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The position nobody has claimed

Every regional market has one. The hotel that physically sits at the address every cruise line, every airline crew, every
tour group, and every seasonal tourist passes through. The largest full-scale property in the market — the one that is
overbooked on a peak night, the one with no real competitor at its scale.

It is the crown jewel by default. But it doesn't feel like one. It feels like a building with dark rooms, a laundry that can't
keep up, and a front desk staffed by trainees.

The play is not to spend millions. The play is to make the building act like what it already is.

Five moves, each one visible to every guest

1. The Dark Rooms — light them up or lose them

A meaningful share of rooms out of order — call it 10% of the building. At a conservative ADR, that is millions per year
in unsold inventory. In a hotel that was overbooked on its peak night.

This is the single highest-value action at the property. Not laundry. Not linen. Not amenities. Rooms, dark, every night,
in a hotel that turns guests away.

The question isn't "should we fix them." The question is "why are they dark and what does it take to bring them back
online." One walk-through with maintenance answers it.

2. The Arrival — the first 90 seconds

Every guest's first impression is the front desk. When a majority of front desk staff are in training — including the shift
with the least supervision — the GM ends up covering desk shifts personally.

The crown jewel play: the front desk is not a cost center. It's the only human interaction a guest has with the building
on arrival. One trained person who knows the room, the wifi, the restaurant hours, and the local forecast is worth two
trainees who don't.

The move: cross-train the year-round core to cover the desk during peak. The core is a known headcount. A fraction of
them trained on the desk means the GM stops covering shifts and the trainees have backup.

3. The Linen Standard — the thing nobody sees until it's wrong



Laundry demand is measured in thousands of pounds per day. When the folding machines are dead and the ironer is a
single lane, the laundry falls behind and guests get short-stocked rooms. There is no faster way to kill a "crown jewel"
impression than a room with one towel.

The move is not more machines. The move is timing one evening shift to find the real throughput, then scheduling the
laundry around the departure pattern — not the occupancy pattern. Departures drive the workload. A high-departure
day at moderate occupancy proves it: the laundry was scheduled for a quiet day.

4. Own-Label — the thing they take home

A cluster of properties, pooled, is enough volume to matter with any supplier.

The shampoo bottle in the shower. The soap. The coffee bag in the room. When they're generic — bought from a
contract supplier, branded with nobody's name — they are indistinguishable from any motel.

Own-label across the cluster: custom-labeled amenities, custom-roasted coffee, branded linen. The per-unit cost drops
with pooled volume. The brand identity rises. Every guest who takes a shampoo bottle home is carrying your name out
of the building.

One property can't do this — the minimum order quantities kill it. A cluster can. And it costs less than the generic
product once the volume kicks in.

5. The Gift Shop — the captive audience

A major group booking — hundreds of guests on a single night. Tourists buy souvenirs. The hotel has a gift shop
space. A gift shop at the only full-scale hotel in the market, serving passengers who have a captive evening, is pure
margin.

The move: stock it with locally-made product, not generic hotel gift-shop inventory. Local sourcing. The same freight
disadvantage that makes everything else expensive in a remote market makes local craft product cheaper than
shipped-in tchotchkes.

What this costs

Almost nothing. That's the point.

Dark rooms: a walk-through, then whatever maintenance finds
Front desk cross-training: zero cost — the people are already employed
Laundry timing: one evening of observation, then a schedule change
Own-label: a vendor conversation with the existing suppliers, pooled across the cluster
Gift shop: local inventory, locally sourced

The total outlay is less than one month of payroll. The return is the building acting like what it already is — the best
hotel in its market.



The one number that matters

Labour as a percentage of revenue is the number that turns this from "good ideas" into a business case. The moment
you have one P&L, every finding above becomes a financial argument instead of an operational one. It's one document
away.

Built from the property's own numbers. Every figure sourced from the warehouse — not a benchmark, not a guess. The
method, not the findings, is what transfers to the other properties in the cluster.

Dylanvir · dylanvir.com/hotel — free, generic, sanitized operations templates. Adapt them to your own property.


