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Abstract:
Developments in the Artificial Intelligence sector are now 
so fast that they are rapidly changing their competitive 
strategies of businesses of all hues. This study examines 
the strategic adjustments by firms in response to AI 
development, using a two-pronged approach: through 
literature review and by case studies. The results suggest 
that proactive investment in AI technologies, strategic 
alignment of AI initiatives against business goals, and 
nurturing an innovative culture are recognized as critical 
enablers of competitive advantage and its sustainability. 
Case studies from a wide array of industries illustrate 
different degrees of success based on the nature of the 
readiness of organizations and their approach to the AI 
journey. Even though AI has a lot of benefits it has to be 
well articulated and implemented in the right manner. 
The work contributes to understanding the strategic 
consequences of AI-induced technological shifts and 
presents practical suggestions for how companies can 
succeed in the age of AI.

Keywords: Artificial Intelligence, Competitive Strategy, 
Technological Disruption.

1. Introduction
The advancement that has been realized in the Arti-
ficial Intelligence industry has a significant impact 
on the competition of many industries. The purpose 
of this research will be to look into the key changes 
in the competitive strategy of companies due to the 
advancement of AI technologies. In between technol-
ogy innovation and strategic management, this work 
helps understand how AI changes the competing pro-
cesses and makes achieving and sustaining competi-
tive advantage possible for organizations. It helps in 
improving the understanding of the strategic moves 
that firms are making in the face of disruptions em-

powered by Artificial Intelligence and reveals factors 
that define success and competitiveness in this dy-
namic context.
The research questions formulate the scope of the 
present work to a systematic analysis of the literature 
regarding technological disruption and competitive 
strategies, with a focus on artificial intelligence. This 
will be followed by an examination of several repre-
sentative cases across different industries that will il-
lustrate how different organizations address the risks 
and benefits of AI advancement. The research will 
help to meet the existing literature gap regarding the 
implications of AI for competitive strategies by inte-
grating theoretical constructs with practical evidence.
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It also seeks to provide practical recommendations for any 
company that wants to do business in an age of Artificial 
Intelligence. In particular, by identifying how firms adjust 
their competitive strategies to new AI-driven changes, 
this research provides recommendations to organizations 
intending to use AI for competitive advantage. Thus, this 
study, based on the case analyses of different industries, 
provides a practical insight into real-life examples of ad-
aptation success, which may be helpful for other firms’ 
strategic planning and its realization.

2. Literature Review

2.1 Technological Disruption and Competitive 
Strategies
Technological Disruption and Competitive Strategies 
Technological changes, especially through high-frequen-
cy innovation in artificial intelligence, have formed new 
platforms for firms’ competitive strategies in different 
industries. According to the study by Mustak et al. [1] 
(2020), the use of AI in marketing is important as it can 
give the consumer a one-on-one encounter, effective use 
of resources, and enhanced decision-making. This may 
force the companies to change from the traditional busi-
ness model and adopt the new technological model to deal 
with the new system.
Bezuidenhout et al. (2022) [10] also highlighted that the 
use of AI is also extended to professional services where 
firms deploy AI to improve relationships with clients, op-
timize business processes, and gain competitive advantag-
es.
In the study of Li et al. (2022) [4] the focus was made on 
the patent competition strategy of AI enterprises confirm-
ing the fact that business is shifting towards innovation 
and intellectual property as one of the main competitive 
strategy tools. The current advancement in AI technolo-
gies imposes that the strategy formation process should be 
fluid and therefore involve constant creation and modifi-
cation. Recent work by Shao et al. (2021) [5] focused on 
the trends of AI and its implications; the authors pointed 
out that the rapid advancement of AI demands that firms 
keep up with technological advancements to be competi-
tive. These studies suggest the transformation of strategies 
through which firms work to position themselves in the 
market as well as the role of AI in this process.

2.2 Research gap
Although many studies aim at identifying the implications 
of AI on various business processes there is little knowl-
edge on how these technological shifts impact competitive 
strategies. Most of the previous works including Mustak 
et al. [1] (2020) and Shaik (2023) [2] have focused mainly 

on the impact of AI in operational and marketing manage-
ment and little focus has been given to the strategic con-
sequences on business competition. subsequently, Oh and 
colleagues (2021) [3] pointed out that there is a need for 
more specific research that examines specific strategies for 
incorporating AI in strategies that would lead to competi-
tiveness in the new industries. This is a fact that evidences 
two critical gaps in the literature; how AI is being applied 
at the strategic levels and how the strategies that involve 
the application of AI are being developed.
There is also limited qualitative research on the specific 
examples of the AI-driven competitive strategies’ imple-
mentation across different industries. Research like that 
done by Fatima et al [6] (2020) and Shvetsova (2023) [7] 
are useful in understanding how the implementation of 
national AI strategies can impact business ecosystems but 
are rather vague in terms of how companies can imple-
ment those strategic changes. Consequently, this research 
fills this gap by elaborating on how firms from different 
industries are adapting their competitive strategies regard-
ing AI development.
Or, put differently, since there is already an important 
basis in the literature concerning operational impacts of 
AI, further focused research on the strategic dimensions 
of its adoption is of the essence. The study hopes to help 
by clarifying how exactly AI is applied to competitive 
strategy. Therefore, this research intends to map out how 
businesses can use AI effectively for gaining a sustainable 
competitive advantage by focusing on theoretical insights 
with case study analyses, thereby contributing to increased 
understanding of the strategic implications of AI in the 
modern business landscape.

3. Methods

3.1 qualitative Method Approach
Qualitative Method Approach This study employs a qual-
itative method approach to explore the impact of rapid 
evolution in the AI industry on competitive strategies. 
Qualitative methods are particularly suitable for under-
standing complex phenomena and providing in-depth 
insights into the strategic adaptations of firms in response 
to technological disruptions. The primary methods used in 
this research are literature analysis and case study analy-
sis. Literature analysis allows for the synthesis of existing 
knowledge and identification of research gaps

3.2 Context and Case Selection
Context and Case Selection The context for this study in-
cludes a broad range of industries significantly impacted 
by AI technologies, such as marketing, professional ser-
vices, and manufacturing. Case selection is based on firms 
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that have actively integrated AI into their strategic frame-
works and have demonstrated notable outcomes, either 
positive or negative. The cases are chosen to represent a 
diverse set of industries and geographical regions to en-
sure a comprehensive understanding of the various ways 
AI can influence competitive strategies.

3.3 Data Collection
Data Collection It will involve semi-structured interviews 
with key decision-makers—CEOs, CTOs, and strategy 
directors—of targeted companies. These interviews elicit 
detailed information about the companies’ experiences 
in AI integration, challenges encountered, and strategic 
responses implemented. Other than interviews, secondary 
sources of data include company reports, industry analy-
ses, and academic literature, enabling the findings to be 
triangulated and ensuring the robustness of this study.

3.4 Data Analysis
Data Analysis Data analysis in this study involves two 
main steps: literature analysis and case study analysis. For 
the literature analysis, relevant academic articles, industry 
reports, and other scholarly sources are systematically 
reviewed to identify key themes, trends, and gaps in the 
current understanding of AI’s impact on competitive strat-
egies.

4. Findings

4.1 Results
Before ChatGPT and the AI disruption, NVIDIA and 
AMD had quite different strategies in the market for 
GPUs. Much of NVIDIA’s focus lay in the high-end GPU 

market, with focuses on the gaming and professional visu-
alization markets. Being at the very top of the innovative 
value chain and performance, they went further to try to 
push the envelope on technology with things such as their 
CUDA platform, which did general computing on a GPU. 
The deep investment in R&D thus enabled NVIDIA to 
maintain a very strong leadership position, evidenced by 
the success of their GeForce and Quadro product lines.
In sharp contrast, AMD chose a diversified model. While 
they also invaded the gaming market with their Radeon 
series, the focus remained on price-to-performance ratios 
for their GPUs, which brought it within reach of many 
more people. The other important strategy that AMD 
had adopted was its strong emphasis on APU, or the Ac-
celerated Processing Unit, which coupled a CPU with a 
GPU to serve both the desktop and laptop markets. This 
allowed AMD to carve out a very good niche within the 
budget and mid-range marketplaces, pushing back against 
the very strong position held by NVIDIA from another 
direction.

4.2 Comparison of Cases
The GPU market has been developing really fast during 
the last period due to AI, data center, autonomous driv-
ing, and block chain technology developments. On top of 
that, leaders of the industry like NVIDIA and AMD have 
posted strong quarterly earnings; for example, Q4 2023 
revenues for NVIDIA reached $9 billion for a 40% year-
over-year increase, and AMD hit $6 billion for a 30% in-
crease. This increase in revenue has primarily been driven 
by demand from high-performance GPUs for AI and deep 
learning, as evident from the increase of 60% to NVID-
IA’s data center business.

In sharp contrast, AMD chose a diversified model. While they also invaded the gaming market 
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Figure 1 GPU Market Growth and Performance 

News coverage and public opinion have also shown that the role of GPUs is fast becoming more 
vital. Reports from sources as varied as The Wall Street Journal and Forbes point to the high demand 
for NVIDIA's H100 GPU from tech giants like Google and Amazon, while AMD sees incredibly 
rapid market share gains for its RDNA 3 architecture graphics cards. Similarly, user satisfaction sits 
at a high rate, where a Tech Radar survey says that 85% of users are satisfied with their NVIDIA or 
AMD graphics cards. Online forums—Discussions on forums like Reddit are up by 50 percent, a 
telling attestation of the overwhelmingly good reception of new GPU releases. 

Government policies have therefore created an enabling environment for this growth. For example, 
the US National Artificial Intelligence Initiative Act of 2023 offers tax incentives and research grants 
that help in high-performance computing technologies, while that of China, the 14th Five-Year Plan, 
has significant funding for artificial intelligence and semiconductor research. The policies thus offer 
a conducive environment for the GPU industry, which will continue to come up with innovations and 
expansions. 

40%

30%

0

0.05

0.1

0.15

0.2

0.25

0.3

0.35

0.4

0.45

NVIDIA AMD

Year-over-Year Increase

Figure 1 gPu Market growth and Performance

3



Dean&Francis

778

News coverage and public opinion have also shown that 
the role of GPUs is fast becoming more vital. Reports 
from sources as varied as The Wall Street Journal and 
Forbes point to the high demand for NVIDIA’s H100 GPU 
from tech giants like Google and Amazon, while AMD 
sees incredibly rapid market share gains for its RDNA 3 
architecture graphics cards. Similarly, user satisfaction sits 
at a high rate, where a Tech Radar survey says that 85% 
of users are satisfied with their NVIDIA or AMD graphics 
cards. Online forums—Discussions on forums like Reddit 
are up by 50 percent, a telling attestation of the over-

whelmingly good reception of new GPU releases.
Government policies have therefore created an enabling 
environment for this growth. For example, the US Nation-
al Artificial Intelligence Initiative Act of 2023 offers tax 
incentives and research grants that help in high-perfor-
mance computing technologies, while that of China, the 
14th Five-Year Plan, has significant funding for artificial 
intelligence and semiconductor research. The policies 
thus offer a conducive environment for the GPU industry, 
which will continue to come up with innovations and ex-
pansions.

 
Figure 2 Stock Market Performance 

Their performance at the stock market also underlines the robust health of GPU manufacturers. In 
2023, NVIDIA gained 45% and its market capitalization reached over $800 billion; AMD rose by 
35% to $180 billion. Further growth in the GPU market is still projected due to AI and other 
developing technologies. Those companies that link their AI strategy to business goals, invest in R&D, 
and build a culture of innovation are well-positioned to lead in this still rapidly developing field. 

4.3. Impact of AI Disruption on Competitive Strategy 

AI disruption brought about by technologies such as ChatGPT fundamentally changed the 
competitive strategies of both NVIDIA and AMD. Important elements driving these strategy changes 
lie in: 

Technological Developments: Fast advancements in AI technologies have created completely new 
demand for high-performance computing solutions, pushing both companies into innovation and 
improving their product offerings. 

Market Dynamics: The mature AI market had come up with plenty of opportunity. Alluring 
opportunities were calling for strategic realignments to be benefitting from the new revenue 
generation. Both the companies looked for seizing an opportunity in this excellent emerging field. 

Demands: The propagation of AI applications in every industry sectors demanded sophisticated 
hardware and software solutions. Customer requirements have changed, and Nvidia and AMD needed 
to alter their strategies to cunningly meet customer requirements of performance and scalability at 
good value.  

Competitive Pressure: Growing competition in the AI field compelled them both to find innovation 
in making their offerings different and remaining relevant and competitive. 

Rapid development of AI technologies, in sum, has drastically impacted the strategies of 
competition by adoption in NVIDIA and AMD. The strategic responses of these companies illustrate 
the centrality of innovation, adaptiveness, and circumspection towards market needs in the age of 
technological disruptions. The findings of this study thus point to the need for businesses to constantly 
outdo their strategies in light of dynamic technological change so as to maintain competitive 
advantage. 
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Their performance at the stock market also underlines the 
robust health of GPU manufacturers. In 2023, NVIDIA 
gained 45% and its market capitalization reached over 
$800 billion; AMD rose by 35% to $180 billion. Further 
growth in the GPU market is still projected due to AI and 
other developing technologies. Those companies that link 
their AI strategy to business goals, invest in R&D, and 
build a culture of innovation are well-positioned to lead in 
this still rapidly developing field.

4.3 Impact of AI Disruption on Competitive 
Strategy
AI disruption brought about by technologies such as 
ChatGPT fundamentally changed the competitive strate-
gies of both NVIDIA and AMD. Important elements driv-
ing these strategy changes lie in:
Technological Developments: Fast advancements in AI 
technologies have created completely new demand for 
high-performance computing solutions, pushing both 
companies into innovation and improving their product 
offerings.
Market Dynamics: The mature AI market had come up 
with plenty of opportunity. Alluring opportunities were 
calling for strategic realignments to be benefitting from 

the new revenue generation. Both the companies looked 
for seizing an opportunity in this excellent emerging field.
Demands: The propagation of AI applications in every 
industry sectors demanded sophisticated hardware and 
software solutions. Customer requirements have changed, 
and Nvidia and AMD needed to alter their strategies to 
cunningly meet customer requirements of performance 
and scalability at good value.
Competitive Pressure: Growing competition in the AI 
field compelled them both to find innovation in making 
their offerings different and remaining relevant and com-
petitive.
Rapid development of AI technologies, in sum, has dras-
tically impacted the strategies of competition by adoption 
in NVIDIA and AMD. The strategic responses of these 
companies illustrate the centrality of innovation, adaptive-
ness, and circumspection towards market needs in the age 
of technological disruptions. The findings of this study 
thus point to the need for businesses to constantly outdo 
their strategies in light of dynamic technological change 
so as to maintain competitive advantage.

5. Discussion
Several useful insights come from the case studies on 

4



Dean&Francis

779

yuXuAn LIn, HAonAn WAng

how firms can secure and expand their competitive po-
sitions through strategic moves in the rapid evolution of 
AI. Foremost, it is evident that proactive investment in AI 
technologies is crucial in a rapidly evolving environment. 
The companies giving the most importance to AI make all 
other companies laggards by comparison. A more proac-
tive approach would also mean not just bringing AI capa-
bilities in house but leading the research and development 
of their own proprietary AI technologies, as businesses 
specializing in patenting AI innovations have impressed 
upon them.
Second, organizational culture also impacts AI adoption. 
Firms possessed of innovative and agile cultures—that is, 
those which are less bureaucratic and that encourage em-
ployees to both accept and pursue novel technologies and 
business processes—are much better placed to make the 
most of AI in competitive markets. This point has been 
brought into sharp relief by the contrast between compa-
nies that made seamless transitions to AI and those com-
panies that hit internal frictions and competence gaps.
Furthermore, the case studies illustrate the importance of 
strategic alignment. Organisations that align AI initiatives 
organization-wide, against business strategy and goals, 
delivered more coherent, high value outcomes. For exam-
ple, e-commerce players who integrated AI into logistics 
and customer service were able to enlarge their cores val-
ue propositions, leading to enhanced customer satisfaction 
and operational efficiency.

6. Conclusion
The AI industry is developing very fast, and its impact is 
going to alter competitive strategies in most industries. 
This paper will discuss the manner in which companies 
are responding to such technological disruption of AI de-
velopments and the implication of these changes on strat-
egy. This work presents some important insights based on 
comprehensive literature review and case study analysis 
of selected examples.
The apparently produced, important competitive advan-
tages relate to proactive investments by some companies 
in the technologies of AI and the alignment of these 
investments with organizational strategic objectives. In 
managing business operations through improved efficien-
cy, optimized resource use, and better customer experienc-
es, AI can put these organizations in a good position with 
competitive advantage. It also maintains an organizational 
culture of innovation and agility toward successful AI 
adoption and integration.

6.1 SCoPE LIMITATIonS oF STuDy
Although this study is able to provide important insights 

to the impact of AI on competitive strategy, there are a 
few limitations. A significant one is the reliance of the 
study on qualitative data, which is detailed and contextual 
but unable to be generalized for all the firms or industries. 
These findings are based on a limited number of case 
studies; the experiences of those specific companies may 
not be representative of the wider spectrums with respect 
to how AI influences competitive strategies across differ-
ent contexts.
Another limitation here is the potential for case selection 
bias: the sample focused on businesses that have already 
incorporated AI in their operations, which, in its turn, may 
bypass plenty of problems and experience faced by the 
businesses that have yet to start using AI technologies or 
those which have attempted at them but failed. This may 
result in an overrepresentation of positive outcomes and 
underreporting the difficulties related to AI integration.
Furthermore, with fast development in the stream of AI, 
the competitive landscape is ever-changing. Therefore, 
only some moments in time can be captured by the out-
comes of this research, where further developments in AI 
could bring some new strategic implications not covered 
by this research. Therefore, constant updating and longi-
tudinal research are necessary to understand the true long-
term impact of AI on competitive strategies.
The strategic changes of firms due to AI and its conse-
quent wide range have been opened up. Future research 
would benefit from the larger number of case studies, 
more quantitative analysis of this process, and longitudi-
nal research to further understand how AI will continue to 
alter competitive dynamics in business.
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