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I. Our Three-Year Product Vision 

Introduction 

Yahoo! will strengthen its position as the premier digital media company by enabling consumers of 
different generations and global cultures to enjoy digital media experiences in deeper and more 
personal ways than any of our competitors. These experiences range from communicating with family 
and friends to watching videos to discovering and sharing content across many devices on any given day.  
We will differentiate ourselves from the competition and continue to reignite the pioneering tradition of 
Yahoo!  with exceptional experiences around premium content. Personalization that flows easily across 
Yahoo! products, connected devices and consumption experiences will provide our core competitive 
advantage, and ultimately, engage and delight our consumers. 

Yahoo!  will provide the premium environment in the digital world for advertisers, publishers, and partners 
to reach consumers, drive demand, and build brands. These experiences will combine a scalable, 
algorithmic approach with skilled curation. We will use world-class editorial, imagery, and video blended 
with dynamic design, inspired by high-end magazines and video games. We will make it possible for 
publishers, advertisers, and partners to appeal to consumers on an emotional level in addition to a 
rational level. We will invest aggressively to drive advertising innovation in the digital context, including 
mobile, social, and video advertising. 

Yahoo! will make these experiences available wherever our consumer goes by building our products and 
services to flow across devices and be platform-agnostic. A One Yahoo! experience will leverage the 
consumer experience, context, and other opportunities specific to each device (e.g., proximity for 
smartphones, HD viewing for tablets). Navigating the One Yahoo! experience across multiple devices will 
be fast, intuitive, and satisfying for users. To make this possible across our experience landscape, we will 
pioneer technologies and design to simplify and humanize a digital world that can feel too complex and 
inhuman.  

Yahoo! will lead a paradigm shift, moving beyond single-function experiences to more natural 
experiences, in which content, information, search, and communications merge together. We are uniquely 
positioned to lead this shift because of core assets – content, search and communications. These new 
digital experiences will be profoundly personalized, using a deep reservoir of consumer behavioral data 
that tunes us to the specific preferences of a particular consumer or group of consumers. To be deeply 
personal, our consumption experiences will be social and localized. We will also strengthen our 
competitive differentiation by humanizing the science of this world. We will blend explicit and implicit 
signals with serendipitous content discovery. These signed-in experiences will be so much more 
satisfying than the non-signed-in equivalents that we will achieve 100% authentication, once we drive 
awareness and let word of mouth take hold. We will continue to simplify authentication by encouraging 
users to sign in with their preferred set of credentials, whatever they may be. 

Yahoo! will evolve our business from a collection of individual vertical experiences to a One Yahoo! 
experience, in which each of our current and future products fortifies the whole. This will enable us to 
optimize traffic and revenue across our network, clarify our brand, and most importantly, satisfy our 
consumers’ needs on any device in a fluid fashion. A Yahoo! consumer will be able to easily discover, 
explore, and interact with any relevant part of One Yahoo! from within any of our experiences and on any 
device. 

To truly succeed with our vision of enabling the deepest and most personal experiences in our industry 
and to attract the next generation to Yahoo!, we aspire to become the most trusted source of connected 
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content and communication. Just as one would build trust with a friend, we will embody the values of 
transparency, empathy, inclusion, and choice into our content, communication, and advertiser 
experiences for our consumers. To complement our promise to consumers, our publisher and advertiser 
tools will evolve to support the new content and advertising products we will create.  

Finally, we will balance the needs of our current audience and advertiser base with the urgency to create 
innovative personalized experiences for new audiences and to meet evolving consumer needs on a 
global scale. We will resolve this innovator’s dilemma by building new experiences in parallel to the 
existing Yahoo! user experience. We will offer more casual next-generation interfaces as complements 
and extensions to our core Yahoo! experience. We will be sensitive to preserving One Yahoo! and 
ensuring consumer and advertiser experiences interact cohesively throughout our network and across 
devices. Through collaborative innovation we will establish the trajectory for the next-generation Yahoo!. 

 

Our Strategic Elements 

1. Infuse deep personalization using science and data into every consumer and advertising 
experience we build 

We aspire to understand our consumers as deeply as two good friends understand each other. This 
means we must not only advance how we understand and interact with users from a rational perspective. 
We also must pioneer in our industry how we understand and interact with users on an emotional level 
and in relevant ways. 

We will develop the infrastructure, algorithms, and expertise in running experiments that better 
understand the behavior and intent of users and the utility and relevance of content and advertising. We 
will especially focus on users’ local context as it is a critical requirement for powering next-generation 
mobile experiences.  

We will drive the most comprehensive 360 ˚ view of users’ online and offline behavior by integrating third-
party data, such as Facebook and Twitter. Applying science and data will create a virtuous circle in which 
our users help us learn more about our content and services — and our content and services help us 
learn more about our users. Increasingly, we will provision our services to allow for the exchange and 
controlled use of our data by advertisers, publishers, and partners.  

 

2. Delight our customers with best-in-class products, iterating frequently for constant improvement 

Our services of the future will reignite the interest of consumers of all generations and all cultures in our 
global markets. These services will meet the baseline requirements for this broad interest by being fast, 
intuitive, and satisfying across all of Yahoo! users’ connected devices and across the entire One Yahoo! 
network. Such new services will delight consumers and advertisers by providing more personalized 
experiences than those provided by competitors. The integrated personalization functionality (see 
appropriate sections) will tailor content experiences to a particular user’s needs and desires by leveraging 
a user’s social and interest graphs. We will additionally offer serendipitous content discovery as a key 
differentiator. For example, in the US we will focus on tent poles and anchors to create unique, topical, 
and satisfying content consumption experiences. We will provide our users the choice to influence and 
control the content that is delivered to them, and we will respect their privacy. We will honor the values 
our consumers value and enable sharing identities and reputation. We will also offer the most immersive 
content and sharing experiences with high-quality video, images and rich, nuanced, dynamic design.  
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These engaging experiences will mark an end to the era of static and non-actionable content. All 
components of the experience (content and ads) will be actionable and enable content and ad 
experiences that traverse the Y! network across devices. We will enable consumers to take action on 
everything they discover with Yahoo! — and they will experience a surprising empowerment when they 
do! 

We continue to invest in platforms that allow for greater editorial and design flexibility for publishers, and 
we will pioneer new advertising canvases that offer our advertisers new and unique opportunities for 
expression and brand building. Against this backdrop, we will focus on immersive experiences that flow 
across devices to meet user and advertiser needs around the globe. 

  

3. Build for connected devices first with localized, in-context, multi-screen experiences in mind 

We are in the early stages of a tectonic shift to mobile computing that will continue unabated for decades. 
While we are starting with a trusted brand, strong media assets, and a good technical foundation, we 
have yet to establish a strong footprint on the mobile Internet. We will achieve success by solving 
important user scenarios that deliver high-quality, single-purpose functionality (content-, location-, and 
event-based apps and multi-modal communications) and by providing blended, cross-device experiences. 
All of this functionality must focus on delivering highly relevant, contextual, and personalized content and 
connections in a continuous experience. Users must be able to move smoothly across devices and have 
the network anticipate their unique interests, for at the center of these device experiences is a single 
consumer that needs to be recognized for their individuality.  Our efforts need to be directed at identifying 
and solving for these scenarios across tablets, smartphones, feature phones, PCs and connected TVs. 
These investments must factor in the role of the cloud in maintaining everything from preferences to 
history, from connection state to resiliency. It's not enough to establish a strong design language or build 
a technical framework around HTML5, as we will have to consider and build our services to manage low-
power devices. Lastly, it's important that we build a network, or constellation of services, that have 
common navigation elements to move users naturally through their Yahoo! experience. 

 

4. Power real social relationships with features that enable 1:few conversations around content 

We will drive the next evolution in social applications by focusing on driving real and relevant relationships 
that matter to consumers on 1:few and few:few bases. We will build on our existing work to aggregate the 
most important components of a user’s social graph and leverage that data through our own products. 
Our differentiated 1:few experiences will come to life via three different mechanisms. First, we will evolve 
our current communications and community services to focus on effective, conversational interactions 
with the groups of people who matter most to users. Second, we will create a social platform to bring 
these relationships to devices, applications, and integrated experiences across the network and the Web. 
Finally, we will explore new user experiences, pivoting around shared content consumption, local, or 
mobile capabilities that leverage this interest graph to reach out to the new generation of users. This 
should include persistent threaded, multi-modal conversations across all devices.  

 

5. Build a digital media ecosystem that creates a premium marketplace for advertising and content 
and distributes Yahoo! experiences across the Web 

Yahoo! has an opportunity to leverage a vibrant O&O business to help premium advertisers and 
publishers connect and establish a premium ecosystem in which they share content, audience, 
advertising, and other key capabilities at a level of scale that they cannot achieve on their own. Yahoo! 
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will provide content and monetization capabilities that allow premium advertisers and publishers to easily 
connect together, without dependence on third party DSPs and other intermediaries, and increase the 
overall quality of their content, advertising and yield through a differentiated level of science, art, and 
scale. Unlike Google’s advertising technology stack, which best serves undifferentiated remnant inventory 
and lower quality publishers, Yahoo! and our premium ecosystem partners will best serve the highest 
quality content, audience, and advertising, enabling it to be differentiated and increasingly relevant to 
consumers. 

Yahoo! will build strong relationships with the most important premium content providers, publishers, and 
media companies. This ecosystem of premium publishers will help Yahoo! deliver high-quality consumer 
and advertiser experiences on our own properties, and also benefit the other premium ecosystem 
partners by opening up access to our world-class capabilities in content management, advertising content 
matching, and deep personalization of digital experience. This ecosystem in the content and audience 
supply-chain will disaggregate creation from publication. It will be fueled by new business models that 
incent and reward innovators who create value for our users on top of our platform. In exchange for these 
high value relationships, publishers will extend the reach of their content far beyond their current 
audience, learn more about their readers and generate revenue in an optimized fashion beyond their 
technical capabilities. For example, content creators would be directly rewarded for providing more locally 
relevant content as the value of that content as a monetization vehicle grows over time. 

 

Execution and Focus 

Establishing this vision and our BHAG is only the first step. Using this three-year guidepost, we must now 
work as a team to build thoughtful, comprehensive, and integrated plans that detail how we manifest this 
vision in our end-user experiences and advertiser solutions. As the digital world becomes more essential 
to our lives, enabling deeply personal digital experiences is an incredibly important aspiration any 
digital media company, and only Yahoo! has the expertise, scale, people, products, and technology to 
achieve it. These strategic pillars paint a broad view of how we will create and maintain a differentiated 
and defensible position of value for Yahoo!, our users, and our ecosystem. Being audacious in goals and 
in strategy is not enough — we must also apply our audacity to challenge the organizational, cultural, and 
personal roadblocks that have mired progress in the past. When we align with this shared vision and 
execute against these shared strategies, we will deliver value to our consumers and advertisers, resulting 
in market beating growth for Yahoo!. And remember, TEN:ONE:TEN! 

 

II. Market Situation and Our Differentiation 

We continue to operate in a very attractive market. The world’s Internet population is projected to reach 
2.7 billion users in 2011, an increase of 122 million users from 2010, with more than 80% of these 
incremental users coming from Asia and emerging markets. We expect global online advertising spend to 
grow at a 13% CAGR, from $71 billion in 2011 to $102 billion in 2014, driven by continued growth in 
audience reach and engagement. 

Though the market is growing from both a consumer and advertiser spend standpoint, our growth has 
lagged behind our competitors. Yahoo! does not have an audience problem, as we are growing on pace 
with the Internet. Yahoo! does, however, have an engagement problem, as our share of time spent is 
flat, relative to our competitors. 

http://en.wikipedia.org/wiki/Big_Hairy_Audacious_Goal�
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Source: comScore Media Metrix, US, Panel-only data 

Google and Facebook have taken advantage of shifts in consumer behavior — namely in Mobile, Video, 
and Social — to drive consumer engagement and in parallel growth in their display ad market share: 

 

Source: eMarketer 

Google’s mission is to organize the world’s information and make it uniformly accessible and useful, 
which it accomplishes through its primary business, Search. The profitable Search business funds other 
operations to drive user engagement, such as mature offerings like Android and YouTube and nascent 
offerings like its social network Google+ and its local offering Google Places. These non-Search offerings 
enable Google to squarely focus on the display market as a substantial growth opportunity. The core of 
Google’s display ad market strategy is to simplify the buying experience and aggregate supply. Examples 
of their actions include: 

• Chasing the automated sales market by acquiring Invite Media (DSP) and Teracent (dynamic 
creative) and integrating both into DoubleClick. This provides Google the opportunity to create 
liquidity and supply aggregation by integrating DFP inventory onto its exchange (AdX). 

• Approaching publishers with demand muscle at the table. “Give us your inventory on our 
exchange, and we can almost guarantee that our agency partner will purchase it through our 
technology stack and offer you aggressive monetization.” 

• Providing a simple end-to-end buying experience for advertisers and agencies. While Google 
used to operate their products independently, it is moving towards offering an enterprise suite of 
products by cobbling together all of the products in their portfolio. 
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Facebook’s strategy is to use the social graph as the place people go to connect, communicate, and 
discover content on the Internet. Facebook wants to: (1) create an Open Graph on the Web that connects 
various social media graphs together; and (2) make everything on the Web instantly social by planting 
“Like” button seeds throughout the Web. With “Like” and other verbs, Facebook wants to simplify the 
process of socializing the Web for consumers and developers alike. Facebook has changed the way 
users interact, share, and consume information to become the default communications hub and the 
starting point. While Facebook has been a dominant audience leader online for some time, it has 
emerged as a dominant ad player, as the company works with advertisers to look beyond click-through 
and focus on user engagement to measure advertising effectiveness. The appeal of Facebook’s self-
serve targeting platform is well known, but Facebook is also gaining substantial traction with larger, multi-
dimensional campaigns targeted at brand advertisers. Longer term Facebook may pose an even greater 
threat to current premium display publishers by marrying their data with third parties to provide far better 
targeting than the use of content as a proxy for consumer interest.  Facebook’s understanding of real 
identity across its broad audience only heightens the importance for Yahoo! in reaching 100% 
authentication which we discuss later. 

Though we chose to focus on Google and Facebook, they are by no means our only competitors. We 
compete intensely with other portals (e.g., AOL, MSN), Traditional Media (Disney, News Corp.), and New 
Media (Netflix, Apple). We will consider our competitors as we build our strategic and operating plans to 
ensure we are investing in a differentiated strategy. 

Rather than attempt to be a social networking destination like Facebook or a purely algorithmically driven 
information discovery experience like Google, Yahoo! will enable personalized content discovery, 
consumption, and sharing experiences in more natural, human, and intuitive ways. As the premier digital 
media company, we have the opportunity to differentiate around deeply personalized content, 
communications, search, and advertising experiences. Our deep editorial curation expertise allows us to 
engage and delight audiences across the globe with premium content experiences and thoughtful rich 
media advertising. Our platform investments in science at scale allow us to understand the interests, 
preferences, and social relationships of a mass audience, and to tailor digital experiences to our audience 
in a way traditional content providers cannot today. Our experience integrating communications, search 
and content experiences beyond the desktop allows us to enrich content experiences that traditional 
media companies cannot match at global scale. Finally, we have a user experience and design expertise 
around Internet software that allows us to humanize these experiences across vertical products in deeply 
personal ways.  

 

III. How We Will Execute 

We are executing against a three-year vision and need to continually evolve our approach while staying 
focused on our core tenants. To that end, our Five Strategic Elements remain as relevant and important 
today as they were when first introduced, and we will continue to invest around each: 

1. Infuse deep personalization using science and data into every consumer and advertising 
experience we build. 

2. Delight our customers with best-in-class products, iterating frequently for constant 
improvement. 

3. Build for connected devices first with localized, in-context, multi-screen experiences in mind. 
4. Power real social relationships with features that enable 1:few conversations around content. 
5. Build a digital media ecosystem that creates a premium marketplace for advertising and 

content and distributes Yahoo! experiences across the Web.  
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Though our Five Strategic Elements remain consistent, we have moved away from identifying specific 
initiatives and instead simplified our language to focus on broad horizontal focus areas — 
Personalization, Video, Mobile, Social, and Local — that support our Five Strategic Elements. 
Additionally, we are reinforcing the role of verticals and platform and technology investments consistent 
with our strategy to build scalable and highly programmable media platforms across all regions. 

How We Will Deliver Our Five Strategic Elements 

Greater Infusion of User Experience & Design into our Product Strategy 

We will develop our global Yahoo! design (Y!design) capabilities to provide the user research, visioning, 
and design capabilities we need to make design a key competitive differentiator for Yahoo! in our global 
markets.  

Y!design will form deep partnerships across functions and across our regions to collaboratively deliver 
experiential design solutions that pioneer a new level of consumer and advertiser value across devices 
relative to our competition. Y!design will use rational, emotional, and meaning-based design innovation to 
develop a unique One Yahoo! design language. This language will enable appropriate freedom of 
expression based on content, culture, and user preferences, while also cohesively fortifying the Yahoo! 
brand essence. Y!design will additionally be driven to help pioneer the holistic user experience innovation 
we need to achieve our consumer-facing One Yahoo! product vision. 

To support these experiences, Y!design will also focus on achieving a step change in simplicity and 
satisfaction of use in our advertiser-facing software tools. 

Prioritizing the Horizontals 

Yahoo!’s primary business continues to consist of our search experiences, communications and 
communities products, media experiences, and advertising solutions. These deliver our core value to 
consumers, advertisers, publishers and developers — and are more powerful together than they ever 
would be individually. As we look forward, each of these product areas is a critical component of our 
overall vision and strategy, but we must envision opportunities to weave the individual products into a 
cohesive Yahoo! experience. This year, we will be more explicit in prioritizing our collective efforts more 
around broad horizontal experiences — Personalization, Video, Mobile, Social, and Local — in 
support of our strategic elements. We believe that these horizontals are the fundamental ingredients to 
pull our network together and deliver an integrated experience across our product portfolio and network. 

Continued Investment in Vertical Product Lines & Partners 

We strongly believe we can accelerate our progress by simplifying our priorities and centering the work of 
our verticals on a limited set of horizontal areas. This approach does not mean reduced investment in the 
platforms and vertical experiences that we are building today. We are not steering away from our 
commitment to building deeply personal digital media experiences today with search, applications, media, 
advertising platforms, Cloud Platform Group (CPG), and UDA. Rather, we are prioritizing the efforts of 
these teams in support of our horizontal priorities and resourcing accordingly. 

To succeed, each of these horizontal experiences will rely upon our platforms and verticals to achieve our 
aspirations. We will invest in Search to ensure our users can discover engaging video experiences, rely 
upon their tablet or mobile for personally relevant and useful location-based information, and offer deeply 
personalized experiences on Yahoo!. Our applications and communication products will be essential to 
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off-desktop usage, especially in markets beyond the U.S. and Europe5. Our platform investments across 
content and ad serving will power each of these horizontal areas and allow us to scale across many 
markets in pursuit of our BHAG goal of 1 billion users. 

By evolving our business from a focus on individual vertical experiences to a One Yahoo! experience 
supported by both back-end and consumer-facing investments, we can deliver differentiation around 
deeply personal digital media experiences. A Yahoo! consumer will be able to easily discover, explore, 
and interact with Yahoo! from any of our experiences, on any device, and in any region around the globe. 
It’s critical that we develop our software and platform to support continuous experiences across devices 
as the world moves to cloud-based computing with always-on connected mobile devices. We must 
accelerate the move beyond siloed product experiences to meet the demands of consumers and rapidly 
changing technologies. 

We will continue to support and invest in our partnerships (e.g. AT&T) that drive both audience and 
financial benefits across the Regions.  We will evaluate potential new opportunities as part of the 2012 
Planning along with ensuring appropriate investment levels with our existing partners. 

Platform Investments as Foundational 

We will continue to focus on providing the tools and building blocks to our Regional teams to help them 
successfully deliver unique localized experiences across search, communications, media, and 
advertising. Investments such as YPP remain core to our mission and Regional priorities. We will build 
upon our back-end investments to date (e.g., YPP, Content Agility) to deliver the best consumer- and 
advertising-facing publishing experiences in the digital media space. These efforts will enable fantastic 
horizontal and cross-Yahoo! experiences, including better cross-network traffic circulation, next-
generation design, and truly differentiated tent poles and anchors. Being the premier digital media 
company requires platforms that allow our editorial curation to scale quickly, creatively, and with great 
flexibility to meet the needs of our users and advertisers.  

Cloud Platform Group infrastructure enables all of our properties and applications today and it will 
continue to with increased focus on delivering Agility as well as Science at Scale. Agility refers to 
investment in a set of technologies that are easy to use, low cost to manage, massively scalable, global, 
and resilient to changing business needs. Fundamentally, this requires a set of well-designed platform 
capabilities that create a “cloud,” or a set of virtual services, that is simple to use and scale with the 
business. Science at Scale offers the ability to transform digital experiences through science and our 
understanding of users to deliver personalized and monetizable experiences. Science at scale requires 
that we (1) manage our content and user data in one place as an investment portfolio; (2) create a 
“network effect” of data collection and usage with ALL our properties; and (3) systematically create and 
deploy algorithms that transform this data into value.   

Globalization as Core to Our Product Strategy 

All of our efforts must support the global software platforms we use in all Regions to engage audiences. 
Given the expected massive UU growth outside the mature markets our execution must be truly global 
and aligned with our internationalization and localization efforts. Every product experience must start with 
consideration of how it works globally. This reality must be reflected in the earliest roadmaps to final GA 
release. The revised 2012 International Product Strategy paper details these needs and associated 
priorities. 

Alignment to Our Three-Year Tech Strategy 
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We will continue to modernize our infrastructure and technology investments to accelerate innovation and 
drive efficiency. Our focus on addressing tech debt continues. Our opportunity rests in creating broad 
horizontal user and advertiser experiences across our network, media formats, and devices in ways that 
drive us to our goal of 100% user authentication. Our longer-term technology strategy and associated 
tech initiatives to support this goal is detailed in the Yahoo! Tech Strategy paper.  

 

IV. What We Will Do 

We will build upon the foundation we created last year with unified roadmaps, on-going roadmap 
prioritization, and alignment to longer-term product strategy. Products work in close partnership with 
Regions, Marketing, SE&O, Finance, and other stakeholders to build roadmaps in an iterative, 
transparent, and collaborative fashion. The process builds on the day-to-day work of our teams and 
opens the opportunity for much greater integration and alignment across our Products organization. 

One of the keys to our success will be to focus our efforts on a manageable and executable set of 
priorities. With three iterations of our roadmap, key performance indicator (KPI) driver analysis, and 
revenue plans, we will build our priorities going into 2012 with a greater emphasis on horizontal product 
experiences. The criteria for those decisions remain consistent with last year: 

• Top line revenue growth and profitability 
• Engagement and unique user growth across connected devices 
• Strengthening the Yahoo! brand  
• Ability to deliver 
• Differentiation against competitors 
• Alignment with Yahoo!'s strengths 

We will have one important difference this year in building our roadmaps: We will prioritize a set 
of integrated use cases that emphasize aspects of each of the horizontal areas (Local, Mobile, 
Personal, Social, and Video) outlined below at the top of every product roadmap. We’re 
emphasizing the power of vertical products to enable integrated scenarios that flow across the Yahoo! 
network. For example, to successfully compete in the local space, we need search, content, mapping, 
and mobile use cases to come together in a natural flow.  

1. Infuse deep personalization using science and data into every 
consumer and advertising experience we build 

Personalization 
Personalization continues to be our dominant theme for the Yahoo! product strategy and is a central 
element in our company’s mission. It is the single most important key to building deep consumer 
engagement with our digital media experiences and to create high-value advertising opportunities around 
our ecosystem - both O&O and across the Yahoo! Media Network.  

Personalization also offers an opportunity for Yahoo! to differentiate our services through the use of 
massive amounts of user data to understand consumer and advertiser needs in a manner few other 
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competitors can reasonably expect to replicate. However, it is critical that we also build experiences that 
encourage users to explicitly declare their interests. The company has made a lot of progress around 
implicit personalization in our platforms and has relied on sophisticated technologies to deliver this 
capability. We will continue to build this asset with additional focus on the local and cross-device 
implications. We will also expand our focus on declared interests given the increasing consumer 
willingness to share information in return for a better or differentiated experience.  

Our investments in content and personalization must be mutually reinforcing and include content depth 
and breadth on a spectrum that includes: premium, licensed, O&O, social, and niche experiences. This 
personalization investment starts on the front end and drives both media engagement and distribution. It 
must accelerate our goals of 100% authentication, interest declaration, social engagement, and 
navigation and the creation of a unique ad canvas. With respect to advertising, we have an opportunity to 
lead in social, action-oriented advertising that allows even greater personalization for our users. 

We will create an entirely new context for digital media experiences by striking the right balance between 
near-term evolution and next-generation innovation with our design and user experience. Through 
personalization we can elevate consumer trust and this increases the emotional engagement to Yahoo!.  

To lay the foundation for a truly personalized Yahoo!, we will focus our efforts on the following areas: 

• Interest Import. Enabling our audience to use their Facebook, Twitter, Yahoo! Mail, or Flickr 
accounts to import their interest categories, building an interest graph around individual 
consumers.  

• Interest Management. Consumers will be able to add or remove categories or entities from their 
profile from anywhere on the network in a single view across devices. Our personalization efforts 
benefit from the creation of trust and openness with our audience. 

• Content Signals. Consumers will easily provide explicit feedback on their content interests, 
preferences, and needs. We’ll use thoughtful design and clear payoffs to drive this effort and 
create complementary experiences to our programmed media and editorially curated premium 
content. We will continue to invest in CORE and other implicit content interest signals. 

• Emotion and Meaning. Yahoo! can win with “emotion” and “meaning” beyond the current 
“rational” portal paradigm with deep and rich experiences through user profiles and dashboards. 
Algorithms and declared interests can tune these experiences to build a unique 1:1 relationship 
with the audience over time. 

• Related Interests. We will make it easy for consumers to see categories and entities that relate 
to any piece of content. This invitation to declare interest will live across all of our products 
including media, search, and communications. It will benefit our traffic recirculation efforts and our 
broader ecosystem investments, as well as the current publishing platform investments that 
support Regional programming priorities (e.g., YPP flexibility). 

2. Delight our customers with best-in-class products, iterating 
frequently for constant improvement 

Video 
The Engage and Delight theme touches many products and services across Yahoo! and is critical to 
attracting and keeping loyal consumers, advertisers, and publishers. It refers to our ability to drive repeat 
visits, more referrals to our services and ultimately more time and page views spent with Yahoo! content 
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and experiences. To deepen engagement, we must transition from single-function use cases to a One 
Yahoo! experience in which Search, Communications, Media, and Advertising complement one another 
and function as a natural experience. Many products on our roadmap will address this theme, and it is 
important to emphasize we must drive cross-network traffic, recirculation around our properties, and a 
One Yahoo! experience across all devices, not simply the desktop.  

Given the scale of economic opportunity, importance to social content sharing, and alignment to our 
identity of being the premier digital media company, we will increase our investment in Video as a critical 
engagement driver. This investment includes original & premium video content & programming as well as 
products focused on Video and multi-screen companion TV experiences (e.g. IntoNow).  

Consumers love video. It is the No. 1 media format in terms of time spent. But with unlimited video 
content online today, consumers are challenged to discover videos that are personally relevant and 
meaningful — whether curated or via search. Even when users already know their content preferences, a 
great consumption experience is required, which includes performance, device delivery (TV, PC, Tablet, 
Smartphone) and related content (companion experiences). Consumers are no longer recipients of the 
experience — they are now part of the experience as they share, comment, and program.  

Video advertising is a $65 billion business in the U.S. alone (Cable, Broadcast, and online), of which only 
2% was online in 2010. This figure is projected to reach 11% online by 2015. Video is key to unlocking 
the $50 billion video ad share shift in the U.S., money that advertisers will shift from print and TV. And the 
opportunity is equally attractive around the globe. 

Marketers have been advertising on video for more than 50 years and have relied heavily on the 30-
second video spot. With the migration online, they have a unique environment and creative canvas to 
drive premium brand awareness. With this opportunity have come greater expectations: 

• Improved tracking and targeting – taking advantage of the same tools that display advertisers 
have leveraged for the last 15 years 

• Interactive and engaging experiences around the video content – programming, social, interactive 
experiences that are difficult or impossible to have on traditional TV 

 

Unlike traditional media, digital media experiences are not just about the content but the experience 
around the content. Yahoo! has a deep tradition in expanding beyond the media content to provide an 
experience — discovery, engagement, sharing, and both algorithmic and editorial curation. In addition, we 
have expertise in creating compelling content for consumers that is attractive to advertisers as 
exemplified by our success with original video programming. 

Yahoo! Video (Y!V) will make deep design investments to create the next generation of video 
consumption experiences, combining the best of content and the rich interactivity of the Web. The 
overarching experience will be delivered to all devices.  

• The Place to Start: Consumers turn on their connected devices and start their video 
consumption at the platform agnostic Y!V. Consumers learn what videos they should watch 
based on editorial curation, algorithmic programming, social signals, and personalization around 
their interests. These can be both Yahoo! and non-Yahoo! videos (e.g., Netflix, Comcast on 
Demand, YouTube, live events).  

• The Place to Consume: Consumers will start with Y!V, and we will program in unique ways that 
entice them to stay. A video-only destination experience, Y!V will offer multiple video “stations” 
aligned to core media properties and showcase a rich set of video originals to delight the 
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consumer and to define the video voice of Yahoo!. With nine of the top 10 Web video originals, 
Yahoo! has a proven track record in creating original content that consumers love. 

• The Place to Discover/Find: Consumers often know exactly what they want to watch — either a 
specific show or, more broadly, a topic. Y!V will provide the search and discovery tools to offer 
organized, authoritative recommendations.  

• The Place to Engage: Video is no longer passively consumed. With rich Web interactivity and 
devices, consumers expect to play an active and engaged role in their video experience. Y!V will 
offer the richest set of tools around video, including social and sharing tools, game mechanics, 
user-generated content, and rich data relevant to the topic at hand.  

• The Place to Advertise: Y!V will deeply appeal to advertisers for its ability to target users, 
package content, and provide advertising experiences beyond pre-roll ads. On Y!V brands will 
actively participate with the consumer. 

• The Place to Distribute/Publish: The challenges for content creators are reaching audience and 
driving revenue. We can help publishers meet these challenges through Y!V audience,  reach, 
discovery, consumption, and monetization capabilities.  

3. Build for connected devices first with localized, in-context, 
multi-screen experiences in mind 

Mobile 
The tectonic shift to mobile computing is in progress, and though we have compelling advantages to 
succeed in this market, we have yet to establish a strong footprint on the mobile Web. Consumers are 
increasingly communicating, searching for information, consuming content, and making decisions while 
on the go. It is important to understand that we must be nuanced in our approach to smartphones versus 
tablets, as smartphones are advanced communications devices and tablets are tuned for content 
consumption; thus, monetization opportunities will vary. Tablets provide amazing content and advertising 
opportunities, whereas smartphones will compel us to discover revenue streams outside of traditional 
advertising. We have to be relevant on both devices and both provide different challenges and 
opportunities – for consumers and advertisers. 

We must understand how the user interactions on and off Yahoo! vary according to the device. We will 
achieve success by solving important user scenarios that deliver high-quality, single-purpose functionality 
(content, location, and event-based apps, multi-modal communications) and blended cross-device 
experiences (seamless multi-device experience, apps, shared device experiences). All of this functionality 
must focus on delivering highly relevant, contextual, and personalized content and connections in a 
continuous experience. We are going to prioritize mobile experiences (phone, tablet, and companion to 
TV) in a more focused way then previously at Yahoo!. 

Today’s mobile devices allow us to carry information, entertainment, and media; stay online and in touch; 
and maintain high levels of productivity — almost everywhere we go. In addition, technology trends 
around cloud computing and low-cost, “always-connected” devices will require continuous experiences 
that are agnostic to device or platform. Consumers are beginning to value consumption or communication 
experiences that may start on a desktop, move to a mobile phone, and then finish on a tablet at home. As 
a result, mobile-based services are the fastest growing segments of Internet usage and present 
extraordinary opportunity for Yahoo!.  
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However, the usage patterns and market dynamics created by mobile devices differ from our core PC 
business and present a growing threat: 

• Mobile usage as a substitute for PC usage will cause the latter to decline (this is already evident 
with IMAP, SMS, and competitors like Facebook and Gmail eroding our Web mail business). 

• There are structural and market dynamic challenges with the way our PC business translates to 
mobile (our hub-spoke Web traffic and referral model does not translate directly to mobile).  

Unfortunately, with the exception of our communications products and a few media offerings, Yahoo!’s 
share of the mobile market is lagging behind our mobile competitors’. Three of our major competitors in 
the mobile market — Apple, Google, and Microsoft — own a Mobile OS platform, providing them a 
competitive advantage to distribute their communications, content, and search products. This limitation for 
Yahoo! compels us to reenergize our relationships with key players in the mobile ecosystem, including 
carriers, manufacturers, and developers.   

While our portal-style approach to organizing and navigating content does not translate directly to mobile, 
we have a clear opportunity to create a mobile ecosystem of apps and services that can rival our major 
competitors. Our biggest challenge in mature markets will be our ability to take bold-enough measures to 
shift our investment away from the PC business and to take a mobile-first view of the needs of our users 
and our product strategy. In emerging markets, we must build experiences specifically targeting new-to-
net users because this is where we can drive toward our goal of 1 billion users. 

 
The plan for making Yahoo! mobile-first involves core initiatives as our top priorities. These include: 
 

• MMC (aka “Conversations”). MMC seamlessly enables continuous conversations between two 
or more participants across multiple devices and modes: email, SMS, and IM. It lets you use the 
communications mode of your choice and also keeps you connected to the same conversation 
even when you switch between modes. MMC will create “conversation objects” that can be 
embedded anywhere in our products, either Web or mobile. MMC also supports the inclusion of 
rich media to power conversations about content to drive engagement within our network. In 
essence, it is the next generation of Mail, SMS, and Messenger in one seamless experience. 

• Livestand. Initially delivered on the iPad, Livestand is your personal magazine reading 
experience for tablets, bringing you visually stunning, deeply immersive, and interactive content 
that caters to your interests and passions. Today, it is a tablet app for reading magazine content. 
Tomorrow, it will include a set of widgets that can be used by any publisher to greatly enhance 
that content. In the future, it will also be a platform for representing content on any device. 
Livestand will deliver advertisers a unique rich media experience unlike any other offering on the 
market. 

• The formulation of an apps strategy that prescribes which content and services we build into 
apps, which new apps we create, and how we go to market with them. We will significantly grow 
our market share in iOS, Android, and, eventually, Windows7-based smartphones. We will create 
an ecosystem of interconnected apps that leverages our personalization capabilities to create 
live links between apps and make relevant recommendations of other Yahoo! apps based on our 
users’ interests. We will publish and rigorously follow a set of app standards and related toolkits 
that ensure the availability of core features in all of our apps (e.g., search, ads, social features, 
“more apps”). 

• TV Companion Experiences. Watching television is the world’s most popular leisure activity, 
and increasingly people are connecting to the Internet via multiple devices to supplement their 
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viewing experience. Viewers connect for a variety of reasons, likely depending on the television 
program. For example, a viewer may look up fantasy sports stats, read the latest gossip on TV 
stars, learn more about newsworthy topic or check in with their social circles. Our acquisition of 
IntoNow and its patented Soundprint technology provides us a unique advantage to own the TV 
companion digital experience. 

• Create innovative advertising programs that leverage our market presence across four key 
screens: PC, tablet, mobile, and TV. 

 
 

Local 
While Local is called out as a separate horizontal initiative at Yahoo!, it’s also useful to understand 
location as one of a number of personalization signals that are available to Yahoo! and its digital media 
ecosystem. With the mission of creating deeply personal digital media experiences, Yahoo! needs to 
understand and act on user location in a wide variety of use cases. What increasingly matters to 
consumers is how Web services and applications use their location to help them discover things around 
them, to find and connect with family and friends, and to share opinions, images, and ideas. Location data 
help users create meaning in their online lives. 

Consumers still turn to many offline sources for local information — print, TV, radio, community bulletin 
boards, outdoor advertising and promotion, circulars, coupons, word-of-mouth — but these models are 
under tremendous economic pressure. What’s more, traditional classified advertising in the U.S. was long 
ago ceded to free and paid players, print circulation is in a secular decline, local TV is cutting editorial 
budgets, and local radio will also start to collapse as more IP-enabled audio devices are used. 

In the online world, local content is highly fragmented with several players providing compelling products 
but no one player providing a complete offering. Yelp is great for user-generated reviews but is not in all 
U.S. cities and is not yet a significant global player. Foursquare has a fantastic database of places with 
some good UCG layer but lacks the reputational and reviewer depth of Yelp. Groupon and LivingSocial 
have fantastic discounting platforms but lack encyclopedic place data. The old Yellow Pages businesses 
have very comprehensive traditional business data and are trying to build up their deals businesses via 
their sales forces. Google and Facebook have places businesses and are in deals, too.  

Local advertising faces challenging headwinds in the U.S., too. As traditional distribution models break 
down, it’s harder for national brands to reach mass consumers consolidated at the metro level (which 
used to be an easy print buy). Now advertisers have to buy across a variety of brands and platforms. 
Merchants struggle to understand which spend is effective in bringing in foot traffic and, in particular, new 
customers who will become loyal. Many different daily deals players are knocking at their door asking for 
offers.  

Local advertising is one of the most significant advertising segments around the globe, with substantial 
spend moving from offline to online. As with advertising, there is significant growth in ecommerce, as 
evidenced by the breakneck growth of Groupon, LivingSocial, and others around the globe.  

With appropriate focus and investment, Yahoo! can position itself to win in local, but to date we have 
been nibbling around the edges with a fragmented approach.  

We will focus on the following areas to accelerate the delivery of a local experience: 
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• Yahoo! has built a platform service that is able to detect, store, and manage user location data 
(LocDrop), but this has not yet been integrated into a product. The new, integrated 
local.yahoo.com will become the first customer of this location service.  

• We will continue to invest in place data and quality — not only data from companies like ATTi 
but also user-generated place data. Acquisitions like Koprol give us the know-how, but we must 
start to build these services across the Yahoo! experience and on a global basis. 

• The publishing platform must be readied to manage location-based content. The “Tartine” local 
experiment (News, Events, Deals) was created on an internal but proprietary platform and the 
learning from this investment needs to migrate to the main stack (CA, YPP, PD2, etc.).  

• Advertising platforms already have some location capability, and the local horizontal team 
will work closely with the advertising teams to align roadmaps around relevant user and 
advertiser use cases. 

• All content in the publishing platform needs to be geotagged. For some content types (e.g., 
Deals), this is relatively easy because deals often have physical addresses. However, for other 
content types (e.g., News), a story location may not be contained in the metadata and instead 
must be semantically extracted.  

• We will require new approaches and investment in premium local content. The Local Horizontal 
team will work across the disciplines to pull this together into a story that makes sense and drives 
more clearly towards the overall mission. We need a single platform, the right content 
relationships, a holistic approach. 

• Local has social and personal experiences at its core. In addition to a consumer’s location, 
we will add the dimension of time. When a consumer was in a particular location is an important 
signal when intertwined with the social graph. Friends (who), locations (where), content (what), 
time (when) = meaning. 

• Through our partnership with Nokia (and other providers, as needed), we will offer a credible 
alternative to Google Maps as a presentation layer.  

4. Power real social relationships with features that enable 
1:few conversations around content 

Social 
Social is the new way of being connected. However, you don’t build a “social for the sake of social” 
company — you build a company that builds upon social ideals to achieve its goals. Our goal is to 
understand the “real relationships” and “1:few” needs of our consumers to help build an interest graph 
that fuels personalized content and advertising experiences.  

One of the ideals driving this change is the reemergence of identity. In the pre-social world, many users 
tended to mask their identity; now the most successful sites are those that have convinced users to be 
themselves by giving clear calls to actions with promises of a payoff for authentication. These content 
providers can use their own authentication credentials, but many are now leveraging third parties such as 
Facebook and Twitter. Regardless of the authentication mechanism, the establishment and enhancement 
of identity allows services to capture data, which facilitates more personalized and engaging experiences 
for users and improves ad-targeting capabilities.   
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Social properties — such as Twitter, LinkedIn, Facebook, Quora, Foursquare, Beluga, and others — are 
all 100% authenticated. They leverage and build on top of real identities, have clear calls to action with 
purposeful engagement drivers that facilitate communication, enhance identity, add data, and often times 
empower users to create and/or curate content. In addition, as users bring the intricacies of their true 
offline relationships into today’s these types of social networking sites, they are frustrated by the inability 
to have controlled private personal interactions, creating a growing opportunity for us to support these 
“1:few” user needs. 

From the perspective of advertising, innovations in ad-targeting capabilities are driven by the deep 
personalization and identity principles at the core of social. In addition, sites like Facebook and Twitter 
enable brands to have an ongoing connection to their users which disrupts the display advertising market.  

Yahoo! will not strive to be a destination social network but rather a much richer content, search, and 
communication experience that deeply embraces the “social Web.” Social at Yahoo! will help people 
discover and connect to the content they love and to others who love that same content. By 
understanding social relationships and our users’ interest graphs, we will provide the most compelling 
experiences around deeply personalized content and offer unique ways to engage with that content. We 
will also use the power of our social graphs to innovate advertising experiences.  

Social is becoming the leading source of traffic referrals for publishers. Publishers are rapidly investing in 
experiences that are tuned for consumer-based sharing and publisher-based distribution on social 
platforms such as Facebook and Twitter. As Yahoo! invests more in original content, voice, and 
publishing tools, it is critical that we are an industry leader in technology and intelligence around 
optimizing for social content distribution. This leadership requires more than simply sending stories to fan 
pages on Facebook. It requires the building of systems that can ingest content from third parties and 
users and serve as a value-add layer for distribution of content both on Yahoo! O&O as well as off-
network to social streams, such as Twitter, Facebook, Google+, and others. 

We will continue on the path to a 100% authenticated state with a true identity for each of our users 
around the world. In support of that goal, Yahoo! must shift the core consumer experience to supporting 
authentication with the individual’s preferred credential service.  

It is critical that we develop a system that allows for development of reputation for users around topics 
and areas of interest. This reputation will influence the user and publisher distribution of content, which 
will create a valuable layer of user-generated content that addresses the shallowness of content around 
niche topics of interest.  

In advertising, Yahoo! must offer unique interactive and social ad experiences that brands seek to 
leverage via the targeting ability offered by social scenarios. As we capture the various lenses on the 
consumer and facilitate communication among new connections, we will develop new forms of content 
and advertiser distribution models.  

We will focus across the following areas: 

• Our Platforms must enable experiences in a consistent manner across all devices to learn who 
the user is, what they care about, what their friends care about, where they are, and what people 
who are like them care about. We will also pull data from users who authenticate with other Web 
services and bring information to the Yahoo! network. Understanding where the user is located 
will be a valuable lens through which we can highlight content, create new connections, and 
leverage device ubiquity. After we have captured these sets of data, we can tie the MEANING of 
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ongoing engagement to the Yahoo! network through the development of a new Yahoo! graph 
(1:few).  

• Data Structure and the effort around objectifying all content on the Yahoo! network is a top 
priority. Equally important is the need to structure the data about users in a similar fashion. 
Properties must have simple ways through clear calls to action to capture content and user data, 
ingest those inputs to a central data grid, and build the interest graph.  

• Investment in our Identity efforts is table stakes to our Social imperative and our goal of 100% 
user authentication. In the social context, the value of true identity is quite powerful. It reduces 
spam, encourages more sharing, and leads to more higher quality conversations. We must 
measure the value and cost analysis of moving to real identity with enhanced reputation based on 
context and use cases of supporting pseudo-anonymity (e.g., Answers).  

• Lastly, transformative design and user experiences are essential to make the social 
experience come alive on Yahoo!. For a large base of our current users, this approach may 
cause a potential disruption in their current expectations of Yahoo!. We must be conscious of this 
and not offend the base but rather unlock their passions in ways that benefit their experiences 
and therefore raises their expectations of Yahoo!. 

5. Build a digital media ecosystem that creates a premium 
marketplace for advertising and content and distributes Yahoo! 
experiences across the Web 

Digital Media Ecosystem 
Top advertisers are finding it more difficult to maintain or improve the efficacy of their advertising because 
their target audiences are spreading their attention across different TV channels, Web sites, devices, etc. 
Reaching the right audience at scale and frequency to drive consumer action is Job #1 for 
advertisers and becoming increasingly difficult. At the same time, top publishers, like Yahoo!, are 
experiencing reduced yield as their inventory and audience is commoditized by third parties including ad 
networks, demand side platforms (DSPs), agency trading desks, and third party optimizers. Audience 
and monetization are Job #1 for publishers, and becoming increasingly difficult and costly. 

Yahoo! has an opportunity to help premium advertisers and publishers join together and establish a 
premium ecosystem in which they share content, audience, advertising, and other key capabilities at a 
level of scale that they cannot achieve on their own. Yahoo! will provide content and monetization 
capabilities that allow premium advertisers and publishers to easily connect together, without dependence 
on third party DSPs and other intermediaries, and to increase the overall quality of their content, 
advertising and yield through a differentiated level of science, art, and scale. Unlike Google’s advertising 
technology stack, which best serves undifferentiated remnant inventory and lower quality publishers, 
Yahoo! and our premium ecosystem partners will best serve the highest quality content, audience, and 
advertising, enabling it to be differentiated and increasingly relevant to consumers. 
Yahoo faces threats on the ecosystem from multiple sources:   

• Google as the Rival Dominant Ecosystem: The most cohesive and immediate threat is Google 
and its impressive set of advertising and publishing capabilities. The core of Google’s strategy is 
to simplify the advertising buying experience, aggregate massive supply across all publishers, 
and allow its real-time bidding and marketplace to find the best monetizing ad for any impression. 
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This strategy works especially well for undifferentiated and remnant inventory that doesn’t require 
the more sophisticated science, art, and scale sought out by the most premium brand advertisers 
and highest quality publishers, such as Yahoo!. Over the last few years, Google has been 
steadily integrating its mostly acquired offerings into an end-to-end suite of products.  

• Ad Networks and Demand Side Aggregators. Ad networks and DSPs, such as AppNexus, 
Turn, and Invite Media (acquired by Google), now enable advertisers to gain the highest reach 
and frequency of a specific, targeted audience in a single buy. These intermediaries accomplish 
this by aggregating audience and data across many publisher sites thus commoditizing inventory 
and simplifying the buying process. Data is layered on from 3rd parties (such as BlueKai or 
eXelate) to help the advertiser identify and reach a specific targeted audience. Significant scale 
and a real-time auction based marketplace give advertisers and publishers the best possible 
price. These intermediaries account for 2.5% of all current online display ad sales, that is 
projected to grow to 25% by 20141 . Yahoo! must provide a better alternative to premium 
publishers before their supply is locked up with the aggregators and exchanges. 

• Other Media/Advertising Competitors: Yahoo! also faces constant pressure from other 
advertising competitors who are making significant inroads on several fronts. AOL recently 
acquired HuffingtonPost primarily to bolster its Display supply and content. Microsoft has invested 
$50M in AppNexus which runs an exchange and real-time bidding to sell Microsoft unsold 
inventory. At the forefront of these standalone competitors is Facebook that is now the largest 
seller of Display Ads with projected online US advertising revenue for 2011 to be $2.2Billion2 

 

To deliver on the opportunity for the Premium Ecosystem, Yahoo! will deliver key capabilities that enable 
premium advertisers and publishers to share content, advertising, insights, and monetization: 

• Premium Advertising Marketplace. Yahoo! will enable premium advertisers and publishers to 
work together to increase the reach, frequency, and yield of premium display advertising by 
providing a unified marketplace and simplified buying capabilities for guaranteed and non-
guaranteed advertising. This marketplace will enable buying and selling inventory at scale by 
audience segments as opposed to position and size thus providing increased reach to relevant 
targets for Advertisers and higher monetization to Publishers. We will continue investments in our 
large regional ad networks and the ad exchange. We will make cross-network buys feel more like 
a single, integrated campaign following a target audience.  

• Premium Audience Insights. Yahoo will provide a platform to extend and enhance 3rd party & 
1st party data and user insights to target desired audiences. We will deliver “thought leadership” 
through analytics and insights, working closing with insights teams across Yahoo!. We’ll facilitate 
the process (standards/APIs/legal) of publishers providing their audience data into the network for 
their own targeting/insights use as well as for potentially selling to others. This platform is 
designed to allow participants to share data about audiences, users and social relationships.  

• Premium Content Exchange and Publishing Platform.  Yahoo! will enable premium publishers 
to improve consumer engagement and yield by providing a Content Exchange and Publishing 
Platform that allows them to share their high quality content and audience across the ecosystem 
and enables content suppliers to gain distribution and revenue across the premium ecosystem. 
The premium ecosystem will focus on the highest quality publishers (household names and 
enthusiast publishers) that drive the scale and brand safety that advertisers will pay a premium to 
reach. 

• Professional Services.  Yahoo currently has substantial assets in the technology stack for 
pursuing the Premium Ecosystem strategy. One key gap is the presence of an enterprise support 
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organization that provides support to Advertisers and Publishers with on-boarding, integration, 
training, and consulting for the ecosystem.   
 

Our ability to deliver on the Digital Media Ecosystem strategy has serious implications on revenue and 
long term growth for Yahoo!. Without the ecosystem, Google, Facebook and niche demand and supply 
side platform players will continue eroding Yahoo!’s share of the lucrative Display market, estimated to 
grow at ~20% YOY and expected to reach $200 Billion in the next few years.  Google is assembling all of 
the components of the advertising ecosystem and taking them to market aggressively. To defend and 
grow our share of the premium advertising market, Yahoo! must continue investing to reach parity 
where necessary and achieve sustainable differentiation against Google with our premium 
marketplace and technology stack. 

V. Next Steps 

Delivering on our company mission will not be easy. It requires us to fundamentally change the way we 
work and maybe even the way we think. We will collaborate across product teams, and we will partner 
closely with our colleagues in the Regions, SE&O, Marketing, and across Yahoo!, as we execute a 
collaborative, iterative, and transparent process for all stakeholders. We will make decisions based on 
what’s best for Yahoo!, not necessarily just one’s own team. We will focus on why we can do it, not why 
we can’t. We will focus on what matters most for our consumers, advertisers, publishers, and developers. 

We will deliver final roadmaps, KPI handshakes, and Revenue Models in November and use an iterative 
process of v0, v1, and Final versions of each to close a plan aligned to final corporate strategy and goals. 
The chart below displays the planned cadence to deliver our 2012 Operating Plan. 
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Bringing personal meaning to the Web may be one of the biggest challenges Yahoo! has even taken, but 
it’s not unrealistic. We have the talent, technical depth, massive scale, compelling products, and deep 
technology required to deliver personal meaning on the Web. 

We’ve got the vision and the unique assets we need to lift this company. 

Now it’s time to organize and deliver! 
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