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uring the 1990s, the hotel industry has witnessed a stunnint
tum of fortune. At the start of the decade, the industry
recorded its biggest loss ever, at $5.7billion (after debt service

and income taxes). Occupancy levels were eroding, and room rates
were losing ground after inflation. Investor interest was down sharply,
sending asset prices downward.

Today, the industry is as strong as it has everbeen. Profits are at record
levels. Occupancies have retreated slightly from 1995's high. but
remain strong in most markets. Rooms rates have grown well above
inflation levels and are estimated to do so for at least the next four
years.

Table 1 presents a summary profit and loss statement for the hotel
industry that demonstrates the magnitude of the changes that have
taken place.

The sizable changes suggest that counselors and other analysts
should have a different approach to analyzing hotel financiaI state-
ments than they did 10 years ago. The following comments will
highlight a few of the major changes that flow through hotel operating
results during the 1990s.

OPERATING DEPARTMENTS
Rooms

One significant change has been the importance of cancellation
penalties. With market conditions relatively strong, hotels should be
capturing penalties for not occupying reserved rooms. Most fre-
quently, hotels charge a fee of 25 percent to 100 percent of the room
rate for an unused reservation. Additionally, many hotels now collect
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2.72
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1.15
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1.62
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1.82
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Cleveland Indians
Seattle Mariners
Houston Astros
Atlanta Braves
San Francisco Giants
Kansas City Royals
Minnesota Twins
Milwaukee Brewers
Oakland A's
Cincinnati Reds
Colorado Rockies
Montreal Expos
Baltimore Orioles
Texas Rangers
Califomia (Anaheim) Angels
New York Mets
New York Yankees
Detroit Tigers
Philadelphia Phillies
Pittsburgh Pirates
San Diego Padres
Chicago White Sox

Malor League Baseball Rentals, By Franchise
In (Mostly) Ascending Order

Mean Percentage:
Median Percentage

6.7 00/.

6.75%

Team-Owred Stadiums: Boston Red Sox, Chicago Cubs, Flonda Marlins, Los
Angeles Dodgers, St. Louis Cardinals
Private Stadium: Toronto Blue Jays (Leased Land, $2 Per Year)
Not Yet Operating: Arizona Diamondbacks, Tampa Bay Devil Rays

SOURCE: Inside the Ownership of Professional Sports Teams: 1997, Team Marketing Report,
lnc., Chicago, IL; Selected Leases.
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Broncos, Dallas Cowboys, Arizona Cardinals, Chi-
cago Bears, as indicated in Table 2), are revenues
that would normally come to the owner of the
stadium. In the current market, however, they are
increasingly shared by the stadium owner with the
franchise team as an inducement either to come to
the stadium, remain at the stadium, or both. Never-
theless, they do not represent "rent," nor do they
serve as indicators of market rent.

If revenues from concessions, parking, advertising,
Iuxury boxes/seats, or naming rights are shared
between the stadium owner and the franchise team,
it is because the stadium owner chooses to do so. A
tenant has no inherent legal right to venue revenues
which are generated at or by the real estate. Accord-
ingly, such revenue sharing (or allocation solely to
one party or the other) is not part of rent, regardless
of the method of collection and distribution. This is
analogous to the collection of taxes by the team as

part of ticket revenues, and their subsequent dis-
tribution to the taxing authority (local, county, or state).

THE MARKET RENT MODEL FOR
MAJOR LEAGUE STADIUMS
Market rent information from 25 NFL franchise
leases is presented in Tnbles 2 attrl 3. One tenant
franchise (Philadelphia Eagles) would not provide
the requested information. Moreover, three NFL
stadiums are owned by the team, while the Carolina
Panthers' stadium is owned by a related private
corporation.

Similarly, Ta}le 4 provides rental information for 22

MLB leases. Five MLB stadiums are owned by the
team, and one stadium (SkyDome) is privately
owned by an investment Broup.n

The information provided in Tables 2 and 3 for NFL
franchise leases and Table 4 for MLB franchise leases

indicates that there is a rather wide range of per-
centage rent payments. Yet the underlying formula
is remarkably consistent: Rent is Paid as a percent-
age of gross ticket sales revenues. This is the NFL
stadium market rent model. As noted earlier, four
NFL franchises also pay a percentage of "luxury"
seat revenues: the Arizona Cardinals, Chicago Bears,

Dallas Cowboys, and Denver Broncos. It is note-
worthy, however, that these four leases all pre-date
1990, with the most recent (Broncos and Cardinals)
dating from 1987. No such arrangements are found
in any subsequent leases.

As Table 3 shows, with the exception of the Tampa
Bay Buccaneers lease of 1995, the leases signed after

1990 generally called for a lower rent Percentage
than did earlier leases. It is also instructive to note
the effective rent percentage being paid by the
Tennessee Oilers in their former Houston venue,
which may help explain the relocation of the fran-
chise.

Table 4 summarizes the effective rental rate for 22

MLB franchises, in ascending order of percentage.
All of the MLB leases also provide that rent shall be
calculated as a percentage of gross tickct sales rev-
enues. Thus, the market rent model for major league
sports stadiums is simple and straightforward: the
lessee team franchise pays rent as a percentage of
Bross revenues from ticket sales.

Calculation of Market Rent
For NFL franchises, the median and modal rent

percentage is 10 percent of gross ticket sales rev-
enues. More leases call for less than 10 Percent than
require rent in excess of 10 percent. Moreover, the
percentage rents for most of the reported leases

signed in the 1990s are at substantially less than 10

percent of gross ticket sales revenues. Neverthe-
less, 10 percent of gross ticket sales revenues was
selected and used as the best indicator of market
rent for NFL stadiums over the past three to five
years.

For MLB stadiums, on the other hand, the mean
effective rental percentage rate is 6.7 percent of
gross ticket sales receipts, while the median is 6.75

percent. This is noticeably lower than the percent-
age for NFL stadiums. A number of factors combine
to explain this difference.

First, MLB teams play eight times as many
home games (81) as do NFL teams (10, including
two exhibition games). Second, home attendance at
MLB stadiums averaged 2,150,000 in 1996, which is
approximately 4.5 times the average of NFL home
attendance between 1992 and 1996. At the same
time, average ticket prices for MLB teams were
approximately one-third the average ticket price
for NFL games. lnterestingly, however, the aver-
age gross ticket sales revenues were approri-
mately the same for all NFL teams combined, as

compared with the average for all MLB teams com-
bined.

The important finding is that rent Payments for
NFL team franchises and for MLB team franchises
are both calculated effectively as a Percentage of
gross ticket sales revenues. Over the period covered
by the data in our analysis, the indicated market

Table 1

a fee for checking out early, without notifying man-
agement in advance. Because cancellation fees typi-
cally apply to group business as well as other cus-
tomers, the fees can be sizable. During a recent
month, a California hotel derived 10 Percent of its
room revenue from cancellation fees.

Master folio billing charges, early departure
charges and cancellation charges have all been ar-
eas of supplemental revenue growth for hotels and
can be expected to increase as long as conditions
remain strong.

Food anil Beaeruge
In 1990, many hoteliers had practically given up

on food and beverage service, tagging it as a money-
Iosing department that most guests didn't appreci-
ate. Today, hotel food service outlets have gained
more respect, and travel journals likeCourmet maga'
zine regularly cite hotel restaurants among the fin-
est eateries in many cities.

It is important to look at the comPosition of food
and beverage revenue at a hotel. Typical revenue
sources include restaurants, lounges, banquet ca-

tering, and room service. Most often, the restaurant
and room service are unprofitable or marginal due
to the round-the-clock labor they require. Catering
and lounges, on the other hand, often benefit from
tight scheduling and sizable liquor mark-ups. The

Comparative Hotel Financial Information, 1990 and 1997
(stated itl aterage ano nts per at'nilnble rtttttrt)
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composition of revenue from the various food and
beverage outlets will inform a proper cost analysis
for this department.

A recent trend has been strong increases in
room service. Many travelers are using their com-
puters to log on to corporate computer systems at
the end of the business day, and as a consequence
are forced to spend more time in guestrooms. Hotel
managers are respond ing by increasing menu prices
for in-room dining and adding delivery charges
and mandatory gratuities to guests' bills.

Another growing area of F&B profitability is
meeting room charges. In 1990, meeting space was
typically given away to customers in exchange for
associated guest room and catering business. No
longer is this the case. Meeting rooms are rented as
a separate charge in most commercial hotels.

The following list identifies some areas that
hoteliers are targeting to improve revenue in the
food and beverage department.
' Menu Prices (including in-room dining). Banquet Prices

' Banquet Room Charges
. Banquet Bartender Charges
. Minibar Prices
. Banquet and Meeting Cancellation Charges

Telephone
Hotel managers feared a dearth of telephone

revenue with the advent of company calling cards
and other sophisticated telephony advances. How-
ever, there has been ample room for hoteliers to
improve telephone revenue. In fact, the predomi-
nance ofbusiness travelers with computers is likely
to foster a strong increase in connection charges as
these road warriors log on to proprietary database.
Intemet, and e-mail services. Zero.plus telephone
charges and room-to-room phone charges offer
other examples of how managers are driving more
revenue from the telephone department.

Other Operuted Depart nents
Formerly labeled "minor operated depart-

ments," this category has tripled in importance
during the 1990s. Hotels have become more aggres-
sive about charging Ior health clubs, business cen-
ter services, and the like.

Amenity fees, business center prices, and the
like constitute the major initiatives of hotel man-
agers in driving more revenue from this depart-
ment.

Rental and Other lncome
Proper investigation of rental and other income

requires an analysis of this line item's various com-
ponents. Hoteliers frequently evaluate whether to
operate or lease out restaurants, gift shops, and
other guest services. While revenue from an oper-
ated restaurant would show up in food and bever-
age revenue, a leased restaurant would be posted to
this line item- Similarly, an operated gift shop's
revenue is posted to other operated departments,
while a leased shop is properly in this revenue
category.

Parking Charges are an example of how hotel
companies seek to improve the revenue from this
department. By simply marking up the cost of park-
ing for hotel guests as well as people attending
banquets and meetings, hotels are able to improve
their profit picture. Negotiating better commission
structures for public telephones, vending machines,
and video games is another area of management
focus.

UNDISTRIBUTED OPERATING EXPENSES
A recently emerging concern relating to undistrib-
uted operating expenses is the propensity foropera-
tors to cut back on these expenditures in times of
decreasing profitability. While industry profi ts con-
tinue to rise, the pace of improvement has moder-
ated. ln order to maintain profit growth, operators
sometimes look to cut back on marketing, mainte-
nance and general oversight. The impact of these
cutbacks is not likely to be felt in the short term,
thereby postponing the pain of weakening revenue
growth. However, these "savings" frequently cre.
ate negative lon8-term consequences that need to
be thoroughly evaluated.

Ailminis tr a t io e anil G ened
One change in financial statements has to do

with the costs reclassified under the most recent
edition of the Uniform System of Accounts for
Hotels. Liability insurance, which had tradition-
ally been posted to the administrative and general
department, was reclassified as part of the insur-
ance expense under fixed charges. This reclassi-
fication is important for both comparative pur-
poses (to prior years and to comparable state-
ments) and for its potential impact on incentive
management fees. Since many management con-
tracts have incentive fees tied to Gross Operating
Profit levels, moving anyexpenseinto fixed charges
has the result of increasing GOP and incentive
management fees, while reducing the owner's
profit.

Table 3

National Football League Leases
By Year Signed (Newest First)

NOTES:
(a) Percentage ofGross Ticket Revenues Only
(b) Tax Surcharge Omitted
(c) Plus Stadium Maintenance
(d) Departed
(e) Expired;Year-to-Year
(0 Graduated

SOURCE: See Table 2-

Lease Date
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Percentage('l Team
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1995
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1987
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20
25

20
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2.Oo60',)
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21.5%
10.0%
7.0%
n.0%
7.8%

4.g%o.)
7.5%
10.0%
25.3%

10.0%c)

Tampa Bay (New)
Baltimore (Old)
Baltimore (New)
Jacksonville
St. Louis
Oakland
New Orleans
Atlanta
Green Bay
Denver
Arizona
San Diego
Dallas
New York Jes
Indianapolis
Kansas City
Chicago
Minnesota
Seattle
New York Giants
Denoit
Buffalo
Pittsburgh
San Francisco
Houston
Cincinnati

32 REAL Esmrr Issurs, Sumrner 7999 Estimtting Market Rent for Maior Leqgue Stadiurns .11

I

I

I



Table 2 (Continued)
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Credit card commissions are showing a slightly
downward trend. More hoteliers are negotiating
commissions with credit and charge card compa-
nies.

Miscellaneous sources of short-term savings in
the administrative and general category (as well as
other operating departments) include cutting back
on training and bonuses. A sawy counselor will
identify these items and evaluate their potential
impact on future performance levels.

Marketing
The biggest area of change has been the grow-

ing cost of frequent guest programs. These loyalty
programs have not been as powerful a tool in the
hotel industry as is the case in the airline industry,
but their popularity is increasing. Studies have
shown that the loyal customers tend to pay higher
room rates (up to 25 percent more), spend more per
visit and visit more often. These fees can surpass
$10 per occupied room, and thus can be more
expensive than even property maintenance. The
recent announcement by Starwood of its new fre-
quent guest program is widely expected to create a
"points war" where the customer will be offered
ever-richer rewards.

Frunchise Fees

While the strength of brands may be ebbing in
consumer products, it continues to be an increasing
trend in the hotel industry. Even as franchisees
unite and look for a better deal from franchisors,
there is little evidence that royalty fees will moder-
ate. Although franchise fees decrease as a percent-
age oftotal revenue in theSmith Travel data, report-
ing differences distort what has generally been a
rising cost.

An important value consideration with
franchisors (and some management companies)
concerns the issue of Product Improvement Plans
(PIPs) required as part of any change of ownership.
Now that there is more profit to be distributed in the
industry -and new brands emerging as competi-
tors- many franchisors are requiring substantial
capital expenditures to meet ever-higher standards.
Forsmall and mid-sized hotels in particular, it is not
unusual for the PIP to be 10 percent or more of the
asset value.

Property Operution and Maintenance
Maintenance is an area where hoteliers have

spent a lot of effort in recent years. Strong profits
have encouraged owners and operators alike to

Since 1990, eoery additiot al dollar of
relret ue taken in by the industry has

resulted in 70 cents of GOP.

This demonstrates the high operatirlg
leoerage of the hotel business: that it

costs rclatiaely little to reflt each

incremental rooffi. In addition, hoteliers
benefited ftom the ilemand-pull inflation

that accelerated room rate increases

without requiring cone sp on ding
improztements in product quality.

take care of accumulated maintenance needs. In
many properties, a detailed view of maintenance
expenditures can reveal items that are non-recur-
ring and thus suggest future moderation in PO&M
exPenses.

Maintenance expenses should be evaluated to-
gether with capital expenditures. Many expenses
can properly be considered either capital or operat-
ing in nature. Further, certain capital expenditures
have the effect of reducing ongoing maintcnance
expenses.

Energy
The deregulation of utility companies and in-

creasing efficiencies for major equipment has facili-
tated cost controls in the energy department. How-
ever, since service costs are relatively fixed and
there is no labor in this department, opportunities
for gains are generally related to improved equip-
ment efficiency and manipulation of peak load
periods. One benefit of improving technology is
increasingly sophisticated property management
systems (PMS's) that help control energy expenses.

GROSS OPERATING PROFIT
The industry's profit improvement discussed at the
outset of this article is most dramatically seen from
the context of Gross Operating Profit. Since 1990,
every additional dollar of revenue taken in by
the industry has resulted in 70 cents of GOP. This
demonstrates the high operating leverage of the
hotel business: that it costs relatively little to
rent each incremental room. ln addition, hote-
liers benefited from the demand-pull inflation
that accelerated room rate increases without re-
quiring correspond ing improvements in product
quality.
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Management Fees

Fees associated with retaining professional
management are one of the few areas that have
moved up during the 1990s. With scant new unit
growth in the early 1990s, operators often dis-
counted the price of management services as an
enticement to owners. Now, growth options are
more plentiful for operators, and strong profitabil-
ity levels have crea ted a "plenty of money for every-
body" attitude.

That said, long-term management contracts -
five years or more - continue to be a very strong
negative value influence. Up until two years ago, it
would have been appropriate to estimate market
value by calculating the unencumbered estate's
value and then subtracting out the estimated liqui-
dated damages associated with terminating the
long-term contract. Since many contracts are silent
regarding early termination, values of these proper-
ties were subiect to wide confidence intervals. To-
day, there is a minimal value discount for highly
desirable properties with long-term management.
Mid-market and economy hotels, however, remain
marketable only unencumbered.

FIXED CHARGES
Property Taxes

As hotel prices fell dramatically in the early
1990s, so too did the assessments underlying real
property taxes. Although values have improved
sharply throughout the decade, assessments, by
and large, have not kept pace. This has led most
buyers to be wary of "reassessment risk," i.e., that
upon sale, the assessor will increase the assessment

Table 2

to reflect the property's enhanced value. In some
cases, it is possiblefor taxes to increaseby more than
100 percent. It is fundamental to proper counseling
to consider this risk in advising clients.

Insutance
As mentioned under administrative and gen-

eral expenses, liability insurance is posted to this
account, along with property insurance.

Reseroe for Replacement (of short-lioed assets)
Escrowing funds for ongoing asset replacement

has become more pervasive than ever in the hotel
industry. [n part, this is the direct result of research
published by the International Society of Hospital-
ity Consultants. In its landmark CapEx study, it
found that the traditional reserve of two-to-four
percent of total revenue was woefully insufficient.
The real economic cost of replenishing furniture,
fixtures, and equipment at a level that ensures
ongoing competitiveness was found to be closer to
nine percent. As a consequence, the funds escrowed
for replacement reserves are continuing to move
upward.

SALARY RECAP
Most analysts recognize that the hotel industry is

labor intensive. However, it is important to see just
how far managers have been able to reduce payroll
in the current market. Labor costs are certainly
decreasing as a percentage oftotal revenue, amount-
ing to 37.5 percent of revenues in 

.1990 
and falling to

25.1 percent of revenues in 1997. However, in abso-
lute dollars, payroll has basically been flat during
the 1990s, as shown in Tnble 2.

Table 2
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Comparative Payroll Costsl
(slalrd it nmo nl lt'r o.cupied ft\,n)

7990

Rooms 972.70

Food and Beverage 15.04

Telephone 0.47

Other Operated Departments 2.U

Administrative & General 5.02

Marketing 2.92

Property Operation & Maintenance |!f
Total Payroll $43.72

1997

$14.30

75.96

0.48

1.31

5.36

3."12

3.15

$44.15
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This manuscript presents the results of analyzing
the body of lease and rental data for MLB, NFL and
dual-sport stadiums. The indicated market rent
model derived from that analysis is also shown.

FEASIBILITY ANALYSIS AND VALUATION
OF LESSEE INTERESTS
Table 1 lists the new MLB and NFL stadiums built in
the 

.l990s, 
major renovations of existing stadiums,

and new construction under way or planned as of
1998. Virtually every existing or planned MLB and
NFL venue is on that list. At least one feasibility
study was conducted for each project, rvhether
completed, in process, or proposed. Feasibility stud-
ies are necessary to obtain project financing, much
of which takes the form of debt plus "equity" par-
ticipations represented by the sale of such intan-
gibles as naming rights, exclusive product sales
rights, or advertising rights in the new or renovated
stadium. Indeed, sale of these intangibles has pro-
vided a major proportion of the up-front money
that constitutes "equity" in recent major league
stadium construction pro,ects.

ln any feasibility study, anticipatr.d revenucs are
necessarily forecast (often optimistically). One of
the ma jor elements of revenue, but far from theonly
source, is the rent to be paid by the tenant franchise
for the use of the stadium. Because the lessor is
typically a public body, that rent is required to be
"market rent," which is defined by the Appraisal
Institute as, "the rental income that a property
would most probably command on the open mar-
ket, as indicated by current rentals being paid and
asked for comparable space, as of the date of the
appraisal."'

Over 30 MLB and NFL leases were studied as part
of the research on which this article is based, to
identify what (if any) market pattern of rentals
exists. Information on other leases came from the
publication, lnside the Ozonership of Professional
Sports Teams: 1999.r Both NFL and MLB leases
specify and distinguish carefully betr.r,een "rent"
paid by the lessee franchise and revenue-sharing by
the stadium owner (nearly always a public body)
with the lessee franchise owner. These leases are
signed well in advance of construction, and pro-
vide an important basis for acquiring both equity
participations and debt financing. Typically, there-
fore, the analysis of "feasibility" incorporates a

consideration of market rent.

In addition, property tax authorities in many states
are empowered to assess and tax the leasehold

interest that a private lessee-user holds in tax-ex-
empt real estate (especially that which is publicly-
owned). ln somt jurisdictions (e.g., Calilornia), the
"Possessory Interest" held by a private lessee on
publicly-owned property is taxed as the present
h'orth ofnet operating incomebased on market rent
(or occasionally as the present $'orth of nct market
rent). In other states (e.g., North Carolina), the
Ieasehold interest of a private lessee in publicly-
owned real property is taxable when the present
worth of market rent exceeds that of contract rent.
In either set of circumstances, the market value of
the lessee's interest in the stadium real property is
measured via income capitalization, which in turn
requires an estimate of market rent.

Finally, in the relatively rare instances of privately-
owned major league stadiums whose owners are
not the team franchises themselves (e.g., SkyDome
in Toronto, the New Baltimore stadium, Ericsson
Stadium in Charlotte), income capitalization is also
employed to value the stadium real estate for prop-
erty tax purposes. Once again, market rent is one of
the necessary ingredients in the analysis.

THE NATURE AND MEANING OF
MARKET RENT
For purposes of this analysis, the differently worded
definition of "market rent" from the International
Association of Assessing Officers, with the same
meaning, is more to the point:

"The rent currently prevailing in the market for
properties comparable to the subiect property.
Markt't rent is capitalized into an estimate of
value in the income approach."'

The critical point in both the Appraisal Institute and
IAAO definitions is that rental data are to be de-
rived from "the market" for comparable or com-
petitive properties, which consists of major league
stadiums located throughout the U.S. and Canada.
The data reviewed for this research were the rents
called for in 22 MLB leases and 25 NFL leases in
force as of 1998. The results of those lease reviews
are summarized inTablcs2 and 3 lor NFL leases, and
Tablc .{ for MLB leases.

It is important to reiterate the fact thatboth NFL and
MLB leases differentiate carefully between pay-
ments made by tenant team franchises that are
labeled "rent," and allocations of revenues from
such items as naming rights, concessions, advertis-
ing, or parking. All of these latter items, unless
identified explicitly as part of "rent" (e.g., Denver

The upshot is that hotels that have not kept pace in
reducing labor costs havebeen left behind in today's
market. While new hotels are designed to be much
more efficient than older properties, there are still
numerous techniques for managing payroll in ev-
ery hotel. Positions such as night auditor have
effechvely been eliminated at many hotels, and
several back office jobs such as accounting ancl
payroll clerks that were once full-timeare now part-
time. A thorough review of payroll expenses is
often a fertile area to investigate additional poten-
tial for expense minimization and profit growth.

CONCLUSION
The industry has seen a strong shift in profitability
during the.l990s. This article has set forth a com-
parison of the industry in 1990 and 1997, showing
the dramatic turnaround, and several reasons for
the changes were cited. Now that the industry is
heading into a period of more moderate profit
growth, managers will look for ways to continue to
generate strong earnings. Several examples of
supplemental revenue growth were cited. The com-
bination ofbackground and current practices should
enable professional counselors to approach hotel
analysis with an enhanced perspective.*.,

NOTES
l. Smith Travel Research, Hosf R4Drl, 1991 and 1998 annuals
2. Departmentalexpensesareshownasap€rcentageof depart-

mentalrevenue,
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