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The OTA Pricing Playbook

How to Optimize Dynamic Rates
Across 10+ Distribution Channels

Powered by ZUZU Hospitality



You're Losing 12-18% Revenue. b

Here's Where It Goes.

] Wrong Commission Math X Channel Blindness

Selling at $150 @ 18% # Selling at $145 @ 15% You push Booking.com. But Agoda nets you more
profit.

B8 Manual Chaos e One-Size Pricing

20 hrs/week updating rates = $18,200/year wasted. Chinese travelers # European backpackers.

Hotels managing 10+ OTAs without strategy leave $80k-250k/year on table!



What You'll Master Today

v FOUNDATION: Commission Truths & Metrics
v CHANNEL SECRETS: Booking, Agoda, Expedia, Trip.co

v NEW TACTICS: Overbooking & Parity Hacks

+ EXCLUSIVE RESOURCES:

o Channel exit strategy (When to drop an OTA)
e Rate dispute email scripts

e Excel calculator templates included!
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Why Each OTA Needs Different Pricing

Primary Market
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Guest Type

Booking.com
Agoda
Expedia
Trip.com

Traveloka

Europe
Asia
USA
China

SEA

Booking Window Commission

21days 18% 45%
14 days 15% 68%
28 days 20% 35%
10 days 15% 75%
7 days 12% 82%

Leisure
Leisure
Leisure + Biz
Luxury

Domestic

KEY INSIGHT: Mobile-heavy = Last-minute = Different pricing needed!



The Commission Truth

Formula Deep Dive

Net Revenue = (Rate x Occ) - (Rate x Comm% x Occ)

Scenario A: Booking.com

$150 @ 18% comm, 75% occ
Gross: $112.50 | Net: $92.25/room
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Scenario B: Regional OTA [%4 WINNER

$140 @ 12% comm, 78% occ
Gross: $109.20 | Net: $96.10/room

Scenario C: Direct

$135 @ 0% comm, 68% occ
Gross: $91.80 | Net: $91.80/room

Bottom line: Scenario B wins despite lowest gross rate.
Why? Lower commission + higher conversion.
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Rate Parity Is Dead

Y OLD MYTH (2010s) NEW REALITY (2026)
"All OTAs must show exact same price." "Strategic rate positioning by channel."

You CAN vary rates if you justify with:

o |  Different inclusions (breakfast, cancel
policy)
e Payment terms (prepay vs
pay-at-hotel)
e Member-only rates

Package vs room-only



=
The 5 Metrics That Matter PAVFAY

1. Net RevPAR by Channel 2. Channel Mix %

(ADR x Occ) x (1- Comm%). Shows true profit Target: No single OTA >40%. Reduces dependency
contribution. risk.

3. Cost Per Booking 4. Booking Window

Commission $ + Staff Time. "Cheap" OTAs can be By channel. Determines pricing strategy timing.

expensive.

5. Guest Quality Score

Review score, damage rate, no-show %. Some channels bring problematic guests.



-
The Channel Hierarchy Framework Soniar

Strategy Execution:

Tier 3 (Premium)

Niche/Luxury (10% Bookings) ¢ Master Tier 1: Maximize

base volume.
Tier 2 (Growth) . ) .
Expedia, Trip.com, Regional (30% Bookings) o Grow Tier 2: Diversify and

find margins.

Tier 1 (Foundation) . . .
Booking.com, Agoda (60% Bookings) e Cherry-pick Tier 3: High

margin, low volume.




Booking.com: Positioning Strategy i

Profile: 400M+ users, Europe-dominant, high expectations.

Pricing Philosophy: "Your BAR Anchor"

e Set at or near highest rate (justify with flexibility).

e Use this as reference for other OTAs.

Genius Program Analysis

Normal: $150 @ 18% = $123 net
Genius (-10%): $135 @ 18% = $110.70 net
Visibility Boost (+15% vol): $127.30 effective

Verdict: YES, if you're not already Top 3 in your area.



Booking.com: Common Mistakes & Fixes il

X Mistake 1: Mobile-only rates 20% cheaper

Why bad: Cannibalizes desktop bookings.
Fix: Mobile rate = Desktop rate, add value instead (late checkout).

X Mistake 2: Constant "Deal of the Day"

Why bad: Trains guests to wait for deals.
Fix: Use strategically 4-6 times/year only.

X Mistake 3: Ignoring Preferred Partner rules
Cost: -30% visibility.
Fix: Maintain 24hr response, enable instant booking.

B1 Exit Strategy: Drop ONLY if Direct >40% & Regional OTAs perform better.



Agoda: The Asian Giant

Profile: Asia-dominant, mobile-first (68%).
Pricing: Can be 3-5% below Booking.com.

Secret Deals Strategy
e Unpublished rates (10-30% off)

e Best use: Fill last-minute inventory (7 days out)

o Net gain: $89.25 vs Empty Room ($0)

Package Strategy
e Room + Breakfast markup: +$15-20
e Your benefit: Breakfast cost = $8, Net gain: $7-12
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Agoda: Mobile Optimization

FACT: 68% of Agoda bookings are mobile.

Photo Strategy (First 3 must be):
e Bed (zoomed in, luxurious)
e Bathroom (clean, modern)

e View from room

Review Management:

e Ask on check-out day (WhatsApp)
« "Enjoyed stay? Share on Agoda: [link]"

Payment Optimization:

Accept Alipay, WeChat Pay, GrabPay (+12-15% conversion).
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Expedia: The Package Master

Profile: Strong US/EU, Package-focused.

Pricing: Can be 2-5% ABOVE Booking.

Standalone vs Package

List BOTH: Standalone $150 | Package $165
Why higher? Guest booking flight is already committed.

Negotiation Leverage
e >50 room nights/mo: Ask for 17% commission.

e >200 room nights/mo: Ask for 15% + marketing.

Script: "We're seeing strong performance. Can we discuss a tiered
commission structure?"
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Expedia Rewards: The "Free" Loyalty Hack

Program: Guests earn points for booking through Expedia.

The Magic Formula
e Your Cost: 0% (Expedia absorbs the points cost)
e Your Benefit: Repeat bookers, higher loyalty

Action Item:

Promote this implicitly. "We notice you booked via Expedia. Enjoy
your rewards points!" (Makes them feel smart, increases loyalty to

your property).



Trip.com: The China Key

Profile: China's #1 OTA. Premium acceptable (+5-10%).

Critical Requirements:
e Must accept: Alipay, WeChat Pay (+40% conversion)
e Mandatory: Chinese property description

e Chinese travelers spend 30% more on-property.

Lunar New Year Strategy

Demand 3-5x. Pricing +50-80% surge acceptable. Load rates 60-90
days in advance (November).

When to Skip: If <5% of guests are Asian, opportunity cost is too high.
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Regional OTAs: The Hidden Gold

Examples: Traveloka, MakeMyTrip, HotelsCombined

Commission: 10-15% (Lower volume, higher margin)

Strategy by Region:
o SEA (Traveloka): Last-minute, GoPay/OVO. Fills

weekdays.
 India (MakeMyTrip): Family, Value-focus. Add meals.

o AU/NZ (Wotif): Spontaneous, Negotiate to 12%.

Target: 20-30% of total bookings from regional OTAs to reduce
dependency on the duopoly.
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Niche & Luxury OTAs

Examples: Tablet Hotels, Mr & Mrs Smith, Design Hotels
Commission: 8-12% (Lower, but exclusive)

Pricing & Curation:

e Premium Pricing: +15-25% above BAR. Guests expect
premium, not deals.

e Inclusions: Add perks (wine, late checkout).

e Don'tlist all rooms: Only show Suites/Premium to

maintain exclusivity.

ROI Check: If luxury OTA delivers <10 bookings/year, cut it. Staff time

> commission savings.
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Direct Booking: Your 0% Channel

Every direct booking = full revenue. Target: 35-40%

Pricing Strategy:
e Lowest Rate: Direct = 5-7% below OTA.

e Add Value: Free breakfast, room upgrade, flexible cancel.

Marketing Mix:
e Google Hotel Ads: 10-12% comm, drives to site.

e Email Past Guests: Cost near zero, 8-12% conversion.

Measurement: Cost per direct booking target <$15.

A
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Overbooking Strategy by Channel

Professional hotels overbook 3-7% to compensate for
no-shows.

Channel Overbook % Why

Booking.com 5-7% High cancellation (flex policy)
Agoda 3-5% Lower cancellation, some no-shows
Expedia 4-6% Moderate

Direct / Prepaid 1-2% Lowest risk

Safety Net: Have a partner hotel ready for walk-outs. Net gain from
overbooking outweighs walk-out costs.
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-
The Math: Why Overbooking Works iy

Scenario: 100 rooms, 95% target occupancy. Booking.com
historical no-show rate = 5%.

If everyone shows up (Worst Case):
Walk 5 guests.
Cost: 5 x $150 (hotel) + $400 (goodwill) = -$1,150

The Monthly Benefit:
5 x $120 net rev = $600/night

$600/night x 30 nights = +$18,000/month

Verdict: The $18k gain heavily outweighs the $1.1k risk.




Last Room Availability Tactics

Situation: 1-3 rooms left, <7 days to arrival.

Strategy 1: Channel Sequencing

Day 7: Close cheapest OTAs.
Day 5: Keep only highest-rate channels.
Day 2: Direct + Walk-ins only.

Strategy 2: Surge & Package

When 95% booked: Direct +25%, Booking +30%, Last room +50%.
Close room-only, force "Room+Dinner" packages.
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Rate Parity Disputes: Scripts

OTAs will complain. Here is how to respond professionally.

Scenario 1: Lower on Direct Site Scenario 2: Lower on Agoda vs Booking

"The lower rate is our 'Member Rate' exclusively for "Agoda’'s rate is non-refundable/prepaid. Yours
loyalty members. This is permitted under MFN offers 24h free cancellation. Different products,
clause 3.2.4 (closed user groups). Your rate remains different pricing. Plus, commission structures differ,
our public BAR." dffecting net rates."

The Nuclear Option (Threaten Delisting): "We have alternative channels ready to absorb that demand. We prefer a

collaborative solution."



Cancellation Policy Optimization

The Hidden Revenue Lever: Affects rate, not just refunds.

o Tier 1: Flexible (Highest Rate)

Cancel 24-48h before. Use for Booking/Expedia.
o Tier 2: Moderate (BAR -5%)

Cancel 7 days before. Use for Regional OTAs.
o Tier 3: Non-Refundable (BAR -15%)

Drives 15% MORE total bookings from price-sensitive

guests.

Bonus: Non-refundable no-shows = You keep 100% (Industry avg is
5-8%).
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=
The Math: Tiered Cancellation AT

Single Flexible Policy: $150 x 100% = $150 avg n

Three-Tier Policy Mix:
Flexible: $150 x 60% = $90
Moderate: $142 x 25% = $35.50
Non-ref: $120 x 15% = $18

Weighted ADR: $143.50 (Wait, that's worse?)

NO! Because Non-ref drives 15% MORE total bookings.

New Total: $143.50 x 1.15 = $165 Effective Revenue
*Plus you keep 100% of non-ref no-shows!
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Channel Performance Dashboard

1. Net RevPAR
>$100 & growing - Scale it.

A $80-100 - Test new pricing.
& <$80 - Investigate/Exit.

3. Channel Mix %

Danger: Any single OTA >50%.

Target: Top 30%, 2nd 20%, Direct 25%.

2. Booking Window

Shortening = Raise rates.
If Booking.com drops from 21to 10 days = Competitor
is undercutting you.

4. Guest Quality

Track review scores and damage. If OTA X brings
3.8-star avg & 12% no-show = EXIT.



The Review Checklist

Monthly (Week 1)
e Run revenue by channel (Net)

e Compare vs last month/year

e |dentify best & worst performers

e If Channel A dropped >15%, investigate why.

Quarterly Deep Dive
o Commission audit (Did they raise rates?)

e Contract review for volume discounts
e Check Tech/Integration health
o Exit strategy: Should any OTA be cut?
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Top 10 Multi-OTA Mistakes (Part 1) ZHEY

X 1. Same Rate All OTAs

X 2. Chasing Booking Rank

X 4. Manual Rate Loading

X 5. Not Tracking Net Rev.

[ X 3. Ignoring Regional OTAs

Why bad: Ignhores the difference in commission rates.
& Fix: Use a commission-adjusted pricing model.

Why bad: Creates a race to the bottom, destroying net revenue.
& Fix: Focus on Net RevPAR, not gross volume.

Why bad: You miss out on 30% of potential domestic/regional market.
& Fix: Add 3-5 regional OTAs based on your location.

Why bad: High risk of errors, delays, and 20+ hrs/week wasted.
& Fix: Use an integrated PMS + Channel Manager (Auto-sync).

Why bad: You think you're winning, but high commissions mean you're
losing.
& Fix: Build a dashboard with NET calculations.



-
Top 10 Multi-OTA Mistakes (Part 2) AT

Why bad: Blindly following outdated MFN (Most Favored Nation) rules.

X 6. Rate Parity Paranoia & Fix:Understand MFN loopholes and use rate fences.

Why bad: Being 100% OTA dependent gives you zero leverage.

X 7.No Direct Incentive & Fix: Price direct 5-7% lower + add value (e.g., breakfast).

Why bad: Chinese tourists # European backpackers (Different needs).
& Fix: Use channel-specific services and payment methods.

X 9.N N . e Why bad: Accepting standard rates means leaving money on the table.
- Never Negotiating & Fix:If >50 rooms/month per OTA, ask for a volume discount.

Why bad: Wasting operational time on channels that don't deliver.
& Fix: Do a quarterly review and cut the bottom 20% of channels.

X 10. No Exit Strategy

[ X 8. Treating Guests the Same



-
The Tech Stack Options Zuzy

Option A: All-in-One (ZUZU)

PMS + CM + RMS together.
Single login, no sync issues, cheaper.
A Less component flexibility.

Option B: Best-of-Breed -
Separate tools (e.g., Opera + SiteMinder).
Choose best per category.

A Integration complexity, higher cost.

Red Flag: If a vendor says "Updates every 2-4 hours" — Run away! Risk o
of overbooking.
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Tech Integration: Checklist & Red Flags

@ Must-Have Checklist
e 2-way sync: CM > PMS automatically.

e Real-time: <60 seconds update time.
e Error handling: Alerts if sync fails.

e Inventory pooling: One pool for all.

M Run Away If Vendor Says:

« "Updates every 2-4 hours" (Too slow!)
e "You must manually confirm bookings"

« "We don't integrate with [Your PMS]"




90-Day Implementation Roadmap

Month 1: Foundation Month 2: Optimization
e Calculate Net RevPAR e Activate OTA specific
e Setup PMS + CM tactics
Integration « Configure Dynamic
Rules

e Build Pricing Ladder

e Build Analytics
Dashboard

Month 3: Scale

e Review 60-day

performance

e A/B test policies

e Target: 10-15% Net
RevPAR boost
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-
You Have The Playbook. What's Next? ool

> ¥ ) §

Path 1: DIY Path 2: Hybrid Path 3: Done-For-You
Use Excel templates. ZUZU Tech + Strategy Calls. ZUZU Team manages it all.
20-50 room hotels. 50-150 rooms. You focus on operations.
20-30 hrs to setup. Expert guidance. Complete peace of mind.

BOOK 30-MIN STRATEGY CALL


https://zuzuhospitality.com/request-demo

ONE SYSTEM TO

RUN & GROW
YOUR HOTEL

e

Direct Smart 20+ OTA Revenue
Bookings Cloud PMS Channels Experts /

@1 GET FREE DEMO NOW /,

il


https://zuzuhospitality.com/request-demo

