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THE STATE OF Al FOR SOFTWARE & TECHNOLOGY

Software Doesn't Need More
Features. It Needs a New
Economic Engine.

Why Al is rewriting the unit economics of software, and what it means for
the leaders, builders, and sellers shaping what comes next.

Mike Kaput
Chief Content Officer, SmarterX - Instructor, Al Academy

For two decades, software growth followed a simple formula: hire more engineers, ship
more features, sell more seats. That engine is stalling. Technical debt compounds faster
than teams can pay it down, buyers are tired of paying for licenses they barely use, and Al
can clone a feature in a weekend. The problem isn't effort. It's a business model that only
scales by adding people.

THE THREE CONSTRAINTS HOLDING SOFTWARE BACK

Why "more headcount" can't fix this anymore.
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The Leaky Talent Pipeline The Seat-Based Trap Feature Moats Are Gone
Senior engineers are scarce, SaaS revenue grows when A competitor armed with Al
expensive, and spend much of customers add users. But when Al coding agents can rebuild your
their week maintaining what lets one person do the work of flagship feature in days, not
already exists. Every new feature five, customers need fewer seats. quarters. Meanwhile, agents are
adds code someone must own The more your product starting to do the work directly,
forever. Technical debt piles up automates, the more your per- skipping the interface entirely.
faster than teams can pay it down, seat revenue is at risk. Product When the Ul is optional, ease of
and velocity slows even as success starts to look like revenue use is no longer a durable
headcount grows. decline. advantage.

42% 97% 40%

of committed code is already Al- of SaaS CEOs plan to retire seat-based of enterprise apps will include task-
generated or Al-assisted, a share pricing within the next two years specific Al agents by the end of 2026,
projected to reach 65% by 2027 up from less than 5% a year earlier

Sources: Sonar 2026 State of Code - Cruxy 2026 SaaS CEO Survey - Gartner



"Software is eating the world."

Marc Andreessen, The Wall Street Journal, 2011

THE REWARD FOR DISRUPTION

Three converging pressures make this moment unavoidable.

The Cost of Intelligence The Great Unbundling Capital Consolidation

Al reasoning keeps getting Agents don't need dashboards. Capital is flowing to frontier labs
cheaper and more capable. As Al works across systems and Al-native challengers built
Coding and reasoning tasks that through APIs, the bundled SaaS without legacy code, pricing, or
once required senior engineers are stack is coming apart. Value is org charts. Incumbents that wait
now affordable at scale, turning shifting from the system of will compete with companies
expertise into something you record to the system of action, designed to grow without adding
deploy on demand. where work gets done. headcount.

THE Al TIPPING POINT
From tools to agents. From seats to outcomes.

Fifteen years ago, software ate the world. Now Al is eating software. The cost of intelligence has collapsed, and
software is shifting from a tool people operate to an agent that does the work. Call it Service-as-Software:
customers stop buying access and start buying results.

THE OLD MODEL THE AI-NATIVE MODEL
v Growth tied directly to headcount  Growth decoupled from headcount
v Deterministic tools that humans operate  Probabilistic agents that do the work
_)

v Revenue priced per seat v Revenue tied to outcomes delivered
v Moats built on features and Ul v Moats built on proprietary context

v Engineers as authors of every line v Engineers as architects and orchestrators

BELLWETHERS ALREADY AT PRODUCTION SCALE

GOOGLE AMAZON FIN (INTERCOM)

75% of all new code is now Al- Al-driven Java upgrades went from Charges $0.99 per resolved
generated and approved by 50 developer-days to hours, saving conversation. Outcome-based
engineers, up from about 25% in 4,500 developer-years and $260M a pricing lifted net revenue

late 2024. year. retention from 112% to 146%.

The risk isn't Al. The risk is inaction. ¥ O kit

Al systems compound. Early movers accumulate data that makes Al EDUCATION >
their Al smarter, generating more data and widening the gap. Every

Start you Al Transformation
with Al Academy by SmarterX

quarter of delay turns into a moat your team has to climb later —
when the cost is higher and the talent is scarcer.
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Begin Your Al Transformation
with Al Academy

Accelerating Al literacy and transformation isn't optional. It's a career and
business imperative.

Al Academy by SmarterX and our Al Mastery Membership help professionals
and organizations thrive through the disruption and uncertainty ahead.

Al Academy provides Al courses, certifications, live experiences, and
learning journeys for professionals and businesses.

FEATURED COURSE SERIES: Al FOR SOFTWARE AND TECHNOLOGY

This professional certificate series provides a complete journey from strategic understanding to tactical execution.
v Diagnose the structural fragilities of the traditional software model and why Al makes change urgent.

v Navigate three strategic shifts: tools to agents, seats to outcomes, and feature moats to context moats.

v Build a data-driven Al roadmap for your role using the Use Case Model and Problem-Based Model.

v Select the right Al tech, manage risks like Al Debt, and master advanced prompting and deep research.

Al Mastery Memberships - Your All-Access Pass

Al Mastery Memberships give you and your team 12 months of access to all of the education,
insights, and guidance you need from Al Academy, including Al for Software and Technology.

Industry-Specific Al Courses Member Exclusive Content Individual & Team Plans

Build Al skills that go beyond the Al Mastery Members receive access Whether you're building Al skills for
fundamentals. Al Mastery Members to exclusive learning experiences yourself or your organization, Al
gain access to Al Foundations designed to keep them ahead of Academy offers membership
courses plus specialized training the rapidly evolving Al landscape. options to fit your needs. Individual
designed for specific departments Participate in live expert sessions, memberships provide unlimited
and industries. Learn how Al is quarterly trend briefings, Ask Me access to courses, certifications, live
transforming marketing, HR, Anything events, deep dives into learning experiences, and exclusive
operations, healthcare, finance, emerging Al tools, transformation content. Business memberships
education, retail, and more through spotlights, master classes, and extend those benefits across teams
practical, role-specific use cases and weekly app demonstrations that with discounted pricing starting at
implementation strategies. turn Al innovation into practical just five licenses.

business advantage.

Next Steps Individual Memberships »
Whether you're building Al skills for yourself or your organization, Al Enroll Online

Academy has a path for you. Enroll online for immediate access or
connect with our team to explore discounted business plans starting ]
at five licenses. Visit academy.smarterx.ai to get started. Schedule a Consultation

Business Memberships »



https://academy.smarterx.ai/ai-mastery-memberships
https://academy.smarterx.ai/contact-business-sales

