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Preface

A hotel is not one business. It is a portfolio of connected commercial, service, asset, people, safety,
technology, and control systems sharing one promise to guests and one financial result. This book
helps hotel leaders see those connections before an operating decision becomes a month-end
explanation.

Hotel operations create financial outcomes through ordinary choices made every day: which
demand to accept, how to price constrained capacity, when to add or redirect labour, what to
purchase, how to control kitchens and stores, whether to repair or replace an asset, how to protect
safety and continuity, and when to escalate a risk or cash commitment.

This book completes a three-book hotel-finance series. Hotel Financial Reporting in Practice
establishes the trusted reported fact: definitions, schedules, KPIs, reporting bridges, and the
evidence behind the result. Hotel Budgeting and Forecasting in Practice builds and refreshes the
plan: assumptions, connected schedules, approvals, scenarios, cash, and the rolling forecast. Hotel
Operations Financial Playbook turns both into a management decision.

e The Playbook is therefore not a finance-office manual, a shortened accounting textbook, or a
second budgeting guide. It is written for General Managers, department heads, financial
leaders, commercial teams, people leaders, chefs, engineers, security leaders, and other
operators who must use financial evidence while protecting service, people, safety, assets,
liquidity, control, and future demand.

e The Granary, the managers, and the worked scenarios are composite teaching cases unless a
passage states otherwise. They provide one connected hotel environment in which a decision
can be followed from evidence to the first operating driver, credible options, total-hotel
consequences, guardrails and authority, owned action, and verified learning.

e That sequence is called the HLP Decision Loop. In this edition, HLP refers to the book’s Hotel
Leadership and Performance decision method. The name is less important than the
discipline: separate fact from assumption, find what moved first, compare feasible responses,
show where work and risk transfer, act within authority, and close only when evidence
confirms the result.

Read the book sequentially when you want the complete operating-financial system. Use the role
routes when you need a practical learning path, or open the chapter that owns the live decision.
Each chapter uses a consistent pattern of operating pressure, financial logic, segmentation, evidence,
decision rules, reader application, verification, and Monday action.

Where the decision depends on detailed reporting treatment, KPI definitions, budget construction,
cash-flow modeling, or forecast governance, the chapter points to Hotel Financial Reporting in
Practice or Hotel Budgeting and Forecasting in Practice rather than repeating material that already
has a proper home.

The purpose is straightforward: help hotel leaders make financially sound decisions while the
decision window is still open—and make the evidence, trade-off, owner, review date, and learning
visible to the rest of the hotel.
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How to Use This Book

About this edition

This manuscript is designed to be read selectively. Start with the role route, enter through the
decision you face, then use the story, operating concept, reader lab, verification check, and Monday
actions to move from evidence to a dated management action.

Using the role and decision routes

Choose the role closest to your current responsibility. Complete the Read First sequence in order; it
establishes the common language and the role’s core workflow. Use Read Next to build the major
interfaces that repeatedly affect the role. Use Decision Modules when a live issue appears. Every
route returns to the same HLP Decision Loop, so department leaders can meet with one evidence
and action discipline even when they have read different chapters.

THE HLP DECISION LOOP

Evidence — First driver — Credible options — Total-hotel impact — Guardrails and authority - Owned
action — Verification and learning.

What this edition includes—and deliberately does not include

The expanded edition adds four operating-financial chapters: Reservations and Call Centre; Kitchen
Operations; Recruitment, Capability, and Succession; and Security, Fire-Life Safety, and Digital
Resilience. They close material gaps where operating decisions can affect demand conversion,
product and inventory economics, leadership continuity, people and property safety, payment and
data, and the hotel’s ability to operate.

The book does not add a Finance Office or balance-sheet operations chapter. Its purpose is to help
hotel operators make stronger financial decisions, not to teach the finance team’s technical close and
balance-sheet workflow. It also does not expand Housekeeping into public-area or deep-cleaning
operating procedures; the existing Housekeeping, cost, workforce, procurement, asset, and safety
chapters already cover the relevant financial decision boundaries.

New chapter Why it belongs Main decisions
9 — Reservations and Call Demand becomes a controlled room promise Response, conversion, terms, payment,
Centre before arrival handoff, consumed value

Ordering, inventory, yield, waste, chef

. . g y' Y Product flow, usable cost, stock, waste,
13 — Kitchen Operations leadership, and equipment change .
. equipment

contribution
17 — Recruitment, Capability, Vacancies and leadership readiness transfer Role case, hiring, readiness,
and Succession workload, cost, and risk development, continuity
23 — Security, Fire-Life Safety, | Safety and resilience are conditions of Readiness, impairments, incidents,
and Digital Resilience operating cyber, payment, continuity, recovery

Page 5



Hotel Operations Financial Playbook

The department-head financial mastery standard

The book has been understood when Finance no longer has to translate every operating event into a
financial story. Each leader should be able to name the business being decided, identify the first
operating driver, show the connected profit and cash consequence, compare credible responses,
protect the guardrails, and close the action with evidence.

Name the business, service, guest segment, date, daypart, asset, contract, system, workforce
population, or cash commitment actually being decided.

Separate verified fact from assumption, estimate, scenario, professional conclusion, and
unknown.

Show how the movement reaches revenue, contribution, departmental profit, GOP, working
capital, cash, asset condition, or owner value without claiming unsupported precision.
Compare at least two feasible responses, including the consequence of taking no action and the
point at which waiting removes an option.

State the guest, employee, safety, legal, control, liquidity, asset, reputation, and future-demand
guardrails that the decision must not damage.

Act within authority, name the owner and review date, and close the issue only when
approved evidence proves the result.

The operating rhythm

Use the relevant chapter as a working rhythm, not as a one-time reading exercise.

Every day or operating shift

Review the operating signal before the financial result: demand, workload, capacity, service,
safety, asset, stock, supplier, system, or collection exceptions that can still be influenced today.
Mark unsupported causes as evidence required; protect the guardrail; and record the decision
status, owner, next action, authority boundary, and review date.

Every week

Update the forecast driver before changing the financial total, and show the effect on
connected departments and cash.

Review one material decision bridge and the aging action register. Ask which team, supplier,
system, asset, or future shift will absorb any transferred work.

Every month

Read the P&L in sequence, explain the top material movements, and connect operating events
to timing, commitments, receivables, payables, and cash dates.

Challenge recurring cost, capacity, contracts, systems, assets, and suppliers before the decision
window closes; finish with an owner-ready sentence and next verification date.

Quarterly, annually, or when the business model changes

Re-map the department business model, test the operating model, revalidate the few numbers
that change a decision, and align demand, workload, labour, supply, technology, asset, capital,
cash, and service assumptions.
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* Review decision capability: each deputy or successor should be able to lead the department’s
financial discussion, not merely supply data.

Role Routes

The four routes requested for the book appear first. Four specialist routes follow so the new
chapters also have an obvious home for chefs, HR leaders, commercial teams, and

safety/engineering leaders.
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PART I

Whole-Hotel Financial Foundations

Operating decisions across the connected hotel

Trust the signal, understand the business model, follow profit to cash, and choose the correct
operating response.
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CHAPTER 1

Why a Hotel Is Never Just One Business

From One Consolidated Result to a Portfolio of Decisions

This chapter helps hotel leaders see the property as a portfolio of businesses and operating systems
rather than one blended result. The author's travel-trade example and The Granary case show how
a decision that looks attractive in one department can create displacement, service pressure,
hidden cost, or cash consequences elsewhere. The practical output is a one-page business map and
an owned decision that can be checked after implementation.

EXECUTIVE TAKEAWAY

A hotel is a portfolio of different businesses sharing one roof, one reputation, one team, and one
owner. Run it as one blended business and the monthly review becomes an argument about costs.
Run it as a portfolio and the review becomes a set of answerable management questions: which
business moved, what driver moved first, how did the movement reach profit and cash, who owns
the next action, and what must not be damaged while the number is improved?

What this chapter will help you do

* Map the hotel as connected revenue, service, asset, and control systems.
» Trace a decision from its first driver to profit, cash, and cross-department effects.
* Assign a guardrail, decision owner, authority, action date, and verification point.

Monday before nine

Arjun walks the hotel before the day desk shift changes. It is 8:40 on a Monday. The lobby is already
moving, but nothing looks unusual yet. Guests are checking out, the breakfast room is half full, and
the phone behind the front desk has the impatient rhythm of a busy week. The Granary is doing
what a 150-room full-service hotel does on a Monday: everything, all at once.

Priya is at the desk managing an early checkout and a guest who booked online at one rate and is
now arguing about another. Two floors above the lobby, Deepa is on the phone with a corporate
account, trying to hold rate for a Wednesday night that is still showing available online. In the
kitchen, Carlos is looking at the breakfast buffet with twenty minutes left on the clock and too much
food still on the pass. Marcus is in the basement, listening to a pump that started making a new
sound on Saturday. Nadia has already sent Arjun the message every GM recognises: the September
P&L is in your inbox.

Five people, five problems. One hotel. One GOP number at the end of the month.

That is the trap. The P&L will give Arjun one consolidated result, but the month did not happen as
one business. The rate dispute may become a comp, a loyalty-recovery cost, or a corporate-account
issue. Deepa's rate decision may protect ADR but weaken net contribution after channel cost.
Carlos's overproduction may appear as food cost even when the first driver was a change in guest
mix. Marcus's pump may appear as repair expense even when the real decision was a preventive-
maintenance deferral made months earlier. Different businesses and operating systems moved. One
number will absorb them all.
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If Arjun reads only the final GOP line, next week's meeting will become familiar. Finance will ask
why cost moved. Operations will explain that the hotel was busy. Commercial will defend the
revenue. The owner will ask why strong activity did not produce stronger profit. Everyone will be
rational inside a different lens, and nothing will change before the next month repeats the pattern.

At 8:57, before Arjun reaches his office, one more message lands. Deepa has a travel-trade offer:
forty rooms for twelve nights next month, guaranteed and prepaid, at a rate below the hotel's
normal target. The block covers two soft midweeks and two weekends already beginning to sell. The
partner needs an answer by Thursday.

Occupancy says yes. Something older and quieter in Arjun says: not yet. This chapter is about what
must happen between Monday morning and Thursday's answer.

THE MANAGEMENT QUESTION

‘Which business inside the hotel is actually moving, what driver changed first, how will the movement
reach profit and cash, who owns the next action, and what guardrail must remain protected?

The practical problem

Hotel leaders regularly use one sentence to describe several different businesses: the hotel
performed well; the hotel missed budget; payroll is high; revenue is strong; costs are out of control.
The sentence is convenient, but it is rarely precise enough to support a decision.

Rooms may protect occupancy while damaging net rate. Breakfast may increase covers while losing
margin through waste. All-day dining may grow local revenue while adding labour pressure.
Housekeeping may protect room readiness by using casual labour. Engineering may save the
current month by deferring work that increases future downtime. Sales may fill a gap with a group
that displaces higher-rated demand. None of these decisions is automatically good or bad. The
management failure occurs when they are judged after the fact through one blended result and
without the same decision line that should have been used when the action was taken.

The objective of this chapter is therefore not to make the operation leaders more technical. It is to
make the hotel more visible. The reader will build a map of the businesses and operating systems,
then use a repeatable HLP Decision Loop before the monthly P&L turns the decision into a variance
explanation.

One roof, many tills

Most hotel leaders are taught to run 'the hotel.' The phrase is operationally convenient and
financially dangerous. When a hotel is treated as one business with many departments, every cost
conversation becomes a negotiation between the whole and its parts. Finance tries to protect a
number that nobody fully owns. Operations defends decisions that appeared correct when they
were made. The meeting separates into explanation and defence, and the next month begins without
a better operating rule.

Use a different mental model. Picture The Granary as a building with many small businesses trading
under one roof. Rooms runs a till. Breakfast runs a till. The all-day restaurant runs a till. Banquets,
spa, laundry, transport, and other operated services each ring their own sales and consume their
own direct capacity. Behind them sit the systems that keep the building sellable and trusted: Front
Office converts demand and resolves recovery, Housekeeping produces ready rooms, Engineering
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protects availability and asset life, Sales creates future demand, Revenue Management allocates
scarce room nights, and Finance records the result honestly.

At the end of the month, the revenue engines and support systems drain into one basement tank.
That tank is GOP. It matters because it is the operating scoreboard. It does not explain which till
filled the tank, which business leaked margin, or which decision moved a different department's
line. A GM who manages only the tank is always explaining the past. A GM who manages the tills is
deciding the future.

ONE ROOF, MANY TILLS

One consolidated GOP result is produced by several different operating businesses
COMMERCIAL & CONTROL SYSTEMS THE GM'S JOB
~
Revenue Sales & Finance & - - Split the hotel
Management ‘ Marketing { Control ‘ ‘ it (saion @
@ Trace the first driver
REVENUE ENGINES
5 @ Mame the KPI trade-off
Rooms (Deepa) il Dining (Carlos) Banquets Spal Other kil
P (Carlos) 9 4 P Transport
@ Identity the cost
response
SERVICE & CONVERSION SYSTEMS @ Pratect the guardral
Housekeeping Engineering
Front Office k Guest Recovery
‘ ‘ (Priya) (Marcus) ‘ ‘ @ Assign the action owner
BASEMENT RESULT
GOP TANK | $4.28M | 35.6% OWNER ECONOMICS

Figure 1.1 — One Roof, Many Tills. The Granary is shown as several revenue engines and operating systems feeding one
consolidated GOP result. Chapter 2 follows the pipe from GOP to owner economics.

DECISION RULE

Never begin a cross-department decision with the consolidated hotel average. Begin with the business
or operating system that contains the decision, then trace its effect across the rest of the property.

Three lenses on one humber: GOP

Lens What GOP means in this lens

At the desk The scoreboard after every department has played its match. It confirms the result of the whole
building; it does not identify who created the movement or what should change next.

In the P&L Total operating revenue less departmental and undistributed operating expenses, before management
fees and fixed charges, within the property's approved USALI-aligned reporting basis.

In the owner call | The first major operating measure of how well the asset is being run, but not the cash the owner
receives. Fees, reserve, debt, working capital, and cash timing remain below or beyond the operating
result.
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Seven businesses before breakfast

Walk the same Monday as the owner of several small businesses. The purpose is not to memorise
standard margins. It is to see that the same dollar of revenue and the same dollar of cost have
different meanings at different doors.

Business /
system

Economic logic

Primary
driver

Trigger KPI

Guardrail

Rooms — the A room-night expires every night. The first drivers are Rooms sold by Net RevPAR; | Rate integrity;
short-term lease | demand, rate, channel, segment, and room availability. The channel and pace; room | guest
business key decision is not merely occupancy; it is which demand the | segment profit satisfaction

hotel accepts and what it keeps after acquisition and service

cost.
Breakfast — the Breakfast demand is delivered by the in-house guest mix. In-house guests | Cost per Quality and
capture-and- Production must be planned before the final cover is known. | x capture rate cover; service
production Capture, guaranteed counts, menu specification, and waste capture; readiness
business determine whether the buffet converts demand into margin. waste
All-day dining — | The restaurant competes with the street. Local covers, spend | Local covers RevPASH; Service pace;
the local-demand | per cover, seat-hour capacity, menu mix, service pace, and and average outlet brand
business labour deployment matter more than the hotel average. check contribution | promise
Banquets and An event sells space, production, timing, and coordination. Confirmed Contribution | Displacement;
events — the Costs frequently arrive in steps, deposits arrive before event hours and | per event; deposit and
capacity-and- service, and one event can displace rooms, outlet business, or | covers conversion cancellation
setup business another event. terms
Housekeeping — | Housekeeping does not ring a till, but Rooms has nothing to Occupied Cost POR; Review score;
the production sell without room readiness. Occupied rooms, departures, rooms, minutes per | cleanliness;
line that protects | stayovers, minutes per room, linen turns, and room-release departures, room; rooms | employee
the product timing are the operating drivers. minutes ready load
Engineering — The strongest engineering result is often invisible: downtime | Preventive Rooms out Safety; asset
the system that that did not occur, energy that was not wasted, and asset life | work, of order; condition;
funds the future | preserved. A cheap month may be expensive when cost was | equipment load, | energy POR; | availability

deferred rather than avoided. downtime reactive

ratio

Sales, marketing, | These functions spend current money and scarce inventory Pipeline, pace, RGI; Future
and revenue to create and shape future demand. The output may not channel and conversion; | demand;
management — appear in the current P&L, which makes the line easy to cut segment mix acquisition account trust;
the future- and the consequence slow to detect. cost rate

demand factory

discipline

REALITY CHECK — A DOLLAR IS NOT A DOLLAR

t The Granary, one thousand dollars of rooms revenue leaves roughly $740 as departmental profit,
hile one thousand dollars of F&B revenue leaves roughly $280 under the synthetic base model.
Neither result is inherently good or bad; they are different businesses. A promotion or group deal that

shifts revenue between tills can change GOP even when total revenue remains unchanged.
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The instinct that says yes

At 11:20, Arjun forwards Deepa's message to Nadia: 'Forty rooms, twelve nights, guaranteed.
Thoughts before I call her back?'

Nadia arrives with her laptop closed. 'Before I calculate anything, which business are we deciding
about?'

'Rooms," Arjun says. 'Four hundred and eighty room nights we do not currently have.’

'That is the till the revenue rings into," Nadia says. 'It is not the only business the group walks
through. The block creates breakfasts, linen turns, simultaneous arrivals and departures, possible
banquet hours, power load, staff attention, and two weekends where those rooms may sell
differently. I can price the room block in five minutes. Pricing the hotel takes a meeting.'

The occupancy forecast still pulls at Arjun: two soft midweeks, guaranteed volume, cash before
arrival. Nadia proposes a twenty-minute check with Deepa, Carlos, Priya, Marcus, and one page on
the wall. The rest of the chapter builds that page.

The Hotel Business Map

The Hotel Business Map is the first practical working tool in the playbook. Use it before a P&L
review, budget discussion, rate decision, group approval, outlet change, outsourcing decision, cost-
reduction request, or any action that touches more than one part of the property. It should fit on one
page and be simple enough to use in a real meeting.

The map has three broad zones. Revenue engines directly earn or capture revenue. Service and
conversion systems turn demand into readiness, delivery, recovery, and capacity. Commercial and
control systems protect future revenue, reporting discipline, authority, and owner trust. These are
practical labels, not accounting classifications. Front Office can be a control point, recovery desk,
upsell engine, and guest guardrail at the same time. Use the label that makes the decision clearer.

Each unit needs five visible fields: primary driver, trigger KPI, decision owner, guardrail, and review
cadence. A sixth field — cross-department effect — should be added when the unit regularly moves
another department's cost, service load, cash timing, or future demand.
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THE HOTEL BUSINESS MAP

Every business or system mapped to driver, KPI, owner, guardra |, and cadence

“ kol m

Rooms

Breakfast

All-day Dining

Housekeeping

Enginesring

Sales & Marketing

Demand, rate,
channel

In-house guests =
capture

Local covess, spend

Ogcupied rooms,
minutes

Preventive work,
downtime

Pipeling, pace, mix

Net RevPAR

Cost per cover

RevPASH

Rooms ready

Reactive ratio

Conversion

Deepa

Carlos

Prya

Marcus

Madia

Rate integrity

Quiality readiness

Seavice pace

Cleanliness, lnad

Salety, condition

Future demand

Daily

Daily

Weakly

Dally

Waakhy

Weekly

Figure 1.2 — The Hotel Business Map. Every material business or operating system is mapped to a driver, trigger KPI, decision
owner, guardrail, review cadence, and cross-department effect.

How to use the map at the hotel

Read Figure 1.2 from the operating unit outward. First name what physically or commercially
moves; then identify the person who can act, the result that should change, and the service, safety,
staff, asset, demand, cash, or trust condition that must remain protected. At The Granary, 'Rooms' is
too broad for a live decision. A weekday corporate segment, a weekend group block, or a high-cost
channel can each create a different action even though all three eventually report inside Rooms.
Change the units and owners for your property, but keep the practical fields visible.

You can build the map in thirty minutes

List every unit that earns revenue, converts demand, protects service, controls risk, or
preserves the asset.

Place each unit in the most useful zone: revenue engine, service and conversion system, or
commercial and control system.

Name the physical or commercial driver that moves first. Avoid using the P&L label as the
driver.

Choose one trigger KPI and one companion KPI at risk. Do not fill the card with every
available metric.

Write a person's name as the decision owner and confirm the authority boundary.

Name the guardrail that must not be damaged: service, safety, staff load, rate integrity, asset
condition, pipeline, cash, or owner trust.

Set the actual review cadence. If no one looks at the KPI until month-end, write monthly and
treat the delay as a finding.

Mark cross-department effects and unresolved gaps. Three honest blanks are more useful
than forty confident dashboard tiles.
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PRACTICAL RULE

dapt the rows, not the discipline. Every property, of every size and ownership structure, still needs
to name the driver, KPI, owner, guardrail, and next review date before deciding.

The map changes by property; the discipline does not

A select-service hotel may have a shorter map because restaurants, banquets, spa, and transport are
not material businesses. A resort must map experiences and ancillary services carefully because
they carry a larger share of the guest promise and the cost base.

An all-inclusive hotel sells a package, but management still needs to understand consumption,
premium revenue, staffing, waste, capacity, and satisfaction underneath the bundle.

An extended-stay property must reflect service frequency and length of stay in housekeeping,
laundry, breakfast, and maintenance drivers.

Ownership and operating structure change decision rights more than economic logic. In an owner-
operated hotel, approvals may move quickly and the owner may be in the operating meeting.

In a managed or branded hotel, the same action may be shaped by brand standards, the
management agreement, authority thresholds, fee definitions, and owner reporting. The map should
therefore show who can decide, who must approve, and when escalation is required.

Segmentation first: the average is usually hiding the decision

Averages are useful for orientation and dangerous for action. ADR, RevPAR, cost per occupied room,
food cost percentage, payroll percentage, guest spend, and GOP margin can show that something
moved. They rarely show what should change next.

The first operating move is segmentation. Split the number by business unit, channel, segment, guest
type, meal period, outlet, labour type, cost behaviour, asset class, or contract before judging it. Then
identify the first driver.

Suppose The Granary's linen and laundry cost rises from a baseline of $2.68 to $3.10 per occupied
room in October. Across approximately 3,375 occupied rooms, the increase is about $1,418. The
average line produces one vague instruction: control laundry. Segmentation produces a manageable
explanation.

Segment of the Illustrative Approx. Decision

Management response
movement POR effect monthly effect owner
Supplier price $0.11 $371 Procurement/ | Contract and price review; update flex expectation.
increase Finance
Group contract $0.22 $743 Sales / Rooms Change future contract terms or price the service
requires daily linen requirement.
Late checkouts $0.09 $304 Front Office / Adjust departure communication, room release, and
compress the linen Housekeeping | afternoon deployment.
cycle
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Segment of the Ilustrative Approx. Decision
Management response
movement POR effect monthly effect owner
Total movement $0.42 $1,418 Multiple Three different actions; no generic instruction to
owners “control laundry.”

COMMON MISTAKE

If an explanation uses the word “average,” ask what the average is hiding. If an action begins with
“control” plus a department name, ask which segment, which driver, which owner, and which date.
ague instructions are how the same variance returns every month wearing a new date.

The HLP Decision Loop

For a material or cross-department decision, use the sequence below as a prompt for the
management conversation. It is not another form to complete mechanically. A small decision may
take five minutes; a group, contract, investment, or service change may require a calculation and a
second review before approval.

Start with the segment and the actual decision. Name the driver that moves first. Build a small KPI
tree: the KPI expected to improve and the companion KPI that may deteriorate. Identify the relevant
cost model. State the trade-off rather than hiding it inside an explanation. Bridge the action to profit
and cash. Protect the guardrail. Finish with a named action owner, authority threshold, evidence,
and review date.

A decision that cannot be traced through this chain may still be a reasonable instinct. It is not yet a
managed decision.

THE HLP DECISION LOOP

Verification

REPEATS

Credible
Options

Owned Action

%

Guardrails &
Authority

Total-Hotel
Impact

Figure 1.3 — The HLP Decision Loop. The chain repeats at the next review; a decision is not complete when it is approved, but when
evidence confirms whether the action worked.

Use the image from left to right, but keep the discussion anchored in the operating example. In
Deepa's group offer, occupancy is only the first visible benefit. The team still has to check net
contribution, weekend displacement, breakfast and linen requirements, simultaneous arrivals and
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departures, deposit terms, and who owns the guest and staff guardrails. The sequence is useful
because it prevents the team from jumping directly from one attractive KPI to an approval.

DECISION STANDARD

A cross-department decision is ready only when the business segment, driver, KPI trade-off, cost
response, profit/cash bridge, guardrail, action owner, authority, and review date are visible on one

page.

Where USALI helps — and where leadership still has to think

USALI gives the hotel a shared reporting map. It allows Rooms, Food and Beverage, Other Operated
Departments, Undistributed Operating Expenses, GOP, management fees, and owner-facing lines to
be placed and discussed consistently within the property's approved reporting basis.

The reporting map is necessary but not sufficient. A schedule line is an address, not an answer.
'Linen and laundry — Rooms' identifies where the cost is reported. It does not determine whether
the movement came from occupied rooms, guest mix, supplier price, contract terms, service
frequency, or operating inefficiency. Leadership must still segment the number, identify the driver,
assign the action owner, and protect the relevant guardrail.

This playbook therefore does not repeat the detailed classification, statement, schedule, KPI, or
budget-build methods already developed in the companion books. It applies those methods to
management decisions.

Author field note: the night we filled the hotel and lost the month

At a resort property during a slow season, a travel-trade partner offered forty rooms for twelve
nights, guaranteed and prepaid. The rate was below the normal target. Rooms saw occupancy. Sales
saw revenue. The property accepted the business as a rooms decision.

The group also created breakfast volume, linen cycles, event support, meeting-space load,
engineering demand, and staff attention. Revenue increased. GOP did not move as expected. The
Rooms team had made a defensible rooms decision; nobody had completed the total-hotel decision.

The lesson was not that the group should automatically have been refused. The lesson was that a rate
decision in Rooms is never only a rooms decision. The property later introduced a twenty-minute
Total Hotel Rate Check: which businesses are touched, what moves first, which KPI improves, which
KPI is at risk, what cost flexes or steps, what is displaced, what guardrail must be protected, and who
checks the result?

The Granary worked example: the numbers behind Thursday's answer

The Granary is the synthetic case hotel used throughout this playbook: 150 rooms, full-service,
independently branded, separately owned, third-party managed, with USD-primary reporting. The
base model runs at 75 percent occupancy and a $175 ADR.

The reference table below holds the Granary base used in this chapter. It is not a benchmark. It
simply keeps the later decision discussion connected to one controlled hotel model and makes the
different conversion economics of Rooms and F&B visible.
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Granary reference item Ilustrative value Management use
Property base 150 rooms; 75% Provides a consistent case model for later chapters.
occupancy; $175 ADR
Rooms revenue Approx. $7.19m Requires channel cost, segment mix, displacement, and service-load checks.
Rooms departmental margin | Approx. 74% Cannot be used as a benchmark for F&B or support systems.
F&B revenue Approx. $3.30m Must be split by breakfast, outlet, banquet, capture, cover, and menu mix.
F&B departmental margin Approx. 28% Reflects different economics from Rooms.
Total operating revenue Approx. $12.00m The consolidated top line hides the businesses underneath.
GOP Approx. $4.28m; The operating result of several connected decision systems.
35.6%

Now place Deepa's offer against the map: forty rooms for twelve nights at a below-target rate,
covering two soft midweeks and two weekends that were already selling. Chapter 1 does not
perform the complete displacement and contribution calculation; Chapter 8 owns that tool. Chapter
1 ensures the team identifies that the calculation and the cross-department conditions are required
before approval.

Tuesday, 4:00 p.m.: the twenty-minute check

Deepa brings the offer on one page. Nadia has the Hotel Business Map on the whiteboard. Carlos and
Priya are on time; Marcus joins for the last ten minutes.

Arjun starts with the segment: 'This is not a rooms decision. Which businesses does the group walk
through?' Rooms, breakfast, laundry, Front Office, events, and stewarding appear on the board. The
driver is 480 room nights, but Carlos adds the breakfast cover pattern and Priya adds the
simultaneous departure and linen cycle.

The KPI tree changes the tone of the meeting. Occupancy improves. Net rate may weaken because
the group is below target. The two weekends may displace higher-rated transient demand. Breakfast
staffing may step rather than flex smoothly. Daily linen terms may change housekeeping workload.
The deposit improves the bank position before the stay but does not prove the business is profitable
or earned.

Deepa proposes shifting the arrival pattern so the block covers both soft midweeks but only one
weekend. Carlos requires guaranteed breakfast counts three days out. Priya requires linen terms in
the contract and owns the service-load guardrail. Nadia will run the full contribution and
displacement check and review deposit, cancellation, and payment terms. Arjun will approve only
after those conditions are completed.

Nineteen minutes. The answer is not yes and not no. It is yes, if: the total-hotel contribution passes;
the arrival pattern reduces displacement; breakfast counts are guaranteed; linen and service terms
are explicit; the deposit is received before commitment; and the guardrail is reviewed after the third
night.
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The map did not slow the decision. It finished it. Nobody defended a department and nobody
attacked a number. Each person protected a visible part of the total-hotel result.

and after departure.

CONDITIONAL APPROVAL — DEEPA'S GROUP OFFER

Accept only if the full contribution and displacement test passes; the arrival pattern is shifted toward
soft nights; breakfast counts and linen terms are contractual; deposit, cancellation, and payment
terms are controlled; Priya owns the service guardrail; and the group is reviewed after its third night

What it looks like done wrong

Meeting statement

“The hotel margin is down.”

What is missing

No business or segment split.

Better question

Which business drove the movement, and what driver moved first?

“We were busy, so costs
increased.”

No cost model.

Which costs should flex, which should step, which remain base, and
which protect service or the asset?

“F&B is below the hotel
margin.”

Wrong benchmark and no
segmentation.

Which outlet, meal period, event type, capture rate, menu mix, or
production decision moved?

“Finance says no.”

No guardrail or decision-
right discussion.

What is Finance protecting: cash, forecast credibility, contract
control, audit trail, covenant, or owner trust?

“Operations needs
flexibility.”

No authority threshold or
action owner.

Which decision can Operations take independently, and at what
trigger must it escalate?

“We will monitor it.”

No evidence or cadence.

Who checks what metric, on which date, and what action follows
each outcome?

Questions that arise in practice

Should every department have its own profit target? No. The map distinguishes economic
businesses from systems that protect revenue, service, control, and asset condition. Housekeeping
and Engineering may not ring a till, but they still need driver, productivity, guardrail, and review

logic.

Can one person own several cards? Yes, especially in a small hotel. The purpose is not to create
more roles. The purpose is to make the decision right and accountability visible. One manager may
own several units, but the driver and guardrail should still be distinct.

What if the hotel cannot produce the required KPI? Record the gap. Use the best controlled
evidence available and assign a source owner, definition, and date for improvement. Do not
substitute an unsupported average or an Al-generated estimate.

Does the map replace the P&L, budget, or forecast? No. The reporting book explains the
statement and schedules. The budgeting book builds the approved plan and forecast. The map
connects those outputs to operating decisions.

How much analysis is enough before deciding? Enough to identify the material businesses
touched, the first drivers, the KPI trade-off, relevant cost behaviour, profit/cash consequence,
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guardrail, owner, authority, and review date. The decision may still contain uncertainty, but the risk
must be named rather than hidden.

Using Al as decision support

Best use. Use Al to build or challenge a whole-hotel decision map. Apply the HLP Decision Loop
described in Chapter 1: evidence, first driver, credible options, total-hotel impact, guardrails and
authority, owned action, and verification. Al organizes evidence and tests completeness; it does not
make or approve the hotel decision.

Inputs. Property business units; operating drivers; current kpis; decision proposal; cost and cash
evidence; authority matrix; guardrails; owners and dates.

Expected output. One-page hotel business map; hlp decision loop; missing-evidence list; option
comparison; action and verification register.

Guardrails and human check. Use only approved, dated property evidence; minimize personal and
commercially sensitive data; label facts, assumptions, scenarios, conflicts, and missing evidence
separately. Recalculate material figures, verify source locations, and require the named manager to
decide within the property's authority. Copy-ready prompts are provided in the HLP AI Prompt
Companion.

Reader lab — test the map on a different hotel decision

Situation: A local events company proposes a six-week Friday evening market in The Granary's
courtyard. The organiser will pay a fixed site fee and a share of vendor sales. The hotel expects local
F&B demand and room-package interest, but the market will require temporary power, security,
waste removal, stewarding, public-area cleaning, vendor access, cash and payment controls, and
noise management for rooms facing the courtyard. The first two Fridays are soft; the final four
overlap stronger transient demand and two private events. The organiser wants a decision within
five days.

Reader task:

* Map every revenue engine, service system, asset, and control function touched by the
courtyard market.

+ Identify the first operating driver for each material unit and one result the team should
monitor.

 State the financial result expected to improve and at least three guest, service, asset, security,
or demand measures that may move against it.

» Separate the costs that vary with each Friday, costs that arrive in steps, fixed commitments,
protected safety or service costs, and any displaced private-event or room value.

» State which questions require a contribution, capacity, contract, security, or cash calculation
before the hotel can commit.

* Name the profit, cash, deposit, insurance, vendor-settlement, and liability questions that Nadia
must resolve before signature.

* Choose accept, pilot, accept conditionally, or decline. Write the conditions, named owners,
authority limits, trial period, and review dates.
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* Draft a five-line management note that Arjun can use for the approval decision and then test
after the first and third Friday.

READER OUTPUT STANDARD

complete response must show the total-hotel decision rather than only the site fee or F&B upside. It
should identify the operating drivers, incremental and step costs, displaced value, guest and
neighbour impact, security and asset requirements, cash and contract terms, named owners, pilot
conditions, and the evidence required to continue or stop the market.

Digital companion

Use the Hotel Business Map and HLP Decision Loop Builder when you need to maintain one live
view of connected businesses, owners, guardrails, and decision follow-through across departments.
It is available at book.ehotelmanagementschool.com. Use the chapter's verification check before any
decision is approved or closed.

Verification check

Before acting or closing the issue, confirm that the source is current, the first driver and material
calculation can be reproduced, alternatives and transferred work are visible, guardrails and
authority are explicit, the action has an owner and date, and the result will be verified with
operating evidence.

# Review question Evidence / answer

1 | Has the decision been assigned to the correct business segment rather than the
blended hotel total?

2 | Is the first physical or commercial driver named and supported by a source?

3 | Are the KPI expected to improve and the companion KPI at risk both visible?

4 | Is the relevant cost response identified: variable, step, base, protected, displaced,
deferred, or timing-related?

5 | Is the total-hotel profit and cash effect stated, including any calculation still
required?

6 | Is a named person authorised to take the next action, and is the escalation boundary
clear?

7 | Is the guardrail explicit: guest, staff, safety, asset, brand, pipeline, contract, cash, or
owner trust?

8 | Is the review date set, with the evidence that will confirm whether the decision
worked?

9 | Are detailed reporting and planning questions cross-referenced rather than re-
taught or guessed?

10 | If Al was used, are the source, prompt, exceptions, reviewer, and human decision
retained?
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