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Intel: A Comeback Story with a Missing Chapter

Intel is on a recovery track, but can its operational repairs survive the geopolitical storm

that is impacting its non‑U.S. sales in Asia and even in Europe? It is one thing to stabilize

manufacturing and product roadmaps. It is another to remain a trusted supplier to

overseas customers in a world where the United States is both Intel's home government

and the central architect of export controls that target many of those customers. 

K E Y  TA K E AWAY S

Intel's operational repair is real: margins recovering, losses narrowing, share price sharply rerated.

Approximately 70–80% of Intel's revenue still originates outside the United States, leaving the

franchise structurally exposed to U.S.–China decoupling, EU strategic autonomy and Global South

hedging.

The recent rally reflects relief, not a re-rating of geopolitical risk.

Without segmented roadmaps, trust-rebuilding overseas and candid investor communication,

today's recovery can still reverse into a multi-year “policy-fragile” discount.

Intel's turnaround story reads well — on paper. After half a decade of design missteps, process delays

and humiliating market-share losses, the company is finally showing signs of operational discipline and

financial recovery.

Margins have improved, losses have narrowed or turned to profits in recent quarters, and investors have

rewarded the effort with a sharp boost in stock price. Analysts who once wrote Intel off as a permanent

laggard now talk about “option value,” “multi-year turnarounds,” and “underrated foundry upside.”

The question is not whether Intel has made progress. It has. The question is whether this progress is

enough.

Intel's problems were never only about nanometers and product delays. They were also about timing. The

company stumbled just as the global semiconductor landscape was being torn open by trade war tariffs,

export controls, sanctions, industrial policy, and a new wave of economic nationalism. It has been trying to

repair a complex engine while being dragged into a new kind of race — a geopolitical one — where the

track itself keeps moving. Even if Intel successfully fixes the engine, can it win on this kind of track?

The answer will be determined less by Intel's internal engineering charts than by an external variable the

company does not control: geopolitics. It is one thing to stabilize manufacturing and product roadmaps. It
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is another to remain a trusted supplier to overseas customers in a world where the United States is both

Intel's home government and the central architect of export controls that target many of those customers.

A comeback that investors want to believe in

Over the last five-plus years, Intel's operational failings were on full display. Its once-dominant process

technology slipped behind TSMC's. CPU roadmaps missed windows while AMD and Arm-based competit‐

ors seized the initiative.  Manufacturing delays cascaded into lost  design wins and weakening pricing

power. The stock chart told the story with brutal clarity: a long, painful slide punctuated by brief rallies and

fresh disappointments.

The recent  numbers look different.  Q3 and Q4 2025 results  showed revenue growth off  the bottom,

margin expansion, and a return to profitability that stood in sharp contrast to the multi-billion-dollar losses

of the previous year.

EXHIBIT 1  Intel annual revenue, 2020–2026 (with 2026 forecast). Revenue peaked at ~$79B in 2021 and has since reset

to ~$53B as of 2025. Source: Intel filings and analyst forecast.
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Intel's gross margin has climbed back from mid-teens crisis levels toward the high-30s, helped by better

cost control, an improved product mix, and external tailwinds such as subsidies. Free cash flow, once

deeply negative, has in some quarters turned positive again.

EXHIBIT 2  Intel monthly average share price, May 2024 – May 2026. The stock traded in a $20 range for most of the

period before re-rating sharply from late 2025 as evidence of operational stabilization, foundry traction and AI exposure

converged. Source: market data.

Strategically, the company has stopped pretending it can simply rewind to the old “Intel Inside” era. It is

leaning into a foundry pivot, seeking to manufacture chips for others; it is investing heavily in new fabs in

the U.S. and Europe; and it is trying to carve a position in AI accelerators and data-center silicon despite

overwhelming competition from Nvidia and a resurgent AMD. The stock market has rewarded this combin‐

ation of operational stabilization and storytelling with a substantial rerating. Suddenly, the market is willing

to pay for the idea that Intel has a second chance.

But markets are backward-looking as often as they are forward-looking. A significant part of the recent

rally reflects relief: Intel has not collapsed. It has not bled out. It has not been broken by its own mistakes.

Investors are paying for a reduction in existential risk. That is different from pricing in a clear path to

sustainable, geopolitically robust growth.
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Geopolitical Trap

Intel is not just another chip company. It is the most visible U.S. integrated device manufacturer trying to

rebuild an advanced manufacturing base on U.S. and allied soil at the very moment when Washington is

weaponizing semiconductors as a tool of national policy. The CHIPS Act subsidies it receives, the export

controls it is bound by, and the supply chains it participates in are all under direct government influence.

That is both a strategic asset and a liability.

From a U.S. policy perspective, Intel is a flagship. Its fabs are showcase projects. Its foundry ambitions

are seen as essential to reducing dependence on Asia and regaining control over critical technologies.

EXHIBIT 3  Intel net revenue by region, 2021–2025: United States vs Other countries. Roughly three quarters of Intel's

revenue is generated outside the U.S. — the heart of the geopolitical exposure problem. Source: Intel SEC filing-derived

summaries.

That support is real: grants, tax credits, and political backing for domestic and allied-country fabs. But from

the perspective of overseas customers, especially in China and non-aligned markets, this tight coupling

raises a different question: is Intel a global supplier that happens to be American, or is it effectively an

instrument of American power packaged as a commercial enterprise?

GeoTechNexus | Intel Research Note | 10 May 2026 Page 5 of 13



China is the most obvious test case. For years, Chinese data-center operators, cloud providers, device

OEMs, and state-linked entities were major consumers of Intel CPUs and adjacent silicon. Today, they sit

under  a  cloud  of  export  controls,  licensing  requirements,  and  U.S.  national-security  frameworks  that

explicitly name China as a strategic competitor.

These customers are rational. They see the risk that a future U.S. policy change could cut off their access

to Intel's most advanced products overnight.  They also see domestic and non-U.S. alternatives being

nurtured by their own government to reduce that vulnerability. Every time Washington tightens a rule or

floats a new restriction, Intel's long-term value proposition to these customers becomes more fragile —

regardless of how well its fabs are running.

The issue is not confined to China. European regulators talk about strategic autonomy and worry about

over-reliance  on  U.S.  platforms.  Asian  allies  navigate  a  careful  line  between  benefiting  from  U.S.

alignment and avoiding being dragged into full tech decoupling. Emerging markets in the Global South do

not want to be forced into a binary choice between U.S. and China technology stacks. For all of them,

Intel's deep enmeshment with U.S. industrial policy and security policy creates friction. It is not necessarily

a  deal-breaker;  the  company  still  has  enormous  technical  expertise  and  product  depth.  But  it  is  a

constraint that did not exist when the main conversation was about clock speeds and process nodes.

EXHIBIT 4  Intel revenue, 2020–2025 — Key observations and strategic implications. Internationalization, the 2021 peak,

the post-2021 decline, U.S. stabilization in 2025 and the structural geopolitical exposure that defines the next chapter.

Source: GeoTechNexus analysis.
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Geopolitical Hurdles

The geopolitical challenges Intel faces can be grouped into three overlapping categories.

Direct regulatory constraints

Export controls, entity lists, and technology-transfer rules define a shrinking set of products that can be

sold at  full  capability  into certain markets.  When Washington narrows the definition of  permissible AI

accelerators or high-end CPUs, Intel's overseas revenue options narrow with it. This is not a theoretical

risk; it is a live policy domain that changes every few quarters. Even if Intel's engineering teams execute

perfectly, a new rule can render their best work unsellable to some of their most motivated customers.

Perception and trust

Large overseas customers are increasingly asking themselves: can we afford to have Intel at the core of

our  infrastructure  if  the  U.S.  government  views  that  infrastructure  as  a  legitimate  lever  of  strategic

pressure? For some, the answer is still  yes — especially in allied countries. For others, particularly in

China and politically hedged markets, the answer is shifting toward “we need alternatives.” That does not

mean abandoning Intel overnight; it means systematically reducing dependence over a 2–5-year horizon.

Industrial rivalry and policy backlash

Allied European and Asian markets are not passive arenas; they are building their own champions and

fabs, often with public money. When Intel arrives as a large, subsidized U.S. player, it is welcomed for the

jobs and capacity it brings but also watched warily as a competitor to local players. Political tolerance for

one firm absorbing outsized subsidies and market share can change quickly, especially when economic

cycles turn. Intel's success at home can inadvertently fuel resistance abroad.

Taken together, these forces form a geopolitical headwind that is persistent, structural, and only partially

within Intel's control. The company can lobby, it can negotiate, it can design product variants for different

regimes — but it cannot write the rules.
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EXHIBIT 5  Intel's emerging geopolitical exposure structure. Region-by-region map of constraint level, main sources of

pressure and strategic impact. Source: GeoTechNexus analysis.
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China – High Constraint

China remains Intel’s largest geopolitical

exposure point due to export controls, AI

restrictions, licensing constraints, and escalating

U.S.–China technology competition.
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European Union – Moderate/High
Constraint

The EU combines industrial policy ambitions,

strategic autonomy initiatives, supply-chain

regulation, and subsidy competition that

increasingly shape Intel’s operations.
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Non-Aligned Markets

Regions across ASEAN, the Middle East, Africa,

India, and Latin America are becoming contested

technology territories where semiconductor

diplomacy and supply-chain diversification are

accelerating.
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Strategic Implications

Intel increasingly operates within a fragmented

semiconductor system characterized by export

controls, technology nationalism, trusted

manufacturing ecosystems, and politically

mediated market access.

GeoTechNexus | Intel Geopolitical Constraint Analysis

EXHIBIT 6  Geopolitical constraints by region — China (high), European Union (moderate/high), and the non-aligned

markets across ASEAN, Middle East, India, Africa and Latin America that are becoming contested technology territories.

Source: GeoTechNexus Intel Geopolitical Constraint Analysis.

GeoTechNexus | Intel Research Note | 10 May 2026 Page 9 of 13



Best, likely and worst-case trajectories

Over the next two to five years, Intel's outcome space can be framed into three scenarios.

BEST CASE Operational turnaround compounds; export controls stabilize

Intel's  operational  turnaround  continues,  and  its  new  roadmap  delivers  on  time.  Its  foundry

business wins credible anchors beyond U.S. government work. U.S. export-control policy stabilizes

at a level that is restrictive but predictable; China remains accessible for downgraded or specific

classes of products; other regions balance security concerns with economic pragmatism. Intel does

not recover its old dominance, but it consolidates a solid position as a multi-region supplier with a

growing foundry franchise. The recent stock rerating proves broadly justified, albeit with volatility as

investors digest each cycle of policy news.

MOST-LIKELY CASE Real but constrained progress; persistent “geopolitical discount”

Intel's operational progress is real but constrained. Delays and cost overruns occur, but not cata‐

strophically.  Foundry wins are meaningful  but  not  transformative.  Export  controls tighten at  the

margin, and Chinese customers accelerate diversification. Europe and other allies push harder for

local champions. Intel grows, but below what its asset base and R&D spend would once have im‐

plied.  The  stock  market  assigns  it  a  persistent  “geopolitical  discount”:  investors  recognize  the

engineering and manufacturing capabilities but price in structurally diminished global reach and

elevated policy risk.

WORST CASE Tech cold war hardens; addressable market collapses

Geopolitical conflict hardens into something much closer to a tech cold war. U.S.–China relations

deteriorate further; new waves of export controls and countersanctions make it impossible for Intel

to ship advanced products to broad swaths of its historical overseas customer base. Key Chinese

hyperscalers, device OEMs and infrastructure providers pivot aggressively to domestic and non-

U.S.  suppliers.  Non-aligned markets,  wary  of  secondary  sanctions and supply  risk,  follow suit.

Intel's manufacturing expansion succeeds technically but struggles commercially because the total

addressable market it can legally serve at the high end has shrunk. It becomes a heavily subsid‐

ized national or bloc champion rather than a truly global one. In that world, today's stock price

would look, in retrospect, like a generous vote of hope that was never earned.
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Can these challenges be overcome?

None of this means Intel is doomed. It does mean that operational excellence will not be enough.

If Intel wants to remain a global supplier rather than an increasingly regional one, it must treat geopolitics

as a design parameter, not an external annoyance. That requires several concrete actions:

Institutionalize geopolitical risk in core planning. Intel needs formal mechanisms — at the board

and executive level — to integrate geopolitical scenarios into product and capacity decisions. That

includes quantifying politically exposed revenue, mapping customer and regional risk, and assigning

explicit probabilities and impact ranges to policy changes.

Signal credible independence where possible. While Intel cannot sever its ties to U.S. policy, it can

strengthen governance transparency, data-security assurances, and contractual frameworks that give

overseas customers more confidence that their risks are understood and mitigated. This is not cheap,

but it is cheaper than losing entire regions.

Design segmented product and capacity strategies. A one-size-fits-all roadmap is now a liability.

Intel must systematically classify products into tiers: fully constrained, partially constrained, and broadly

free, then align capacity and go-to-market by bloc. Some fabs and lines will be effectively dedicated to

allied markets; others can serve more neutral regions with less sensitive products.

Engage host governments as partners, not merely grant providers. In Europe, Asia, and

elsewhere, Intel should treat local authorities as co-architects of long-term industrial ecosystems, not

just sources of incentives. That means transparency about its plans, serious engagement with local

supply chains and talent pools, and a willingness to support complementary local players.

Be brutally honest with investors. Intel's leadership must resist the temptation to sell a simple “we

are back” narrative that ignores geopolitical constraints. The market can manage complexity; it cannot

manage repeated surprises. A more candid articulation of best, base, and worst-case geopolitical

outcomes would build credibility.
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What to watch

SIGNPOSTS OVER THE NEXT SEVERAL QUARTERS

Export-control trajectory and licensing predictability. Any tightening (or even ambiguous

draft rules) that expands coverage of AI accelerators, high-end CPUs or advanced

manufacturing tools will directly reshape Intel's addressable overseas market.

China revenue exposure and customer diversification signals. Watch disclosures, channel

checks and product-mix shifts that indicate accelerated substitution by domestic CPUs/

accelerators or reduced Intel attach rates in Chinese data centers and OEM platforms.

Foundry wins outside government and defense. The mix matters. Commercial anchor

customers — especially global fabless firms with multi-region end demand — would reduce the

“policy concentration” risk implied by a subsidy-heavy buildout.

European industrial-policy posture. Track whether Intel is treated as a long-term ecosystem

partner (stable incentives, cooperative supply-chain programs) or increasingly as a subsidized

foreign competitor (stricter conditions, louder local-champion push).

Designing for segmentation. Evidence that Intel is productizing around regulatory regimes —

clear tiering, region-specific SKUs and capacity allocation by bloc — will indicate maturity in

treating geopolitics as a design constraint.

Trust signals from large overseas buyers. Multi-year supply agreements, platform

commitments and publicly referenced roadmaps are stronger indicators than one-off quarters

— especially in markets sensitive to policy shocks.
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Are the recent gains sustainable?

The recent improvement in Intel's financial performance and stock price is real, but it is not secure. The

operational  repairs have bought the company time. They have reopened strategic options that  would

otherwise have closed. They have given Intel the balance-sheet breathing room to invest in fabs, R&D

and restructuring. But they have not solved the central constraint of this era: the company's fate is now

tightly coupled to a geopolitical environment that is both volatile and structurally adversarial in key mar‐

kets.

If  Intel uses this breathing room to build geopolitical resilience into its strategy — through segmented

roadmaps, diversified markets, strengthened trust with overseas customers, and honest communication

with  investors  — its  second chance can turn  into  a  durable  recovery.  If  it  assumes that  operational

success is enough, and that the world will  “normalize” around it, then today's stock surge will  look, in

hindsight, like yet another head-fake in a longer, more painful story.

Intel has fixed part of the problem. The rest of it is not on a wafer; it is in the world.

Bolaji Ojo is principal analyst at GeoTechNexus. He is reachable at bojo@geotechnexus.com.
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