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The Number Most Hoteliers Underestimate

Walk into the office of an independent hotel general manager in Bangkok, Hanoi, Penang, or

Bali, and ask them what their OTA commission rate is. The answer almost always falls between

“about 15 percent” and “around 18 percent.” Both numbers feel manageable. Both numbers are

wrong.

The headline commission charged by Booking.com on a Southeast Asian property is typically 15

percent (Your.Rentals, SiteMinder). But the headline commission is only one of the five financial

layers a hotel pays to live on the platform. Layer in the Preferred Partner program (3 to 5 percent

on top), Booking.com Payments processing (1.1 to 3.1 percent), Genius discount obligations (10

to 20 percent off the rate itself), the cost of the marketing and visibility programs that have

become functionally compulsory, and the indirect cost of the rate parity restrictions that prevent

the hotel from quoting better prices on its own website — and the true commercial cost of an

OTA-dependent distribution model in Southeast Asia regularly exceeds 28 percent of gross

booking value (Cambodgemag, The Percentage Company).

This is not a controversial estimate. It is the working assumption that any honest revenue audit

produces.

The structural problem is that Southeast Asia is the most OTA-dependent hotel market in the

world. Across the region, OTAs capture an estimated 69 percent of bookings, peaking at 57.35

percent in Malaysia and reaching 80 percent or higher among independent hotels in Thailand.

The average independent Thai hotel begins its commercial life with a direct booking share of just

8 to 15 percent — meaning 85 to 92 percent of every guest arrives carrying a 15-to-28-percent

commission expense attached.

Compare that to Western Europe, where the comparable independent direct share averages 25 to

35 percent, or to the U.S., where it averages 30 to 40 percent. The Southeast Asian operator is

InsightBridge Global · Hospitality Net Contribution

1 / 6

https://your.rentals/blog/booking-com-fees-how-are-they-calculated/
https://www.siteminder.com/r/booking-com-fees/
https://www.cambodgemag.com/en/post/direct-bookings-asia-s-hoteliers-reclaim-margins-from-ota-dominance
https://www.thepercentage.asia/increase-hotel-direct-bookings-ai-strategy/


paying roughly twice the distribution tax of a comparable European operator on every room they

sell.

This article is not an argument that hoteliers should leave the OTAs. That is neither possible nor

sensible. OTAs deliver real demand, real currency conversion, real review-driven trust, and real

visibility in unfamiliar markets. The argument is that the current dependency ratio in Southeast

Asia is structurally unsafe — and that there are five concrete, well-tested moves any hotel can

begin within the next ninety days that will move the dial without sacrificing OTA volume.

The Math That Changes the Decision

Before describing the five moves, it is worth establishing the financial logic that makes them

worth doing.

Take a 100-key independent boutique resort in Phuket selling at an average daily rate of 4,500

baht (approximately 130 USD), at 70 percent occupancy. Annual rooms revenue is

approximately 115 million baht (3.3 million USD). With 80 percent of bookings flowing through

OTAs at an effective all-in commission rate of 22 percent — a conservative figure — distribution

cost lands at roughly 20 million baht per year, or 580,000 USD.

Now run the same property at 50 percent direct, 50 percent OTA. Direct booking acquisition cost

via tech-enabled paid media in Southeast Asia averages 3.5 to 6 percent of booking value,

depending on the operator and channel mix. The blended distribution cost falls from 22 percent

to roughly 13 percent — a saving of approximately 11 percent of the property’s top-line revenue,

or 12.6 million baht (360,000 USD) per year, dropping almost entirely to the bottom line.

For a single 100-key independent property, that is the difference between a marginal operating

year and a strong one. For a 12-property regional group, it is the difference between funding a

renovation cycle and deferring it for another two years. For the Southeast Asian hospitality

industry as a whole, distributed across tens of thousands of properties, the OTA dependency tax

is a multi-billion-dollar transfer of margin from the host economy to platforms domiciled, taxed,

and capitalized elsewhere.

This is the prize. Now the moves.

Step 1 — Audit the True All-In Cost, Property by Property

The single most important first step is the one most operators skip. Before spending a baht on

the rebuild, conduct a true all-in distribution audit. Pull twelve months of booking data and

compute, for each channel, the actual cost per booking — including base commission, payment

processing, Preferred Partner uplift, Genius discount cost, marketing program subscriptions,

and a fair allocation of staff time spent on extranet management.

InsightBridge Global · Hospitality Net Contribution

2 / 6



The audit will produce three findings, almost without exception.

First, the headline commission rate is significantly understated. The all-in cost is typically 4 to 8

percentage points higher than the rate the GM quotes from memory.

Second, certain segments — typically Genius members, mobile-only rates, and high-demand-

window bookings — carry an effective cost approaching 30 percent. These are the segments

where the operator is essentially running the room at a loss after fixed costs are allocated.

Third, a meaningful portion of the OTA bookings are guests who would have booked direct if a

credible direct option had existed. The “incremental demand” that OTAs always claim to deliver

is real, but it is a smaller share of the volume than the platform’s commercial team will ever

admit.

This audit cannot be skipped. Without it, every subsequent step is being optimized against a

number the operator does not actually know.

Step 2 — Rebuild the Direct Booking Funnel, Mobile-First

and Local-First

Most independent Southeast Asian hotel websites are not just inadequate — they are actively

hostile to direct conversion. Slow load times, confusing booking widgets, mandatory account

creation, English-only checkout flows, no local payment methods, and pricing that is frequently

displayed worse than the OTA equivalent due to rate parity confusion. Every one of these is a

fixable funnel leak.

The rebuild has four components.

Mobile-first design is non-negotiable. More than 70 percent of Southeast Asian leisure travel

research and booking now happens on mobile, with that figure exceeding 80 percent for

travelers from Vietnam, Indonesia, the Philippines, and mainland China. A hotel website that

loads in more than three seconds on a mid-range Android device over a 4G connection in Hanoi

is not a website. It is a leak.

Local payment methods are equally non-negotiable. PromptPay in Thailand, GrabPay in

Malaysia and Singapore, GCash in the Philippines, MoMo and ZaloPay in Vietnam, OVO and

DANA in Indonesia, Alipay and WeChat Pay for Chinese visitors. Every Southeast Asian hotel

direct booking engine should accept at least three local payment methods natively. Most accept

zero.

Multi-language deployment matters more than most operators realize. A guest who lands on an

English-only page when they expected Thai, Vietnamese, Bahasa, or Mandarin will leave inside

ten seconds and complete the booking through the OTA — where the language detection

happened automatically. The marginal cost of localizing a booking flow is small. The marginal
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cost of not doing it is the OTA commission on every booking that flows from that segment for the

next decade.

Finally, the booking widget itself should be configured to show the direct rate alongside an

honest comparison to the OTA-displayed rate, with the value of the direct booking spelled out —

free room upgrade subject to availability, late checkout, complimentary breakfast for bookings

over a certain rate, free Wi-Fi as a contractual guarantee rather than as a “we’ll see” benefit.

Direct booking conversion is a trust problem before it is a price problem.

Step 3 — Pay for Acquisition, but Pay Intelligently

The single largest mental shift required is accepting that direct booking is not free. It costs 3.5 to

6 percent in tech-enabled paid media, plus the cost of the website, the booking engine, and the

team. But that is still a fraction of the 15-to-28-percent OTA tax — and the customer relationship

belongs to the hotel.

The acquisition stack that works in Southeast Asia in 2026 has four pillars.

Google Hotel Ads, properly configured with a metasearch feed, captures the high-intent searcher

who is already looking at the property. Cost per acquisition typically runs 4 to 7 percent of

booking value when configured correctly, with a target ROAS of 14 to 1 or better.

Branded search defense — bidding on the hotel’s own name to ensure the OTA does not capture

that traffic — is mandatory. The cost is low, the volume is high, and the alternative is paying 15

percent commission on bookings the guest specifically wanted to make direct.

Meta and TikTok prospecting, particularly for the Vietnamese, Indonesian, Filipino, and Chinese

leisure segments, is increasingly cost-effective relative to the OTA tax. The conversion windows

are longer than for Google Hotel Ads but the audiences are accessible and the unit economics

work for properties above approximately 1,500 baht ADR.

Email and CRM remarketing to the existing guest database — which the hotel already owns and

the OTA does not — is the highest-margin channel of all, with effective acquisition costs typically

below 1 percent of booking value once the program is running.

The objective is not to replace OTAs with paid media. The objective is to assemble a portfolio of

acquisition channels that, together, can sustainably deliver 30 to 50 percent of bookings at a

blended cost meaningfully lower than the OTA tax.
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Step 4 — Renegotiate the OTA Relationship from a Position

of Strength

Once direct share moves above 25 percent, the negotiating posture with the OTAs changes

fundamentally. The platform’s account manager understands, even if they will not say so, that

the property is no longer dependent. The conversation about Preferred Partner uplift, Genius

discount obligations, and rate parity becomes commercially different.

Concrete moves operators should pursue in this conversation include exiting Preferred Partner

where the actual incremental volume does not justify the 3-to-5-percent uplift; declining the

most aggressive Genius discount tiers where the segment is not strategically valuable; and

refusing the most onerous rate parity clauses, particularly where local consumer protection law

in the region offers cover.

This is not a confrontation. It is a commercial recalibration. OTAs negotiate with thousands of

hotels every year, and the framework is well-rehearsed on their side. The hotel that walks into

the conversation with a direct-share number above 25 percent and an audited cost-per-channel

report walks out with a meaningfully better commercial outcome.

Step 5 — Treat Guest Data as the Real Strategic Asset

The deepest reason to reduce OTA dependency is not the commission. It is the data.

Every booking that flows through an OTA generates a data trail — name, email, payment

method, length of stay, ancillary spend, repeat behavior, response to specific rate offers, behavior

across the rest of the OTA’s network — that the OTA owns and the hotel does not. The hotel sees

only the fraction the OTA chooses to share. Over five to ten years, this asymmetry compounds

into a pricing-intelligence and remarketing disadvantage that no single negotiation can recover.

Direct bookings, by contrast, generate a data record the property fully owns. Used properly —

anonymized, governed, integrated with the hotel’s CRM and PMS — that data becomes the basis

for segment-level pricing, targeted remarketing, and the predictive demand modeling that

determines whether a property will compete on price or on intelligence in the next decade.

This is the layer where the OTA dependency conversation connects to the larger sovereignty

question I have written about elsewhere in this column. A Southeast Asian hospitality industry

that owns 30 percent of its booking data is structurally weaker than one that owns 60 percent —

regardless of what the commission line in any single year happens to read.
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What Realistic Success Looks Like

A property starting at 12 percent direct share that executes the five steps above can credibly

target 30 percent direct share within twelve months and 45 percent within twenty-four months.

These are not aspirational figures — they are documented outcomes among full-service

operators across the region working with experienced direct booking partners.

For most operators, that 30 to 45 percent target is the right ceiling. Pushing beyond it usually

requires either a brand strength most independents do not have, or a willingness to walk away

from OTA volume that most owners are not prepared to accept. The point is not to eliminate the

OTAs. The point is to stop being structurally dependent on them.

The Southeast Asian hospitality industry has spent two decades quietly accepting a distribution

architecture that taxes its margins more heavily than any comparable region in the world. The

tools to change that architecture are now mature, the unit economics are now favorable, and the

operators who move first will be the ones who own the next decade.

The platforms have had a very good run. The next chapter belongs to the hotels that read the cost

honestly and rebuild accordingly.

Dr. Tong Yin is Founder and CEO of InsightBridge Global LLC, an AI-driven hospitality

intelligence and strategy advisory firm. He advises independent and group hospitality

operators across Southeast Asia and the GCC on direct booking architecture, pricing

intelligence, and AI transformation.
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