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The Georges Hotel is a small upscale boutique hotel located along the Magnificent 
Mile in Chicago. It is owned by two brothers, Jeff and Chad Mitchell. The Georges 
was rebuilt from an old hotel that was badly in need of repair when the Mitchells 
purchased it from a major hotel chain in 1995. After extensive renovation, the 
property was reopened as the Georges Hotel and has operated profitably since 1998. 
As the case opens, the Mitchells are preparing to acquire another run-down hotel 
in Chicago. It too will be renovated and reopened. This will be the second Georges 
Hotel in what they anticipate will be a small chain of Georges Hotels located in 
major cities across the country.

The case begins with introductory information about the organization and 
is then divided into five scenarios. Each scenario includes question sets for 
undergraduate and graduate students. A debrief is included with each scenario, 
but because management dilemmas can be resolved using a variety of solutions, 
expect that students may come up with solutions that differ from those included 
in the scenarios. This document contains only Scenario D: Supervisors and equal 
employment opportunity. The scenarios are as follows:

 ■ Scenario A: Family-owned business and strategic planning.

 ■ Scenario B: Succession planning.

 ■ Scenario C: Staffing and employee conduct.

 ■ Scenario D: Supervisors and equal employment opportunity.

 ■ Scenario E: Supporting the organization’s mission.

The Georges Hotel
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The GeorGes hoTel

The Hotel

 ■ 163 guest rooms, 65-70 employees.

 ■ Front desk: 10 employees.

 ■ Valet parking services: 8 employees.

 ■ Housekeeping: 28 employees.

 ■ Engineering and facilities maintenance: 4 employees.

 ■ Management and administrative: 15-20 additional staff members assigned to 
departments throughout the hotel, including management, office support and 
sales.

The Garden Terrace Restaurant

 ■ Approximately 35 employees.

 ■ The restaurant is open daily from 5:00 a.m. to 10:00 p.m.

 ■ In addition to restaurant dining, the restaurant provides 24-hour room service and 
full catering services for meetings, conventions and other hotel events.
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The GeorGes hoTel

The Mitchell Family

 ■ Jeff Mitchell: Chief executive officer, owner and brother of Chad.

 ■ Chad Mitchell: Vice president of community relations, owner and brother of Jeff.

 ■ Cindy Mitchell: Director of human resources and Chad’s wife.

 ■ Michael Mitchell: Sales and operations associate, Chad and Cindy’s son and recent 
MBA graduate.

 ■ Brandon Mitchell: Chad and Cindy’s son who is studying for a degree in culinary 
arts and anticipates a career as an executive chef. Not currently on staff.

 ■ Julie Mitchell: Jeff’s daughter who is about to complete an MBA program at a 
prestigious university. Not currently on staff but expects to work at the hotel after 
graduation.

 ■ Dale Elsner: Catering service manager in the Garden Terrace Restaurant and 
Cindy’s brother.

 ■ Numerous nieces, nephews, cousins and friends of the family are employed 
throughout the hotel.
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The GeorGes hoTel

Organizational Chart

The Garden Terrace resTauranT

Organizational Chart
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The GeorGes hoTel

The Case
The Georges Hotel is a small European-style boutique hotel located along the 
Magnificent Mile in Chicago. It is co-owned by two brothers, Jeff and Chad 
Mitchell. The brothers grew up in the hospitality business; they were raised at the 
roadside motel their parents owned in the 1960s. Even as a child, Jeff loved the 
hospitality business. As soon as he was old enough, he worked side by side with his 
father and was happiest when greeting guests at the front desk and showing them to 
their rooms. He even enjoyed the less glamorous work and did not mind being asked 
to sweep the parking lot or to clean a room when housekeeping was short-staffed. It 
didn’t matter what he did as long as it was motel work. He never tired of the guests, 
no matter how cranky they were on arrival. Jeff always greeted them warmly and 
was there again in the early morning to wish them bon voyage when they packed up 
their cars and drove away. Today Jeff is chief executive officer of the Georges Hotel. 
He makes most of the decisions and manages the hotel’s day-to-day operations from 
his corner office on the top floor.

Chad is the younger Mitchell brother. He had no interest in working at the motel as 
a child, and he remains the same as an adult. Chad is vice president of community 
relations at the hotel, and he too has a top floor corner office. He still has little 
interest in the hotel business, though. He spends most of his time playing golf. 
When Chicago’s weather precludes golfing, he jets off to his favorite courses in 
Florida and Arizona or to his second home in Palm Springs, leaving his wife, Cindy, 
to monitor his interests in the partnership. Cindy has no interest in golf, hates the 
hot climate of Palm Springs and greatly prefers her work at the hotel.

Cindy is the director of human resources. She has been a working member of the 
management team since the brothers bought the run-down hotel and renovated it to 
create the Georges. Although Cindy had no management or HR experience before 
her work at the Georges, she is a natural leader. She is personable, well respected by 
the staff and is an asset to Jeff in the day-to-day management of the hotel. In many 
ways, it’s the perfect situation for all three Mitchells. Cindy loves her work, and 
her management role enables Chad to shun the office and remain nearly guilt-free 
while jetting from one golf course to another, and Jeff is not burdened by Chad’s 
disinterest in the hotel. Instead, he has an excellent partner in Cindy, with whom he 
often consults on difficult decisions.

The next generation of Mitchells is already being groomed to take over when the 
time comes. Jeff’s daughter, Julie, is nearly finished with an MBA program. She will 
start in sales and marketing after graduation and then move on to gain experience in 
operations and general management. Jeff wants her to have a solid background in all 
aspects of managing the hotel so she is fully prepared to assume the responsibilities 
of CEO when he retires.

Chad and Cindy have two sons, Michael and Brandon. Michael graduated with 
honors in his MBA program and is now a sales and operations associate at the hotel. 
Brandon is currently enrolled in a culinary arts program. He loves the creativity 
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and hands-on aspect of cooking, and Cindy doesn’t expect they will get him out of 
the kitchen and into management. She and Chad anticipate that Michael will be the 
future CEO of the Georges Hotel.

Family relationships at the hotel include more than just the immediate family. 
Although Jeff has been divorced since his daughter, Julie, was five years old, Julie’s 
mother came from a large family. There is an extensive network of nieces and 
nephews—all of whom are Julie’s cousins—employed throughout the hotel. The 
same is true for Chad and Cindy’s family. Cindy’s brother, Dale, is the catering 
services manager, and a number of Cindy’s cousins and children of friends are 
employed at the hotel.

These family connections at the hotel occurred spontaneously because Cindy always 
preferred to hire by referral. As a result, many employees brought in family members 
as new hires. Cindy and Jeff believe that family connections among employees 
benefit the hotel. When jobs are available, Cindy continues to hire by referral, 
reminding employees that family connections are valued and not frowned on. Family 
and employees are so important that when Jeff, Chad and Cindy wrote the hotel’s 
mission statement, they agreed to equally emphasize hotel guests and employees. 
The hotel’s mission promises guests exemplary service and a memorable hotel 
experience. For employees, it promises a superior work environment and continued 
support for a satisfying career.

To foster the family atmosphere, staff members are encouraged to invite family 
members to lunch. Families are always included in summer picnics and holiday 
parties that are hosted by the hotel. Employees post their children’s pictures 
and announcements of new babies, graduations, weddings and other family 
accomplishments on the bulletin board in the break room. Cindy and Jeff try to 
remember the names and relationships of staff members so they can personally 
congratulate parents on their children’s accomplishments.

The hotel has done well financially in spite of the expense of renovating the original 
structure. The hotel was generating a profit within two years of opening, and it 
continues to be profitable with a high occupancy rate and a solid reputation as a 
desirable convention venue. Jeff believes it is now time to build on that success and 
expand to a second Georges Hotel. He has had his eye on another run-down hotel 
near the riverfront section of Chicago for several years. It closed years ago and has 
been abandoned and boarded up while a lengthy court battle ensued over ownership 
rights and bankruptcy. The legal cloud finally lifted after years of litigation; as the 
current owner, the bank is looking for a solid buyer. With the Georges’ history of 
successful renovation and with current interest rates at historic lows, Jeff believes the 
time is right for a second Georges Hotel in Chicago. When the second hotel is up 
and running, he wants to move on to a third. And then, who knows? Jeff envisions a 
chain of Georges Hotels in major cities across the United States. 

As exciting as the possibilities are, Cindy believes that to ensure their success as 
a multiunit organization, they need more structured management and employee 
policies than they currently have. The HR department has primarily been an 
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administrative agency, and there hasn’t been much need for things to be otherwise. 
There is no employee handbook, little formal policy structure, no employee 
complaint procedure and very little supervisor training. Cindy anticipates that a 
larger hotel organization will require a far more strategic HR department than she 
currently manages.

Nepotism has worked well for staffing the current hotel, but Cindy recognizes 
the downsides to hiring friends and family and knows it will not be adequate for 
staffing a multiunit organization. For example, there is an assumption among some 
employees that if you are a close friend or are related to a supervisor or a manager, 
you have a job at the hotel for life. Consequently, some employees do as little as 
possible with no repercussions, and supervisors are reluctant to discipline employees 
because they are probably someone’s family member or good friend. There are also 
attendance problems, but everyone protects their friends and family, and employees 
have little accountability for performance. Cindy wants to resolve these employee 
issues before opening a second hotel. At the same time, she wants to ensure that 
the implementation of new policies will not diminish the positive aspects of family 
that are inherent in the organizational culture of the hotel—values she believes have 
contributed significantly to the success of the organization.

In Cindy Mitchell’s Office
Cindy picked up her phone and punched in the number for Jeff’s administrative 
assistant. She is calling to schedule a meeting with Jeff for later in the week. She 
has drafted some policy changes she believes are necessary for the new larger 
organization, and she wants to share them with Jeff.

“Jeff loves construction,” Cindy thought to herself while she waited for the 
administrative assistant to answer. “I remember when we built the first hotel. He got 
so caught up in the building process that he forgot about the management structure 
needed to successfully operate the facility after it was completed. Adding a second 
hotel is a huge challenge and the perfect opportunity to solidify our management 
processes so we can replicate it to additional hotels as we add to the Georges. I’m 
excited to get started.”
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The GeorGes hoTel

scenarIo d

Players:
 ■ Cindy Mitchell, director of HR

 ■ Howard, engineering manager.

 ■ Dale Elsner, catering services manager in the Garden Terrace Restaurant and 
Cindy’s brother.

 ■ David, catering employee.

 ■ Marie, catering employee.

 ■ Lindsey, catering employee.

Cindy has a number of employee issues she wants to discuss with Jeff when they 
meet later in the week. She has often suspected that there is occasional inappropriate 
behavior among supervisors at the Georges Hotel, but employees have not come 
forward with complaints. There is not much she can do without concrete evidence. 
She knows that a manager in sales is a bit of a tyrant. She has seen his behavior in 
meetings, and she has heard him humiliate his staff in public and call their work 
“trash” when it’s not to his liking. When she talked to him about it, he was proud of 
his behavior. “I’m a tough boss,” he said. “That’s how I get results.”

An engineering employee recently resigned from the organization quite suddenly. 
When Cindy met with him to deliver his final paycheck and to complete some 
documentation, she asked him why he was leaving. He gave her the answer she 
expected. Employees who left the hotel always cited family issues or a job offer in 
another town that was closer to relatives. But this time, in addition to the standard 
excuse, the employee made an offhand remark: “Everyone knows it’s impossible to 
work for Howard.” Howard is the engineering manager at the hotel. When Cindy 
asked for more information about his remark, he brushed it off.

“Oh, I didn’t mean anything,” he said. “My new job is with my wife’s brother. You 
know, a family business. I have to be there.” Cindy said she understood, but when 
she tried again for more information, he wouldn’t say anything.

This is not the first time she has had an inkling of problems. As she stepped into 
the elevator with two kitchen employees this morning, she overheard a snippet of 
conversation about “bear-hug Dale,” but the conversation suddenly ended when 
the elevator doors closed behind her. I know what that’s all about, Cindy thought 
to herself as the elevator stopped on the third floor and the doors opened. Dale is 
the catering manager at the Garden Terrace Restaurant and Cindy’s brother. Cindy 
knows Dale is a teaser—she was the recipient of his teasing as a child. Unfortunately, 
Dale’s teasing continued into adulthood. He teases the young nieces and nephews at 
family gatherings, and nieces especially are recipients of Dale’s bear hugs. “But that’s 
just Dale,” Cindy thought as she stepped out of the elevator. “Everyone in the family 
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knows it means nothing but affection. Dale should know better when he is at work, 
though. I need to talk to him.”

Cindy sees Dale’s behavior as professional and appropriate in management 
meetings. She would be surprised, though, if she spent an afternoon in the catering 
department.

In Catering
Marie and David are the newest employees on Dale’s staff. Dale thought he was 
giving a compliment when he put his arm around Marie and told her that she had 
good potential. “You could make something of yourself,” he said, “if you’d lay 
off those tortillas and move your rear a little faster.” He gave her a little squeeze 
before she got loose and hurried away to the ladies’ room. Dale also had a habit 
of accidentally bumping into female employees and then leaning on them as he 
regained his balance.

As bad as it was for the women, it was not much better for the men. He called young 
men on his staff “ladies.” Dale thought it was particularly funny to tease David, who 
was young and blushed easily. He never called David by name but instead addressed 
him with “hey sweetheart” in a singsong voice. When David complained to some of 
the older employees, they said it was just Dale’s way and because he was related to 
the owners, there was no higher up to complain to. Nothing could be done. A long-
time employee said to David, “Just hang in there. I’ve seen this before. Eventually 
he’ll find someone else to pick on and then he’ll lighten up on you.” For most 
catering employees, a good day was when Dale played golf with Chad.

Although the employees were not complaining to Cindy, they were complaining. 
There have been two equal employment opportunity (EEO) complaints filed against 
the Georges Hotel. The most recent was filed by Lindsey, a new employee in Dale’s 
department.

Dale was furious when Cindy told him about the EEO complaint. Cindy thought 
she had calmed him down and had the situation under control, but the next 
morning Dale fired Lindsey and then called Cindy to explain. After several minutes 
of listening to his tirade about Lindsey’s poor performance and his justification for 
firing her, Cindy settled him down, scheduled a meeting with him for later in the 
afternoon and hung up the phone. She sighed and shook her head. Regardless of 
whether this was her brother or any other employee, she needed to resolve the issue 
quickly.
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scenarIo d: QuesTIons for underGraduaTe sTudenTs

Cindy was concerned about the EEO complaints filed against the hotel. She will be 
meeting with Equal Employment Opportunity Commission (EEOC) representatives 
in a few weeks, and she wants to have the employee issues resolved as much as 
possible before the meeting. She wants to establish a process that will reduce the 
likelihood of future EEO complaints.

 ■ What should Cindy do about Lindsey’s termination?

 ■ How should the organization manage the current EEO complaints?

 ■ How can they reduce the likelihood of future complaints?
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scenarIo d: QuesTIons for GraduaTe sTudenTs

Cindy has decided to address the inappropriate behavior of some supervisors. She 
is not interested in a quick fix or a simple warning to Dale. She wants a policy that 
can be applied consistently and that can be implemented at other locations when 
the hotel becomes a multiunit organization. She recognizes that a good system 
must address both sides of the issue. She wants a performance management system 
that will improve the supervisors’ behavior and will provide an effective process to 
manage employee complaints.

 ■ What should be included in Cindy’s performance management plan for supervisors?

 ■ Design an employee complaint procedure that protects employee rights and is 
supported by supervisors and staff.

 ■ How can the performance management system and the employee complaint 
procedure be designed to enhance the organization’s strategic mission of quality 
service for guests and support for employees?
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debrIef

scenarIo d: QuesTIons for underGraduaTe sTudenTs

Lindsey’s Termination
Dale’s termination of Lindsey so soon after she filed an EEO complaint could be 
construed as retaliation. This puts the Georges Hotel in a difficult position because 
Lindsey may now add a retaliation claim to her EEO complaint.

Cindy must meet with Dale and his supervisor, David Chang, to discuss the 
circumstances of Lindsey’s termination and to review any documentation that 
substantiates it. If there is no documentation that justifies her termination, the 
organization is not in a strong position if Lindsey makes a retaliation claim.

After the meeting with Dale and David Chang, Cindy should meet with Lindsey to 
learn her perspective on the situation. Cindy may be able to assess whether Lindsey 
is likely to file an additional EEO charge. Cindy may be able to defuse the situation 
by offering Lindsey another position in the hotel. Alternately, she may offer Lindsey 
a financial settlement. Cindy should consult with legal counsel before meeting with 
Lindsey or proposing any solution.

Managing the EEO Complaints
It is the employer’s responsibility to conduct a prompt, fair and thorough 
investigation whenever an EEO complaint is filed and to take appropriate remedial 
action if necessary. Cindy must respond to the complaint as soon as possible and 
provide all information that is requested. The EEOC will advise the organization if 
the charge is eligible for mediation. Because mediation and settlement are voluntary 
resolutions, this may be the quickest and least adversarial way to resolve the issue.

The person who represents the organization (in this case, Cindy) should have a 
cooperative attitude and good people skills. A good relationship must be developed 
between the EEO investigator and the employer’s representative as they work in 
partnership to resolve the issue.

In addition to requests for documentation, the EEO representative may conduct 
an on-site visit and interview employee witnesses. The HR officer may be present 
during interviews with management, but an investigator is allowed to conduct 
interviews with nonmanagement employees without the presence or permission of 
the organization. HR must work with the investigator to gather relevant evidence in 
a way that is efficient and the least burdensome for all involved.

It takes approximately 182 days to process an EEOC investigation. The EEOC 
will make a determination on the merits of the charge when the investigation is 
complete. If the EEOC determines that no discrimination occurred, the charging 
party will be issued a Dismissal and Notice of Rights letter. The employer 
will receive a copy of the notice. If the EEOC determines there is reasonable 
cause to believe discrimination occurred, both parties will be issued a Letter of 
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Determination stating that there is reason to believe discrimination occurred and 
inviting the parties to resolve the charge through conciliation.

Preventing Future EEO Complaints
Managers who engage in inappropriate behavior must be trained and counseled. 
Cindy must ensure that there is an appropriate code of conduct at the Georges 
Hotel and that the code is distributed, understood and followed by all employees. 
The hotel must establish an employee complaint system with multiple reporting 
channels to ensure that issues are reported and addressed as soon as possible. When 
an issue arises, HR must react quickly to investigate and appropriately respond to the 
situation.

Supervisors must understand their responsibilities to the organization and to the 
staff they manage. They must be trained on harassment and bullying. They must be 
trained on how to administer discipline and maintain appropriate documentation. 
HR must be a support resource for supervisors and employees and provide guidance 
when needed in conflict management and dispute resolution. And finally, the 
performance management system should assess and reward desired management 
behaviors.
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debrIef

scenarIo d: QuesTIons for GraduaTe sTudenTs

Performance Management
Supervisory responsibilities place an individual in a position of authority and power 
over other employees. Most supervisors have good intentions, but they sometimes 
don’t understand how their management style and behavior can negatively affect 
employee performance. Cindy is rightfully concerned, because Dale’s behavior is 
bullying and may be discriminatory. Performance management and training are 
needed. Cindy should include the following in her performance management plan:

 ■ Up-to-date job descriptions that supervisors can use. Supervisors must also have 
an understanding of their responsibilities and authority levels.

 ■ A code of conduct that identifies what is and what is not appropriate workplace 
behavior. If the Georges Hotel lacks a code, one should be written. It should 
include examples of inappropriate and appropriate behavior, prohibit bullying and 
harassment and include penalties for infractions.

 ■ A performance appraisal system that assesses supervisors’ behavior and task 
accomplishment. Supervisors must be held accountable for their staff’s success, not 
just their individual accomplishments.

 ■ A reward system that encourages appropriate behavior and rewards managers for 
the success of those they supervise.

 ■ A complaint procedure that allows staff issues to be heard and also protects and 
supports the rights of managers.

 ■ Equitable discipline that is appropriate to the circumstances of the infraction. 
Employees must understand the organization’s discipline process, including the 
steps and penalties that may be applied. Supervisors must understand their levels of 
authority in the discipline process, be offered training and understand the support 
from HR in administering discipline.

 ■ A process for conflict resolution and conflict resolution training for supervisory 
personnel.

Performance management starts as soon as an employee is hired. Onboarding 
activities should include training to ensure that new employees understand what is 
expected and are properly socialized into the organization’s culture.

New employee training should include the following:

 ■ Employee policies and appropriate conduct.

 ■ Harassment and bullying.

 ■ Safety.

 ■ Customer service.
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 ■ Organizational culture.

 ■ Employee benefits.

After the onboarding activities are completed, regular training should be available to 
all employees as needed. Management training could include the following:

 ■ Motivating employees.

 ■ Communication.

 ■ Coaching and delegation.

 ■ Conflict resolution.

 ■ Preventing harassment and discrimination.

 ■ Documentation and administering discipline.

Feedback and Communication
Cindy’s performance management plan should emphasize good communication. 
Employees need opportunities to discuss issues before they become problems. 
Methods to encourage interaction among staff and management can include 
informal coffee sessions, weekly snack-and-chat hours for all employees, skip-level 
interviews, employee newsletters, interest group blogs and so forth. Times for face-
to-face meetings should be rotated so all employees have the opportunity to attend 
occasionally, regardless of their work shift.

After Cindy has established her performance improvement protocol, she will need 
to train the managers on the new policies and expectations. She also will need 
a process to monitor staff behavior and provide intervention and opportunities 
for improvement or appropriate discipline when needed. This will take time to 
implement. It is not a quick fix, and she must be prepared for resistance from some 
managers.

When new hotels are added, Cindy will have a performance management plan in 
place so new employees can start from the first day with a clear understanding of the 
expectations of the organization.

Employee Complaint Procedure
Complaint procedures for small organizations can be as simple as employees 
reporting their concerns directly to the owner or a manager. As the organization 
grows, this process may not be sufficient. Most organizations, regardless of size, 
allow individuals to bring concerns directly to someone in the HR department. This 
could be an HR staff member who represents employee relations, an ombudsperson 
or an ethics officer tasked with hearing and responding to employee complaints. 
Employees must trust this person and know that their concerns will be addressed 
and that the information they give will be confidential.

Organizations should also establish a process to receive complaints. It may be a 
simple box on the wall in the HR office, a dedicated e-mail address or a hotline 
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staffed around the clock to hear employee complaints and forward them to the 
proper department for resolution. Some hotlines are not staffed, but they allow 
employees to leave a recorded message describing their reason for concern; for some 
employees, leaving a message creates a neutral system they prefer instead of talking to 
someone face to face.

Confidentiality and protection from retaliation are an employee’s immediate 
concern. Of equal importance is what happens after the complaint is filed. Employees 
expect a response.

The complaint procedure must include an equitable investigation process. If 
managers see the process as favoring employees and punitive to managers, they will 
not support the policy (and employees will not support it if they feel the process 
favors managers). If employees believe the system is just a formality and not a real 
process that addresses their concerns and protects them from retaliation, they will 
not use the system and they will distrust the organization.

The process should include timelines that allow for thorough investigation 
and resolution and prevent unnecessary delays or stonewalling on the part of a 
disgruntled manager or employee. The investigation needs to be managed by 
someone with good conflict resolution skills, and, in some cases, an impartial 
outside facilitator may be necessary to ensure participant confidence in the unbiased 
nature of the process and the resolution.

The performance management system and the employee complaint process should be 
designed to support employees and improve employee engagement; research shows 
that engaged employees improve innovation, customer loyalty, quality, profitability, 
earnings per share (EPS) and productivity. Improving employee engagement 
through supportive policies may reduce turnover, increase motivation and enhance 
employees’ willingness to provide quality customer service for hotel guests.

In a 2012 survey conducted by CareerBliss.com, Hilton Worldwide was rated as 
America’s happiest workplace. In response to the top ranking, Hilton’s chief human 
resource officer, Matt Schuyler, said, “As an employer, we know that if we treat our 
team members well, they will, in turn, treat our guests well” (Kane, 2012).
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