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The next $1T company will be a software company masquerading as a services firm.

Every founder building an Al tool is asking the same question: what happens when the next
version of Claude makes my product a feature? They're right to worry. If you sell the tool,
you're in a race against the model. But if you sell the work, every improvement in the model
makes your service faster, cheaper, and harder to compete with. A company might spend
$10K a year for QuickBooks and $120K on an accountant to close the books. The next
legendary company will just close the books.

Intelligence vs Judgement
Writing code is mostly intelligence. Knowing what to build next is judgement.

Translating a spec into code, testing, debugging: the rules are complex but they are rules.
Judgement is different. It requires experience and taste, instinct built on years of practice.
Deciding which feature to build next, whether to take on tech debt, when to ship before it's
ready.

A year ago, most Cursor users treated Al as autocomplete. Today, more tasks are started by
agents than by humans. Software engineering accounts for over half of all Al tool usage
across professions. Every other category is still in single digits. The reason is that software
engineering is primarily intelligence work. Al has crossed the threshold where it can do most
of the intelligence work autonomously and leave the judgement to humans. Software
engineering got there first. It is coming to every single profession.



In what domains are agents deployed? (% of tool calls)

Software engineering ===== == ===c=== = e = 49.7%
Back-office automation | m======== 0 1%
Other |======= 7.1%
Marketing and copywriting ==== 4.4%
Sales and CRM ==== 4.3%
Finance and accounting ==== 4.0%

Data analysis and BI ==== 3.5%
Academic research |=== 2.8%
Cybersecurity == 2.4%
Customer service == 2.2%

Gaming and interactive media == 2.1%
Document and presentation == 1.9%
Education and tutoring == 1.8%
E-commerce operations |= 1.3%
Medicine and healthcare |= 1.0%

Legal |= 9.9%

Travel and logistics |= ©.8%

Copilots and Autopilots
A copilot sells the tool. An autopilot sells the work.

Until recently, Al models were still developing intelligence and judgement, so the right
approach was to build a copilot first: put Al in the hands of a professional and let them decide
what to do with it. Harvey sells to law firms. Rogo sells to investment banks. The professional
is the customer, the tool makes them more productive, and they take responsibility for the
output.

Today, the models are intelligent enough that in some categories the best place to start is as
an autopilot. Crosby sells to the company that needs an NDA drafted, not to outside counsel.
WithCoverage sells to the CFO who needs insurance, not to the broker. The customer is
buying the outcome directly. The work budget in any profession dwarfs the tool budget, and
autopilots capture the work budget from day one.

The higher the intelligence ratio in any field, the sooner autopilots will win.
The Convergence

Today's judgement will become tomorrow’s intelligence. As Al systems accumulate
proprietary data about what good judgement looks like in their domain, the frontier will shift.
Copilots and autopilots will converge. The copilot-to-autopilot transition has already begun in
several categories. But the starting position matters because it determines where autopilots
can win customers now and begin compounding the data that will eventually let them handle
judgement too.

The Autopilot Playbook: Outsourcing as the Wedge

For every dollar spent on software, six are spent on services.



The total addressable market for autopilots is all labour spend in a category, insourced and
outsourced combined. But the right place to start is where outsourcing already exists.

If a task is already outsourced, it tells you three things. One, the company has accepted that
this work can be done externally. Two, there's an existing budget line that can be substituted
cleanly. Three, the buyer is already purchasing an outcome. Replacing an outsourcing contract
with an Al-native services provider is a vendor swap. Replacing headcount is a reorg.

The playbook: companies should start with the outsourced, intelligence-heavy task. Nail
distribution. Expand toward the insourced, judgement-heavy work as the Al compounds. The
outsourced task is the wedge. The insourced work is the long-term TAM.

Crosby started with NDAs: a well-defined task, primarily intelligence, that most companies
already outsource to external counsel. The budget exists, the scope is clear, the ROl is
immediate, and the substitution is frictionless.

Opportunity Map

Plotting every services vertical on an intelligence-to-judgement spectrum and outsourced-to-
insourced ratio produces a priority map with labour TAM in brackets. The list is illustrative.



OUTSOURCED

COPILOT TERRITORY AUTOPILOT TERRITORY

|
|
O Management consulting $300B+ | ® Insurance brokerage $140-200B
O Graphic / UX design $30B+ | ® IT managed services $100B+
O Executive search $20B+ | @ Payroll & compliance $50-70B
O PR & comms $20B+ | ® Claims adjusting $56-8@B
| ® Accounting & audit $50-80B
| ® Healthcare rev cycle $50-80B
| @ Mortgage origination $30-50B
| @ KYC/AML $30-50B
| ® Paralegal / LPO $36B
| @ Tax advisory $30-35B
| ® Legal transactional $20-258
| ® Real estate closing $20-25B
| ® Cost estimation $16B
|
JUDGEMENT t INTELLIGENCE
|
WATCH | NEXT WAVE
|
O Recruitment $200B+ | @ Supply chain & procurement $200B+
O Advertising $10@B+ | ® Pharmacy back-office $3@B+
O Freight brokerage $100B+ | ® Wealth mgmt ops $3@B+
O Admin assistants $80B+ | @ Medical admin $20B+
© Clinical trials / CRO $8@B+ | @ Fund administration $15-20B
O SEO / SEM $50B+ |
O ERP implementation $50B+
O Corporate training $5@B+
O Market research $45B |
O Cybersecurity $30B+ |
O Architecture $25B+ |
O Patent / IP $15-20B
O Travel mgmt $15B+ |

INSOURCED

Insurance brokerage ($140-200B). The largest dollar market on this list. Standard
commercial lines are highly standardised: the broker’s value-add is essentially shopping
across carriers and filling forms, pure intelligence work. The distribution layer is incredibly
fragmented, tens of thousands of small brokers each running the same process, so no single
incumbent controls the customer relationship. WithCoverage and Harper are interesting
newcomers.

Accounting and audit ($50-80B outsourced in the US alone). The US has lost roughly
340,000 accountants over five years while demand has grown. 75% of CPAs are nearing
retirement, the licensing path is long, and starting salaries lag tech and finance. That structural
shortage is pushing firms to accept Al faster than almost any other profession. Rillet is
building the Al-native ERP that will close the books. Basis started as a copilot for accountants.

Healthcare revenue cycle ($50-80B outsourced in US). People hear “healthcare” and
assume it's judgement-heavy, but the billing layer is almost pure intelligence. Medical coding
is translating clinical notes into ~70,000 standardised ICD-10 codes. The rules are complex



but they are rules. The outsourcing is already mature and outcome-based. An autopilot just
has to do the same thing at lower cost. Anterior is the furthest along.

Claims adjusting ($50-80B including TPAs). On the other side of the insurance policy,
claims adjusting is a separate autopilot surface. Standard-line claims are settled by
interpreting policy language against damage schedules and setting reserves using actuarial
tables. The adjuster workforce is aging out and nobody’s replacing them. The market is
massively outsourced to independents and TPAs like Crawford and Sedgwick. One industry, at
least two distinct autopilot opportunities. Pace is building the autopilot for claims handling.
Strala is building an Al-native TPA.

Tax advisory ($30-35B). CPA licensing creates a regulatory moat, but 80-90% of the
underlying work is intelligence. Every additional jurisdiction a tax autopilot handles deepens
its data moat. Multi-jurisdiction complexity is exactly what SMBs outsource because no single
in-house accountant can cover it. TaxGPT is an early mover alongside Skalar and Ravical in
Europe.

Legal, transactional work ($20-25B). Contract drafting, NDAs, regulatory filings: high
intelligence, routinely outsourced. The work product is standardised enough that quality is
verifiable, so the buyer can trust Al output without deep legal expertise. Harvey is the
emerging leader and is moving quickly to autopilot; Crosby and Lawhive are the autopilot-
native newcomers.

IT managed services ($100B+). Every SMB outsources its IT. Patching, monitoring, user
provisioning, alert triage: intelligence work running on repeat across thousands of identical
environments. The existing software layer (ConnectWise, Datto) sells tools to the MSP.
Nobody has yet sold “your IT runs” directly to the company as an outcome. Edra is
automating IT processes. Serval is automating IT support.

Supply chain and procurement ($200B+). Most enterprises negotiate seriously with only
their top 20% of suppliers. The long tail gets zero attention because it's not economical to
have humans do the work. Contract leakage runs 2-5% of total procurement spend. The
wedge is abandoned work: no budget line to justify, no incumbent to displace, just found
money. Magentic is building the Al for direct procurement, AskLio for indirect procurement.
Tacto is building both the system of record and copilot for the midmarket.

Recruitment and staffing ($200B+). The largest services market on this list. The top of the
hiring funnel (screening, matching, outreach) is pure intelligence, but closing a candidate and
assessing culture fit is judgement built on years of pattern recognition. The autopilot wedge
exists in high-volume, low-judgement roles where matching is standardised. Juicebox, Mercor,
Jack & Jill are emerging leaders building across the spectrum.

Management consulting ($300-400B). Huge market but the work is mostly judgement. The
interesting question is whether Al can disaggregate consulting into intelligence components
(data gathering, benchmarking) and judgement components (strategic recommendations),
with the intelligence layer getting automated and the judgement layer staying human. Best
candidates TBD.



In 2025, the fastest-growing Al companies were copilots. In 2026, many will try to become
autopilots. They have the product and the customer knowledge. But they also face the
innovator's dilemma: selling the work means cutting their own customers out of doing it.

That's the opening for pure-play autopilots.

If you're building one, reach out. julien@sequoiacap.com / @julienbek
u



