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6 Tips to Overcome Old Assumptions
and Adapt to Market Disruptions

MAKE DATA
THE CORE
OF YOUR
INNOVATION
STRATEGY



In the hospitality industry, success isn’t just 
about keeping up with trends or replicating 
what’s worked in the past. Doing what’s worked 
doesn’t work forever. And growth — real growth, 
sustainable growth, growth that changes the 
game — is directly tied to innovation.

Innovation is a buzzy word, but it really means 
one thing: Your business needs to be adaptable.

But, how can you stay adaptable? How do you know where, when, and how to adapt? 
Three words: Your data knows.

While many people find collecting and analyzing data intimidating, it doesn’t have 
to be. The most enduring enterprises understand that data is the biggest and 
best lever for delivering innovative, new value across your business.

Leveraging data isn’t just about collecting and keeping it at your fingertips. It’s 
also about uncovering insights and solving problems while making smarter, 
faster decisions:

 
Creating, booking, and delivering top-tier guest experiences

Improving workflows to eliminate friction for guests, owners, and staff

Growing revenue so your business will outpace costs and competition

Managing costs, expectations, and portfolio growth appropriately for
market conditions and risk tolerance
Fostering an enterprise mindset to drive other domains of innovation
in product, process, and technology



Let’s explore six actionable tips to put data at the center of your innovation strategy. 
Each tip demonstrates how data can help reveal the unknown, help you adapt to 
shifting market conditions, and fuel scalable and repeatable growth. After all, while 
some KPIs are back at pre-COVID levels, achieving that success (and building on it) 
looks a lot different than it used to.

Data is the key to unlocking resilience when 
market conditions change. It’s also the most 
central, essential resource you have for 
understanding what’s happening with your 
business now — while charting a promising 
path forward into the longer term.

Data is your key
and keystone.
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Tip #1
What Do We Know?

Did

In 2014, Airbnb noticed that potential guests from countries in Asia were bouncing 
from airbnb.com (the home page) without engaging on the site. At all. 

When the company dug into their data a bit more, they hypothesized that the 
prominent “Neighborhood” link and property photos overwhelmed this demographic. 
Airbnb realized they needed a different digital experience to inspire this segment of 
customers.

In response to the data and the insights it offered, Airbnb substituted the 
“Neighborhood” link with pre-populated “Top Travel Destinations.” The updated home 
page curated aspirational properties from each destination. 

ADAPT (Assess Data And Pinpoint Truth)

The impact? Their insights and operational 
response helped the brand grow bookings, 
a repeat customer base, and its reputation 
among guests traveling from Asian 
countries. Airbnb immediately started 
converting 10% more guests from Asia on 
the home page that they personalized for 
this demographic.¹  

Now, sure. Not every STR, VR, or hospitality 
brand wants to be Airbnb.

But, the lesson is clear: Sometimes, we 
need to look through a new lens.

 ¹Business Analytics Institute (01.11.2025)

https://businessanalyticsinstitute.com/airbnb-mastering-data-analytics/?t


Why ADAPT? Because “Well, We Used to...” 
Doesn’t Work Anymore. It’s important for 
property managers and owners to recognize 
that today’s challenges aren’t the same as 
those from 2019. Or 2022. Or even last 
season.

Your peak season months might be shifting. 
The peaks may not be as high or the 
troughs may be a little lower. Your customer 
demographics are definitely changing, along 
with customer expectations about value. 

When that happens occupancy and average 
daily rates (ADR) fluctuate. Throw in local 
flooding, a smoky fire season, or the rising 
cost of housing and its impact on your 
ability to train and retain staff…and one 
truth comes forward: 

 There are no historical truths.

Today’s operational challenges may feel familiar, but they are impacted by, 
potentially, hundreds of variables outside your control.

For example, the market is incredibly big. Economic and cultural forces are always 
shifting. Climate considerations are uncertain from season to season. Even the ways 
people search for accommodations and travel experiences are changing.



While Google still owns search, it’s losing ground as search fragments
across social media, specialized search engines, and AI platforms.²
In 2024, only 64% of customers began searches on a traditional
search engine.³
94% of customers now look for information outside Google, Bing,
Facebook, and Safari.4
1 in 2 customers trust AI platforms like ChatGPT and Perplexity for
branded and unbranded searches, including travel recommendations
and local search queries.5
By 2027, mobile app use is expected to drop 25% and shift to AI agents
or AI assistants.6

To drive growth and sustain success, 
property managers need to bridge the gap 
between anecdotal expertise based on 
experience and actionable insights based on 
hard data.

Data helps you widen the frame of what you 
think you know about customers, portfolios, 
the market, and operations. Data also helps 
you escape the blinding bias (and sometimes 
crippling comfort) of our own assumptions — 
including “group think” as an industry. 

In turn, when we ADAPT (assess data and 
pinpoint truth), we have the real, specific, and 
hyper-relevant information we need to drive 
our own success.

The market may look the same on the 
surface, but the underlying factors — and 
the challenges they present — are different.

That’s why we need to stop trying to resolve 
challenges based on what used to be.

 ²Gartner ³Yext  4Yext  5Yext  6Gartner

https://www.gartner.com/en/newsroom/press-releases/2024-02-19-gartner-predicts-search-engine-volume-will-drop-25-percent-by-2026-due-to-ai-chatbots-and-other-virtual-agents
https://www.yext.com/blog/2024/10/9-stats-you-need-to-know-digital-presence-customer-journey
https://www.yext.com/blog/2024/10/9-stats-you-need-to-know-digital-presence-customer-journey
https://www.yext.com/blog/2024/10/9-stats-you-need-to-know-digital-presence-customer-journey
https://www.gartner.com/en/newsroom/press-releases/2025-01-15-gartner-predicts-mobile-app-usage-will-decrease-25-percent-due-to-ai-assistants-by-2027


Tip #2
Find Opportunity in 
Uncertainty
Leverage data to harness unpredictability. How do you ADAPT? How do you use 
data to understand what success can look like in an environment and industry that’s 
surrounded by uncertainties?

You need tools that support new data frameworks.

What tools, dashboards, processes, portals, communication practices, and other 
resources do you have in place to help your team innovate? What data can you 
access now, and what are you using to turn unpredictability into opportunity?

Do you use data to…

Set and review key performance indicators (KPIs)?
Update benchmarks and realign downstream
operational plans?
Measure progress to uncover emerging risks or
celebrate success?
Correlate trends to make the most of new
opportunities?
Capture enough data to identify trends in
the first place?



Perseverance Pays Off and Powers You through 
“The Valley of Disappointment”

In the face of changing trends and unpredictability, we find ourselves chasing 
new, shiny solutions. Maybe we turn the knobs on pricing or enhance property 
amenities. But, we’re always looking for a “wonder drug” to take away operational 
pain points. 

Marketing guru Seth Godin7 calls this entering, “The Dip.” 

Productivity guru James Clear8 calls it, “The Valley of Disappointment.” 

We find ourselves in the dip or the valley, when it feels like our efforts aren’t 
working. When a change doesn’t seem to be moving the needle — or even 
showing incremental improvements.

We feel discouraged, and assume we need to change again. So we start to walk 
away from the solution we implemented. 

But, in many situations, we give up too soon. It might also be that we’re not 
measuring the right things and haven’t figured that out yet). In this Valley of 
Disappointment, there’s misalignment between what we think should happen (and 
by when) and what actually does happen (and how long it takes).

 

7sethgodin.com and The Dip 8jamesclear.com and Atomic Habits

http://sethgodin.com
https://bookshop.org/p/books/the-dip-a-little-book-that-teaches-you-when-to-quit-and-when-to-stick-seth-godin/15556667?ean=9781591841661&next=t


All this talk about new ways to use data, 
measure performance, and be persistent 
in your strategies is great. But it’s still only 
as great as how your owners feel about it.

The more data you have, the more insights 
you can find and share. The more you 
share, the more you can build and sustain 
trust with owners.

Owner education is 
everything.

While results may be invisible at first, over time they compound. 
If we can be patient — and persistent — our changes pay off. Exponentially.

Whether you call it The Dip, The Valley of Disappointment, a hotbox, a crucible, or 
your favorite colorful metaphor, this time between change and impact is still 
fruitful. It’s a time where even more insights and opportunities emerge if you’re 
patient, persistent, and…

Turn to the facts.

If you’re leveraging your internal, regional, and broad market data effectively, you 
can see the correlations, patterns, and trends you need to help you benchmark 
appropriately and adjust operationally. 

What you think should happen

What actually happens

Valley of Dzzisappointment

Time to gather data

Valley of Disappointment

Re
su

lts

Time



Pacing Reports Are a Goldmine

Every data set is meaningful, but Pacing Reports are exceptionally valuable. 
They’re filled with the data you need to assess your portfolio health. 

How can you use the data in your pacing reports to establish new revenue 
management baselines and uncover innovation opportunities? 

Self-pacing data is critical information for making operational decisions. It keeps 
you informed about booking trends and helps you stay responsive to market 
shifts.

Market-pacing data lends insights into demand surges, pricing shifts, new supply 
entering your market, and other factors you can use to stay competitive. 

Examine self-pacing data and market-pacing data as often as you can.

At a minimum, this data should be reviewed once per week.

During high-demand and peak seasons, review it multiple times
every week, potentially every day.

Run monthly and quarterly pacing reports to analyze longer-term
trends and consider strategic operational shifts.



7 Ways Pacing Report Data Can Help You 
Optimize Revenue and Prof itability While 
Improving Guest Satisfaction

Pacing Reports reveal underperforming properties and spotlight high-performing 
units. With that data at your fingertips, you can prioritize strategic and tactical 
changes to improve your business results.

Which locations should you 
acquire or divest from?

What sq. footage, bed count, and 
amenities are most marketable 
season by season?

What amenity changes or unit 
upgrades make sense, overall, 
and where should you prioritize 
for maximum ROI?

Portfolio Growth

What manual adjustments or 
automatic triggers should you set up 
to optimize pricing, minimum length of 
stay (MLOS), and other factors?

What add-on fees make sense to 
accommodate pets or a higher 
number of guests?

Policy Adjustments

What are the current lead time trends? 
By unit and customer type? 

What marketing strategies do I want to 
test to improve direct bookings?

Lead Time Insights

Which units require more turn 
time? What are the guest or stay 
factors that impact turn time? 

Which staff members may need 
more training or need let go?

How can you leverage 
low-demand dates for 
maintenance or owner stays? 

Staff  Effectiveness



Tip #3
Turn Owners into 
True Believers
Contextualize Data to Turn Doubt (and 
Frustration) into Trust (and Retention)



In psychology, there’s a concept called Maslow’s Hierarchy of Needs. It theorizes 
that we, as human beings, have layers of needs. From the most basic needs 
(physical) to the most complex (self-actualization), we go through our lives 
striving to meet these needs and support others as they strive, too.

We can adapt this framework to understand vacation rental owners’ (VROs) 
needs. Property managers are charged with helping VROs' business interests 
survive — and thrive.

Self Actualization – Optimize revenue, maximize profit

Self Esteem – Trust VRMs, don’t churn

Social Connection – 

Safety and Security – 

Physical Survival – Take good care of the property and guests

VR Owner’s Hierarchy of Needs

Maslow’s Hierarchy of Needs

Self Actualization – Live with purpose (morality, creativity, 
full potential)

Stay alive (breath, food, water, shelter, 
rest, clothing)

Communicate openly, effectively, 
proactively, and actionably

Understand market, data, insights, 
benchmarks, etc., don’t put me or 
guests at risk

Stay together (love, friendship, community)

Contribute value (achievement, 
respectability, individuality)

Self Esteem – 

Social Connection – 

Safety and Security – Stay well (health, employment)

Physical Survival – 



Owners are engaged with their property management. They’re watching their 
monthly statements and deposit records, toggling into the tape chart, and 
listening to economic and industry pundits. But, owners are a layer removed from 
the business. (Sometimes several layers).

Meanwhile, owner expectations can seem to change quickly. Justifiably, they can 
have big feelings (and big ideas) about how to face challenges and market 
headwinds. They can also react strongly to the communication that comes from 
your team. 

That’s why it’s so crucial to use data to explain performance to owners. And even 
more important to take an extra step and use data visualizations that present the 
data — then frame the data so it’s digestible and clearly connected to the state of 
the business. 

Data, and data visualizations that make the data digestible, take negative 
emotions out of owner communication. It’s the secret to earning trust and 
retaining owners.

There are two strategies for earning trust and retaining owners: 

Be brilliant in the basics, and turn problems into prescriptions.



When it comes to 
communicating the data to 
owners, sharing is caring.

But it doesn’t have to be 
complicated. In fact, it’s easier to 
build and retain trust when you 
share even the most basic data 
so it’s clear, centralized,
and simple.

1. Be Brilliant in 
the Basics

Offer interactive data dashboards so owners can access top-line and
deep-dive types of property and financial data on demand.
Centralize relevant data so you can collaborate with owners on decision-making.
Deliver data as visualizations in your Owner Portal. This gives owners
the power to see the data and quickly understand its context.
Integrate data from trustworthy market sources.

Operate from an Owner Portal that’s intuitive, straightforward, and interactive.
2.  
1.  

3.
4.

5.

Do you deliver clear, complete Owner Statements?

Are they delivered on time, every time?

What about Year End Reporting?

Are they stored so they’re easy and intuitive for owners to access from your
Owner Portal?

What do we mean by the basics?

Strategies for Delivering Data to Owners



2. Turn Problems into Prescriptions

Sometimes the data shows good news. Sometimes it calls attention to 
data that may be interpreted as “underperformance.”

Here’s an example:

Owner: “‘Ski-in Chalet’ used to rent for $600/night. Now you’re booking at 
$450. WHY?”

Does this data show a new normal? Is it indicative of underperformance? 

Either way, data always reveals opportunities to make adjustments. That’s 
true for every business in every industry. But, if the data isn’t presented well 
with good context (and when owner emotions run high), opportunities can 
look like problems.

And let’s be honest, opportunities are problems — problems YOU can 
solve for your owners or in partnership with them.

Use the 5 Why’s Framework9 to examine problems and uncover solutions. 

Typically, before you even ask five whys in a row, you can uncover the
root cause.

Here are two examples of the 5 Why’s Framework in action:

Problem:
This unit used to rent for $600/night. 
Now it’s booking at $450.

Why 1: Why can’t we earn $600/night?
Answer: There’s more competition 
than in years past. Comps show other, 
newer units with nicer kitchens and 
bathrooms are booking close to $600, 
though.

Why 2: Why are guests choosing other 
properties over this one? 
Answer: Guests may perceive other 
properties as offering better value due 
to updated interiors, superior 
amenities, or perks that deliver better 
guest experiences.

Why 3: Why would guests feel other 
properties are more valuable?
Answer: The owner has asked us to 
focus on profitability and to 
deprioritize making upgrades or 
proactively managing maintenance. 
So these units just don’t look as 
valuable or appealing as the 
competition.

Solutions:
We should share this data with the 
owner. Also, let’s prepare 
recommendations for which 
properties to prioritize with upgrades 
and develop a punch list of the 
upgrades with the best ROI. Include a 
project plan with competitive bids and 
timelines for when to complete the 
upgrades so we can minimize 
vacancies.

We should also have a rock-solid 
digital marketing plan in place for 
these units when the work is complete 
to share with the owner. We need to 
keep upgraded units booked.

Meanwhile, the -ADR trend isn’t quite 
as drastic for other units in our 
portfolio, but I’m seeing a shift in the 
wrong direction. It wouldn’t hurt to 
shop around for a better dynamic 
pricing tool while we’re at it.

Example 1: 
ADR is down

Example 2:
GSAT scores are down

9Wikipedia

Problem: 
Guest satisfaction scores are 
declining.

Why 1: Why are guest satisfaction 
scores declining? 

Answer: They’re unhappy with the 
quality of amenities.

Why 2: Why are guests unhappy with 
amenities? 

Answer: They’re reporting that quality 
doesn’t meet their expectations based 
on what’s listed.

Why 3: Why are they reporting poor 
quality?

Answer: Air conditioners keep failing 
in high heat. 

Why 4: Why do air conditioners keep 
failing, especially in high heat?

Answer: Oops, our maintenance team 
isn’t equipped with predictive 
maintenance tools in our PMS, and the 
AC units aren’t being properly 
serviced. AND Customers keep 
cranking the AC way up.

Solutions: 
Upgrade our PMS so it’s 
enterprise-ready. AND We need a new 
HVAC solution that allows us to set 
temperature range locks on our 
properties and manage them 
remotely.

z


Problem:
This unit used to rent for $600/night. 
Now it’s booking at $450.

Why 1: Why can’t we earn $600/night?
Answer: There’s more competition 
than in years past. Comps show other, 
newer units with nicer kitchens and 
bathrooms are booking close to $600, 
though.

Why 2: Why are guests choosing other 
properties over this one? 
Answer: Guests may perceive other 
properties as offering better value due 
to updated interiors, superior 
amenities, or perks that deliver better 
guest experiences.

Why 3: Why would guests feel other 
properties are more valuable?
Answer: The owner has asked us to 
focus on profitability and to 
deprioritize making upgrades or 
proactively managing maintenance. 
So these units just don’t look as 
valuable or appealing as the 
competition.

Solutions:
We should share this data with the 
owner. Also, let’s prepare 
recommendations for which 
properties to prioritize with upgrades 
and develop a punch list of the 
upgrades with the best ROI. Include a 
project plan with competitive bids and 
timelines for when to complete the 
upgrades so we can minimize 
vacancies.

We should also have a rock-solid 
digital marketing plan in place for 
these units when the work is complete 
to share with the owner. We need to 
keep upgraded units booked.

Meanwhile, the -ADR trend isn’t quite 
as drastic for other units in our 
portfolio, but I’m seeing a shift in the 
wrong direction. It wouldn’t hurt to 
shop around for a better dynamic 
pricing tool while we’re at it.

Start with a problem statement

Apply a Problem-Solving 
Approach To Data Sharing

1.  
Quantify the problem2.  
Restate the baseline3.  
Conduct your 5 Why’s to find the 
root cause

4.  

Prescribe corrective action5.  
Re-measure and iterate 6.  

Problem: 
Guest satisfaction scores are 
declining.

Why 1: Why are guest satisfaction 
scores declining? 

Answer: They’re unhappy with the 
quality of amenities.

Why 2: Why are guests unhappy with 
amenities? 

Answer: They’re reporting that quality 
doesn’t meet their expectations based 
on what’s listed.

Why 3: Why are they reporting poor 
quality?

Answer: Air conditioners keep failing 
in high heat. 

Why 4: Why do air conditioners keep 
failing, especially in high heat?

Answer: Oops, our maintenance team 
isn’t equipped with predictive 
maintenance tools in our PMS, and the 
AC units aren’t being properly 
serviced. AND Customers keep 
cranking the AC way up.

Solutions: 
Upgrade our PMS so it’s 
enterprise-ready. AND We need a new 
HVAC solution that allows us to set 
temperature range locks on our 
properties and manage them 
remotely.



Tip #4
Use Data
Hygiene FTW
Data Hygiene and Integration Are Strategic 
Levers, So Invest

¹0Hat tip to Brooke Pfautz for his always on-point thought leadership

VR property management teams who invest in enterprise-level data hygiene 
strategies have a clear, consistent edge over the competition.

But good data hygiene is more than filling in all the fields and standardizing data 
formats (e.g., St. vs. Street) in your PMS. It’s more than asking your IT partner to 
“export some stuff” and perform vertical lookups (VLOOKUP) in your spreadsheets.  

Data hygiene also accounts for the ways you collect, manage, integrate, and work 
with real-time data, including:

Google Analytics data (GA4)
Data from your booking engine
CRM tools and customer surveys
Your marketing automation platform(s)
List brokers and data compilers 
that specialize in VR and STR
Tax and MLS records
VR permit data
Scraped data capturing market 
demand trends and saturation, 
competitor data, demographic 
data about travelers to your
area, etc.¹0

https://www.linkedin.com/in/brookepfautz/


And let’s talk about data integration for a moment… it’s imperative to integrate 
data across your operational functions.

Here’s an example: Think about dynamic pricing as a use case for integrating 
data across pricing, distribution, and digital marketing functions. 

It’s not enough to use a dynamic pricing model that prices your properties 
effectively. 

You’ve still got to list those properties and distribute them so guests can find 
them. 

Then downstream, to help optimize demand and stay visible through search 
engine optimization (SEO), you have to respond to reviews quickly, completely, 
and consistently. You have to optimize local listings, amenities, and FAQ-style 
content along with stay-in-touch, remarketing, and incentive/perks programs. And 
that’s all pre-booking. Don’t forget delivering effective, responsive communication 
and guest experiences that feed back into integrated marketing and guest 
experiences.

Data hygiene is the throughline between all your strategies.

GA4

Booking Engine

PMS

Data
Accuracy



When you invest in data hygiene as a strategic advantage, you’re well-positioned 
to reduce homeowner churn while optimizing ADR and RevPAR.

Here are three ways to use data hygiene to unlock the full potential of your 
analytics and your operations: 

What do we mean by clean data? Clean data is accurate, up-to-date, complete, 
and free from pesky duplicates. It’s also ready for normalization, standardization, 
and other analyses that help you make the best business decisions. 

Effective Integrations It continues with well-implemented integrations of those
data sources, so you always have the best data to work with.
Accurate Audits and Trusted Automation Use enterprise-level audit and
automation tools to reduce human error, flag potential hygiene issues, and
keep data clean — at scale.

High-Quality Sources It starts with your investment in high-quality data sources
filled with accurate, verified, real-time data. (You really do get what you pay for.)

2.  

1.  

3.

Integrate Data across Functions 
to Optimize Demand



Understanding Normalized vs. 
Standardized Data in the VR industry

Normalization

What It
Does

When to
Use It

Examples

Sensitivity
to Outliers

Standardization

Scales data to fit within a range (e.g., O 
to 1)

When you want to compare data on the 
same scale (e.g., rates across 
comparable properties)

Easily affected by outlier or extreme 
data values (e.g., one very expensive 
property skews the “normal” property 
data)

Imagine you track nightly rates for your 
properties:

Property A: $100/night
Property B: $300/night
Property C: $500/night

If you normalize this data to a range of 
0 to 1:
Property A becomes 0
Property B becomes 0.5
Property C becomes 1

This is helpful when comparing 
properties on the same scale, no 
matter how big or small their rates are.

Measures distance from the mean 
average (e.g., +2)

When you want to spot trends or 
outliers/unusual data points (e.g., 
unusually high/low rates)

Handles outliers better than normalized 
data by focusing on averages and 
deviations

Imagine you want to see how far each 
property’s ADR is from the average of 
your owner’s portfolio. The mean 
average rate is $300.

Standardization calculates how far 
each property is from $300 in terms of 
“steps” (called standard deviations). 
This helps identify outliers like 
unusually high or low prices.

If Property A is much cheaper than 
average, its standardized value might 
be -2 (below average). 

If Property C is much more expensive, 
it might be +2 (above average).



Tip #5
Democratize Your 
Data

You don’t just need data as input. You 
need data as output, too. And every 
operational function needs to be able 
to see, understand, and share that data 
across your business.

If you can foster a culture, where data 
is accessible and interpreted 
collaboratively — and you adopt the 
tools to make that data readily 
available — you can apply the insights 
across functions. This shared 
knowledge contributes to a shared 
mission, making it easier (and more 
rewarding) to stay agile and achieve 
your goals.

Once patterns are identified, focus on 
small, adaptable strategies to test 
before scaling across your portfolio. 
Consider A/B testing some of those 
strategies to gather even more relevant 
data and iterate on your strategy.

Build a Data-Powered 
Flywheel for Everyone 
to Use



¹¹Expedia Group

For example, in 2022, Evolve was looking for ways to extend their booking lead 
times.¹¹ While exploring optimization tactics with their account management 
team at Vrbo, Evolve learned that Vrbo’s research revealed that over 75% of 
travelers say they’re more likely to book a vacation rental property with a flexible 
cancellation policy. 

So, Evolve developed an A/B test across multiple markets, offering a flexible 
cancellation policy against the existing and restrictive policy. 

Within the first two weeks, Evolve’s test units significantly outperformed their 
control units. The more flexible policy helped Evolve increase bookings by 26% 
and revenue by 53% per listing, fill more availability, and extend their booking lead 
times and length of stay.
 
With further analysis, Evolve was also excited to see the cancellation rate under 
the new policy remain nearly the same as properties with less flexible 
options. Cancellations remained stable and comparable to the prior year. 
Cancellation policies are a hot topic. But with data, they won’t burn you.

None of your policies need to be controversial, for that matter. But let’s focus on 
the cancellation policy as a use case.

OTAs often push for more flexible cancellation policies to attract guests.
Many property owners, especially those with large homes, prefer stricter policies. 
Who’s right?

Let the data lead the way. Use A/B testing to find the best approach for what your 
customers say they want and how they behave. Both you and your owners stand 
to benefit — especially if you review and adjust your cancellation policies 
seasonally based on how your bookings are pacing. 

Tailoring your policies to the time of year can help optimize your bookings and 
meet demand more effectively.

https://partner.expediagroup.com/en-us/resources/case-studies/evolve-drives-success-with-flexible-cancellation-policies


Tip #6
Acknowledge the 
Human Factor

McDonald’s is no stranger to expensive mistakes. Ever eaten an “adults only” Arch 
Deluxe Burger? The Arch Deluxe, introduced to the menu in 1996, was an expensive, 
gourmet burger aimed at attracting a more high-end adult demographic. 

Despite the larger cultural trend¹² around “gourmet, premium foodie” food, the Arch 
Deluxe is known as one the most ambitious, costly product launches in McDonald’s 
history — and a major failure.¹³

Find Out What’s Behind the Data to Eliminate 
Friction and Elevate Information to Intimacy

McDonald’s Mistook 
Information for Intimacy

McDonald’s spent approximately $300 
million on research, production, and 
marketing for the Arch Deluxe, making it 
one of the most expensive product flops in 
fast-food history.

The marketing campaign alone cost 
between $100–150 million, with ads that 
tried to emphasize the “grown-up taste” of 
the burger by showing kids rejecting it as 
icky. Meanwhile, it was one of the most 
expensive menu items.

¹²This was around the same time that the
“gourmet” food scene started to go mainstream
in the US. For example, Whole Foods Market
(long before Amazon’s acquisition) and Starbucks
had both gone public (IPO) in 1992. Major foodie
brands like these were experiencing exponential growth.

¹³Chowhound

https://www.chowhound.com/1737856/mcdonalds-worst-mistakes-ever/


Despite somebody’s (or even a lot of somebody’s) best intentions, McDonald’s 
failed to acknowledge the human factors at work behind the data that led to the 
Arch Deluxe as product “innovation:”

The Arch Deluxe product and 
campaign alienated McDonald’s core 
customer base by implying that its 
regular menu was not sophisticated 
enough for adults. Franchise owners 
were slow to add it to their local 
menus because it was expensive to 
produce — and because they didn’t 
believe it’d appeal to their local 
customers. 

In the end, customers didn’t 
associate McDonald’s with gourmet 
products, and they were unwilling to 
pay higher prices for a fast-food 
burger, regardless of its quality. 

McDonald’s didn’t test a large enough customer sample size to get
quality data.
The customers they surveyed did not accurately represent its core 
customer base.
They failed to adequately test how the product and the product marketing
would perform in real-world conditions.
They ignored the data that said that their customers primarily valued
affordability, convenience, and familiarity.
While they considered broader food industry trends, they failed to recognize
their unique brand advantage and promise as inexpensive, family-friendly,
fast food.



And Then McDonald’s Learned Their Lesson

Compare the Arch Deluxe with McDonald’s more successful soft launch in 2011, then 
higher profile relaunch in 2022: The Land, Air & Sea Burger.

The sandwich exists now because McDonald’s uncovered data that helped them 
focus on real fans. To gather this data and find fan-first insights, McDonald’s 
partnered with the advertising agency, Wieden+Kennedy (W+K).¹4 

W+K roadtripped through the US heartland, observing and chatting with customers. 
They uncovered so many intimate informational details that they packaged it for 
McDonald’s as A Book of Fan Truths:

Your friend will always take a fry even after 
they say they don’t want any.
You will order tap water but fill your cup 
with soda to “live on the edge.”
Who doesn’t eat the cheese off the 
wrapper?
No matter how many times you’ve been to 
McDonald’s, when you get to the counter, 
you almost always start your order with, 
“Can I get uhhhhhh…”

One stand-out, intimate truth? 

McDonald’s fans often purchase a Big Mac, a Filet-O-Fish, and a McChicken 
sandwich, then pull out the extra protein and eat all three sandwiches as one. They 
call it a super sandwich and dubbed it the Land, Air & Sea Burger. It’s also a secret 
menu item only the biggest McDonald’s fans know about.

The takeaway? Sometimes, it pays to take a closer look at the human factors 
influencing the data.

¹4Harvard Business Review

https://hbr.org/2023/12/you-need-more-than-data-to-understand-your-customers


She searched using “waterfront view.”

He clicked to book after two 
remarketing ads landed in his web 
browser.

The competition is listing properties 
with +50 amenities/unit. 

Can we drive more bookings if we 
show water views from the inside of 
the property instead of the outside as 
our thumbnail? Let’s test to find out.

Can we convert faster if we exclusively 
use the image from the second ad? 
Let’s test to find out.

We need to scale up our amenities 
from the 20 we currently list to at least 
50.

Instead of doing this manually, what 
tool can we use to automate these 
updates and make them scale across 
the whole portfolio?

Information Insight

Why strive for information — and intimacy? 
It’s what leads to insights and impact.

After all, behind every data point, there’s a 
person with an intention. They make a 
decision or take an action that results in that 
data point.

Go Gemba on Your Data

Sometimes, you have to go right to the source of the data to uncover the real insight. 
You have to “Go all ‘Gemba’ on the data.

“Gemba” is a Japanese concept that means “the real place” or “the place where 
things happen.”¹5 Gemba is pivotal to the Toyota Production System (TPS) and was 
popularized in the 1950s by Taiichi Ohno, an industrial engineer and Toyota executive 
credited with turning Toyota into the manufacturing powerhouse it became following 
World War II. 

¹5Gemba

https://kaizen.com/insights/gemba-meaning-lean-management/


At the heart of Gemba is Ohno’s belief 
that the best way to understand data, 
especially problematic data, is to go to 
the source of it. 

For example, if there were issues with 
the pistons in Toyota’s Land Cruiser 
production, leaders shouldn’t (just) read 
a report about it. You go down to the 
factory floor, talk with the workers 
manufacturing the pistons, observe their 
process, etc. You use your own human 
experience to understand more about 
the other human factors impacting 
production.

(Yes, Gemba is at work in the W+K 
roadtrip visiting McDonald’s locations 
across the U.S., observing and talking 
with McDonald’s customers in their own 
local markets.)

Everyone on your team should be 
motivated and empowered to delve 
deeper into your data. That’s where you 
can connect the patterns you see to 
grounded, real-world insights about 
human motivations and behaviors.



Harness the Power of 
Data to Make Better 
Bets on Yourself

tnsinc.com

Despite the shifts in marketing 
dynamics, owner expectations, and 
customer needs, there is still a new 
normal in the vacation rental
industry: Change. 

And it’s possible to adapt to change 
by operating with a strong foundation 
built on data.

When you use data, and apply 
data-driven strategies to your 
business, you’re harnessing the 
power of your technology — and 
upskilling the potential of your 
people, too. 

Build adaptability, resilience, and 
longevity into your business with 
Track as your partner.

Tip #1
ADAPT - Assess Data 
And PinPoint Truth

Tip #2 
Find Opportunity
in Uncertainty

Tip #4
Use Data
Hygiene FTW

Tip #5 
Democratize
Your Data

Tip #6 
Acknowledge the 
Human Factor

Tip #3 
Contextualize Data

Visit Track’s Insights 
and Innovations Portal

https://info.tnsinc.com/insights-and-innovation



