
Hotel Renovation Contractor Advice: Phased Refresh vs. New Tower in San Juan

For hotel owners in San Juan, the decision to modernize your asset can take two very different paths: a strategic,
phased renovation of the existing property or a ground-up expansion such as a new tower. Both options can
unlock value, but they come with different risks, timelines, costs, and operational impacts—especially in a coastal,
tourism-driven market with unique regulatory and supply chain conditions. Here’s how an experienced hotel
renovation contractor evaluates the decision, and what owners should weigh before committing capital.

Market context and demand drivers San Juan’s hospitality market benefits from resilient leisure demand, a steady
return of conventions and cruise traffic, and rising interest in lifestyle and boutique brands. This creates an
opportunity to reposition properties for higher ADR, better RevPAR, and enhanced asset value. At the same time,
inflationary pressures, labor availability, and long lead times for specialty materials have made delivery discipline
critical. Local experience—from general contractors puerto rico to specialized trades like commercial restaurant
contractors—can be the difference between a smooth delivery and a disruptive, costly schedule overrun.

Option A: Phased refresh of the existing hotel A phased renovation prioritizes guestroom refreshes, bathrooms,
corridors, lobby/public areas, MEP upgrades, façade repairs, and F&B reprogramming while the hotel remains
operational.

Key advantages:

Cash flow continuity: By stacking construction around shoulder seasons and isolating floors, you limit
displacement and preserve occupancy.

Speed to revenue: Cosmetic and systems upgrades can be delivered in waves, yielding earlier ADR uplifts in
newly completed stacks.

Brand alignment: A hotel renovation company can coordinate brand standards, soft goods, case goods, and
technology upgrades without triggering a full recertification of life-safety in unaffected zones.

Cost control: Compared with a new tower, the baseline spend is lower, permitting is simpler, and there’s less
utility infrastructure work.

Execution considerations:

Logistics planning: Staggered floor closures, negative-pressure dust control, quiet-time work windows, and
night shifts protect the guest experience.

Supply chain: Long-lead items—elevators, switchgear, custom millwork—must be procured early. In San Juan,
maritime shipping windows and port schedules are critical.

Structure and envelope: Coastal exposure requires attention to corrosion, balcony waterproofing, glazing
performance, and wind-load compliance. A seasoned hotel renovation contractor will prioritize envelope
integrity to protect your refresh investment.

MEP right-sizing: Subtle HVAC, domestic hot water, and controls upgrades can lower OPEX and improve
comfort scores without wholesale plant replacement.

Option B: New tower or major addition A new tower unlocks new keys, premium view inventory, and potentially
fresh amenities (rooftop pools, destination F&B, meeting spaces) that reposition the entire property.

Key advantages:



Step-change in value: Additional keys improve scale, group capacity, and brand leverage. Premium room
types grow ADR and length of stay.

Systems modernization: New construction enables high-efficiency central plants, resilient power solutions,
and future-ready IT backbone.

Zoning leverage: Used wisely, a tower can optimize FAR, sightlines, and beach access, creating a distinctive
product in a competitive corridor.

Execution considerations:

Entitlements and permitting: Coastal setbacks, flood elevation, wind and seismic requirements, and
environmental reviews can extend timelines. Local coordination with commercial construction san juan teams
is essential to maintain schedule credibility.

Temporary works and tie-ins: If attaching to an existing podium, plan structural movement joints, fire
separations, and egress strategy early.

Utilities and resilience: Storm-hardening, emergency generation, and water management plans must meet
current codes and insurer requirements.

Capital and downtime: Expect higher upfront costs, interest carry, and potential disruption during heavy
construction.

Cost, schedule, and ROI framework A structured pro forma helps compare the two paths:

Capex and soft costs: Include design, permitting, owner’s contingencies, FF&E, logistics premiums, escalation,
and financing.

Revenue displacement: For phased refreshes, model floor-by-floor closures at conservative occupancy and
ADR assumptions. For new towers, include pre-opening expenses and ramp curves.

Operating savings: Model utility reductions from HVAC upgrades or a high-performance envelope in either
scenario.

Risk allowances: In San Juan, add contingencies for shipping delays, specialty labor availability, and hurricane
season protections.

A rule of thumb: If a phased renovation can deliver 80–90% of the ADR uplift at 40–60% of the new-build cost
with minimal downtime, it is often the superior NPV choice. Conversely, if the site can accommodate a tower that
meaningfully increases key count, adds premium view inventory, and supports a differentiated F&B and meetings
program, the tower may justify the longer schedule and higher capital.

F&B and amenity strategy Food and beverage can swing overall returns. Whether you are upgrading an existing
outlet or building a new flagship venue, choose partners with hospitality-specific experience. Owners often start
by searching for restaurant contractors near me or restaurant construction companies near me, but the right
shortlist should include commercial restaurant contractors who understand ventilation, grease management,
acoustics, kitchen flow, and health code compliance in Puerto Rico. If you are refreshing multiple outlets on a live
property, coordinate work with restaurant general contractors near me who can phase kitchen shutdowns,
provide temporary service lines, and maintain back-of-house circulation. For bespoke dining concepts, engaging
restaurant builders near me with brand and chef-led project experience will keep design intent intact while
meeting budget and code.

Local/regional delivery advantages

Procurement and logistics: Teams grounded in commercial construction san juan can pre-book barge or
container capacity, navigate port operations, and stage materials to de-risk schedule.



Codes and inspections: General contractors puerto rico bring current knowledge of wind, flood, and seismic
provisions, as well as energy and accessibility requirements specific to the island.

Workforce: Labor planning must balance union and open-shop environments, bilingual site communications,
and safety training that reflects coastal site conditions.

Incentives: Explore tourism-related incentives and local tax credits that may impact the project’s net cost;
timing the application alongside design milestones is crucial.

Phasing strategies that work

Stack sequencing: Renovate two to three floors at a time, moving vertically to consolidate trades and
minimize elevator interference.

Swing spaces: Use temporarily decommissioned meeting rooms as staging and mock-up areas to accelerate
room-turn learning curves.

Mock-ups: Build full guestroom and bathroom mock-ups early to lock finishes, MEP coordination, and QC
standards, reducing rework later.

Guest experience shields: Clear wayfinding, temporary finishes at interfaces, and nightly cleaning protocols
help preserve review scores.

When to choose phased refresh

You have strong occupancy and a loyal customer base you don’t want to disrupt.

The structure and building systems are fundamentally sound.

You can achieve brand positioning goals through interior upgrades and selective amenity reprogramming.

Access to capital is constrained or expensive in the near term.

When to choose a new tower

The site supports meaningful key growth, premium view inventory, or large-format amenities.

Existing systems are at end-of-life and a clean-slate plant will materially reduce OPEX and improve resilience.

Competitive set has added supply with superior product features you cannot match through interior refresh
alone.

You can secure entitlements and financing on a schedule aligned with market demand.

Choosing the right partner Whether refreshing or expanding, align early with a hotel renovation company that
can manage preconstruction, budgeting, local restaurant contractor Puerto Rico constructability, and operational
phasing. Shortlist firms with island experience, proven vendor networks, and transparent reporting. Cross-
disciplinary partners—those who have delivered both hospitality and mixed-use—often collaborate well with
multi family construction companies san juan, ensuring shared logistics and workforce strategies if your site
includes residential, retail, or parking components.

Actionable next steps 1) Commission a rapid condition assessment and envelope review. 2) Build a side-by-side
pro forma with displacement modeling. 3) Engage a local preconstruction team for pricing and schedule risk
analysis. 4) Develop a phasing plan and mock-up calendar. 5) Validate entitlement paths and utility upgrades,
including resilience strategy.

Questions and answers

Q1: How do I minimize revenue loss during a phased renovation? A1: Sequence floors in vertical stacks, schedule
loud work during low-occupancy windows, pre-purchase long-lead items, and use swing spaces to shorten room
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turns. Lean on general contractors puerto rico who can staff night and weekend shifts and maintain strict
dust/noise controls.

Q2: Can I build a new tower without shutting down my existing hotel? A2: Yes, with a separated construction
zone, independent egress, and carefully planned tie-ins. Expect short, scheduled outages for utilities. Engage a
hotel renovation contractor with experience in live-site additions and coastal logistics.

Q3: What makes restaurant construction in San Juan different? A3: Coastal humidity, corrosion control, grease
waste handling, and mechanical ventilation sizing require specific expertise. Work with commercial restaurant
contractors or restaurant general contractors near me who understand local codes, equipment lead times, and
health department approvals.

Q4: How early should I involve contractors? A4: During concept design. Early involvement from commercial
construction san juan teams improves cost certainty, identifies permitting paths, and locks in logistics and
procurement strategies before drawings are finalized.


