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Folding a Napkin Task Analysis and Lesson Plan

We have the Ethics Code, but how do we implement the code and get all the employees actually following it? We must develop a plan for presenting it to the 

employees and training them how to follow it. That requires us to develop training. And that is what this lesson is about: how to design training.

Training Design Model

	Step no. 1

Needs Assessment
	 No. 2

Training Plan
	 No. 3

Lesson Plans
	 No. 4

Trainer Training
	   No. 5

Training Implementation
	  No. 6

Training Evaluation
	  No. 7

Coaching & Counseling


The Training Design Model was presented in Chapter 14 and then again in Chapter 15. We followed a training design consultant through needs assessment, designing a training plan, and the lesson plan for introducing the code to FOI managers and staff. We’re going to practice the design steps from the two chapters, but in a very simplified form. We’re going to design some simple training. Let’s design training for folding a napkin. 

Folding a Napkin Task Analysis
To design the training, we must first have all the steps for folding a napkin. We can begin with a task analysis. We can watch someone fold the napkin the way it is supposed to be done and write down each step as he or she does it. Perhaps we can find already written directions for folding a napkin. We can test them out, modify them if necessary, and then use them for designing the training. Task analysis is necessary to get a list of the steps whether we do it or someone else did it before. 
I want you to do a task analysis. The best way to teach this is to have you watch me fold the napkin and then you write down each step as I do it. Obviously we can’t do that. So, using the following instructions, figure out how to fold the napkin into a fan shape: 

[image: image1.png]Directions for Folding Lady Windermere's Fan

PR

3 4 5

Lady Windermere's Fan

1.Fold napkin in half.

2.Starting at bottom, accordion pleat 2/3 way up.

3.Fold in half with pleating on the outside.

4.Fold upper right corner diagonally down to folded base of pleats and turn under edge.

5.Place on table and release pleats to form fan.

Reprinted from Sanders, Ed, Paz, Paul C., and Wilkinson, Ron, Service at Its Best: Waiter-Waitress
Training, first edition, © 2002. Reprinted by permission of Pearson Education, Inc., Upper Saddle River,
NI.




Were you able to do it correctly on the first try? If you had never before folded a napkin into a fan and was able to do it easily the first time, those must be pretty good directions. If it took a few tries to get it right, add steps and instructions that will help someone else be able to do it right on the first try. 
You now may have an improved list of instructions to fold the napkin in a fan shape. Give a friend a nice starched cloth napkin and ask him or her to follow the directions and fold the napkin in a fan. Take notes and jot down any additional instructions or explanations you have to offer to help your friend fold the napkin successfully. Add those to your modified instructions.

This exercise shows us the necessity of having explicit directions including all of the steps. Good written directions include all of the steps in the correct sequence. Poorly written directions, whether to someone’s house or how to hook up a new DVD player, etc. are extremely frustrating. In training, we want to be very efficient so that the people we are training start doing what we are training them to do, as soon as possible. 

If you can find instructions for things you need to design training for that’s much easier than writing the instructions yourself. It’s easier to modify existing instructions than to start from scratch. We do not have to re-design the wheel in training. If there’s nothing available, then do a task analysis to get the steps. 

Folding a Napkin Lesson Plan
We've done the task analysis which is the content that we are going to teach. Our next step is to write out the lesson plan for teaching the content. Let's design this training for hotel/restaurant management students. Will it make a difference who we design it for? Can we teach 8-year-olds how to fold this napkin? College students? Foodservice workers? Will the instruction be the same for all of those groups? How might it differ? Review the chapter material about designing instruction to match the particular targeted learners' learning needs and styles.  

Lesson Plan Format

The following is a blank Lesson Plan Format. We can use any format we want, so long as it includes the name of the lesson, the objective of the lesson, materials needed, the content, and how to present the content. This format is as good as any, so we'll use this one. All lessons should be in the same format, though, so the format is familiar. Fill in the name of the lesson: "Folding Napkins into Fans."
Lesson Plan: 

Materials Needed:

Objective:  Upon completion of the lesson, trainees will be able to: 


1.


Steps:

Evaluation:

	Step
	Script and [Instructor's Directions]

	
	

	
	

	
	

	
	


Lesson Planning begins with the objective - - what the student, trainee, or learner will be able to do when the lesson is completed. The objective for this lesson is “Upon completion of the lesson, the student will be able to fold a napkin into a fan.” We always begin with writing the objective because the objective guides the instruction and determines the evaluation method. 

The steps we identified from the task analysis can be written in the steps space on the Lesson Plan Format. Number and write the steps on the format. If the objective is to be able to fold the napkin, then the test should be to fold the napkin, not to describe folding the napkin or answer questions about folding the napkin. Write "fold the napkin" in the evaluation space on the format.  
What we have so far is the procedure. What we are lacking is the training part. In a college class, the textbook is the content. What the professor says and does is the lesson that utilizes the content. We are now going to write the training part - - what the trainer says and does. We script it almost like a play, so that any trainer can utilize the training materials and administer the same well-designed training. Every trainee or learner gets the same exact training - - training that covers everything that needs to be covered, in the best way possible, every time.

Script

In any kind of instruction we start by telling the learners what they are going to learn to do and why it is important for them to learn it. Generally, if we were teaching hotel/restaurant management students how to fold napkins, the reason would be because they would have to fold napkins in a lab situation. So let's pretend that is what this training is for (instead of as an example in a lesson on writing lesson plans). 

Introduction

So, we could start our lesson with something like: "Today you are going to learn how to fold napkins into this very lovely fan shape." As we say this, we show them an example of a napkin folded into a fan shape. “You all need to know how to do this because you will be expected to fold napkins into fan shapes for your next shift in the dining room lab."

Instruction

	
	 

	Fold napkin in half
	Now, I would like you to divide into groups of 3 or 4 and finish the instruction for this step. Begin with, "The first step is to fold the napkin in half." Write exactly what the trainer should say and do for this step. Take about 3 minutes to do this. Then we will confer and come up with the best way to explain and show this step. 

[Guide students into something like, "Lay the napkin facedown on the table in front of you. The hem should be facing up and the napkin should be in a square shape. Fold the napkin in half so that the fold is on the right side and the edges are together on the top, bottom, and left side. (Hold the napkin up so everyone can see it and fold it as per the instructions.) Does everyone have it right? (Point at step 1 on the transparency diagram.) Look at the person's next to you. Is it right? If not, fix it.]
This may seem a little excessive, but it is better to be very specific than to have someone fold the napkin and then discover that the hem shows after it's done. Learning from mistakes can be very effective, of course, but it is less efficient and should be avoided in training. Make sure the learners do it right from the beginning. This step may seem excessively detailed, but it actually takes less than a minute. We can assume that everyone knows what "facedown" means. But, if it's important to have the hem on the inside, we should not make assumptions because more than likely someone will get it wrong. 

	Activity
	I would like you to form back into groups and finish the lesson plan script for the remaining steps from the task analysis. Each group take one of the steps [Assign or ask for groups to do remaining steps 2-5. Hand out blank transparencies and markers for them to write their completed step.] Write the completed script for the step you are doing on a transparency so we can all look at your group's step and make any changes we think would improve the instruction. Take about 10 min. to do this. [Use the key following this discussion as a guide for putting together the completed instruction.] 

	Concluding the Lesson Plan
	 Once the instruction is complete and we've allowed for some practice, we can evaluate whether of not they have met the objective of the lesson. We do this by actually having them fold a napkin. Training differs from education in that everyone has to meet the objective. If a learner cannot fold a napkin after completing the instruction, it will be necessary to give that learner individual instruction until he or she can actually fold the napkin. 

It is appropriate to conclude the lesson with a few words summing up what they have done, why it is important, and when they will be expected to use the new skill. 


KEY - Lesson Plan: Folding a napkin into a fan

Materials Needed: 

1. Transparency of the 5 steps to fold a napkin into a fan.

2. One starched cloth napkin for each student and the instructor

3. One napkin pre-folded into a fan shape

Objective:  Upon completion of the lesson, trainees will be able to fold a cloth napkin 
into a fan shape.


Steps:

1. Fold napkin in half

2. Accordion pleat 2/3 way up

3. Fold in half with pleating on the outside

4. Diagonally fold top to pleats

5. Place on table and release pleats to form fan

Evaluation:  Have each fold a napkin into a fan.

	Step
	Script and [Instructor's Directions]

	Introduction
	Today you are going to learn how to fold napkins into this very lovely fan shape." [Show example of a napkin folded into a fan shape.] You all need to know how to do this because you will be expected to fold napkins into fan shapes for your next shift in the dining room lab.

	Fold napkin in half
	Lay the napkin facedown on the table in front of you. The hem should be facing up and the napkin should be in a square shape. Fold the napkin in half so that the fold is on the right side and the edges are together on the top, bottom, and left side. [Hold the napkin up so everyone can see it and fold it as you are saying the instructions.] Does everyone have it right? [Put up the Transparency of the steps for folding a napkin into a fan. Point at step one.] Look at the person's next to you. Is it right? If not, fix it.

	Fold in half with pleating on the outside
	Now we're going to make the fan. Did you all make little paper fans when you were kids? It's the same. Starting at the bottom, accordion pleat, just like those paper fans, about 1" pleats. Fold up an inch, fold under an inch, fold up an inch – be sure that you keep the fabric even and the pleats the same size. [Show students how to pleat the napkin while you are describing your actions.] Pleat about 2/3 of the way up. 

	Fold in half with pleating on the outside
	Fold the napkin in half again, this time with the pleats together but facing out. [Hold up your napkin and fold it for the learners.] 

	Diagonally fold top to pleats
	Place the folded napkin on the table in front of you. Have the pleats on the left opening to the top. We are now going to fold the right side diagonally down to the folded base of the pleats and turn under the edge. See, it's now straight along the bottom. [Demonstrate this and look around making sure everyone does it correctly.]

	Place on table and release pleats to form fan


	Now, place the napkin in front of you with the point facing straight out away from you. Release the pleats and let them fall open in a fan shape. [Demonstrate this and look around making sure everyone's turned out right.]  

	Practice
	Unfold your beautiful napkins and refold them into fans. We've got the steps up on the overhead if you need them. Fold your napkins several times until you can do it easily without looking at the directions. Help each other if you are having trouble with it. [Go around and check each student's progress, making sure they can all do it.] 

	Evaluation
	[Take down the transparency of the steps.] Now I would like each of you to fold your napkin into a fan. Do not look at your neighbor's. This is a test! [Go around the room and check everyone's napkin to make sure it was done correctly.]
Well done. You are all excellent napkin folders! You'll be all set to fold napkins in the dining room lab. The fans are nice looking aren't they? It's a fancy fold that can dress up a table, making a meal more inviting – making it special. 


	Step
	Script and [Instructor's Directions]   Cont.

	Designing Ethics Code Training
	Designing training for folding napkins is more tedious than difficult. All instructional or training design is the same. We figure out what needs to be taught, we break it into all the things a learner has to know, we decide how best to teach it, and then develop the script. 

[Put up Trans. #3 of the Training Topics with Methods.]
Chapter 15 includes a lesson plan for Introducing the FOI Code of Conduct to the nine members of the FOI management team. Take a few minutes [either in class or as homework] to review it. After having gone through a small design exercise, you will be able to better understand its structure. The training design consultant for FOI still has to develop lesson plans for topics 2, 3, and 4. I though we might try our hands at designing training for topics 2 & 3 - - identifying ethical dilemmas and solutions. 

You have read the entire textbook at this point. Twelve of the fifteen chapters were about identifying ethical dilemmas and determining solutions. Take 5 minutes now and write one paragraph on how this is done. When you are finished, we will share our paragraphs and come up with a succinct paragraph on how to identify ethical dilemmas and solutions. This paragraph sort of sums up the entire text. 

[Guide students into something like: Every time we have to make a decision, we can analyze who the decision will affect and how. We can go down the list of ethical principles and see if any are violated by the decision we are analyzing. We can consider and analyze other decision options, deciding on the option that has the least number of negative consequences for the least number of people.] 

	Task Analysis
	This analysis process is the content for Topic 2 and 3 that we are to teach the FOI management team. Let's put together a list of steps to do the analysis. What is the first thing we always do? [Using a blank transparency, write the list, add, subtract, and finalize it through discussion. The list should look something like: 
1. State the problem.

2. Enter the decision option on the Ethics Analysis Form.

3. Enter the Stakeholders.

4. Ask questions of each Stakeholder determining how the decision could affect him or her. Write possible consequences to each Stakeholder in the spaces provided. 

5. Identify the Decision Maker on the form and go down the list of principles on the FOI Code of Conduct for Managers and Staff, identifying any that might be violated by the decision option. Write them in the appropriate space on the form by the Decision Maker's name. 

6. If there are negative consequences and any of the principles on the FOI Code of Conduct have been violated, think up another decision option and analyze it in the same way as the first decision option. 

7. Continue selecting and analyzing decision options until one appears best suited to solve the problem with the fewest negative consequences for the fewest number of Stakeholders.]

	Objective
	We know what we have to teach. Let's state it as a behavioral objective. Upon completion of the training the members of the FOI management team will be able to: [Get students to say: identify ethical dilemmas and solutions through an analysis process.] What is the purpose of the objective in training design? (Guide the instruction and determine the evaluation method.)

	Training Methods
	How should we teach this? Let's brainstorm. I'll write your ideas on a blank transparency. [Write all ideas on the blank trans. Do not discuss them at this point. After everything is on the board, guide the discussion to something that looks like: Give the management team an example situation - - something that actually happened at FOI that they are familiar with. Using an Ethics Analysis Form, ask the managers who the stakeholders were and ask them questions about how each of the stakeholders was affected by the decision that was made. Ask them which of the principles on the FOI Code of Conduct for Managers and Staff were violated by the decision. Ask them for other possibly better decision options. Have them analyze them and select the best decision option - - the decision option that has the fewest negative consequences for the fewest stakeholders. 

Have them practice this with other situations, perhaps situations they have encountered in their respective departments.] 

	Lesson Plan Assignment
	The next step is to develop the lesson plan. This is the script and all activities designed to get the content across effectively, resulting in all members of the FOI management team meeting the objective . . . which is to be able to identify ethical dilemmas and solutions through an analysis process. [Put up another copy of Trans. #2 – the Lesson Plan Format.] What should we call this lesson? (Identifying ethical dilemmas and solutions through an analysis process) [Enter the students' answers on the lesson plan trans.] And the objective? (Upon completion of the lesson, the FOI management team will be able to identify ethical dilemmas and solutions through an analysis process.) 

We always begin every lesson with an introduction - - stating what they are going to learn and why it is important. [Enter "Introduction" in the first Step blank on the lesson plan. Distribute the Lesson Plan Handout.] I'm giving you a copy of the Lesson Plan Format with the objective. Also included is a copy of the task analysis we did and the training methods we decided upon. 

Here is your assignment. You are to work individually and have one week to complete this assignment. [You may, instead, choose to have students work in classroom groups or as homework. If you choose groups, then have the groups conduct the actual training they designed in front of the class. Have students positively critique the training using a training critique form. Students can develop the form in class being guided to something similar to the Training Critique Form at the end of the instructional materials.] 

You are to develop the lesson plan for this lesson. You know all the managers and all the situations they have been involved with from the Case Study at the back of your textbook. Feel free to copy questions and/or analysis or anything from the textbook for this assignment. It is, however, to hang together cohesively and result in effective instruction. I expect a complete piece of instruction that any trainer would be able to follow with ease. You are to provide all materials, handouts, overheads, whatever is necessary in the lesson. Be sure to also include the evaluation instrument or plan, i.e., how you will test to see that the trainee has met the objective of the lesson. It is to be typed, and you are to use the format we have used in class. [A key is provided at the end of this lesson plan to be used as a guide for grading the student's lesson plans.] 

	Conclusion
	We can develop an ethics code, but, without some kind of training, it's unlikely an ethics program will be successful. This lesson provides instruction on how to develop the training that is necessary for implementation. Knowing how to design training is a very valuable and useful skill to have. 

Please be sure to read the Conclusion of the text following Chapter 15. 

[If you have followed this Lesson, you might want to make copies of the entire Lesson 14 and distribute them to your students at the end so they can see how it worked. "Do as I do" is a very powerful lesson and will reinforce the instruction.]

[Optional Activities:  If you distribute copies of Lesson 14 to students, you can assign parts of the lesson for various students to present to the class. This will allow students to practice utilizing lesson plans and will provide a review of the materials in the lesson. You could have students put together a training critique form such as the form at the end of the instructional materials, then have them use the form to critique the training/instruction as it is presented by each student.] 
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Training Design Model

	Step #1

Needs Assessment
	  #2

Training Plan
	 #3

Lesson Plans
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Trainer Training
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Training Implementation
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Directions for Folding the Land Windermere's Fan

[Insert the picture, diagram, and directions]

Transparency #2

Transparency #3

Training Topics with Methods

1.
Introduction of the FOI Code of Conduct for 
Managers and Staff, why it is important, and 
the consequences for failing to adhere to it. 
(Lecture with discussion)
(Completed in Ch. 15)

*******

2.
How to identify ethical dilemmas. [Topic 2 and 3 are taught together] (Lecture with discussion & case study practice activities)

3.
How to determine the ethical solution when in doubt. (Lecture with discussion & case study practice activities)

4.
Train the managers to train their employees (Lecture, demonstration, simulations, instructional  activities)

Lesson Plan Handout

Training Topics with Methods

1.
Introduction of the FOI Code of Conduct for Managers and Staff, why it is 
important, and the consequences for failing to adhere to it. 
(Lecture with 
discussion) (Completed in Ch. 15)

*******

2.
How to identify ethical dilemmas. [Topic 2 and 3 are taught together] (Lecture with discussion & case study practice activities)

3.
How to determine the ethical solution when in doubt. (Lecture with discussion & case study practice activities)

4.
Train the managers to train their employees (Lecture, demonstration, simulations, instructional activities)

How to Identify Ethical Dilemmas and Solutions

Every time we have to make a decision, we can analyze who the decision will affect and how. We can go down the list of ethical principles and see if any are violated by the decision we are analyzing. We can consider and analyze other decision options, deciding on the option that has the least number of negative consequences for the least number of people.

Task Analysis
1. State the problem.

2. Enter the decision option on the Ethics Analysis Form.

3. Enter the Stakeholders.

4. Ask questions of each Stakeholder as to how the decision could affect him or her. Write possible consequences to each Stakeholder in the spaces provided. 

5. Identify the Decision Maker and go down the list of principles on the FOI Code of Conduct for Managers and Staff, identifying any that might be violated by the decision option. Write them in the appropriate space on the form by the Decision Maker's name. 

6. If there are negative consequences and any of the principles on the FOI Code of Conduct have been violated, think up another decision option and analyze it in the same way as the first decision option. 

7. Continue selecting and analyzing decision options until one looks to solve the problem with the fewest negative consequences for the fewest number of Stakeholders.

Training Methods


Give the management team an example situation - - something that really happened at FOI that they are familiar with. Using an Ethics Analysis Form, ask the managers who the stakeholders were and ask them questions about how each of the stakeholders was affected by the decision that was made. Ask them which of the principles on the FOI Code of Conduct for Managers and Staff were violated by the decision. 


Ask them for other possibly better decision options. Have them analyze them and select the best decision option - - the decision option that has the fewest negative consequences for the fewest stakeholders. 

Have them practice this with other situations - - perhaps situations they have

encountered in their respective departments.

Freshwater Oasis Inn Code of Conduct for Managers and Staff
Honesty:  FOI managers and staff are honest and truthful. They do not mislead or deceive others by misrepresentations.

Integrity:  FOI managers and staff demonstrate the courage of their convictions by doing what they know is right even when there is pressure to do otherwise.

Trustworthiness:  FOI managers and staff are trustworthy and candid in supplying information and in correcting misapprehensions of fact. They do not create justifications for escaping their promises and commitments.

Loyalty:  FOI managers and staff demonstrate loyalty to the Freshwater Oasis Inn in devotion to duty and loyalty to colleagues by friendship in adversity. They avoid conflicts of interest; do not use or disclose confidential information; and should they accept other employment, they respect the proprietary information of FOI.

Fairness:  FOI managers and staff are fair and equitable in all dealings; they do not abuse power arbitrarily nor take undue advantage of another’s mistakes or difficulties. They treat all individuals with equality, with tolerance for and acceptance of diversity and with an open mind.

Concern and Respect for Others:  FOI managers and staff are concerned, respectful, compassionate and kind. They are sensitive to the personal concerns of their colleagues and live the “Golden Rule.” They respect the rights and interest of all those who have a stake in their decisions.

Commitment to Excellence:  FOI managers and staff pursue excellence in performing their duties and are willing to put more into their job than they can get out of it.

Leadership:  FOI managers are conscious of the responsibility and opportunities of their position of leadership. They realize that the best way to instill ethical principles and ethical awareness in their organizations is by example. They walk their talk!

Reputation and Morale:  FOI managers seek to protect and build Freshwater Oasis Inn's reputation and the morale of its employees by engaging in conduct that builds respect and by taking whatever actions are necessary to correct or prevent inappropriate conduct of others.

Accountability:  FOI managers are personally accountable for the ethical quality of their decisions as well as those of their subordinates.

Lesson Plan: Identifying Ethical Dilemma and Solutions Using an Analysis Process

Materials Needed:

Objective:  Upon completion of the lesson, the FOI management team will be able to 
identify ethical dilemmas and solutions using an analysis process.

 Steps:

Evaluation:

	Step
	Script and [Instructor's Directions]

	Introduction
	

	
	

	
	

	
	

	
	


Lesson Plan Key (Use as a Guide Only)

Lesson Plan: Identifying Ethical Dilemmas and Solutions Using an Analysis Process

Trainees:  Nine members of the FOI Management Team

Day & Time: Tuesday, 2:00 – 3:30

Trainer:  Training design consultant

Training Method:  Lecture with discussion & case study practice activities

Materials Needed:

1. Transparency #1 - Ethical Analysis Form with Eddie/Kelly Situation

2. Transparency #2 – FOI Code of Conduct

Objective:  Upon completion of the lesson, the FOI management team will be able to 
identify ethical dilemmas and solutions using an analysis process.

 Training Steps to meet the objectives:

1. State the problem.

2. Enter the decision option on the Ethics Analysis Form.

3. Enter the Stakeholders.

4. Ask questions of each Stakeholder as to how the decision could affect him or her. Write the possible consequences to each Stakeholder in the spaces provided on the form. 

5. Identify the Decision Maker on the form and go down the list of principles on the FOI Code of Conduct for Managers and Staff, identifying any that might be violated by the decision option. Write them in the appropriate space on the form by the Decision Maker's name. 

6. If there are negative consequences and any of the principles on the FOI Code of Conduct have been violated, think up another decision option and analyze it in the same way as the first decision option. 

7. Continue selecting and analyzing decision options until one looks to solve the problem with the fewest negative consequences for the fewest number of Stakeholders.

Evaluation:  Trainees will analyze a given situation, using an Ethics Analysis Form, and determine a solution that should result in the fewest negative consequences for the fewest stakeholders.

	Step
	Script and [Instructor's Directions]

	Introduction
	Hello everyone. In our last meeting we went over the new FOI Code of Conduct for Managers and Staff, why it is important, and the consequences for failing to adhere to it. You will be responsible for training your employees in its use, so it is important for you to understand how to use it yourselves! 

You are all very familiar with the FOI Code of Conduct, after the last assignment! In our last session I gave you several examples of violations of honesty, integrity, and so forth. We identified stakeholders who could be affected by the violations and how they might be affected. 

Then you came up with situations in your own departments where you had to make decisions. We considered how the decisions could affect the various stakeholders - - your employees, your guests, yourself, your supervisor, and FOI. You went down the list of principles on the FOI Code of Conduct and determined which were violated by the particular decision option.

Today we're going to do more of the same. We are going to practice identifying ethical dilemmas and solutions through an analysis process, using the Ethics Analysis Form. 

	State the Problem
	Situations we discuss here in training are confidential. These are management situations that have happened here - - ones you may already be familiar with. It is useful for us to discuss them and analyze them, so that you know how to handle other situations that are sure to come up in your departments - - how to handle them in accordance with the FOI Code of Conduct. 

[Put up Trans #1 of an Ethics Analysis Form with the Eddie/Kelly situation.] This is the first situation we're going to analyze. Most of you know Eddie the bartender. He had a situation with Kelly, a former server. They were friendly at work and she invited him over to her place for dinner. He generally avoided dating co-workers and was a little apprehensive. When he got there, he said it looked like he was at work, because everything was from FOI - - her linens, table settings, dishes, glasses - - everything! As management, how do you feel about your employees decorating their homes with your departments' property? [Allow for discussion but keep the training moving along the lesson plan.]
So, here's Eddie. Does he have a problem? What is it? (He is in his co-worker Kelly's home and can see that she has stolen lots of things from FOI. He is very uncomfortable with the situation.) 

	Enter the decision option on the Ethics Analysis Form.


	Does someone have to make a decision? Who? (Eddie) What decision does he have to make? (Whether or not to tell management that Kelly has a house full of stolen FOI stuff.) [Enter the decision option on Trans. #1.] If Eddie does nothing, that is essentially deciding not to tell on her.

	Enter the Stakeholders

and identify the Decision Maker
	Whether Eddie tells on Kelly or not, there are consequences. Who can be affected by his decision? (Eddie, Kelly, FOI, other Employees) We enter stakeholders on the form. Since Eddie is the one who has to make the decision here, we write "Decision Maker" after his name on the form. 

	Analysis of Possible Consequences for Eddie


	Now we are going to ask questions of each Stakeholder as to how the decision could affect him or her. We will write the possible consequences to each Stakeholder in the spaces provided on the form. Let's begin with the consequences for Eddie. [Ask the following questions, guiding students to the answers on the key following this discussion. Enter their answers on the Ethics Analysis Form (Trans. #1)]

We have to determine whether Eddie’s loyalties should lie with Kelly or FOI. How will Eddie feel if he tells on Kelly, and, how will Kelly and his relationship with her be affected? Or, if he does not tell on Kelly, how will Eddie feel, and, what affect will this have on their relationship? Also, how could this affect his reaction to other employee misbehavior? Could Kelly ever get caught even if Eddie does not tell? Could it ever be discovered that he knew about Kelly stealing and neglected to say anything? Could Eddie get in trouble? Is it possible that FOI might suspect Kelly of stealing and ask Eddie to keep an eye on her? What would he do then?

	Analysis of Possible Consequences for Kelly


	There is nothing that Kelly can do about the situation at this point. It all depends on Eddie’s reaction to his discovery of her theft. Mainly their future relationship is at issue here. If Eddie keeps quiet about the theft (to her and management), how might she interpret his silence? How might their relationship change by Eddie’s discovery of her theft? How might Kelly feel about this? What would most likely happen to Kelly if Eddie tells on her? How would Kelly react to this?

	Analysis of Possible Consequences for FOI


	How does employee theft affect the profits of FOI? Although the pilfering of a few place settings might seem inconsequential, these instances all add up and affect the bottom line. Employee theft can devastate a business. How does this affect the Dining Room Manager? Tony, would you like to address this?

Management is responsible for putting controls in place that discourage and limit the temptation to steal. If employees are allowed to get away with theft, how could this affect FOI in terms of reputation, turnover, and quality of service? What costs could changes in these areas incur?

	Analysis of Possible Consequences for Other Employees


	If Kelly gets away with theft, would other employees be aware of what Kelly is doing? What might they think about what Kelly is doing? How could it affect their behavior? Not all employees can be tempted to steal. There may be some who could be very disturbed by Kelly’s behavior. How might they feel? Will they be comfortable telling on Kelly, or keeping quiet? What are the consequences for either option? How will employees feel about management if management either does not find out about the theft or finds out and does nothing? How could this affect employees’ attitudes and performance?  

	Ethical Principles Violated by Eddie’s Decision


	[Put up Trans. #2 – FOI Code of Conduct.] Kelly’s theft of FOI property violates many of the ethical principles. Which ones? [Go down the list and ask members of the management team to identify which principles are violated.] (honesty, integrity, trustworthiness, loyalty, fairness, commitment to excellence, reputation and morale, and accountability) 

Kelly put Eddie in a very difficult and uncomfortable position which violates concern and respect for others. Perhaps she does not think she did anything wrong or assumes that everyone steals. However, she did steal . . . and her unethical, illegal action has caused this dilemma to begin with. 

If Eddie does not tell on Kelly, all of the same ethical principles are violated. He would be keeping important information from management that harms FOI, and he becomes a party to the theft. Honesty, integrity, trustworthiness, loyalty, fairness, commitment to excellence, reputation and morale, and accountability are violated by his silence. [Put back up Trans. # 1 and enter the ethical principles violated by Eddie's decision.]

	Other Decision Options 
	The theft has already happened whether or not Eddie tells on Kelly. Eddie was uncomfortable with the knowledge that Kelly steals FOI property and the relationship will cool. Their relationship is over either way. 

We know that if Eddie tells on Kelly, she will most likely lose her job, blame Eddie, and feel betrayed. He might have to endure the wrath of other employees (friends of Kelly’s) who feel that Eddie’s informing on her was inappropriate. 

Let us consider ethical violations for the decision to tell on Kelly. Eddie would lose Kelly’s trust if he told on her. Eddie has to choose between having Kelly’s trust and management’s trust. If Eddie had encouraged Kelly to steal FOI’s linens, silver, crystal, and china, and then told on her, she would rightfully feel betrayed. He was not a party to her decision, however, so he is not responsible for it. Management would want Eddie to tell them Kelly is stealing FOI property. 

To tell on Kelly would violate concern and respect for Kelly, but we must question where Eddie’s concern and respect should be. Obviously the act of theft does not deserve respect. Employee theft hurts the company, harms the reputation and morale of the staff, and destroys trust. Eddie has to choose between having concern and respect for Kelly or for FOI, management, and his fellow employees. 

Being human, Eddie should be concerned that Kelly could lose her job, be unhappy, and feel betrayed if he tells on her. This is a difficult situation. If Eddie was a manager at FOI, it would be a simple decision. His loyalty would be with the company, and his management position would determine his action. Because Eddie is not in management, however, this situation is similar to one student telling on another student for cheating. 

Being a tattletale or a snitch has very negative connotations in our society. Most students will not tell on cheating students, but often feel annoyed that the teacher is unaware or ignoring the cheating. It is a question of responsibility. Students generally feel it is the teachers’ responsibility to make it very difficult to cheat and to catch those students who try. And, in this situation also, it is management’s responsibility to make it very difficult to steal FOI property and to catch those who somehow do steal. So, does that mean that we do not have to tell on fellow workers or fellow students when they are breaking the rules, even though to stay silent violates many of the ethical principles?

This is where the FOI Code of Conduct comes in and can guide Eddie's decision. Everyone will be trained to understand and follow the FOI Code of Conduct. All of our employees will be taught how to think through their decisions so that they are in line with the Code. [Put back up Trans. # 2 – FOI Code of Conduct] Which of the principles tell Eddie what he should do in this situation? 

The decision to tell on Kelly violates none of the ethical principles. Eddie was not given a say in her decision to steal FOI property. It is not his responsibility to stand by Kelly when she is squarely in the wrong. Wives and husbands do not have to testify against one another in courts of law. Eddie and Kelly are not married. They are co-workers. Eddie knew it was not a good idea to date a co-worker. If Kelly had not invited Eddie to her home, or if Eddie had followed his better judgment, Eddie never would have known she stole FOI property. 

	Select the Best Option
	We can compare the ethical principles that are violated by each decision option and determine which principles take precedence and which decision option causes the least negative consequences to the fewest stakeholders. The decision to tell on Kelly has the least negative consequences to the fewest stakeholders and violates no ethical principles. Eddie is still stuck with the offensiveness of telling on a fellow worker. To keep his silence hurts FOI, but his relationship with Kelly appears to be over regardless of what he decides. To tell on her directly hurts Kelly but is good for FOI and everyone else. 

As always, doing the right thing - - the ethical thing - - is easier and much less painful. Perhaps Kelly should have thought of the consequences of stealing FOI property before she did so. Perhaps she should have thought of the consequences of letting other people know she stole FOI property before she invited them to her house. Eddie should have followed his initial instincts and not dated a coworker. As managers we are responsible for putting controls in place that limit access and temptation for theft. We are responsible for clearly stating the rules of appropriate behavior, and the consequences for failing to follow these rules. It is also our responsibility to be constantly aware of our employees’ behavior.  

Here is another old saying: “one bad apple can spoil the barrel.”  It is our responsibility to make sure we do not hire bad apples, do not enable anyone to become a bad apple, and we must get rid of any bad apples that we discover. Bad apples cause trouble.  Kelly is a bad apple or at least is behaving like a bad apple. At the very least, her behavior can lead others to theft, it decreases profits, and her behavior creates management and morale problems.

	Activity
	[Divide the FOI management team into 3 groups and give each group another situation from FOI. Have them work together to determine the problem, the decision option, the decision maker, the stakeholders, the possible consequences, violated principles, and other decision options. When they are done, go over each of the groups' analysis with the whole management team. Discuss the analysis and come to a consensus that adheres to the FOI Code of Conduct.]

	Assignment
	I want each of you to think up a situation that you are currently dealing with in your department, or something from the recent past. You are to write a concise statement of the problem and then analyze a decision option just like we did here. Fill in the Ethics Analysis Form neatly and then have the office make a transparency of it so you can go over the analysis with the rest of us when we meet next time. 

All of us have made bad decisions from time to time. This is not about embarrassing ourselves, but rather about learning from our mistakes and helping each other to learn from our mistakes. I will do the assignment too just to get the bad decision ball rolling and to be equally vulnerable! If we all did everything perfectly, we wouldn't need to be having these training sessions. My whole interest in ethics came out of wanting to improve myself. That's what we're here for. John came to the conclusion that improvement was necessary and called me to help, because he didn't know how to do this. I couldn't run a hotel, but I know how to design and implement a code of conduct. 

You all have my e-mail address if you have questions. Feel free to help each other too. This has been an excellent session. I'll see you next time. 


KEY - Ethical Analysis Form

Dinner at Martha’s 

Decision Option:  Whether to tell management that Kelly has been stealing from FOI

	Stakeholders
	Principles
	Consequences

	Eddie (Bartender)

[Decision Maker]
	Honesty

Integrity

Trustworthiness

Loyalty

Concern & Respect

         For Others

Excellence

Rep & Morale

Accountability
	· Should Eddie be loyal to Kelly or to FOI?  He could feel uncomfortable whether he tells on Kelly or not.  

· To not tell on Kelly will make him realize his loyalty is not with the company, so it could be easier to make questionable decisions in the future.  

· His relationship with Kelly will be strained because her theft has put him in a difficult situation. If he says nothing, it comes across to Kelly (and others) as approval of her theft.

· It is possible that Kelly could get caught stealing, get fired, and then mention that Eddie knew she had the stolen goods. His loyalty and trustworthiness would be called into question, and he might even face disciplinary action.

· If FOI suspects Kelly of stealing, Eddie could be asked to keep an eye on her at the bar. 

· His hidden knowledge of her guilt makes him a party to the theft.

	Kelly (Server)
	
	· Kelly may interpret Eddie’s silence as approval and/or assume he steals FOI things too.

· Eddie may cool off towards Kelly because of the uncomfortable position she has put him in. She may feel betrayed or hurt by this.

· If Eddie does tell on her, she will most likely be terminated and blame him.

	Freshwater Oasis Inn
	
	· Employee theft increases costs which reduces profits.

· If Kelly is stealing place settings from the dining room, perhaps she is stealing other items as well.

· If Kelly is caught stealing, hiring and training costs will incur.

· The reputation of FOI as a good place to work could be damaged if employees are allowed to get away with theft. Turnover could increase. Quality of service could diminish.

	Other Employees


	
	· If other employees know Kelly is stealing FOI property, they may be tempted to steal as well.

· If some employees are aware of other employees getting away with theft, respect and morale could deteriorate which can harm the working environment for everyone.

· Management could lose the respect of employees which could lead to decreased productivity, less cooperation, and/or other management problems.

· If other employees discovered what Kelly did, should they say something and to whom should they say it? One ethical dilemma leads to another and another.


Training Critique Form

​   No
    
Yes
1
2
3
Name of the Trainer:________________________________

Training Topic:____________________________________

Were you told:

· What you were going to learn? 



                     1           2          3

· Why it is important?





         1           2          3

· Why do you need to know this?



                     1           2          3

· When you will use this? 




                     1           2          3

· Was it presented in a logical sequence? 



         1           2          3

· Was the trainer prepared? 




         1           2          3

· Did the trainer check to see if you understood? 

         
         1           2          3

      How?_______________________________

· Could you see and hear?





         1           2          3

· Was the pace just right? Not too fast or slow? 


         1           2          3

· Did you learn what you were expected to learn? 


         1           2          3

· Did the trainer have any distracting mannerisms? 

         1           2          3

      What were they?_______________________

· Does this training need improvement?



         1           2          3

· How could this training be improved?_____________

      _______________________________________________

· Comments:____________________________________________

(From Training Design for the Hospitality Industry by Jaszay and Dunk: Delmar, 2003)
