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1.Executive Summary

Overview

Spotify is a global audio streaming leader in a mature, fast-evolving market
where competitive advantage is increasingly determined by how consistently a
platform supports everyday routines, identity expression, and social connection —
not simply just content access. This marketing plan evaluates Spotify’s position in
that environment and outlines a segment-driven approach to strengthen long-term
relevance, deepen engagement, and increase usage within high-value listening
contexts. The plan prioritizes interventions that increase routine-embedded
connection, user-authored control, and continuity.

The situation analysis indicates that streaming loyalty is continuously re-
evaluated through daily experiences (discovery quality, interruptions, ease of use,
and social payoff). Social diffusion and culturally normalized sharing behaviors
keep Spotify salient within reference groups and within most listeners’ evoked sets.
However, the ever-increasing expectations surrounding controlled personalization,
seamless transition between routines, and rising multimedia norms introduce
unprecedented competitive pressure. These forces shift the basis of differentiation
toward outcomes such as belonging, autonomy, and reliability.

Within Spotify’s freemium architecture, premium value is most compelling
when experienced as protection of routine listening — minimizing interruptions,
preserving continuity across contexts, and increasing perceived control rather than
as an abstract feature upgrade.

The relevant marketplace includes consumers who stream music, podcasts,
and audiobooks through connected devices (primarily mobile). Segmentation is
defined across life stage and household structure, listening context, content format
orientation, identity-based subcultures, and listener-intensity states
(super/moderate/light/previously active; programmed vs active search).
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Executive Summary

Strategic focus is placed on three specific segments that combine high
frequency and strong leverage points already present in Spotify’s product and
plan architecture:

1. College-aged listeners,
2. Exercise listeners, and
3. Live events listeners, with emphasis on small-venue and indie-oriented concertgoers

Key problems include inconsistent activation of social connection in everyday use
and rising tension around perceived control and authenticity in personalization. These
challenges are amplified by heightened sensitivity to perceived obstacles in routine-heavy
contexts. Additional pressures include expanding multimedia expectations, reputational
risk concentrated in identity-based subcultures, increased price sensitivity when Spotify is
perceived as discretionary, and attention fragmentation that weakens deep discovery.
Corresponding opportunities center on embedding social connection into routine
listening, reframing personalization as user-authored rather than imposed, strengthening
continuity as autonomy and peace of mind, selectively supporting multimedia without
diluting audio leadership, protecting catalog completeness for community stability, and
increasing perceived indispensability to reduce user disengagement. In particular, the
plan emphasizes opportunities that (a) translate digital listening into real-world social
experiences (e.g., live events), (b) position personalization as an emotional and identity-
relevant advantage rather than a purely functional one, and (c) reframe continuity (offline
and cross-device access) as freedom and autonomy as the levers that most directly
influence retention, premium justification, and psychological switching costs within the
target segments.

Marketing objectives translate these priorities into measurable outcomes over 12
months, including — a 20% increase in monthly active use of social features among
college-aged listeners; a 10% year-over-year increase in premium retention among
exercise listeners; a 25% increase in Live Events interactions among live events listeners
(small-venue emphasis); a 15% increase in engagement with personalization tools across
prioritized segments; and a 10% increase in average listening days per month across
target segments.

The strategy positions Spotify as “music for real life,” emphasizing experiential
coherence and social translation rather than feature-by-feature parity. Tactics
operationalize this positioning across product, promotion, price, and place for the
prioritized target segments, while maintaining coherence with the broader segmented
marketplace. Across the 4Ps, the plan concentrates on reducing barriers to engagement in
repeated contexts (workouts/commutes), increasing routine-level social payoff (sharing —
coordination — attendance), and preserving user-authored control in personalization to
strengthen psychological switching costs. The plan’s intent is to make Spotify’s highest-
value outcomes — connection, control, and continuity — more consistently experienced in
the everyday contexts that drive repeat use and willingness to pay.
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Executive Summary

FIGURE 1. SPOTIFY HIERARCHICAL VALUE MAP
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2.Introduction

This marketing plan examines Spotify, a global audio streaming platform offering
music, podcasts, and audiobooks through subscription-based and ad-supported models.
As an established brand navigating a shifting consumer and competitive landscape, the
plan looks to evaluate Spotify’s current position by applying consumer psychology and
marketing strategy frameworks, defining and prioritizing key segments, identifying
marketplace problems and opportunities, and proposing an integrated strategy to
support long-term relevance and growth. To do this, it is imperative to incorporate
stronger differentiation, deeper engagement, and sustained integration into high-
frequency daily routines. The plan’s central premise is that future performance depends
less on content access and more on consistently delivering connection, control, and
continuity in the listening contexts that drive repeat use and willingness to pay.




3. Situation Analysis

Audio streaming platforms, such as Spotify, operate in an environment where
consumption is continuous, mobile, and tightly interwoven with everyday life. The
marketplace context is shaped not only by access to content but by the
psychological functions audio streaming serves: regulating mood, structuring time,
supporting productivity, expressing identity, and facilitating social connection. As a
digital service, Spotify’s most relevant external conditions are social, cultural,
technological, and psychological rather than physical retail dynamics. The
implications for Spotify may indicate that when usage is routine-based and
emotionally functional, small inconveniences (such as ads, disruption, low
relevance) compound quickly into dissatisfaction, while small wins (relevance, ease,
social payoff) translate to habit strength and retention.

3.1 External Environment

Spotify’s external environment is shaped by interactions among consumers, competing
platforms, creators and artists, and adjacent digital platforms that influence discovery,
attention, and participation norms

3.1.1 Social influence and network diffusion.

Music streaming platforms such as Spotify are frequently encountered through
interpersonal interactions rather than traditional brand-controlled communications. Links,
playlists, and recommendations travel through friendship networks and households,
shaping awareness through word-of-mouth and observation, and social learning. On
Spotify, social features (such as collaborative playlists, shared listening behaviors, visible
activity, and messaging) position the platform as a social infrastructure for music sharing
and engagement. In this environment, using the platform becomes the norm within social
groups, while not using it can lead one to feel left out of shared cultural moments and
listening experiences. Social identity processes support this diffusion. Adoption and
continued use are more likely when Spotify is perceived as “where the group is,” and when
platform behaviors signal group membership and shared taste. Sharing listening content
builds social value by signaling identity and taste, leading to social validation and
continued sharing. Social validation essentially functions as reinforcement that increases
repeat behavior (sharing and returning), strengthening psychological affiliation. Ultimately,
peer sharing reduces the need for paid marketing, but only when social features work
smoothly; when sharing feels hidden or inconsistent, its impact drops.

3.1.2 Cultural embedding and ritualization.

Spotify is embedded within a cultural context in which music serves as self-
expression, nostalgia, collective experience, and meaning-making. The platform’s design
turns listening history into structured narratives (e.g., end-of-year identity summaries),
reinforcing participation as culturally expected behavior. Over time, these rituals shift
certain Spotify moments from “product features” into “cultural events,” amplifying peer-
driven participation and reinforcing brand salience. Cultural moments drive short bursts of
attention, but the real value comes when they lead to ongoing, everyday engagement—not
just occasional or seasonal use.

3.1.3 Consumer decision-making patterns and continuous evaluation.

Streaming decisions often involve low barriers to trial and switching, making the
decision process more dynamic than durable goods purchasing. Initial adoption may follow
a generic decision pattern (problem recognition — assessment of alternatives — purchase
— post-use evaluation), but in subscription services, the post-use evaluation loop is
continuous and frequent, as daily use entails continual exposure to touchpoints that serve
as evaluative triggers.
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Situation Analysis (cont.)

Daily experiences (discovery quality, interruptions, interface ease, and social feedback)
shape satisfaction and loyalty in meaningful increments. Retention has to be earned again
and again — each daily use case (commuting, studying, working out, sleeping) is a moment
that can strengthen or weaken loyalty. Problem recognition in streaming is typically
triggered by disruptions to routine value: ad interruptions during workouts or commutes,
declining perceived relevance of recommendations, loss of social payoff, or frustration with
cross-device continuity. Once people are dissatisfied, they usually look for alternatives
quickly and through social sources. Internal search relies on prior beliefs about major
platforms (e.g., ‘Apple integrates best,” ‘YouTube has video and comments’), while external
search is driven by peer recommendations, social media discourse, app store reviews, and
trial offers such as student pricing. Because it's easy to switch, people usually make quick,
low-effort choices — unless something strongly disrupts their identity or routines.

In this environment, consumers commonly rely on heuristics rather than systematic
comparison. Familiarity, perceived popularity (‘everyone uses it”), and social
recommendations reduce cognitive effort and simplify overload. Heuristics dominate when
emotional and identity benefits outweigh functional comparisons. This indicates that once
Spotify becomes the default choice, competitors must overcome inertia; however, defaults
can erode quickly if trust, relevance, or control is disrupted.

3.1.4 Learning, conditioning, and reinforcement.

Spotify’s recurring cues and routines can condition behavior and affect. Predictable
cycles (e.g., weekly refreshed discovery playlists) can build anticipation and habitual
engagement through classical conditioning. Operant reinforcement is especially evident in
sharing behaviors: social validation (likes, replies, recognition) following playlist sharing or
listening summaries increases the likelihood of repeating those behaviors. Over time, these
mechanisms embed Spotify into routines for commuting, studying, exercising, sleeping, and
socializing. Thus, the most defensible growth lever is not novelty, but habit formation—
especially in segments that repeat contexts daily (students, exercisers, commuters).

3.1.5 Technology expectations and competitive pressure.

Algorithmic curation, personalization, and cross-device continuity increasingly function
as a consumer’s baseline expectations. As Al-driven personalization becomes more visible
and branded across platforms, consumer expectations extend beyond relevance toward
perceived authorship and control. While algorithm accuracy is the bare minimum, highly
visible Al playlists can create tension when users feel their creative control or identity is
being replaced. This tension is particularly salient among identity-driven listeners and
routine-based users, who value personalization as an extension of self rather than as purely
functional optimization. As a result, personalization now functions more as a trust and
emotional factor than as a neutral technical feature.
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Situation Analysis (cont.)

When personalization feels opaque or imposed, users may experience reduced agency or
skepticism, particularly in identity-relevant or routine-heavy listening contexts. This dynamic
reframes personalization from a purely technological advantage into a psychological and
trust-based one. As competing platforms diffuse similar technologies, differentiation becomes
more difficult and consumers recalibrate what constitutes “good enough.” Competition now
extends beyond direct rivals to platforms that shape how people discover content and spend
attention, raising expectations for relevance, control, and seamless use. Competing platforms
such as YouTube Music, Apple Music, and Amazon Music increasingly function as expectation-
setters rather than direct substitutes, shaping baseline assumptions around discovery,
multimedia integration, and platform convenience. As these expectations spread, users judge
platforms against category norms— not individual competitors — making them more price-
sensitive and less tolerant of barriers. Feature parity increases price sensitivity and switching,
and differentiation must be framed as outcomes (control, belonging, continuity) rather than
tools (playlists, Al, videos) alone.

3.1.6 Reputational and catalog stability risks.

Platform credibility and catalog stability represent an increasingly salient micro-
environmental risk, particularly for identity-based subcultures and high-involvement fandoms.
Artist withdrawals driven by ethical, political, or compensation disputes disproportionately
impact listeners whose engagement is concentrated around specific communities or scenes. In
these cases, dissatisfaction can grow quickly socially, accelerating user disengagement
through peer networks and reducing perceived cultural completeness. Because Spotify
functions as both a listening platform and a cultural infrastructure, reputational disruption
extends beyond content loss to trust erosion within communities that rely on the platform for
identity expression and social participation.

Platform credibility and catalog stability are becoming meaningful business risks, especially
for identity-driven listener communities and high-engagement fandoms.

When artists leave due to ethical, political, or compensation disputes, the impact is not
evenly distributed. It is felt most strongly by users whose listening is centered around specific
scenes or communities, where artist loss can quickly trigger dissatisfaction and social spread
through peer networks.

Recent events highlight how reputational issues can translate into user risk. Political and
ethical controversies, such as artist boycotts tied to the Gaza-Israel conflict, concerns over
Spotify leadership’s involvement in Al-assisted defense technologies, and organized
opposition like “Seattle Artists Against Spotify,” have contributed to visible artist departures.
Earlier incidents, including the 2022 exits of Neil Young and Joni Mitchell over misinformation
concerns, show how trust issues can escalate into public, values-based boycotts. Ongoing
criticism of artist compensation, amplified by high-profile figures such as Taylor Swift, further
reinforces perceptions of misalignment between Spotify and content creators.?

These risks are magnified when well-known, community-defining artists leave. The
withdrawal of acts like King Gizzard & the Lizard Wizard and The Murlocs has reduced catalog
value for specific fan bases and prompted coordinated movement to alternative platforms,
such as YouTube Music, where fans can maintain shared listening habits and cultural
identity.! Because Spotify operates not just as a streaming service but as a cultural platform,
reputational damage extends beyond content loss. It weakens trust within listengr
communities, disrupts shared cultural participation, and increases the likelihood of collective
turnover — posing a longer-term risk to loyalty, engagement, and perceived platform
relevance.

1 https://www.npr.org/2025/09/09/nx-s1-5522297/musicians-leaving-spotify-protest-hotline-tnt-king-gizzard-and-the-lizard-wizard
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Situation Analysis (cont.)

3.1.7 Market overview and competitive set.

The audio streaming market is a well-established, subscription-driven category
characterized by low switching costs, and frequent evaluation and re-evaluation of value
through daily use rather than discrete, explicit purchase moments. The category includes
music streaming, podcasts, and audiobooks, with mobile devices functioning as the primary
access point across most listening contexts. The global music streaming market has grown
rapidly over the past decade, fundamentally reshaping music consumption. Streaming
overtook physical sales and digital downloads by 2017 and now generates more than twice
the revenue of all other recorded music segments combined. Concerning music streaming
alone, subscribers to music streaming services surpassed 710 million in 2023, effectively
doubling subscriber count in less than five years.? Consumption is global in scope and
skewed toward younger demographics, particularly Gen Z and Millennials, though
significant engagement exists across older age groups as well.

FIGURE 2. GLOBAL MUSIC SUBSCRIPTIONS IN 2023

Global music subscriptions found new momentum in 2023

Global music streaming subscription market, Q3 2023 (subscribers in millions and
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Competition within this marketplace centers on a relatively narrow evoked set for most
consumers. Major platforms commonly considered include Spotify, Apple Music, YouTube
Music, and Amazon Music, with adjacent platforms influencing discovery and behavior
despite not offering full audio-streaming substitutes. These adjacent platforms include
short-form and video-first platforms (e.g., TikTok and YouTube) that shape discovery habits,
as well as event-discovery platforms (e.g., Bandsintown and ticketing services) that
influence live music participation.

In 2023, Spotify held over 30% of the music streaming subscriber market share. This
has only grown. As of Q3 2025, Spotify holds the largest market share of music streaming
users with 281 million paid subscribers and 713 million total monthly active users.?
However, YouTube boasts close to 3 billion monthly users (>2.7 billion), far surpassing
Spotify’s total user count.* This serves as a direct threat to Spotify’s market share, but
current trends indicate continued growth regardless, though.

2 https://www.midiaresearch.com/blog/music-subscriber-market-shares-2023-new-momentum
3 https://www.statista.com/statistics/367739/spotify-global-mau/?srsltid=AfmBOoqypixn9j1N-YCqZsm9VIwG_NE4trO_onyr-NQEIVWGQ7XEL_Lt
“ https;//www.globalmediainsight.com/blog/youtube-users-statistics/
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Situation Analysis (cont.)

FIGURE 3. NUMBER OF SPOTIFY MONTHLY ACTIVE USERS (MAUS) WORLDWIDE FROM 1ST
QUARTER 2015 TO 3RD QUARTER 2025
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Engagement intensity within the category varies substantially. Listener states range
from super and moderate listeners with strong habitual use, to light and previously active
listeners whose engagement is more episodic and more susceptible to disengagement.
Programmed listeners (algorithm-led) and active-search listeners (intentional selection)
represent cross-cutting behavioral modes that influence expectations around control,
effort, and personalization. As a result, competitive dynamics are less about absolute
content access and more about how effectively platforms support repeated listening
contexts, emotional needs, and social participation over time.

3.1.8 Key competitor lanes and expectation setting.

Competing platforms in the audio streaming category increasingly function as
expectation-setters, shaping consumer beliefs about what constitutes baseline
performance rather than competing solely through direct substitution.

YouTube Music, though much less known than its parent platform YouTube, through
association with its parent establishes expectations around video-first discovery, creator
proximity, and parasocial engagement. Its integration with the broader YouTube
ecosystem normalizes visual components, comment-driven participation, and screen-
based discovery, particularly among younger users. This platform seems to be the primary
destination when consumers leave Spotify.
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Situation Analysis (cont.)

Apple Music reinforces expectations tied to device ecosystem integration, library
ownership orientation, and editorial credibility. Its positioning emphasizes polish, curation,
and seamless integration across Apple hardware, shaping beliefs around reliability and
premium alignment. Amazon Music, too, competes primarily through convenience,
leveraging voice assistants, bundled subscriptions, and household integration. Though less
popular, like Apple, Amazon Music’s presence reinforces expectations around
unproblematic access within broader daily routines rather than discovery leadership.

Meanwhile, event-discovery platforms such as Bandsintown and major ticketing
services influence expectations around live music participation by centralizing local event
information and coordination, particularly for concertgoers. While these platforms do not
provide streaming services, they shape consumer expectations around artist-to-event
linkage and local relevance.

Competitive expectations are shaped not only by Spotify’s scale but by the presence
of other major platforms. Apple Music, Amazon Music, and YouTube Music collectively
represent a substantial portion of the global subscriber base, reinforcing consumer
assumptions that core features such as personalization, offline access, and cross-device
continuity are baseline rather than differentiating benefits. As these platforms continue to
expand, consumers increasingly evaluate performance relative to category norms rather
than individual competitors, lowering tolerance for resistance and increasing price
sensitivity across the market. Evaluations are relative to broader expectations around
multimedia integration, discovery pathways, platform convenience, and real-world
extensions such as live events. As a result, perceived shortcomings are evaluated against
category norms rather than any single competitor, intensifying sensitivity to obstacles and
weakening differentiation based solely on feature availability.

3.1.9 Consumer/media trends shaping the category.

e Streaming now dominates audio consumption, surpassing physical music profits years
ago

e (Category shows signs of maturation, in that growth has slowed in recent years =
increased competition for retention of consumers — value shifts toward
indispensability within routine and outcomes such as levels of personalization,
accessibility, emotional salience. . ..

e Audio consumption — greatly increased accessibility vs. past physical and/or digital
audio forms (past: characterized by constraints regarding immediate & widespread
access to any audio content on demand) — increased expectation of seamless
integration into everyday routine — interruptions & usability issues more likely to
trigger dissatisfaction

» Al = increased personalization features; loss of ‘authenticity’ — personalization most
values when collaborative & identity-reflective; especially true for younger, high-
frequency, identity-driven users — personalization = psychological trust signal re:
control, authorship, identity expression

e Growth of social & collaborative media norms — audio consumption platforms —
social ecosystem: sharing content, co-creation, sociocultural events; platforms that
emphasize/facilitate social participation = increased salience & retention IF social
pathways = intuitive AND accessible

e Short-form discovery & attention implications — social media / content landscape
prioritizes immediacy
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Situation Analysis (cont.)

3.2 Internal Environment

Spotify’s internal environment matters primarily as it is experienced by users: a
freemium architecture with ad-supported and paid tiers, plan bundles (student, duo,
family), and features that influence the differing levels of free use versus premium
value. Because consumers evaluate Spotify through repeated use, internal choices
around feature access, interface emphasis, and resistance points shape perceived
value and retention over time.

Although global music streaming revenue continues to grow, recent growth
rates have slowed relative to earlier expansion phases, reinforcing signals of
category maturity. In such environments, competitive advantage shifts away from
acquisition-driven growth toward retention, habit strength, and perceived
indispensability within everyday routines. What this implies is that the free-to-
premium path is most effective when premium is experienced as protection of
routines (no interruption, more control) rather than as an abstract upgrade.

3.3 Implication For Plan

Spotify’s environment is defined by convergence: social influence and identity
signaling, cultural ritualization of sharing, ongoing post-use evaluation, and
learning mechanisms that turn features into habits. These conditions create
stability through embedding but also vulnerability when trust, discovery quality, or
perceived control is disrupted. This context frames the segment-specific problems
and opportunities addressed next.

It's important to highlight that in freemium subscription markets, price
sensitivity is often a secondary consideration compared to perceived
indispensability. Consumers are more likely to tolerate higher costs when platforms
are embedded within daily routines and social participation, while platforms
perceived as interchangeable utilities are evaluated more directly on price. This
dynamic amplifies the role of routine protection and social value in retention
outcomes. These conditions help explain why consistency of social payoff,
perceived control in personalization, and protection of routine continuity emerge as
particularly influential factors in consumer retention and willingness to pay within
this category.
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4.Target Market

4.1 Marketplace Description

Spotify’s marketplace includes consumers who stream audio through
connected devices, primarily mobile, across music, podcasts, and
audiobooks. Engagement intensity varies substantially, and Spotify’s own
listener classifications highlight state-based differences in involvement
and habit strength, including: super listeners (very frequent recent
streaming), moderate listeners, light listeners, previously active listeners
(lapsed), programmed listeners (algorithm-led), and active search
listeners (intentional selection). These states reflect different
motivational structures, switching risk, and receptivity to social and
personalization pathways. Programmed and light states require low-effort
pathways that build habit, while super and active-search states reward
depth, control, and identity alignment; previously active states require re-
entry that emphasizes familiarity rather than overwhelm.

Consumer awareness sets in this category are broad, but evoked sets
are typically narrow and habit-based. For most listeners, the evoked set
includes Spotify, Apple Music, YouTube Music, and Amazon Music, with
adjacent alternatives shaping discovery and event intent
(TikTok/YouTube for discovery; Bandsintown and major ticketing
platforms for local shows). Choice criteria differ by segment: college-aged
listeners prioritize price framing (student discount), social participation,
and identity signaling; exercise and commute listeners prioritize smooth
continuity (offline, ad-free, fast-start), and low cognitive load; live events
listeners prioritize artist-to-event linkage, local relevance, and
coordination ease. These criteria are shaped by past experience and
social influence, making control, social value, and reliability more
important to users than catalog size alone.

4.2 Market Segments
Segmentation is organized across four lenses to reflect meaningful
differences in motivation and behavior:

4. 2 1 Life stage and household structure.

¢ (College-aged listeners (student pricing eligibility; high daily use;
strong social diffusion)

e Families/parents (shared household plans; multiple profiles; shared
spaces)

¢ Couples/roommates (duo plans; shared + individualized preferences)

e Gen Z listeners (mobile-first; identity signaling; high social
participation norms)
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Target Market (cont.)

4.2.2 Context-based listening.

e Exercise listeners (routine-based; high-friction sensitivity; momentum
needs)

e Sleep listeners (downregulation; predictability; comfort)

 Driving-only/commute listeners (‘road-dogs”) (continuity; low distraction;
reliability)

e Live events listeners (artist affinity — event intent; coordination with
others)

e Stadium-event audiences

e Small-venue / indie-oriented audiences

4.2.3 Content-format orientation.
e Podcast-primary listeners (genre clusters; creator loyalty; habit schedules)
e Audiobook listeners (long-form immersion; time-based constraints;
different value framing)

4.2.4 Identity-based subcultures.
e Artist fandom communities (e.g., Taylor Swift fans and other high-
involvement fandoms)
e Genre-based communities (scene-based identity; niche discovery;
community norms)

4.2.5 Listener-intensity states (cross-cutting).
e Super, moderate, light, previously active
e Programmed (algorithm-led) vs active search (intentional selection)

4.3 Target Segments
This plan prioritizes three specific segments for focus while keeping in
mind the broader segmented marketplace:

e College-aged listeners: high frequency of use, strong social diffusion, high
identity relevance, and existing student pricing lever.

e Exercise listeners: consistent routine-based use with high sensitivity to
interruptions; strong fit with curated mixes, personalization, and offline
continuity.

e Live events listeners (small-venue / indie-oriented emphasis): natural
bridge between digital discovery and offline action; high involvement and
social interaction potential; meaningful differentiation from competitors
that lack comparable social and live-event integration.

Supporting segments (commuters/road-dogs, sleep listeners, podcast-primary,
audiobook listeners, families/couples, and identity-based subcultures) remain
relevant as secondary audiences to maintain coherence with the full
marketplace segmentation and to protect adjacent growth and retention
pathways.
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5.Problems &
Opportunities

Spotify’s differentiation increasingly depends on psychological and social value rather
than access alone.These challenges are especially pronounced in routine-based use
cases, where interruptions or added effort quickly reduce satisfaction.

5.1 Social Connection Valued But Inconsistently Activated

Connection and belonging are consistently high-value outcomes in the category, and
Spotify holds strong association advantages through collaborative features and shareable
listening artifacts. However, social connection is not consistently activated across
everyday use; it is often episodic (Wrapped season, occasional playlist sharing) and
dependent on external prompts or peer initiation. This inconsistency is most
consequential for college-aged listeners and live events listeners, where music functions
as social currency and coordination tool. This gap is most visible where music has clear
real-world extensions (such as live events) yet discovery, coordination, and access are
often fragmented across platforms, particularly for niche and small-venue artists.

Business problem:

Inconsistent social payoff weakens one of Spotify’s
clearest differentiators and Limits the retention
benefit that comes from belonging-driven
switching costs.

Opportunity:

Normalize social pathways in routine listening so
connection is not confined to special moments,
strengthening an existing advantage rather than
manufacturing a new benefit.

5.2 Personalization Strength With Rising Tension Around Control And Authenticity

Personalization is central to Spotify’s value chain (ease — discovery — stimulation —
wellness; personalization — identity expression; personalization —> autonomy). Increased
visibility of Al-forward tools can introduce discomfort when consumers perceive diminished
authorship (‘Al made this”) or when data awareness becomes too explicit. This tension is
especially relevant for identity-driven listeners (including Gen Z and fandom segments) and
for routine-driven listeners who want low-noise utility (exercise, commuting). This creates a
strategic opening to frame personalization not just as algorithmic accuracy, but as an
emotional signal that the platform ‘understands’ the user across shifting moods, routines,
and identities.

Business problem:

When personalization feels imposed rather than user-initiated,
perceived value declines and switching becomes easier because
“the algorithm” is viewed as interchangeable across platforms.

Opportunity:

Reposition personalization as collaborative and malleable —
reinforcing control/flexibility and preserving the emotional
experience of user autonomy.
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Problems &
Opportunities (cont.)

5.3 Routine Contexts Amplify Friction Intolerance

Exercise, commuting/driving, studying, and household listening are contexts where
interruptions disrupt flow. Even minor resistance can disproportionately reduce satisfaction
because it breaks routines rather than isolated usage moments. Although offline and
continuity features may appear as bare minimum requirements,,” failures in reliability or
cross-device transitions can erode trust quickly in these contexts. In these contexts, reliable
offline access and seamless continuity function less as features and more as symbols of
personal freedom and control, particularly for mobile, on-the-go listeners.

Business problem:

Routine disruption increases user disengagement
and reduces premium justification, because
premium is commonly evaluated based on its
ability to “protect the experience”

Opportunity:

Reframe continuity and accessibility as autonomy,
reliability, and peace of mind, increasing
perceived importance of an attribute where
Spotify can compete strongly.

5.4 Audio Category Redefined By Multimedia Expectations

Video podcasts and visual creator culture influence expectations, particularly among
younger segments. This broadens the competitive set and risks positioning audio-first
platforms as incomplete if visual options are expected. Simultaneously, Spotify’s core
advantage remains dominance in audio-first contexts where visual consumption is
impractical (exercise, commuting, multitasking).

Business problem:

Competing on “video for video’s sake” risks dilution;
the commercial goal is selective expansion that
increases engagement time without weakening audio-
first routine leadership.

Opportunity:

Selectively support multimedia where demanded
while protecting the audio-first “companion”
positioning that anchors routine integration.
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Problems &
Opportunities (cont.)

5.5 Catalog And Reputational Risk Impacts Identity-Based Communities

When artists withdraw content due to ethical, political, or compensation-related
concerns, impact concentrates among high-involvement fandoms and subcultures. These
groups can dropout collectively, and such loss reduces perceived completeness and
cultural relevance. This risk is tightly tied to live events and niche communities where artist
access drives both online behavior and offline participation.

Business problem:

Community-based disengagement can spread quickly
through social networks, creating losses that are
disproportionate to the number of users directly
affected.

Opportunity:

Strengthen platform trust and catalog stability
signals to protect community-based engagement and
reduce socially contagious platform disengagement.

5.6 Price Sensitivity In Freemium Markets Depends On Perceived Indispensability

Price increases and free-tier constraints increase dropout risk among price-sensitive
segments (especially students). In practice, disengagement is shaped less by price alone
than by whether Spotify feels indispensable within routines and social participation. If the
platform feels like a background utility, price becomes salient; if it feels like a core enabler
of belonging, autonomy, and reliability, price sensitivity declines.

Business problem:

The most durable defense against price sensitivity is
raising experiential value in contexts users repeat
daily, increasing the psychological cost of switching.

Opportunity:

Strengthen experiential value along high-importance
ladders (belonging, autonomy, reliability) to raise
psychological switching costs.

5.7 Attention Fragmentation Risks Shallow Discovery

Short-form bias discovery toward what is clip-able and viral, narrowing engagement
and reducing depth (full albums, long-form podcasts, emerging artists). This can erode a
key Spotify value chain: meaningful discovery that feels personally relevant rather than
externally dictated.

Business problem:

Shallow discovery reduces long-term stickiness by weakening novelty and
enrichment, which are central to continued engagement and perceived
differentiation.

Opportunity:

Create discovery inroads that acknowledge short-form entry points but guide
users into deeper engagement that supports retention and personal growth.
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Problems &
Opportunities (cont)

FIGURE 4. SPOTIFY VERSUS YOUTUBE MUSIC GAP ANALYSIS
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6.0bjectives & Goals

Objectives are designed to be measurable and are aligned to prioritize
segments and identify barriers.

e College-aged listeners: Increase monthly active use of social features
(collaborative playlists, sharing tools, friend-facing interactions, live-
event interactions) by 20% within 12 months to strengthen Spotify’s
social/identity relevance in daily student life.

e Exercise listeners: Increase premium retention within this segment by
10% year-over-year by reinforcing uninterrupted, low-friction listening
in workout contexts.

e Live events listeners (small-venue emphasis): Increase interaction with
Live Events tools (event views, saves, click-throughs) by 25% within 12
months to strengthen the digital-to-offline bridge.

e Across target segments: Increase engagement with personalization
tools (discovery interactions, playlist edits, personalized mixes) by 15%
within 12 months to reinforce control/flexibility and reduce skepticism
around algorithmic influence.

e Across target segments: Increase average listening days per month by
10% within 12 months as an indicator of deeper routine integration and
reduced consumer disengagement susceptibility.

These objectives are intentionally behavior-based (use, retention,
interaction, frequency) because the category is continuously re-evaluated
through everyday experiences rather than a single purchase decision.
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7.Marketing Strategy

7.1 Overall Positioning

Spotify is positioned as “music for real life”— an audio platform that
translates listening into lived experience by supporting routines, identity
expression, emotional regulation, and social connection across contexts.
Differentiation is built on experiential coherence: Spotify should feel like the
platform that moves fluidly between private listening and shared culture,
between online discovery and offline participation, and between programmed
convenience and user-authored control. This positioning is operationalized
through three emphases within the marketing strategy: (1) translating online
listening into offline social participation, (2) delivering personalization that
feels emotionally intelligent and user-authored, and (3) ensuring continuity
that supports autonomy across daily transitions; additionally, this positioning
requires that social connection, control, and continuity are easy to access in
the moments listeners repeat most (campus life, workouts, commutes, and
event planning), rather than being confined to seasonal or high-effort
behaviors.

7.2 Competitive Expectations And Response
Competitors are expected to continue emphasizing predictable advantage
lanes:

e YouTube Music: video-first discovery and para-social engagement via
comments and screen-first pathways.

* Apple Music: device integration, library ownership orientation, and
editorial positioning.

* Amazon Music: platform convenience and voice assistant adjacency.

Spotify’s response is to compete on behavioral and psychosocial outcomes
rather than catalog parity: making connection, control, and continuity more
consistently experienced in routine contexts, where switching decisions are
continuously re-evaluated. The competitive stance is not “more features,” but
“more reliable outcomes” in the daily contexts that determine retention and
willingness to pay.

Premium purchase behavior in this category is driven by a repeated-cost
justification process rather than a one-time ‘big’ purchase decision. Conversion
likelihood increases when premium is framed as risk reduction and routine
protection (ad-free flow, offline reliability, continuity), and when social
influence reinforces the perception that premium is the norm within a
reference group. Trial experiences, student pricing, and visible routine
benefits reduce perceived financial risk and increase commitment consistency
over time. Therefore, this plan’s segment strategy emphasizes moving
listeners from passive/free use to active, self-authored use, raising perceived
switching costs through belonging, autonomy, and reliability.
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Marketing Strategy (cont)

7.3 Segment-Specific Strateqy Emphasis

7.3.1 College-aged listeners.

Spotify should be experienced as a social and identity-relevant companion
embedded in everyday student routines (studying, commuting, socializing).
Social features should be positioned as culturally normal behaviors, not
optional add-ons, reinforcing belonging and identity signaling. Personalization
should be framed as emotional intelligence that adapts to shifting contexts
rather than “tech” functionality. Increasing the frequency and ease of social
actions increases that connection so that it becomes routine rather than
episodic.

Primary emphasis: Increase the frequency and ease of social actions (share,
collaborate, coordinate) so that connection becomes routine rather than
episodic.

7.3.2 Exercise listeners.

Spotify should function as the default environment for momentum — low-
friction, interruption-resistant listening that reduces decision fatigue.
Personalization should support control and continuity (fast starts, predictable
flow, offline resilience), reinforcing the value chain from ease — routine
support = autonomy/peace of mind. Premium must be seen as a protection of
the user’s “flow” (no interruptions, reliable continuity), which will strengthen
retention in a context where obstacles are costly.

This segment maps closely to the strongest efficiency and continuity
ladders identified in the HVM. Attributes such as accessibility, offline listening,
and ease of use consistently linked to functional consequences like saving time
and effort and maintaining momentum, which then extended into psychosocial
outcomes of control, flexibility, and reduced cognitive load. These outcomes
laddered into higher-order values of autonomy and peace of mind, particularly
in contexts where interruptions or decision fatigue are costly. As a result,
Spotify’s role in exercise contexts is less about discovery and more about
protecting routines once they are established.

Premium positioning for this segment should therefore reinforce Spotify as
a stabilizing infrastructure rather than an enhancement — something that “just
works” when users need it most, supporting uninterrupted routines and
emotional regulation during physical activity.

Primary emphasis: Premium as protection of flow (no interruptions, reliable
continuity), strengthening retention.
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Marketing Strategy (cont.

7.3.3 Live events listeners (small-venue / indie emphasis).

Spotify should bridge listening and attendance by tightening the path
from discovery — sharing = coordination — offline participation. This
segment activates Spotify’s strongest social ladder — social features — sharing
— connection — belonging — by extending it beyond the platform and into
physical spaces. While large-scale events benefit from anticipation and
collective excitement, small-venue and indie-oriented listeners rely more
heavily on discovery, local relevance, and peer coordination to translate
interest into attendance.

For these listeners, discovery is not just about novelty but about identity
expression and community formation. The HVM shows that personalization
and discovery frequently lead to feelings of entertainment, stimulation, and
personal relevance, which then ladder into values of belonging and personal
growth. However, the current platform introduces obstacles at the “last mile,”
where discovery lives on Spotify but coordination and access shift to external
platforms, increasing effort and reducing follow-through — particularly for
niche or local scenes.

Spotify’s strategic opportunity is to reduce this last-mile barriers by
keeping discovery, sharing, and coordination within the same experiential
flow. By doing so, Spotify preserves the functional consequence of saving time
and effort while reinforcing psychosocial outcomes of connection and control,
ultimately supporting routine integration around live music participation. This
is especially important for small-venue scenes, where community visibility and
ease of access directly influence attendance and cultural sustainability.

Primary emphasis: Reduce the “last-mile” barriers between listening interest
and real-world attendance, especially for small-venue scenes where discovery
and access may become barriers.

7.4 Strategy Integration with Values and Gap Logic

This strategy is directly informed by means-end analysis, prioritizing
attributes and consequences that most reliably ladder into autonomy,
belonging, and peace of mind across high-frequency listening contexts.
Across segments, the strategy reinforces the highest-importance ladders
identified:

* Social features = sharing — connection — belonging
Ease of use — saves time/effort — control/flexibility —
autonomy/convenience

e Accessibility/continuity — reliability = peace of mind — routine
integration

This approach widens existing association advantages (especially social
connection and control/flexibility). Strategic discipline is maintained by
focusing resources on the levers that most reliably move these value ladders
within the prioritized segments, rather than scattering effort across lower-
impact associations. This concentration reflects differences in involvement
level, routine frequency, and sensitivity to disruption across segments.
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Marketing Strategy (cont)

From a gap perspective, this strategy addresses a consistent
disconnect identified in both the competitive landscape and the HVM
findings: while Spotify already delivers on high-value attributes such as
personalization, accessibility, and social sharing, these benefits are not
always experienced as continuous across contexts. Competitors tend to
emphasize discrete advantage lanes (catalog size, or video adjacency),
whereas Spotify’s advantage lies in orchestrating an experience that
reduces hurdles across repeated, low-effort behaviors. By aligning strategy
execution with the most frequent and highest-impact ladders —
particularly those tied to routine protection, emotional regulation, and
belonging — this plan closes the gap between feature availability and
lived experience. In doing so, Spotify reinforces its role not just as a
streaming service, but as a reliable cultural and social infrastructure
embedded in everyday life.
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8.Marketing Tactics

Tactics are organized by the 4Ps and explicitly cover the full set of defined
segments while remaining consistent with the “music for real life” positioning. To
avoid over-extension, tactics are presented as segment-aligned emphasis areas
that reinforce the strategy’s three prioritized outcomes: routine-embedded
connection, user-authored control, and continuity in high-obstacle contexts. We
have stated the heart of what informs these emphases in each relevant section, in
the hopes that if the specific bulleted goals cannot be achieved, that the focus is
still known so that other steps may be taken in order to meet those goals.

8.1 Product

8.1.1 TARGET SEGMENT: College-aged listeners / Gen Z.

e Emphasize social infrastructure in the core experience: collaborative playlists,
Blend, Jam-style shared queuing, friend activity visibility, in-app messaging,
and shareable listening artifacts.

e Emphasize identity-forward personalization surfaces (Daily Mix, Discover
Weekly, DJ, mood/context mixes) that feel user-relevant rather than purely
algorithmic.

Primary focus: Features that turn everyday listening into low-effort social action
(share/collaborate/coordinate) rather than occasional event-based sharing only.

8.1.2 TARGET SEGMENT: Exercise listeners.
e Emphasize quick-start listening, workout mixes, momentum-preserving
playback, and offline reliability.
e Position autoplay and recommendations as controlled continuity (flow
support), minimizing perceived drift.
Primary focus: Continuity and low-effort controls that protect momentum (where
interruption is the primary satisfaction risk).

8.1.3 TARGET SEGMENT: Driving/commute listeners (“road-dogs”).
e Emphasize hands-free, low-distraction interfaces, fast resume, and reliable
cross-device transitions to reduce cognitive load.
Primary focus: Reliability and simplicity, minimizing attention demands.

8.1.4 TARGET SEGMENT: Live events listeners.

e Emphasize artist-page event surfacing, Live Events feed, and touring
notifications as core value (not secondary content).

e Differentiate stadium vs small-venue experiences: broad mainstream surfacing
for stadium audiences; discovery-forward local listings and niche visibility for
small-venue audiences.

Primary focus: Tightening the path from interest to attendance through clear event
surfacing and coordination cues.

8.1.5 Sleep listeners.
e Emphasize predictable, low-stimulation playlists and set-and-forget pathways
that support downregulation, comfort, and routine stability.
Primary focus: Predictability over novelty to support regulation goals.

8.1.6 Podcast-primary listeners.

e Emphasize clearer podcast discovery pathways by genre and creator affinity
(including salient clusters like true crime and personality-led formats) to
establish Spotify as a credible primary home for spoken-word routines.

Primary focus: Habit pathways that reduce platform fragmentation and make
podcasts feel first-class, not secondary.
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Marketing Tactics (cont)

8.1.7 Audiobook listeners.

e Emphasize long-form immersion and time-budget clarity (e.g., progress
tracking, continuity, transparent hour usage) to reduce disappointment and
increase perceived fairness for capped listening.

Primary focus: Transparency and continuity to avoid value erosion from the
hour-cap constraint.

8.1.8 Families/parents (Family plan).
e Emphasize profile separation, household-friendly controls, and
individualized personalization continuity inside shared accounts.
Primary focus: Personalization integrity across profiles to prevent preference
contamination and household dissatisfaction.

8.1.9 Couples (Duo plan).
e Emphasize shared experience without preference contamination: easy
shared playlist creation with distinct individual recommendation systems.
Primary focus: “Together without compromise” as the product promise.

8.1.10 Identity-based subcultures / fandoms (e.g., Taylor Swift fans) and genre
communities.

e Emphasize artist-world navigation, catalog depth, tour linkage, and
shareable moments that support community participation and high-
involvement identity signaling.

Primary focus: Protect community engagement pathways that can drive socially
contagious retention or reduce opportunities for disengagement.

8.1.11 Listener-intensity states (super/moderate/light/previously active;
programmed vs active search).
e Super: deeper engagement surfaces (artist-first experiences, community
tools, live-event linkage).
* Moderate/light: low-effort entry points reducing decision fatigue (smart
mixes, curated starters, social prompts).
e Previously active: re-entry experiences prioritizing familiarity and easy
resumption.
* Programmed: high-quality “for you” cadence and predictable refresh.
e Active search: stronger library/search tools and fast pathways to specific
artists and albums.
Primary focus: Remove barriers for light/lapsed users, deepen control and
identity alignment for super/active users, and maintain predictable quality for
programmed users.
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Marketing Tactics (cont.)

8.2 Promotion

8.2.1 TARGET SEGMENT: College-aged and Gen Z (social proof and unity).

* Keep Wrapped as a cultural anchor while extending shareable, smaller-cycle
listening artifacts throughout the year to make social participation routine,
not seasonal.

Primary focus: Shift social engagement from episodic events to year-round micro-
sharing that sustains belonging-driven retention.

8.2.2 TARGET SEGMENT: Exercise (consistency and default effects).

* Messaging emphasizes momentum, routine, and uninterrupted flow, making
premium value feel like protection of the workout experience rather than a
luxury.

Primary focus: Premium framed as routine protection, directly supporting
retention.

8.2.3 TARGET SEGMENT: Live events (social translation).

* Promotion frames the discovery-to-attendance pathway: hearing an artist,
sharing with a friend, coordinating, and attending together — especially
salient for small-venue scenes where discovery and access are barriers.
ILllustrative executional directions include storytelling that follows music
sharing between friends and naturally resolves in shared attendance at a
local live event, reinforcing music as a catalyst for real-world connection.

Primary focus: Stress “listen — share — go,” reinforcing Spotify’s differentiation
from competitors without equivalent social + event flow.

8.2.4 Driving/commute (simplicity and control).
* Messaging emphasizes reliability, continuity, and minimal effort; avoids
feature clutter.
Primary focus: Trust and reliability cues over feature education.

8.2.5 Sleep (comfort and stability).
* Messaging emphasizes winding down, predictability, and peace of mind to
match regulation motives.
Primary focus: Emotional safety and routine stability.

8.2.6 Podcast-primary (liking and habit formation).
* Promotion leverages creator affinity and genre pathways to support adoption
into routines and reduce multi-app fragmentation.
Primary focus: Establish Spotify as a default spoken-word destination through
habit triggers.

8.2.7 Audiobooks (autonomy and immersion).

* Promotion frames audiobooks as intentional long-form experience within an
existing listening ecosystem, with clear expectations around hour-based
access.

Primary focus: Set expectations to protect perceived fairness and reduce
disappointment-driven turnover.

8.2.8 Families/parents and couples (harmony and personalization).
* Messaging emphasizes shared value without conflict: shared plans, individual
personalization, household ease.
Primary focus: Reduce perceived hassle and highlight individualized experiences
within shared plans.
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Marketing Tactics (cont.)

8.2.9 Subcultures/fandoms (cultural participation).
e Promotion reinforces platform role as a participation hub for community norms,
avoiding tone that feels extractive or generic.
Primary focus: Credibility within community norms to protect high-involvement
engagement.

8.3 Price
Pricing uses existing plan architecture; tactics emphasize value justification
rather than discounting beyond current structures.

8.3.1 TARGET SEGMENT: College-aged.
e Student plan as primary conversion lever; framed as access to uninterrupted
routine and social participation value.
Primary focus: Reduce barrier-to-trial while accelerating habit formation during a
high-usage life stage.

8.3.2 TARGET SEGMENT : Exercise/driving.
e Premium framed as continuity and control (ad-free flow, offline access) aligned
with routine protection.
Primary focus: Tie premium value directly to “no interruption” contexts.

8.3.3 TARGET SEGMENT: Live events listeners.

e Premium framed as insider access to high priority events.
Primary focus: Tie premium value to protection against missing out and reduced
coordination barriers.

8.3.4 Sleep.
e Premium framed as protection of downregulation experience from disruption.
Primary focus: Protect calm routines from disruptions.

8.3.5 Podcast listeners.
* Value framed as consolidated audio routines in one platform (reducing
fragmentation costs).
Primary focus: Reduce multi-app switching and reinforce convenience.

8.3.6 Audiobook listeners.
e (Clear segmentation between audiobook-only listeners (audiobook plan) and
cross-format listeners (premium audiobook hours as value add).
Primary focus: Align plan choice with format intent to protect perceived fairness.

8.3.7 Families/couples.
e Family and Duo framed around fairness, simplicity, individualized profiles, and
reduced household fr.
Primary focus: Stress plan fit over discounting.

8.3.8 Gen Z/subcultures.
* Value framed around cultural participation and identity signaling, increasing
willingness to pay when the platform feels indispensable.
Primary focus: Increase perceived indispensability to reduce price sensitivity.
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Marketing Tactics (cont)

8.4 Place (Distribution)
Distribution is primarily digital via Spotify’s mobile app, supported by cross-
device integrations.

TARGET SEGMENT: College-aged/Gen Z
* Mobile-first, socially distributed through peer sharing channels.

TARGET SEGMENT: Exercise
* Mobile plus wearable plus gym-context integrations emphasizing fast start
and offline resilience.

TARGET SEGMENT: Live Events
* In-app discovery and artist hubs to keep the discovery-to-attendance path
inside Spotify.

Driving
* |n-car integrations prioritizing hands-free continuity.

Sleep
e Bedroom-context continuity with minimal interaction requirements.

Podcasts/audiobooks
e (Cross-device progress continuity to support long-form habits.

Families/couples
* Household device coverage supporting individual experiences within shared
environments.

8.4.1 Behavioral heuristics alignment.

e Social proof and unity: Drives participation in sharing behaviors and platform
relevance within student and Gen Z contexts.

e Default effects and status quo: Supports continued programmed listening
while minimizing effort and preserving routine continuity.

* (Consistency bias: Reinforces repeated daily engagement in exercise,
commute, and sleep contexts.

e Liking: Strengthens creator/artist-driven engagement (fandoms, podcasts, top-
artist video acknowledgments).

Primary focus: Heuristics used to reinforce the plan’s three prioritized outcomes
(routine-embedded connection, user-authored control, continuity).
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