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The client possessed a world-class product (9.2/10 service rating) but a digital presence
that was effectively invisible. Their website’s technical performance (14.5s load time) was
blocking them from capturing existing market demand.
Using intent-data analysis, we identified that 1k–10k monthly searches were happening for
their specific segment, but the client was capturing almost none of it directly.
Instead of jumping straight to execution, we initiated our Pragmatic Validation Framework.
We didn't just want to know if a digital strategy was possible; we needed to prove it was
profitable before spending a single Euro.

The Challenge: The
"Invisible" Asset
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Client: Luxury Boutique Hotel
Sector: Hospitality
Service: Phase 1 (Diagnostic) & Phase 2 (GTM Blueprint)



We subjected the initial strategic hypotheses to a rigorous stress test, designed to
simulate scenarios of failure to prevent bad investments. Through this iterative loop,
we identified—and rejected—two critical flaws in the standard "DIY + Ads" approach.

1. The "Ghost Cost" Trap (Operational Risk) The initial hypothesis was to have the
General Manager handle digital marketing internally to "save money." We modeled
the hidden costs of this decision.

Financial Cost: ~€8,220/year in lost managerial productivity.
Operational Risk: Distracting the General Manager from their core floor duties
would jeopardize the hotel's key differentiator: its 9.2/10 service standard.
Verdict: REJECTED. The risk of degrading the guest experience was too high for
a DIY approach.

The Intervention
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The Solution: A
Hybrid "Active-
Passive" Blueprint
Having rejected the "Digital Only" and "DIY" paths, we engineered a Hybrid Strategy
that activated both digital efficiency and offline sales power.

1. Digital: The "Quality Score" Arbitrage We pivoted from "Generic Ads" to a Brand
Defense Strategy. By fixing the website speed (Technical CapEx) and claiming the
top ad spot for specific brand searches, we could drop the CPA from 16.2% to ~5%.
2. B2B: The "Active Hunter" Strategy Recognizing that digital alone couldn't drive
aggressive growth without high costs, we introduced an offline layer. We modeled
the ROI of a Part-Time B2B Vendor dedicated to corporate accounts. This moved the
hotel from "waiting for bookings" to "hunting for contracts."
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2. The Margin Trap (Financial Risk) We then modeled a standard Google Ads
campaign competing for generic keywords (e.g., "Best Hotel in [City]").

The Benchmark: The client currently pays an 18% CPA (Cost Per Acquisition) to OTAs
(Online Travel Agencies like Booking.com).
The Flaw: Our model showed that generic ads would deliver a 16.2% CPA.
The Verdict: REJECTED. While 16.2% looks lower than 18%, the financial reality is
different. The OTA commission (18%) is a risk-free variable cost—you only pay when
you get a booking. The Ad spend (16.2%) is a fixed risk—you pay for clicks whether
they book or not. Trading a risk-free 18% for a risky 16.2% is bad business.



Metric

Current
State

(Before)
Rejected

Plan 
Executed

Plan
The

Impact

Cost Per
Acqtn.
(CPA)

18-25%
(OTA

Dependent)

16.2% (High
Risk / Fixed

Spend)

~5.0%
(Brand

Defense)

3x Profit.
Efficiency

Operatnl.
"Ghost
Cost"

€0 (No
Marketing)

€8,220 /
year  +
Manager

Distraction

< €4,000
/ year

(Mangd.
Service)

Protected
Service

Standard

Sales
Strategy

Passive
(Waiting
on OTAs)

Passive
(Waiting on

Clicks)

Active-
Passive
(B2B +
Online)

Diversified
Revenue
Streams

By rejecting the "obvious" path, we protected the client’s service standards and cash
flow, delivering a strategy where every Euro invested had a defined, protected return,
delivering >300% ROI.

The Comparative
Results
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The Bottom Line
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