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[bookmark: OLE_LINK282][bookmark: OLE_LINK283][bookmark: OLE_LINK284][bookmark: OLE_LINK285][bookmark: OLE_LINK288]Executive summary
The epidemic of COVID-19 has become a normal state gradually in 2020. As the leader of online short-term accommodation field, Airbnb has also been impacted in its businesses. The pandemic has not only changed the business mode, but also altered the consumers’ trip mode. In this report, an analysis was mainly made on the business mode of Airbnb through the analytical methods of PESTEL and Michael Porter's Five Forces. Meanwhile, a discussion was also made on the transformation of consumers’ behavior patterns in the epidemic period and the influence & consequences of the epidemic situation. Through analysis on the two aspects, the transformation direction which Airbnb should implement in the epidemic period was gained. However, owing to the lack of some economic data of the year, this report still needs further verification.











[bookmark: OLE_LINK39][bookmark: OLE_LINK40]Introduction
[bookmark: OLE_LINK25][bookmark: OLE_LINK26][bookmark: OLE_LINK112][bookmark: OLE_LINK295][bookmark: OLE_LINK296][bookmark: OLE_LINK19][bookmark: OLE_LINK20]Both the world order and world economy have been disrupted due to the COVID-19. At the end of the 2019, the pandemic started spreading in China. Then it has swept across the globe rapidly through various transmission channels. To prevent its continuous spread, a whole set of policies to keep a social distance has been conducted (Fernandes, 2020). Thus, these complete or partial lockdown policies definitely damaged different industries and especially the Travel & Tourism sector. Different from the other industries, the implication of the pandemic can be a disaster for hospitality industry. The income of offline education maybe declined, but the online education industry is growing vigorously. However, the restriction policies in different countries have almost made zero the revenue of hospitality industry. This report aims to offer recommendations for the selected organization through external and internal analysis with different analytical methods. Meanwhile, the report indicates the potential threats and possible measures that the organization can implement during the pandemic.     
Background of the Organization
[bookmark: OLE_LINK113][bookmark: OLE_LINK114][bookmark: OLE_LINK61][bookmark: OLE_LINK62][bookmark: OLE_LINK224][bookmark: OLE_LINK225][bookmark: OLE_LINK35][bookmark: OLE_LINK36][bookmark: OLE_LINK37][bookmark: OLE_LINK38]This report selects Airbnb as the target of strategy development. Airbnb is an acronym for Airbed and Breakfast, which most people translate as accommodation in the air. As one of the leaders in the sharing economy, Airbnb has penetrated 190 countries since its inception in 2008 and has made a difference in the sharing economy. And it has become one of the tech giant in the world today. Airbnb's search for a sense of belonging is a gimmick that allows travelers to experience the lives of locals and have unique experiences. Specifically, it helps users to book idle rooms (mostly homestays) through the Internet, open the supply-side of idle housing to meet the potential unlimited demand for housing. Its number of housing and trading volume has begun to rival the international hotel and it has become a dark horse in the hospitality industry. Apparently, Controversy exists behind such rapid development. On the one hand, Airbnb's intrusion has challenged the business of local hotel operators. On the other hand, while Airbnb has provided a unique way of travel accommodation as a pioneer of the sharing economy, its security and transparency have been questioned. For example, the lack of regulation on idle resources providers and the house owner are not paying the income tax (Whittington et al.,2020).
[bookmark: OLE_LINK55][bookmark: OLE_LINK56]SWOT Analysis 
i. Strengths
[bookmark: OLE_LINK236][bookmark: OLE_LINK237][bookmark: OLE_LINK226][bookmark: OLE_LINK227][bookmark: OLE_LINK238][bookmark: OLE_LINK239][bookmark: OLE_LINK242][bookmark: OLE_LINK243]Airbnb has a large number of users around the world as a pioneer in the sharing economy. Nowadays, it focuses on expanding its business in China, which has huge development prospect in tourism market. Besides, it has specialized the housing selection listings by hiring professional photographers. They will take pictures for every rooms that provided by the hosts. Meanwhile, Airbnb will review listings before putting them on the website and it will send staff to evaluate the resources (Dolnicar,2017). In the pandemic, Airbnb has a higher risk resistance that traditional hotel firms. Because its housing resources belong to hosts instead of the company itself, this makes it avoid the taxes and expenses of vacant rooms during the recession caused by COVID-19. 
ii. Weaknesses
[bookmark: OLE_LINK250][bookmark: OLE_LINK251][bookmark: OLE_LINK252][bookmark: OLE_LINK253]First, it is difficult to control the quality of housing resources.  Basically, Airbnb is cooperating with every hosts on the listings, so it will be difficult for Airbnb to supervise so many housing resources and must be vigilant about oversight issues though it will be a burden with increasing costs. Second, Airbnb rates are higher than budget hotels. Especially in China, the budget hotel industry is growing particularly fast, so it has been snubbed for a while when it entered the Chinese market. 
iii. [bookmark: OLE_LINK230][bookmark: OLE_LINK231]Opportunities
First, the globalization background of sharing economy has great potential for the development of the P2P platform. Second, Airbnb is a part of the digital acceleration. In the pandemic, more and more people are getting used to technological solutions in their daily life. Due to a need of contactless convenience, online accommodation provider like Airbnb will become the first options (WTTO,2020). 
iv. [bookmark: OLE_LINK232][bookmark: OLE_LINK233]Threats
[bookmark: OLE_LINK222][bookmark: OLE_LINK223]The first and biggest threat is the lack of trust. Hosts may be concerned about vandalism and theft. Because the renting time is short and the identity of users is not completely transparent. Second, the short-term rental market is unperfect and the quality of housing resources is uneven. The legal regulation and policies have not been published in many areas, so that unexpected situations encountered in the development of homestays are difficult to deal with. 
PESTEL Analysis
i. [bookmark: OLE_LINK47][bookmark: OLE_LINK48][bookmark: OLE_LINK217][bookmark: OLE_LINK228][bookmark: OLE_LINK229]Political factors
[bookmark: OLE_LINK65][bookmark: OLE_LINK66][bookmark: OLE_LINK63][bookmark: OLE_LINK64][bookmark: OLE_LINK240][bookmark: OLE_LINK241][bookmark: OLE_LINK76][bookmark: OLE_LINK77]The impact of the pandemic on the hotel industry is unprecedented. In order to stop the continuous spread of COVID-19 and reduce the number of sufferers, governments have implemented a series of public health policies, including community closures, social distancing and reduced flights. Most tourism-related businesses have also been briefly closed, and there is a lack of demand for the few that can continue to operate. The impact of these policies is even more severe for Airbnb, for it will face higher standards set by the government as public health awareness increases (Dogan,2020). 
Meanwhile, due to the expansion of the pandemic, there is a growing disagreement on epidemic prevention and control among countries and regions, which indirectly led to the increase in visa denial. Moreover, the implementation of more stringent customs and quarantine policies will affect tourism.
[bookmark: OLE_LINK104][bookmark: OLE_LINK105][bookmark: OLE_LINK67][bookmark: OLE_LINK68]However, with the arrival of winter and the maturity of anti-epidemic measures, most countries are gradually liberalizing regulatory policies. With the manufacture and popularization of the COVID-19 vaccine next year, it is only a matter of time before the tourism industry picks up. Then green shoots will emerge including but not limited to the hospitality industry.
ii. Economic factors
[bookmark: OLE_LINK106][bookmark: OLE_LINK107][bookmark: OLE_LINK108][bookmark: OLE_LINK109]As the pandemic spreads, a global recession is inevitable, but, particularly, the sharing economy will be hit hard. The essence of the sharing economy is to fully allocate and utilize idle resources. It plays the role of middleman to make a profit. Unlike the traditional corporate structure, most of the resources that hold by a SE platform are not attributed to the corporation itself and it has resulted in a more vulnerable risk resistance to COVID-19. The outbreak of COVID-19 has accelerated the demise of many businesses in SE sector. 
[bookmark: OLE_LINK115][bookmark: OLE_LINK116]In the face of the pandemic, many companies, including Airbnb, are beginning to consider a further business transformation. In the past, Airbnb has focused primarily on offering the tourists a unique experience of local lives in different countries and it resulted in the simplification of consumer. But now it is turning its attention to the domestic market. On the other hand, faced with COVID-19, the disadvantages of the short-term rental business exposed. Appropriate exploitation in long-term rental market is also a feasible solution to be considered (Mokter,2020).
[bookmark: OLE_LINK132][bookmark: OLE_LINK133][bookmark: OLE_LINK127][bookmark: OLE_LINK128][bookmark: OLE_LINK129][bookmark: OLE_LINK121][bookmark: OLE_LINK122]Although In 2018, The valuation of Airbnb was about $53-$65 billion, exceeded the world's largest hotel company, Marriot, at the time, the pandemic have taken a massive toll on its revenue which will lose about 54% in 2020 (Airbnb Statistics,2020). But Airbnb still takes its corporate responsibilities in the time of pandemic. Such as working with local municipalities to enhance its corporate image and providing free housing for front-line medical staff. At the same time, despite the ordeal of the pandemic, Airbnb completed its IPO on 10th December and doubled $68 per share on the second day, indicating that the market remains optimistic about the recovery of the sharing economy after the pandemic (Lauren, 2020). 
iii. [bookmark: OLE_LINK134][bookmark: OLE_LINK135]Social factors
[bookmark: OLE_LINK136][bookmark: OLE_LINK137][bookmark: OLE_LINK138][bookmark: OLE_LINK139]Nowadays, the concept of collaborative consumption has been widely accepted. It is an economic model in which consumers "connect" with tools such as online and offline communities, salons, training, etc., to achieve cooperative or mutually beneficial consumption, including cooperation in owning, renting, using, or exchanging goods and services, centralized procurement, etc. (Owyang,2013).
In the sharing economy, Airbnb is the largest hospitality company and differentiates itself from the traditional hotel companies. Airbnb holds the belief that it can satisfy consumers by providing a deeper experience of local life. In fact, the concept is widely accepted by the users of Airbnb, and affective commitment exists among the majority of its faithful users (Kim,2020). Meanwhile, Airbnb also impacted the traditional hospitality business. A survey indicated that every 10% increase in the listings of Airbnb, there will be a decline of local hotel room revenue by 0.37% (Zervas et al.,2017).
[bookmark: OLE_LINK12][bookmark: OLE_LINK13][bookmark: OLE_LINK16][bookmark: OLE_LINK17]But faced with the pandemic, consumers tend to select accommodation with higher hygienic criterion. To a certain extent, this affected business of Airbnb. Because Airbnb can not control the hygienic environment strictly. As a sharing economy platform, most of its rooms are held by the hosts, so it’s difficult to coordinate the safety standards. Meanwhile, after the pandemic, countries and regions with high-quality medical facilities will become more favorable selections for tourists. This will result in a decline on Airbnb listings of the developing countries (Wen et al.,2020).       
iv. Technical factors
[bookmark: OLE_LINK103][bookmark: OLE_LINK110][bookmark: OLE_LINK27][bookmark: OLE_LINK28]The pandemic has accelerated the innovation and integration of technologies. According to World Travel & Tourism Council, amid stay-at-home orders, digital adoption and consumption are on the rise, with consumers now expecting contactless technologies, among others, as a basic prerequisite for a safe and seamless travel experience (WTTO,2020).
[bookmark: OLE_LINK271][bookmark: OLE_LINK272][bookmark: OLE_LINK53][bookmark: OLE_LINK54][bookmark: OLE_LINK41][bookmark: OLE_LINK42]Airbnb ensured the security of its electronic payment channels. 95 per cent of customers opting for Airbnb because it provides an ease and security payment method (Airbnb Statistics,2020). At the same time, it is constantly enriching its website features. Aim to provide a full range of information services before the depart of consumers, including specific address, reviews, travel considerations, local regional characteristics and other information. Airbnb interface design maintains the principle of simplicity and elegance. The listing of rooms is aesthetical and elegant, so as to help customers make their choices quickly.
v. [bookmark: OLE_LINK49][bookmark: OLE_LINK50][bookmark: OLE_LINK51][bookmark: OLE_LINK52]Environmental factors
[bookmark: OLE_LINK297][bookmark: OLE_LINK298]Although Airbnb served as a provider of accommodations, it is working hard on environmental protection. In 2018, Airbnb lunched its office of healthy tourism. According to the survey, 88% of Airbnb hosts around the world incorporate green practices into hosting. The hosts prefer using low-carbon products, lend bikes to the guests. Some encourage guests to use public transportation, and installing solar panels. 79% of guests said they chose Airbnb instead of other substitutions because they wanted to experience a local life, and 66% of guests said the environmental benefits of home sharing were important in their choice of Airbnb. (Airbnb,2019).
vi. Legal factors
[bookmark: OLE_LINK43][bookmark: OLE_LINK44][bookmark: OLE_LINK45][bookmark: OLE_LINK46][bookmark: OLE_LINK195][bookmark: OLE_LINK196][bookmark: OLE_LINK86][bookmark: OLE_LINK87]The main legal issue Airbnb faced during its development is regional accommodation regulations. Then there are the legal issues between hosts, consumers and platform. In 2019, Airbnb has once again tightened its rules on listings, especially in the city which once owned a very high numbers of listings and bookings. In Los Angeles, Hosts may only rent out their primary residences (where they live for more than 6 months out of the year) and hosts may only rent for 120 days a year. In Barcelona, Owners must have a city-approved license to rent their apartment (Airbnb Statistics,2020). 
Porter’s 5 Forces Analysis 
i. Threat of substitute services
[bookmark: OLE_LINK60][bookmark: OLE_LINK69]So far, it's hard to see other substitute services around the world having the same influence and scope as Airbnb, including multinational hotel chains. This is because Airbnb is the first P2P hotel firm in the SE sector. Its business scope covers almost every part of the world. Airbnb, on the other hand, has accumulated public praise. In any place, a good user base allows it to expand its business quickly. Although Booking.com is similar to Airbnb, it is primarily aimed at the traditional hotel industry. It is inferior to Airbnb in terms of sharing economy and homestay sector. But China is the exception, Airbnb faces long-term competition because of Beijing's tighter controls on foreign companies and the rapid iteration and emergence of other local P2P companies (Qiu.2020). Only by offering a better service while ensuring accommodation qualities can it keep competitive in China.
ii. Threat of new entrants
[bookmark: OLE_LINK74][bookmark: OLE_LINK75][bookmark: OLE_LINK88][bookmark: OLE_LINK89]The threat of new entrants into the sharing economy as a P2P platform is low. Maybe it’s easy for the new entrants to create a website like Airbnb. But it’s difficult to organize the same networks and listings of idle resources like it. Until November 2020, Airbnb has over 7 million listings all over the world and more than 150 million users (Airbnb Statistics,2020). Meanwhile, the golden time for the e-commerce and sharing economy has passed. Tech giant like Facebook, Amazon, Uber and Airbnb has almost predominated in their fields. So it’s difficult for entrants and imitators to get close to them. Nevertheless, the possibility of new disruptor’s appearance is not disappeared.    
iii. [bookmark: OLE_LINK120][bookmark: OLE_LINK123]Intensity of competitive rivalry
[bookmark: OLE_LINK111][bookmark: OLE_LINK119][bookmark: OLE_LINK97][bookmark: OLE_LINK98][bookmark: OLE_LINK99][bookmark: OLE_LINK100]Rivalry among existing firms in P2P lodging industry is fierce. The growth of P2P platforms and increasing competitors has fueled the intensity of competitive rivalry.
[bookmark: OLE_LINK140][bookmark: OLE_LINK141][image: Airbnb Porter's Five Forces Analysis]As it has been showed in the chart below: 
[bookmark: OLE_LINK144][bookmark: OLE_LINK145]Figure: Airbnb users chart (Statistica.com)
[bookmark: OLE_LINK146][bookmark: OLE_LINK147]The numbers of sharing economy users have increased constantly in the US. In 2020, it reaches 81.2 million and this tendency is predicted to continue. Not only in the US, the popularity of sharing economy is on the rise across the world. Impressive rate of growth in the industry is going to attract new market entrants, further intensifying rivalry among existing companies.
[bookmark: OLE_LINK148][bookmark: OLE_LINK149][bookmark: OLE_LINK157][bookmark: OLE_LINK158]The success of Airbnb is sure to attract more imitators, and a wide range of competitors emerged positioning themselves as niche service providers in the industry pioneered by Airbnb. While it is undeniable that Airbnb is a global leader in peer-to-peer lodging industry, niche competitors such as Flipkey, TurnKey and Vrbo present growing threat to the lodging giant. For example, Flipkey focuses on group bookings in popular tourist destinations, another competitor, TurnKey offers freedom to busy travelers by giving them door code instead of a key, meaning that travelers can rock up and leave whenever they want. Similarly, HomeAway positions itself as a more refined and more polished competitor to Airbnb, targeting a slightly older crowd, whereas Vrbo is for kid-friendly vacations with listings that are bigger and have backyards (Dudovskiy,2019).
iv. Bargaining power of suppliers
[bookmark: OLE_LINK161][bookmark: OLE_LINK162][bookmark: OLE_LINK159][bookmark: OLE_LINK160]The suppliers of peer-to-peer lodging industry mainly include individual owners, second-hand houses, real estate developers, local governments and other providers. The bargaining power of employees such as administrators and programmers is analyzed as follows:
1. Idle resources providers. The first is the individual owner or the second-hand housing holder, whose original intention is to obtain income by sharing the idle house resources, because it is additional income and the number of housing resources is small, the bargaining power is relatively weak. The second is real estate developers. It is a win-win situation between the platform and the real estate developers. On the one hand, real estate developers revitalize their stock assets by Airbnb. On the other hand, Airbnb use their stock assets to enrich its listings and enlarge its business scope. But Airbnb owned the discourse power, for it can bring value appreciation to the real estate (Yrigoy,2016).
[bookmark: OLE_LINK167][bookmark: OLE_LINK168][bookmark: OLE_LINK171][bookmark: OLE_LINK172][bookmark: OLE_LINK206][bookmark: OLE_LINK207]2. Labor provider. The employees of Airbnb include middle and senior managers and low-level service personnel. The current peer-to-peer accommodation networks have many middle and high level employees with many years of management experience and overseas study experience. Its overall quality is high. The online short-term rental industry has no great technical requirements on the underlying services, such as house hosting service or house butler service, which is similar to the demand of the traditional hotel industry. In general, the staff can be competent after short-term training. So the underlying service staff has weak bargaining power.
v. Bargaining power of buyers
[bookmark: OLE_LINK177][bookmark: OLE_LINK178][bookmark: OLE_LINK179][bookmark: OLE_LINK180][bookmark: OLE_LINK181][bookmark: OLE_LINK182][bookmark: OLE_LINK208][bookmark: OLE_LINK209][bookmark: OLE_LINK210][bookmark: OLE_LINK211][bookmark: OLE_LINK183][bookmark: OLE_LINK184][bookmark: OLE_LINK203][bookmark: OLE_LINK204][bookmark: OLE_LINK191][bookmark: OLE_LINK192][bookmark: OLE_LINK187][bookmark: OLE_LINK188][bookmark: OLE_LINK193][bookmark: OLE_LINK194]In the online short-term rental business, bargaining power of buyers is not high. Firstly, Although Airbnb can be an option for the businessmen in their trips, they are not target consumers for Airbnb. Airbnb's target users are travelers who want to experience local life and an in-depth travel. From this point of view, buyers don't have a better substitution for Airbnb. Traditional hotels lack such affective commitment in their business framework (Kim,2020). The services provided by Airbnb are more meaningful than those offered by traditional hotels. Breakfast is served at the traditional hotel to make customers’ departure quick and convenient. However, Airbnb offers a kitchen for consumers to make their own breakfast, and even the host can offer breakfast to the guests. In the interaction between local landlords and travelers, there is not only sharing economy but also culture sharing (Qiu,2020). Hosts can display their favorable decoration style in their rental housing, and the local experience will never be homogenized. At the same time, most hosts, as natives, can bring travelers to niche attractions and help them understand better the local culture while avoiding some gimmicks of the scenic spots. Although not all the hosts are friendly with the travelers, the data shows that 22% of hosts joined Airbnb after their first rental experience which suggested that they probably enjoyed a good time with the local hosts and are willing to provide such an experience to others (Airbnb Statistics,2020).
[bookmark: OLE_LINK286][bookmark: OLE_LINK287]Conclusions and Recommendations
To review the report, the tourism and accommodation industries have suffered a heavy setback during the period of COVID-19, and Airbnb is no exception. In 2020, the annual income of Airbnb is almost halved, just like other companies. However, this will not defeat this magnate of sharing economy field, and Airbnb completed the IPO plan established on December 10, showing that the capital market still holds an optimistic attitude toward Airbnb’s performance in the era after the epidemic. Meanwhile, according to the report, Airbnb is an enterprise with a sense of social responsibility. Its trading volume decreased somewhat during the epidemic period owing to the objective conditions, but the increase of its users does not slow down. After the epidemic, with the breaking of the tourism industry after restraining, Airbnb’s businesses also ushered in an outbreak period. However, the political relation between different countries has changed due to the epidemic. Correspondingly, multinational chain companies like Airbnb should pay more attention to the changes of departure and entry policies, epidemic prevention and control policies, and other regulations.
On the other hand, the report also shows that Airbnb has an excellent performance in marketing. However, either before or after the epidemic, what truly decides the brand maturity of Airbnb is still the affective commitment of customers. Generally speaking, affective commitment originates from the action and idea of customer care held by the company in the transaction. However, Airbnb is different from other companies. It not only considers the feelings of consumers in the process of customer care, but also pays attention to the landlords, so as to help them establish a common trust relationship. Only in this way, can both of them gain a good experience. Hence, the following suggestions are proposed:
i. Establish an emergency response team in various places
Airbnb should establish an emergency response team in various places around the world, to respond to the sudden outbreak and blockade policies, and help consumers acquire the sense of safety. Besides, it should promise that its services will not be terminated due to the particularity of the epidemic, in order to gain the users’ trust.
ii. Increase the entrance threshold for hosts and enhance information management
Airbnb should increase the entrance standard for house renters during the epidemic period, and reduce housing resources with health and safety hazards. On the other hand, the disinfection requirement above daily standard should be raised for the existing housing resources, to prevent novel coronavirus. Meanwhile, the operation departments in different places should establish a special team to analyze the real-time policies in the local place. When epidemic problems happen, it should send a warning notice to tourists by means of program positioning and order information.
iii. [bookmark: OLE_LINK289][bookmark: OLE_LINK290]Reduce the contact between occupants and landlords, and help to solve problems through long-distance artificial means
During the epidemic situation, the occupants and landlords should reduce contact. If there are some disputes or other problems, they should solve the problems through long-distance human interference. Such mode can reduce safety loophole problems during travel to the largest extent. Though the prevention of contract between tourists and local landlords will result in the loss of some travel experience, it can enhance the security.
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