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While | ueiderstand your poirts and generally agree | dopt yel so awir
Strateay ffom afy of the vidso camps, For EXXNDIe, youtak about vveﬂ’?gga
and inake.ajot of sense, whal Is the Strategy 1o win there? Myissugig

hat the feam is reacting fo others rather thandidving a oW strategy-ang |
want 10 see acompelling, ifferentiteted strateqy., Erics -

[
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Balancing Shont Temn vs. Long Term Goals

The '\‘ﬁ.de_c;z-team has ch,tgsed OfY .twobuésﬁmsih Preparation for the GPS: 1)
Mowws et YouTubs" inthe shorttemy and 8) how we win averdime, Wt
isdacking is how to-post balancs the putsyt of both goals:

Thete is a chanca.of Pursiniy. shoft fanm oals with sueh Z8alotisngss thatiw
deyelopblind spots thai could fur us fafie. Forswimle, there wep. 7
healed debate atoy whethar we shoyid Telax erforcement of ogr Copyright
policies i an affort 1o slimiate tratie growth, despite the inetitabig '

- damage it would cause 16 refationships with content owners,

1 think Wwe sho :' id beat YouTibe - and &1 compatitors - bt not at alf tosts.
A largs pan of thsiy !r:afﬁc is from piratag. contant, When we Compéare our
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andrefened fothem asa “Videw Grokster®,

Unfortunately, a8 we've been shifting.to fotus.an *beating YouTibe” ths
past guatter, theta have beenmylipie delays in providing ertiancements.to
ouF Gurvent praduet that have strained rejationships with cuent partrers
and praverted us from stiking rew deals,

Tradeoffs

{f wd g5 golng to réfetus résources ondeng 1ait content, thenlef's
acknowledgerwhat we are NOT dolfig. Besource pricilizations are belng
riads, but often inabit of a vacuom.

Mary premiom content ewners ave already distrusiiul of our *uiferior
mothvias® andforsss us as notbeling very:panner-iiendly. It we wera
{overly) focused oty premium content before, we nay seem “fickle” 1o some
partners.now aswe shilt more of pur sitention user-generated cortent.

For xample, ¥m not corvinced that a pald DTO modeal wil be widsly embraced
by consumers, aingd think advestiser-supported medels wil utimately prevall

Howaver, Fdont beliave we've yol provided a bassiing of fupciunality: .
{disconnieled DR, lower download fimits, inproved searchiorowse/promotion)

-fhat would glve Us an sccurate sensa of what tha nue potential of DTO s,

Universal Music sold over-400k pald downloads of just 800 music videogin
thelr thst week with iTunes In December:

Buildling fraffieby focusing rmore onuser-gensrated confent may be e right
arswer for row, but wa should diseuss what those consequences gre, good and
pad. 30Nk we could be a bit mere nuansed and mainfalr some of o
tongertem objectives sush.as building additional monsiization agproathes
beyond DTE miers aggressively, whils.sill-pursuing shorer tem priorities,

Strategy; Head, Tail, Torsp

Geogle can'win by providing the best user experience for the most
comprehensive cortent offeringsnthe wold.  Wesshould provida gorntent of
altiinds n.all Janguages with.midtiple morefizationschemgs.

Head

Promiue contert ownars argmiore eagar to offer their content on thelr ownior
with wrivitiple pariners. Just this waek GBS announced thelaunch of arsw
broadoand network theylihost; Fox tlosed the biggast content deal with
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Fures ye) and Wamer Brothers ginounced a deal o.distribute DTO roovies
through Bit Torrent. We shiould continue to saairtain or creale selationships
with them ~ and expard relationships with tham when the product has
improvad,

Tall

W shouid provide e best tools and features for long tall contert, wile.
wderstanding that there arg alrgady huntireds of websites providing very
cdlever, uriqué offerings {ossible acyusition largets?).

Torso

think thee real daffaremamr for-us will be-whsit | call e "torso”

_conterl: professional cortert owned by comparies wio dant have enough scale
1o hava their own wek distribution or promotion and would Jook 1o GV for
suppon. Thise include smaller cablenetworky, special Infered! verticals,
educational instilutions 2rd niche programmers, Vary fow of our
competitors wilt have thescals, expertiss and the head start we do in
firdirg, negoliaiing and.qlickly Indexing lafge volumes of this type of
conmEn,

Playirg to Win

6 months-sgo, 16 one talked about YeuTibe, 8 months from riow there.are
fikely to be other hot competitars. | Hhinkewe should absolutely have -
dlaar, shart term gualy, but wa shouldnt Topys on.any ona. competitor a1 tha
risk of migsing-our longertenm goal to winby being somprebensive,  THS
is-easier said than dong, %0 we nsed your guidance to.do thist

Erig, can vie start execyling on the proposed.solullon discussed at Oimid's
Ofsites ~ desxgnanng a Product lead and a Business lead for each High
prionity ared?  ['know | 6an helprtake us to where we nesd fo goin Video,
but having you set that expectation orme publicly es the Businesglead:
would provide & tremendous bobst to gelting there,

Dave
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