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Introduction: The Independent Hotel Advantage 

Running a hotel without the backing of a global brand means giving up certain things: a 

built-in loyalty program, a centralized reservations system, and the instant credibility of a 

familiar logo. It also means gaining something that guests increasingly seek out — a 

property with a point of view. 

This guidebook is written for owners and operators of independent hotels: boutique 

properties, family-run inns, converted historic buildings, and small groups without a 

franchise agreement. It assumes you are running a real business with real constraints — 

limited staff, tight cash flow, and no corporate marketing department to lean on. 

The chapters that follow are organised the way an operator actually works through a 

season: define who you are, deliver an experience that matches it, manage rooms and rates 

intelligently, get guests in the door without overpaying middlemen, run smooth daily 

operations, choose the right technology, keep the books healthy, take care of your 

community and environment, manage your reputation, and plan for what comes next. 

How to use this book 
Each chapter ends with a short action list. Treat the book as a working reference — read it once from 
cover to cover, then return to individual chapters as issues come up in your own property. 

  



Chapter 1: Defining Your Identity and Positioning 

The single biggest advantage an independent hotel has over a branded competitor is the 

freedom to be specific. A flag hotel must serve a broad, predictable guest expectation. An 

independent property can serve a narrower guest extremely well — and narrow, well-

served guests become repeat guests and advocates. 

1.1 Start with the guest you want, not the building you have 

It is tempting to build a positioning statement around your architecture or history. That is a 

starting ingredient, not the whole story. The more useful question is: who is the guest that 

will love this place the most, and what do they need from a stay that a chain cannot give 

them? 

• The business traveller who wants a real desk, reliable Wi-Fi, and a quiet room — 
delivered without the anonymity of a convention-hotel lobby. 

• The couple celebrating an anniversary who wants a story to tell, not just a bed to sleep 
in. 

• The remote worker on a longer stay who wants a kitchenette, a community space, and 
flexible check-in. 

• The regional weekend visitor who wants the hotel itself to be a reason to visit the town. 

Pick one or two of these guest types as your primary focus. Trying to be excellent for 

everyone usually means being memorable for no one. 

1.2 Translate positioning into tangible decisions 

A positioning statement is only useful if it changes what you actually do. If your hotel is 

positioned around quiet, focused business stays, that should show up in room lighting, desk 

placement, soundproofing investment, and even your restaurant's noise levels at breakfast. 

If you are positioned around local storytelling, it should show up in artwork sourcing, staff 

training, and the questions your front desk asks on arrival. 

1.3 Naming, visual identity, and consistency 

Independent hotels often change signage, uniforms, and websites in an ad hoc way over the 

years, which dilutes the guest's sense of a coherent place. Treat your name, logo, colour 

palette, and typography as fixed assets to be used consistently across the website, signage, 



print materials, and staff apparel. Consistency reads as competence, even before a guest 

has stayed a single night. 

1.4 Writing a positioning statement you can actually use 

A working positioning statement fits in two or three sentences and answers four questions: 

who is the guest, what do they need, what do you offer that meets that need, and why is 

that credible coming from your specific property. Keep a copy of this statement somewhere 

team, contractors, and even new hires can see it, so it shapes decisions beyond just 

marketing — everything from which vendor you choose for bathroom amenities to how a 

maintenance request gets prioritised. 

ILLUSTRATION — A ten-room inn finds its guest 

A ten-room property near a regional airport had spent years marketing itself generically as 'a 
peaceful retreat for everyone.' Occupancy was inconsistent and mostly weekend-driven. After 
reviewing a year of guest folios, the owners noticed a recurring pattern: Tuesday-to-Thursday stays 
from consultants working a nearby project site, who valued a quiet room and a reliable desk far 
more than the hotel's garden view. Repositioning around 'a focused base for weekday work travel' 
— reallocating one lounge into a small business nook, tightening Wi-Fi reliability, and adjusting 
breakfast hours earlier — lifted midweek occupancy within two quarters, without any change to the 
physical building's charm that leisure guests still valued on weekends. 

Chapter 1 action list 

☐ Write a one-paragraph description of your ideal guest and what they need from a stay. 

☐ List three tangible changes (physical, service, or policy) that would better match that guest. 

☐ Audit your logo, colours, and signage for consistency across all guest touchpoints. 

  



Chapter 2: Guest Experience as Your Competitive Edge 

Large brands compete on consistency; independent hotels compete on distinctiveness and 

warmth. Guests choose an independent property expecting something a franchise cannot 

replicate — usually a sense of being noticed as an individual, not a reservation number. 

2.1 The arrival sequence 

The first ten minutes of a stay disproportionately shape a guest's overall impression. 

Consider mapping your own arrival sequence step by step: parking or drop-off, entrance, 

greeting, check-in paperwork, room walk, and the first five minutes alone in the room. Each 

step is an opportunity to either reinforce your positioning or quietly contradict it. 

2.2 Training staff to represent the brand, not just follow a script 

Rigid scripts tend to work against independent hotels, because guests can usually tell when 

a greeting is memorised rather than genuine. A more effective approach is to train staff on 

the intent behind each interaction — what the guest should feel — and give them latitude in 

how they achieve it. 

A simple move from ‘are you checking in?’ to ‘welcome, let me take your details and I can 

get you settled in right away’ can make a huge and lasting difference to the first few 

moments of your guest’s experience. 

A useful test 
Ask any staff member to describe, in their own words, what makes a stay here different from a chain 
hotel down the road. If the answers vary wildly or default to generic phrases like 'friendly service,' 
that is a sign the positioning has not been internalised. 

2.3 Small, high-leverage touches 

• A handwritten or personally addressed welcome note for repeat guests or special 
occasions. 

• Local recommendations that go beyond a generic printed list — genuinely curated by 
someone who lives there. 

• A consistent turn-down or evening touch that reflects your positioning (a nightcap, a 
local snack, a note about tomorrow's weather). 

• Fast, informal problem resolution — empowering front-line staff to fix small issues 
without escalation. 



2.4 Recovering from service failures 

Every hotel has service failures; independent hotels are judged more on how failures are 

handled than on whether they occur at all. Empower staff with clear boundaries for what 

they can offer on the spot (a room upgrade, a complimentary item, a rate adjustment) so 

guests are not left waiting for a manager for routine issues. Or perhaps the offer of a 

complimentary drink, tea or coffee while a guest waits for the room to be ready. A lovely 

way of exceeding expectations, defusing what might be an ‘arrival niggle’ with guests and 

perhaps even the opportunity for additional spend if they order a second… 

2.5 Measuring experience beyond star ratings 

Star averages compress a great deal of nuance into one number and often lag well behind 

the moment a problem could have been fixed. Short, simple mid-stay check-ins — a text 

message, a note on the pillow, or a quick question at breakfast — surface issues while there 

is still time to address them, and they signal attentiveness that guests notice even when 

nothing was actually wrong. 

ILLUSTRATION — Catching a problem before it becomes a review 

A small coastal property began sending a single text message on the morning of a guest's second 
night: 'Good morning — anything we can do to make the rest of your stay better?' Roughly one in 
six guests replied with a concrete, fixable issue — a noisy fan, an unclear checkout time, a request 
for a later breakfast — that would previously have surfaced only in a review after departure. 
Addressing these in real time reduced the frequency of the same handful of complaints appearing in 
public reviews over the following season. 

Chapter 2 action list 

☐ Walk your own arrival sequence as a guest would and note where it breaks positioning. 

☐ Run a short training session focused on the 'why' behind guest interactions, not just steps. 

☐ Define what front-line staff are authorised to offer guests without manager approval. 

  



Chapter 3: Revenue Management and Distribution Strategy 

Without a global brand's central reservations system, independent hotels must build their 

own discipline around pricing and distribution. This is often the area with the fastest, most 

measurable return on attention. 

3.1 Dynamic pricing basics 

Rates should move with demand, not sit fixed for months at a time. Key demand signals to 

track include local events, day-of-week patterns, booking pace compared with the same 

period last year, and competitor rate movement. Even a modest, manually managed 

dynamic pricing routine — reviewed weekly — outperforms a flat rate card. 

3.2 Managing the distribution mix 

Online travel agencies bring visibility but charge substantial commissions, typically in the 

range of 15 to 25 percent of the booking value. Wholesalers and metasearch sites add 

further layers of cost. The goal is not to avoid these channels — they often provide guests 

you would not otherwise reach — but to manage the mix deliberately rather than accepting 

whatever bookings arrive. 

KPI What it tells you Healthy independent-hotel 
range* 

ADR (Average Daily Rate) Pricing power and market 
position 

Varies by market; track trends, 
not just level 

RevPAR Combined effect of rate and 
occupancy 

Should trend up year-over-year 

Direct booking % Distribution cost efficiency 40% or higher is a strong target 

Cost of guest acquisition Marketing efficiency per channel Falling over time as loyalty builds 

Labour cost as % of revenue Staffing efficiency Commonly 25–35%, property-
dependent 

Guest review score Reputation and experience 
quality 

4.5+/5 or equivalent on major 
platforms 

3.3 Building direct booking incentive without a price war 



Rather than undercutting your own OTA rates add value to direct bookings: complimentary 

breakfast, flexible cancellation, a late check-out, or a small welcome amenity. This shifts the 

comparison away from price alone. 

3.4 Length-of-stay and segment strategy 

Not all revenue is equal once you account for reduced housekeeping load, F&B spend, and 

reduced turnover costs. A longer-staying guest at a slightly lower nightly rate can be more 

profitable than two shorter stays at a higher rate. Build rate plans that reward the stay 

patterns most valuable to your specific property. 

3.5 Rate parity clauses and contract awareness 

Some OTA agreements include rate parity language restricting how your direct rate 

compares with the listed OTA rate. Before designing direct-booking incentives, it is worth 

having someone actually re-read your current contracts rather than relying on memory or 

general industry assumption, since terms vary and are periodically updated by the platforms 

themselves. 

It is also more common now to see OTA’s undercut your direct price by using their 

commission as a ‘buffer’.  Whilst it is important to be aware of which channels are doing this 

and try to manage it, you also do need to be aware of how much time this ‘rate chasing’ is 

taking your team to manage.  It can literally feel like ‘whack-a-mole’.  So double down on 

your direct strategy and make sure that you are taking as many email addresses as possible 

so that you can continue a direct conversation with your guests. 

ILLUSTRATION — Fixing a channel mix without cutting rate 

A 22-room property had grown reliant on a single OTA representing more than half of all bookings, 
with commission eating heavily into already-thin margins. Rather than competing on price, the team 
added a small direct-only perk — complimentary late check-out and a welcome drink — and 
invested a modest amount in improving direct site speed and mobile checkout. Over two seasons, 
direct bookings grew from roughly one in five reservations to nearly one in three, without lowering 
the advertised rate on any channel. 

Chapter 3 action list 

☐ Review your rates weekly against a demand calendar (events, holidays, competitor pricing). 

☐ Calculate your true cost per channel, including commission and payment processing. 



☐ Design at least one direct-booking perk that does not rely on discounting. 

  



Chapter 4: Direct Bookings and Marketing on a Budget 

Independent hotels rarely have the marketing budgets of major chains, but they have 

advantages chains often lack: a genuine local story, the ability to move quickly, and direct 

access to decision-makers (often the owner is the marketer). 

4.1 A website that converts, not just informs 

Many independent hotel websites function as brochures rather than booking tools. High-

converting sites typically share a few traits: fast load times, a trustworthy booking widget 

visible without scrolling, real photography rather than generic stock images, and clear, 

current information about what makes the property distinct. 

4.2 Search visibility and local discovery 

A well-maintained business listing on major map and search platforms, complete and 

consistent contact details across the web, and a small number of genuine, responded-to 

reviews do as much for local discoverability than most paid advertising. This is inexpensive 

to maintain and disproportionately effective for property-specific searches. 

4.3 Email and guest relationship marketing 

Guests who have stayed once are dramatically cheaper to bring back than new guests are to 

acquire. A simple, well-timed email program — a thank-you after departure, a seasonal 

update, an offer timed to a slow period — often outperforms broader advertising per dollar 

spent, and it is entirely within reach of a small property to run in-house. 

4.4 Partnerships and local storytelling 

• Cross-promotion with nearby restaurants, tour operators, and independent shops. 

• Hosting or sponsoring small local events that align with your positioning. 

• Working with regional press or travel writers who cover independent and boutique 
properties specifically. 

• User-generated content: encouraging and resharing guests' own photos and stories. 

4.5 A modest paid advertising approach 

Independent hotels rarely need to compete with chains on advertising spend to see results. 

Small, tightly targeted campaigns — retargeting website visitors who did not book, or 



targeting searches for your specific town or region rather than broad hotel categories — 

tend to produce a better return than wide, generic campaigns, and can often be run with a 

modest monthly budget managed in-house. 

ILLUSTRATION — A small budget, well targeted 

A family-run property with a marketing budget too small for a traditional agency relationship 
instead ran a simple retargeting campaign aimed only at people who had visited the booking page 
without completing a reservation. Paired with a straightforward follow-up email for guests who 
provided an address at checkout, the two channels together produced a measurable share of repeat 
and completed bookings at a fraction of the cost of the broader campaigns the property had tried 
previously. 

Chapter 4 action list 

☐ Test your own booking flow on mobile, timing how long it takes to complete a reservation. 

☐ Audit and correct your listing details across at least the major map and review platforms. 

☐ Set up a simple three-email sequence: pre-arrival, post-departure thank you, and a seasonal 
offer. 

  



Chapter 5: Operations and Staffing 

Independent hotels typically run leaner teams than branded properties of similar size, which 

makes cross-training, clear routines, and realistic scheduling especially important. 

5.1 Cross-training as a survival skill 

In a small property, a single absence can disrupt the guest experience if only one person 

knows how to run the front desk, handle a specific system, or manage breakfast service. 

Building genuine cross-training — not just documentation, but supervised practice — 

protects service quality through staff turnover and illness. 

5.2 Scheduling around real demand, not habit 

Staffing levels often persist unchanged even as occupancy patterns shift. Reviewing 

scheduling against actual arrival, departure, and occupancy data by day of week — rather 

than a fixed roster carried over from a prior season — usually reveals opportunities to save 

labour cost during quiet periods and add coverage during peaks. 

5.3 Standard operating procedures without corporate bureaucracy 

A short, clear written procedure for recurring tasks — room turnover, late check-out 

handling, a guest complaint, a maintenance request — protects consistency without 

requiring a large operations manual. The goal is a document a new hire could follow on day 

one, not a comprehensive corporate policy. 

5.4 Retaining staff in a high-turnover industry 

• Transparent, achievable paths to more responsibility or pay, even in a small team. 

• Flexibility around scheduling where the business allows it. 

• Recognition that is specific and timely, not generic or delayed. 

• Involving long-tenured staff in decisions about guest experience — they often know it 
better than management. 

5.5 Working with contractors and seasonal labour 

Many independent properties rely on seasonal staff, contracted housekeeping, or shared 

maintenance labour rather than a full year-round team. Treating these relationships with 

the same clarity as full-time roles — clear expectations, a short onboarding routine, and 



consistent standards documentation — protects guest experience even when the underlying 

labour arrangement is temporary or shared with other businesses. 

ILLUSTRATION — Steadier service through a seasonal handover 

A seaside property that scaled from four to eleven staff each summer had historically seen a dip in 
service consistency during the first few weeks of the season while new seasonal hires found their 
footing. Building a short, standardised two-day onboarding routine — shadowing shifts, a written 
quick-reference for the most common guest requests, and a same-day check-in with a supervisor — 
noticeably shortened that adjustment period in subsequent seasons. 

Chapter 5 action list 

☐ Identify the single points of failure in your team and build a cross-training plan for each. 

☐ Compare your current staffing schedule against actual occupancy data for the last quarter. 

☐ Write or update short SOPs for your three most common recurring operational tasks. 

  



Chapter 6: Technology Stack Essentials 

Independent hotels do not need enterprise-scale systems, but a handful of well-chosen 

tools materially reduce manual work and errors. 

6.1 Property management system (PMS) 

Your PMS is the operational backbone: reservations, housekeeping status, guest profiles, 

and billing. For independent properties, cloud-based systems designed for smaller hotels are 

usually a better fit than legacy enterprise software built for large chains, both in cost and in 

ease of staff training. 

6.2 Channel manager and rate parity 

A channel manager synchronises availability and rates across your website and third-party 

channels in real time, preventing overbooking and reducing manual updates. This becomes 

essential as soon as a property lists on more than one or two external channels. 

6.3 Guest communication and review management tools 

Automated but personalisable pre-arrival and post-stay messaging, along with a single 

dashboard for monitoring reviews across platforms, saves significant staff time compared 

with checking each site manually. 

6.4 Choosing tools that fit, not just tools that impress 

It is easy to be drawn to feature-rich systems built for large hotel groups. For most 

independent properties, the better question is not which system has the most features, but 

which system your actual staff will use correctly and consistently, and which integrates 

cleanly with the other tools you already run. 

6.5 Data security and guest privacy basics 

Independent hotels hold sensitive guest data — payment details, identification information, 

and stay history — without the dedicated security staff a large chain maintains. Practical 

baseline steps include using PCI-compliant payment processing rather than storing card 

details directly, limiting staff access to guest data on a need-to-know basis, and keeping 



software and point-of-sale systems patched and updated rather than running outdated 

versions indefinitely. 

Chapter 6 action list 

☐ List your current systems and identify any manual double-entry between them. 

☐ Confirm your PMS and channel manager sync rates and availability at least daily. 

☐ Set up a single dashboard or routine for monitoring reviews across all major platforms. 

  



Chapter 7: Financial Management and Cost Control 

Independent hotels rarely have the buying power of a large chain, which makes financial 

discipline more, not less, important. 

7.1 Know your true cost per occupied room 

Beyond obvious costs like housekeeping and amenities, a full cost-per-occupied-room figure 

should include utilities, distribution commission, payment processing fees, and a reasonable 

allocation of fixed costs. Without this figure, discounting decisions are effectively guesses. 

7.2 Cash flow through seasonality 

Seasonal properties in particular need a cash reserve plan that accounts for slow months, 

rather than assuming peak-season revenue will simply carry through the calendar. Building a 

rolling twelve-month cash flow forecast, updated monthly, catches shortfalls early enough 

to act. 

7.3 Supplier relationships and group purchasing 

Independent hotels can sometimes access group purchasing organizations or regional 

buying cooperatives that negotiate chain-level pricing on linens, amenities, and food and 

beverage supplies, without requiring a franchise agreement. It is worth investigating 

whether such groups exist in your region and category. 

7.4 Capital planning for maintenance and renovation 

Deferred maintenance compounds in cost over time and directly affects guest experience 

and review scores. A simple reserve fund — commonly modelled as a fixed percentage of 

revenue set aside for future capital needs — helps avoid reactive, expensive emergency 

repairs. 

7.5 Insurance and basic risk management 

Independent properties should periodically review coverage for property damage, business 

interruption, liquor liability if applicable, and general guest liability, rather than assuming a 

policy purchased years ago still matches current risk. It is worth having an insurance broker 



familiar with hospitality specifically review coverage every few years, since generalist 

commercial policies sometimes miss hospitality-specific exposures. 

ILLUSTRATION — A reserve fund that paid for itself 

A historic hotel had gone nearly a decade without a dedicated capital reserve, relying instead on 
financing or delaying repairs as issues arose. After a costly emergency roof repair strained cash flow 
during an already slow season, ownership began setting aside a fixed small percentage of monthly 
revenue into a separate reserve account. Within a few years, a subsequent HVAC replacement was 
funded entirely from the reserve, without disrupting operating cash flow or requiring new financing. 

Chapter 7 action list 

☐ Calculate a full cost-per-occupied-room figure including fees and fixed cost allocation. 

☐ Build or update a rolling twelve-month cash flow forecast. 

☐ Research group purchasing options available to independent hotels in your region. 

  



Chapter 8: Sustainability and Community Ties 

Guests increasingly weigh environmental practices and local impact in their choice of 

independent properties, and many of these practices also reduce operating costs. 

8.1 Practical sustainability that pays for itself 

• Energy-efficient lighting and HVAC controls, particularly in unoccupied rooms. 

• Linen and towel reuse programs framed clearly to guests, not just posted as a sign. 

• Reducing single-use amenities in favour of refillable dispensers where guest 
expectations allow. 

• Local and seasonal sourcing for food and beverage, which often also strengthens your 
positioning story. 

8.2 Becoming part of the local economy, not just located within it 

Sourcing from nearby suppliers, hiring locally, and supporting community organizations 

creates goodwill that shows up in word-of-mouth referrals and local press coverage — 

advantages a branded chain, run from a distant regional office, typically cannot replicate as 

convincingly. 

8.3 Communicating sustainability without overclaiming 

Guests are increasingly sceptical of vague environmental claims. Being specific and honest 

about what your property actually does — and where you are still improving — builds more 

credibility than broad, unverifiable statements. 

Chapter 8 action list 

☐ Identify two or three sustainability changes that also reduce operating cost. 

☐ List your current local suppliers and identify opportunities to source more locally. 

☐ Review your sustainability messaging for specific, honest claims rather than generic language. 

  



Chapter 9: Handling Reviews and Reputation 

For an independent property without brand recognition to fall back on, online reputation 

often is the brand, as far as a prospective guest is concerned. 

9.1 Responding to reviews — all of them 

Responding to both positive and negative reviews, promptly and specifically, signals active 

management to prospective guests reading later. Generic template responses are easy to 

spot and generally less effective than a brief, specific reply referencing the actual stay. 

9.2 Turning negative reviews into operational feedback 

A pattern across several reviews — the same complaint about noise, temperature, or a 

particular service gap — is operational data, not just reputational noise. Track review 

themes over time rather than treating each review as an isolated event. 

9.3 Encouraging reviews without incentivising bias 

Most review platforms prohibit incentivising positive reviews specifically, and doing so risks 

both platform penalties and guest distrust if discovered. Instead, simply make it easy and 

timely to leave a review at all, through a well-timed request after a stay has gone well. 

9.4 A measured approach to difficult reviews 

Occasionally a review will be inaccurate, unfair, or posted by someone who never stayed at 

the property. Most platforms provide a process for flagging reviews that violate content 

policies, which is generally a better first step than a defensive public reply. When a public 

response is warranted, keep it brief, factual, and free of any specific guest identifying 

details, since privacy concerns can compound an already difficult situation. 

Chapter 9 action list 

☐ Set a standard turnaround time for responding to all new reviews. 

☐ Review the last six months of reviews for recurring operational themes. 

☐ Build a simple, compliant process for inviting satisfied guests to leave a review. 

  



Chapter 10: Growth, Renovation, and Future-Proofing 

Independent hotels that thrive over the long term tend to treat growth and renovation as 

deliberate strategy rather than reactive necessity. 

10.1 Deciding what to change and what to protect 

Renovation should reinforce your positioning, not simply follow general design trends. 

Before any capital project, it is worth asking which elements of the property are actually 

core to why guests choose you, and protecting those even as other areas are modernised. 

10.2 Expansion, acquisition, or staying focused 

Not every successful independent hotel should become a small group. Expanding into a 

second property, or acquiring an existing one, introduces real complexity in staffing, 

systems, and brand consistency. This is a legitimate path, but it should follow from genuine 

excess capacity and demand at the current property, not simply momentum or opportunity 

alone. 

10.3 Staying current without chasing every trend 

Guest expectations evolve — around technology, sustainability, wellness, and design — but 

not every trend fits every positioning. Evaluate new trends against the specific guest you 

defined in Chapter 1 before investing in them. 

10.4 Succession and long-term ownership planning 

Many independent hotels are family businesses, and a surprising number lack a clear plan 

for ownership transition. Addressing this early, even informally, protects both the business 

and the relationships around it. 

Chapter 10 action list 

☐ List the elements of your property that are core to your positioning and should be protected in 
any renovation. 

☐ If considering expansion, document the specific evidence of demand that supports it. 

☐ Discuss long-term ownership and succession plans with relevant stakeholders, even informally. 

  



Appendix A: Sample Guest Email Templates 

These templates are starting points, meant to be adapted to your own voice and positioning 

rather than used word for word. The goal in each case is to sound like a specific person at a 

specific hotel, not a generic automated system. 

A.1 Pre-arrival message (sent 2–3 days before arrival) 

Subject: Looking forward to your stay 

A short note confirming arrival details, offering to arrange anything in advance (early check-

in, a restaurant recommendation, a specific room request), and providing one genuinely 

useful piece of local information tied to the season or any local event during the guest's 

stay. Close with a direct name and contact method for questions, rather than a no-reply 

address. 

A.2 Post-departure thank-you (sent 1–2 days after departure) 

Subject: Thank you for staying with us 

A brief, specific thank-you referencing something from the actual stay where possible (a 

room, a season, an event they mentioned). Avoid immediately asking for a review in the 

same message — a short delay, or a separate lighter-touch request, tends to feel less 

transactional. 

A.3 Seasonal or off-peak offer (sent to past guests ahead of a slow period) 

Subject: A quieter time of year, and a reason to come back 

A message framed around what makes the specific season appealing at your property — 

rather than a generic discount announcement — paired with a modest, clearly time-limited 

incentive. Segmenting this message to guests who stayed in a similar season previously, 

rather than sending it to your entire list, generally improves response. 

  



Appendix B: A Sample 90-Day Action Plan 

This sequence is intended as a starting structure. Reorder based on which chapter addresses 

your most urgent current gap. 

Days 1–30: Foundations 

☐ Write or refine your positioning statement and share it with all staff. 

☐ Audit your website booking flow and correct any friction points. 

☐ Calculate your true cost per occupied room. 

☐ Set up or confirm a weekly rate review routine. 

Days 31–60: Systems and experience 

☐ Confirm PMS and channel manager are syncing correctly and eliminate manual double-entry. 

☐ Map your arrival sequence and fix at least one identified gap. 

☐ Launch a simple three-email guest communication sequence. 

☐ Begin cross-training on your most critical single-point-of-failure task. 

Days 61–90: Reinforcement and planning 

☐ Review the last quarter of guest reviews for recurring operational themes. 

☐ Build or update a rolling twelve-month cash flow forecast. 

☐ Identify one sustainability change that also reduces cost, and implement it. 

☐ Revisit your positioning statement against results so far, and adjust. 

 



Conclusion: Running a Hotel That Could Only Be Yours 

The absence of a global brand behind your hotel is not a disadvantage to be overcome — it 

is the raw material of your advantage – your superpower! If you use it deliberately. Every 

chapter in this guidebook points toward the same underlying discipline: know specifically 

who you serve, and let that knowledge shape every decision, from room design to pricing to 

the words your front desk staff choose at check-in. 

No single tactic in this book will transform a property on its own. Taken together — clear 

positioning, genuine guest experience, disciplined revenue management, efficient direct 

marketing, sound operations, appropriate technology, financial control, authentic 

sustainability, active reputation management, and deliberate long-term planning — they 

compound into the kind of hotel that guests seek out by name, rather than by chain 

affiliation. 

Quick-start checklist 

☐ Define your ideal guest and audit your property against that definition. 

☐ Map and improve your arrival sequence. 

☐ Establish a weekly rate review routine tied to a demand calendar. 

☐ Fix your website's booking flow and local listing accuracy. 

☐ Cross-train staff on at least your most critical single-point-of-failure tasks. 

☐ Confirm your core technology systems sync correctly and reduce manual entry. 

☐ Calculate your true cost per occupied room. 

☐ Identify sustainability changes that also cut cost. 

☐ Set a standard for responding to every review. 

☐ Clarify your long-term ownership and growth intentions. 

Return to this book chapter by chapter as your property changes with the seasons, with staff 

turnover, and with the market around it. An independent hotel is never finished — it is a 

business built to be shaped continuously, on your own terms. 

And remember, your independence is your Superpower! 


