
serviced
accommodation

Bootcamp

Five rookie mistakes and how to avoid them



Five rookie mistakes 
and how to avoid them

“What rookie mistakes 
do I see time, after 
time, after time?” 

read more to find out...
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rookie mistake #1

Alright, so here’s the first thing I 
see more often than anything else. 
Somebody just takes a flat or a 
house and sticks it on Airbnb without 
doing any research or having any 
understanding of what rules and laws 
have to be followed. Absolute disaster 
waiting to happen.
What’s the solution to that one? I think a sound, basic 
education on the critical rules that have to be followed and 
also best practice, so a person can conduct themselves 
properly.

What type of things am I talking about? Well, you might 
need planning permission in your area. The mortgage 
product on the particular unit might not be appropriate for 
serviced accommodation. 

And here are some of the really big ones. Let’s say that 
someone just takes a flat, sticks it on Airbnb, starts making 
thousands of pounds and then God forbid, there’s a fire. 
They haven’t done a fire risk assessment. It’s so simple 
to do a fire risk assessment. It’s so cheap to do a fire risk 
assessment.

Somebody gets injured or even worse, dies. What situation 
has that person put themselves in now? 

Imagine that something horrible had happened, like 
Grenfell Tower, and one of the units in there was serviced 
accommodation and somebody just stuck it on Airbnb and 
had not followed any of the procedures — and there’s a 
dead body. Who is responsible? The person that just stuck 
the property on Airbnb, that’s who.

Financially, it could completely take them out of the game 
and even, potentially, jail. What’s the solution? The solution 
is to make sure anybody starting serviced accommodation 
understands the basic, “I have to do this and I can’t do that.”

I’ll give you another very specific one. If you’re going to 
be dealing with private, personal information: names, 
addresses, phone numbers, credit card details etc., which 
you will be if you’re doing serviced accommodation, you 
have to be registered for data protection.

£39, that’s what it currently costs. Why on Earth wouldn’t 
anybody do that? The only reason I can think of is because 
they don’t know about it. You hear me say this a lot. Some 
people tell me that education is expensive; I say, “No, it’s 
not. It’s ignorance that’s expensive.”

Alright, so rookie mistake number one is winging it; making 
it up as they go along. And I’m sure if you’re reading 
this, you’re doing the research, you’re making sure you 
understand what you can and can’t do. You’re not one of 
those people that wants to wing it. If you know anybody 
that’s doing Airbnb and winging it or booking.com and 
winging it, they need to know about the above.

Airbnb themselves estimate that 55% of their own listings 
are illegal. Don’t be one of those 55% of people that are 
just winging it and are doing things illegally. Make sure you 
understand what it is that you have to do — and do it.

“Oh, this is simple, I can just do this. I don’t need any 
education, I can just crack on.”

Going out on a limb
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rookie mistake #2

Believe me, I haven’t got time to 
physically go and source all the 
properties available for me to control.
But quite a lot of people have heard about rent to rent, 
don’t really understand what it means, and will just pay a 
deal sourcer thousands and thousands of pounds in deal-
sourcing fees.

Then they’ll pay a big deposit to the landlord or the land 
agent and then three- or six-months’ advanced rent to 
secure a serviced accommodation property that they can 
operate rent to rent. It makes my eyes water. 

There’s nothing wrong with legitimate deal-sourcing agents 
by the way, but you need to understand what you’re doing. 
Just going and paying a few thousand pounds for a flat 
or a house,  which has had no research done on it, not 
even to check the legals, is crazy — can you actually do 
the serviced accommodation there or not? What do the 
contracts say?

People just blast away with it. I’ve seen people spend tens 
of thousands of pounds and then within weeks, they’re 
getting forced to hand the keys back because serviced 
accommodation either doesn’t work there or it’s not 
allowed there.

I guess in generic terms I would describe this as a lack of 
due diligence and so much speed and urgency that the 
decision is, in fact, reckless because people think, ‘Well, 
the sourcing fees are only £2k. The deposit’s only £1k and 
it’s only £1k a month in rent for six months, so it’s only £6k. 
But before they know where they are, they’ve spent about 
£9k.

Why? Because they think they’re going to make £1k or 
£15k a month for the next one, two, three, four, five years. 
Well, they will, as long as they know what they’re doing, 
and as long as they’re actually allowed to use the property 
as serviced accommodation.

As long as the lease says it’s okay. As long as the 
landlord’s mortgage says it’s okay. As long as the resident’s 
association says it’s okay. As long as the planning 
permission says it’s okay.

What’s the solution to this? Make sure you understand 
enough about serviced accommodation so you can do 
sufficient due diligence of that property you’re thinking of 
investing in. You really can do it, but you need to do it right.

Now, if you want to come and work with us and step up 
your education, we can actually help you source properties 
for nothing. No deal-sourcing fees, no deposits and no 
advanced rent.

How do I know? Because our students do it time, after 
time, after time, after time. I can give you so many 
examples.

We recommend that our students never pay deposits and 
never pay advanced rent. How can you successfully do 
that? Well, you need to understand the benefits to the 
landlord. So what are the benefits to the landlord?

Well, the landlord will be exempt, if you do it right, from 
Section 24, all of the extra anti-landlord legislation, the loss 
of mortgage interest-rate relief and all the rest. And there 
are many, many more advantages.

I’m not saying don’t ever use a sourcing agent, I’m saying 
do it with your eyes wide open and please be very careful 
before paying any kind of deposit or any kind of advanced 
rent. I see people doing it time and time again and it really 
makes me sick when I see those people that have spent 
thousands, who then just weeks or months later are forced 
to hand the keys back. 

Chasing the dream and not looking where they’re going. 

What’s that expression? Fools rush in where angels fear to 
tread. Please don’t be one of those fools that rushes in. Not 
every deal’s a good one. Does serviced accommodation 
work? Yes. Does every serviced accommodation unit work 
everywhere? No. 

Kind of back to point one, really. It’s almost a compound 
of point one. Even worse than taking a flat or a house and 
sticking it on Airbnb, being ignorant of all the rules means 
having to pay for the privilege.

Please don’t do that. Please make sure you understand so 
that you can do the due diligence.

Rookie mistake number two is people thinking, “Oh, serviced 
accommodation, I can make a fortune here.”

Rushing in with your eyes closed
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rookie mistake #3

Many, many people will start their 
serviced accommodation career by 
doing rent to rents. If you’re operating 
through a limited company, which I 
recommend you do, you can’t sign an 
AST. Well, you can but it won’t mean 
anything.
An AST (Assured Shorthold Tenancy) needs to be between 
a landlord and a tenant, and in order for a tenancy to be 
official, the ‘tenant’ must be a person, not a business. So 
if you’ve signed what some people call a corporate AST, it 
literally doesn’t make any sense. You effectively do not have 
a contract.

That might not be a big issue for you, it’s probably a bigger 
issue for the landlord, but you need to know enough so 
you can explain to the landlord and the letting agent that 
you can’t possibly have a tenancy between a landlord and 
a company. You need to understand the correct contracts 
to use.

And I’m not only talking about the main contracts you 
need to secure the property; I’m also talking about direct 
bookings. People love direct bookings. Why? Because 
they’re not paying 15% to booking.com or some other 
site. They’re saving on booking commission — fantastic. 
So many people just let the booker into their apartment in 
exchange for cash.

What have you just done? You’ve just entered an 
unregulated contract with a miscellaneous guest. You’ve 
got no contractual relationship. You need terms and 
conditions of hire. What kind of contract are you going to 
use for your cleaners or your laundry company? What kind 
of consequential losses are you going to ask for from your 
cleaning company if they don’t turn up?

They could cost you a fortune in council bookings because 
what right-minded guest is not going to storm out if they 
move into an apartment for which they’ve paid good money 

and none of the beds are made, and there’s rubbish in the 
bins, somebody else’s food is in the fridge, there are dirty 
socks in the corner. The housekeeper hasn’t been. Is that 
okay? 

What kind of contracts do you put in place to make sure 
your business is protected? So many people don’t use 
the correct paperwork. It generally won’t kill your business 
(though it could) but it’s certainly way far short of best 
practice.

Make sure you know the contracts to have in place for all 
of the legal relationships between yourself and the property, 
the guests, and your service providers.

Okay, so here’s number three: not using the correct contract.

Signing the wrong paperwork
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rookie mistake #4

You’re going to get a booking now 
for six months’ time or three months’ 
time or whatever and it can be a lot of 
money. But people take all that money 
and they think “Oh, it’s in the bank, I can 
spend it.” No.
One fundamental business principle is that you can only 
spend money you’ve earned. In other words, your business 
should only spend that money when the guests have 
stayed. And here’s why:

What’s your cancellation policy? Our standard is 14 days. 
So we can take a booking six months in advance — could 
be for five thousand pounds. They pay in full on booking, 
but they’ve got the right to cancel and get a full refund up 
to 14 days ahead. We spend that five thousand pounds 
straight away and then six months down the track, 15 days 
in advance of the booking, they cancel. I’ve now got to give 
them the five thousand pounds back again. Can’t do it if I’ve 
spent it. I’m sure you’re understanding where I’m going here.

Advance bookings are fantastic. You’ll get tens of 
thousands of pounds in positive advance cash flow, which 
is obviously great. But until the money is permanently 
yours: enjoy it, don’t spend it.

And then there’s seasonality. Many serviced apartments are 
seasonal. Holiday tourist resorts are especially seasonal. 
It’s true that serviced apartments on average make a 
thousand pounds a month but maybe, and this all depends 
on the property and the location, our property makes two 
thousand pounds a month in July and August. Then £1.5k 
from Easter through to November. And then in the shoulder 
months (December to March, say), it makes five hundred 
pounds a month from three and during one of those 
months it loses a thousand pounds. Do the numbers, but 
I’m sure you know what I’m saying here.

On average, it’s making a thousand pounds a month, but 
if you spend all of the winter pre-bookings and spend 
all of the summer bookings, and you’ve left yourself no 
buffer, seasonality could kill your business. So, what we 

recommend is that you establish a buffer per property that 
you’re happy with — could be £1k, £2k, £3k, it doesn’t 
matter. Always leave that in the bank and don’t spend it. 
That’s your rainy-day money. That’s your seasonality money. 
It’s your cancellation money.

We’ve recently listed a property, and within just a few days 
we’d taken £5k’s worth of bookings for that property for 
that particular month, but also £9k of bookings for future 
months. So fine, at the end of the month, spend the £5k, 
but don’t spend the £9k. Leave that in your buffer fund.

Now I could take you through a whole list of other things 
that you need to buffer against. But for now, I’m going to 
take you through one more: charge backs.

Say a guest comes and stays and then four days, a week, 
maybe two weeks later you get an email from a credit card 
company saying our customer has said that their card 
was stolen, it was fraudulent and therefore we’re going 
to recover that customer’s money from you. Now unless 
you’ve got the right procedures in place, they can.

I’m just trying to make you aware of some of the things that 
can pull money back that you thought you had. Now don’t 
panic, charge backs, like everything else, we can teach you 
to manage because we’ve got the experience of that. But 
it’s just one more thing that you need to be aware of that 
requires you to keep a buffer there — that rainy-day money.

Next up is the mistake that people think they’re always going to 
get advanced bookings. “Oh, it’s in the bank, I can spend it.”

Spending what’s not yours
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rookie mistake #5

The fifth rookie mistake that I’m going 
to share with you is, in some ways, the 
most serious: failure to create systems, 
processes and procedures to enable 
future growth.
Trying to do everything alone. Trying to do everything 
yourself. What do I mean? Well, in the early days, can 
you do one property without any systems and just do it 
all yourself? Of course you can, but by the time you get 
to two, three, four properties, unless you’ve started to 
systemise, put processes in place and outsource, you’re 
going to get stuck right there — at three or four properties. 

What kind of DIY jobs am I talking about?

Meet and greet: are you going to meet every single guest? I 
mean, you could, but I guess that maybe traveling three or 
four hours to get there, getting stuck on the motorway and 
then having them call to say they’ve had a puncture, might 
just put you off.

Cleaning: are you going to do all the cleaning yourself? 
Emptying the fridge, scrubbing the oven to remove that 
pizza they overcooked, doing all the laundry and ironing. I 
mean, you could, but imagine that you’ve got two or three 
apartments, they’re all changing over on the same day, you 
can’t do anything else that day if you’ve got three lots of 
laundry, three lots of ironing, three lots of cleaning, and three 
lots of meeting and greeting to do, can you? I mean, I’ll be 
extremely impressed if you manage to do all that yourself. 

All the bookings: chasing people for payments. Maybe a 
credit card payment fails because someone’s put in the 

wrong expiry date etc. Trying to do all the admin, trying to 
do it all yourself, it takes an incredible amount of time. So 
it’s critical you put systems in place because here’s the 
fundamental thing: it needs to be done, but it doesn’t mean 
you need to do it.

There are many simple systems, processes and procedures 
out there. I’ll give you one for now, an obvious one: 
outsource things that are charged at low hourly rates.

The cleaning, laundry and the ironing — you don’t want to 
be doing that. These jobs cost around £10 per hour (if not 
less). And I’m not denigrating anybody that’s doing these 
jobs, I’m just saying if you want to make a lot of money 
from serviced apartments, you shouldn’t be doing these 
type of jobs. You should be outsourcing them through 
reliable people, such that you’re creating a platform for 
future growth.

The fifth rookie mistake that I’m going to share with you is, 
failure to create systems, processes and procedures.

The DIY approach

Continue your education with Serviced Accommodation Bootcamp!
Serviced Accommodation Bootcamp is an online training programme, designed to take you from zero  

to five SA units without making the mistakes in this report! Work through 8 online modules from the 
comfort of your own home, and develop the skills you need to succeed in Serviced Accommodation.

The time to build your Serviced Accommodation business is NOW. 
Don’t delay – read more at www.touchstoneeducation.co.uk/bootcamp
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If you found these steps useful, we’d love to provide you with further 
guidance on serviced accommodation. We run frequent free online 
webinars. Register for our next free serviced accommodation webinar at 
www.touchstoneeducation.co.uk/SABootcamp.

http://www.touchstoneeducation.co.uk/SABootcamp
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B – Basics
O – Operations
O – Organisation
T – Technology
C – Cashflow Essentials
A – Analysis
M – Marketing
P – Proof of concept
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