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THE 2-5 YEAR TECH LANDSCAPE

The anxiety that tech companies feel today is grounded in three major shifts happening
simultaneously:

Death of the Feature Advantage: When any competitor can use Al to replicate a feature
in days rather than months, "what" you build matters less than the "human context" and
proprietary data you wrap around it.

The Zero-Marginal-Cost Developer: Software development is becoming an increasingly
low-margin service. Founders who previously differentiated on "better code" are finding
that AI now provides "good enough" code for almost nothing.

Agentic Chaos: We are moving from "Al as a tool" to "AI as an agent". The challenge for
founders isn't just "stitching things together"—it's ensuring those autonomous agents
don't create security or data privacy nightmares.
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STRATEGY VS. SCRAMBLING

For tech companies trying to get to the top of the hill, the successful strategy seems to be
shifting away from Product-Led Growth toward Context-Led Growth:

Proprietary Data Moats: If the code is a commodity, the specific, "messy" real-world data used

to fine-tune models becomes the primary differentiator.

Workflow Integration over Standalone Apps: The winners aren't just adding an Al chatbot;
they are re-architecting workflows where Al handles the "heavy lifting" while humans

provide the "strategic final mile".

Vertical Specialization: Moving away from general-purpose SaaS toward hyper-specific

vertical solutions that Al can't easily replicate without deep domain expertise.
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THE "NON-AI-ABLE" MOATS FRAMEWORK

We help tech startup founders find their "Unfair Advantage” by looking where Al cannot
reach.

We use the below 3-layer checklist during our strategy sessions:
Layer 1: The Trust Moat (Relationships & Reputation)
Layer 2: The Data Moat (Proprietary & Messy)

Layer 3: The Execution Moat (Complexity & Risk)
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LAYER 1: THE TRUST MOAT (RELATIONSHIPS &
REPUTATION)

Offline Communities: Does the founder have a "walled garden" of users or a physical
community that isn't scraped by LLMs?

Brand Authority: Al can write a blog post, but it can't build founder-market fit. A

founder's personal "war stories" and reputation in a niche are impossible to synthesize.
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LAYER 2: THE DATA MOAT (PROPRIETARY &
MESSY)

Dark Data: This is data that exists inside private company workflows, physical sensors,

or specialized hardware. If the data isn't on the public internet, AI hasn't trained on it
yet.

Feedback Loops: A product that improves based on proprietary human-in-the-

loop interactions. Al can predict, but it can't replace the unique nuance of a specific

customer's weird edge cases.
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LAYER 3: THE EXECUTION MOAT (COMPLEXITY
& RISK)

High-Stakes Integration: Al can write code, but it can't manage the organizational

change required to deploy it across 500 employees.

Hard-Tech/Hardware: Anything that requires moving atoms instead of bits is a massive
moat. If a competitor can't "Prompt Engineer" their way into a supply chain, that

founder is safe.
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THE AI-RESILIENCE & MOAT DISCOVERY
WORKSHEET

Objective: To identify where a startup's value is vulnerable to AI commoditization and

where its "Unfair Advantage" truly lies.
Phase 1: The Vulnerability Scan
Phase 2: The Five Moat Pillars

Phase 3: The Strategy Pivot
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PHASE 1: THE VULNERABILITY SCAN

We ask founders to be brutally honest:

The 48-Hour Clone: If a competitor gave a senior engineer a $2,000 API budget and 48
hours, could they replicate your core product's logic? (Yes / No)

The GPT-5 Threat: If the next generation of LLMs can reason perfectly through your

current "secret sauce," what is left?

Low-Entropy Work: Is more than 60% of your team’s time spent on tasks that follow a

predictable, repeatable pattern? (If yes, this is your highest risk area).
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PHASE 2: THE FIVE MOAT PILLARS

Pillar Discovery Question

1. Dark Data Do you own data that is NOT on the public web (e.g., private logs, physical sensors, proprietary
transactions)?

MW SIAGEV IR Are you so deeply integrated into the customer’s daily habit that switching costs are emotional,
not just financial?

3. The "Human-in- Does your product require a "judgment call" or "empathy" that an algorithm cannot legally or
he-Loop" ethically provide?

SN[Rn /0 d A EiTa N Does the value of your product increase specifically because of the other humans using it?

R ET s 7A iy ETeEIl Do you deal with "atoms” (hardware/logistics) or complex compliance that a "bits-only" Al
cannot touch?
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PHASE 3: THE STRATEGY PIVOT

Based on the scores in Phase 2, identify the "Moat Mission":
- If Pillar 1 is high: Focus on Data Monetization & Fine-tuning.
» If Pillar 2 is high: Focus on Platform Play & API Ecosystems.

« If Pillar 3 is high: Focus on Premium Service & Brand Trust.

 If ALL are low: Focus on Rapid Pivot or Verticalization.
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OUR MOAT-BUILDING SPRINT (2-WEEK HIGH-
IMPACT ENGAGEMENT)

Stop trying to out-code the Al Start building the structural advantages that Al cannot

replicate.

Week 1: Audit & Stress Test

Week 2: Strategic Re-Architecture
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WEEK 1: AUDIT & STRESS TEST

Day 1-2: The "Zero-Base" Audit. We strip the business down to its "bits" and "atoms."
What parts of the current revenue are "at-risk" (easily automated) vs. "resilient" (based

on trust/unique data)?

Day 3-4: The Adversarial AI Simulation. Our team acts as a "Red Team." We simulate a
competitor using a $0-marginal-cost AI model to attack the client's core product. Where
does the client break?

Day 5: The "Dark Data" Harvest. We identify untapped, non-public data silos within the

client's operations that can be used to "train" their own proprietary moat.
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WEEK 2: STRATEGIC RE-ARCHITECTURE

Day 6-7: The Workflow Pivot. We redesign the product journey to move from "Tool"
(replaceable) to "Infrastructure" (embedded).

Day 8-9: Defensive Pricing & Packaging. We help the founder move away from "per-
seat' or "per-hour" pricing (which Al kills) to "Outcome-Based" or "Platform-Fee"

pricing.

Day 10: The 24-Month Moat Roadmap. Delivery of the final blueprint: A tactical
execution plan to secure the "Non-Al-able" pillars identified in the worksheet.
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THANK YOU

WWW.STRATEGEOS.COM



	Slide 1:                                                                       The Changing Tech Landscape  
	Slide 2: The 2-5 Year Tech Landscape  
	Slide 3: Strategy vs. Scrambling   
	Slide 4: The "Non-AI-able" Moats Framework    
	Slide 5: Layer 1: The Trust Moat (Relationships & Reputation)   
	Slide 6: Layer 2: The Data Moat (Proprietary & Messy)   
	Slide 7: Layer 3: The Execution Moat (Complexity & Risk)     
	Slide 8: The AI-Resilience & Moat Discovery Worksheet      
	Slide 9: Phase 1: The Vulnerability Scan       
	Slide 10: Phase 2: The Five Moat Pillars        
	Slide 11: Phase 3: The Strategy Pivot        
	Slide 12: Our Moat-Building Sprint (2-Week High-Impact Engagement)        
	Slide 13: Week 1: Audit & Stress Test          
	Slide 14: Week 2: Strategic Re-Architecture         
	Slide 15:                         Thank You

