STRATEGIC PLANNING FOR AIRBNB’S POST-
COVID BUSINESS MODEL

Executive Summary

This case study analyzes how Airbnb redefined its strategy following the COVID-19 pandemic,
which devastated global travel. The company shifted focus from urban tourism to rural stays,
long-term rentals, and product simplification. Using the Business Model Canvas and Scenario
Planning Matrix, this report evaluates Airbnb’s strategic response and its long-term implications
for platform-based business models.

1. Introduction

In 2020, Airbnb lost 80% of its bookings within two months. Instead of pausing, the company
used the crisis as a strategic reset. It postponed its IPO, reduced workforce, re-prioritized core
offerings, and emerged stronger by late 2021. Airbnb’s shift is a textbook case of crisis-driven
strategy, platform agility, and lean planning.

2. Business Model Canvas (Post-2020 Reset)

Key Partners Hosts (homeowners), local regulators, payment providers
Key Activities Platform development, trust/safety ops, host support
Value Propositions Unique stays, host income generation, local immersion

Customer Relationships | Self-service, community-based trust, customer support

Customer Segments Travelers (leisure, work-from-anywhere), Hosts
Key Resources Platform, brand, host database, data infrastructure
Channels Mobile app, website, social media

Cost Structure Platform maintenance, marketing, host verification
Revenue Streams Booking commission, service fees

3. Strategic Priorities Post-COVID

Priority Description
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Focus on Core Hosting Experience

Removed non-core products (Experiences, Hotels)

Rural & Suburban Growth

"Anywhere" campaigns promoted remote travel

Long-term Stays

Introduced monthly rental features

Simplified Booking

Reduced listing friction, upgraded search filters

4. Scenario Planning Matrix: Future of Airbnb (2021—

2026)

Travel Recovers Fast

Travel Recovers
Slowly

High Remote Work Adoption

Scenario A: “Nomadic
Growth”

Airbnb becomes default long-stay platform for
remote workers

Scenario B: “Quiet Consolidation”

Focus on retention, profitability, fewer new
markets

Low Remote Work Adoption

Scenario C: “Back to
Urban”

Company pivots back to city stays, business
travel

Scenario D: “Platform Fatigue”

Risk of disintermediation, high host churn

Current Strategy Best Aligns With: Scenario A

5. Financial Recovery Indicators

Metric 2019 (Pre-COVID) | 2020 (Crisis) | 2022 (Post-Recovery)
Revenue $4.8B $3.3B $8.4B
Net Income -$674M -$4.6B $1.9B
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Active Listings ™ 5.6M 7.6M

Avg Booking Length | 3.1 days 5.4 days 6.2 days

6. Strategic Fit: SWOT Alignment Matrix

Internal Strengths External Opportunities

Scalable digital platform | Rise of remote work and nomadic lifestyles

Trusted global brand Reduced hotel loyalty among travelers

High host retention Cities losing tourism monopoly

Internal Weaknesses External Threats

Regulatory instability Local laws restricting short-term rentals

Host experience inconsistency | Competition from Booking.com, Vrbo, Google

Dependence on travel volume | Recession-driven demand slump

7. Strategic Response Summary

Strategic Lever Action Taken Result

Platform Cut complex features (Experiences, | Improved UX, faster booking

Simplification Luxe)

Market Reorientation | Promoted countryside and global Grew non-urban booking
stays share

Feature Innovation “I’'m Flexible” & “Split Stay” Higher match rate and
launched satisfaction

Financial Discipline | [PO-ready cleanup, employee Reached profitability in 2022
reduction

8. Conclusion

Airbnb’s strategic realignment during and after the COVID-19 pandemic highlights the
importance of focus, scenario planning, and customer-centric platform adaptation. By
simplifying offerings, leveraging long-term travel trends, and committing to operational
efficiency, Airbnb not only survived a crisis but used it to strengthen its competitive positioning.
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9. Student Exercises
o Create a Porter’s Five Forces analysis for Airbnb in 2023
e Draft a plan for Airbnb to expand its business model into corporate housing

o Critique Airbnb’s risk exposure to regulation using the PESTLE framework
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