
 
  

AI as the Competitive Advantage 

Idea In Short

Artificial Intelligence [AI] has moved past the experimentation phase and into the center of
competitive strategy. Companies that treat AI as a cost-cutting tool bolted onto existing
operations are already behind those that redesign decision-making, customer engagement
and back-office work around it. The decision facing executives is not whether to adopt AI,
most already have, but whether to build the organizational capabilities, clean data, trained
talent, redesigned workflows and clear governance, that convert AI spending into
measurable advantage. Boards should direct management to audit where AI currently
touches decisions, customers and operations, then fund the capability gaps rather than
more pilots. Firms that close this gap first will set the pace their competitors are forced to
follow.

Artificial Intelligence [AI] has stopped being a technology decision and become a strategic
one. Executives no longer ask whether their company should use AI, they ask why their AI
investment has not yet shown up in earnings, market share or customer retention. The
answer usually traces back to a gap between buying AI tools and building the organizational
capability to use them well, spanning how a company makes decisions, how it treats
customers and how it runs its operations day to day. This article looks at that gap through
three lenses that matter most at the enterprise level:

decision intelligence, customer experience and operational efficiency, along with
the capabilities a business needs to build to compete on all three

The New Currency of Competitive Advantage

Traditional competitive advantage came from scale, proprietary assets or brand strength
built up over years. AI changes the mechanics of how advantage compounds. Harvard
Business School professors Marco Iansiti and Karim Lakhani have argued that AI-driven
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companies scale in a fundamentally different way than their predecessors.

AI-driven processes can be scaled up very rapidly, allow for greater scope because
they can be connected to many kinds of businesses and offer very powerful
opportunities for learning and improvement1

That compounding dynamic explains why AI leaders tend to pull further ahead of
competitors rather than converging with them over time, the opposite pattern from most
traditional business advantages, which erode as rivals catch up. A company that trains its
models on more transactions, more customer interactions and more operational data keeps
improving its predictions and recommendations, while a slower-moving competitor starts
each quarter from a weaker data position. This is why nearly every enterprise now names AI
as central to its strategy, current or planned within the next two years and why the global AI
market is projected to approach $827 billion by 2030. The strategic question has shifted
from whether to invest to how fast a company can convert that investment into a self-
reinforcing loop of better data, better decisions and better outcomes. Companies that miss
this shift do not just fall behind on efficiency, they fall behind on the compounding effect
itself, which makes the gap harder to close the longer it persists.

From Business Intelligence to Decision Intelligence

For decades, business intelligence meant dashboards and reports that summarized what
happened and left interpretation and action to a human. Decision intelligence closes that gap
by connecting predictive models directly to operational systems so recommendations turn
into action without waiting on a person to notice, interpret and approve. A supply chain
system built this way can analyze forecasted sales volumes, transportation costs, weather
data and current inventory, then place the actual purchase order rather than surfacing a
chart for someone to review the next morning. That shift from insight to action is where the
real financial return lives, because the delay between spotting a pattern and acting on it is
exactly where value leaks out of most reporting-driven organizations.

Despite the promise, most companies have not converted this capability into earnings.
McKinsey's most recent global survey on AI found that more than 80% of respondents say
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their organizations are not yet seeing a tangible impact on enterprise-level earnings before
interest and taxes [EBIT] from generative AI use2. The gap is not a technology problem, it is
an integration problem:

companies deployed models without rebuilding the workflows and approval chains
those models were supposed to replace

Decision intelligence only pays off when the organization removes the human bottleneck it
was designed to eliminate, not when it adds an AI-generated report to an unchanged
approval process. Companies serious about this shift are auditing which decisions still
require a human sign-off purely out of habit, then testing which of those can move to
automated, governed execution instead.

Customer Experience as a Competitive Battleground

Personalized service used to be a premium offering reserved for a company's best
customers. It has become a baseline expectation across every industry, from retail to
banking to travel and AI is what makes that baseline achievable at scale. Chatbots handle
routine queries without wait times, sentiment analysis tracks how customers actually feel
about a brand in real time rather than through quarterly surveys and recommendation
engines tailor product suggestions to individual purchase histories and browsing behavior.
Financial institutions apply the same logic to investment recommendations, while airlines
use predictive models to anticipate disruptions, such as proactively offering rebooking
options or lounge access when a flight is delayed, before a customer has to ask.

Consumer research now confirms how far this expectation has shifted. Accenture's 2025
consumer research, drawing on responses from 18,000 people across 14 countries, found
that 83% of active generative AI users rely on it when choosing a product or service, placing
AI-driven recommendations second only to physical stores as a trusted source of
guidance3. That level of reliance means a company's AI-driven customer experience is no
longer a differentiator sitting alongside price and quality, it has become one of the primary
factors shaping the purchase decision itself. Brands that under-invest here are not losing a
marginal feature war, they are losing visibility at the exact moment a customer is deciding
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what to buy. Building this capability well requires the same data discipline that decision
intelligence does, since a recommendation engine trained on incomplete or siloed customer
data will personalize badly and erode trust rather than build it.

The Efficiency Dividend of Enterprise Automation

Operational efficiency remains the most immediate and measurable AI payoff, which is why
it is usually where companies start. AI automation handles high-volume, rules-based work,
invoice processing, employee onboarding paperwork, social media scheduling and does it
without the fatigue or inconsistency that creeps into repetitive human work over long shifts.
A chatbot resolving a large share of routine customer inquiries frees service agents to focus
on the complex cases that actually require judgment, while computer vision systems in
manufacturing plants catch defects faster and more consistently than human inspectors
working the same line for eight hours.

The scale of enterprise adoption behind this efficiency case keeps growing. Deloitte's
ongoing research into enterprise AI adoption finds that implementation is expanding quickly
across functions even as many organizations struggle to move deployments from pilot to full
scale and to close the workforce capability gaps that limit their return4. That gap between
adoption and scale mirrors the pattern seen in decision intelligence:

buying or deploying the technology is the easy part, restructuring the process and
the workforce around it is where most of the value gets won or lost

Companies that automate a task without questioning whether the surrounding workflow still
makes sense usually end up with a faster version of an inefficient process rather than a
genuinely efficient one. The bigger prize is in translation and transcription work moving from
days to minutes, letting international expansion plans move at a pace that was not
previously operationally possible.

Building the Organizational Capabilities AI Demands

Converting AI investment into advantage requires capabilities that most companies have not

Think Insights  ·  thinkinsights.net -4-



finished building and treating AI purely as a software purchase misses where the real work
sits.

Data and Talent Foundations

Every capability described so far, predictive forecasting, decision intelligence, personalized
experience, efficient automation, depends on the same underlying resource:

clean, centralized, well-governed data

Companies still running on fragmented systems across departments cannot train reliable
models no matter how advanced the algorithm is, because the models simply learn the
inconsistencies baked into the data. Consolidating information into a unified data
architecture, implementing governance around access and quality and hiring data engineers
and analysts capable of managing that infrastructure are unglamorous investments that
rarely make a headline but determine whether every other AI initiative succeeds. MIT Sloan
Management Review's ongoing research collection on Artificial Intelligence and business
strategy has tracked this pattern across hundreds of organizations, consistently finding that
the companies extracting real value are the ones that paired technology investment with
deliberate organizational redesign rather than layering AI onto unchanged structures5.
Reskilling the workforce runs alongside the data work, since employees need both the
technical fluency to interpret AI output and the confidence that automation is meant to
remove drudgery rather than eliminate their role outright.

Governance and Human Oversight

Capability without governance eventually produces an expensive mistake, whether that is a
biased lending model, a flawed pricing algorithm or an autonomous agent making a
purchasing decision nobody authorized. Companies need ethics frameworks specific to
their own operations, impact assessments before deployment and human-in-the-loop
checks before AI-driven decisions reach customers or regulators. PwC's 2025 research on
AI business predictions found that the organizations extracting outsized value are not the
ones running the most pilots, they are the ones applying disciplined, leadership-driven focus
to a small number of high-value workflows.
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Real results take precision in picking a few spots where AI can deliver wholesale
transformation6

That discipline extends naturally into governance, since a narrower set of well-governed,
closely monitored AI systems is easier to audit and correct than dozens of loosely
supervised pilots scattered across departments. Governance should be framed to
leadership as protection for commercial performance and customer trust, not merely as a
compliance obligation, because a governance failure shows up in lost revenue and damaged
reputation just as quickly as it shows up in a regulatory fine.

Competing in an AI-First Market

The companies pulling ahead are not necessarily the ones with the most advanced models,
they are the ones that redesigned how they compete around AI rather than treating it as an
add-on to legacy operations. Proprietary data, built from years of customer interactions and
operational history, is becoming a competitive moat that public data and generic models
cannot replicate, which is why the data foundation work described earlier matters as much
as the AI tools themselves. Analysis of the current competitive landscape suggests the shift
is also structural:

as more companies gain access to comparable AI models, the differentiation moves
to who has the better data, the more redesigned workflows and the more capable
teams running them7

Executives should read that as a signal that the technology purchase was never the hard
part of this transition, the organizational rebuild around it always was.

Companies still treating AI as a tool for isolated efficiency gains will keep collecting
incremental wins while their AI-first competitors compound theirs across decision-making,
customer experience and operations simultaneously. The businesses that will define their
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industries over the next decade are already doing the less visible work now, cleaning their
data, retraining their people, redesigning their workflows and building governance strong
enough to move fast without breaking something important. That work does not show up in
a press release, but it is what separates a company that owns AI as a capability from one
that merely rents it as a tool.
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Summary

AI no longer sits at the edge of business strategy, it sits at the center of how companies
decide, serve customers and run operations. The advantage goes to organizations that
convert AI from a collection of tools into an organizational capability, backed by clean data,
trained employees, redesigned processes and clear governance. Predictive insight, decision
intelligence, personalized customer experience and automated operations are not separate
initiatives, they are facets of the same transformation. Companies still treating AI as an add-
on to legacy processes will keep collecting marginal gains while rewired competitors
compound theirs. The strategic choice for 2025 and beyond is direct:

build the capability now or spend the next decade catching up to those who did
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