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T H E  B I G  R E A D

The thesis this issue defends.
Independent industry analysis. Compiled from public vendor announcements, SEC filings, earnings releases,

and reputable trade press. The body sets the read for the rest of the brief.

Salesforce's AIforce announcement is the week's application-layer fact home. The

company now exposes CRM data, workflows, business logic, semantics,

permissions, security, and governance through Claude, Slack, and its own

Lightning interface. That is not the application disappearing; it is the application

giving up control of the screen while retaining control of the data, actions, and

commercial boundary.

The move is strategically coherent and commercially incomplete. Agentforce

Coworker is described as immediately activatable, Claudeforce and Slackforce are

less mature, and no standalone AIforce price was published. In the same week

Salesforce introduced Koa, a CRM reasoning model it controls and runs inside its

own trust boundary. The stack now spans interface, agent, domain model, data,

permissions, and workflow under one incumbent, which simplifies deployment

and deepens concentration risk at the same time.

Startup capital moved toward the same control points. Temporal raised $550

million for durable application and agent execution, Tandem Health raised $100

million to expand from clinical documentation toward a clinic operating system,

and Nara Health disclosed $14 million for benefits administration. The buyer's

decision is therefore not generic incumbent versus startup. It is which layer may

own workflow state, permission enforcement, and the definition of a completed

outcome, because those are the layers that survive when the user interface

becomes interchangeable.

T H E  B A R

An application-layer move matters when it changes one of three things: which seat or

surface a buyer pays for, which vertical's system-of-record is at procurement risk, or which

pricing model (seat / usage / outcome) governs the renewal. Moves that change none of

these are noise.
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V E R T I C A L  M O V E M E N T S

Vertical packages shipped.
4 packages this period across frontier labs, open weights, and the insurgent startup cohort. Each entry

names the vertical, origin, and pricing posture — with the decision implication for buyers of the displaced

tier.

2 0 2 6 - 0 9 - 1 5

P A C K A G E  0 1

Salesforce

S A L E S

I N C U M B E N T  S A AS

U N K N O W N

AIforce and Agentforce Coworker

CRM actions move into Claude, Slack, and Lightning while Salesforce retains

permissions and business rules

CIOs should treat the interface as replaceable and diligence the retained control plane:

identity, permission inheritance, action logging, and metering. Coworker is described as

immediately activatable, but pricing and packaging remain subject to change, so adoption

should begin with usage caps and an exit path.

S O U R C E :  S A L E S F O R C E

2 0 2 6 - 0 9 - 1 5

P A C K A G E  0 2

Salesforce and NVIDIA

S A L E S

I N C U M B E N T  S A AS

U N K N O W N

Koa CRM reasoning model

Domain reasoning moves inside the CRM vendor's trust boundary for multistep

sales, service, and commerce actions

Regulated buyers gain a specialist model whose weights and inference remain inside

Salesforce, but the vendor also owns the benchmark used to claim fewer errors. Use the select

pilot to reproduce performance on actual CRM actions and retain a general-model fallback

before general availability.

S O U R C E :  S A L E S F O R C E

2 0 2 6 - 0 9 - 1 4

P A C K A G E  0 3

Tandem Health

H E A L T H C A R E

S T A R T U P U N KN O W N

AI-native clinic operating system

Clinical documentation expands toward patient-flow management and

additional agent-run clinic tasks

Healthcare buyers should evaluate Tandem as an emerging workflow system rather than a

scribe feature. The $100 million round funds expansion beyond notes into patient flow, which

raises the integration, clinical-safety, identity, and audit requirements well beyond ambient

documentation.

S O U R C E :  T E C H . E U

2 0 2 6 - 0 9 - 1 4

P A C K A G E  0 4

Nara Health

H E A L T H C A R E

S T A R T U P U N KN O W N

AI-native benefits administration

Claims, benefits administration, care orchestration, and member support

converge on one intelligent platform

Benefits leaders should demand reconciliation controls before accepting a unified

administrative layer, because the same system would interpret plans, process claims, and

communicate outcomes to members. The company-reported processed-claims and member

figures are operating signals, not independently audited results.

S O U R C E :  N A R A  H E A L T H  V I A  B U S I N E S S  W I R E
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I N C U M B E N T  R E S P O N S E S

How the SaaS estate is answering.
3 moves from established SaaS vendors reacting to the agentic shift — product launches, repositioning,

earnings color, partnerships. The system-of-record incumbents defending turf against systems of action.

2 0 2 6 - 0 9 - 1 5

R E S P O N S E  0 1

Salesforce

A I F O R C E

System-of-record capabilities exposed through third-party interfaces

Salesforce is defending the control plane rather than the screen. Buyers can reduce user-

interface lock-in only if they separately negotiate data access, action portability, audit export,

and the commercial terms for headless use.

S O U R C E :  S A L E S F O R C E

2 0 2 6 - 0 9 - 1 5

R E S P O N S E  0 2

Salesforce

K O A

Incumbent post-trains and hosts a domain reasoning model

Owning the model closes the gap between workflow semantics and inference, but it also lets

one vendor define the dataset, benchmark, deployment boundary, and fallback policy. Require

comparative evaluation against at least one general model.

S O U R C E :  S A L E S F O R C E

2 0 2 6 - 0 9 - 1 4

R E S P O N S E  0 3

GitHub

C O P I L O T  A U T O M A T I C

M O D E L  S E L E C T I O N

Cost, quality, and latency become selectable routing tiers

Engineering leaders no longer choose only a model; they choose an optimization policy while

usage is billed on the model selected. Export the actual routing and cost record, because the

tier label alone cannot explain spend or outcome variance.

S O U R C E :  G I T H U B  C H A N G E L O G
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S T A R T U P  S I G N A L S

The insurgent vertical cohort.
3 startup signals this period — funding rounds, named customer wins, product launches, and M&A. The

cohort between frontier labs moving down the stack and SaaS incumbents defending the record-of-truth.

2 0 2 6 - 0 9 - 1 4

S I G N A L  0 1

Temporal

E N G I N E E R I N G $ 5 5 0 M

Raises $550 million at a $12.55 billion valuation

Capital is moving into durable execution beneath agents, not only into models and

applications. Engineering leaders should compare a workflow engine's recovery, replay, and

audit semantics with the proprietary durability bundled into agent platforms before committing

stateful automations.

S O U R C E :  R E U T E R S

2 0 2 6 - 0 9 - 1 4

S I G N A L  0 2

Tandem Health

H E A L T H C A R E $ 10 0 M

Raises $100 million to expand toward an AI clinic operating system

The round funds a move from documentation into workflow ownership across patient flow and

additional clinical tasks. Buyers should reassess Tandem's risk tier before those capabilities

arrive rather than carrying forward a scribe-level review.

S O U R C E :  T E C H . E U

2 0 2 6 - 0 9 - 1 4

S I G N A L  0 3

Nara Health

H E A L T H C A R E $ 14 M

Discloses $14 million across pre-seed and seed funding

Nara is attempting to combine plan design, claims, care orchestration, and member support

rather than sell a point agent. Employers should separate the convenience of one interface

from the control risk of one platform influencing both adjudication and member

communication.

S O U R C E :  N A R A  H E A L T H  V I A  B U S I N E S S  W I R E
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P R I C I N G  S H I F T S

Seat to outcome, one move at a time.
2 public pricing-model shifts this period. The 'data owns the application' thesis predicts a structural move

from seat-based to outcome-based pricing across SaaS; the rate of change is itself a market signal.

2 0 2 6 - 0 9 - 1 5

S H I F T  0 1

Google

Usage-based → Hybrid

Gemini 3.8 Live meters audio input at $0.005 per minute and output at $0.018 per minute

while tools and deeper reasoning can run behind the conversation. The workflow bill therefore

combines time-based voice charges with whatever usage-based tool and model charges the

application invokes.

S O U R C E :  G O O G L E

2 0 2 6 - 0 9 - 1 4

S H I F T  0 2

GitHub

Usage-based → Usage-based

Automatic selection now exposes efficiency, balance, and intelligence policies, but billing still

follows the model chosen for each prompt. The user chooses an optimization objective rather

than a fixed SKU, which makes route-level cost export necessary for chargeback.

S O U R C E :  G I T H U B  C H A N G E L O G
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V E R T I C A L  S C O R E C A R D

Who leads each vertical.
Leader-vs-challenger by vertical, useful for procurement shortlists when matching workload to vendor

cohort. As of Sep 19, 2026.

V E R T I C A L L E A D E R C H A L L E N G E R R E A D

Healthcare Tandem Health Nara Health Tandem is expanding from documentation

toward clinic workflow; Nara is consolidating

benefits administration and claims.

Sales Salesforce AIforce Independent outbound

agent vendors

Salesforce now exports CRM actions into third-

party interfaces while retaining the permission

and workflow control plane.

Support Salesforce Zendesk and

independent support

agents

The incumbent's interface layer and domain

model deepen integration, while public

standalone AIforce pricing remains absent.

Operations Temporal Managed agent

runtimes

Durable recovery and replay become

procurement questions as long-running agent

state moves into production.

Engineering GitHub Copilot Cursor GitHub made routing policy explicit and

expanded agent session operations; the control

contest is shifting to observability and recovery.

Finance Automation

Anywhere

Workday No verified W38 finance launch displaced the

standing W37 ordering.

Security Zscaler Incumbent security-

operations platforms

No verified W38 release changed the standing

autonomous-containment ordering.

Legal Harvey Adobe Acrobat Analyzer No verified in-window legal application event

changed the W37 specialist-versus-bundled-

feature read.
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A R C H I T E C T U R E  W A T C H

Patterns to track.
3 cross-vendor patterns this period. Each pattern names the trend, the exemplar moves, and what it

changes for procurement, cost, or vendor-risk posture.

P A T T E R N  0 1 The interface becomes optional while the control plane persists

Claudeforce Slackforce Agentforce Coworker

Salesforce is willing to let users work through Claude, Slack, or Lightning because the durable assets

remain below the interface: data, semantics, permissions, workflows, and billing. Buyers should test

whether those assets and the resulting action logs remain exportable if the chosen interface or model

changes.

S O U R C E :  S A L E S F O R C E

P A T T E R N  0 2 Domain models move inside incumbent trust boundaries

Salesforce Koa NVIDIA Nemotron 3 Super

A system-of-record vendor can post-train an open base on domain-shaped synthetic data, control the

resulting weights, and host inference beside enterprise permissions. That can simplify compliance and

latency, but it gives the incumbent control over the benchmark, model lifecycle, and fallback policy.

S O U R C E :  S A L E S F O R C E

P A T T E R N  0 3 Durable execution becomes its own investable layer

Temporal durable workflows Long-running enterprise agents

Temporal's round values recovery, replay, and state persistence as infrastructure independent of any

model or application. Enterprises should decide deliberately whether durable state belongs in a portable

workflow engine or inside a proprietary agent platform, because that choice sets the practical exit cost.

S O U R C E :  R E U T E R S
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W A T C H L I S T

On the radar next.
4 catalysts in the next 7–30 days that would change the read materially — earnings prints, conferences,

expected launches, regulatory decisions, and competitive responses.

S E P  2 1 - 3 0

W A T C H  0 1

AIforce packaging and headless-use terms

Standalone prices, cross-product credits, and action-level audit export will determine whether

interface choice reduces lock-in or only relocates it.

O C T  2 0 2 6

W A T C H  0 2

Koa pilot evidence

Absolute error rates, task definitions, and comparison models are needed before the vendor

benchmark informs a purchase.

Q 4  2 0 2 6

W A T C H  0 3

Tandem clinic-operating-system rollout

Patient-flow and agent features would move the product into a materially higher integration

and clinical-risk tier.

N E X T  F I N A N C I N G

U P D A T E

W A T C H  0 4

Temporal use of $550 million round

Product investment versus go-to-market expansion will show whether durable execution

remains developer infrastructure or becomes an enterprise control plane.
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M E T H O D O L O G Y  A N D  A U T H O R S H I P

How this brief is built.
Compiled from public vendor announcements, SEC filings, earnings releases, conference coverage, and

reputable trade press. The publication sits alongside The AI Stack Weekly (cross-stack flywheel) and The

Model Pulse (model layer), each available at brianletort.ai/industry.

W H A T  E A C H  S E C T I O N  I S  F O R

VERTICAL

MOVEMENTS

Vertical-specific packages shipped from frontier labs, open-weights labs,

or vertical-AI startups. Each card cites a single primary source and names

the vertical, origin, and pricing posture.

INCUMBENT

RESPONSES

Established SaaS vendors reacting to the agentic shift: product launches,

earnings color, partnerships, repositioning, restructuring.

STARTUP SIGNALS The vertical-AI insurgent cohort: funding rounds, customer wins, GA

announcements, M&A. Tracked between frontier labs (top-down) and

SaaS incumbents (defending).

PRICING SHIFTS Public moves from seat-based to outcome-based pricing. Empty in quiet

weeks — that itself is a signal of pace.

VERTICAL

SCORECARD

Leader vs challenger by vertical. A snapshot for procurement shortlists;

refreshed every issue.
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Brian Letort

BrianLetort.AI · Independent analysis.
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