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[bookmark: _Toc233649694][bookmark: _Toc233651126]Executive Summary
This report reviews the strategic direction of Airbnb, Inc. with a focus on personalised customer care. Airbnb has developed from a disruptive peer-to-peer accommodation platform into a global marketplace connecting guests with stays, experiences and services in more than 220 countries and regions (Guttentag, 2015; Airbnb, Inc., 2026a). Its 2025 results show commercial strength: revenue reached $12.2 billion, Gross Booking Value (GBV) reached $91.3 billion and the platform ended the year with more than 9 million active listings (Airbnb, Inc., 2026b). The strategic challenge is to convert scale into trusted, personalised and locally legitimate customer care.
The external environment is attractive but more contested. Global tourism has continued to recover, yet travellers increasingly expect flexibility, safety, personalisation and frictionless digital service (UN Tourism, 2026; World Travel & Tourism Council, 2026; Lemon and Verhoef, 2016). Airbnb also faces strong rivalry from Booking Holdings, Expedia, hotels, search engines and AI-enabled travel discovery channels (Booking Holdings, 2026; Expedia Group, 2026). Regulation around short-term rentals, housing pressures, safety, taxation, data protection and platform accountability is intensifying. The EU short-term rental data-sharing framework, applying from May 2026, illustrates how local legitimacy has become a strategic condition rather than a compliance afterthought (European Union, 2024; European Commission, 2026).
Internally, Airbnb has valuable resources including its global brand, two-sided network, product design capability, data assets, host community, financial strength and growing AI capability (Barney, 1991; Parker, Van Alstyne and Choudary, 2016; Airbnb, Inc., 2026a). These resources can support advantage, but customer care remains difficult because Airbnb does not directly control all service delivery. Guests may experience listing inaccuracy, cancellation, discrimination, safety concerns or slow resolution, while hosts may face policy uncertainty, guest misconduct, chargebacks or inadequate support (Edelman and Luca, 2014; Cheng and Jin, 2019; Airbnb, Inc., 2026a).
Three strategic options are evaluated: AI-enabled personalised care at scale; verified quality and human-led recovery; and broader trip ecosystem expansion through services, experiences and selected hotel supply. The recommended strategy is Airbnb Care360, a hybrid model combining responsible AI, human escalation, verified supply, personalised trip support and local regulatory alignment. This strategy is suitable, acceptable and feasible because it strengthens trust, supports key stakeholders and builds on Airbnb’s existing technology, brand, data and financial capabilities (Whittington et al., 2020; Lynch, 2018; Wade, Joshi and Teracino, 2021).
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[bookmark: _Toc233651127]1. Introduction
Airbnb operates in a dynamic part of the global service economy. It is neither a traditional hotel group nor a conventional online travel agency; it is a platform business that enables hosts to offer accommodation, experiences and services to guests (Hagiu and Wright, 2015; Kenney and Zysman, 2016; Airbnb, Inc., 2026a). This model creates network effects, but it also creates a management challenge: Airbnb is accountable for customer experience even though many service encounters are delivered by independent hosts (Parker, Van Alstyne and Choudary, 2016; Gawer, 2014).
The purpose of this report is to review Airbnb’s strategic direction and identify approaches linked to strategic and agile business management, with a focus on personalised customer care. The report uses secondary research from academic literature, industry sources, corporate reports and regulatory material. It applies PESTLE, stakeholder analysis, customer journey analysis, the resource-based view, VRIO, dynamic capabilities, SOSTAC and suitability-acceptability-feasibility evaluation, not as descriptive models, but as tools for judging Airbnb’s strategic situation and implementation choices (Freeman, 1984; Barney, 1991; Teece, Pisano and Shuen, 1997; Lemon and Verhoef, 2016; Whittington et al., 2020; Chaffey and Smith, 2022).
Customer care is interpreted broadly: support, trust, safety, listing quality, host responsiveness, transparent pricing, cancellation recovery, accessibility, anti-discrimination, data privacy, local compliance and post-stay learning. This is necessary because customer experience is created across the journey rather than at one touchpoint (Parasuraman, Zeithaml and Berry, 1988; Grönroos, 1984; Verhoef et al., 2009; Lemon and Verhoef, 2016).
[bookmark: _Toc233649696]The report argues that Airbnb’s next phase of advantage should be built around trusted personalisation. Personalisation without trust can feel intrusive or unfair, while trust without personalisation may be too generic to differentiate Airbnb from Booking.com, Expedia, hotels or emerging AI travel agents (Payne and Frow, 2005; Huang and Rust, 2021; Booking Holdings, 2026; Expedia Group, 2026). Airbnb therefore needs customer care that combines data-led service, human judgement, verified quality and local accountability.
[bookmark: _Toc233651128]2. Main Findings of Strategic Analysis
[bookmark: _Toc233649697][bookmark: _Toc233651129]2.1 External Environment: PESTLE Analysis
Airbnb’s PESTLE environment is defined by tourism growth, regulatory scrutiny and rising expectations for safe, flexible and personalised digital service. Politically and legally, the central issue is local legitimacy: short-term rentals are increasingly linked to housing pressure, taxation, safety, data protection and platform accountability. The EU short-term rental data-sharing framework applying from May 2026 shows that compliance is now part of customer experience, not only a back-office concern (European Union, 2024; European Commission, 2026).
Economically and socially, travel demand gives Airbnb room for growth, but customers are more risk-conscious. Inflation, geopolitical disruption and cancellation risk can quickly alter booking behaviour, while guests still expect authentic stays, accurate information, inclusive treatment and fast recovery when problems occur (UN Tourism, 2026; World Travel & Tourism Council, 2026; Lemon and Verhoef, 2016; Airbnb, Inc., 2026c).
Technologically and environmentally, AI, mobile service and digital payments can improve care at scale, but they also create governance, privacy and fairness risks. Airbnb’s sustainability commitments also need to become visible in the guest and host journey through responsible-hosting guidance, lower-impact travel information and community-sensitive service design (OECD, 2019; Floridi and Cowls, 2019; Airbnb, Inc., 2025).
The competitive dimension of the environment reinforces these pressures. Research shows that Airbnb’s growth has had a measurable disruptive effect on incumbent hotel revenues, which has encouraged hotels, online travel agencies and destination authorities to respond through loyalty programmes, price flexibility and lobbying for tighter regulation (Zervas, Proserpio and Byers, 2017). At the same time, Booking Holdings and Expedia are investing heavily in alternative accommodation and AI-based trip planning, which narrows Airbnb’s historical differentiation (Booking Holdings, 2026; Expedia Group, 2026). The environment can therefore be described as volatile, uncertain, complex and ambiguous, meaning that Airbnb cannot rely on static planning and instead needs sensing capability, rapid learning and agile adjustment of its customer-care model (Bennett and Lemoine, 2014; Teece, 2007).
Overall, the PESTLE analysis shows that Airbnb’s customer-care challenge is multidimensional: growth opportunities are significant, but regulation, reputation, technology and trust are now deeply connected (Whittington et al., 2020; Teece, 2007).
Table 1. PESTLE summary and strategic implications for Airbnb Care360
	PESTLE factor
	Key issue for Airbnb
	Strategic implication for personalised customer care

	Political
	Short-term rental restrictions, housing concerns and city-level scrutiny.
	Build local legitimacy through transparent host guidance and compliant data sharing.

	Economic
	Travel demand remains strong, but inflation and disruption affect booking behaviour.
	Offer flexible support, clearer pricing and faster cancellation or relocation recovery.

	Social
	Travellers seek authentic and personalised stays but still expect safety and inclusion.
	Strengthen trust signals, anti-discrimination protection and proactive trip communication.

	Technological
	AI support, mobile platforms and digital travel discovery reshape service expectations.
	Use AI for speed and personalisation, with visible human escalation for sensitive cases.

	Legal
	Platform accountability, safety, tax, data protection and AI governance obligations are fragmented.
	Embed local rules into listing, booking and support journeys rather than treating compliance separately.

	Environmental
	Tourism faces pressure to reduce negative community and environmental impacts.
	Support responsible hosting, lower-impact travel information and community-sensitive service design.


[bookmark: _Toc233649698][bookmark: _Toc233651130]2.2 Stakeholder and Customer Journey Analysis
Airbnb’s strategic position is better understood as a multi-stakeholder trust challenge than as a narrow competition problem. The platform must satisfy guests, hosts, regulators, communities and investors while coordinating service encounters delivered outside Airbnb’s direct control (Freeman, 1984; Whittington et al., 2020).
These expectations are interconnected. Poor host support can reduce supply quality; weak local legitimacy can increase restrictions; and unresolved guest failures can damage repeat booking, brand trust and investor confidence. Customer care therefore becomes a platform-governance issue, not only a support function.
Stakeholder prioritisation also matters. Using a power-interest logic, regulators and city governments hold high power and increasingly high interest, so Airbnb must manage them closely through proactive engagement rather than reactive defence (Freeman, 1984; Whittington et al., 2020). Guests and hosts hold high interest and significant collective power because they can switch platforms, so their expectations should directly shape care design. Local communities have traditionally held lower formal power, but their influence over political decisions has grown as housing debates intensify, which raises their strategic priority. This prioritisation supports the argument that customer care should be designed as a trust system serving several audiences at once rather than as a single-channel support function.
Table 2. Stakeholder analysis for Airbnb’s customer-care strategy
	Stakeholder
	Key expectations
	Strategic pressure on Airbnb
	Customer-care implication

	Guests
	Safe, accurate, inclusive and recoverable stays.
	Low trust reduces repeat booking and direct platform loyalty.
	Provide proactive trip support, verified information and fast human recovery for urgent cases.

	Hosts
	Fair rules, visibility, protection and compliance help.
	Weak host experience reduces supply quality and encourages multi-homing.
	Treat hosts as care customers through education, escalation and transparent policy decisions.

	Regulators
	Legal compliance, data transparency and platform accountability.
	Non-compliance can increase restrictions and reputational risk.
	Build local rules into listing setup, booking information and support workflows.

	Local communities
	Responsible tourism, reduced nuisance and housing protection.
	Community resistance can weaken Airbnb’s licence to operate.
	Create responsible-hosting guidance and clearer community complaint channels.

	Investors
	Growth, profitability and risk control.
	Care investment must show strategic and financial value.
	Use KPIs linking care quality to retention, complaint reduction and resilience.


Customer journey analysis shows that trust is created before, during and after the stay. Airbnb’s care system therefore needs to connect search, booking, pre-arrival, stay, issue resolution and post-stay learning, because customer experience is shaped across multiple touchpoints (Verhoef et al., 2009; Lemon and Verhoef, 2016).



Table 3. Customer journey analysis for Airbnb personalised care
	Journey stage
	Typical risk or pain point
	Care360 response

	Search and evaluation
	Uncertainty about quality, safety, fees and host reliability.
	Use verified trust signals, clearer total pricing and personalised filters.

	Booking
	Confusion about cancellation, house rules or local requirements.
	Provide plain-language policy summaries and compliance prompts.

	Pre-arrival
	Check-in failure, language barriers or accessibility concerns.
	Send proactive reminders, multilingual support and risk-based escalation.

	During stay
	Safety issue, inaccurate listing, discrimination or urgent relocation need.
	Move high-risk cases quickly from AI to trained human specialists.

	Post-stay
	Slow refund decisions, unresolved disputes or weak learning from reviews.
	Use structured recovery, transparent decisions and data-led improvement of hosts and listings.


Together, these tools show that Airbnb’s strongest route is context-aware, trustworthy and recoverable care across the platform ecosystem.
[bookmark: _Toc233649699][bookmark: _Toc233651131]2.3 Internal Analysis: Resources, Capabilities and Strategic Gaps
From a resource-based view, Airbnb has several valuable resources: a globally recognised brand, a two-sided network, large data assets, product design capability, host community and strong cash generation (Barney, 1991; Airbnb, Inc., 2026a). Network effects and platform governance are particularly important because more high-quality hosts attract more guests, while more demand attracts supply (Parker, Van Alstyne and Choudary, 2016; Hagiu and Wright, 2015).
However, a resource supports sustainable advantage only when it is valuable, rare, difficult to imitate and organisationally embedded (Barney, 1991). Table 4 applies this VRIO logic to Airbnb’s most relevant customer-care resources. Airbnb’s brand and community are valuable, but competitors can copy individual features such as flexible payments, reviews or AI support. What is harder to copy is an integrated trust system across guests, hosts, listings, local rules and recovery, making customer care a potential strategic capability (Prahalad and Hamel, 1990; Teece, 2007).


Table 4. VRIO analysis of Airbnb’s customer-care resources and capabilities
	Resource or capability
	VRIO judgement
	Strategic implication

	Global brand
	Valuable and relatively rare, but vulnerable to trust failures.
	Supports confidence, but must be protected through reliable recovery and safety standards.

	Two-sided platform network
	Valuable, rare and hard to imitate at Airbnb’s scale.
	Creates advantage if high-quality hosts and repeat guests are retained.

	Customer and host data
	Valuable, partly rare and organisation-dependent.
	Can enable personalisation, but must be governed ethically and transparently.

	AI and product design capability
	Valuable and organised, but moderately imitable.
	Improves speed and consistency when combined with human escalation.

	Host community
	Valuable and difficult to imitate, but uneven in quality.
	Requires incentives, education and verification to protect guest trust.

	Trust and safety system
	Potentially valuable, rare and hard to imitate if fully integrated.
	Could become Airbnb’s strongest strategic capability for personalised care.


Airbnb has also shown dynamic capabilities: sensing changes in travel behaviour, seizing opportunities through product innovation and reconfiguring resources through technology investment (Teece, Pisano and Shuen, 1997; Eisenhardt and Martin, 2000; Teece, 2007). Recent examples include its rebuilt technology stack, AI-powered support, Guest Favourites, updated cancellation policies, expansion markets and services and redesigned experiences (Airbnb, Inc., 2026b; Airbnb Help Centre, 2026). The risk is that expansion increases complexity faster than care systems adapt.
A key internal weakness is limited direct control over the service environment. Hotels can train employees and resolve many issues on site; Airbnb depends on hosts, guests and third-party partners. Airbnb’s own risk disclosures acknowledge that it does not verify every listing for safety, quality or legal compliance and that user misconduct can damage trust and reputation (Airbnb, Inc., 2026a). Customer care must therefore be proactive rather than merely reactive.
Another gap is the tension between automation and empathy. AI support can reduce cost and speed up routine resolution, but travel failures are often emotional. A guest locked out at midnight, a family facing last-minute cancellation or a host dealing with damage may not feel cared for by an automated response. This supports a hybrid model in which AI handles routine issues and trained humans manage high-risk, emotional or reputationally sensitive cases (Raisch and Krakowski, 2021; Floridi and Cowls, 2019).
Academic research on the sharing economy supports this internal assessment. Trust has been identified as the main determinant of satisfaction and repeat use in peer-to-peer accommodation, because guests must rely on strangers and on information provided through the platform (Möhlmann, 2015; Ert, Fleischer and Magen, 2016). Studies also show that peer-to-peer accommodation changes travel behaviour itself, encouraging longer stays, wider destination choices and more local consumption, which increases the range of situations in which care may be needed (Tussyadiah and Pesonen, 2016; Dolnicar, 2018). These findings confirm that trust and care are not peripheral service issues for Airbnb; they are the mechanisms through which its network effects are converted into loyalty and repeat booking.
The internal analysis suggests that Airbnb’s strongest opportunity is to turn trust and care into a dynamic capability by combining technology, host governance, human escalation, local compliance and ethical decision-making (Teece, 2007; OECD, 2019).
[bookmark: _Toc233649700][bookmark: _Toc233651132]3. Critical Evaluation of Strategic Options for Personalised Customer Care
[bookmark: _Toc233649701][bookmark: _Toc233651133]3.1 Option One: AI-Enabled Personalised Customer Care at Scale
The first option is to deepen AI-enabled personalised customer care across the journey. Airbnb is already using AI-powered customer support and has reported that many issues can be resolved without an agent (Airbnb, Inc., 2026b). This option would expand AI from reactive support into proactive trip care, using risk signals to predict check-in problems, support multilingual communication and suggest alternatives after cancellations (Huang and Rust, 2021; Dwivedi et al., 2021).
This option is strategically suitable because Airbnb’s scale makes purely manual service difficult. AI can improve speed, consistency and cost efficiency, while contextual data can support personalisation based on trip type, accessibility needs, language preference, past booking behaviour and local risk signals (Huang and Rust, 2021; Payne and Frow, 2005).
It is feasible because Airbnb has invested in AI, platform architecture and data infrastructure, but it is not simple. AI customer care requires reliable policy data, robust testing and clear escalation routes. Poorly designed AI may give inaccurate answers, miss emotional distress or reproduce bias, especially where decisions involve safety, discrimination, disability, refunds or urgent relocation (Airbnb, Inc., 2026a; OECD, 2019; Floridi and Cowls, 2019).
Acceptability is mixed. Shareholders may support AI because it can reduce support costs and improve margins; guests and hosts may welcome faster answers for routine issues. However, customers may distrust AI if it is opaque or appears to block human support. AI should therefore augment care rather than replace it (Raisch and Krakowski, 2021; Dwivedi et al., 2021).
Overall, AI-enabled care is necessary but insufficient. It should form the operational backbone of the strategy, governed by human judgement, transparency and ethical controls (OECD, 2019; Floridi and Cowls, 2019).
[bookmark: _Toc233649702][bookmark: _Toc233651134]3.2 Option Two: Verified Quality and Human-Led Recovery
The second option is to strengthen quality assurance and human-led recovery through visible listing verification, clearer host quality tiers, stronger safety checks, urgent escalation and dedicated recovery teams in priority cities. It would build on tools such as Guest Favourites and AirCover, but make trust more operationally concrete (Airbnb Help Centre, 2026; Airbnb, Inc., 2026b).
This option is suitable because trust is Airbnb’s central strategic vulnerability. Guests do not expect every Airbnb to look the same, but they do expect accuracy, safety and recoverability. Verified quality can reduce perceived risk, support repeat booking and help Airbnb compete with hotels’ predictable service standards (Ert, Fleischer and Magen, 2016; Cheng and Jin, 2019; Parasuraman, Zeithaml and Berry, 1988).
The option is acceptable to guests and communities because it improves accountability, and it may benefit high-quality hosts by distinguishing them from weaker supply. Some hosts may resist checks if they seem bureaucratic or costly, so Airbnb should use incentives such as search benefits, lower dispute friction, training support and premium guest segments (Sundararajan, 2016; Prahalad and Ramaswamy, 2004).
The main feasibility challenge is cost. Human-led recovery and verification require investment, local partnerships and data governance. However, a serious trust failure can damage brand equity, increase refunds and chargebacks and trigger regulatory scrutiny. Preventive investment is therefore strategically defensible because it protects platform legitimacy, repeat booking and host quality (Airbnb, Inc., 2026a; Barney, 1991; Teece, 2007).
This option is highly relevant to sustainable competitive advantage because trust is difficult to imitate. Competitors can copy individual features, but a reliable global care system supported by local knowledge, host incentives and customer data is harder to reproduce (Barney, 1991; Teece, 2007).
[bookmark: _Toc233649703][bookmark: _Toc233651135]3.3 Option Three: Integrated Trip Ecosystem Through Services, Experiences and Selected Hotels
The third option is to expand customer care beyond accommodation by integrating stays, services, experiences and selected hotel supply. Airbnb has launched services and redesigned experiences and has begun working with boutique and independent hotels in selected supply-constrained cities (Airbnb, Inc., 2026a; Airbnb, Inc., 2026b). This could serve more trip occasions and increase repeat booking.
The option is suitable because customers increasingly want connected journeys rather than isolated transactions. Accommodation, arrival support, local experiences, food services, workspace and family support can increase customer lifetime value when personalised well (Pine and Gilmore, 1998; Lemon and Verhoef, 2016; Payne and Frow, 2005).
However, this is the riskiest option. Expansion adds safety, quality and liability issues and could blur Airbnb’s brand. Hotels may help in regulated or supply-constrained markets, but excessive broadening could push Airbnb into direct competition with larger online travel agencies on their terms (Ansoff, 1957; Booking Holdings, 2026; Expedia Group, 2026).
The option is feasible only through agile experimentation. Airbnb should test specific use cases in markets where customer demand, regulation and supply conditions justify the move, rather than attempt a full-scale ecosystem transformation. Core care capability should be strengthened first (Ahlbäck et al., 2017; De Smet, Lurie and St George, 2018; Denning, 2018).
Ecosystem expansion can support long-term growth, but it should be built on a trusted care foundation; otherwise, it may create more points of failure (Mintzberg and Waters, 1985; Wade, Joshi and Teracino, 2021).
[bookmark: _Toc233649704][bookmark: _Toc233651136]3.4 Comparative Evaluation
Using the suitability, acceptability and feasibility framework, the strongest direction is not a single option but a sequenced combination (Whittington et al., 2020; Lynch, 2018). Table 5 summarises the judgement across the three strategic options.
Table 5. SAF evaluation of Airbnb’s strategic options
	Strategic option
	Suitability
	Acceptability
	Feasibility
	Overall judgement

	AI-enabled personalised care
	High: supports scale, speed and proactive support.
	Medium: users may reject opaque automation.
	High: Airbnb has AI, data and product capability.
	Necessary backbone, but not enough on its own.

	Verified quality and human-led recovery
	High: directly addresses trust and service variability.
	High for guests and communities; mixed for some hosts.
	Medium: requires investment and local operations.
	Strongest foundation for Care360.

	Trip ecosystem expansion
	Medium-high: supports growth and repeat use.
	Mixed: may blur the brand or create new risks.
	Medium: adds safety, quality and liability complexity.
	Useful only through controlled pilots after care improves.


AI-enabled care is useful for scale but risky if over-automated. Verified recovery addresses trust more directly, while ecosystem expansion should remain selective because it adds complexity (Raisch and Krakowski, 2021; Airbnb, Inc., 2026a).
Airbnb should therefore strengthen AI-human support around the core accommodation experience first, then expand care into services, experiences and selected hotel supply where pilots prove customer value and operational control (Ahlbäck et al., 2017; Wade, Joshi and Teracino, 2021).
[bookmark: _Toc233649705][bookmark: _Toc233651137]4. Wider Organisational Implications
[bookmark: _Toc233649706][bookmark: _Toc233651138]4.1 Leadership and Governance
The recommended strategy requires leadership to treat customer care as a strategic capability rather than a cost centre. Senior management should connect care metrics with retention, trust, regulatory legitimacy and host quality. This aligns with strategic agility literature, which emphasises learning, cross-functional coordination and leadership commitment (Kotter, 2012; Kotter, Akhtar and Gupta, 2021; Wade, Joshi and Teracino, 2021).
Leading this change also requires a structured transformation approach. Kotter’s model suggests that Airbnb should first build urgency around trust and care performance, using internal complaint, refund and regulatory data to make the case for change, and then form a guiding coalition of senior leaders across product, operations, trust and safety, legal and regional management (Kotter, 2012). Quick wins, such as measurable reductions in urgent-issue resolution time in pilot markets, should be communicated widely to sustain momentum, and successful practices should then be anchored in policies, training and performance metrics so that improvements survive beyond individual initiatives (Kotter, Akhtar and Gupta, 2021).
AI governance is particularly important. Airbnb should define when AI can resolve issues independently and when it must escalate. High-risk issues involving safety, discrimination, vulnerable guests, legal disputes or urgent relocation should not depend solely on automated decision-making (OECD, 2019; Floridi and Cowls, 2019; Raisch and Krakowski, 2021).
[bookmark: _Toc233649707][bookmark: _Toc233651139]4.2 Culture and Organisational Structure
Airbnb’s culture has historically emphasised design, community and belonging (Airbnb, Inc., 2026a). The strategy should extend this culture into operational care through cross-functional care squads combining product managers, engineers, trust and safety specialists, policy experts, support teams and local market managers. These squads should target specific pain points such as check-in failure, inaccurate listings, cancellation recovery and host response quality (De Smet, Lurie and St George, 2018; Denning, 2018).
This structure supports agility because teams can experiment, measure outcomes and improve quickly. It also reduces siloed decision-making: a cancellation policy change, for example, should involve support staff, hosts, legal specialists and customer insight teams, not only product or finance teams (Ahlbäck et al., 2017; Kotter, 2012).
[bookmark: _Toc233649708][bookmark: _Toc233651140]4.3 Technology and Data
The strategy depends on better use of customer data, but personalisation must be based on consent, relevance and customer benefit. Airbnb should avoid personalisation that feels manipulative, discriminatory or overly intrusive; data should improve care, not only conversion (Payne and Frow, 2005; Huang and Rust, 2021; OECD, 2019).
Technologically, Airbnb needs a unified view of the customer journey. Support agents and AI systems should understand booking context, host history, listing quality, prior issues, guest needs and local regulations so customers do not repeat information or receive inconsistent answers (Verhoef et al., 2009; Lemon and Verhoef, 2016).
[bookmark: _Toc233649709][bookmark: _Toc233651141]4.4 Corporate Reputation, CSR and Local Legitimacy
Airbnb’s reputation depends on guest satisfaction and community impact. In cities facing housing pressure, local stakeholders may view short-term rentals negatively. Customer care should therefore include local legitimacy: clearer host compliance guidance, lawful data-sharing, responsible-hosting support and community complaint mechanisms (European Commission, 2026; Airbnb, Inc., 2026a).
CSR should also be connected to care. Sustainable travel choices, accessibility information and anti-discrimination protections should be built into the booking journey, making CSR operational rather than symbolic (Vargo and Lusch, 2004; Airbnb, Inc., 2025; Edelman and Luca, 2014).
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The strategy requires investment in AI systems, human escalation teams, verification, host education and compliance capability, but it can reduce refunds, chargebacks, repeat complaints and reputational damage. In a platform business, trust reduces friction; reduced friction can improve repeat booking, host quality and resilience (Cusumano, Gawer and Yoffie, 2019; Airbnb, Inc., 2026a; Teece, 2007).
The financial case can also be framed in terms of customer lifetime value and cost avoidance. Retaining an existing guest or a high-quality host is usually cheaper than acquiring a new one, so investments that increase repeat booking and host retention protect future revenue at relatively low marginal cost (Payne and Frow, 2005; Lemon and Verhoef, 2016). In addition, better first-contact resolution reduces repeated support contacts, while verified supply lowers the probability of refunds, relocations and disputes. Airbnb’s strong cash generation gives it the capacity to fund these investments without threatening financial stability, provided that spending is phased through pilots and linked to measurable care outcomes (Airbnb, Inc., 2026b; Lynch, 2018).
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5. Recommendations
[bookmark: _Toc233649712][bookmark: _Toc233651144]5.1 Recommended Strategy: Airbnb Care360
Airbnb should implement Airbnb Care360, a personalised and trust-based customer-care strategy covering search, booking, pre-arrival, stay, issue resolution, review and repeat booking. It should cover both guests and hosts because Airbnb’s service quality depends on both sides of the platform (Hagiu and Wright, 2015; Parker, Van Alstyne and Choudary, 2016). The SOSTAC framework is useful here because it turns the recommendation into a clearer planning cycle from situation analysis to control (Chaffey and Smith, 2022).
Table 6. SOSTAC implementation framework for Airbnb Care360
	SOSTAC element
	Application to Airbnb Care360

	Situation
	Airbnb has strong scale, brand and technology, but customer care is weakened by service variability, regulation, host behaviour and trust risk.

	Objectives
	Improve trust, reduce urgent issue resolution time, increase repeat booking, strengthen host satisfaction and improve local legitimacy.

	Strategy
	Build a hybrid AI-human care model supported by trust-verified supply, proactive trip support and local compliance integration.

	Tactics
	Use AI escalation rules, human recovery teams, trust badges, host education, local-rule prompts and personalised trip reminders.

	Actions
	Pilot Care360 in priority markets, train support teams, update workflows, integrate compliance data and build care dashboards.

	Control
	Track resolution time, trust score, complaint rates, rebooking time, host satisfaction, chargebacks and regulatory complaints.


The core principle is that every customer should feel Airbnb understands the context of their trip and can act quickly if the experience breaks down. This would differentiate Airbnb from competitors focused mainly on transaction volume or accommodation supply, while reinforcing Airbnb’s platform-based trust capability (Lemon and Verhoef, 2016; Parker, Van Alstyne and Choudary, 2016; Teece, 2007).
[bookmark: _Toc233649713][bookmark: _Toc233651145]5.2 Recommendation One: Build a Hybrid AI-Human Care Model
Airbnb should expand AI-powered support with clear human escalation. Routine issues such as policy explanations, payment questions, check-in reminders and simple refund guidance can be handled by AI, while urgent or sensitive issues should move quickly to trained human specialists (Huang and Rust, 2021; Raisch and Krakowski, 2021).
The system should use risk-based escalation. Late-night check-in failure, safety complaints, accessibility failure, discrimination reports or host cancellation close to arrival should automatically receive priority, so customers do not need to fight the system to reach a person (OECD, 2019; Airbnb, Inc., 2026a).
Key actions include:
· develop a clear AI escalation policy;
· create specialist teams for safety, urgent relocation and discrimination cases;
· train AI tools using verified policy data rather than broad generic responses;
· monitor AI decisions for bias, accuracy and customer satisfaction;
· give customers a visible route to human support in high-stress situations.
[bookmark: _Toc233649714][bookmark: _Toc233651146]5.3 Recommendation Two: Create a Trust-Verified Supply Programme
Airbnb should introduce a stronger trust-verification layer for listings and hosts. It should not standardise every home, but should make essential expectations clearer through identity verification, location accuracy, safety features, cancellation reliability, response quality and local-rule compliance (Airbnb Help Centre, 2026; Cheng and Jin, 2019).
This would improve pre-booking confidence, reward responsible hosts and reduce weak supply visibility. Incentives could include better search placement, trust badges, premium demand access and tailored host support (Ert, Fleischer and Magen, 2016; Prahalad and Ramaswamy, 2004).
The programme should begin in markets where trust and regulation are most strategic, such as major European cities, high-demand urban destinations and fast-growing expansion markets (European Commission, 2026; Airbnb, Inc., 2026c).
[bookmark: _Toc233649715][bookmark: _Toc233651147]5.4 Recommendation Three: Personalise Care Across the Trip Journey
Airbnb should move from reactive support to proactive care by using booking context to anticipate needs. Families could receive clearer safety and arrival information; guests with accessibility needs could receive verified prompts; first-time users could receive extra guidance; and hosts with repeated check-in problems could receive targeted support (Verhoef et al., 2009; Payne and Frow, 2005).
This personalisation should be practical and controllable. Customers should be able to manage communication language, accessibility needs, preferred support channel and trip reminder level, supporting personalisation without intrusive profiling (Huang and Rust, 2021; OECD, 2019).
[bookmark: _Toc233649716][bookmark: _Toc233651148]5.5 Recommendation Four: Align Customer Care with Local Compliance
Airbnb should integrate local regulatory requirements into the host and guest experience. Hosts need clearer compliance guidance during listing setup and renewal; guests need transparent information where local rules affect taxes, check-in, length of stay or documentation; and Airbnb should share required data lawfully and privacy-consciously (European Union, 2024; European Commission, 2026).
This is strategically important because regulation is now part of customer experience. Illegal or non-compliant listings create uncertainty for guests, while unclear rules can push hosts away or increase reputational risk. Local compliance should therefore be treated as care, not only as legal administration (Airbnb, Inc., 2026a; European Commission, 2026).
[bookmark: _Toc233649717][bookmark: _Toc233651149]5.6 Recommendation Five: Use Agile Pilots Before Scaling Ecosystem Expansion
Airbnb should continue expanding services, experiences and selected hotel supply through controlled pilots linked to care standards. Each new service category should have quality rules, safety requirements, refund processes and escalation pathways before full expansion (Airbnb, Inc., 2026a; Ansoff, 1957; Wade, Joshi and Teracino, 2021).
The most appropriate initial pilots would be:
· boutique hotel partnerships in supply-constrained cities;
· high-quality local experiences in markets with strong tourism demand;
· practical guest services such as grocery delivery, luggage support or family travel assistance;
· premium support for complex trips or longer stays.
Pilot success should be measured not only by revenue but also by complaint rates, repeat use, customer trust and operational complexity (Lynch, 2018; Lemon and Verhoef, 2016).

[bookmark: _Toc233649718][bookmark: _Toc233651150]5.7 Implementation Roadmap
In the first six months, Airbnb should design the Care360 operating model, define AI escalation rules, identify pilot markets and create care dashboards. It should also review failure points such as host cancellations, inaccurate listings, check-in issues and slow dispute resolution (Airbnb, Inc., 2026a; Cheng and Jin, 2019).
Between six and eighteen months, Airbnb should scale AI-human support in priority markets, launch trust-verified listings, introduce host education tools and integrate local compliance guidance. It should test whether improvements reduce contact rates, chargebacks and negative reviews (Airbnb, Inc., 2026b; Teece, 2007).
Between eighteen and twenty-four months, Airbnb should expand successful pilots into additional markets and connect Care360 to services, experiences and hotel partnerships. At this stage, care standards should become a requirement for any new product category (Ahlbäck et al., 2017; Wade, Joshi and Teracino, 2021).
[bookmark: _Toc233649719][bookmark: _Toc233651151]5.8 Key Performance Indicators
Airbnb should measure the strategy through a balanced set of indicators linked to customer experience, platform risk and strategic resilience (Lynch, 2018; Whittington et al., 2020):
· average resolution time;
· first-contact resolution rate;
· urgent issue escalation time;
· rebooking time after host cancellation;
· refund decision time;
· customer trust score;
· repeat booking rate;
· listing accuracy complaint rate;
· safety incident rate;
· host response time;
· host satisfaction with support;
· chargeback rate;
· regulatory complaint rate;
· proportion of bookings covered by trust-verified supply.
These indicators should be reviewed by senior management because customer care is directly linked to strategic resilience, trust and sustainable competitive advantage (Barney, 1991; Teece, 2007; Whittington et al., 2020).
To avoid measurement overload, these indicators should be grouped into a small number of themes, such as speed of resolution, quality of recovery, trust and safety, host health and regulatory legitimacy, with clear targets and accountable owners for each theme (Lynch, 2018; Chaffey and Smith, 2022). Control should not be purely quantitative: complaint narratives, review comments and host feedback provide qualitative insight into why failures occur, supporting continuous learning rather than simple reporting (Cheng and Jin, 2019). This closes the SOSTAC cycle by feeding results back into the next round of situation analysis and keeps Care360 adaptive as markets and regulations change.


[bookmark: _Toc233649720][bookmark: _Toc233651152]6. Conclusion
Airbnb’s strategic challenge is to maintain growth while strengthening trust, personalisation and local legitimacy. It has strong resources: a global brand, a large host and guest network, advanced technology, financial capacity and product innovation capability. Yet its platform model creates service variability because Airbnb cannot fully control every host, property, guest or local environment (Barney, 1991; Airbnb, Inc., 2026a).
The analysis shows that personalised customer care is not a narrow support function. It is a strategic capability connecting technology, trust, safety, host quality, regulatory compliance, ethical AI, community relations and recovery. Airbnb’s investments in AI, flexible booking, quality improvements and expansion markets are strategically relevant, but they need to be integrated into a clearer care system (Airbnb, Inc., 2026b; Teece, 2007; OECD, 2019).
Airbnb Care360 would strengthen resilience by combining AI efficiency with human judgement, verified supply, proactive trip support and local compliance. It is suitable for the external environment, acceptable to key stakeholders and feasible given Airbnb’s capabilities. If implemented carefully, it can help Airbnb move beyond accommodation intermediation towards a trusted travel-care ecosystem, which is likely to be more sustainable than growth based only on listings, marketing or price (Whittington et al., 2020; Lemon and Verhoef, 2016; Teece, 2007).
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