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Abstract 
Hospitality is created through the collaboration of many disciplines. 

Architects design space. 

Interior designers shape atmosphere. 

Operators develop processes. 

Chefs create culinary experiences. 

Marketing teams communicate the brand. 

Each discipline contributes significant value. 

Yet one essential element often remains implicit rather than intentionally designed: the narrative that 

connects these elements into a coherent guest experience over time. 

This paper introduces the concept of the Narrative Layer as the missing integrative dimension of 

hospitality design. 

 

Key Question 
Who designs the guest's story? 

When a new hospitality project is conceived, every discipline begins with a clear responsibility. 

Architects ask: 

How should the space function? 
Interior designers ask: 

What atmosphere should the environment create? 
Operators ask: 

How should services be delivered? 
Marketing teams ask: 

How should the property be presented to the market? 
Each question is essential. 

Yet another question is rarely asked. 

How should the guest's experience unfold from the first moment of arrival to the final memory after 

departure? 

 

Observation 
Modern hospitality projects are extraordinarily sophisticated. 

Architecture has become more expressive. 

Interior design has become more immersive. 

Operations have become more refined. 

Technology has become more integrated. 

Marketing has become increasingly personalised. 

Each discipline continues to evolve. 

Yet they often evolve independently. 

The result is not necessarily a fragmented experience. 

Many outstanding hotels naturally create memorable stays. 

However, when memorable experiences occur, they are often the product of exceptional teams, culture or 

intuition rather than of an explicit design framework that intentionally coordinates every stage of the guest 

journey. 

The guest does not perceive architecture, operations or marketing separately. 

The guest experiences only one reality. 

 

Discussion 
Consider a theatrical performance. 

The audience never evaluates the lighting, the costumes, the stage design and the music as separate systems. 

They experience one story. 

Hospitality is remarkably similar. 



A guest does not consciously distinguish between the architecture of the lobby, the timing of check-in, the 

atmosphere of dinner and the character of the final morning. 

All of these moments gradually become chapters of one narrative. 

Yet the hospitality industry generally manages them through separate organisational structures. 

Architecture. 

Operations. 

Food & Beverage. 

Housekeeping. 

Entertainment. 

Marketing. 

Each performs successfully within its own discipline. 

The question is not whether these disciplines are effective. 

The question is who is responsible for the experience that exists between them. 

 

Framework Insight 
This missing dimension is the Narrative Layer. 

The Narrative Layer does not replace architecture. 

It does not replace operations. 

It does not replace service design. 

Instead, it provides the organising logic that connects them across time. 

It answers questions that individual disciplines cannot answer alone. 

Why does one experience happen before another? 

Where should anticipation be created? 

When should emotional intensity increase? 

Where should reflection occur? 

How should the final memory be shaped? 

The Narrative Layer transforms independent hospitality functions into a coherent journey. 

It is not another department. 

It is another level of design. 

 

Implications 
Once the Narrative Layer becomes an explicit design discipline, hospitality projects can be planned 

differently. 

Architecture becomes part of a sequence rather than an isolated environment. 

Operations become contributors to an evolving experience rather than independent procedures. 

Food & Beverage becomes a narrative chapter rather than a collection of meals. 

Entertainment becomes progression rather than programming. 

The destination begins to function as one integrated story. 

 

Conclusion 
Hospitality already possesses outstanding architecture, sophisticated operations and increasingly refined 

guest services. 

What it often lacks is an explicit method for connecting these elements into one intentionally designed 

experience. 

The Narrative Layer provides that missing level of integration. 

It does not ask how to improve individual departments. 
It asks how every discipline contributes to one continuous guest journey. 

This idea forms the conceptual centre of the Narrative Hospitality Framework. 

The next paper moves from theory to application, introducing the structural model through which narrative 

journeys can be intentionally designed. 
 


