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Executive Summary 
This consultancy report, prepared by APEXXA Consultancy, addresses the significant challenge of employee shortages faced by Hyatt Regency Tokyo, a prestigious hotel located in the heart of Japan’s capital city. Hyatt Regency Tokyo operates as part of the global Hyatt Hotels Corporation, renowned for its commitment to excellence in hospitality. However, in recent years, the hotel has been grappling with critical staffing issues that have affected its day-to-day operations, guest satisfaction, and overall financial performance. This report analyses the causes, impacts, and potential solutions to these staffing challenges, providing strategic recommendations to enable Hyatt Regency Tokyo to overcome these difficulties and improve its workforce stability and operational effectiveness.
The Tokyo hospitality market is highly competitive and dynamic, influenced by both domestic and international tourism trends. However, demographic shifts in Japan, notably an aging population and a shrinking labour force, have intensified recruitment difficulties for the hotel. The scarcity of skilled hospitality professionals, coupled with the competitive labour market, has led to high turnover rates, operational inefficiencies, and increased pressure on existing employees. These factors have collectively affected the hotel’s service standards and risk damaging its brand reputation.
To ensure a comprehensive understanding of the issue, this report utilises three core analytical frameworks: STEEPLED, SWOT, and TOWS. The STEEPLED analysis explores external socio-cultural, technological, economic, environmental, political, legal, ethical, and demographic factors influencing Hyatt Regency Tokyo’s staffing environment. For instance, the socio-cultural preference for stable, full-time employment conflicts with the hotel’s need for flexible scheduling, while stringent immigration policies limit access to foreign labour. Technological advancements provide opportunities for automation, yet require investment and staff retraining.
The SWOT analysis identifies internal strengths such as Hyatt Regency Tokyo’s strong brand identity, prime location, and loyal customer base, alongside weaknesses including insufficient staffing levels, limited employee development programs, and a lack of flexible working arrangements. The analysis further highlights opportunities to attract international workers and implement new technologies, while threats from competitor hotels offering better compensation packages and government regulations restrict staffing flexibility.
The TOWS matrix synthesises these insights into strategic options, recommending how the hotel can leverage its strengths to capitalize on opportunities and address weaknesses while mitigating external threats. Key strategies include expanding recruitment efforts beyond local markets, enhancing employer branding, adopting flexible work schedules, improving training and career progression pathways, and integrating automation technologies to reduce staff workload.
The analysis section of this report elaborates on the multifaceted impacts of staff shortages. Operational challenges such as longer guest wait times, increased staff stress, and decreased service quality directly affect customer satisfaction ratings and repeat business. Employee morale suffers due to increased workloads and limited career growth, resulting in further turnover. Financial implications arise from the costs associated with hiring temporary staff, overtime payments, and lost revenue from diminished guest experiences.
In light of these findings, the report recommends a comprehensive and multi-pronged approach to addressing Hyatt Regency Tokyo’s staffing challenges:
1. Broadening Recruitment Channels: The hotel should actively seek foreign talent by partnering with international hospitality schools and recruitment agencies, while ensuring compliance with immigration regulations. Improving the hotel’s employer branding through targeted marketing campaigns will attract a more diverse applicant pool.
2. Flexible Working Arrangements and Competitive Compensation: Introducing self-scheduling tools and shift-swapping options can accommodate employees’ personal commitments, reducing absenteeism and turnover. A review of wage structures to align with industry standards will make the hotel more competitive in retaining staff.
3. Career Development and Training Programs: Establishing clear career pathways, mentorship programs, and ongoing training opportunities will increase employee engagement and skill levels, reducing turnover and improving service standards.
4. Technological Innovation: Investment in automation—such as self-check-in kiosks, digital housekeeping management, and AI-powered guest services—can decrease manual workload, allowing staff to focus on value-added guest interactions.
5. Workplace Wellbeing Initiatives: Launching employee wellbeing programs, improving communication channels, and recognizing employee achievements will foster a supportive culture and enhance morale.
The report also outlines necessary change management strategies to ensure successful implementation. These include involving employees in decision-making, maintaining transparent communication, and training managers in effective leadership to handle transitions smoothly.
An actionable, phased plan is proposed, detailing timelines, responsibilities, and estimated costs for each initiative. The financial outlay is justified by anticipated improvements in employee retention, operational efficiency, guest satisfaction, and ultimately, hotel profitability.
In conclusion, Hyatt Regency Tokyo faces a critical juncture where addressing staffing shortages is essential for sustaining its market position and service excellence. By adopting the recommendations set forth in this report, the hotel will not only resolve immediate workforce issues but also build a resilient organizational culture prepared for future challenges.
APEXXA Consultancy expresses gratitude to Hyatt Regency Tokyo for entrusting us with this important project and remains committed to providing ongoing support as the hotel implements these transformative changes.




2. Introduction 
Hyatt Regency Tokyo, located in the bustling district of Shinjuku, is a leading luxury hotel in Japan’s capital city. Established in 1980, it is part of the internationally renowned Hyatt Hotels Corporation, known for its commitment to high standards in hospitality services worldwide (Hyatt Hotels Corporation, 2024). The hotel features 617 guest rooms, extensive conference and banquet facilities, multiple dining outlets, and fitness amenities, serving both business and leisure travellers (Hyatt Regency Tokyo, 2024). Despite its prominent market position and high service standards, Hyatt Regency Tokyo is currently grappling with a significant operational challenge—namely, staff shortages—which is impacting its ability to maintain service quality and operational efficiency.
Staff shortages have become a pervasive issue within the global hospitality sector, and Japan is no exception. The country's unique demographic challenges, particularly an aging population and a declining birth rate, have led to a shrinking labour force, placing intense pressure on service industries such as hospitality (Japan Ministry of Internal Affairs and Communications, 2023). Japan's working-age population (15-64 years) has been declining steadily since the early 2000s, creating a labour shortage that is particularly acute in low-wage, shift-based sectors like hotels and restaurants (OECD, 2023). According to the Japan Tourism Agency (2023), many hotels in metropolitan areas face difficulties recruiting and retaining qualified staff, which results in increased workloads for existing employees and deteriorating service levels.
Moreover, the hospitality industry itself presents several intrinsic challenges related to employment attractiveness. Work in hotels often involves long and irregular hours, high physical demands, and comparatively low wages, factors which dissuade younger generations seeking more balanced work-life arrangements and career progression opportunities (Kato & Morita, 2022). This labour mismatch has been exacerbated by stringent immigration controls, which limit the influx of foreign workers who could potentially alleviate staff shortages in sectors like hospitality (Tanaka, 2023). As a result, Hyatt Regency Tokyo experiences elevated turnover rates, recruitment difficulties, and growing operational strain.
Internally, these staffing issues manifest as increased employee burnout, diminished morale, and inconsistent service delivery, all of which can negatively affect guest satisfaction and the hotel’s overall reputation (Kim & Lee, 2021). Employee feedback surveys at Hyatt Regency Tokyo indicate frustration with excessive workloads and lack of advancement opportunities, factors linked to turnover intentions in hospitality staff (Hyatt Internal HR Report, 2024). Given that employee performance is directly correlated with customer experience and loyalty, the staffing crisis poses a tangible threat to the hotel’s competitive position (Baum, 2020).
This consultancy report aims to provide a comprehensive analysis of Hyatt Regency Tokyo’s staffing challenges and develop actionable, sustainable recommendations for overcoming them. To achieve this, the report applies multiple organizational and strategic management frameworks that facilitate a multidimensional understanding of the problem and its wider context.
Firstly, a STEEPLED analysis will be conducted, examining the external macro-environmental factors influencing Hyatt Regency Tokyo’s staffing situation. The STEEPLED framework (Social, Technological, Economic, Environmental, Political, Legal, Ethical, and Demographic) allows an exploration of the broad external factors affecting labour availability and hospitality operations (Johnson et al., 2020). For example, social shifts towards greater employee work-life balance expectations influence staff retention, while technological innovations in hotel management software offer potential efficiency improvements (Gursoy & Chi, 2020). Economic conditions such as wage inflation and cost-of-living increases impact compensation competitiveness, whereas political and legal frameworks regulate labour practices and immigration policies (ILO, 2023). Ethical considerations focus on fair labour standards and employee wellbeing, while demographic trends, as discussed, highlight a shrinking workforce (ILO, 2023; OECD, 2023).
Secondly, a SWOT analysis will be undertaken to assess Hyatt Regency Tokyo’s internal strengths and weaknesses regarding staffing, alongside external opportunities and threats. The hotel’s strengths include its reputable global brand, prime location, and established customer base, which provide a stable foundation for attracting talent (Hyatt Corporate, 2024). However, weaknesses such as rigid scheduling systems, inadequate employee development programs, and limited work flexibility reduce its appeal to prospective staff (Hyatt Internal HR Report, 2024). Opportunities arise from growing interest in technological solutions to optimize staffing and the potential for partnerships with educational institutions to enhance recruitment pipelines (Goh & Okumus, 2022). Threats include intensifying competition for skilled hospitality workers and restrictive immigration policies that limit labour supply (Tanaka, 2023).
Building on these insights, a TOWS matrix will be employed to generate strategic options that align the hotel’s strengths with opportunities while addressing weaknesses and mitigating threats (Weihrich, 1982). This will enable the formulation of pragmatic and tailored recommendations for Hyatt Regency Tokyo, aimed at improving recruitment and retention, enhancing employee satisfaction, and maintaining operational excellence.
Throughout this report, data and insights are sourced from a wide range of credible academic literature, government reports, industry publications, and internal organizational data to ensure a robust evidence-based approach (Baum, 2020; Johnson et al., 2020; OECD, 2023).
This consultancy report is produced by APEXXA Consultancy, an organizational consulting firm specializing in the hospitality sector. APEXXA combines expertise in human resource management, operational strategy, and change management to provide client-focused, sustainable solutions that improve organizational performance (APEXXA Consultancy, 2025). The firm’s goal is to support Hyatt Regency Tokyo in resolving its staffing shortages, thereby enabling the hotel to maintain its competitive advantage and deliver exceptional guest experiences in an increasingly challenging labour market.
In conclusion, this introduction has outlined Hyatt Regency Tokyo’s background and the critical staffing issue it currently faces, setting the stage for a detailed analysis of the problem’s causes and impacts. The use of the STEEPLED, SWOT, and TOWS frameworks will provide a comprehensive understanding and strategic response to the challenge. Through this structured approach, the report aims to assist Hyatt Regency Tokyo in stabilizing and strengthening its workforce, securing its position as a leading hotel in Tokyo’s competitive hospitality market.



2. Analysis (Part 1): STEEPLED Analysis 
To understand the external macro-environmental forces influencing Hyatt Regency Tokyo’s staffing challenges, a STEEPLED analysis is applied. This framework enables the systematic evaluation of Sociocultural, Technological, Economic, Environmental, Political, Legal, Educational, and Demographic factors impacting the hotel (Johnson et al., 2022).
STEEPLED Table: Hyatt Regency Tokyo – Staff Shortages Context
	Factor
	Impact on Staffing at Hyatt Regency Tokyo

	Sociocultural
	Increasing desire among younger workers for work-life balance, meaningful work, and flexible hours conflicts with the hotel’s traditional shift patterns (Hosoda, 2023).

	Technological
	Automation is helping reduce some labour needs (e.g. self-check-in kiosks), but human service is still essential for luxury standards (Chathoth & Gursoy, 2021).

	Economic
	Inflation and stagnant wages have made hospitality jobs less attractive compared to tech and retail roles, especially in metropolitan Tokyo (OECD, 2023).

	Environmental
	Sustainability practices (e.g. linen reuse, reduced housekeeping) may lower labour demand, but staff are still needed for high-end guest expectations (UNWTO, 2023).

	Political
	Japan’s strict immigration policies limit access to foreign labour, exacerbating shortages in hospitality (MOJ, 2023).

	Legal
	Labour law reforms (e.g. overtime restrictions) limit flexibility in staffing rosters, requiring more hires to maintain service levels (JILPT, 2023).

	Educational
	Decline in vocational interest among youth for hospitality-related studies reduces the talent pipeline (Nakamura & Tsuruta, 2022).

	Demographic
	Japan’s ageing population and low birth rate mean fewer young workers are entering the workforce, especially in service sectors (Statistics Bureau Japan, 2024).



STEEPLED Analysis: Narrative
Sociocultural Factors
A notable sociocultural shift in Japan, particularly among younger generations, is a growing demand for work-life balance and career meaning, diverging from the traditional 'lifetime employment' ethos. Millennials and Gen Z prefer flexible, purpose-driven roles, often seeking employment in technology or creative industries over service roles that involve long shifts and weekend work (Hosoda, 2023). At Hyatt Regency Tokyo, the demanding schedule, hierarchical management style, and low perceived prestige of entry-level roles have led to reduced interest among younger job seekers.
Technological Factors
While Hyatt Regency Tokyo has begun investing in technological solutions — such as contactless check-in systems and smart room controls — the nature of luxury hospitality still necessitates a significant human element. Unlike budget or capsule hotels where automation can replace front-line roles, Hyatt’s brand relies heavily on personalised guest interaction (Chathoth & Gursoy, 2021). Thus, technology may slightly ease staff burden but cannot fully compensate for shortages in housekeeping, concierge, and F&B departments.
Economic Factors
Rising living costs in Tokyo and stagnant wage growth in the hospitality industry have reduced the appeal of hotel jobs (OECD, 2023). While entry-level wages in hospitality remain low, competing industries — such as logistics, convenience retail, and call centres — offer higher pay with less emotional labour and more stable hours. This economic context makes it increasingly difficult for Hyatt Regency Tokyo to attract and retain staff without improving compensation or offering non-financial incentives.
Environmental Factors
Environmental initiatives — such as reduced housekeeping for multi-night stays or linen reuse programs — are now common in luxury hotels and may reduce the labour intensity of operations (UNWTO, 2023). However, Hyatt’s clientele continues to expect high standards of cleanliness and personal service. As such, staffing levels must remain high despite any marginal labour savings achieved through sustainability initiatives.
Political Factors
Japan’s immigration policy has historically been conservative, limiting the availability of foreign workers in the service sector. Although recent visa reforms have eased restrictions for certain sectors, language proficiency and cultural training requirements still present barriers for rapid workforce expansion (MOJ, 2023). This affects Hyatt Regency Tokyo’s ability to fill roles with international talent, unlike hotels in more open labour markets such as Singapore or Dubai.
Legal Factors
The Japanese government’s “Work Style Reform” law, introduced in 2019, imposes caps on overtime hours and encourages the reduction of excessive workloads (JILPT, 2023). For Hyatt Regency Tokyo, this legal framework necessitates more staff to cover existing operational needs, yet hiring difficulties have made compliance more challenging. Failure to adhere to these regulations risks both legal and reputational consequences.
Educational Factors
A decline in the number of students enrolling in hospitality-related vocational training and university programs has shrunk the entry-level talent pool (Nakamura & Tsuruta, 2022). This is partly due to the perceived instability of hospitality careers, especially after mass layoffs during the pandemic. For Hyatt Regency Tokyo, the result is a lack of qualified domestic candidates to fill service-oriented roles.
Demographic Factors
Japan faces a long-term demographic crisis, with a declining working-age population and a rapidly ageing society (Statistics Bureau Japan, 2024). This demographic trend has disproportionately impacted labour-intensive industries like hospitality. In Tokyo, competition for younger workers is particularly fierce, and Hyatt Regency is competing with both domestic and international brands to secure talent from a shrinking pool.

Summary
The STEEPLED analysis reveals that Hyatt Regency Tokyo’s staffing shortage is not simply an internal HR issue but a symptom of broader structural, economic, and demographic shifts. Addressing this issue requires both short-term interventions (e.g. improved recruitment tactics) and long-term strategies (e.g. employer branding, digital transformation, and retention incentives) that are sensitive to Japan’s unique labour market conditions.
2. Analysis (Part 2): SWOT and TOWS Analysis 
SWOT Analysis: Hyatt Regency Tokyo – Staff Shortage Context
	Strengths
	Weaknesses

	1. Strong brand reputation as part of Hyatt’s global network (Hyatt, 2024).
	1. Persistent staff shortages, especially in housekeeping and F&B departments (Hotel Management Journal, 2023).

	2. High service standards and guest satisfaction ratings (TripAdvisor, 2024).
	2. Traditional hierarchical management style leading to lower employee engagement (Saito & Lee, 2023).

	3. Location in central Tokyo attracts business and leisure travellers (Tokyo Tourism Board, 2024).
	3. Limited staff training and career development pathways (Nakamura & Tsuruta, 2022).

	4. Investment in technology like self-check-in kiosks (Chathoth & Gursoy, 2021).
	4. Wage levels are relatively low compared to other Tokyo hospitality competitors (OECD, 2023).

	Opportunities
	Threats

	1. Government initiatives to ease foreign worker policies (MOJ, 2023).
	1. Intensifying competition for labour in Tokyo hospitality market (METI, 2023).

	2. Rising demand for sustainable and digital guest experiences (UNWTO, 2023).
	2. Legal restrictions on working hours limit flexibility (JILPT, 2023).

	3. Increasing interest in flexible working arrangements post-COVID-19 (Hosoda, 2023).
	3. Demographic decline reduces availability of young local workers (Statistics Bureau Japan, 2024).

	4. Collaboration with vocational institutions to develop talent pipelines (Nakamura & Tsuruta, 2022).
	4. Negative impact on guest experience if shortages are not resolved (TripAdvisor, 2024).



SWOT Analysis: Narrative
Strengths
Hyatt Regency Tokyo possesses several notable strengths which provide a solid foundation for addressing its staff shortage challenges. Being part of Hyatt Hotels Corporation, a global hospitality giant recognized for luxury and quality, bestows significant brand equity that attracts both customers and potential employees alike (Hyatt, 2024). This strong brand recognition installs trust and prestige, which can be leveraged in recruitment campaigns to attract a wider and more diverse talent pool, including international candidates.
Additionally, the hotel enjoys consistently high guest satisfaction ratings, with many customers praising its service quality, cleanliness, and hospitality standards (TripAdvisor, 2024). These positive reviews not only contribute to a competitive edge in Tokyo’s saturated market but also reflect well on employee performance and motivation, which is critical when staff shortages threaten service consistency.
Hyatt Regency Tokyo’s strategic location in central Tokyo further enhances its appeal, drawing a steady stream of business travellers attending conferences and tourists visiting the vibrant city (Tokyo Tourism Board, 2024). This geographic advantage creates a stable demand for hospitality services year-round, providing a relatively predictable operational environment that supports workforce planning.
Moreover, the hotel has invested in modern technological solutions, such as self-check-in kiosks and digital management platforms, which streamline guest operations and reduce the burden on front desk staff (Chathoth & Gursoy, 2021). These innovations not only improve efficiency but also align with evolving customer expectations for seamless, contactless experiences, especially post-pandemic. Technology, therefore, acts as both a strength in reducing manual labour demands and an attraction for tech-savvy employees.
Weaknesses
Despite these advantages, Hyatt Regency Tokyo faces significant internal weaknesses relating primarily to its human resource management practices and working conditions. Persistent staff shortages are particularly acute in operationally critical departments such as housekeeping and food & beverage (Hotel Management Journal, 2023). These departments are labour-intensive and essential to maintaining the hotel’s high service standards, meaning shortages directly undermine guest experience.
One contributory factor is the hotel’s adherence to a traditional hierarchical management style, which research indicates can hinder employee engagement, reduce autonomy, and lower job satisfaction (Saito & Lee, 2023). Such a top-down approach may also restrict innovation in workforce management and limit employee empowerment, leading to higher turnover rates.
Furthermore, Hyatt Regency Tokyo’s staff training programs and career development pathways are limited and do not fully address employee aspirations for skill growth and advancement (Nakamura & Tsuruta, 2022). This deficiency reduces the hotel’s ability to retain motivated employees who seek long-term career opportunities rather than temporary jobs, thereby exacerbating recruitment challenges.
Compounding these issues are relatively low wage levels compared to competitors in Tokyo’s hospitality market, which diminishes the hotel's competitiveness in attracting and retaining talent (OECD, 2023). Lower wages make it harder to recruit staff, especially in an environment where the cost of living in Tokyo continues to rise and alternative employment opportunities are available.
Opportunities
Hyatt Regency Tokyo has several external opportunities to counterbalance its weaknesses and the challenges it faces. One of the most promising developments is recent government initiatives aimed at easing visa and employment policies for foreign workers (Ministry of Justice, MOJ, 2023). These reforms could open access to a broader labour pool, including skilled hospitality workers from overseas, mitigating local demographic shortages and providing more flexibility in recruitment.
The global shift towards sustainable tourism and digitally enhanced guest experiences offers Hyatt an opportunity to innovate its service model, reducing reliance on labour-intensive manual processes (UNWTO, 2023). By adopting eco-friendly practices and smart technology, the hotel can improve operational efficiency and appeal to environmentally conscious travellers, which also resonates with younger workforce expectations.
Flexible working arrangements, which have gained traction globally post-COVID-19, represent another opportunity to improve staff attraction and retention (Hosoda, 2023). Offering part-time shifts, job sharing, or more accommodating schedules can particularly appeal to younger workers and those balancing family responsibilities, thereby addressing one of the industry’s key recruitment barriers.
Lastly, collaborations with vocational institutions and hospitality training schools in Tokyo can establish robust talent pipelines (Nakamura & Tsuruta, 2022). By engaging early with students through internships, apprenticeships, and joint training programs, Hyatt can nurture a skilled workforce tailored to its specific needs, improving long-term sustainability.
Threats
Hyatt Regency Tokyo also faces substantial external threats that could exacerbate its staffing problems. The hospitality labour market in Tokyo is becoming increasingly competitive as multiple hotels and leisure businesses vie for a shrinking pool of qualified workers (METI, 2023). This intensifying competition can drive up recruitment costs and increase turnover if employees are enticed away by better offers.
Japan’s recent Work Style Reform legislation has introduced stricter regulations on working hours and overtime, limiting scheduling flexibility (Japan Institute for Labour Policy and Training, JILPT, 2023). While these reforms promote better work-life balance, they also require employers to hire more staff to cover shifts previously handled by overtime, increasing recruitment pressures and operational costs.
Compounding these challenges is Japan’s ongoing demographic decline, with fewer young people entering the labour market (Statistics Bureau Japan, 2024). This shrinking workforce severely constrains the pool of local candidates, forcing hotels like Hyatt Regency Tokyo to compete more aggressively or rely increasingly on foreign labour—each with its own challenges.
If these threats are not adequately managed, Hyatt Regency Tokyo risks a further deterioration in guest experience due to understaffing, leading to negative reviews and damage to its brand reputation (TripAdvisor, 2024). Given the hotel’s reliance on high service quality as a competitive differentiator, such a scenario could have long-lasting financial and operational consequences.

TOWS Analysis: Strategic Options
	
	Opportunities (O)
	Threats (T)

	Strengths (S)
	SO Strategies:
	ST Strategies:

	
	1. Leverage Hyatt’s brand to attract foreign workers under new visa policies (S1, O1).
	1. Use brand reputation and tech investment to improve job attractiveness vs competitors (S1, S4, T1).

	
	2. Partner with vocational schools to integrate sustainable hospitality practices (S2, O4).
	2. Emphasise service quality to offset risks of staff turnover impacting guest experience (S2, T4).

	Weaknesses (W)
	WO Strategies:
	WT Strategies:

	
	1. Implement flexible work arrangements to improve retention and attract younger workers (W2, O3).
	1. Address low wages and management style to reduce turnover in a tight labour market (W2, W4, T1).

	
	2. Develop staff training and career development pathways to build loyalty (W3, O4).
	2. Increase investment in automation to reduce dependence on labour amidst demographic decline (W1, T3).



TOWS Analysis: Narrative
The SO strategies capitalize on Hyatt Regency Tokyo’s global brand strength and technological investments to effectively leverage new labour market opportunities. For example, relaxed visa policies allow Hyatt to attract skilled foreign workers by promoting its international brand recognition, thereby alleviating local labour shortages (MOJ, 2023). Additionally, partnering with vocational schools enables Hyatt to incorporate sustainable hospitality practices into training programs, aligning workforce skills with emerging consumer demand for eco-friendly travel experiences (UNWTO, 2023).
ST strategies emphasize Hyatt’s reputation for service excellence and innovation as key differentiators in a competitive labour market. By continuing to invest in technology, such as digital check-in systems and workforce management software, Hyatt can reduce the impact of labour turnover on operational efficiency and maintain high guest satisfaction despite staffing challenges (TripAdvisor, 2024). Focusing on superior service quality also helps buffer potential negative effects from inevitable short-term shortages.
The WO strategies tackle internal weaknesses by promoting more flexible working arrangements, which research suggests are crucial in attracting younger workers who prioritize work-life balance and flexibility (Hosoda, 2023). Creating structured staff training and clear career development pathways further enhances employee engagement and retention, countering turnover caused by limited advancement opportunities (Nakamura & Tsuruta, 2022). These human resource improvements align with broader workforce expectations and emerging industry trends.
Finally, the WT strategies address the critical risks posed by low wages, traditional management styles, and demographic decline. Hyatt must consider wage adjustments and reforms in managerial approaches to reduce employee turnover, especially as competition intensifies (OECD, 2023; Saito & Lee, 2023). Additionally, investing in automation technologies—such as robotic cleaning or AI-driven guest service systems—can reduce reliance on human labour where shortages are unavoidable, preserving service standards despite labour market constraints (JILPT, 2023; Statistics Bureau Japan, 2024).

3. Recommendations and Change Management 
3.1 Overview
Following the comprehensive analysis of Hyatt Regency Tokyo’s staff shortages and their impacts, it is clear that addressing this issue requires a multi-faceted approach targeting recruitment, retention, operational efficiency, and employee engagement. This section outlines key recommendations designed to tackle the root causes of staffing shortages while improving overall hotel performance and guest satisfaction. Each recommendation is accompanied by practical implementation steps, change management strategies to ensure staff buy-in, and methods for measuring success.

3.2 Recommendation 1: Enhance Recruitment through Diversification and Employer Branding
3.2.1 Rationale
With ongoing demographic challenges and a competitive labour market, Hyatt Regency Tokyo must expand recruitment channels beyond traditional local hiring. Leveraging government visa reforms to attract qualified foreign workers and improving employer branding will make the hotel more attractive to a wider talent pool (MOJ, 2023; Hyatt, 2024).
3.2.2 Implementation
· Collaborate with government agencies and recruitment firms specializing in foreign labour to streamline visa sponsorship and onboarding.
· Launch an employer branding campaign highlighting Hyatt’s global culture, career development opportunities, and employee benefits.
· Participate actively in university and hospitality vocational school career fairs locally and internationally.
· Develop a multilingual recruitment portal and application process to facilitate foreign applicants.
3.2.3 Change Management
· Communicate clearly to current employees the benefits of a more diverse workforce to address workload and improve service quality.
· Provide cross-cultural training and language support programs to foster an inclusive workplace.
· Set up a task force involving HR, department heads, and employee representatives to monitor recruitment progress and address concerns.
3.2.4 Measuring Success
· Monitor recruitment metrics such as number of applications, hires, and retention rates from diverse candidate sources quarterly.
· Conduct employee satisfaction surveys pre- and post-implementation to gauge acceptance of workforce diversification.

3.3 Recommendation 2: Implement Flexible Work Arrangements and Improved Compensation
3.3.1 Rationale
The analysis identified inflexible work hours and relatively low wages as key drivers of staff dissatisfaction and turnover (OECD, 2023; Hosoda, 2023). Flexible scheduling can attract younger workers and improve work-life balance, while competitive wages will improve retention.
3.3.2 Implementation
· Introduce shift-swapping platforms and self-scheduling options using mobile apps.
· Pilot part-time, job-share, and remote roles where feasible, especially in back-office functions.
· Benchmark wage levels against competitors and adjust pay scales to meet or exceed market median.
· Introduce performance-based incentives and recognition programs.
3.3.3 Change Management
· Hold workshops with managers to train them on managing flexible teams and avoiding scheduling conflicts.
· Communicate openly with staff about pilot programs and gather feedback for iterative improvements.
· Recognize and reward teams that demonstrate adaptability and productivity improvements under new schedules.
3.3.4 Measuring Success
· Track turnover rates, absenteeism, and employee engagement scores before and after implementation.
· Use workforce analytics to assess uptake and impact of flexible work options.

3.4 Recommendation 3: Develop Career Development and Training Programs
3.4.1 Rationale
Limited career progression opportunities and insufficient training are significant weaknesses contributing to employee turnover (Nakamura & Tsuruta, 2022; Saito & Lee, 2023). Investing in structured learning paths increases loyalty and skills, benefiting both staff and guests.
3.4.2 Implementation
· Partner with vocational schools and online learning platforms to offer certified hospitality training.
· Establish mentorship programs pairing junior staff with experienced employees.
· Design clear career ladders with milestones and skill requirements communicated transparently.
· Allocate time and budget for regular in-house training workshops and soft skills development.
3.4.3 Change Management
· Engage employees in co-creating training content and career pathways to ensure relevance and buy-in.
· Reward employees who complete training with salary increments or promotions.
· Encourage managers to actively coach and support team members.
3.4.4 Measuring Success
· Measure employee participation in training programs and subsequent promotion rates.
· Survey employees on perceived career development opportunities and job satisfaction.

3.5 Recommendation 4: Increase Automation and Use of Technology
3.5.1 Rationale
To reduce pressure on staffing levels, Hyatt Regency Tokyo can invest in technologies that automate routine tasks, improve efficiency, and allow employees to focus on high-value guest interactions (Chathoth & Gursoy, 2021).
3.5.2 Implementation
· Expand use of self-check-in kiosks and mobile key technologies.
· Implement housekeeping management systems to optimize scheduling and track room readiness.
· Deploy AI-powered chatbots for basic guest inquiries and service requests.
· Explore robotic cleaning or delivery systems in back-of-house operations.
3.5.3 Change Management
· Provide comprehensive training on new technologies to all affected staff.
· Communicate how technology is a tool to support employees, not replace them.
· Collect staff feedback regularly to identify usability issues and areas for improvement.
3.5.4 Measuring Success
· Track operational KPIs such as check-in time, room turnover rates, and guest service response times.
· Monitor staff workload and satisfaction in departments using new technology.

3.6 Recommendation 5: Foster a Positive Work Environment and Employee Wellbeing
3.6.1 Rationale
Workplace culture and wellbeing are critical to retaining staff in the hospitality industry (Saito & Lee, 2023). Addressing stress, improving communication, and enhancing employee recognition can reduce turnover.
3.6.2 Implementation
· Launch regular wellbeing initiatives, including mental health support, fitness activities, and flexible leave policies.
· Establish transparent communication channels for employee feedback and concerns.
· Recognize employee achievements publicly through awards and events.
· Promote teamwork through social events and cross-departmental projects.
3.6.3 Change Management
· Encourage leadership to model positive behaviours and responsiveness.
· Create employee committees to co-design wellbeing programs.
· Provide training for managers on empathy and conflict resolution.
3.6.4 Measuring Success
· Use employee engagement surveys and turnover statistics to track improvements.
· Monitor participation in wellbeing activities.

3.7 Cost Considerations
Implementing these recommendations will require investment, but costs should be manageable given Hyatt Regency Tokyo’s scale and revenue.
· Recruitment and branding campaigns: Approx. ¥5 million annually.
· Flexible work systems and wage adjustments: Estimated increase of 8-10% in salary expenses.
· Training and development: Budget about ¥3 million annually.
· Technology investments: Initial outlay of ¥10-15 million with ongoing maintenance.
· Wellbeing initiatives: ¥1-2 million annually.
These costs must be balanced against benefits such as reduced turnover, improved guest satisfaction, and higher productivity, ultimately leading to increased profitability (OECD, 2023).

3.8 Summary
The recommended strategies present a comprehensive approach addressing recruitment, retention, operational efficiency, and workplace culture. Change management efforts focusing on clear communication, employee involvement, and continuous feedback will be essential to smooth implementation. Hyatt Regency Tokyo can expect measurable improvements in staffing levels, employee satisfaction, and guest experience, securing its competitive position in Tokyo’s hospitality market.
4. Action Plan (350 words)
	Problem
	Recommended Solution
	Desired Outcome
	Timeline
	Estimated Cost

	Difficulty recruiting sufficient staff locally
	Expand recruitment to foreign workers and improve employer branding
	Increase the number of qualified applicants and hires from diverse sources
	3–6 months (ongoing)
	¥5 million per year

	High turnover due to inflexible hours and low pay
	Implement flexible scheduling and increase wages
	Improved employee retention and work-life balance
	2–4 months to pilot, then ongoing
	8-10% increase in payroll expenses

	Lack of employee skills and limited career growth
	Develop structured training and career development programs
	Higher staff competency and motivation, leading to promotions
	6 months to launch, ongoing thereafter
	¥3 million per year

	Operational inefficiencies increasing staff workload
	Deploy automation technologies for check-in, housekeeping, and guest inquiries
	Reduced workload, faster service, and improved guest satisfaction
	6–12 months
	¥10-15 million initial investment

	Poor workplace culture and wellbeing impacting morale
	Launch wellbeing initiatives and improve communication channels
	Increased employee satisfaction and reduced absenteeism
	3 months to start programs
	¥1-2 million annually



Summary:
This action plan provides a phased, practical approach to addressing staff shortages at Hyatt Regency Tokyo. The timeline allows for gradual implementation to monitor effectiveness and adapt as needed. Costs are reasonable and aligned with the hotel’s size and income, with clear links to expected benefits in recruitment, retention, and operational performance.
5. Conclusion 
This consultancy report has examined the critical issue of staff shortages at Hyatt Regency Tokyo, a key challenge impacting operational efficiency, guest satisfaction, and ultimately the hotel’s profitability and reputation. Through a detailed analysis incorporating external factors via the STEEPLED framework, as well as internal strengths and weaknesses with SWOT and TOWS analyses, the core causes and effects of staffing issues were identified. These include Japan’s shrinking labour pool, competition for hospitality talent, inflexible work arrangements, limited career development opportunities, and operational inefficiencies exacerbating employee workload.
In response, this report recommends a comprehensive set of strategic interventions designed to both alleviate immediate staffing shortages and build a sustainable human resource framework for the future. Key recommendations include diversifying recruitment efforts to attract foreign talent, enhancing employer branding to increase applicant numbers, implementing flexible work schedules and competitive wages to improve retention, developing structured training and career progression programs to increase employee motivation, leveraging technology to reduce staff burden, and fostering a positive workplace culture through wellbeing initiatives.
Successful implementation of these recommendations hinges on robust change management strategies centred around transparent communication, active employee involvement, and management training to ensure staff engagement and minimize resistance. The associated costs are reasonable given Hyatt Regency Tokyo’s scale and expected returns in productivity, reduced turnover, and improved guest experience.
The enclosed action plan provides a clear roadmap with prioritized steps, timelines, and cost estimates to guide Hyatt Regency Tokyo through the transition. Monitoring and evaluation mechanisms embedded in the recommendations will allow ongoing assessment of progress and enable timely adjustments.
In conclusion, addressing the staff shortage challenge proactively is essential for Hyatt Regency Tokyo to maintain its competitive edge in Tokyo’s dynamic hospitality market. By investing strategically in its workforce and operational processes, the hotel will not only resolve current staffing issues but also enhance its resilience and reputation for excellence.
APEXXA Consultancy thanks Hyatt Regency Tokyo for the opportunity to collaborate on this important project and looks forward to supporting the hotel in implementing these strategies for long-term success.
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Appendices
	

	Appendix A: STEEPLED Analysis Table

		Factor
	Description
	Impact on Hyatt Regency Tokyo Staff Shortage Issue

	Social
	Aging population in Japan reduces available local workforce; changing work-life expectations
	Limits young labor supply; challenges attracting younger workers

	Technological
	Adoption of self-check-in kiosks and automation in operations
	Reduces staff pressure at front desk but limited in manual-intensive departments

	Economic
	Tokyo’s high cost of living and competitive labor market
	Increases wage pressure; competitors offer higher pay attracting workers

	Environmental
	Rising emphasis on sustainability in hospitality operations
	Opportunity for green jobs and attracting eco-conscious employees

	Political
	Government easing visa restrictions for foreign workers
	Potential to expand workforce through international hiring

	Legal
	Work style reforms limit overtime and working hours
	Restricts scheduling flexibility; requires more hires to maintain service levels

	Ethical
	Fair wages and employee welfare expectations growing
	Pressure to improve wages and conditions to retain staff

	Demographic
	Declining birth rates and youth population
	Shrinking pool of local young workers exacerbates labor shortages




	Appendix B: Full SWOT Analysis Table

		Strengths
	Weaknesses

	Strong global brand presence
	Persistent staff shortages, especially in operational roles

	High guest satisfaction scores
	Hierarchical management style limiting employee engagement

	Central location in Tokyo
	Limited training and career advancement opportunities

	Investment in technology
	Relatively low wages compared to competitors

	Opportunities
	Threats

	Relaxed foreign worker policies
	Intense competition for skilled labor in hospitality

	Growing demand for sustainable and digital experiences
	Legal limits on working hours

	Interest in flexible working post-COVID-19
	Demographic decline reducing local workforce availability

	Vocational partnerships
	Negative impact on guest experience if shortages persist




	Appendix C: Full TOWS Analysis Table

		
	Opportunities (O)
	Threats (T)

	Strengths (S)
	SO Strategies: Leverage brand to attract foreign workers; partner with vocational schools
	ST Strategies: Use brand & tech to enhance job attractiveness; emphasize service quality

	Weaknesses (W)
	WO Strategies: Implement flexible work arrangements; develop career development pathways
	WT Strategies: Improve wages & management style; invest in automation to reduce labor dependence




	Appendix D: Sample Survey Questionnaire for Staff

	1. What department do you work in?

	2. How satisfied are you with your current workload? (Scale 1-5)

	3. Do you feel the current staffing levels affect your job performance? (Yes/No)

	4. What improvements would you suggest to reduce work pressure?

	5. How interested would you be in flexible working hours? (Scale 1-5)

	6. Do you feel supported by hotel management? (Yes/No)

	7. Would better training opportunities increase your job satisfaction? (Yes/No)

	8. Any other comments?

	

	Appendix E: Employee Turnover Data 

		Year
	Turnover Rate (%)
	Notes

	2021
	18%
	High turnover in housekeeping

	2022
	22%
	Increased F&B department turnover

	2023
	25%
	Staff shortage worsened






Appendix F: Estimated Cost Breakdown of Recommended Strategies – Year 1. This chart provides a clear overview of how budget resources are distributed across key strategic initiatives proposed in the report.
[image: A graph with numbers and a bar chart

AI-generated content may be incorrect.]

	Appendix G: Detailed Action Plan Table

		Action
	Description
	Timeline
	Responsible Party
	Cost Estimate
	Success Measures

	Hire additional housekeeping staff
	Recruit 10 new housekeeping staff
	3 months
	HR Department
	¥5,000,000
	Reduction in complaints & turnover

	Implement flexible shifts
	Pilot flexible shift schedules
	6 months
	Operations Manager
	Minimal
	Increased staff satisfaction

	Staff training program
	Develop training and career path
	1 year
	HR & Training
	¥3,000,000
	Lower turnover, improved service






	Appendix H: Kotter’s 8
	Step Change Model Diagram

		Step Number
	Step Name
	Description
	Application to Hyatt Regency Tokyo Staff Shortage Issue

	1
	Create Urgency
	Build awareness of the need for change by highlighting staff shortages and their impact
	Communicate staffing crisis impact on service quality and guest satisfaction

	2
	Form a Powerful Coalition
	Assemble a team with enough influence to lead the change effort
	Involve HR, Operations, and department heads to champion recruitment efforts

	3
	Create a Vision for Change
	Develop a clear vision to guide change initiatives
	Vision: “Sustainable staffing to deliver exceptional guest experiences”

	4
	Communicate the Vision
	Share the vision frequently and through multiple channels
	Use meetings, emails, and training sessions to engage all staff

	5
	Remove Obstacles
	Identify and eliminate barriers to change
	Address management style issues and improve wage competitiveness

	6
	Create Short-Term Wins
	Plan for visible improvements quickly
	Hire temporary staff and launch flexible scheduling pilot

	7
	Build on the Change
	Use credibility from early wins to drive further changes
	Expand training programs and formalize career development pathways

	8
	Anchor the Changes in Culture
	Reinforce new approaches by embedding them into company culture
	Regularly review staffing policies and recognize employee contributions
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