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Special Feature “Human Resources is a Management Strategy”
Case Study 3: KARAKSA HOTELS Corporation

Systems and policies designed to ensure that all employees—including foreign nationals,

who account for 40%—can work comfortably over the long term

KARAKSA HOTELS Corporation started its business in 2015 as the manager and operator of
hotels in the Xymax Group, which is mainly engaged in the real estate business. The
company has seven hotels in Japan, and roughly 40% of its employees are foreign nationals
(of 140 as of April 2023). In this interview with Shintaro Watanabe, the director of Hotel
Operations Department, we asked about the current measures and future goals of their
numerous diversity-centered retention efforts undertaken in collaboration with the Group’s
cleaning and linen supply companies.

Shintaro Watanabe
Director, Hotel Operations Department
KARAKSA HOTELS Corporation

»When recruiting personnel, what do you promote with regard to the appeals of working at
karaksa hotels?

Our parent company, Xymax, has two corporate philosophies: “We strive to be a leading
company by creating new business models,” and “We manage businesses in such a way that
keeps workers energized.” We are fully committed to providing support so that our staff
members can contribute to society in all sorts of ways and lead fulfilling lives while working in
comfortable environments over the long term at karaksa hotels. We are working to create
systems tailored to our employees and support the growth of individuals and the organization
through clean management. We aim to dispel the persistent, negative image of the service
industry as one where people cannot take days off, earn decent rewards, or otherwise thrive,
and make the company a place where people of all nationalities, genders, ages, and

experience levels can flourish and feel glad to work.

»What specific measures do you take to overcome the negative image of the service industry
you described?

100% of employees at karaksa hotels take at least the five days of paid leave they are

required to take. Foreign staff members are also able to take leave to visit their home
countries and otherwise take days off during extended holidays and whenever they choose
to fit their lifestyles.

To ensure that they could continue living with peace of mind even during the Covid-19
pandemic, we kept their employment and compensation conditions the same as before the
pandemic, and when the economy began to show signs of recovery, we acted quickly to

increase their base pay.

Also, our prepaid retirement benefit plan and housing allowance program are more robust
than our competitors’, giving our employees stability for the future. We have always taken
proactive measures to ensure that our foreign staff members can work in Japan with no
worries. As for our prepaid retirement benefit plan, all staff members are eligible to gain their
retirement benefits in installments in addition to their monthly wages. By participating, they
earn interest on their annual income, so even though it is structured as a prepayment, we

believe the plan is motivating to our employees.

»What characterizes the support and programs you have in place for career development?
(as of August 2023)

Since our establishment, karaksa hotels has focused on hiring foreign nationals and
inexperienced people, and multitasking. In our orientation for new employees, they learn
about our concept so they have a clear image of what working with us will be like and how
their job relates to the Group’s cleaning and linen supply business. Then, after assigning
them to their location, they are delivered OJT for hotel operations as well as practical training
to gain knowledge and skills for room cleaning, linen operations, risk management, and

more.

Everyone takes three-week training for cleaning and one-day for linen supply. We do this
because we want them to understand how their work is connected to other operations and
how, together, they make the hotels run. We think this makes them more attentive to details
that need to be done before cleaning or putting out the linens, ultimately allowing the Group
to operate more smoothly. We also consider this practice of multitasking to be a crisis
management measure because it enables hotel staff members to prepare guest rooms by

themselves even if, for example, the cleaning staff cannot come in due to some disaster.
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Additionally, to give our employees an idea of what lies ahead for them at karaksa hotels, we
show them how they can develop careers through our human resources system. Specifically,
we provide programs to develop the next generation of leaders—particularly for mid-level
chief positions—that turn into opportunities for promotion.

Recently, evaluation systems for human resources have been booming, and although we
have yet to systematize our own, we are focusing on evaluating employees properly while
responding to their individual needs. For example, some employees may need to change
their work style due to life events or for family reasons. If they need to put their career on
hold, we respect their wishes and, of course, do not hold that against them in their
evaluations. We want them to work with us for a long time, so we are prepared to take
measures like this over the medium term. The hotel business is a 24/7/365 business, so we
know there may be times when they feel it difficult to work. Thus, we believe it is important to
create environments where staff members can work comfortably, for example by
consolidating some hotel operations in administrative departments. Although our foreign staff
members are qualified to reside in Japan when they join our company, some of them
registered on a Japanese job-search website directly from overseas and chose our company
as their first place to work in Japan. We are pleased that our efforts to respect diversity seem
to be getting through, and will continue working hard to ensure that they can work in better
environments for as long as possible.

(Photo caption)
In a highly diverse workplace, OJT and other types of training present opportunities to learn
about different cultures.

»Can you share an example of a staff member who has made great strides by taking
advantage of your company’s support and programs?

Although our history is short—we opened our first hotel in 2016—our 2.3% turnover rate in
2022 was lower than the industry average of 25.6% (2021, MHLW*), and each employee is
making the most of their experience to advance in their careers. Our multitasking work style
gives employees a variety of work experiences early on, which tends to make it easier for
everyone to identify areas of strength and weakness in themselves and others. Not a few
staff members of all nationalities, ages, and levels of experience have advanced to chief
positions within two or three years of joining the company.

*Ministry of Health, Labor and Welfare

We think this is because the leaders of each region and hotel can evaluate staff member
performance carefully. In 2021, in part because of the multinational, diverse nature of our
workplaces, we started utilizing a human resources system that includes job descriptions that
clearly define the different roles of managers and assistant managers. The idea is that the
position of assistant manager is one of support for managers, and thus is an opportunity to
get to know the position of manager at a relatively early stage. Disclosing the mission of the
position like this should lead to fairer evaluations and make it easier for them to set goals for
their careers. On the other hand, we do not necessarily push career advancement above all
else; in our view, it is important to build a system that enables people to work in ways that
suit their lifestyles.

We are also proud to offer many opportunities for learning described previously, as well as
work experience to help employees determine whether to pursue a managerial career
beyond their current position or to focus on capitalizing on their areas of strength. Many of
our staff members were born and raised abroad or were new to the hotel business when they
joined us, and became assistant managers two or three years later and continue to fulfill their
responsibilities in that position with aplomb.

»What kinds of support and programs do you have for retention?

karaksa hotels has a diverse staff with different nationalities and levels of experience, and
working together as such a diverse team enables us to accommodate guests from various
countries, which is also motivating our staff. One program that underpins this environment is
our Language Incentive, which encourages staff members to acquire and utilize their
language skills. The Language Incentive is a monthly bonus in recognition of the skill by
taking both certifications and real-world communication skills into account. We believe this
incentive enhances their sense of purpose. Eighty percent of our foreign staff members take
advantage of this incentive.

Written communications are another thing that contributes to retention, and these include
numerous internal and external messages from the company president, internal newsletters
and portal sites shared within the Group, and media exposure and other content on our

official website and social media that draw attention to the people who work at our hotels.

»What requirements should the hotel industry fulfill in terms of work environments? What
HR-related measures will you implement in the near future?
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In an age when people can work in many different ways, we believe comfortable work
environments are definitely required. Although the yen is weak at the moment, fortunately,
nobody has left their job because of it. Everyone has their own idea about what makes a
work environment comfortable, so the question is, how can employers be flexible and offer a
wide range of options while addressing global trends in work styles and the needs of the

people who actually do the work?

For our employees to work safely and with peace of mind over the long term, we continue to
tackle measures to prevent mistakes and problems, and to give them the option to pursue
new challenges without overburdening them by providing tasks and opportunities that allow

them to learn new skills.

m KARAKSA HOTELS Corporation before (2019) and after (2023) the pandemic

iGender breakdown included above person Male: 5 Male: 4
Female: 14 Female: 9
Foreign employees included above person 8 5
INumber of female management personnel (section managers and above) person 2 1
INumber of female directors included above person 1 0
INumber of female board members included above person 0 0
INumber of foreign management personnel (section managers and above) person 0 0
Percentage of people rehired after mandatory retirement % Not applicable 100
Percentage of employees with disabilities % 0.0 0.8
INumber of employees leaving the company person — 24
INumber of employees leaving the company in their third year person — 6
Employee turnover rate in their third year % — 16.2
Is there a labor union (or equivalent)? Yes/No No No
INumber of labor union members person — —
lLabor union enrollment rate % — —
Education expense/Average training hours (per person per year) hour 3.5 10
Education expense/Average training expense (per person per year) 1,000 yen 150 370
Percentage of scheduled medical examinations received % 93.0 96.0 (in 2022)
Percentage of stress checks received % 90.6 90.5 (in 2022)

Unit 2019 2023
[Total working hours (average) hour 177.6
(Overtime hours (average) hour 9.6
INumber of days of paid leave taken (average) day 5.73
Percentage of annual paid leave taken % 46.9
INumber of employees taking maternity leave person 1 1
INumber of employees newly taking childcare leave person 1 2
INumber of female employees newly taking childcare leave included above person 1 0
Percentage of female employees newly taking childcare leave included % 100 Not applicable
above
INumber of male employees newly taking childcare leave included above person 0 2
Percentage of male employees newly taking childcare leave included above| % 0 50
INumber of employees taking childcare leave person 1 5
INumber of female employees taking childcare leave included above person 1 3
Percentage of female employees returning to work after taking childcare % Not applicable 100
leave
INumber of male employees taking childcare leave included above person 0 2
Percentage of male employees returning to work after taking childcare % Not applicable | Not applicable
leave
INumber of employees using the reduced working hours program person 0 4
INumber of employees taking nursing care leave person 0 1
INumber of employees taking leave for taking care of sick family members person 0 1
INumber of employees taking leave for volunteering person 0 0
Recruiting period *Periodic/Through-year periodic/throu| Through-year | Through-year

gh-year
[Total number of employees *Number of non-permanent staff members in person 104 (5) 108 (3)
lparentheses
iGender breakdown included above person Male: 54 Male: 52
Female: 50 Female: 56
IAverage age of employees years of age 32.2 34.1
IAverage continuous service year 1.5 3.6
IGender breakdown included above year Male: 1.4 Male: 3.8
Female: 1.6 Female: 3.4

INumber of new hires person 19 13

Gray areas indicate that there were no responses on which to base figures. All data current as of August 2023.
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