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Preface

A hotel report can be correct and still be unusable.

Hotels produce monthly statements, schedules, dashboards, budgets, forecasts, lender reports, and owner 

packs. The headings are familiar: Rooms Revenue, Food and Beverage, Departmental Profit, Gross Operating 

Profit, EBITDA, RevPAR, average check, labor cost, Energy, Water, and Waste, management fees, replacement 

reserve, debt service, and cash flow. Yet the meeting often fails at the point when those numbers are expected 

to support a decision.

The failure is rarely arithmetic alone. It is more often caused by a weak definition, inconsistent classification, 

unsupported statistic, unclear schedule trail, incomparable benchmark, reporting-basis conflict, or 

commentary that describes the past without changing the next period.

This book is written for the person who must make hotel numbers usable: the controller, general manager, 

department head, revenue manager, owner representative, asset manager, analyst, consultant, lender, adviser, 

teacher, or student. It does not restate the official USALI manual. It shows how a common operating-reporting 

structure is used in daily hotel work, from a guest or supplier event to an owner decision.

The operating habit

Definition first. Hotel context second. Reporting basis third. Statement level fourth. Schedule trail fifth. KPI 

base sixth. Benchmark passport seventh. Commentary, decision, forecast, and closure last.

The book follows Hotel Blue Moon, a capable hotel working under realistic pressure. Its team encounters 

package allocations, segment drift, room-statistic changes, event contracts, outsourced labor, system 

subscriptions, resource consumption, fixed charges, owner cash constraints, benchmark challenges, and 

decisions that require evidence rather than intuition. Blue Moon is not presented as a model hotel. It is a 

practical environment in which the reporting discipline can be tested.

The purpose is not to make every hotel identical. The purpose is to make differences visible, preserve the 

operating truth, and create a dependable path from fact to action.

The reading method used throughout the book is simple: Read the statement. Trace the schedule. 

Test the KPI. Bridge the operating result to the owner result. Decide the action and the evidence 

required to close it.
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How to Use This Book

The book can be read sequentially, but it is designed first as a financial-report reading system. Begin with the 

route that matches the question in front of you: read the statement, trace the supporting schedule, test the KPI, 

or bridge the operating result to owner economics. Then return to the relevant department, labor, support-cost, 

owner, or decision chapter when the monthly issue requires more detail.

Reader Recommended route Practical use

General Managers
Parts I, II, VII, and VIII first; then relevant operating 
chapters.

Test whether the statement, benchmark, commentary, and 
proposed action support the decision.

Controllers and 
Finance Managers

Parts II through VIII, supported by Appendices A-I.
Protect definitions, schedules, source trails, formulas, 
bridges, close governance, and owner reporting.

Department Heads
Relevant chapters in Parts III-VI, then Chapters 36-
38.

Connect the variance to the operating work, evidence, 
controllability horizon, and next action.

Owners and Asset 
Managers

Parts I, II, VI-VIII, Chapter 39, and Appendix F.
Separate operating performance from contract, fixed-charge, 
reserve, debt, cash, and asset-return effects.

Students and New 
Analysts

Read sequentially; use Appendices A-E as references 
and Appendix I for assessment.

Learn the reporting logic before relying on formulas or 
benchmark labels.

Consultants and 
Trainers

Use the chapter flow, Decision Labs, Appendix F 
case, Appendix G templates, and Appendix I rubric.

Turn the book into workshops, implementation reviews, and 
management-output practice.

How the Book Is Organized

Part Management layer Core reader question

I Reporting foundation
What does the number contain, what hotel produced it, and which local or external basis 
shaped it?

II Statement, schedule, and KPI discipline
Where does the movement sit, what supporting evidence explains it, and is the KPI base 
safe?

III Revenue definitions
What did the guest buy, what did the hotel earn, and which statistic describes the 
activity?

IV Departmental expenses
What did the revenue-producing department consume, and how much converted into 
Departmental Profit?

V Labor economics
Who performed the work, through which employment model, at what full cost and 
service consequence?

VI Undistributed expenses and GOP Did the hotel-wide support platform convert Departmental Profit into GOP?

VII Owner economics and reporting bridges
What remains after fees, fixed charges, reserve, financing, capex, tax, and reporting-basis 
adjustments?

VIII
Governance, comparison, commentary, 
and action

May the signal be used, is the comparison fair, who decides, and what evidence closes the 
action?

How to Use the Appendices and Digital Companion

The chapters teach the judgment. The appendices preserve the controlled reference and working forms. The 

digital companion should carry the calculation, source import, reconciliation, register, and repeatable template 

where a live property or training case requires more detail than a readable chapter should hold.

Appendix Use

A Terminology and decision-impact index.

B KPI formula, source, caveat, and permitted-use reference.
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Appendix Use

C Hotel context and comparability passport.

D Local and external reporting adaptation log.

E Schedule navigation and verification index.

F Hotel Blue Moon sample statement and evidence pack.

G Monthly commentary, benchmark, action, forecast, closure, and owner-decision templates.

H Digital companion architecture and user guide.

I Reader portfolio scoring sheet.

Working rule

Do not turn the reader chapter into a spreadsheet. Let the chapter teach the decision, the appendix preserve 

the reference, and the workbook carry the calculation.
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How to Think With This Book

Definitions and formulas can be retrieved quickly. Professional value begins when the reader follows a 

disciplined sequence: read the reported result, trace it to the schedule and source, test the statistic and KPI, 

bridge operating performance to owner economics, and decide what action and verification are justified.

The Thinking Ladder

Level Reader question Evidence that the reader can use it

1. Explain Can I define the term and state its boundary?
A concise definition with the USALI, local-law, contract, owner, lender, or 
external-reporting boundary stated.

2. Apply
Can I classify, calculate, map, or reconcile it 
correctly?

The event reaches the correct statement line, schedule, source trail, 
numerator, denominator, and period.

3. Analyze Can I separate what actually changed?
Operating, classification, timing, denominator, structural, external, 
contractual, and owner effects are separated.

4. Evaluate
Can I judge whether the result is valid, 
comparable, controllable, and actionable?

The reader states what is supported, what is unsafe, who can change the 
cause, and which caveat is required.

5. Create Can I produce a management artifact?
A definition note, schedule review, KPI status, benchmark passport, 
commentary paragraph, action row, bridge, or owner decision pack.

AI Can Explain. You Must Decide.

AI or an automated system can assist with The professional must still decide

Definitions, classifications, formulas, reconciliations, 
exception lists, draft commentary, and scenario 
calculations.

Whether the source is complete, the definition has drifted, the comparison is 
fair, the contract or local rule governs, and the evidence supports action.

Finding patterns and producing a faster first draft.
Whether the pattern is causal, repeatable, controllable, material, and safe to 
communicate.

Modeling options.
Which service, cash, asset, legal, workforce, guest, and owner consequences 
are acceptable.

How to Use the Decision Labs

1. Read the situation before looking for an answer. Identify the actual decision question.

2. Inspect the evidence and classify what belongs to operating, definition, timing, denominator, structural, 

external, contractual, or owner movement.

3. State what cannot yet be concluded. Refusing a premature conclusion is often the first sign of strong 

judgment.

4. Create one usable output: a caveat, bridge, register entry, commentary paragraph, tracker row, or decision 

memo.

5. Use Appendix I to assess whether the output is explainable, reproducible, evidence-based, decision-safe, and 

complete.
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Part I - The Repor�ng Founda�on: De�ni�on, Context, and Local Reality

Section Promise

Before interpreting or acting on a hotel number, establish what it contains, what operating model produced 

it, and which reporting basis shaped it.

Why Part I Opens the Book

Hotel reporting errors are not always arithmetic errors. A number can be calculated correctly and still support 

the wrong conclusion when its definition has changed, the hotel being compared follows a different operating 

model, or local tax, labor, currency, statutory, contractual, or owner-reporting rules shape the presentation.

Part I therefore establishes the three checks that must occur before the book moves into statement levels, 

schedules, KPIs, revenue, expenses, labor, GOP, owner economics, benchmarking, and action. These checks do 

not solve every later question. They make the later question safe to investigate.

The Three-Lens Founda�on

Lens Core question What it prevents Owned by

Definition What does the number include and exclude? Has 
the basis changed?

Comparing labels instead of contents. Chapter 1

Hotel context What asset, service model, revenue model, and 
guest journey produced the number?

Ranking structurally different hotels as if they were 
identical.

Chapter 2

Local reality Which tax, labor, currency, statutory, contractual, 
or owner-reporting rule affects the result?

Confusing local compliance or reporting-basis 
movement with operating performance.

Chapter 3
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What Each Chapter Teach

Chapter Unique learning outcome Management output

1 - Same Hotel, Different 
Numbers

Separate operating movement from definition, classification, allocation, 
mapping, timing, or denominator movement.

Definition Check Card or definition-risk caveat.

2 - The Hotel Context 
Lens

Judge whether a comparison is structurally fair after considering 
typology, service level, revenue model, and controllability.

Hotel Context Passport or normalization note.

3 - The Local Reality 
Bridge

Reconcile the USALI-style operating view with local statutory, tax, labor, 
currency, contract, and owner views.

Local USALI Adaptation Log or reporting-basis 
bridge.

How to Use Part I

Use Chapter 1 when a number surprises you. Use Chapter 2 when two hotels, periods, departments, or business 

models are being compared. Use Chapter 3 when the same month appears differently in the management pack, 

statutory books, tax computation, payroll file, lender report, or owner pack. In a difficult review, use all three 

lenses before accepting the explanation or assigning action.

Carry-Forward Rule for the Rest of the Book

De�nition, hotel context, and reporting basis are established in Part I. Later chapters should recall them 

brie0y and teach only the new departmental, schedule, KPI, benchmark, or owner-decision application. 

Repetition is justi�ed only when the fact pattern or decision materially changes.
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Chapter 1 - Same Hotel, Di,erent Numbers

Why common definitions must come before performance explanations

Why this matters

By the end of this chapter, you should be able to distinguish operating movement from definition movement 

and apply a short definition check before accepting a KPI, variance, or hotel comparison.

Let us begin at Hotel Blue Moon.

It is the fifth working day of the month. Finance has closed March, and Anika, the General Manager, has an 

owner call in one hour. Around the table sit Amara, the Financial Controller; Noelle, the Rooms Division 

Manager; Mari, the Housekeeping Manager; and Rafael, the Food and Beverage Director.

Everyone has the same monthly pack. The headings are familiar: Rooms, Food and Beverage, Departmental 

Profit, Gross Operating Profit, EBITDA, budget, prior year, and variance.

“Let us start with the headline,” Anika says. “ADR is behind the competitive set, GOP margin is below budget, 

and the owner will ask why.”

Rafael leans forward. “Exactly. The report makes it look like we are discounting the hotel and not converting 

enough profit.”

Noelle shakes her head. “Our selling price is not weaker. We allocate more of the package to breakfast. Some 

competitors leave more inside Rooms, so their ADR looks higher because the numerator contains something 

different.”

Rafael turns a page. “Average check has the same problem. We include beverage-only patrons in the total 

customer count. A hotel that divides all outlet revenue only by food purchasers will report an artificially higher 

average check. Same outlet, incomplete denominator.”

Mari taps the labor page. “Housekeeping looks expensive because recurring contract cleaning is visible as labor. 

Another hotel may leave similar work in contract services. The work did not change. The classification did.”

Anika looks at Amara. The meeting is using performance language, but the disagreement is about what the 

numbers contain.

“Before we explain performance,” she says, “let us check the definition.”

“We are not yet arguing about good or bad performance,” Amara continues. “We are testing whether ADR, 

average check, and labor cost are built on the same definitions.”

“So the first question is not, why is the number bad? The first question is, what is the number measuring?”

The tone changes. The meeting has not become easier, but it has become more honest.

Anika looks back at the report. “Then the first action is to separate operating movement from definition 

movement.”

“Exactly,” Amara says. “After that, we can discuss performance. Before that, we are comparing labels.”
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The line to carry into every reporting meeting

Before we explain performance, let us check the definition.

The lesson hidden in the story

The Blue Moon team had three examples of one problem: identical labels did not guarantee identical content.

Package allocation can change ADR. Cover conventions can change average check. Labor presentation can 

change labor ratios. Each difference can move a KPI without changing guest demand, price, cash collected, or 

work performed.

Most hotel teams can calculate the ratio. The harder task is proving that the ratio, budget, prior year, and 

benchmark are measuring the same version of the hotel.

USALI gives lodging professionals a common structure for classifying, presenting, and analyzing operating 

results. It does not remove judgment or replace other reporting requirements. It gives the meeting a disciplined 

starting point.

Quick boundary

USALI is an operating reporting framework for lodging. GAAP, IFRS, local statutory accounts, and tax accounts answer 

different reporting questions. A hotel may need all of them, but they should not be treated as the same tool.

From opera�ng event to management decision

Hotel information becomes useful when an operating event can be followed into the reporting structure and 

then into a decision. This Chapter establishes the first control point: define the number before interpreting it.

You can follow these four steps when a reported number is challenged:

1. Identify the operating event and the source evidence.

2. Confirm what the reported number includes and excludes.

3. Separate operating movement from classification, allocation, mapping, timing, or denominator movement.

4. Only then explain the result and decide the action.
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De�ni�on dri/: when a number changes meaning

In my experience, hotel operating statement is a translation device. It turns thousands of guest, labor, 

purchasing, and contract events into a structure that managers and owners can discuss.

Translation fails when the same label contains different items. Rooms Revenue may include a non-room fee in 

one report. A cover may mean every paying guest in one outlet and only food-ordering guests in another. 

Recurring support work may be visible as labor in one hotel and contract services in another.

This quiet movement away from shared meaning is definition drift: the loss of comparability caused by 

inconsistent classification, allocation, mapping, timing, or denominator logic. It often begins with an apparently 

minor system code, package setup, payroll mapping, contract term, or posting shortcut.

The danger is not merely technical imperfection. Definition drift can trigger the wrong pricing, staffing, outlet, 

benchmark, or owner decision.

Teaching term

Definition drift: a loss of comparability caused by inconsistent classification, allocation, mapping, timing, or 

denominator logic.

Field note: the independent hotel problem

One independent hotel had sales data but could not separate food and beverage activity, meal-period covers, 

room segments, or booking sources consistently. The weakness was not only reporting. The hotel had fewer 

revenue-management options because it could not see where the business came from or how it converted.

You should use below table to review the definition for every new term before relying on numbers before 

making comparisons and decisions. 
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Table 1.1 — The Definition Check Card

Test Management question Evidence to inspect Required response

Content
What is included and 
excluded?

Policy, source code, 
schedule, mapping, 
contract

State the definition 
before explaining the 
result.

Continuity
Is the basis unchanged 
from budget, prior year, 
and benchmark?

Prior pack, mapping log, 
benchmark definition

Bridge any change before 
comparison.

Movement
Did operations move, or 
did the reporting basis 
move?

Volume, rate, work 
performed, classification, 
timing, denominator

Separate operating 
movement from 
definition movement.

Decision
What conclusion is safe 
now?

Normalized result and 
caveat

Assign action only after 
the basis is aligned.

Lets understand the impact with the help of an worked example: ADR at Hotel Blue Moon

In March, Hotel Blue Moon sold 10,000 rooms at a room rate of $150 and also charged a $30 nightly 

destination-style fee. Guest cash is identical in both presentations below. Only the classification changes.

Under the reporting basis used in this example, the fee sits outside Rooms Revenue. ADR therefore measures 

the room component rather than a mixture of room price and a non-room fee.

Measure Correct presentation
Incorrect rooms 
presentation

Interpretation

Rooms sold 10,000 10,000 No operational change

Room rate $150 $150 No pricing change

Destination / resort / urban 
fee

$30 shown outside Rooms 
Revenue

$30 included in Rooms 
Revenue

Classification changed

Rooms Revenue for ADR $1,500,000 $1,800,000 Numerator changed

ADR $150 $180 ADR appears 20% higher

Business reality Room price did not change Room price did not change Only the story changed

Source note: STR Benchmark P&L repor�ng guidance states that resort/des�na�on/urban fees are reported as 

Miscellaneous Income rather than Rooms Revenue, and that only the room por�on of mul�-service packages should 

be reported as Rooms Revenue. The example above is a simpli6ed teaching illustra�on. (STR Benchmark/CoStar, “P&L Data 

Reporting Guidelines”; see References and Source Basis.)

The incorrect version does not show stronger room pricing. It shows a larger Rooms numerator. The hotel can 

appear to outperform a benchmark and then appear to decline when the classification is corrected, even though 

guest demand and price did not change.

Benchmark note

CBRE Hotels Research analyzed a 2018 sample of 306 U.S. properties reporting resort fee revenue. In that sample, 

including resort fee revenue in rooms revenue would have increased ADR by 6.0% overall, 7.2% for resort hotels, and 

4.5% for non-resort hotels. The data point is useful because it shows that classification can materially change the 

performance story even when guest cash is unchanged. Source: Mandelbaum (2020); see References and Source 

Basis.
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When de�ni�ons move, decisions move

Definition errors rarely stay inside accounting. They enter a KPI, then the commentary, then the meeting, and 

finally the action.

A package-allocation problem can produce the wrong pricing response. A cover-definition problem can hide an 

outlet-volume issue. A labor-classification difference can lead to a staffing cut even though the work performed 

has not changed.

Before explaining a movement, label it as operating, classification, allocation, mapping, timing, denominator, or 

presentation-related. More than one label may apply; the bridge should show each material cause.

Table 1.2 — Common confusions to check before explaining performance

Confusion point KPI affected False conclusion risk Better first check

Package allocation between 
Rooms and F&B

ADR, RevPAR, F&B revenue, 
outlet margin

The hotel is cheaper or more 
expensive than reality

What value was allocated to 
each package component?

Destination, resort, or urban 
fees inside Rooms

ADR, Rooms RevPAR, revenue 
mix

Pricing power improved when 
only classification changed

Are the fees outside Rooms 
Revenue for ADR purposes?

Service charge treatment
Revenue, payroll-related cost, 
margins

One hotel appears to earn 
more revenue than another

Is the charge retained by the 
hotel or distributed to 
employees?

Cover definition
Average check, customers per 
labor hour, capture ratio

Restaurant spend per guest is 
stronger or weaker than 
reality

Who counts as a cover, and is 
the convention consistent?

Food vs beverage classification
Food cost %, beverage cost %, 
menu profitability

Beverage cost looks low or 
food cost looks high

Are non-alcoholic and 
alcoholic items mapped 
correctly?

In-house vs outsourced 
cleaning

Labor cost %, cleaning cost, 
cost per occupied room

Housekeeping productivity 
changed when operating 
model changed

Should the comparison be 
normalized for contract 
labor/material split?

Room channel and segment 
mapping

ADR by segment, channel cost, 
direct mix, OTA mix

Revenue management focuses 
on the wrong source of 
demand

Does the PMS segmentation 
map back to a clear standard 
structure?
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Field note: mapping can imitate performance

In one review, beverage margin appeared unusually strong because some cocktail and mocktail ingredients 

were mapped to food cost. The apparent improvement was a mapping issue, not an operating breakthrough.

A common label is not enough

A dangerous habit is to say, “We use USALI,” and stop asking questions. Two hotels can use the same headings 

while applying different package, service-charge, cover, outsourcing, or mapping policies.

The framework is useful only when policy and system mapping preserve a comparable meaning. A label does 

not resolve a different operating model or a changed reporting basis; it makes the required bridge visible.

When work moves from employees to an outsourced arrangement, payroll can fall while contract expense rises. 

The hotel should bridge the operating-model change before claiming that productivity improved.

Protect the decision boundary

A definition change can alter departmental margin, GOP, EBITDA, or owner reporting without changing the 

underlying operation. Chapter 1 establishes only the control: identify the basis change before assigning 

performance or accountability.

The statement ladder and owner-economics bridge are developed later. Here, the rule is simpler: do not let a 

presentation movement become a performance conclusion.

Ques�ons That Arise in Prac�ce

Is USALI the same as GAAP, IFRS, tax repor�ng, or statutory repor�ng?

No. USALI is a lodging operating reporting framework. GAAP, IFRS, tax reporting, and statutory reporting 

answer different external reporting questions. A hotel may need to reconcile between them, but they should not 

be confused.
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Why can two hotels using USALI still report different results?

Because the structure does not remove differences in package policy, service-charge treatment, system 

mapping, operating model, or denominator convention. Those differences must be documented and bridged 

before ranking performance.

What should we do when the system setup does not match the reporting logic?

Do not let a system default become policy. Map PMS, POS, payroll, procurement, and contract codes to the 

intended treatment, use a controlled monthly bridge where necessary, and correct the source setup when 

practical.

End-of-chapter ac�on prompt

Take one monthly pack from your hotel, or a sample pack if you are studying. Choose one frequently discussed 

number. Write its numerator, denominator, source system, definition owner, and any change in mapping, 

timing, allocation, or policy.

Then ask: if the number moved next month, could the team prove whether the operation moved or the 

definition moved? If not, create a definition note or controlled bridge before using the number for action.

Chapter takeaway

When a number surprises you, do not begin by defending or attacking it. Open the number. Confirm what it 

contains. Separate operating movement from definition movement. Then explain performance and decide 

the action.

The Blue Moon team did not solve every issue in one meeting. It changed the order of the conversation.

Before we explain performance, let us check the definition.

Decision Lab - Diagnose De�ni�on Dri/

Situation: The owner ranks Hotel A above Hotel Blue Moon because it reports stronger ADR, stronger 

restaurant average check, and lower housekeeping labor cost per occupied room. Hotel A includes a nightly 

urban fee in Rooms Revenue, counts only food-ordering guests as covers, and records outsourced housekeeping 

outside labor visibility. Blue Moon uses the opposite conventions.

Reader task:

 Identify the definition difference behind each KPI.

 Decide which conclusions must be withheld until the bases are normalized.

 Create a two-sentence owner caveat and a three-line normalization bridge for Rooms Revenue, restaurant 

customers, and housekeeping labor.

Decision standard: Separate guest cash from Rooms Revenue, identify the customer denominator di4erence, 

normalize in-house and outsourced work, and refuse the ranking until the de�nitions are aligned.

Next: Chapter 2

Chapter 1 established the definition check. Chapter 2 adds the hotel-context lens: the same definition can still 

require different interpretation when the service model, guest journey, and revenue structure differ.


