HOW TO MAKE
MONEY FROM
EMPTY HOTEL
ROOMS
USING EARLY
CHECK-IN AND
LATE CHECKOUTS

WHY SHOULD YOU CARE?
Early check-ins and late check-outs are one of the least
optimised areas of hotel management. Below, I’ll explain exactly
why your guests hate your standard check-in times and how you
can profit from them.
But before diving deeper, why should you care? Our most
successful hotels generate up to $15,000 USD from early checkins and late check-outs each month.

Would that help you hit your revenue goals
for this year?
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THE MYTH OF GUARANTEEING
EARLY CHECK-INS
Before we get started, I want to dispel a myth about early check-ins and
late check-outs.
A lot of hotels will say to us “we can’t guarantee an early check-in as we
don’t know when their room will be ready”. This is not true. Every hotel
experiences spare capacity. Whether that be on certain days of the week or
seasons of the year, you have unsold hotel rooms.
Use those empty rooms to offer early check-ins to guests arriving the
following day and do the same to offer guests late check-outs that day. It’s
money for nothing and makes the world of difference to your guests.
For example, if you have 5 unsold rooms on a Sunday night, you know 5
guests could have an early check-in on Monday morning.
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WHY YOUR GUESTS HATE
STANDARD CHECK-IN TIMES
To truly understand your guest's pain point here, you need to put yourself in
their shoes. Whether you travel for business or leisure, international or
domestic, hotel guests all have their own travel plans. They’re driven by real
life events like flights, trains, traffic jams, meetings and the inflexible nature of
your check-in /out policies create a pain point.
Imagine you have just stepped off a 15-hour flight, you haven’t slept because
your young toddler was screaming non-stop. You wait for a taxi and arrive at
the hotel and all you're thinking is “all I want is to shower and rest”.

But when you arrive, the first thing the front desk says is “sorry, check-in isn’t
for another 5 hours”. So you have to sit in the lobby and wait.
There’s a real opportunity to profit from this pain point, if it is managed
correctly.
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HOW MOST HOTELS RUN THEIR
EARLY CHECK-IN PROCESS

To start, let’s have a look at how most hotels manage
their early check-ins. You’ll probably fall into one of
these following categories:

1. You wait for your guests to ask:
You don’t advertise early check-ins or late check-outs and instead wait for the
guest to make a request. Once the guest does so you will respond “it’s based on
availability when you arrive”.
This is the least profitable of all the strategies we see. If early check-ins and
late check-outs aren’t offered to guests, how will they know they are available?
If you wait for them to ask, you will see less demand and therefore less
revenue.
Early check-ins and late check-outs should be offered to guests as a strategy to
generate revenue from empty rooms.
If a guest wants an early check-in, it is likely to be because they have an
awkward travel schedule and are arriving early. If they have just stepped off a
flight at 6am, they want to ensure that their room will be ready, they want
certainty and peace of mind.
So if you simply reply saying it’s based on availability when they arrive, you
offer no value to the guest. Unless you create value, the guest won’t be willing
to pay. You can do so much better than this. If you have unsold inventory from
the night before you can guarantee that early check-in and collect the extra 5
revenue.

"One hotel that we work with
changed their strategy from
waiting for guests to ask for
an early check-in, to
proactively offering them to
guests and increased the
number of conversions from 5
per week to 150 per week "
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HOW MOST HOTELS RUN
THEIR EARLY CHECK-IN
PROCESS

2. Offering fixed price early check-ins
The second big mistake we see is hotels offering early check-ins at a fixed
price. Imagine you have two guests arriving at your hotel. One has arrived at
6am and the other arrives at 11am, who do you think is willing to pay more for
that early check-in? The guest arriving at 6am of course!
Your pricing needs to reflect that, it needs to be on an hourly basis. So that
guests getting access to their room at 6 am pay more than guests getting
access to their room at 11am.
This also results in a higher conversion rate as guests who only need to checkin an hour or two early are being quoted a reasonable rate, rather than the full
price.

3. Pre-reg
Some hotels will only offer pre-regs. Guests can guarantee an early check-in if
they prebook the night before.
This results in very low take-up rates and can upset guests. Would you pay
100% for something if you’re only going to use 20% of it? No, and neither
should you expect your guests to.
If you offer a reasonable price for the added hours they need to use the room
for, you will see a much higher take-up rate and consequently higher overall
revenue.
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HOW MOST HOTELS RUN THEIR
EARLY CHECK-IN PROCESS
4. Up-sell emails
The most common mistake we see is
offering early check-ins and late check-outs
through upsell emails. This results in
reduced revenue for three main reasons:
Firstly, the timing is wrong. Most upsell
emails are sent either at booking or around
a week before arrival. This is designed
because the guest is starting to get excited
about their trip and its the perfect time to
3.sell room upgrades, bottles of wine for
arrival etc.
However, it’s not a good time to sell early
check-ins, the optimum time is 24 hours
before arrival for two reasons A) this is when
the pain point of not being able to get
access to their room is forefront in your
guest's mind and they are stressed about it,
B) you need to have a good visibility as to
your occupancy so that you know which
rooms you can offer early check-ins in and
which you can’t. It’s hard to get this visibility
Upsell
emails
a week
before arrival.
Secondly, pricing. If you are offering your early check-ins and late check-outs
via an upselling email, you are probably quoting a fixed price, not an hourly
price, which as I mentioned above, results in lower revenue generated.
Thirdly, available inventory. As I mentioned earlier, you need to be able to
guarantee that early check-in in order for it to be valuable to your guest. As
such, the offer needs to be tied to your available inventory. If you are sending
out mass emails via platforms like Nor 1, this is likely not happening. Would
you agree to buy something, without knowing it is available?

This is the most common mistake we see, the simple act of
changing when you offer early check-ins and late check-outs
from a week in advance to 24 hours in advance of arrival will
increase your revenue by at least 3x.
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HOW MOST HOTELS RUN THEIR
EARLY CHECK-IN PROCESS
5. Offering early check-ins at your front desk.
Last year we offered over 10,000
early check-ins and late check-outs
and there’s a golden rule that we
have learnt:
The key is timing:

The offer must be made before
the guest reaches the front desk.
To understand why we need to jump
back into your guest’s shoes.
Imagine you have just arrived at the
hotel. You’re tired and easily
agitated. The front desk says your
room is ready, but it will cost $50 to
check-in early.
This makes you angry. You know
your room is ready, but they’re not
letting you in.

You are just about to board your
flight and you receive an email
from the hotel saying “there is a
limited number of early check-ins
available, you can guarantee yours
for $50”. You're now worried that if
you don't book it - you'll miss out.

Psychologically...It’s a completely
different ball game.
This is the golden rule of early
check-ins. As a hotel, you’re now
not a penny-pinching early checkin seller, but instead, you’re giving
your guests who need the room the
most, the opportunity to guarantee
that they’re not going to have to
wait in the lobby for 6 hours when
all they want is a shower and to
sleep. And that’s worth paying for.

To look at the alternative, let’s jump
back 24 hours...

The key is timing
If you fall into any of the above categories, read on,
you’ve got a big opportunity to substantially increase
revenue in this area.
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"Our most successful hotels
generate up to $15,000 USD
from early check-ins and late
check-outs each month."
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HOW YOU SHOULD MANAGE YOUR
EARLY CHECK-IN PROCESS.

TIMING | INVENTORY MANAGEMENT | PRICING

Now that I’ve explained what doesn’t work, let me
introduce what does.
Every hotel has empty rooms, some of the time. Whether you experience
lower occupancies on certain days of the week, say Sunday night, or particular
seasons during the year.
Instead of these rooms just sitting empty, they should be used to offer early
check-ins or late check-outs to your existing guests.
Let’s break this down. Say, for example, you have 10 rooms available tonight.
These rooms are sitting clean, empty and, most importantly, they aren’t
generating any revenue. So instead, you should proactively offer these rooms
to your existing guests so that they can extend their stay through an early
check-in or late check-out for a fee.
Not only is it money for nothing, but it’s also providing much-needed
flexibility to your guests when they need it. Guests hate standard check-in
times.
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HOW YOU SHOULD MANAGE YOUR EARLY
CHECK-IN PROCESS.
TIMING | INVENTORY MANAGEMENT | PRICING
As with everything, the key
is timing. You can’t guarantee

these early check-ins and late
check-outs weeks or months in
advance as you won’t have any
visibility of occupancy and which
guests you can offer early check-ins
to.

We find the optimal time is
24 hours before arrival.

We find the optimal time is 24
hours before arrival. Remember we
are using empty rooms from the
night before to offer early checkins. So if you send offers 24 hours
before the guest’s arrival you are
using empty rooms from that
coming night.
On the day, most hotels have a
good idea of their inventory for
that evening and can safely
allocate early check-ins based on
unsold rooms.
To make sure that is understood
correctly, if you send an early
check-in offer to a guest arriving on
the 25th May you are using an
empty room from the 24th May and
will send the offer on the morning
of the 24th May, make sense?
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HOW YOU SHOULD MANAGE YOUR EARLY
CHECK-IN PROCESS.
TIMING | INVENTORY MANAGEMENT | PRICING

How to ensure you don’t double book a room.
However, some hotels will experience a lot of same-day bookings and walkins. Particularly city centre properties.
So to ensure you don’t double book rooms we need to build in a safety
margin, a fixed number of rooms that are always kept to one side and
excluded from any ECI/CLO offers.
To illustrate this working in practice, imagine you have 50 rooms in your
standard room category and we’ve set the buffer at 10%, 5 rooms.
If you only have 4 rooms available one evening. No early check-ins or late
check-outs should be offered. However, if you have 6 rooms available, one
early check-in or late check-out should be offered. If you have 10 rooms
available, five early check-ins should be offered, etc etc.
The size of this buffer will depend on your hotel and how many walk-ins you
receive. We usually find 10% is adequate for most hotels.

HOW YOU SHOULD MANAGE YOUR EARLY
CHECK-IN PROCESS.
TIMING | INVENTORY MANAGEMENT | PRICING
Ultimately, when it comes to early check-ins and late check-outs everything
comes down to pricing.
Set it too high and no one will buy, set it too low and you’ll leave money on
the table.
We have sold tens of thousands of early check-ins and late check-outs so have
a good understanding of the factors involved in setting optimum pricing.
The most important point is that it has to be dynamic, if a guest wants to
check-in at 8am it should cost more than for a guest that wants to check-in at
11am. The simplest way to achieve this is to set your pricing on an hourly
basis.
But what should that hourly price be?

THAT'S WHERE WE COME IN!
This will vary hugely from hotel to hotel and
depend on everything from your ADR to the
nationality of your guests to the flight
arrival patterns in your local airport.
We offer a free pricing consultation at
HotelFlex, just email me at
max@hotelflex.io if you would like to take
us up on that.
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WHY DO YOUR GUESTS
WANT EARLY CHECK-INS
AND LATE CHECK-OUTS?
This is simply because a portion
of your guests either arrive on
early morning flights or leave on
late afternoon / early evening
flights. Look at the average arrival
time of flights into major cities:

20%
of flights arrive before
9am in major airports.

AVERAGE FLIGHT
ARRIVAL TIME
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SIGN UP FREE TODAY AT HOTELFLEX.IO

