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[bookmark: _Toc191307381]Executive Summary
This consultancy report aims to analyse the issue of declining guest satisfaction in The Ritz-Carlton, Tokyo is a 5-star hotel. The problem lies in the clash of the cultural approaches to service delivery because while the Japanese services are still grounded in homogenate, the client demography is changing to a cosmopolitan one. However, as discussed in the case, Omotenashi is characterized by discretion, formality, and anticipation of the guests’ needs, which is contrary to what many international visitors expect. This misalignment has caused the rating of the guests to drop by 15% over the two years which affected the repeat business, online reviews, and the reputation of the hotel brand.
This report, developed by GHS, aims to analyse the strategic issue with data from the hospitality industry and using frameworks such as STEEPLED, SOAR, and TOWS. This report also offers applied solutions in the areas of service adjustments, cultural sensitisation, use of IT to enhance individualisation and systematic organisational change. Its purpose is to improve guests’ satisfaction and still preserve the company values of The Ritz-Carlton.
[bookmark: _Toc191307382]The Problem or Issue at Stake
The Ritz-Carlton, Tokyo is ranked among some of the leading five-star hotels in the city because of its quality services (Kotter, 2012). Nonetheless, the following concerns have been noticed from the recent feedback from the guests and their complaints on the online platforms:
· Foreign visitors especially perceived that the personnel were not so friendly and responsive to them.
· There are communication difficulties because people and their language skills are different and all of them are not English natives.
· The service is too formal which makes some of the guests ill at ease.
· Aman Tokyo and Four Seasons Hotel Tokyo at Marunouchi are among the competitors who have started improving the delivery of their services for the internationals and thus have been given an advantage.
If this is not rectified, then it will lead to:
· customer satisfaction and loyalty are other areas that are likely to be negatively affected if the current trend continues since consumers are increasingly becoming discontented with the products of the firm (Ali et al., 2021).
· Loss of market share to competitors with more adaptive service models.
· Negative brand perception on travel review platforms like TripAdvisor and Booking.com.
To manage these risks, there is a need to alter the service delivery style of The Ritz-Carlton, Tokyo, while at the same time maintaining the concept of Omotenashi.
[bookmark: _Toc191307383]Findings
An evaluation of guest reviews, internal performance, and the market study yields the following insights:
Guest Satisfaction Trends:
[image: ]
[bookmark: _Toc191307339][bookmark: _Toc191307366]Figure 1: Analysis of Guest Reviews (Sergeevna, 2024)
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[bookmark: _Toc191307340][bookmark: _Toc191307367]Figure 2: Guest Satisfaction Index Performance (Davis, 2022)
· Thus, it is possible to state that the Guest Engagement Score has reduced by 15% within two years.
· The loyalty of the customers was affected as repeat guest bookings decreased by 10%.
· The scores given by the customers in Booking.com and TripAdvisor have reduced from 4.7/5 to 4.3/5.
Competitor Benchmarking:
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[bookmark: _Toc191307341][bookmark: _Toc191307368]Figure 3: Ritz-Carlton's CEO Comparisons (Ritz-Carlton, 2025)
· Companies such as Aman Tokyo and Four Seasons Tokyo have adopted features such as butler services, tracking of guest preferences, and AI-based concierge services, which have increased the engagement levels of the guests.
· The staff of the competitors is fluent in foreign languages and has postgraduate education for cultural sensitivity to address guests from other countries.



Employee Performance & Training:
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[bookmark: _Toc191307342][bookmark: _Toc191307369]Figure 4: Company Culture at Ritz-Carlton (Ritz-Carlton, 2025)
· In preparation for the accommodations, 75% of the staff are trained mainly in the conventional Omotenashi, with no cultural flexibility training.
· Surprisingly, 40% of the employees lack proper communication in English, which causes dissatisfaction among the guests (Fisman and Sullivan, 2014).
· Lack of confidence when informally dealing with international guests is another problem mentioned by the employees.









Technology & Personalization Gaps:
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[bookmark: _Toc191307343][bookmark: _Toc191307370]Figure 5: Technological and personalisation Gap (Bitran et al., no date)
· There is no way to track and record guests’ preferences and previous orders therefore the hotel does not follow a guest preference system.
· Competitors’ AI-driven concierge systems are absent, making service delivery slow and uncoordinated.
· These include evidence that shows that service models must be modified, staff trained, and technology introduced to improve guests’ satisfaction.
[bookmark: _Toc191307384]Analysis of Findings
By applying the strategic frameworks that have been discussed in the course, external and internal factors to the issue were identified.
· STEEPLED Analysis: Examines external factors such as global tourism trends, economic changes, and technology advancements influencing guest expectations.
· SOAR Analysis: Identifies hotel strengths (luxury brand, prime location) and opportunities (service innovation, AI integration, cultural training).
· TOWS Matrix: Transforms threats into opportunities, for instance, using technology to improve individual attention to guests.
Key takeaways from the analysis:
· Meeting new expectations of the guests does not mean that some of the traditional concepts should not be maintained.
· Hence, there must be bilingual and cultural training to facilitate communication and engagement.
· Such specific solutions as AI concierge, and CRM systems are indispensable to provide such opportunities.
Recommendations to the Client
To address these challenges, GHS has proposed the following pragmatic approach:
1. Service Adaptation Strategies
· Introduce additional levels of interaction but still follow the Omotenashi, the Japanese style of hospitality.
· Train the frontline employees to communicate effectively with international guests through the conduct of bilingual training programs.
2. Staff Training & Cultural Awareness
· Organize intercultural training sessions that will help the employees to be aware of the cultural differences of the guests and embrace the kind of culture the guests have.
· Create a Guest Experience Ambassador program in which some of the employees are trained to deal with international guests.

3. Technology Integration for Personalization
· The following recommendation is to develop an AI-based system for tracking the preferences of guests to provide them with personalized experiences for repeated visits.
· Engage the services of a multilingual AI concierge to attend to the needs of the guests in the preferred language to boost service delivery.
· Supply the employees with technical means that will allow them to obtain information about the guests and engage in individualized interactions with them in real-time.
4. Change Management Strategy
· The following is a guide based on Kotter’s Eight-Step Model for Change on how the implementation of the proposed services will be managed:
· Try out new service concepts part-way before implementing them fully (O’Mahoney, 2021).
· Develop a KPI-based monitoring system for evaluating the changes in the aspect of guest satisfaction.
[bookmark: _Toc191307385]Conclusion
This consultancy report highlights an analysis of the problem of cultural misfit in service delivery at The Ritz-Carlton Hotel Tokyo. Key takeaways include:
· Cultural differences in service delivery, communication issues, and non-personalized services lead to guest satisfaction deterioration.
· AI, cultural training, and bilingual services have been used to adapt faster in the marketplace by the competitors.
· The use of the combination of the traditional and the newly introduced service delivery models, staff training and the introduction of the use of artificial intelligence in personalizing the guest experience can go a long way in increasing guest satisfaction and loyalty.
· Organizational change management should therefore be done in a structured manner to ensure that it is well implemented in the long run (Kipping and Clark, 2012).
[bookmark: _Toc191307386]

Introduction
The Ritz Carlton- Tokyo is a five-star luxury hotel facing a critical issue regarding guest satisfaction due to cultural factors in the delivery of services. Although the hotel strives to embrace the Japanese principle of Omotenashi, where guests’ needs are predicted and attended to without being told, a new generation of tourists from other countries may prefer an engagement-based service. This has resulted in decreased guest satisfaction scores, low rebooking rates, and negative reviews from guests. To sustain the position of The Ritz-Carlton, Tokyo as a luxury hotel, the company has to modify some of the services offered while remaining true to the traditions of hospitality (Vo et al., 2022).
[bookmark: _Toc191307387]Background of The Ritz-Carlton, Tokyo
The Ritz Carlton Tokyo is a new luxurious hotel established in 2007 and it is located in the Roppongi area in Tokyo. Standing in the Midtown Tower which is one of the tallest buildings in Tokyo, this hotel has 245 guest rooms and suites with a spectacular view of the city including Mount Fuji if the weather is clear. The hotel boasts of a sophisticated architectural structure, sumptuous and diverse restaurants, and hospitality staff to suit the corporate executive, the millionaire and the leisure and holidaymaker. However, the cultural service gap has become a concern as the hotel seeks to satisfy the increasing number of global clients with different demands (Ritz-Carlton Leadership Center, 2020).
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[bookmark: _Toc191307344][bookmark: _Toc191307371]Figure 6: Ritz-Carlton Market Statistics (Ritz-Carlton brand profile UK 2022 | Statista, 2022)
[bookmark: _Toc191307388]Background of the Consultancy Firm
GHS is a boutique consultancy company that focuses on the improvement of service delivery and operations in the luxury hospitality industry (Shin and Jeong, 2022). GHS can work with several five-star hotels around the globe to optimize their service management and introduce customer-focused solutions in strategic management, customer experience management, and digital transformation. Understanding this as a weakness of The Ritz-Carlton, Tokyo, GHS has followed these steps to conduct an evaluation and strategize ways how to close the service style gap between the company and international guests (Sung and Kim, 2021).
[bookmark: _Toc191307389]The Issue and Its Impact on the Hotel
The main problem experienced by The Ritz-Carlton, Tokyo is cultural adaptability or rather, lack thereof in the service delivery line. Omotenashi is highly valued, but foreign guests consider it to be too stiff and too much of a formalized hospitality compared to such hospitality in Western countries. This misalignment has resulted in:
· Reduction in scores of guests’ satisfaction attributed to perceived lack of warmth and attentiveness (Vo et al., 2022).
· Fewer repeated guests, some of them chose competitors’ hotels that could provide more themed services.
· Some of the negative comments and complaints that guests make, especially those made on the TripAdvisor website, are as follows Concerns over language and lack of individual attention.
· Disadvantage, as Aman Tokyo and Four Seasons Tokyo have adopted more of an interactive service delivery system to meet the global market standards (Demydyuk and Carlbäck, 2024).
To manage these challenges, there is a need to blend the concept of Omotenashi and a modern, interactive service delivery system at The Ritz-Carlton Tokyo.
[bookmark: _Toc191307390]Theoretical Frameworks for Analysis
In this report, three strategic frameworks will be used to assess the problem, as well as, propose recommendations.
STEEEEPLED Analysis: Evaluates factors such as Societal, Technological, Economic, Environmental, Political, Legal, Ethical, and Demographic as external forces in the global change in the expectations of the guests (Mitrović, 2021).
SWOT Analysis: Strengths, Weaknesses, Opportunities, Threats, where Strengths and Opportunities are combined into SOAR, concentrating on the hotel’s strengths and the opportunities for service delivery (Demydyuk and Carlbäck, 2024).
TOWS Analysis: Takes SWOT Analysis further by linking threat and weakness to opportunity and strength to transform service problems into strategic advantages.
These frameworks provide the guidelines for the systematic analysis of both internal and external factors as well as the development of realistic recommendations for The Ritz-Carlton, Tokyo (Zinn et al., 2024).
[bookmark: _Toc191307391]Analysis
Identified Issue and Its Impact on The Ritz-Carlton, Tokyo
The Ritz-Carlton, Tokyo is among the leading luxurious hotels in the world, and unfortunately, the hotel has received lots of complaints from guests due to cultural problems in their service delivery. The hotel implements Omotenashi, the Japanese type of hospitality that focuses on anticipating, being discreet, and delivering perfect services to the guests, but most international visitors prefer the enthusiastic, participative, and personalized type of service (Bardukova, 2023). This has affected the guest engagement scores, the number of negative reviews, and fewer repeat bookings which affects the hotel’s reputation and revenue.
Key Issues Affecting the Hotel
1. Declining Guest Satisfaction Scores
· [bookmark: _Hlk191306157]According to the Hotel’s Guest Engagement Score, it has reduced by 15% in the past two years, therefore, the guests are not as satisfied as they used to be (Zinn et al., 2024).
· Their reoccurrence rate has reduced by 10% which means that the international guests who used to patronize the hotel have moved to other hotels.
· While there is no explicit criticism of the hotel staff and employees, the customer's and guests’ complaints that can be found in the reviews on platforms like TripAdvisor, and Booking.com include the lack of warmth, too much formal attitude, and limited communication with the guests compared with other luxury hotels (Shin and Jeong, 2022).


2. Reputation and Competitive Disadvantage
· The guests have compared this hotel to competitors such as Aman Tokyo, Park Hyatt Tokyo, and Four Seasons Tokyo and all these competitors have introduced more customer-oriented and adaptable service strategies to attract global tourists.
· The number of reviews on TripAdvisor and Booking.com has gone down from 4.7/5 to 4.3/5 and guests complained more often about poor manners and lack of respect for the local culture.
· Many international visitors prefer hotels that cater to individual needs and cultural sensitivity; therefore, The Ritz-Carlton, Tokyo must conform to Omotenashi but not at the expense of losing its identity (Fatma and Kumar, 2024).
3. Financial Impact and Revenue Loss
· The hotel has a high ADR but the guest retention rate is decreasing causing low overall revenues in the long run.
· It has also affected the high-spending guest revisits which include room sales, food and banquet services, luxury services and others.
· Consumers are now opting to eat at other places, and not within the hotel premises thereby reducing F&B sales (Guo et al., 2024).
· Guest engagement and enrolment in the loyalty program have therefore remained passive and the company has been experiencing a decline in enrolment by 10%.
4. Staff Training and Cultural Adaptability Challenges
· Most of the hotel’s personnel have been trained in Omotenashi service delivery and thus, they have not been exposed to the Western guests’ preferred ways.
· This is because 40% of the employees have limited English language skills to communicate with other guests from different parts of the world thus affecting the quality of services delivered.
· Many employees avoid being friendly with the guests as this may be interpreted as a betrayal of the formal and polite approach that is expected of the hotel (Liang et al., 2024).


5. Lack of Personalization and Technology Integration
· There is no system for recording the guests’ previous visits and their preferences to be able to recommend and adapt to the particular guests’ preferences.
· Another weak sign is that competitors utilize artificial intelligence for the concierge services as this means that through the data gathered from previous guests, they can serve their guests better than how The Ritz Carlton Tokyo has done through the traditional way of service delivery (Narendratama and Wijoyo, 2025).
· Lack of extensive use of digital tools and guest feedback systems hinders the hotel from enhancing the quality of services based on statistical analysis.
[bookmark: _Toc191307392]STEEPLED Analysis
The STEEPLED framework assesses the external factors that affect The Ritz-Carlton, Tokyo’s service issues and the luxury hospitality industry.
	Factor
	Impact on The Ritz-Carlton, Tokyo

	Social
	International guests prefer interactive, personalized service, while the hotel follows the reserved Omotenashi model.

	Technological
	Competitors use AI-powered concierge services and guest preference tracking systems, while The Ritz-Carlton lacks digital personalization tools.

	Economic
	Japan's tourism sector is growing post-pandemic, with high-spending international visitors expecting premium experiences (Srivastava and Kumar, 2021).

	Environmental
	Increased demand for eco-friendly hospitality practices, requiring hotels to align sustainability with luxury service.

	Political
	Government policies encouraging international tourism increase the need for cultural adaptability in hotel service.

	Legal
	Compliance with international labour laws requires ongoing staff training and adaptation to foreign guest preferences.

	Ethical
	Maintaining cultural heritage while embracing a service model that aligns with global luxury standards (Shin and Jeong, 2022).

	Demographic
	The growing diversity of travellers necessitates a service model that accommodates different cultural expectations.



[bookmark: _Toc191307393]Hotel Strengths and Positive Performance Areas (SOAR Analysis)
It is also important to identify the strengths that are inherent in The Ritz-Carlton, Tokyo to improve service delivery and satisfaction.
	Strengths
	Opportunities

	Globally recognized luxury brand with a high reputation
	Implement AI-driven guest preference tracking for personalized experiences

	Prime location in Roppongi, Tokyo
	Capitalize on Tokyo’s rising luxury tourism market (Shin and Jeong, 2022).

	High service standards based on Omotenashi traditions
	Introduce cultural adaptability training for employees

	Strong existing customer base and loyalty program
	Develop a hybrid hospitality model combining Omotenashi with modern engagement strategies


Areas for Improvement
· Flexibility in service interactions: The first is the ability to be flexible in the interactions during serving, whereby the staff should be informed on how to be formal yet friendly to the clients.
· Personalization of guest experiences: The application of information technology in personalizing guests’ experiences.
· Language and cultural training: The development of intercultural training as an additional service for the employees (Guan et al., 2022).
[bookmark: _Toc191307394]TOWS Analysis: Converting Challenges into Strategic Solutions
Through the TOWS framework, The Ritz-Carlton, Tokyo can transform weaknesses into strengths and minimize threats through opportunities.
[image: ]
[bookmark: _Toc191307345][bookmark: _Toc191307372]Figure 7: SWOT Analysis of Ritz-Carlton (Danish, 2024)
	Strengths-Opportunities (SO)
	Weaknesses-Threats (WT)

	Implement AI-powered guest preference tracking for enhanced personalization.
	Address staff resistance to new service styles through incentives and training.

	Leverage Tokyo’s luxury tourism growth to attract high-value international guests (Srivastava and Kumar, 2021) 
	Improve English proficiency and cross-cultural communication among staff.

	Introduce cultural adaptability programs without compromising Omotenashi traditions.
	Invest in AI concierge technology to compete with modern luxury hotels (Huang and Chen, 2021).

	Develop guest feedback and loyalty tracking systems to monitor satisfaction in real time (Vo et al., 2022).
	Adopt hybrid hospitality models to meet evolving guest expectations.



Conclusion of Analysis
This report identifies the following challenges that the Ritz-Carlton, Tokyo has in managing its operations to offer services that meet international guests’ expectations. Some of the points that can be gleaned from this analysis include:
· The cultural differences are one of the key factors that are responsible for guest dissatisfaction, and, therefore, that has to be addressed.
· The competitors are managing to capture the highest scores in personalization and engagement aspects through the use of artificial intelligence in solution and guest-based data (Gebril Taha et al., 2022).
· Guest dissatisfaction leads to a decrease in repeat covering, F&B sales, and membership in loyalty programs.
· Lack of staff training and improper use of language undermine guests’ interaction and engagement.
· The lack of service provision must be addressed through the adoption of technology and a change management framework (Franco et al., 2024).
With the help of cultural adaptability training, introducing an AI-based guest personalization system, and making the necessary changes to the services, The Ritz-Carlton, Tokyo can enhance its brand image and customer satisfaction levels, and stay as one of the leaders in the luxury hotel industry (Ali et al., 2021).
[bookmark: _Toc191307395]Recommendations and Change Management 
The Ritz-Carlton, Tokyo has been positioned as one of the most representative luxurious hotels and has been providing the guests with the best service and following the principles of Japanese hospitality known as Omotenashi. This form of service delivery is steeped in the Japanese culture; it focuses on proactivity, discretion, and executing services in such a manner that is almost unnoticed but highly effective. However, over the recent past, the discovery of Tokyo as an international tourist destination has seen a rise in expectations from tourists in terms of an interactive, exciting, and personalized experience. This change in expectation has however contributed to reduced guest satisfaction because some of the international guests regard the current service delivery as too formal and polite (Ravi Kumar, 2024).
Based on guests’ feedback, online reviews, and benchmarking of competitor luxury hotels in Tokyo including Aman Tokyo and Four Seasons Tokyo, it is evident that luxury hotels have already modified their service models to fit the changing trends in global travellers. The hotels have adopted a combination of conventional and contemporary approaches to managing clients, to ensure that they meet the expectations of both Western and Asian guests. However, the current Ritz-Carlton, Tokyo, has been facing some issues as a result of strictly following the Omotenashi model (Liu et al., 2024).
It could be seen from other measures such as:
· The scores showing the interactions of guests with the hotel personnel have reduced by 15% in the last two years.
· A 10% decline in repeat guest booking revenues shows their dissatisfaction with the existing service delivery system (Torres and Saludadez, 2022).
· Lower online review ratings, with international guests complaining of unfriendliness, less interaction and language barriers as some of the issues affecting them.
The inability to deal with these problems will only worsen the competitive position, push away valuable customers, and decrease the overall income. As for any international company, The Ritz-Carlton has to modify its service delivery model while still maintaining the values of luxury and excellence that are associated with the brand (Candra and Mahaputra, 2023).
To address these challenges, this section presents concrete recommendations that are underpinned by four key areas.
· Service Adaptation: Proposing a shift of service delivery model to incorporate both Omotenashi and Western ways of engaging the guests.
· Staff Training and Cultural Adaptability:  Development of cross-cultural training and the usage of a multilingual communication system.
· Technology Integration: Leveraging AI-driven guest preference tracking and multilingual digital concierge services.
· Structured Change Management: A guide to the effective implementation of change strategies and organizational performance improvements (Silas et al., 2022).
Through these strategies, The Ritz-Carlton, Tokyo can increase the quality of the guests’ satisfaction, advance the competitive advantage of its brand, and guarantee its leadership in the market of luxury hotels in Tokyo.
[bookmark: _Toc191307396]Recommended Strategies for Service Enhancement
To rectify the cultural misfit in service delivery at The Ritz-Carlton, Tokyo, a proper plan must be made for change in service models, staff training and guest relations. The two proposed solutions for the organization of further development are the adoption of a hybrid hospitality model and staff training and development (Yurur et al., 2021).
[bookmark: _Toc191307397]1. Implementing a Hybrid Hospitality Model
Issue
The first factor that is mainly attributed to declining guest satisfaction is that the reception of traditional Omotenashi hospitality is strictly followed. Even though such an approach is greatly appreciated by domestic guests, foreign visitors may find such a type of welcome too official, cold, and distant (İştin et al., 2022).
For instance, the competitor hotels in Tokyo have adopted instance such as Aman Tokyo and Four Seasons Tokyo have adopted a new strategic service delivery model of both conventional and engaging guests. These hotels have adopted service modes that can be said to facilitate interactions between the service providers and the customers with a sense of decorum (Candra and Mahaputra, 2023).
If the company continues to fail to cater for these changing expectations, this hotel will lose a large number of its international clients to other hotels that offer a more customized and interactive experience.
Solution
To resolve this matter, it is recommended that The Ritz-Carlton, Tokyo adopt a form of hospitality that incorporates the principles of Omotenashi with the kind of engagement with the guests that is characteristic of Western hospitality. This approach will:
· Maintain Omotenashi as the key principle while making the service more dynamic and proactive.
· Educate the staff on the need to change their service delivery to cater to the guest’s preferred type of service delivery (Leyva and Parra, 2021).
· Employ specific strategies of guest communication, according to which Japanese guests are still to be treated with Omotenashi while Western guests are to have a more communicative approach.
Implementation
· The training shall be conducted to sensitize the service providers on the various cultural practices that prevail across the globe and how best to handle the guests.
· Based on the results of the assessment, it is necessary to create role-playing scenarios to allow the staff to apply the changes in their service behaviour depending on the guest (Ye et al., 2022).
· Track guests’ visits, their specific requests as well as the interaction history to improve and customize the services.
· Implementing a flexible service model for the personnel so that they adapt to the guests by adjusting their behaviour.
Expected Outcome
· A direct association is the increased guest satisfaction scores which will help improve the position of the hotel on the review sites.
· More bookings, and multiple bookings from guests, especially the international guests (Narayan et al., 2022).
· Increased and advanced the brand identification and brand positioning of The Ritz-Carlton, Tokyo as a culturally sensitive luxury lodging service provider.
[bookmark: _Toc191307398]2. Staff Training and Development Programs
Issue
Another weakness affiliated with The Ritz-Carlton; Tokyo is that the employees cannot meet diverse guests’ needs.
· About 75% of the employees are mainly trained in Omotenashi and this hampers their flexibility towards the Western hospitality standards.
· This is because 40% of the frontline employees have LEP hence resulting in communication breakdowns that offend international guests (Grynko et al., 2024).
· Some of the employees do not go out of their way to interact with guests casually since they are discouraged by the hotel’s formal service orientation.
Failure to adopt training and cultural sensitivity programs, the staff to be unable to meet the dynamic needs of the guests from the international markets.
Solution
To improve the cross-cultural service delivery in The Ritz-Carlton, Tokyo, the organization should establish intercultural training that covers:
· The realization of individual guests’ rights to be treated to personal attention, be addressed and be engaged by the staff without having to initiate it as well as be responded to.
· Cross-cultural training, which will involve letting the employees understand how to appreciate cultural diversity and how to behave accordingly (Gauci, 2024).
· Strategies for interacting with guests, more specific instructions on when and how to adapt the type of service delivery according to guests’ preferences.
To overcome language barriers, the hotel should make it mandatory for all the frontline personnel to attend an English language course.
Implementation
· Coordinate with hospitality training consultants to design and facilitate cultural sensitivity training programs. (Florent and Shu, 2023)
· Offer language classes that should be conducted twice a week for all the employees who interact with the guests, focusing on basic English for communication.
· The best recommendations are to introduce the guest interaction role-playing exercises to the employees which means that employees practice various real-life situations with the international guests (Al-Ababneh, 2022).
· Those who do an outstanding job on cross-cultural service should be rewarded with incentives and promotions in hopes of inspiring enthusiasm with adaptability and engagement.
Expected Outcome
· A reduction of confusion between the guests and the staff, hence creating positive changes in guest experiences (Singgalen, 2024).
· More confident and adaptable service staff, capable of handling diverse guest expectations.
· More guest satisfaction on the aspects of personalization and interaction, resulting in enhanced reviews and reservations (Shibata, 2022).
[bookmark: _Toc191307399]3. Technology Integration for Personalized Service
Issue
· There is no personalized customer preference tracking in the hotel due to the absence of an AI system (Danish, 2024).
· There are currently innovations in the use of AI concierge for personalized interactions with guests.
· The lack of advanced technologies hampers the ability to receive valuable feedback from guests and enhance the services (Pizam et al., 2022).
Solution
· Introduce the integrated CRM system that will help to monitor all the guest needs, requests, and services provided to them.
· Install a multilingual artificial intelligence concierge service for answering guests' inquiries, restaurant reservations and other suggestions.
· Issue gadgets that will enable the staff to access profiles of the guests at any one time to enhance their efficiency in customer service delivery (Candra and Mahaputra, 2023).
Implementation
· Partner with a hospitality technology supplier to implement a CRM and an AI.
· Educate employees on how the use of AI concierge tools in catering to guests.
· The best of its kind include; The monthly analytics report on guests’ preferences and trends in the provision of services (Waaje et al., 2025).
Expected Outcome
· Improved service efficiency and guest personalization.
· Shorter time is taken to attend to the various requests made by the guests.
· In this case, the outcomes were higher ratings on the guest loyalty and satisfaction rating scale (Wu et al., 2023).
[bookmark: _Toc191307400]4. Revamping the Guest Feedback Mechanism
Issue
The current feedback system of the hotel is not efficient as it would enable the hotel to address guest’s complaints quickly.
A good number of guests opt for online feedback more than the physical feedback forms that are usually filled and submitted in person (Morishita, 2021).
Solution
· Create an interactive feedback tool which should be available through the hotel’s app and the tablets in the room.
· Customers should be encouraged to complete online questionnaires about their stay through emails after checking out.
· Make a Guest Experience Manager to monitor the trend of the feedback and propose the necessary changes to the services (Kim and Kim, 2022).
Implementation
· Create and implement a simple and efficient method of receiving feedback from the user database.
· A trained Guest Experience Manager to evaluate the data to suggest changes to the services being provided.
· Monitor the feedback data obtained from the guests to identify trends every three months (Basalamah et al., 2021).
Expected Outcome
· Higher guest participation in feedback collection.
· The hotel can address guest complaints faster and improve its services.
· Enhanced data-driven decision-making for hotel management (Dahadi and Yusup, 2020).
[bookmark: _Toc191307401]Change Management Strategy
To achieve the proposed service adaptations and training programs for The Ritz-Carlton, Tokyo, there is a need for a change management plan. One of the major objectives for a change to be sustainable is the ability to maintain the staff management and guests going through a transition with the least amount of impact possible. To achieve this, it is recommended that the hotel implement Kotter’s 8-Step Change Management Model which is a useful tool when it comes to change in organizations.
· Create Urgency: Make sure to convey the message of change to everyone in the organization, particularly about the changes that have to be made in the service concerning the need to improve guest satisfaction and to be competitive (Nakai, 2022).
· Build a Guiding Coalition: This is a team of change management composed of top management, managers of various departments, and staff workers for the change.
· Develop a Vision and Strategy: It is crucial to explain the overall direction and how the concept of Omotenashi will incorporate interactive services.
· Communicate the Change Vision: conduct training sessions, one-on-one and/or group meetings and electronic communication to ensure that all individuals embrace the new services orientation (Morishita, 2023).
· Empower Employees for Action: Management should equip its employees with the right knowledge and motivation that would ensure a seamless implementation of change.
· Generate Short-Term Wins: It is important to establish targets that are achievable in the short term, for instance, the first part of staff training, and the introduction of AI guest services.
· Consolidate Gains and Implement More Changes: It is crucial to keep track of the performance and adjust accordingly.
· Consolidate Gains and Implement More Changes: Make new approaches to working culture to enhance their sustainability (DSpace, 2025).
With this kind of structure, it would be possible for The Ritz-Carlton, Tokyo to incorporate cultural adaptability, technology, and personal service upgrades into the hotel without compromising the luxury brand.
[bookmark: _Toc191307402]Measuring Success and Impact
	Metric
	Target Outcome
	Timeframe

	Guest Satisfaction Score
	Increase by 20%
	12 months

	Repeat Guest Bookings
	Increase by 15%
	12 months

	TripAdvisor & Booking.com Ratings
	Improve to 4.7+
	6 months

	Staff Engagement & Adaptability
	90% completion rate in training programs
	3 months

	F&B Revenue Growth
	10% increase from personalized service upselling
	6 months



[bookmark: _Toc191307403]Estimated Costs of Implementation
	Strategy
	Estimated Cost (USD)

	Staff Training & Language Programs
	$50,000

	AI-Driven CRM & Guest Tracking System
	$150,000

	Multilingual AI Concierge Integration
	$75,000

	Digital Feedback System Development
	$30,000

	Change Management Implementation
	$40,000

	Total Investment
	$345,000



With these strategic recommendations and change management initiatives, The Ritz-Carlton, Tokyo can improve guest satisfaction and revenue and sustain the company’s status as a luxury hotel. They are also effective in achieving the organisational balance between the contemporary trends in the hospitality industry and the conservative mentality of the services (Teck and Karuppiah, 2020).
[bookmark: _Toc191307404]Action Plan 
The following action plan presents the major issues, proposed strategies, and anticipated outcomes for enhancing guest satisfaction and service flexibility at The Ritz-Carlton, Tokyo. It contains a timeline, completion date and even estimated cost to facilitate proper implementation.
	Problem
	Solution
	Desired Outcome
	Time Scale
	Completion Date
	Planned Budget (USD)

	Cultural misalignment in service delivery
	Implement a hybrid hospitality model blending Omotenashi with interactive service
	Improved guest satisfaction and higher engagement scores
	6 months
	Mar-25
	$100,000

	Staff lack adaptability to Western hospitality standards
	Conduct intercultural training and English language programs (Orazxan, 2024)
	Enhanced staff communication skills and greater service flexibility
	4 months
	Dec-24
	$50,000

	Limited use of technology for guest personalization
	Introduce AI-driven CRM and multilingual digital concierge system
	More personalized guest experiences and higher repeat bookings
	8 months
	May-25
	$150,000

	Inefficient guest feedback system
	Develop a real-time digital feedback platform for guest insights
	Faster response to guest concerns and improved service refinement (Sergeevna, 2024)
	5 months
	Jan-25
	$30,000

	Change management resistance among staff (Dimitrakaki, 2022)
	Apply Kotter’s 8-Step Change Model to ease the transition
	Successful adoption of service improvements
	6 months
	Mar-25
	$40,000


[bookmark: _Toc191307405]Conclusion 
This consultancy report has comprehensively analysed the issue of low guest satisfaction at The Ritz Carlton Tokyo due to a culture clash in the provision of services. Although Omotenashi hospitality is part of the hotel’s image, it was a problem for the hotel to adapt to the foreign guests’ expectations, who demanded an active and friendly interaction. This is an indication that the hotel is likely to be outcompeted by other luxury hotels in Tokyo in case it fails to adapt to service strategies, improve its staff training, and incorporate modern technology.
Key Findings
· In terms of guest satisfaction, the scores have dropped by 15% in the last two years because of several service delivery protocols that appear to have been set in a way that does not accommodate international guests.
· Repeat guest bookings have reduced by 10%, which means that customers are unsatisfied with their service and are therefore, patronizing competitors’ hotels.
· A shocking 75% of staff have been trained in Omotenashi hence making it difficult for them to embrace new change that is introduced in an organization in terms of embracing Western standards of hospitality. Also, 40% of the employees have poor English language fluency, which hinders communication with guests consequently.
· Other competitor luxury hotels present in the market like Aman Tokyo and Four Seasons Tokyo have adopted both types of services that enhance the cultural Japanese hospitality and guest interaction services.
· Lack of AI-based guest preference tracking systems has also hampered the guest preference profile-based services to be provided by the hotel and thus affected guest retention and satisfaction.
· The current feedback collection system is ineffective, and this makes it hard to monitor and respond to the concerns the guests have in real-time and thus will lead to low levels of guest trust and loyalty.
Recommendations and Implementation Strategy
In response to these issues, this report has suggested the following strategic recommendations that will help to update the service model of The Ritz-Carlton, Tokyo while preserving the traditional aspects. The key recommendations include:
· Introducing a new concept of hospitality that aims at integrating the elements of Omotenashi with the individual approach of the Western world to create a more adaptable approach to hospitality.
· Implementing cross-cultural training interventions to ensure that the staff is sensitive to cultural differences, acquire better ways to engage the foreign guests and be in a better position to handle the foreign guests.
· The training of all the services providing employees to ensure that they have basic English communication skills to overcome barriers that slow down the services.
· Introducing the opportunity of using artificial intelligence for recording and further utilization of guests’ preferences to provide customized service through multilingual concierge services.
· Introducing an efficient guest feedback system; the guest feedback should be in the form of an online survey system where guests can air their complaints and worries immediately and the hotel should respond to them with improvements.
· Using Kotter’s 8-Step Model of Change to enhance the implementation process and engagement of employees in the organisation for sustainable change.
By implementing these recommendations, The Ritz-Carlton, Tokyo can achieve a 20% guest satisfaction enhancement in the next year. Also, the number of repeat guests is expected to increase by 15% leading to enhancing the competitive position of the hotel in the Tokyo luxury market. 
Expected Benefits of Implementation
With the proposed strategies, the guest experience is made more culture-sensitive thus improving the chances of the guests returning for more, thereby increasing brand loyalty and revenue. The primary benefits include:
· Higher satisfaction levels from the guests translate to improved review ratings given by the guests on websites such as TripAdvisor and Booking.com (Baron and Armstrong, 2007).
· Improved operational efficiency as the use of artificial intelligence to deliver personalized services to clients will free the human resources to offer their best to the company in other areas (Narendratama and Wijoyo, 2025).
· One of the benefits of the current move to ensure service improvement is that employees will be more motivated and committed to their jobs since they will be able to handle international guests and other emerging expectations in their line of work.
· More revenue since there will be a higher frequency of guests booking the hotel and the guests are most likely to order food from the F&B facilities where there is a personal touch.
Final Thoughts
The Ritz-Carlton, Tokyo is at a crossroads where service innovation and flexibility to the market change will define the competitiveness of the organization. This paper outlines the best way through which it will be possible to meet the international guest's expectations in terms of service whilst maintaining the principles of Omotenashi. It will be through the utilization of contemporary promotion techniques, application of new technology, and staff awareness, that the hotel will be in a good position to serve a wider market.
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