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Executive Summary  
– Sample Excerpt

Founders building AI-powered 
onboarding tools for B2B SaaS are 
entering a market that is growing 
fast but getting crowded. Between 
2026 and 2028, the winners will 
be those who can prove measur-
able impact on activation, time-to-
value and revenue expansion, not 
just “AI-powered” features.

3 key insights for 2026–2028

•	 From “nice-to-have AI” to “measurable on-
boarding ROI” 
Buyers will prioritize tools that directly move 
metrics like activation rate, onboarding com-
pletion and expansion revenue – not generic 
automation. 

•	 Vertical and ICP-specific playbooks will out-
perform generic tools 

Onboarding tools tailored to one specific 
ICP (e.g. mid-market CRM vendors, HR tech, 
fintech SaaS) will see higher adoption and 
lower churn.

•	 Compliance and data governance will be-
come a selection filter, not a bonus 
As AI regulation and security requirements 
tighten, buyers will ask detailed questions 
about data flows, model behavior and audit-
ability.

If you only do one thing, do this:

Design your product, pricing and messaging 
around 3–5 hard onboarding KPIs your custom-
ers already track (e.g. activation <30 days, 1st 
value event, admin setup completion), and show 
how you will help them improve those metrics 
by 20–30% within 6–12 months.

AI-Powered Customer Onboarding Tools for B2B SaaS
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What’s happening

B2B SaaS teams are increasingly frustrated 
with “one-size-fits-all” onboarding flows. 
They want tools that understand their specif-
ic sales model, compliance constraints and 
customer journey.

Drivers

•	 Saturation of generic onboarding tools 
with similar feature sets 

•	 Higher expectations from buyers (they 
compare onboarding across tools) 

•	 Growing pressure from RevOps leaders to 
standardize playbooks per ICP 

 

So what for a small team or solo 
founder?

•	 Pick one vertical and one motion (e.g. 
PLG fintech SaaS, or sales-led HR tech) 
and design your entire onboarding 
around that reality. 

•	 Build templates named in the wlan-
guage of that vertical (“Fintech Com-
pliance-Ready Onboarding Checklist”, 
“HR Implementation Fast-Track”). 

•	 Collect 2–3 case studies that quantify 
impact on activation and time-to-value 
for that vertical only.

Core Trend - Verticalization of AI  
Onboarding Playbooks
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Year % of B2B SaaS using AI in onboarding Avg. tools used per company

2023 24% 1.2

2024 32% 1.4

2025 41% 1.6

2026 52% 1.9

2027 60% 2.1

2028 68% 2.3

Data Snapshot 2023–2028
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Table 1: % of B2B SaaS using AI in Onboarding

Table 2: Entry and standard pricing

Note: The figures in these tables are illustrative forecasts based on modelled assumptions. They are not guarantees or precise market 
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A tailored 25–40 page report that maps the next 12–24 months for your niche.
You choose the space (e.g. “AI tools for creators”, “B2B SaaS for HR”, “health & fitness 
apps”) and we deliver:

•	 Executive Summary
•	 Macro Trends impactingbehaviour and demand shifts
•	 Emerging sub-niches and underserved segments
•	 Buyer behavior shifts
•	 Competitive and saturation landscape
•	 Risk analysis and regulatory or technological threats
•	 3–5 concrete strategic plays for a small team or solo founder
•	 Action checklist for the next 90 days

 

What you’ll see in a full FoundryDoc

Who FoundryDoc is for 

FoundryDoc is designed for solo SaaS found-
ers, indie hackers and small product teams 
who are pre-launch or preparing a pivot. You 
already have a product or a strong idea, but 
you’re juggling too many options and want 
one clear direction for the next 30–90 days.

 
How it works

1.	 Purchase your FoundryDoc via a secure checkout.
2.	 Fill in a focused questionnaire about your product, 

audience, constraints and goals.
3.	 We combine curated AI workflows with 15+ years in 

UX and product strategy to analyse your situation.
4.	 In most cases, you receive your personalised 25–40 

page FoundryDoc within 24–48 hours as a PDF in 
your inbox.

5.	 In exceptional cases (e.g. high demand, complex 
briefs), delivery may take a little longer – we will 
communicate any delays.

Launch pricing & access

For this launch, FoundryDoc is 
available at a special price of 
$49 for the first 10 founders 
(regular price $199).

To grab your slot, visit:

foundrydoc.com or scan the QR code →
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