Promise Me, You Won’t Tell

Joyce M. Beggs and I. E. Jernigan, III

The University of North Carolina at Charlotte

Case Overview

This case describes what happens when a manager failed to report an incident of sexual harassment.  The events in the case happened over a period of a few weeks.  April, an employee in the scanning department, told her manager, Paul Smith, about Jim, a night supervisor, exposing himself to her.

April told Paul that she was telling him about the incident as a friend and that she only wanted his advice.  Under the company sexual harassment policy, Paul should immediately report the incident.  April specifically asked Paul not to make a report.  She only wanted his advice on how to handle the matter.  Paul agreed to keep the matter quiet and advised April to tell Jim to stop.  About two days later, April told Paul that Jim said that he would stop.

April also told her story to another employee, Jennifer, who “accidentally” told one of her managers.  Jennifer’s manager reported Jim’s behavior.  Instead of confronting Jim, the decision was made to catch Jim in the act.  Jim was put under secret surveillance while he was at work.

April was informed of the decision to place Jim under surveillance and asked to cooperate in catching him.  April agreed to participate and Jim was caught exposing himself to April.  This time, two security guards witnessed the exposure and the event was recorded with a hidden camera.  Jim was immediately fired.

Paul’s boss, Fred Thompson, and representatives of the human resources department confronted Paul.  Fred said to Paul, “Now we must decide what to do about you.  You realize that our policy for sexual harassment is zero tolerance.  Our policy states that regardless of the situation, you are to contact proper personnel.  You have handled this very poorly.  The only reason you are still employed is that April substantiated your story and asked that nothing bad happen to you.  We have decided to suspend you.  We want you to write up a complete summary of the events.  This will be given to the district manager who will decide your fate.”

Case Development Purpose and Use

This case was developed based on field research. The general purpose of the case is to illustrate the difficulties that individuals face when dealing with role conflicts.  The case is appropriate for use in undergraduate courses in principles of management, human resources management, organizational behavior, business and society, or business law.  At the graduate level, the case could be used in organizational behavior, human resources management, or business ethics courses.
Contact Person:  Joyce M. Beggs, Department of Management, Belk College of Business Administration, The University of North Carolina at Charlotte, 9201 University City Boulevard, Charlotte, North Carolina 28223-0001.  704-687-2736.

CHANGING SHARED VALUES: A MISADVENTURE ON THE SHADOW SIDE

George J. Byrtek, George Fox University

Case Objectives and Use

This case study is intended primarily for graduate-level students in management, business administration, organizational behavior, and leadership. Also, useful student outcomes can be expected from utilization of this case study in any course that considers the role of leaders or managers in shaping organizational culture to fit a changing environment. This study seeks to create an awareness of the adverse effects of value dissonance and the failure of shared values initiatives. Additionally, it provides students with an opportunity for insight into the covert forces resident within the organizational shadow, which must be addressed if they, as managers, seek to modify or align existing subcultural value systems. The description of the conditions and events surrounding the unsuccessful effort to change values for the Telephone Banking Division of Seacrest Bank offers students the opportunity to consider alternative courses action that may have had potential for greater success. This case study also effectively shows the forces of resistance that can be brought into play as managers attempt to change organizational culture. Finally, this case study exemplifies how the leadership and communication systems used by managers and supervisors can tap into the shadow side of the organization and engage employee defense mechanisms.

Case Synopsis

After years of relative stability and steady growth, Seacrest Bank, like many other organizations in the financial services industry, found itself in a market of increasing competition and technological innovation. To support the implementation of its evolving operational strategies, senior management sought to introduce new core values throughout the organization. Implementation followed the common pattern of top down dissemination, with publicity and reinforcement efforts intended to garner employee allegiance. This campaign was extended to all departments, and in the Telephone Banking Division a similar top down effort to create a revised set of shared values failed. It undermined performance, created value dissonance among employees, and astronomically increased employee turnover. The newly appointed senior vice-president of Telephone Banking decides to see what he can be learned from this failed effort. He seeks to determine where his predecessor went astray, what could be learned from reviewing the process of implementation, what forces of resistance stood in the way, and how to get the process back on track.

________________________________________________________________________

Contact person: George J. Byrtek, George Fox University; Portland, OR 97223.  Voice: 503-554-6181.  Fax:  503-554-6189. Email: gbyrtek@georgefox.edu

DR.  MURRELL’S PROBLEM:

DOING THE RIGHT THING OR DOING THE SMART THING?

Thomas R. Miller, The University of Memphis

Case Objectives and Use


The case was developed from personal experiences of the author as an academic administrator in a college of business administration.  The broad purpose of the case is to illustrate some troublesome realities for a manager who is navigating in a highly “bureaucratized” organization with numerous, rigid rules and regulations, especially when the manager is unfamiliar with them.  


The case is intended for use in undergraduate or graduate courses in organization and management, organizational theory, or higher education administration.  In par​ticular, the case situation relates to the following topics: organizational structure, bureaucracy, policies and procedures, delegation, authority and responsibility, administrative decision making, and power and politics in organizations.   

Case Synopsis


Dr. Phil Murrell, Chairman of the Business Administration Department at Capital State University, had been asked once again by Alice Schmidt, Director of Extended Programs, to offer a required MIS course at the Marshall Center, an off-campus site located 35 miles from the main campus.  He had refused an earlier request, but knew it would be more difficult for him to do so this time.  Offering the course presented a challenge to Dr. Murrell for several reasons.  He had a shortage of qualified part-time faculty members in his department, the existing teaching loads of the regular full-time faculty were heavy, and teaching assignment at Marshall were not very appealing to faculty members.  He learned, however, that the central administration had considerable interest in seeing the course offered since it supported a larger political agenda.    


In an effort to cooperate with Schmidt, Dr. Murrell attempted to solve the staffing  problem by hiring one of his graduate assistants to teach the course on an overload basis.  However, he soon learned that his “solution” generated a host of difficulties for him that involved several campus administrators.     


At the end of the case, Dr. Murrell reflected on how he got into this situation and how he should try to work out of it.  He questioned whether his cooperation with Extended Programs had been a mistake given the job problems it had created for him.
___________________

Contact Person: Thomas R. Miller, Professor of Management, The University of Memphis, Memphis, TN 38152-6460                                                                           Voice: (901) 678-4563: Fax: (901) 678-2685; E-mail: thmiller@memphis.edu
  

Case Summary/Abstract

CAMPAIGN TO UNIONIZE AT McEADY INDUSTRIES, INC.:

AN INTERACTIVE CASE

John E. Oliver, Valdosta State University

W. Kent Moore, Valdosta State University

Darall Harris, Valdosta State University

Case Objectives and Use:

This case provides a vehicle for understanding and designing unionization campaigns, both for the union and for a company whose management opposes unions.  The primary objectives for the case are:

1. To understand the major pros and cons of unionizing a company.

2. To design a specific anti-union campaign for a manufacturing company.

3. To design a specific plan to persuade a company to unionize.

4. To list factors that an employee should use to decide whether to vote for or against unionization.

The case is designed for a first Human Resource Management course taught at the junior or senior level.  It could also be used in an undergraduate Labor Relations course.

Case Synopsis:

McEady Industries, Inc. had nine wood furniture manufacturing plants located across the United States and southern Canada.  Their East Kentucky plant defeated a unionization attempt a year ago, and a second union drive was underway.  The plant manager was busy planning strategy to again prevent the union from entering.  He and the Vice President of Manufacturing would deliver anti-union messages to all employees.  

McEady was guided by a philosophy statement they called Basic Business Values.  It included respect for all employees (referred to as associates), input in management decisions, fair compensation and benefits packages, and profit-sharing programs.  Because of the way they did business, McEady management believed there was no need for collective bargaining or a union.  It was their task to convince the associates of this.

Zack Register, a new production line worker, was seriously weighing whether or not he should vote for the union.  He would listen objectively to management’s campaign, but he also wanted to do what was best for himself and his young family.  Cognizant that other companies in the area had experienced layoffs, Zack wanted the security of a good, steady income with adequate insurance benefits.  He committed himself to gathering all available information on both sides of the issue before making his final decision.  

Contact Person:  W. Kent Moore, Harley Langdale Jr. College of Business Admin-istration, Valdosta State University, Valdosta, GA 31698.  Phone: 229/333-5991, FAX 229/259-5504, e-mail: kmoore@valdosta.edu

LANDMARK NEWS, INC.
Mary Anne Watson, University of Tampa

Velma McCuiston, University of Tampa

Case Objectives and Use

The purpose of this case is to teach students the complexities of managing a diverse group of people.  Additionally, this case enables students to look at behavioral issues associated with organizational redesign.  It also may give students insights into the issues of group dynamics, manager/employee communication, manager development, group dynamics, organization culture, diversity, decision-making, perception/attribution, and employee assessment.

This case could be used at the graduate and undergraduate levels in the following types of courses: Organizational Behavior, Leadership, Organizational Development.  Additionally, the case can be used in other courses which include topics dealing with the above mentioned topics.

Case Synopsis

This case describes the problems faced by Jayne, a supervisor in the billing department of a somewhat traditional company, when she becomes responsible for five new employees in a reorganization of her department.  The new employees, who will now report to Jayne, are all from diverse cultures:  one Hispanic in her mid thirties, two Caucasian women in their mid thirties, and two Black women in their early twenties.  Jayne is a Caucasian woman of the baby boomer generation.  She describes herself as a structured, rule-driven manager who fosters a group effort in her department.  Her management style has worked well until the new group became part of her department.  The case describes the group dynamics that develop in the new, enlarged department and the problems that arise between Jayne and some of the new employees.  The case ends with Jayne wondering how to handle the complaint that has been lodged against her by three of her employees.  

____________________

Contact Person:  Mary Anne Watson, College of Business, University of Tampa, 401 W. Kennedy Blvd, Tampa, FL 33606-1490;  Phone: (813) 253-3333, ext. 3431, E-mail: mawatson@alpha.utampa.edu 

Steers


Nancy could not believe what was happening! She was sitting in Steers eating her lunch while mulling over one of her assignments for the class she had just gotten out of.  Steers is a northeastern fast-food chain selling sandwiches, soups and salads.  Some of the stores in the chain were franchised and some were owned and operated by individual entrepreneurs.  

This store was located near an exit of a major interstate highway into and leaving a major metropolitan city in the southeastern region of the United States of America. It was located in a heavy business district and was surrounded by banks, doctors’ offices and other corporate offices. Across the street from the store were a major national hamburger chain and a regional fried chicken fast-food establishment. Although their prices were lower, their service was slow and each of these stores had received a ‘B’ rating from the Department of Health and Environmental Controls.  On the other hand, Steers’ décor was inviting, the store was clean, well lit and the staff was friendly.

The store was practically empty on this particular afternoon. Apart from Nancy, there was a young man sitting on the next table filling out a job application. The cash register had just run out of tape and the storeowner was showing Mary - the only employee in the store at the time - how to fix it when a young African American woman walked into the store to purchase a sandwich. The storeowner acknowledged her by saying: ”good afternoon Ma’am, we’ll be right with you in a moment”. He went on to joke about trying to set up the tape so she would have to wait only at the beginning instead of waiting later on when the time came to pay.

The tape was fixed in approximately 3 minutes and as soon as they were done, the storeowner instructed Mary to find out what the customer wanted and prepare it for her. At the very same moment, a middle-aged White male walked into the store. Mary fixed the woman’s sandwich and proceeded to fix the man’s sandwich. When the storeowner had finished ringing up the African American woman’s sandwich, she said:

“Just a parting remark, you should make your customers the first priority”. The storeowner replied: “yes I do, however, if you can’t pay for the purchase, there is no point in me rushing to serve you”.  By now, the young lady had raised her voice (which was shaking with anger at this point) so that Nancy was staring at the scene while the potential employee who was filling out a job application was glancing nervously back and forth.  She said to the storeowner: “you did not have to make me wait as long as did, and you changed your mind as soon as HE walked in!” 

Nancy was getting really uncomfortable because she could see where this exchange was heading. It went against all that she had been taught for the past two semesters in the hospitality program where she was enrolled. It also went against her personal philosophy on race, gender and class. Additionally, she could see an opportunity that the storeowner was letting slip by. 

The storeowner replied: “I am so tired of you people in this country and your complaints!” The young woman replied: “you don’t even know me and now you are going to characterize all black people, or are you referring to women? You have to live here too, you had better get used to it!” She slammed the door and walked out of the store. The customer who had walked in after her left hurriedly without saying a word while the potential employee returned his job application uncompleted.

Nancy waited a short while before getting up to talk to the storeowner. From her interview with him she found out that this Steers store located on American Way had received the highest sales volume in the city ever since the new owner had taken it over three and a half years ago. Lunch was the busiest meal period starting at 11.30 a.m. and lasting until 2.30 or 3.00 p.m. on weekdays. It also got real busy on the weekend if the local university’s football and basketball teams were playing at home. At the end of busy periods such as the lunch shift, the whole staff was typically tired and it was not unusual for tempers to flare.

The storeowner was a retired geologist from a foreign country and his entrepreneurial drive had landed him a franchise with one of the leading sandwich chain stores. In order to combat staffing shortages in the food service industry, he had resorted to innovative means. Some of these included, hiring mothers with young school-going children to cover the lunch shift and college students to cover the evening and weekend shifts.

Mary worked in such a store to fulfill the graduation requirement of a student practicum.  She was an international student and had chosen to work at this store because the storeowner was originally from the same region as her. Mary figured that she would have more guidance from some one whose work ethic and mores she understood.  She had been working as a sandwich maker at Steers for three weeks now. This was the first time she had worked the lunch shift on the weekdays. Mary was very excited about getting some hands on experience in this foreign country and her boss had accurately tuned into her interest and enthusiasm. Mary had therefore learned very quickly and after only three weeks she was scheduled to handle the store after the busy lunch shift along with the storeowner for a couple of hours before the evening shift took over.  

As Nancy left the store, she wondered if the professors in the hospitality program were right about customer service, diversity sensitivity, etc while it seemed to be quite difficult to achieve in the ‘real’ world!

The Failed Basketball Tournament

Case Objectives

This case has several objectives:  to have students explore the implications of email use and its privacy; to have students develop a management strategy to deal with the performance issue; and to explore the reasons why teams may fail.  In addition, students will be exposed in a preliminary way to the concept of whistle blowing.  In a broader sense, the case demonstrates the complexity of issues arising from a managerial assignment, which happens to take place in an academic setting but could easily be transferred to a workplace situation.

This case would be suitable for undergraduate business students in a basic course in Management Information Systems, or Organizational Behavior.  The situation depicted is one in which most students can relate because it involves undergraduate students working with one another with the goal for one of them to earn a grade for a course needed for graduation.

Case Synopsis

In this case, an undergraduate business student named Nancy describes her efforts to organize a basketball tournament for the Business School in the Spring semester.  She decides to work on this as an Independent Study Project and she will receive a grade for the assignment.  Her project advisor is the Dean of the Business School.  In the early stages of organizing the event, two other undergraduate business students, Ellen and John, members of the Sports Management Club, ask the Dean if they can work with Nancy to run the event.  The Dean of the School decides, with Nancy’s approval, to have the three students collaborate on the project.  Over the course of 2 months, the three students and the Dean meet weekly, and each member gives his/her updated status on progress for the tournament.

As the date for the basketball tournament approaches, Nancy realizes that the other two members of the team are not meeting their obligations.  The way she discovers this is from the back-and- forth email discussions she has with her fellow colleagues, Ellen and John.  As the emails continue, Nancy is concerned about the earnestness in which the two students participated in the project from the beginning.  Furthermore, she is concerned about several of the statements the students have made giving her a sense that perhaps the Dean might have undercut her authority.  Ultimately she is worried that if the basketball tournament is not held, she will receive a failing grade for the course, which, in turn, will impede her ability to graduate in May.

Nancy wonders whether or not she should share the transcript of emails with the Dean, which demonstrate that John and Ellen just gave short shrift to the project.  Alternatively, she questions whether or not she should just go ahead with a poorly organized tournament.  Last, she wonders whether there is ample time left to make the basketball tournament be successful.

SPRINGVIEW HOSPITAL

Angela Farmer and Robert Ellis, Wilfrid Laurier University

For case, please contact author:

bellis@unbc.ca
PEER REVIEW AT THE COLLEGE OF BUSINESS

Lars Larson and Ram Subramanian

Grand Valley State University

Case Objectives and Use

This course is intended for students in an undergraduate course on Organizational Development and Change. Students are asked to evaluate the effectiveness of a planned change, and in particular issues connected with the implementation of change.  Issues of  trust, resistance to change, and leadership are key aspects of the case.  The major information in the case is contained in memos, reports, e-mails and excerpts form the minutes of  faculty senate meetings.  In addition, brief interviews with major participants are included.  The case is complicated by the fact that two different committees are involved during the time period of the case. Students are expected to sort through the differing perspectives and conflicting information to evaluate the planned change and make recommendation on how to implement the change. The case is intended to be used near the end of the course when students should have a tool kit of techniques for analysis and action steps.

Case Synopsis

The case traces the steps taken at a business school to develop multiple measures of faculty teaching performance.  The dean, in a report to the faculty senate, requests the teaching committee to develop a process of evaluating teaching effectiveness that includes more than the current student evaluations. The teaching committee develops a comprehensive plan and presents it at a faculty senate meeting.  A lengthy discussion provides additional input for the committee.  The committee returns to the senate three months later with a revised plan that is approved with only two negative votes.  Several months later, at a training session for the peer review process, faculty claim they don’t understand the purpose of the peer review and direct their hostility toward the trainer.  The college executive council asks the faculty senate chair to conduct an e-mail vote on whether to implement the process or refer it back to the teaching committee.  The faculty vote to send it back to the teaching committee.

Contact Person:  Lars Larson Seidman School of Business, Grand Valley State University, 413c DeVos Center 401 W. Fulton St. Grand Rapids, MI. 49504.  Voice (616) 336-7443.  Fax (616) 336-7445.  e-mail  larsonl@gvsu.edu

WORTH DISTRICT HOSPITAL: TIME FOR A CHANGE?

Karen South Moustafa, The University of Memphis

Thomas R. Miller, The University of Memphis

Case Objectives and Use


The case was developed from the personal experience of one of the authors.  The general purpose of the case is to illustrate the challenge that managers face in balancing the need to observe organizational policies and procedures with the obligation to achieve organizational effectiveness in their work unit.  The specific teaching objectives are:

1. to highlight the relevance and use of personnel policies governing employee behavior.

2. to illustrate the application of employee discipline systems.

3. to show the relevance of the contingency approach to the management decision-making process.      


The case is suited primarily for undergraduate and graduate courses in human resource management, staffing, employee relations, and organization and management. The case could be use to address the following topics: employee discipline, progressive discipline, management control, performance appraisal, and employee supervision.    
Case Synopsis


Jill Roberts, Materials Manager for a Worth District Hospital, a small rural hospital in California, finally had to face up to the problem with Pete Gonzalez, one of her employees.   Although Gonzalez had consistently received high performance evaluations from Roberts, he had the problem of being chronically late for work.  Although she was annoyed by this habit, Roberts did not view his tardiness as a major problem.          

The new chief executive at Worth Hospital, John Briggs, was charged with the task of correcting the hospital’s continuing financial slide.  As a part of his early investigation of hospital operations, Briggs included a review of all hospital staff.  When Briggs reviewed Roberts’ performance ratings of Gonzalez, Briggs took note of the continual tardiness problem.  He disagreed that Gonzalez’s tardiness in reporting to work was a minor issue.  Although Roberts protested that Gonzalez was a valuable employee despite his attendance problem, Briggs directed her to initiate disciplinary action against Gonzalez that could lead to termination of his employment.  Although Roberts tried various tactics to influence Gonzalez to change his behavior, her efforts proved less than successful.  

At the end of the case, Jill was perplexed by the unpleasant decision she was facing.    Although she sincerely valued Gonzalez as an employee, she also recalled her understanding with Briggs about what she was expected to do about Gonzalez.   

____________________

Contact Person: Thomas R. Miller, Area of Management, The University of Memphis, Memphis, TN 38152-6460

Voice: (901) 678-4563; Fax (901) 678-2685: E-mail: thmiller@memphis.edu

FLYING THE HANDICAPPED SKIES

Jan Zahrly, University of North Dakota

Case Objectives and Use

This case is field researched and is about the service industry, specifically about poor service to a person who was physically disabled.  Students have an opportunity to learn more about the Americans with Disabilities Act (1990) and whether it is effective.  The case has an emphasis of marketing and business communication.  Students have an opportunity to apply their marketing and communication skills at four points in the case. 

The case is an excellent lead-in to personal values and ethics concerning advocacy.  The case shows the dilemma facing the disabled person – whether to continue complaining to the company or give up.  

The case can be used in organizational behavior, business communications, ethics and social responsibility, human resource management, and service production classes.  It can be used at almost any level.    

Case Synopsis


Ruth Taylor felt that she was treated poorly by an employee of Northwest Airlines and wrote a letter of complaint to the President of the company.  While sitting in a wheelchair with a leg cast from toe to knee, she was ignored by a gate agent.  Ruth was not able to walk up and down stairs to get to a shuttle bus and the gate agent did not acknowledge the repeated pleas for assistance from Ruth and other travelers.  Neither did the gate agent provide any assistance for Ruth to get to the correct departure gate.  Others helped her move between gates and concourses.  


Prior to the flight, Ruth had arranged for assistance with the airline.  She needed someone to take her to the elevator and assist in getting her on and off the shuttle bus or to push the wheelchair through the entire airport.  She knew that the Americans with Disabilities Act (ADA) of 1990 gave her many rights and she felt that assistance in getting to the departure gate was one of those rights.  


The case details the communications between Ruth and the company about the incident. The instructor can stop the case at four different points to ask students to write response letters to Ruth or to the airline.  The epilogue provides follow-up information about an investigation that is on going.  

____________________________________

Contact person: Jan Zahrly, University of North Dakota, Grand Forks, ND 58202

Voice: 701/777-4697; FAX 701/777-4092; jan_zahrly@und.nodak.edu

A Hairy Situation

Clark S. Kincaid, University of Nevada, Las Vegas

Case Objectives and Use

This case was written with several objectives in mind.  First, the Farmer John’s case provides a good example of the consequences of opening a new restaurant without a strong management team.  It also shows the frustration experienced by a customer when management does not respond to a complaint.  The purpose of any business is to capture and retain customers.  Here we have an intensely loyal customer, diligently filling out comment cards, and seeking acknowledgement from management, all to no avail.  Second, this case provides an interesting challenge for management.  How does the organization demonstrate its commitment to one of its key guiding principles; “extraordinary guest loyalty is maintained through extraordinary employee loyalty”?

This case may be useful for courses in organizational behavior or human resource management.  This case is best suited for undergraduate students, challenging them to determine the core issues of the case and not to become distracted with the inflammatory statements in the letter.

Case Synopsis

Lisa Johnson, regional manager for Salad Greens Restaurants supervises two Farmer John’s Restaurants in the greater Las Vegas area.  Johnson is confronted by an angry letter written by a loyal customer of her restaurant in Henderson.  The customer, Robert Hicks, dines in the restaurant 2-3 times a month and is very offended by the hairstyle of one of the employees of the Henderson restaurant, Steve Peters.

A strongly worded handwritten letter by Hicks personally attacks the management acumen and expertise of Johnson and her general manager in Henderson, Cynthia Mosser.  Hicks criticizes the women for their lack of response to his repeated complaints.  He asserts that a male manager would have handled his complaint in a more satisfactory manner.

The challenge confronted by Johnson and other senior members of the Salad Greens management team are how to respond to the Hick’s complaint, keeping in mind the values of the organization and its guiding principles.

Contact Person: Clark S. Kincaid, University of Nevada, Las Vegas

Mail: 4505 Maryland Parkway-Box 456022, Las Vegas, NV 89154-6022

Voice (702) 895-4458; FAX (702) 895-4871; e-mail: kincaid@nevada.edu

