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AHLA/HTNG DOES NOT PROVIDE LEGAL ADVICE OR REPRESENTATION TO ANY 
INDIVIDUAL PERSONS OR MEMBERS. TO THE EXTENT THIS RESOURCE CONTAINS 
INFORMATION ABOUT THE LAW THAT IS DESIGNED TO HELP THE RECIPIENT 
UNDERSTAND OR ADDRESS HIS OR HER OWN LEGAL NEEDS, SUCH INFORMATION 
DOES NOT CONSTITUTE LEGAL ADVICE OR REPRESENTATION BY AHLA/HTNG. EACH 
INDIVIDUAL AND BUSINESS IS RESPONSIBLE FOR ASSESSING, UNDERSTANDING, AND 
PREPARING FOR USING AI TOOLS AS THEY DEEM APPROPRIATE. MEMBERS SEEKING 
SPECIFIC LEGAL ADVICE WILL FIND ADDITIONAL RESOURCES AT WWW.AHLA.COM/
ALLIEDATTORNEY. AHLA/HTNG DO NOT FACILITATE AND MEMBERS SHOULD NOT 
DISCUSS OR AGREE ON ROOM RATES, PRICE FORMULAS, DISCOUNTING PRACTICES, 
CAPACITY/INVENTORY DECISIONS, CHANNEL RESTRICTIONS, COMMISIONS, OR OTHER 
COMPETITIVELY SENSITIVE TERMS. ALL COMMERCIAL DECISIONS REGARDING PRICING, 
AVAILABILITY, AND DISTRIBUTION MUST BE MADE INDEPENDENTLY BY EACH COMPANY.

AHLA/HTNG DISCLAIMER AND  
ANTITRUST REMINDER

https://www.ahla.com/alliedattorney
https://www.ahla.com/alliedattorney


Guidelines to Success: 
Framing MCP and the Path Ahead
As hotels prepare for the AI-driven future of search and booking, it’s important to take a balanced, 
strategic approach. The Model Context Protocol (MCP) is a promising development that may eventually 
enable direct, real-time connections between hotel systems and AI platforms. However, it’s still early — 
current implementations are limited, and key questions about how AI assistants route booking requests 
(direct vs. OTA) remain unresolved. 

The way travelers search, evaluate, and book hotels is rapidly changing. Large Language Models (LLMs)  
and AI-powered agents — like ChatGPT, Perplexity, and emerging digital assistants — are quickly becoming 
the first stop for trip planning. This shift represents both a challenge and an opportunity for hoteliers.  

In this environment, success means staying informed, participating in industry dialogue, and preparing 
your data and systems for integration, to remain nimble as the technological landscape changes. By 
strengthening your content, ensuring discoverability, and collaborating through groups like AHLA/HTNG 
to advocate for fair and transparent distribution practices, brands and hotels can help shape the next 
phase of AI-driven bookings rather than simply react to it. AHLA/HTNG efforts are limited to technical 
standards, education, and lawful advocacy, and do not include commercial coordination.

To stay competitive, hotels must take control of how their content, rates, and availability data are 
presented to AI systems. This requires a dual strategy:

1. Open Access to Crawlers: Ensuring hotel websites can be crawled by reputable bots  
(e.g., Common Crawl, a nonprofit) so LLMs can learn from your content and include your  
property in their “knowledge base”

2. Real-Time Data via MCP: Feeding accurate, live data directly from your systems into AI tools  
so information is always up-to-date and reliable

TAKE ACTION NOW: PLEASE ENSURE THAT YOUR TEAM WALKS THROUGH THE ACTION 
CHECKLIST IN SECTION 8 TO OPTIMIZE YOUR HOTEL FOR AI-DRIVEN DIRECT BOOKINGS.
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2 Why Hotels Should Care
Combined with strong content strategies and ARI (Availability, Rates, Inventory) optimization, 
this approach can help hotels protect visibility, drive direct bookings, and build stronger guest 
relationships in the age of AI.

AI AS THE NEW “FRONT DOOR”: Travelers increasingly ask AI assistants for 
recommendations on stays and experiences within their budget parameters.

CRAWLING SHAPES AWARENESS: If bots cannot access your site, LLMs may not 
“know” your property exists — or may rely on incomplete third-party data.

LOSS OF CONTROL WITHOUT INTEGRATION: Without both crawling and direct  
feeds, hotels risk being misrepresented or overlooked.

A PIVOTAL MOMENT  
Hotels that move quickly can shape their presence in AI-driven travel search before less  
favorable monetization options become entrenched.



AI-Native Hospitality Commerce  
Ecosystem Diagram 
The Distribution Architecture diagrams are 
intended to provide both a business and 
technical framework for understanding how 
emerging AI-driven commerce and distribution 
models may interact with the hospitality 
ecosystem. The diagrams are designed to 
be reviewed progressively. We recommend 
starting with the simplified business view to 
understand the major participants, workflows, 
and relationships across the ecosystem, then 
moving to the technical view and associated 
drill-downs, which provide additional detail  
for each functional area.

From a business perspective, the diagrams are important because they illustrate how agentic AI 
and emerging consumer AI platforms may fundamentally alter how travelers discover, evaluate, 
book, pay for, and experience hospitality products and services. The architecture highlights the 
potential risks and opportunities associated with this shift. These include impacts to distribution 
reach, attribution, pricing integrity, customer ownership, loyalty engagement, and commercial 
control, offering insights into the evolving landscape of the hospitality industry. By providing a 
common reference model, the diagrams help hospitality stakeholders understand key concepts 
and identify operational gaps. The DART taskforce aims to foster efficiency in this sector, helping 
operators better understand where partners, platforms, and standards bodies may be required.   

From a technical perspective, the diagrams provide a structured view of the systems, protocols, 
data flows, and integration points necessary to support trusted and commercially sound AI-
driven distribution. The architecture is organized into five layers: Discoverability, Experience, 
Protocol Rails, Hotel Systems, and Governance, Policy, and Observability, each representing a 
distinct functional domain within the ecosystem. 

The Protocol Rails layer illustrates the distinction between the direct path, in which hotels 
connect to AI agents through hotel-owned protocol endpoints, and the indirect path, in which 
the connection is mediated by third-party or intermediary systems. The drill-downs illustrate how 
core hospitality systems, such as CRS, PMS, channel management, payments, identity, loyalty, 
and CRM/CDP, content management, and discoverability mechanisms, are crucial components 
that must interact within an increasingly automated ecosystem, showcasing the interconnected 
nature of these systems. They also identify areas where emerging standards, interoperability 
models, authentication frameworks, and governance practices may be needed to support 
scalable adoption.

These materials are not intended to represent a finalized future-state architecture, but rather 
to establish a framework that can evolve over time as technologies, standards, and market 
expectations mature. The diagrams and supporting documentation are expected to continue 
evolving through implementation feedback and future phases of work.

CLICK TO VIEW INTERACTIVE DIAGRAM
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https://www.ahla.com/ai-native-hospitality-commerce-ecosystem


The Model Context Protocol (MCP): 
A Direct Data Channel
MCP is a new standard introduced by Anthropic in late 2024, quickly embraced by OpenAI, 
Microsoft, and Google in early 2025, that allows hotels to connect their systems directly to AI 
platforms. Think of it as a bridge between your property’s central systems and the AI tools  
travelers are already using. 

Key Advantages of MCP:
DIRECT CONTROL OVER YOUR DATA 
Ensure descriptions, amenities, photos, and promotions stay accurate.

BOOSTED AI VISIBILITY 
Make it easier for AI assistants to surface your property.

REAL-TIME ARI DELIVERY 
Provide availability, rates, and inventory instantly. (Please note: the AI tools may not display 
all your offers but may select a subset to present to the end user. Each hotel must make 
independent distribution decisions and is not required to follow AI recommendations.)

GUEST ENGAGEMENT 
Allow AI to showcase your unique packages, amenities, and experiences —  
and recognize loyal guests in a meaningful way.
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DIRECT DATA, DIRECT IMPACT      
Control your data, elevate your visibility, and deliver impactful guest engagement.

SMART ARI UTILIZATION   
Real-time accuracy, packaged offers, and inventory controls to protect content accuracy across 
distribution channels.

5 Beyond MCP:  
Tools to Maximize Content and ARI Data

OPEN CRAWL ACCESS  
Keep your robots.txt open to reputable crawlers so LLMs can directly ingest your 
property content.

RICH, STRUCTURED CONTENT  
These tools can provide up-to-date high-quality photos, detailed room/amenity 
descriptions, and local experiences in structured formats.

DYNAMIC UPDATES  
Seasonal packages, event tie-ins, sustainability initiatives, and exclusive loyalty-member 
offers can all be delivered dynamically to enhance engagement and drive greater loyalty.



The Direct Booking Opportunity  
With AI Agents
When connected properly, AI tools can guide guests seamlessly from discovery to decision through 
direct booking channels.  For years, hotels have been adjusting to search engine optimization 
(SEO), travel agencies (OTAs), and metasearch. But today’s reality is different: AI assistants like 
ChatGPT, Claude, Gemini, Copilot, and Perplexity are becoming the new travel planners.

ANSWERING PRE-BOOKING QUESTIONS 
AI can instantly respond using your own verified content. Travelers are asking 
conversational questions (“Find me a boutique hotel in Barcelona under $200”)  
and increasingly searching for hotels and getting answers without clicking websites.

REDUCING FRICTION 
With live ARI feeds, AI can provide quotes and seamlessly hand them off to your  
booking engine.  

STRENGTHENING LOYALTY 
By engaging guests directly in their planning journey, hotels can upsell and capture  
repeat business.
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Call to Action
AI isn’t the future — it’s here today. Travelers are already relying on LLMs and AI agents to shape  
their choices. By allowing crawlers to learn from your website and using MCP to deliver live data, 
hoteliers can:

SECURE VISIBILITY INSIDE AI SYSTEMS

DRIVE MORE DIRECT BOOKINGS

DELIVER ACCURATE, TIMELY, PERSONALIZED GUEST INTERACTIONS

FUTURE-PROOF — OPTIMIZE YOUR HOTEL FOR AI-DRIVEN BOOKING  
ENGINES AND MONETIZED SEARCH

YOUR NEXT GUEST IS ALREADY USING AI: PUT YOUR HOTEL WHERE TODAY’S 
TRAVELERS ARE SEARCHING AND BOOKING.
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HOW IT WORKS   
MCP enables AI agents to communicate directly with a hotel’s system in a standardized manner  
— similar to a universal API connector but specifically designed for LLMs. 



Action Checklist: Optimize Your Hotel 
for AI-Driven Direct Bookings
ENABLE AI VISIBILITY
❑  Review and update your robots.txt file to allow reputable crawlers (e.g., Common Crawl).
❑  Verify that your website content (rooms, amenities, location, offers) is indexable and publicly accessible.
❑  Ensure metadata (titles, descriptions, schema markup) is accurate and structured.

STRENGTHEN CONTENT QUALITY
❑  Refresh all images and room/amenity descriptions with high-resolution visuals and current details.
❑  Add structured data (e.g., schema.org markup) for rooms, rates, amenities, and location.
❑  Highlight unique experiences, sustainability programs, and local partnerships.
❑  Keep seasonal and promotional content updated.

INTEGRATE WITH MCP (MODEL CONTEXT PROTOCOL)
❑  Connect your central systems (CRS/PMS/Booking Engine) to MCP for real-time ARI  

(Availability, Rates, Inventory) delivery.
❑  Test your live data feed to ensure accuracy and speed.
❑  Work with your tech partners or HTNG working groups to support MCP adoption.
❑  Establish monitoring and alert systems to maintain data reliability.

OPTIMIZE FOR AI-POWERED BOOKING
❑  Confirm your direct booking engine can handle AI-driven handoffs (links or APIs from agents).
❑  Enable instant responses to pre-booking questions using verified content.
❑  Review distribution strategy to ensure consistency and reduce unintended discrepancies  

across all channels.
❑  Explore AI integrations for loyalty, upselling, and personalized offers.

 MEASURE AND EVOLVE
❑  Track AI-originated traffic and conversions to your booking site
❑  Monitor how your property is represented in AI summaries and responses.
❑  Participate in industry pilots and HTNG initiatives around MCP and AI initiatives.
❑  Revisit your digital strategy quarterly to stay ahead of evolving AI models and monetization trends.

QUICK WIN PRIORITIES (START THIS MONTH)
❑  Open crawler access
❑  Refresh and structure your hotel content
❑  Begin MCP integration conversations with your tech partners

BE DISCOVERABLE. BE ACCURATE. BE BOOKABLE.
HOTELS THAT ACT NOW WILL DEFINE HOW GUESTS FIND AND BOOK STAYS IN THE AI ERA.
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