
The Silent Direct Booking Leak Most Indian Hotels Never Notice 

Every hotel general manager I speak to in India can tell me their direct booking share. Fifteen percent. 

Twenty-two percent. Thirty-five percent for the well-run properties. They know the number because it sits on 

the monthly revenue report next to OTA commission paid. 

What most of them cannot tell me is where the leak is. 

Ask a GM why direct booking share is stuck at twenty percent instead of moving to forty, and the usual 

answers involve the booking engine (too slow), the Google Business Profile (needs more posts), or Meta ads 

(need more budget). Sometimes the answer is that the OTAs are too aggressive. All three answers are true. 

None of them explain the actual leak. 

The actual leak, for most Indian boutique hotels, is happening six to twelve months after a guest checked 

out. 

The Between-Stay Silence Problem 

Consider a typical guest journey. A couple books your property for a three-night anniversary stay. They love 

it. They post two Reels, tag the hotel, leave a five-star review, and check out on a Sunday afternoon. On 

Monday morning, they get a generic thank-you email that could have been sent to any of your guests over 

the past year. 

Then nothing. For six months. For twelve months. For eighteen months. 

At month fourteen, they start planning their next trip. They vaguely remember a wonderful boutique 

property, but they cannot remember the name. They open MakeMyTrip, search the destination, and book 

whichever property looks nice with a good rate. Sometimes it is you (at fifteen percent commission). 

Sometimes it is a competitor. 

This is not a marketing failure at the booking stage. Your booking engine works. Your rates are competitive. 

This is a marketing failure that happened silently in the twelve to eighteen months between one stay and the 

next, when you had every reason to stay in touch with the guest and no system that made you actually do it. 

Why This Is the Biggest Direct Booking Opportunity Most Indian Hotels Miss 

Repeat guest direct bookings are the highest-margin revenue any Indian hotel can capture. The guest already 

knows the property, requires zero acquisition spend, converts at meaningfully higher rates than cold traffic, 

and typically spends more per stay because they know what add-ons they enjoy. 

But almost no Indian hotel treats between-stay engagement as a discipline. Most hotel CRMs contain 

thousands of past guests. Very few are segmented by celebration occasion, category preference, or booking 



value. Fewer still receive monthly personalized touchpoints across email and WhatsApp. Almost none have a 

system that recognizes when a past guest is starting to travel-plan and reaches out with a relevant offer. 

Meanwhile, MakeMyTrip and Booking.com remember every guest, send algorithmic offers at exactly the 

right moment, and capture the re-booking at fifteen to thirty percent commission that the hotel did nothing 

to earn. 

What the Journey-Based Approach Fixes 

The Indian hotels that have moved direct booking share from twenty percent to forty-five percent over 

eighteen months did not do it by making stage-five booking engines faster. They did it by treating the guest 

journey as ten distinct stages, then executing across all ten with equal discipline. 

Pre-search brand awareness. Search discovery. Consideration research. Comparison and decision. Booking 

conversion. Pre-arrival personalization. In-stay experience amplification. Post-stay review capture and 

thank-you. Between-stay engagement. Re-booking to direct. 

Most Indian hotels invest sixty percent of their marketing budget in stages two and five, and forty percent 

across the remaining eight stages combined. This is exactly why direct booking share stays stuck. 

The fix is not to spend more in total. It is to redistribute budget across all ten stages so no single leak point 

silently subsidizes OTA bookings. Between-stay engagement, in particular, is where most Indian hotels have 

their biggest under-invested opportunity. 

The Practical Move 

For any Indian hotel operator reading this and recognizing the pattern, start with these three moves in the 

next thirty days: 

Audit the past-guest list in the CRM. Count how many segments exist. If the answer is fewer than four, you 

have a starting problem. 

Build a segmented monthly touchpoint calendar across email and WhatsApp. Different content for 

wedding-anniversary guests versus corporate guests versus wellness guests. Personalization at this stage is 

what reactivates dormant guests. 

Set up a re-engagement trigger for guests approaching their booking anniversary. A guest who booked in 

April last year is likely thinking about their next trip in February or March this year. Reach out then, not after 

they have already opened Booking.com. 

For a full framework covering all ten stages of the Indian hotel guest journey, along with investment 

distribution recommendations, KPIs per stage, and the specific mistakes that leak direct bookings back to 

OTAs, Morphiaas has published a detailed breakdown of hotel digital marketing strategy that walks through 

https://headwayapp.co/morphiaas-news?utm_source=SHAREYOURSOCIAL&utm_medium=CONTEXTUAL&utm_campaign=ARTICLE


each stage with executable detail for Indian boutique hotels, resorts, heritage properties, and multi-property 

groups. 
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