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There are two common failure modes — and a gap between them where value leaks.

TYPE 1

• Readiness report delivered
• Roadmap slide deck created
• Nothing gets built
• You're on your own

You know what's wrong. You don't 
know how to fix it.

 THE GAP

• No first win defined
• No governance model
• No adoption plan
• Pilot purgatory begins

The 88% failure zone. This is 
where most teams get stuck.

TYPE 2

• Copilot licenses assigned
• Training session run
• No use case defined
• Adoption at 12%

You have the tools. Nobody is 
using them.



Rate each area 1–5. Be honest. This is your starting point, not your report card.

LANDMINE NOT READY (score 1–2) READY (score 4–5) YOUR SCORE OWNER

Identity Entra ID not enforced. Legacy auth in 
use. No Conditional Access.

MFA enforced. Conditional Access 
policies live. Entra ID = source of truth.

__ / 5

Security Purview not deployed. No sensitivity 
labels. DLP policies missing.

Purview active. Labels applied to 
M365 data. DLP policies configured.

__ / 5

Data SharePoint is a junk drawer. Oversharing 
rampant. No retention policy.

Clean, tagged content. Permissions 
audited. Copilot won't expose secrets.

__ / 5

Governance No policy on who builds agents. No 
approval process. No ownership.

Agent policy written. Build approvals 
defined. Owner per agent assigned.

__ / 5

Adoption No change plan. Fear unaddressed. No 
usage baseline. No champion.

Champion identified. Fear addressed. 
Baseline set. Comms plan exists.

__ / 5

TOTAL SCORE: __ / 25



Your score is a signal, not a grade. It tells you your next move — not your worth.

STOP & FIX

1–8

Do not proceed with AI deployment.

• Escalate to IT leadership immediately
• Run a focused remediation sprint (4–6 weeks)
• Prioritize: Identity first, then Data, then Security
• Re-score before selecting any use case

Deploying Copilot here won't fail slowly — it 

will fail loudly and set AI adoption back 12+ 

months.

PROCEED WITH GUARDRAILS

9–16

You can start — but scope tightly.

• Pick a first-win use case with limited data scope
• Apply Learner's Permit restrictions strictly
• Fix your lowest-scoring landmine in parallel
• Set a 30-day re-score checkpoint

Most organizations land here. You're not stuck 

— you just need guardrails, not brakes.

READY TO SPRINT

17–25

Your foundation is solid. Move fast.

• Apply V.I.S.A. filter and select first-win use case
• Target deployment in 2–4 weeks
• Set up usage and outcome baseline now
• Start building agents backlog from team input

You're in the top 12%. Don't waste it. The Belief 

Engine starts the moment your first win goes 

live.



Plot your candidate use cases. Your first win must live in the top-right quadrant — and pass the G.I.F.T. filter.

Strategic Bets

High impact, harder to build.
Plan for Phase 2.

 Big Wins | First Win Zone

Value is visible, measurable and 
delivered in weeks – not months.

Deprioritize

Low value, high effort.
Avoid.

Quick Fixes

Fast wins, lower impact.
Do these second.

Your first win must score YES on all four:

G Gratifying
Will people see and talk about this win?

I Impactful
Can you measure the ROI in hours or dollars?

F Fast
Can it be live in 2–4 weeks?

T Trackable
Is the impact measurable?



These are production-proven. Each delivers measurable ROI in under 4 weeks using your existing Microsoft Stack.

FINANCE OPERATIONS CUSTOMER SERVICE

AP Invoice Summarizer

Copilot + Outlook

1-2 weeks

↑ 8 hrs./wk.

Month-End Status Bot

Copilot Studio

3-4 weeks

↑ 5 hrs./wk.

PO Discrepancy Alert

Power Automate + Teams

1 weeks

↑ 4 hrs./wk.

Order Entry Extraction

Power Automate + AI Builder

2-4 weeks

↑ 15 hrs./wk.

Integration Error Digest

Power Automate + Teams

1 weeks

↑ 6 hrs./wk.

Meeting Summary + Tasks

Copilot for Microsoft 365

1 weeks

↑ 3 hrs./wk.

Ticket Triage + Routing

Copilot Studio

2-3 weeks

↑ 12 hrs./wk.

FAQ Agent

Copilot Studio + SharePoint

1-2 weeks

↑ 10 hrs./wk.

Case Summary Drafter

Copilot for Microsoft 365

1 weeks

↑ 7 hrs./wk.

Power Platform Tips:
Most of these can be prototyped in a single day using Power Automate + Copilot Studio. You don’t need a dev team; 

You need a campion with a weekend



Governance is not bureaucracy. It’s the thing that makes your team trust the agent enough to use it.



Track two things only. Everything else is noise.

 Big Wins | First Win Zone

High usage + high outcome.
This is the goal.
This is how you scale.

--- USAGE ---

Set baselines BEFORE go-live.
You can't prove what you didn't measure.

--- OUTCOME ---

→  % of target users active daily

→  Sessions per user per week

→  Source: M365 Usage Analytics

→  Target: 80%+ active in 30 days

→  Hours saved per week (baseline vs. now)

→  Task throughput (before vs. after)

→  Error rate reduction

→  Target: Measurable in first 30 days

→ Document it. Broadcast it. Build the 
next one.

ADOPTION PROBLEM

High usage, low outcome.
People are using it—
but it's not saving time.

→ Audit the use case. Redesign the prompt 
or scope.

VALUE PROBLEM

Low usage, high outcome.
The ROI is there—
but adoption is failing.

→ Run a team briefing. Find a 
champion. Make it personal.

PILOT PURGATORY

Low usage, low outcome.
The agent exists.
Nobody uses it.

→ Go back to G.I.F.T. You may have picked 
wrong.



This is the sequence. Don't skip phases — each one enables the next.

1-2 weeks 1-2 weeks 1-2 weeks 1-2 weeks



This is not a theory. It's a sequence with measurable triggers. Each stage has a clear signal that tells you when to move.







DIFFERENT STARTING POINTS. ONE GOAL: MAKING AI REAL IN YOUR BUSINESS. 
Wherever you are in the journey, 



“AI Doesn’t Transform 
Businesses. People Do.”

https://abouttmc.com/anti-ai-workshop/ 
Let’s actually get started!
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