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EXECUTIVE VIEW

The Right Question B2B Teams Should Be Asking

Most B2B teams should not be asking, 'What Al tools should we buy?' They should be asking, 'Where is work
currently slow, expensive, inconsistent, or impossible to scale — and which tools can fix that inside the systems we
already run?'

In 2026, the strongest tools are no longer just chat assistants. The market has shifted toward agentic systems that
can search company knowledge, answer questions, automate multi-step work, support reps, resolve support
requests, and act across business systems with permissions and governance.

START WITH SYSTEMS LAYER, DON'T STACK MEASURE FIRST

The right Al stack is built on your Five functional layers replace dozens Without a pre-implementation
existing system of record — not of disconnected tools. Sequence baseline, vendor ROI claims are
alongside it. matters. unverifiable.

The Five-Layer Stack

The right stack for a B2B team usually has five layers: an internal Q&A; and search layer, a workflow automation
layer, a customer-facing bot layer, a revenue intelligence layer, and a governance and reporting layer. Teams that
skip the foundation and jump straight to 'Al agents everywhere' usually create noise, risk, and duplicate tools rather

than measurable gains.

01 Internal Q&A Knowledge access across all systems Glean, Copilot, Rovo, Notion Al

02 Customer Bots Service resolution and escalation Intercom Fin, Zendesk, HubSpot Breeze
03 Revenue Intel Call capture, coaching, forecasting Gong, Zoom Revenue Accelerator

04 Automation Cross-system workflow execution Workato, Zapier, UiPath, Agentforce

05 CRM-Native GTM assistance within system of record Salesforce Agentforce, HubSpot Breeze
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LAYERS 01 & 02

Knowledge Access and Customer Service

Layer 01 — Internal Q&A; and Knowledge Access

This is usually the highest-confidence place to start. If teams cannot reliably find answers across docs, Slack, CRM,
ticketing, product docs, and internal SOPs, then every later Al layer becomes weaker. In 2026, the most relevant
tools include Glean, Microsoft 365 Copilot, Atlassian Rovo, and Notion Al.

Microsoft-heavy org Microsoft 365 Copilot
Jira / Confluence org Atlassian Rovo
Notion-centric org Notion Al

Multi-app enterprise search Glean

Why this wins early: it reduces time-to-answer, onboarding drag, Slack interruptions, duplicated work, and dependence on tribal

knowledge.

Layer 02 — Customer Support and Service Bots

If your team handles repeat questions, routing, status requests, password resets, onboarding support, or
policy-driven service interactions, customer-facing Al agents are now mature enough to matter. Current leaders:
Intercom Fin, Zendesk Al Agents, and HubSpot Breeze Customer Agent.

« Start with one narrow, high-volume service flow — billing questions, basic troubleshooting, onboarding FAQs, or routing.
» What good looks like: containment on simple issues, faster first response, cleaner escalation context.

« Critical dependency: if you lack a clean knowledge base, these bots will expose that immediately. A weak KB produces a
weak bot.
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LAYERS 03 & 04

Revenue Intelligence and Workflow Automation

Layer 03 — Revenue Intelligence and Coaching

For B2B revenue teams, Al has become materially useful in call capture, insight extraction, deal risk detection,
manager coaching, forecasting support, and CRM hygiene. Two primary options: Gong and Zoom Revenue

Accelerator.

Gong Revenue Al operating system with unified revenue graph and spegmlizatiageatenue intel as a core operating layer
Zoom Revenue Accelerator Conversation intelligence, real-time coaching, automated CRM Tpaaizslready on Zoom for calls and collaboration

Where ROI usually appears: reduced admin work, faster ramp time, better manager leverage, fewer deals slipping due to weak
follow-up, and better pipeline inspection.

Layer 04 — Workflow Automation and Agent Orchestration

This is where B2B teams move from 'Al that answers' to 'Al that acts.' Category leaders: Workato Agentic
Orchestration, Zapier Al, UiPath Autopilot, Salesforce Agentforce, and HubSpot Breeze Agents.

« Inbound lead enrichment and routing « Post-demo follow-up package assembly
« Ticket triage and escalation * RFP intake and draft response workflows
« Customer onboarding task generation * Renewal risk alerts and playbook triggers

« Invoice, document, and form processing

Where teams go wrong: they buy agent tech before they have defined workflows, permissions, exceptions, and QA.
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LAYER 05 & RECOMMENDED STACKS

CRM-Native Agents and Stack by Business Priority

Layer 05 — CRM-Native Al Agents

If your team lives inside one system of record, CRM-native agents are often the safest path because the context,
permissions, records, and workflows already exist there. Salesforce Agentforce and HubSpot Breeze are the two
primary options.

When to choose CRM-native first: when your contact and account data is relatively clean and your GTM teams already operate
consistently inside that platform.

Recommended Stack by Business Priority

Internal Internal Q&A / search Glean, Copilot, Rovo,
Inefficiency Meeting notes capture Notion Al, Zapier, Workato, UiPath
Workflow automation

Support Cost Al service agent Intercom Fin,
& Scale KB cleanup first Zendesk Al Agents,
QA and escalation design HubSpot Breeze Customer Agent
Pipeline Quality Meeting intelligence Gong, Zoom Revenue
& Revenue CRM-native assistant Accelerator, Agentforce,
Forecast / risk visibility HubSpot Breeze
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EVALUATION FRAMEWORK

What to Assess Before Buying Anything

01

02

03

04

05

Data Readiness

If your CRM is unreliable, your docs are stale, ownership is unclear, and permissions are messy, Al will amplify
confusion rather than fix it.

Workflow Maturity

The best early Al candidates are repetitive, rules-heavy, high-volume workflows with clear handoffs and
measurable outcomes.

System of Record

Choose whether your primary anchor is Microsoft, Salesforce, HubSpot, Atlassian, Zendesk, or a horizontal layer.
Avoid stacking three primary brains.

Governance

Look for permission-aware retrieval, auditability, admin controls, runtime guardrails, and no-training-on-your-data
commitments where relevant.

Measurement

If you cannot define the before/after operational baseline, your vendor demo will feel compelling but your finance
case will stay weak.

ROl — The Right Way to Measure It

Labor Time Saved Hours removed from repetitive, manual work

Throughput Gain More tickets, leads, calls, or docs handled per person

Quality Gain Better response accuracy, fewer errors, improved handoffs
Revenue Lift Higher conversion, faster cycles, better retention

Cost Avoidance Delayed headcount, reduced outsourcing, lower support burden
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A Phased Approach That Reduces Risk

Foundation

Implement one internal Q&A,; / search layer. Clean your top knowledge sources. Assign owners for policies, KB
content, and approval rules.

One High-Volume Workflow

Deploy one agent or automation in a clear operational lane: support, lead routing, meeting follow-up, onboarding, or
document handling.

Revenue Visibility

Add conversation intelligence, CRM summaries, and manager review workflows.

Cross-System Orchestration

Once your team trusts the outputs, connect the agent layer to workflows that can create, update, route, notify, and
summarize across systems.

Controlled Expansion

Add more specialized bots only after the first two or three use cases show measurable gains.

What Not to Implement First

O A voice bot before digital support is stable

O Fully autonomous prospecting across your entire TAM

O Three overlapping copilots in the same department

O Agents that can take irreversible actions before QA exists

O Al pilots with no owner, no baseline, and no review cadence

O Custom builds before validating the workflow with a packaged product
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