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SECTION 01 — WHY THE STANDARD EVALUATION 
PROCESS FAILS

Before we build the framework, it is worth understanding exactly why the standard hospitality 
tech evaluation process consistently produces poor outcomes, not because operators are 
unsophisticated, but because the evaluation format is structurally biased toward the vendor.

None of this is nefarious. It is rational vendor behavior. The problem is that buyers have adapted 
to the demo as the evaluation, rather than treating it as what it actually is: the opening of a sales 
process that requires a rigorous evaluation before any decision is made.

The Demo Is Designed to Win, Not to Inform

The Five Structural Biases of the Standard AI Demo

Controlled environment performance.
Every demo runs on the vendor’s infrastructure, with their data, at their chosen load level. 
The platform that responds in under a second in the demo may take four seconds in your 
property’s network environment. Issue #18 documented this gap. It is not a bug. It is a 
feature of demo design.

Curated case studies.
Vendors present their best implementations. You are not seeing the 40% of deployments 
that underperformed, the integrations that took nine months instead of three, or the 
properties that churned after year one. You are seeing the highlight reel.

1) 

2) 

Feature depth over integration breadth.
Demos showcase what the platform does in isolation. They rarely show how it behaves when
connected to your specific PMS, your CRM, your housekeeping platform, and your loyalty 
system simultaneously, which is the only environment that matters.

3) 

ROI projections built on assumptions you cannot verify.
The 340% ROI projection in the leave-behind was built on assumptions about your current 
baseline, your staff adoption rate, your network performance, and your competitive set. 
Change any of those assumptions and the projection changes fundamentally. You are 
rarely shown the model, only the output.

4) 

The wrong people in the room.
Demos are attended by GMs, owners, consultants and revenue managers, the people with
budget authority. The people who will live with the decision daily, front desk supervisors, 
housekeeping leads, the IT manager, the AI Ambassadors from Issue #16, are rarely present. 
Vendors know who controls the contract.

5) 

We watched three vendors demo the same platform category. All three scored over 90 on 
our internal rating sheet. Then we asked each of them to connect to our test PMS 
environment. One of them never got it working in the two weeks we gave them. That
told us everything we needed to know.”
- Director of Technology, 380-room full-service hotel, Southeast
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SECTION 02 — BEFORE THE DEMO: WHAT TO 
ESTABLISH FIRST

The properties that make the best tech vendor decisions start their evaluation before they invite 
any vendor to present. They do three things that most operators skip entirely.

Most RFPs and vendor briefings are built around feature requirements: “We need a platform that 
does dynamic pricing, preference management, and automated pre-arrival communications.” 
The problem with feature-first evaluation is that nearly every vendor in a given category can check
every feature box. Features are table stakes. Outcomes are differentiators.

Before you contact a single vendor, your evaluation team should answer these four questions 
in writing:

The Evaluation Begins Before the Vendor Enters the Room

Step 1: Define Your Outcomes Before You Define Your Requirements

The 3.7× properties shared a discipline that most operators find uncomfortable: they evaluated
themselves before they evaluated the vendors. They asked: are we ready to deploy what we are 
about to buy?

Step 2: Score Your Own Readiness Before You Score the Vendors

The Four Outcome Questions to Answer Before Any Vendor Contact

What specific guest experience problem are we trying to solve — and what 
does success look like in measurable terms? (Not “improve personalization.” 
Specifically:“Increase our AI-Enabled Proactive Service Rate from 12% to 35% 
within 12 months.”)

1) 

What is our current Culture ROI Multiplier baseline, and what multiplier do 
we need this platform to help us reach? (If you have not run the Issue #17 
diagnostic, do that first.)

2) 

What are the three staff behaviors we need to change for this platform to 
succeed — and are we prepared to invest in the change management to 
change them? (A platform that requires staff to check a new interface 40 
times per shift will fail if staff currently check it zero times.)

3) 

What does our network infrastructure assessment show about our readiness 
to support this platform at peak load? (If you have not run the Issue #18 
diagnostic, do that before you speak to any vendor.)

4) 
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If you have three or more “Needs Preparation First” answers, you are not yet ready to evaluate AI 
vendors. You are ready to address your preparation gaps. The vendors will wait. Your guests 
cannot afford for you to deploy a platform your organization is not ready to use.

The designated skeptic is the most important person on the list and the one most often absent. 
Give them explicit permission to ask the uncomfortable questions. Vendors who cannot handle a 
skeptic in the evaluation room cannot handle the inevitable challenges of implementation.

The people in the room when you evaluate AI vendors should reflect the people who will live with 
the decision. For most properties, the right evaluation team includes:

Step 3: Build Your Evaluation Team Deliberately

The General Manager or Department Head — accountable for outcomes and culture

The Director of Technology or IT Manager — accountable for infrastructure and 
integration

One front-line representative from the primary use case department, the person 
whose daily work changes most

The Revenue Manager or Director of Sales, if the platform touches pricing or 
distribution

One designated skeptic, someone whose job in the evaluation is to find what is 
wrong, not what is right

•

•

•

•

•
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CATEGORY 1: INFRASTRUCTURE COMPATIBILITY AND NETWORK READINESS

SECTION 03 — THE MASTER EVALUATION FRAMEWORK

The following framework is organized into six evaluation categories. Each category contains 
questions designed to reveal something the demo will not show you. The red flags are specific 
they are the answers that, in our observation of 200-plus property deployments, consistently 
predicted underperformance, failed implementations, or vendor relationships that did not 
survive year two.

We recommend running this assessment across every vendor under consideration, using the 
same questions in the same order, so that your scores are genuinely comparable.

The 40-Question Vendor Assessment: What to Ask, What to Listen
For, and What to Watch Out For
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CATEGORY 2: IMPLEMENTATION REALITY

CATEGORY 3: STAFF ADOPTION AND CHANGE MANAGEMENT SUPPORT



7The Vendor Evaluation Playbook: How to Choose a Technology Partner When Every Demo Looks the Same

CATEGORY 4: DATA, PRIVACY, AND INTEGRATION ARCHITECTURE

CATEGORY 5: COMMERCIAL TERMS AND PARTNERSHIP MODEL
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CATEGORY 6: LONG-TERM PARTNERSHIP AND ROADMAP ALIGNMENT
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SECTION 04 — THE SCORING SYSTEM

The evaluation framework above generates qualitative intelligence. To make a defensible vendor 
selection decision one you can present to your ownership group and revisit honestly in 18 months, 
you need a scoring system that converts that intelligence into comparable data.

Turning Qualitative Answers into a Defensible Decision

Score each vendor on the following six categories using a 1–5 scale. The category weights reflect 
their relative importance to long-term platform performance, based on the patterns observed 
across the WorldVue property dataset.

The WorldVue Vendor Evaluation Scorecard

Interpreting Your Scores
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The Automatic Disqualifiers — Regardless of Total Score

Cannot demonstrate a live integration with your PMS family before 
contract signature

Unable or unwilling to provide references from a challenging implementation

No clear data ownership and portability provisions in the contract

No named implementation manager before signing

No performance-linked exit provisions in a contract longer than 12 months

Unable to answer the network infrastructure and latency requirements 
question with specifics

• 

• 

• 

• 

• 

• 

SECTION 05 — AFTER THE EVALUATION: NEGOTIATING 
THE RIGHT CONTRACT

The evaluation process tells you who to negotiate with. The contract negotiation tells you 
whether that vendor is prepared to be a partner. The 3.7× properties consistently negotiated 
contracts that reflected shared accountability for outcomes. Average and laggard properties 
signed standard vendor contracts and hoped for the best.

The Contract Is Where Partnership Begins, or Ends

The Five Contract Provisions That Separate Partners from Vendors

Performance benchmarks with defined consequences. 
Your contract should specify the AI-Enabled Proactive Service Rate, STES improvement 
targets, and integration latency thresholds your vendor commits to helping you achieve 
and what happens if those benchmarks are not met within 12 months.

1) 

Named resources, not team commitments. 
Your implementation manager, your account manager, and your technical integration 
lead should be named individuals in the contract, not “a member of our team.” When those 
individuals change, you should have the right to approve their successors.

2) 

Data ownership in plain language
The contract should state explicitly: the property owns all guest data; the vendor may not use 
property data for model training, product development, or third-party sharing without 
written consent; data is exportable in full within 30 days of contract termination at no 
additional cost.

3) 
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SECTION 06 — THE EVALUATION TIMETABLE

Operators who rush AI vendor selection consistently regret it. The following timetable has been 
refined through observation of what the 3.7× properties did differently. It is not slow. It is 
deliberate.

A 45-Day Process That Protects Your Investment

A staged payment structure tied to go-live milestones.
Do not pay the full implementation fee before go-live. Structure payments against verified 
milestones: integration certification, staff training completion, and 30-day live performance 
data.

4) 

An infrastructure assessment provision. 
If the vendor has not conducted a pre-contract infrastructure assessment, include a 
provision that implementation does not begin until a mutual infrastructure readiness 
sign-off is completed. This protects both parties from deploying into an environment that 
cannot support the platform.

5) 
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SECTION 07 — A NOTE ON THE VENDORS WHO WELCOME 
THIS PROCESS

We want to close with an observation that has become one of the most reliable signals in our
work with 200-plus properties: the best AI vendors are not threatened by this evaluation 
framework. They welcome it.

A vendor who responds to your infrastructure compatibility questions with specific, documented 
answers is a vendor who has already solved the problem with other properties. A vendor who 
provides a challenging implementation reference without hesitation is a vendor who learned from 
that experience and can tell you what they changed. A vendor who builds performance provisions 
into their contract is a vendor who believes in their platform enough to be accountable to it.

Conversely, a vendor who deflects the infrastructure questions, who offers only glowing references, 
who resists performance provisions, and who presents a contract written entirely to protect their 
interests while deferring all risk to the property, that vendor is telling you something important. 
Listen.

The evaluation framework is not just a tool for choosing the right vendor. It is a tool for eliminating 
the wrong ones quickly, before they cost you 18 months of underperformance and the cultural 
damage that follows a failed technology deployment.

Your guests experience every technology decision you make. The evaluation process is where you 
decide what they will experience, and for how long.

The Framework Is Also a Filter for the Right Vendors

The vendors who pushed back hardest on our evaluation process were the first ones we 
eliminated. The vendor we chose sent back our 40 questions with detailed written 
answers before we even scheduled the demo. That told us everything.

- GM, 310-room independent hotel, Pacific Northwest


