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Hotel API:
Build vs Buy.
The real cost of building hotel booking tech in-house: integration,

mapping, maintenance and the AI question. Whether you are

wiring a hotel API into your own stack or launching a ready white-

label booking engine, run this math before you commit.

HOTEL API WHITE-LABEL BOOKING ENGINE B2B & B2C PORTALS

$100K+
first-year cost

to build in-house

9–18 mo
typical time

to launch

2–7%
bookings that

fail silently

2–4 wks
go-live when

you buy

Start Free Trial   Book a Call with Team  

Bedbanks

GDS OTA-wholesale

DMCs

Grand Palace
Hotel

Best rate auto-selected

$128/ night

100+ suppliers

already integrated

2–4 weeks

to go live
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B U I L D  V S  B U Y  ·  T H E  H O N E S T  M A T H

I N T R O D U C T I O N W H Y  W E  W R O T E  T H I S

You can build it.
That was never the question.
We hear this a lot. A founder or CTO tells us they have developers in-house, they have

looked at the APIs, and they are confident they can build it. They are probably right. They

can build it.

This report is not about whether you can. It is about what it actually costs, what it takes to

keep alive, and whether building gives you a better outcome than buying, especially now,

when AI tools promise to make building easier than ever.

We are going to be straightforward, because we think you deserve that more than a sales pitch. Every

figure inside is in USD, drawn from published industry analysis and six years of running 100+ live

supplier integrations ourselves.

!  The one-line summary.   The build is a one-time cost. The maintenance is rent you pay forever.

Most build vs buy math only counts the first part.

T H E  F O U R  C O S T S  T H I S  R E P O R T  C O U N T S

The visible cost

Salaries, infrastructure
and the time to first
launch.

The maintenance

tax

10–15% of engineering
capacity, forever.

The silent leak

Bookings that fail with
no error, no alert.

The opportunity

cost

The roadmap you
never ship while
keeping lights on.

W H O  T H I S  I S  F O R

Hotel API buyers

Your stack, our supply

Booking engine

buyers

White-label, your brand

B2B portal builders

Agents, net rates, credit

B2C portal builders

Consumer site, live fast
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B U I L D  V S  B U Y  ·  T H E  H O N E S T  M A T H

C H A P T E R  0 1 W H A T  Y O U  A R E  A C T U A L L Y  B U I L D I N G

"Integrate a few APIs" is
only the surface layer.
When someone says "we will build a hotel booking engine", they usually mean: integrate a few

supplier APIs and display the results. That is not wrong. It is just only the visible part.

T H E  V I S I B L E  L A Y E R

What the demo shows

T H E  I N V I S I B L E  L A Y E R

The hard part

Most teams estimate 3 months. They typically land at 9–18 months.   And that is before

maintenance begins.

ABOVE THE LINE · what the demo shows

BELOW THE LINE · what decides the budget

Search and availability calls

Hotel content display

Room listing and rate display

Price check before booking

Confirmation and vouchers

Cancellation and amendments

Hotel mapping across suppliers: same hotel, different
IDs

Rate deduplication and cheapest-price logic

20+ API formats, auth methods and error structures

Availability sync to prevent double bookings

Currency conversion and tax handling across
markets

Monitoring, alerting and supplier performance
tracking

Look-to-book ratio management to avoid penalties

API maintenance as suppliers update their specs
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B U I L D  V S  B U Y  ·  T H E  H O N E S T  M A T H

C H A P T E R  0 2 T H E  R E A L  C O S T  O F  B U I L D I N G

73% of travel businesses
underestimate this bill by 40%+.

Development 48%

Maintenance 17%

Integrations 13%

Security 9%

Infrastructure 8%

Testing / QA 5%

65%
avg budget overrun

when building custom

2.3x
faster ROI

when buying

$40–200K
yearly opportunity cost

of a 9–18 mo delay

$20–45K
yearly security updates
plus technology debt

B U I L D :  T H E  L I N E  I T E M S B U Y :  W H A T  Y O U  G E T

The cost nobody puts in the spreadsheet.   Every month your engine is under development is a month

your competitors take bookings. Time-to-market is not a soft benefit. It is direct revenue lost.

TOTAL F IRST -YEAR COST , USD

Build in-house

Buy

$10K – $60K per year

3x to 4x cheaper in year one

Development team: $48K–$66K

Third-party integrations: $12K–$20K

Security and compliance: $9K–$14K

Infra + QA: $13K–$20K

Ongoing maintenance: $18K–$30K / yr

Platform subscription: $10K–$60K / yr

100+ suppliers on one integration

Implementation and onboarding

Mapping and deduplication

Maintenance, monitoring and upgrades
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B U I L D  V S  B U Y  ·  T H E  H O N E S T  M A T H

C H A P T E R  0 3 T H E  M A I N T E N A N C E  T A X

An integration is not a purchase.
It is rent.
The build cost is visible and finite: you scope it, budget it, ship it. Maintenance is the opposite:

invisible at decision time and effectively infinite. One major supplier shipped four

authentication changes in three years. Each one is emergency engineering for everyone

connected.

W H A T  A C T U A L L Y  B R E A K S

Auth changes
you did not ask for

Format and
content drift

Mapping decay:
$10–20K / yr

Forced re-
certification
on deadlines

The 2am
on-call burden

The Maintenance Tax, a ZentrumHub framework. Upkeep scales worse than linearly. Thresholds are illustrative.

Live integrations consume 10–15% of engineering capacity: roughly $18K–$30K a year for five

suppliers, before a single new feature.

W H Y  I T  C O M P O U N D S

Combinatorial testing

Every change to one integration
must be tested against all the
others.

Shared infrastructure

More connections compete for the
same pipes and the same on-call
attention.

Cascading failures

One supplier's breakage can mask
or trigger another's, turning one
incident into three.

upkeep per supplier

https://www.zentrumhub.com/
https://www.zentrumhub.com/
https://www.zentrumhub.com/
https://www.zentrumhub.com/
https://www.zentrumhub.com/


z e n t r u m h u b . c o m 0 6

B U I L D  V S  B U Y  ·  T H E  H O N E S T  M A T H

C H A P T E R  0 4 T H E  S I L E N T  F A I L U R E  L E A K

The scariest cost is the one
your dashboards never show.
A booking does not always fail with a clear error.

Sometimes it just does not complete: a timeout, a

malformed response, a quietly rejected payment. The

customer sees a problem. Your dashboards see nothing.

2–7%   of bookings can fail silently across live

integrations.

Y O U R  D A S H B O A R D

●  All systems normal

Bookings today  ·  500  ✓

API errors  ·  0  ✓

T H E  R E A L I T Y

20 bookings never completed today.
No error was thrown.

Catching these requires monitoring you have to build and maintain: booking-success tracking, anomaly

detection, reconciliation against supplier records. When you build in-house, this entire detection layer is one

more thing you own forever.

A DAY IN YOUR BOOK ING FLOW · 4% S ILENT -FA I LURE RATE

Revenue that leaves without a trace,

plus a customer who may never return.

Support cost alone: ~$2,000 / mo

before counting the lost bookings
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B U I L D  V S  B U Y  ·  T H E  H O N E S T  M A T H

C H A P T E R  0 5 T H E  M A P P I N G  Q U E S T I O N

Every OTA that adds a second supplier
hits the same fork.
The same hotel arrives twice, duplicates pile up, and someone asks: build the mapping or pay

for it? There are actually three paths, not two.

01

Build the engine

Fuzzy multi-signal matching, a
master hotel database,
continuous re-matching as
suppliers rename things,
accuracy monitoring plus human
review. Maintained forever.

02

Buy a mapping API

Published pricing starts around
$399/mo for property mapping,
roughly $449/mo with rooms. You
still integrate it, and still manage
every supplier yourself.

03

Inherit it

Source through an aggregator
and inventory arrives already
deduplicated at property and
room level. The duplicates simply
never reach you.

Where ZentrumHub fits.   Inventory from 100+ suppliers arrives through one API, already merged into

clean records, with mapping handled by a dedicated partner before delivery. There is no mapping project

to staff, because the data was clean before it arrived.

The test: do customers choose you because of your mapping? If not, do not build it.

WHAT YOUR CUSTOMER SEES TODAY

Grand Palace Hotel · Supplier A · $141

Grand Palace Htl · Supplier B · $128

GRAND PALACE · Supplier C · $135

Palace Hotel Grand · Supplier D · $139

WHAT ARR IVES THROUGH ZENTRUMHUB

Grand Palace Hotel

1 canonical record · property + room level

4 suppliers merged

https://www.zentrumhub.com/
https://www.zentrumhub.com/
https://www.zentrumhub.com/
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B U I L D  V S  B U Y  ·  T H E  H O N E S T  M A T H

C H A P T E R  0 6 T H E  A I  Q U E S T I O N

"Can't we just use AI
to build it faster?"
The right question to ask in 2026, and we will answer it honestly. AI coding tools have genuinely

made developers faster.

W H A T  A I  A C C E L E R A T E S W H A T  A I  C A N N O T  R E P L A C E

You can build the house faster with AI, or move in today and use AI to redecorate.

T IME TO SH IP ONE SUPPL IER INTEGRAT ION

Manual build

With AI tools 3 days · genuinely faster

x 100 suppliers

AI narrows the gap at the single-integration level. It does not close the breadth, the upkeep, or the institutional knowledge.

Writing code for a known API spec

Generating tests and documentation

Debugging known error types

Scaffolding boilerplate and wrappers

Understanding a supplier's format faster

Mapping across 100+ suppliers

Supplier outages and rate anomalies at 3am

Negotiating rate limits with each supplier

Six years of knowledge on what breaks and
when

Maintaining integrations as specs change

Dedup logic refined across millions of bookings

AI makes it faster

to lay bricks.

ZentrumHub is the

building that exists.

https://www.zentrumhub.com/
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B U I L D  V S  B U Y  ·  T H E  H O N E S T  M A T H

S I D E  B Y  S I D E T H E  F U L L  C O M P A R I S O N

Nine factors.
One honest scoreboard.

F A C T O R B U I L D  I N - H O U S E B U Y  Z E N T R U M H U B

Time to market 9–18 months 2–4 weeks

Suppliers on day one 1–3 100+

Adding a new supplier 4–8 weeks of dev work Days, with API keys

First-year cost $100K–$150K $10K–$60K a year, predictable

Maintenance 10–15% of engineering, forever Absorbed centrally, handled once

for everyone

Hotel mapping Build it or license it separately Inherited: deduplicated before

delivery

Silent-failure detection Build your own monitoring Monitored across 30M+ daily API

calls

Uptime Yours to defend at 3am 99.99% SLA

Your engineers work on Plumbing Your product

Bottom line.   Build wins on exactly one dimension: control. And control only matters if hotel connectivity

is something you plan to sell, not just use.

Start Free Trial   Book a Call with Team  

https://www.zentrumhub.com/
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B U I L D  V S  B U Y  ·  T H E  H O N E S T  M A T H

C H A P T E R  0 7 W H E N  B U I L D I N G  A C T U A L L Y  M A K E S  S E N S E

We are not here to tell you
building is always wrong.
There are cases where it genuinely makes sense, and we would rather you make an informed

decision than the wrong one. Build if any of these are true:

01

Hotel tech is your moat

Connectivity is your core competitive advantage
and you have a large engineering org behind it.

02

Hyper-specific needs

You need customisation so specific that no
platform can provide it, and it wins you
customers.

03

Multi-year runway

You can absorb 9 to 18 months of development
before going live, and fund the upkeep
indefinitely.

04

Deep supplier relationships

You already hold the contracts and only need a
thin switching layer on top.

For everyone else: OTAs, corporate travel platforms, loyalty programmes, fintech travel

products, B2B portals. Buying a proven platform and pointing your engineers at your actual

differentiation is almost always the better outcome.

The decision test.   A traveler never books with you because your integrations are in-house. They book

because the listing is clean and the price is right. Buying delivers that just as well.

https://www.zentrumhub.com/
https://www.zentrumhub.com/
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B U I L D  V S  B U Y  ·  T H E  H O N E S T  M A T H

C H A P T E R  0 8 W H A T  B U Y I N G  A C T U A L L Y  G E T S  Y O U

One platform.
Four ways to launch.
ZentrumHub is built by 40+ engineers whose only product is hotel connectivity. Buy it as a raw

API for your own stack, or as a finished, white-labeled storefront.

Y O U R  B R A N D ,  O U R  E N G I N E  U N D E R N E A T H P I C K  Y O U R  E N T R Y  P O I N T

H O T E L  A P I

Zentrum Connect

One universal API to 100+ suppliers. Plug it
into your own stack.

W H I T E - L A B E L

Booking Engine

AI-powered engine with your brand on it.
Live in 2–4 weeks.

F O R  A G E N T S

B2B Portal

Onboard agents fast and sell in bulk, with
net rates and controls.

F O R  C O N S U M E R S

B2C Portal

Your own consumer booking site, live in 15
days.

TravClan grew 4x in daily bookings after switching to ZentrumHub.   Not by hiring more

developers, but because their developers stopped fighting integrations.

Six years of work. Yours for less than the cost of two developers.  Start a free trial 

Goa, India 12–15 Aug · 2

Grand Palace Hotel

Deluxe Room · Free cancellation

Best rate auto-selected across suppliers

$128/ night

Seaside Resort & Spa

Junior Suite · Breakfast included

$154 / night

https://www.zentrumhub.com/
https://www.zentrumhub.com/
https://www.zentrumhub.com/
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N E X T  S T E P

Tell us your roadmap.
We'll price both paths.
Send us your target suppliers, markets and launch date. Our team will come back

with the honest math for your case: what building costs you in-house, what

buying costs with us, and how fast you can be live.

01

Book a call with team

A no-pitch, 15-minute conversation about your

stack, your timeline, and which path actually

wins for your case.

02

Start a free trial

Test the full API with real supplier rates. An API

key and the data you need, no demo required.

Book a Call with Team   Start Free Trial  

With Om Sandhan, Travel Tech Expert at ZentrumHub
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One Hotel API.
100+ Suppliers. 900,000+

Hotels.

30M+
D A I L Y  A P I  C A L L S

99.99%
U P T I M E  S L A

<500ms
R E S P O N S E  O V E R H E A D

Start Free Trial   Book a Call with Team  

www.zentrumhub.com
sales@zentrumhub.com

1 800 251-3079  ·  +91 8441087771

© ZentrumHub. All rights reserved. Figures in USD, illustrative, 2026 edition.
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