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Conclusion comes first!

Palantir is the most important software 
company in the world. The events in Ukraine, 
and Palantir’s transformational role within the 
success of the dominance thus far, in a leading 
indicator for what shall occur for commercial 
companies over the next decade.

In simple terms, software is now analogous to 
the power yielded by nuclear weaponry.

Without good software – you loose.

The same shall be true for the commercial sec-
tor. Without alpha generating software – you 
loose.

We are entering into a golden era for AI soft-
ware, ML & AI. Palantir shall be at the forefront 
of this.

The company is fundamentally focused upon 
building software in which is 10X better than 
any other comparable solution. This deeply 
rooted long term vision is fundamental for 
success of any company. Instead of the arbi-

trary focus on short term targets, Palantir is 
focused upon building the deepest, and most 
innovative software yet. This iconoclastic 
nature – that ripples throughout the company 
– is often disliked by Wall Street & investors. 
However, this iconoclastic nature is usually 
a precursor for success. The company does 
not care about short term movements of the 
stock price, or arbitrary metrics provided by 
Wall Street. The company is focused on building 
the most revolutionary software the world has 
ever seen.

I believe Palantir is the most important – and 
unconventional – (software) company to date. 
Whilst there are outstanding debates and 
concerns, thus far these concerns are not 
deal breakers, and thus allow the thesis to hold 
together. 

Regards, Christian Darnton.
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INTRO

Is PLTR Just a Software 
Company?
Palantir Technologies is a software company 
that provides unique technological products for 
companies and Governments. At the core, their 
products represent the mimicry of reality, 
via the use of a digital twin & ontology, thus 
enabling companies to predict, prevent and 
simulate events, and create the most optimal 
outcome.

Furthermore, Palantir is differentiated, in com-
parison to other software products. Palantir 
does not provide sole one-off tools, or stand 
alone products, however aims to provide an 
operating system for software and data.

Similarly as within the case of Microsoft – 
the Microsoft OS acts as the basis layer for 
individuals, teams, and nations, to build their 
products on top, and thus acts as the backbone 
for a range of other technologies, tools, and 
applications. As is analogous within the case 
of Palantir – via the Palantir OS – the software 
can interoperate and act as the basis layer for 
a range of bespoke, or standardised tools. For 
example, the product can interoperate prior 
organisational software tools and solutions, in-
tegrate these within the Palantir OS, whilst si-
multaneously housing software products, such 
as Snowflake, and Azure – all in conjunction.

Palantir acts as the basis layer, to not only 
house these tools, but also, to interoperate and 
use in conjunction, and thus derive value from.

Palantir also provides a range of in-built 
tooling, that can be used in conjunction with 
third party software integrations, or within a 
vacuum.

This is in comparison to the likes of Snowflake, 
and Data Brick, whom solely provide standalone 
one-off products, such as a Data Lakehouse, 
and thus this fails to provide any real alpha.

Platform of Platforms:

1) Firstly, through Palantir software, one can “drag & drop” 
certain tools, features, & partnered applications onto the 
project. This can be done fluently, meaning that the tools, 
features & applications communicate & work in conjunction 
with each other. As well as Palantir having innate tools (data 
visualization, AI, ML, ontology) within their platform, one can 
also leverage these innate tools, & use them in conjunction 
with partnered features & tools in order to derive the most 
value. Example of PLTR partnership with Amazon AWS: “Rap-
idly prepare data with Foundry’s data connection, extract, 
transform, load, and data branching capabilities, and then 
drag & drop AWS tools on to the project to analyse data and 
develop models.”

2) Orchestrate & bind the IT landscape together. This means 
that, instead of replacing old data systems & tools within the 
organisation, through Palantir, organisations can intertwine 
their own bespoke data systems & tools, in conjunction with 
more modern tools & applications – & overall use these in 
communication with each other.

3) Network effects refers to the low code, no code environ-
ment of Palantir OS. This enables anyone & everyone in the 
organisation to use the platform, create new applications 
& features, regardless of technical ability. Changes can be 
shared across the organisation, revealing how the product 
becomes more useful as more people use it.

4) Contextual data. Data is transformed into people, places, & 
things – which makes the data come to life.
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Ontology

Ontology

The ontological layer is the most vital aspect of 
the Palantir Operating System. This ontology – 
which philosophically refers to the “nature of 
being” – refers to an operational layer in which 
allows for data to connect to real world action, 
and therefore bring this data alive.

Fundamentally, at the core, the ontological lay-
er speaks towards the creation of a digitalised 
twin for Palantir, thus enabling the mimicry of 
reality via simulation, theoretical – yet accu-
rate – experimentation, and thus the most 
optimal outcome chosen to lead to success.

Objects within the ontological layer, represent 
real world entities, relationships, and events, 
that constitutes a business. Relations repre-
sent the connections between real-world en-
tities, events and processes. Actions capture 
the kinetics between objects and orchestrate 
real-world change through enterprise sys-
tems. Ontology Scenarios allow the business to 
safely simulate, at full fidelity, the consequenc-
es of changing individual actions, or entire 
courses of action.

Furthermore, this ontological layer continually improves too 
– as more individuals use the platform. Via the use of write-
back functionalities, this captures the impact of actions, pro-
cesses, and related data, to ensure that the ontological layer 
– and the actions driven – can steadily improve over time. 

“This point is necessary to understand, and ripples across 
the whole Palantir OS. Via the increased adoption and usage 
of the platform – not solely with the ontology but also other 
vital areas of the platform – this results within improved 
utility of the platform. As more people use it, the more useful 
the platform becomes. This is the notion of network effects, 
perhaps most clearly seen within the case of Facebook. As 
more people use the Facebook platform, the more utility 
of the platform increases. Without usage of the Facebook 
ecosystem, one is viewed as an outsider, and there is a huge 
level of perceived disconnectedness.” 

Therefore, in comparison to data solely being represented as 
complex charts, tables, and unclear terminologies, the onto-
logical layer can create the mimicry of reality – a digital twin 
– thus transforming this unhelpful data into, people, places, 
actions, events, and real activities within a business.
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Culture

Culture

Why Human Organisation Matters:

As mentioned in prior deep dives, at the most 
atomic level of a company, team, or even 
nation, is solely human organisation. Every 
successful company is the condition of good 
human organisation. Thus, when it comes to 
investing within companies, it is necessary to 
acknowledge and compute the methods and 
ways in which humans within said company are 
organised and structured.

Through computing this factor, another prin-
ciple also becomes increasingly clear. Namely, 
the ability for information flows within a com-
pany. If a company allows for the successful 
flow of information throughout, this more mer-
itocratic approach to governance allows the 
most successful ideas to flow to the forefront.

Culture & structure are two necessary princi-
ples that play a large role within the idealistic 
organisation of humans within an organisation, 
and thus the most optimal outcome. 

Needham’s Question:

China, back in the 16th century, was a leader. 
In fact, as an alien species from out of space, 
reading a scroll explaining the events occur-
ring within humanity, it was evident that China 

was ahead. China was ahead in regards to 
formal education, scientific innovations, and 
the industrial revolution. However fascinating-
ly, China despite their technological lead and 
scientific innovations, did not experience the 
scientific revolution, in which seemed to be 
almost inevitable.

Needham’s Question asks, as to why did the 
scientific revolution occur within the West, in 
comparison to China, in consideration of the 
technological, scientific, and educational lead 
that was ever present within China during the 
16th century.

The reason as to why China did not succeed, 
and the West did – in consideration of their 
lagging place – experience the scientific revo-
lution, was solely down to incentives and game 
theory. The answer to Needham’s Question is 
explained via human organisation, and struc-
ture. 

When a script is killed inside Paramount or a 
Universal Studio major, it dies and stays dead. 
When an early-stage drug project is killed 
inside a major global pharma, it stays dead. In 
China, when the supreme ruler quashed prom-
ising new ideas about astronomy, as occurred 
commonly within China, they stayed dead.

Political battles, and the emperors’ own prejudices would 
regularly override the conclusions of early-stage scientists. 
Seven years after scientist Shen Kuo began work on his 
astronomical system, the emperor decided that it was good 
enough. He terminated the project and fired Shen’s assis-
tant.

All of this is to explain that, for teams, nations, and com-
panies, for that matter, the organisation and structure of 
humans matters majorly.

As Steve Jobs commonly mentioned: “The most important in-
novation for companies can often be the company itself. The 
way in which people are organised and structured.” 

With the case of Palantir, there is a unique and very fascinat-
ing organisational culture present. This culture represents 
a very philosophical and meaningful aim towards a higher 
being, and goal. What is subtle, yet present throughout the 
organisational culture at Palantir, is the true import of their 
work for the safety of the West, and thus representing an 
important inflection point throughout human history.

Alex Karp, the CEO of Palantir, is an iconoclastic leader, and 
constantly reiterates his vision and true passion for Palantir. 
This is important because the actions, and commentary of a 
leader, ripple throughout the whole organisation, impacting 
the employees, mood, and ultimately the quality of outcome. 
Upon close study of Palantir, it is clear to see that this vision 
and philosophy reiterated by CEO Karp, has a major impact 
upon the fabric, and very culture of the company.

Alex Karp commonly touts the fact that Palantir is made up 
of: Outsiders + Iconoclastic individuals + People that want to 
make a difference + Meaningful missions
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Structure

As we touched upon, human organisation plays 
a major role within the success of a company, 
team, or nation.

Structure too plays perhaps the most impor-
tant role for ensuring successful information 
flow, and incentive implementation.

Often, when in London, I cautiously observe the 
financial district, in which I am usually present-
ed with a large gathering of bankers whom 
have finished after work, and proceed to par-
ticipate in drinking and gossiping, usually in a 
small courtyard that is towered by giant office 
buildings. For myself, this represents a fasci-
nating factor, namely organisational fitness.

The question I constantly ponder over – when 
observing such event – is in regards to the 
ability for promotions. Specifically, how does 
one gain a promotion within this company, 
or industry? Is it via internal gossip, status 
games, and politicking? Or, is it via smart and 
hard work?

At the core, this is a question of incentives. 

Organisational fitness is a simplistic equation 
in which measures the return rate for political 
games, versus true work, when it comes to 
the probability of gaining a promotion. A good 

organisation is one in which incentives are 
aligned towards an additional hour of smart, 
and hard work, prior to the official closing time 
of said company. This is in comparison to a bad 
organisation, that incentivises an additional 
hour of status games, and politicking after 
work in order to garner a promotion.

The question simply asks: what is more ben-
eficial in regards to the ability of gaining a 
promotion? Is it internal gossip and politics, or 
is it hard and smart work?

When incentives are skewed within a company, 
towards internal gossip and politics in order to 
garner a promotion, in comparison to hard and 
smart work, this is often a recipe for disaster.

When looking at the financial district in London, 
I am often stunned at the level of gossiping and 
drinking that prevails post working hours. This 
leads myself to question the incentive align-
ment structures within these companies.

Employees at Palantir

Upon listening to the commentary by employees at Palantir, 
there are a few common narratives that are pushed forward:

Small teams
High level of responsibility
Non traditional
Mission is attractive
Shared ownership
Underdog mentality
Clear WHY 

When it comes to structure, the most interesting point is in 
relation to the small teams, and high level of responsibility 
that is replicated throughout the company.

It seems that Palantir adopts a structure that is very en-
trepreneurial, and allows for a high level of autonomy, and 
responsibility.

Structure
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Management

Management for Palantir is characterised via 
clear levels of iconoclasm. Historically speak-
ing, this word refers to a “clasher of icons”, 
or within modern language, one whom goes 
against conventional normalities, beliefs, and 
cherished ideologies.

Alex Karp, the CEO, is a total outsider. In fact, 
he is the culmination of what it means to work 
at Palantir – an iconoclastic individual. As stat-
ed beforehand, these characteristic traits for 
the CEO, ripple throughout the whole organisa-
tion, therefore becoming intertwined within the 
very fabric of the organisation.

For example, management is not fond of Wall 
Street, and the often short sighted vision in 
which is riddled within their mindset, and out-
look upon companies. Furthermore, Karp often 
reiterates the notion that short term metrics, 
and quarterly targets are meaningless, and 
actually can dissuade from long term strength, 
if one solely focuses upon these metrics.

This is usually as to why many retail investors, 
conventionally, do not agree with management, 
or the Palantir philosophy.

“Buffett noted a powerful force of peer pres-
sure among CEOs, and Buffett said that one 
must find a way of tuning it out. The role of a 

CEO for the outsiders was not one of charis-
matic leadership, but instead had a focus on 
careful deployment of firms resources. Inter-
estingly, in times of fear and market turmoil, 
these CEOs had the most active period of their 
career, either via share repurchases or major 
acquisitions.”

It seems that CEO Karp is the direct fit of this 
mould.

On Alex Karp himself, he is a philosopher, not 
a data scientist, or engineer. At first glance, 
within the conventional understanding of busi-
ness, for some this is deemed as problematic. 
However, this view stems from a flawed under-
standing of the role of a leader.

Interestingly, in science and business, it has 
been shown that often times, the best inno-
vations come from newcomers, youngster, or 
people with “fresh eyes”. Thomas Tuhn, the 
inventor of the concept of the paradigm shift, 
found that the greatest discoveries were al-
most invariably made by newcomers. He notes 
the examples of Ben Franklin, whom prior to his 
work, was solely a middle age former printer 
manager, and Einstein, who prior to his dis-
coveries, was a twenty seven year old patent 
clerk.

As an outsider, you have the unique ability to mitigate the 
conventionality, and thus discover or operate within a unique 
manner. Often this unique management can produce asym-
metrical returns.

One of the best discoveries I made this year was the fact 
that a leader within an organisation is not analogous to a 
radical dictator, who demands which products succeed or 
fail, but instead the role of a leader is one of a gardener, 
tending to the touches and balances of information flow. This 
is an incredibly unconventional and unique understanding.

History is riddled with examples of leader, such as Steve 
Jobs, whom acted as a radical dictator, demanding which 
products succeed or fail, and thus ignored tending to the 
touches and balances of information flow. This is why Jobs 
failed so theatrically multiple times throughout this career, 
most notably his first iteration of leadership at Apple.

Steve Jobs early career was characterised by an obsession 
over loonshots, instead of the strength of the strategy, and 
famously demanded that the Apple computers had no fans, or 
cooling systems. This resulted in the computers overheating, 
and shutting down constantly. Jobs later, after being fired 
from Apple, learned a valuable lesson at Pixar, namely one of 
human organisation. Jobs learned the necessity for nurtur-
ing loonshots, how to grow a franchise, all whilst balancing 
the tensions between loonshot teams, and the conventional 
workers.

With knowledge of this, it can clearly explain as to why you do 
not have to be an expert within the field in question, in order 
to lead a company. Instead, you must be a master in human 
organisation, and the gardening of information flows.

Management
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Capital

A CEO within a company, basically has two main 
objectives. Firstly, is that of successful running 
of operations, in conjunction with the deploy-
ment of cash generated by operations. The five 
main methods of capital allocation includes:

Investing in existing operations
Acquiring other companies
Issuing dividends
Paying down debt
Repurchasing stock

For Palantir, it seems that their focus on cap-
ital allocation is not upon the issuing of divi-
dends, purchasing of stock, or acquiring other 
companies, but instead is centred on investing 
in existing operations and paying down debt.

Famously Peter Thiel noted that the payment 
of dividends is usually a subconscious method 
to signal towards investors that the company 
will not innovate any more, and thus will act 
more as a stagnant bank, in comparison to an 
innovative company.

There are some concerns that I personally 
have regarding managements capital alloca-
tion skills, especially when it comes to invest-
ing within companies. For example, Palantir 
recently invested into 20+ early stage compa-
nies, and SPACs. It turns out that this decision 

to investing in these companies was one of 
regret, and thus indicates poor judgement on 
the behalf of management. 

“PRealized and unrealized losses on the SPAC 
portfolio reached 75% at the end of Septem-
ber, or about $333 million, according to my 
analysis of Palantir’s latest accounts.

The SPAC misadventure features in several 
class action lawsuits by investors that the 
company intends to defend “vigorously,” ac-
cording to its third-quarter accounts. Palantir 
declined to comment.

One SPAC partner, custom-parts manufacturer 
Fast Radius, filed for bankruptcy this month 
just months after going public. Hence Palantir 
is unlikely to receive the bulk of the $45 million 
revenue anticipated from that contract and its 
$20 million investment is probably worth zero.” 

The original thesis of investments into these 
speculative SPACs, was similar to that as seen 
within the Government sector in which Palantir 
battle-tested their product, and therefore had 
the ability to iterate and perfect their product.

Capital Allocation
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Moats

Network effect creation refers to the overall 
utility of a platform increasing, as more users 
adopt the product or service. This creates a 
flywheel for utility, as more users join the net-
work. To best explain this, let’s look at the case 
study of Facebook & social media platforms. 
As more users join the Facebook network, this 
leads to a flywheel of utility and an increased 
incentive to join the platform.

Anyone that is not on Facebook, is viewed as 
an outsider and thus there is a clear level of 
isolation apparent.

Network effects have huge usefulness for 
organisations, and products.

Within the case of Palantir, network effect cre-
ation is seen within a few dimensions.

AI / ML / Ontological capabilities increase 
within utility as more users / companies join 
the network
Each customer on our platform also generates 
network effects. While each organization’s 
data and the decisions it informs are unique 
and owned by them, the insights Palantir gains 
on how to capture, process, integrate, and lev-
erage data are broadly applicable across other 
types of organizations. The knowledge and 
acquired understanding of a customer’s opera-

tions — and, more broadly, the entire sector in 
which that customer operates — are incorpo-
rated back into the platform for the benefit of 
all of our customers across every industry and 
sector in which we work.

For the Palantir OS, each additional user, 
developer, system and applications makes the 
platform more valuable to every other user, 
developer, system and application. Via the use 
of low code / no code, Palantir has the ability 
to rapidly increase the flywheel, and the utility 
associated with the products, as this low code 
/ no code is a method for democratising value 
creation. In other words, regardless of techni-
cal experience, one can build applications and 
deliver value for organisations.

Palantir within the Government space also gen-
erate major network effects. Governments are 
innately collaborative, meaning that each new 
use case and network effect within one agency 
is mirrored and replicated across all other 
agencies that use Palantir product. In turn, 
this creates a huge flywheel of network effects 
that can be leveraged within the context of the 
commercial space.

Moats
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