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120 Keys  |  Tapestry Collection by Hilton  |  Downtown Lawrenceville, Georgia 

Annual Operating Plan and Budget 

Fiscal Year July 1, 2026 through June 30, 2027 

1.  Operating Budget 

1.1  Revenue by Major Category 

Revenue Category Amount % of Total 

Rooms $4,569,765 69.7% 

Food and Beverage $1,500,731 22.9% 

Parking $414,498 6.3% 

Other Operated and Miscellaneous $67,335 1.0% 

Total Operating Revenue $6,552,329 100.0% 

1.2  Expenses and Operating Results 

Line Amount % of Revenue 

Total Operating Revenue $6,552,329 100.0% 

Departmental Expenses $2,182,067 33.3% 

Total Departmental Profit $4,370,263 66.7% 

Undistributed Operating Expenses $1,918,731 29.3% 

Gross Operating Profit $2,451,531 37.4% 

Management Fees $229,332 3.5% 

Non-Operating Expenses $267,850 4.1% 

EBITDA $1,954,350 29.8% 

Capital Reserve $131,047 2.0% 

EBITDA After Reserve $1,823,303 27.8% 

Interest Expense $1,465,670 22.4% 

Net Income $357,633 5.5% 

Non-operating expenses comprise property insurance $176,000, equipment lease $3,850, and Asset Manager Fee $88,000. Real and 
personal property taxes are abated/exempt under the DDA/ bond structure 
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1.3  Undistributed Operating Expenses 

Department Amount % of Revenue 

Administrative and General $578,020 8.8% 

Sales and Marketing $401,050 6.1% 

Franchise Fees $388,430 5.9% 

Property Operations and Maintenance $256,662 3.9% 

Utilities $180,587 2.8% 

Information and Telecommunications $113,982 1.7% 

Total Undistributed $1,918,731 29.3% 

1.4  Aggregate Payroll 

Component Amount % of Revenue 

Salaries and Wages $1,652,024 25.2% 

Payroll Taxes $159,084 2.4% 

Benefits, PTO, 401(k), Workers Compensation $130,374 2.0% 

Total Labor Cost $1,941,483 29.6% 

1.5  Management and Franchise Fees 

Fee Basis Rate Amount 

Management Fee Gross operating revenue 3.5% $229,332 

Management Fee $5,750 per operating month  $63,250 

Hilton Franchise Royalty Rooms revenue 4.5% $205,639 

Hilton Program and Marketing Fee Rooms revenue 4.0% $182,791 

RevPAR international  $8,000 per operating month  $88,000 

Total Fees   $769,012 

1.6  Marketing Budget 

Component Amount % of Revenue 

Sales and Marketing Payroll $184,048 2.8% 

Hilton Honors Loyalty Program $114,244 1.7% 

Media and Advertising $40,000 0.6% 

Revenue Management Services $25,300 0.4% 

Contract Services, Public Relations and Digital $22,000 0.3% 

Collateral, Research, Training, Travel and Other $15,458 0.2% 

Hotel Sales and Marketing Department $401,050 6.1% 

Hilton Program and Marketing Fee $182,791 2.8% 

Total Marketing Investment $583,841 8.9% 
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1.7  Four Year Proforma Summary 

Sections 1.1 through 1.6 present the operating budget for the fiscal year ending June 30, 2027, which is Year 1 of 
operations and is the only period submitted for approval. The summary below presents projected operating results 
for Years 2 through 5. 

Line Year 2 FYE 
6/30/28 

Year 3 FYE 
6/30/29 

Year 4 FYE 
6/30/30 

Year 5 FYE 
6/30/31 

Rooms $5,871,973 $6,320,591 $6,593,326 $6,775,957 

Food and Beverage $1,981,104 $2,040,538 $2,101,754 $2,164,806 

Parking $503,656 $523,802 $539,516 $555,701 

Other Operated and 
Miscellaneous 

$73,978 $76,197 $78,483 $80,837 

Total Operating Revenue $8,430,710 $8,961,128 $9,313,078 $9,577,302 

Departmental Expenses $2,706,833 $2,788,038 $2,871,680 $2,957,830 

Total Departmental Profit $5,723,877 $6,173,089 $6,441,399 $6,619,472 

Undistributed Operating 
Expenses 

$2,236,971 $2,358,842 $2,437,088 $2,508,835 

Gross Operating Profit $3,486,906 $3,814,248 $4,004,311 $4,110,637 

Gross Operating Profit Margin 41.4% 42.6% 43.0% 42.9% 

Management Fees $295,075 $313,639 $325,958 $335,206 

Income Before Fixed Expenses $3,191,831 $3,500,608 $3,678,353 $3,775,431 

Property Insurance $205,000 $211,150 $217,485 $224,009 

Reserve for Replacements $252,921 $358,445 $372,523 $383,092 

Net Operating Income $2,733,910 $2,931,013 $3,088,346 $3,168,330 

Net Operating Income Margin 32.4% 32.7% 33.2% 33.1% 

2.  Sales and Marketing Plan 

2.1  Market Positioning and Principal Objectives 

The Lawrence is positioned as the only upper upscale, full service boutique lifestyle hotel in downtown 
Lawrenceville and the immediate trade area. The competitive advantages are a walkable historic downtown 
location, a new build product, two distinctive food and beverage outlets, and approximately 5,000 square feet of 
flexible indoor meeting space together with rentable outdoor courtyard and patio. No hotel in the competitive set 
combines those attributes. 

The principal objectives for the fiscal year is to establish the hotel as the preferred Hilton property in greater 
Gwinnett County, to build a negotiated corporate and legal account base supporting weekday occupancy, and to 
convert the downtown events calendar into weekend rate premium rather than weekend discounting. 
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2.2  Target Customer and Demand Segments 

Segment % Mix Room Revenue 

Retail and Best Available Rate 30.0% $1,513,490 

Third Party and Online Travel 
Agency 

23.9% $1,052,065 

Corporate Negotiated and Local 
Negotiated 

19.2% $868,192 

Group and SMERF 16.1% $716,164 

Discount, AAA and AARP 7.0% $299,287 

Government 3.9% $121,127 

No show revenue and room 
allowances, net 

 ($560) 

Total 100.0% $4,569,765 

Demand is drawn from five identified sources. Legal and government services tied to the Gwinnett County 
courthouse provide the midweek floor. Corporate, medical and professional services demand comes from 
Northside Hospital Gwinnett and the Duluth and Sugarloaf corridor. Aviation demand comes from Gwinnett 
County Airport fixed base operators and flight training. Wedding and social block demand comes from downtown 
venues and the Gwinnett Historic Courthouse. Event driven weekend demand comes from the Lawrenceville Arts 
Center, Aurora Theatre, downtown festivals and the Gas South District. 

2.3  Sales and Distribution Channels 

● Hilton channels, including Hilton.com, the mobile application, Hilton Honors, the global distribution 
system and Hilton Worldwide Sales, expected to carry approximately 75% of transient revenue mix. 

● Direct property sales through the on site sales team, covering negotiated corporate agreements, business 
travel agreements, group and catering. 

● Online travel agencies as a compression and displacement channel, budgeted at 23.9% of room nights and 
managed for rate parity and yield rather than volume. 

● Consortia, government and third party intermediaries at controlled volume. 

● Social and wedding platforms, with additional platforms in development. 

The hotel maintains an active pre-opening group and transient pipeline across the government and legal, 
healthcare, aviation, corporate, social and citywide segments, tracked in the Delphi sales system with revenue 
estimates and stage progression, and reported to the Authority in accordance with Section 8.  

 

2.4  Digital Marketing, Public Relations, Advertising and Website 

Public relations is delivered by an outside agency under a pre-opening, grand opening and post-opening program. 
Results to date include 38 pieces of media coverage and 99.6 million estimated impressions.  

Social media is active on Facebook, Instagram and TikTok with a pre-opening content calendar of more than 60 
planned pieces across ten content pillars. Professional photography and video production covers construction, 
guestrooms, public space and the food and beverage outlets. Interactive website video content is deployed to 
support direct booking conversion. Paid media is budgeted at $40,000 for the year, weighted to the opening 
window and to event driven weekend demand. 

 



The Lawrence Hotel  |  Annual Operating Plan and Budget |  Page 5 

2.5  Strategies by Revenue Stream 

Guestrooms. Price to the approved budget and yield upward on identified high demand dates. Build the negotiated 
corporate and legal base to support midweek occupancy. Manage online travel agency share as a supplemental 
channel rather than a base channel. 

Restaurants. Both outlets are marketed to the downtown resident base as well as to hotel guests, supported by a 
37 promotion annual calendar tied to holidays and downtown Lawrenceville events. 

Groups and events. Priority targets are downtown weddings and rehearsal dinners, corporate meetings and 
training, medical and association meetings, and Arts Center related room blocks. 

3.  Capital Expenditures and Reserve 

Approval requested: capital expenditures with respect to the managed property for the fiscal year, and the capital 
reserve funding rate. 

3.1  Capital Reserve 

Item Rate Amount 

Capital Reserve, funded from operations 2.0% of total operating 
revenue 

$131,047 

Capital expenditures budgeted against the reserve n/a $0 

Reserve Balance at Fiscal Year End, if unspent  $131,047 

The reserve is accrued monthly and held for the benefit of the property. No expenditure is drawn from the reserve 
without the Authority's approval. 

3.2  Principal Capital Expenditures 

The hotel opens as new construction. All furniture, fixtures, equipment and initial operating supplies are funded 
through the development and construction budget rather than through operations. Capital activity during the fiscal 
year is limited to punch list completion, warranty work and furniture, fixtures and equipment installation closeout, 
each of which remains the responsibility of the construction contract and the purchasing agreement and is not a 
charge against this operating budget. 

No principal capital expenditure is proposed for the fiscal year.  
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4.  Rate-Setting Methodology and Manager Authority 

4.  Methodology for Establishing Rates 

Rates are established through a structured process rather than by discretion. The inputs, in order of application, 
are as follows. 

● The approved budget. The budget establishes the annual rooms revenue objective, the blended average 
daily rate target of $189.74 and the monthly seasonality pattern. It is the control against which every rate 
decision is measured. 

● Forecast demand. Rolling 90 day and 365 day demand forecasts are built from on the books pace, 
historical and market seasonality, the downtown and regional events calendar, and contracted group 
blocks. 

● Competitive properties. Daily rate shop data and monthly third party benchmarking establish where the 
competitive set is priced and where compression dates exist. 

● Market conditions. Citywide and event compression, new supply, and prevailing corporate travel and 
economic conditions are assessed weekly. 

● Franchisor requirements. Rate structure, rate parity, distribution and loyalty program requirements 
imposed under the franchise agreement are mandatory constraints and are not discretionary. 

The output is a published rate structure that seeds all booking channels, with yield adjustments applied on 
identified high demand dates and with negotiated, group, intermediary and loyalty business transacting under the 
terms of the applicable agreements. The blended result across all channels is the budgeted average daily rate. 
Rates are reviewed on a recurring basis against forward pace and performance against the approved budget. 
Revenue 

5.  Key Personnel 

5. Key Employee Positions 

Position Individual Selected 

General Manager Chase Wynn 

Director of Sales Helen Thomas 

 


