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. 'MODULE 20:
| Bmldlng Your STR Empire

The CEO'’s Blueprint for a Scalable,
Future-Proof Business

From a single listing to a durable, multi-property pﬂrtfnlm | — R
This is your capstnne missi i
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The Mindset is the Foundation

The Host (Works IN the Business) The STR CEO (Works ON the Business)
-
1 Handles Tasks Manually E—\L Delegates to People & Systems
—® I L
@ . 9 /\/‘ b
[E Focuses on Tonight's Guest ﬂﬂﬂﬂ Focuses on Next Year’s Growth
@ Makes Emotional Decisions Makes Data-Driven Decisions
S 0% X : :
Manages One Listing %9S) Builds a Portfolio
Key Takeaway: Scaling isn't about working harder; Actionable Step: Grab the ‘CEO Mindset Reflection
it’s about thinking differently. Your business can Worksheet. Identify one ‘Host’ habit you will

only grow to the limits of your mindset. replace with a ‘CEQ’ system this week.
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Your Empire’s Blueprint: The 5 Pillars of Scale
This is your master plan. We will build it pillar by pillar.

1. THE FOUNDATION: Your 2. THE GROWTH ENGINE: Smart
Mindset & Long-Term Roadmap < ﬁ Scaling Models & High-

2
/ Your core beliefs, vision, and strategic L,Q} Performing Teams

planning for sustainable long-term success. Implementing scalable business models and
cultivating teams that drive expansion.

4. THE MARKET FOOTPRINT:
Geographic Expansion & A
Powerful Brand

Expanding your reach into new territories
and building a compelling, recognizable brand.

3. THE OPERATING SYSTEM:
) Automation & Financial
Mastery

) Leveraging technology for efficiency and
gaining complete control over your finances.

T3
R

5. THE LEGACY PLAN:
Future-Proofing & Exit Strategies

Ensuring the long-term viability of your business
and preparing for maximum value at exit.

-

Key Takeaway: A scalable business is not an accident. It's an . Actionable Step: As we go through each pillar, start sketching out ideas
architectural achievement built on five distinct, interlocking pillars. for your own business in the 'Long-Term STR Scaling Blueprint Template.’
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Define Your Destination Before You Start Building

1-YEAR PLAN: FOUNDATION

1YEAR

O

3 YEARS
g\

5 YEARS

Goal: Stabilize & Systemize > 88
Focus: 80-90% occupancy, 88| — é;g

standardize SOPs, hire
cleaners & a VA, launch direct
direct booking site.

\>/

3-YEAR PLAN: EXPANSION

Goal: Grow & Deepen

Focus: Add 3-20 units, enter
new micro-markets, build
landlord partnerships, develop
dedicated teams.

©)

5-YEAR PLAN: EMPIRE
& K ? Goal: Automate & Own

5%’ Focus: Launch co-hosting,
acquire real estate, build
franchise-style ops, hire
managers to run day-to-day.

&

Key Takeaway: Planning in horizons (1, 3, and 5

years) turns a vague dream into a series of
achievable missions.

Sl —

Actionable Step: In your template, write one clear,

V= measurable goal for your 1-year plan. Example: "3
listings at 85% occupancy with a 4.9+ rating."
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Choose Your Vehicle for Growth

S Rental Arbitrage: Fastest way to scale control,
but carries lease liability.

S % Co-Hosting / Management: Low capital start,
builds operational expertise and cash flow.

Owning Properties: Slower start, but builds
long-term wealth and equity.

Portfolio Growth

A4
__]

ooo]  Corporate & B2B: Higher-value contracts,
a7 more stability, different guest needs.

{05 Hybrid Model: The pro move—blend models to
balance cash flow, risk, and asset growth.

.\, Key Takeaway: There is no single “best” way to Actionable Step: Use the “Scaling Model
‘f‘ scale. The right model depends on your capital, [ 57 Comparison Worksheet" to analyze the pros and cons

<  risk tolerance, and long-term goals. of two different models for your specific situation.
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You Can’t Scale Alone. Build a Team of Owners.

YOU (CEO)

ys

Cleaners: The
backbone of

your guest
experience.

6.3

Virtual
Assistant (VA):
Your first line of
defense for guest
comms & admin.

S

Maintenance
Tech: Your
on-the-ground
problem solver.

Bookkeeper:
Your guardian of
financial clarity.

The Hiring Framework

L/ 1. Write Outcome-Based Job

Descriptions: Focus on results, not tasks.

you commit.

video guides.

looks like.

Z 2. Use Test Projects: See their work before
¥ 3. Document Training: Create SOPs and

:I\/ 4. Set Clear Metrics: Define what success

e Key Takeaway: Hiring is not an expense; it's an
investment in buying back your time to focus on

S high-value activities like finding new deals.

oy Actionable Step: Identify the *single most
:;:/’ time-consuming task* you do daily. Draft a simple
—d job description to delegate it.
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Build a Business That Runs While You Sleep

I -_l.._. i i | - - i._ B
— Guest Experience Operations
ﬁ - Automated messaging workflows 0 0—0 - Smart lock access
- Review requests - Cleaner scheduling
| - Upsell offers | -Inventory alerts
_,:_ e —J| |
| f ' Protection

Revenue Management

- Dynamic pricing tools that adjust
rates 24/7
ke

! =4

- Noise monitoring
- Multi-calendar sync to prevent
double bookings

Recommended Tools:

PMS: Hospitable, Guesty, Hostaway
PRICING: PriceLabs, Wheelhouse
CLEANING: Turno

Key Takeaway:

Automation handles 80% of the repetitive work, freeing your
team to focus on the 20% that requires a human touch.

=

#,

Actionable Step:

Review your current operations. Identify one manual, repetitive
process and research a tool that can automate it this month.

,J
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If You Don’t Measure It, You Can’t Manage It

RevPAR (Revenue Per NOI (Net Operating

Available Room) Income) : Essential Financial
Your true revenue Your true operational | Systems
efficiency. profit before debt. |
- /| Monthly Financial Review:
K e A non-negotiable meeting

with yourself.

Cash-on-Cash Profit Per [ Budget Forecasting: Project
Return Listing your next 6-12 months.
Your return on |dentifies your

/| Tax Prep Folder: Organize
documents year-round.

actual cash invested. winners and losers.

.1, KeyTakeaway: Top operators know their numbers Actionable Step: Set up a simple spreadsheet or
'@' cold. Financial clarity is what separates a % use your PMS to track your top 3 KPIs (Occupancy,
o ADR, Profit Per Listing) for the next 30 days.

professional business from an amateur hobby.




Expand Your Territory with Data, Not Guesswork

Market Selection Framework

Regulations: Is it legal and stable? Check local laws first.

\ - * ‘i Demand Drivers: Is there a mix of tourism, business,

education, or healthcare?

0 E " : Data: What do AirDNA, PriceLabs, etc., say about ADR
i ‘ ' and occupancy?
i o 7, 9 Competition: Is the market saturated with low-quality
‘Fx\ g\ 5 > { listings, or dominated by pros?
. /,. o o ) Scalability: Can you find reliable cleaners and maintenance? |
. 0 |
' “ . The Expansion Playbook
v . v N o N s B
9 e @ SR T%":
A ' 0 z A8 @ 7N \ | “; |
T - 1. Research: ~ 2. Network: Build ~ 3. Pitch: Create ~ 4, Test: Start with
{> : Use the a local vendor a professional 1-2 units to
framework team "before® you pitch deck for validate your model
above. sign a lease. landlords. before scaling.
Wi i N A

Key Takeaway:
Entering a new market is the ultimate test of your systems. A disciplined,
data-driven approach minimizes risk and maximizes success.

Actionable Step:
Choose one potential new city or neighborhood. Spend 60 minutes
researching its STR regulations and ADR using online tools.
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Your Brand is Your Most Valuable Long-Term Asset

A

Direct
Bookings &
Repeat Guests

A Strong Brand Delivers: Brand Assets to Create:

J - Higher Revenue

J - A professional direct

J - Direct Bookings booking website.

& - A consistent, high-quality
v) - Repeat Guest j ,
- ol Juss Signature Experience photo library.

& - Trust & Messaging

(& - Branded guest guides and
welcome materials.

) - A defined communication
tone.
Guest Avatar & Design Style

Key Takeaway: A brand is not a logo. It's the consistent, @ Actionable Step: Write a single sentence that defines your “guest

recognirable promise you deliver to your guests, every single time. avatar.” Who are you serving and why should they choose you?
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The Best Operators Adapt Before They Have To

Industry Shifts Your Proactive Actions
‘Q Tightening Regulations B}uld a compliance checklist &
= diversify revenue.

Growth in Mid-Term Stays

é} %o Al & 24/7 Comms

w ()%  Higher Guest Expectations

Create packages for 30+ day stays.

Implement an Al guest
communication assistant.

Invest in professional hospitality
training for your team.

Key Takeaway:

The STR industry is constantly evolving.
Building an adaptable business with
contingency funds is the ultimate defense.

Actionable Step:

Identify the #1 trend that poses a risk to your
business. List one action you can take this
quarter to mitigate it.
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Begin with the End in Mind

Sell the Business: Sell Individual Properties:

Package your portfolio, systems, Liquidate owned assets for
and team as a turnkey asset. capital gains.

Your STR

Business Franchise Your
Operations:

$hift to a more passive Turn your systems into a
Mid-Term Rental model. separate business.

Convert & Hold:

Consult & Educate:

License your brand and
teach your model.

Wealth Planning Systems

- Separate business and personal accounts.
- Use LLCs for asset protection.
- Automate monthly tax allocation.

., KeyTakeaway: A well-built STR business is more than ~~ Actionable Step: Have a 15-minute conversation with
- your accountant or financial advisor about the best legal

= just cash flow; it's a valuable asset you can sell, transform,

=  oruse to build generational wealth.

structure for your growing STR business.




It’s Time to Build Your Master Plan

Long-Term STR Scaling Blueprint

D The 1-3-5 Year Roadmap: Your revenue, unit, and profit targets.

D Your Scaling Model: Your chosen path for expansion.

1:] The Hiring Plan: Your next three key hires.

E] The Automation Stack: The core tools you will implement.

D The Financial Dashboard: The KPIs you will track weekly.

D The Brand Identity Guide: Your guest avatar and unique promise. |

C] The Risk Checklist: Your plan for future-proofing.

Actionable Step:

Block 3 hours in your calendar this week.
Label it “CEO Work Session” and begin filling
out your blueprint template.

Key Takeaway:

This document is your North Star. It's a living
blueprint that you will review and refine every

quarter as your empire grows.
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You Are No Longer Just a Host.
You Are the Architect of Your Future.

You Now Have the Tools To:

- Operate like a professional.
- Scale like a strategist.
- Future-Proof your business like a CEO.

Your Mission:

1. Complete Your Blueprint: Make it your strategic guide. = = —

2. Execute Your 1-Year Plan: Focus on the first set of milestones. ﬁ

3.Schedule Quarterly CEO Reviews: Treat your blueprint as a
living document.

Actionable Step: Share your #1 gu?.l fromy

Key Takeaway: The strategies are here. The plan is
1-year plan in the community forum

in your hands. The only variable is your execution.
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Resources & Course Completion

Download All Worksheets & Templates: Next Steps:

[ J . CEO Mindset Reflection Worksheet ] Join the Graduate Community Forum —

[

1-3-5 Year STR Roadmap Template

Book a 1:1 Strategy Call =

(=] |l |l

Scaling Model Comparison Worksheet ]
Long-Term STR Scaling Blueprint Template ]

|
|
|

Congratulations on completing the program. Now go build your empire.
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