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IN THE FACE OF UNCERTAINTY AND DANGER

The role of the 'knowledge-experience' pair in crisis
management decision-making

Risk Summer School 2025
Grenoble

Francois GRUNEWALD



A few quotes

«Decision-making involves uncertainty.» General Vincent Desportes
«The queen of war is not infantry, it is uncertainty.» General Beauffe
«Avenir is uncertain but has a great future.»’ Philippe Meyer

"To know and to think is not to arrive at a certain truth,

it is to engage in dialogue with uncertainty." Edgard Morin

‘When the wind changes, the dynamics of the fire change instantly and we cannot wait to
adapt our response. We must anticipate. In our dry mountain environments, reconfiguring
our response and moving equipment from one valley to another takes time, and fire moves
very quickly.” Bruno Maestraci



Where does this question comes from ?

* War in Rwanda

* Crisis in Sahel

* Drought in the Horn of Africa

e Earthquakes in Haiti, Nepal, Turkey

* Cyclones in Philippines and Indian Ocean / Madagascar

* War in Israel/Gaza, Ukraine



A few paradigms from Robert Chambers

* The optimal ignorance :

What do we really need to know to take decision (small
guantity of relevant information versus data cimeteries)

* the strategic imprecision :

Being 70% right on time or 100 % right too late, in particular in
fast changing and uncertain environments;



some semantic elements :

Crisis, Chaos, Risks, Threats, Vulnerability, Resilience,

Anticipation, Reaction, Grey rhinos and black swans

Data, Information, Knowledge,

Information, Disinformation, Intelligence, Research, Al, OSINT
Forecasting, Prevention, Preparation, Action, No Regret

Decision, Rationality, Intuition, Pressure, Reputation, Transparency
Crisis Management, Crisis Communication

Learning, Evaluation, Capitalisation, RETEX

Strategy, operational level, tactics
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Analysis : Knowlege

Decision making

Transmission to alert systems and
to decision-making levels



Targeting the players and subjects to be monitored in the face

\ INDICATORS Of
identified

Tracking / data collection / targeted information

\ WEAK SIGNALS ri S kS

Collecting, processing and disseminating the information gathered
INTELLIGENCE

h

Formatting the information collected in a way that is useful for
management action (decision-taking and steering).

COMMUNICATION
\ Decision for action




Identification of
problems

@

Identification of
alternatives

Choosing
between these
alternatives

Evaluation of
alternatives and their
consequences

Implementation
of choice

Rationality and irrationality of decisions

Decision-
making
process

Evaluation
RETEX

Action
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WHO IS CONCERNED?

Population of rich countries
QiplomacD
, Philanthropi NGOs in wealthy
Armed forces of rich lHanthropic T e
United Nations countries structures
and specialised
agencies Wealthy countries' disaster Security and law
management institutions enforcement agencies
Red Cross Disaster management
movement institutions in the affected
countries
Armed forces of Hnt
affected countries -
Governments of -
affected countries
Population of affected countries




MANY DIFFERENT DECISION MAKING SYSTEMS

Diplomats : from intelligence to political relations and from economic and cultural networks to
influence and negociation

Military : intelligence, strategy, action : from SunTzu, Machaivel to the war of drones in Ukraine.
From the fog of war to the transparency of the battle field. The role of surprise and the need to be
extremelly agile despite hierarchical and rigid systems. many systems with many accronymes.

Civil Protection: working in the absence of information to the need to adapting to fast changing
environment

Humanitarian actors : largely driven by means availability among donors (Is tehre money if we
engage ?) and by coordination systems (clsuters

Private sector : from «do we have an interest» to «are we part of a philantropic community»
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Diplomacy

Humanitarian

Private sector Civil protection

B Planning M Training M Action

Military

United Nations



geological/sismic
data collection

Diagnosis of
situations,

understanding of
contexts,

Analysis of risks
and vulnerabilities

Analysis of
capacities and
resilience

Identification of
weak signals

Satellite data

geological/sismic
data transfer

geological/sismic
data treatment

4

Ground truth of
satellite
information

issuing

alerts

collection
T~
: Satellite data Satellite data
Collecting .
_ transfer processing
agricultural
information in \
the field | Weather data Weather data
Gathering of transfer processing -
health
information in |~ Analysis of health data
the field Y
Gathering of socio-
economic Analysis of socio-
information in the economic information
field
Gathering I Analysis of
information on information on
conflict conflict

No
regret
action

Preparation

Prevention
mitigation



Entering in crisis time

and in one second, the
mess, the black-out, the
unknown ....




Mortality/morbidity Early warning zone/

Magnitude of the disaster anticipatory action

Response in

Limit
crisis time
Control
\ Stabilise
\
\
S\
Citizens, neighbours Other stakeholders TIME

Proxi ilitary response

ity
UNDAC and civil protection
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THE UNCERTAINTY : Grey rhinos and black swans

Grey rhinos: foreseeable risks for which we can be prepared :
PLANNED RESPONSE

| Mortality/morbidity |

Acute
YVector born respiratory

diseases diceames

Water bom
dizeazes )

-

jﬂ +48h + 1 week + 1 month l time
DISASTER .
| FPsychosocial

Black swans: unknown risks, very rare, long-standing, unpredictable

COVID, EBOLA, certain wars, earthquakes.... NO REGRET DECISION
AGILITY, ADAPTIVITY



Certain
Linear

tactics and
organisation
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Probable
Contextual
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Creative
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Unknown
Opportunistic

understanding
complexity

Definition of
minimum
specifications



Planning, multi-scenario planning and the « WHAT IF ?»

«No plan survives the first encounter wit the enemy»
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AT THE INDIVIDUAL LEVEL :
KNOWLDEGE OF EXISTING
EXPERIENCES ION CRISIS

. |

AT THE COLLECTIVE LEVEL :

COLLECTIVE INTELLIGENCE

MANAGMENT / EXPERIENCE
EXPERIENCE ET COMPETENCE

DECISION

WEAK SIGNAL, LOW
NOICES
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REAL TIME INFORMATION ON
CRISIS DYNAMICS AND

MANAGEMENT

KNOWLEDGE OF THE
FIELD




how to mobilize local
knowlege and experience

The Arakhan experience



Dynamics of changing context

Aid dynamics

Production of
a short memo
for decision-
makers
recalling
experiences
of similar
crises
(TO+4to5
days)

1 Real-
time
evaluation
(RTE)
(between
end of 1¢ere
week and
week 4)

Iterative evaluation process

Time

Missions at 3 months, 6 months, 1 year, etc.

Final
evaluation

Production of
articles, books,
participation in

conferences

LEARNING IN A CRISIS




1998 2001 2004 2006 2010 2011 2015 2016 2019 2023 2024

Hurricane in
the
Philippines

Cyclone in
Haiti

Cyclone
in

Tsunami SE

Nepa
earthquak

Earthqu
ake Haiti

Earthqu
ake Haiti

Salvador
earthqua

Earthquak
e Turkey

LECONS TIREES DE MITCH ET DES TREMBLEMENTS DE TERRE AU SALVADOR
QUI PEUVENT ETRE UTILES POUR LA REPONSE AU TSUNAMI

5 Janvier 2005

La présente note fait un point sur les principales legons tirdes des évaluations réalisées sur la
réponse & l'ouragan Mitch, ainsi que d'autres missions conduites dans différents contextes de

catastrophes naturelles en Afrique et Asie. Elle a &1 préparée afin de faciliter |a tiche de prise en =
compte de ces lecons par les acteurs engagés dans l'aide intermationale suite au désastre du 26 ) MESSAGES CLES

Décembre 2004 en Asie du sud et du Sud-est.
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LECON 1 : DES DIAGNOSTICS INADEQUATS

e
Les diagnastics incomplets, inadéquats, biaisés parce qu'on sait déja avant de partir ce quil faut 28 AVRIL 2022

faire, sont extrémement fréquents. L 'explication donnée est double : pas de temps (dans les cas
de catastrophes naturelles, il faut aller vite et parfois quitter sa base en quelques heures), et pas 4 » 1ER AVRIL 2022
de moyens (~ les bailleurs ne financent pas la mission explorataire »). Les situations d'extréme ETUDE COLLECTIVE GBI A 2
urgence, dans lesquelles il n'y a réellement quun temps trés restreint pour le diagnostic, sont
i des

20 ANS APRES
he it rares : il s'agit bl de terre en contexie «URGENCE BEYROUTH » ROULA ABI HABIB KHOURY 4 ; ~ >
urbain et de certains types d'inondations. Mais les risques de voir beaucoup dacteurs s'engager it L'AIDE POUR L'UKRAINE : QUELLES 17 FEVRIER 2023 LECC)NS DU TSUNAMI 2004

trés vite dans des réponses non adapiées (techniquement, culturellement) sont grands quand on SIMON BACHAWATI

veut aller trop vite. Les colts des erreurs peuvent alors étre considérables. .. : . : —e e BONNES PRATIQUES, QUELS ENJEUX ‘ " -
LECON 2 : DES ACTIONS A REPLACER DANS DES SITUATIONS COMPLEXES ; " ks DE COORDINATION ? SEISMES EN TURQUIE ET EN SYRIE : UTILES POUR M

GERER L'URGENCE ET LA REPONSE
POST-SEISME

RECOMMANDATIONS ET LEGONS APPRISES DES
EXPERIENCES AU NEPAL, AU LIBAN ET EN HAITI

WYOTTE

L'action humanitaire se met en generﬁ] en place dans des contextes complexes culturellement,

I doit pouvoir juger de la situation et de son évolution
depuis ['élaboration du magnusuc initial. |l faut cependant éviter dattribuer au programme
humanitaire des bienfaits ou des difficultés résultant d'évolutions de la situation extérieures au
programme Iui méme

LEGON 3 : DES PROGRAMMES PLAQUES SUR DES REALITES COMPLEXES

Lteeme A temeeen s e Mortin

tat dun proc
s impliqués dans la réponse au

Les deux séismes qui ont touché la Syrie et la Turquie le 6 février dernier font partie de
catastrophes les plus meurtritres et destructrices de ces derniéres décennies. La région, bien qu
trés exposée & Faléa sismique et aux mouvements de la faille Est-Anatolienne, navait pas connu di
séismes d'une telle puissance depuis prés de 200 ans. Pourtant, depuls longtemps, Ia Turguie fai

: . , > partie des "hot spots” tectoniques et le séisme d'izmit en 1999 avait déjd fait plus de 15.000 victimes
= ~ Depuis e début de Fannée 2023, la multiplication des secousses et Iactivité sismique permanent:
auLiban auraient di attirer Fattention sur un potentiel épisode de grande ampleur',

A Larision




SUMMARY: if you think that knowledge and experience are
useless in decision-making, try without!

* Understand and know to identify the crisis being managed, the existing risks,
anticipate and prepare for it

* Understand the dynamics of the current crisis and learn from the experiences
of other similar crises to better manage the crisis and manage within the crisis

* Understand the vulnerabilities revealed by the crisis and the mismanagement
of other post-crisis dynamics to better contribute to more resilient post-crisis
situations

* Be able to draw on individual and collective experience to manage the wealth
of knowledge, risks and unforeseen events



CONTRIBUTIONS OF THE THESIS TO SGM
--> The principles of decision making in crisis management are universal: anticipate, make
choices, take risks with the help of a team of experts.

Demonstrate the power of cross-disciplinary work with work in other fields: SGM crosses
management sciences, knowledge management, meteorology, earth sciences, public health, disaster
management.

--> The power of interdisciplinarity

Getting MMS out of the corporate sector, accounting, etc. in which it is often confined (by others):

CONTRIBUTION OF SGM RESEARCH TO OTHER SECTORS

Analytical power of SGN's contributions Highlighting the importance of the "knowledge-experience"
binomial, highlighted by the contributions of these SGMs to other fields: work on decision-making,
intuition, knowledge management, institutional dynamics, crisis management, etc. in the face of
disaster and conflict management, etc.

--> SGM = Science of implementing complex human systems in complex situations and contexts in
uncertain and changing environments.



Research areas

Area 1: Improving information gathering (OSINT, citizen science,
Artificial intelligence, etc.)

Area 2: Better capitalising on experience (RETEX, RTE, etc.)

Area 3: Improving decision-making processes "collective
intelligence, operational art".
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Thanks you,
ready for questions




