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Benchmarking the Big Tech
Pivot: What Startups Can Learn
from Google, Meta &
Microsoft’s 2024 Al Playbook

2024 has marked a defining shift in how Big Tech
approaches Al — not just building models, but
reorganizing entire business units, product lines,
and go-to-market strategies around them. From
Al copilots and cognitive UX to infrastructure
scale-ups and embedded monetization, this
edition distills their Al pivots into clear,
actionable benchmarking insights for navigating
the next wave of intelligent transformation.
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Source(s): Google, Meta, Microsoft, Reuters, CNBC, The Wall Street Journal

aa Strategic Shifts: Big Tech’s Al Reorg & Ecosystem Moves

#™ Google | DeepMind x Gemini
Consolidation

Google moved key Al teams—including the
Gemini app and Al Studio teams—into
DeepMind to streamline their research-to-
product pipeline and improve coordination
across R&D, product, and safety teams

Meta | Multi-Modal Al
Everywhere

Meta is embedding its Al assistant across
Facebook, Instagram, WhatsApp, and
launching a standalone Meta Al app with
voice, image generation, and Llama 4 model

integration

I Microsoft | Copilot Bundling
B +InfraScale-Up

Microsoft is doubling down on Copilot—
bundling it into core apps, rebranding under
one label, and scaling enterprise deals—
backed by a US$80 Bn Al infra push and
integrated Azure training

?i“.’i Strategic Benchmarking Framework

Al Product Talent, Tools, Al Revenue Capability
Maturity & infra Partnerships Model Shifts Acceleration

’ Integrated Gemini with Focused its Al talent Works with Anthropic Offers Al features through Streamline its Al teams
a DeepMind for seamless within DeepMind for and supports open- tools and APIs developers for faster product
R&D -> product better coordination source models can pay to use launches
Embedded Llama 4 Investing US$14 Bn in Building its own models Included Al in platforms In-app deployment
m assistant across Meta Scale.Al that provides and training them using and plans to sell ad-based speed; launched Al
apps Al training data user data or premium features features across all its apps
n Integrated Copilot into Spent US$80 Bn to Working closely with Includes Al in its software Training partners and
] M365 (Teams, Word, grow its Al OpenAl and expanding subscriptions and charges bundling Al into all its
Excel) and Azure infrastructure and tools Copilot tools based on usage main products

Al is the Product, Not the Plugin

» Copilot and Notion Al show the
future: Al must be embedded into
core workflows

Startups should bundle Al into the
product — not upsell it

Build on Models, Not Against
Them

» OpenAl owns the LLM layer.
Startups win by building smart
orchestration, agents, and UX on top

Think LangChain, CrewAl — not

another GPT

Cognitive Ul Is the New UX

Standard

» Static dashboards are dead. Users
now expect natural language,
proactive prompts, and assistive

interfaces

Design like your product thinks

@ Signals for Startups & Strategy Teams

Win Where Big Tech Can’t Go

» Big players move slow in
regulated, vertical, and high-
context markets

Build copilots for healthcare,
finance, HR, and compliance (e.g.,
Nabla’s clinical copilots)
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