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[bookmark: _Toc123445226]1 Proposal context and company description
NVIDIA’s business development challenge is to sustain long-term growth while reducing its reliance on concentrated data centre infrastructure sales. This proposal evaluates whether integrating its AI hardware with enterprise software and partner-delivered implementation services could broaden its enterprise customer base and increase recurring revenue. It follows Path B by analysing an existing company, assessing a growth opportunity and recommending a commercially feasible business model.
NVIDIA was founded in 1993 and is incorporated in Delaware, with headquarters in Santa Clara, California. It reports two segments: Compute and Networking, which includes data centre computing, networking, AI software and automotive platforms, and Graphics, which includes gaming and professional visualisation products. Its platform combines GPUs, CPUs, data processing units, high-speed interconnects, networking and a large software stack built around CUDA. The company also sells paid licences for NVIDIA AI Enterprise and virtual GPU software (NVIDIA, 2026a).
The company’s current financial strength provides a credible base for development. Fiscal 2026 revenue reached $215.94 billion, compared with $130.50 billion in fiscal 2025. Data Center revenue was $193.74 billion, approximately 89.7 per cent of the total, and included $162.36 billion from compute and $31.38 billion from networking (NVIDIA, 2026a). This concentration confirms NVIDIA’s leadership in AI infrastructure, but it also exposes the company to the investment cycles, purchasing decisions and bargaining power of a relatively small number of large customers. Two direct customers accounted for 22 per cent and 14 per cent of fiscal 2026 revenue (NVIDIA, 2026a).
[bookmark: _Toc1736328735]2 Business development problem and proposed solution
NVIDIA’s business problem is its high dependence on data centre infrastructure revenue and a small number of large customers, which exposes future growth to their investment cycles and purchasing decisions (NVIDIA, 2026a). At the same time, enterprise customers face barriers to moving AI pilots into governed production. ISG’s study of 1,200 AI use cases found that only 31 per cent had reached full production and only one in four achieved the expected return on growth, despite average spending of $1.3 million per initiative (ISG, 2025). NVIDIA’s own 2026 cross-industry survey found that 64 per cent of respondents actively used AI, but 48 per cent cited data problems, 38 per cent cited a shortage of AI expertise and 30 per cent cited unclear return on investment (Rowinski, 2026). This implementation gap creates an opportunity to assess whether an integrated enterprise offer could diversify NVIDIA’s customer relationships and generate more recurring software and support income.
The proposed development is an integrated enterprise offer provisionally called NVIDIA Enterprise AI Solutions. It would combine approved NVIDIA compute and networking configurations with NVIDIA AI Enterprise, NIM microservices, NeMo, Run:ai orchestration and optional DGX Cloud capacity. Customers would select a deployment route across on-premises, cloud or hybrid infrastructure. Certified consulting and systems-integration partners would deliver data readiness, security configuration, migration and operating support. Sector packs for financial services, manufacturing, healthcare and retail would provide reference architectures, governance controls, implementation templates and measurable use cases.
The proposal extends products NVIDIA already owns rather than creating an unrelated business. The change lies in commercial integration. A staged subscription would connect software, support and lifecycle services to the installed hardware base, while outcome measures such as time to production, GPU utilisation, inference cost and renewal rates would make value visible. The final BDP will test whether this model can broaden the enterprise customer mix, increase recurring revenue and protect hardware demand without displacing NVIDIA’s cloud, server and consulting partners.
[bookmark: _Toc1393181607]3 Research aim question and objectives
Aim. To evaluate and recommend an integrated AI hardware and enterprise software business model that could strengthen NVIDIA’s long-term growth by improving enterprise adoption, recurring revenue and customer retention.
Research question. How can NVIDIA combine its AI hardware, enterprise software and partner ecosystem into a commercially viable solution that helps enterprise customers move from pilot projects to production at scale?
The project will pursue the following objectives:
To assess NVIDIA’s current business model, financial performance, customer concentration and position in enterprise AI.
To identify the technical, organisational and financial barriers that prevent enterprises from scaling AI workloads.
To compare NVIDIA’s integrated platform with competing accelerators, cloud AI services and custom silicon strategies.
To propose an enterprise solution, route to market, operating model and partner structure using the Business Model Canvas.
To evaluate commercial feasibility through scenario-based revenue, cost, adoption and risk assumptions, then recommend an implementation pathway.
[bookmark: _Toc1406089827]4 Research methodology
[bookmark: _Toc1675772688]4.1 Research design
The study will use a pragmatic case study combining qualitative evidence with quantitative financial and market analysis (Saunders et al., 2023). A case study suits a contemporary strategic question in which the company, its ecosystem and the market context cannot be separated cleanly (Yin, 2018). The design will be abductive: evidence about customer concentration and enterprise adoption will guide an initial explanation, while additional evidence and business models will refine it. The study will use only secondary data. No surveys, interviews, observation, personal data or confidential company information are planned.
[bookmark: _Toc1153293569]4.2 Evidence collection
Evidence will be collected from NVIDIA annual reports, SEC filings, earnings releases, product documentation and licensing information. Competitor evidence will come from official reports and technical documentation published by AMD, Intel and major cloud providers. Independent market validation will use peer-reviewed research, reputable industry surveys and academic databases including Scopus, ABI INFORM and Google Scholar. Searches will combine terms such as enterprise AI adoption, AI infrastructure, GPU orchestration, AI software platform, production generative AI, hybrid AI and AI return on investment.
Priority will be given to evidence published from 2022 to 2026 because the technology and regulatory environment changes quickly. Earlier sources will be retained for established frameworks. Inclusion will require a named publisher, transparent method or auditable primary data, direct relevance to enterprise deployment, and sufficient detail to support comparison. Undated promotional material, anonymous commentary, duplicated press coverage and unsupported market estimates will be excluded. A source log will record the author, date, purpose, method, key result, limitation and section in which each source is used.
[bookmark: _Toc928652785]4.3 Analysis
Financial analysis will calculate revenue growth, data centre concentration, customer concentration and indicative recurring-revenue scenarios. Because NVIDIA does not separately disclose all enterprise software revenue, the study will not claim a precise software baseline. Instead, low, central and high scenarios will test combinations of enterprise accounts, GPU subscriptions, service attachment and renewal. All assumptions will be stated and sensitivity-tested rather than presented as forecasts.
Qualitative evidence will be coded by adoption barrier, customer need, buying criterion, competitive response, regulatory constraint and implementation requirement, following a structured thematic approach (Braun and Clarke, 2006). The final BDP will apply the five required business analysis models: PESTLE, SWOT, competitor analysis, Porter’s Five Forces (Porter, 1980) and the Ansoff Matrix (Ansoff, 1957). The Business Model Canvas will show how NVIDIA would create, deliver and capture value (Osterwalder and Pigneur, 2010). Triangulation across company filings, product documentation, independent surveys and academic research will reduce dependence on any single source.
[bookmark: _Toc668074326]4.4 Quality ethics and data management
The main quality risks are company self-promotion, inconsistent market definitions and rapid obsolescence. The study will separate reported fact from interpretation, verify important figures against filings, record the evidence date and explain conflicts between sources. Its secondary-data design presents minimal risk to participants because there are none. Public sources will be cited in Harvard style, copyright restrictions will be respected and no paywalled text will be reproduced beyond permitted quotation.
Research notes and extracted datasets will be stored in password-protected university storage with versioned filenames and a data dictionary. Only information needed for the project will be retained. Any generative AI use must be declared in the ethics form and follow current UWTSD policy. AI may support editing or source organisation only where permitted; it will not replace source verification, analysis or the student’s authorship. The supervisor and programme manager must approve the ethics application before research activity begins, as required by the workshop guidance.
[bookmark: _Toc373511420]5 Market research and preliminary validation
Preliminary evidence supports further investigation. NVIDIA already has the technical components needed for an integrated offer. NVIDIA AI Enterprise combines supported microservices, frameworks and libraries with orchestration and infrastructure management. Its reference architecture joins Blackwell computing, networking, software and partners in an enterprise AI factory, while Run:ai manages workload scheduling and GPU utilisation (NVIDIA, 2026b). The published enterprise licensing guide lists a one-year subscription price of $4,500 per GPU, providing a transparent starting point for scenario analysis (NVIDIA, 2026c).
Demand indicators are strong but should be interpreted cautiously. NVIDIA’s 2026 survey of more than 3,200 respondents reported active AI use among 64 per cent of organisations and 76 per cent of organisations with more than 1,000 employees. The same survey identified unresolved data, skills and return-on-investment problems (Rowinski, 2026). Because respondents had opted in to NVIDIA communications, the sample may overrepresent organisations interested in AI. ISG’s lower production and return figures therefore provide a useful independent counterweight. Together, the sources indicate a large addressable enterprise market and a persistent implementation gap rather than effortless adoption.
Competition will be assessed at platform level. AMD and Intel compete in accelerators and software ecosystems, while AWS, Google and Microsoft combine cloud infrastructure with proprietary AI chips and managed services. Large customers can also design custom silicon. NVIDIA’s differentiators are CUDA, a broad developer ecosystem, high-performance networking and co-designed systems. Its vulnerabilities include premium total cost, dependence on external manufacturing, customer concentration, fast product transitions and export controls. The fiscal 2026 Form 10-K states that NVIDIA was effectively foreclosed from China’s data centre compute market and that new architectures may create supply, qualification and demand-timing volatility (NVIDIA, 2026a).
The proposed offer will therefore be validated against five tests: a defined enterprise problem, measurable customer benefit, partner compatibility, recurring revenue potential and regulatory feasibility. Evidence will be sought for each target sector, and the recommendation will be revised if customers can obtain equivalent value more cheaply from cloud-native services or if integration costs outweigh likely subscription income.
The preliminary target customer is a large or upper-mid-market organisation that has completed at least one AI pilot but lacks a standard route to production. Buying groups are likely to include the chief information or technology officer, data and AI leaders, security and risk teams, procurement, finance and the operating function that owns the use case. The proposed sales journey would begin with a partner-led readiness assessment, continue through a limited production deployment and convert to a multi-year platform subscription only after agreed technical and business measures are met. This reduces the risk of selling excess infrastructure before data, governance and operating capability are ready.
Commercial performance would be assessed through software attachment to eligible systems, pilot-to-production conversion, deployment time, GPU utilisation, annual recurring software and support revenue, renewal, partner contribution and customer concentration. Customer outcomes would include cost per workload, service reliability, governance compliance and use-case value. These measures will help the final report distinguish revenue growth from durable growth. A model that raises near-term hardware sales but produces weak utilisation, low renewal or partner conflict would not meet the proposal’s objective.
[bookmark: _Toc1139815021]6 Anticipated risks
The risk register covers risks to completing the research and risks to the proposed business model. Ratings are provisional researcher judgements informed by the preliminary evidence and project design; they are not statistically estimated probabilities or NVIDIA’s internal risk ratings. Likelihood (L) refers to a risk arising during the 16-week study or, for commercial risks, during the proposed initial implementation. Impact (I) refers to its consequences for research credibility, timely completion or commercial feasibility before the listed mitigation is applied.
Likelihood uses the following anchors: 1 = rare, with no identified trigger; 2 = unlikely, requiring an exceptional lapse or event; 3 = possible, with a plausible trigger but uncertain occurrence; 4 = likely, with an existing exposure or repeated trigger; and 5 = almost certain, with an ongoing condition expected to recur. Impact is scored as 1 = negligible, requiring minor correction; 2 = minor, requiring limited rework; 3 = moderate, requiring changes to assumptions or a workstream; 4 = major, requiring substantial redesign or threatening a key objective; and 5 = severe, potentially invalidating the study or preventing market entry.
The priority score is L × I, ranging from 1 to 25. Scores of 1–4 are low, 5–9 moderate, 10–16 high and 17–25 critical. These project-specific thresholds guide attention rather than measure expected financial loss. The rationale below explains each initial score. Ratings will be reviewed at the evidence cut-off in week 10 and before submission; changes will be recorded with their supporting evidence. No reduction in residual risk will be assumed until a mitigation is demonstrated.
	Risk
	L
	I
	Score
	Mitigation

	Rapid market change
	4
	4
	16
	Use dated evidence, close data collection in week 10 and recheck material developments before submission.

	Biased or promotional sources
	4
	4
	16
	Triangulate company claims with filings, independent surveys and peer-reviewed research.

	Insufficient software disclosure
	4
	3
	12
	Use explicit scenarios and sensitivity ranges; do not infer undisclosed revenue.

	Scope becomes too broad
	3
	4
	12
	Limit the solution to enterprise production AI and four illustrative sectors.

	Academic integrity or inaccurate AI output
	2
	5
	10
	Follow UWTSD policy, declare permitted use and verify every fact against the cited source.

	Commercial channel conflict
	3
	4
	12
	Design partner-led delivery, preserve cloud and OEM routes, and test incentives in the operating model.

	Customer lock-in or governance concerns
	3
	4
	12
	Support hybrid deployment, open models, data portability and auditable governance controls.

	Export supply and regulatory disruption
	4
	5
	20
	Use regional scenarios, compliant product configurations and staged market selection.


6.1 Basis of the initial risk ratings
Rapid market change (4 × 4 = 16). NVIDIA’s disclosures describe fast architecture transitions and associated demand and qualification uncertainty (NVIDIA, 2026a). Evidence becoming outdated is therefore likely, and a material change could require substantial revision of the competitive assessment and proposed offer.
Biased or promotional sources (4 × 4 = 16). Company product material and the opt-in NVIDIA survey are prominent sources in the preliminary assessment. Their selection and commercial interests make bias likely; reliance on them without triangulation could substantially weaken the market validation.
Insufficient software disclosure (4 × 3 = 12). The available disclosures do not provide a complete standalone enterprise software revenue baseline (NVIDIA, 2026a). This limitation is likely to persist and requires scenario assumptions, but it does not prevent a qualified feasibility assessment.
Scope becomes too broad (3 × 4 = 12). Covering several technologies, deployment routes and four sectors creates a plausible scope risk within 16 weeks. It is possible rather than established, but insufficient depth could compromise the main recommendation and require substantial narrowing.
Academic integrity or inaccurate AI output (2 × 5 = 10). The likelihood of an undetected material error is provisionally assessed as unlikely on the assumption that the stated authorship and source-verification rules are followed. A serious breach could invalidate the submission. This rating must increase if those safeguards are not followed.
Commercial channel conflict (3 × 4 = 12). Bundled services could overlap with cloud, OEM and consulting partners’ roles. Conflict is plausible but has not been demonstrated for the proposed offer; if it occurs, partner incentives and the route to market may require substantial redesign.
Customer lock-in or governance concerns (3 × 4 = 12). An integrated proprietary platform could raise portability and governance objections among the proposed buying groups. The frequency is unverified, so likelihood remains possible; objections could materially delay adoption or require changes to the solution.
Export supply and regulatory disruption (4 × 5 = 20). NVIDIA reports export restrictions, manufacturing dependencies and supply risks (NVIDIA, 2026a). Continuing exposure supports a likely rating, while restrictions could prevent access to a selected market. Severity is therefore assessed against market-entry feasibility, not a quantified revenue loss.
[bookmark: _Toc2062197184]7 Expected contribution and feasibility
[bookmark: _Int_7JqnuEnB]The final BDP will deliver a Business Model Canvas, market and competitor assessment, marketing and sales strategy, operating plan, human-capital requirements, the five required business models, financial scenarios and an implementation recommendation. The expected contribution is a decision-ready proposal that links NVIDIA’s existing technical assets to a clearer enterprise buying and operating model. Success will be judged through adoption, deployment and commercial measures rather than hardware sales alone.
The project is feasible within 16 weeks because it relies on accessible secondary evidence and established analytical frameworks. Its main limitation is the absence of confidential customer economics and direct primary research. The recommendation will therefore remain a researched strategic proposal, not a claim about NVIDIA’s internal plans. If the evidence supports only part of the integrated model, the final report will recommend a narrower pilot rather than force a full-scale conclusion.
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[bookmark: _Toc225231488]8 Project timeline
The schedule aligns the formative outline and ethics submission with week 5, incorporates eight supervisory meetings in even-numbered weeks and reserves the final two weeks for revision and submission.
	Activity
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15
	16

	Confirm scope and research question
	X
	X
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Initial literature and source protocol
	X
	X
	X
	X
	
	
	
	
	
	
	
	
	
	
	
	

	BDP outline and ethics application
	
	X
	X
	X
	X
	
	
	
	
	
	
	
	
	
	
	

	Company financial and product evidence
	
	
	
	X
	X
	X
	X
	
	
	
	
	
	
	
	
	

	Market and competitor evidence
	
	
	
	
	X
	X
	X
	X
	X
	
	
	
	
	
	
	

	Thematic and financial analysis
	
	
	
	
	
	
	X
	X
	X
	X
	X
	
	
	
	
	

	Business models and solution design
	
	
	
	
	
	
	
	X
	X
	X
	X
	X
	
	
	
	

	Draft main BDP sections
	
	
	
	
	
	
	
	
	X
	X
	X
	X
	X
	X
	
	

	Review evidence and update sources
	
	
	
	
	
	
	
	
	
	
	
	
	X
	X
	
	

	Edit references and quality checks
	
	
	
	
	
	
	
	
	
	
	
	
	
	X
	X
	

	Final revision and submission
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	X
	X


Supervision meetings: weeks 2, 4, 6, 8, 10, 12, 14 and 16. Final BDP deadline: 4 January 2027 at 2 pm.
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