
LEMON TREE HOTELS - Behind the Stay: Understanding
Hotel Operations & Guest Experience

Why This Immersion Matters

A hotel looks simple from the lobby - a smiling front desk, a clean room, a good breakfast. Behind that

experience sits a tightly coordinated operation running twenty-four hours a day: housekeeping turning

over rooms on a clock, kitchens timing service around banquet and restaurant covers, engineering

keeping every system invisible and working, and a revenue team constantly repricing rooms based on

demand. No single department can deliver a great stay on its own - it takes all of them working in

sync.

India's hotel industry is also going through its own version of premiumization. Branded,

professionally-run hotels are replacing unbranded, standalone properties across every price point,

and travelers increasingly expect consistent quality whether they are paying budget or premium rates.

Companies compete not just on room rates but on brand consistency, service culture, and the guest's

end-to-end journey.

This immersion offers a chance to understand how Lemon Tree Hotels has built one of India's largest

homegrown hotel chains by combining a distinctive multi-brand strategy with an unusually people-first

operating culture.

As you walk through the property today, observe how each department - front office, housekeeping,

food and beverage, engineering, sales - operates almost independently, yet has to stay perfectly

synchronized to make a guest's stay feel effortless.

Company & Founder Story

Lemon Tree Hotels was founded in 2002 by Patanjali “Patu” Keswani, an IIT Delhi engineering

graduate and IIM Calcutta management graduate who spent 17 years at the Tata Group, rising to

Senior Vice President and COO of Taj Hotels before he left to start out on his own. He initially

conceived Lemon Tree as a single mid-market hotel for his own retirement project. The first property,

a 49-room hotel in Gurugram, opened in May 2004.

Keswani had identified a real gap: India's hospitality market was dominated at the top by five-star

luxury chains and at the bottom by unbranded, inconsistent budget hotels, with almost nothing

organized and reliable in between for the country's growing middle class. Rather than just building

hotels, he built an integrated model that controlled land acquisition, design, construction, operations,

and branding under one roof - unusual for the Indian hotel industry at the time.



That model let Lemon Tree expand into a multi-brand portfolio spanning nearly every price tier: Aurika

Hotels & Resorts at the upscale end, Lemon Tree Premier and Lemon Tree Hotels in the

upper-midscale and midscale segments, and Red Fox by Lemon Tree Hotels along with the Keys

Prima, Keys Select, and Keys Lite brands (added through the 2019 acquisition of Berggruen Hotels)

at the economy end. The company listed on the NSE and BSE in April 2018, and today operates 130+

hotels across 80+ destinations in India, Bhutan, and Nepal, with more than 130 additional hotels

under development.

What sets Lemon Tree apart as much as its brand ladder is its people culture. Around a fifth of its

workforce is made up of what the company calls “Opportunity Deprived Indians” - including people

with speech and hearing impairment, orthopedic disabilities, acid attack survivors, and individuals with

Down syndrome or autism - built deliberately into daily hotel operations rather than treated as a side

initiative. The company has also adopted rescued street dogs as “K9 ambassadors” across more than

100 properties. Both are held up internally as proof that empathy and operational excellence are not in

conflict.

Understanding Hotel Operations: The Guest Journey

Every hotel stay can be broken into stages, and a different set of departments takes the lead at each

one:

● Pre-arrival: Sales and revenue management price the room, reservations confirm the booking,
and the property is briefed on guest preferences and any special requests.

● Arrival and check-in: Front office (front desk) handles registration, room assignment, and the
first impression; bell desk and concierge manage luggage and immediate guest needs.

● During the stay: Housekeeping maintains room cleanliness and turnover, food and beverage
(F&B) runs restaurants, bars, room service, and banquets, and engineering/maintenance keeps
HVAC, plumbing, electrical, and safety systems running without the guest ever noticing them.

● Departure: Front office manages check-out and billing, while housekeeping and engineering
prepare the room for the next guest.

● Post-stay: Sales, loyalty, and guest relations teams follow up, collect feedback, and try to
convert a one-time guest into a repeat one.

A guest experiences this as one continuous stay, but internally it is a handoff between departments

that rarely interact with the guest at the same time - which is exactly why coordination, standard

operating procedures, and a shared property management system (PMS) matter so much.



Key Departments Behind the Scenes

● Front Office: The guest-facing nerve center - reservations, check-in/check-out, billing, and the
property's real-time information hub.

● Housekeeping: Responsible for room cleanliness, linen and amenity management, and turning
rooms around within tight windows between check-out and the next check-in.

● Food & Beverage (F&B): Runs restaurants, bars, room service, and banquets/events, and is
often the largest single department by headcount.

● Sales & Revenue Management: Sets room rates dynamically based on demand, manages
corporate and travel-agent relationships, and drives occupancy through pricing and promotions.

● Engineering & Maintenance: Keeps the physical plant running - power, water, air-conditioning,
elevators, safety systems - largely invisible to guests when done well.

● Human Resources & Training: Recruits, trains, and retains staff, and at Lemon Tree
specifically, runs the inclusive-hiring programs that are central to the brand's culture.

● Security: Manages guest and staff safety, access control, and emergency response.

What Makes the Guest Experience Seamless at Scale

Delivering a consistent experience across 130+ hotels and seven distinct brands requires more than

good intentions in any one property. A few structural choices make it possible:

● A shared, integrated operating model (Keswani's original innovation) that keeps development,
design, and operations aligned from the ground up rather than bolted together after the fact.

● Standard operating procedures and a common property management system that let staff move
between properties and guests get predictable service regardless of city or brand tier.

● A brand ladder (economy to upscale) that lets the company serve a wide range of travelers
without diluting any single brand's identity.

● An empowered, well-trained frontline staff - Lemon Tree has repeatedly been recognized as a
Great Place to Work, which the company treats as a direct driver of guest satisfaction scores.

● A deliberately inclusive workforce, which the company positions not as CSR but as a genuine
operational and cultural differentiator.

Go Through

● Lemon Tree Hotels website

● Lemon Tree Hotels - About Us

https://www.lemontreehotels.com/
https://www.lemontreehotels.com/about-us


Glossary

● ADR (Average Daily Rate): The average revenue earned per occupied room per day,
calculated as room revenue divided by rooms sold.

● RevPAR (Revenue Per Available Room): ADR multiplied by occupancy rate; the single
most-watched performance metric in hotel operations, since it captures both pricing and
demand.

● Occupancy Rate: The percentage of available rooms sold on a given night.

● GOP (Gross Operating Profit): Total revenue minus operating expenses, before fixed costs
like rent, insurance, and depreciation - the standard measure of a hotel's operating
performance.

● PMS (Property Management System): The core software platform used to manage
reservations, check-in/check-out, billing, and room status across a hotel.

● OTA (Online Travel Agency): Third-party booking platforms (such as MakeMyTrip or
Booking.com) through which hotels sell rooms, usually for a commission.

● GDS (Global Distribution System): A network that connects hotel inventory to travel agents
and corporate booking tools worldwide.

● FOH / BOH (Front of House / Back of House): FOH covers guest-facing areas and staff (front
desk, restaurant floor); BOH covers behind-the-scenes operations (kitchens, engineering,
laundry, offices).

● Turndown Service: An evening housekeeping visit to prepare a room for the night - closing
curtains, adjusting lighting, and refreshing amenities.

● Upselling / Cross-selling: Encouraging a guest to book a higher room category (upselling) or
add extra services like spa or dining (cross-selling).

● Yield Management: The practice of adjusting room prices dynamically based on anticipated
demand, much like airline pricing.

● MICE: Meetings, Incentives, Conferences, and Exhibitions - a distinct segment of hotel
business built around corporate and group events.

● Midscale / Upscale / Economy: Industry terms describing a hotel's price-and-service tier;
Lemon Tree deliberately operates brands across several of these tiers at once.

● Turnaround Time (Housekeeping): The time taken to clean and prepare a room for the next
guest after check-out.

● Opportunity Deprived Indians: Lemon Tree's own term for the socio-economically
marginalized and disabled individuals it deliberately recruits into mainstream hotel roles.



● K9 Ambassadors: Lemon Tree's program of adopting and caring for rescued street dogs
across its properties.
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