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[bookmark: _heading=h.2jgnv2x0mcql]1. Introduction
Strategy Development is a part of strategic management which are essential for organisations to achieve goals and monitor performance. The aim of the study is to examine the strategic evaluation of Airbnb Inc. on its expansion within Saudi Arabia. Applying the PESTLE, Porter’s 5 Forces, and SWOT helps to examine the external and internal factors necessary for Airbnb in terms of international expansion. Furthermore, for the market expansion and strategic overview, the application of the Ansoff matrix and Porter’s Generic Strategies is involved, which helps to optimise a proper market expansion plan. The application of the performance evaluation framework helps in offering identification of the key performance indicators necessary to measure the success factors. 
[bookmark: _heading=h.sofly5i6f5ze]2. Organisation and Market Overview
[bookmark: _heading=h.aru9x8si0xe3]2.1 Justification for choosing Airbnb Inc. as the subject organisation
[image: ]
Figure 1: Airbnb Fast Facts
(Source: Airbnb, 2025)
Founded in 2007 by Joe Gabbia, Nathan Blecharczyk, and CEO Brian Chesky, Airbnb, as of 2025, has grown to accommodate more than 8 million active listings by over 5 million hosts in over 150,000 cities in 220+ regions and countries (Airbnb, 2025). The company has enabled accommodation of over 2 billion guests globally (Airbnb, 2025). The organisation has in Q3 2025 earned a revenue of US$4.1 billion with a year-on-year increase from Q3 2024 of 10%, while the company has gained a net income of US$1.4 billion, showcasing an income margin of 34% (Airbnb, 2025a). The company, in this regard, has enabled its hosts to earn an all-time cumulative value of over US$300 billion (Airbnb, 2025). This showcases Airbnb as an extremely successful global firm operating in the hospitality marketspace, with presence across over 220 countries and regions, which shows the company's current global market presence. In this regard, the company needs to continue its internationalisation process in order to maintain and develop its current pace of organisational growth. Thus, Airbnb is chosen for this report.
[bookmark: _heading=h.il752au2gd30]2.2 Justification for choosing Saudi Arabia as the selected market
Saudi Arabia is the chosen market for Airbnb's expansion. Considering that Airbnb is present in most countries globally, it is also presently operating in the Saudi Arabian market, but with limited market penetration, and only a 29.4% occupancy rate for active listings in major cities like Riyadh (Airroi, 2025). Therefore, the market expansion plan for Airbnb in Saudi Arabia is aimed at improving the market penetration of Airbnb in Saudi Arabia, enabling the company to expand from operating only in major cities to operating in desert regions, cultural heritage sites and other suburban towns. In this regard, Saudi Arabia plans to diversify its revenue streams, reducing overdependence on the oil economy, by prioritising the development of the tourism and hospitality sector within the Vision 2030 plan of the country (KSA Moments, 2025). This, in particular, highlights a significant opportunity for growth of the tourism industry, as well as a subsequent growth in demand for cheaper hospitality arrangements within the country. Expanding in this market will enable Airbnb to leverage this change in the market to enhance its business development. This makes Saudi Arabia, presently in 2025, one of the most appropriate global markets for organisational expansion of Airbnb. 
[bookmark: _heading=h.r91p3wee0whe]3. Comprehensive Strategic Analysis
[bookmark: _heading=h.e8jfbf23zkle]3.1 PESTLE-based Macro-environment Analysis
	PESTLE Factors
	Saudi Arabia

	Political
	The political stability index of Saudi Arabia increased from -0.36 in 2022 to -0.21 in 2023 (The Global Economy, 2023). This shows that while the political environment in the country is still slightly unstable, it is rapidly improving towards political stability. This is an Opportunity.

	Economic
	The growth in real GDP of Saudi Arabia increased from 0.54% in 2023 to 1.81% in 2024 (The Global Economy, 2024). The economic growth in Saudi Arabia is expected to reach a 3.28% annual growth rate in 2030, according to the IMF (The Global Economy, 2025). This shows the growing capability of Saudi Arabia to improve its hospitality infrastructure, supporting the development of the short-term rentals marketplace in the country. Opportunity.

	Socio-Cultural
	On a social level, the current active listings in one of the major cities of Saudi Arabia, Riyadh, are only occupied up to 29.4% as consumers are mostly not subscribing to the active rental listings in the city (Airroi, 2025). This shows that the current services in the active listings are not adequate to meet customer expectations. Threat.

	Technological
	Martini (2024) reported that by 2030, the Saudi Arabian Government intends to invest nearly $100 billion in technological infrastructure development through the development of advanced technologies like artificial intelligence (AI), emissions reduction, robotics, semiconductors, and smart cities. This shows that such technologies can be leveraged to develop better services for guests in the country’s hospitality locations. Opportunity.

	Environmental
	The Saudi Green Initiative, as well as Saudi Vision 2030, which was designed to improve tourism businesses in the country, are focused on improving social and environmental sustainability within the country. Opportunity

	Legal
	In alignment with the strategic plan of Vision 2030, the Saudi Arabian Government has presented a complete tourism and hospitality sector legal framework to guide hospitality businesses to operate while being in legal compliance with local laws (SA Government, 2025). Opportunity


Table 1: PESTLE Analysis of Saudi Arabia
(Source: Self-Developed)
In Table 1, using the PESTLE Framework, it was found that the political stability index of Saudi Arabia increased from -0.36 in 2022 to -0.21 in 2023 (The Global Economy, 2023). This showed that the political environment of Saudi Arabia, although slightly unstable at present, is rapidly stabilising. This can be attributed to the government’s long-term sustainability vision, portrayed by the emergence of the Saudi Green Initiative and the Saudi Vision 2030, which helps improve the overall sustainability of the nation by reducing its dependence on oil and fossil fuels for economic growth. 
[image: ]
Figure 2: Political Stability in Saudi Arabia
(Source: The Global Economy, 2023)
This further shows that the environmental factors in the macroenvironment of Saudi Arabia are highly beneficial for the sustainable development of a new business. In this regard, the Saudi Government has been found to effectively recreate its tourism and hospitality regulations and policies to align with the Vision 2030 plan, providing a complete legal framework for firms to navigate within the market. This shows that the legal environment is also beneficial for hospitality businesses like Airbnb. Herein, the real GDP growth of Saudi Arabia increased from 0.54% in 2023 to 1.81% in 2024 and is projected to reach 3.28% in 2030. This shows that the economic environment of the country is stable and progressive enough to support the growing demand for short-term rental businesses like Airbnb. 
[image: ]
Figure 2: Real GDP Growth in Saudi Arabia
(Source: The Global Economy, 2024)
Moreover, the nation also aims to invest USD100 billion towards improving its technological infrastructure. This, in turn, can allow Airbnb facilities in Saudi Arabia to provide better customer service by integrating advanced technologies. On the other hand, the social aspect of the macroenvironment shows a threatening scenario, which is the low occupancy rate of Airbnbs in Riyadh. This shows the external macroenvironment of Saudi Arabia.
[bookmark: _heading=h.9t5gf358bmbd]3.2 Porter’s 5 Forces Analysis for Competitive Landscape
	Porter’s 5 Forces
	Saudi Arabia’s Hospitality Industry
	Threat

	Threat of New Entrants
	The Hospitality Industry in Saudi Arabia is underutilised. For instance, the occupancy rate for short-term rentals in Riyadh of 29.4% shows this (Airroi, 2025). Moreover, with the Vision 2030 plan aimed at revitalising the tourism and hospitality industry, new businesses in this space can easily enter the market.
	High

	Threat of Substitutes
	Tourism Stays in Personal Spaces, as well as Large Hotels and Resorts in the Hospitality Industry, can provide substitute services alongside direct competing short-term rental services.
	High

	Buyer Power
	Due to the presence of multiple options to choose from while staying in Saudi Arabia as tourists, the bargaining power of buyers is high.
	High

	Supplier Power
	There is a multitude of suppliers for Hospitality businesses in the Saudi Arabian Hospitality Value Chain, which reduces the individual bargaining power of the suppliers. 
	Low

	Competitive Rivalry
	The high buyer power, threats of new businesses and substitute services, increase competition between existing players in the Hospitality Industry. This includes Airbnb, OYO, Wyndham Destinations, Novasol, and 9flats, among others (Grand View Research, 2024).
	High


Table 2: Porter’s 5 Forces Analysis of Saudi Arabia’s Hospitality Industry
(Source: Self-Developed)
In Table 2, the industry forces in the Saudi Arabian Hospitality Industry have been assessed using Porter’s 5 forces Framework. Herein, there is a lot of market potential in this industry, which is being particularly revitalised by the Vision 2030 plan of Saudi Arabia. Therefore, the market entry barrier is low, and the attractiveness of the market is high, which can, in turn, invite potential new businesses. Therefore, the threat of new entrants to Airbnb in this market is high. Furthermore, the substitutes in the Saudi Arabian Hospitality market, like other short-term rental services, large hotels and resorts, as well as personal spaces of tourists, like relatives’ residences, can also threaten the position of Airbnb services in this market, making this also a major threat for the firm. Moreover, with the implementation of the Vision 2030 plan and the subsequent revitalisation of the Saudi Arabian Tourism Industry, the number of tourists and visitors seeking temporary low-cost accommodations will only increase, as will the number of businesses offering such services, allowing the tourists to choose the most profitable deals for them. This shows that the bargaining power of the buyers in the buyer-firm relationship is high, which threatens the profit margin of the firms. However, in this regard, due to the presence of ample suppliers for the hospitality firms, the bargaining power of individual suppliers in the firm-supplier relationship is very low, which can allow the firms to secure profitable procurement deals, ensuring low operational costs. Based on this, it can be stated that competition from rival companies like OYO, Wyndham Destinations, Novasol, and 9flats can increase tremendously, provided the threats faced by these firms, as well as Airbnb, from the industry forces. In this regard, it can be stated that the competitive landscape of the Saudi Arabian Hospitality Industry has been assessed effectively.
[bookmark: _heading=h.wvqpzncjfoj4]3.3 SWOT Analysis
	Strengths
	Weaknesses

	· Major Global Presence across over 220 countries and regions (Airbnb, 2025).
· Over 5 million hosts on Airbnb (Airbnb, 2025).
· Strong Financial Resources (Airbnb, 2025a).
	· Low Occupancy Rate of Existing Host Facilities in Tier 1 cities like Riyadh (Airroi, 2025).
· Insufficient Market Penetration in existing markets like Saudi Arabia

	Opportunities
	Threats

	· Saudi Arabia’s Vision 2030 Plan aims to revitalise Tourism and Hospitality, creating higher demand for low-cost rentals.
· Increased Technological Development supports Hospitality 4.0 integration into facilities.
· Low Supplier Power reduces Procurement Costs.
	· Major competition from firms like OYO, 9flats, Wyndham Destinations, and Novasol.
· High threat of new business competitors and substitute hospitality services.


Table 3: SWOT Analysis of Airbnb in Saudi Arabia
(Source: Self-Developed)
In Table 3, the SWOT Analysis has been conducted to summarise the above research, and present the internal strengths and weaknesses of Airbnb in Saudi Arabia, and the external opportunities and threats that can affect its strategic business management. In this regard, it is identified that the strengths of Airbnb include its Significant Global Presence and relevant brand reputation, as well as the large number of hosts of Airbnb and the strong financial returns of the firm. In terms of weaknesses, Airbnb has demonstrated the low occupancy rate of its existing facilities in Riyadh, which marks a dissatisfactory service standard of these facilities. Moreover, despite its global presence, Airbnb has yet to sufficiently penetrate the Saudi Arabian market. In terms of opportunities, the low bargaining power of the suppliers, as well as the significant financial investment of the nation in technological advancements, as well as the Vision 2030 Plan of the country, provide ample opportunity for Airbnb to effectively penetrate the Saudi Arabian Hospitality market. However, threats from competitors, new businesses, and substitute hospitality services present the current threat to the Saudi Arabian market of Airbnb.
[bookmark: _heading=h.92e4ht2290w]3.4 Evaluation of Effectiveness and Limitations
PESTLE Framework: Rastogi and Trivedi (2016) stated that PESTLE Analysis is one of the most widely used strategic business planning tools, which can be used to track the changes in the external macroenvironment of a business. In this regard, the PESTLE Analysis mainly explores the political, legal, environmental, economic, social and technological dimensions of the external environment. In this report, the PESTLE analysis has been appropriately utilised to gain a better understanding of the external environment within Saudi Arabia, which can provide threats and opportunities to a business like Airbnb. Thus, the effectiveness of the PESTLE Framework was demonstrated in this report. Buye (2021) in their research explains that the PESTLE Framework, as a static framework, wastes resources, time and effort, as the results from one PESTLE Analysis can quickly become obsolete, resulting in the need for further PESTLE analyses. This can be considered as the major limitation of the PESTLE Framework.
Porter’s 5 Forces Framework: Porter’s 5 Forces Framework, developed by Michael Porter, is dependent on industrial organisation economics, and helps identify the trends in the industrial forces like bargaining power of buyers and suppliers, threats of substitutes and new businesses, as well as competitive rivalry (Pangarkar and Prabhudesai, 2024). In this regard, the present report demonstrates the effectiveness of Porter’s 5 forces framework, as the industrial forces in the Saudi Arabian Hospitality Sector were assessed in this report, based on the five force categories discussed in the framework. However, one of the limitations of Porter’s 5 Forces Framework is that it, much like PESTLE, is a static framework, meaning the validity of the insights is mostly short-lived. In this regard, Porter’s 5 Forces framework is also limited in that its implementation cannot account for the influence of industry forces on major firms which operate in multiple industries. 
SWOT Analysis Framework: The SWOT analysis is one of the most widely used strategic management tools, which has a wide range of applicability, and is mainly used by businesses for the identification of strengths and weaknesses of the businesses, as well as the opportunities and threats available in the external environment. In this regard, in the present report, the SWOT Analysis was used to summarise the external opportunities and threats to Airbnb while also identifying the internal strengths and weaknesses of the firm. This shows the effectiveness of the SWOT Analysis in achieving its purpose. 
[bookmark: _heading=h.myb7zefvnsng]4. Strategy Development and Formulation
[bookmark: _heading=h.48u5btqvqvuv]4.1 Objectives
To ensure the expansion of usage and services within the Saudi market, with a targeted increase in consumer engagement by 25% within 6 months, by using social media marketing and promoting the services of Airbnb by connecting with the local influencers in Saudi Arabia. 
Leveraging the experiences of desert tours, campaigning, and advertising through social media is reliable for the brand to influence the need for the services among the tourists. 
[bookmark: _heading=h.95dlj6fo49gx]4.2 Ansoff Matrix for Market Expansion Approach
[bookmark: _GoBack]The Ansoff Matrix assesses the strategic success by analysing the environmental factors and application of the diverse overview of the industry necessary for proper marketing activities (Hortega et al., 2025). The application the strategic approaches for the market expansion for Airbnb Inc., in the Saudi Arabian market. The Ansoff matrix is divided into four segments: market penetration, market development, product development and diversification. The marketing penetration focuses on increasing the use of Airbnb's existing services among the existing consumers who seek to visit Saudi Arabia. The market development determines the necessity of expansion of the Airbnb services in the Saudi market, by entering the urban cities, such as Mecca, Dubai and more. Furthermore, localising a customer support platform, through hiring local employees who are enhanced with local language customer support, helps in adaptation to the culture and tradition and so on. Partnering with the local tourism as well as the property partners helps to develop social enterprises that empower the communities and also foster positive outcomes (Qu et al., 2022). In terms of the evaluation of the product development, empathising with the Airbnb services and introducing new services helps to embrace the product development aspects. For instance, offering an experience of the Saudi culture along with the stay targets more international travellers to opt for the Airbnb services. Furthermore, the launch of the premium and luxurious stay leads to influencing the premium pricing evaluation for the guest, which is effective for determining quality services to the target audiences. Haji is considered the fifth pillar of the Islamic tradition, and attracts more than 3 million pilgrim travellers each year without obligation (Al Jahdali, 2021). Hence, presenting services for the Haji travel helps to enrich the experiences of the target audiences. The significant entry into the existing Saudi Arabian market, the diversification, are requires new services or product integration. Therefore, Airbnb must be accessed upon the launch of the new hospitality services such as eco-resorts, hotels and more. Furthermore, the company needs to enhance the experiences of the guest; hence, integration and partnering with the developer helps to derive Airbnb accommodations. As per the findings of Hillebrand (2022), Airbnb focuses on being aware that the available factors also determine the ecosystem. Hence, the usage of social media marketing is reliable for the brand to achieve effective outcomes. The social media influencer collaboration enriches the awareness regarding the new services provided by the brand.
The choice of market penetration is essential for Airbnb, as in the existing market, the expansion towards different cities is important for the brand. This is further supported by the current low penetration of Airbnb in the Saudi Arabian market. For instance, with over 3000 active Airbnb Listings in Riyadh, the occupancy rate is at 28,7% (Airroi, 2025). On the other hand, in Jeddah, the occupancy rate among over 1500 active listings is still 28.7% (Airroi, 2025a). This shows that with Saudi Arabia as its existing market, and its services being providing affordable tourist accommodation, Airbnb should enter the Saudi Arabian market through market penetration, expanding to major cities and sub-urban regions in search for new customer acquisition and customer base expansion. The promotion of Airbnb's repeat visitors helps to determine the satisfaction of the service users, which leads to engagement with Airbnb. The organisation focuses on the attribution of the user’s post-purchase influences and emotions, which are connected with the location, and presenting effective services allows for enhancing successful operation by Airbnb (Lee et al., 2022). Furthermore, the brand must focus on increasing bookings through its own website and mobile application. 
[bookmark: _heading=h.q8m7rnwlw0jc]4.3 VRIO Analysis for Competitive Advantage Identification
	Resources
	Valuable (V)
	Rare (R)
	Inimitate (I)
	Organised (O)
	Sustainable competitive advantages

	Global recognition of the brand
	Yes
	Yes
	No
	Yes
	Temporary Competitive Advantage


	Airbnb Experiences
	Yes
	No 
	No 
	No
	Competitive Parity

	Customer Reviews and trust
	Yes
	No
	Yes
	Yes
	Competitive Parity

	Financial Strength
	Yes
	Yes
	No
	No
	Temporary Competitive Advantage


Table 4: VRIO Analysis
(Source: Self-created)
Valuable (V): The global recognition of Airbnb Inc. helps expand into Saudi Arabia as tourism in the country is rising, which adds credibility for the new entrance in the target market. Under the current regulation, no expatriate cannot authorised as a legal host on Airbnb in Saudi Arabia (Sands Of Wealth, 2025). However, the potential financial strength helps the brand expand in the existing market of Saudi Arabia. 
Rare (R): Authorising with the unique local experiences is low, hence the company requires access to desert tourism, and a relevant packaging system allows the determination of differentiation in achieving competitiveness. Airbnb accessed with different negative reviews, which increases the concern for the company to achieve growth (Hati et al., 2021). 
Imitate (I): The reputation system is the key aspect for Airbnb to enhance its market entry towards Saudi Arabia. Connecting with the traditional and cultural access allows to embrace effective competitive advantages. Global recognition is accessed with high financial aspects, where proper marketing is essential, which might access effective long-term competitive outcomes. Partnering with the local tourism is reliable as it helps to access differentiation operators
Organised (O): Global recognition and effective consumer reviews are an efficient process to target more consumers, and it is entitled to direct the international strategic approaches to expand in the existing market of Saudi Arabia. The global legal aid to adopt the rental regulations within Saudi Arabia and other countries, which are associated with different phenomena which helps the company to generate property rental facilities for tourists. 
[bookmark: _heading=h.maqmnyqwp3bh]4.4 Porter’s Generic Strategies for Market Expansion Strategy usage
The Porter’s generic strategies are a part of a model which focuses on analysing competitiveness, by outlining three segments: cost leadership, focus and differentiation (Ali and Anwar, 2021). The positioning of airbnb is important; it is essential to represent with the unique and cultural adaptability, allowing it to sustain in the competitive market in Saudi Arabia. Providing the differentiation, the authentic local states are reliable for the brand, which allows the Travellers to experience the cultural evaluation and the traditional process in the hotels within Saudi Arabia.  Saudi Arabia is connected with the Saudi Vision 2030, which is based on the creation of a vibrant society and pursuing the passion for providing values to the cultural traditions, modern amenities and the national pride (Saudi Vision 2030, 2024). Connecting the values with the Saudi Vision 2030 helps to embrace the cultural tourism activities, supporting heritages and diversified entertainment. Development of the Airbnb experiences, such as desert safari, camping, culinary sessions and religious tourism, followed by expansion to the different cities such as Mecca, Dubai and more, helps the firm to achieve effective outcomes. Focusing on the differentiation strategy, the enrichment of the luxury travelling and offering customised services such as female-friendly accommodations, verified property owner listing and more. 
The determination of the cost leadership strategy focuses on the low-cost provider, and the application of the affordable strategy helps to attract demographic audiences. Furthermore, the use of the dynamic pricing algorithm is effective in terms of evaluating the competitive pricing, which helps to enrich the shared spaces, which are effective for the affordable conscious travellers. Dynamic pricing, in this regard, can be defined as a pricing strategy wherein the service prices are adjusted in real-time based on a number of peripheral factors, like fixed supply and variable demand (Infosys BPM, 2025). For instance, in the Saudi Hospitality Sector, the demand for hotel rooms and tourist accommodation increases during cultural events, international events, religious tours, and other seasonal tourism attractions. In such scenarios dynamic pricing can help businesses effectively attract customers without losing profits. Airbnb needs to enrich this strategy for the expansion within Saudi Arabia, as it helps to target the niche leadership initiation. Under the overview, budget accommodation in the secondary regions such as Taif, Abha and more determines the economic validation. Furthermore, it is reliable for maintaining basic quality and standardisation. 
[bookmark: _heading=h.kdl4nrvktti9]4.5 Evaluation of Market Entry Modes
The evaluation of partnering with the local firm is effective for Airbnb to validate the shared ownership and access control over the profit. The partnership law in Saudi Arabia is regulated by the Saudi Companies Regulation, which has been issued under the Royal Decree Number M/3 in 2015 (Ammar and Saud Aldawsari  2019). The key validation of the partnership law involves the joint liability for the partners, which allows the ability to form a partnership firm with international companies. Strategic alliance partnership requires access to the stakeholders such as tourism sectors, real estate and event management, which helps to offer local and traditional evaluation to the international travellers. In spite of building trust and establishing a regulatory compliance linkage, the company was able to gain control throughout the partnership operations. On the other hand, the authorisation of the Joint Venture (JV) is reliable for Airbnb partnering with the local brand, which helps to mitigate the risk and investment and empowers them with stronger market knowledge. Join Venture entities, which are owned by Saudi Investors and Foreign investors, are accessed under the Saudi Companies Law (Sama.gov.sa, 2021). Under the complex management as well as the profit shared, they are essential for the economic growth of the country and also evaluate the cultural and strategic conflicts. In this regard, the case of Al-Tahaluf, a major Saudi-American joint venture between Hovnanian USA and Hamad Bin Saeden Real Estate Company, is an example of the support provided by the Saudi Arabian Government, towards the compliant JVs within the country, which is crucial for its eventual success in the Saudi Market (PIF, 2025). The licensing or franchising mode for Airbnb helps to enhance the licenses for the brand to operate within the local market in different segments of Airbnb. Furthermore, under the validation of reduction of the legal risk factors, licensing plays an important role, which helps to maintain proper regulation while operating (Praise et al., 2022). SAMA licensing law has directed the applicants who enrich the capacity to conduct banking, which requires the competencies and followed registration under the Commercial Ministry of Commerce (trade.gov, 2022). 
Analysing the three modes of entry, the application of the Joint Venture is reliable for Airbnb, which helps the organisation to enrich with the local engagement, which is essential to expand the branches in different tier 1 and tier 2 countries in Saudi Arabia. Moreover, the availability of shared expertise and the easier regulation with reduced legal risks are effective for Airbnb to sustain in the Saudi Arabia market and enrich with effective competitive advantages. 
[bookmark: _heading=h.3u281dxw4b1g]4.6 Summarised Organisational Expansion Strategy and Action Plan
Ansoff matrix: The application of the model involves the market penetration approaches, where sustaining in the existing market is hard, hence promotion of the Airbnb repeat visitors strategies with satisfactory strategies is effective for the company. Furthermore, the company has targets to enter into cities such as Mecca, Dubai and more, which helps to enhance the heritage embracing and exploring the cultural evaluation. Furthermore, concerning on the digitalised booking from the Airbnb website and mobile application is also valuable for the consumers as it helps to formulate personalised services to the target audiences.  
VRIO Model: The VRIO model embraces the partial competitiveness and the temporary competitiveness, as the brand is associated with low customer reviews and financial strengths. However, empathising with tour packaging and embracing the traditional and heritage values, Airbnb can able to validate sustainable competitiveness in Saudi Arabia. 
Porter’s Generic Strategy: Adaptation of the cost leadership strategies is reliable as Airbnb focuses on the low-cost activities as well as the dynamic pricing, which helps to target a wide demographic of consumers throughout the globe. Moreover, the budget accommodation towards the secondary cities, for instance, Abha and more, helps to enable the traveller to access the experiences of Saudi Arabia in budget-friendly locations. 
Action Plan for Market Expansion
	Phases
	Key Action 
	Responsible authorities
	Time-bound

	Market localisation
	Launching of the Arabic platform, which helps to align with the local markets and is linked with Saudi Vision 2030. Partnership with the local authorities is crucial for Airbnb to understand the cultural validation and traditional importance of the location. 
	Marketing and Legal team
	2 years

	Partnership
	Empathising with the joint venture approaches, it is essential to connect with the hospitality sector. Furthermore, embracing the Arabian experiences and services by validating Desert camping and more. 
	Marketing and local partnership team
	1 year

	Market expansion
	Regional operational hub expansion in different sectors such as Mecca, Riyadh and more. Furthermore, optimisation with the premium services and products introduced by Airbnb.
	Management and regional sectors
	2 years


Table 5: Action Plan
(Source: Self-created)
[bookmark: _heading=h.ngwyiaolm86c]5. Performance Evaluation Framework
Afshar and Shah (2025), in their study, explain that the Balanced Scorecard Framework is a tactical tool for performance management, which is used to measure the company’s strategic direction and its alignment with the organisational goals. Afshar and Shah (2025), in this regard, further identified that the Balanced Scorecard Framework explores the four aspects of Financial Performance, Customer Perspectives, Internal Processes, and Learning and Growth. Herein, the Balanced Scorecard Framework for measuring the performance of the above strategy for organisational expansion of Airbnb in the Saudi Arabia region is presented below.
	Perspectives
	Strategic Objectives
	KPI
	Target
	Method of Measurement

	Financial Performance Perspectives
	Increasing revenue generation from Saudi operations
	Revenue Growth Rate
	Y-o-Y 15% increase
	Financial Reports

	
	Enhancing Occupancy Rate
	Average Occupancy Rate in all Tier 1 and Tier 2 cities
	>50% occupancy rate
	Booking Records

	
	Optimising Cost Structure
	Cost per Customer Acquisition 
	<$25
	Number of New Users/ $100

	
	Improving Profitability
	Net Profit Margin in Saudi Arabia
	>30%
	Quarterly Financial Statements

	Customer Perspectives
	Increasing Customer Engagement
	Social Media Engagements
	+25% achievement in 6 months
	Social Media Analytics

	
	Improving guest satisfaction
	Guest Ratings
	Over 4/5
	Guest Reviews

	
	Expanding Market Reach
	Number of Active Listings at new sites
	+30%
	Host onboarding data

	
	Promoting cultural experiences
	Percentage of Bookings which cite Airbnb Experiences
	≥ 20% of total bookings
	Booking Records

	Internal Process Perspectives
	Ensuring legal compliance
	Percentage of Saudi Law-compliant listings
	100%
	Legal Audit Reports

	
	Improving service localisation
	Percentage of Customer Complaints handled in local sites
	>80%
	HR and Customer Care Metrics

	
	Developing Strategic Partnerships
	Number of Active Local Partnerships secured
	>15
	Partnership Agreement Records

	
	Enhancing Booking Platforms
	Number of Bookings made on Mobile applications
	>40%
	Application Analytics

	Learning and Growth Perspectives
	Building local employment
	Number of local employees hired
	>150
	HR Records

	
	Developing Innovations
	Number of new services offered
	>3
	Service Design Logs

	
	Promoting and Providing cultural training
	Percentage of staff trained in Saudi cultural norms
	≥ 90%
	Training Completion Reports

	
	Improving host education
	Percentage of hosts completing onboarding & service quality training
	>75%
	Host Training Platforms


Table 6: Balanced Scorecard Performance Evaluation Framework
(Source: Self-developed)
Table 6 here presents the KPIs and Targets relevant to each of these strategic objectives, relevant to the financial performance perspectives, internal process perspectives, customer perspectives, and learning and growth perspectives. Herein, these parameters for performance management and evaluation can be used to measure the progress of organisational expansion strategy implementation, as suggested for Airbnb for its expansion in Saudi Arabia. In this regard, of particular importance is the hiring of a significant number of Saudi Nationals for the foreign businesses. This is because the Saudization policy in Saudi Arabia, has mandated private companies in Saudi Arabia to hire more Saudi nationals, with the aim to reduce unemployment, while enhancing local employment capacity (TOI, 2025). Herein the number of Saudi Nationals to be hired is dependent on the size and scale of the private business. Prihatmoko et al. (2022) in their research state that the Balanced Scorecard Framework, in this regard, is the most appropriate for conducting broader planning perspectives, wherein this particular framework provides comprehensive, coherent and measurable goals and targets for the performance management aspects. Therefore, the Balanced Scorecard Framework is beneficial for the objective of measuring the progress of the implementation of strategies for Airbnb’s Market Expansion. 
[bookmark: _heading=h.buekeia73up0]6. Conclusion
This report presented Airbnb’s strategic expansion into the Saudi Arabian Hospitality market, leveraging the Vision 2030 strategic plan of the country, which prioritises a tourism boost to replace dependence on oil economies. The report applied PESTLE, Porter’s 5 Forces, as well as the SWOT analyses, wherein the economic growth, political stability and technological investments of the market were identified, wherein internal strengths like global brand presence were also found. Furthermore, the strategic development process included the application of VRIO, Ansoff Matrix, as well as Porter’s Generic Strategies, which led to the identification of a market penetration approach, cultural differentiation, as well as a cost leadership strategy for Saudi Arabia’s expansion in the Saudi Arabian market. In this regard, apart from the development of an action plan for the implementation of the expansion strategy, a performance evaluation framework based on the Balanced Scorecard was also formed. In conclusion, it can be identified that Airbnb’s tailored expansion strategy, which is aimed at cultural integration, local partnerships and financial performance metrics, can position the company in a sustainable position within the target market of Saudi Arabia.
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