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Executive Summary
To the address two key factors that have spurred change in marketing, the analysis in this report is a critical evaluation of YouTube's marketing activities in the context of the rise of short-form video and generative artificial intelligence. YouTube is not just a video-sharing site, the report does not half that. Rather, it analyzes YouTube as a multi-sided digital platform and the need to balance the needs of viewers, creators and advertisers. This is important since YouTube's advertising revenue is still a viable market and the AI tools and Shorts will be changing the landscape of content creation, discovery and monetizattion.
YouTube has been relatively fast to market and adapt to what is changing, the report notes. Shorts is an impressive response by YouTube to the TikTok-style consumption and YouTube's AI policies are clear that disclosure and transparency are important. But the existing strategy of marketing also ensures the strategic tension. A strong push toward short videos could make watching YouTube look like a more not deep, searchable space with creators rather than an attention generator, in the short-term. Likewise, AI can augment the creation of content at a faster rate but poor or poor managed governance of synthetic or low-quality content can hurt users trust and advertisers trust.
The report suggests that a short-to-long form repositioning strategy will be a key priority in the future, as will be improved creator value systems, AI transparency and brand safety measures. The plan proposed would apply the strategic direction provided by SOSTAC and the Lewin's change model and ADKAR principles for the implementation of the plan. The recommendations are achievable as they don't need to involve a new business model, but are based instead on existing YouTube product, data and advertising capabilities.
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[bookmark: _Toc234446020]1.0 Introduction
This is the report aims to critically analyse YouTube's future marketing strategy and its relevance with regard to the competition of short form videos and the advent of generative artificial intelligence. YouTube is already a popular platform that is used throughout in the world, but the marketing landscape is evolving rapidly. According to the 2024 Annual Report of Alphabet, YouTube advertising is an important source of revenue and provides US$36.1 billion in revenue in 2024 (Alphabet Inc., 2025). Concurrently, YouTube Shorts has emerged as a key facet of YouTube's development, and YouTube has reported that there are over 70 billion views of its shorts per day (YouTube, 2024a). These numbers are just a reflection of scale – but not necessarily of sustainability of the marketing strategy.
Change depends mainly on the shift of the attention of the users. With their short-form apps, they've gotten many viewers to anticipate fast, continuous and customizzed video feeds. YouTube is now taking steps to reinforce their content's value proposition, which is its long-form content, while maintaining their shorts strategy. YouTube, on the other hand, has had to build Shorts while keeping their long-form content segment intact. GenAI is the second driver. YouTube has implemented measures for disclosing synthetic media, indicating its awareness of the dangers it poses (YouTube Help, n.d.). But there is more to the marketing challenge than the technical aspects. It's also a matter of trust as viewers must be able to know what they are seeing, creators must have the confidence that quality content will be rewarded and advertisers must have the confidence that their brands won't be placed next to inappropriate or misleading content.
Hence, this report appraises the role and the activities of the marketing function of YouTube. It takes into account the macro and micro environment, segmentation & positioning, the marketing mix, the communication, the trust of the stakeholders and marketing metrics. It then summarizes the major limitations of the existing approach, and proposes a future development plan. The crux of the argument is that YouTube shouldn't be copying the short-form competitors without protecting its own identity. Instead, it needs to be seen as the most trusted multi-format video platform, by leveraging both the depth of creators and the discovery and responsible use of short-form video and AI.
[bookmark: _Toc234446021]2.0 Main Findings
[bookmark: _Toc234446022]2.1 Strategic Role of Marketing in YouTube's Ecosystem
Promotion is a part of marketing at YouTube. It joins three parties that don't necessarily have the same priorities: viewers want the content that interests them and the convenience to access it; creators want to reach the audience, to earn money – and to be seen; advertisers want to make the most of the scale of the audience and have the brand placed safely. This means that YouTube is not simply a one-sided platform as consumer awareness is impacted on marketing decisions, it is also a multi-sided platform where marketing decisions affect the behaviour of the ecosystem as well. Bhargava (2022) says that the creator platforms need to coordinate and balance content supply, viewers' demand and revenue-sharing. This is pertinent to YouTube as it can directly impact the incentive of creators and ad value to the adverts.
A marketing management point of view, this is a lot of resources that YouTube has. The system employs recommendation systems, creation tools, advertising products and communications and subscription services to stay on the market. This is in line with the perspective of the modern concept of marketing which is identified as customer insight, value design and relationship management, and not just advertising communication (Kotler, Keller and Chernev, 2022). YouTube also demonstrates service-dominant logic as the value is co-created as a result of interaction amongst the platform, users, creators and advertisers as defined by Vargo and Lusch (2004).
However, the impact of this function of marketing is questionable. While the quick recent launch of Shorts demonstrates YouTube's market responsiveness, it also has the potential to divert its focus from its long-form creators that developed the platform's credibility and depth. This is by no means a minor issue. YouTube could end up with more viewers but less high-quality content, if creators feel that they're being increasingly rewarded for producing quick and easy to produce, algorithm-acceptable video. The marketing team is thus presented with a conundrum: To defend against TikTok, the Shorts formula could undermine the attention and long-form value that has defined YouTube that make the platform unique. Such worry is supported by some new studies of the potential to change long-form video consumption and creator behaviour with the use of Shorts (Rajendran, Creusy and Garnes, 2024).

[bookmark: _Toc234446023]2.2 External Drivers of Change: Short-Form Competition and AI

YouTube is greatly affected by the macro environment in terms of technology, social, legal and economic pressures. Socially, younger audiences aren't used to longer content pieces, and they prefer content that is optimized for mobile devices. According to Munsch (2021), Millennial and Generation Z consumers are very attuned to "engaging" digital marketing that is "platform native. This is one of the reasons behind YouTube's need to engage in the short-form video game. But, short-form growth shouldn't be interpreted as a welcome growth. The results of the research, which compared the engagement figures of Shorts to regular YouTube videos, indicate that the engagement patterns are different, and that not all videos in the Shorts format can achieve the same level of engagement (Violot et al., 2024). Long-form content can still provide better value for education, analysis and reviews, and for specialist communities.
AI makes an impact on production and risk technologically. By lowering a barrier to content generation and enhancing creative testing, generative AI can help enhance the efficiency of future marketing endeavors (Davenport et al., 2020; Huang and Rust, 2021). However, it also creates governance issues as well. If fake or not properly labelled, deepfake and synthetic content can harm the reputation, trust and confidence of a marketplace (Mustak et al., 2023). YouTube's idea of disclosure for realistic AI-generated and manipulated content is thus a warranted reaction, but disclosure by itself might not be sufficient if it isn't enforced consistently (YouTube Help, n.d.).
It is also a part of the micro-environmental analysis. According to Porter's 5 Forces factor analysis, the competition is high due to the presence of other platforms such as TikTok, Instagram Reels, Netflix, Twitch, Spotify and others who are competing for the same attention of the user, and their advertising budgets (Porter, 1980; Lobato and Lotz, 2021). Power in negotiations between the creator and the bidders is also relevant. The successful creators can redirect users to other platforms, newsletters, podcast or subscription communities, if they think that YouTube's incentives are unfair. Advertisers' bargaining power is also rising, as brands are demanding more than just big reach – they want content to be suitable, too. Google Ads offers brand-safety and suitability features, but advertisers' demands are ever-increasing due to the increased visibility of AI-generated and misleading content (Google Ads Help, n.d.; Griffin, 2023). So, there is a need to have a balance between reach and trust while marketing on YouTube.
[bookmark: _Toc234446024]2.3 Segmentation, Targeting and Positioning

YouTube's segmentation is very good due to its behaviourral, interest, device usage, geographic and content category segmentation. The platform allows the targeting of various audiences who listen to music, play games, learn, watch entertainment content, have families, use Shorts, or are advertisers and creators, with different messages. This data-driven segmentation is a good thing as per AI and analytics, experience and offers are personalized at scale (Wedel and Kannan, 2016; Huang and Rust, 2021).
The position is not as well defined, however. YouTube served as a unique platform for searching, learning, following content and creators and viewing both popular and professional content. In the past, YouTube was a platform  that was unique in that it was for searching, learning, following and watching both professional and popular content. This is the place to change those perceptions, says shorts. It brings YouTube towards the Tiktok passive scrolling approach, but it also assists the platform to connect with users that favor rapid content. The danger of course is that YouTube might just get less differentiated; that's not the risk of Shorts being incorrect. YouTube's primary mode of communication is short-form trends, so much so that it may erode its reputation for quality and depth, the expertise of its creators, and video knowledge that can be found through search.
YouTube should be perceived as a multi-format platform and not a short-form competitor, a better positioning. Shorts can be in discovery position, long-form video in depth and relationship-building position. This will help to eliminate the brand confusion and establish a better value proposition for creators and advertisers. The customer journey theory is helpful with this as users do not interact with platforms at one point, but switch between awareness, exploration, greater engagement and loyalty (Lemon and Verhoef, 2016). While YouTube's existing targeting is quite sophisticated, its approach is even more so lacking in differentiation.




[bookmark: _Toc234446025]2.4 Marketing Mix Evaluation

YouTube's marketing mix is strong, especially with regard to its product. Not many competitors have all these features integrated into their platform, such as long-form video, Shorts, live streaming, creator memberships, search, comments, subscriptions and advertising as well as recommendation technology. This large product suite provides an edge to YouTube over its competitors, who offer only one type of product. But there could be some confusion, too, about the breadth of products if consumers and creators don't know what behaviors are highly valued by the platform.
The price component is somewhat trickier. The core business model of YouTube is targetting ads and supported by YouTube Premium subscription and creation monetizasion. The freemium model can be effective when the free service is habit forming, and the paid/monetized service is adding value (Chiu et al., 2022; Zhu, 2023). But in the case of Shorts and AI it is actually the subscription fee that is the major concern regarding pricing. It's the spreading of worth. Creators may feel that Shorts can get them more views without giving them enough incentive to invest the time to make more longer-form video content.
In terms of reach, promotion works, but it doesn't work so well at instilling trust. YouTube is able to send almost real-time messages via its official blogs, YouTube Studio, creator emails, in-app notifications and advertiser platforms. But it's time to take a pragmatic approach to communicating about disclosure and brand safety, rather than a policy-based one. Advertisers must have the assurance of a working control. Users should be able to have cues for synthetic and altered content. Finally, place is full of digital, that provides YouTube speed and scalability. But algorithmic placement also is a marketing decision. Increased exposure of Shorts over deeper content could shift their attention away from creating deeper relationships with creators. This greater exposure of Shorts and 'place' strategy could have the unintended consequence of detracting attention from building more profound relationships with creators. Overoll the marketing mix is well balanced across the marketing stakeholders, however, is not fully balanced.


[bookmark: _Toc234446026]2.5 Communication, Brand Safety and Trust

Nowadays, trust is a key marketing resource of YouTube. The platform's communication needs to convince advertisers of the safety of its platform, inform creators of the platform's rules, and inform viewers that the platform's environment is safe. This can be challenging as it usually raises a strong response from users when there are governance decisions on the platform. The YouTube Adpocalypse highlighted how alterations in monetizasion and advertiser strain could have an impact on content creators and the whole platform economy (Kumar, 2019; El-Komboz, Kerkhof and Loh, 2023).
When it comes to AI, brand safety is crucial. But not only offensive content is a concern of advertisers, they are also concerned about misinformation, poor quality synthetic video content, deepfakes and inappropriate context. Research into deepfakes indicates that when the media is synthetic there is a reputational risk to companies and consumers when it is deceptive (Mustak et al., 2023). Also, Griffin (2023) describes how the concerns of advertisers are more influential on governance of the platforms. That also implies that YouTube's marketing team must take a proactive approach to brand safety, rather than relying solely on policy teams to deal with the problem. It's a part of the brand's guarantees.
YouTube has made helpful attempts to ensure that content is properly disclosed if it is realistic AI-generated or altered content, and by offering advertisers controls over content suitability (YouTube Help, n.d.; Google Ads Help, n.d.). But there's one Achilles' Heel: Users and advertisers may not always be able to see how these controls are playing out. A more effective communication plan should be more transparent and provide greater transparency regarding the enforcement process; provide clear and accessible explanations of AI enforcement; and provide measurable data indicating the reduction of inappropriate content. To sum up, YouTube has communication reach, it needs more transparency and empathy to turn to stakeholder's trust in complying with the policy.




[bookmark: _Toc234446027]2.6 Future Marketing Development Implications

The marketing of YouTube in the future should be more of an issue of how to shape a development ecosystem than a campaign. In addition to messages, social media marketing theory indicates that value is created when people participate in social media, share and create user-generated content (Kaplan and Haenlein, 2010). This will give YouTube a marketing edge in the future as it helps to determine interactions between creators, advertisers and viewers. AI can help with this in many ways, such as enhancing the relevance of recommendations, conducting creative testing and audience insights, but not just for the purpose of driving more clicks. The most effective personalised engagement marketing is when the value for the user and the quality of the relationship is enhanced (Kumar et al., 2019). But, personalized advertising relies on trust and control as well, particularly as being more advanced with data-driven targeting (Bleier and Eisenbeiss, 2015; Tucker, 2014). As such, YouTube should take proactive steps to become a part of the future's brand identity in a responsible way via AI. It can't just be a statement that YouTube has greater technology. The far more important message is YouTube's technology to safeguard creativity, transparency and trusted advertising. This will help make the platform more defensible than a speed and volume marketing strategy.

[bookmark: _Toc234446028]2.7 Marketing Metrics and Control

Watch time, Daily views, Logged users, Creator uploads, Ad revenue, click-through rates, Subscriber growth, Advertiser renewal and Premium conversion might be some of the key metrics that will be part of YouTube's marketing control system. These can be useful as they are indicators of scale and commercial performance. However, they may also foster a very limited notion of success. A platform can make viewers more cynical and less good or confident creators or less satisfied advertisers.
Growth measures should be part of a more balanced scorecard as should health measures. YouTube should be tracking repeat viewership of its videos, satisfaction, complaint themes, perceived quality of content, and the recognition of AI-generated labels and the flow from Shorts to longer videos, for viewers. For creators, it should track creator churn, confidence in revenue, cross-format growth and conversion rate of viewers from Shorts to channel engagement in long-form. It should track advertiser brand-safety incidents, advertiser usage of suitability-control, renewals, and advertiser ratings and scores. This is supported by the marketing analytics literature, which shows that in an environment where companies have access to a lot of data, firms must bridge the gap between behaviour and customer value and decision quality (Wedel and Kannan, 2016; Rust and Huang, 2014).
The takeaway from the key judgement is that even though Shorts volume is a major indicator of marketing success, that shouldn't be the sole focus for YouTube. Views are great on a daily basis but that doesn't mean they can be sustained in the long run. The more robust measure will be that of support for deeper viewing, creator retention and advertiser confidence in Shorts. If these control metrics are not tracked, the marketing team can be misled in believing that a marketer has gained a loyal customer with long-term engagement when they actually have just captured the customer's interest.

[bookmark: _Toc234446029]3.0 Conclusion

The evaluation reveals that in a commercial sense, YouTube is in a strong position but in terms of strategy, there is a real challenge in their marketing. It boasts an extensive advertising technology, a wide network of creators, and a massive user base, to name a few of its strengths. The fact that it grew quickly in Shorts would indicate that YouTube can adapt to users' behaviour soon. But it is not enough to be a market responder to achieve sustainable marketing performance as the analysis implies.
The first fault is in the position. With the launch of short-form video, it's a step YouTube has had to take but one that could cause it to be seen as a TikTok follower rather than a unique multi-format video platform. This could diminish the original appeal of YouTube, as a searchable, creator-led, long-form knowledge sharing platform. The second is the weakness of 'creator value. While there are benefits to attention, such as creator income, if it isn't helping creators to get more engagement, it can lead to dissatisfaction for creators who provide the platform with its best content. The third one is a lack of trust. While creative opportunities, synthetic content, mis information, deepfakes and advertiser trust can be risk areas, they are all potential dangers with Generative AI. YouTube's disclosures are useful, but need to be communicated and implemented in a manner that is readily accessible to stakeholders.
In general, the marketing side of YouTube has a lot to learn about doing more than just reacting to a competitive landscape and engaging in ecosystem stewardship. It should not just question how to get more views, but what kind of views are more beneficial to trust, loyalty of creators to their brand and the revenue that is better for their brands. Case in point, the future strategy must safeguard YouTube's differentiated identity: discovering short-form content, accessing long-form depth, a responsible AI and reliable advertising.
[bookmark: _Toc234446030]4.0 Recommendations and Future Marketing Plan

The recommendations aim at enhancing YouTube's marketing, but are realistic. They are not offered as certain plans for the company. These are suggested actions that are guided by the above analysis and based on the SOSTAC model of actions (Chaffey and Ellis-Chadwick, 2022): situation, objectives, strategy, tactics, action and control.
[bookmark: _Toc234446031]4.1 Strategic Priorities

YouTube has three related priorities to take if it wants to become more successful. First and foremost, this should change the notion of Shorts as the focal point of the platform, and make it a discovery centre. This will enable YouTube to market in the short video format without compromising its identity. The marketing message that can be given is: In shorts, discover creators, in long-form video, build expertise/loyalty/community. This is more explicit than just copying an entertainment model where they have a scroll.
Secondly, YouTube needs to improve its transparency of AI. It should continue to include the disclosure requirements for AI, as well as make them more conspicuous and accessible to viewers. YouTube Creator education needs to be integrated into YouTube Studio, making it a part of creating professional content, not compliance. This is in line with AI marketing research which indicates that when it comes to personalizasion and efficiency, protecting trust is crucial for AI (Davenport et al., 2020; Huang and Rust, 2021).
Thirdly, YouTube should build up a new proposition that would support advertisers' confidence. There doesn't need to be a total overhaul of the advertising system in place. Rather, YouTube should make their dashboard more evidence-based for brand suitability, give better reporting on their AI-labelled content and give enterprise advertisers better options for choosing more precise content-safety settings. Google has already introduced suitability controls; the suggestion here is to increase the visibility, measurement and association with advertiser relationship management (ARM) (Google, 2023; Google Ads Help, n.d.).

[bookmark: _Toc234446032]4.2 Tactics and Control

The proposed tactics aim to tackle four interrelated marketing challenges: Long-form identity, Synthetic content, Advertiser trust and creator incentives. YouTube's mission with Shorts is to be a place for creators to find their way, and not to supplant its long-form site. This would help minimize risk of brand cannibalisation, and would give YouTube a fighting chance at short-form video competition. In other words, there needs to be more clearly defined connections between Shorts pages and full channel journeys, playlists and long-form recommendations. The marketing and product teams should own this action and success should be tracked by measuring the number of conversions of Shorts to long-form and average time spent on long-form.
Second, YouTube needs to step up their AI labelling and make it more clear what is creator education and where it can be found within YouTube Studio to help minimize the issues of trust resulting from synthetic content. This action should be spearheaded by the trust and safety team along with creator partnerships. Primary control measures should focus on AI-labelling and disclosure recognisation by viewers. Third, advertisers must be more assured that ads won't show up next to inappropriate or deceptive ads. Thus, YouTube needs to be more granular with brand-suitability reporting and give users more control over AI- labelled inventory. This process should be managed by advertising sales teams and policy teams, and monitored by renewal rates and advertiser confidence scores and by incidents of attacks on brands' safety.
Lastly, creator incentives will need to be enhanced due to the fact that some creators might feel that the existing system is rewarding quantity and not more substantial interaction. YouTube should pay creators who develop engagement in the short form, rather than just views, with Shorts. This tactic should be spearheaded by the creator monetizasion team, with the help of creator retention, revenue confidence, and cross-format engagement as control factors.
The control process should be carried out on a monthly basis and not annually. Improvement in viewing after the integration of Shorts should occur if long-form viewing does not improve, then the linking algorithms should be changed. Label design should be simplified if users don't recognised the AI labels. As advertiser confidence fails to increase, a more granular approach to reporting on brand safety needs to be taken. These actions would enable YouTube to turn marketing control into a learning system, and not a reporting system. 

[bookmark: _Toc234446033]4.3 Change Implementation and Feasibility

The implementation should be based in the three step model of Lewin's approach with the aid of ADKAR. YouTube needs to internally talk about it as a marketing trust issue, rather than a product issue, that growth needs to be short-form and that AI needs to be adopted. A marketing team, product team, creator partnerships and legal team, trust-and-safety team and advertising sales team should be included. In the change stage, YouTube needs to roll out new Shorts-to-long-form navigation in limited markets or creator segments, new AI labels and better advertising reporting for the advertiser. Once successful, pilots should be permanently integrated with the principles of Lewin (1951), Hiatt (2006), Cameron and Green (2015) and Burnes (2017) and be embedded in the dashboards and marketing KPIs.
This is reinforced by ADKAR as each group of stakeholders will require awareness, desire, knowledge, ability and reinforcement. It's important for creators to be aware of the need to ensure that certain information is disclosed and to ensure that a cross-format strategy is in place. Advertisers must have proof that suitability filters are effective in safeguarding brands. Capacity to understand new metrics of trust, internally. It is not just an ‘import from above’ change programm  as digital platforms need to be tested and have quick feedback.
The plan is viable as it leverages the existing YouTube infrastructure—Such as YouTube Studio, Shorts, recommendation tools, advertising dashboards and policy tools. The key expense will be on the design, analytics, creator learning and analytics enhancement, but not on the platform itself. The primary concern is that with more stringent controls, there might be a decrease in the amount of content in the short run, or creator dissatisfaction. This can be addressed by gradual implementation (phased pilots), communication and transparency of the benefits for creating and advertising. The recommendations are thus realistic, but not easy for YouTube to implement unless the company takes a step back from focusing on measures such as views and ad revenue to define marketing success more broadly.
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