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Abstract

This study explores the adoption of artificial intelligence as a strategic pathway to achieving and
sustaining competitive advantage, drawing on in-depth qualitative insights from industry
practitioners. As artificial intelligence increasingly reshapes business environments, organizations
are under growing pressure to understand not only its technical potential but also its strategic and
organizational implications. This research adopted a qualitative, interpretive approach to capture
practitioners’ lived experiences, perceptions, and sensemaking related to artificial intelligence
adoption across diverse industries, including manufacturing, services, retail, and technology-driven
sectors. Data were collected through semi-structured interviews with professionals directly involved
in artificial intelligence initiatives, enabling a rich exploration of motivations, implementation
processes, challenges, and perceived outcomes. The findings reveal that artificial intelligence
adoption was widely perceived as a strategic necessity rather than a discretionary innovation.
Practitioners emphasized that competitive advantage emerged when artificial intelligence initiatives
were closely aligned with organizational strategy, supported by leadership commitment, and
embedded into everyday decision-making processes. Rather than replacing human expertise,
artificial intelligence was viewed as augmenting managerial judgment by enhancing analytical depth,
speed, and confidence, particularly in complex and uncertain contexts. The study further highlights
that the competitive benefits of artificial intelligence unfolded over time, with early gains centered
on operational efficiency and later advantages linked to improved decision quality, innovation, and
customer-centric value creation. Importantly, the research underscores that artificial intelligence
adoption is as much a human and organizational challenge as it is a technological one. Issues such as
resistance to change, skills gaps, data quality, and trust in Al outputs shaped adoption trajectories
and influenced competitive outcomes. Organizations that invested in learning, cultural openness,
and change management were better positioned to translate artificial intelligence investments into
sustained competitive advantage. By foregrounding practitioner perspectives, this study contributes
a human-centered understanding of artificial intelligence adoption and offers practical insights for
organizations seeking to leverage Al as a dynamic and adaptive source of competitive advantage in
an increasingly data-driven economy.

Keywords: artificial intelligence adoption; competitive advantage; qualitative research; decision-
making; organizational learning; digital transformation; industry practitioners

1. Introduction

Artificial intelligence has rapidly evolved from a niche technological capability into a central
strategic resource shaping how firms compete, innovate, and sustain performance across industries.
In contemporary business environments characterized by volatility, uncertainty, and intense
competitive pressure, organizations increasingly view artificial intelligence not merely as a tool for
automation but as a transformative force capable of redefining value creation, decision-making, and
competitive positioning. The growing strategic relevance of artificial intelligence is deeply
intertwined with advances in data availability, computational power, and algorithmic sophistication,
which together enable firms to extract insights, predict outcomes, and optimize processes at
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unprecedented speed and scale. As a result, artificial intelligence is now widely recognized as a
foundational element of digital transformation strategies aimed at achieving superior efficiency,
differentiation, and long-term competitive advantage (Brynjolfsson & McAfee, 2017; Russell &
Norvig, 2021). The strategic importance of artificial intelligence becomes particularly evident when
examined through the lens of competitive advantage. Traditional sources of competitive advantage,
such as economies of scale, access to capital, or geographic positioning, are increasingly insufficient
in isolation, as technological diffusion and globalization have lowered entry barriers and intensified
rivalry. In this context, artificial intelligence offers firms the ability to reconfigure resources, enhance
dynamic capabilities, and respond more effectively to market changes. By embedding intelligence
into products, services, and internal processes, organizations can improve accuracy, speed, and
consistency in decision-making while simultaneously enabling personalization and innovation at
scale (Porter & Heppelmann, 2014; Davenport & Ronanki, 2018; Emon, 2025). Consequently, artificial
intelligence is not only reshaping how firms operate but also how they compete, collaborate, and
capture value in digital ecosystems. Recent scholarship emphasizes that early and strategic adoption
of artificial intelligence can significantly influence market dominance and competitive positioning.
Firms that integrate artificial intelligence into their core strategies at an early stage often gain learning
advantages, accumulate proprietary data, and develop organizational routines that are difficult for
competitors to replicate. Such first-mover advantages can translate into superior market performance
and sustained dominance, particularly in data-intensive and technology-driven sectors (Biradar et
al., 2025; Gans, 2022; Emon, 2025). Early adopters are also better positioned to shape industry
standards, influence customer expectations, and leverage network effects, thereby reinforcing their
competitive edge over time. However, the benefits of early adoption are not automatic; they depend
on how effectively artificial intelligence is aligned with organizational goals, capabilities, and
competitive strategies. Beyond timing, the mechanisms through which artificial intelligence
contributes to competitive advantage are multifaceted and extend across organizational functions.
One critical mechanism involves knowledge creation and management. Artificial intelligence
systems enable firms to collect, analyze, and transform vast amounts of structured and unstructured
data into actionable knowledge, thereby enhancing organizational learning and strategic insight.
Empirical evidence suggests that the impact of artificial intelligence on competitive advantage is often
mediated by knowledge management capabilities, highlighting the importance of integrating
technological investments with processes that support knowledge sharing, interpretation, and
application (Yuan et al., 2025; Emon, 2025). In this sense, artificial intelligence acts not only as a
technological asset but also as a catalyst for organizational intelligence, enabling firms to sense
opportunities, seize them effectively, and reconfigure resources in response to environmental
changes. At the firm level, artificial intelligence adoption influences competitive advantage by
reshaping decision-making processes and managerial cognition. Advanced analytics, machine
learning, and predictive models support managers in evaluating alternatives, anticipating outcomes,
and reducing uncertainty in complex environments. This shift toward data-driven decision-making
enhances both the speed and quality of strategic choices, allowing firms to respond more proactively
to competitive threats and market opportunities (Gérka et al., 2025; Shrestha et al., 2019). Importantly,
artificial intelligence does not replace human judgment but rather complements it, fostering a form
of human—Al symbiosis in which managerial expertise and algorithmic intelligence jointly contribute
to superior outcomes (Jarrahi, 2018; Emon, 2025). Such hybrid decision-making structures are
increasingly viewed as a source of competitive advantage, particularly in dynamic and knowledge-
intensive contexts. The role of artificial intelligence in shaping competitive advantage is also closely
linked to business model innovation. By enabling new ways of creating and capturing value, artificial
intelligence allows firms to redesign revenue models, customer interactions, and value propositions.
Organizations leveraging artificial intelligence can move beyond traditional product-centric models
toward data-driven and service-oriented offerings, thereby enhancing differentiation and customer
loyalty (Zukarnain et al., 2024). Artificial intelligence-driven business model innovation is especially
evident in platform-based and ecosystem-oriented strategies, where data, algorithms, and network
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effects jointly reinforce competitive positions (Zhang & Tao, 2023). These developments underscore
that competitive advantage derived from artificial intelligence is not limited to operational efficiency
but extends to strategic renewal and market reconfiguration. From an industry perspective, the
impact of artificial intelligence on competitive advantage varies across sectors but remains
consistently significant. In manufacturing, artificial intelligence supports smart production systems,
predictive maintenance, quality control, and supply chain optimization, leading to cost reductions,
flexibility, and improved responsiveness (Lee et al., 2020; Emon, 2025). In service industries, artificial
intelligence enhances customer experience through personalization, automation, and intelligent
service agents, thereby strengthening relational advantages and service quality (Huang & Rust, 2021).
Across both contexts, artificial intelligence enables firms to leverage big data analytics capabilities
that enhance visibility, coordination, and performance across value chains (Wang et al., 2018; Chen
et al,, 2012). Despite its transformative potential, artificial intelligence adoption is not without
challenges, and these challenges have important implications for competitive advantage. Data
quality, integration, and governance remain persistent obstacles, particularly in organizations with
legacy systems and fragmented information architectures (Sivarajah et al., 2017; Mariscal et al., 2017;
Emon, 2025). Moreover, concerns related to transparency, explainability, and ethical use of artificial
intelligence can affect stakeholder trust and regulatory compliance, potentially constraining
competitive gains (Rai, 2020). Firms that fail to address these issues risk undermining the strategic
value of artificial intelligence investments, highlighting the importance of responsible and
transparent implementation practices. Human capital considerations further complicate the
relationship between artificial intelligence and competitive advantage. While artificial intelligence
can augment productivity and enable new forms of work, it also alters skill requirements and
workforce structures. Evidence suggests that successful artificial intelligence adoption depends
heavily on managerial and employee capabilities, as well as on leadership commitment to change
and learning (Bessen, 2019; Brynjolfsson et al., 2018). Executive demographics and leadership
characteristics play a critical role in shaping artificial intelligence investment decisions and
performance outcomes, as leaders’ experience, openness to innovation, and risk preferences influence
both adoption and utilization (Kikuchi, 2025; Emon, 2025). These findings underscore that
competitive advantage from artificial intelligence is as much a managerial and organizational
challenge as it is a technological one. Small and medium-sized enterprises face distinct opportunities
and constraints in adopting artificial intelligence for competitive advantage. While resource
limitations may hinder large-scale investments, strategic and focused adoption can enable SMEs to
enhance efficiency, innovation, and market reach. Prescriptive frameworks emphasize the
importance of aligning artificial intelligence initiatives with strategic priorities, leveraging external
partnerships, and adopting scalable solutions tailored to organizational capabilities (Hussain &
Rizwan, 2024). In emerging and resource-constrained contexts, such strategic alignment is
particularly crucial for translating artificial intelligence adoption into sustainable competitive
advantage. Theoretical perspectives further illuminate why artificial intelligence has become a
strategic imperative in contemporary competition. Economic analyses highlight that artificial
intelligence reduces the cost of prediction, thereby reshaping organizational structures, coordination
mechanisms, and market dynamics (Agrawal et al., 2018; Emon, 2025). From a strategy perspective,
artificial intelligence can be understood as a situated capability whose value depends on contextual
factors such as industry characteristics, organizational routines, and competitive interactions (Kemp,
2024). These perspectives suggest that artificial intelligence does not confer competitive advantage in
a uniform or deterministic manner; rather, its strategic value emerges through complex interactions
between technology, organization, and environment. Taken together, existing literature strongly
indicates that artificial intelligence has the potential to serve as a powerful source of competitive
advantage, yet the realization of this potential is contingent upon how organizations adopt, integrate,
and govern these technologies. While prior research has offered valuable insights into the
performance effects, economic implications, and strategic mechanisms associated with artificial
intelligence, much of this work remains quantitative or conceptual in nature. There is a growing need
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for in-depth qualitative insights that capture the lived experiences, interpretations, and strategic
reasoning of industry practitioners who are directly involved in artificial intelligence adoption and
implementation. Understanding how practitioners perceive opportunities, navigate challenges, and
make sense of artificial intelligence in competitive contexts is essential for advancing both theory and
practice. Against this backdrop, the present qualitative research is motivated by the need to explore
artificial intelligence adoption for competitive advantage from the perspective of industry
practitioners. By foregrounding practitioner insights, this study seeks to deepen understanding of
the strategic, organizational, and contextual factors that shape artificial intelligence-driven
competitive advantage in real-world settings. Such an approach not only complements existing
empirical findings but also contributes to a more nuanced and practice-informed understanding of
artificial intelligence as a strategic resource in contemporary competition (Wan & Zhao, 2025; Emon,
2025).

2. Literature Review

The idea of competitive advantage has always been central to understanding why some firms
consistently outperform others, and the literature has long argued that this advantage emerges from
the ability to create value in ways that competitors cannot easily imitate. Early strategic thinking
framed competitive advantage as the outcome of deliberate positioning, cost leadership, or
differentiation strategies that allow firms to sustain superior performance over time (Porter, 1985).
However, as markets have become more dynamic and technology-driven, scholars have increasingly
recognized that traditional sources of advantage are fragile and often short-lived. This realization has
led to growing attention on digital technologies, particularly artificial intelligence, as critical enablers
of new forms of advantage rooted in speed, learning, adaptability, and data-driven insight. Research
on information technology and firm performance initially produced mixed findings, with early
studies questioning whether investments in technology truly translated into competitive gains. Over
time, however, scholars demonstrated that technology alone does not create value; rather, value
emerges when technological resources are combined with organizational capabilities, managerial
skills, and strategic intent (Barua et al., 1995; Bharadwaj, 2000; Emon, 2025). From this perspective,
artificial intelligence represents a continuation and intensification of this logic. Al systems are
powerful, but their strategic value depends heavily on how firms embed them into everyday
practices, decision-making routines, and broader organizational systems. This view aligns closely
with the resource-based theory, which argues that sustainable competitive advantage arises from
resources that are valuable, rare, difficult to imitate, and embedded within firm-specific contexts
(Grant, 1991; Emon & Chowdhury, 2025). Building on the resource-based view, the dynamic
capabilities framework offers a particularly useful lens for understanding artificial intelligence
adoption. Dynamic capabilities emphasize a firm’s ability to sense emerging opportunities and
threats, seize those opportunities through timely investments, and continuously reconfigure
resources to remain competitive in changing environments (Teece et al., 1997; Teece, 2007; Emon et
al., 2025). Artificial intelligence strengthens each of these processes. Through advanced analytics and
machine learning, firms can better sense market trends, customer behaviors, and operational
inefficiencies. Al-supported tools help managers seize opportunities by improving forecasting,
optimizing resource allocation, and supporting faster decision-making. At the same time, Al enables
organizations to reconfigure processes and structures more fluidly, supporting ongoing adaptation
rather than one-time transformation. The growing literature on digital transformation further
reinforces the strategic importance of artificial intelligence. Digital transformation is widely
understood as a deep and ongoing process through which organizations use digital technologies to
reshape how they operate, create value, and compete (Verhoef et al., 2021; Emon, 2025). Within this
broader transformation journey, artificial intelligence is often positioned as a key driver due to its
ability to automate complex tasks, generate predictive insights, and support innovation across
organizational boundaries. Empirical studies suggest that firms adopting Al as part of a coherent
digital transformation strategy are more likely to experience improvements in efficiency, innovation

© 2025 by the author(s). Distributed under a Creative Commons CC BY license.


https://doi.org/10.20944/preprints202512.2063.v1
http://creativecommons.org/licenses/by/4.0/

Preprints.org (www.preprints.org) | NOT PEER-REVIEWED | Posted: 23 December 2025 d0i:10.20944/preprints202512.2063.v1

5 of 18

outcomes, and overall firm performance (Kumar & Gupta, 2021, Wamba-Taguimdje et al., 2020).
Importantly, these benefits are not immediate or automatic; they tend to emerge over time as
organizations learn how to align Al capabilities with strategic goals and operational realities. Another
important stream of literature highlights the role of information management and analytics
capabilities in shaping competitive outcomes. Research consistently shows that firms with strong
data management, analytics, and digital infrastructure capabilities are better positioned to extract
value from emerging technologies (Mithas et al., 2011; Mikalef et al., 2019; Emon et al., 2025). Artificial
intelligence builds on these foundations by enabling deeper analysis, real-time insights, and
automated learning. Studies on big data analytics demonstrate that firms leveraging advanced
analytical tools can improve supply chain coordination, enhance customer understanding, and
support more informed strategic decisions (Rai et al., 2006; Gholami et al., 2018; Emon et al., 2025).
Al intensifies these advantages by allowing organizations to move beyond descriptive insights
toward predictive and prescriptive intelligence. Organizational agility emerges as a recurring theme
in discussions of technology-enabled competitive advantage. Agility refers to the capacity of firms to
respond quickly and effectively to changes in markets, technologies, and customer expectations. Prior
research shows that digital technologies enhance agility by creating digital options and enabling
rapid experimentation (Sambamurthy et al., 2003; Overby et al., 2006; Emon et al., 2025). Artificial
intelligence further strengthens this capability by continuously monitoring environments, identifying
patterns, and supporting adaptive responses. In fast-moving and uncertain environments, such Al-
enabled agility can make the difference between firms that lead and those that lag behind. The
literature also makes clear that technology adoption is deeply shaped by organizational culture and
structure. Studies consistently find that cultures characterized by openness, learning, and
collaboration are more likely to realize the strategic benefits of advanced technologies (Bock et al.,
2012; Zhang & Tansuhaj, 2007). Artificial intelligence adoption, in particular, requires a willingness
to experiment, trust data-driven insights, and rethink traditional roles and decision-making
hierarchies. When organizations resist change or rely excessively on rigid structures, Al initiatives
often fail to deliver meaningful competitive benefits, regardless of technical sophistication. Strategic
alignment and governance play equally critical roles in determining Al outcomes. Research on
information systems strategy highlights that firms perform better when technological initiatives are
closely aligned with business objectives and supported by appropriate governance mechanisms
(Chen & Shang, 2017; Chen et al., 2010; Emon et al., 2025). Artificial intelligence initiatives typically
cut across functional boundaries and involve ethical, legal, and operational considerations, making
governance especially important. Clear decision rights, accountability structures, and alignment
between strategy and technology help firms reduce risks and increase the likelihood that Al
investments contribute to sustained competitive advantage. Innovation-focused studies further
emphasize artificial intelligence as a powerful catalyst for change. Digital innovation research argues
that emerging technologies enable new combinations of resources that give rise to novel products,
services, and business models (Fichman et al., 2014; Emon et al., 2025). Artificial intelligence plays a
central role in data-driven business model innovation, allowing firms to personalize offerings,
optimize pricing, and create new value propositions based on insights derived from data (Sorescu,
2017; Li & Wang, 2022; Emon et al., 2025). These innovations often generate differentiation
advantages that are difficult for competitors to replicate, particularly when they are supported by
proprietary data and continuous learning processes. Industry-level research illustrates how Al-
driven competitive advantage manifests differently across contexts. In manufacturing, artificial
intelligence supports Industry 4.0 initiatives by improving productivity, flexibility, and quality,
thereby strengthening both cost and responsiveness advantages (Frank et al., 2019; Emon &
Chowdhury, 2025). In healthcare, Al enhances diagnostic accuracy and operational efficiency,
contributing to both competitive performance and societal value (Kshetri, 2018). In the public sector,
Al adoption improves service delivery and decision-making, although the notion of competitive
advantage takes a different form compared to private firms (Wirtz et al., 2020; Emon, 2025). These
sectoral differences highlight that the value of artificial intelligence is highly contextual and shaped
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by institutional, regulatory, and market conditions. International business research adds further
nuance by showing how digital and Al capabilities support global competitiveness. Firms with
advanced digital infrastructures are better able to coordinate activities across borders, adapt to local
market conditions, and leverage global knowledge networks (Azar & Ciabuschi, 2017; Rugman &
Collinson, 2005; Emon et al., 2025). Artificial intelligence enhances these capabilities by enabling real-
time data integration and analytics across geographically dispersed operations, supporting more
informed and timely strategic decisions in complex international environments. Despite the growing
body of research linking artificial intelligence to competitive advantage, scholars increasingly
acknowledge that many questions remain unanswered. Much of the existing literature relies on
quantitative methods that capture outcomes but offer limited insight into the processes,
interpretations, and organizational dynamics underlying Al adoption. As digital transformation
research suggests, firms progress through different levels of maturity, and the benefits of artificial
intelligence tend to increase as organizations develop more sophisticated digital architectures and
capabilities (Sousa & Rocha, 2019). This implies that Al-driven competitive advantage is not simply
a function of adoption, but of learning, adaptation, and strategic integration over time. Overall, the
literature paints a nuanced picture of artificial intelligence as a powerful yet complex driver of
competitive advantage. Al does not automatically create superior performance; rather, its value
emerges through the interaction of technology, strategy, culture, and capability development. While
existing studies provide strong theoretical foundations and empirical evidence, they also point to the
need for deeper, practice-oriented insights into how organizations actually experience and make
sense of Al adoption. By focusing on human interpretations, organizational realities, and contextual
factors, qualitative research can enrich current understanding and bridge the gap between abstract
theory and lived managerial practice.

3. Research Methodology

This study adopted a qualitative research approach to explore how industry practitioners
perceived and experienced the adoption of artificial intelligence as a source of competitive advantage.
A qualitative design was considered appropriate because the research sought to capture rich,
contextualized insights into practitioners’ interpretations, strategic reasoning, and lived experiences
rather than to test predetermined hypotheses or measure relationships among variables. The study
was guided by an interpretivist perspective, which assumed that meanings associated with artificial
intelligence adoption were socially constructed and shaped by organizational contexts, managerial
roles, and industry conditions. This approach enabled an in-depth understanding of how artificial
intelligence was understood, implemented, and leveraged within real organizational settings. Data
were collected through semi-structured, in-depth interviews with industry practitioners who had
direct involvement in artificial intelligence-related initiatives within their organizations. Participants
were selected using purposive sampling to ensure that they possessed relevant knowledge and
practical experience related to Al adoption and strategic decision-making. The sample included
managers, senior executives, technology leads, and strategy professionals from diverse industries
such as manufacturing, services, retail, logistics, and technology-intensive sectors. This diversity was
intentionally sought to capture a broad range of perspectives and to enhance the transferability of the
findings across different organizational and industry contexts. Snowball sampling was also used to
identify additional participants based on recommendations from initial interviewees, which helped
to access knowledgeable practitioners who might otherwise have been difficult to reach. The
interviews were conducted over a period of several months and were carried out either face-to-face
or through online communication platforms, depending on participants’ availability and geographic
location. An interview guide was used to ensure consistency across interviews while allowing
sufficient flexibility for participants to elaborate on issues they considered most relevant. The
questions focused on participants’ experiences with artificial intelligence adoption, perceived
strategic motivations, organizational enablers and barriers, decision-making processes, and
perceived impacts on competitive advantage and performance. Probing questions were used to
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clarify responses, explore underlying assumptions, and encourage participants to provide concrete
examples from their organizational experiences. All interviews were conducted in a professional and
conversational manner to build rapport and facilitate open and honest discussion. With participants’
informed consent, the interviews were audio-recorded and later transcribed verbatim to ensure
accuracy and completeness of the data. Ethical considerations were carefully addressed throughout
the research process. Participants were informed about the purpose of the study, their voluntary
participation, and their right to withdraw at any stage without consequence. Anonymity and
confidentiality were assured by removing identifying information from the transcripts and by using
pseudonyms or general descriptors when reporting the findings. Data were stored securely and
accessed only by the researchers to protect participants’ privacy. The data analysis followed a
thematic analysis approach, which was conducted systematically and iteratively. The researchers first
familiarized themselves with the data by reading and re-reading the transcripts to gain an overall
understanding of participants’ narratives. Initial codes were then generated to capture meaningful
segments of text related to artificial intelligence adoption, strategic intent, organizational processes,
and competitive outcomes. These codes were both data-driven and informed by existing literature,
allowing for the identification of emergent themes while remaining theoretically sensitive. The codes
were subsequently reviewed, compared, and grouped into broader themes that reflected recurring
patterns and shared meanings across participants’ accounts. Throughout the analysis, constant
comparison was employed to examine similarities and differences across interviews, industries, and
organizational roles. This process helped refine the themes and ensured that they were grounded in
the data rather than driven by preconceived assumptions. Reflexivity was maintained during
analysis, with the researchers critically reflecting on their own perspectives and potential biases to
minimize their influence on data interpretation. Memos were used to document analytical decisions,
emerging insights, and connections between themes, thereby enhancing the transparency and rigor
of the analysis process. To enhance the trustworthiness of the study, several strategies were
employed. Credibility was supported through prolonged engagement with the data and by seeking
rich, detailed accounts from participants. Member checking was conducted with a subset of
participants, who were invited to review summaries of the findings to confirm the accuracy and
resonance of the interpretations. Transferability was addressed by providing thick descriptions of the
research context, participants, and analytical process, enabling readers to assess the applicability of
the findings to other settings. Dependability and confirmability were strengthened by maintaining a
clear audit trail of data collection and analysis procedures and by systematically documenting
methodological decisions. Overall, the qualitative methodology adopted in this study allowed for a
nuanced and in-depth exploration of how industry practitioners experienced and made sense of
artificial intelligence adoption for competitive advantage. By focusing on practitioners’ perspectives
and organizational realities, the methodology provided a robust foundation for generating insights
that are both theoretically meaningful and practically relevant.

4. Results and Findings

The results and findings of this qualitative study provide an in-depth and practice-oriented
understanding of how industry practitioners experienced the adoption of artificial intelligence as a
source of competitive advantage. Drawing from rich narratives shared by participants across diverse
industries, the findings reveal that artificial intelligence adoption was not perceived as a single
technological decision but rather as a complex, evolving journey shaped by strategic intent,
organizational readiness, human judgment, and environmental pressures. Practitioners consistently
described artificial intelligence as a transformative force that altered how their organizations thought,
acted, and competed, while also emphasizing that the realization of competitive advantage depended
heavily on how Al was embedded into everyday practices and decision-making routines.

Participants commonly began their accounts by reflecting on the motivations that initially drove
their organizations to explore artificial intelligence. For many, competitive pressure served as a
critical trigger, as firms faced intensifying rivalry, rising customer expectations, and shrinking
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margins. Artificial intelligence was seen as a means to remain relevant and resilient rather than as a
purely experimental technology. Practitioners emphasized that Al adoption was often framed
internally as a strategic necessity to survive and grow in increasingly data-driven markets. In several
cases, organizations turned to Al after recognizing limitations in traditional decision-making
approaches, particularly when dealing with complex, fast-moving environments where human
intuition alone was no longer sufficient. This strategic framing shaped how resources were allocated
and how Al initiatives were prioritized within the organization.

The themes presented in Table 1 illustrate that practitioners perceived artificial intelligence as a
strategic response to both external and internal pressures. Rather than adopting Al for its novelty,
organizations sought clear strategic benefits such as differentiation, efficiency, and customer
responsiveness. Participants highlighted that when Al initiatives were clearly linked to competitive
goals, they gained stronger managerial support and organizational legitimacy. Conversely, projects
that lacked strategic clarity often struggled to demonstrate value, reinforcing the importance of
aligning Al adoption with overarching competitive objectives.

Table 1. Strategic Motivations for AI Adoption.

Theme Description

Competitive Pressure Al was adopted to respond to intense market competition and avoid

strategic stagnation.

Strategic Differentiation Organizations pursued Al to create unique value propositions and

stand out from competitors.

Efficiency = and  Cost | Al was viewed as a tool to streamline operations and reduce

Optimization inefficiencies.

Customer-Centric Strategy | Al adoption was driven by the need to better understand and serve

customers.

As Al initiatives progressed, practitioners frequently discussed the importance of organizational
readiness in shaping adoption outcomes. Readiness was described as a combination of leadership
commitment, cultural openness, data availability, and structural flexibility. Many participants noted
that organizations underestimated the level of preparation required to successfully adopt artificial
intelligence. In particular, the absence of clean, integrated data and the lack of internal analytical
skills were cited as major obstacles during early stages of implementation. Practitioners emphasized
that organizations that invested time in building foundational capabilities were better positioned to
translate Al investments into competitive benefits.

The insights summarized in Table 2 indicate that organizational readiness played a decisive role
in determining whether artificial intelligence initiatives succeeded or stalled. Practitioners
consistently described leadership commitment as a signal that Al was a strategic priority rather than
a peripheral experiment. Cultural openness encouraged employees to trust data-driven insights and
engage with Al tools, while structural flexibility allowed organizations to adapt workflows around
new technologies. When these elements were absent, Al initiatives often remained isolated pilot
projects with limited competitive impact.

Table 2. Organizational Readiness Factors.

Theme Description

Leadership Senior management support enabled resource allocation and risk-
Commitment taking.

Data Infrastructure Availability and quality of data influenced Al effectiveness.

Cultural Openness Willingness to experiment and learn supported Al adoption.
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Structural Flexibility Flexible processes facilitated integration of Al solutions.

Another dominant theme emerging from the findings related to the evolving role of decision-
making. Participants described how artificial intelligence reshaped managerial decision processes by
augmenting human judgment rather than replacing it. Al tools were frequently used to provide
recommendations, forecasts, and scenario analyses, which managers then evaluated using their
contextual knowledge and experience. This hybrid approach was viewed as a major source of
competitive advantage, as it combined the speed and accuracy of algorithms with human intuition
and strategic understanding.

The themes in Table 3 reflect practitioners’ belief that artificial intelligence enhanced decision
quality without diminishing managerial agency. Participants noted that Al-enabled insights allowed
them to move faster and act with greater confidence, particularly in high-stakes or uncertain
situations. At the same time, human oversight was considered essential to interpret results, question
assumptions, and account for contextual factors that algorithms could not fully capture. This balance
between automation and judgment was widely viewed as critical to sustaining competitive

advantage.
Table 3. AI-Enabled Decision-Making Practices.
Theme Description
Data-Driven Insights Al provided evidence-based recommendations for decisions.
Human Judgment Managers retained final decision authority.
Speed of Decisions Al reduced time required for analysis and response.
Risk Reduction Predictive models supported more informed risk assessment.

Participants also emphasized the role of artificial intelligence in driving operational efficiency
and process optimization. Across industries, Al applications were used to automate repetitive tasks,
optimize resource allocation, and improve process consistency. These efficiency gains freed up
human resources to focus on higher-value activities such as innovation, relationship management,
and strategic planning. Practitioners highlighted that while cost reduction was an important
outcome, the real advantage lay in increased organizational focus and agility.

The findings in Table 4 suggest that operational efficiency served as a foundational benefit that
supported broader competitive outcomes. Practitioners viewed efficiency gains not as an end in
themselves but as an enabler of strategic flexibility and innovation. By reducing operational burdens,
Al allowed organizations to respond more quickly to market changes and pursue growth
opportunities more effectively.

Table 4. Operational Efficiency Outcomes.

Theme Description

Process Automation Al reduced manual and repetitive tasks.

Resource Optimization Improved allocation of time, labor, and capital.
Consistency and Accuracy Reduced errors in operational processes.

Time Reallocation Employees focused on strategic and creative work.

Customer-related advantages emerged as another prominent theme. Participants described how
artificial intelligence enabled deeper understanding of customer behavior, preferences, and needs.
Al-driven analytics were used to personalize offerings, anticipate demand, and enhance customer
engagement. These capabilities were widely perceived as critical for differentiation in markets where
customers expected tailored experiences and rapid responsiveness.
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The themes outlined in Table 5 indicate that artificial intelligence strengthened competitive
advantage by enabling more meaningful and personalized customer interactions. Practitioners
emphasized that Al-driven personalization enhanced customer satisfaction and loyalty, which in
turn contributed to long-term performance and market positioning. Organizations that effectively
leveraged customer data through AI were seen as more agile and customer-centric than their

competitors.
Table 5. Customer-Centric Advantages.
Theme Description
Personalization Customized products, services, and communications.
Customer Insights Deeper understanding of customer behavior patterns.
Responsiveness Faster responses to customer needs and feedback.
Relationship Strengthening Improved customer trust and loyalty.

Innovation and business model evolution were also frequently discussed. Participants described
how artificial intelligence opened new possibilities for product development, service delivery, and
revenue generation. In some cases, Al enabled incremental improvements, while in others it
supported more radical changes to how value was created and captured. Practitioners viewed
innovation driven by Al as a continuous process rather than a one-time outcome.

The findings summarized in Table 6 suggest that artificial intelligence acted as a catalyst for
sustained innovation. Practitioners noted that Al encouraged experimentation and learning, allowing
organizations to adapt their offerings and business models over time. This capacity for continuous
innovation was widely regarded as a critical source of competitive advantage in rapidly evolving

markets.
Table 6. AI-Driven Innovation Outcomes.
Theme Description
Product Innovation Enhanced or new offerings supported by Al insights.
Service Innovation Improved service delivery and automation.
Business Model Evolution New ways of creating and capturing value.
Continuous Experimentation Ongoing testing and refinement of ideas.

Despite the benefits, participants were candid about the challenges they faced during Al
adoption. Resistance to change, skills gaps, and concerns about data quality and trust were
commonly reported. Practitioners emphasized that these challenges were not purely technical but
deeply organizational and human in nature. Addressing them required communication, training, and
change management efforts alongside technological investments.

The themes in Table 7 highlight that competitive advantage from Al was not guaranteed and
depended on how organizations managed adoption challenges. Practitioners stressed that ignoring
human and cultural issues often undermined Al initiatives, regardless of technological
sophistication. Successful organizations were those that proactively addressed resistance, invested in
skills development, and built trust in Al systems.

Table 7. Challenges in AI Adoption.

Theme Description
Resistance to Change Employee skepticism and fear of job displacement.
Skills and Talent Gaps Limited internal expertise in Al and analytics.

© 2025 by the author(s). Distributed under a Creative Commons CC BY license.


https://doi.org/10.20944/preprints202512.2063.v1
http://creativecommons.org/licenses/by/4.0/

Preprints.org (www.preprints.org) | NOT PEER-REVIEWED | Posted: 23 December 2025 d0i:10.20944/preprints202512.2063.v1

11 of 18

Data Quality Issues Incomplete or unreliable data sources.

Trust in AI Outputs Concerns about transparency and reliability.

Leadership and governance emerged as critical enablers throughout the Al adoption journey.
Participants emphasized that clear strategic direction, ethical oversight, and accountability structures
helped guide Al initiatives and manage risks. Leaders played a key role in articulating the purpose
of Al adoption and in fostering an environment where experimentation was encouraged but aligned
with organizational values.

The insights in Table 8 indicate that leadership and governance were central to sustaining
competitive advantage through Al Practitioners viewed strong leadership as essential for balancing
innovation with control and for ensuring that Al adoption aligned with long-term strategic objectives
rather than short-term gains.

Table 8. Leadership and Governance Roles.

Theme Description

Strategic Vision Clear articulation of Al’s role in competitiveness.
Ethical Oversight Responsible and transparent use of AL
Accountability Defined ownership of Al initiatives.

Change Leadership Guiding employees through transformation.

Another important finding related to organizational learning. Participants described Al
adoption as a learning journey that reshaped skills, mindsets, and routines over time. Organizations
that treated Al initiatives as opportunities for learning rather than fixed projects were better able to
adapt and extract value. Continuous learning was seen as essential for keeping pace with
technological advances and evolving competitive conditions.

The themes in Table 9 show that learning and capability development were foundational to long-
term competitive advantage. Practitioners emphasized that Al adoption strengthened organizations
not only technologically but also cognitively, enabling them to think more analytically and

strategically.
Table 9. Organizational Learning and Capability Development.
Theme Description
Skill Development Upskilling employees in data and Al literacy.
Learning-by-Doing Knowledge gained through experimentation.
Cross-Functional Collaboration Shared learning across departments.
Knowledge Retention Embedding insights into organizational routines.

Participants also discussed how the competitive impact of Al unfolded over time. Immediate
gains were often operational, while more strategic advantages emerged gradually as organizations
refined their use of Al and integrated it more deeply into core processes. This temporal dimension
shaped expectations and influenced how success was evaluated.

The insights in Table 10 suggest that competitive advantage from Al was cumulative rather than
instantaneous. Practitioners stressed the importance of patience and persistence, noting that
organizations that abandoned Al initiatives too early often failed to realize their full strategic
potential.

Table 10. Time-Based Competitive Effects.

Theme Description
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Short-Term Gains Efficiency and process improvements.
Medium-Term Benefits Enhanced decision-making and customer value.
Long-Term Advantage Sustained differentiation and adaptability.
Continuous Evolution Ongoing refinement of Al use.

Finally, participants reflected on how artificial intelligence reshaped their understanding of
competition itself. Al adoption blurred industry boundaries, intensified rivalry, and raised the bar
for performance and responsiveness. Practitioners perceived that Al not only changed what firms
did, but also how they defined success and competitiveness.

The themes in Table 11 indicate that artificial intelligence fundamentally altered competitive
logic. Practitioners described a shift toward continuous adaptation, where competitive advantage
was less about static positioning and more about ongoing learning and responsiveness enabled by

AL
Table 11. Redefining Competitive Advantage through Al
Theme Description
Elevated Performance Standards Higher expectations for speed and accuracy.
Data as a Strategic Asset Data-driven capabilities as a core advantage.
Adaptive Competition Continuous adjustment to market changes.
Strategic Mindset Shift Viewing Al as integral to strategy.

The findings reveal that adopting artificial intelligence for competitive advantage was a
multifaceted and dynamic process shaped by strategic intent, organizational readiness, human
judgment, and continuous learning. Practitioners experienced Al as a powerful enabler of efficiency,
innovation, and customer-centricity, while also recognizing the challenges associated with change,
skills, and trust. Competitive advantage emerged not simply from adopting Al but from embedding
it deeply into decision-making, culture, and strategy over time. The results underscore that artificial
intelligence reshaped both organizational capabilities and competitive mindsets, positioning firms to
compete in more adaptive, data-driven, and resilient ways.

5. Discussion

The findings of this study provide a nuanced understanding of how artificial intelligence
adoption unfolds in practice and how it contributes to competitive advantage beyond purely
technical or efficiency-driven explanations. The experiences shared by industry practitioners suggest
that artificial intelligence is best understood as a strategic and organizational transformation rather
than a discrete technological investment. Participants consistently emphasized that competitive
advantage emerged when artificial intelligence was aligned with strategic intent, embedded into
decision-making routines, and supported by organizational readiness. This reinforces the idea that
the value of artificial intelligence lies not in the technology itself, but in how organizations learn to
integrate it into their ways of thinking, working, and competing. One of the most important insights
from the findings is the central role of human judgment in Al-enabled decision-making. Practitioners
did not view artificial intelligence as a replacement for managerial expertise, but as a powerful
complement that enhanced speed, accuracy, and confidence in decisions. The combination of
algorithmic insights and human experience allowed organizations to navigate uncertainty more
effectively and to make more informed strategic choices. This hybrid decision-making approach
appeared to be a key source of competitive advantage, particularly in complex and fast-changing
environments where purely data-driven or purely intuitive decisions were seen as insufficient. The
findings suggest that organizations that actively cultivated this balance were better positioned to
leverage artificial intelligence in meaningful and sustainable ways. The discussion also highlights
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that organizational readiness was a decisive factor shaping Al outcomes. Leadership commitment,
cultural openness, and data infrastructure were repeatedly identified as enablers that determined
whether artificial intelligence initiatives moved beyond experimentation to deliver tangible strategic
value. Where leaders clearly articulated the purpose of Al adoption and signaled long-term
commitment, employees were more willing to engage with new tools and processes. Conversely,
when Al initiatives were introduced without sufficient preparation or communication, resistance and
skepticism limited their impact. This underscores that competitive advantage from artificial
intelligence is deeply social and organizational, emerging through shared understanding, trust, and
collective learning. Another key theme emerging from the findings relates to the temporal nature of
Al-driven competitive advantage. Practitioners emphasized that while some benefits, such as
operational efficiency and process automation, were realized relatively quickly, more strategic
advantages developed gradually over time. Enhanced decision quality, customer-centric capabilities,
and innovation outcomes emerged as organizations accumulated experience and refined their use of
Al This gradual evolution shaped how success was perceived and measured, highlighting the
importance of patience and persistence. Organizations that expected immediate transformative
results were more likely to become discouraged, whereas those that viewed Al adoption as a long-
term journey were more successful in sustaining competitive gains. The findings also suggest that
artificial intelligence reshaped how organizations understood competition itself. Rather than viewing
competitive advantage as a static position, practitioners described a shift toward continuous
adaptation, learning, and responsiveness. Artificial intelligence raised performance expectations and
accelerated competitive dynamics, making ongoing improvement a necessity rather than a choice. In
this sense, Al adoption contributed to a more dynamic form of competitiveness, where advantage
was continually created and renewed through data-driven insight, experimentation, and strategic
agility. Challenges associated with artificial intelligence adoption further enriched the discussion by
revealing the limits of purely technical solutions. Resistance to change, skills shortages, data quality
concerns, and trust in Al outputs were common obstacles that shaped adoption trajectories.
Practitioners emphasized that addressing these challenges required deliberate change management
efforts, investment in learning, and transparent communication. Organizations that treated these
challenges as integral to the adoption process, rather than as side issues, were better able to sustain
momentum and extract value from Al initiatives. This highlights that competitive advantage from
artificial intelligence depends as much on managing people and processes as on managing
technology.

6. Conclusion

This study concludes that adopting artificial intelligence for competitive advantage is not a
singular technological decision but a continuous organizational journey shaped by strategy, people,
and learning. The findings demonstrate that artificial intelligence becomes a source of competitive
advantage when it is purposefully aligned with organizational goals, embedded into decision-
making processes, and supported by a culture that values experimentation and data-driven thinking.
Rather than replacing human expertise, artificial intelligence strengthens managerial capabilities by
enhancing insight, speed, and confidence in complex and uncertain environments. Competitive
advantage, therefore, emerges from the effective combination of human judgment and intelligent
systems. The study also highlights that the benefits of artificial intelligence unfold over time, evolving
from initial operational improvements to deeper strategic and innovative outcomes. Organizations
that approached Al adoption with patience and a long-term perspective were better able to translate
early efficiency gains into sustained differentiation, adaptability, and customer-centric value creation.
At the same time, the challenges encountered during adoption underscore that technological
capability alone is insufficient. Leadership commitment, organizational readiness, skill development,
and trust in Al systems were shown to be critical in shaping successful outcomes. Overall, the
conclusion reinforces that artificial intelligence reshapes not only how organizations operate but also
how they compete and define success. Firms that view artificial intelligence as a core strategic
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resource and invest in continuous learning and integration are more likely to build resilient and
adaptive competitive advantages. By capturing industry practitioners’ lived experiences, this study
contributes a grounded and human-centered understanding of artificial intelligence adoption,
offering insights that are relevant for both theory and practice in an increasingly Al-driven
competitive landscape.
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