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Executive Summary 

Revenue Management is one of hospitality’s clearest management successes. Over three decades, the 
industry has professionalised pricing, forecasting, distribution and inventory control. RevPAR became the 
common language of commercial performance—and for good reason. In many mature markets, the next 
point of RevPAR growth is harder to win. Rates are transparent, competitors react quickly, and distribution 
costs remain stubborn. Meanwhile, meaningful revenue is generated outside the room: in dining, wellness, 
upgrades, experiences, transport and other services attached to the stay. 

That creates a management gap. Hotels actively manage rooms as inventory, but often leave the wider 
economics of the guest relationship dispersed across departments. Guest Revenue Management closes the 
first part of that gap by managing spend across the stay. Guest Value Management goes further, looking 
beyond one visit to the value of the relationship over time. Digital engagement makes this broader mandate 
practical. A hotel can now act on guest intent before arrival, respond to context during the stay and remain 
relevant after departure. The guest journey is therefore more than a service sequence; it is the operating 
environment in which guest value is created. 

The argument of this paper is deliberately cumulative. Guest Value Management does not displace Revenue 
Management. It depends on it. A hotel must first attract sufficient demand and sell its rooms well. Once that 
foundation is in place, leadership can address the value that remains unmanaged across the stay and across 
future stays. For General Managers, the question is no longer only, “How much value did the room 
generate?” It is also, “How much value did the guest relationship create—and how much of that value can 
we retain?” 

Revenue Management fills the hotel. Guest Value 
Management expands the value of the relationship. 
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1. Hospitality Has Optimised Room Revenue for Decades

Since the 1990s, Revenue Management has changed how hotels operate. Forecasting moved from 
judgement-led planning to a specialised discipline. Dynamic pricing, channel management and 
benchmarking made room performance more measurable and more responsive to demand. The industry 
built serious capability around a perishable asset. Hotels can monitor pace, competitor rates, market 
compression and channel mix almost in real time. They have dedicated systems, teams, reporting cycles and 
incentives to improve Occupancy, ADR and RevPAR. 

That capability remains indispensable. It has also made room pricing highly visible and fiercely competitive. 
In mature markets and peak periods, the remaining gains are often marginal: competitors can match rates 
quickly, occupancy is already high, and distribution economics limit what reaches the bottom line. The 
precondition matters. A hotel without sufficient demand has a room-revenue problem first. There is little 
value to optimise across the journey if too few guests arrive. Revenue Management therefore remains the 
foundation—not a legacy discipline to be replaced. 

Once that foundation is established, the commercial lens can widen. The relevant question becomes how 
well the hotel converts an occupied room into a valuable stay, and a valuable stay into a durable guest 
relationship. That is where dining, wellness, upgrades, experiences, direct rebooking and loyalty enter the 
same management conversation. 

Once demand exists, the commercial opportunity 
extends from the room to the stay—and 
from the stay to the relationship. 

2. The Evolution from Revenue Management to Guest Value Management

RevPAR answers a specific question: how effectively did the hotel monetise available room inventory? 
TRevPAR broadens the property view by including revenue from areas such as F&B, wellness, events and 
ancillary services. Total Revenue per Available Guest (TRevPAG) changes the denominator again, shifting 
attention from the room or property to the guest. The metrics therefore describe different management 
objects: RevPAR measures room yield, TRevPAR measures property revenue, and TRevPAG begins to 
show what the hotel earns from the guests it has attracted. As Illustration 1 shows, this change in the 
denominator is not merely semantic. In the indexed CoStar data used for the illustration, TRevPAG rises 
materially faster than RevPAR: at the chart’s endpoint, the respective index values are 228 and 165. 
Measured from the 2021 baseline of 100, TRevPAG gains 128 index points while RevPAR gains 
65—approximately twice the cumulative growth. The widening gap should be read as a directional signal 
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rather than a universal benchmark—asset type, market conditions and revenue mix will affect its size—but it 
indicates where a growing share of incremental commercial value may be found. 

Illustration 1: Indexed growth in RevPAR and TRevPAG since 2021 

That divergence changes the commercial question. The reservation is not the end of the revenue event; it 
opens a wider commercial window. Managing that window is the role of Guest Revenue Management. Most 
hotels are still organised around the earlier model: Revenue Managers, RMS platforms, forecasts, and 
commercial reviews remain centred on room inventory, while far fewer properties have comparable routines 
for managing revenue generated through upgrades, F&B, wellness, experiences, and ancillary services. 

The revenue exists, but ownership is fragmented. F&B manages outlet performance; Spa manages 
treatments; Front Office manages service delivery; Marketing manages campaigns. Each function can 
perform well while the total commercial value of the stay remains nobody’s explicit responsibility. The 
opportunity is not simply to sell more add-ons. It is to bring the same discipline to guest revenue that hotels 
already apply to room revenue: clear accountability, reliable data, defined moments of influence, testable 
offers and regular performance review. 

The economics support that broader view. Guests buy convenience, time, access, reassurance and 
memorable experiences—not only accommodation. Those needs create revenue pools that room-centric 
reporting can obscure, even when the revenue is already material to property performance. Illustration 2 
translates the argument into a simple contribution logic: room revenue and ancillary guest revenue together 
create total guest revenue; only after deducting incremental variable costs does the hotel reach guest 
contribution margin. It also explains why contribution, rather than gross ancillary revenue, is the more 
useful management objective: room revenue is already highly optimised, ancillary revenue remains 
fragmented, and variable costs are under pressure. 
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Illustration 2: From room revenue to guest contribution margin 

The managerial implication is not to reduce the attention given to room optimisation. It is to apply 
comparable discipline to the revenue pools surrounding the room. These categories are often less 
commoditised: a guest can compare room rates in seconds, whereas comparing the relevance of a spa 
treatment, family activity, late checkout or local experience is harder. The hotel therefore has more room to 
differentiate—provided the offer is timely, useful, easy to buy and economically sound. 

Airlines offer a relevant, if imperfect, comparison. Ancillary revenue moved from a sideline to a material and 
predictable source of profit; CarTrawler and IdeaWorksCompany estimate global airline ancillary revenue at 
more than USD 100 billion a year. The lesson is not that hotels should copy airline unbundling. It is that 
once a core product becomes transparent and comparable, the services around it carry more of the 
differentiation and margin.1 Hospitality is not aviation, but the economic pattern is worth noting.  

Illustration 3 captures this asymmetry: room revenue remains the commercial foundation, while relevant 
guest offers provide greater scope for differentiation and margin. Together, the two revenue layers form Total 
Guest Revenue, expressed through TRevPAG. 

1 https://ideaworkscompany.com/wp-content/uploads/2024/10/Press-Release-188-Worldwide-Estimate-2024.pdf 
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Illustration 3: Where differentiation shifts as the base product becomes more transparent 

Guest Revenue Management still has a bounded horizon: the current stay. Guest Value Management 
extends the horizon to the relationship itself. That relationship can produce value through repeat stays, 
direct booking, loyalty, referrals, reviews and advocacy. It can also reduce the cost of reacquiring demand. A 
profitable stay matters; so does the probability and quality of what follows. 

Checkout is therefore a transition, not an endpoint. The post-stay period is where a hotel can secure 
feedback, earn permission to remain in contact, encourage direct return and turn a satisfactory visit into a 
preference. This changes the unit of management. The hotel still sells rooms and services, but leadership 
must also manage the quality, continuity, and economics of the guest relationship across stays. 

The three disciplines can be distinguished by the asset they manage and the time horizon they use: 

Revenue Management​
The room is the primary asset. The core question is yield: how much revenue can a fixed inventory 
generate tonight? 

Guest Revenue Management​
The stay is the primary asset. The core question is capture: how much relevant revenue can be 
created across this visit? 

Guest Value Management​
The guest relationship is the primary asset. The core question is value: what is this relationship's 
economic contribution over time? 

These disciplines are cumulative. Revenue Management secures and prices demand. Guest Revenue 
Management improves the economics of the stay. Guest Value Management connects one stay to the next. A 
weakness in the foundation cannot be solved by adding another layer. 
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Guest Value Management does not replace Revenue 
Management. It builds on it. 

 

The practical implication is straightforward: do not dismantle the existing commercial model. Extend its 
discipline to a broader set of decisions, data and owners. This is more than a KPI exercise. It affects 
accountability, data architecture, service design, technology priorities, and how management meetings 
discuss commercial performance. 

Illustration 4 summarises the cumulative model across four dimensions: the management discipline, its 
primary focus, its principal KPI and its time horizon. Revenue Management remains the foundation; Guest 
Revenue Management extends the focus to the stay; Guest Value Management extends it again to the 
relationship over time. The next layer of advantage will come from managing that relationship with 
comparable commercial discipline. 

 

Illustration 4: A cumulative management model—from room to stay to guest relationship 

 

3. The Guest Journey Is the Engine of Guest Value Management 

Historically, hotels had only a few practical moments to influence guest behaviour: reservation, check-in, 
selected on-property conversations, and checkout. Most communication was operational, and much of it 
depended on the guest being physically present. Digital channels have changed that constraint. Hotels can 
now reach guests between booking and arrival, respond during the stay and continue the relationship after 
departure. The journey has become addressable. 
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Addressability matters because timing changes relevance. An airport transfer is useful before arrival; a late 
checkout is useful near departure; a return offer is useful only after the experience has earned the right to 
make one. Commercial value comes from matching the offer to the moment. The objective is not to 
maximise messages. It is to understand what the guest is trying to accomplish at each stage and remove 
friction around the next useful decision. 

Pre-Stay: Capturing Intent 

The period between booking and arrival is commercially distinctive. The guest has committed to the trip 
but has not yet completed many of the decisions around it. Planning is active, anticipation is high and useful 
guidance has disproportionate value. Transfers, dining, treatments, activities, upgrades and itinerary choices 
may still be open. A hotel that waits until check-in competes for decisions that may already have been made 
elsewhere. 

Good pre-stay engagement is not a catalogue of upsells. It uses known context—party type, arrival time, 
length of stay, preferences and prior behaviour—to make a small number of relevant choices easier. 

Onsite: Capturing Context 

On property, the hotel has its richest context. It can combine real-time behaviour, location, operational 
availability and staff judgement to respond to what the guest needs now. When the recommendation is 
relevant, monetisation can feel like service. A well-timed table suggestion, spa opening, activity reminder or 
late-checkout option removes work for the guest while creating revenue for the hotel. 

The principle is simple: relevance aligns the hotel's commercial interest with the guest's practical interest. 
Volume does not. Research supports the commercial case for relevance. McKinsey estimates that effective 
personalisation can lift revenue by 5–15 per cent while also improving satisfaction and retention2. For 
hotels, the implication is not to automate every interaction, but to use data and digital orchestration where 
they make the service more timely and useful. 

Post-Stay: Capturing Lifetime Value 

Checkout closes the operational stay, but it should not close the commercial relationship. What happens 
next determines whether the hotel must buy the same guest again through an intermediary or can earn a 
direct return. Reviews, referrals, loyalty participation and direct rebooking all sit in this phase. Their value is 
often understated because the resulting revenue appears months later and may be credited to another 
channel or campaign. 

2 
https://www.mckinsey.com/capabilities/growth-marketing-and-sales/our-insights/the-value-of-getting-personalization
-right-or-wrong-is-multiplying 
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A disciplined post-stay model links the experience just delivered to the next commercial action: ask for 
feedback, resolve issues, recognise preferences, secure consent and create a credible reason to return. 
Individually, these interactions look operational. Taken together, they form a commercial system. That 
system is what turns the guest journey into a manageable source of revenue, loyalty and long-term value. 

The guest journey is not a communications calendar. It 
is the commercial operating system for guest value. 

The three phases should therefore be managed as one connected cycle. A pre-stay preference can improve 
onsite relevance; onsite behaviour can shape the post-stay message; post-stay response can improve the next 
visit. Illustration 5 translates that logic into a three-stage commercial journey model. Its examples differ 
deliberately by phase: pre-stay activity captures intent through upgrades, transfers, dining and experiences; 
onsite activity uses live context for dining, spa, late checkout and recommendations; and post-stay activity 
builds lifetime value through direct rebooking, loyalty, referrals and reactivation. The objective is not to 
activate every tactic, but to build a coherent system in which information and relevance carry forward. The 
guest journey is where the three management disciplines meet: demand becomes a stay, the stay creates value 
and the relationship carries that value into what follows. 

 

Illustration 5: Commercial opportunities across the connected guest journey 

The illustration also makes the organisational challenge visible. The opportunities span Revenue 
Management, Marketing, Front Office, F&B, Spa and Operations. The harder question, then, is not where 
value can be created, but who owns the system that connects it. 

4. Guest Value Management Must Become a Strategic Leadership Discipline 

Guest value cuts across the traditional hotel organisation. Pricing, marketing, operations, service, loyalty and 
technology all influence it, but none of those functions can manage the whole system alone. That is why the 
subject belongs on the leadership agenda. Hotel leaders are accustomed to asking how much value a room 
generated. Guest Value Management adds a second question: what did the relationship contribute during 
this stay, and what is it likely to contribute next?  
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The distinction matters. A room is finite inventory. A guest relationship is expandable.  

A room is finite inventory. A guest relationship is 
expandable. 

The room contribution ends when that inventory is consumed. The guest contribution can continue 
through on-property spend, repeat visits, direct booking, referrals and advocacy. Managing both requires 
different horizons, but the same level of commercial rigour. Today, responsibility is usually split. Revenue 
Management owns room pricing; Marketing owns campaigns; Front Office owns many guest interactions; 
F&B and Spa own their outlets; Operations owns delivery. The hand-offs are real, but the accountability for 
total guest value often is not.  

The implication is explicit: guest revenue is a General Manager mandate. Departments contribute, but only 
leadership can align the full system. 

 

Illustration 6: Guest revenue is a General Manager mandate 

This is a management gap, not a shortage of opportunity. Management starts with measurement. Alongside 
Occupancy, ADR and RevPAR, hotels will need a small set of guest-based indicators: Revenue per Guest, 
Ancillary Revenue per Guest, Repeat Booking Rate, Direct Rebooking Rate and, over time, a credible 
measure of Guest Lifetime Value. The point is not to create a larger dashboard. It is to make the economics 
of the relationship visible. 
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Guest value sits between functions. It links experience to revenue, personalisation to service delivery, loyalty 
to distribution economics and technology to operating practice. Precisely because it has no natural 
departmental home, it requires leadership ownership.   

Guest value sits between functions. That makes it a 
leadership responsibility. 

Executive ownership does not mean that the General Manager runs campaigns or approves individual offers. 
It means leadership sets the economic objective, assigns accountability, resolves cross-functional conflicts 
and ensures that technology, data, incentives and service standards support the same guest-value agenda. 
Without that alignment, familiar problems persist: duplicated communication, disconnected data, irrelevant 
offers, unclear attribution and technology that automates isolated tasks rather than improving the 
commercial system. 

The economics of acquisition make this urgent. When demand is expensive to win and intermediated 
bookings carry meaningful cost, retaining and reactivating a known guest is not merely a loyalty objective. It 
is a margin decision. It is also harder to copy than a room rate. Competitors can react to price within 
minutes. They cannot replicate a well-designed service ecosystem, trusted guest data, cross-departmental 
execution and a relationship built over several stays with the same speed. 

For General Managers, the implication is practical: define the owner, choose the metrics, map the 
highest-value moments in the journey and align the departments that influence them. Treat the work as an 
operating model, not as a campaign. The strongest hotel organisations will continue to excel at Revenue 
Management. Their advantage will be applying comparable discipline to the guest relationship—without 
turning hospitality into a sequence of sales prompts. 
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Key Findings 

1. Revenue Management remains the foundation: hotels must first attract sufficient demand and sell
room inventory well.

2. Once demand is established, the commercial opportunity widens from the room to the full stay and
the continuing guest relationship.

3. Guest Revenue Management manages value during the current stay; Guest Value Management
extends the horizon across future stays, loyalty, referrals and direct return.

4. The guest journey is the operating environment where intent becomes service, spend, and
long-term value.

5. Leadership must make guest value visible through clear ownership, a small set of guest-based
measures and cross-functional review.
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About This White Paper Series 

The Total Guest Value Series examines how hospitality economics is moving beyond the room. Revenue 
Management remains the foundation; the series explores how guest revenue, digital engagement, operations, 
data and technology can be managed across the stay and the wider guest relationship. 

Each paper addresses one part of the progression from Revenue Management to Guest Revenue 
Management, Guest Value Management and, ultimately, Guest Profit Contribution. The series is written 
for owners, operators, asset managers and hospitality leaders. 

About Hotel MSSNGR 

Hotel MSSNGR is a guest-experience platform for hospitality. It connects pre-arrival communication, 
personalised services, activity booking, digital concierge, guest messaging, content management and 
post-stay engagement in one environment. 

The platform links guest communication with operational workflows and content, helping hotels make 
digital service more relevant while reducing fragmented administration. It is used by luxury hotels, family 
resorts and hospitality groups in multiple markets. 

Learn more at www.hotel-mssngr.com 
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