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Core Question

How did OpenAl launch Sora, and what lessons can we extract to
design a stronger GTM for next-gen Al products?
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OpenAl’s Grand Strategy: From Consumer
Assistant to AGI

4 N
AGI as the ultimate north star
L Scale usage, data, and compute to move toward AGI.
\ 7
e “
Enterprise penetration
e ChatGPT Enterprise and Teams diversify revenue and increase stability.
\ J
4 I
Developer platform
3 APIs, GPTs, and plugins create an ecosystem and indirect network effects.
\ J
{ I
App-layer verticals
£ Specialized apps like Sora and DALL-E integrations compete with incumbents.
. J
4 B
Leading multimodal consumer assistant
5 ChatGPT becomes the default interface for text, voice, image, and video.
§ J

Sora models physics, the real world, and embodied intelligence.

Daily usage — preference data — better models — better products — more usage



https://gamma.app/?utm_source=made-with-gamma

OpenAl Product Ecosystem

Three product families built on the same models

s

N\
Assistants Creation tools Developer platform
Al companions for everyday use Generative tools for media and storytelling APIs and tooling for builders
ChatGPT (text, voice, image, video) DALL-E - Sora API - Custom GPTs
- J/ \0
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Sora: GTM Case Study
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Sora: Redefining Video Creation

Sora is poised to revolutionize content creation with its advanced text-to-video capabilities,

| —
.
integrated with an intuitive mobile application and a dynamic social feed. This innovative platform /
»

empowers users to effortlessly bring their creative visions to life, blending cutting-edge Al with \ l

user-friendly design.

-

e - | -
© | S ’
Key Capabilities Target Segments i o ra b
* Realistic physics & longer clips « Consumers (fun. social ® —
_ _ 4T ) - ®) OpenAl
« Synchronized audio « Prosumer creators & influencers
« Cameo features (user likeness) «  Marketing, studios, SMBs
» Social Feed platform
G &
4 ~
Pricing & Packaging Messaging —_—
« Free starter tier » “Cinema-quality video for everyone.”
» Subscription via ChatGPT Plus e "Turn words into worlds"
» App-store distribution (i0S — Android)
N .
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Navigating the Competitive Landscape of Video Al

Platform

Runway

Pika

Meta (Emu)

Google (Veo)

Tech Differentiation Summary

Platform
Sora 2
Runway
Pika

Meta (Emu)

Realism
High
High
Medium

Medium

Go-To-Market Strategy

Pro creator-first approach, targeting professional video
editors and studios with advanced tools and premium
features

Community-first model, building engaged user base
through Discord and social platforms, emphasizing
accessibility and viral potential

Social-distribution first, leveraging Instagram, Facebook,
and WhatsApp for native integration and massive reach

YouTube creator ecosystem, partnering with content
creators and integrating directly into YouTube's creator
tools

Clip Length Ease of Use
Long High

Long Moderate
Short High

Short High

Key Differentiator

Professional-grade tools and workflow integration

Community engagement and ease of use

Built-in social distribution and network effects

Creator ecosystem and platform integration

Creator Tools Safety/Guardrails
High Medium
Low Medium
High Medium
High Medium
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Sora's Initial Launch Strategy: A Retrospective

OpenAl’s initial launch of Sora aimed for rapid market penetration and viral adoption. The strategy focused on a phased rollout, compelling messaging, diverse distribution

channels, and leveraging existing OpenAl ecosystems.

Limited Preview

Selected testers gained early access, providing initial feedback and
generating anticipation.

Mobile App Launch

The Sora mobile app rolled out (i0S first, then Android) to democratize

access.

-

®—  Public Reveal

Curated demos showcased Sora's capabilities, generating significant media
attention.

®— Sora2 Release

A major update coincided with app launch, enhancing features like audio
synchronization.

Core Messaging

o "ChatGPT for creativity"
o High realism, easy generation

o Social feed as creative network

-

>

e D
Distribution
« App stores, OpenAl website
o Press wave & creator virality

o ChatGPT cross-promotion

- J/

Early adoption signals were strong, with Sora quickly becoming the #1 free app and generating rapid global headlines due to its viral demos and accessible platform.
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Why the Feed App? Retention is All You Need.

« To compliment the Sora 2 model release, OpenAl eSS bt SIS (Dajf 20}

52.5% _ _
—&— Creation Platforms (Canva, Figma, Sora 1)

IaunChed a neW App With a Content Feed for hosting 50 - —&— Consumption Platforms (TikTok, Instagram Reels, Sora 2)

Sora-created short form video

e This is OpenAl first foray into short-form / social
media content

Retention (%)

e This constitutes and attempt to move up the

20 -

retention curve to establish a consumption motion on \
platform

L 6.5%
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Sora Post-Mortem: Lessons Learned from Launch

The initial launch of Sora, while achieving massive early adoption and viral success, also highlighted critical areas for improvement. A detailed post-mortem reveals both significant
triumphs and notable shortcomings, particularly concerning trust, safety, and ecosystem engagement.

What Went Well What Didn't Go Well

— Massive Early Adoption — Deepfake & Unsafe Content

Sora quickly captivated a broad audience, demonstrating strong market demand.

Extremely Viral Demos

The quality of generated videos drove widespread sharing and media attention.

Strong Consumer UX

The user experience was intuitive, making advanced video creation accessible to
everyone.

Social Feed Boosted UGC

The integrated social feed fostered a powerful user-generated content loop.

Clear Technical Differentiation

Sora showcased superior realism and longer clip capabilities compared to
competitors.

Incidents of misuse raised significant ethical and safety concerns.

IP Concerns & Creator Backlash

Lack of clear IP guidance alienated professional creators and rights-holders.

Weak Messaging to Professionals

The broad consumer focus overlooked the specific needs and concerns of pro
users.

Limited Vertical GTM

A generalized approach prevented tailored engagement with specific industries.

Safety Rhetoric Mismatch

Product behavior often failed to align with stated safety commitments, eroding
trust.

Takeaway: Speed was prioritized over ecosystem trust, leading to immediate tradeoffs and challenges.
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"The Guardrails Are Not Real"

2
e
A2z

w
2 0

OpenAl launch of video app Sora
plagued by violent and racist images:
‘The guardrails are not real’

n

OpenAl cracks down on Sora 2

deepfakes after pressure from Bryan
Misinformation researchers say lifelike scenes could
obfuscate truth and lead to fraud, bullying and intimidation

Cranston, SAG-AFTRA
(¢]

Al-GENERATED IMAGES
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Redesigning Sora’s Go-To-Market (GTM) Strategy

To address the challenges identified in the post-mortem, a revised GTM strategy for Sora is essential. This new approach is anchored in core
principles of trust, strategic partnerships, and segmented distribution, ensuring a more sustainable and responsible path to market leadership.

r

N\ ( N\ (
Trust & Governance Partnerships Distribution & Segmentation
Implementing robust guardrails and Fostering collaborations with Hollywood, Adopting a phased rollout strategy tailored
transparent governance to ensure creators, and creative industries, to specific vertical markets and user
responsible Al usage, alongside advanced prioritizing co-creation with key industry segments to ensure quality and control.
content moderation. players.
_ J J

North Star Statement: "A creator-first, trust-centric GTM that balances innovation with responsibility and builds a robust creative ecosystem

around Sora."
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Improvement #1: Strengthening Guardrails & Building Trust

Addressing early misuse and fostering a responsible Al environment is paramount for Sora's long-term success. Implementing robust guardrails and transparent
governance mechanisms will minimize backlash, align with regulatory expectations, and build institutional trust among users and partners alike.

Y —

Extended Preview Phase

Engage vetted creators and rights-holders for an
extended testing period.

D

Default Opt-0Out for IP/Licensing

Provide clear mechanisms for content owners
to manage their intellectual property.

\. J/

\. J/

i -

Watermarking & C2PA Metadata

Integrate robust tools to identify Al-generated
content and enhance content provenance.

. WV,

Safety-Toggles for Realism

\

. ©

Offer options like "synthetic style" or "reduced realism" to prevent misuse.

J  \\

—

Governance-Forward Messaging

Emphasize a "Safe by Design" approach in all communications.

Outcome: Minimized backlash, alignment with regulatory expectations, and increased institutional trust.
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Improvement #2: Cultivating Creator & Hollywood

Partnerships

The initial launch of Sora faced a critical challenge: a perceived threat to creative industries. To transform potential critics into powerful evangelists,
Sora must actively engage and collaborate with creators and Hollywood studios. This strategy will not only strengthen its vertical positioning but

also enrich its content ecosystem.

(s

Launch a program offering revenue share and early tool access to
top creators.

ora Creators Program

/

(¢

Partner with filmmakers, animators, and YouTube creators for

o-Produced Launch Content

compelling launch content.

)

(o

Secure collaborations with major studios for official IP-generated
clips and marketing.

re-Launch Hollywood Partnerships

%

(e

reative Tool Integration

Develop seamless integrations with industry-standard software like
Adobe Premiere, CapCut, and After Effects. /

Outcome: Creators become evangelists, strengthening Sora'’s vertical positioning and fostering a vibrant, collaborative ecosystem.
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Improvement #3: Segmented Rollout & Vertical Focus

The broad consumer launch of Sora, while generating initial virality, led to challenges in control, quality, and narrative discipline. A phased,

segmented rollout will allow for tailored engagement, higher quality workflows, and a more controlled brand narrative, maximizing adoption while
maintaining integrity.

Phased GTM Strategy

01 02 03

Phase 1: Creator & Professional Phase 2: Prosumer & Influencer Phase 3: Mass Consumer + Business
Segment Market Verticals

Focus on building credibility through a Introduce social feed and cameo features, Expand to broad consumer and specialized
dedicated early adopter community. Enable leveraging the platform's virality and expanding  business markets (marketing, advertising,
higher-quality workflows for professional use reach. education), introducing paid tiers and enterprise
cases. versions.

Outcome: Maximize adoption, maintain brand control, and ensure narrative discipline through a strategic, phased expansion.
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Broader Implications for Future Al Product Launches

The journey of Sora provides invaluable insights for the future deployment of multimodal Al products. Beyond mere technological prowess, successful launches demand a keen
understanding of societal impact, ecosystem dynamics, and strategic market sequencing.

Lessons for Consumer Al GTM

Trust is a Competitive Moat

Building and maintaining user trust is as crucial as technical innovation.

Ecosystem Matters

A robust ecosystem of partners and integrations is vital for sustained growth.

Creator Partnerships

Engaging creators actively reduces cultural and regulatory risks.

Multi-Phase GTM

Multimodal products require nuanced, multi-phase go-to-market strategies.

Viral Demos # Sustainable Growth

Initial virality must be backed by a thoughtful, long-term strategy.

OO

Takeaway: Launching multimodal Al demands responsibility, a robust ecosystem strategy, and sequenced rollout discipline for lasting impact and success.
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Revised Positioning Statement

To customers who are creators, influencers, marketers, and everyday consumers who want to produce high-quality video without professional tools
or large budgets.

Our product is an Al video platform that turns simple prompts into realistic, cinematic clips—complete with motion, physics, audio, and personalized
cameos.

Relative to traditional editing software or video-Al tools that require complex workflows or specialized prompting,

We offer an intuitive, fast, and highly capable text-to-video experience with a built-in social feed, enabling anyone to generate and share polished
videos in seconds.

Reasons to believe include OpenAl’s proven multimodal leadership, Sora 2's breakthrough realism, rapid early adoption, and a growing creator
ecosystem producing viral content.
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