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Owner churn doesn't usually announce itself, and

most property managers who lose owners don't

lose them because of a bad month or a pricing

disagreement. They lose them because the \
relationship never had the foundation to survive

that bad month or pricing disagreement.

The PMs with the most stable, long-term owner
portfolios have something in common: they R
built a system around the relationship, not .l IMIHHHHM\UM ! ' |
just the listing. Expectations were set early, ! ,
communication was consistent, and when
difficult conversations came, they had the
context and confidence to handle them well. The
result is owners who stay not because nothing
ever went wrong, but because the relationship
was strong enough to absorb it when it did.

This playbook gives you that framework, from
how you onboard owners to how you handle the
conversations that test whether they stay. The
PMs who retain owners over three years and
beyond aren't doing something fundamentally
different to everyone else; they're simply
bringing the same rigor to the relationship side
of their business that they bring to pricing and
distribution.
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Understanding Your Owners

Most owners don't tell you they're leaving, they just
go quiet, and by then you've already lost them.

Every owner in your portfolio has a different definition Owner churn is more predictable than it feels in the

of what a good property manager-owner relationship moment. Owners who are close to leaving almost always
looks like, and most have never explicitly told you what show signals before they say anything, and those signals
it is. Before you can build the right retention strategy, it look different depending on the type of owner you're
helps to understand who you are actually working with, dealing with.

and that means mapping your current owners before
something goes wrong, not after.
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Two Owner Profiles, Two
Different Risk Languages

Every owner in your portfolio sits somewhere between
two broad profiles, and the way each one expresses
dissatisfaction is completely different.

The investor-owner measures everything against financial
return. They're analytical, they track performance closely,
and when things aren't going well, you hear about it
fast. Their churn trigger is underperformance relative

to expectation, compounded by a feeling that they're
not getting the strategic attention their investment
deserves. More communication rarely helps here, but
sharper, more commercially framed communication does.

The emotionally attached owner has a different
relationship with their property entirely. It's often a
family home or a place with real personal significance,
and they want to feel it's being looked after, not just

Understanding Your Owners

optimized. Their churn trigger is rarely a bad revenue
month; it's feeling like their property is being treated as a
unit rather than something that matters. For this profile,
the signals of care in your communication carry as much
weight as the performance data.

Most Property Managers run both profiles through

the same cadence, the same report format, the same
communication frequency, and the same conversation
style. That's where the problems begin, not in
performance, but in how each owner is being managed
relative to what they actually need.

Mapping Your Risk

Working through your current owners against these two
profiles is where retention work actually begins. It's not
about who has complained recently; it's about who has
gone quiet, whose contact has dropped off, and whose
expectations have never been fully aligned with how
you operate.
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Before you read Chapter 2, work through this exercise. Place each owner in the quadrant that best reflects where the relationship sits today,
then log them in the audit table below.

Inverstor Profile type Emotionally attached
Stable investor Stable emotionally attached
Engaged, commercially focused. Rarely reaches out unless something shifts. Connected and responsive. Feels their property is in good hands.
Maintain your reporting cadence and keep the framing commercially sharp. Protect the personal touchpoints in your communication. They notice when

they disappear.

At risk investor At risk emotionally attached
Disengaged or vocal about performance. Starting to benchmark you against alternatives. Gone quiet. May feel their property is no longer getting the attention it deserves.
Get ahead of the next performance conversation before they call you. Reach out around their property specifically, not overall performance.

Make it feel personal.
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Owner audit table

OWNER NAME QUADRANT
e.g. Sarah M. At risk investor
eg. James T. At risk emotionally attached

Your output: the owners in the at-risk quadrants are your priority risk. Start

with the ones who have gone quietest for the longest.

SIGNAL YOU ARE SEEING

No response to the last two monthly
reports

Gone quiet since a pricing change last
month

The risk matrix places your owners
across four quadrants based on profile
type and relationship health. The
quadrant that should concern you most
isn't the investor-owner who called

last week about a slow month. It's the

Understanding Your Owners

IMMEDIATE ACTION

Schedule a commercial performance call
this week

Personal outreach focused on property
and forward bookings

emotionally attached owner who hasn't
been in touch for three months, and
whose forward calendar is looking thin.
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Win the First 90 Days

Loyalty is won in the first 90
days, not recovered after a
bad quarter.

Beyond data from across more than 100K listings shows
that those achieving five or more bookings in their first
90 days are 153% more likely to still be active at 12
months compared to listings that get no bookings at all.
That is not a coincidence; it is the compounding effect of
early momentum on owner confidence, listing visibility,
and the trust that comes from seeing the strategy work
before it has been tested by a difficult month. Getting
this window right across your portfolio is not about
doing more; it is about doing the right things at the
right time.
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Early bookings predict long-term owner retention

Retention rate at 12 months by number of bookings achieved in the first 90 days Beyond data, 164,806 listings

80% 72.3% 73.0%
60% o . O° 4//
46.9% 50.3% Inflecion point

) 5 bookings = +153%

40%

25.6% 5
+83% jump

20%

0 bookings 1 booking 2 bookings 3to4 5to7 8to M 12 or more

0%

BOOKINGS IN THE FIRST 90 DAYS

THE RISK WINDOW THE INFLECTION POINT THE STABLE ZONE

74% 153% 73%

of listings with zero bookings in the first 90 more likely to still be active at 12 months once retention rate for listings with 12 or more early
days are gone within 12 months. That owner a listing reaches 5 bookings. This is where bookings. The curve flattens here, showing
has already left. early momentum pays off. that 5 bookings is the real target.

Footnote: Based on Beyond listings created between May 2023 and May 2025. "Still active" means the listing was enabled in Beyond at the 12-month mark. Bookings counted exclude owner blocks and unconfirmed reservations. Data
shows a correlation between early booking activity and 12-month retention.



02

The Conversation That
Belongs in Week One

Before an owner sees their first price on their listing,
they need to understand why that price might look
lower than they expected. Owners who receive this
framing early rarely make the panicked call later
because they already have the context they need.
The framework below gives you the structure for
that conversation.



02

Win the First 90 Days

Week-One Pricing Conversation Script

Adapt the language to your own voice but keep
the sequence.

Open with the strategy: "Before your listing goes
live | want to walk you through how we approach
pricing, because it's going to look different to what

you might expect and | want you to understand why.

Explain the early momentum logic: "In the first few
weeks, we price slightly below where we'll settle long
term. Early bookings and reviews drive your listing's
visibility and conversion rate, ax™ property with ten
five-star reviews commands significantly higher

rates than one with none. We're building that
foundation first."

Frame dynamic pricing in owner language: "After
that initial period, your rates will move up and down
based on demand, local events, booking window, and
what comparable properties are doing. A rate that
drops on a Tuesday three weeks out and fills the
calendar is a better outcome than a rate that holds
firm and leaves the night empty."

Close with the forward commitment: "I'll keep you
updated on how the first few weeks are tracking. If
you ever see a price that concerns you, call me before
drawing any conclusions and I'll walk you through
exactly what's driving it."
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The First 90 Days in Practice

Consistency of communication, proactive updates, and performance data framed against what you told the owner to expect. Those three things, delivered reliably across the first 90
days, are what turn a good onboarding conversation into a long-term owner relationship.

W1 W2-4 M2 M3

Week 1 Week 2 to 4 Month 2 Month 3
Set the foundation Build momentum Establish the rhythm Lock in the long term

CALL UPDATE REPORT REVIEW
Onboarding call First bookings Month one performance 90-day performance review
Pricing strategy, dynamic pricing Nights booked, revenue secured and RevPAN, revenue, occupancy, ADR, RevPAN vs market, occupancy
walkthrough and what to expect in listing performance vs comparable forward pacing plus one line of trend, forward pacing and seasona
month one properties market context pricing strategy

EMAIL UPDATE CALL CHECK
Listing confirmation First guest review 30-day check-in Communication reset
Written summary of pricing approach, Share the review as soon as it arrives, no Review month one, answer questions and Ask the owner if anything about how you

cadence and first month expectations commentary needed preview the next 60 days report or communicate should change
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How to Talk Performance
Without Losing the Owner

The PM who apologizes for a bad month
loses twice, the PM who contextualises it
keeps the owner.

Performance conversations are where owner relationships are won or lost, and rarely
because the numbers are bad. The difference between an owner who stays after a
difficult month and one who starts looking elsewhere almost always comes down to
how the conversation was framed, not what the data showed. This works regardless of
whether the month was strong, average or genuinely difficult.
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Context First, Numbers
Second, Always

Every performance conversation starts in the same place:

what the market was doing before you get to what the
property did. Demand signals, local events, seasonal
shifts and booking window behavior all create the frame
for an owner needs to interpret their numbers correctly.

The sequence is always the same: open with what

the market did, move to how the property performed
within that context, then close with what the forward
position looks like and what you are doing about it. That
three-step structure turns a reactive conversation into

a strategic one and positions you as the strategist with
the answers rather than the one managing the fallout.

The Conversation That Catches
Most PMs Off Guard

General underperformance is one thing, but the harder
conversation is when an owner says their neighbor's

How to Talk Performance Without Losing the Owner

identical property outperformed theirs. That challenge
needs its own response because it is not a general
market question; it is a direct comparison that feels
personal, and a vague answer makes it worse.

Responding well requires a defensible comp set
structure, which means clean data that excludes blocked
dates, long-term rentals, and properties outside your
actual market. Beyond's data, refreshed every 24 hours
and validated against those criteria, gives you exactly
that. It tells you why a comparison is or is not a fair one,
which is the difference between an answer that satisfies
an owner and one that opens more questions. When
that call comes, lead with the comp set data, walk the
owner through the relevant benchmarks, and show them
where their property actually sits. That sequence turns a
challenge into a demonstration of capability.
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The weak conversation

OPENING

"October was a tough month, and revenue came in about 18% down on last year. |
know that is not ideal, but | wanted to walk you through what happened and what we
are doing about it going forward."

ON THE COMP SET

"Your property performed in line with a lot of others in the area this month. | will pull
together some comp set data and share it with you so you have the full picture."

FORWARD CLOSE

"November is looking more positive and | will keep you updated as bookings come in
over the next few weeks."

Owner ends the call informed but uncertain, with no market context to
frame the numbers and no specific forward commitment to hold onto.

How to Talk Performance Without Losing the Owner

The strong conversation

OPENING

"Before we get into your numbers, October demand across your area was down
around 12% year on year, driven by a later half-term and fewer large events compared
to last year. Your property came in 8% down, which means you actually outperformed
the wider market by around 4%."

ON THE COMP SET

"I pulled the comp set data before this call, and their property had two long-stay
bookings that month, which inflate the revenue figure but aren't genuinely comparable
to your nightly strategy. On a like-for-like basis, your RevPAN was stronger."

FORWARD CLOSE

"November demand is tracking ahead of last year, and your forward pacing is strong,
so Il flag anything worth discussing before it becomes a question rather than waiting
for the monthly call."

Owner ends the call with more confidence than when they started, with
the data and forward context demonstrating capability rather than
confirming concern.



The difference comes down to preparation. Pull this data before every monthly owner call, and you will always have the context you need

before the owner asks.

MARKET CONTEXT

Demand index for your market in the period

Year on year and vs the prior month

Local events, holidays or demand drivers
Anything that affected supply or demand in the period

Booking window shift vs same period last year

Were guests booking earlier or later than expected

Overall market occupancy and ADR movement

To frame property performance against the wider picture

How to Talk Performance Without Losing the Owner

@ PROPERTY PERFORMANCE

RevPAN for the period vs same period last year

Primary performance metric for the call

Occupancy rate and year-on-year movement

Exclude owner-blocked nights for accuracy

Average daily rate vs comp set average

Shows rate positioning within the market

Total revenue vs owner expectation

Flag any variance and have the context ready




How to Talk Performance Without Losing the Owner

o

o)
~ COMP SET "

) FORWARD PACING

-

Comparable property RevPAN for the period Bookings on the books for the next 30 and 60 days

Excluding long-term rentals and blocked dates Vs the same point last year and vs the comp set

Comp set occupancy and ADR Flag if pacing ahead or behind, and why

Clean data only, validated comparable properties Revenue on the books vs target

Any outliers in the comp set and why Upcoming events or demand spikes

Long stays or promotional pricing that skew the picture That the owner should know about before they see the rates move

Property ranking within the comp set on RevPAN Pricing strategy adjustments are planned

Where the property sits relative to its peers So the owner hears it from you before they see it
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Transparency as a
Retention System

Owners don't leave because
they had bad data; they leave
because they felt ignored or
confused.

Before looking at what your reports contain, there is

a more useful question to start with: when an owner
finishes reading your monthly report, do they feel
managed or do they just feel informed? Those are not
the same thing, and the gap between them is where a
significant amount of owner churn quietly begins.

A report that informs gives an owner data, while

one that reassures gives an owner confidence, and
confidence is what retains them. The distinction sounds
subtle, but it changes everything about how a report is
structured. Reporting built around completeness makes
sure all the numbers are there, but owner retention runs
on clarity, making sure the owner knows exactly where
they stand and what comes next.
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The Element Most
Reports Are Missing

Revenue figures tell an owner what happened last
month. Forward pacing tells them what is happening
right now and what their property is set to do next
month, and of the two it is the more powerful retention
signal because it gives the owner a sense of control
over something that has not happened yet rather than
a record of something they cannot change.

An owner who can see that their next 30 days are
pacing ahead of last year does not need to call and ask
if everything is alright. An owner with no forward view
has no frame for what comes next, and uncertainty is
rarely reassuring, which is why pacing data deserves
prominent placement in every owner report.

Transparency as a Retention System

What the Difference Looks Like in Practice

The two report structures below use identical
underlying data, and the contrast is entirely in how that
data is framed and what the owner is left feeling when
they reach the end.




Transparency as a Retention System
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THE REPORT THAT INFORMS THE REPORT THAT REASSURES

October Performance Report Monthly Owner Report

Harbor View Cottage, October 2026

Harbor View Cottage, October 2026

MARKET CONTEXT FIRST

PERFORMANCE
"October demand in your area was down 12% year on year driven by a later fall break and fewer large
events compared to last year. Against that backdrop your property outperformed the wider market by
$6:240 74% $281 around 4%, with occupancy tracking above the local average throughout the month."
pancy g g g
MARKET CONTEXT
$240 74% $6,240
"October was a softer month across the area due to seasonal factors. We will continue to monitor
pricing and adjust as needed going forward."
COMP SET

COMP SET COMPARABLE PROPERTIES

"Your RevPAN ranked first in your comp set this month. Two comparable properties had long-stay
bookings that inflate their revenue figures but are not comparable to your nightly strategy on a like-for-

Comp set data not available for this period. We will include this in future reports where possible. like basie.®
NOVEMBER OUTLOOK FORWARD PACING
FORWARD PACING, NEXT 30 DAYS
18 nights booked for November so far with $4,140 revenue on the books. Bookings continuing to
come in NOVEMBER OUTLOOK

18 nights booked, $4,140 revenue on the books, tracking ahead of last year at this point in the month.
NOTES 74% of November target already secured

+ We will keep an eye on pricing and make adjustments where necessary.

WHAT WE ARE DOING

+ Please do not hesitate to get in touch if you have any questions.
+ Rates adjusted upward for the Thanksgiving weekend to capture the demand spike ahead of time.

+ Short-stay rate applied to two remaining November gaps to fill the calendar before the holiday season
begins.
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THE 12-MONTH OWNER JOURNEY

M1

M3

[}

M12

MONTH 1

Owner sees three metrics down on last year with no context and calls to ask what
happened. A routine month becomes a reactive conversation.

MONTH 3

Owner starts questioning individual pricing decisions. Rate movements that
previously went unnoticed are now a source of friction because there is no strategic
frame to put them in.

MONTH 6

Monthly calls feel transactional. The owner arrives with a list of questions rather
than a conversation and the relationship is being managed reactively on both sides.

RENEWAL

The owner has been mentally comparison shopping for three months. The renewal
conversation opens with what other PMs are charging rather than what comes next.

Transparency as a Retention System

THE 12-MONTH OWNER JOURNEY

M1

M3

Mé

M12

MONTH 1

The first difficult month passes without a crisis call. Market context and forward
pacing gave the owner confidence before they saw the numbers.

MONTH 3

The owner has stopped monitoring and started trusting. They defer to pricing
decisions because every movement has been explained in context before they
needed to ask.

MONTH 6

The team spends less time managing owner anxiety and more time managing the
portfolio. When a competitor calls, the owner's first instinct is to stay.

RENEWAL

The renewal conversation is about what comes next, not whether the relationship
still makes sense. The owner arrives with confidence rather than a list of concerns.

The difference between these two reports is not the data. It's the owner journey they produce over the following twelve months. Owners who feel genuinely managed renew

without negotiation, refer without being asked, and add properties without a second conversation.
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Spotting At-Risk Owners
Before They Speak

Forward pacing data is not just a reporting tool. Used
proactively, it is one of the most reliable early warning
signals available for identifying which owners are likely to
become difficult conversations before those conversations
arrive. An owner whose forward calendar is tracking
materially behind the same point last year, and who has
not been contacted with context about why, is an owner
whose anxiety is building quietly in the background.

The practice is straightforward: review your forward
pacing data across your full owner portfolio at least
once a month and flag any property where bookings on
the books are running more than 15% behind the same
point last year without a clear market explanation. That
owner needs a proactive call before their next scheduled
report, not to apologize for the position but to provide the
context and the forward strategy before they have had
time to form their own conclusions. An owner who

hears the picture from you first is an owner who stay

in the relationship.
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Turning Hard Conversations
into Loyalty Moments

The PM who handles the hard conversation well doesn't
just keep the owner, they make them an advocate.

What separates the Property Managers with the most The three scenarios below cover the conversations that
loyal owner bases is how they handle them when they most commonly put owner relationships at risk. Each
arrive, well enough that the owner leaves with more one has a script designed to be read before the call, not
confidence in the relationship than they had going in. A during it.

pricing call handled with clarity and context builds the
kind of trust that makes the next difficult conversation
easier before it has even happened.
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Scenario 1: Pricing Pushback

An owner questioning their rates is not looking for

a justification, they are asking for reassurance that
someone with expertise is in control of their asset. The
most effective response is not a list of market variables
but a reframe that shifts the conversation from a single
rate on a specific night to the revenue outcome across
the full season. That shift changes the frame the owner
is evaluating from and almost always changes the
conclusion they land on.

Pricing Pushback Script

Use with any call where an owner is questioning
their rates.

Acknowledge and move forward: "l appreciate
you flagging that and | want to walk you through
what is driving the rate so we are looking at the
same picture."

Turning Hard Conversations into Loyalty Moments

Reframe from rate to outcome: "The rate on any
individual night is one input into the overall strategy.
What we are optimizing for is your revenue per
available night across the full season, and a rate that
fills a gap three weeks out is almost always more
valuable than one that holds firm and leaves

it empty."

Provide the market context: "Right now demand in
your area for that window is softer than peak. The
rate reflects that, and when demand picks up, which
our forward data shows happening from [insert date],
the rate moves with it."

Close with confidence: "l will send you a summary
of how your forward pacing is tracking. If anything
still concerns you after that, let's get on a call and go
through it together."
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Scenario 2: A Bad Month

A difficult month feels different when you are the one
making the call. The owner already knows the numbers
were not what they hoped for and they are waiting to

hear how you frame it. Acknowledge that the month was

difficult before explaining why. Owners process market
data more readily when they feel their concerns have
been recognized first.

Bad Month Script

Use with any call following an underperforming month.

Open by acknowledging the month: "l know last
month was not the number we were both hoping

for, and | want to make sure you have the full picture

before we draw any conclusions.”

Move immediately to market context: "Demand
across your area in October was down around 12%
year on year, driven by a later fall break and fewer
large events in the calendar. That context matters

Turning Hard Conversations into Loyalty Moments

because your property actually outperformed the
wider market by around 4%, which means the
strategy was working even in a softer month."

Address the comp set proactively: "l pulled your
comp set before this call and two of the comparable
properties that look like they outperformed you

this month had long-stay bookings that inflate their
revenue figures, but are not a fair comparison to
your nightly strategy. On a like-for-like basis, your
RevPAN was stronger than your closest comparable
properties."

Close: "Looking ahead, demand for your area in
November is tracking ahead of last year and your
forward pacing is strong. | will flag anything worth
discussing before it becomes a question rather than
waiting for the next monthly call."
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Scenario 3: The Silent Owner

Silence in an owner relationship is rarely neutral. An
owner who has disengaged and stopped responding
to reports has often already started evaluating their
options, and the window to re-engage meaningfully is
shorter than it appears. The re-engagement strategy
here is built around a principle that is easy to underuse:
owners respond to relevance. A call that opens with

a general check-in signals that nothing specific is
happening. A call that opens with a forward-looking
opportunity relevant to their property signals active
management and gives the owner a genuine reason
to respond.

Silent Owner Re-engagement Script

Use when an owner has not responded to two or more
reports or communications.

Open with something specific and concrete: 'l
wanted to reach out ahead of the holiday season
because there are a couple of things coming up for
your property that are worth talking through before
they arrive."

Give them a genuine reason to engage: "Demand
for your area over the Thanksgiving and holiday

Turning Hard Conversations into Loyalty Moments

period is tracking significantly ahead of last year and
| want to make sure we have the right strategy in
place to capture it. There are also a couple of pricing
decisions | would value your input on before we lock
anything in."

Keep it brief and low pressure: "It does not need to
be a long call, fifteen minutes would cover everything.
When works best for you this week?"

If there is no response: Follow up once within

five days with a short written update on their
forward pacing and one specific positive data point
about their property. Give them something concrete
and forward-looking to read before asking for
anything further.

Closing: How Strong Is Your Owner Retention
Foundation?

The five chapters in this playbook cover the full arc of

an owner relationship, from how you profile your current
portfolio to how you handle the conversations that test
whether an owner stays. Before you close this playbook,
use the self-audit below to identify where your strongest
opportunities are.



Turning Hard Conversations into Loyalty Moments

Owner Retention Health Check. Work through each question and mark your honest answer, because the gaps are where the work is.

Do you know which owners in your portfolio are investor profile
versus emotionally attached, and are you managing them
differently based on that distinction?

Yes No

Have you identified your highest-risk owners in the last 30 days
based on engagement signals rather than waiting for a difficult Yes No
conversation to tell you?

Do you have a documented onboarding process that covers
dynamic pricing education before an owner sees their first rate
movement, not after?

Yes No

Does every new owner receive a consistent 90-day
communication cadence regardless of which team member Yes No
manages the relationship?

Before your last monthly owner call, did you pull market context,

comp set data and forward pacing before picking up the phone? Yes No

When an owner last asked about a competitor property
outperforming theirs, did you have a defensible comp set Yes No
answer ready?

Does your current owner report lead with market context
and forward pacing rather than last month's numbers against
last year?

Could an owner read your monthly report and feel genuinely
managed rather than just informed, without needing to call you Yes No
for context?
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In the last six months, have difficult owner conversations caught
you without a prepared framework, market context or forward
pacing data ready to use?

Yes No

Do you have a process for identifying and re-engaging
silent owners before they reach the point of a cancellation Yes No
conversation?

What your answers tell you

dZ) STRUCTURAL RIsSK

Any No answers in Chapters 1 or 2 mean the foundation of your owner

relationships needs attention before tactics will make a meaningful difference.

Priority: Chapters 1 and 2

Turning Hard Conversations into Loyalty Moments

<
= OPERATIONAL RISK

Any No answers in Chapters 3 or 4 mean the relationships are there but the
systems that sustain them at scale are not yet consistent enough.

Priority: Chapters 3 and 4

EE CONVERSATIONAL RISK

Any No answers in Chapter 5 mean the hardest moments in your owner
relationships are not yet being handled with the consistency they deserve.

Priority: Chapter 5




Successful owner retention depends on having data that is clean, current, and
comparable for your markets. That includes the market context framing the
performance conversation, the comp set picture for answering the hardest owner
questions, and the forward pacing signals that identify which owners need attention
before they say anything.

Beyond gives you one system for the strategy, data, and context to execute owner
conversations with confidence.

That means when an owner asks why their property sat empty over a holiday ‘
weekend, you are not relying on a best guess. Beyond's Owner Insights connects
performance directly to your pricing decisions, benchmarked against the real market
and packaged in a format you can share directly with owners. Less time building
spreadsheets, more time having the conversations that strengthen trust and grow
your portfolio.

See how Beyond Improves Owner Retention



https://go.beyondpricing.com/en/demo-request/growth-plan?utm_source=pdf&utm_medium=cta&utm_campaign=The+Owner+Retention+Playbook+%7C+Content+%7C+2Q26
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