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» The idea

Independent hotels don't have a booking problem — they have a demand-generation problem
they've outsourced to Booking.com and Expedia at an 18-30% commission. This blueprint is for
building and running a standing task force of Al agents that generates direct demand instead:
keeping the property's profile current everywhere a guest searches, running outreach to past and
lookalike guests, and prompting reviews and referrals after checkout. The booking engine —
Mews, Cloudbeds, whatever the property already has — is the destination that demand lands on.
It was never the product being sold.

This is built for independent hotels in the 10-40 room range: big enough that the commission is
real money, small enough that nobody on staff owns revenue management.
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» The evidence

$135K -

Commission on a 20-room, $180-ADR property at 70% occupancy.
[llustrative model, assumptions stated.

I SOURCE: CLOUDBEDS 2026 STATE OF INDEPENDENT HOTELS

CLAIM NUMBER SOURCE
Bookings lost to 63.4% of reservations Cloudbeds, 2026 State REPORTED
OTAs of Independent Hotels
(~90M bookings)
All-in OTA 18-30% Cloudbeds, 2026 report REPORTED
commission
with loyalty programs
OTA cancellation 21.8% vs 10.6% Cloudbeds, 2026 report REPORTED
rate vs. direct
Illustrative ~$135,000/year Estimate — arithmetic REPORTED
commission loss model, not vendor-
20 rooms, $180 ADR, reported
70% occupancy
Mews Series D $300M at $2.5B valuation, PR Newswire / Hotel REPORTED
Jan 2026 Dive
Mews scale $19.7B transaction volume, Mews press release REPORTED
42M bookings, 15,000
customers, 85 countries
Cloudbeds scale $250M raised (incl. Company reporting REPORTED
SoftBank), 27,000
properties
Freelance hotel $129,482/yr average ZipRecruiter REPORTED
revenue ($94,500-$140,000 range)
management salary
Vendor-reported 5-15% in 6-12 months TCRM, Revenuenaire, REPORTED
RevPAR uplift Catala, HotelMinder —
vendor claims,
unverified
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CLAIM NUMBER SOURCE

Public per-property None found Direct vendor-site scan REPORTED
pricing among
named vendors
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03 The StaCk < $500/MO TOTAL

TOOL ROLE MONTHLY COST

Make or n8n Outreach runs on Free tier to ~$50/mo
schedule, no one
has to open a

laptop
Claude (or any Every property's Usage-based
model with API outreach sounds
access) like itself, not a
template
Google Business Stops losing Free
Profile guests who

search for the
property by name

Beehiiv or Resend Past guests re- Free tier to ~$49/mo
book without
paying to reach
them twice

Mews or Cloudbeds The destination $150-400/mo, property-dependent (estimate)
— booking lands
here, no
commission
taken

I SOURCE: PUBLIC VENDOR LIST PRICING - AUG 2026

. The playbook
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» The honest math

No public per-property price exists in this market — that's the opportunity, not a gap in the
research. Software costs a few hundred dollars a month by rough estimate; running it for 3-4
properties as a side operation is realistic supplemental income. At 10-12 clients, the workload
tracks toward the freelance revenue-management range of roughly $95,000-$140,000/year — but
that's salaried full-time-equivalent pay data (ZipRecruiter), not a promise of what any single hotel

will pay you.

What this actually builds is closer to skills and optionality than one income stream: revenue-
management literacy, a channel-manager-and-agent stack you can resell into other verticals, and
a client roster that doesn't disappear if one OTA algorithm change wipes out a single relationship.

The failure mode: a hotel signs, sees one good month, and doesn't renew because nobody proved
the number moved. Whether your pricing model survives that renewal conversation is the actual

test.
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s Sources

[01] Cloudbeds, 2026 State of Independent Hotels report (~90M bookings):
https://www.cloudbeds.com/online-travel-agencies/commissions/

[02] Mews Series D press release: https://www.prnewswire.com/news-releases/mews-
secures-300-million-investment-to-cement-position-as-worlds-leading-hospitality-
operating-system-302668120.html

[03] Hotel Dive, Mews Series D coverage: https://www.hoteldive.com/news/mews-series-
d-300-million-funding/810338/

[04] ZipRecruiter, Freelance Remote Hotel Revenue Management:
https://www.ziprecruiter.com/Jobs/Freelance-Remote-Hotel-Revenue-Management

[05] Vendor pricing scan: TCRM, Revenuenaire, Catala, HotelMinder, MS Hospitality —
no public per-property pricing found on any site as of this research

[06] The $135,000/year figure and tool-licensing cost figures are illustrative

estimates built from stated assumptions, not vendor- or client-reported numbers

The Operator Economy — evidence-first breakdowns of businesses one
person can build. No income promises. Receipts. The next blueprint
ships in the Monday newsletter.

Build. Own. Operate. PO e
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