STAGE 2 — QUALIFIED PARTNERSHIP

Your Engineering Cost Structure: Where the Profit Is

A technical analysis of the six cost levers and the compounding saving they deliver

ENGINEERING & FACILITIES

Why Engineering Costs Are Rarely Fully Analysed

Engineering and facilities is the most technically complex department in any hotel, and this complexity frequently
obscures the financial detail. Most properties monitor total departmental expenditure but do not disaggregate
energy by system or zone, maintenance cost by asset or trade, or contractor spend by SLA performance. This
absence of granular financial visibility is precisely where we create value — and where the majority of the
recoverable profit resides.

The Six Engineering Cost Levers

e Energy (20—-35% of hotel OpEx): HVAC, lighting, hot water, and power — the largest single controllable cost
category, addressable through AI-BMS optimisation

¢ Reactive Maintenance (15-25% of engineering budget): Emergency callouts, out-of-hours labour, expedited
parts — 3-5x% more expensive than planned interventions

¢ Preventative Maintenance Scheduling (10-15%): CMMS optimisation, asset-linked PM frequencies,
technician time allocation

¢ Contractor and Specialist Services (25—-35% of non-labour budget): HVAC, electrical, lift, fire, and pool
contracts — rarely competitively benchmarked

e Water and Ultilities (8—12%): Consumption monitoring, leak detection, occupancy-linked management

¢ Asset Lifecycle and CapEx Planning (variable): Al-assisted replacement timing, refurbishment vs.
replacement modelling, deferred CapEx value

The Compounding Effect

A 200-room hotel with a £350,000 engineering budget applying a 20% energy reduction (£21,000 saving on a
£105,000 energy cost), a 35% reactive maintenance reduction (£15,750 on a £45,000 reactive spend), and a
10% contractor renegotiation (£8,750 on a £87,500 contract budget) generates a combined first-year saving of
£45,500 — before lifecycle and water savings are included.

£350,000 engineering budget x structured six-lever optimisation = £45,000—£87,000 annual profit
improvement. Shared across all four parties to the partnership.

On a £60,000 annual improvement, a Chief Engineer receiving a 25% profit share generates an
additional £1,250 per month — a sustained, contractual monthly income uplift above base
compensation.
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Evidence-Based Profit Improvement

Carbon Trust — UK Hotel Energy Benchmarking

Result: Top-quartile energy efficiency hotels spend 30—40% less per room than bottom-quartile

equivalents — the gap is operational, not infrastructural

Carbon Trust benchmarking across UK hotels consistently demonstrates a 30-40% per-room energy cost differential
between top and bottom efficiency quartiles. Critically, this gap is not driven by physical infrastructure differences — it is
driven by the presence or absence of structured BMS management, occupancy-linked scheduling, and regular consumption
review. The SW engineering programme closes this gap systematically.

Source: Carbon Trust — Hotel Energy Benchmarking Report; BEIS UK Hotel Energy Efficiency Guidance

Whitmore Park Hotel Group — Six-Lever Audit (Hypothetical)

Result: £82,600 combined annual saving; Director of Engineering generating £1,380/month additional

income

A 4-star, 280-room conference hotel underwent a full SW engineering cost audit. Energy BMS optimisation: £31,200.
Reactive maintenance reduction: £19,400. Contractor renegotiation: £16,800. Water management: £8,600. CapEx deferral
value: £6,600. Total: £82,600. The Director of Engineering received £1,380/month as their personal profit share under the

four-way model.
Source: SW Partnership Group — Composite modelled scenario based on OxMaint, Carbon Trust, and Klarent benchmark data

OxMaint — Multi-Property Maintenance Cost Analysis

Result: $1.26M saved annually; 30% energy reduction; 44% reactive reduction across a managed hotel

portfolio

OxMaint's analysis of a managed hotel portfolio implementing structured CMMS preventative maintenance and loT-based
energy monitoring delivered $1.26M in annual savings — split across energy, reactive maintenance reduction, and extended
asset lifecycles. The 44% reduction in reactive work orders eliminated the highest-cost maintenance category and freed

engineering labour for planned, value-adding work.
Source: OxMaint — Hotel Chain Energy Optimisation: 45 Properties Case Study (2026). oxmaint.com
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Key Performance Indicators & Profit Impact

20-35% 3-5x 25-35%

Energy of OpEx Reactive Premium Contractor Share
Single largest controllable cost Emergency repairs cost 3-5x planned Specialist contracts as % of
category maintenance non-labour budget

6 Levers £45K—-£87K £1,250

Cost Points Annual Saving Mgr. Monthly
Energy, reactive, PM, contracts, Modelled range for a 200-room Example: 25% share of £60K annual
water, and CapEx property improvement

Detailed Opportunity Analysis

Energy — HVAC & Lighting Flat scheduling, all Al-BMS 15-25% energy cost reduction
zones occupancy-linked

Reactive Maintenance Ratio Above 40% reactive Below 30% reactive  3-5x cost reduction per incident

target

Contractor Spend Single supplier, no Competitive SLA 5-15% contract cost reduction
benchmark management

Water Consumption No monitoring or Consumption 10-15% water cost reduction
benchmarking tracking + leak det.

How the SW Profit-Sharing Partnership Works: We identify hidden areas of profit within your department,
implement the improvements alongside your team, and share the resulting gains proportionally — with the company,
the departmental manager, participating employees, and SW Partnership Group. No upfront cost. No saving, no fee.
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