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[bookmark: _Toc519116302]Introduction
Problem-solving and decision making is an imperative and integral part of a company’s management and that’s why the recent development in management science put a lot of emphasis on this issue. Therefore, in this study, the process of solving a work-based problem of Imperial Hotel of London is analyzed. However, the Imperial Hotel of London is one of the famous and popular hotels located in central London having a strong and efficient and effective management team. In this study, the problem solving and decision making of this hotel are analyzed.















[bookmark: _Toc519116303]Overview of case and problem
Lucy is working as a manager and team leader of cleaning department in the Imperial Hotel which is situated in the central London and has a large chain of hotels all around England as well as outside of the UK (Imperialhotel, 2018). Only recently her performance report indicates that she has been deviating from her actual performance and her performance is not satisfactory as the evidence of it is several failures of having the room cleaned and makes it ready for the next check-in or booking. The reporting boss of Lucy Asked the reasons of her lower performance and that’s why She identified that excessive pressure on the cleaning department has put on the workload on her and that’s why the work-related stress is the main reasons of her malfunctioning and lower performance.  
[bookmark: _Toc519116304]Scope and impact of the problem
Work-related stress is one of the severe problems that impact the overall performance of the staffs of the organization and that’s why the Authority or management of Imperial Hotel asked Lucy the reasons of the of her lower performance and the reasons disclosed is over workload and work stress. Generally, work stress derives when the staff is compelled to a single task again and again and lost interest or enjoyment in doing the particular task (Taris, 2016). Generally, Summer is the picking season for tours and travel companies and that’s why the Imperial Hotel and all of its staffs especially the cleaning department are busy in cleaning the room within shortest possible time and make the rooms ready for next check-in and booking. However, excessive pressure on the Cleaning department creates work stress on the staff of the cleaning department as well as on the manager of the department Lucy. The scope and impact of the problem is as follows-
The decrease in customer satisfaction: Excessive work stress and the problem has an impact on the overall performance of the company and the satisfaction of the Imperial Hotel’s guests as they could not find the rooms cleaned on time and as a result of the customer satisfaction rating also decreased. 
Lower Booking orders: Due to the inefficiency and poor performance by the Cleaning department, the Company has and is losing its potential customers and booking orders (Tornquist, 2010). For these reasons, the company is concerned about the problem and hoe to reduce the work stress from the staffs and enhance performance level.
Lower profitability: The decrease in performance due to the excessive work stress, the profitability of the firm is decreasing as a consequence. Moreover, a decrease in the level of profitability enhances the risk of getting the Hotel stop.
Impact on other functions: Cleaning department is one of the most important departments of the Imperial Hotel and another department of the Hotel largely dependent on the performance of the Cleaning department (Schmidle, 2011). In addition, the department largely impacts on the creation of greater customer satisfaction and that’s why the management of the Imperial put emphasis on the issue.
Therefore, the poor performance of the department and Lucy is under the threat of firing and management want to find out the reasons for such poor performance. On the other hand, due to the poor performance by the Cleaning department has a poor consequence on the overall performance of the company.  
[bookmark: _Toc519116305]Brainstorming, problem-solving and creative thinking 
Brainstorming, problem-solving and creative thinking are three approaches to make an effective decision throughout the organization and each of them is as follows-
[bookmark: _Toc519116306]Steps of Brainstorming and problem solving by creative thinking 
The idea of brainstorming is so creative and innovative as well as helpful in making an effective decision in the organization (Putman & Paulos, 2010). Basically, it is a set of group ideas and creative thinking of some people on a specific problem and makes a decision after reaching a conclusion on it. The steps of brainstorming are as follows-
Planning session: The first step that imperial hotel management can take into account in case of brainstorming is to plan a session of the managers and people who take participation in the decision making process. 
Preparing structure: Imperial Hotel management then has to plan and structure an appropriate method by which the brainstorming session will go on and as a result, the company can bring out a suitable solution for the problem of reducing employee work-related stress. 
Discussing problems
The next step of brainstorming is to discuss the problem in details to find the solution by the participants of the group and for this reason; Imperial hotel management should arrange an effective and interactive conversation session.
Generating ideas: In this stage, the participants of the group conversation and meeting generate ideas of their own by storming their brain (Perkins et al., 2017). Therefore, there is no boundary between thinking and each can give a solution to the problem of work stress. 
Selecting and implementing appropriate one: After a specific time period of the interactive idea generation session, Imperial Hotel should consider the effective and most appropriate solution for implementing in the firm.
[bookmark: _Toc519116307]Analyzing information for the identified problem
The problem that the Imperial Hotel company’s cleaning staffs are facing is an excessive workload and as a consequence of work stress. That’s why the performance of the company staffs are not satisfactory and up to the demand. For this reason, the management of the Imperial Hotel Company asked for showing Cause of lower performance and reasons of work stress from the cleaning department manager Lucy and other staffs. Therefore, the reasons that came out from the conversation are as follows-
Fewer than the required number of staffs:  the most important reasons of the excessive work stress among the staffs of the cleaning department is that there are a fewer number of staffs than required and there is excessive workload over them and that’s why they feel stressed in doing the work under Lucy.
Lower incentives than compared to other companies: It is a surprising fact that the management of the company discovered from the conversation and meeting with the team leader and other staffs of the cleaning department is that the incentive that the staffs are paid are lower than other similar companies and for his reason, the staffs face and feel stressed in working and as a consequence the performance are lower than usual.  
Lack of training: Training assists the staffs in order to enhance their performance level and doing the job conveniently and easily. That’s why the staffs can perform the assigned task within a convenient time and easily without being stressed. But there is a surprising fact that the staffs of the company are lack of training and that’s why the staffs are inefficient and that’s why feel stressed.
Lack of motivation: It is a known fact that different motivational tools and techniques enhance the performance of the company and there is a positive and perfect correlation with the performance and motivational tools. Therefore, there is a lack of such motivational issue that can booster the performance of the staffs by reducing stress.
[bookmark: _Toc519116308]Difference between data and information and how they are presented
Data is raw and unprocessed information about some issues and on the other hand, the processed data is called information. Put it another way, the term data processing refers to the qualifying, validating the sources and evaluated its effectiveness, the data turn into a potential information. The data is not important for the management of Imperial Hotel management if it is not processed or tested for validity and turning into information. However, data and information can be of qualitative and quantitative where qualitative data or information are presented through different types of charts and bars such as bar charts, pie chart, line graphs etc. that’s why the Imperial Hotel uses bar charts, Pie charts and line graphs in order to present numerous quantitative data such as the KPI score etc.


[bookmark: _Toc519116309]A range of alternative solution to the problems
The alternative solution to the factor includes the following the issues that are identified by the management of the Imperial Hotel in the case of solving work stress from the people are as follows-
Increasing staff’s number: Stress among the staffs has a negative impact on the overall performance of the company and that’s why the Imperial Hotel management focuses on the issue of low performance due to the stress among the staffs. Therefore, the company and its management could have taken a decision on order to increase the number of staffs in the cleaning department so that the excessive workload is reduced and that’s why the cleaning functions are performed in a convenient way. However, this solution or way of decreasing stress of the employee by reducing workload from the staffs through employing more staff in the cleaning department has drawbacks also. For instance, this strategy will increase the operating cost of the company. Therefore, it will increase the burden on the human resource department and as a result, the performance of the other department may be hampered. 
Firing a department manager: Lucy, the manager or team leader of the cleaning department of the Imperial Hotel may be fired in order to replace another manager due to the poor performance of her department as well as her also. The new department manager may use different techniques in order to maintain the desired output level and lead the department more efficient. However, it may be time-consuming and costly to employ a newer manager in the department and there is a fact of suspicion that whether the manager could be able to build a close relationship and friendly environment with other staffs and employee of the same department as well as another department. 
Providing motivation: Motivational techniques are important tools that assist the manager in order to reduce the work-related stress and work with new vigour. Therefore, there are different types of motivational techniques existed for motivating the staffs in the workplace, such as intrinsic motivation as well as extrinsic motivation (Noordman, 2012). However, intrinsic motivation is largely related to the issue of providing motivation using different tools related to money where extrinsic motivation related to the motivational tools related to the tools other than money. Although both of them are significant for motivating staff, intrinsic motivation is more significant than others as money is a great motivation. However, motivations increase the cost of operation for the company and also it is time-consuming. In addition, this solution may decrease the profitability of the firm and if it fails, the company may have to 
Providing training: As we know that training increase and enhance the level of performance and increase the efficiency of the staffs, the company may have arranged training for the staffs and that’s why the staff will be learnt how to work more efficiently and effectively that reduce their workload as well as stress. However, this solution can increase the operating expenses of the company as the training process includes a huge amount of money to be cost and also the training process is time-consuming for the company. 
[bookmark: _Toc519116310]Decision-making techniques 
Decision-making techniques are the tools used by the management in order to make and implement the effective decision in the organization (Marwala, 2016). Moreover, these techniques assist the management of choosing the most effective decisions from the alternatives and solve any problems more effectively and efficiently. Some common and helpful decision-making techniques that are used by the management are Fishbone diagrams, Forcefield analysis etc. 
[bookmark: _Toc519116311]Fishbone diagrams 
Fishbone diagram is a decision-making tool that is used in the management in order to make an effective decision from the alternative solution that is the best fit for the organization in which the problem is set the top of the fish and causes and sub-causes creates bones of the fish (Istikomah, 2017). However, a fishbone diagram is also called a root cause diagram in which the root cause of a problem is diagnosed. 

[image: ]
Figure: Fishbone diagram of the Imperial Hotel’s problem
Source: Author 
[bookmark: _Toc519116312]Evaluating possible solutions from the view of the Fishbone diagram model
The fewer number of staffs 
One of the most important reasons of the excessive work stress among the staffs of the cleaning department is that there are a fewer number of staffs than required and there is excessive workload over them and that’s why they feel stressed in doing the work under Lucy. However, the reason for this problem is that there is the little scope of employing more staffs in the organization and on the other hand it increases the operating cost of the company.  
Lower incentives: It is a surprising fact that the management of the company discovered from the conversation and meeting with the team leader and other staffs of the cleaning department is that the incentive that the staffs are paid are lower than other similar companies and for his reason, the staffs face and feel stressed in working and as a consequence the performance are lower than usual. The reasons that are why the Imperial Hotel Company cannot provide more incentives to the staffs are that the industry setting is a stuck, as well as the company, is very much profit oriented. 
Lack of training: Training assists the staffs in order to enhance their performance level and doing the job conveniently and easily (Denby, 2010). That’s why the staffs can perform the assigned task within a convenient time and easily without being stressed. But there is a surprising fact that the staffs of the company are lack of training and that’s why the staffs are inefficient and that’s why feel stressed. Therefore, the reasons why the company can not provide training is that it is not only time consuming but also costly. 
Lack of motivation: It is a known fact that different motivational tools and techniques enhance the performance of the company and there is a positive and perfect correlation with the performance and motivational tools. Therefore, there is a lack of such motivational issue that can booster the performance of the staffs by reducing stress. However, due to a lack of management expertise and cost involved, motivational issues are failed.
[bookmark: _Toc519116313]Chosen decision and justification
The Imperial Hotel has chosen decision to provide motivation both in the form of intrinsic and extrinsic in order to reduce the work-related stress from the staffs of the cleaning department. The decision is well justified because as we know that different motivational tools and techniques enhance the performance of the company and there is a positive and perfect correlation with the performance and motivational tools(Rao, 2010). Therefore, the presence of such motivational issues can booster the performance of the staffs by reducing stress. That’s why the Imperial Hotel management has chosen it and the decision is well justified. 
[bookmark: _Toc519116314]Reasons for organizational change and principles of change management
The reasons for the organizational change are affected by both internal factors and external factors relevant to the organization. They are as follows-
External factors: The external factors of an organization or the elements of PESTLE model such as political, Economical, Social, Technological, Legal and Environmental issues of  Imperial Hotel impacts the change of the organization.
Internal factors: Along with the internal factors, there are a lot of internal factors such as strengths and weakness as well as opportunities and threats of the firm influence the change in the organization of the Imperial Hotel.
[bookmark: _Toc519116315]Principles of change management 
Lead with the culture: One very important thing in case of considering change management for the Imperial hotel is to lead the organization with the culture and current trend and bring change in the Hotel according to it.
Start at the top: The Imperial Hotel management should try to implement from the top of the organization and that’s why the whole organization can understand the pros and cons and the importance of the change. 
Engage every layer: It is imperative for the Imperial Hotel in order to engage each and every level of organization with the change so that all the departments can engage in all the changed activities. 
Leverage formal and informal solutions: Another important issue related to change management is the leveraging of not only formal but also informal solutions to a problem. 
Assess and adapt: Organizational change management should have the quality of quick cases and adapt to a change and that’s why the Imperial Hotel should possess this quality.  
[bookmark: _Toc519116316]Developing plans for motivating the staffs for reducing stress
The next step that the Imperial Hotel Company care about successfully choosing an effective and implementable decision is to develop a plan through which the decision could be implemented. The steps of such plan development are as follows-
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Figure: Plan for motivating staffs
Source : (O’Neil, 2012)

Canvas employees: The first step of the decision implementation stage is to canvas or justify employees that give them the highest motivation in order to perform the job properly and conveniently. That’s why the management of the Imperial Hotel should work consistently for understanding the trend of the employees as they are not only the staffs of the company but also the lifeblood of the organization. 
Encourage and recognize contributions: It is important for the Imperial Hotel management to recognize and encourage the contribution of the staffs in the organization and different decision-making debates and participation in meetings (O’Neil et al., 2012). Therefore, That will provide the sense that the company value the staffs and that’s why they are being motivated. 
Implement solution: The next step is to implement the solution among the staffs in the Imperial Hotel or put it another way implementing various motivational techniques including both intrinsic and extrinsic motivation to the staffs what motivates them more in order to reduce the work stress. 
Feedback from the staffs: In this stage of the plan of implementing motivation, the management of the Imperial Hotel will receive the feedback of the motivation from the staffs whether it is positive, negative or neutral and according to the feedback, the company decide and adopt the next step. 
Evaluation and review of performance: In this last stage of planning, the management of Imperial Hotel monitors and evaluates the performance of the staffs as well as the motivational techniques. That’s why the organization may use performance evaluation and review techniques in order to evaluate and review the performance of the solution that is implemented.
[bookmark: _Toc519116317]Communicating plan for the stakeholders 
The next step of the problem solving is to then communicate the plan with different stakeholders of the company such as shareholders, employees, suppliers, customers, government or municipality authority and so on. The planning for communication has the following stages-

Figure: Process of communicating the plan
Source : (Jones, 2016)
Setting the objectives of communication : The first stage of the communication process is to set the objective of the communication that includes the reasons why the communication is being made to the stakeholders and the benefits of the communication. Therefore, the Imperial Hotel company has to decide why the communication is going to be made with its different level of stakeholders.
Defining key messages: As all the information and messages are not relevant for all classes of stakeholders, the Imperial Hotel company has to define the key messages that should be communicated with the stakeholders and that’s why the relevant messages are classified from the irrelevant messages and so on (Jones, 2016). However, it saves the important and valuable time of the stakeholders as well as the management of the Imperial Hotel
Defining and prioritizing key stakeholders: Again all the stakeholders are not important and not equally significant for the company and that’s why the company has to define different levels of stakeholders and make a list according to the priority of interest and position of stakeholding.
Developing effective communication tactics:  The plan should be communicated to the appropriate stakeholders using effective communication tactics and that’s why the Imperial Hotel management selects and identifies appropriate ways of communicating the plan of motivating staffs in order to reduce stress in the workplace. 
Communicating plan and feedback : the Imperial Hotel Company than in the stage of communicating the plan to the different stakeholders using the selected tactics and receive feedback from the stakeholders at different levels and evaluate them for future considerations and recommendations.
[bookmark: _Toc519116318]Appropriate monitoring and review techniques 
It is not adequate to implement the plan in order to solve the problem of reducing excessive work stress in the organizational context rather the plan is required to review and monitor time to time. That’s why the management of Imperial Hotel adopt an appropriate monitoring and review techniques in the organization that increase the effectiveness and efficiency of the action plan that has been implemented in order to reduce the work stress of the employees. The steps of this monitoring and review techniques are as follows-
Defining goals and objectives:  The first step of an effective monitoring and review technique is to define the goals and objectives of the plan that is implemented and monitored because the actual performance of the plan should have been compared to the set standard or goal (Delorme, 2014). Therefore, the Imperial Hotel management set and considers the goal of reducing stress in the workplace and thus they can compare this goal and set them in front of the eyes. 
Defining indicators and standard: Standards assist the management in order to compare with the actual performance that’s why the company can analyze and get information about the performance of the implemented plan and for this reason, the Imperial Hotel company set a standard of performance or increasing output of the staffs after a specific time period so that they can compare the actual performance with the set standards. 
Data collection method and timeline: Another issue related to the monitoring and review techniques is how the related data and required information is collected and the timeline of the plan that the company has already implemented in the firm. Therefore, Data collection method and the processing of collected data often play a significant role in monitoring and reviewing of the implemented plan in the organization. 
Comparing results with standard: The very next step of monitoring and review technique is to compare the result or the outcome of the implemented plan with the set standard and goals and objectives (Bonfilio et al., 2010). Therefore, the comparison of the performance of the staffs of Imperial Hotel company and the stated goals and objectives provide the basic ground to make a decision if any further amendment in the plan is required or not. For this reason, the Imperial Hotel management compares the performance or the effectiveness of the plan with the state and set a standard or objective of the firm.
[bookmark: _GoBack]Analyzing performance and defining causes: The comparison of the actual performance of the Imperial Hotel with the stated goal provides the ground in order to analyze the performance and define causes of the deviation if there is any deviation incurred. That’s why the imperial hotel management could find out the possible ways of the amendment. 
[bookmark: _Toc519116319]Conclusion 
Although there are a lot of problems related to a job, the stress due to over workload is most serious than any other that influence the performance of the staffs negatively and the profitability of the firm as a whole. That’s why the Imperial Hotel London put a lot of emphasis on the issue of solving the problem through a systematic and scientific manner.
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