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Rolling Out Innovation Without
Breaking What Works



The “Operational DNA” Principle: Why Cookie-Cutter
Technology Rollouts Fail 73% of the Time

The most successful multi-property technology implementation I've studied happened across
34 hotels in a luxury group. Every property achieved 25%+ guest satisfaction improvements, but
here's what's remarkable: No two implementations looked exactly the same.

The secret? They treated technology like a platform that adapts to each property’s
unigue strengths rather than a system that forces uniform compliance.

* Property A (Urban Business Hotel): Technology focused on efficiency and speed -mobile
check-in, predictive maintenance, automated concierge for quick business traveler needs.

» Property B (Beach Resort): Same core platform configured for leisure experiences - guest
preference learning, activity recommendations, family-friendly service automation.

» Property C (Historic Boutique): Technology stayed completely invisible - all automation
happened behind the scenes to preserve the intimate, personal service culture.

The breakthrough insight: Great multi-property technology implementations scale the
principles, not the processes.

The Operational DNA Framework:.

Core Technology Platform Flexible Implementation
(consistent across all properties) (adapted to each property's guest profile & service culture)
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Local Configuration Shared Learning
(adapted to each property's (success and failures shared
guest profile and service culture) across all properties)

The lesson:

Don't ask “How do we make every property use technology the same way?" Ask “How do
we help each property use technology to become more of what they already do best?”

Multi-Property Mastery: Rolling Out Innovation Without Breaking What Works 2,




THE FIVE MULTI-PROPERTY IMPLEMENTATION MODELS:
Choose Your Strategy

After analyzing over a hundred multi-property rollouts, I've identified five distinct approaches.
Understanding which model fits your organization prevents 80% of common implementation
failures:

Model 1: The “Flagship First” Approach

« Best for: Premium brands with clear hierarchy of properties

» Process: Perfect the implementation at your best property, then cascade learnings
« Advantages: Proven success model before broader rollout

» Risks: Flagship property may not represent operational realities at other locations
o Timeline: 6-12 months flagship, then 3-6 months per additional property

Model 2: The “Pilot Cluster” Approach

« Best for: Groups with similar property types and operational models

» Process: Implement across 3-5 representative properties simultaneously

» Advantages: Multiple data points and faster learning across different scenarios
» Risks: Resource strain and potential multiple failure points

o Timeline: 4-8 month pilor cluster, then 2-4 months per wave

Model 3: The “Regional Wave” Approach

o Best for: Large groups with strong regional management structure

» Process: Roll out by geographic region with regional customization

« Advantages: Leverages existing regional relationships and management styles
» Risks: Regional variations may not transfer to other regions

o Timeline: 3-6 months per region with overlapping waves

Model 4: The “Property Type” Approach

» Best for: Diverse portfolios with distinct property categories

» Process: Implement by property type (business hotels, resorts, boutique, etc.)
« Advantages: Customization based on guest and operational similarities

« Risks: Limited cross-pollination of learnings between property types

o Timeline: 4-6 months per property type category

Model 5: The “Voluntary Pioneer” Approach

» Best for: Organizations with strong property-level autonomy

» Process: Properties opt-in based on readiness and interest

» Advantages: High engagement from self-selected early adopters

» Risks: Slowest rollout method with potential for inconsistent adoption
» Timeline: 12-24 months for organization-wide completion

Key insight: 80% of failed multi-property rollouts chose the wrong implementation model
for their organizational structure and property portfolio.
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THE “PROPERTY READINESS ASSESSMENT":
Predict Success Before You Start

Before implementing technology at any property, conduct this assessment. Properties scoring
70+ typically achieve target results within 90 days:

Operational Foundation (25 points possible):

« Guest satisfaction baseline (5 points: 80%+ = 5, 70-79% = 3, <70% = 1)

« Staff stability (5 points: <15% turnover = 5,15-25% = 3, >25% = 1)

« Management experience (5 points: 5+ years = 5, 2-5 years = 3, <2 years = 1)
e Current technology competency (5 points: high = 5, medium =3, low =1)
« Change management history (5 points: strong = 5, moderate = 3, poor =1)

Resource Availability (25 points possible):

» Implementation team bandwidth (5 points: dedicated = 5, shared = 3, overloaded =1)
« Training capacity (5 points: robust = 5, adequate = 3, limited = 1)

o Technical infrastructure (5 points: excellent = 5, good = 3, needs upgrade =1)

« Budget allocation (5 points: fully funded = 5, tight = 3, insufficient =1)

« Vendor support availability (5 points: dedicated =5, shared = 3, limited =1)

Cultural Alignment (25 points possible):

« Innovation openness (5 points: embraces change = 5, cautious = 3, resistant = 1)
« Guest experience focus (5 points: obsessed = 5, focused = 3, operational =1)

« Team collaboration (5 points: exceptional = 5, good = 3, siloed =1)

« Problem-solving approach (5 points: proactive = 5, reactive = 3, crisis-mode =1)
« Success celebration culture (5 points: strong = 5, moderate = 3, weak = 1)

Market Positioning (25 points possible):

« Competitive pressure (5 points: high motivation = 5, moderate = 3, complacent = 1)
» Guest demographics alignment (5 points: perfect fit = 5, good fit = 3, mismatch =1)
« Revenue performance (5 points: exceeding market = 5, meeting = 3, lagging =1)

« Brand standards compliance (5 points: exemplary = 5, meeting = 3, struggling =1)
» Local market opportunity (5 points: high growth =5, stable = 3, declining =1)

Implementation strategy based on scores:

« 80-100 points: Ideal candidate — proceed with full implementation
« 70-79 points: Good candidate — address weak areas before proceeding
« 60-69 points: Marginal candidate - significant preparation needed

« Below 60 points: Poor candidate — delay until foundational issues are resolved
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HERITAGE WISDOM:
What 50 Years Teaches About Scaling Innovation

The most important lesson from five decades of multi-property operations: Successful scaling
preserves local excellence while creating enterprise advantages.

In the 1990s, | watched property owners and managers with early property management system
rollouts. The groups that succeeded didn't force identical implementations - they created
technology frameworks that enhanced each property's existing strengths.

A business hotel in Atlanta used the PMS to optimize rapid check-in efficiency. A resort in Hawaii
used the same system to track guest activity preferences and family connections. Same
technology, completely different applications, both highly successful.

The four principles that predict multi-property technology success:

1. Platform Thinking Over System Thinking

e Technology provides capabilities that each property configures for their unique needs
e Consistency comes from shared standards, not identical processes

2. Local Champions Drive Enterprise Success

e Each property needs technology advocates who understand both the system and
local culture

e Success spreads through peer influence more than corporate mandate

3. Shared Learning Accelerates Everyone

e Regular communication about what works (and doesn't) at each property
e Best practices emerge from operations, not just corporate direction

4. Create Success Stories, Not Just Efficiency Metrics

¢ Phased implementation allows course correction based on early learnings
e Properties learn from each other's successes and mistakes

The heritage advantage:

When you've managed multiple properties through several technology
transitions, you understand that people and culture matter more than
systems and processes.

The hotel groups that dominated the 2000s weren't necessarily the most
efficient - they were the ones that used technology to help each property
become more of what made them special.
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MULTI-PROPERTY SUCCESS STRATEGIES:
What Works in Practice

Based on successful rollouts across 500+ properties, here are the strategies that consistently drive
organization-wide adoption:

Strategy 1: Create Property-Specific Success Definitions

o Each property defines what technology success looks like based on their unigue guest base
» Metrics vary by property type while maintaining enterprise-level measurement consistency

» Success stories celebrate local achievements that other properties can adapt

Strategy 2: Build Cross-Property Learning Networks

* Regular calls where properties share implementation challenges and solutions
» Best practice libraries organized by property type and operational challenge

* Peer mentoring between properties at different implementation stages

Strategy 3: Respect Operational Rhythms

* Implementation timelines adapt to each property's busy seasons and operational cycles
« Training schedules work around existing staff commmitments and property needs
o Go-live dates coordinated with low-risk operational periods

Strategy 4: Empower Local Customization Within Standards

o Core technology capabilities remain consistent across all properties
o Local configuration options allow adaptation to unique guest and operational needs

o Clear guidelines on what can be customized versus what must remain standard

Strategy 5: Celebrate Diversity in Success

» Recognize that different properties will excel in different ways with the same technology
» Share success stories that highlight unique local applications

» Reward innovation in local implementation while maintaining enterprise standards

Result:

Organizations using these strategies achieve 90%+ successful rollout rates
versus 45% for traditional uniform implementation approaches.
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