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Hotel Business 

Post Covid-19 Reopening and Rebuilding Guide



As businesses begin to open their doors again in the shadow of the Covid-19 
pandemic, hotel and restaurant owners all over the world are having to adapt and 
change how they operate. This may prove to be a pivotal time – some businesses 
have decided simply to close, others to re-open as close to the previous model as 
possible, and some are significantly reinforcing their brand or reforming their offering. 

Remaining profitable while ensuring safety for staff and customers and still providing 
an enjoyable consumer experience is a daunting prospect – but it may also provide 
an opportunity for positive change.

Following the success of our Coronavirus Crisis Guide, issued back in April, our 
consultants have now compiled this Rebuilding Your Hotel Business Guide that I am 
excited to share with you.

Having worked extensively in the sector before coming together to advise the 
international hotel industry over 16 years ago, our experts have significant 
experience in helping businesses adjust to economic, political, social and climate-
related challenges. They are well placed to answer the questions faced by hoteliers 
across all aspects of their business and here share their thoughts and suggestions for 
immediate and longer term strategies to help you navigate this re-opening period. 

Overview

Katrina Craig
CEO



Operations

How are you communicating with your 
guests, clients and, as importantly, your staff?
Have you gone into enough detail to be 
ready?
Where are you getting your health and 
sanitation expertise from?

• Implement a well-thought-out reopening plan to ensure that you are able to 
operate within new guidelines.  This should involve the same structured critical 
paths as in an initial hotel pre-opening. 

• Involve the right people.  This may be challenging if key members of your team 
are furloughed or have been laid off, but where possible, the effort should be led 
by the GM with senior leaders from Operations, HR, Sales and Marketing and 
Finance. Discuss internally how responsibilities will be handled should any key 
team member fall ill or need to go into isolation.

• Do your research.  It is vital to stay up to date with all local developments and 
reopening phases, remaining compliant and responsive.  

• Be aware of what your competitors are doing and look at what measures hotels 
in other destinations have taken. Monitor  how guests are reacting to those 
measures on Trip Advisor and on social media.

• Where possible, identify a local health specialist who can provide specific 
guidance for you. But be focused on the guest experience, any measures you 
put in place should be there to ensure guest safety whilst still allowing them to 
enjoy their stay. New procedures need to be carried out consistently or else 
guests may perceive you as merely ‘paying lip service’.

• Have a clear communication plan for all your stakeholders. As you are 
monitoring local reopening phases or conditions, dates and levels of operation 
may be restricted at short notice.  Be prepared to update your guests, staff and 
stakeholders quickly if there are changes.  

• Have a plan to enforce your hygiene strategy with guests.  Provide your staff with 
training in how to handle guests that are not following social distancing 
recommendations and have managers present to support them.  

Jim Mikula, Director of Development and 
Operations, Ojo Caliente Mineral Springs

“The biggest challenge is guest behavior when 
not following recommended guidelines, such as 
masks and physical distancing.  Make sure 
managers are visible in guest areas so that 
employees are not put into difficult situations with 
guests who are not following guidelines.  Capture 
what you are learning everyday so that you can 
nimbly adjust policies & procedures.”

Donald Bowman
Luxury Hotel Operations 



Food & Beverage

What needs to change in hotel F&B outlets?
How can hotels maximise F&B revenues?
What is the long term future for restaurants?

• Redefine spaces within your restaurant to maximise every opportunity to 
accommodate guests with social distancing whilst enabling good service.

• Consider reconfiguring space to incorporate private dining in booths or by 
dividers– combining a social dining experience with minimal contact with other 
guests in a controlled environment. Screens and plants are an immediate and 
effective way of creating division and safe spaces.

• Determine if previously unused space such as a lounge, outside area or a quiet first 
floor setting could be utilised to provide more covers under social distancing rules. 
However, ensure that food and service can be delivered to these spaces 
efficiently. Have a means of summoning waiting staff when lines of sight are 
compromised.

• Think about ways to utilise kitchen resources by having attractive in-room dining, 
grab-and- go and take-away/delivery service.

• Cleaning schedules will need to be rigorous, with “on the door” notifications 
posted on websites, social media as well as in the physical space.  Hygiene 
standards will be expected and sought by guests, they need to be visible.

• Consider enabling customers to view menus, order via an app and pay via 
contactless means. However, be mindful that replacing printed menus can be 
fairly low-tech such as by simply providing a black-board or menu on a stand.

• Accept that the new restaurant experience will evolve over time and be ready to 
adapt to it. Drones, robots and automation technology will have a part to play, 
but ultimately, the key to balancing social distancing rules and retaining a 
pleasant dining experience in the “ new normal” will be defined over  time as 
guests decide if they want to see, smell, and experience a lively restaurant 
environment or would prefer to dine privately, safe in the knowledge that their 
food is prepared in a safe, controlled environment.

Neville Ablitt
Luxury Hotel Operations 

Stefan Breg, Keane Brand

“Sociability has never been more important; 
restaurants are where landmarks are celebrated 
and cultures are experienced with family and 
friends.  Most of the world is craving these 
interactions now more than ever.
Design, technology, hygiene, production methods –
there are so many elements for F&B settings to 
consider post C-19,  but with the right expert help, I 
have no doubt restaurants will adapt to this brave 
new world we are entering.”



Room Sales

Who is our potential new client?
How do I target those new customers?
What kind of information could be useful at this 
point?
How can I rebuild a sales pipeline?

• Business as usual has ceased to exist. Don´t assume customers will come back 
automatically. Communicate and let them know when you are re-opening. 

• Review your SWOT analysis to develop a new view of your business issues and how 
they impact your strategy. If you need a new market mix, define it and develop a 
plan to go after new customers. Now is the time to invest in business development 
and sales representation to forge new partnerships and raise awareness in your 
property.

• Focus on Staycationers and gradually grow into marketing to overseas guests as 
international travel recovers. Create experiences to seduce visitors as people 
wanting a break will leave the safety of their home environment only if they think 
the experience you are offering is worth it.

• Your top priority should be the Leisure segment as Corporate and MICE may take a 
while to recover. That said, some Corporate guests may choose to stay less 
frequently but longer so have a long-staying guest package.

• Create incentives for your loyal guests and reward them for coming back and for 
referring others.

• With staff furloughs and layoffs, contacts will have changed and new employees 
may not know you or your property. Take the time to call each one of your clients 
and get any new information that will help build new relationships where 
necessary.

• Host webinars for travel agents, companies and new contacts who might not 
know your property. Use digital sales tools intelligently.

• Revisit cancelled bookings and reservations that were postponed. Offer new dates 
and special deals.

• Always mention what measures have been taken in your property to guarantee 
the safety and wellbeing of the guests. This should be included in any 
presentations, webinars, proposals, newsletters and in web and OTA information.

Karina Vilanova
Sales & Marketing

GHM Hotels, Tommy Lai, CEO

“This crisis has only served to reinforce our 
belief that aside from simply looking at 
diversifying source markets for business, one 
should also invest continually behind our 
various local markets.” 



Incremental 
Revenue

How can a solid customer experience(CX) 
strategy help drive incremental revenues in a 
COVID impacted world?

• Monetise additional facilities (sometimes known as “real estate”) at your hotel 
to generate ancillary revenue outside of the traditional hotel room “bed-and-
breakfast” formula.

• Determine what additional “real estate” or “experiences” on-property can be 
reserved or purchased in advance and build that inventory into your 
reservation guest journey. For example, long staying corporate clients may 
need a temporary place to work, so desks in business centers and re-purposed 
function rooms can be offered on a pre-bookable basis.

• Offer additional facilities such as cabanas, daybeds or chaise lounge bookings 
prior to a guest arriving, building this pre-arrival purchase into your digital 
customer booking journey.

• Utillize versatile reservation and ticketing technologies that come equipped 
with a multitude of hospitality technology integrations including PMS and POS.

• The ability to reserve or purchase in advance is a win-win, providing an 
enhanced  customer experience and allowing guaranteed inventory in 
advance.

• Offering guests an early check-in or late-check out  at a supplementary fee is a 
way to generate ancillary revenues when occupancy is low. This can be “up-
sold” during the reservation/confirmation or check-in process. 

• Alternative  pre-sale examples include prime-time restaurant reservations with 
table minimums or specialty menus, in-room provisioning for limited service 
hotels, pre-selling gaming table inventory for those wanting a private 
experience, selling your smaller function rooms by the hour and creating a 
social distancing chef table experience.

Tracee Nalewak
Strategic Marketing 

Cedric Ancellin , Founder + Chief Development 
Officer, UrVenue

“COVID-related occupancy limitations are 
forcing the hospitality industry to think outside 
the box and innovate in ways they haven’t 
before by finding new revenue streams. 

UrVenue is optimizing a guest’s CX journey with 
“pre-bookings” and ”door solutions”. 

By creatively using our reservation, ticketing  and 
scheduling platform, clients like Caesars 
Entertainment, are successfully building new 
revenue streams and year-over-year growth.”



How detailed are your new housekeeping 
cleaning processes?
How much attention have you given to the 
back of house?
Have you reviewed new products on the 
market that can help you?

• Write a hygiene plan by mapping out the guest journey for each department, 
having a hygiene expert involved in the process if possible. 

• Assemble a core group of your team to brainstorm the road map and implement 
all the recommendations that have been researched.  

• Ensure you consider social distancing in all areas of the hotel - a lot of attention 
has gone to front of house social distancing, however, it is just as important back 
of house where often space is more limited. 

• Introduce one-way routes or a simple “keep left” rule around the building.  
Signage and management enforcement will create new habits. 

• Review all your cleaning and disinfection procedures ensuring that you are using 
the correct chemicals for the task. Pay attention to the attributes of the 
chemicals, some chemicals disinfect surfaces but are only effective whilst wet. 
Other chemicals use nanotechnology to bind proteins, neutralize and then 
protect surfaces for longer periods.

• Implement strict management of staff locker rooms, toilets and guests’ toilets as 
these are typically used by lots of people and enhanced cleaning and 
disinfection is needed. 

• Keep up to date with new products now in the market such as RFID wrist bands 
that track how often a colleague washes or sanitizes their hands and provides 
reminders to do so.  

• Also consider  portable pulsed xenon UVC disinfection machines that can 
disinfect a 10x10m room in around 7 minutes. These can be used in guest rooms, 
meeting rooms, spa treatment rooms, disinfecting both surfaces and the air.

Donald Bowman
Luxury Hotel Operations

Michael Thomas, Operations Director, PWT 
Environmental Consultancy Limited

“Housekeeping is a key department in your 
plans and most importantly you must ensure 
that the correct chemicals are being used (for 
example, in the UK these should be EN14476, 
USA are CDC approved for COVID-19), and 
that the dilution rates and contact times are 
correct. Otherwise a room will have been 
serviced but not sanitized.”

Hygiene



Facilities 
Management

Has the Crisis Management Plan been 
updated, including the policy & procedure to 
manage a case of an affected guest?
Has the Crisis Management Team Meeting 
been scheduled? 

• Assess what necessary steps you should take for facility management in 
respect of guidance from Federal, State and local health and safety 
agencies on cleaning and disinfection. 

• Consider infection control measures that include assessment of site-specific 
exposure, safe working practices, use of appropriate engineering and/or 
administrative controls and personal protective equipment (PPE).

• Ensure official safety and security requirements are met for the hotel lobby 
and other public facilities, in-house guest areas and staff facilities.

• Formulate policies for worker protection and implement training for all 
cleaning staff. The policies and training should cover disinfection of surfaces, 
handling of linens, clothing and other laundry items, and cross training to 
ensure that critical building functions are maintained in an emergency.

• Implement a water risk management plan.

• Ensure that key team members outside of the engineering or facilities 
management teams are aware of the status of building and technical 
facilities, specifically HVAC Systems, water supply & distribution system, 
wastewater systems and emergency/back up generator systems.

• Assess supply chain impact – check in with all your critical vendors regularly.

• Have an action plan in place for Your First Employee Case- how is tracking 
and tracing handled? Is there a way to isolate the employee and find out 
which areas of the hotel will need to be deep cleaned?

Ranjit Gunewardane
Concept Planning & Facilities 
Management

Brian Hobbs, CIH, CSP
Corporate Health and Safety Manager, ROUX

“While the way we do business has 
undoubtedly changed and will continue to do 
so as time goes on, it is important to 
understand that proper planning and 
implementation of sustainable health and 
safety measures will aid in reducing impacts to 
facilities in the short term and beyond.”



Technology

What steps can you take to ensure your 
hotel’s IT system is ready for the re-opening?
How can technology help mitigate risk? 

• Carry out a full hotel walkthrough to identify risk and see where 
technology can help. This should include checking all guest and 
employee touchpoints and seeing where it is appropriate to reduce risk 
by introducing new technology such as thermal cameras, keyless entry, 
apps for online ordering, automated doors, voice recognition, etc.

• Engage with technology partners and create a list of actions based on 
impact and cost. Test all new measures and systems thoroughly.

• Communicate with external partners regarding your planned reopening. 
Agree dates for onsite checks and visually check your communications 
room and communications cabinets. Ensure all devices have power, your 
router, firewall, UPS and air conditioning is working and that there are no 
error lights on.

• If you only have a remote support contract, ask them to remotely check 
your systems. This check should include system monitoring and 
environmental monitoring logs. Check your backups and firewall 
interface. Log into servers and ensure all security updates and patches 
are in order. Other items to check are PMS, Interfaces (key cutting. Wifi, TV 
and phone), Door/access control systems, CCTV, POS, PDQ, DECT, 
parking management, spa/gym systems and digital signage.

• One week prior to re-opening, carry out a full walk through of the full 
customer journey, from arrival to departure, ensuring that each 
technology touch point works as expected.

• Ensure that your hotel’s management team can each log into and use 
your systems. Reset passwords and provide training on all IT systems.

• During the soft opening period, stress test every system. Ask your team to 
use and stress test every system, putting them under a heavy load.

David Harroch, CEO, Booking Ninjas
“For hotels to remain relevant in the new age, 
they will need to adopt strategies to prepare 
them for the technological revolution. They will 
need to implement tools in the workplace that will 
ensure they do not get swept up by change 
when it hits the industry. Getting proactive is the 
only way we can meet up with the fast changes 
in technology. Preparing for them before they 
come ensures we get all the benefits they bring 
while avoiding the problems they pose to the 
business. “

Cardonet Ltd
Hotel IT Solutions, Strategic Partner



Asset Management 

Are your bankers fully informed?
Are you flexible?
Are owners and operator/franchisor aligned 
on short-term and long-term plans?
Have you renegotiated with key suppliers 
and reviewed key contracts? 

• Ensure open communication lines with your banks and funders.  Show you 
have a firm, but flexible, plan to work through the ensuing period.

• Don’t expect a smooth recovery.  Be prepared to alter plans to meet the 
needs as they arise.  This requires empowering key members of your team 
and increasing communications between hotel staff  and asset manager; 
and between asset manager and stakeholders.

• The “value for money” assessment applies now more than ever.  Get written 
waivers for brand standards that you know you will not be meeting or you 
consider non-essential in the current circumstances. 

• Cash flow is critical so consider utilising any FF&E escrow accounts for the 
benefits of the business.  Typically you will need to negotiate access to 
these funds with both Operator and Financier.

• Conversely, invest in conversions where it makes sense.  There will be more 
availability of builders and designers and pricing will be keener.

• Some purchase contracts may have been based on minimum purchase 
requirements which will no longer be met.  Use the opportunity to confirm or 
review pricing as required.

• So called “owners” expenses are not typically scrutinised by the hotel team.  
Ensure you have investigated and taken advantage of any concessions 
offered by governments including deferment of taxes, rebates, loans and 
re-ratings where applicable.

• Review terms of your major supply contracts.  Suppliers could offer more 
favourable terms to retain the business.

• Assess from leadership down to ensure they are aligned, have a 
comprehensive plan and processes are coordinated.

Manav Thadani, Founder Chairman, 
Hotelivate

“Covid-19 largely qualifies as a force majeur
event. Its unprecedented nature has taken all 
stakeholders by surprise, requiring us to review 
the various facets of the hospitality business. 
Among these, hotel management 
agreements, defining Owner and Operator 
relationships, are under scrutiny to ensure that 
interests of both parties are better protected, 
going forward.“

Alex Mavridis
COO EMEA, Asset Management



Finance & 
Accounting

Under whose control is the decision when to 
start re-opening?
Who will have responsibility to coordinate and 
report on progress?
How will the re-opening budget be funded?

• Incorporate multiple scenarios (differing levels of service offerings, low-high 
demand and business level assumptions) in your financial operating 
projections. Be prepared to refine these as things change. 

• As with a normal pre-opening, a re-opening plan will need a detailed budget 
and a critical path document to follow to ensure the effective execution of the 
plan.

• The funding required to re-open operations will be a key data point.  This 
should include re-training, product enhancements and changes, and any 
other re-start costs. To a certain extent, this is like a pre-opening budget for a 
new hotel. Once the funding requirements are understood, the sourcing of the 
funding will need to be locked in.

• Understand and study what the market and your competitors are doing. Have 
they changed their pricing or product offering?

• Implement an efficient process to keep abreast of updates and changes to 
governmental regulations.

• Brands are also actively updating their service and hygiene standards so be 
aware of these changes and incorporate any costs in your budget.

• Understand if your insurance carriers have safety checklists that must be 
completed prior to opening and prepare to provide the necessary evidence of 
enhanced hygiene  standards and disinfection protocols.

• One of the key elements in the re-opening analysis will be a comparison of 
projected operations performance versus remaining closed. This will in all 
probability include several months of a ramp up period where opened 
operations are less profitable than remaining closed, although whatever the 
opening date decided on would include a similar ramp up period. 

John Healy
COO Americas, Finance & 
Receivership Management

Howard Field, Founder Member, HOSPA
“The classification of accounting results for the 
closure and re-opening period will need to be 
agreed.  At present there are discussions on 
how these time periods should be treated 
within USALI, but at minimum, hotel teams 
should be able to clearly report on the closure 
and re-opening periods in a separate fashion 
in order to facilitate future performance 
comparisons and analysis. 



Human Resources
• Walk the employee journey through employee areas. Allow time to reorganize  

these for the no-touch world and social distancing.  Order safety notices, 
equipment and PPE in plenty of time. Organize deep cleaning of these areas 
before employees return.  

• Review employee P&Ps and guidelines for Covid-19, especially sickness and use 
of PPE. Update or develop new ones. 

• Develop hotel and department training plans. Ensure managers have prepared 
SOPs for their guest journey areas. Have service standards for responding to 
different guests (very worried, cautious, fed-up with Covid-19) been developed, 
which inspire confidence and offer reassurance.

• Invest in training on “change and resilience and how to help employees through 
it” for managers 

• Bring employees back in sufficient time for essential briefing and training

• Deliver  hotel and department re-orientation. Include the changes, a reminder of 
your service standards and allow employees to express their concerns.

• Organise a “welcome back, we’ve missed you” event to re-build team spirit 

• Provide emotional support for employees who have had Covid-19, lost a close 
relative or friend, or suffered from the effects of isolation. Consider counselling.

• Introduce a process or “hotline” for reporting unsafe practices 

• Reassure employees by communicating regularly on preventative measures that 
are being taken.

Rosie Hobbs
Organisational Development

Jacqueline Moyse, VP Organisation
Development, Mandarin Oriental Hotel Group  
“There’s never been a more important time to 
invest in learning and development for so 
many reasons, not least the changing roles 
and the context in which our employees are 
working. Whilst at the same time the slow 
evolution of L&D practices has accelerated 
through the gears to adopt new techniques, 
priorities and mediums.” 

Do your plans demonstrate that you are 
caring for your employees and safeguarding 
their health and well-being? 

Are you using this as a time to recreate and 
enhance job roles and working practices? 
Don’t miss the opportunity.  



Design Implications
• Ensure flooring is seamless and easily cleaned, eliminating carpets 

where possible, as these get very dirty.  Area rugs, which can be 
regularly steam cleaned should be used if required. 

• All materials should be seamless to avoid bacterial buildup at joins and 
negatively charged to attract electrostatic cleaning agents (most 
materials are either neutral or negatively charged naturally).

• Sanitary fittings in guest rooms should be fully automatic. Taps should 
operate for 20 seconds and at a temperature which eliminates 
bacteria. 

• Soap, conditioner and gels should be discharged via automatic 
dispensers.

• Lighting, TV and sound system could be controlled through the guest’s 
mobile device, eliminating the need to touch switches.

• Room service should be available on the guest’s mobile device.

• Internal doors should be eliminated within the room. Wardrobe doors 
should be deleted, so guests don’t touch handles, and so that they can 
be easily electrostatically cleaned inside. 

What physical changes can help reduce 
social interaction?
What will be the effect on housekeeping?
What materials should be used in the 
construction of hotels?
How can design reduce tactile contact with 
surfaces?

Jo Payne
Design direction & technical 
services

Paul Scanlan, Owner, Paul Scanlan & 
Associates, Singapore
“Guests have always expected cleanliness, 
and post-covid this will become a brand pillar 
of Operators who are serious about recovery 
and ongoing success.”



We can quickly provide independent and insightful 
recommendations which reveal new ways to optimize your 
operational performance, profitability and growth strategy.  
We can look at every aspect of your business, however, the 
scope is fully customizable. Areas typically covered include:  

• Operations
• Sales
• Marketing
• Revenue Generation
• Reservations and Online Distribution
• Finance
• Human Resources
• Guest Experience and Quality 
• Rooms and Facilities Improvement 

It is easy to understand, quick to undertake and affordable 
under our straightforward fixed-price structure. 

hoteldoctor™

We hope you have found this 
guide helpful. Our team would be 
delighted to help you re-open and 
re-build your hotel business through 
our hoteldoctor™ programme.  



Contact us:

Katrina Craig, CEO
Europe +44 (0) 20 7099 7520

John Healy, COO 
USA +1 (800) 723 9051

Etienne La’Brooy, COO
Asia Pacific +852 31 84908

info@hotelsolutionspartnership.com

hotelsolutionspartnership.com

Special thanks to all the industry experts that have contributed 
to this guide. 

SCANLAN & ASSOCIATES PTE

https://hotelsolutionspartnership.com/

