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Basic ideas for the case:
The textbook provides a series of questions related to staffing levels and staffing quality. Students are required to describe how Tanglewood is positioned with respect to these issues in the first case. The nature of the strategic questions provided in the first case is relatively open-ended, and allows students a great deal of discretion regarding what elements of the organizational context are most important. 

Instructional tips:
· Although the answers are broken down “question by question” here, students should be encouraged to present their analyses in the form of a narrative, like a consulting report.
· Encourage students to describe a few “key” issues that keep appearing as they perform the case. Issues like market strategy, employee involvement, and the organization’s growth over time will impact multiple outcomes.
· Tell students in advance that there are many points to be covered, and that the points may seem to be overlapping. Let them know that staffing strategy is complex, and that they will need to consider all of the issues from the first case throughout the course.
· Take advantage of the open-ended nature of the initial questions in your discussion of the case to draw students out and help them feel comfortable with making decisions. 
Answers and Discussion Points:

Staffing Levels
Acquire or develop talent
	The question of whether to acquire or develop talent hinges, to a large extent, on how the organization seeks to find individuals with the required knowledge skills and abilities from the outside market, or if they are likely to engage in extensive training. The importance of culture in Tanglewood suggests that an internal development strategy is likely to be advisable.
Hire yourself or outsource
	This is a complex question because it depends on which components of the staffing process are being discussed. It makes sense to keep the recruiting and selection process entirely in-house because of the unique requirements for employees in this organization. Organizations with a strong, unique culture may not wish to engage in outsourcing. On the other hand, stores may find that for some markets, there are local recruiting firms with more expertise and specialized staff who could facilitate bringing in candidates and performing initial screens for a cheaper cost than if each store has to do everything by themselves. 
External or internal hiring
	Again, cultural factors suggest that Tanglewood should use more internal hiring. Individuals who have extensive experience with the organization’s unique methods for doing business will be likely to be more successful.
Core or flexible workforce
	The importance of consistency in employee behavior and an understanding of corporate culture generally point towards using a core workforce. Some students will realize that retail is always a seasonal business, and will therefore recommend the use of some flexible or temporary employees during peak holiday seasons.
Hire or retain
	In general, organizations that place a heavy weight on employee suggestions will find that retention is a better idea. This is an excellent point to note the relationship between staffing system elements. For example, because Tanglewood is expected to engage in extensive employee development, constant hiring is not likely to be a cost-effective strategy. It’s also probably a better idea to use a retention-oriented strategy for an organization that hires from within, because the organization wants to keep its entry level employees around long enough to observe their potential.
National or global
	Tanglewood is located entirely within the United States, and since all stores are in the U.S. as well, a national employee base is advisable. Students may recognize the proximity of the organization’s core operations to Canadian population centers in British Columbia. International outsourcing, however, is not likely to be an option for most store positions.
Attract or relocate
	This is a tricky question for Tanglewood. They may wish to create an overall labor pool for managers who will be located wherever there is a need. In this case, it might make sense for them to bring in high quality candidates from the college employment market in large urban areas (like Spokane or Seattle) and then locate them at stores. The alternative possibility is to encourage them to find individuals who are well-linked in their communities and understand the specific needs of people who live in the area. This is a good area for discussion.
Overstaff or understaff
Generally, a quality and customer service oriented organization prefers to carry a few extra employees rather than taking the chance of negative customer interactions due to understaffing. Students can discuss how understaffing can lead to dissatisfaction, stress, and other negative outcomes. Overstaffing obviously carries a direct financial costs, so students also should be reminded that the ideal solution is to staff as nearly to expected demands as possible.
Short- or long-term focus
	The question here is whether Tanglewood should plan on finding workers who will be immediately ready to work from day one, or if they should adopt a longer-range strategy that considers employment over the long-term. Because of the focus on employee development, it makes sense for Tanglewood to plan for the future. Unexpected shortages in staff during peak shopping months can also be extremely damaging for an organization like Tanglewood that prides itself on customer service.

Staffing Quality
Person job or person organization match
	The nature of general retail work certainly requires a strong customer service orientation, which is probably the most important part of the person-job match. A company like Tanglewood, which has a strong culture and extensive promotion from within, will probably have a need for people who can fit with the organization as a whole. So in this respect, a good person/organization match requires the right philosophy of employee participation and teamwork. Finding managers who can adapt to this situation is probably especially important and difficult. 
Specific or general KSAO
	Specific KSAO for retail work would include knowledge of the industry; students should also consult the job descriptions at the end of the case to develop a good sense for what is required in terms of knowledge, skills, and abilities. Being able to work well with people, communicate, and having initiative are important general KSAO that also should be present in representatives across all levels of Tanglewood.
Exceptional or acceptable workforce quality
	Most students will resist the idea that any organization needs acceptable workforce quality. Because Tanglewood is a moderate price range retailer that competes with larger, lower priced chains like WalMart primarily by having superior customer service, there is some merit in suggesting an exceptional workforce. However, this is still a discount retailer, and students should know that the requirements for new employees are probably not as stringent as they would be for a high end retailer like Macy’s or Saks.
Active or passive diversity
	This is a controversial issue for many students. Tanglewood certainly does promote a diverse workforce concept. Later cases will require students to consider how to engage in active diversity efforts. It is at this point that a class discussion regarding the merits and perils of affirmative action should be at least initiated. The discussion should probably not be driven by a specific ideological bent (either in favor of or opposed to active diversity), because students on both sides of the issue are best served by recognizing the complexities of diversity in organizations.

