DEMO
First chapter only

The Airbnb Turnover System for
SoloHosts

Faster Resets, Cleaner Handoffs, and Restock Control Without a Property
Manager

|_r=-_| pragma.vision DAILY.DELIVERY







The Airbnb Turnover System for Solo Hosts

© 2026 Pragma Vision LLC. All rights reserved.

Trademark Notice

Google, Google Pay, Google Cloud, and Android are trademarks of Google LLC. Stripe is a
trademark of Stripe, Inc. Cloudflare and Cloudflare Workers are trademarks of Cloudflare, Inc.
Supabase is a trademark of Supabase, Inc. OpenAl and ChatGPT are trademarks of OpenAl,
Inc. Claude is a trademark of Anthropic, PBC. W3C is a trademark of the World Wide Web Con-
sortium. Visa is a trademark of Visa International Service Association. OWASP is a trademark
of the OWASP Foundation. Midjourney is a trademark of Midjourney, Inc. Canva is a trademark
of Canva Pty Ltd. Etsy is a trademark of Etsy, Inc. Amazon is a trademark of Amazon.com, Inc.

All other trademarks are the property of their respective owners.

No Affiliation

This book is an independent publication. It is not authorized, sponsored, or endorsed by any

of the companies or organizations whose products or services are mentioned herein.

No Professional Advice

The information in this book is provided for educational purposes only. It does not constitute
legal, financial, investment, tax, or other professional advice. Readers should consult qualified

professionals for guidance specific to their situation.

Code Examples

Code examples in this book are provided for illustration only. They may not be suitable for

production use without additional validation, error handling, and security review.

Published by Pragma Vision LLC
First edition, 2026.



Contents

1 Turnover Economics forSoloHosts . . . . ... ... ... .. .......... 6
11 The $50 Save That Costs $800 . . . . . . . . . . . . o v i i it i .. 7
1.2 The Review-DamageMath . . . . . ... . ... ... . ... ... .. .. 8
1.3 The Three Levers Every SoloHostControls . . . . ... ... ... ..... 9
1.4 The Solo Operator Advantage . . . . . . . . . . . ... . ... 9

2 The Room-by-RoomResetStandard . . . . . .. ... ... .. .......... M
21 Why Photo Standards Beat Checklists . . . . .. .. ... ... ....... 12
2.2 KitchenResetStandard . . ... .. .. ... ... .. .. . ... 12
2.3 BathroomResetStandard . . . ... .. .. ... ... .. ... ... 14
2.4 BedroomResetStandard ... ... ... ... ... ... ... 15
2.5 Living and ExteriorResetStandards . . . . ... ... ... ... ..., 16

3 Linen,Laundry,and RestockMath . . . . . ... ... ............... 18
31 The2-SetLinenRule . . . . .. .. . ... . . 19
3.2 LinenParLevels byBedroomCount . ... ... ... ............ 20
3.3 Bathroom Restock ParlLevels . . ... ... ... .. ... ... ...... 21
3.4 Kitchen and Living Restock ParLevels . . . . . ... ... ... ....... 22
3.5 Bulkvs. Just-in-Time . . . . . . . . . e e 23
3.6 The Reorder TriggerSystem . . . . . . . . . . . . ... ... 25

4 The 90-Minute Solo TurnoverSprint . . . . . . .. ... ... ........... 26
41 WhenYouAretheCleaner . . . . . . . . . . . i i e 27
4.2 The Pre-Sprint Setup (Before You Arrive) . . . ... ... ... ... .... 27
4.3 Phase 1: Walkthrough and Strip (0-10 minutes) . . ... ... ... .... 28

3 daily.delivery



daily.delivery

4.4 Phase 2: Bathroom Deep (10-25 minutes). . . . . . . ... ... ... ... 29
4.5 Phase 3: Kitchen Reset (25-45minutes) . . ... .. ... .. ... .... 30
4.6 Phase 4: Bedroom Turnover (45-65 minutes) . . . . . .. ... ... .... 30
4.7 Phase b: Living and Dust (65-75 minutes) . .. ... ... ......... 31
4.8 Phase 6: Floors and Exterior (75-85 minutes) . ... ... ......... 31
4.9 Phase 7: Photo Verify and Lockup (85-90 minutes) . . . . . ... ... .. 32
Cleaner Handoff Without TextChaos . . . ... ... .. ... .......... 34
B4 TheText-ChaosTrap . . . . . . o v i i i i ittt e e e et e e 35
5.2 The Cleaner SOPDocument . . . . ... ... ... ... ... 36
5.3 Required PhotoUploads . . . . .. ... ... . ... e . 37
5.4 The ExceptionReport . . . . . . . . . .. e 38
5.5 The Backup CleanerProtocol . . ... .. ... ... ... ... ....... 39
5.6 The Cleaner Cannot Make It Script . . . .. ... ... ... ... ...... 40
Damage Claims and Documentation . . . . ... .. ... .. ........... 42
6.1 Why Most Damage Claims Fail . . . . . ... ... ... ... ... ...... 43
6.2 The "Ready State” Photo Grid . . . . . . . . .. .. ... ... ........ 43
6.3 The Post-Checkout 80-Second Walkthrough . . . . .. ... ... ..... 44
6.4 AirCover ClaimMechanics . . . . ... ... ... ... 45
6.5 The "Notify Guest First”Script . . . . . ... ... ... ... ... ..., 46
6.6 High-Valueltem Tracking . . . . . . . . . . . . .. .. . . ... 47
Same-Day Booking FailureModes . . . .. ... .. ... ... .......... 49
71 The 30-Minute Response Standard . . . ... ... ... .......... 50
7.2 Lockbox Jam or Smart Lock Failure . . . ... ... ... . oL oL 51
7.3 Smoke Alarm Low-BatteryChirp . . . . . . . . ... .. .. o0 52
74 HotWaterOut . .. ... . . . e 53
75 ACorHeatDown . . . .. . . . . . i 54
7.6 PlumbingBackup . . . . . . . . . e e e e e 55
77 PestEncounter . ... . ... ... e 55

4 daily.delivery



daily.delivery

8 ScalingFrom“1to5Properties . ... .. ... ... ... .. ... . ... ... 57
81 The MarginalHoursMath. . . . .. ... .. ... ... . . ... . ...... 58
8.2 Building the Cleaner Network . . . . . . .. ... . ... ... ..., 59
8.3 StandingSupplyOrders . . . . . . . . . . . . e 60
8.4 The Virtual AssistantLayer . ... ... .. ... . .. .. ..., 61
8.5 The Operational Stack at 5 Properties . . . . . . ... ... ... ... ... 62
8.6 WhentoStopScaling. .. .. ... ... ... .. .. ... ..., 63
8.7 TheOwnerMindsetShift. ... ... ... .. ... ... .. ... ...... 64

What’s Next . . . .. ... . e 66

About Pragma.Vision . . . . . . . . ... e 68

5 daily.delivery



Turnover Economics for Solo Hosts

What you saved = $980 actual cost

$320

the bad-turnover

multiplier

cleaner fee skipped
refund review emergency search lost repeat
penalty cleaner ranking booking
surcharge drop

[o saved $50 = @ in damage]

Figure 1. Skipping a $50 cleaner fee triggers $980 in real losses—a 16x multiplier—stacked
across five bars: lost repeat booking $320, search-ranking drop $240, quest refund $185,
review penalty $140, and an emergency-cleaner surcharge $95
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1.1 The $50 Save That Costs $800

Here is the story every solo host learns once. A Saturday turnover, two consecutive
same-day bookings. Checkout at 11 AM, check-in at 3 PM. The regular cleaner cancels
at 9:45 AM with a sick kid. You think: "I can do this myself in 90 minutes, I'll save the

$120 cleaning fee, easy money."

You arrive at 11:30. The previous guest left dishes in the sink, a wine stain on the
rug, and the master bed unmade with the duvet on the floor. The kitchen takes 35
minutes. The bathroom takes 25. By the time you start the bedrooms, it is 1:15 PM and
you remember you forgot to bring the spare set of king sheets from your house, 20
minutes away. The guest arrives at 3:08 PM to a half-made bed, a smudged bathroom

mirror, and a host scrubbing the cooktop in the kitchen.

You apologize. You wave the cleaning fee. The guest checks in friendly but quiet.
Three days later, you get a 3-star review that mentions "the place felt rushed — there

were still cleaning supplies on the counter when we walked in."

That single review costs you four things. First, a partial refund of $185 to keep it from
going lower. Second, a 6-week stretch of Superhost eligibility loss — Airbnb requires
above a 4.8 rating average. Third, your search ranking drops because rating is the
strongest signal in the algorithm. Fourth, the guest who would have rebooked your

property next April for a $1,400 anniversary trip books someone else.

You saved $120 on a cleaner. You lost roughly $800.

$280-$800

the typical hidden cost of a single bad turnover for a property earning
$140-$220 per night, summed across refunds, review damage, and lost

rebookings'

TAiIrDNA, “Short-Term Rental Operations Benchmark,” 2024.
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This is the math nobody puts on the cleaning invoice. The cleaning fee feels like a
cost. Itis not a cost. Itis insurance against the cost. Every other operating decision in

this book flows from that one realization.

Solo hosts almost universally under-budget cleaning. The instinct is to compare

the cleaning fee to the per-night rate ("$120 cleaning on a $180 night is 67%
of revenue!”) and try to cut. The right comparison is cleaning fee to expected
refund + review damage if the turnover fails. At those numbers, a $120 cleaner
is a 6x return. Cutting cleaning is the single most expensive false economy in

short-term rentals.

1.2 The Review-Damage Math

Airbnb's algorithm rewards three signals above all others: rating average, response
rate, and acceptance rate. Of the three, rating average is the slowest to recover and

the most expensive to damage.

Rating Drop Scenario Time to Recover Revenue Impact
4.95 - 4.85 (one 3-star) 4-6 weeks -8% search ranking
4.85 > 4.75 (two 3-stars) 3-4 months  —18% search ranking
4.75 > 4.65 (three 2-3 stars) 5-7 months -32% search ranking
Loss of Superhost (avg <4.8) 6 months minimum -25% conversion rate

The compounding is brutal. A single 3-star review at a 4.95 baseline drops you to 4.85.
Two more average-rated stays before your rating recovers — which is fast, because
the review never disappears, only dilutes — and you can spend a full quarter under
the Superhost threshold. Superhost loss costs roughly $1,200-$2,400 in lost bookings

over six months for a mid-tier property.
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Treat your rating as a balance sheet, not a P&L. Every 5-star review is a deposit.

Every 3-star review is a sizable withdrawal that takes 3-5 future deposits to refill.
Your goal is not to win individual stays. Your goal is to never make a withdrawal
you cannot afford. The turnover system in this book is engineered around that

single principle.

1.8 The Three Levers Every Solo Host Controls

You cannot control the weather, the local concert that drives demand, or the booking

platform's algorithm changes. You control three things, and only three:

1. The reset standard: what "ready” looks like, photographed and written down
(Chapter 2)

2. The supply chain: linen rotation, par levels, never-out-of-stock items (Chapter 3)

3. The handoff protocol: what happens between checkout and check-in, including

cleaner accountability (Chapters 4-5)

Every other operational risk — damage claims, same-day emergencies, scaling —
compounds out of those three foundations. Get the standard, the supply chain, and
the handoff right, and you spend the rest of your hosting life solving small problems

instead of big ones.

1.4 The Solo Operator Advantage

There is a real advantage to running 1-3 properties solo without a property manager.

Property managers take 18-25% of gross revenue. On a property earning $3,800/mo,
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that is $684-$950 per month, or $8,200-$11,400 per year. A solo host who spends
8-12 hours per month on operations (the realistic ceiling for 2-3 well-systematized

properties) earns roughly $70-$120/hour on the property-manager fee they did not

pay.
Operating Model Net Margin Owner Hours/Month
Full-service property manager (25%) 38-46% 1-2
Co-host (15%) 48-54% 4-6
Solo host, systematized 58-68% 8-12
Solo host, unsystematized 38-52% 18-30

The fourth row is where solo hosts who never build a system end up: working property-
manager hours for property-manager margins, with none of the property-manager’s
vacation coverage or backup cleaners. The whole point of this book is to keep you out

of row four and squarely in row three.

Before you read another chapter, calculate your current "loaded hourly rate”

as a host. Take your last 90 days of net hosting income, divide by the actual
hours you spent on hosting (be honest — include the late-night guest messages
and the cleaner phone calls). If the number is under $40/hour, the bottleneck
is systematization, not pricing or marketing. Fix the system first, then revisit

pricing in Chapter 8.

Get the complete book — https://shop.pragma.vision
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