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Ethics Analysis Worksheet
Has this or something similar ever happened to you in any of your jobs: When you applied for a job at a restaurant (or wherever), the manager who interviewed you said he or she would work around your school schedule. After you took the job you were scheduled to close every night during finals week. The manager would not change the schedule.

Decision Option: 
	Stakeholders
	Principles
	Consequences

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Analysis of a Small Case Study

Ethical Principles for Hospitality Managers
Look at the list of ethical principles. Which principles did the manager violate in this situation? Honesty & Concern and Respect for Others are obvious. Now let's take a closer look at this situation and analyze the consequences of the manager's decision not to abide by his or her promise to work around student's schedule. 

What was the manager trying to accomplish by not changing the student's schedule? Is there anything wrong with trying to get the shifts covered? Of course not, but what we need to question is whether the decision to not change the student's work schedule is the best way to accomplish the manager's objective. 

Ethics Analysis Form
Analysis is a systematic way of figuring something out. If we are trying to figure out whether or not something is ethical and what the best decision might be, no matter what the situation, the analysis process will be the same. We can put together an instrument to help us do the analysis. 

The form has spaces for the decision option we are considering, the stakeholders (those who may be affected by the decision), the ethical principles involved in the situation, and the consequences of the particular decision on the various stakeholders. 

The first thing we always do is identify the decision option. In this case the manager made the decision not to change the student's work schedule. Enter it on the form in the space provided. We already indicated that Honesty and Concern and Respect for Others were violated, so you can write them on the form in the space provided.

In analysis we simply ask questions - who will be affected by this decision and how? One question leads to another, and we write the answers on the form in the appropriate spaces as on the key below. 

Stakeholders: Who may be affected by the manager's decision? Obviously the student is affected. Who else? Other employees? The manager? Customers? The place of business? Yes, all of these people and the restaurant could be affected by the manager’s decision to not change the student’s schedule. Write them in the appropriate spaces on the form. Enlarge the form if necessary.

Now we start asking questions about each of the stakeholders and how they will be affected by the manager’s decision. 

The Student: How will the decision not to change the student's schedule affect the student? What will the student's attitude be toward the manager? The job? The customers? How could his or her changed attitude affect his or her behavior on the job? Will the student's attitude be noticed by other employees? Will the student's studies be affected? Will the student tell fellow workers what happened? Friends? Family? What might the student decide to do? 

Other Employees: The student will probably be unhappy, stressed, and/or angry. What is it like working with a fellow employee who is not happy? How can this affect the overall working environment? What would fellow workers think about the student's problem with his or her schedule? How might that affect their attitudes and behavior? How would any change of attitude affect the manager who made the decision? 

When we do analysis, we are asking what could happen if a particular decision is made. That does not mean that the consequence will actually happen. Some consequences that we consider are more likely to happen than others. In our personal lives we can use this analysis technique when we want to make a point or get something from someone else. We can think to ourselves, "If I say this, he or she will probably say or do this in response." We can then alter what we plan to say until we get the response we want. We might be surprised and not get the response we expected, but we increase the probability of a positive response when we consider in advance how our statement or request will be received.

Manager: The manager is the Decision Maker. When we were asking questions about how other employees might react to the student's response to the manager's decision, we asked how their reactions might affect the manager. If the student's and the other employees’ attitudes become less positive, how could this affect the manager's ability to manage? (Everyone could become less cooperative and lose trust in the manager which could result in increased absenteeism and turnover, etc.) What are the effects of increased absenteeism and turnover on service levels and customer satisfaction? Can the manager be as successful when employees are dissatisfied? What will happen to the reputation of the restaurant as a good place to work? How might this affect the manager?

What we have here is a big circle. Dissatisfied employees tend to be less enthusiastic workers, they are absent more, and they tend to quit after less time on the job. Service levels decrease so customers are less satisfied. Both customers and employees tell friends and families and the reputation of the restaurant as a good place to dine or to work decreases. And this pattern spirals downward. The manager is responsible for everything that goes on in the restaurant and will be less successful and could ultimately lose his or her job. 

Customers:  If the student is too tired, frustrated, or unhappy because of a management decision, how might this affect customers? (More mistakes or poorer quality service?) Do dissatisfied customers tell others about their experience? What effect does this have on business? Is word-of-mouth important?

The Restaurant:  If dissatisfied customers or workers tell family and friends about their experience, how will this affect the restaurant? How will it affect the reputation of the restaurant as a good place to dine at or work at?

Ethical Principles: Look at the Ethical Principles for Hospitality Managers. As we look down the list of ethical principles we can ask which ones are violated by the manager's decision not to change the student's schedule. We already said that Honesty and Concern and Respect for Others were violated. The manager said he or she would work around the student's schedule, and he or she did not do it. The manager may or may not have lied to the student at the interview. But, the manager may not have thought ahead enough to actually be able to do what he or she promised the student. To say one thing and do another is not ethical. The student's schoolwork and health may have been harmed by the manager's failure to meet his or her commitment. There was an obvious lack of concern for the well-being of the student. 

Go down the list of principles asking if any others were violated by the manager's decision and write them on the form in the "Manager" column. The manager is the decision maker in this situation. We are looking for principles that are violated by the decision maker, so we enter them in the "principles" space in the Manager row. 

What about Integrity? The manager did what was expedient rather than what he or she promised the student at the interview.

Trustworthiness? The student and/or other employees may not trust what the manager says.

Loyalty? Employees may be less loyal to the manager and the restaurant if their trust is shaken.

Fairness? We can imagine the student saying, "It's not fair. You said you would work around my school schedule."

Commitment to Excellence? The manager may have many negative consequences from this decision. This decision is not an example of a commitment to excellence.

Leadership? The manager did not demonstrate adherence to the ethical principles in this decision. The manager would like employees to be reliable - - be there when they say they will and do what they say they will - - but the manager did not walk the talk.

Reputation and Morale? The reputation of the restaurant as a good place to dine or work could be tarnished and the morale of the staff could go down because of this decision.

Accountability? There could be negative consequences of this decision that could harm the restaurant, and the manager would be responsible.

The decision to not change the student's schedule violates every ethical principle. There are degrees of course. Murder violates Concern and Respect for Others and is far more serious than inconvenient scheduling, but the possible consequences of this decision are all negative. While it is possible that the student would take the manager's schedule in stride and say nothing to anyone, continuing to do his or her same high quality work, it is more likely that the student would be unhappy, express this to others, and be less enthusiastic. 

Other Decision Options: When a decision is shown through analysis to be unethical there will most likely be many possible negative consequences. At this point, we need to think of a better decision to meet the original objective. The manager could have avoided all possible negative consequences by either, 1) not telling the student at the job interview that he or she would work around the student's school schedule. The student might not have taken the job, or he or she might have, but then would not be upset when the schedule came out. 2) The manager could have taken into account the student's schoolwork and not scheduled the student to close during finals week. That might have made scheduling more difficult for the manager at the time, but would have avoided any possible negative consequences later. 
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