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Introduction 
When economic turmoil occurs, the focus of a firm's marketing strategy is no longer on 

creating growth but retaining customers and being efficient in order to protect margins 

(Johnson et al., 2023). The current economic climate (i.e., slower global economic 

growth, inflation and geopolitical risks) has caused companies to create value for 

consumers at lower costs (IMF, 2024). Firms using fintech and data-based models have 

been able to offer consumers lower priced transactions, better cost controls and 

enhanced security (i.e., cheaper transactions, cost savings and greater consumer 

confidence). This report will examine the marketing environment of each of four 

pioneer-follower pairs: Uber vs. Lyft (Gig Economy), Ripple vs. SWIFT (Payments), 

Palantir vs. Snowflake (Data Intelligence) and CrowdStrike vs. SentinelOne 

(Cybersecurity). In addition to analyzing how the four pioneer-follower pairs are 

influenced by specific Economic and Technology actors, it will also analyze how they 

respond strategically using Porter’s Generic Strategies. 

 

 



4 

Task 1: Critical Analysis of Economic and 
Technological Actors 

This section analyzes the four selected pairs through an intersectional lens, mapping 

one specific Economic sub-point and one Technological sub-point to each industry pair 

to demonstrate how macro-forces dictate competitive advantage. 

Pair 1: Uber (Pioneer) vs Lyft (Follower) 

Economic Actor: Consumer Spending Power 

Economic pressure reshapes mobility choices. Rather than carrying the heavy capital 

burden of car ownership (loans, insurance, depreciation), consumers increasingly treat 

ride-hailing as a variable “service luxury”: a frequent purchase that improves daily 

liquidity compared to financing a vehicle. According to Uber’s 2023 results, we can see 

that there was a turning point in Uber’s history, as the company achieved its first full 

year of profitability ($1.1 billion) in 2023, and at the same time faced the challenges of 

the macroeconomic environment (Uber, 2024). This validates the “lipstick effect” in 

services: even when consumers delay big-ticket purchases due to reduced spending 

power, they prioritise small efficiencies. As a result of increased price sensitivity, in the 

face of rising inflation, consumers are favoring Uber over Lyft, the latter of which has a 

much smaller footprint and has less reliable network availability (Gridwise, 2025). In 

fact, Lyft accounted for only 24% of all U.S. trips as of late 2024. 

Technological Actor: AI & Automation 

From a technological perspective, the barrier to entry in the ride-hailing space is the 

efficiency of the automated matching algorithm. For example, Uber’s technology has 

developed into a multi-mode logistical engine that allows for ride-hailing, food delivery 

and freight. This use of AI-based technologies to scale the platform enables network 

effects, such as improved pick-up times and higher driver utilisation rates. This creates 

a self-reinforcing cycle, which Lyft is unable to replicate (Uber, 2024). Lyft, on the other 
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hand, is focusing on the use of AI to optimise routes in “shared rides” in order to provide 

lower prices to consumers, however Lyft lacks the cross-vertical data to train global 

pricing models similar to those used by Uber. 

Pair 2: Ripple/XRP (Pioneer) vs SWIFT (Legacy/Follower) 

Economic Actor: Subsistence Economies 

One of the reasons why the legacy financial system has historically excluded 

subsistence and developing economies is because of the high cost of correspondent 

banking. Correspondent banking requires banks to maintain pre-funded accounts to 

allow for the processing of transactions. Therefore, the high cost associated with 

maintaining these accounts prohibits low-cost transfers to corridors such as Southeast 

Asia or Africa (McKinsey, 2024). Ripple, therefore, is addressing this very specific 

economic friction by targeting the remittance market through the use of XRP as a bridge 

asset to decrease the cost of transferring funds. By providing affordable cross-border 

flows to the economically necessary remittances required by unbanked populations, 

Ripple is tapping into a market segment that SWIFT has historically underserved due to 

the high fixed costs associated with correspondent banking (Ripple, 2025). 

Technological Actor: Blockchain & Digital Transactions 

The technological gap exists between messaging versus settlement. SWIFT’s “Global 

Payments Innovation” (gpi) is a technological improvement to a legacy messaging 

system — it provides better tracking and transparency, however it does not change the 

existing correspondent banking rails (SWIFT, 2024). Ripple uses blockchain (distributed 

ledger technology) to immediately settle the value transfer. From a technological 

standpoint, this is an innovation of the infrastructure layer. However, SWIFT is 

countering this by developing Central Bank Digital Currency (CBDC) connectors to 

connect different blockchains using its current technological position. On the other hand, 

Ripple is betting on the idea of a single-asset bridge. 
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Pair 3: Palantir (Pioneer) vs Snowflake (Follower) 

Economic Actor: Industrial Economies 

Industrialized economies have a number of economic factors but most importantly are 

supply chain resiliency and manufacturing efficiency. Palantir markets its Foundry 

platform as an “operating system” for modern industry, harmonising legacy ERPs to cut 

logistics costs and inventory waste. Clients in the industrial space who are experiencing 

supply chain shocks receive tens of millions of dollars in savings. These same Western 

industrialized nations are seeing re-industrialization trends and Palantir’s services fit 

within those trends (Palantir, 2024). Snowflake also receives significant scrutiny for how 

effectively they serve the needs of industrial clients. Clients are currently focused on 

reducing their cloud spend and therefore Snowflake has moved its marketing focus to 

“cost optimization” for industrial firms who have large amounts of data to manage and 

do not want to exceed their Operating Expenses Budget (SELECT, 2023). 

Technological Actor: Big Data & Analytics 

Palantir was the first company to pioneer the “ontology” approach to Big Data by 

mapping data to physical objects (aircraft, factories, customers), which requires 

sophisticated integration capabilities. This technology is “thick” and sticky, embedding 

deeply into client operations (The Finance Key, 2025). Snowflake, on the other hand, 

has developed a “data cloud” architecture to separate compute from storage to enable 

limitless scalability for analytics. While Snowflake’s products are relatively easy to 

implement for general business intelligence applications, Palantir’s products are 

specifically designed for the type of operational decision-making that occurs in complex 

organizations. The macro trend of generative AI will benefit both platforms because the 

clean, structured Big Data that both platforms aim to collect will be required to create 

the Large Language Models that power these systems. 
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Pair 4: CrowdStrike (Pioneer) vs SentinelOne (Follower) 

Economic Actor: Inflation 

As inflation affects the corporate cost structure of companies, especially wages, the 

increasing cost of skilled labor is creating an opportunity for corporations to become 

more efficient. Security Operations Centers (SOCs) are labor-intensive, and the rising 

cost of cybersecurity analysts creates a need for efficiency. In response to this 

economic pressure, SentinelOne has positioned its autonomous security product as a 

way to reduce the need for expensive human intervention in SOC processes and 

therefore the total labor costs for mid-market firms (SentinelOne, 2025). On the other 

hand, CrowdStrike argues the opposite economic case: that the cost of a single breach 

(ransomware payments, reputational damage) far exceeds the inflation of subscription 

fees, positioning its premium pricing as an insurance policy against catastrophic 

economic loss (CrowdStrike, 2024). 

Technological Actor: Cybersecurity 

CrowdStrike has been the first company to develop cloud-native cybersecurity products 

that stream telemetry directly to the cloud to train AI models based on threat data from 

around the world. This creates a “community immunity” effect where a threat detected at 

one customer protects all others (SE Labs, 2025). On the other hand, SentinelOne has 

differentiated itself through its Singularity platform, a local device-based AI agent that 

makes decisions autonomously without requiring connectivity to the cloud (Barron’s, 

2025). With the majority of the workforce now working remotely and hybrid work being 

the new normal, as well as the growth of Edge Computing, the macro trend for 

organizations will include more disconnected networks. As a result, SentinelOne will 

continue to grow its market share as a leader in disconnected networks and 

CrowdStrike will continue to lead in the area of connected enterprises. 
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Task 2: Strategic Responses  

1. Porter’s Generic Strategies 

Porter’s generic strategies—cost leadership, differentiation, and focus—explain how 

these firms translate intersecting Economic and Technological pressures into 

competitive positioning (Porter, 1980). 

 

Porters Generic Strategy (Data Panda, 2024) 

Uber vs Lyft: Broad Differentiation vs. Cost Focus 

Uber utilizes a Broad Differentiation strategy. Uber’s differentiation comes from its global 

reach, or ubiquity, multiple modalities such as Uber Eats and Uber Freight, and 

technological superiority, or reliability. By providing a “super-app” experience, Uber can 
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create higher switching costs for users who prefer the convenience offered by Uber over 

the lowest possible price. Uber also has the ability to justify its higher take rate by 

utilizing its drivers at a higher level of utilization than Lyft. 

Lyft uses a Cost Focus strategy (specifically within the North American market). By 

eliminating all complex verticals such as freight and international operations, Lyft has 

focused on being the “friendly, affordable” option for U.S. commuters. Lyft attempts to 

compete against Uber on price and driver friendliness in certain high-density cities, 

however this leaves Lyft exposed to Uber’s economies of scale. 

Ripple vs SWIFT: Cost Leadership vs. Differentiation 

Ripple is pursuing a Cost Leadership strategy in the settlement layer. Ripple’s entire 

value proposition is “faster and cheaper money.” By eliminating pre-funded 

requirements, Ripple provides a structural cost advantage to payment providers 

(remittance firms and small to medium-sized enterprises). Ripple attacks the 

high-margin business model of the correspondent banking system. 

SWIFT is maintaining a Differentiation strategy based on “Security and Universality.” 

SWIFT is not competing on price; rather, SWIFT is competing on the fact that it 

connects 11,000 institutions with 99.999% reliability. SWIFT addresses Ripple’s threat 

not by reducing its prices, but by increasing the value of its services through features 

such as pre-validation and fraud prevention (SWIFT, 2024). 

Palantir vs Snowflake: Focused Differentiation vs. Cost Leadership 

Palantir is operating a Focused Differentiation strategy. Palantir is targeting the upper 

tier of the market (government agencies, defense, large-scale manufacturers) with a 

high-touch, high-cost solution that meets very specific needs. Palantir is not attempting 

to provide the data warehouse for every company; Palantir is the “operating system” for 

institutions that are considered mission-critical. 

Snowflake is pursuing both a Broad Cost Leadership and Differentiation hybrid. 

Snowflake is making data warehousing available to the mass market via 
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consumption-based pricing. By automatically handling maintenance and requiring users 

to only pay for their usage, Snowflake is decreasing the barriers to entry for data 

analytics for most companies, effectively commoditizing the infrastructure layer while 

differentiating on usability (Snowflake, 2025). 

CrowdStrike vs SentinelOne: Differentiation vs. Cost Focus 

CrowdStrike is the quintessential Differentiator. CrowdStrike is charging a premium for 

the “Falcon” platform, selling “peace of mind” and the “1-10-60” benchmark (detect in 1 

minute, investigate in 10 minutes, remediate in 60 minutes). CrowdStrike’s goal is to 

consolidate security expenditures: telling CFOs, “Purchase CrowdStrike and cancel 

your antivirus, vulnerability management and threat intelligence subscription” 

(CrowdStrike, 2024). 

SentinelOne is using a Cost Focus. SentinelOne is focusing on the middle market and 

enterprise organizations that require automation of the Security Operations Center 

(SOC). By emphasizing “autonomous” artificial intelligence (AI), SentinelOne is 

promising to decrease the personnel cost of security — an attractive offer in today’s 

efficiency-oriented economy. SentinelOne is positioning itself as the high-performance 

alternative that will cost less to operate than CrowdStrike (Cynet, 2025). 
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2 Ansoff’s Matrix for Pioneers: Growth Strategies 

Ansoff’s Matrix maps growth strategies across existing and new products and markets 

(Ansoff, 1957; Kotler et al., 2020). In an environment defined by economic turbulence 

and rapid technological change, pioneers must look beyond simple market penetration 

to sustain their leadership. 

 

Answoff Matrix (Peterdy, 2025) 

Uber – Diversification into Multi-Modal Logistics 

Uber has moved beyond a simple ride-hailing app to a Diversification strategy. By 

expanding into food delivery (Uber Eats) and logistics (Uber Freight), Uber spreads its 

revenue risk. When consumer travel dipped during economic uncertainty, the delivery 

vertical provided a hedge. This strategy transforms Uber from a transport company into 

a broader logistical utility, leveraging its underlying algorithmic tech stack to enter 

entirely new service markets (Uber, 2024). 
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Palantir – Market Development from Defense to Industry 

Palantir historically served government and defense clients. Its current growth relies on 

Market Development: taking its proven Foundry software and adapting it for the 

commercial sector. By targeting new markets such as manufacturing, healthcare, and 

energy, Palantir captures private-sector budgets focused on operational efficiency. This 

protects the firm from government spending cycles and allows it to scale its AI data 

integration tools across the wider economy (Palantir, 2024). 

CrowdStrike – Product Development via Module Expansion 

CrowdStrike executes a highly effective Product Development strategy. It leverages its 

installed base of Falcon sensors to cross-sell additional security modules—such as 

identity protection, cloud security, and observability—to existing customers. In a 

downturn, acquiring new customers is expensive; CrowdStrike’s strategy focuses on 

increasing the “share of wallet” from current clients by offering new AI-driven capabilities 

that solve emerging threats without requiring a new vendor implementation 

(CrowdStrike, 2024). 

Ripple – Product Development in Finance 

Ripple initially focused on cross-border settlement (XRP). It is now pursuing Product 

Development by introducing new services like the "Liquidity Hub" and crypto-custody 

solutions for banks. By building new products for its existing financial partners, Ripple 

embeds itself deeper into the banking infrastructure, moving from a single-use 

transaction tool to a comprehensive platform for managing digital assets (Ripple, 2025). 
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Conclusion 

Marketing priority shifts have occurred as a result of economic turmoil; shifting from 

growth and new customer acquisition to retention, operational efficiency and managing 

the risks associated with current business environments (Johnson et al., 2023). The 

divergent strategic directions for each of the four pairings (Uber & Palantir vs. 

SentinelOne & Ripple) will be illustrated by the application of two different lenses 

(Economic lens and Technological lens) and then also by the use of two strategic 

frameworks — Ansoff’s Matrix and Porter’s Five Competitive Forces Model. In addition 

to highlighting the divergent strategies each of the four pairings employ in order to 

mitigate the impact of economic downturn on their respective businesses, this report 

also illustrates how each of the four pairings employs their strategies differently due to 

their differing positions within their respective industries. Ultimately, it is not simply the 

companies with the most advanced technologies which will be successful in this 

environment, but rather the companies which can use their technology in order to make 

an undeniable economic argument — such as “cheaper liquidity” (Ripple), “lower labor 

costs” (SentinelOne), or “operational savings” (Palantir). 

Furthermore, the synthesis of these frameworks reveals a distinct pattern: pioneers are 

actively using growth strategies to escape commoditisation, while followers are 

leveraging positioning strategies to capture the price-sensitive mass market created by 

economic headwinds. This dynamic implies that in the current environment, ‘Strategic 

Drift’ will likely punish firms that fail to choose a clear lane; mid-market firms that offer 

neither the cutting-edge innovation of a pioneer nor the strict cost-efficiency of a follower 

risk obsolescence. Success requires not just monitoring these macro-actors, but 

aggressively reconfiguring the business model to match the prevailing economic winds. 
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