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Introduction: The Rise of Category Kings 

• Focus of the Discussion: This presentation explores the concept of "category king 

companies," examining how their technologies and business models drive market dominance. 

• Nvidia's Milestone: The recent achievement of Nvidia reaching a $4 trillion market 

capitalization serves as a timely catalyst for this discussion, marking a historic first in the 

market system. 

• Historical Context: Market systems are characterized by "eras" and "moments." Nvidia is 

currently experiencing its "moment," much like other dominant companies in their respective 

times. 

 

Historical Eras of Market Dominance 

This section delves into historical examples of companies that achieved "category king" status, 

highlighting the primary drivers of their success. 

1. US Steel (Early 20th Century) 

• Era: Around 1907. 

• Dominance: US Steel was the largest and most capitalized company in the US stock markets. 

• Key Driver: Technology (Steel Manufacturing): Steel was the dominant technology of its 

time, enabling the construction and expansion of the American Empire. Its technological 

leadership was foundational to its market position. 

2. IBM (Mid-20th Century) 

• Era: Approximately 50 years after US Steel's peak. 

• Dominance: IBM moved America forward through its technological innovations. 

• Key Driver: Technology (Mainframes & Catalytic Systems): IBM introduced mainframe 

computers and other catalytic systems that transformed the American system. The curation 

and commercialization of inventions like the transistor (by Shockley and others) into viable 

businesses (e.g., Intel, TI Instruments) were central to this era, with IBM symbolizing this 

automation and transformation. 

3. General Electric (GE) (Late 20th Century) 

• Era: Dominant around the time Microsoft was born (1980s). 

• Dominance: GE's success was not primarily driven by new "fashionist technologies" but by a 

different approach. 

• Key Driver: Business Model & Management System: Under Jack Welch, GE ushered in a 

new era of managing diversified conglomerates. Welch's innovative management systems 

allowed GE to effectively run disparate businesses, delivering significant shareholder returns. 
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The stock market rewarded GE for its superior business model and management, rather than 

solely its technological breakthroughs. 

4. The Current Era: Apple, Microsoft, and Nvidia 

• Current Landscape: The discussion transitions to contemporary category kings like Apple 

and Microsoft, leading into Nvidia's current prominence. 

• Nvidia's Role: Nvidia is seen as providing the "catalytic," "foundational," "infrastructure," 

and "hardware systems" that power the world of artificial intelligence. This technological 

infrastructure has allowed Nvidia to capture significant market value. 

 

The Interplay of Technology and Business Models 

This section emphasizes that market dominance is a result of both technological prowess and effective 

business strategies. 

• Technology's Role: Technologies consistently transform markets and redesign the economic 

system's architecture. 

• Business Model's Necessity: It is crucial to understand the necessity of having the "right 

business model." A strong business model is key to unlocking value. 

• Tesla Example (Business Model): 

o Innovation: Tesla's fascinating pricing mechanism stands out. Unlike traditional car 

purchases where payment concludes at the dealership, Tesla incorporates an ongoing 

subscription model. 

o Value Capture: This subscription ensures continuous revenue. Furthermore, the 

transfer of software systems to a new owner requires interaction with Tesla, 

indicating a deep integration of the business model with the product. This model 

captures value beyond the initial sale. 

• Microsoft Example (Business Model): The success of Microsoft can be attributed to its 

ability to "figure out a way to ask people to pay for software," establishing a robust revenue 

stream for its technological offerings. 

 

Local Market Evolution: The Nigerian Context 

The presentation shifts to a local perspective, illustrating similar patterns of market evolution in 

Nigeria. 

1. Nigerian Banking Sector (1990s) 

• Grand Moment: The banking sector experienced a significant transformation in the 1990s. 

• Key Driver: Technology (Networking): "New generation banks" leveraged technology to 

create a networked system where all bank branches were "entwined." 
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• Impact: This innovation allowed customers to operate their bank accounts from any branch 

of the same bank, regardless of where the account was opened. This was a stark contrast to 

the previous system where accounts could only be managed at the opening branch. 

2. Telecommunications (Telcos) Era (10 Years Later) 

• Evolution: Approximately a decade after the banking transformation, the telecommunications 

sector saw its own revolution with the arrival of companies like MTN and Glo. 

• Initial Offering: They introduced voice telephony. 

• Subsequent Development: This evolved into mobile internet, effectively turning mobile 

devices into "nodes or branches" of the internet. 

3. Application Utility Age (Current) 

• Current Phase: Business systems are now being built "on top of that mobile internet," 

leading to the emergence of "new species of companies." 

• Local Category Kings: This signifies that "category king companies are born even at the 

local area." 

 

The New Era: Prediction and Holistic Understanding 

The presentation concludes by emphasizing the challenges and requirements for success in the current 

and future market landscape. 

• Predicting the Future: In this "new era," it is crucial to "figure out how to predict what it 

could be." 

• Beyond Technology Alone: The speaker cautions that not all technology systems can deliver 

"category" dominance at anticipated levels. Past examples like the metaverse and NFTs, while 

promising, did not fully materialize as category kings. Even with AI's potential, a strong 

business model remains critical. 

• Holistic Approach: The core message is that success is "not about the tech alone." It is 

equally important to "look at the business model." The speaker reiterates that the success of 

companies like Microsoft and Tesla is deeply tied to their innovative business models that 

enabled them to monetize their technological advancements. 

 

Extensive Summary 

This presentation, inspired by Nvidia's recent market valuation milestone, provides a historical and 

contemporary analysis of "category king companies." It argues that market dominance is not solely a 

function of technological innovation but also, crucially, of effective business models. 

 



 

 

 

Copyright © TEKEDIA INSTITUTE.  All Rights Reserved  Page 5 of 6 

 

The discussion begins by tracing the evolution of market leadership through different eras. US Steel, 

in the early 20th century, exemplified a category king driven by its mastery of steel technology, which 

was fundamental to industrial expansion. Following this, IBM emerged as a dominant force in the 

mid-20th century, propelled by its pioneering work in mainframe computing and other catalytic 

technologies that automated and transformed American industries. However, the narrative shifts with 

General Electric (GE) in the late 20th century. GE's success, particularly under Jack Welch, was 

attributed less to groundbreaking technological inventions and more to its revolutionary management 

systems and business models that enabled the efficient operation of a vast, diversified conglomerate, 

delivering exceptional shareholder value. 

 

The presentation then brings the discussion to the present, highlighting Apple, Microsoft, and 

particularly Nvidia, as current category kings. Nvidia's ascendancy is linked to its provision of 

foundational hardware and infrastructure for artificial intelligence, underscoring the continued 

importance of technological leadership. 

 

A central theme is the symbiotic relationship between technology and business models. The speaker 

uses Tesla as a prime example of a company whose innovative pricing mechanism—incorporating 

continuous subscriptions beyond the initial car purchase—demonstrates how a unique business model 

can unlock and capture significant value. Similarly, Microsoft's success is tied to its ability to 

establish a model for monetizing software. 

 

To provide a localized perspective, the presentation examines market evolutions in Nigeria. The 

banking sector in the 1990s saw "new generation banks" become category kings by using technology 

to create networked branches, allowing customers unprecedented flexibility. This was followed by the 

rise of telecommunications companies (Telcos) like MTN and Glo, which initially offered voice 

telephony and later mobile internet, transforming mobile devices into internet nodes. Currently, 

Nigeria is in the "application utility age," where new companies are emerging by building services 

atop mobile internet, proving that category kings can arise even in local markets. 

The concluding remarks emphasize the challenges of predicting future market leaders in this "new 

era." It reiterates the critical insight that while technology is vital, it alone is insufficient for sustained 

category dominance. The failures of some highly anticipated technologies (like metaverse and NFTs) 

to fully establish "category king" status highlight the necessity of a robust business model. Ultimately, 

the presentation asserts that understanding and developing the right business model alongside 

technological innovation is paramount for any company aspiring to achieve and maintain market 

leadership. 
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Conclusion 

The presentation underscores a fundamental truth about market leadership: the emergence of 

"category king" companies is a dynamic interplay between technological innovation and astute 

business models. While technology often initiates new eras and provides the foundational 

infrastructure for progress, it is the business model that determines how value is captured, sustained, 

and scaled. From US Steel's technological might to GE's management-driven success, and from IBM's 

computing revolution to Tesla's innovative pricing, history demonstrates that both elements are 

indispensable. In the current "new era," characterized by rapid technological advancements like AI, 

the ability to predict future trends and, crucially, to craft the right business model will be the defining 

factors for companies aspiring to achieve and maintain category kingship, whether globally or locally. 

The future belongs to those who can master both the "tech" and the "business model." 
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