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A. SYNOPSIS, BASIC ISSUES AND KEY POINTS OR HIGHLIGHTS

Synopsis:  The human resource manager of a large tribal-based casino is grappling with the issue of employee turnover and the inability to keep a good portion of the work-force, particularly the staff involved in house keeping and support staff for the casino, to stay with the casino during their first year on the job.  The HR manager discusses the issue of absenteeism with an employee who she feels is a good employee except that she often comes late to work.  The HR manager is also looking to do something different to help her supervisors cope with the high turnover rate.  The company is also doing well financially but is having growing pains. The CFO, who the HR manager reports to, would like to keep health care costs in check while working to train and retain workers.  Health care costs though, keep rising.  The CFO asks a consultant to help review the absenteeism situation with the HR manager and to look specifically at health care and childcare issues.

Basic Issues: This case was designed to address several of the key social responsibility issues impacting employee retention at a tribal-based casino. In addition, the case is intended to address interactions of business with Native American employees. Further, this case is intended to introduce students to the larger issues of social justice and social equity with particular attention to health care and childcare issues. It is written in the form of a role-play, with students assuming and defending the various roles, but it may be used in other ways. Supporting information, in the form of financial documents, newspaper articles, regulatory issues, consultant documents, etc., is included to provide a broader context for the role-play. 

Key points: include the following highlights:

· The casino, located on tribal land, is doing well financially.

· This casino is owned by the Xamish tribe and is run as an independent entity.

· The casino is facing rising health care costs.

· There is a high turnover of employees in the entry level/low paying positions, which tend to be lower paying positions.

· Tribal members are often employed in the entry-level jobs but many do not stay.

· Key issues for employees are: child-care issues, low wages, health care issues and the environment they work in.

B. CASE OBJECTIVES 

Social responsibility and justice involves a framework of corporate policies and procedures in the following areas:  community, diversity, environment, ethics, financial responsibility, human rights and safety.  The objectives that this case can meet will highlight the need for:

· management to become aware of the community it serves – in this case the tribal community with which it has a direct relationship, 

· an organization to recognize the diversity of its workforce, 

· leadership to understand why employees seek employment,

· management to address all of the primary needs of its workforce, 

· individuals to address their basic needs first when seeking employment, 

· employees to make tradeoffs when it comes to employment decisions, and

· employees to become aware of alternative career paths/opportunities.

C. LEVEL OF ANALYSIS FOR WHICH CASE HAS BEEN WRITTEN

This case is appropriate for use in the following classes:  Business Ethics, Corporate Social Responsibility and Justice, Organizational Management.  It may be used at either the undergraduate or graduate level.  This case can best be used as an introduction to social responsibility or social justice issues as well as tribal issues surrounding the creation of businesses (in this case casinos) that are directly related to a tribe’s economic need to grow and transform itself.   The case is intended to involve the analysis of three separate groups; the casino, the tribe and the employee and offers a class the opportunity to meet joint finance/social justice objectives in the classroom through discussion and exploration of interrelationships.
D. SUGGESTED STUDENT ASSIGNMENT

The case is written to be all-inclusive and to be conducted within a 50-minute session.  The case should follow foundation work in business, finance and social justice issues.  This case works well with introductory business students, as the focus is not on the numbers but on the ethics of doing the right thing. We would recommend distributing the case prior to the session to give students a chance to read the case and think about the issues outside of class.  Background information can also be distributed to students prior to class.  However, the case is rich enough that you can use it as an opener for additional research.  For example, you might ask students to research state requirements for day-care operation.  Start class with introducing the background for the case and by introducing introductory questions about social issues, and then construct a list of social issues involving tribal members.

The student is expected to do the following:

· Read the story and supporting documents,

· Choose a role to defend during role play,

· Interact with other stakeholders to help find common ground on major issues,

· Decide a best course of action for all stakeholders involved,

· List and discuss potential solutions to the major issues involved.

Class could be started with introductory questions about social justice issues, business social responsibility, tribal business relationships or human resource fundamentals.  Then, students can break into different groups representing the individuals designated in the role-play and can discuss the case that they read.  This case can be run in several different ways (which are not necessarily mutually exclusive): 
· Run a directed question/answer discussion focusing on the problems faced by Keisha or Sarah and then a discussion centered around social issues such as health care and child care. 

· Have the students role-play the different people at the casino case — Keisha, Sarah, Sarah’s friend Mary, Keisha’s boss Tom, then bring in the consultant that Keisha and Tom will be hiring and follow that with a discussion of the options that Keisha has.

· Small groups can gather to create comprehensive lists of important issues involved with employee benefits, business management and employee compensation characteristics.  Share, compare, and discuss. 

The discussion should end with Keisha listing all of her options and what she intends to do next. We believe that the first approach works best when introducing students to the topic of social justice.  The second approach of heading directly into the role play can be tried near the middle of an uppler level course where much of the foundation of social justice is known and tribal interactions are to be explored.  The case is flexible enough also to be included in other sections of a course depending on the slant being taken in the course’s direction.

Following are samples of handouts that could be provided to students as a way to facilitate and organize team discussion.

Teams x- x will be the Employee Retention Team: 

· Employee Retention Team – the objective of this team is to review Keisha J. Hendrickson’s Employee Turnover Summary from Exit Interviews for ’05, the Profile of Xamish Tribe, the Consultant’s memo and newspaper article.  It should be noted that there is no statistical analysis to support how the variables relating to leaving jobs are related.  Characters in the case who would sit on this Team include-

· Keisha
Hendrickson
Casino HR Director

· James Ginova

Casino Gaming Floor Manager

· George E. Kanema
Casino and Buffet Operations Manager

· Sarah Goodnight
Buffet Cashier

· Margaret Lee

House Keeping (Sarah’s friend)

Discussion questions 

1. What are the main concerns of the employees?

2. What are the issues of greatest concern to Tom Reed, the VP of Finance and the Controller?

3. What are the issues of greatest concern to Keisha Hendrickson, the Human Resources Director?

4. How do tribal issues complicate stakeholder discussions ?

5. Do the short-term and long-term concerns of management conflict? If yes, in what way?

6. What short-term resolutions can be suggested?

7. What long-term options exist?

8. What is the “right thing to do” for management in this situation?

9. Articulate a definition of social justice and discuss the individual's (Sarah, Keisha, etc.) relationship to social justice - use the following  as a starting point *"Social justice* refers to conceptions of a just  society, where "justice" refers to more than just the administration  of laws. It is based on the idea of a society which gives individuals  and groups fair treatment and a just share of the benefits of society."

10. Discuss strategies and solutions to create more just and equitable business environments from the individual and the tribe’s point of view.

Tables x - x will be the Strategy Review Team:
· Strategy Review Team – the objective of this team is to review the company’s finances (attached) and the long-term possibility of adding a child-care benefit, either though a capital outlay or through a benefit support.  This team will also review the Profile of Xamish Tribe as well as the Consultant’s memo (attached). Characters included on this review team include the following:

· Tom Reed

Casino CFO

· Amy Andrews

Casino Treasurer

· Lorie Roundtree
Tribal Representative

· Gerry West

Lead Consultant – Strategy

· Megan Maloney
Consultant – Analyst 

Discussion questions 

1. What are the main concerns of the employees?

2. What are the issues of greatest concern to Tom Reed, the VP of Finance and the Controller?

3. What are the issues of greatest concern to Keisha Hendrickson, the Human Resources Director?

4. How do tribal issues complicate stakeholder discussions?

5. Do the short-term and long-term concerns of management conflict? If yes, in what way?

6. What short-term resolutions can be suggested?

7. What long-term options exist?

8. What is the “right thing to do” for management in this situation?

9. Describe ways in which business (the casino) can positively impact  social justice concerns for the tribe as outlined in this case - use the following as a starting point *"Social justice* refers to conceptions of a just society, where "justice" refers to more than just the administration of laws. It is based on the idea of a society which gives individuals and groups fair treatment and a just share of the benefits of society."

10. Develop strategies for integrating social justice concepts into ongoing casino business and development efforts.

E. POSSIBLE DISCUSSION QUESTIONS

These questions are designed to draw facts about the case up to the surface for discussion.  Short-term issues and multiple actions should reflect sensitivity to the complex employer-employee relationship, whereas long-term approaches should involve strategy analysis and tradeoffs.

· What are the main concerns of the employee?

· What are the issues of greatest concern to the CFO?

· What are the issues of greatest concern to the HR Director?

· How do short-term and long-term concerns of management conflict?

· What short-term resolutions can be suggested?

· What long-term options exist?
· What is ‘the right thing to do’ for management in this situation?
· How do tribal issues complicate stakeholder discussions?
F. SUGGESTED ADDITIONAL READINGS OR REFERENCE

None is intended. However, links and resources can be included to augment the scope of the discussion.  Pre-assigned study questions can also be made available to give the students a common ground from which to approach the role-play.  These questions are generally given along with the case prior to the class as a pre-reading assignment and will tie previously covered subjects in the course with the areas to be explored.  Assumptions and other facts can lead the students to emphasize different aspects of the topic.

G. POTENTIAL USES OF THE CASE

Potential uses of the case might identify types of courses or topic areas for which the case may be considered. For example, “This case can be used in the capacity planning section of a core operations course, but could also be used as an introduction for an elective course in logistics or in a short executive seminar on plant location.” This case can also focus on other social justice issues.  Further, in addition to a role-play, students can be given the task of conducting in-depth quantitative analysis by using the data contained in Appendix A.  When this financial data is combined with the consultant’s report, found in Appendix G, a cost benefit analysis can be conducted around the issue of child-care.  Finally, this case can be used in a broader context of conducting human resource planning for organizations that are new and/or growing.

H. ANALYSIS

Initially in the role-play, the students will focus on developing their characters while working to tie in the materials included as attachments.  These materials are designed to provide the necessary background to complete this case in a stand-alone fashion.  The attachments can also be used as ‘extenders’ of previously assigned social justice materials and thus be used to supplement the instructor’s intent.

After looking at Appendices A – G, the students should become aware that the case is more about social justice issues rather than straight economics.  The casino is doing well and the focus must then move beyond pure short-term profits and loss.  The real issue becomes a focus on the individual, either Sarah, and her financial state and what might drive her to make certain decisions or Keisha, as the decision maker managing the work force.  The personal financial status of Sarah, found in Appendix C, should illustrate her need to meet her basic needs first (shelter, money, health-care, child-care, etc.).  Likewise, Keisha must look for other ways of approaching this problem, as the conventional employer-employee model is not working.

A review of the consultant’s report, found in Appendix G, reveals that health care issues, along with wages, are of primary concern for the entry-level employee.  This is due to the ability to find higher paying positions in the geographic area of the casino during regular working hours.  Further, the demographics of tribal members seeking employment at the casino reveal that many are single, working mothers with dependant care needs.  

I. PROBABLE STUDENT RESPONSES


After focusing on the development of their characters, the students should become involved in a    lively give-and-take session leading to discussions involving employee rights and needs, social justice issues, the relationship of the casino with the tribe as well as specific health care needs.  
In addition to a thorough analysis of the facts, some typical student discussions should include:

· Absenteeism – facts and myths

· Individual/Employee needs 

· Cultural competence 

· Tribal considerations

· Complex relationships (social and corporate)

· Corporate Social Responsibility
· Human Relations resource planning
· Organization structure - internal to the casino and external with its relationship to the tribe
J. COMPUTER SUPPORT AND AUDIO-VISUAL SUPPORT 

There are no specific audio-visual needs.  Specific materials such as individual films or PowerPoint presentations can be brought in to bolster a line of thought or a specific course objective. 

K. PROPOSED SESSION PLAN(S)

The following example session plan gives the sequence of topics and the time allocated to each. This is a single session plan of 90 - 120 minutes given to MBA students.

 0 - 20 minutes
Introduction – discussion of major themes along with what has been done so far.  This could be a recap of the materials provided with the case as well as the direction the role-play will take.  

20 - 50 minutes
Team Role Play – discussion should focus on the needs of the individual employee, Sarah, and how the manager, Keisha, will solve the problem of high absenteeism.   Key questions should include a review of the consultant’s report, why tribal employees do not remain engaged in employment and how a stable workforce can be achieved.

50 - 70 minutes
Class Discussion – Group Questions around larger topics in social justice should be introduced.  The following areas could also be discussed:  local community issues, the need for diversity as well as what should be the casino’s main objective. Conclusions reached.

70 - 90 minutes
Wrap-up and Summary

Major topics should be addressed directly during the team role-play with transitions into specific topics handled during the class discussion portion.  It is helpful to write these major topics out on flipchart paper, one topic per page, to be posted during the class discussion.  The class will then be able to list supporting arguments and topics as they come up in the discussion.  This technique is helpful for the class to visualize the various supporting points of discussions and can be helpful in assigning priority during the wrap-up and conclusion portion.  A final flipchart page can be designated for next steps for the casino to take.
L. OTHER (OPTIONAL)

Additional supporting information about tribal history and growth, along with local social justice needs, can be added to give the case a more realistic tone.  This material can help focus the course discussion on one given topic specific to the demographic makeup of the class.

M. FIELD NOTES

This case was field tested twice.  The first was in February 2007 in a three-hour time block in a class of approximately 48 reservation-based students at Evergreen.  The majority were working adults.  A brief introduction of the case, which included the case facilitator’s background and expectations, took approximately 15 minutes.  Students teams of 6 to 8 people were formed based on seating arrangement.   Students were given approximately ½ hour to read the case material.  Four teams were given the handout on strategy review, the others were given the employee turnover Team (see d above).  Students were then given 75 minutes to assume various roles and develop responses to the various discussion questions and deliverables.  The case facilitator then went through the discussion questions by asking various teams to take a lead on a particular question.  Other teams were given time to fill in or add their different perspectives.  The handout included a brief introduction on the concept of social justice.  The conversation about each question was wrapped up by referring to the concept of social justice.  This proved to be a valuable tie-in and brought the case together.  The facilitator then summarized the takeaways from the case based on the class discussion.  Fortunately, there were students who were knowledgable about tribal casinos and how various tribes used profits.  This made the discussion very rich.  If students are not familiar with tribal casinos, it would be helpful to invite someone who could provide this background information.

The next two field tests occurred in March, 2007 at Bainbridge Graduate Institute, which is an MBA program with a focus of sustainability and environmental and social responsibility.  The case was used in a class called Social Justice.  Approximately 60 students participated, most are working adults.  The class was divided into two sections; each with a facilitator.  One facilitator broke the class into five teams of 6 students.  Since the facilitator knew the students, he assigned roles to students, which took them out of their comfort zone.  The other facilitator broke the 30 students into two teams (one serving as the Employee Retention Team; the other as the Strategy Review Team.  This facilitator assigned two to three people for each role and asked the teams to role play and develop responses to the handout questions.

15 minutes were devoted to introduction, expectation, 75 minutes for student discussion, and ½ hour for case review and report outs.  The discussion focused more on the broader issues than of the impact on individual people and the tribe, since most did not have the tribal background.  Their training has been on looking at broader business issues and this came out in the discussion.  Students were concerned with identifying and prioritizing the issues.  The students really got into their roles, more so than at Evergreen.  This allowed them to come up with interesting conclusions.

Both facilitators found the case to foster a rich discussion.  Overall, students found the case discussion to be very a valuable opportunity to apply social justice theory.  Students wanted to focus on broader issues and resolutions rather than answers to a specific question.  For example, there was lengthy discussion on the casino’s role in being a good citizen by providing resources to its employees – ie addressing the need for daycare, transportation, and training; and exposure to a smoking environment.  .  This gave the facilitators the opportunity to steer the conversation into how individual stakeholders would have been affected, for example, how the tribe and individual employees are impacted by the decisions of Casino management.  A social justice issue is that all voices are not always heard, especially those of a minority, the case provided an excellent platform for examining how to ensure all members of a committee feel they’ve had an impact.
Skinny Raven Casino
9/4/2007
1

