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[bookmark: _Toc234078625]Executive Summary
The critical analysis of the marketing approach adopted by YouTube as a consumer product, consumer satisfaction resulting from YouTube's freemium business model, as well as its advertising and Premium subscription offering and future development of YouTube. It turns out that YouTube continues to be fueled by its global reach, creative community and advanced advertising technology, along with growing subscriber base, according to the analysis. On the other hand, the same business model creates certain tension. Advertising may generate income and raise awareness for Premium, but on the other hand it may create "ad resistance" and result in people viewing Premium not as an added value service, but anti-irritation one.
Macro and Micro Environment Analysis, STP, Marketing Mix Analysis, Customer Experience Journey, Value Proposition, Marketing Metrics & Future of marketing theory. The report demonstrates that the problem is not with the product itself, but the disconnection between the monetization, customer experience and communication in the marketing of YouTube. The Full Premium offer is very suitable for people who love music as they will have access to music, download and play music in the background, but may be too overwhelming for people who love less distraction, particularly low-income earners.
The growth of an activity that is consumer-centric and uses the approaches proposed in SOSTAC and Kotter’s Change Management Model. The list of activities includes scaling up of Premium Lite, region-specific pricing, Optimisation of advertising frequency, using privacy-first AI personalization and not only conversions but other measures such as CLV, CAC, NPS, churn, ARPU, and ad tolerance. The following suggestions are realistic as they can be done within the existing digital framework at YouTube and development of Premium Lite. The bigger aim is to generate sustainable revenue.
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[bookmark: _Toc234078626]1.0 Introduction
[bookmark: _Toc234078627]The environmental analysis of the marketing activities of the platform is conducted from the perspective of consumer ad resistance, "subscription fatigue," and the future of YouTube Premium. With the help of user-generated content, creator monetization, ad technology, and subscription, YouTube becomes one of the most unique propositions within the digital media environment. Moreover, the influence of the platform can be attributed to its market power, not only in terms of reach but also in monetizing it through advertising and paid subscriptions. The importance of YouTube advertising as a revenue stream is proven by the figures reported by Alphabet, whereas the statements from YouTube prove that the platform has more than 125 million subscribers of YouTube Music and Premium worldwide with trials (Alphabet Inc., 2025; YouTube, 2025a). The first reason for change is the consumer's aversion to being targeted an ad and general disinterest in all the digital subscriptions. YouTube's marketing team has to juggle three things simultaneously: safeguard the advertising revenue, convince people to subscribe to Premium and not lose the user value that got people so much excited about the service to begin with. The challenge here lies in the practical marketing challenge because the more ads are served, the greater the risk of creating negative goodwill, usage of ad-blockers and brand trust (Banerjee and Pal, 2023; YouTube Help, n.d.). The analysis (macro and micro), segmentation, targeting and positioning, marketing mix, customer journey concept, value proposition concept, marketing measurements and future developments in marketing of YouTube are considered. However, it draws conclusions regarding the drawbacks of the current strategy and proposes the new development strategy which is more customer-oriented. The key point is that YouTube should not rely on the irritation method as its key approach to conversion. Instead, it is high time for Premium Lite, regional pricing, privacy-friendly personalization and ad-load optimization.


2.0 Main Findings: Critical Evaluation of Marketing Activities
[bookmark: _Toc234078628]2.1 Resource Investment and the Strategic Role of Marketing
The success of YouTube can be explained by the fact that it is a media brand and a two-sided market. Not only does it need to attract users; it also has to retain creators, satisfy the needs of advertisers, and convert some percentage of the former into subscribers. Marketing management revenues and pricing-wise, YouTube's marketing management is not just a communication function but a creation of value and pricing one as well (Kotler, Keller and Chernev, 2022). This means that YouTube sees marketing as a tool of its strategic management and not an auxiliary function, judging by investments into Premium, Music, advertising systems, creator relationships, and recommendations powered by artificial intelligence.
However, one has to question the results of such investment. YouTube has managed to build a perfect value proposition for using its services: Free for everyone, monetized for the creators, premium version for those who do not want to see any ads and other features. Such a situation complies with the service dominant logic as the value is “co-created through the interactions of the service system actors (the platform, the creators and the users)” (Vargo and Lusch, 2004). However, what should be noted is that freemium model of YouTube can be seen as a way to create friction. For instance, if the irritating pre-roll, mid-roll and unskippable ads are an issue for free customers, then the premium version might appear to be a better service, which is more about avoiding irritation than enjoying additional benefits. Studies on forced advertisements and resistance to advertising online prove that forced advertising results in negative perceptions of the website and advertising experience (Abdelkader, 2021; Banerjee and Pal, 2023).
Overall, the strategic judgement is more balanced than it initially appears. Though they might prove to be excellent for marketing, the marketing resources of YouTube are equally large and effective – and hence, carry risks of damage to reputation as well. Please note that relationship marketing, besides implying that customers must be exposed to the product multiple times or even pushed to purchase the product, also implies that value must be provided to customers along with trust in the product for loyalty to be developed (Kingshott, Sharma and Chung, 2018). Hence, the resource investment of YouTube is strong in terms of technology, but poor in relation to customer relationship emotionally.
[bookmark: _Toc234078629]2.2 Macro and Micro Environmental Forces
At the micro level has a strong influence on the implementation of the subscription strategy implemented by YouTube. From an economic perspective, consumers are more mindful of cost of living, which has driven them to be more selective about monthly digital subscription. This poses a direct threat to YouTube Premium as users could be willing to pay for this premium feature, but not be willing to pay for a new full-price service if they already have a music, video, gaming or cloud subscription (Shelar and Haridas, 2024; Martins and Rodrigues, 2025). Socially, users are looking for a convenient and uninterrupted viewing experience with control. This helps to encourage demand for ad-free services, but also drives a need for paid offers to be fair, flexible and easily distinguishable.
Technological pressure plays a large role, too. The battle with ad-blockers does not just illustrate the importance of ad revenue to YouTube, it also illustrates the conflict between advertising revenue and keeping the users happy. Ad blocker use violates YouTube's terms and conditions and YouTube may restrict video playback if the user persists in using ad blockers, according to YouTube Help (n.d.). This is understandable to the business but could be a significant communication challenge as users might think the policy is a punishment instead of a means of protecting them. The challenge with privacy regulation is that there will be a time when platforms can no longer do as much behavioural targeting as they need because user trust and control is important if they are to be accepted for personalised ads (Tucker, 2014; Bleier and Eisenbeiss, 2015).
On micro level, Porter's Five Forces indicate that Buyer Power is high and there is a high risk of substitution (Porter, 1980). With low switching costs, viewers can quickly switch over to TikTok, Netflix, Spotify, Twitch, podcasts or gaming without having to give much thought. Beyond just price, competition is also a consideration of time, attention and experience from the user's point of view (Lobato and Lotz, 2021; Shin and Kim, 2025). A succinct SWOT analysis backs the same conclusion: YouTube has scale, data and creators to go, but it's user frustration that is growing.Premium Lite and regional pricing is the opportunity, and resistance and subscription fatigue is the main threat. Although YouTube's anti-ad-block policy protects advertising revenue, it may unintentionally weaken perceived fairness among long-term users.
[bookmark: _Toc234078630]2.3 STP, Differentiation and Positioning
The segmentation of YouTube is based on data-driven segmentation, which is based on viewing behaviour, demographics and lifestyle patterns. As a result, the platform can offer a different promotion of Premium to the students, their families, music users, and working professionals (Anju, 2025). For instance, student and family plans increase awareness of the service, whereas background play, downloads and music integration encourages users who appreciate convenience and productivity to use the service (Geyer, 2024, p. 46).
But there is not a complete uniformity in the positioning. In the past, YouTube has been regarded as a free and open video platform. This is about to change with the push towards the Premium edition, as users might feel that the free edition is being “watered down” so that the paid version looks better. This leaves them in a conundrum – YouTube is trying to be an open creator platform and a paid entertainment service at the same time. So, on the targeting front, it can do well, but as a brand positioning, it is not as strong as it could be as the advantage of Premium isn't always apparent. Rather, some users might view it as a means of avoiding irritation.
[bookmark: _Toc234078631]2.4 Freemium Marketing Mix and Customer Experience
YouTube's freemium business model is both strong and weak, as seen in the marketing mix. The product is compelling because YouTube offers all the elements of a video platform and the music, search, recommendations, creator communities and cross-device access into one ecosystem. This provides it with a greater value proposition than a lot of the single purpose streaming services. But it's not quite even as a customer experience. Some free users may receive adverts periodically while some premium users may not enjoy that great “premium” feeling other than no adverts at all. This decreases the feeling of the importance of upgrading.
The pricing model has the freemium feature: there is basic access that is free of charge, and there's convenience that's paid for by subscription. This is a viable option when the free version creates an opportunity to become accustomed to the product and the paid version provides a distinct benefit (Zhu, 2023; Chiu et al., 2022). The downside is that if the advertising is done too much, users may feel it's too much of a sales pitch to get them to Premium. This is lessened by regional pricing and Premium Lite, which are based on the recognition of different willingness to pay.
The most troublesome one is promotion. Prompts inside of the app, email, social media and official blogs can be used as ways to reach YouTube users, but these can be intrusive when they are seen while viewing. What would be more effective, would be to clarify how subscriptions help creators, enhance the digital wellbeing and empower users to have more control. The "place" is completely digital, which makes its implementation possible but the interface needs to be more transparent and understandable about the differences between free, lite and paid. Generally, its blend is very strong but not quite customer focussed.
[bookmark: _Toc234078632]2.5 Promotional Communication, Trust and Brand Risk
[bookmark: _Toc234078633]YouTube communication problem, besides the problem of persuading people to sign-up for Premium, there is also the problem of finding a business model that people will feel comfortable with. Ads are a legitimate tool for supporting creators and they are how billions of people enjoy the platform YouTube," explains the platform (YouTube Help n.d.). However, the fact is that when advertisements are too much, inappropriate or excessive, using ads could still be an obstacle for a balanced user experience. 'Adpocalypse' situation has already been discussed by Kumar (2019), and it has been revealed that the governance and monetisation choices of YouTube could affect the creators and their trust in the platform, as well as the research on platform partnership programs suggests that monetisation changes could have an effect on content supply (El-Komboz, Kerkhof and Loh, 2023). Personalisation also plays a significant role in the trust issues. Artificial intelligence can help to improve recommendations, creative targeting and even subscription targeting, but when the person does not know why he or she sees the specific recommendations, the process can turn out to be manipulative (Davenport et al., 2020; Kumar et al., 2019). It is necessary that YouTube messaging changes from “Upgrade to avoid disruption” to “Select the experience that suits your need.” This approach is more humanistic rather than defensive, and is in line with relationship marketing.
2.6 Marketing Metrics and Strategic Control
YouTube will more than likely monitor reach, watch time, ad impressions, click-through rate, subscribers, retention, churn, conversion rates from free to paid and ARPU or average revenue per user. These are key but the strategic risk at present is that the measures of conversion in the short term can mask long-term dissatisfaction. Hence, Customer Lifetime Value, Customer Acquisition Cost, Premium Conversion Rate, Churn Rate, Net Promoter Score, sentiment analysis, ad frequency tolerance, the number of complaints between Free and Premium tiers and the movement from Free to Premium tiers should be considered as part of marketing control ( Wedel and Kannan, 2016; Li, 2025).
The number of users is not only the most useful measure, it's the reason they subscribe and the likelihood of their staying. Users that sign up for Premium due to irritation may churn when they see a cheaper competitor. A user that gets involved due to the value being evident is more likely to stay. The distinction is relevant to the marketing control for sustainability.
[bookmark: _Toc234078634]2.7 Customer Journey and Value Proposition Weakness
A customer journey map will also highlight the need to tweak the Premium proposition. The awareness phase is when users are already aware of YouTube – it is not about visibility. They are in the considering stage when they consider the benefits of Premium, vs. their pain of ads and their cost of other subscriptions. The platform tends to employ in-app prompts in the conversion stage, but these prompts are not meant at a viewing time when users are looking for a sales message; they are looking for content. Again, it's a battle to be won when it's the retention phase: the paying customer has to believe that the subscription is worth the money every month. It's not a one-way funnel! A double judgement of value activity which can be repeated (Lemon and Verhoef, 2016).
The Value Proposition Canvas is able to highlight the same weakness. There's entertainment and learning, creator access, music discovery and convenience on YouTube's gains. When it comes to its pains, they are interruption, price sensitivity, privacy anxiety and repetitive promotion. Some of the pains are alleviated with Premium, but so is one more that is added: a new subscription fee. That's why Premium Lite is essential to help better capture the “job to be done” that is based on video. But it will only work if YouTube is perceived as a positive, rather than a lowered, product. If the proposition is weak, it could cause user confusion and generate an additional group of users who will continue to be free or using ad-blocks; however, if the proposition is clear, it could serve to protect the mass audience on YouTube and attract a new segment of users who would not otherwise be free or using ad-blocks (Osterwalder et al., 2014; Redondo and Serrano, 2025).
[bookmark: _Toc234078635]2.8 Future Marketing Developments
Future marketing at YouTube is likely to focus on recommendation transparency, first-party data, privacy-focused marketing, dynamic subscription pricing and automated customer journeys. All these innovations will allow YouTube enough leeway to improve relevance without being more annoying. For identifying the potential subscribers of Lite or Premium or free categories of YouTube, use of AI can be made. To avoid depending on invasive tracking, privacy focused first party data can be used and to identify users at risk, predictive analytics can be used (Davenport et al, 2020; Tucker, 2014). However, all these innovations should be managed properly. Not only more automation is required for the marketing of the future of YouTube but also more options and more respect.
[bookmark: _Toc234078636]On another note, the process of evaluating such future tools should be done with caution considering its ethical implications. Generative AI technology will help to facilitate the enhancement of creativity assessment and message localization processes. However, automation can create a sense of exploitation of behaviour data. Therefore, privacy marketing should be included in the brand promise and not considered an afterthought. YouTube should explain to the user the reason why they are being recommended to subscribe to the platform, offer them more choices concerning recommendation and advertisement types, and test whether personalized offers increase satisfaction and conversion rates. Hopefully, this will make future marketing activities more justifiable because it will be related not only to efficiency but also trust.
3.0 Conclusion
[bookmark: _Toc234078637]As a result of the above analysis, it can be stated that YouTube has a good business position but lacks in terms of the company's business strategy. The major advantage is the existence of the freemium strategy, which allows the website to provide services for all users, such as free users, advertisers, creators, and paying subscribers. This means a lot in terms of brand awareness, data storage, content creation, and subscriptions for YouTube. As one can see, the marketing department affects the work of any firm. Nevertheless, there are some serious weaknesses identified during the analysis. The first one is the balance between the level of advertising and customer satisfaction. Even though the free users are supported by the advertising, it may make the users feel uncomfortable. The latter will lead to higher levels of advertising resistance and adblocking. However, The second weakness is that of the clarity of value proposition. The Premium is great for the users who require downloading music and videos in the background, but it can be too much for someone just needs the ads-free video. Therefore, Premium Lite is crucial but should be properly marketed. Communication is another one of the weaknesses present. YouTube has an annoying habit of getting in your face about their products and changes, especially in relation to blocking ads and imposing upgrades, even though they can reach your customers in real time. This leads to less trust and the attractiveness of the Premium offering becomes less. Finally, the control system of YouTube needs to be beyond the mere growth of the subscribers and revenues through ads. To measure the loyalty of your customer base, you have to measure metrics such as churn rate, NPS, CLV, sentiment and ad tolerance. 
Overall, YouTube should concentrate on switching from pressure to choice value creation.4.0 Recommendations
[bookmark: _Toc234078638]4.1 SOSTAC-Based Strategic Direction
Target: YouTube's subscription service becomes the primary choice among users. Goals: YouTube's users will choose subscription over ads; and YouTube will have a compelling reason to remain the top choice for users. Growth among premium is positive, but loyalty might be waning if there is feeling of being pushed, not persuaded, among free users. A good place to start is already provided with Premium Lite, and it is advised to scale and refine this, rather than suggest a new idea (YouTube, 2025b).
Key things YouTube wants to accomplish in the next year: YouTube wants to drive more paid conversions from price-sensitive users, lower churn rate of new subscribers, foster a better ad experience for users and boost more movement from Free to paid without compromising on the full Premium value. The strategic objectives listed are suggestions and not company goals.
Strategy: Positive reinforcement to customer choice. That is primarily product development and market penetration: a better Premium Lite offer for current users (offered at different prices in different regions) and better communications (Ansoff, 1957). The objective is to monetise more users without alienating free users.
Tactics and actions: most important actions are summarised below.
	Issue
	Recommendation
	Cost
	Feasibility
	Expected outcome

	Ad fatigue
	Scale and clarify Premium Lite for video-first users
	Medium
	High
	Higher conversion among price-sensitive users

	Personalisation weakness
	Use privacy-conscious AI to match users with suitable tiers
	Medium
	High
	Better engagement and lower irritation

	Price sensitivity
	Apply regional pricing and student/family micro-offers
	Low-Medium
	High
	Wider adoption in lower-income segments

	User dissatisfaction
	Optimise ad frequency and reduce repetitive formats
	Low
	High
	Better retention and brand sentiment

	Weak control metrics
	Track CLV, CAC, NPS, churn, ARPU and ad tolerance
	Low
	High
	More balanced marketing decisions


Premium Lite conversion, full Premium upgrades, churn, customer sentiment, ARPU and CLV are all metrics to be compared when performing monthly control. If Lite primarily eats into Premium then features and/or pricing need to be changed. Sentiment will be used to make decisions about expansion if it improves and total paying users increase.
[bookmark: _Toc234078639]4.2 Change Management Strategy for YouTube Premium
It is recommended that the marketing, product, finance, data, legal and creator partnership teams are involved in the implementation, making Kotter's 8-Step Model a useful way of navigating the process(Kotter, 2012). YouTube should first create urgency by presenting evidence inside YouTube that the users are beginning to get tired of ads and are becoming viewers who are prone to churn. Second, it should create a leading coalition among the marketing and product & analytics groups. Thirdly, it must build a clear vision: a flexible Premium architecture which will secure its revenue and enhance user choice. Fourth, this vision is to be communicated in positive words, rather than enforcement messages. Fifth, barriers need to be eliminated on simplified pricing pages, through plan comparisons that are more easily understood, and easier switching between Free, Lite and Premium plans. Sixthly, pilot market opportunities should be used to create short term gains as Premium Lite, ad frequency optimisation and regional offers can be tested. Finally, pilots who are successful should be scaled, using ongoing analytics. Last but not least, it is important that the change becomes institutionalized in that the consideration of the customer experience is not just made to be a marketing control, but it remains as such permanently.
Kotter's model is having the advantage of providing a roadmap for the cross-functional implementation and alignment of stakeholders for YouTube. This also prevents ‘onion skinning’ of changes and helps to avoid confusion for users. It can be time-consuming, however, and may not be exactly on par with the rapid experimentation that goes on at digital platforms. So YouTube needs to merge both Kotter's and agile testing. Such a hybrid approach would enable strategic discipline without any reduction in learning in the market (Cameron and Green, 2015; Burnes, 2017).
[bookmark: _Toc234078640]4.3 Feasibility and Resource Allocation
YouTube already has the digital infrastructure, user data and payment system in place to allow for changes to subscription tiers with ease, making the recommendations possible. If Premium Lite were to be expanded, tested in different parts of the country and the number of ads were to be decreased, there'd be no need for a new physical distribution system. Main costs would be around designing and/or development of the product, cost analysis and communication design and monitoring.
But, feasibility shouldn't just be looked at from a technical point of view. YouTube also has to face down the revenue risks. There may be a few customers who are not willing to pay Premium who might be tempted to sign up for a Low-cost Lite plan. Hence, the offer should be tested on a 'pilot' basis in selected markets before being rolled out across the entire market, with a view to measuring the impact by tracking churn, conversion, ARPU and user sentiment. If the Lite version is primarily capturing free users and ad-blocker users then it's fine. If it cannibalises full Premium users then the pricing and/or feature limitation should be scaled up or down. This is an attainable but reasonable suggestion.
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