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Artificial Intelligence as Infrastructure: Why Positioning 
Matters 

Executive Overview 

Artificial intelligence is moving beyond the status of a new technology category. It is becoming a 

general-purpose capability layer embedded across software, business processes, decision 

systems and digital infrastructure. 

This matters because the most durable opportunities created by a technological shift are not 

always found in a single product, model or application. They can also emerge in the positions 

through which markets understand, access and organize around the technology. 

The evidence available in 2026 reinforces the structural nature of the AI cycle. Adoption has 

broadened, capital is concentrating around AI companies and infrastructure, and major 

technology groups are committing extraordinary resources to compute, data centers and 

deployment capacity. At the same time, the market remains volatile. Valuations can overshoot. 

Companies can fail. Technologies can be displaced. 

There is no contradiction. 

A structural transformation can outlast the companies and products that define its early 

stages. 

For decision-makers, the strategic question is therefore broader than which AI product will win? 

It is also: 

Which positions are likely to remain relevant as products, providers and business 

models change? 

Those positions may exist in infrastructure, distribution, ecosystems, trust, language or market 

access. Where they are scarce and difficult to reproduce, securing them early can preserve 

strategic optionality before the final operating model is fully defined. 

This framework is directly relevant to strategic digital assets positioned at the intersection of 

category, language and market access. In that context, InteligênciaArtificial.com represents a 

concrete example of a scarce category-level position aligned with the structural expansion of AI 

in the Portuguese-speaking market. 

1. From Innovation to an Embedded Capability Layer 

General-purpose technologies are distinguished by three characteristics: broad applicability, 

continuing technical improvement and the ability to stimulate complementary innovation across 

many sectors. Artificial intelligence increasingly fits this framework. [1] 

AI can support prediction, classification, generation, reasoning and the coordination of actions 

across software systems. More importantly, these capabilities can be embedded into existing 

businesses rather than requiring a separate AI industry for every use case. 

The change is already visible across: 
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• software development 

• customer operations 

• research 

• document processing 

• planning 

• forecasting 

• decision support 

• automation 

• risk and compliance 

• content and knowledge systems 

The significance of this shift does not depend on whether the end user explicitly "uses AI." 

As with other infrastructure-like technologies, the deeper transformation often occurs when the 

capability becomes part of the system itself. 

Stanford's 2026 AI Index reports AI use in 88% of surveyed organizations during 2025, although 

deployment depth remains uneven and the use of AI agents is still limited across many business 

functions. [2] 

That distinction is important. 

AI adoption is broad, but the economic transformation is still developing. 

Reliability, governance, data quality, skills and organizational redesign will determine how 

quickly experimentation becomes durable productivity. The market is therefore already large 

enough to matter, while still early enough for important positions to remain unsettled. 

 

Figure 1. AI as a horizontal capability layer. Conceptual illustration; selected operating contexts. 
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Historical analogy: electricity and digital computing 

Electricity and computing became transformative not simply because the underlying 

technologies improved, but because organizations rebuilt processes and systems around them. 

General-purpose technology research describes this pattern clearly: investment in 

complementary capabilities often precedes the full productivity effects of the technology itself. 

[1][3] 

AI will not reproduce those historical cycles exactly. 

But the underlying lesson remains useful: 

the value of a foundational technology expands as the ecosystem built around it 

deepens. 

2. The AI Stack - and the Importance of Market Access 

AI should not be understood as a single layer. 

A useful strategic framework separates three broad areas: 

Layer Principal components 
Potential basis of 

advantage 

Physical capacity Semiconductors, compute, 

data centers, connectivity, 

power 

Scale, availability, location, 

cost and execution 

Capability and deployment Models, data systems, APIs, 

orchestration, security, 

governance 

Performance, integration, 

developer adoption and 

deployment control 

Market access and 

ecosystems 

Distribution, trusted identities, 

language interfaces, 

partnerships, customer 

relationships 

Recognition, relevance, trust 

and recurring participation 

 

These layers interact, but their economics are different. 

Physical infrastructure can provide scale while remaining capital intensive and exposed to 

technological obsolescence. 

Applications can create extraordinary value while remaining vulnerable to rapid substitution. 

Distribution, ecosystem relationships and market access can become durable when they retain 

relevance across successive technological implementations. 

This leads to a more useful distinction than simply "infrastructure versus applications": 

How dependent is a strategic position on a particular implementation? 

A product tied to one model or feature may need to be rebuilt as technology changes. 

A broader market position may survive those changes. 
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A category-level identity, trusted ecosystem position or recognized access point can 

accommodate different models, products and partners over time. 

Its durability comes not from technical permanence, but from continuity of meaning and market 

relevance. 

That distinction is central to positioning in AI. 

3. Positioning Before Saturation: Timing, Scarcity and 

Optionality 

Technology markets do not become strategically interesting only when they are mature. 

By then, many of the most distinctive positions may already have been taken. 

Early positioning creates an advantage when it secures something that becomes materially 

harder to reproduce as a market develops: 

• a trusted relationship 

• an ecosystem role 

• a distribution position 

• a distinctive identity 

• a linguistic reference point 

• a recognized category position 

The relevant scarcity is not necessarily technological. 

It can be semantic, commercial, institutional or relational. 

Scarcity and commitment 

Some positions can be recreated easily. 

Others cannot. 

Where a particular position is exclusive or structurally difficult to replicate, the decision to secure 

it may be irreversible in practice. Once another party controls the relevant asset, identity or 

relationship, the same position may no longer be available on equivalent terms. 

This does not mean that alternative routes to the market disappear. 

It means that alternatives may require: 

• more time 

• greater marketing expenditure 

• weaker differentiation 

• more complex execution 

• or a higher future acquisition cost 

Strategic scarcity therefore matters even when substitutes exist. 

Optionality before the final operating model 

A strong strategic position does not always require an immediate commitment to a single 

business model. 
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In rapidly evolving markets, premature specialization can reduce future flexibility. 

A position that can support several credible development paths allows the owner to adapt as 

technology and market structure evolve. 

This logic can apply to: 

• established technology companies 

• AI scale-ups 

• venture studios 

• technology holding groups 

• investors capable of creating new platforms 

• strategic buyers entering a new geography or linguistic market 

The operating company can change. 

The technology stack can change. 

Partners can change. 

The strategic position can remain. 

Optionality is therefore not passive waiting. 

It is the ability to choose from a position of strength. 

 

Figure 2. Strategic optionality: a stable category position can support changing execution paths. Conceptual 

illustration. 

4. Capital Commitment at Infrastructure Scale 

The scale of capital now moving into AI is important because it shows how seriously investors 

and technology companies are treating the transition. 
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It should be read as evidence of strategic commitment - not as proof that every investment will 

succeed. 

Crunchbase reported USD 159 billion of global venture funding in Q3 2026, with AI-related 

startups receiving approximately USD 102 billion, or 64% of the total. [4] 

Large financings at the frontier illustrate the scale of capital concentration. OpenAI announced 

USD 122 billion of committed financing at a USD 852 billion post-money valuation in March 

2026, while Anthropic announced a USD 65 billion Series H at a USD 965 billion post-money 

valuation in May. [5][6] 

At the same time, the largest technology companies are deploying capital on an infrastructure 

scale. 

During the quarter ended June 2026: 

• Alphabet reported USD 44.9 billion of property and equipment purchases; [8] 

• Amazon reported USD 53.1 billion of cash capex, largely associated with AWS and 

generative AI investment; [9] 

• Microsoft reported USD 41.0 billion of capex including finance leases; [10] 

• Meta reported USD 31.1 billion of capex including finance-lease principal payments. [11] 

These figures use different accounting definitions and include activities beyond AI. They should 

therefore be read individually rather than combined into a single AI-investment total. 

 

Figure 3. AI venture funding, frontier financing and quarterly expenditure. Sources: [4], [5], [6], [8]–[11]. USD 

billions. These are distinct measures, not an aggregate AI-investment total. 

Their importance is directional. 
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AI is no longer being financed as an experimental side project. 

It is being supported through large, multi-year commitments to computing capacity, 

infrastructure, talent and distribution. 

The physical build-out reinforces the same conclusion. The IEA estimates that data centers 

consumed approximately 485 TWh of electricity in 2025 and projects roughly 950 TWh by 2030 

under its central scenario, with AI-focused facilities among the fastest-growing sources of 

demand. [12] 

 

Figure 4. Global data center electricity demand: 485 TWh in 2025 and a central projection of 950 TWh in 2030. 

Source: IEA [12]. Covers all data centers, not AI alone. 

The precise numbers will evolve. 

The broader point is already visible: 

AI is attracting capital at the scale associated with foundational technological transitions. 

5. Structural Transformation and Valuation Cycles 

Structural growth does not eliminate financial cycles. 

AI can simultaneously be: 

• a long-term technological transformation 

• an area of extraordinary capital formation 

• and a market containing overvaluation, excess capacity, consolidation and failures 

Two different cycles should therefore be distinguished. 
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The structural cycle 

This concerns the diffusion of AI capabilities into the economy: 

• wider adoption 

• deeper integration 

• infrastructure build-out 

• development of complementary systems 

• changes in how organizations operate 

This cycle can extend across multiple generations of companies and products. 

The financial and competitive cycle 

This concerns: 

• valuation multiples 

• funding conditions 

• margins 

• competitive intensity 

• company survival 

• allocation of returns 

These variables can change much faster. 

A company can lose leadership while the underlying category continues to expand. 

A technology can become cheaper while adoption accelerates. 

A wave of consolidation can destroy value for individual investors while strengthening the 

broader ecosystem. 

This distinction matters for strategic positioning. 

The category can endure even when individual implementations do not. 

For that reason, positions whose relevance is tied to the broader category may retain utility 

through successive market configurations - provided they continue to be developed effectively. 
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Figure 5. Structural transformation and financial cycles operate on different horizons. Schematic only; no 

measured time series or forecast. 

6. Language, Semantic Centrality and Brand Equity 

Technology may be global. 

Adoption is not. 

People and organizations encounter new technologies through language, context, trusted 

institutions and recognizable categories. 

This is especially important when a technology is complex, rapidly evolving or difficult for non-

specialists to evaluate. 

Linguistic access and native-language trust 

A familiar category term reduces the cognitive distance between a new technology and its 

audience. 

It tells people what the subject is before they understand the provider, product or business 

model behind it. 

Native-language communication can support: 

• comprehension 

• cultural relevance 

• familiarity 

• trust 

• participation 

Language alone does not create authority. 

Authority must still be earned through competence, consistency and execution. 
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But language can determine how easily that authority is built. 

Semantic centrality 

Some names sit at the edges of a category. 

Others sit at its center. 

A semantically central identity remains understandable even as technology changes. 

It does not depend on: 

• one model 

• one product generation 

• one technical architecture 

• one commercial use case 

This creates continuity. 

Products can be added. 

Services can evolve. 

Partnerships can change. 

The central meaning remains intact. 

Category ownership 

Category ownership should not be understood literally. 

No company can own a concept such as artificial intelligence itself. 

The strategic objective is different: 

to build a strong association between an organization and the category in the minds of 

relevant audiences. 

That association can become a form of strategic capital. 

It can help an organization be perceived not merely as a participant in the market, but as one of 

the places where the market is understood, explored and accessed. 

For a strategic asset such as InteligênciaArtificial.com, this logic is particularly relevant. 

The asset is not tied to a single product, model or company. Its strategic potential lies in the 

continuity of the category itself - Artificial Intelligence - expressed through the native language 

of a major digital market. 

That combination creates a distinctive form of optionality: the operating model may evolve, while 

the semantic position remains anchored to the category. 

Strategic assets as brand equity multipliers 

A strong category position can amplify investment made elsewhere in the organization. 

It can connect several sources of value. 

Recognition: The field of activity becomes immediately understandable. 
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Authority: Expertise, content and market participation can accumulate around a coherent 

identity. 

Trust: Consistency between the name, the category and the organization can reduce 

explanation and reinforce credibility. 

Distribution: A common reference point can support customers, partners, developers, 

institutions and ecosystem participants. 

Optionality: Future products and services can be introduced without rebuilding the entire 

positioning logic around each new initiative. 

The multiplier is not automatic. 

A strong position without execution will remain underdeveloped. 

But when paired with sustained investment, the position can increase the effectiveness of what 

the organization builds around it. 

 

Figure 6. Category positioning combined with sustained execution can strengthen brand equity and capital 

efficiency. Conceptual mechanism, not a guaranteed multiplier. 

The capital efficiency of positioning 

Strategic positioning also has an economic dimension that is often overlooked. 

The cost of securing a distinctive market position can be compared not only with direct revenues 

generated by the asset itself, but with the multi-year cost of building comparable recognition 

through: 

• advertising 

• brand campaigns 
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• content 

• public relations 

• partnerships 

• sponsorship 

• ecosystem development 

These are not equivalent forms of investment. 

Nor can their value be reduced to a simple formula. 

But the comparison is strategically relevant. 

A strong position can shorten the path to recognition and make subsequent investment more 

effective. 

In that sense, positioning can contribute to the economics of an entire platform or portfolio even 

when it is not a standalone revenue center. 

7. Strategic Takeaways 

Artificial intelligence is developing into a general-purpose capability layer embedded across the 

economy. 

The scale of adoption, financing and infrastructure build-out supports the view that the current 

cycle is structural, even though individual companies, valuations and investment programs will 

continue to experience volatility. 

The most durable positions will not necessarily belong to the companies with the strongest 

product today. 

They may belong to those that control something more persistent: 

• infrastructure 

• distribution 

• trusted relationships 

• ecosystems 

• language 

• or a central position within the category itself 

Technology changes quickly. 

Categories change more slowly. 

This creates a strategic asymmetry. 

A company that owns a position tied to a particular implementation must continually defend that 

implementation. 

An organization that controls a broader and more durable point of access can change what it 

builds behind it. 

That is why timing matters. 

Scarce positions are easiest to secure before their strategic importance becomes obvious to 

everyone. 
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And that is why positioning matters. 

In long technological cycles, execution determines how much value is created - but 

positioning determines where that value has the opportunity to accumulate. 

Strategic Availability 

InteligênciaArtificial.com is available for strategic acquisition. 

The asset represents the exact Portuguese expression of Artificial Intelligence in the global 

.com namespace, positioned for the Brazilian and wider Portuguese-speaking AI market. 

Initial asking price: EUR 6 million, subject to negotiation. 

For further information, qualified parties may contact: 

Mr. Gian Luigi Ruggeri 

Newfin SA, Lugano, Switzerland. 

email: gl.ruggeri@newfin.ch 

The unaccented domain InteligenciaArtificial.com is a separate domain and is not included. 
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