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• How many of you think you should invest more in 

your Online Book Direct Strategy?
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your owner that you need this investment?
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I. Track 1: 

 Building the Business Plan for Direct Channel Investment

II. Track 2:

 You got the investment, now what do I do first

III. Track 3:

 Building the digital marketing/direct channel acquisition budget
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I. Track 1: 

 Building the Business Plan for Direct Channel Investment

• Step 1

– Understand distribution mix & cost 

– Show the financial impact a commitment to the direct online 

channel can have

• Step 2 

– Spread the value of the website throughout the business units in 

the hotel

– The website while maintained and cared for my marketing; 

impacts many departments of the hotel

Agenda



Traditional Southeast Asia Distribution Mix 

Step1a – Distribution Mix & Cost



When you talk about your distribution channels move away from ONLINE and separate it in 

OTA & DIRECT

Step1a – Distribution Mix & Cost



Channel % 
Distribution

% Cost of Sale BAR Net ADR

Wholesale 20% 20%-30% off BAR $200 $160

Corp/Govt 20% 15% off BAR (avg.) $200 $170

MICE 15% 10%-20% off BAR $200 $170

OTA 30% 15% commission $200 $170

DIRECT 13% 5% $200 $190

Crew/Industry 2% 20%-40% off BAR $200 $140

Step 1b: Layer in Cost Per Channel

To Calculate Cost of Sale:
1. Total Cost / Total Revenue



Step 1c: Crunch the Numbers

# Rooms 200

Occ 80%

ADR $200

Total Available Room Nights 73000

Channel % Dist. # RNs ADR Cost Total Cost Total Revenue

Wholesale 20% 11,680 $160.00 $1,868,800

Corporate/Government 20% 11,680 $170.00 $1,985,600

MICE 15% 8,760 $170.00 $1,489,200

OTA 30% 17,520 $200.00 15.00% $525,600.00 $2,978,400

Direct 13% 7,592 $200.00 5.00% $75,920.00 $1,442,480

Crew/Industry 2% 1,168 $140.00 $163,520

100% 58,400 $601,520.00 $9,928,000

Pre-Negotiated

Pre-Negotiated

Pre-Negotiated

Pre-Negotiated



Step 1d: Set Goals

# Rooms 200

Occ 82%

ADR $201

Total Available Room Nights 73000

Channel % Dist. # RNs ADR Cost Total Cost Total Revenue

Wholesale 20% 11,972 $161.00 $1,927,492

Corporate/Government 20% 11,972 $171.00 $2,047,212

MICE 15% 8,979 $171.00 $1,535,409

OTA 28% 16,761 $201.00 15.00% $505,338.12 $2,863,583

Direct 15% 8,979 $201.00 5.00% $90,238.95 $1,714,540

Crew/Industry 2% 1,197 $141.00 $168,805

100% 59,860 $595,577.07 $10,257,041

Pre-Negotiated

Pre-Negotiated

Pre-Negotiated

Pre-Negotiated

Occupancy +2%

COS: Flat DIR Cost +14,318 Revenue +329,041Shift 2% from OTA to Direct

ADR +$1



Step 1e: Set Bigger Goals

# Rooms 200

Occ 83%

ADR $202

Total Available Room Nights 73000

60590

Channel % Dist. # RNs ADR Cost Total Cost Total Revenue

Wholesale 20% 12,118 $162.00 $1,963,116

Corporate/Government 20% 12,118 $172.00 $2,084,296

MICE 15% 9,089 $172.00 $1,563,222

OTA 26% 15,753 $202.00 15.00% $477,328.02 $2,704,859

Direct 17% 10,300 $202.00 5.00% $104,033.03 $1,976,628

Crew/Industry 2% 1,212 $142.00 $172,076

100% 60,590 $581,361.05 $10,464,196

Pre-Negotiated

Pre-Negotiated

Pre-Negotiated

Pre-Negotiated

Occupancy +3%

COS: Flat DIR Cost +28,743Shift 4% from OTA to Direct Revenue +536,196

ADR +$2



Step 2: Broaden the Reach of the website INTERNALLY

• Step 2 

– Spread the value of the website throughout the business 

units in the hotel

– The website while maintained and cared for my marketing; 
impacts many departments of the hotel
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Step 2: Broaden the Reach of the website INTERNALLY
W
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Corporate/Government

Meetings & Groups

Weddings 

Spa 

Restaurant

• Speaks to corporate travel planners 
• Speaks to corporate guests & their requirements
• Private landing pages with booking code pre-loaded

• Speaks to professional & casual meeting planners
• Includes floor plans, menus, hot dates
• RFP form sent directly to hotel BDM Meetings/Groups

• Speaks to wedding planners and brides to be 
• Includes floor plans, packages, checklist, hot dates 
• Photography, photography, photography, video
• RFP form sent  directly to hotel BDM Weddings

• Exclusive to hotel guests or open to the public?
• If open to public, does it have it’s own look and feel
• Is spa history recorded and actioned in CRM?  PMS?
• Booking widget?  Request form?  1 free treatment?

• Exclusive to hotel guests or open to the public?
• If open to public, does it have it’s own look and feel
• Menu’s, daily specials, photos, video, recipes 
• Invitation sent on pre-arrival email? 



Track 2: You got the investment!!

WHAT DO I DO FIRST?



Step 2: Now What/Where To Start

• What is the purpose of paid search?
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Step 2: Now What/Where To Start

• What is the purpose of paid search? (Drive bookings via website)

• What is the purpose of SEO? (Drive traffic & bookings via website)

• What is the purpose of Re-Targeting? (Drive T&B / Awareness)

• What is the purpose of Meta Search? (Drive bookings via website)

• What is the purpose of Display? (Awareness / Traffic to website)

• What is the purpose of Instagram? (Awareness / Branding)

• What is the purpose of Facebook? (Organic = Engage / Paid = Bkgs)

• What is the purpose of Customer Intent Marketing? (T & B via website)

• What is the purpose of video? (SEO, Time on website, Inspire)



Step 2: Now What/Where To Start

Conclusion:

YOUR WEBSITE
Website Business Objectives:
1. Maximize the value of the asset
2. Win market share amongst my comp set
3. Work to shift share from OTA’s
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Step 2: Now What/Where To Start

So what must your website do?

Be Visible Be Fast Be Beautiful Be Valuable

Website Business Objectives:
1. Maximize the value of the asset
2. Win market share amongst my comp set
3. Work to shift share from OTA

To Your Guests
• Customer Segments

• Leisure
• Corporate
• Group

• FAQs
• Facilities
• Interactive Maps 
• Price & Reviews

To Your Sales Team
• Floor Plans
• Menus 
• Great Photography 
• RFP Forms 
• Facilities Showcase
• Room Type Showcase
• Private Landing Pages

To Guest Operations
• Guest Portal
• Pre-Stay & Post-Stay
• Loyalty Program
• Guest Reviews



Step 2: Now What/Where To Start

So what must your website do?

Be Visible Be Fast Be Beautiful Be Valuable Be Easy

Website Business Objectives:
1. Maximize the value of the asset
2. Win market share amongst my comp set
3. Work to shift share from OTA

VSET Principle
Verify 
 Photography 
 Customer Segments 

Search 
 Navigation 

Evaluate 
 Compare Rooms
 Facilities 
 Price  

Take Action 
 Booking engine on every page
 Enquiry detains on every page



Step 3: How to Structure The Budget

BUDGET STRUCTURE

3-6%
ROOM REVENUE GOES TO 
SALES & MARKETING

90%
ACTUAL SPEND SHOULD BE ON 
DIGITAL

Sa les  & Market ing  l ine  

i tem in  the  proper ty  

budget  based  on  locat ion  

of  p roper ty,  complex i t y  of  

bus iness ,  ADR 

T h i s  p o r t i o n  o f  t h e  b u d g e t  

s h o u l d  g o  t o  d i g i t a l  t e c h n o l o g y  

a n d  m a r k e t i n g  i n i t i a t i v e s .

Best practice



Step 3: How to Structure The Budget

CASE STUDY: BUDGET/# of ROOMS

$650
INDEPENDENTS

$250
BRANDED HOTELS

I n d e p e n d e n t  h o t e l s  n o r m a l l y  

b u d g e t  a t  l e a s t  $ 6 5 0  p e r  r o o m  

p e r  y e a r.  T h i s  i s  t h e  a c t u a l  

d i g i t a l  s p e n d  f r o m  t h e  9 0 % .  

B r a n d e d  h o t e l s  n e e d  t o  l a u n c h  

c o m p l e m e n t a r y  m a r k e t i n g  t o  

w h a t  t h e  b r a n d  i s  d o i n g .  

Our portfolio – 1.2%  



Step 3: How to Structure The Budget

BENCHMARKING

Goal: +15% DIRECT BOOKINGS

Your ultimate goal should be to 

increase direct bookings on your 

website. Aim for at least 15%.

YoY Increase: Aim for 10-12%

4.5% Direct Distribution Cost 

will add 10% to bottom line

It’s not only normal to increase your 

direct revenue-generating 

marketing budget by 10% or more; 
with increased competition, 

it’s necessary. By lowering the cost per 

booking by driving direct bookings 

your property will see at least an 

additional 10% to the bottom line.



Step 3: How to Structure The Budget

PERCENT

66
G U E S T  A C Q U I S I T I O N  M A R K E T I N G  

PERCENT

9

PERCENT

25

Budget Structure Recommendation

E v e r g r e e n  m a r k e t i n g  ( S E M ,  S E O ,  S m a r t  D a t a  M a r k e t i n g ,  E m a i l ,  

e t c . )  a l o n g  w i t h  M u l t i c h a n n e l  C a m p a i g n s  &  C o n v e r s i o n  

M o d u l e s  

G U E S T  E N G A G E M E N T,  R E T E N T I O N  &  R E C O G N I T I O N  ( C R M )

G u e s t  c o m m u n i c a t i o n s  ( t r a n s a c t i o n a l ) ,  M a r k e t i n g  A u t o m a t i o n  

a n d  G u e s t  R e c o g n i t i o n / L o y a l t y .

D I G I TA L  A S S E T S ,  C O N S U LT I N G  &  W E B S I T E  O P E R AT I O N S

T h e  p r o p e r t y  w e b s i t e ,  C M S ,  H o s t i n g ,  S t r a t e g y  &  C o n s u l t i n g ,  

e t c .



Step 3: How to Structure The Budget

Guest Acquisition Marketing Minimum % Monthly Spend 
ACQUISITION MARKETING

Search Engine Optimization (SEO) 7%
Search Engine Marketing (SEM) – includes Google Hotel Ads Metasearch 22%

Smart Data Marketing (DRM & INTENT) 12%
Social Media Marketing 2%

Promotional Email Marketing (Opt-in List) 3%

CONVERSION MODULES ON THE HOTEL WEBSITE

Reservation Abandonment Application Suite 2%

Smart Personalization Engine 2%

Live Rates on the Website 2%

MULTICHANNEL CAMPAIGNS
TOTAL 66%

Guest Engagement, Retention & Recognition (CRM)

Guest communications (transactional), Marketing Automation and Guest 
Recognition/Loyalty. 9%

Digital Assets, Consulting, & Website Operations
Website Redesign & CMS (cost amortized over 24 mo) 11%
Website Revenue Optimization Consulting 8%
Website Enhancements

Restaurant/Spa Minisite/Parallax Site; Guest Portal; Smart Booking Widget; Smart Room Rates; Blog, 
Social Media Wall, etc. 2%

Website Hosting, Analytics & Operations 4%
TOTAL 25%

GRAND TOTAL 100%



Step 3: How to Structure The Budget

100 200 300 400

$650.00 $650.00 $650.00 $650.00

$65,000.00 $130,000.00 $195,000.00 $260,000.00

$58,500.00 $117,000.00 $175,500.00 $234,000.00

$6,500.00 $13,000.00 $19,500.00 $26,000.00

1.40% 1.40% 1.40% 1.40%

Non Digital Spend

% of Room Revenue (85% occ, $150 ADR)

Non Branded Hotel

# Rooms

Marketing $$ Per Room

Annual Marketing Budget

Digital Spend

Guest Acquistion Marketing 

Acquistion Marketing 100 Rooms 200 Rooms 300 Rooms 400 Rooms

Search Engine Optimziation (SEO) 15% $8,775.00 $17,550.00 $26,325.00 $35,100.00

Search Engine Marketing (SEM)* 25% $14,625.00 $29,250.00 $43,875.00 $58,500.00

Smart Data Marketing (DRM & Intent) 12% $7,020.00 $14,040.00 $21,060.00 $28,080.00

Social Media Marketing 5% $2,925.00 $5,850.00 $8,775.00 $11,700.00

Promotional Email Marketing 3% $1,755.00 $3,510.00 $5,265.00 $7,020.00

Total 60% $35,100.00 $70,200.00 $105,300.00 $140,400.00

Conversion Modules on the Hotel Website 

Reservation Abandonment 6% $3,510.00 $7,020.00 $10,530.00 $14,040.00

Total 6% $3,510.00 $7,020.00 $10,530.00 $14,040.00

Guest Engagement & Retention (CRM)

Guest Communications & Marketing 9% $5,265.00 $10,530.00 $15,795.00 $21,060.00

Total 9% $5,265.00 $10,530.00 $15,795.00 $21,060.00

Digital Assets, Consulting & Web Operations

Website redesign/improvement - amortized over 24/36 months 11% $6,435.00 $12,870.00 $19,305.00 $25,740.00

Consulting (Agency) 8% $4,680.00 $9,360.00 $14,040.00 $18,720.00
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Acquistion Marketing 100 Rooms 200 Rooms 300 Rooms 400 Rooms

Search Engine Optimziation (SEO) 15% $8,775.00 $17,550.00 $26,325.00 $35,100.00

Search Engine Marketing (SEM)* 25% $14,625.00 $29,250.00 $43,875.00 $58,500.00

Smart Data Marketing (DRM & Intent) 12% $7,020.00 $14,040.00 $21,060.00 $28,080.00

Social Media Marketing 5% $2,925.00 $5,850.00 $8,775.00 $11,700.00

Promotional Email Marketing 3% $1,755.00 $3,510.00 $5,265.00 $7,020.00

Total 60% $35,100.00 $70,200.00 $105,300.00 $140,400.00

Reservation Abandonment 6% $3,510.00 $7,020.00 $10,530.00 $14,040.00

Total 6% $3,510.00 $7,020.00 $10,530.00 $14,040.00

Guest Communications & Marketing 9% $5,265.00 $10,530.00 $15,795.00 $21,060.00

Total 9% $5,265.00 $10,530.00 $15,795.00 $21,060.00

Website redesign/improvement - amortized over 24/36 months 11% $6,435.00 $12,870.00 $19,305.00 $25,740.00

Consulting (Agency) 8% $4,680.00 $9,360.00 $14,040.00 $18,720.00

Website enhancements 2% $1,170.00 $2,340.00 $3,510.00 $4,680.00

Hosting & Analytics 4% $2,340.00 $4,680.00 $7,020.00 $9,360.00

Total 25% $14,625.00 $29,250.00 $43,875.00 $58,500.00

TOTAL 100% $58,500.00 $117,000.00 $175,500.00 $234,000.00

Guest Acquistion Marketing 

Guest Engagement & Retention (CRM)

Digital Assets, Consulting & Web Operations

Conversion Modules on the Hotel Website 



Conclusion

The way to drive more direct bookings:

1. Be able to explain, defend and justify the direct online channel as 
one of the most profitable & spread it’s value throughout the 
organization

2. Ensure your website speaks to your various customer segments, is 
fast and has multiple conversion points

3. Build your marketing plan understanding that today’s consumer 
visits 18 sites over 17 days when making a decision.  A visit to your 
website is one part of that decision so re-marketing, reservation 
recovery, SEM and email should all focus on conversion



Michael Bongiovanni
General Manager, Asia Pacific
HeBS Digital
michael@hebsdigital.com

Sammi Wu
Regional Director of Business Development, Asia Pacific
HeBS Digital
sammi@hebsdigital.com

Thank you for your time and I hope you found this valuable
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