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Formula:” Why Most
Technology Implementations
Fail Before They Begin



Here’s the uncomfortable truth: 85% of
hotel technology disappointments stem
from partnership problems, not product
problems.

The most successful hotel technology implementation | witnessed
this year happened because the GM asked one brilliant question
during vendor selection: “What happens when things go wrong?”

Most vendors gave polished responses about quality assurance
and testing. One vendor said: “When things go wrong — and they
will — here's exactly how we'll handle it together.”

That vendor got the contract. Six months later, the implementation
delivered 40% beyond projected results.

The difference:

Instead of selling a perfect solution, they built a
partnership designed to handle imperfection excellently.
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THE PARTNERSHIP SUCCESS FORMULA:

e Shared Risk (vendor success tied to your success)
e Transparent Communication (problems discussed, not hidden)

» Collaborative Problem-Solving (working together, not
finger-pointing)

e Measurable Outcomes (clear success metrics for everyone)

The insight:

Great technology partnerships aren’t about finding vendors
who never have problems - they're about finding partners
who solve problems with you rather than for you.
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THE FIVE PARTNERSHIP MODELS:
Know Which One You're Getting

After analyzing 200+ hotel technology implementations, I've identified distinct partnership
models. Understanding which one you're entering can save you months of frustration:

o The “Set It and Forget It” Partnership (15% of vendors)

« What they promise: Turnkey solution with minimal ongoing involvements

« When it works: Simple, well-established technologies with minimal
customization needs

« Red flags: Resistance to discussing post-implementation support
« Best for: Basic operational tools (POS systems, simple booking engines)

e The “Hand-Holding” Partnership (25% of vendors)

+ What they promise: Extensive training and ongoing support

* When it works: Complex systems requiring significant staff behavior changes

* Red flags: Support costs that escalate unexpectedly after year one

» Best for: Property management systems, comprehensive guest experience platforms

e The “Co-Innovation” Partnership (20% of vendors)

+ What they promise: Collaborative development based on your specific needs

« When it works: When you have unique requirements and internal technical capacity
* Red flags: Unlimited scope creep without clear boundaries

» Best for: Custom integrations, proprietary guest experience solutions

e The “Scaling Together” Partnership (30% of vendors)

« What they promise: Growing capabilities as your needs evolve

« When it works: Multi-property implementation with phased rollouts

* Red flags: Success metrics tied only to their growth, not yours

» Best for: Chain-wide implementations, expanding technology ecosystems

e The “Strategic Alliance” Partnership (10% of vendors)

« What they promise: Long-term collaboration across multiple technology areas

« When it works: When you need integrated solutions across multiple operational areas
« Red flags: Vendor lock-in that limits future flexibility

» Best for: Comprehensive technology overhauls, multi-year transformation projects

Key insight: 90% of partnership disappointments come from misaligned
expectations about which model you're getting.



THE “PARTNERSHIP AUDIT™:
12 Questions That Predict Success

Before signing any technology contract, ask these 12 questions. Vendors who answer
confidently and specifically usually deliver better results:

Financial Alignment Questions:

1. “How is your success measured if our project exceeds expectations?”
2. “What happens to your compensation if we don't hit success metrics?”

3. “How do you handle cost overruns on your end versus our end?”

Problem-Solving Questions:

1. “Walk me through your process when a client calls with an urgent problem.”

2. “What's the biggest implementation challenge you've had in the last year and
how did you handle it?

3. "How do you handle feature requests that arise during implementation?”

Communication and Support Questions:

1. “Who specificaly will be our day-to-day contact throughout implementation?”
2. “How do you keep hotel operations running smoothly during major system changes?”

3. "What does your typical communication schedule look like during implementation?”

Long-term Partnership Questions:

1. “How do you handle system updates that might affect our customizations?”
2. “What's your process for incorporating client feedback into product development?”

3. "How do you help clients maximize value from your solution after go-live?”

Scoring system: Vendors who provide specific, detailed answers to 10+

questions typically deliver 300% better results than those who give generic
responses.
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HERITAGE WISDOM:
What 50 Years Teaches About Vendor Relationships

The best technology partnerships we've seen in five decades share one common characteristic:
They treat implementation as the beginning of the relationship, not the end.

In the 1990s, hotels that succeeded with early property management systems didn't just buy
software — they built relationships with vendors who understood hospitality operations. Those
partnerships evolved over decades, creating competitive advantages that pure technology
purchases never could.

Today’'s most successful hotel technology partnerships follow the same pattern:

Phase 1: Discovery Partnership (Months 1-2)

¢ Vendor invests time understanding your specific operational challenges
¢ You invest time educating vendor about your guest experience standards

e Both parties align on success metrics and communication protocols

Phase 2: Implementation Partnership (Months 3-6)

* Regular check-ins focus on guest and staff impact, not just technical milestones
e Problems get solved collaboratively with shared accountability
¢ Adjustments happen quickly based on real-world operational feedback

Phase 3: Optimization Partnership (Months 7-12)

« Ongoing refinements based on guest feedback and operational data
e Vendor helps identify new opportunities for improvement
e Success stories get documented and sharedfor mutual benefit

Phase 4: Evolution Partnership (Year 2+)

¢ Vendor incorporates your feedback into product development
¢ You get early access to new features aligned with your needs
e Partnership becomes competitive advantage for both organizations

The heritage advantage:

When you've seen enough technology cycles, you recognize
that the most valuable vendors become long-term strategic
partners, not just solution providers
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READER SUCCESS STORY:
The “Partnership Pivot” That Saved $180,000

This response from David K., Director of IT for a 300-room resort, perfectly illustrates partnership
principles in action:

“Six months into our guest experience platform implementation, it became clear the

original scope wouldn't deliver what we needed. Instead of pointing fingers, our vendor
partner said, ‘Let’s figure out what success looks like and work backwards.' They absorbed

the additional development costs because they realized their initial assessment was
incomplete. The final solution exceeded our original goals and they earned a 3-year extension.
That partnership approach saved us from a $180,000 mistake and delivered a system that'’s
now generating $400,000 in additional annual revenue.”

Key insight:

Great vendor partners take responsibility for outcomes, not
just deliverables. When problems arise, they ask “How do we
fix this together?” rather than “Why didn't you tell us about
this requirement earlier?”
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PARTNERSHIP RED FLAGS:
Warning Signs to Watch For

After 50 years of technology partnerships, these behaviors predict problems:

During Sales Process:
¢ Reluctance to provide references from similar-sized properties

e Generic proposals that could apply to any hotel
e Pressure to sign quickly with “limited-time” pricing

During Contract Negotiation:

¢ Vague success metrics or deliverables
o Allrisk transferred to client with minimal vendor accountability

e Support and maintenance terms buried in fine print

During Implementation:

¢ Communication only happens when you initiate it
¢ Problems blamed on “unique client requirements” not disclosed earlier

¢ Key team members disappear after contracts are signed

Warning sign that predicts 90% of failed partnerships: Vendor representatives can't
explain how their solution specifically addresses your property’s unique guest

experience challenges.
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IMPLEMENTATION CORNER:
The “Partnership Success Plan”

For any technology implementation starting in the next 90 days, create this simple
partnership success plan:

Week 1: Set partnership expectations

e Define success metrics for both parties
¢ Establish communication protocols and schedules

e |dentify decision-makers and escalation procedures

Week 2: Align on Problem-Solving Approach

e Discuss how issues will be identified and resolved
e Agree on change management processes
e Set boundaries around scope changes and additional costs

Week 3: Create Feedback Loops

e Schedule regular check-ins with operational staff
¢ Plan guest feedback collection during implementation

¢ Establish post-implementation optimization schedule

Week 4: Document Partnership Agreements

e Confirm all expectations in writing
e Create accountability measures for both parties
e Plan success celebration and lessons learned documentation
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