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Case Study #1

CLUB CHAOS
BY:

Question#1


What are the problems facing club chaos and what are some possible reasons for these problems?
Some problems facing Club Chaos and possible reasons for these problems are that:

· The upper management doesn’t have proper education to be running a business like this one.

· Antonio the GM created an unnecessary position for the clubhouse manager when he could be doing most of those duties.

· Rocco the clubhouse manager who was promoted from head of maintenance only has training in maintenance work and no training for being a manager.

· Antonio and Rocco don’t set a very good example for their employees since they are playing to much golf and sitting around drinking most of the time that they are working.

· Since they created the new position of clubhouse manager they still had to stay within their budget which required them to layoff the head of caterings assistant who was a good employee.

· From all of the poor decisions that the general manager is making and for making her layoff her assistant, the head of catering quit who was one of the best employees that they had working for them.

· Since the head of catering quit the catering office became unorganized and forgot about clients they had.

· There was high employee turnover because of the insufficient training and the increased amount of pressure to provide a high level of service with insufficient resources and low wages.

· Employee theft was a problem in the kitchen too which might have been caused because of the employees work environment and low wages.

· Personal relationships that are in the business are affecting the productivity of the company. Antonio should have hired a better candidate for the club who was better qualified and properly trained. When the head of catering had to dismiss her assistant it would have been a lot easier to do if they weren’t related.

· Club Chaos should be running their business as a profitable organization, not a not for profit organization. If they were to do that then the managers would be much more concerned with the well being of the company and be focusing on making the company profitable, efficient, well organized with the proper people managing.

Question#2


In learning theory terms, what behaviours are being reinforced and punished? What behaviours are not being punished?
Learning theory suggests that people learn by a process of environmental, emotional, and cognitive influences. Antonio’s lack of involvement in the organizational environment and his laissez faire management style has set a poor example for other employees.  There seems to be no business model for Rocco, the club house manger, to follow.  Antonio does not realize that his behaviour is influencing Rocco.  For example, Antonio can always be found on the golf course or the tennis courts. Rocco imitates this behaviour when he is in the lounge drinking for extended periods of time. Both Antonio and Rocco’s neglect of recognizing employee theft has led to further consequences, such as downsizing key employees including Cathy’s assistant, Jan. As a result, Cathy resigned and it only furthered the damage within the organizational structure.  This became a trend, with only 6 original employees out of 24 still remaining; however, new employees brought no change as there was no formal training, performance evaluations or raises.  Lack of organization within the company became a distraction. For example, forwarding executive chef applicants right to Rupert, the executive chef at the time. All of these poor management decisions have reinforced an unprofessional work environment where bad behaviours are the norm. There is no sign of cohesion or synergy, professionalism, or good management. By posting the threatening messages on the employee board, Antonio is identifying internal theft by making it public and positively reinforcing that theft is wrong.

Question#3

Consider the role of the situation and personality in the case. What factors explain employee behaviours?  Does it make sense to change the people or the situation?

     After looking at both the situation and the people who were involved, it is quite clear about why the problems of theft and poor quality of food were an issue.  From the very top of the management chain, Antonio, the general manager of the club appears to be poorly educated for such a position.  It says that he is normally found golfing or playing tennis with the members.  This implicates that he does very little work within the club and does very little monitoring of what goes on with the employees.  

     Furthermore, Antonio hires a friend of his with absolutely no formal training on how to manage a clubhouse.  Rocco does have experience with running a landscaping business on his own, plus the experience gained from managing the maintenance department of the golf course, but he has no experience dealing with the food and service industry.  Not only does he have no experience within the food and service industry, it appears that he is not very responsible about his new position.  The case states that he is often seen drinking with members of the club for extended periods.  Again, the case states that his position’s duty is to “clean” the clubhouse of employees who are stealing.  Due to his drinking, the employees are not inclined to take him seriously or respect him.  In addition to this, the rumour that he is going to be extremely hard on all employees due to the lack of trust makes the employees dislike him.  Due to their dislike of their boss, the employees are more inclined to not abide to the rules set by Antonio and Rocco.  

     In addition to the inconsistent management, the catering assistant was fired due to the budget being cutback.  The budget cutbacks also limit promotions and wage increases.  Because of these reasons, the employees are given more reason to feel as though they need to compensate their wages through other means.  These other means include the theft of product within the catering department.  The impossible expectations set by Antonio and Rocco also make the employees more displeased about their time spent working at the clubhouse.  Antonio and Rocco expect to be able to get better quality food while paying less for it.  As the employees witness the budget cutbacks along with higher expectations, the image personified by management is one of insecurity.  The employees also are witness to the firing of the majority of long-time employees.  This adds to their feeling of job insecurity.

     Due to the fact that the situation is already occurring, it cannot simply be substituted for another.  To rectify the situation, the people involved need to be changed.  By putting uneducated individuals in positions of power, the situation got out of control.  It was their lack of management skills that allowed for the employees to feel as though they could get away with theft and poor performance.  If the managers had of known how to perform their duties properly, the situation could have easily been avoided.  To fix current situation, only one manager needs to be replaced, that being Antonio.  If there was a true manager in his position, that person would be able to control all of the ongoings among the clubhouse employees.  

Question#4
What kind of system was Rocco implementing when he posted threatening notices, and what effect did this have on employee’s behaviour?

When posting threatening notices to the employees Rocco was implementing a system of negative reinforcement to try to encourage the employees to perform a high level of service and to try and scare the employees who were stealing to stop stealing. This increased amount of pressure on the employees had no effect on the quality of the service, the theft continued and there was high employee turnover since most of the employees didn’t want to work in the high pressure environment. Rocco should use a positive and negative reinforcement system, he should use positive reinforcement to encourage them when they provide a high level of service but continue to use negative reinforcement if the theft persists or if anything else happens.

Question#5

How might operant learning theory principles be used to increase desirable behaviours and eliminate undesirable behaviours?  Be specific in terms of the relevant behaviours you would try to increase and decrease. 

Operant learning is when a subject learns to operate on the environment to achieve certain consequences.  The classical example was an experiment performed by psychologist B.F. Skinner in the 1930s.  Skinner confined rats in a box containing a lever, when the leaver was pulled a food pellet would be dispensed into the box.  Initially, the rats would ignore the lever, but eventually they would pull it by accident and food would be dispensed.  Over time, the rats gradually learned that pulling the lever would dispense food and they would use this as a means of obtaining food.  It is important to notice that the learned behaviour is controlled by the consequences that follow it (the consequence in the Skinner experiment was the rat being provided with food).  These consequences usually depend on the behaviour, and the connection between the two is what is learned by the subject.  Operant learning can be used to increase the frequency of a desired behaviour or to reduce or eliminate the frequency of an undesired behaviour.  This can be done in several different ways.

One of the key ways in which behaviour can be influenced is reinforcement.  This is the process by which stimuli strengthen behaviours.  A reinforcer is a stimulus that follows behaviour and either increases or maintains the probability of that behaviour.  In the rat example, receiving food was a reinforcer.  There are two types of reinforcers; positive and negative.  Positive reinforcement occurs when a behaviour is followed by a favourable stimulus (commonly seen as pleasant) that increases the frequency of that behaviour, whereas a negative reinforcement occurs when a behaviour is followed by the removal of an aversive stimulus (commonly seen as unpleasant) thereby increasing that behaviour's frequency.  It is important that when using reinforcers that they are properly selected for the situation (a positive reinforcement for one person could be negative for another).  The timing of the reinforcement is important as well, the reinforcer must come as a direct result (i.e. right after) of a behaviour.  

Another way in which behaviour can be influenced is extinction.  This involves terminating the reinforcement that is maintaining some unwanted behaviour.  If the behaviour is not reinforced, it will gradually dissipate or be extinguished.  This is a much more passive manner of reinforcement, so often it works well when coupled with the reinforcement (usually positive) of some desired behaviour substitute.  

Punishment is a behaviour modification technique where an unpleasant behaviour is followed with some unpleasant, aversive stimulus.  There is a key difference between punishment and negative reinforcement.  In negative reinforcement, the unpleasant stimulus is removed following some behaviour and increases the probability of that behaviour reoccurring, whereas in punishment the unpleasant stimulus is applied following some behaviour and decreases the probability of that behaviour reoccurring.  

All of these techniques could be used to effectively increase desirable behaviours at Club Chaos and decrease undesirable ones.  In the case of Rocco, the clubhouse manager, who has “often been seen in the lounge drinking with the club members for extended periods” the use of extinction and positive reinforcement could be very effective in improving Rocco’s performance at work.  Antonio could enlist the help of several club members that Rocco frequently socializes with help dissipate his bad behaviour of drinking and socializing on the job.  If the members were to include Rocco as little as possible in their conversations when he begins drinking with them, or to even leave when he comes over it would help to extinguish the behaviour.  At the same time, Antonio could take special care to positively reinforce any desirable behaviours (such as completing paperwork, organizing schedules, securing new catering contracts etc.) that Rocco participates in.  Since Antonio wishes Rocco’s good behaviour to be persistent, he shouldn’t praise him at every opportunity.  This type of reinforcement promotes long term reinforcement of the behaviour, and since Rocco can’t be monitored constantly this is very important.

It is also important to note that in the case of new employees “no training, performance evaluations, or raises took place” because there was “no money in the budget for such activities”.  This means that new employees are receiving no reinforcements for their behaviour and thus, have no reason to increase the frequency of good behaviours or reduce the frequency of bad behaviour.  If there is no money in the budget for raises, this can’t be helped.  However, performance evaluations do not affect the budget and these would give supervisors the opportunity to positively reinforce good behaviour in the form of praise or even promotions.  This would also give the opportunity to use negative reinforcers to reduce bad behaviour, for example if one of the cooks is consistently performing poorly (contributing to the poor quality of the food) they could be more closely supervised by Stanley (a negative reinforcement) until the quality of the cooking improved.  At this point Stanley could supervise less closely and the negative reinforcement would be removed.   

In regards to the theft, the management at Club Chaos does not seem to have effectively managed the reduction of this behaviour.  Punishment has a tendency to provoke a strong emotional reaction on the part of the punished person and this is even more likely when the punishment is delivered in anger of perceived to be unfair.  Rocco’s posting of threatening notices could certainly be regarded as a punishment delivered in anger and it would also be felt as unfair by employees who were not involved with the thefts. Also, the changing of shifts could be taken as a punishment for many employees and is also likely to be perceived as unfair for those who are not guilty.  The thefts could more effectively be managed through the use of extinction or negative reinforcement.  To extinguish the theft, the shipments of food could be much more tightly controlled (ex. install security cameras at the loading dock and kitchen or have sign-in sheets for the freezers).  If the thieves know that it will now be very difficult and risky to take the food they will stop the behaviour.  Also, by using a negative reinforcement, such as close supervision of the shipments by Rocco, the thefts could be reduced.  When thefts have stopped, the close supervision could be reduced as well.  

Question#6

Discuss the potential of organizational learning practices for improving the situation at Club Chaos.  What organizational learning practices would you recommend and how should they be implemented?

Club Chaos clearly has some issues to deal with when it comes to Human Resources.  We believe that if they were to hire an experienced Human Resources Staff; and give them significant power over the staffing and all HR matters, the Managers of Club Chaos would be able to spend more time running the business and less time dealing with staff related matters.  

· Organizational Behaviour Modification-
Having experienced staff in managerial positions to provide with an example of what proper working habits are in the workplace is a necessary element in Behaviour modification.  If your managers are consistently out carousing with the club members on the golf course (Antonio), or out in the bar drinking on a regular basis (Rocco), then the staff will not take their jobs seriously because they have no good role models. 

By reinforcing positive behaviours at Club Chaos with feedback or rewards, staff members who constantly show up on time and who are productive at their job will set a standard, or goals, for employees who are not as “strong” to reach for. At the same time, managers also make the more dedicated employees feel a stronger sense of accomplishment and maker their job feel more rewarding.
· Employee Recognition Programs-
Implementing positive reinforcement programs which formally recognize employees who make a continuous effort to better themselves as an employee, while continuously looking out for the organization’s best interests; can have a dramatic effect on the maintaining a positive atmosphere within an organization.  
In order for the recognition programs to help at Club Chaos they must specify 3 things:

i. How a staff member will be recognised.

ii. The type of behaviour being encouraged

iii. The manner of public acknowledgement

iv. A token or icon of the event for the recipient

By praising staff members at a formal staff meeting or training event at Club Chaos you will show other staff members who to look up to as well as what they might receive if they too act/behave in the same positive manner as the rewarded employee.  An example is to provide forms for club members to fill out to recommend their favourite staff in each department of Club Chaos.  At the end of every month, have a bonus 2 days off with a dinner for the winning member as well as a small plaque indicating the date and acknowledging the reward.  
· Training Programs-
 Training is a component which was clearly lacking at Club Chaos.  The case boldly states that new employees were not properly trained and therefore could not perform to the standards that were expected of them.  TRAINING is planned organizational activities that are designed to facilitate knowledge and skill acquisition to change behaviour and improve performance.  

Club Chaos should create training sessions for their employees. They should offer some kind of multimedia training for the younger generation. And some in class training for the older staff. This would enable everyone to choose which means of training is appropriate for them.  Also there should be a competency test for each individual section of the club ( ie. one test for the kitchen, one for the athletic facilities, one for the administration, etc.)  To help make these trading programs effective there should be some kind of positive reinforcement and some rewards.   

Whoever is running these programs should follow the steps of Behaviour Modelling Training:
1) Describe to the trainees a set of well defined behaviours which will need to be learned for their respective positions.

2) Provide models for displaying the effective use of these behaviours.

3) Provide opportunities for trainees to practice using those behaviours.

4) Provide feedback and social reinforcement to trainees at Club Chaos following their practice in different situations. 

5) Management should take all necessary steps to maximise the transfer of those behaviours to the job.


· Career Development-
Club Chaos also needs to define paths for healthy career development and communicate available positions to inside staff members before hiring from the outside (not in a managerial sense… they need some serious outside help in the situation that they are in now)   They should, in the future, try to develop managers or associate managers from within and teach them managerial skills as they are working.  
Also Club Chaos could hold in-house, informal meetings, on the comings and goings of the private club scene.  Holding brainstorming sessions with staff members to try and help promote new attractions and get new ideas about how to improve the club will help build Club Chaos staff into a team.  This will also help with job satisfaction. Managers should try to develop employees that have diverse abilities.  By promoting from within you will end up with staff that can be moved around   
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