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[bookmark: _Toc213358307]Abstract
This study critically examines the strategic, operational, and experiential implications of Rossington Hall’s transition from a traditional hotel operation to an Airbnb-style group accommodation. Situated within the broader context of the digital accommodation economy, the research explores how heritage properties adapt to platform-based business models and the managerial, workforce, and guest experience challenges arising from such transformations. The study adopts a qualitative case study approach, combining organisational analysis with insights from industry literature to understand the drivers, outcomes, and theoretical implications of digital transformation in hospitality.
Findings indicate that the transition was driven primarily by evolving consumer preferences, cost pressures, and the need for strategic flexibility. Post-pandemic travellers increasingly prioritised privacy, autonomy, and self-contained accommodations, reflecting wider shifts in the sharing economy (Bresciani et al., 2021; Guttentag, 2015). Rossington Hall responded adaptively by reducing staffing intensity, leveraging digital tools for guest communication, and repositioning the property as a luxury group stay. This strategic hybridisation aligns with the concept of “strategic digital hybridity” (Huang, Lin & Chen, 2024), combining physical heritage assets with platform-mediated distribution to maintain competitiveness.
Operationally, the Airbnb model introduced a leaner staffing structure, higher reliance on automation, and decentralised service delivery, consistent with the shift from traditional service provision to service orchestration (Garrido-Moreno, 2019; Oskam & Boswijk, 2016). Staff roles evolved from direct service provision to digital facilitation, requiring new competencies in online communication, guest coordination, and reputation management. While operational efficiency improved, the transformation created challenges in maintaining service consistency and preserving the social dimension of hospitality work, highlighting the trade-off between efficiency and experiential quality.
From the guest perspective, the transition catered effectively to contemporary expectations for autonomy, flexibility, and exclusivity (Gao et al., 2022; Sakr et al., 2024). However, some guests anticipated traditional hotel-style services, underscoring the importance of expectation management through clear pre-arrival communication. The shift also emphasised digital trust capital, with online reviews and ratings becoming central to quality perception and business performance (Liang et al., 2017).
Financially, Rossington Hall benefited from reduced fixed costs, flexible operations, and enhanced profitability per booking, consistent with literature on platform-based accommodation economics (Dolnicar, 2019). Yet, dependence on third-party platforms introduced revenue volatility and potential regulatory risks, highlighting the need for strategic vigilance and diversification.
The study contributes theoretically by illustrating how digitalisation mediates value co-creation, reshaping managerial, operational, and experiential practices in heritage hospitality (Garrido-Moreno, 2019; Wynn & Lam, 2023). It also highlights the tension between efficiency logic and traditional hospitality ethos, offering insight into the evolving nature of service in the digital era.
Practical recommendations for Rossington Hall include strengthening digital management and e-reputation monitoring, enhancing personalised guest services, optimising outsourcing strategies, developing staff digital competencies, and monitoring market trends and regulatory compliance. Collectively, these strategies support sustainable growth, operational effectiveness, and the preservation of heritage values.
Overall, Rossington Hall’s experience exemplifies a broader trend in hospitality: the integration of digital platforms with traditional assets to meet changing consumer expectations. The study demonstrates that platform-based transitions can deliver efficiency, autonomy, and market relevance, provided they are underpinned by strategic management, staff capability development, and careful attention to service quality and guest experience.
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1. [bookmark: _Toc213358308]Introduction
The hospitality industry has undergone a profound transformation in recent years, shaped by technological innovation, shifting consumer expectations, and the rise of alternative accommodation models such as Airbnb. Traditional hotels, once the cornerstone of the sector, are increasingly challenged by the flexibility and cost-effectiveness offered by short-term rental platforms (Guttentag, 2015; Roma, et al., 2021). This shift has encouraged many hospitality businesses to reconsider their operational models and explore hybrid or entirely new approaches to lodging provision (Sukadi, 2021). 
[image: A brick building with a driveway and a garden

AI-generated content may be incorrect.]One such example is Rossington Hall, a historic property located in Doncaster, SouthYorkshire, United Kingdom. Once a traditional luxury hotel catering to individual guests, weddings, and corporate events, Rossington Hall has recently transitioned to operating primarily as an Airbnb-style group accommodation, reflecting a broader industry trend toward alternative hospitality experiences (Rossington Hall, 2025).Figure 1 Rossington Hall, Sarda Kumar, 2025

Rossington Hall, a Grade II listed Victorian mansion set within 250 acres of landscaped grounds, has long been associated with heritage, exclusivity, and high-end service. During its tenure as a hotel, the property emphasised formal service delivery, fine dining, and event hosting (Rossington Hall, 2025). However, in the wake of the COVID-19 pandemic and the subsequent changes in travel behaviour (Cui & Attard, 2024; HRC, 2024), the management team made the strategic decision to reposition the venue as a private, whole-property rental listed on Airbnb. This new business model targets families, wedding parties, and corporate groups seeking exclusive-use venues rather than traditional hotel stays. The transition has brought about substantial changes in hospitality management, including staffing structures, guest interaction, operational processes, and marketing strategy (Swiss Education Group, 2025).
The key theme of this research centres on understanding the transition from hotel to Airbnb operation, focusing on how this shift has affected managerial practices, guest experiences, and overall business performance at Rossington Hall. The study aims to explore the extent to which digital platforms like Airbnb can sustain a property previously reliant on the hotel model, and what lessons can be drawn for similar hospitality businesses facing changing market dynamics.
The research will pursue the following objectives:
· To investigate the factors that motivated Rossington Hall to transition from hotel operations to an Airbnb model.
· To examine the key differences in hospitality management practices between traditional hotel and Airbnb operations.
· To assess the impact of this transition on staff roles, guest satisfaction, and overall business performance.
· To evaluate the broader implications of such transitions for the hospitality industry in the UK.
Accordingly, the research question guiding this study is:
“How has the transition from a traditional hotel model to an Airbnb-style operation affected hospitality management practices and guest experiences at Rossington Hall?”
By situating Rossington Hall’s transformation within the wider context of the digital accommodation economy, this study seeks to illuminate both the opportunities and challenges that arise when established hospitality providers adapt to platform-based business models. The findings will not only enhance understanding of strategic transitions in the hospitality sector but also offer practical insights for hotel managers navigating similar changes in a rapidly evolving market.
2. [bookmark: _Toc213358309]Literature Review
The hospitality sector is undergoing a profound transformation as digital platforms such as Airbnb continue to redefine traditional accommodation models and reshape consumer expectations (Zeqiri, 2024). This chapter provides a critical examination of existing research on the sharing economy and its disruptive influence on conventional hospitality practices. It explores key managerial, operational, and strategic differences between established hotel structures and the more flexible, technology-driven Airbnb model. Through this analysis, the chapter identifies the opportunities and challenges presented by digitalisation, peer-to-peer service provision, and evolving guest preferences.
Furthermore, the chapter develops a theoretical framework to guide the analysis of Rossington Hall’s transition from a traditional hotel operation to an Airbnb-based model. This framework integrates relevant concepts from strategic management, organisational change, and service innovation to contextualise the case study. Each section of the chapter is explicitly connected to the study’s core objectives: to investigate the key drivers behind the transition, examine the resulting management and operational changes, and assess the broader economic and organisational impacts of adopting an Airbnb approach. By aligning these themes with the research aims, the chapter lays the foundation for a comprehensive understanding of transformation within the modern hospitality landscape.
2.1. [bookmark: _Toc213358310]The Evolution of the Hospitality Industry and the Rise of the Sharing Economy
[image: Sharing Economy - Signficance]The hospitality industry has long prioritised service quality, standardisation, and brand reputation (Kotler et al., 2019). However, the emergence of the sharing economy has significantly altered these conventions. 
The sharing economy refers to peer-to-peer (P2P) exchanges facilitated by digital platforms, allowing individuals to rent under-used assets such as homes or rooms (Medina‑Hernandez, 2024; Britannica, 2025). Figure 2 Sharing Economy, CFI team, 2021

Airbnb, launched in 2008, revolutionised this landscape by connecting hosts directly with guests, reducing dependence on traditional intermediaries such as travel agents or hotel chains.
Scholars argue that Airbnb’s success lies in its capacity to blend affordability, flexibility, and authenticity—qualities that distinctly contrast with the standardisation and formality of traditional hotel operations (Guttentag, 2015; Roma et al., 2021). By leveraging technology and peer-to-peer interactions, Airbnb has redefined what travellers value in accommodation, emphasising local experiences and personalised stays over uniform service delivery. The platform’s business model prioritises user experience, customer reviews, and online reputation management as key indicators of quality, rather than relying on traditional hospitality benchmarks such as star ratings or professional service protocols. This shift has significantly influenced guest expectations and competitive dynamics across the sector. However, critics argue that while Airbnb promotes accessibility and innovation, it also raises concerns regarding employment stability, regulatory compliance, and the erosion of consistent quality standards within the accommodation industry (Farmaki, 2019). These tensions highlight the broader socio-economic implications of the sharing economy.
During my placement at Rossington Hall, management consistently highlighted market pressures as the main catalysts for organisational change. Declining occupancy rates, rising operational costs, and shifting consumer preferences toward more flexible, experience-driven bookings prompted the decision to transition toward an Airbnb-style model (Ariella, 2024). This strategic shift reflects a wider trend within the hospitality sector, where independent hotels increasingly adopt hybrid or platform-based operations to remain competitive and financially sustainable in a rapidly digitalising marketplace (Zhu et al., 2021). The move illustrates how traditional establishments are adapting to new guest expectations while seeking innovative ways to optimise resources and maintain profitability.
2.2. [bookmark: _Toc213358311]Operational and Management Differences between Hotels and Airbnb
Traditional hotels rely on centralised management systems designed for consistency and accountability (Mohammed & Nawal, 2024). Hierarchical staffing structures-front office, housekeeping, catering, and management-ensure service delivery and compliance with brand standards (Wood, 2019). In contrast, Airbnb decentralises operations. Hosts manage listings autonomously, supported by digital systems for booking, payment, and communication (Hotel Speak, 2019; Ekeroma, 2023). 
[image: Airbnb Vs Hotels]These structural differences have both strengths and weaknesses. Hotels benefit from quality control and staff expertise but face high labour and maintenance costs (Oskam & Boswijk, 2016). Airbnb, conversely, operates with reduced overheads and lean staffing but struggles to ensure consistent guest experiences (Kuhzady et al., 2020). This trade-off between efficiency and quality control is particularly significant in heritage venues like Rossington Hall, where maintaining brand identity and service reputation are essential.

Figure 3 Airbnb vs Hotels, Mitchell, 2024
Placement observations clearly confirmed these operational contrasts. Staff reductions and increased reliance on digital management systems enhanced efficiency and cost control but simultaneously diminished the level of personalised service traditionally associated with hotel operations. Housekeeping functions were outsourced, and reception roles were removed entirely, demonstrating the decentralised and technology-driven structure characteristic of Airbnb-style models. These changes reflect a shift toward automation and flexible labour practices designed to maximise operational agility. Such developments align with Oskam and Boswijk’s (2016) findings that Airbnb’s model reduces labour intensity while enabling broader market accessibility and scalability within the accommodation sector.
2.3. [bookmark: _Toc213358312]Consumer Behaviour and the Appeal of Airbnb
Airbnb’s rise is strongly linked to shifts in consumer behaviour. Travellers increasingly value personalised, authentic, and local experiences over standardised hotel stays (Sakr et al., 2024). The concept of “living like a local” differentiates Airbnb’s offering from hotel uniformity (Guttentag, 2015). Moreover, affordability and group-friendly options make Airbnb attractive to families and event groups (Dogru et al., 2019).
Post-pandemic consumer trends have reinforced these preferences. COVID-19 heightened the desire for privacy, flexibility, sustainable accomodations, and space (Bresciani et al., 2021; Bentley, et al., 2024). Studies show that guests perceive entire-home rentals as safer and more controllable than shared hotel environments (Huang & Chen, 2024). Rossington Hall’s strategic shift toward group rentals mirrors this trend, positioning itself as a private retreat rather than a public hotel.
However, consumer satisfaction within the Airbnb model is largely subjective and heavily influenced by peer-generated online reviews rather than formal service standards (Ert, Fleischer & Magen, 2016). This reliance on user feedback creates variability in guest experiences, as the absence of standardised procedures can result in inconsistency and uncertainty regarding reliability and trustworthiness. For heritage properties such as Rossington Hall, this issue presents an additional layer of complexity. Maintaining the site’s historical authenticity while meeting modern expectations for comfort, professionalism, and service quality requires careful management and strategic adaptation to preserve both character and customer satisfaction.
2.4. [bookmark: _Toc213358313]Economic and Strategic Implications of the Airbnb Model
From a financial standpoint, Airbnb hosts benefit from lower fixed costs, minimal staffing, and flexible pricing (Dolnicar, 2019). Hotels, by contrast, rely on economies of scale, formal employment structures, and standardised marketing channels (Cheng & Jin, 2019). Airbnb’s digital infrastructure allows small operators to compete globally, but it also exposes them to algorithmic pricing pressures and reputational risks (Gurran & Phibbs, 2017).
For independent venues like Rossington Hall, adopting an Airbnb model represents a strategic decision to achieve operational sustainability. During placement, staff noted that direct bookings through Airbnb provided consistent occupancy without heavy marketing investment. This reflects Dogru et al.’s (2020) claim that hybrid models-blending professional service with platform efficiency-achieve resilience in volatile markets.
Nevertheless, the model also entails compliance and regulatory challenges. In the UK, short-term rental properties are subject to varying local regulations, including safety standards and tax obligations (Cromarty, 2024). Misalignment with these frameworks can expose businesses to reputational and financial risk. Hence, Rossington Hall’s transition required not only operational but also strategic adaptation, aligning digital flexibility with legal compliance.
2.5. [bookmark: _Toc213358314]Theoretical Perspectives on Hospitality Management Transformation
Traditional hospitality management theory focuses on service quality, guest satisfaction, and employee engagement (Borgave & Koranne, 2012). However, digital transformation challenges these frameworks. Garrido-Moreno et al. (2019) argue that value co-creation now occurs through online interactions, user-generated reviews, and algorithmic feedback loops rather than direct service encounters. This represents a shift from physical to digital hospitality.
Rossington Hall’s reliance on Airbnb’s reputation system illustrates this change. During my placement, management emphasised online responsiveness and review management as critical for maintaining guest trust. Liang et al. (2017) support this, noting that e-reputation has become integral to service quality in the digital era. However, limited literature explores how heritage hotels adopt such digital strategies without diluting their brand identity-a gap this study addresses (Marghany, 2023).
Furthermore, organisational change theory provides a lens for analysing this transition. Kotter’s (1996) model of change management highlights the need for clear vision, communication, and staff involvement. At Rossington Hall, staff adaptation to new digital tools and self-managed workflows reflects both resistance and gradual acceptance, aligning with Kotter’s emphasis on cultural integration during transformation.
2.6. [bookmark: _Toc213358315]Identified Research Gaps
While numerous studies address Airbnb’s market disruption, few examine how existing hotels transition into Airbnb-style operations. Much of the literature emphasises consumer behaviour or housing market effects rather than internal organisational change (Farmaki, 2019; Cheng et al., 2020). Moreover, limited research exists within the UK context-particularly concerning heritage properties balancing authenticity and modernisation.
This study contributes to filling these gaps by integrating practical placement insights from Rossington Hall with theoretical frameworks on digital transformation and hospitality management. It will highlight how hotel-based businesses can adapt to platform economies while maintaining service quality, guest satisfaction, and regulatory compliance (Anwar, et al., 2024).
The reviewed literature establishes that digital disruption has redefined hospitality management through technological innovation, decentralised service models, and evolving consumer expectations. Airbnb’s emergence has created both opportunities and challenges-enhancing flexibility but complicating consistency and brand control. Rossington Hall exemplifies these dynamics within a UK heritage context. This review provides the theoretical and empirical foundation for the subsequent methodology and findings, ensuring that each research objective is grounded in relevant academic discourse.
3. [bookmark: _Toc213358316]Methods 
This chapter outlines the methodological approach adopted to investigate the transition of Rossington Hall from a traditional hotel to an Airbnb-style operation. A qualitative case study design was selected to capture rich, contextual insights from the researcher’s placement experience. The section critically evaluates the methods used, their advantages and disadvantages, and their contribution to achieving the research objectives.
3.1. [bookmark: _Toc213358317]Research Design and Approach
A qualitative case study approach was employed, focusing on Rossington Hall as a single case. Case studies are particularly suitable for exploring contemporary organisational change in depth and within real-life settings (Yin, 2018; Hassan, 2025). This design allows examination of both operational and managerial perspectives as the property adapted its business model.
A qualitative paradigm prioritises meaning and interpretation over measurement (Bryman, 2016). It is appropriate for this study, which explores how staff and management experience and respond to transformation.
· Advantages: Provides flexibility and depth, allowing the researcher to capture experiences directly from participants (Denzin & Lincoln, 2018).
· Disadvantages: Findings are context-specific and cannot easily be generalised. Researcher subjectivity is another limitation, mitigated through reflexivity and triangulation.
3.2. [bookmark: _Toc213358318]Data Collection Methods
Two qualitative methods were used: semi-structured interviews and participant observation.[image: ]Figure 4 Semi-structured interviews, Leanlab Education, 2025

· Semi-Structured Interviews
Interviews were conducted with three staff members representing different operational roles. The semi-structured format allowed consistency in questioning while enabling participants to elaborate on key issues (Gill et al., 2008). Topics included staff restructuring, guest interaction, and the adoption of digital systems.
· Advantages: Captures detailed, personal insights and allows probing of emerging themes.
· Disadvantages: Small sample size limits representativeness, and participants may give socially desirable responses (Saunders et al., 2019).
· Participant Observation
Observation during the placement provided first-hand insight into workplace routines and management practices. This method is effective for understanding real-time operational behaviours in hospitality settings (Veal, 2017).
· Advantages: Enables contextual understanding and verification of interview data.
· Disadvantages: Risk of observer bias; mitigated through reflective notes and cross-checking with secondary data.
Secondary sources such as online reviews, internal documents, and industry reports supplemented the primary data, providing wider context and supporting triangulation.
3.3. [bookmark: _Toc213358319]Data Analysis
Data were analysed thematically following Braun and Clarke’s (2021) framework discussed in an interview. Key themes-operational restructuring, guest autonomy, digital management, and staff adaptation-were identified from coded transcripts and observation notes. Thematic analysis allows flexible, interpretive exploration of patterns within qualitative data (Clarke & Braun, 2019).
· Advantages: Clarifies patterns across multiple data sources and links findings to theory.
· Disadvantages: Interpretation may be subjective, addressed by reviewing themes repeatedly to ensure consistency and transparency.
3.4. [bookmark: _Toc213358320]Validity, Reliability, and Ethical Considerations
Although qualitative research does not aim for statistical validity, it must demonstrate credibility, dependability, and confirmability (Lincoln & Guba, 1985). Credibility was achieved through triangulation of data from interviews, observation, and documents. Dependability was supported by transparent documentation of procedures, and confirmability through reflective journaling.
Ethical standards were followed throughout. Participants were informed about the research purpose, anonymity was ensured through coded identifiers (e.g., “Participant A”), and data were stored securely. The research adhered to university and UK Hospitality Research Ethics Framework guidelines (UKRI, 2025).
The qualitative case study design combining interviews, observation, and secondary data enabled a detailed exploration of Rossington Hall’s transition. While limited in generalisability, this approach provided deep insight into staff perspectives, operational change, and digital adaptation-key to addressing the study’s objectives. The next chapter presents the findings and discusses their relationship with the reviewed literature.
4. [bookmark: _Toc213358321]Findings and Discussion
4.1. [bookmark: _Toc213358322]Findings
This chapter presents the main findings derived from participant observation, semi-structured interviews, and secondary data collected during the placement at Rossington Hall. It explores how the transition from a traditional hotel to an Airbnb-style operation has influenced staffing, management practices, guest experience, and strategic direction. The analysis is structured around the research objectives and highlights critical operational and managerial implications observed throughout the study.
4.1.1. [bookmark: _Toc213358323]Transition Motivations and Strategic Rationale
The first objective examined the factors motivating Rossington Hall’s transition. Findings indicate that the decision stemmed from both internal and external pressures. Externally, increased competition from peer-to-peer accommodation platforms and changing guest preferences pushed management to reconsider their model. The property’s occupancy rates had become inconsistent, particularly during off-peak seasons, and maintaining a full-service hotel staff was financially unsustainable (Ye, et al., 2022).
Internally, management identified the need for a leaner operational structure and greater flexibility. Post-pandemic travel patterns showed that guests were increasingly favouring private, self-contained stays. This echoed wider industry patterns where independent hotels sought to reposition themselves to capture emerging market segments (Dogru et al., 2020). Rossington Hall’s management recognised that shifting to exclusive-use group bookings through Airbnb could maintain the property’s premium image while significantly reducing overheads.
The findings revealed that management viewed the Airbnb model as an opportunity for strategic simplification rather than mere cost-cutting. By focusing on group bookings, the property reduced turnover rates and administrative complexity while achieving higher occupancy per booking. This approach also reflected an adaptive strategic mindset, aligning with Garrido-Moreno’s (2019) argument that hospitality firms must evolve digitally to remain competitive.
However, staff noted that while the transition improved profitability, it also altered the property’s identity. The move away from a luxury hotel offering formal service to a self-managed accommodation experience required balancing heritage values with operational efficiency. Maintaining the prestige associated with Rossington Hall’s brand while adopting a less service-intensive model emerged as an ongoing managerial challenge.
4.1.2. [bookmark: _Toc213358324]Operational and Managerial Transformation
The second objective focused on identifying the key operational and managerial differences between hotel and Airbnb models. Findings demonstrated a fundamental structural shift. Under the hotel model, Rossington Hall maintained a clear hierarchical framework with front-of-house, housekeeping, catering, and event management teams. Daily operations required constant staff presence and direct guest interaction.
Following the transition, operations became decentralised and digitally managed. Reception and concierge services were removed, with all bookings and communication handled via Airbnb’s platform. This restructuring allowed the management team to operate with a smaller, more flexible workforce. Observation revealed that staff were primarily engaged in pre-arrival preparation, property maintenance, and remote guest assistance.
Outsourcing became central to the new model. Cleaning and maintenance tasks were contracted to external providers, while marketing and guest relations were integrated into the Airbnb system. Staff reported that this shift reduced routine pressure but increased the need for coordination and responsiveness. The manager emphasised that effective digital communication and attention to detail before check-in were now crucial indicators of service quality.
The adoption of Airbnb’s digital infrastructure represented a shift in operational logic - from human-centred service delivery to system-based management. Staff learned to navigate Airbnb’s host dashboard, manage online reviews, and update listings to maintain visibility. This aligns with Busulwa’s et al., observation that digital transformation in hospitality requires staff to develop new technical competencies and adopt data-driven decision-making.
However, operational flexibility came at the cost of control and consistency. Without on-site supervision, service lapses occasionally went unnoticed until raised in guest feedback. This reflected the tension between efficiency and reliability highlighted in Kuhzady et al. (2020), where reduced labour intensity increases risk of inconsistency. Staff expressed concern that maintaining Rossington Hall’s reputation relied heavily on guest self-management and proactive review monitoring rather than direct engagement.
4.1.3. [bookmark: _Toc213358325]Impact on Staff Roles and Work Culture
The transition profoundly reshaped staff roles and workplace culture. Previously, employees followed structured shifts with well-defined responsibilities such as reception, housekeeping, or event coordination. The Airbnb model replaced these with flexible, task-based work patterns focused on preparation, inspection, and digital guest interaction.
Staff reported both benefits and challenges. Many appreciated the autonomy and reduced workload intensity compared to hotel service. The absence of constant guest-facing duties allowed them to focus on operational readiness. However, this autonomy also demanded higher individual accountability, especially regarding problem-solving and digital communication.
Training emerged as a key area of adaptation. Employees had to familiarise themselves with the Airbnb platform, learning how to manage messages, reviews, and booking modifications efficiently. As Ekeroma (2023) notes, successful integration into platform-based hospitality requires reskilling and digital literacy development. At Rossington Hall, management organised informal peer-led sessions to help staff adjust, though some expressed uncertainty about maintaining traditional hospitality standards in this more autonomous system.
Culturally, the workplace environment became quieter and less interactive. Without the buzz of daily guest contact, the property often felt static, with activity concentrated around turnovers between bookings. While this suited the Airbnb-style rhythm, several employees associated it with reduced job satisfaction, as hospitality work often derives energy from guest interaction (Wood, 2019).
4.1.4. [bookmark: _Toc213358326]Guest Experience and Service Quality
Guest experience at Rossington Hall shifted from personalised, service-oriented hospitality to an independent, self-managed stay. Airbnb guests were typically families, seniors (Nicolau, 2024), wedding groups (Real Weddings, 2025), or corporate teams seeking exclusive use of the property. They valued privacy, space, and flexibility over formal service provision.
Observation revealed that guests generally responded positively to this model, appreciating the freedom to design their own experiences without staff interference. Many reviews highlighted the property’s grandeur, facilities, and seclusion. This confirms Gao et al.’s (2022) assertion that autonomy and authenticity are central to the appeal of Airbnb-style accommodation.
However, some guests expressed confusion regarding service expectations. A few anticipated hotel-like amenities, such as daily cleaning or on-site catering, leading to occasional dissatisfaction. Staff emphasised that managing expectations through clear communication was essential to guest satisfaction. The Airbnb platform’s digital messaging system allowed pre-arrival clarification and prompt issue resolution, but responsiveness remained critical.
Operationally, ensuring property readiness before each group’s arrival became the primary determinant of guest satisfaction. Staff followed detailed checklists for cleanliness, maintenance, and presentation. Since post-arrival support was minimal, thorough pre-stay preparation compensated for the lack of continuous service. This approach mirrored findings from Oskam and Boswijk (2016), who noted that Airbnb success depends on the host’s ability to pre-emptively ensure quality rather than reactively resolve issues.
Despite fewer guest interactions, management maintained strong digital engagement. Online reputation was treated as a strategic asset. Reviews were monitored closely, and any negative feedback prompted immediate operational reviews. This reinforced Liang et al.’s (2017) argument that digital reputation has replaced personal rapport as the new currency of trust in platform-based hospitality.
4.1.5. [bookmark: _Toc213358327]Business Performance and Strategic Outcomes
From a performance standpoint, the transition yielded mixed outcomes. Financially, the Airbnb model significantly reduced fixed costs. Payroll expenses decreased as full-time positions were replaced by flexible contracts and outsourcing arrangements. The property achieved high occupancy rates, particularly for weekend bookings and seasonal events.
However, the simplified structure limited revenue diversification. While previously the hotel generated income from food and beverage services, weddings, and corporate events, these were largely discontinued. The business became dependent on accommodation revenue alone. Management considered this acceptable due to lower operational risks, but it restricted the potential for add-on revenue streams.
Secondary data analysis of online listings and guest reviews supported these findings. Rossington Hall consistently achieved high ratings on Airbnb, indicating strong guest satisfaction, though several reviews mentioned minor service gaps. This suggests that while the operational model was sustainable, long-term competitiveness depended on maintaining digital visibility and reputation.
[image: ]Strategically, the property repositioned itself within a niche market: luxury group stays in heritage settings. This hybrid positioning combined the exclusivity of heritage hotels with the independence of Airbnb rentals (Lombardo, 2025). Such hybridisation aligns with Dogru et al. (2020), who argue that blending professional hospitality standards with platform-based flexibility offers small operators resilience in changing markets.
Nevertheless, the transition also introduced dependencies. The property’s success became tied to Airbnb’s platform policies and algorithms. Staff acknowledged that fluctuations in visibility or changes in Airbnb’s commission structure could directly affect bookings. This reflects Guttentag’s (2015) concern that platform reliance can erode operational autonomy and create strategic vulnerability.Figure 5 Room of Rossington Hall, Sarda Kumar, 2025

Overall, the findings reveal that Rossington Hall’s transition achieved operational efficiency and market repositioning but at the cost of traditional service culture and staff engagement. The Airbnb model enhanced flexibility, digital competency, and profitability while introducing new challenges in maintaining quality, managing expectations, and sustaining brand identity.
These outcomes demonstrate both the transformative potential and structural tensions inherent in adapting heritage hospitality operations to digital accommodation platforms. 
4.2. [bookmark: _Toc213358328]Discussion
4.2.1. [bookmark: _Toc213358329]Revisiting the Transition: Strategic Drivers and Adaptive Response
The findings indicate that Rossington Hall’s transition from a hotel to an Airbnb-style operation was primarily driven by changing consumer behaviour, cost pressures, and the need for strategic flexibility. These drivers align strongly with the broader transformations discussed by Guttentag (2015) and Roma et al. (2021), who identify the rise of the sharing economy as a disruptive force reshaping traditional hospitality.
[image: post-pandemic business leader vision looking forward economy after covid-19]
Figure 6 Post pandemic, Andersen, 2023
Post-pandemic conditions intensified these trends, with travellers increasingly prioritising privacy, exclusivity, and self-contained spaces (Bresciani et al., 2021). Rossington Hall’s shift therefore exemplifies an adaptive response to market forces rather than a voluntary innovation. In this sense, its transformation can be understood through contingency theory, which suggests that organisations adapt structure and strategy in response to environmental changes (Fripp, 2023; Nikopoulou, 2023).
However, this adaptation also reflects a more proactive repositioning strategy. Management sought not only to reduce costs but to reframe the property’s identity from a service-led hotel to a self-contained luxury experience. This reflects what Huang, Lin & Chen (2024) calls “strategic digital hybridity” - where hospitality providers blend physical assets with digital distribution to maintain competitiveness. Rossington Hall’s management capitalised on the Airbnb platform’s global reach while preserving the site’s historic brand identity, a balance that many independent properties struggle to achieve.
4.2.2. [bookmark: _Toc213358330]Operational Shifts and the Reconfiguration of Service Logic
The operational transformation at Rossington Hall marks a fundamental change and it can be described as a service logic of hospitality by Eclat Hospitality (2023). Traditional hotels operate through continuous human contact, where value is co-created through interaction between staff and guests. In contrast, Airbnb’s platform-based model decentralises this process, relying on digital systems and user self-management.
The findings reveal that this shift led to leaner staffing structures, increased automation, and greater reliance on digital communication - consistent with the work of Oskam and Boswijk (2016), who highlight Airbnb’s ability to reduce labour intensity while maintaining customer engagement. However, while efficiency improved, service consistency declined. Without on-site supervision, quality assurance depended on pre-arrival preparation and guest compliance with house rules.
This reconfiguration aligns with Garrido-Moreno’s (2019) argument that hospitality management is moving from service provision to service orchestration, where technology coordinates value creation rather than direct service delivery. For Rossington Hall, this meant adopting digital tools not merely as operational aids but as the backbone of its service ecosystem. Staff roles evolved from delivering service to facilitating experiences through online management and problem prevention.
Yet, this digital dependency introduces new vulnerabilities. Airbnb’s interface dictates how hosts interact with guests, collect reviews, and gain visibility. As Guttentag (2015) cautions, such dependence can erode operational autonomy and increase exposure to external platform risks. Rossington Hall’s experience confirms this, as management acknowledged that fluctuations in Airbnb algorithms could directly affect revenue streams - an emerging challenge for heritage properties entering the digital marketplace.
4.2.3. [bookmark: _Toc213358331]Human Resource Implications and Workplace Culture
[image: Why is Workplace Culture Important?]
The findings revealed major changes in staff roles, skills, and culture following the transition. The hierarchical, team-based structure of the hotel was replaced by a flexible, task-oriented model. 


Figure 7 Workplace culture, Alberto, 2023
Staff were required to become multi-skilled, digitally competent, and capable of independent decision-making. This reflects Zhu et al.’s (2021) observation that digital transformation in hospitality necessitates reskilling and autonomy, as technology reshapes how employees create value.
However, while employees benefited from greater flexibility, they also faced reduced social interaction and diminished role clarity. This outcome supports Wood’s (2019) assertion that hospitality work derives meaning from guest contact and collaborative service delivery. The decline in interpersonal engagement at Rossington Hall led to a quieter, more isolated workplace, indicating a loss of the social dimension traditionally associated with hospitality culture.
Moreover, the findings highlight a growing skills gap in digital communication and platform management. Although staff adapted through informal peer learning, the absence of structured training limited confidence in digital operations. Mohammed and Nawal (2024) argue that continuous digital upskilling is critical for sustaining performance in hybrid hospitality models. Rossington Hall’s experience thus illustrates both the potential and the strain of workforce transformation in small-scale hospitality contexts.
From a managerial perspective, this shift challenges traditional notions of leadership and supervision. Managers now act as facilitators and coordinators rather than front-line service leaders. This change mirrors Sthapit and Jiménez-Barreto’s (2018) suggestion that digital platforms decentralise authority, making leadership more distributed and data-driven. The effectiveness of this approach depends on trust, communication, and digital literacy - areas requiring ongoing attention at Rossington Hall.
4.2.4. [bookmark: _Toc213358332]Guest Experience and the Evolving Nature of Hospitality
The findings confirm that Rossington Hall’s new guests value autonomy, privacy, and flexibility - traits that define the Airbnb experience (Gao et al., 2022). These attributes align with contemporary consumer trends favouring experiential authenticity over standardisation (Sakr et al., 2024). Guests seek to “curate” their own stay, making minimal staff involvement a positive feature rather than a limitation.
However, this autonomy creates a service expectation gap. Some guests arrived anticipating hotel-style services such as reception assistance or on-site catering. This tension reflects the “expectation mismatch” highlighted by Ert, Fleischer, and Magen (2016), where differing interpretations of hospitality lead to dissatisfaction. At Rossington Hall, the management mitigated this through clear pre-stay communication, but the issue underscores a broader challenge - the need to redefine what hospitality means in self-service contexts.
The Airbnb model reframes the host-guest relationship as a peer interaction mediated by technology, rather than a hierarchical service exchange. While this reduces service costs, it also shifts responsibility for satisfaction partly to the guest. As Farmaki (2019) argues, such peer-based hospitality requires a new form of “digital professionalism,” balancing informality with reliability. Rossington Hall’s approach to detailed pre-arrival preparation and rapid digital responses demonstrates an attempt to operationalise this professionalism within a heritage property context.
Furthermore, the findings emphasised the growing importance of e-reputation management. Reviews and ratings on Airbnb replaced face-to-face reputation as the main measure of quality. Liang et al. (2017) describe this as a form of “digital trust capital,” where guest feedback directly influences future performance. Rossington Hall’s focus on monitoring and responding to reviews aligns with this shift, highlighting how online reputation has become integral to competitive advantage.
4.2.5. [bookmark: _Toc213358333]Economic and Strategic Implications
From a strategic perspective, Rossington Hall’s move to Airbnb yielded both economic efficiency and dependency risks. Financially, the model significantly reduced operational costs, aligning with Dolnicar’s (2019) findings that platform-based accommodation benefits from lower fixed expenditures and higher profit margins. However, this came at the expense of service diversification. The property discontinued its restaurant, event, and wedding services, narrowing its revenue streams to accommodation alone.
This specialisation supports the short-term goal of cost efficiency but limits long-term resilience. Cheng and Jin (2019) argue that diversified revenue models enhance sustainability in hospitality, particularly for independent operators. Rossington Hall’s reliance on Airbnb bookings exposes it to market volatility and platform dependency. Should demand fluctuate or Airbnb alter its policies, the business would face immediate operational challenges.
[image: A bathroom with a bathtub and a bed]Strategically, the property’s rebranding as a “luxury group stay” positions it within a niche segment that capitalises on both heritage and exclusivity. 
This hybrid identity supports what Dogru et al. (2020) describe as digital hybridisation - a model combining traditional hospitality professionalism with platform-based reach. The findings show that this approach allows Rossington Hall to maintain a distinctive market position while benefiting from Airbnb’s visibility.Figure 8 Inside a room, Rossington Hall, 2025

Nonetheless, such hybrid models require continuous innovation and quality assurance to prevent reputational decline. Maintaining a luxury image without full-service delivery necessitates meticulous attention to presentation, cleanliness, and guest communication. Any lapse in these areas could undermine the property’s premium status. The staff’s focus on detailed preparation before guest arrival is thus a crucial adaptation, reflecting an operational understanding of brand preservation in the absence of traditional hospitality infrastructure.
4.2.6. [bookmark: _Toc213358334]Theoretical Implications
The Rossington Hall case contributes to a broader understanding of digital transformation in heritage hospitality. The findings support the theoretical shift proposed by Garrido-Moreno (2019), where hospitality management increasingly operates within a digitally mediated value co-creation model. Guests, technology, and hosts collaboratively produce the experience rather than relying on formal service delivery.
Furthermore, the study illustrates how institutional theory applies to hospitality adaptation. Rossington Hall’s decision to adopt the Airbnb model reflects coercive and mimetic pressures from the industry - responding to competitors’ success and market expectations (Reinhold & Dolnicar, 2021). This shows that digital transformation is not purely strategic but also institutional, driven by norms and legitimacy within the sector.
However, the case also challenges the assumption that digitalisation necessarily improves service quality. Instead, it highlights a trade-off between efficiency and personalisation. While Airbnb operations enhance profitability and autonomy, they risk diluting the experiential richness that defines hospitality as a social practice. This tension between efficiency logic and service ethos emerges as a key theoretical insight from the study.
4.2.7. [bookmark: _Toc213358335]Implications for Rossington Hall and Wider Industry Practice
For Rossington Hall, the transition underscores the importance of strategic balance - integrating digital systems while preserving elements of traditional hospitality. The property’s success depends on maintaining its reputation for exclusivity and quality, which requires ongoing attention to digital communication, staff training, and guest experience management.
The findings suggest several managerial priorities:
· Invest in continuous digital training to strengthen staff confidence and efficiency.
· Diversify revenue through optional services (e.g., catering partnerships or event packages) to reduce platform dependency.
· Enhance brand storytelling in online listings to preserve heritage appeal.
· Monitor platform metrics proactively to anticipate algorithmic visibility shifts.
At an industry level, the Rossington Hall case demonstrates how independent and heritage properties can leverage Airbnb strategically rather than competitively. As Swiss Education Group (2025) and Zhu et al. (2021) suggest, hybridisation represents a sustainable path for small operators facing technological disruption. However, success requires strong digital literacy, adaptive leadership, and strategic awareness of platform dependencies.
The discussion highlights that Rossington Hall’s transformation exemplifies the evolving nature of hospitality in the digital era. The transition achieved operational efficiency and market relevance but introduced new complexities in service delivery, staff engagement, and strategic autonomy.
By integrating digital systems with heritage values, Rossington Hall represents a microcosm of hospitality’s future trajectory - one defined by flexibility, digital mediation, and ongoing negotiation between tradition and innovation. The insights drawn here not only inform the property’s management but also contribute to understanding how hotels can sustainably reposition themselves within the rapidly evolving accommodation landscape.
5. [bookmark: _Toc213358336]Conclusion & Recommendations
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Figure 9 Rossington Hall sign, Rossington Hall, 2025
5.1. [bookmark: _Toc213358337]Conclusion
This study has critically examined the transition of Rossington Hall from a traditional hotel operation to an Airbnb-style group accommodation, providing insight into the managerial, operational, and experiential implications of this strategic shift. The research has demonstrated that this transformation is not merely a change in booking platform or service style but represents a fundamental reconfiguration of hospitality management practices, organisational structure, and guest engagement. By situating Rossington Hall within the broader context of the digital accommodation economy, the study has illuminated both the opportunities and challenges that arise when heritage [image: Rossington-Hall-Gardens]properties adapt to platform-based business models.Figure 10 Rossington Hall, Rossington Hall, 2025

One of the principal findings is the marked contrast between traditional hotel operations and Airbnb-style management in terms of staffing, service delivery, 
and guest interaction. Under the conventional hotel model, Rossington Hall relied on extensive on-site personnel, including receptionists, housekeeping, and event staff, to provide consistent, high-quality service. The hotel’s hierarchical structure facilitated direct supervision and immediate response to guest needs, ensuring a controlled environment aligned with luxury service standards. In contrast, the Airbnb transition has resulted in leaner staffing, with most guest communication and operational management now handled digitally. Housekeeping is outsourced on a per-stay basis, and staff involvement is limited primarily to pre-arrival preparation and occasional on-site oversight. This change has introduced operational efficiencies, notably reduced labour costs and flexible workflows, but has simultaneously posed challenges in maintaining service consistency and meeting the expectations of guests accustomed to hotel-level interactions.
The study also highlights how digital platform adoption fundamentally alters managerial responsibilities. Staff at Rossington Hall have developed new competencies in online communication, digital reputation management, and automated booking coordination, which is very important for the guest satisfaction (Celata, Capineri & Romano, 2020). The emphasis on responding to guest queries through Airbnb and maintaining accurate, visually appealing listings underscores the increasing centrality of e-reputation in contemporary hospitality management. This digital orientation, while enhancing operational efficiency, shifts the focus away from traditional, personal guest interactions, raising questions about the balance between technology-driven management and the preservation of heritage and experiential service values.
From a guest perspective, the Airbnb-style model aligns well with emerging consumer preferences for privacy, autonomy, and exclusive-use accommodations. The research shows that families, seniors, wedding parties, and corporate groups particularly value the opportunity to control their own schedules, enjoy self-contained facilities, and experience the property in a more personalised manner (Nicolau, et al., 2024). These findings corroborate broader literature on the sharing economy, which highlights that consumers increasingly prioritise authentic, flexible, and localised experiences over standardised luxury services (Gao et al., 2022; Sakr et al., 2024). At the same time, the study identifies potential tensions, as some guests still expect conventional hotel services, necessitating clear communication and management of expectations to avoid dissatisfaction.
Financial and strategic implications were also central to this research. By adopting an Airbnb model, Rossington Hall has leveraged the platform’s marketing reach and booking automation to maintain high occupancy and revenue levels, particularly for large group bookings. The reduced fixed costs associated with full-time staffing and event operations provide opportunities for higher profitability per booking, aligning with prior research on the economic advantages of platform-based accommodations (Dolnicar, 2019; Dogru et al., 2020). However, these benefits are counterbalanced by risks, including reliance on third-party digital systems, the need for continuous online monitoring, and potential regulatory uncertainties regarding short-term lets in the UK (Gurran & Phibbs, 2017).
A critical contribution of this study lies in identifying the managerial and operational strategies that facilitate a successful transition from hotel to Airbnb-style operations. Key strategies include thorough pre-arrival preparation, digital engagement with guests, strategic outsourcing of services such as housekeeping, and the development of staff competencies in technology-mediated communication. These strategies demonstrate that, while Airbnb operations reduce labour intensity and enable operational flexibility, they require careful planning and proactive management to ensure consistent service quality and preserve the property’s heritage and reputation.
Importantly, the research underscores the broader implications of such transitions for the UK hospitality sector. Many independent and heritage hotels are exploring platform-based strategies to remain competitive in a rapidly evolving digital market. Rossington Hall’s experience illustrates that success in this context depends not only on embracing digital platforms but also on understanding and responding to changes in guest expectations, operational dynamics, and staff roles. By examining this case in detail, the study provides practical insights for other hospitality businesses considering similar transformations, highlighting both the opportunities for innovation and the challenges of reconciling traditional service standards with modern, technology-driven practices.
In conclusion, the transition of Rossington Hall to an Airbnb-style operation exemplifies a broader trend in the hospitality industry, reflecting the ongoing disruption caused by the sharing economy and changing consumer behaviour. The findings demonstrate that such a transformation can deliver operational efficiencies, enhance guest autonomy, and sustain occupancy levels, provided that management adopts a strategic, digitally competent approach that balances innovation with service quality. This research contributes to academic discourse on hospitality management transformation and offers actionable insights for practitioners seeking to navigate the challenges and opportunities of the digital accommodation economy. The subsequent recommendations are derived from these conclusions, focusing on actionable strategies that can further enhance operational effectiveness, guest satisfaction, and long-term business sustainability.
5.2. [bookmark: _Toc213358338]Recommendations
Based on the findings and conclusions of this research, several key recommendations are proposed to enhance the operational efficiency, guest satisfaction, and long-term sustainability of Rossington Hall’s Airbnb-style group accommodation model. Rather than presenting a long list of fragmented suggestions, these recommendations focus on five strategic areas where targeted action can have significant impact.
· Strengthen Digital Management and Online Reputation
The transition to an Airbnb-style model has placed digital engagement and platform management at the core of operations. To capitalise on this shift, it is recommended that Rossington Hall invests in comprehensive digital management tools and staff training. This includes advanced booking management software, automated messaging systems, and analytical dashboards to monitor guest reviews, occupancy trends, and pricing strategies. Staff should receive regular training on online communication etiquette, rapid response protocols, and reputation management to ensure that the property maintains a consistently high rating on Airbnb and other platforms. Proactive management of online reputation is essential, as it directly influences booking demand and guest perceptions of quality (Christiaens, 2025). By enhancing digital competencies, the property can streamline operations, improve guest satisfaction, and maintain competitive advantage in the sharing economy.
· Enhance Guest Experience Through Personalised Services
Although the Airbnb-style model promotes autonomy and privacy, research indicates that guests still value elements of personalised service. Rossington Hall should implement targeted initiatives to balance guest independence with curated experiences. For example, welcome packages tailored to the group’s profile, optional concierge services, and customised event support can enhance the sense of hospitality without undermining the self-contained model. Personalised digital guides, interactive property maps, and local experience recommendations can further enrich the guest experience while remaining low-cost and scalable. This approach addresses the tension identified in the research between guest expectations of traditional service standards and the autonomy inherent in Airbnb-style stays, fostering loyalty and positive reviews (Sakr et al., 2024).
· Optimise Operational Efficiency Through Strategic Outsourcing
The research highlighted that outsourcing housekeeping and certain event services provides operational flexibility but can also create inconsistencies in service delivery. To mitigate these risks, Rossington Hall should establish long-term partnerships with reliable service providers and implement standardised quality control measures. Contracts with clear service-level agreements, scheduled audits, and feedback loops can ensure that outsourced staff deliver a level of service consistent with the property’s luxury positioning. Additionally, developing contingency plans for peak periods or last-minute bookings can prevent service lapses that may negatively impact guest satisfaction. Strategic outsourcing not only maintains operational efficiency but also allows the property to scale services according to demand, supporting financial sustainability.
· Implement Staff Development and Role Adaptation Programs
The shift to digital, platform-based operations has changed staff roles significantly, requiring new competencies in online communication, digital coordination, and guest interaction. It is recommended that Rossington Hall formalise staff development programs to equip employees with these skills. Regular training workshops, cross-functional learning opportunities, and performance incentives tied to online guest satisfaction can enhance both staff capability and morale. Additionally, redefining roles to emphasise digital engagement, problem-solving, and proactive guest support can reduce friction in operations and ensure a smooth, consistent experience for guests. Investing in human capital ensures that the property’s transition does not compromise service quality, even as operational models evolve.
· Monitor Market Trends and Regulatory Compliance
Finally, given the dynamic nature of the sharing economy, it is crucial for Rossington Hall to maintain vigilance regarding market trends, competitor strategies, and regulatory developments. Regular benchmarking against comparable properties can identify opportunities for pricing adjustments, service innovations, and marketing differentiation. At the same time, awareness of local regulations regarding short-term lets, safety compliance, and tax obligations is essential to prevent legal challenges and maintain business continuity (Gurran & Phibbs, 2017). By establishing a structured process for environmental scanning, risk assessment, and strategic adaptation, the property can remain agile, resilient, and competitive in a rapidly evolving hospitality landscape.
These five recommendations-strengthening digital management, enhancing
personalised guest services, optimising operational outsourcing, developing staff competencies, and monitoring market trends and regulations-offer a strategic roadmap for Rossington Hall to consolidate its Airbnb-style operations while maintaining service excellence. Each recommendation aligns directly with the research findings, addressing key challenges identified in the study while leveraging opportunities for operational efficiency, guest satisfaction, and sustainable growth. Implementing these focused initiatives allows the property to navigate the complexities of platform-based hospitality management and ensures long-term resilience in a competitive and rapidly changing market.
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