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Abstract: This study aims to extend the conceptualization of resource inte-
gration in service ecosystems by defining and empirically analyzing the 
orchestration of multi-actor collaboration for value co-creation in the tour-
ism eco-system. Current knowledge on the emergence of service ecosys-
tems is extended by focusing on and conceptualizing the resource integra-
tion efforts of resource orchestrators and connectors. It adopts a qualita-
tive in-depth case study approach to explore, in a real-life situation, how 
resource orchestration through multi-actor collaboration for value co-cre-
ation occurs in complex service ecosystems, such as hospitality or tourism 
services. The analysis is built on multiple sources of information to integrate 
investigations conducted through direct observation and questioning. A 
new approach is synthesized, which shifts away from the understanding of 
resource orchestration as a firm-level activity for initiating and managing 
innovation processes to a key process for driving and managing the emer-
gence of multidimensional and multilevel value co-creation structures.
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1. INTRODUCTION

Management research has focused on how multiple actors, such as firms, the public, gov-
ernments, and not-for-profit organizations, co-create and capture value through the inte-

gration and orchestration of resources. Resource integration can be defined as the purposeful 
use of available resources by actors to co-create value for themselves and others through col-
laboration with other actors in service ecosystems. This perspective emphasizes the actor-to-
actor relationship, encapsulated in service ecosystems. The service ecosystem perspective pro-
vides a processual, systemic, and institutional view on value creation by suggesting that value 
is co-created among multiple institutionally guided actors. This is enabled through network 
interaction and successful resource integration (matching, resourcing, and valuing;) that occur 
at different levels of aggregation in a larger, complex, and dynamic social context (Caridà et al., 
2019; Koskela-Huotari, 2018; Koskela-Huotari and Vargo, 2016). Actors at the macro, meso, and 
micro levels can intentionally influence resource integration, how service ecosystems evolve, 
and thus, the resultant value-in-context. The success of resource integration by multiple actors 
implies direction and coordination of joint efforts, which is called resource orchestration. 

Recently, the need has emerged for orchestrating resources to drive intended resource integra-
tion practices for value co-creation. This is due to: i) the ability of multiple actors to enact com-
plementary roles by accessing and integrating different sets of resources and by co-creating and 
extracting different categories of value (e.g., economics, social, cultural, and environmental); ii) 
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the asymmetrical nature of relationships (both social and business) where actors signal to one 
another both what they can offer and what they are trying to achieve in terms of the captured 
value-in-context (Findsrud and Dehling, 2019); and iii) the spread of digital platforms that facil-
itate new opportunities for multi-actor collaboration (Edvardsson and Tronvoll, 2019) by opti-
mizing and shaping the ability of actors to interact, match, integrate, and operate with addi-
tional resources for co-creating and sharing value. Accordingly, digital platforms provide coor-
dinating mechanisms for large-scale collaborations (Edvardsson and Tronvoll, 2019), which are 
needed to transform existing service ecosystems and/or shape new ones. This is accomplished 
by refining resource integration patterns and the distinct configurations of previously uncon-
nected actors, resources, activities, and values to fuel novel and sustainable service ecosystems: 
in other words, to adopt the service ecosystem approach. 

According to Koskela-Huotari (2018), value co-creation is an emergent outcome of institution-
ally concerted actions and interactions of multiple actors within the service ecosystem: new 
or changed resource integration practices emerge, and the ecosystem remains in development 
(Koskela-Huotari et al., 2016; Vargo et al., 2015). Interactional and relational aspects are central 
and “consequently, interactions and relationships must be established to enable the integration 
of resources between actors” (Eriksson and Hellström, 2021: 458).

Such a conceptualization highlights the need to orchestrate multi-actor resource integration 
activities at the micro, meso, and macro levels as well as the need to frame the different orches-
trator roles actors can intentionally enact to fuel novel and sustainable service ecosystems (Hur-
melinna-Laukkanen and Nätti, 2018; Chandler and Vargo, 2011).

An orchestrating actor makes use of not only the resources and capabilities that multiple actors 
can provide, but also balances the interdependencies between the macro, meso, and micro lev-
els in an ecosystem, which both enables and inhibits value co-creation. When actors are inter-
dependent and operate at different levels of aggregation in the ecosystem, the lack of orchestrat-
ing activities may cause misalignment between their interests and the integration of available 
resources. This results in a decline in the well-being of at least one of the actors, and in reduced 
value co-creation. This means that an in-depth focus on different levels of interaction is needed 
to understand resource orchestration in practice and how it affects the evolution of the service 
ecosystem (Plé and Chumpitaz Cáceres, 2010). 

Many scholars have called for empirical studies on resource integration and value creation in 
ecosystems, focusing on the process and outcome of multiple actor collaboration in practice 
(Caridà et al., 2019; Skylar et al., 2019; Taillard et al., 2016). However, to our knowledge, few 
scholars have explicitly conducted empirical studies on resource orchestration or the orches-
trating roles of multi-actors in large and complex service ecosystems. Furthermore, despite 
increasing debate on resource orchestration in innovation networks and service ecosystems, the 
discussion on how contextual issues affect the resource orchestration process is still underex-
plored and requires both conceptual development and empirically grounded analysis (Hurmel-
inna-Laukkanen and Nätti, 2018; Pikkarainen et al., 2017; Valkokari et al., 2017). 

The study aims to expand the conceptualization of resource integration and service ecosystems 
by defining and empirically analyzing the orchestration of multiple actors working together to 
create shared value. In particular, the study focuses on the Italian tourism ecosystem emerg-
ing from the National Strategic Plan for Tourism (2017-2022). For this purpose, the actors, the 
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dynamics of resource integration and the orchestration issues at each level of the ecosystem are 
analyzed in-depth: At the micro level, Civita di Bagnoregio is studied; at the meso level, we 
focus on the Italian Villages project (2017-2018); and the macro level is studied through the anal-
ysis of the Italian National Strategic Plan for Tourism (2017-2022).

This study fills the literature gap and enhances our understanding of service ecosystems in 
action by paying attention to actors who orchestrate the exchange of complementary resources 
within the ecosystem and how the orchestrating roles of different actors enable the development 
of new emergent service ecosystems. 

2. CONCEPTUAL FRAMEWORK

Our conceptual framework is grounded in the extant research on resource orchestration from 
an ecosystem perspective and on service ecosystems (Hurmelinna-Laukkanen and Nätti, 2018; 
Pikkarainen et al., 2017). It is based on two main pillars: first, the idea that service ecosystems 
emerge from both a bottom-up and top-down process which is orchestrated by different social 
forces in their ongoing efforts for the maintenance, disruption, and change of institutions—that 
is, their institutionalization; second, that service ecosystems possess path dependencies which 
provide stability through continuity and repetitiveness (Vargo et al., 2015; Koskela-Huotari et 
al., 2016). 

We assume that the service ecosystem is “a relatively self-contained, self-adjusting system of 
resource-integrating actors connected by shared institutional arrangements and mutual value 
creation through service exchange” based on four interdependent concepts: value proposition, 
actors, resources, and institutional arrangements. A value proposition is an invitation from one 
orchestrating actor to others to join forces in value co-creation (Vargo and Lusch, 2016: 10-11; 
Vargo et al., 2015). Actors are individuals or organizations with agency, intentions, prior experi-
ences, and expectations of intended value outcomes. Actors are both resource integrators (who 
combine resources to form a whole) and resource orchestrators (who coordinate the combination 
of resources through multi-actor collaboration in a situation that produces intended outcomes—
value-in-context), who require institutions (platforms, structures and processes) and institu-
tional arrangements (norms, rules, conventions and practices) to enable social coordination. 
Resources are a source of agency for actors when co-creating value. The realized value depends 
on the resource integration process and, specifically, on the alignment between the phases of 
matching, resourcing, and valuing — that is, on how resources are integrated and operated on in 
specific contexts with specific intentions (Edvardsson and Tronvoll, 2013; Caridà et al., 2019).

Institutions are rules, norms, and beliefs that enable or constrain action and make social life 
predictable and meaningful. Institutionalization, disruption, and change of institutions form a 
central process of service innovation, which is needed for the development of service ecosys-
tems (Vargo et al., 2015). Both institutions and institutional arrangements influence the wider 
service context that guides the action and interactions of actors for service exchange and value 
determination (Vargo et al., 2015; Edvardsson et al., 2011; Scott, 2014; Vargo and Lusch, 2016)).

The service ecosystem conceptualization captures the complex and dynamic dimension of ser-
vice-for-service networks and markets. It implies the inclusiveness of different stakeholders and 
the convergence of their different interests in the pursuit of the well-being of both individuals 
and the overall social system.
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The service ecosystem emerges through an interactive, dynamic, and recursive process of for-
mation and reformation of the social context that determines what is valuable and what is not 
(Lusch et al., 2007; Vargo et al., 2015; Vargo and Akaka, 2012). Service ecosystems are charac-
terized by dynamism and self-adjusting properties and are centered on the combinatorial evolu-
tion of social forces, including the roles, actions, and interactions of actors that are orchestrated 
and enforced by the institutions and their arrangements. Such social forces also contribute to 
the formation and reformation of the institutions and the institutional arrangements by building, 
interpreting and modifying them.

Orchestrating refers to activities that support value co-creation processes “by influencing the inte-
gration of necessary resources between firms and their customers. Such activities include, but are 
not limited to, inspiring and facilitating the interaction between actors in the value process”. It is 
a dynamic and evolving activity that influences the network and its members (Hurmelinna-Lauk-
kanen and Nätti, 2018; Gidhagen et al., 2011; Paquin and Howard-Grenville, 2013).

Understanding the resource orchestration process in complex service ecosystems requires mov-
ing away from a narrow, micro-level focus to include contextual issues shaping different orches-
trators. Thus, the interdependencies between different levels in service ecosystems influence 
the whole resource integration process and, thus, the evolving value co-creation path and out-
comes (Pikkarainen et al., 2017). 

Accordingly, we assume that: i) different orchestrating roles refer to the orchestrator conduct-
ing specific orchestration activities in a specific way, ii) in the same service ecosystem, multi-
ple actors can perform many orchestrating roles, at the same and different levels, to actively pur-
sue their self-interests and values, iii) the service ecosystem is continuously being formed and 
re-formed. It is the co-created outcomes of systemic human actions that are shaped and driven 
by orchestrating actors through the ongoing emergence of new value propositions and the insti-
tutionalization of new solutions, and iv) both human and non-human (including technology and 
institutions) actors can orchestrate multi-actor collaboration for value co-creation. According to 
Edvardsson and Tronvoll (2019), the central role of this platform is to manage the contributions 
of multiple networked actors collaborating to create something novel and useful: in other words, 
the effective orchestration of the interdependencies among actors.

The above conceptual framing synthesizes a shift in view away from understanding resource 
orchestration as a relevant activity enhanced by a leading organization (hub, focal firm, or focal 
organization) for initiating and managing innovation processes, to that of a key process that 
influences and is influenced by multiple social forces in the service ecosystem. This includes 
multiple non-human and human actors that, with or without orchestration by a hub firm, act at 
different levels of aggregation (Chandler and Vargo, 2011) to mobilize and boost base levels of 
dispersed resources (knowledge, skills, cultural, and social, among others) to ensure the stabil-
ity and sustainability of the service ecosystem. 

In the light of the recent model proposed by Hurmelinna-Laukkanen and Nätti (2018) and Pik-
karainen et al. (2017), and to better understand resource orchestration, we analyze and contextu-
alize the multiple roles that collaborating actors may enact over time in the same service ecosys-
tem. It represents a useful schema to match and bridge theory and practice. Accordingly, Table 
1 provides a synthesis of these orchestrating roles and related activities codified on the basis of 
this model; it allows us to investigate the resource orchestration process in light of the service 
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ecosystem to better understand what actors do and how they contribute to the formation and ref-
ormation of the service ecosystem by adopting certain roles and social positions.

Following the ecosystem lens and recent research, our study moves away from the perspective 
of the hub firm (Dhanaraj and Parkhe, 2006; Hurmelinna-Laukkanen and Nätti, 2018; Pikkara-
inen et al., 2017). Our aim is to extend the scope and concept of the resource orchestration pro-
cess to the broader perspective of the social context and thus of the multiple actors, who will 
actively pursue their own self-interests and value creation. The social context, through its insti-
tutions and institutional arrangements, drives resource orchestration to i) enable resource access 
and knowledge mobility, ii) promote the institutionalization, scalability, and reproducibility of 
the innovation practice, iii) foster value co-creation and value extraction, and iv) ensure the sta-
bility and self-sustainability of the service ecosystem.

Table 1. Roles and activities of Orchestrating Actors
Orchestrating Actor Types Orchestrating Actor Roles

Controlling approach 
Player-orchestrators: 
For profit, competitive actors are interested in improving 
their competitive advantages and profitability by leveraging 
networks that they coordinate.

• Architect: mobilization network members, agenda 
setting, and coordination.

• Judges: taking control of plans while determining, 
monitoring, and adapting performance standards for each 
participant.

• Gatekeeper: extracting knowledge used in the innovation 
process from outside the network and disseminating it 
among network members.

• Conductor: acquiring and spreading information to 
strengthen their core competences as focal actors, while 
allocating further tasks to other network members.

Controlling approach/ Support and discreet influence 
approach
Non-Players-Facilitator-orchestrators: Boundary-spanning 
actors interested in the development within and of the 
network by ensuring the wide dispersion of innovative ideas 
and cooperation. They have a strong relational position and 
connections while focusing on common interests in the 
matter and viability of the network rather than financial 
gain for themselves.

• Representative: sharing knowledge about the network to 
outsiders and evaluating what can be shared considering 
innovation appropriability.

• Coordinator: managing the interaction between network 
members to ensure stability and coordination-related 
activities.

• Auctioneer: Agenda setting, creating, and promoting a 
joint vision in the network.

• Developer: developing and strengthening (in) tangible 
assets as knowledge mobility.

Support and discreet influence approach
Sponsor-orchestrators:
Commercially oriented actors are interested in improving 
their financial situation by building on the development of 
the competitiveness of network actors that is promoted by 
ensuring joint benefit and cooperation. They rely both on 
resources and strong relational positions in networks and 
offer resources and connections to the network members, 
but with the expectation that their efforts and investment 
will be rewarded later.

• Promoter: getting network members to work toward 
the same goals, including those that may initially be 
unattractive

• Leader: motivating and fostering voluntary collaboration 
and clarifying the roles of network members to boost 
network stability and knowledge mobility. 

Source: Adapted by Hurmelinna-Laukkanen and Nätti (2018) and Pikkarainen et al. (2017)

3. THE ITALIAN HOSPITALITY AND TOURISM SERVICE ECOSYSTEM

The study focuses on the: i) “Italian National Strategic Plan for Tourism (2017-2022)” (macro 
level of relations); ii) “Italian Villages project 2017-2018” (meso level); and iii) Civita di Bag-
noregio pilot project “Home of the Artist” (micro level).

These projects aim to enhance the self-sustainability of small Italian villages by supporting 
their local economies, creating new resources, and fostering long-term investment in cultural, 
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social, and urban restoration. They arise from a collaborative process involving the Italian Min-
istry of Cultural Heritage and Tourism (MiBACT), the Italian National Association of Munici-
palities (ANCI), specific Italian Municipalities, and Airbnb.

These narratives are grounded in the pilot project “Home of the Artist,” launched in Civita di 
Bagnoregio in March 2017. The success of this project inspired the establishment and spread of 
novel collaborative practices in other Italian regions involving Airbnb, Italian Municipalities, 
and other actors (private companies, local/national authorities, hosts, and travelers, among oth-
ers). The following tables (Tables 2, 3, 4) describe the service ecosystem context according to 
the multilevel perspective (micro, meso and macro level). They briefly illustrate the institutions 
and the institutional arrangements that frame the social roles and actions of multiple actors, 
including the evolving path and resultant value-in-context of the service ecosystem.

According to the general framework defined by the Italian National Strategic Plan for Tourism 
(2017-2022), in 2017, Civita di Bagnoregio began launching new collaborations between pub-
lic (municipalities, local authorities, and associations, among others) and private actors (Air-
bnb, citizens, host and the community) at the national level (The Airbnb Italian Village Pro-
ject) through collaboration between Airbnb, the MiBACT, and the ANCI. To better clarify the 
process driving the emergence of novel and sustainable service ecosystems (Koskela-Huotari, 
2018; Vargo et al., 2015), the following illustration provides a brief overview of the social con-
text of Civita di Bagnoregio. It: i) explains the reasons why Civita was chosen by Airbnb to test 
its pilot project, ii) identifies the key elements boosting the scalability and stability of this col-
laboration and, finally, iii) clarifies the circular causality leading to the emergence of new ser-
vice levels in the ecosystem. 

Table 2. The Macro Level - Italian National Strategic Plan for Tourism (2017-2022)  
Italian Travel Itinerary

General description:
The Italian National Strategic Plan for tourism involves ongoing cooperation between stakeholders in the tourism sector, 
arising from a participatory process established by the Ministry of Cultural Heritage and Activities and Tourism (MiBACT) 
via the Directorate General for Tourism. The new Strategic Plan for Tourism Development (Piano Strategico del Turismo) 
2017-2022 develops a wide array of ideas and proposals, also acquired via digital tools.
Project Aim:
The plan provides Italy with a unified vision of tourism and culture, leveraging technological and organizational innova-
tion, skill enhancement, and service quality, all increasingly integrated with the sustainable use of resources and their phys-
ical and cultural accessibility. It overcomes current fragmentation and ensures synergy between regional tourism plans by 
integrating interregional and national actions and projects. Accordingly, it provides a framework within which both insti-
tutions and operators can share a long-term vision, medium-term objectives, and lines of action that ensure the interopera-
bility, joint decision-making, and co-responsibility of the actors’ service system.
Actors:
Main actors: Directorate General of Tourism of the MiBACT who coordinates public and private stakeholders and services 
for all citizens and tourists. 
Other actors: Standing Committee on Tourism Promotion in Italy, operators, stakeholders, government authorities at vari-
ous levels, citizens, and tourists.
Enabling tools: the participatory platform; inter-institutional forums; tools to monitor the progress of the plan.
Project working method:
The competent central government and regional administrations, together with all Italian tourism operators (public and pri-
vate), contribute to the definition of the plan and its subsequent phases, through direct and digital collaboration. The col-
laborative process, coordinated by the Directorate General of Tourism of the MiBACT, took place through direct meetings, 
round table discussions, and online tools. These activities enabled close collaboration between the MiBACT and the other 
relevant stakeholders (regions, central government, local authorities, economic actors, and other associations) to analyze 
the needs of the tourism sector, share the decision-making process and jointly implement relevant actions to broaden the 
tourism supply models, thereby encouraging the emergence of new models geared towards sustainability, digital innova-
tion, quality accommodation/services, and adaptation to the new trends of the demand.
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Project principles: 
The driving principles of the plan are integration, institutional cooperation, and participation.
Integration involves the ability to integrate territorial resources to create more efficient tourism policies and models of gov-
ernance that are rooted in coordination and interrelationships.
Institutional cooperation and participation comprise the close and equal exchange between the cited actors who have col-
lective or corporate interests in tourism policies.

Source: Authors’ elaboration

Table 3. The Meso Level - The Airbnb Italian Village Project
General Description: 
2017 was termed by the MiBACT as the Year of Villages, after which Airbnb collaborated with the Italian Ministry of Cul-
ture and Heritage Activities (MiBACT) and the National Association of Italian Municipalities (ANCI) to support tourism 
in small villages. 
The Airbnb Italian Village project was launched on October 6, 2017 to promote more than 40 villages throughout the coun-
try, with at least two in each region. This was achieved through a range of different programs to enhance cultural heri-
tage, urban redevelopment through the reuse of disused and abandoned areas, and the innovation and reshaping of tourism 
and hospitality by increasing social cohesion through the active and systematic involvement of the local communities and 
socio-economic systems (e.g., tourism firms, voluntary associations).
Project Aim:
According to the Italian National Strategic Plan for tourism, the Italian Villages Project aims to promote areas off the 
beaten track to travelers from around the world and support the development of sustainable tourism practices in local com-
munities outside Italy’s major cities (including small Italian towns). 
The project aims to improve the quality of the urban surroundings, cultural supply and services, and to create a system 
of cities of art and villages: “Home sharing isn’t a new concept for rural hosts, in fact, locals have been opening up their 
homes for decades. By using technology, we can now play a major part in helping to revitalize these villages, empowering 
locals to share their communities, their culture, and their heritage, while boosting the local economy” (Joe Gebbia, Airbnb 
Co-Founder).
Actors:
Main actors: 
i) Airbnb coordinates public and private stakeholders and leverages the Airbnb ecosystem to promote the self-sustainabil-
ity of small village communities by improving home-sharing practices and services that enhance their local economies, 
together with the creation of new resources and their long-term investment in cultural, social and urban restoration projects. 
ii) Officials and citizens collaborate with Airbnb to globally promote small towns. iii) Hosts encourage guests to see local 
sites, eat in local restaurants, and make local connections. 
Other actors: MiBACT, ANCI, stakeholders and government authorities at various levels, citizens (voluntary associations, 
etc.) and tourists.
Enabling tools: 
i) Airbnb platform allowing hosts to put their hometown on a global map. 
ii) Inter-institutional working teams
iii) Airbnb social media campaigns
Project working method: 
The partnership between Airbnb, the institutions, and the local community allowed the development of two effective areas 
of intervention:
1. Restoration and economic valorization of historical and important public buildings: A multidisciplinary working team 
including private companies, Italian and international architects, and artists are selected and coordinated by Airbnb to 
restore disused and abandoned buildings to make sure that local specificities are enhanced. According to the working prac-
tices adopted by the pilot project developed in 2017 in Civita di Bagno Regio (Casa d’Artista), all proceeds, including the 
rent paid by guests and the Airbnb fee, are used to fund property maintenance and other cultural and social projects.
2. Creation of a digital ecosystem to internationally promote 40 small villages: Twenty villages, one in each Italian region, 
are promoted internationally on a dedicated platform (http://italianvillages.byairbnb.com). The website connects hosts liv-
ing in these villages by sharing their homes on Airbnb with travelers who are interested in discovering a less familiar part 
of Italy. Another 20 small villages are promoted internationally through an ad hoc social communication plan involving the 
social media platform Airbnb.
The digital ecosystem is based on the integrated use of multiple social media tools such as blogs (Airbnb blog, nerds’ blog, 
public policy blog, among others), mobile apps (Airbnb, Android, and iOS), and social networks (Twitter, Facebook, Goo-
gle+ YouTube, LinkedIn, Flickr, GitHub, Vimeo, Instagram, and Pinterest) to globally increase the visibility of the small 
villages. Both the dedicated website and the social campaign informs villagers and the local community through texts and 
images. Furthermore, they include a series of utilities (including historical guides and listings, among others) to connect 
rural hosts with global travelers.
Project principles:
Sustainability, innovation, integration, institutional cooperation, and participation.

Source: Authors’ elaboration
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Table 4. The Micro Level - The Artist House Pilot Project
MICRO LEVEL 
General Description
In 2017 Airbnb in collaboration with the Municipality of Civita, local authorities and other several partners (designers, 
architects, Italian and international artists, private companies, etc.) started the pilot project “Home of Artist” as part of a 
broader initiative by the Italian tourist board to support and champion the Italian small village. 
The Casa Greco, which was heavily damaged in an earthquake in the 1980s, was named The Artist House on March 30, 
2017. It is the first public building in Italy to be permanently listed on the Airbnb platform through a unique partnership 
with the village, aimed at revitalizing the Civita artistic heritage.
Hosted by the Mayor of Civita, it is available on the Airbnb platform for Euro 300 per night. All proceeds go to the village 
to sustain cultural projects. A special rate of Euro 10 per night is offered for the professional artist community.
Pilot Project Aim:
Setting up new collaborative practices to promote similar projects in other regions within the wider Italian campaign to help 
the self-sustainability of rural villages around the world by preserving and celebrating their cultural heritage. 
The Artist House was completed at the end of March 2017; in October 2017, Airbnb, together with the MiBACT and ANCI, 
launched the same project on a national level, that is, the Airbnb Italian Village Project.
Actors:
Main Actors: 
i) Airbnb coordinates public and private stakeholders and leverages its digital hospitality ecosystem to test the scalability 
and application of the same project to other rural villages.
ii) The Major becomes the first public host in the world, collaborating with Airbnb and other public and private actors to 
provide concrete ways for the town to sustain its culture and tradition.
iii) The Italian project curator, architects, and artists who agree on a working methodology and its application to another 
small village in Italy.
Other Actors: Citizens and tourism operators
Enabling tools: The Airbnb platform
Project working method:
The Home of Artist Project is based on a public-private network. 
Airbnb joined forces with the Italian curator Federica Sala, who chose Francesco Simeti, a renowned artist celebrated for 
his immersive installations, and DWA Design Studio, an architectural firm based in Milan, for the project. 
Project principles:
Small village self-sustainability, institutional cooperation, participation, promoting and celebrating the rural villages’ cul-
tural heritage.

Source: Authors’ elaboration

4. RESEARCH DESIGN AND METHODOLOGY

To fulfill the aim of the study, an inductive study of resource orchestration in the service eco-
system was conducted by adopting a qualitative in-depth case study approach (Stake, 2011). We 
explored, in a real-life scenario (Siggelkow, 2007), how resource orchestration through multi-ac-
tor collaboration for value co-creation occurs in the Italian hospitality and tourism service eco-
system. Multi-level analysis was carried out by focusing on i) how different and interdependent 
actors enact orchestrating activities at different levels of aggregation of the ecosystem (Vink et al., 
2021) to coordinate resource integration for value co-creation (Nenonen et al., 2020), and ii) how 
resource orchestration shapes the recursive context of value co-creation over time.

4.2. Data collection

To explain the context as part of the descriptive research (Stake, 2011), we developed a documen-
tary analysis that included both primary and secondary data (Table 5). Primary data were collected 
based on personal interviews with key actors. These interviews were open-ended and focused on 
describing how the initiative moved from national actors in the service ecosystem (macro) to local 
community actors (micro), and regional actors by reinforcing the ecosystem as a whole. The inter-
views provided rich data about the roles, the motivations, and the activities different actors enacted 
to orchestrate resources within the service ecosystem and the outcome/results emerging from 
these activities (i.e., economic, sustainability/environmental, cultural, and social value).
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Table 5. Data Collection and Analysis
Actors/ecosystem Levels Data source Key information collected and coded
Macro: National Level 
MiBACT: Ministry of 
Cultural Heritage and 
Activities and Tourism
Italian Ministry for the 
Environment Land and 
Sea Tourism operators 
Association

Reports, documents: 
• The Italian Strategic Plan 

for Development of Tourism 
(2017–2022). 

• Italy and agenda 2030 at a 
glance: Italy National Sustainable 
Development Strategy 

• MiBACT newsletters
YouTube videos Interviews: 
• Italian Minister of Culture
• Italian Tourism Operators

Mission and aim of the plan: 
• Common goals and guiding principles that inspire 

collaboration and RI among different actors. 
• Guidelines of the plan: 
• Rules, norms, and working mechanisms that enable 

RI. 
• Standing committee on tourism promotion members 

(principal public and private sector actors): 
• Main actors’ roles and activities
Areas of intervention: 
• Strategic actions and activities.
Newsletters, videos, and interviews: 
• Results and value generated.

Meso: Inter-Regional 
Level 
Airbnb
National Association of 
Italian Municipalities 
(ANCI)

Reports, Documents 
• The Italian Village Airbnb Project 

(2017)
• Sharing Rural Italy, A Community 

Overview (Airbnb and MiBACT, 
2017) 

• Airbnb and ANCI newsletter
The Airbnb Italian citizen blog/
Facebook page
YouTube videos Interviews: 
• Francesco Rutelli, Airbnb Mayor 

Advisory Board 
• Joe Gebbia, Airbnb co-founder 

and chief product officer (CPO).

Mission and aim of the project: 
• Common goals and guiding principles, that inspire 

collaboration and RI among different actors. 
Guidelines of the project: 
• Rules, norms and working mechanisms that enable 

RI. 
Project committee and Italian rural community actors 
(principal public and private sector actors): 
• Main actors’ roles and activities 
Areas of intervention: 
• Strategic actions and activities.
Social Network 
Social community post and comments: 
• Main actors’ roles and activities.
• Community members’ roles and activities
• Results and value generated.
Videos interviews: 
• Results and value generated.

Micro: Municipality 
Level
Bagnoregio’s former 
mayor 
The external affairs 
advisor of the 
municipality of 
Bagnoregio
Airbnb
Citizens, tourists, tourism 
operators, and Airbnb 
hosts

Reports, documents: 
• Civita/UNESCO application 

project (2018)/Civita Tourism 
highlights (2010–2019)

• The Artist’s House Pilot Project 
• Airbnb newsletters/The Airbnb 

Italian citizen blog 
Skype interviews: 
• Bagnoregio’s former mayor (30 

minutes)
• The external affairs advisor of the 

municipality of Bagnoregio (30 
minutes)

• Ilaria Rossidoria, Airbnb host in 
Bagnoregio (1 hour)

YouTube video interviews: 
• Bagnoregio’s former mayor 
• Project’s Italian curator, Federica 

Sala
• Joe Gebbia, Airbnb co-founder 

and CPO.
Social Network 
• CB Facebook and Instagram page, 

citizens and tourists’ posts tagging 
CB.

Mission and aim of the pilot project: 
• Common goals and guiding principles that inspire 

collaboration and RI among different actors. 
Guidelines of the project: 
• Rules, norms, and working mechanisms that enable 

RI. 
• Project committee (principal public and private local 

actors): 
• Main actors’ roles and activities
• Areas of intervention: 
• Strategic actions and activities.
Direct interviews: Local authorities and host’s subject’s 
experiences and opinions about the project:
• Characteristics and features of Civita 
• Social context (reasons why CB was chosen by 

Airbnb to test its pilot project).
• Key elements boosting the scalability and stability of 

collaboration.
• Results and value generated.
Video interviews 
Guidelines of the project: 
• Rules, norms and working mechanisms that enable 

RI.
• Results and value generated.
Social Network 
Social community post and comments: 
• Main actors’ roles and activities
• Community members’ roles and activities
• Results and value generated.

Source: Authors’ Elaboration
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The secondary data included reports, newsletters, YouTube interviews, and social network posts 
and comments and were used to frame the context of the analysis and to integrate investigations 
conducted through direct questioning (Hammersley and Atkinson, 1995). The secondary data 
provided extensive and complementary information on the guiding principle that inspired collab-
oration and resource integration, the norms and working mechanisms that enabled RI, the actions 
and roles that actors implemented at each level of interaction, and the results and the evolving 
history of the projects. Data collection was conducted from August 2018 to January 2020.

4.3. Data analysis

Data were analyzed following a dynamic inductive/deductive process and by using a two-step 
procedure. First, we built categories according to the theoretical background drawn below and 
organized data into units of knowledge. The first step involved the preliminary selection and 
operationalization of the information and data according to the service ecosystem levels of 
aggregation (macro, meso, and micro). Tables 2, 3 and 4 provide a summary of the three projects 
(INSPT 2017–2002, Italian Villages Project 2017–2018, and the Home of the Artist pilot project) 
that we framed as institutions and institutional arrangements. Accordingly, the tables present 
the common goals and guiding principles (i.e., project aim) that inspired and drove collaboration 
and resource orchestration among the different actors, the key actors at each level of interaction 
across the service ecosystem, and the working mechanisms of the service ecosystem.

The second step encompassed the classification, analysis and interpretation of information and 
data according to a coding scheme that was derived from the research questions and existing 
theoretical framework. Codes allowed us to identify: i) the social roles of actors (e.g. orchestra-
tor and or connector), ii) the activities of the actors, iii) the value co-created as the emergent out-
come of institutionally concerted actions and interactions of multiple actors within the service 
ecosystem—value-in-context (i.e., economic, sustainability/environmental, cultural, and social 
value), and iv) the institutionalization and the scaling up of the service ecosystem in practice.

5. CIVITA DI BAGNOREGIO: AN OVERVIEW

Civita di Bagnoregio (Picture 1), in the far north of Lazio, is known as the “dying village.” 
By the 1990s, the village was practically abandoned, and the social, cultural, and economic 
strength of the town collapsed. The “dying village” slogan/image had originally been con-
ceived to recall the attention of the public authorities to the fragile natural ecosystem of Civita 
that threatened its survival since the 17th century, whereas, more recently, it has been used as 
a marketing strategy for promoting tourism development.

Only twelve people still live in Civita. The “dying city” is not an ordinary tourist destination. 
The images have played a central role in the emergence of Civita as a global tourist destination. 
It is known as an untouched, historical, and original medieval town and receives up to 10,000 
visitors a day. In 2019 one million tourists stopped to visit the small village. Civita has been 
promoted globally by a variety of different visual sources, practices, languages, and technol-
ogies that emphasized the image of Civita as a place beautifully frozen in a mythical past that 
seems to be custom-made for Instagram.

In less than ten years, the municipality of Civita has created overtourism to benefit the village. In 
2013, the mayor of Bagnoregio encouraged arts events and cultural festivals to attract tourists. In 
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the same year, to increase the influx of people and money, the mayor charged tourists 1.50 euros 
per person to visit the village. In 2017, the tourist fee increases further to 5 euros per person. Both 
in 2018 and 2019 one million crossed the bridge to visit Civita: 70% of tourists are foreign with 
the balance being Italians (Data from external affairs advisor—municipality of Bagnoregio, 2018).

Today, Civita is known as “the village that wants to live” instead of “the dying village.” The follow-
ing lines briefly explain the reason for such radical transformation. 

“In a few years, Civita become a model of territorial development based on a system of public and 
private actors that includes local, national and international authorities. 

First, the Lazio Region was an important partner in defining the “Civita model”. In May 2015, the 
President called for a project manifesto to save Civita. The result was disruptive, the top-level rep-
resentatives from the world of institutions, culture, science and entertainment supported the project.

In the same year, Civita has been selected to represent the beauty of Italy in the Italian Pavilion set 
up at the Milan International Exposition – Expo 2015. From that event, the city administrators rec-
ognized the importance to create and strengthening relationships with influencers and national and 
international newspapers (e.g. New York Times, El Pais, CNN, etc.), as well as, creating new col-
laboration with some Universities, including Rome La Sapienza and friendship agreements (e.g. 
twin cities, sister cities) with other cities as Assisi, Capalbio, Amelia, and Narni.

The mediatic success of Civita has initially been boosted by the traditional media (e.g. TV, radio 
and newspapers) telling the story, the culture and the beauty of the territory to the Italian and inter-
national broadcasts (e.g. French, German, English, and Chinese channels).

As the classic media have brought the mass attention of more and more people, the peculiarities 
of Civita have entered directly on social networks. Here the real strength is not so much repre-
sented by the social channels of Civita di Bagnoregio but by the social profiles of the thousands 
of people, from all over the world, who arrive in this area every day. Nobody leaves Civita with-
out posting at least one click and this ignited the interest in everyone’s contacts. In essence, it is 
a mechanism that continuously feeds itself. Today social networks have become a tool that guar-
antees an impressive diffusion of Civita’s image in the world, more than through direct actions 
due to the many private profiles that publish their images.

In 2017, Civita was selected by Airbnb to launch the Home of Artist pilot project as part of the broad 
Airbnb Italian Village project, which aims to promote small Italian villages around the world (Table 4).

The Municipality of Bagnoregio received the restoration of the historic building “Casa Greco” 
which is now mainly used by the municipality to host artists, actors and important personalities who 
come to Bagnoregio for initiatives, festivals and conferences. It is essentially used as a representa-
tive place, instead of a B&B for tourists.

The cost per night is very high – around 300 euros – therefore the project “Home of Artist” did not 
produce economic value in terms of revenues but was very relevant in terms of communication and 
promotion all over the world. Many national and international newspapers have dealt with the news, 
producing a positive effect on Civita’s image” (Cit. Roberto Pomi, external affairs advisor—munic-
ipality of Bagnoregio).
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Picture 1. Civita di Bagnoregio Village- Italy
Source: Image by Michele Palmieri from Pixabay

In October 2017, the municipality proposed Civita as a UNESCO World Heritage site to prompt 
“the Civita effect” as a model for tourism in the surrounding area of Tuscia. The purpose was to 
create value by promoting a sustainable approach to tourism including activities to select tour-
ists and plans to filter mass tourism through the surrounding region.

The entrance fee was addressed both to i) abolish local taxes for residents living in Civita and 
in Bagnoregio which has a population of 3,650 (they still must pay national taxes), and ii) to 
improve local infrastructure and services, including the health service, transport for disabled peo-
ple, and a full-electric transport service using small buses to reduce the impact on the main street 
of Bagnoregio.

Tourism has improved life for local people by fostering the development of multiple businesses in 
Bagnoregio. Indeed, in recent years, the burgeoning tourist industry has seen more than two hun-
dred new business activities, from B&Bs, self-catering accommodation, and restaurants opened in 
the Bagnoregio area. Civita alone includes 11 restaurants and 5 shops, and twelve commercial and 
artisan activities. The accommodation capacity of the wider area has increased to 23 B&B, 26-holi-
day farms and 38 vacation homes. Unemployment has dropped from 10% a decade ago to below 1%.

To preserve the fragile ecosystem of Civita and to expand the Civita effect to the surrounding 
area, the former mayor Francesco Bigiotti and the municipality announced that “whoever wants 
to invest now can do so in Bagnoregio, not Civita” (Cit. Francesco Bigiotti, Civita former mayor). 

“In a few years, Bagnoregio has become the driving force of the economy of the entire Teverina, 
with many people moving from other municipalities to work in restaurants and tourism activi-
ties” (Cit. Roberto Pomi, external affairs advisor—municipality of Bagnoregio).
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6. CONTEXTUALIZING THE SERVICE ECOSYSTEM IN PRACTICE:  
THE ROLES, ACTIVITIES, AND VALUES OF ACTORS

Our analysis provides insight into the nature of the service ecosystem from a multilevel perspective 
(macro, meso and micro). It briefly describes the actors (e.g., municipality, mayor, national authori-
ties, citizens, Airbnb, hosts, and tourists), the prevailing roles they enact within the ecosystem, their 
relationships, and the value co-created. All actors within the service ecosystem are both resource 
integrators and value beneficiaries, however, they can perform other social roles (Akaka and Chan-
dler, 2011), both intentionally and unintentionally, that affect the emergence and evolving path of 
novel multidimensional value co-creation structures (including the economic, environmental, social, 
and cultural value context). Intentionality refers to the commitment of individuals to take action to 
reach their goals (Taillard et al., 2016; Bratman, 1987). By referring to the degree of intentionality 
(Bratman, 1987) to perform activities for specific purposes (such as intended activities; Löbler, 2013), 
we defined the resource orchestrating and connecting roles of actors within the macro social role cat-
egory as “resource integrators.”

The following tables (Tables 6, 7, 8) explain this concept by detailing: i) the social roles of actors, 
including those of resource orchestrators, featuring those who intentionally plan and enact specific 
activities to reach a well-defined purpose, and of resource connectors who enact specific activities 
unintentionally or without a well-defined purpose; ii) the intended or unintended actions and activi-
ties actors perform that fuel the development of a new and sustainable service ecosystem; and finally, 
iii) the value co-created within the service ecosystem. The tables present the analysis of the frame-
work (institutions and institutional arrangements) that drive the emergence and evolution of the dif-
ferent levels of aggregation. Within this complex and extensive service ecosystem, we can identify 
multiple institutionally guided actors carrying out resource orchestration and connection activities at 
all levels.

Such activities (managing interaction, setting the agenda, sharing knowledge and leveraging personal 
networks to strengthen the new ecosystem) balance multi-level interdependencies and contribute to 
the transformative process of the emergence as well as stability and self-sustainability of the service 
ecosystem. 

Resource orchestrators refer to the initiators: actors who are cognizant of their own social role (coor-
dinator, auctioneer, developer, architect, gatekeeper, promoter, leader) and intentionally take deliber-
ate and concerted actions to achieve a well-defined purpose. Resource orchestration requires shared 
intentional activities resulting from the matching between individual intention and institutional 
arrangements. They shape the shared intentions of orchestrators (Taillard et al., 2016) by fostering 
interdependence among actors at different levels of aggregation and enabling the emergence of a ser-
vice ecosystem. Resource orchestrators act to create and extract different kinds of value reflecting 
their relational position in the network, personal interests, and the collective interests of the whole 
service ecosystem.

Resource connectors can be defined as boosters: actors who often are unaware of their own social 
role (as local champion or viral ambassador) and intentionally take actions without a well-defined 
purpose. They act informally to create value (economic, environmental, cultural, and social value) 
that reflects their relational position in the network and personal interests. Due to the informal nature 
of their engagement, connectors provide a valuable and indirect contribution to the stability and 
up-scaling of the service ecosystem. Indeed, they create strong interdependencies and connections 
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both at the micro and meso levels. For example, hosts connect tourists from all over the world with 
locals, creating the conditions allowing tourists and visitors to live an immersive and unique experi-
ence; this fundamentally boosts the role tourists play as viral ambassadors who increase the positive 
word of mouth of the small village globally.

Therefore, connectors act at an operational, rather than strategic, level. They contribute, once the novel 
value co-creation structure emerges, to micro- and meso-level changes that affect value co-creation 
structures. However, connectors do not act according to institutionally concerted actions and interac-
tions as orchestrators do. Instead, they actively contribute to the institutionalization process and to the 
legitimation of the micro and meso context for broader and longer-term macro-level transformations.

7. DISCUSSION

In this study, we synthesize the shift away from understanding resource orchestration as a firm-
level activity for initiating and managing innovation processes, to that of a key process for driv-
ing and managing the emergence of multidimensional and multilevel value co-creation struc-
tures (service ecosystems). The resource orchestration process contributes to balancing mul-
ti-level interdependencies within a service ecosystem, guided by institutional arrangements. In 
this study, the plans and related institutionalized norms, rules, regulations, and practices (insti-
tutional arrangements) define the normative and social framework enabling and constraining 
the micro, meso, and macro level roles and activities that orchestrators perform to drive the 
development of the novel service ecosystem and resulting value-in-context (economic, environ-
mental, cultural, and relational; see Tables 6, 7, 8).

Our analyses identified the key roles of resource connectors in creating interdependence among 
different actors at the micro and meso levels of interaction. Resource integrators were specifi-
cally defined as boosters, as they change the internal structure and function of the whole service 
ecosystem in response to external circumstances and demands. Alternatively, resource con-
nectors contribute, often unintentionally and indirectly, by augmenting the service ecosystem 
(through stability and adaptiveness) by creating local interactions among multiple actors with-
out any external instruction, through a mechanism of self-organization (Erdi, 2008). 

The service ecosystem perspective reveals the interdependence and circular causality among 
the different system levels. It underlines a sequential order that includes both a downward (mac-
ro-meso-micro) and an upward (micro-meso-macro) movement leading to the emergence of 
novel value co-creation structures (Koskela-Huotari, 2018) of new service ecosystems. Our 
examples, however, display a nonlinear interactive process among the different system levels. 
Indeed, the institutions and institutional arrangements at the macro level (The Italian National 
Strategic Plan for Tourism 2017-2022) inspire changes by creating a national framework to 
establish, upgrade, and govern new public and private partnerships at the micro level (e.g., The 
Civita di Bagnoregio pilot project, Home of the Artist, 2017). 

The transition from the micro to the meso level requires more formalization and institutionali-
zation of the collaborative practice set up at the micro level, to adapt and scale it up at the meso 
level (e.g., The Italian Villages Project 2017-2018 exports The Civita di Bagnoregio pilot project 
to other Italian regions, up to the meso level). This non-linear and iterative process (macro-mi-
cro-meso-macro) reinforces the structure of the whole service ecosystem and supports its sta-
bility as well as its upscaling. 
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Table 6. Resource Orchestration at Macro Level  
– Italian National Strategic Plan of Tourism - Italian travel itinerary 2017–2022

Actors‘ social roles RO activities Outcomes/value-in-context*
MIBACT- 
Non-Players-
Facilitator-
orchestrators:
▪ Coordinator,
▪ Auctioneer
▪ Developer
Sponsor-orchestrators: 
▪ Promoter

▪ Managing interactions 
between network members 
to ensure the stability and 
the coordination of the new 
network 

▪ Setting the agenda 
relating to an open and 
participatory national 
debate on tourism in Italy 

▪ Developing a framework 
to improve the knowledge 
mobility, innovation, skill 
building, and quality of the 
tourism services 

▪ Boosting the responsible 
enhancement of the 
territorial, environmental, 
and cultural heritage in 
tourism policies

▪ Boosting the tourist 
market’s contribution to 
the development of its local 
areas (sustainability)

E • New investment in the hospitality sector
• Expanding offerings by promoting the emerging tourist desti-

nations to innovate the service supply chain 
• Creating new jobs by increasing the quantity and quality of 

employees in tourism for new destinations
• Increasing system competitiveness through full integration 

and interoperability between tourism actors
SE • Defining new institutional arrangements to boost the emer-

gence of new models for sustainable tourism, digital innova-
tion, quality accommodation/services, and adaptation to new 
trends in demand

• Creating a new sustainable mobility system to reach marginal-
ized or under-served areas

C • Ensuring full access to areas that are rich in culture, natural 
beauty, art, and traditions

• Boosting the attractiveness of UNESCO sites and cities of cul-
ture, to place Italy among the European leaders in terms of 
attractive cities

S • Increasing multi-actor collaborative relationships and a sense 
of belonging to a wider community

• Putting the tourist and the local community at the center by 
ensuring accessibility and cultural permeability

Local authorities: 
Regional non-
players, facilitators, 
orchestrators:
▪ Representative
▪ Auctioneer
Sponsor-orchestrators: 
▪ Promoter

▪ Sharing knowledge 
about the network and 
the plan with outsiders 
(municipalities, other 
local authorities, and 
relevant stakeholders) 
and evaluating the 
contributions of other 
actors 

▪ Set out guidelines for 
national policies on 
destinations and products 
to develop targeted 
promotional activities 
based on regional demand

▪ Encouraging network 
members to promote 
a targeted approach 
to identify emerging 
destinations based on 
regional resources 

E • Increasing the competitiveness of regional systems through 
full integration between national and inter-regional level

• Developing new professional skills in tourism to boost employ-
ability and qualitative service standards

SE • Ensuring the self-sustainability of regions by integrating tour-
ism offerings with local products and services 

• Promoting strategic pilot-projects to develop a network of soft 
mobility (cycle, rail, and paths etc.) 

C • Creating inter-regional tourism itineraries to form closer ties 
between tourism and other activities 

• Harmonization of regional promotional plans in line with 
inter-regional projects

• Framing museums as a connector between surrounding areas 
to foster cultural permeability

• Broadening territorial heritage by integrating tourism supply 
with products and services from local industries

S • Providing regional training courses to improve the skills and 
abilities of hospitality operators 

• Revival and reuse of government properties for tourism

Italian Association of 
Tourism Operators 
(public and private 
economic actors) 
Player-orchestrators: 
▪ Gatekeeper
▪ Conductor 
Sponsor-orchestrators: 
▪ Promoter

▪ Extracting and integrating 
specific knowledge about 
the needs and the main 
peculiarities of the Italian 
tourism system within the 
new network 

▪ Improving the core 
competencies of focal 
actors

▪ Getting network members 
to work toward the 
same goal by sharing 
responsibility and a 
collective interest in 
tourism policies

E • Financial/fiscal incentives grouped by tourism operators and 
integrated services to develop business networks

• Developing new professional skills in tourism to boost 
employment

• Full adherence by tourist operators to their offers to tourists 
demands and expectations

SE • Setting common goals with sector operators
• Establishing unique national regulations on “sharing” activ-

ities, jobs in tourism, brokerage, government property, and 
tourist tax to tackle improper activities and unfair competition

C • Enhancing the hospitality skills of operators and developing 
their know-how in line with market developments

• Providing organizational and cultural support for tourism 
enterprises

S • Promoting tourist operator interoperability, joint deci-
sion-making, and responsibilities

• Encouraging integration between business and public opera-
tors to develop a local systemic supply 

* E=Economic value; SE=Sustainable/environmental value; C=Cultural value; S=Social value
Source: Authors’ elaboration
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Table 7. Resource Orchestration at Micro Level: The Home of the Artist Pilot Project
Actors’ social roles RO activities Outcomes/value-in-context*
Municipalities/
mayors
Non-players, facilita-
tor-orchestrators:
▪ Representative
▪ Auctioneer and 

developer

• Sharing knowledge 
about the CB sustainable 
development model to 
outsiders (municipalities, 
other local authorities, and 
relevant stakeholders)

• Setting the agenda to 
manage tourism practices 
for the development 
of local social policies 
(abolition of local taxes) 
and the promotion of 
a joint vision of CB as 
the driving force of the 
economy of the area

• Boosting the responsible 
enhancement of the 
territorial, environmental, 
and cultural heritage in 
tourism policies

• Boosting the tourist 
market’s contribution to 
the economic, social, and 
sustainable development of 
its local areas

E • Increasing the influx of tourists from 40,000 (2010) to one 
million (2019)

• Developing local economies and the tourism industry by 
opening more than 200 new businesses (including B&Bs, 
self-catering accommodation, and restaurants). CB alone 
has 11 restaurants, 5 shops, and 12 commercial and artisanal 
activities

• Reducing unemployment from 10% to under 1%
SE • Improving fully electric transport services and green prac-

tices (CB is Italy’s first plastic-free small village) 
• Managing other tourism practices

C • Promoting responsible home-sharing to improve the accom-
modation capacity of the wider area 

• Addressing tourist entrance fees to abolish local taxes for res-
idents living in CB

• Improving health services and transport for disabled people 
S • Addressing new economic resources (tourist fees) to long-

term investment in festivals, cultural and social events 
(Civit’Arte, Civita cinema, etc.), as well as urban restoration 
(Palazzo Petrangeli) 

• Promoting the cultural permeability of the entire Teverina 
area (festivals, cultural, social events as connectors between 
the surrounding areas)

Airbnb via its 
Partners:
designers, architects, 
Italian and interna-
tional artists, etc. 
Player-orchestrators 
▪ Architect
▪ Gatekeeper
▪ Judges

• Mobilization network, 
setting and coordinating 
new collaborative practice 
(restoring historical 
building in town) 

• Extracting knowledge/
ideas from professionals 
outside the network and 
disseminating it among the 
Airbnb team group to take 
action 

• Taking control over the 
pilot project; testing and 
promoting it in other 
regions to boost its 
stability, scalability, and 
recursiveness

E • Promoting and increasing the influx of artists and designer 
tourists 

• Monetizing unused public spaces 
SE • Adopting eco-friendly working methods to restore/maintain/

fund historical properties 
C • Institutionalizing new collaborative practices and relation-

ships to fund historical properties’ restoration/maintenance 
and other cultural and social projects 

• Promoting design and architecture
S • Reinforcing the image of CB as a creative and green pilot 

project for successful collaborative practice 
• Driving new modes of creating and capturing value for the 

whole territory by making the collaborative practices stable 
and scalable

Guests (Italian and 
foreign travelers/ 
tourists) 
Viral Ambassador

Connectors

▪ Promoting CB glob-
ally as a competitive tourist 
destination
• Sharing a dynamic 
image of CB through social 
media that evokes many 
meanings and interpretations 

E • The sharing of the #civitadibagnoregio hashtag and promot-
ing the city’s branding/marketing policy. The hashtag has 
more than 118,000 posts on Instagram with more than 300 
likes

• The combined use of the #civitadibagnoregio together with 
the hashtags of local cafés, restaurants, etc. positively affects 
local businesses 

SE • Creating a dialogue globally about the natural environment of 
CB and the need to preserve it

C • Sharing the image of a beautiful, clean and orderly medieval 
town “frozen in time”

• Looking for an empathetic relationship with the culture and 
traditions of the local community 

S • Enabling the communication from rhetoric (the dying city) to 
an iconic and poetic image through word-of-mouth

• Moving from a referential and argumentative image of CB to 
a social construction based on tourists’ narratives, involve-
ment, and social interactions with the local community

* E=Economic value; SE=Sustainable/environmental value; C=Cultural value; S=Social value 
Source: Authors’ elaboration
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Table 8. Resource Orchestration at Meso Level: The Airbnb Italian Village Project
Actors’ social roles RO activities Outcomes/value-in-context*
Airbnb
Player-orchestrators 
▪ Architect: 
▪ Gatekeeper: 
Player-orchestrators 
▪ Promoter:
▪ Leader:

• Mobilizing networks, 
setting and coordinating 
collaborative practices 
(restoring historical 
buildings) involve multiple 
actors (municipalities, 
designers, architects, 
Italian and international 
artists, and private 
companies)

• Extracting knowledge 
from the stories of hosts 
and leading thinkers 
outside the network and 
disseminating it among 
network members 

• Leveraging the ecosystem 
(community of millions of 
people/digital platforms) 
to promote small Italian 
villages globally 

• Showing results of 
partnership to motivate 
and foster voluntary 
collaboration

• Promoting new 
collaborative practices in 
other regions 

E • Increasing revenue growth and profitability by creating a 
leadership niche in the Italian rural tourism market

• Expanding the host and guest community by increasing both 
the value of the network and the attractiveness of the small 
villages

• Driving micro-entrepreneurship 
SE • Leveraging resources (technology and expertise, etc.) and 

strong relational positions in the network to strengthen pub-
lic-private business relationships, and ensure service ecosys-
tem stability and self-sustainability

• Spreading qualitative standards of new services to increase 
the influx of frequent travelers to small villages

• Promoting responsible home-sharing to improve community 
well-being 

• Institutionalizing new collaborative practices and relation-
ships to fund historical property restoration 

C • Driving the development of new tourism models (rural tour-
ism) of an immersive local community experience 

• Reconceptualizing the idea of hospitality by creating new 
wants and consumption practices

• Improving/reshaping brand image and social impact by sup-
porting local communities 

S • Shaping the new service context (home-sharing in small 
villages) and reinforcing loyalty to the brand and the wider 
Airbnb ecosystem

Hosts (e.g. locals) 
Local champion

connectors 

• Leveraging local 
communities to create 
connections between 
tourist and local businesses 
(e.g. traditional cafés and 
restaurants)

• Promoting the immersive 
experience of tourists 
and visitors in the local 
community

E • Earning supplemental income of 1,600 euros a year (Airbnb 
Data, 2019) 

• Promoting micro-entrepreneurialism by creating local con-
nections between tourist and local businesses that typically 
do not benefit from tourist spending 

• Extending the average length of stay per guest
SE • Incorporating eco-friendly practices in their hosting activities 

according to the Airbnb policies
C • Practicing new tourisms models that encourage tourists and 

visitors to enjoy the local community 
• Spreading the territorial heritage by connecting tourists with 

cultural local industries (product and services)
SE • Shaping new relationships by connecting tourists from all 

over the world and locals
Regional 
Administrations
ANCI 
Non-players and 
facilitator-orchestra-
tors:
▪ Representative
▪ Auctioneer
Sponsor-orchestra-
tors: 
▪ Promoter

• Sharing knowledge with 
outsiders (municipalities, 
other local authorities, and 
relevant stakeholders) 

• Setting the guidelines 
for national policies on 
destinations and products 
and developing targeted 
promotional activities; 
Getting network members 
to promote a targeted 
approach to identifying 
emerging destinations 
according to the individual 
resources of regions

E ▪ Connecting tourists from all over the world and shaping new 
relationships 

▪ New economic investment in the hospitality sector
▪ Supporting local economies and creating new jobs: increasing 

quantity/quality of tourism employees (hosts based in rural 
areas earned almost €80 million in 2018; hosts typically earn 
an extra income of €1,600 a year)

SE ▪ Improving the distribution of visitors by broadening supply 
and providing “new” tourism experiences

▪ Improving soft mobility (e.g., cycle tracks, tourist rail ser-
vices, and paths) and other green practices

C ▪ Promoting cultural permeability by linking itineraries in 
small villages to specific types of tourist experiences (wine, 
Italian craftsmanship, and culture, etc.) 

Promoting the role of museums as connectors between the sur-
rounding areas

S Promoting destinations with high potential, that is not fully rec-
ognized as “tourist spots.” Over 540,000 guest arrivals choose 
to stay in rural Italy rather than in typical tourist hot spots

*E=Economic value; SE=Sustainable/environmental value; C=Cultural value; S=Social value
Source: Authors’ elaboration
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The insights from extant research and our analysis revealed that the emergence, stability, and 
upscaling of novel service ecosystems require both the deliberate efforts of resource orchestra-
tors and the unintentional efforts of resource connectors. That is, novel and sustainable service 
ecosystems are always co-created throughout a nonlinear and iterative process that requires both 
institutionally concerted actions and interactions (Koskela-Huotari, 2018) of multiple resource 
orchestrators, together with the individual and self-organized actions creating actor interde-
pendencies at the micro and meso level of aggregation.

8. CONCLUSION

This study highlights the roles of multiple collaborating actors in orchestrating resource integra-
tion in Italian Tourism ecosystems. It also responds to an understanding of service ecosystems 
in action, and the need for empirical studies on value co-creation in practice. The study con-
tributes to explaining how resource connectors and orchestrators, as actors who intentionally 
orchestrate the exchange of complementary resources and enabled by digital service platforms, 
drive the emergence and the evolution of service ecosystems. It explains how within the Italian 
Village project actors often unintentionally connect resources without the specific purpose to 
create or maintain the ecosystem, but nonetheless contribute to its stability through continuity 
and repetitiveness. It further refines and contextualizes the orchestrating roles enacted by col-
laborating actors (Hurmelinna-Laukkanen and Nätti, 2018; Pikkarainen et al., 2017). 

It explains how a key actor leveraging digital platforms (such as Airbnb) enables connections 
between multiple collaborating actors to orchestrate resources, thereby accomplishing, coordi-
nating, and facilitating the realization of value co-creation in service ecosystems. 

To conclude, this study contributes to debates on theory and practice, with implications for 
scholars, managers, and policymakers. 

The results suggest that the existence of multiple collaborating actors in tourism ecosystems 
requires management in a wide range of activities within a changing context. This can be suc-
cessfully achieved by digital platforms, resulting in the upscaling of various services, from 
local to national and global markets. Successfully managing the selection of, and connections 
between actors can serve as an inspiration for managers. However, how this is done in prac-
tice depends on several factors including the intention of actors and the institutional arrange-
ments shaping the focal service ecosystem. More specific managerial implications require fur-
ther research.

9. FURTHER RESEARCH

Future research should look at investigating other service ecosystems (health, transport, and edu-
cation) using the same approach as in this study; comparing the results and interpreting them could 
enable the building of a stronger and more valid theoretical framework for sustainable development. 

We propose to spend time defining resource orchestration challenges and analyzing the inter-
dependence between different levels in the service ecosystems to understand and conceptual-
ize RI and orchestration between multiple collaborating actors, especially for service industries 
where the influence and role of policy and public administrators are relevant.
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