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Purpose.  Discover the portfolio before onboarding the properties. Understand the systems, decision-makers, service promises, and exceptions first — then move through a disciplined sequence in which the launch date is earned by readiness, not set by enthusiasm.

	PART 1 — DISCOVERY QUESTIONNAIRE


	Portfolio size, geography, property classes
	

	Decision-makers & departments behind the manager
	

	Reservation system (PMS) & connection type
	

	Service promises to owners/guests we must uphold
	

	Owner-by-owner exceptions & customization
	

	Linen ownership & inspection expectations
	

	Access methods & after-hours obligations
	

	Billing entity, coding, terms, dispute handling
	



	PART 2 — IMPLEMENTATION SEQUENCE


	Stage
	What professional judgment looks for
	Status

	Discover
	Portfolio, systems, decision-makers, promises, exceptions.
	

	Design
	Scope, responsibility, authority, information flow, economics, governance.
	

	Configure
	Property records, connections, pricing, contacts, checklists, billing.
	

	Test
	Deliberately test cancellation, access, approvals, escalation, invoicing.
	

	Pilot
	Representative properties under real conditions, controlled exposure.
	

	Expand
	Add volume only when capacity, quality, info, approvals, billing are stable.
	



	PART 3 — 90-DAY IMPLEMENTATION ROADMAP


	Period
	Priority
	Focus

	Days 1–30 — Define
	Segment accounts; document decision-makers, scope, responsibility, sources of truth, approvals, pricing, payment, concentration.
	Design the operating system

	Days 31–60 — Control
	Standardize discovery, readiness gates, pilots, issue handling, schedule reconciliation, extra-work evidence, account reporting.
	Make it repeatable

	Days 61–90 — Govern
	Establish performance reviews, corrective partnership plans, account-profitability review, concentration safeguards, exit procedures.
	Sustain and adapt


A planning instrument, not a guarantee of business success. Vendor-neutral — usable with any tools, team structure, or software.  ·  The STR Cleaning Blueprint™
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Worked for Summit Cleaning Solutions — North Shore portfolio discovery led by Michelle Reyes with Sarah Mitchell, feeding a phased implementation.

	PART 1 — DISCOVERY QUESTIONNAIRE


	Portfolio size, geography, property classes
	40 homes, lakeside corridor, 1–5 BR mix

	Decision-makers & departments behind the manager
	Sarah Mitchell (Ops); owners, reservations, maintenance, accounting

	Reservation system (PMS) & connection type
	PMS + iCal feed — update timing to confirm

	Service promises to owners/guests we must uphold
	Same-day readiness; owner-stay handling

	Owner-by-owner exceptions & customization
	Several; must be documented, not memorized

	Linen ownership & inspection expectations
	Mixed; some owner-supplied

	Access methods & after-hours obligations
	Smart locks + lockboxes; weekend coverage

	Billing entity, coding, terms, dispute handling
	Single AP; net-30 — negotiate



	PART 2 — IMPLEMENTATION SEQUENCE


	Stage
	What professional judgment looks for
	North Shore status

	Discover
	Portfolio, systems, decision-makers, promises, exceptions.
	Complete

	Design
	Scope, responsibility, authority, information flow, economics, governance.
	In progress

	Configure
	Property records, connections, pricing, contacts, checklists, billing.
	Building profiles

	Test
	Deliberately test cancellation, access, approvals, escalation, invoicing.
	Scheduled

	Pilot
	Representative properties under real conditions, controlled exposure.
	5 homes selected

	Expand
	Add volume only when capacity, quality, info, approvals, billing are stable.
	Gated on pilot



	PART 3 — 90-DAY IMPLEMENTATION ROADMAP


	Period
	Priority
	Focus

	Days 1–30 — Define
	Segment accounts; document decision-makers, scope, responsibility, sources of truth, approvals, pricing, payment, concentration.
	Design the operating system

	Days 31–60 — Control
	Standardize discovery, readiness gates, pilots, issue handling, schedule reconciliation, extra-work evidence, account reporting.
	Make it repeatable

	Days 61–90 — Govern
	Establish performance reviews, corrective partnership plans, account-profitability review, concentration safeguards, exit procedures.
	Sustain and adapt
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