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ABSTRACT

SOYL Al was built on a single guiding principle: a property management system (PMS) dramatically easier
to use than the legacy tools the hospitality industry has tolerated for decades. In our first pilot a
30-room independent hotel in India with a 3.4—3.8 Google Maps rating and average room rates of
1,500-31,800 we received a piece of feedback that, on the surface, contradicted our entire thesis:

“The software is hard to use.”

This paper unpacks that feedback. We argue that the comment, while real, was not a verdict on our Ul. It
was a signal about a more interesting problem: in a specific and largely under-studied segment of Indian
hospitality, the question is not “easier than what?” it is “easier than nothing?” When the incumbent
workflow is a pen, a register, and an owner who prefers transactions stay off the books, even a

well-designed PMS faces an adoption challenge that has very little to do with software design.

We believe this segment small, independent, sub-2,000-ARR hotels is large, underserved, and
structurally consequential to guest experience in India. The same operational gaps that keep these hotels
off digital systems also drive the miscommunication that produces their middling ratings. Solving for this

segment requires us to rethink not the product’s interface, but its premise.
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01 — BACKGROUND

The Pilot

In early 2026, SOYL Al deployed its Al-assisted property management system at an independent 30-room
hotel in India. The property had recently changed hands; the new ownership inherited a pen-and-paper
operation and an aging 3.4—3.8 star Google Maps rating. Average daily rate sat between 1,500 and
31,800.

Our hypothesis going in was straightforward. A modern, Al-assisted PMS designed from the ground up to
reduce clicks, surface the right information at the right time, and minimize training overhead would be

unambiguously easier than a paper register. Adoption would follow naturally.

Within fifteen days, the hotel reported that the software was difficult to use.
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02 — FINDINGS

The Surprise

For a product whose core differentiator is usability, that feedback is sobering. We took it seriously and

dugin.

What we found, however, was not a Ul problem. We watched workflows. We compared task time on
SOYL Al against the existing pen-and-paper method. We talked to the manager who had voiced the

complaint.

The conclusion: for a 30-room hotel with a single manager who has spent years internalizing a
paper-based system, a paper register really is faster for him. No login. No screen. No keyboard. He knows
where every number lives because he wrote it himself five minutes ago. The cognitive cost of switching
to any digital system, no matter how well designed, is non-trivial and at 30 rooms, the marginal benefit

of doing so on a daily basis is hard to feel.

The honest reframing: the manager was not struggling with our software. He was
unmotivated to use any software. “Hard to use” was, in plain terms, a polite way of

saying “I don’t want to.”

03 — REFRAMING

Why “Easier” Isn’t Always Enough

There is a comfortable lesson here about behavior change, and a less comfortable one about market

structure. We will spend most of this paper on the second.

In hospitality Saa$, the standard adoption story assumes the buyer is replacing a worse digital tool with a
better one. In that frame, “easier” is a meaningful wedge. But in the Indian budget hotel segment we

piloted in, the incumbent is not software. It is paper, memory, and a WhatsApp group. Against that
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incumbent, “easier” is not the right axis to compete on because by some measures, paper is easier,

especially at 30 rooms.

The right axis is value the paper register cannot deliver: real-time visibility for an absentee owner,
structured guest communication, audit trails, OTA reconciliation, and the kind of data hygiene that
prevents the small failures that compound into bad reviews. These are benefits the property gets. They

are not always benefits the manager feels.

This gap between who pays for the software and who has to use it is the central tension of selling into

this segment.

04 — MARKET STRUCTURE

The Off-the-Books Economics

There is another structural factor that almost no Western Saa$S playbook accounts for, and it shapes
adoption profoundly: a meaningful fraction of small Indian hotels prefer to keep transactions off the

books.

The reason is simple. India’s GST regime treats hotel rooms differently based on tariff. Hotels in the
%1,500-31,800 ARR band sit close to thresholds that determine whether and at what rate GST applies.
Combined with income tax considerations, the incentive to under-report occupancy or shift transactions

to cash is real, persistent, and economically rational from the operator’s perspective.

A digital PMS, by its nature, creates a record. A complete one. Every check-in, every walk-in, every cash
payment, every extension. For a property that wants to maintain optionality on what gets reported, a

comprehensive digital record is not a feature. It is a liability.

This does not mean these hotels reject software outright. It means their adoption pattern is selective:
they want the parts that help them run the business, and they instinctively resist the parts that constrain
how they report it. Any product designed for this segment must reckon with this not by enabling

under-reporting, but by understanding why a paper register, with its convenient ambiguity, is so durable.
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05 — THE HIDDEN COST

Ratings, Service, and Miscommunication

Here is where the story gets more interesting, because the same operational gap that protects the

off-the-books model is also what is dragging the hotel’s reputation down.

The pilot property’s 3.4—-3.8 Google rating is not unusual for its segment. When we read the negative

reviews, the patterns were striking and consistent:

® Bookings not honored or assigned to the wrong room category.

e Guests waiting on requests extra towels, late check-out, food orders that never reached the right

person.
e Confusion between front desk and housekeeping over room status.

e Payment disputes traced back to incomplete or contradictory records.

Almost none of these are service failures in the traditional sense. The staff is not rude. The rooms are not
dirty. The food is not bad. These are information failures. A guest told the front desk something. The
front desk could not reliably get that information to housekeeping, the manager, or the kitchen. By the

time the guest noticed the gap, it was a one-star review.

The causal chain is direct:

No system — information lives in heads, paper, and WhatsApp — things get dropped —

guest experience suffers — ratings fall — bookings fall — margins fall.

This is the story SOYL Al was built to address. The pilot, ironically, validated the diagnosis even as it

complicated the cure.

06 — IMPLICATIONS

What This Means for SOYL Al
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We do not view the pilot as a failure. We view it as the most expensive, useful research we could have

run, and we are taking three things from it.

1. “Ease of use” needs to mean something different in this segment.

Ease of use is not measured against an idealized baseline; it is measured against an entrenched habit. For
a manager already fluent in paper, “easier” must mean so much faster and so much more useful that the

cost of changing his habits is obviously worth it. That is a higher bar than we set ourselves.

2. We need to design for the property, not just the user.

The person typing into the PMS is not always the person who benefits from it. Owners — especially
absentee owners of small properties — are the ones with the most to gain from data, visibility, and
structured operations. Our product strategy needs to make that value loud, undeniable, and

continuously visible to the buyer, not buried behind a daily ritual the manager performs reluctantly.

3. We need to take the GST and cash-economy reality seriously.

Ignoring it does not make it go away. We are exploring product designs that deliver operational value
without forcing properties into reporting postures they are not ready for, and that give owners the levers

they need to manage compliance on their own terms as their business matures.

07 — OUTLOOK

The Bigger Picture

India has tens of thousands of small, independent hotels in the sub-%2,000-ARR band. Most are running
on paper, memory, and a manager’s goodwill. Most are losing meaningful revenue to the same
miscommunication-driven service failures we observed at our pilot property. Most will, eventually, adopt
some form of digital management — the question is which product earns that adoption, and on what

terms.

The hospitality SaaS market has, to date, largely written this segment off as too small, too informal, and

too hard to onboard. We disagree. The segment is large in aggregate, structurally important to India’s
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guest experience, and ready for a product built specifically for its constraints rather than ported down

from enterprise hospitality software.

Our first pilot taught us that better Ul is not, by itself, the answer. It is a necessary condition, not a
sufficient one. The sufficient condition is a product that respects how this segment actually operates —
its incentives, its informality, its skepticism of digital records and earns its way in by solving the specific

problems that paper cannot.

That is the product SOYL Al is now building toward.

This paper is a working draft prepared from learnings during SOYL Al’s first production pilot. Figures and observations reflect a

single deployment and are intended to share early findings with operators, partners, and prospective customers.
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