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The Revenue You
Don't Know You're
Missing
You have a pricing tool. You connected it to your PMS. Prices adjust

automatically every day. So your revenue management is handled, right?

Not quite. After analyzing over 2,000 short-term rental portfolios, we found

that 99% of operators using dynamic pricing tools are still leaving 10-40% of

their potential revenue on the table.

99%
of tool users have

fixable revenue gaps

10-40%
revenue left uncaptured

despite using a tool

9/10
operators running tools

in "set and forget" mode

We call this the invisible revenue gap because if you are 70% occupied

and 20% above market average, you feel like things are working. You do not

see the tens or hundreds of thousands sitting uncaptured.

This guide shows you exactly where the gap lives, and how to close it.
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A Pricing Tool Is
a Calculator, Not
a Strategy
PriceLabs, Wheelhouse, Beyond Pricing. They are good software. We use

PriceLabs too. But software alone is leaving you 10 to 30 percent short.

Here is the difference between having a pricing tool and having a revenue

management strategy:

W H A T  Y O U R  T O O L  D O E S W H A T  R E V E N U E  M A N A G E M E N T

R E Q U I R E S

The Core Problem

Your pricing tool automates. But does it think? Does it know that this Saturday is different

from last Saturday because there is a festival 20 miles away? That your competitor

dropped rates yesterday and you are about to lose three weekends?

Adjusts nightly rates based on

algorithms

Responds to market demand

signals

Applies your configured settings

Makes micro-adjustments daily

Monitoring pacing vs. your comp

set

Adjusting base prices for market

shifts

Managing booking windows

proactively

Optimizing availability and policies

Spotting events your tool misses
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Three Elements of
Real Revenue
Management
Your pricing tool only addresses the first element. The other two are where

the real money lives.

01 YOUR TOOL HANDLES THIS

Dynamic Pricing Strategy

Base prices, seasonal adjustments, demand-responsive rates. Your tool does

this well, but only if the inputs are correct. Wrong base prices cannot be fixed by

algorithm corrections. If your base should be $200 but is set at $500, the tool

drops to $400. Still massively overpriced.

02 YOUR TOOL CANNOT DO THIS

Strategic Availability Management

Minimum stay requirements, check-in/check-out restrictions, orphan gap logic.

These settings block demand that your pricing tool cannot overcome. Found in

75% of portfolios we audit: unbookable nights from minimum stay conflicts.

03 YOUR TOOL CANNOT DO THIS

Policy and Visibility Optimization

Cancellation policies, Instant Book settings, profile completeness. Strict

cancellation policies create invisible costs: lost bookings that are 3-5x the value

of the fees you retain. Your tool has no visibility into this.
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5 Costly Mistakes
Tool Users Make
After hundreds of pricing audits, these are the five mistakes we find in

nearly every portfolio. Each one is fixable, most in under 30 minutes.

1 Setting Maximum Price Caps

Limits your upside on peak demand you have not anticipated. One operator missed

$1,800/night World Cup bookings because of a $600 cap.

2 Overly Restrictive Minimum Stays

The most common mistake. Found in 75% of portfolios. Blocks 80% of potential bookings

and creates unbookable orphan gaps.

3 One Minimum Price for the Entire Year

Your New Year's Eve cancellation should not sell at your January midweek floor. Without

seasonal minimum prices, last-minute discounts crush peak revenue.

4 Ignoring the Early Booking Window

Most operators focus on the next 7-14 days. But 30-50% of highest-ADR bookings happen

60-90+ days out, where competitors are capturing your demand.

5 Stale Base Prices

If your base prices have not been updated in 12-24 months, every daily adjustment your

tool makes is wrong. The foundation everything else builds on is broken.
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01 Maximum Price Caps

Maximum price caps feel like a safety net. In practice, they are a revenue ceiling

you do not know you hit.

The problem: When demand spikes from events, holidays, or supply shortages, your

tool tries to raise prices to capture the opportunity. A max cap blocks that adjustment.

You sell a $1,800 night for $600 and never know it happened.

Why operators set them: Fear of looking overpriced. Fear of zero bookings at high

rates. But your pricing tool already has a built-in safety maximum based on market

data.

Real example: One operator had a $600 max cap on a 3-bedroom property. During

the 2026 World Cup, comparable properties were booking at $1,800/night. That single

week cost them over $8,000 in lost revenue, from one setting they forgot they

configured.

The Fix (2 Minutes)

Remove all maximum price caps. If prices seem unrealistic, the issue is your base price or

demand sensitivity settings, not the ceiling. Let the market tell you what guests will

pay.
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02 Overly Restrictive Minimum Stays

This is the most common and most expensive mistake we find. 75% of portfolios

have it, and most operators have no idea.

The typical setup: 2-night minimum within 30 days, 3-night from 30-60 days, 5-night

from 90+ days. This rolling window feels strategic but blocks 80% of your potential

booking window.

The hidden cost: If your market has a 2-night average stay but you require 5 nights

for bookings 3+ months out, you are invisible to the majority of guests searching

during your highest-ADR booking window. Those guests book your competitors

instead.

The orphan gap problem: A 3-night minimum creates 1-night gaps between

bookings that nobody can fill. Toggle the "unbookable nights" warning in your multi-

calendar, and you will likely find revenue-killing gaps you never knew existed.

The Fix (15 Minutes)

Start with a flexible baseline: 2-night minimum across the entire calendar. Only add

restrictions for specific occasions (holidays, peak weekends) with data to justify them.

More flexibility = more revenue. Guests pay higher nightly rates for shorter stays.
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03 One Minimum Price All Year

A single minimum price for the entire year means your peak dates are

unprotected.

What happens: A guest books New Year's Eve at $800. They cancel 5 days before

check-in. Your tool applies last-minute discounts and the night sells for your global

minimum of $150. That is $650 in lost revenue from one cancellation.

The fix: Create seasonal profiles with elevated minimum prices for peak dates. Your

New Year's Eve minimum should be 2-3x your off-season minimum. This protects you

from cancellation-driven discounting on your most valuable nights.

04 Ignoring the Early Booking Window

This is where the most money is won or lost. Operators who focus only on the

next 7-14 days are missing 80% of the opportunity.

The math: 30-50% of your highest-ADR bookings happen 60-90+ days before check-

in. If you are overpriced during that window, guests book your competitors. You end

up filling last-minute at discounted rates with the same occupancy but 30-40% lower

ADR.

The real cost: One client increased RevPAR by 35% simply by capturing more early

bookings. Same properties, same markets, same occupancy. The only change was

pricing competitively earlier in the booking window.

Freewyld Foundry RPM freewyldfoundry.com



05 Stale Base Prices

Your base price is the foundation everything else builds on. If it is wrong, every

daily adjustment your tool makes is also wrong.

How it happens: You set your base price when you first connected the tool. Maybe

12 months ago. Maybe 24. Since then, your market has shifted, new competitors have

entered, your reviews have improved, and seasonal patterns have changed. But your

base price still reflects a moment in time that no longer exists.

Real example: A $1M annual revenue operator had not updated base prices since

May 2023. Their settings were nearly two years stale. When we audited their portfolio,

they were leaving approximately $200,000 per year on the table, just from outdated

foundations.

How to set the right base price:

The 30% Rule

If more than 30% of your future dates are hitting your minimum price, your minimum is

too high. This is a clear signal that your floor is acting as a ceiling, limiting revenue across

your entire calendar.

Start with your comp set (5-10 similar properties in size, quality, location)

Adjust for your positioning: better reviews, premium amenities, or unique location

justify higher bases

Test your ceiling: price high and test down (easier than trying to raise from too-low)

Review quarterly at minimum, monthly during peak seasons
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What Your Tool
Cannot See
Pricing tools process market data and apply algorithms. They are essential

for scale. But they have blind spots that require human judgment.

BLIND SPOT

Local Events

A conference center just announced a

major event. A concert venue added a

show. Your tool will not know until

bookings start flowing, and by then

competitors have already captured the

early demand at premium prices.

BLIND SPOT

Competitive Shifts

Your closest competitor just dropped

rates. Or 15 new listings entered your

market from new regulations. Or a

property manager pulled 30 units

offline. These shifts change your pricing

power overnight.

BLIND SPOT

Your Own Improvements

You just upgraded photos, added a hot

tub, or hit Superhost. Your property is

now worth 15-20% more. Your tool still

prices based on the old comp set

position until bookings prove the new

value.

BLIND SPOT

Booking Window Shifts

Weather forecasts, travel trends, and

economic conditions change when

guests book. A sunny forecast two

weeks out can spike demand your tool

only sees after the opportunity passes.

These decisions represent 15-30% of your revenue movement. They

require human judgment combined with data, not algorithms alone.
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PriceLabs Features
You're Not Using
90% of PriceLabs users are not using features already included in their

subscription. These cost nothing extra but unlock critical revenue

intelligence.

1 Market Dashboard

Free credit per user. Shows competitive intelligence, booking curves, future occupancy

trends, and pacing data. This alone changes how you price.

2 Multi-Calendar Custom Metrics

Add 7-day and 15-day booking pickup, market penetration index (60/90/120 day),

weekday vs. weekend occupancy, and minimum price hitting dates.

3 Neighborhood Data Graph

Three-dot menu next to any listing. Shows your price vs. comp set vs. booked ADR vs. last

year. Use daily aggregation for pricing decisions.

4 Comp Set Optimization

Most operators compare against too few properties. Aim for 50-100 in your comp set. If

you only have 18 studios, add 1-bedrooms for smoother, actionable data.

5 Calendar Color Modes

Switch between Demand view, Price vs. Last Year (red = lower, blue = higher), and

Reservation Dates (booking recency). Each reveals different optimization opportunities.
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C A S E  S T U D Y

From $20K to $68K
Per Week
This portfolio was using PriceLabs and had an experienced operator

managing pricing. On paper, things looked fine. But when we analyzed their

pacing and booking window data, the gaps were massive.

$20K
STARTING WEEKLY REVENUE

$68K
AFTER 4 WEEKS

25-40%
SUSTAINED MONTHLY LIFT

What we changed: We did not replace their pricing tool. We layered

strategy on top of it. We fixed base prices, opened minimum stay

restrictions, expanded the booking window, and started monitoring pacing

weekly.

The catch-up phase: Booked revenue went from $117K in March to $206K

in April to $225K in May, then stabilized at $40-50K monthly in sustained

improvements.

"We thought PriceLabs was handling our revenue management. We had no idea

we were leaving that much on the table."

Results based on same-store comparison. The tool stayed the same. The strategy changed

everything.
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Your Weekly
Revenue Routine
Your pricing tool handles the daily adjustments. You handle the weekly

strategy. Spend 30-60 minutes each week on this checklist to close the gap

between tool and true revenue management.

Review pacing: are you ahead or behind your comp set?

Check MPI for the next 30, 60, and 90 days in your multi-calendar

Check booking pickup from the past 7 days

More or fewer bookings than expected? Adjust pricing 5-10% accordingly

Scan for unbookable nights and orphan gaps

Toggle the warning view in your calendar to find hidden revenue killers

Review every new booking: what can you learn?

Length of stay, lead time, rate achieved, guest origin. Patterns reveal opportunities

Check for upcoming events that could shift demand

Concerts, conferences, sports, weather changes, local festivals

Verify base prices are still competitive

Use neighborhood data to compare your rates vs. comp set. Adjust if market has shifted

Confirm seasonal minimums are protecting peak dates

Elevated floors for holidays, events, and peak weekends prevent discount damage
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Ready to Close
Your Revenue Gap?

We offer a free Revenue Report for qualified operators. Our team will

analyze your pricing strategy, tool settings, and booking windows to

show you exactly where your invisible revenue lives.

$ 1 M +  A N N U A L  R E V E N U E

Free Revenue Report

Our experts analyze your portfolio and

show you the specific gaps in your

pricing strategy. No obligation, real

insights you can act on immediately.

G R O W I N G  Y O U R  P O R T F O L I O

Cashflow Mastery Course

Learn our complete revenue

management system yourself. The

same frameworks and strategies we

use across 2,000+ listings, built for

operators ready to go beyond the tool.

FreewyldFoundry.com/report

Or email us at foundry@freewyld.com
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https://www.freewyldfoundry.com/get-started?utm_source=lead_magnet&utm_medium=pdf&utm_campaign=pricing_tool_guide&utm_content=revenue_report_card
https://www.freewyldfoundry.com/cashflow-mastery?utm_source=lead_magnet&utm_medium=pdf&utm_campaign=pricing_tool_guide&utm_content=cashflow_mastery_card
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