
 
 

Strategic Management (534EBH) 

 Case Study: NVIDIA’s AI-Driven Growth Strategy 

 

Background 

NVIDIA, founded in 1993, was historically known for consumer gaming GPUs. 

However, between 2020–2024, NVIDIA transformed itself into the world’s most 

valuable semiconductor company, becoming the backbone of the global Artificial 

Intelligence infrastructure. In 2024, NVIDIA crossed a market capitalization of 

over $2 trillion, largely driven by exponential demand for AI chips such as the 

H100 and the newly launched B200 Blackwell architecture. 

The company has a dominant market share in AI accelerators (80–90%), works 

with tech giants like OpenAI, Microsoft, Amazon, and Tesla, and is deeply 

integrated in global supply chains. However, rapid growth also brings 

challenges—geopolitical restrictions, supply shortages, competition from 

AMD/Intel, and national security regulations. 

Introduction 

NVIDIA’s surge in the AI industry has been powered by its strategic pivot from 

gaming GPUs to data-center AI accelerators. The company adopted a multi-

layered strategy consisting of: 

1. Product Strategy (Differentiation & Innovation) 

Launch of the Blackwell B200 GPU, claiming 5×–30× faster AI processing. 

Development of end-to-end AI platforms: CUDA, DGX servers, networking 

(Mellanox), and NIM inference microservices. 

2. Market Expansion Strategy 

Deep institutional partnerships with Meta, Microsoft, Amazon, Oracle, Dell, and 

AI startups. 



 
 

Expansion into automotive AI, robotics, digital twins (Omniverse), and edge 

computing. 

3. Supply Chain & Operations Strategy 

Heavy dependence on TSMC for chip fabrication. Strategic investments in 

multiple manufacturing partnerships and packaging technologies. 

4. Competitive Strategy 

Leveraging proprietary CUDA ecosystem to lock in developers. Maintaining 

innovation speed ahead of AMD MI300 and Google’s TPU. 

5. Regulatory & Geopolitical Strategy 

Restrictions on selling advanced AI chips to China. Adaptation through custom 

downgraded chips for restricted markets. 

6. Financial & Growth Strategy 

Massive reinvestment in R&D (over 28% of revenue). Aggressive scaling of data-

center business (now 80%+ of revenue). 

A. Strategy Analysis Questions 

1. Identify the core sources of NVIDIA’s competitive advantage in 2024. 

   How sustainable are these advantages in the long term? 

2. Evaluate NVIDIA’s transition from a gaming company to an AI infrastructure 

company. 

 3. Which strategic management theories best explain their pivot strategy? 

   (Use Ansoff Matrix, Porter’s Generic Strategies, or Resource-Based View) 

3. Analyze NVIDIA’s supply chain and its heavy dependence on TSMC. 

   What risks does this pose and how can NVIDIA mitigate them? 

4. Explain how NVIDIA uses ecosystem lock-in (CUDA, DGX, AI software) as a 

competitive strategy. Is this similar to Apple’s ecosystem strategy? 



 
 

5. If you were the Chief Strategy Officer of NVIDIA, what steps would you take to 

maintain market leadership against growing competition from AMD, Intel, and 

sovereign AI chip projects? 

6. Should NVIDIA expand into in-house chip manufacturing to reduce 

dependency? Evaluate this using a Make vs. Buy strategic decision framework. 

7. How should NVIDIA respond to increasing geopolitical restrictions limiting chip 

exports to China?    Suggest a feasible global market strategy. 

8. Is NVIDIA’s current growth rate sustainable for the next 5 years? 

   Support your argument with strategic models (PESTEL, Porter’s Five Forces, 

Value Chain). 

9. Evaluate whether NVIDIA’s dominance in AI chips could attract antitrust 

scrutiny. How should the company prepare? 

Students are asked to submit:  

1. SWOT Analysis of NVIDIA (2024) 

 2. A Porter’s Five Forces analysis of the AI chip industry 

3. 10-year strategy recommendation report 

4. A presentation on possible future disruptions (Quantum chips, RISC-V AI, 

Sovereign AI). 


