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ROUTE
PLANNER

SWOT Analysis

What Sets Airbnb Apart?
What Internal Challenges does Airbnb have to face?
Where are Airbnb’s Strategic Growth Areas?

What are the External Pressures to Watch?

Strengths

+ Brand Recognition - globally

+ Unique and large range of accomodations

+ Unique experiences

+ Asset-light = rapid scalability

« Robust platform & App adoption

+ Large host/guest network, and continued
growth

Opportunities

- Expansion - New geographical markets

+ Long-term stay, Business Travel, Remote Work
focus

« Enhanced User Experience with Al/ML

* Price Transparency

« Alliance Strategy - Partner with local businesses
to create a rewards program that is different
than others

- Alliance - At one time was mostly Solo
Travelers. Partner with a company like MeetUp.
For those who are traveling solo and want some
company with other Airbnb guests, etc. They
could find others in the area with the same idea

* Innovation - Enhanced user experience with an
all in one travel portfolio

- Differentiation - Implement customized
Welcome for guests

Weaknesses

+ Regulatory Challenges

+ Dependence on 3rd party hosts

+ Quality Inconsistency

+ Travel Industry Disruption vulnerability

Threats

+ Competion from other vacation rental
businesses, traditional hotels/resorts, online
travel agencies

» Changing regulatory landscapes

« Economy & Travel Demand

« Negative Publicity - Reviews, Safety, Quality,
Cost, etc.
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ROUTE
PLANNER
CONT.

SWOT Analysis

Asset-Light = Rapid Scalability vs Dependence on 3™ Party Host

Unique & Large Range of Accommodations vs Regulatory

Challenges

Strengths

:
:

Organizational

+ Asset-Light = Rapid Scalability. Airbnb's model

doesn't require owning property, allowing lean
operations and fast growth

* Robust platform & App adoption - Strong

technology infrastructure and UX design give it
an edge

* Large host/guest network and continued

growth - Built-in network effects drive
rnomenturm

* Brand Recognition - Globally. Built through years

of consistent branding and service

* Dependence on 3rd Party Hosts - Limits
Airbnb's control over quality and consistency

+ Quality Inconsistency - Variability in guest
experience can harm brand trust

+ Travel Industry Disruption Vulnerability - Lack of
owned assets increases sensitivity to external
shocks (EX. Pandemics)

*

* Unigue and large range of accommodations -

Diverse inventory appeals to various traveler
segments

* Unigue Experiences - Differentiation from hotels

and standard rentals, attracting niche markets

* Global Presence - Operates in 190+ countries,

giving it unmatched reach

* Regulatory Challenges - Ongoing battles with
local governments over short-term rental
legality

+ Reputation Management - One bad review can
damage perception, especially in a competitive
space
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NEW TRAVEL
TERRAINE

Business Model Evolution

* Alliance Strategy: Partner to create rewards

program & meetups

* |nnovation: Create an all-in-one travel

portfolio

* Differentiation: Implement a customized

welcome
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BOOKING SITE TO TRAVEL INTELLIGENCE

NAVIGATING THE LANDSCAPE: FROM

- -

‘New’ Technology

* Al-Powered Guest Experience Engine —

RN
-+ ML-driven personalization platform that
P analyzes user behavior, preferences,

N, . travel history, & contextual data to

created tailored guest journeys across
the Airbnb ecosystem (GXE)
* Key Capabilities:
o Smart Itinerary Builder
o Dynamic Recommendation Engine
o Host Intelligence Toolkit
o Fraud Detection o Conversational Al Concierge

o Review System  What's Added!?
o Value Beyond Booking

o Real-time support & engagement
o Tailored Hospitality
o Relevance & conversion

Current Technology

* Airbnb already uses Al & data
analytics for pricing, search ranks,
fraud detection, etc.

* What Stays?
o Pricing Algorithm
o Smart Search
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TRIP CHECKPOINT

Portfolio Management View of GXE Technology

Extent:

Scope: Company-Wide, Consumer,
Host

Touchpoints: Integrated across
mobile app, web, host dashboard, &
internal ops tools

Reach: Impacts booking journey,
post-booking engagement, & host
operations

Visibility:
High Visibility — Across the
organization & customer base.

User-Centric Features that directly
impact brand perception

Stakeholders: Product Teams,
Marketing, Operations, Customer
Experience, & Data Science

Competitive Benefit:

Differentiation from online travel
agencies & hotels

Switching Barrier

Data Advantage
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TRIP CHECKPOINT CONT.

Portfolio Management View of GXE Technology

Operational Benefit: ~ Business Process Learning & Growth
Reduces support load Beneﬂt: Beneﬁts:
Streamlined workflows Continuous feedback loop

Optimizes host experience

Host enablement Upskills workforce
Better resource allocation

Integrated platform Innovation catalyst
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ADDITIONALTRIP CHECKPOINTS

Portfolio Management View of GXE Technology

Customer Focus: Very High!
e Enhances both guest & host experiences

Revenue Value: High
* Dirives increased bookings, upsells, & loyalty

Profit Value: High

* Increases customer lifetime value & host retention
Cost: Moderate-High (initial)

* Investments in additional Al, data integration, & training
Risk: Moderate

* Data privacy, Al misfires, etc.
Urgency: High

»  Competitors

* Strength/VVeakness Index: Strength-Dominant

* Builds on current data, UX, & host community
*  Weakness lies within execution & content consistency

Opportunity/Threat Index: Opportunity-Heavy
 Strong opportunity to lead in travel Al
e Threats include regulation, privacy laws, & market copycats

Strategic Positioning Summary: High-Impact/High-Urgency
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THE ENGINE ROOM

Operational Uses & Benefits of GXE

Operational Uses

Al concierge handles real-time FAQs, booking help, and
local recommendations, reducing human support volume.,

Customer Support

Host Enablement

Experience Curation

Feedback Loop

Provides hosts with guest insights, auto-suggested
messages, and amenity ideas based on profiles and past
behavior.

Generates itinerary templates, personalized listings, and
welcome guides—saving time for hosts and staff.

Collects structured data from guest interactions to inform
future features, optimize listings, and fine-tune suggestions.
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THE ENGINE ROOM

Operational Uses & Benefits of GXE

Operational Benefits

Automation reduces manual work for customer service and

Efficienc . . . .
Y hosts—improving response times and lowering labor costs.
Consistenc Ensures more uniform quality across host experiences,
Y especially helpful in a peer-to-peer model.
» GXE supports growth into new markets without a
Scalability PPOTE &

proportional increase in support staff or manual curation.

Real-time Al interactions boost traveler satisfaction and

Service Qualit - .
by reduce friction points.

Data can forecast demand, peak times, or location-specific

Resource Optimization " . .
P needs—streamlining operations and reducing waste.

Better guidance = better reviews = better rankings, creating

Host Performance » .
¢ a positive operational feedback loop.
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MAPPED FOR MARKET MASTERY

Competitive Uses & Benefits of GXE

Competitive Uses

Application

Market Differentiation

User Lock-in

Host Loyalty
Brand Perception

Platform Ecosystem

Offers a unique, intelligent, end-to-end travel experience—
far beyond simple accommodation booking.

Personalized experiences, smart itineraries, and concierge
tools increase user engagement and reduce switching to
other platforms.

Helps hosts provide better service, boosting Airbnb over
Vrbo or Booking.com in host preference.

Positions Airbnb as a tech-forward lifestyle brand, not just a
rental marketplace.

Deepens Airbnb’s ecosystem, similar to how Apple or
Amazon create value through interconnected services.



MAPPED FOR MARKET MASTERY

Competitive Uses & Benefits of GXE

Competitive Benefits

AIRBNB

>

Differentiation

Barrier to Entry

Brand Loyalty
Global Advantage

Experience Economy Leadership

No major competitor currently offers this level of Al-driven
personalization and host support in one platform.

Leveraging Airbnb’s unique dataset (millions of guests/hosts)
creates a moat against newer entrants.

Travelers and hosts are more likely to stay loyal to a system
that feels personalized and responsive,

Scales globally with localized intelligence, increasing relevance
in diverse markets.

Strengthens Airbnb’s positioning in the growing trend of
travel-as-experience, not just travel-as-commodity.
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WHAT’S INTHE
TRAVEL BAG?

Tech Overview

* Guest Experience Engine (GXE):

* Al-powered personalization & support
platform that enhances user engagement

before, during, and after their stay

e Combines itinerary planning, smart
recommendations, host intelligence tools, &
a virtual concierge into one integrated layer

on top of Airbnb’s existing platform

* (Goal Elevate Airbnb from a booking
marketplace to a fully immersive travel

assistant
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WHEREWE ARE
ONTHE MAP

Tech Maturity

* Core Technologies: Natural language processing,
predictive analytics, & recommendation systems

* These are all well into the early majority/mature
adoption stage

* Still innovative in the travel sector, but functioning
effectively in adjacent industries

» Al-based personalization engines have seen proven
success across other platforms = maturity for the GXE
use case is realistic

* Adoption Readiness:

* Internal data depth, sophisticated tech stack, &
innovation culture to support near-term
deployment

» Tech is appropriate for its intended uses within
the next 12-18 months
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CHANGING
THE ROUTE

Tech Displacement & Disruption

* Does Not Displace, but Enhances

* Existing pricing algorithms, search ranking systems,

& support tools remain intact

* Adds layer of intelligence & interactivity

* Potential Displacement May Occur in:

* Manual guest support

¢ Host-facing CMS features that don't leverage Al

e Timing is Everything!
 Early adoption grants competitive advantage

e BUT — premature scaling without UX testing

could cause friction
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CROSSING BORDERS:
RISKS & CUSTOMS

Tech Impacts: Integration, Risks, & Dependencies

* GXE requires deep integration with existing data systems

*  Will involve investment in:
* Unified data models
* Secure Al training pipelines
* APIs between UX, host dashboards, & backend intelligence

* Key Risks & Challenges:
* Data Privacy & Compliance
* Transparent user controls, opt-in settings

Security

* Encrypted recommendations, secure model access
Reliability

* Fail-safes & human override
Al Hallucination/Misfires

* Rule-based fallback logic, model training

Tech Dependency
* Modular architecture allows rollback or partial adoption
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FUTURE
DESTINATIONS

Tech Evolution (5-Year Outlook)

* Al personalization = Rapid Acceleration

» Evolution:
* Integrate AR travel previews or voice Al
* Personalize dynamic pricing & trip bundles
 Partner with third-party travel providers for a

superapp experience
e Don't Delay! Rivals ahead...
* Risk: Airbnb will have limited control over how
foundational Al evolves

* Solution: Develop in-house model fine-tuning

capabilities

PASSPORT
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OTHERTRAVEL
PATHS

Tech Alternatives
* Third-Party Concierge Integration (ex. ChatGPT plug-
in, etc)
 Easier to launch, but less brand controlled & harder to
differentiate
 Standalone Itinerary Apps (Ex. Hopper, Triplt, etc.)

» Competing apps — not integrated, limited data access

* Basic Personalization Using Existing ML Models

* In-house & cheaper, but lacks sophistication &
competitive edge
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FINAL CHECKS
BEFORE
TAKEOFF

Additional Evaluation Needed

* GXE = Most Strategic Option:

* Fully integrated with Airbnb’s data, UX, &

Operational Goals
* Long-term control over branding & experience

* Delivers cumulative value

» Additional Eval:
* Usability Testing

» Cost-benefit analysis across short-term ops vs.

long-term brand/loyalty
¢ Privacy impact assessments for each component

* Organizational readiness audit
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LAYING THE GROUNDWORK FORA SMOOTH TAKEOFF

Operational & Competitive Risks

Major Issues & Risks During Integration & Deployment

Cultural Misalignment

Host Adoption Resistance
Over-automation Risk
Dependency on Al Accuracy
Operational Training Load

Data Governance Pressure

Brand Identity Shift

Airbnb’s host-driven, decentralized model may resist top-
down features like auto-generated messaging or Al
recommendations.

Some hosts may see GXE tools as intrusive, generic, or
replacing their personal touch.

Al-based responses could erode Airbnb’s human-centric
brand if not handled with care.

Misfires from Al (wrong suggestions, poor itineraries) can
hurt trust and guest satisfaction.

Customer service reps, experience teams, and host advisors
need onboarding to new tools and escalation protocols.

Global privacy laws (GDPR, CPRA, etc,) require strong
controls over how user data is used for personalization.

Moving toward an Al-powered ecosystem risks Airbnb
being seen more as a tech tool than a personal travel
platform.
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LAYINGTHE
GROUNDWORK FORA
SMOOTH TAKEOFF

Why these Risks are Critical for Airbnb
Unique Platform Model:

* Automation must preserve the ‘human element’
that differentiates Airbnb from hotel chains, etc.

Global Footprint, Local Experience:

* Al must scale globally, but adapt to local cultures,
languages, customs, etc.

Brand Fragility — Missteps are Costly

* Navigating a landscape of tighter regulations,
shifting traveler needs, rising competition, etc.

Operational Complexity

*  With millions of hosts & listings, even small UX
issues at scale can have massive
support/reputational impact
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LAYING THE GROUNDWORK FORA SMOOTH TAKEOFF

Processes, Structures, & Approaches to Mitigate Risks

Approach Area

Stakeholder Involvement

Change Management

Training & Support

Governance & Risk Management

Mitigation Strategy

Involve top hosts in GXE beta testing to co-create features
and build advocacy. Create a GXE feedback loop directly into
product teams.

Develop a “Tech with a Human Touch” internal campaign for
host and support teams, reinforcing that Al enhances—not
replaces—the human experience.

Launch onboarding bootcamps for hosts and CX reps.
Provide scenario training to handle Al errors or guest
frustration gracefully.

Form a cross-functional GXE Governance Group including
privacy, legal, support, and product leads. Ensure ongoing
compliance audits and data handling reviews.
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LAYING THE GROUNDWORK FORA SMOOTH TAKEOFF

Processes, Structures, & Approach

Approach Area

Pace of Deployment

Supplier & Tech Vendor Relationships

Competitive Strategy Oversight

External Communication

es to Mitigate Risks Cont.

Mitigation Strategy

Use a tiered rollout: VIP hosts and top-rated stays get GXE
tools first. Analyze usage and satisfaction before global scaling.

Secure clear SLAs and ethical Al agreements with third-party
model providers to avoid misuse or drift in Al capabilities.

Ensure GXE doesn't homogenize experiences. Lean into
micro-personalization to retain Airbnb’s signature uniqueness
and avoid commoditization.

Position GXE publicly as a “Smart Travel Companion”—an
assistant, not a replacement for real human hosts.



DESTINATION:
SMARTER STAYS

Adoption Analysis Summary:

Why the Guest Experience Engine is a
Journey Worth Taking
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ADOPTION COST &VALUE

* Estimated Costs
* Initial Development/Integration: $4-6M
* Staff Training & Change Management: $1.5M
* Ongoing Support, Maintenance, & Al Refinement: ~$2M/year
* Data Privacy/Security Compliance: $500k-1M

e Total 3-Year Cost: ~$10-12M

e RO

o +10-15% LTV uplift from improved guest experiences & loyalty

* Increased host satisfaction & retention due to helpful automation

* Projected +8-12% booking volume increase through better recommendations
* Enhanced ability to cross-sell experiences, rentals, & local add-ons

* Justification: GXE directly supports Airbnb’s strategic pivot toward more seamless, curated, & tech-
enhanced travel. The cost is justified as it supports both top-line growth & operational efficiency.
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RISKS OF ADOPTION

* Key Risks:
* Host pushback on automated guest messaging
* Al hallucination or poor content damaging trust
* Data privacy violations, especially in EU markets

* Likelihood & Mitigation:
* Moderate-High Risk of Cultural Resistance
* Mitigated by co-creation, pilot groups, & opt-in tools
* Moderate Risk of Al Error:
* Reduced through layered QA, human oversight, & phased rollout

 High Risk if Privacy is Mishandled:
e Addressed via General Data Protection Regulation (GDPR)

* Estimated Risk-Management Cost: ~$1.5-2M

* BUT — avoids far greater reputational & legal costs
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OTHER APPROACHES CONSIDERED

* Manual Expansion of Support Teams:
* Much higher costs, Slower to scale
* lacks personalization & speed of GXE

* Outsourced Concierge Services:
* Compromises Airbnb’s unique peer-to-peer feel

* Hard to localize at scale

* Do-Nothing Scenario:
* High opportunity cost — competitors are already personalizing guest journeys

* Conclusion Drawn: Technology-based GXE approach provides the most scalable, brand-consistent, &
cost-effective path forward

AIRBNB

&
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RELATIVEVALUE IN IT PORTFOLIO

* GXE aligns with:
» Airbnb’s “travel ecosystem” vision
* |T priorities on personalization, automation, & data-driven decision-making
* Evolving business model beyond ‘just room’ rentals

* Priority Level: High — Tier 1 Strategic Initiative
* GXE enables multiple business units & unlocks long-term platform value

- <
d

(i
r

f




30

AIRBNB

ADOPTION STRATEGY & TIMING

e Recommended Timeline:

* Begin development immediately

* Pilot by Q2 of next year (2026)
* Full rollout by end of Q3

(///
\\\\

Tth

\\f

* Adoption Type: &/ TRAVEL
* Among all potential adopters: Early Adopter

l

* Among industry competitors: First Mover in Travel Tech Al
* Among organizations of similar size: Innovation Leader

* Airbnb’s brand equity & digital DNA make it uniquely suited to lead this wave & shape how Al
enhances human travel
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FINAL BOARDING CALL:APPROVETHE FUTURE OF GUEST
EXPERIENCE

* Airbnb is at an inflection point: Travelers want seamless, smart, & personalized experiences — and competitors are
catching up. The Guest Experience Engine (GXE) isn't just another tech enhancement; it's a strategic capability
that puts us back in the lead.

* We're asking for approval to move forward immediately with funding, staffing, & Piloting GXE. This includes:
e $10-12M Initial Investment over 3 years
» Cross-functional product & engineering resources
* Fast-track prioritization on the 20025-2026 tech roadmap
 Executive sponsorship to drive adoption across Host & Guest operations
* Why Now?
* GXE unlocks revenue growth, loyalty, & operational efficiency in one move
* FEarly adoption positions Airbnb as a category leader in smart travel personalization
* Every quarter we wait is a competitive risk & missed opportunity

* What We Get:
* A scalable engine for dynamic itineraries, smart check-ins, & personalized content
* Higher LTV & booking conversion
* More efficient Support workflows & host enablement
* A foundation for future Al-driven growth & automation



The Bottom Line:

We're not just adopting technology — we
are shaping the next era of Airbnb.
Let's make GXE our flagship innovation in
2025/26.

Approve Funding.

Prioritize Execution.

Let’s Build It.

AIRBNB

WANDERLUSTWRAP-UP

The Guest Experience Engine is Not

Just an Upgrade — It’s the Itinerary to
Airbnb’s Future

K 4
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