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Introduction

Many struggling hotels assume their biggest challenge is outdated furniture, ageing interiors, or a lack of

investment capital. In reality, the majority of underperforming independent properties do not suffer from an

infrastructure problem. They suffer from a positioning problem.

The Pet-First Hotel Repositioning Checklist™ is designed to help independent hotels, boutique

properties, guesthouses, and family-owned accommodations evaluate whether the growing pet travel

market represents a viable and profitable niche strategy.

This framework does not propose that every hotel should become a pet-focused destination. It provides a

structured diagnostic to determine whether pet-first positioning could transform an underperforming asset

into a differentiated hospitality product — one capable of generating stronger occupancy, longer average

stays, and reduced dependence on price competition.

The 40 points are organised across four strategic domains: positioning, operational improvement, revenue

generation, and asset protection. Each point addresses a specific decision or action. Each is designed to be

implementable without major capital expenditure.

The most effective hospitality transformations frequently begin not with construction projects, but with the

clarity of a strategy.

Before investing €100,000–€500,000 in renovation, ask the honest question:
Is the problem the furniture — or is the problem the positioning?
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SECTION 1

Strategic Positioning

1 Move Beyond 'Pet-Friendly'
Allowing pets is not a strategy — it is a policy. True pet-first positioning means designing every

guest touchpoint around the needs and emotions of pet owners. When you simply 'allow' pets, you

remain interchangeable with hundreds of other properties. When you actively build a hospitality

experience around the bond between guests and their animals, you become a destination with a

genuine reason to exist. Review every stage of the guest journey — from booking language to

check-in ritual to room layout — and ask: does this communicate that pets are genuinely welcome

here, or merely tolerated?

2 Define Your Primary Pet Segment
Not all pet owners travel the same way. Dog owners who travel with large breeds have entirely

different needs than digital nomads with small cats, or families with multiple animals. Defining your

primary segment shapes every subsequent decision: your marketing language, your room

configuration, your outdoor facilities, your partnerships, and your pricing. A property that tries to

appeal to every pet owner simultaneously appeals to none deeply. Commit to a primary audience

and build around them.

• Dog owners — most numerous and highest-spending segment

• Cat owners — growing niche with specific comfort requirements

• Multi-pet families — longer stays, higher spend, lower price sensitivity

• Digital nomads with pets — flexibility-driven, extended-stay oriented

3 Create a Dedicated Pet Travel Landing Page
Your main website homepage is not enough. Pet owners search with specific intent — they are

looking for confirmation before they even consider enquiring. A dedicated landing page, optimised

for search terms used by travelling pet owners, serves as your first conversion tool. It should

answer the four questions every pet owner asks before booking: Can my pet actually come? What

is provided for them? What are the rules? What does the local area offer? Answering these clearly

and confidently is what converts a visitor into a guest.

• dog-friendly hotel [region/country]

• hotel with dogs allowed

• pet-friendly accommodation [area]

• holiday with dogs [destination]
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4 Develop a Clear Identity
Most properties that accept pets describe themselves with identical phrases: 'we welcome

well-behaved pets.' This language communicates nothing distinctive. A clear identity statement

does two things simultaneously: it attracts your intended guest segment and it gives potential

guests a reason to choose you over a lower-priced alternative. Your positioning statement should

name the experience you deliver, not merely the permission you grant. The difference between

'pets allowed' and 'the destination where pets are welcomed as guests' is not cosmetic — it is the

difference between a policy and a brand.

5 Use Real Pet Photography
Stock images of generic dogs in generic settings signal inauthenticity immediately. Pet owners are

emotionally invested in their animals and highly attuned to whether a property genuinely

understands that bond — or is simply performing pet-friendliness for commercial reasons. Real

photography of actual guests and their pets on your property, in your rooms, in your outdoor

spaces, communicates genuine experience. It also generates social media content your guests

themselves will want to share. Invest in one professional photography day with willing guests and

you will have assets that serve you for years.

6 Sell Freedom
Pet owners do not primarily buy rooms, beds, or breakfast. They buy the ability to travel without

leaving their companion behind. This is a powerful emotional driver that the majority of hospitality

marketing completely ignores. Your messaging should speak directly to this: the freedom to bring

your dog, the relief of not worrying about kennels, the joy of shared experience. When your

communication acknowledges the emotional reality of travelling with a pet — including the guilt, the

logistics, the relief — you build connection that price cannot easily displace.

7 Build a Local Pet Guide
One of the highest-value resources you can provide at zero ongoing cost is a curated local guide

specifically for pet-owning guests. This transforms your property from a place to sleep into a base

of operations for a richer experience. The guide positions you as a local expert, extends guest

activity beyond your premises, and generates organic word-of-mouth. It also differentiates you from

every OTA listing that shows only room photos and a star rating.

• Dog-friendly walking routes — mapped, graded by difficulty

• Dog-friendly beaches and parks with rules noted

• Nearest veterinary services and emergency contacts

• Local pet stores and grooming services

• Pet-friendly restaurant terraces and cafés
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8 Launch a Pet Loyalty Club
Pet owners who find a property that genuinely works for them and their animal tend to return with

notable consistency. The search for a reliable, truly pet-welcoming property takes effort — once

that search is over, guests are reluctant to repeat it. A structured loyalty programme converts this

natural tendency into a commercial advantage. It does not need to be technically complex: a

named programme, a recognition gesture at check-in, and a visible benefit for returning guests is

sufficient to formalise the relationship and make guests feel they belong to something.

9 Share Pet-Focused Content
Content marketing for pet-first hotels has an inherent advantage: the subject matter is inherently

shareable. Guests arriving with pets are more likely to photograph their experience, tag your

property, and share organic testimonials than standard leisure travellers. Your content strategy

should be built around experiences, not amenities. A video of a guest walking their dog at sunrise

on your trail generates more enquiries than a photograph of your welcome basket. Show the reality

of what it feels like to stay with you — and let guests complete that picture with their own content.

10 Become the Best-Known Pet Hotel in Your Area
You do not need to be the newest property, the most recently renovated, or the largest. You need

to be the most remembered. In a clearly defined geographic area or destination, the goal is to

occupy the top position in the mind of the pet-owning traveller — so that when they plan a trip to

your region, your name surfaces first, before they visit any OTA. This is achieved not through

advertising spend but through consistent positioning, review management, local visibility, and the

compounding effect of genuine word-of-mouth from guests who found exactly what they were

looking for.
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SECTION 2

Operational Improvements

11 Provide Washable Pet Beds
Comfort for the pet is comfort for the owner. Providing a dedicated, washable pet bed signals that

your property has thought through the practical realities of hosting animals. It also protects your

room furniture from becoming a default sleeping surface. Washable materials reduce hygiene

concerns and operational cleaning time. The investment per room is minimal; the signal to guests is

significant.

12 Offer Stainless Steel Food and Water Bowls
Stainless steel is the industry standard for pet feeding equipment: hygienic, durable, and easy to

sterilise between guests. Providing bowls eliminates a logistical concern for guests travelling light,

and their presence in the room communicates readiness. Label them clearly as guest amenities,

include cleaning instructions in your housekeeping protocol, and replace them on a regular

maintenance cycle.

13 Supply Dedicated Pet Towels
Mud, rain, and outdoor activity are part of why guests travel with dogs. Providing clearly designated

pet towels — visually distinct from guest towels — solves a practical problem guests otherwise

solve by using your linens. A simple colour-coding system (for example, dedicated dark-coloured

towels for pet use) is sufficient. The cost is negligible; the impact on room cleanliness and guest

satisfaction is measurable.

14 Install a Pet Wash Station
A dedicated outdoor pet wash station is among the highest-impact, lowest-renovation additions

available to a pet-first property. After a beach visit, a muddy trail walk, or a forest excursion, guests

need to clean their animals before re-entering the property. Without a designated solution, they

improvise — often in your showers or bathrooms. A simple outdoor tap, drainage channel, and

non-slip surface resolves this entirely. More elaborate installations can include a raised platform

and warm water connection, but even a basic setup removes a real friction point for guests.

15 Create Waste Disposal Stations
Providing visible, accessible waste disposal stations across your outdoor areas — with bags

included — removes a daily friction point for guests and maintains your property's cleanliness

standards. Stations positioned at natural exit points (gates, trail entrances, car park entrances) see

the highest usage. Emptying frequency matters as much as placement: a full or overflowing station

signals neglect more visibly than no station at all.
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16 Offer Complimentary Treat Stations
A treat station at reception or in a common area serves both a practical and symbolic purpose.

Practically, it provides a low-cost, high-visibility gesture of welcome for the pet. Symbolically, it

signals that your property has thought about the animal as a guest, not merely an accompanying

item. The cost per stay is trivial. The impression created — particularly at the moment of arrival —

contributes meaningfully to the emotional tone of the guest's first interaction with your property.

17 Build a Pet Welcome Package
A curated welcome package, presented at check-in, converts the practical elements of your pet

offering into a tangible experience. It also functions as a physical embodiment of your brand

promise. The package need not be expensive to be effective — the curation and personalisation

are what create value.

• A selection of dog treats — local or branded where possible

• A small toy appropriate to the breed size if known

• Printed local pet guide (see Point 7)

• Personalised welcome note addressing the pet by name if collected at booking

18 Introduce a Pet Mini-Bar
The in-room minibar concept translates directly to the pet market. A small curated selection of

pet-specific products — treats, chews, a toy, a calming aid — presented in the room generates

ancillary revenue while reinforcing your positioning. Pricing should reflect convenience value, not

competitive retail pricing. Guests will pay a premium for the convenience of availability without

needing to locate a local pet store. This also creates a natural upsell opportunity at booking — offer

the mini-bar as an add-on.

19 Improve Fencing and Safety
For many dog owners, the security of the outdoor environment at a property is a deciding factor at

the booking stage. A securely fenced garden or courtyard area means dogs can be allowed off-lead

safely — a significant comfort factor for both owner and animal. This does not require large capital

expenditure: assessing your current perimeter, identifying gaps, and implementing targeted

improvements often achieves the required standard. Clearly communicate your fencing standard in

your marketing — 'fully enclosed garden' is a specific and highly searched-for attribute.

20 Create Shaded Outdoor Relaxation Areas
Outdoor spaces designed for year-round use — with shade provision for summer months — extend

the functional usability of your property for pet-owning guests. Dogs overheat more quickly than

humans; a shaded seating area where guests can sit with their animals in comfort during warmer

parts of the day extends the hours that outdoor space is actively enjoyed. Shade structures, mature

planting, or covered terraces all serve this function. Combined with water availability, this creates

an outdoor environment that works for both guest and animal in all seasons.
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SECTION 3

Revenue Generation

21 Replace Pet Fees with Pet Packages
A pet fee frames your property's relationship with animal-owning guests as transactional and

reluctant. It says: you are an inconvenience for which we charge compensation. A pet package

reframes the same commercial reality as a value exchange: you are paying for a curated set of

experiences and amenities designed specifically for you and your companion. The revenue

outcome can be identical or superior, but the emotional experience is entirely different. Guests who

pay a fee feel penalised; guests who purchase a package feel they have received value. This

distinction has direct consequences for reviews, repeat bookings, and referrals.

22 Partner with Pet Photographers
A professional photography session featuring a guest and their pet in and around your property is a

genuinely premium experience that no price comparison website can replicate. The emotional

value of professional photographs of a person with their animal is high; the willingness to pay is

correspondingly strong. A partnership with a local photographer — offered as a bookable add-on —

requires no capital investment from the hotel, generates commission income, and produces content

(with permission) that enhances your own marketing assets.

23 Organise Guided Dog Walks
Guided walks, led by a local expert with knowledge of terrain, wildlife, and points of interest,

transform a standard outdoor activity into a curated experience. For guests unfamiliar with the local

area, a guided walk removes the uncertainty of navigation and the risk of choosing an unsuitable

route. For your property, it generates direct revenue, deepens the guest experience, and creates a

differentiating offering that OTAs cannot list or replicate. A basic guided walk programme can be

launched with a single local partner on a commission or fixed-fee basis.

24 Collaborate with Dog Trainers
On-site dog training sessions — particularly for puppies, newly acquired dogs, or owners working

on specific behaviours — represent a high-value, high-willingness-to-pay offering with a defined

target segment. Dog owners who are actively investing in their animal's training are already

high-engagement consumers; a training retreat format that combines your accommodation with

structured training sessions creates a genuinely differentiated product. This can be structured as a

regular weekend programme, a seasonal retreat, or a bookable session available on request.
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25 Offer Pet Sitting Services
Not every activity a guest wants to enjoy during their stay is suitable for a dog — certain

restaurants, cultural attractions, or day trips may exclude animals. Providing access to a reliable,

vetted pet-sitting service solves a real problem that currently prevents some pet-owning guests

from making bookings or extending their stay. This can be provided in-house by trained staff or

through a partnership with an external service. In either case, your role as the trusted facilitator —

rather than simply directing guests to find their own solution — adds tangible value.

26 Introduce Pet Wellness Experiences
The wellness market for pets is substantial and growing. Dog massage, calming grooming

treatments, and mobility-focused therapies are increasingly sought by owners of older or anxious

animals. Offering a curated menu of pet wellness services — delivered by qualified practitioners as

bookable add-ons — positions your property at the premium end of the pet-travel market. These

services require no permanent staff investment: a weekly or on-request arrangement with a local

practitioner is sufficient to create the offering.

27 Partner with Local Veterinarians
The question every pet owner unconsciously asks when booking a new destination is: what

happens if something goes wrong? A formal partnership with a local veterinary practice —

communicated proactively in your booking confirmation and welcome materials — removes this

anxiety before it arises. The partnership costs nothing but a relationship; the commercial value is

the removal of a barrier to booking for guests with elderly, anxious, or health-sensitive animals.

Additionally, a known emergency contact demonstrates a level of genuine care that resonates

strongly with your target audience.

28 Create Partnerships with Pet Stores
A referral arrangement with a local pet store generates passive income while solving a practical

problem for guests who need supplies during their stay. A map reference and brief description in

your local guide, combined with a referral discount card in your welcome package, creates a

complete commercial loop: guests receive convenience, the pet store receives qualified footfall,

and your property receives referral commission. The administrative overhead is minimal; the value

to the guest experience is disproportionately high.
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29 Host Pet-Friendly Events
Structured events — dog weekends, breed meetups, training retreats, agility days — serve two

functions simultaneously: they generate direct revenue and they create marketing content and

community. An annual or seasonal signature event gives your property a reason to appear in

specialist media, pet owner communities, and social channels beyond standard accommodation

listings. Events also have a compounding effect: guests who attend once, if the experience is

strong, become advocates who recommend the event and the property to their network.

• Annual breed-specific weekends (retrievers, spaniels, etc.)

• Dog agility or training retreat weekends

• Seasonal events timed to extend low-season occupancy

• Pet photography day — workshop format with professional photographer

30 Design Off-Season Pet Travel Packages
Pet-owning guests are significantly less constrained by school holiday calendars than family

travellers — one of the most commercially valuable attributes of this segment. A dog owner can

take a long weekend in November or a mid-week stay in February without the scheduling barriers

that prevent other segments from booking in the same periods. Structured off-season packages —

emphasising the specific advantages of quieter periods (emptier trails, uncrowded beaches,

reduced crowds at local attractions) — convert a traditionally weak trading period into a reliably

bookable product.
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SECTION 4

Risk Management & Asset Protection

31 Implement Ozone Treatment Protocols
Ozone treatment is the most effective method currently available for eliminating pet odours,

allergens, and bacteria from room environments between stays. Unlike surface cleaning, ozone

treatment circulates through the entire room volume, reaching soft furnishings, mattresses,

curtains, and carpets. A portable ozone generator can be deployed as part of your standard

deep-clean rotation for pet-designated rooms. Critically, proactive ozone treatment prevents the

accumulation of odour over time — a problem that reactive cleaning cannot solve once it has

developed.

32 Use Washable Protective Covers
Washable, waterproof covers for sofas, armchairs, and beds in pet-designated rooms allow you to

protect your furnishing investment without restricting guest use. High-quality covers are now

available in designs that are both visually acceptable and functionally effective. A cover that

washes clean between stays extends the serviceable life of the furniture beneath it significantly.

Replaced on a seasonal maintenance cycle, protective covers represent a fraction of the cost of

furniture replacement — and can be communicated to guests as a hygiene feature rather than a

restriction.

33 Install Durable Flooring
Hard flooring — particularly SPC (Stone Polymer Composite) or luxury vinyl tile — offers

substantially better resistance to pet-related wear than carpet in high-use areas. The primary

advantages are hygiene (no fibre retention of hair, odour, or damp), durability (resistance to claw

marking), and cleaning efficiency (full sanitisation between stays without specialist equipment). For

properties undertaking any level of renovation, upgrading flooring in pet-designated rooms to a hard

surface is among the highest-return modifications available.

34 Schedule Professional Deep Cleaning
The distinction between reactive cleaning (responding to visible issues) and proactive deep

cleaning (scheduled regardless of apparent condition) is fundamental to maintaining a pet-first

property to the standard your positioning requires. A regular professional deep-clean programme —

at minimum quarterly for pet-designated rooms, more frequently in high-occupancy periods —

prevents the gradual accumulation of allergens, odours, and microbial load that standard

housekeeping cannot address. Document the programme and communicate it: guests with

allergies to animals appreciate the transparency.
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35 Designate Pet-Friendly Room Categories
Not all rooms in your inventory need to be designated for pet-accepting bookings. A tiered

approach — where a defined subset of your rooms are pet-configured, equipped, and priced

accordingly — protects the remainder of your inventory from wear and allows you to maintain

standard room availability for non-pet guests. The pet-designated rooms can be positioned as a

premium product, with their specific amenities and features forming part of the price justification.

This segmentation also simplifies housekeeping protocols and asset management.

36 Create Enhanced Cleaning Standards
Pet-designated rooms require documented cleaning protocols that go beyond your standard

housekeeping procedure. A written standard — covering hair removal from all surfaces, odour

treatment, bowl sterilisation, floor sanitisation, protective cover laundering, and inspection criteria

— ensures consistency across all housekeeping staff and provides an audit trail for quality

management. The protocol should be staff-trained, not simply distributed. A cleaning standard that

exists only on paper achieves nothing.

37 Introduce a Damage Deposit Policy
A clearly communicated, reasonably sized damage deposit policy protects your asset, manages

guest expectations, and provides a mechanism for addressing the small percentage of stays that

result in damage. Critically, the deposit should be positioned as a standard procedure — applied

consistently to all pet bookings — rather than as an expression of distrust. Transparency about the

policy at the point of booking, combined with a straightforward and prompt return process for the

majority of stays where no damage occurs, maintains the guest relationship while protecting your

commercial interest.

38 Use Sofa and Bed Protectors
Removable, washable protectors for high-contact surfaces — sofa arms, the foot area of beds,

armchair cushions — provide targeted protection at the specific points of highest pet contact and

wear. Unlike full furniture covers, targeted protectors can be used alongside standard furnishing

presentation, visible only when the pet is present. They are replaced on a per-stay laundering cycle

and represent a negligible cost relative to the furniture replacement costs they defer.

39 Create Outdoor Activity Zones
A designated outdoor activity area — a specific zone of your grounds equipped for pet play,

exercise, and exploration — serves two functions. It provides guests with a clear, purposeful space

for their animal's physical needs, and it concentrates pet activity (and the associated wear) in a

managed outdoor area rather than distributing it throughout your property. Basic provision —

secure fencing, suitable ground surface, water point, waste station — is sufficient for most

properties. Enhanced versions can include agility equipment, a separate enclosed run, and shade

provision.
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40 Publish Clear Pet Policies
Ambiguity in pet policy generates disputes. A comprehensive, clearly written policy — published on

your website, included in booking confirmation, and available in-room — sets expectations for both

guest and host before any potential issue arises. The policy should cover the specific points that

generate the majority of misunderstandings, communicated without punitive tone.

• Which areas of the property pets may access

• Leash and lead requirements in shared spaces

• Noise management expectations (particularly overnight)

• Policy on leaving pets unattended in rooms

• Damage assessment procedure and deposit terms
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Strategic Evaluation Summary

The following summary is not a recommendation. It is a structured decision framework. The viability of a

pet-first repositioning strategy depends on your specific property type, location, current guest profile, and

operational capacity. Use this list as a starting point for an honest internal evaluation.

Potential Advantages Considerations to Evaluate

✓ Reduced direct price competition ✗ Accelerated furniture and flooring wear

✓ Stronger guest loyalty and repeat visitation ✗ Increased housekeeping requirements and time

✓ Higher average length of stay ✗ Potential for noise-related complaints

✓ Improved low-season and shoulder-period

performance ✗ Allergy management for non-pet-owning guests

✓ Stronger niche market positioning ✗ Higher variable housekeeping cost per stay

✓ Higher perceived value relative to rate ✗ Additional operational procedures and training

✓ Reduced dependency on discounting strategies ✗ Occasional guest conflicts over pet behaviour

✓ Organic referral and word-of-mouth generation ✗ More complex property and inventory management

The future of hospitality belongs not to the hotel with the newest furniture,
but to the hotel with the clearest reason to stay.

This checklist is a free resource produced by Experience Portfolio Architecture™. For independent hotels

seeking a full strategic repositioning audit or a structured implementation programme, Tímea Pokol works

directly with property owners and management teams across Europe.

Tímea Pokol
Tourism Recovery & Strategy Specialist

Experience Portfolio Architecture™

www.timeapokolconsultant.com


