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ECOSYSTEM CONTEXT 4

Why Slack Is a Collaborative-Saa$ Problem,
Not an Individual-Onboarding Problem?

Result:

+ Most Saa$ onboarding is built around individual activation: The entire onboarding burden shifts from the platform onto one individual

initiator, who must become:
= One person signs up, one person gets value

o IT trainer,
o Slack is different: value doesn't activate until the whole team > Workflow architect,
participates: o Team leader, and

o Obijection-handler simultaneously
o Group participation,
o Shared engagement, « A flawless individual signup is a vanity metric:
o Network momentum
o If the initiator isn't equipped to onboard their network, the workspace

stalls, delaying time-to-value.



ECOSYSTEM CONTEXT (CONTD...)

Comparison between Individual Saa$S Adoption & Collective SaaS Adoption

INDIVIDUAL SaaS ADOPTION LOGIC
(Standard model)

1. INITIAL SIGN-UP » Key Focus: Fast TTV
Pl (Personal Trial) (Time-to-Value) for one

person.
l « Main Goal: Convert the
P . initial user.
e 2. PERSONAL VALUE
e REALIZATION

Reduced friction,

quicker answers.
L "

!

{ @ 3. SINGLE USER ] individual decision leads -
SUCCESS J directly to personal value.
FOCUS AREA INDIVIDUAL MODEL

Value Measurement Focus Personal Productivity

Time-to-Value Metrics Days to First User Success

Key Metrics Individual User Engagement
Stakeholder Definition Individual Champion
Adoption Friction Point Personal Inertia

COLLABORATIVE SaaS ADOPTION LOGIC

(New model)
- INDIVIDUAL CHAMPION
1. INITIAL EIE.H-UP DISCOVERS VALUE &
[ {PEFED”EI' TflEIrJ INVITES TEAM.

Speed and guality i R

of team invitation, TEAM ONBOARDING
- _ {Invited by Champion)

* 2. INITIAL USE * o
(Scattered Individual actions) Slow, deferred

J team benefits.

Reduced team TTV Lag

communication friction. 1

==, A& - Shared - .
Workflow
3, TEAM-WIDE ‘ &7 Moston P
COLLECTIVE VALUE = :&DGPTIDH
(Critical Threshold) Delayed value until
< Critical Mass is - .
Wait for network effects to build. reached.
COLLABORATIVE MODEL

Group Cohesion & Shared Goals
Months to Team Critical Mass
Team Consensus & Shared Usage
MNetwork of Champions

Team Decision Complexity
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DIAGNOSTIC SCOPE

« Identifying Critical Customer Touchpoints
o Mapping where and how users first encounter Slack's value proposition
« Diagnosing Behavioral Patterns & Decision Friction
o Examining habitual inertia and ambiguity that stall adoption
« Mapping Structural Gaps in the Onboarding Journey
o Locating where the migration path breaks down structurally
« Value visibility & Time-To-Value (TTV) Analysis
o Assessing how clearly and quickly users reach first shared value
e Translating Findings into Business Impact

o Converting behavioral diagnosis into measurable outcomes
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DIAGNOSTIC .
CRITICAL CUSTOMER TOUCHPOINT ANALYSIS

A Glimpse into the First- Touchpoints of Customer Journey

S . Sign-up Flow
anding Page Co
4 g PY Value Proposition
e : == First, enter your email
Al vm:r Ei?ﬁ;'?ﬁé’; &!fﬂge"“ _ All your people and Al agents
king fogether. J working together. ‘ Bl - o

Invite people

Verification &
Create Workspace screen

First Invite Screen
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DIAGNOSTIC 1: Rads
KEY FINDINGS OF TOUCHPOINTS 1 & 2

Touch Point 1: Landing Page Copy

User Perception What Breaks Internal Reaction
Old : Chat App Old: No Differentiation from Chat apps Comprehension Gaps & Hesitation
New: Al Agent Platform New: Repositioning creates Confusion & Clarity Gaps Before the first Click

Touchpoint 2: Value Proposition

User Percepﬁon What BreCIkS |n|'ernCI| Reaction
Old : Collaborative Data Sharing Old: Clarity anxiety/unmapped data tracks, FUD** Feature complexity, clarity gaps and value
New: Complex Al Ecosystem New: Core Value dilution, Cognitive Mismatch dilution triggers hesitation from non-tech buyers

**Fear,Uncertainty, Doubt



DIAGNOSTIC 1:

Radz

KEY FINDINGS OF TOUCHPOINTS 3 & 4

User Perception

Frictionless Entry,
Unresolved Doubits

Touch Point 3: Signup Flow
What Breaks

Defers lingering FUD, Confusion & Clarity gaps
temporarily to the next phase

User Perception

Touchpoint 4: Workspace Activation

What Breaks

Experiences Friction fo invite
teammates before exploring
Slack’s features themselves

No automated product tour, unguided interface
& has to seek out tutorials to equip technically

Internal Reaction

Faster onboarding reduces Procedural
friction, but it does not address the FUD

Internal Reaction

User is technically equipped (docs, videos),
but behaviorally unequipped to lead a team
migration




User Perception

DIAGNOSTIC 1:

KEY FINDING OF TOUCHPOINT 5

Touchpoint 5: Inviting Team Members and Adoption Burden

What Breaks

Champion forced into
multiple roles

Champion becomes trainer, architect, and
objection-handler with no team kit, no
template & no sequencing

Internal Reaction

Unsupported team onboarding = structural failure
Unclear value = Under-equipped launch —
Unsupported burden
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DIAGNOSTIC 2: Radz

DIAGNOSING BEHAVIORAL PATTERNS & DECISION FRICTION

3 Parallel Psychological Forces Drive Team-level Adoption Stalls

They drive the friction seen throughout the touchpoint journey, and the reason unclear value at Touchpoint 1

is capable of producing full structural failure by Touchpoint 5.

ﬁ Habitual Decision Champon iy

Inertia Ambiguity E"":'.’S"“E";““
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Team-Level Adoption Stalls




DIAGNOSTIC 2 Radz

THE THREE BEHAVIORAL PATTERNS

Habitual Inertia: Decision Ambiguity
« Resistance isn't to Slack. o Adoption fails not from missing features,
e It's to abandoning email/WhatsApp where o Its because teams don't know what to do next

institutional memory already lives.
o The Five Mechanisms:

« The Four Loops: = Workflow Ambiguity
= Automatic Reflex: = Role Ambiguity
= Comfort Loop, « Pathway Ambiguity
« Collective Contagion, = Interface Ambiguity
« Risk Bias « Operational ambiguity)

Champion Capability Gap

Slack selects a champion by default — whoever adopts first — with no check on whether they can teach, but only they can use

Doer/Explainer Mismatch: platform fluency # training fluency

No response framework for FUD — Champion improvises every objection, trust erodes with each unprepared answer

Even a well-equipped champion may still lack the skill to reassure a hesitant team — no onboarding kit fixes that alone



DIAGNOSTIC 3: Radz
~ "Wy MAPPING STRUCTURAL GAPS IN THE ONBOARDING JOURNEY

Team Adoption Resource Center

RESDURCE UNAVAILABLE ALCESS DENILD s &)

% NO ONBOARDING KIT E&% NO OBJECTION-HANDLING FRAMEWORK

No Team Onboarding Kit =) &= No Objection Handling

Framework

ﬂ BUSSIMG TEMPLATE i '
YN NO WORKFLOW MIGRATION TEMPLATE NO ADOPTION SEQUENCING

SFQUENCING NOT FOLND

: : <= No Adoption Sequencing
No Workflow Migration NO DATA

Template — e § =




DIAGNOSTIC 4: Rads

- VALUE VISIBILITY & TIME-TO-VALUE (TTV) ANALYSIS

Time-to-Value isn't one number — it's the point where individual and collective experience diverge

FULL TEAM
ADOPTION
e Quicker T
answers

educed
mail friction -
O
THE TIME-TO-VALUE (TTV) LAG \ ‘ =
-
REALIZED VALUE o
REALIZED VALUE THRESHOLD <
THRESHOLD s
- r

11 L
weVv ALY Shared 3
[;DLLEET : 9 “ Workflow
_ - 6 Effectiveness
—
B!
Initial Sign-Up TIME Critical Mass Achieved




o Individual Value Visibility — One person feels relief fast (quieter inbox, faster answers) — A

personal hook, reached quickly

« Collective Value Visibility — Only emerges once a critical mass of the team migrates; if half the team stays on

email, the network effect breaks

« Real-world Validation: "It's more complicated when we're already used to the old system" — resistance isn't

confusion, it's disruption-aversion (Comfort Loop + Risk Bias)

o Implication: Signup — Individual Champion — Self-Serve Docs treats adoption as personal, but value only

activates at team level — individual onboarding will always under-deliver on TTV



DIAGNOSTIC 5:
TRANSLATING FINDINGS INTO BUSINESS IMPACT

Every behavioral and structural gap has a direct, traceable line to a business metric

DIAGNOSTIC FRAMEWORK: BUSINESS IMPACT ANALYSIS

ACTIVATION BOTTLENECK ANALYSIS OPERATIONAL COST LEAKAGE & SUPPORT BURDEN

Ideal Patt
CHAMPION CAPARBILITY GAP & ;|
MISSING INFRASTRUCTURE ¢ |

—

: :_-.'.'_ .F-';
Fi 5'
TEmEm R -
J I ".. o~ B =
GAPS HEASED
UOFERA T IOMNAL
| 5 1}
Teams stall before shared value r -
resulting in Slower Activation Rate OPTIMITED CURRENT DPTIMIZED CLURHENT
Tanget {Actual) Target) {Actual)

CAC INEFFICIENCY & CHURN RISK SUPPRESSED GROWTH LOOPS

CAC SPENT
- COLLECTIVE \ WER H:.E R
HIGH CHURN msx‘% VALUE UELIW I
EARLY ADOPTION WINDOW VISIBILITY LOOPS

LONG TTV
(Individual Onboarding
ArChteciune)




THE RECOMMENDATION:
THE TEAM AHA! MOMENT

o Shift from an individual first-value moment to a Team Aha Moment — the whole
team experiences collaborative value simultaneously (e.g., a shared task

resolved faster in Slack than email, visible to everyone at once)

e This interrupts collective contagion — the same social mechanism currently

spreading resistance now spreads adoption instead

e The translation:
psychological pattern — structural mechanism — traceable business outcome

(activation rate, CAC efficiency, retention)



THE CLOSE

« Scope: Diagnostic runs entirely on what's publicly observable — no internal

access, no engineering time, no disruption to your team

« Differentiation: Growth teams read metrics after damage is visible;

Radz identifies behavioral and structural gaps before they surface as a metric

« Next Step: Request a Free Baseline Diagnostic

REQUEST A FREE BASELINE DIAGNOSTIC
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