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Crisis Management Plan
 
Toledo Public Schools’ number one priority is the safety and security 
of its students and staff members. 

How the district responds to a crisis or emergency situation is 
paramount and will have a lasting impact. Crisis management 
is always evolving, but there are ways to plan and prepare so 
when the worst happens, the district is ready. Having a solid crisis 
management plan – one that is tested, understood, practiced and 
updated as needed – ensures that information is shared in a timely 
and factual manner and that the appropriate staff members are 
ready to respond in the appropriate manner.

A crisis is not the time to make a plan; it is a time to follow an 
established plan.

Each school has a specific Crisis Management Plan that includes 
pre-planning, intervention/responses and post-emergency activities. 
As part of any crisis plan, it is imperative to keep the following points 
in mind:

Bring closure to the crisis.
 
This will vary depending on the situation; however, it is imperative 
to recognize officially the end of the crisis and the beginning of the 
healing process.

Evaluation of the crisis plan.
 
Response to each incident will be reviewed and evaluated at its 
conclusion. The Crisis Management Team will evaluate the plan and 
its effectiveness and make modifications as needed.

Pre-Incident Preparation 

Issue vs. Crisis
  
It is important to understand the difference between “an issue” and “a 
crisis”. An issue is something that can be resolved quickly. 

Examples range from:

• Student/s approached by a stranger but no physical attempt of 
abduction 
• Death of a student, teacher or staff member 
• Staff member removal for misconduct (no abuse allegations) 
• Student or staff member suicide (not connected to bullying) 
• Missing child from campus 
• Non-armed intruder 
• Student has a weapon on campus, but no threat to other students 
• Vandalism or theft at school property with no physical harm to  others  
• Student left at school/on the bus 
• Food poisoning linked to food services program

A crisis is a significant and unexpected event that creates uncertainty and 
may dramatically impact the district’s operations.

Examples range from:

• Fire or bomb threat or natural disaster 
• School shootings -police investigations 
• Hostage situation 
• Student/s abducted on the way to/from school 
• School bus accident with major injuries/fatalities 
• Armed intruder at any district facility 
• Bullying that results in bodily injury or death (suicide or otherwise) 
• Cyber bullying that results in bodily injury or death (suicide or 
otherwise) 
• Student-to-student violence that results in major injury or death 
• Gang-related activities on campus 
• Student/staff member with a weapon on campus and threatens to 
use it
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Incident Command 

An Incident Command Center should be established as soon as 
possible after a crisis situation is confirmed.

Roles and Responsibilities of Crisis Management Team

Superintendent 
Participates in news conferences, other agency briefings and 
conducts news interviews 

Deputy Superintendent
Directs all operations during the emergency

Public Information Officer 
Coordinates the overall communication response 

Assistant Public Information Officer 
Assists the lead Public Information Officer with prioritizing duties and 
handling inquiries/media relations 

Family, Employee and Student Liaison 
Establishes, coordinates and initiates contact with family members, 
employees and/or students

Governmental Liaison 
Coordinates/oversees logistics with elected officials

Safety Officer
Monitors safety conditions and develops measures for ensuring the 
safety of all response personnel

School Psychologist-Counselor
Initiates established physiological safety plan for students and staff 

Principal
Keeps staff/students calm and informed of new information

ALICE Training - Drills

ALICE stands for Alert - Lockdown - Inform - Counter and Evacuate and 
is meant to empower students and staff members to exercise options 
in the event of a critical incident. As part of ALICE, schools must hold at 
least one drill per year. In an effort to notify and educate families of this 
training, the following all call will be used by the school to inform families 
of an upcoming ALICE Drill:

The safety of our students and staff members continues to be the 
number one priority for Toledo Public Schools. We want everyone to be 
prepared in case there is an emergency involving an outside threat. 
 
This message is being sent to let all students and parents know that 
SCHOOL will participate in an ALICE safety drill on DATE.
 
ALICE stands for Alert-Lockdown-Inform-Counter-Evacuate and is based 
on the premise that information and proactive training are the keys to 
surviving an emergency situation, such as an active shooter event. 
 
These organized exercises, led by the district’s Department of Public 
Safety, are much like a fire or tornado drill as they focus on helping 
everyone know how to react during a specific safety-related situation. 
 
Again, SCHOOL will participate in a planned ALICE safety drill on DATE.  
School counselors will be available to support students who might show 
signs of anxiety during or after the drill. 
 
Please contact the school directly with any questions or concerns.
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Lockdown Procedures

Lockdown levels are broken down into three categories and are 
based upon a number of key factors, including the severity of the 
incident, the nature of the incident and the proximity to the school.

Level I Lockdown
This is the least restrictive level of lockdown. The school secures 
its perimeter and restricts access to visitors. Classes will continue 
and there will be little to no interruption to the school day. This 
level of lockdown is typically in response to a possible incident 
in a neighborhood adjacent to a school but does not involve the 
school. 

Level II Lockdown
This is a more restrictive lockdown and will result in students 
needing to remain in their classroom until the lockdown is lifted. 
Staff members will conduct hall patrols to ensure students are in 
a classroom with a teacher and following instructions. This level 
of lockdown is put in place when law enforcement officers have 
confirmed a possible dangerous situation near a school but does 
not involve the school. 

Level III Lockdown
This level of lockdown is initiated when an incident poses a 
significant threat to a school. Students and staff members will 
be instructed to shelter in place and await instructions from law 
enforcement officials.

Crisis Communication 

The Crisis Communications Team (CCT) is mobilized in the event of a crisis 
situation. Spearheaded by the Public Information Officer (PIO), the role 
of the team is to provide strategic counsel on communications issues, 
develop and disseminate accurate and timely information to internal and 
external stakeholders, and coordinate with the news media.

Immediately upon learning of the crisis, communicating about it becomes 
the top priority. 

Media Responses
• As confirmed information becomes available, it is important to 
provide regular updates to those affected, key stakeholders, the 
news media, internal audiences and the public.
• Updates should be crafted for specific audiences using the verified 
details. 
• Ensure all messages are updated to the district website. Prepare key 
messages and talking points for communicators to use with various 
stakeholder groups. 

Social Media Process and Media Monitoring 
The district’s website, app and social media pages will be updated as 
needed. Information can also be shared via the impacted school’s social 
media pages.

Other stakeholders that require consistent updates include: 
Staff members, Elected Officials, Government Regulators, Neighbors, 
Community Members

Post-Incident Communication
In the days following a crisis, district leaders will determine when to close 
the incident command center and shift communication efforts to a more 
scheduled timeline. District officials will review media coverage and social 
media posts and decide if additional media is necessary to share updates 
related to the crisis.   
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Notification to Families

Families must be kept updated during any 
crisis situation through all calls, social media 
posts and direct interactions. 
  

• Notifications will be sent on a regular 
basis, especially when important 
information is confirmed, including 
reunification plans 
• Calls will include details about following 
TPS on social media or downloading the 
district app for updates  
• Provide updates to families before 
making any announcements to the media 

Emergency Phone Bank  
In the event of an emergency that requires 
assistance answering parent phone calls, the 
following steps will be taken:  

• In a crisis situation, an Emergency Call 
Center will be established.  
• The impacted school’s main phone 
number will be transferred to a central 
administration phone bank 
• The phone number will be shared with 
the media and the public  
• The Call Center will have information 
regarding: 
 

- Reunification 
- Confirm details of the situation 
following the updates that are provided  
- Donations 
- Should staff report

Reunification Plan

A Reunification Plan ensures the safe, 
orderly and documented reunion of students 
and families in the event of an emergency 
evacuation/situation. The decision to activate 
the reunification plan can be based on a variety 
of factors including the safety of students and 
staff members, the nature of the emergency 
or the complexity of the incident. This plan 
adopts a color-coded system of moving parents 
through the reunification process.

Staff/volunteers will be assigned to specific 
positions in an effort for the reunification 
process to operate as smoothly as possible.

Process – Roles - Responsibilities

Students
Students may be moved to the reunification 
site by bus, on foot, or by other means of 
transportation and will enter through the 
designated student entrance.

• Students should remain with their teacher 
and classmates (when possible) and 
attendance should be taken of students at 
the reunification site. 
• Teachers remain with their students in 
the waiting area and will have a list of the 
students under their supervision and the 
name of their parent or guardian. 
• Teachers report any missing students to the 
Student Holding Area Team Leader.
• Students will be asked to maintain order 
and to text their parents or guardians. They 
will also be directed not to send non-essential 
messages and not to post to social media 
as this may cause additional confusion and 
increased trauma.

Parents/Guardians

Check-in 
• Families will check-in when they first arrive 
at the reunification site
• As parents, guardians or designees arrive, 
there should be clear signage directing 
them where they should go to begin the 
reunification process
• They will complete the Student Information 
Card and provide appropriate identification 
so that reunification team members may 
verify their authority to take the student

Waiting Area
• Families will wait while their student is 
brought from the Student Waiting Area
• The individuals supporting the Parent/
Guardian Waiting Area should be prepared 
to interact with individuals under extreme 
stress

Notification Area
• Update parents/guardians of the status/
condition of their student when confirmed 
and deemed appropriate
• Provide support to crisis counselors or 
arrange for any services needed by parents 
or guardians

Department of Public Safety and
Local Law Enforcement
 
A core team of officers from the Department of 
Public Safety and local law enforcement will be 
deployed and utilized in a number of key roles 
during a crisis situation. Their responsibilities 
will range from assisting with reunification 
efforts, providing comfort and support to 
students, staff members and families, to traffic 
and perimeter control, maintaining order and 
de-escalation of tensions.



Student and Staff Support - 
Social and Emotional Follow-Up

During and following a crisis, students and staff members require 
recognition of, and help with, their emotional needs. If emotional 
responses are not supported appropriately during the initial stages of 
a crisis, feelings may be internalized. This may result in an inability to 
concentrate, aggressive or reckless behaviors, or physical symptoms.

Interventions are designed to restore a school and community to 
baseline functioning and to help prevent or minimize damaging 
psychological results following a disaster or crisis situation. It is important 
that during the immediate hours and days following a crisis, students 
and staff are helped to return to previous emotional equilibrium. If left 
unchecked, some emotional responses may become internalized and 
exhibit themselves in unusual behaviors

With support from the principal, the school counselor is responsible for 
ensuring appropriate supports are provided. Prior to the start of the 
school year, the counselor will identify key personnel needed to perform 
the necessary duties surrounding psychological safety.

Assembling a Psychological Safety Team 
For a school site to implement a comprehensive response to a crisis, a 
working team is imperative. An effective Psychological Safety Team will 
make decisions as a team and will have various roles/responsibilities 
assigned to individual team members. 

The Site Psychological Safety Team may include: 
Principal/Administrator/Counselor
Secretary
Teacher (s)  
Team Leader

School Psychologist 
School Resource/TPD Officer
School Nurse 

This group will focus on supporting students and co-workers following a 
crisis/emergency situation, including but not limited to:

• Death of a student or school staff member 
• Attempted suicide/suicide of a classmate 
• Traumatic event at school, in the community or a national crisis that 
causes heightened anxiety or fear.  

Planning will continue throughout the school year in preparation for 
dealing with any of these situations. A comprehensive directory of 
resources is available to all administrators, along with a master list 
of lessons that can be incorporated into daily classroom activities as 
students deal with the emotions associated with a specific trauma.
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