packet for vari‑
ous types of public institutions operations; it is also being implemented by many 
corporate bodies. Naturally, there is no direct rapport between the quoted law pro‑
visions which are obligatory only for the state administration bodies3, nonetheless, 
the requisite to maintain required security standards is becoming a fundamental 
need in other than public institutions.

Currently, an essential component of comprehensive approach to security 
concerns is interdisciplinary. The nature and a variable dynamics of occurring 
threats, are both crucial and major factors shaping the crisis management system 
flexibility, including atypical situations which have not been integrated into secu‑
rity management system with specific procedures. Of course, security requires 
that procedures are in place, but it has to be remembered that despite superficial 
similarities and objective approach to crisis events – its many different aspects, 
the procedures themselves will not bring expected loss reduction. Unquestionably, 
there is a need to evaluate and improve the crisis management system in a way 
that will correspond with the multi ‑aspects or hybrid forms of occurring threats.

Unification of the crisis managements system

It is possible to achieve a required functionality of the crisis management system, 
provided that training and educating are implemented in due time. The main prin‑
cipal objective in its core activities is to seek perfection whereby managing and 
coordination of anti ‑crisis action may bring optimal effects through minimisation  
of applied powers and measures with a simultaneous reduction of losses. The proper 
activity in a crisis situation affects the human safety, property or natural environ‑
ment protection, and is a multi ‑dimensional in a sense of joint operations by all 
basic security services, including fire department and inspection authorities, as well 
as any other institution focused on threat recognition, control, and the minimisa‑
tion of possible loses. From that perspective the main presumptions of cooperation,  
as defined by J.A.F. Stoner, R.E. Freeman and D.R. Gilbert, are following:

 – joint objectives;
 – autonomy of the participants;
 – voluntarism of tasks to be carried out;

3  Cf. Article 2 of the Law of 27 April 2007 on Crisis Management.
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 – implementation of own tasks, and provision for mutual assistance4.
Joint objectives should not raise any questions, since cooperation of units 

must be in line with the crisis management plans, at all levels of joint operations, 
where the principal activity should be focused on safeguarding the broadly under‑
stood security. Moreover, the executory provisions that regulate the performance 
of the services, fire departments and inspection authorities, at the same time define 
their responsibilities in case of a threat or a crisis situation. This is the determinant 
of effective action within own competences, and at the same time a prerequisite 
for achieving proper goals.

That the participants in crisis management system are autonomous  
is obvious, and is dictated by the law provisions governing their functioning. Natu‑
rally, safety nests determined in crisis management plans provide specific roles for 
proper institutions and particular threat occurrences. However, there is no superi‑
ority rule – no commanding prerogative and supremacy over the other associates 
in crisis management execution. Pragmatism of various crisis management activi‑
ties performed in the territory of Poland indicates that in practical terms the system 
works, as a result of the intended purpose. When form of an overcomed crisis 
becomes a fact, the assessment has to be made in respect to the principal rules of 
crisis management plans, where every individual management activities must be 
accounted for. Supervision in this case is to be understood as an authorisation to 
make decisions, including superior declaration of will determined by commanding 
factors, as well as assuming full responsibility for the decisions taken. Action man‑
agement seen this way is adequate to the course of the crisis occurrence, where 
time usually exerts pressure, a rising level of threats, and a surfacing deficit of 
powers and measures. Autonomy becomes thus a key element in anti ‑crisis activi‑
ties, however, it may pose a potential risk of responsibilities becoming indistinct 
for the participants. This is a challenging aspect of the Polish system of crisis 
management, which is emphasised in literature on the subject, but which has not 
been sufficiently detailed by the law. It has to be stressed that the legislative task 
is not an easy one, and similar issues are encountered by all states in which crisis 
management has been regulated by laws and decrees. To be effective in counter‑
acting threats to security, the safety nests had to be established with appointed 
coordinators – usually these are the state administration authorities in charge of 
tasks assigned to a given tier of management (national, provincial, district, and 
municipal, respectively), and principal entities with the widest operational and 

4  Cf. J.A.F. Stoner, R.E. Freeman, D.R. Gilbert, Kierowanie, Warsaw 2001, p. 262.
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organisational capacities to counteract threats, including their assisting units – such 
ones which significant expertise in threat suppression.

Various tasks have particular status control of their performance, and this 
has to be understood as a division of managing entities at the planning stage and 
preparation to commence action. This stage is one of the more important within the 
process of building up security, as at that stage cooperation ties are being formed, 
and tasks are assigned for implementation. Work set up should be reflected in 
a crisis management plan which is a prime document, based on all other docu‑
ments are drawn up on different state administration levels, either governmental 
or self ‑governmental. 

Assessing the crisis management cooperation, the very concept of “coor‑
dination”, evident throughout all tiers of crisis management, is linked to entities 
carrying out crisis management tasks at given level. What needs to be defined. 
Despite a number of definitions in sciences of management, there is no reference 
to security dimension5. From the crisis management perspective, the definition 
“coordination includes arrangements and subordination of joint actions of many 
entities”6 seems to be adequate. Practically speaking this involves:

 – drawing up plans on the grounds of data provided by participants  
in crisis management;

 – taking on the role of the entity pointing out strategic directions of action;
 – implementation of information policies;
 – actions related to providing information to bodies of higher rank and 

to obtaining information from bodies of lower rank.

These are extremely important components within the process of forming 
security and curbing down the negative outcome of crisis situations, but it would 
be worth mentioning that the coordinating body has a limited ability to decide 
what operational or tactical solutions can be effected, which in fact are reserved 
directly for those counteracting threats. At the meetings of crisis management 
teams, squad heads, fire fighters and inspectors will present information on the 
capacities and means they are in possession of, and inform on planned actions and 
current needs. And, on top of it, they bear full responsibility under the executory 
regulations applicable to their activities.

The crisis management system in Poland works efficiently, which has 
been confirmed in a number of cases where action was undertaken almost instantly, 
5  Cf. J. Falecki, Zarządzanie kryzysowe w teorii i praktyce, cz. 3, Relacje współdziałania, koordynacja 

działań, Sosnowiec 2014, p. 22.
6  M. Lisiecki, Zarządzanie bezpieczeństwem publicznym, Warsaw 2012, p. 192.
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while losses were minimised. Safety nests in all phases of crisis management are 
determined by the participants and people in charge, with procedures defining 
the manner of cooperation, and power potency and means are used in an optimal 
way. However, in certain aspects the system should be improved and a number of 
changes should be implemented. The overall principle of individual supervision – 
so much desired for security reasons – has to be substantiated. It needs to be bound 
with the responsibility of a person for action undertaken. Furthermore, a principle 
of territorial primacy needs to be defined, which will set limits to the territorial 
range of operations. But, real life shows that this principle is often disregarded due 
to vertical report system and degree of dependency of the heads of services, fire 
brigades and inspectors, on their superiors.

Training as a component of the crisis management system

Training is one of the most important components in forming and evaluating of the 
existing security solutions. The Law on Crisis Management provides that practical 
training should be organised on all tiers of the system. The very training pro‑
cess should aim at achieving objectives to improve security levels, and to extend 
response possibilities. This can be analysed taking as an example the system of 
civil protection where the head of the National Civil Defence gives directives, 
as to the manner training is organised and conducted. However, the mere large 
number of those entities that provide training seminars, and courses using different 
methodologies and techniques, do not safeguard the desired outcome. Similar con‑
cerns are also encountered in the sphere of crisis management, where no uniform 
principles of how to carry out training has been worked out yet.

The core component in all instructions to be organised should be set  
in a training programme, naming the principal undertakings to be implemented. 
Pragmatically, it is obvious that programming should be in annual cycles,  
in order for the training to be relevant and up to date. It should refer to the cur‑
rent affairs, possess potential propensity of crisis neutralization, and generally 
be in compliance with the regulatory provisions force use. Unnecessary shorten‑
ing or prolonging of the training makes no sense from the organisational point  
of view, since it does not guarantee that the training objective will be attained.  
At the subsequent stage, a training plan should be formulated where training 
groups are identified, deadlines for plan implementation set, and other essential 
concerns organisationally resolved.
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Nonetheless, in order to assess the effectiveness of crisis management 
training improvements, it requires that forms of theoretical and practical train‑
ings should be looked at from a close range. W. Kitler and A. Skrabacz hold that  
training in security should take the theoretical forms of:

 – lectures;
 – seminars;
 – workshops,

and their practical forms should be based on:
 – demonstrations;
 – observations of practical activities;
 – visits7.

Apart from the forms mentioned earlier, the practical training should at 
the end secure the maximal success of training. But the methodology of such 
training must also be analysed. To provide successively planned and executed 
practical training, a number of planning steps needs to be taken in regards to the 
personnel and documentation. However, what is crucial in training to be initiated, 
is that the participants should not have knowledge of the planned steps in detail 
beforehand, since the trainees must use their abilities and means immediately 
available for their use. In an authentic training should one must assume that the 
existent circumstances always prevail. For the people in charge, there might arise 
problems with of maintaining of security function, risk of shortage of resources at 
a given moment, lack of comprehensive information concerning the occurrence, 
recourses launched out too slow, and the problems with the anti ‑crisis management 
processes. Regrettably, in a majority of cases, these principles are not observed, 
so eventually training exercises prove to be, more or less, schematic actions. 
Naturally, certain goals are attained nonetheless – especially when it comes to 
training the practical skills, for example in fire fighting, or in executing certain 
security measures. Yet, the overall comprehensive goal is not attained in the form 
of all crisis management activities, as per the crisis management exercise plan, 
and execution. This mainly relates to action procedures in case of arising risk, 
counteracting capability and measures.

The first and foremost component of any exercise being organised is 
establishing a team responsible for preparing detailed information concerning 

7  W. Kitler, A. Skrabacz, Bezpieczeństwo ludności cywilnej. Pojęcie, organizacja i zadania w czasie  
pokoju, kryzysu i wojny, Warsaw 2010, p. 241.
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a potential crisis situation, to be trained. Any scenario created by that team should 
be kept secret, and that is the key issue that the team would have to stick to. This 
will allow to provide maximum realism. Needless to say, the team has to work 
accounting for the realities and foreseeable threats. The following stages leading 
up to a prepared exercise should include:

 – determination of the operational goal, subject matter and scope  
of exercise;

 – identifying participants;
 – setting out the time and place;
 – appointing the leader of the exercise (or possible the structure of the 

exercise);
 – writing the exercise scenario together with the schedule, and scope  

of information to be provided in the course of the exercise;
 – drawing up planning documents, and a final report.

The itemised exercise is not complete; it is an open structure allowing  
to create a conceptual framework of the exercise.

In order to illustrate organisational problems, the scenario nicknamed 
“Akademia” (carried out on 17 April 2017 on the premises of the Jacob of Paradyż 
University of Applied Sciences in Gorzów Wielkopolski) can be an example. The 
scenario called for an counter ‑action by relevant services, against the sudden entry 
of armed assailers onto the premises of the school. The assailers were to set fire 
to the library, hijack a number of students, lecturers, and barricaded themselves in 
the auditorium. The exercise was staged by the State Fire Service units dispatched 
from the Urban State Fire Station in Gorzów Wielkopolski, and servicemen from 
the Autonomous Antiterrorist Unit and the Autonomous Police Prevention Unit, 
Province Police Station, Gorzów Wlkp. The commanding officer in charge of 
rescue and police operations had some 50 policemen and 40 fire ‑fighters fully 
equipped at his command. The exercise lasted for two hours.

The observers noted that the exercise was spectacular in its form and 
allowed to present operational procedures of respective services. However, that 
type of training exercise bears a number of shortcomings that make training real‑
ism only moderate, namely:

 – the action lacked reality because of its timing;
 – unrealistic access to powers and means;
 – no surprise element for the participants (chiefly on the commanding tier);
 – successive stages in the exercise easily predictable.
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Scenarios and assumptions behind many training exercises performed 
in Poland are rather a type of a demonstration providing knowledge to people, 
usually not related to crisis management, who can learn about the tactical and 
technical issues. Of course, the rescue team or other officers executing their duties 
must carry out specific procedures (evacuation, injury handling and wound dress‑
ing, skills to overpower attackers), yet, seeing the subject matter in whole and in 
its interdisciplinary dimension, there is no one element that would improve the 
crisis situation management system.

Conclusions and perspective changes

Taking into consideration a continuous growth of the importance of a crisis 
management as a system, that component which focuses on its mastering is not 
sufficiently regulated. This is visible in both, in its pragmatics, and in view of its 
legal aspects. A question then arises as to what entity should assume responsibility 
for a comprehensive solution – to be used on all tiers of the state administration. 

The crisis management system in Poland is overseen by the Council  
of Ministers, and it seems that the Council’s competence should bind it to issue 
of implementing order which will regulate the range of organisational movements 
within the crisis management, with emphasis laid on training. The top authority, 
in regards to rationalisation of means, should be assigned to the National Security 
Centre, with the main role vested in it and its national crisis management focus. Such 
directions in the evaluation of the basic component of managing state security, with 
the crisis management system as the foremost agenda for improvement, seems to 
be the only pragmatic path on the road to enhancement of the entire state security. 
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