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The Al-Native PMS Thesis
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independent hotel market — and why the window is open right now.
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THE THESIS IN SIX BULLETS

» The market is huge and underserved. 18,500+ U.S. independent hotels (33% of
properties, 71% of the boutique segment), with only 37% running any Al today and ~25%
reaching direct-booking targets. Most are stitching together 5-7 vendors at $1,500-
2,500/month.

- Branded chains are out of reach for new entrants. Marriott, Hilton, and IHG vendor
approval cycles run 12-24 months, demand certifications and references a startup can't
yet produce, and gate procurement at corporate. Competing for those accounts before
scale is suicide.

» The cost stack is upside-down for the SMB segment. Cloudbeds Experience starts at
$320/mo, scales with rooms, and still excludes the Al agent. Bundling everything an
independent needs at $19.90/room/month undercuts the existing combined spend by
~45%.

» Al-first is structurally different from Al-bolted-on. Mews ($300M raise, Q1 2026),
Cloudbeds Signals, and Hijiffy are fitting Al on top of 10-year-old data models. Designing
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the data model and Ul for the agent from day one is a moat — and it's why the concept
demo is built the way it is.

The funding signal is unambiguous. $1B raised across 40 hospitality-tech startups in
the year ending March 2026, $408M in PMS alone, $152.6M in Al guest-experience plays.
The category is being built right now; new entrants have a 24-36 month window before
consolidation.

The math is real. $288M U.S. SAM at our ICP. 5% capture in 36 months = $14M ARR. Per-
property ROI of $326K/year against $24K ACV is a 1,250% customer return — a sales
narrative that closes itself.
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1. The market: independents are not a long tail. They're the
largest single segment.

The U.S. hotel industry is bigger and more fragmented than the headline numbers suggest. Of 91,000+
U.S. hotels and motels, roughly one in three is independently operated — not a niche, not a long tail. They
span the entire chain-scale stack from economy roadside motels to top-of-market boutique resorts. They
are also the segment growing fastest: independent lodging is on a 6.2% CAGR through 2030.

U.S. hotel market segmentation

All U.S. hotels & motels
91,000+

Source: AHLA, STR/CoStar 2024

Independent / boutique (33%)

71% of boutique segment is independent. CAGR 6.2% through 2030.

Al-addressable (50+ rooms, tech budget)

Our SAM in the U.S. independent segment alone.

91,000+ 18,500 12,000

U.S. hotel and motel Independent / boutique SAM after ICP filter: 50+
properties (AHLA, properties (33% of total) rooms, tech-budget, owner-
STR/CoStar 2024) operator

Who they are, operationally

+ Owner-operator dominant. Decisions made by the GM or owner directly — not a corporate
procurement committee. Cycle is weeks, not years.

» Stack-wise behind chains. Most run a basic PMS plus separately purchased tools for channel
management, booking, communications, and reviews. Integration is manual; data is siloed.
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- Direct booking pain. Independent hotels achieve under 25% direct bookings on average — well
below luxury (~60%) and chains (~45%). OTA commissions of 18-22% per booking eat margin every
night.

- Staffing is the universal forcing function. 73.8% turnover, 74% understaffed, and front-desk
replacement costs of $4,500-$6,000 per hire (Cornell/SHRM) make labor automation a board-level

conversation, not an IT one.

Implication for product. The independent segment isn't a hard sell on Al — it's a desperate sell.
The decision-maker has a phone going unanswered after 9pm, a $144,000/year OTA bill, and a
25-day-old listing for the front-desk role. They want fewer vendors and more leverage, not more
dashboards.
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2. The branded wall: why chains are not a near-term market for

new entrants.

It's tempting for an early-stage hospitality vendor to chase Marriott, Hilton, IHG, or Accor — those are the
names that close keynote pitches. The reality of vendor onboarding for technology is that those doors are
closed for 12-24 months even if the product is excellent.

Sales cycle: branded chains vs. independent hotels

Branded chain
Vendor RFP, security audit, references, |
Independent hotel 2
—6 week
Owner-operator decision, demo to signe- 6 weeks

A 12—-24 month cycle for a chain is decisive: an early-stage vendor exhausts runway before the first deployment.

What the branded approval gate actually looks like

» No public preferred-vendor program for technology. Marriott's supplier portal is a generic
registry; the company explicitly states it does not maintain a preferred-supplier program. Hilton's
"Suppliers Connection" is reserved for architecture and construction manufacturers — technology
vendors must go through a separate, opaque channel.

« Corporate-controlled procurement. Even when a property GM loves a tool, brand-flagged hotels
typically must use brand-approved technology. Independent decisions at the property level are the
exception, not the rule.

» Security and compliance gates. SOC 2 Type I, PCI-DSS, GDPR/CCPA, penetration testing, vendor
risk reviews, contractual indemnity terms. None of these are blockers for a Series A startup — but
they take 6-18 months to assemble in production form.

- References and tenure. Brand procurement teams want to see existing chain deployments before
approving new ones. The chicken-and-egg problem is structural: you cannot prove brand readiness
without already having a brand.

- RFP economics. A typical hotel-tech RFP at a chain takes 9-14 months from issuance to contract.
The vendor invests pre-sales engineering, pilot resources, and legal — often without close-rate
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visibility. For a startup, this is runway-burning.

Strategic conclusion. Chains are the right target after $20M ARR and a track record. Before that,
every dollar spent chasing a Marriott approval is a dollar not spent compounding revenue in the
segment that can say yes in 30 days. Even Mews — with a $300M war chest in Q1 2026 — sells
primarily into independent and boutique groups, not flagged chains.

3. The independent opportunity: speed, pain, and zero installed
competition.

Three structural advantages convert the independent segment from "fallback" to "best market in
hospitality right now."

Decision velocity

An owner-operator independent makes a buying decision the way a small-business owner does: see the
demo, check three references, sign the contract. Two to six weeks from first contact to live deployment is
realistic. Compare that to the 12-24 months a chain RFP consumes, and the per-quarter sales
productivity flips an order of magnitude.

Greenfield Al footprint

63% 68% 91%

of U.S. hotels have no Al of hotel executives plan to of hotels list Al/automation
deployed (HT Lodging Tech increase Al investment in as a top-3 tech priority — up
Study, 2024) 2025 (Oracle/Skift) from 28% in 2022 (HT)

The category went from "experimental" to top-three priority in 24 months. The independent segment has
the appetite and the budget; what they don't have is a vendor who built something for them specifically.

Underserved by current pricing

Today's PMS market segments by chain scale, not buyer reality:
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Enterprise PMS (Opera, Maestro, Infor): priced and sold to chains. A 75-room independent does not
get sales attention, let alone a discount.

Mid-market PMS (Cloudbeds, Mews, RoomRaccoon, Hotelogix): more accessible, but the published
entry tier ($99-180/month) is a marketing anchor — actual implementations for a working hotel run
$700-1,400/month, before the channel manager, Al tooling, and reputation system get layered on.

Hyper-budget (Little Hotelier, eZee): for sub-20-room properties. Lacks the operational depth a
50-150-room independent needs.

The 50-150-room independent — the largest single ICP slice — sits in a pricing gap. They're paying
$1,500-2,500/month for a stack that wasn't designed for them, and getting the worst integration
experience in the industry to boot. (Only 18% of hoteliers report being "very satisfied" with how their
tech stack integrates — HT, 2024.)
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4. The cost stack today: $1,500-2,500/month, six vendors,
zero Al.

Walk into a typical 50-room independent hotel and the back-of-house software bill looks like this:

MONTHLY
LAYER VENDOR (TYPICAL)
COST
Property Management Cloudbeds Experience, Mews Pro, RoomRaccoon $700
System Premium
Channel Manager SiteMinder, RateGain $200
Booking Engine Bundled or standalone (e.g. Bookassist) $150
Al [ Guest messaging HiJiffy, Quicktext, Asksuite $350
Reputation Management Revinate, ReviewPro, TrustYou $150
CRM [ Guest Database Revinate, Cendyn $250
Total monthly software spend $1,800/mo

Estimates based on Cloudbeds public pricing tiers, vendor sales benchmarks, and HT 2024 Lodging Technology Study
tech-spend survey.

What the $1,800 doesn't buy

- An agent that takes action. The "Al" line buys an FAQ chatbot — answers questions, doesn't book
the spa, doesn't handle the after-hours phone, doesn't write a 3-language reply.

- Integration that works. 6 vendors, 6 contracts, 6 support queues, 6 release schedules. When a
guest's PMS reservation needs to update their reputation profile, that's a manual lift.

+ A consistent guest memory. Each system has its own database. Allergies live in PMS notes;
preferences live in CRM; complaints live in reputation. The guest is fragmented across systems no
human can keep in sync.

- Operational efficiency. Front-desk staff become integration glue. Industry research finds front-
desk agents handling too many tasks simultaneously see an 18% decline in upselling
effectiveness (Cornell).
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Monthly software spend, 50-room independent hotel

$2K
$1,800/mo
-45% cost
CRM-$250 "~~~ -
N\
$1.5K Reviews - $150 AN
\\~
\\
Al chatbot - $350 N
$995/mo
$1K Booking - $150 ¥
Channel - $200
$500 All-in-one
PMS - $700 Al-native bundle
$0
Today (fragmented stack) Lycia bundle
6 vendors - separate contracts - integration debt $19.90/room - one vendor - Al from day one

The bundle math. Lycia at $19.90/room x 50 rooms = $995/month replaces all six layers,
includes the Al agent the existing stack does not, and runs at ~45% less monthly spend. That's
before counting the revenue lift the Al generates.

5. The value: the bundle pays for itself before lunch.

The headline cost saving (about $9,600/year for a 50-room property) is the warm-up. The compounding
value is the revenue Lycia Al generates that the legacy stack structurally cannot.
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Annual revenue impact, 100-room independent hotel

Source: Research_2 — Lycia hotel market analysis (Cornell, Oracle, Revinate, PolyAl vendor benchmarks)

Pre-arrival upselling (upgrades, packages +$75K

OTA — Direct booking commission savin +$63K

Phone Al (missed + after-hours calls) +$45K

Review management (higher scores = m +$40K
Staffing cost reduction (night desk, calls) +$40K
Website chat — direct booking conversiol +$35K

Post-stay re-booking automation +$28K

- .- . 2N NNN L

$326K 580-1,250% 3—6 wk

Annual revenue impact for a ROl range across Payback period at average
100-room independent at deployment sizes deployment
65% occupancy, $160 ADR

The seven levers, briefly

1. Pre-arrival upselling — Al sends a personalized message 24-48 hours before check-in, converts
upgrade offers at 12-18% (vs. 18% manual at check-in that hits a fraction of guests). Average lift:
$75K/yr per 100-room property.

2. OTA - direct booking conversion — Web chat captures intent, answers the booking question
instantly, pushes to the hotel's own booking engine. A 10% direct-shift saves $63K/yr in
commissions for a $3M property.

3. Phone Al — Answers 100% of inbound calls, including the 27% missed during peak hours and 45%
missed after hours. Each missed reservation call is worth $150-600. $45K/yr recovered,
conservatively.

4. Review management — Auto-responds within 24 hours to 100% of online reviews; a 0.1-star rating
lift translates to 0.89-1.42% ADR uplift (Cornell). Estimated $40K/yr.

5. Staffing reduction — One night-auditor FTE in the U.S. costs $50K-80K. Al handles the routine
after-hours requests; the human is on call but no longer staffed for low-volume hours. ~$40K/yr.
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6. Website chat conversion — Captures the 7-minute average booking-window visitor before they
leave. 15-25% lift on direct bookings; ~$35K/yr.

7. Post-stay re-booking — Automated follow-up, seasonal re-engagement; 8-12% conversion on past
guests. ~$28K/yr.

What the legacy stack cannot do. All seven levers depend on a unified guest record, an action-
taking agent, and a multi-channel surface. Cloudbeds, Mews, and the FAQ-chatbot players cover
one or two; nobody bundles them. The bundle is the moat.
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6. Al-first beats Al-bolted-on. Architecture is destiny.

The category is being defined right now. The biggest funded play — Mews, with its $300M raise in Q1
2026 — explicitly calls its Al direction "agentic orchestration." The PR translation: we're adding an Al layer
over our existing PMS. That's a real product motion, but it's structurally different from designing the data
model and Ul for the agent from the start.

Where bolt-on falls short

A 10-year-old data model wasn't designed for tool calls.

Legacy PMSs store reservations as flat records. Agentic action requires structured intent: "book a 4pm
spa for Sarah, charge to room 412, kitchen knows about her allergy." Retrofitting that across
reservations, profiles, billing, and ops is years of plumbing.

Ul built for clerks isn't built for Al in the loop.

A staff inbox where the Al drafted a reply, classified the sentiment, and routed to the on-duty staff
member is a different surface from a list of unread messages. Bolt-on Al lives in a sidebar; Al-first Al is
the inbox.

Memory is a database design choice.

Persistent guest memory ("remember her wine, allergy, anniversary, favorite room") is trivial when the
schema was built for it and painful when it wasn't. Most competitors store guest preferences as
freeform notes — useless to an LLM.

Channel context is a runtime requirement.

An agent answering a WhatsApp message needs to know that two minutes ago the same guest called
the front desk. Bolt-on solutions wire each channel separately and patch context with hacks.

Why the timing is correct

The technology to do Al-first PMS only became viable in 2024-2025: long-context LLMs, MCP for tool
exposure, vision models for document scans, the cost of inference dropping below $0.50/Mtok. A startup
beginning today has a clean slate; a vendor with a 10-year-old monolith has a migration project.
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Hotel Al deployment %, U.S. (HT Lodging Tech Study + AHLA forecasts)
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Why now matters. The 2024-2026 window is the moment to anchor the Al-native position. By
2027-2028, when Al deployment crosses 50-70% of properties, the category will consolidate
around the players who shipped the Al-native architecture first. After that, the entrenched
incumbents win on distribution.

7. The funding signal: the category is being built right now.

Hospitality tech is having its moment. Between April 2025 and March 2026, 40 hospitality-tech startups
raised over $1 billion. The investment pattern reads like a roadmap of what's about to be built:
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TOTAL RAISED, APR 2025 -

CATEGORY NOTABLE ROUNDS
MAR 2026

Property Management Systems $408M (7 companies) Mews $300M, Amenitiz,
Boom, Arbio

Al Guest Experience Platforms $152.6M (4 companies) Duve, Chatlyn, Conduit,
Canary

Short-term rental platforms $200M+ (combined) Kindred ($125M), Limehome
(€75M)

Other (revenue mgmt, ops, $240M+ Multiple Series A /B

distribution)

Source: Hotel Technology News research, March 2026; Hotel Dive funding tracker, 2026.

What this signal means

The hypothesis is validated. The smartest capital in the space is betting on PMS consolidation and
Al-led guest experience. Both bets converge on the Al-native PMS thesis.

The window is 24-36 months. Once Mews's $300M ships product, the bar for "Al-native" rises.
New entrants today can still establish category presence; entrants in 2028 are competing against
installed Al-native incumbents.

The independent segment is where the funded plays are pointing. Mews's customer base is
independent and boutique groups. Amenitiz is explicitly an all-in-one for independents. The category
is converging on this segment because branded chains are too slow to capture.
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8. The math: TAM, SAM, SOM, and a credible 36-month plan.

ANNUAL REVENUE AT

TIER DEFINITION PROPERTIES
$24K ACV
TAM All U.S. hotels addressable with the ~30,000 $720M
bundle
SAM U.S. independent hotels, 50+ rooms, ~12,000 $288M
owner-operator
SOM (Year 5% of SAM after concierge onboarding ~600 $14.4M ARR
3) + self-serve unlock
Stretch 15% of SAM at maturity ~1,800 $43M ARR
(Year 5)
SEQUENCING

1. Months 0-6 — Pilot. 3-5 hotels in San Diego (parent product's home market). Concierge
onboarding. Free 60-day pilot in exchange for case-study rights and weekly feedback calls.

2. Months 6-18 — Early sales. Concierge sales motion. 30-60 properties. $720K-$1.4M ARR. Core

team: 4 in product/eng, 3 in customer success, 2 in sales.

3. Months 18-36 — Self-serve unlock. Onboarding flow, channel-manager aggregator integration,

automated billing. Scale to 600+ properties. $14M ARR.

4. Months 36+ — Adjacent expansion. Vertical: bars, restaurants, music venues, activities (already in

our deck library). Geography: international independent markets (UK, EU, ME).
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9. Risks and how to handle them.

Risk 1 — PMS is a sticky purchase.

Switching a hotel's operational software is a high-trust decision. Mitigation: 60-day free pilot, full data
export at any time, parallel-run option for the first 30 days. The objection becomes "what's the harm in
trying" rather than "we can't risk a switch." Brand-recognized leadership on the guest-facing Al side
(lyciaai.com, existing deployments) carries trust into the back-of-house.

Risk 2 — Channel manager build complexity.

Direct OTA integrations (Booking.com, Expedia, Airbnb) are 6-12 weeks each and require ongoing
maintenance. Mitigation: aggregator-first via SiteMinder or HotelRunner — adds $3-8/room cost we
absorb. Trades 6 months of build time for ~10pt of margin in v1. Direct integrations follow once
distribution is proven.

Risk 3 — Mews [ Cloudbeds defending.

Both are well-funded and will not stand still. Mitigation: their $300M and $50M+ raises went to
retrofitting Al on legacy data models. We compete on architecture, not feature parity. The bundle pricing
also targets a segment Mews's enterprise sales motion can't economically pursue at our SKU.

Risk 4 — Brand confusion with Lycia Al's enterprise pitch.

The parent company sells to airports, malls, hotels-as-overlay, restaurants. Mitigation: sub-brand ("Lycia
for Independents" or "Lycia Stay"), separate sales motion, separate website surface. Parent brand carries
credibility; sub-brand owns the SMB-specific narrative.

Risk 5 — Channel-manager acquisition by a competitor.

If Mews acquires SiteMinder (not implausible at $300M of cash), the aggregator strategy gets re-priced.
Mitigation: dual-source aggregator readiness from week one (HotelRunner or STAAH as a backup), and
prioritize the top-3 OTA direct connectors (Booking.com is 60% of distribution alone) before scale.
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10. The case in one sentence.

Independent hotels are the largest, fastest-deciding, most underserved segment in
U.S. hospitality. The combined cost of their current stack exceeds what a single Al-
native bundle would charge, while delivering less value. The technology to ship Al-
first PMS only became viable in 2024-2025, and the funding signal says the
category is being built in the next 24 months. We are the right team to ship it: Lycia
Al is already the agent customers trust, the concept demo is the operational layer,
and the independent segment is the path to scale that doesn't require a Marriott
deal.
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Sources

e AHLA — State of the Industry 2025, member surveys 2024.

e STR/CoStar Group — Hotel performance benchmarks, chain-scale segmentation 2024.
e HT (Hospitality Technology) — 2024 Lodging Technology Study.

e Oracle Hospitality + Skift — Hospitality in 2025 traveler survey, 2023.

e Cornell Center for Hospitality Research — Turnover, upsell, ADR research.

e Phocuswright — OTA distribution data, online travel market sizing.

e Cloudbeds — Public pricing page (Flex /| One [ Experience tiers).
cloudbeds.com/pricing

e Mews — Pricing and product positioning.
mews.com/en/pricing

» Hotel Technology News — Hospitality Tech tops $1 billion across 40 startups (March 2026).
hoteltechnologynews.com

o Hotel Technology News — Mews Secures $300 Million for Agentic Al (January 2026).
hoteltechnologynews.com

» Hotel Dive — Hospitality tech attracts $1B in funding, led by PMS and Al (2026).
hoteldive.com

e Marriott Supplier Portal.
esupplier.marriott.com

o Hilton Suppliers Connection.
suppliersconnection.hilton.com

e Future Market Insights — Independent Lodgings Market 2025—-2035.
e SHRM — Hospitality turnover cost benchmarks.

e Revinate — Guest messaging and reputation NPS benchmarks.

e PolyAl — Voice Al deployment case studies, hospitality vertical.

e Internal: Research_2 — Hotel Al Market Analysis (Lycia Al, Q1 2026), the foundational research underpinning the ROI
math throughout this document.
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