
 

   
 



 

   
 



 

   

 

Episode 1: Understanding the Shift: What Copilot Really Is (and Why SMEs Should Care) 

Date: 13 Jan 2026 

I spent some time over the last year working with UK SMEs exploring Copilot adoption. What I’ve 

learnt is that whilst the opportunity is real, success comes from preparation, not just purchasing 

licences. So, if you’re curious or looking for a quick-fire AI explanation without the noise then these 5-

10 minute blogs each day are for you. I’ll impart some structure, my own experiences and provide 

adoption guidance to take you to the next stage. 

What to expect: A 10‑part series for a guided adoption: 

Understanding the Shift — What Copilot is Navigating the Ecosystem — Versions & differences 

Preparing for the Shift — Licensing & prerequisites Building the Foundation — Data, security, 

culture Mapping the Shift — Adoption stages Evaluating the Impact — Will it benefit your 

business Real‑World Outcomes — How it helps SMBs People & Roles — Who benefits Working 

With Copilot — Prompts & best practices Staying Ahead of the Shift — Future‑proofing  

Episode 1 – Let’s get started. Artificial intelligence isn’t coming, it’s already here, woven into the tools 

millions of businesses use and/or subscribe to every day. But for many small and medium-sized 

enterprises (SMEs), AI can still feel abstract, expensive, confusing or “something only big companies 

can afford.” Sound familiar ? 

The Copilot Shift is about changing that perception. 

This first episode lays the foundation: 

• What Copilot actually is (and the new Microsoft Work IQ engine) 

• Why it matters specifically for SMEs in 2026 

• What makes it different from the hype 

• Why this shift is worth your immediate attention 

• What you need to know before adopting 

    What Is Copilot? A Clear, Human Explanation 

In 2026, Copilot has evolved beyond a simple chatbot. It is now your Work IQ, which is an intelligence 

layer built directly into the Microsoft 365 apps you use every day, like Word, Excel, Outlook, Teams, 

and Windows. 

Imagine Copilot as your smart assistant… BUT it doesn’t know you. By that I mean it doesn’t know – 

how you work – who you work with – which files matter – what projects you’re involved in – your 

habits, preferences, or priorities. Work IQ is the brain that fixes that. It adds the intelligence layer 



 

   

inside Microsoft 365 that teaches Copilot how your business works so not just how AI works in 

general. This means it can: 

Draft & Design: Create documents, presentations, and emails in your specific brand choice. 

Summarise & Recall: Catch you up on missed meetings or find that one specific detail buried in months 

of old email threads. Analyse & Visualise: Turn raw Excel data into professional insights and charts 

instantly. Execute with Agents: Use specialised Copilot Agents to automate repetitive workflows, like 

invoice processing or employee onboarding, without you needing to prompt every single step. Agent 

Mode is launching in Word, Excel, and PowerPoint in early 2026, enabling iterative content creation 

directly from Copilot Chat. It’s therefore not a robot replacing team members. It’s your assistant that 

works inside your workflow of your role, using your data, protected by your existing security controls. 

   What About Pricing? 

As of the 1st of December 2025, Microsoft introduced Microsoft 365 Copilot Business – A pricing tier 

specifically designed for SMEs with 300 or fewer users: 

Standard price: $21 (approximately £16.50) per user/month (down from the previous $30/£23.50) 

Limited time promotional pricing (1 December 2025 – 31 March 2026): – 15% off standalone Copilot 

Business 

– 25-35% off bundled plans (Business Standard + Copilot, Business Premium + Copilot) 

Important note: After the 31st of March 2026, prices return to standard rates. Additionally, Microsoft 

is implementing broader price increases to Microsoft 365 subscriptions starting 1st July 2026, so early 

adopters can lock in current pricing. 

UK considerations: Pricing excludes VAT. UK businesses should budget approximately £20-25 per 

user/month including VAT at standard rates. Check with your Microsoft partner for exact GBP pricing 

and whether your organisation qualifies for volume discounts. 

The upside here is pricing makes Copilot more accessible to SMEs, and with careful preparation and 

deployment it offers an essential opportunity for ROI. 

      Why Copilot Matters for SMEs 

Large enterprises have entire departments dedicated to AI strategy. SMEs clearly don’t which is 

exactly why Copilot could be your game-changer, by giving smaller organisations access to: 

Enterprise-Grade AI at SME Pricing: The new Copilot Business tier brings world-leading AI within 

reach at a price point designed for growing teams. Yes naturally what ever you pay is an added 

expense here but think about it as an investment to fuel strategy and business improvements and with 

careful preparation and deployment it enables you to best monitor your ROI.  

The “Force Multiplier” Effect: If you have a team of 5, Copilot can help them produce the output of a 

team of 10 by removing repetitive administrative work. What’s clear is the true effect will depend on 

your specific business requirements but in my experience there is a big advantage to be gained. Unlike 

many I don’t see AI as job replacement, I see it as a shift in the everyday work roles and how we 

interact, we just need to navigate these shifts to our own advantage. As one AI Leader said ‘AI won’t 

replace you, someone using AI will‘. Without a doubt this is happening, meaning the move to 

automation allows employees to concentrate on other business Impact improvements or those things 

you’ve been wanting to do for a while. 



 

   

Built-in Security: Unlike free public AI tools, Copilot keeps your intellectual property inside your 

Microsoft 365 “tenant.” For some this will be critical particularly for Microsoft centric companies and 

security hardening. Your data is never used to train the global AI models, and it respects your existing 

permissions and security controls. For SMEs, the biggest challenges are usually a lack of time, the 

people, or maybe budget. Copilot luckily is designed to help address all three, but again only if 

approached and implemented thoughtfully. 

        What Makes Copilot Different? It’s a recognised question and one many struggle with. Not least 

there are plenty of AI tools available and working out which to use is at the heart of the confusion. BUT 

Copilot does stand apart for three key reasons: 

Contextual Intelligence (Work IQ): Because it has secure access to your calendar, emails, and files, it 

doesn’t give generic answers. It gives your answers. Work IQ is the intelligence layer that understands 

– Your work data—emails, files, meetings, and chats. Meaning it can make valuable connections to 

predict your next best action Stops “App Hopping”: You don’t have to leave your work to use it. It lives 

inside the apps you already use everyday – Outlook, Teams, Word, Excel, and PowerPoint. With other 

solutions this isn’t as natural or available.  

Employing Agentic Capabilities: Beyond just answering questions, Copilot can now trigger “Agents” to 

complete multi-step tasks across different apps, acting as a bridge between your data and your actions. 

These specialised agents can handle entire workflows autonomously. This could mean using existing 

workflows already available. I want to highlight here. For me this is where the real advantage stands 

out and where the true shift is emerging in 2026. Existing roles will likely see a transformation and 

new one’s are shaping SME’s for the future. AI chat for research and assistance is valuable AND Agentic 

AI will be the engine room to drive the business ROI. That’s why Microsoft recently introduced Agent 

365 (In preview) to transform the way of working. Agent 365 

    The Reality Check: What to Know Before You Adopt Whilst Copilot clearly offers significant 

potential, it’s important to understand the full picture before diving In: 

Data Governance is Critical Copilot accesses data across your entire Microsoft 365 tenant including 

SharePoint, Teams, OneDrive, and Exchange. This means: 

Loose permissions could be the biggest risk: If users have access to files they shouldn’t, Copilot can 

surface that information 40% of organisations delay rollouts 3+ months to address data governance 

concerns 64% report that information governance requires significant time and resources For UK 

businesses in particular, GDPR compliance makes this even more critical. The Information 

Commissioners Office (ICO) guidance on AI systems emphasises that organisations must maintain 

clear data lineage and access controls which is exactly what Copilot depends on. 

Episode 3 looks at “Preparing Your Data” which will be essential for this - this isn’t something to skip. 

PLUS, Change Management Takes Time 

73% of organisations report higher-than-expected change management needs 87% say end users 

require frequent engagement and education This isn’t just learning new software, as mentioned above 

new and changing roles means learning a new way of working and understanding how to adopt this 

within your company is critical. 

End Users will need training in the art of effective prompting and knowing when to use AI vs. human 

judgement which is another key requirement to preparation. 



 

   

ROI Can Be Hard to Measure 

How quickly you gain momentum against your own set goals depends on your preparation for 

measurement. 

Some organisations see clear wins (e.g., 26 minutes saved per day, tasks completed 32% faster) Others 

struggle to quantify productivity gains in ways that justify the investment Success requires identifying 

high-value use cases, not just enabling it for everyone In a recent customer engagement, the high value 

cases identified were spread across HR, Finance and Contracts. Identifying the time lags and multiple 

process points allowed for an AI design that removed multiple Inbox monitoring, automatically alerted 

and prepared executives with contract metrics avoiding costly renewals and proposals and 

assessments were automatically fulfilled. Narrowing your high value cases down to your business 

priorities also allows you make a bigger impact quicker. 

Security Labels and Policies Need Attention 

Copilot-generated content doesn’t automatically inherit sensitivity labels from source files Users must 

verify and properly classify AI-generated content first Data Loss Prevention (DLP) policies, conditional 

access, and MFA should be non-negotiable before deployment and needs scheduling in early on     

The Cost of Ignoring the Shift Every major technological shift creates winners and laggards. It’s not 

different for SMEs. Those that embrace AI thoughtfully will: 

Deliver faster, more personalised customer service Drastically reduce administrative overhead 

Empower staff to focus on high-value creative work rather than data entry Those who wait will 

unfortunately experience a productivity gap emerging between them and their competitors. Despite 

the hype and pressure to adopt from strategic AI companies, while his might seem alarming for some, 

there is still time to remain competitive particularly where careful planning is employed. There will be 

those who rush in without proper preparation who then face security incidents, compliance issues, or 

poor user adoption that wastes the investment. 

As we near the end of this first episode I want to highlight that this series won’t give you all the 

answers – It’s a massive topic but what it will do is help structure your thinking, fill in gaps of 

understanding and exists to help you adopt successfully. Not just quickly. 

        What’s coming next…. Over the next episodes, we will provide a practical roadmap for adopting 

Copilot in an SME environment. Follow along for episode 2 where I cover: 

Episode 2: The Copilot Ecosystem  – The Different Copilot Versions Explained (Without the Jargon) 

Purpose: Remove confusion around the ecosystem. 

The Break down: 

Copilot (free version) Copilot Pro (for individuals) Copilot for Microsoft 365 (business-grade) Copilot 

Studio (customisation + automation) Copilot in Windows Copilot in Edge Copilot mobile apps It Simply 

Explains: 

Who each version is for What each version can and can’t do How they differ in data access, security, 

and integration Outcome: Readers can identify which Copilot tier fits their business. 

       Episode 1 Summary Copilot isn’t a trend; it’s a fundamental change in how work happens. Powered 

by Work IQ, it represents the “intelligence layer” your business needs to stay competitive in 2026. 



 

   

The new Copilot Business pricing makes it accessible to SMEs for the first time, with promotional 

discounts available through 31 March 2026. However, successful adoption requires more than just 

purchasing licences and demands attention to data governance, security preparation, change 

management, and strategic deployment. 

The opportunity is real. The risks are manageable. The key is approaching this shift with both 

enthusiasm and appropriate preparation. 

     Now It’s your turn: What’s your biggest concern about adopting AI in your business? Budget, 

security, time, or something else? Keep a track of your answers to these raise questions so you 

can revisit this at the end of the series. 



 

   

 

Episode 2: The Copilot Ecosystem Explained (Without the Jargon) 

Date: 14 Jan 2026 

After getting to know what Copilot is in Episode 1, Episode 2 invites you to dive into its wider 

ecosystem—unpacking the different versions, where they live, and how each one actually helps you. 

This is the part most SMEs find confusing, and honestly, it’s not your fault. Microsoft uses the word 

“Copilot” to describe several different products. Today, we cut through that confusion. 

By the end of this episode, you’ll know: 

• The 2026 Copilot lineup 

• The critical difference between consumer and business Copilot 

• Which version actually protects your business data 

• What you need before you can even buy it 

   The Copilot Ecosystem at a Glance In 2026, we can categorise Copilot into three main “worlds.” You 

could say each one fits a different level of need. 

   The “Public” World: Copilot (Free) 

This is the entry-level version available at copilot.microsoft.com or via the app. 

What it does: General web search, writing assistance, and image generation (using DALL-E 3). 

Who it’s for: Individuals for personal use or quick, non-sensitive web research. 

The SME Catch: It does NOT see your business data. It has no idea what is in your emails or SharePoint 

files. When signed in with a work account, it offers “Commercial Data Protection” (meaning your 

prompts aren’t used for AI training), but it still lacks the Microsoft 365 integration most businesses 

actually need. 

Bottom line: Fine for personal tasks, not suitable for business workflows. 

   The “Individual” World: Microsoft 365 Premium 

Important update: In 2025, Microsoft discontinued “Copilot Pro” and replaced it with Microsoft 365 

Premium, a consumer plan designed for individuals and families. 

What it includes: 



 

   

Microsoft 365 Personal or Family subscription (Word, Excel, PowerPoint, Outlook, OneDrive) Limited 

Copilot AI access through monthly “AI Credits” Priority access to latest models (like GPT-5.2, released 

December 2025) Copilot features in Word, Excel, and PowerPoint (web and desktop apps) Enhanced 

AI features in Designer and other consumer apps Pricing (2026): 

Microsoft 365 Personal: $69.99 (approximately £55)/year Microsoft 365 Family: $99.99 

(approximately £79)/year (up to 6 people, but AI features only for account holder) The SME Catch: 

These are consumer plans designed for personal and family use but not business workflows. Critically: 

  No Copilot in Microsoft Teams 

  No Work IQ (the intelligence layer that understands your business context) 

  No access to business data (SharePoint, organizational OneDrive) 

  No admin controls or business-grade compliance features 

For solo traders or freelancers with very simple needs, Microsoft 365 Premium *might* work. But if 

you need Teams integration, business data access, or have any employees, you need the Business tier. 

   The “Business” World: Microsoft 365 Copilot (The Winner for SMEs) 

This is the version that transforms organisations. As of December 2025, there are now two specific 

paths here: 

What makes this “Business” tier fundamentally different: 

1. Work IQ Integration: This is the game-changer. Work IQ is the intelligence layer (announced at 

Microsoft Ignite 2025) that understands: 

Your work data—emails, files, meetings, chats Your memory—your style, preferences, habits, 

workflows Inference—making valuable connections across your entire Microsoft 365 tenant 2. Data 

Security: Your business data stays within your Microsoft 365 tenant. Copilot respects your existing 

permissions. An intern cannot use AI to “see” confidential executive documents. 

3. Teams Integration: Copilot in Teams is where massive productivity gains happen where you get 

meeting summaries, action items, catching up on missed conversations. 

4. Enterprise-Grade Controls: Admin controls, usage analytics, compliance features, and data 

governance tools. 

        The “Hidden” Copilots You Already Own Beyond the licences, Copilot is now woven into the “shell” 

of your workday. You may even already have access to these: 

Copilot in Windows: Built into your Windows 11 taskbar. It controls your PC settings (e.g., “Switch to 

dark mode”) and summarises local files. Works with the free Copilot account. 

Copilot in Edge: Available in your browser sidebar. In October 2025, Microsoft launched Copilot Mode 

in Edge which is a more immersive AI browser experience that can: 

Summarise long PDFs and web pages Compare competitor websites across multiple tabs Draft 

LinkedIn posts or emails Provide contextual assistance while browsing Copilot Mobile: The unified app 

for iOS and Android. Includes Copilot Voice, allowing you to have voice conversations and get a 



 

   

“morning briefing” of your emails (though usage limits apply on free tier). In 2026, mobile Copilot 

integrates with your calendar and notifications for a more connected experience. 

Important note: These “hidden” Copilots use the free/personal tier by default. To get Work IQ 

integration and business data access, you need a Microsoft 365 Copilot Business or Enterprise licence. 

       So, Which One Does an SME Actually Need? 

Here is the simple 2026 rule of thumb: 

Your Situation Recommended Option 

Personal tasks only Free Copilot (copilot.microsoft.com) 

Individual/family use, light productivity Microsoft 365 Premium 

Solo trader with simple needs (no Teams) Microsoft 365 Premium (with caution) 

Any business with 2+ people Microsoft 365 Copilot Business 

Business needing collaboration & data security Microsoft 365 Copilot Business 

 

Why Business is essential for SMEs: 

The Business version is the only one that uses Work IQ. It connects the dots between your Tuesday 

morning meeting, the spreadsheet you updated on Wednesday, and the email you need to write on 

Thursday. It respects your company’s security permissions and governance policies. 

You can think of it this way: 

Free/Premium = Individual productivity (disconnected from your business) Microsoft 365 Business = 

Organisational intelligence (connected to your business data) 

         What You Need BEFORE You Can Buy Copilot Business 

Critical prerequisite: You cannot buy Microsoft 365 Copilot Business standalone. You must already 

have one of these qualifying base subscriptions: 

   Microsoft 365 Business Standard 

   Microsoft 365 Business Premium 

   Microsoft 365 Apps for Business 

   Office 365 E3/E5 (for Enterprise Copilot) 

Minimum requirement: 1 licence (though it’s designed for organisations up to 300 users) 

What this means: 

1. Check your current Microsoft 365 subscription 

2. If you’re on Business Basic, you’ll need to upgrade to Business Standard first 

3. Then you can add Copilot Business on top 



 

   

UK pricing context (as of January 2026):  Microsoft 365 Business Standard: ~£10/user/month + 

Copilot Business: ~£16.50/user/month Total: ~£26.50/user/month (with promotional pricing 

through March 2026, this can be lower)  

    Common Misconceptions to Avoid  

Misconception 1: “I’ll just use the free version for business tasks” 

  Free Copilot cannot access your SharePoint, Teams, or business email 

  No admin controls or compliance features 

  Not suitable for confidential business data 

Misconception 2: “Microsoft 365 Premium is the same as Business” 

  Premium has no Work IQ 

  No Teams AI integration 

  Designed for families, not businesses 

Misconception 3: “I can buy Copilot Business by itself” 

  Requires qualifying base Microsoft 365 subscription 

  Cannot be purchased standalone 

Misconception 4: “All Copilots are equally secure” 

  Only Microsoft 365 Copilot (Business/Enterprise) keeps data within your tenant boundaries 

  Only Business/Enterprise respects your organisation’s security and permissions structure 

 

        Episode 2 Summary The ecosystem is broad, but the choice for SMEs is now clearer than ever: 

1. Free Copilot = Personal tasks, no business data integration 

2. Microsoft 365 Premium = Individual productivity, not suitable for businesses 

3. Microsoft 365 Copilot Business = Organisational intelligence with Work IQ 

For SMEs, Copilot Business is the only option that delivers true business value: 

Connects to your business data via Work IQ Integrates with Teams for collaboration Respects security 

and governance Provides admin controls and compliance December 2025 update: With the new 

Business pricing tier (£16.50/user/month) and promotional discounts through 31 March 2026, 

Copilot is now more accessible than ever to SMEs. 

However: You cannot buy it until you’ve checked your base licence requirements and—critically—

prepared your data governance. Which brings us to… 

     Coming in Episode 3 



 

   

Licensing & Data Preparation – What You Need Before You Start 

It’s worth noting that to understand what you have and what you need to proceed, particularly for 

larger companies – There are plenty of health check or assessments services available from MSP’s. 

Before you buy a single Copilot licence, you’ll need to understand : 

Whether your current Microsoft 365 subscription qualifies  - How to assess your data governance 

readiness - Why 40% of organisations delay rollouts for 3+ months - The “over-sharing trap” that can 

expose confidential data Warning:  

Do NOT buy Copilot licences until you’ve read Episode 3.  - Data governance preparation is not 

optional and makes the difference between successful deployments and a security incident. 



 

   

 

Episode 3: Foundations First: What You Need Before You Start 

Date: 15 Jan 2026 

A slightly shorter episode for number 3  but an essential one nonetheless. Before any business jumps 

into the world of AI, there’s a simple truth to accept: Copilot is only as good as the foundation you give 

it. And Yes I will keep reintegrating this as its the key theme to the series. 

Think of it like buying a high-performance sports car – it’s fairly useless if the roads are full of potholes 

or you’ve forgotten to put petrol in the tank. So as long as SME’s prepare the roads first they only need 

the right signposts. 

In this shorter episode, we’ll look at the essentials: 

Which licences actually work. The “non-negotiable” technical bits. How to avoid the most common 

“Day One” mistakes. 

1. The Licensing Part (Now simplified for 2026) 

Microsoft recently updated its lineup to make things easier for smaller companies. To get the version 

of Copilot that actually talks to your business data, you need two things: 

✔ A “Base” Microsoft 365 Subscription Hopefully you already have this. Copilot is compatible with: 

Microsoft 365 Business Standard or Business Premium (The most common choices for SMBs). 

Microsoft 365 E3 or E5. Microsoft 365 Business Basic (Note: While compatible, Premium is 

recommended for enhanced security capabilities).  

✔ The Copilot Business Licence In 2026, this is usually an add-on. For businesses with fewer than 300 

users, look for Microsoft 365 Copilot Business. It’s specifically priced for the mid-market and doesn’t 

require the massive upfront commitments that big corporations face. 

2. The Technical “Must-Haves” 

Even with the right licence, Copilot requires a way to “see” your work. If your setup is a bit dated, you 

might need a quick spring clean. 

Cloud Email is King: Your email must be in Exchange Online. If you’re still using an old on-premises 

server or a third-party host, Copilot won’t be able to help you summarise your inbox.  

Files in the Cloud: Copilot isn’t a mind reader, so it can only “read” what’s in OneDrive or SharePoint. If 

your vital documents are still sitting on local desktops or a physical server in the corner of the office, 

Copilot can’t use them to draft that new proposal.  



 

   

The “New” Teams: Ensure your team is using the latest version of the Microsoft Teams client. The AI 

features rely on this modern architecture to summarise meetings in real-time. Users must be in Entra 

ID (formerly Azure AD – This is the identity system that controls access, permissions, and security 

which may mean you need to migrate your user accounts 

3. Recommended (But Optional) Security Bits 

You won’t need these to start, but I strongly suggest you deploy these to keep your data safe : 

Sensitivity Labels: These will tell Copilot, “This document is confidential; don’t use it to generate 

public-facing content.”  

Permission Hygiene: If everyone in the company can see the “Payroll” folder, Copilot can too. Now is a 

great time to check that people only have access to what they truly need.  

A Simple AI Policy: Just a one-page guide for staff on what they should (and shouldn’t) ask the AI to do. 

4. Common Mistakes to Avoid 

Mistake 1: The “Big Bang” Rollout. Don’t give it to 50 employees at once. Start with a “Focused group” 

of 3–5 power users to see how it works for your specific business. Mistake 2: Expecting Magic on 

Messy Data. If your SharePoint is a maze of “Document_v2_FINAL_FINAL,” Copilot might get confused. 

Clean up your naming conventions first. Mistake 3: Forgetting the Human Element. AI is a new skill. If 

you don’t show your team how to talk to it (this is called “prompting”), they’ll treat it like a search 

engine and get frustrated. 

A Quick Readiness Checklist 

A quick and easy way to take stock and track your readiness is with a simple checklist. You can use the 

one I’ve added below to confirm at a high level whether your business is ready to move to Copilot: 

Licensing 

[ ] Microsoft 365 Business Standard or Premium 

[ ] Copilot for Microsoft 365 add‑on purchased 

Technical 

[ ] All users have Exchange Online mailboxes  

[ ] Files stored in OneDrive/SharePoint 

[ ] Users in Entra ID  

[ ] New Teams client deployed 

Recommended 

[ ] Basic data structure in place 

[ ] Permissions reviewed  

[ ] Sensitivity labels configured  

[ ] Staff aware of AI usage guidelines 



 

   

If you can tick most of these boxes, you’re ready for the next stage. 

 

        Episode 3 Summary 

Getting ready for Copilot isn’t necessarily about running a massive IT project; it’s about making sure 

your current tools are used correctly. 

Check you’re on Business Standard or Premium. Move those final few files into SharePoint or 

OneDrive. Start small with a pilot group. 

Once the foundation is solid, you’re ready for the real transformation. Read on below if you want more 

detail and clarity around the different Copilot /Types licenses. 

There are changes happening all the time around AI as you know and big Tech certainly likes a brand 

rename or re-bundling. Microsoft is no different and has recently streamlined the “alphabet soup” of 

Copilot versions. For SME’s, the simplest way to view the ecosystem is as a three-tier hierarchy: 

Personal, Business, and Specialised as we touched on in Episode 2. 

Probably one of the more important updates though for 2026 is that the role-based versions (Sales, 

Finance, Service) are no longer separate, expensive add-ons. They are now Agents included in your 

standard business licence. 

 

   The Copilot Ecosystem: SME Edition (2026) 

   Microsoft Copilot (Free) 

The Goal: A secure, web-grounded AI assistant for everyone.  

SME Context: Best for quick research or drafting public content.  

Note: Includes Commercial Data Protection so your business chats stay private, but it cannot “see” 

your internal company files. 

   Copilot Pro (Individual) 

The Goal: A performance boost for solo-preneurs or home users.  

SME Context: Rarely used in a team setting because it lacks Teams integration and central 

management. 

   Microsoft 365 Copilot (The “Business” Tier) 

The Goal: The definitive version for SMEs that connects to your business data (Work IQ).  

2026 Update: Now split into “Business” (under 300 seats) and “Enterprise” (unlimited) tiers to make 

it more affordable for smaller teams.  

Why it matters: This is the version that summarises your Teams meetings and drafts emails based on 

your real SharePoint files. 

   Role-Based Agents (Sales, Finance, Service) 



 

   

The Goal: Specialised “Expert” skills that plug into your main Copilot.  

The BIG Change: These are now included in your Microsoft 365 Copilot licence.  

Usage: You simply “turn on” the Sales Agent to link Copilot to Salesforce/Dynamics, or the Finance 

Agent to automate bank reconciliations in Excel. 

   Copilot in Windows & Edge 

The Goal: The “On-Ramp” to AI built into your operating system.  

2026 Update: On the newer Copilot+ PCs, these run locally on the device, making them lightning-fast 

and functional even without an internet connection. 

   Microsoft 365 Copilot App (Mobile) 

The Goal: AI-first mobile productivity.  

Note: This replaced the old “Office App.” It allows you to use your voice to triage emails or get a 

briefing on your day while on the move. 

   Microsoft Copilot Studio (The Factory) 

The Goal: Where you build your own “Custom Agents.”  

SME Context: If you have a specific task—like an agent that only knows your company’s HR policies—

you build it here. 

   Agent 365 (The Control Plane) 

The Goal: The “Manager” behind the scenes that keeps everything secure.  

SME Context: This is the dashboard where the business owner or IT lead sees which agents are 

running, who is using them, and ensures no data is being leaked. 

 

       Which one should you buy? 

For almost every SME, I would have to agree with Microsoft on this: Microsoft 365 Copilot Business. It 

gives you the full suite of Office integration, the new role-based agents (Sales/Finance), and the 

security of Agent 365 for a single, predictable monthly cost. 

There are many studies already available to help SME’s start mapping the Copilot types to roles. Most 

notable research has come from the Microsoft Work Trend Index 2026 and independent research from 

Gartner and Forrester. 

The consensus is that a “one-size-fits-all” rollout is a mistake for SMBs. Instead, businesses are now 

using Role-Based Mapping to decide who gets which version and which “Agents” to deploy. 

Here is how those studies have mapped the Copilot versions to specific work roles: 

 

      The 2026 Role-to-Copilot Mapping Matrix 



 

   

Role-to-Copilot Mapping Table 

Work Role 
Type 

Recommended 
Version 

Primary Agent 365 Use Case 

Leadership / 
Owners 

M365 Copilot 
Enterprise 

Strategic intelligence — summarising long board packs, 
tracking sentiment in Teams, and using Ask My Data for 
financial forecasting 

Sales & 
Marketing 

Copilot for Sales 
(Role Bundle) 

Relationship management — automating CRM entry 
(Salesforce/Dynamics), drafting personalised proposals, and 
generating meeting recaps for client calls 

Operations / 
Admin 

M365 Copilot 
Business 

Process automation — using the Project Agent to manage 
timelines and the Email Agent to triage high-volume shared 
mailboxes 

Finance / HR Copilot for Finance Data integrity — reconciling statements in Excel, identifying 
payroll anomalies, and drafting policy updates based on UK 
law changes 

IT / Security Security Copilot Proactive defence — automated device offboarding (Intune) 
and real-time threat hunting in Defender 

Frontline 
Workers 

Copilot (Free/Pro) Information retrieval — quick lookups of product manuals or 
safety procedures via the Copilot Mobile app 

 

     Coming Next: Episode 4 Preparing Your Data & Security — How to make sure Copilot only sees 

what it should. Plus I’ll introduce you to Agent 365, which you are going to hear more and more of 

from Microsoft in 2026 and could become an important element to AI management going forward 

(Still in Preview). 



 

   

 

Episode 4: Preparing Your Business for Copilot — Data, Security, and Culture 

Date: 16 Jan 2026 

Great start reaching Episode 4 and for the content here i’ll cover 3 critical preparation steps you won’t 

want to miss. 

Clearly Copilot adoption doesn’t start with buying licenses. It starts with the preparation – the behind 

the scenes work that determines whether Copilot becomes a tool to help you make those 

transformations or simply an expensive disappointment. These are simple steps you can follow as a 

methodology for adoption. 

Theres no shortage of information and guidance out there on this but in this episode I want to focus on 

the three pillars that I would say matter most, and put simply without all the jargon: 

Your data – where are you maintaining it, are you maintaining it correctly, how is it’s structured, and 

who can access it  

Your security – or as the industry now terms as guardrails that keep information safe  

Your culture – Often underestimated, what AI visibility do your employees already have within the 

business and what do they think about the use AI ? When all three have been aligned, Copilot becomes 

a strategic advantage and will save you considerable time further down the line. But if they’re not, 

Copilot becomes confused, inconsistent, or even risky, giving inaccurate results and sometimes in the 

wrong hands. 

Let’s look at these three in more detail. 

   Data Readiness – Regarded as the Heart of Copilot’s Intelligence 

It’s all about the business data for AI and this is Copilot’s power. If your data is messy, scattered, or 

inaccessible, Copilot will struggle to help you effectively. Recommended approaches are: 

✔ Move your files into OneDrive and SharePoint - Copilot can only use what it can see, and it only sees 

data stored in Microsoft 365. If your files are still on: 

Local servers Desktop folders Dropbox Google Drive USB drives …Copilot won’t be able to use them. 

✔ Look to organise your files into logical structures - Copilot thrives on the clarity you create. 

We all know file storage is an organic thing and it just spreads so now would be a great time to review 

this. If possible a simple structure works best: 



 

   

Company-wide documents → SharePoint Team documents → Team sites Personal work files → 

OneDrive Its not just Copilot that benefits form this too, maybe your migrating device management to 

the cloud and Intune. This will massively help the company in that journey too. 

✔ It’s now time to lean up old or duplicate content - Copilot doesn’t know which version is “the right 

one.” If you have:  “Final_v3” “Final_v3_REAL” “Final_v3_UPDATED” …Copilot will treat them all 

equally. 

✔ Fix broken, overly broad or even unnecessary permissions - If “Everyone” has access to everything, 

Copilot will reflect that.  This is the #1 risk SMBs overlook. 

   Security Readiness – Implement those guardrails to Protect Your Business 

Generally speaking, Copilot isn’t there to review or recommend security improvements. It will respect 

your existing security model, however that does mean your security must be solid before rollout. 

✔ Review access permissions - Ask yourself or security managers: 

Who should have access to what? Who currently has access to everything? Are there old groups or 

accounts still active? Setup temporary access to data to limit visibility It’s important to know that 

Copilot won’t leak your data, but it will surface data to users who already have access. 

✔ PLEASE PLEASE Implement sensitivity labels (recommended) 

Labels help Copilot understand: 

What’s confidential What’s internal What’s public What should never be shared Even a simple label set 

makes a big difference. 

Bottom Line for SMEs 

For 80% of SMEs: Microsoft 365 Business Premium license gives you everything you need for 

sensitivity labels (using Microsoft Purview). Users can manually classify documents, and you get 

encryption and visual markers. 

You only need E5 if: You need AI to automatically classify documents based on content, or you have 

regulatory requirements for automated DLP. 

Start simple: I recommend deploying manual labels first. If you later discover you need automation, 

then upgrade specific users to M365 E5 Compliance add-ons. 

✔ Enable MFA and Conditional Access - This will protect your environment from unauthorised access 

– which is especially important when AI tools are involved. 

✔ Review your Teams and SharePoint governance if used - If your Teams environment is chaotic, 

Copilot will unfortunately inherit that chaos. 

   Cultural Readiness — Preparing Employees for the Shift 

Theres a whole industry built around AI adoption. Let’s be clear though, this isn’t just technical. It’s 

behavioural. 

Employees will need to understand: 



 

   

What Copilot is What it’s good at, its strengths What it’s not good at and to avoid How to use it 

responsibly, always And Importantly – How to write effective prompts (Follow the series for more on 

this) 

✔ Start with a pilot group – Typically 3–5 people in an SME who: 

Are curious Are open to change Represent different roles Communicate well You want these people to 

become your internal champions. 

✔ Set expectations early 

Copilot is: 

A productivity tool A creative partner A time‑saver A draft generator Copilot is definitely not: 

A replacement for expertise A source of absolute truth Or your decision‑maker 

✔ Provide simple prompt templates 

Learning how to talk to AI is an art that you learn, so providing guidance early on will be well received. 

Provide simple examples to start with like: 

“Draft an email based on this document…” “Summarise this meeting and highlight actions…” “Create a 

proposal using the attached files…” “Analyse this spreadsheet and identify trends…” 

✔ Encourage experimentation 

It’s very much like many things in life, the more people use Copilot, the more value they unlock and 

benefits you see as a company. 

   The Copilot Readiness Score (Quick Self‑Assessment) 

Here’s a quick readiness assessment. Like the other surveys, answer them honestly and keep a note of 

these for later reference. Rate each area from 1–5: 

Area Score 1–5 Notes Data is stored in OneDrive/SharePoint File structure is clean and logical 

Permissions are accurate and up to date Sensitivity labels are in place Teams/SharePoint governance 

is healthy Staff understand what Copilot is Staff know how to prompt Pilot group identified 

If your total score is 28 or higher: You’re ready for rollout. 

If your score is 20–27: You’re fairly close so concentrate on fixing the gaps first. 

If your score is below 20: Clearly more preparation is your priority before licensing. 

        Episode 4 Summary 

Thanks for reading. In my experience I would have to say that implementing these changes to prepare 

your business for Copilot is the most important step in the entire journey. The stricter you can be with 

these, the better the results. 

Clean, accessible data Strong, sensible security A culture that embraces AI 

Get these right, and Copilot becomes a strategic advantage. Skip them, and Copilot becomes frustrating 

or ineffective. 



 

   

     Coming Next Week: Episode 5 

The Copilot Adoption Stages — A Clear Roadmap for SMBs 

This is where I’ll map out the full journey from awareness to optimisation. 



 

   

 

Episode 5: The Copilot Adoption Stages — A Clear Roadmap for SMEs 

Date: 19 Jan 2026 

SMEs across the UK and Europe are rapidly stepping into the world of Copilot, yet many still feel 

unsure about how to adopt it in a structured, confident way. With research showing that AI adoption 

among SMEs could add £78 billion to the UK economy, it’s clear the opportunity is huge – but the path 

isn’t always obvious. 

That’s exactly why this series exists. Each episode breaks Copilot adoption into simple, quickfire 

lessons designed to help SMEs build the right foundations, avoid common pitfalls, and move beyond 

the “buy licences and hope for the best” approach. Because when Copilot is rolled out without a plan, it 

rarely sticks. But with the right structure, it becomes a genuine competitive advantage 

The truth is simple: 

Successful Copilot adoption follows a predictable set of stages. Skip one, and the whole thing wobbles. 

Follow them, and Copilot becomes a competitive advantage. 

The Copilot Shift is back for another week and in episode 5, I’ll walk you through a high-level recipe 

and roadmap for success.  – and provide a structure applicable to guide clients, teams, and business 

owners through their own Copilot journey. While these stages may seem obvious when read, they do 

represent a tried and tested path you can adopt. 

These are the six stages to adopt. 

1 – Awareness — Understanding What Copilot Can Do 

This is the “lightbulb moment” stage. 

Where people begin to understand: 

What Copilot is What problems it can solve How it fits into their daily work Why AI matters for SMEs 

At this stage, the goal isn’t to deploy anything. It’s to build curiosity and reduce fear. 

The outputs of this stage: 

Intro sessions Demonstartions Early conversations Leadership alignment Why it matters: People 

won’t adopt what they don’t understand. 

2 – Assessment & Identifying Where Copilot Will Help Most 

Before you roll out Copilot, you will need to know: 



 

   

What the business struggles with Where time is being wasted Which processes are repetitive Which 

teams are overwhelmed Where AI can deliver quick wins At this stage you can start mapping your own 

use cases to actual roles. 

Examples: 

Sales → proposal writing, email follow‑ups HR → job descriptions, policy drafts Finance → spreadsheet 

analysis Operations → SOP creation Leadership → meeting summaries, strategy drafts The outputs of 

this stage: 

A list of high‑value use cases A shortlist of teams or roles to start with Why it matters: Copilot succeeds 

where it can solve real problems, not hypothetical ones. 

3 – Readiness & Preparing Data, Security, and Culture 

This is last weeks Episode 4, covered in more depth. 

It’s important because you ensure: 

Files are in OneDrive/SharePoint Permissions are accurate Mailboxes are in Exchange Online Teams is 

configured as modern Staff understand what Copilot is (and isn’t) A pilot group is selected Outputs of 

this stage: 

A clean, secure data environment A trained pilot group A clear understanding of expectations Why it 

matters: Copilot can’t work with data it can’t see or shouldn’t see. 

4 -Pilot & Testing Copilot with a Small Group 

This is where Copilot comes to life. 

You select 3–5 people within your organisation who: 

Represent different roles Are open to experimentation Communicate well Can provide feedback The 

pilot group: 

Tries real use cases Documents wins and challenges Learns prompting techniques Identifies gaps in 

data or permissions Builds confidence The outputs of this stage: 

Real examples of value Lessons learned A refined rollout plan Why it matters: A pilot reduces risk and 

builds internal champions. 

5 – Rollout & Expanding Copilot Across the Business 

Once the results are in and you’ve reviewed all targeted wins to the pilot, this is when you begin to 

scale. 

This stage includes: 

Adding more users Providing role‑specific training Sharing pilot success stories Creating prompt 

libraries Establishing AI usage guidelines Monitoring adoption Rollout doesn’t have to be all at once. 

Many SMEs expand team by team. 

The outputs of this stage: 



 

   

Organisation‑wide adoption Consistent usage patterns Improved productivity Why it matters: This is 

where Copilot becomes part of everyday work. 

6 – Optimisation — Measuring, Improving, and Automating 

This is the long‑term stage and the one that really turns Copilot from a tool into a strategy. 

You will: 

Measure impact Identify new use cases Improve prompts Clean up data continuously Introduce 

Copilot Studio for automation Build custom copilots for internal processes Train new staff Outputs of 

this stage: 

A mature AI‑enabled organisation Continuous improvement Automation beyond the basics Why it 

matters: AI isn’t a one‑time project, it’s an ongoing capability that needs regular reviews and changes, 

especially as the technology is updated, and it’s moving fast. 

        The Full Copilot Adoption Journey (At a Glance) 

Awareness — Learn what Copilot is Assessment — Identify where it helps Readiness — Prepare data, 

security, culture Pilot — Test with a small group Rollout — Expand across the business Optimisation 

— Improve, automate, evolve This roadmap works for every SME, regardless of size or industry and 

will help you plan and build your own adoption plan. 

       Episode 5 Summary 

Copilot adoption isn’t random it’s specifically structured. When SMBs follow the six stages, they get: 

Faster results Higher adoption Lower risk Better productivity Happier teams A future‑ready business 

This roadmap becomes your blueprint for guiding others through The Copilot Shift. 

Next Up: Episode 6 

I’ll look at ‘Will Copilot Benefit My Business? ‘ – A Practical Assessment Guide This one helps SMEs 

self‑diagnose whether Copilot is worth the investment. 



 

   

 

Episode 6: Will Copilot Benefit My Business? A Practical Assessment Guide 

Date: 20 Jan 2026 

Every business wants to be more productive, more efficient, and more competitive. But not every 

business is ready for AI – and not every business will get the same value from Copilot on day one. 

This episode gives you a clear, practical way to evaluate whether Copilot will deliver meaningful 

benefits for your organisation. No jargon. No guesswork. Just a quick structured assessment to guide 

you without any preparation, today. 

Let’s go through it. 

1 – The Three Questions Every SMB Must Answer 

Before you think about licenses or rollout, ask yourself: 

1. Do you have repetitive, time‑consuming work? 

Examples: 

Writing emails Drafting documents Summarising meetings Creating proposals Analysing spreadsheets 

Preparing reports If your team spends hours each week on these tasks, Copilot delivers immediate 

value. 

2. Do you collaborate heavily across documents, email, and Teams? 

Copilot shines when: 

Teams share files People work in Word, Excel, PowerPoint Meetings happen in Teams Email volume is 

high If your business lives inside Microsoft 365, Copilot becomes a natural extension of your workflow. 

3. Are you willing to adopt new ways of working? 

Copilot isn’t a magic button that fixes everything. It requires: 

Curiosity Experimentation A willingness to try new approaches If your culture embraces change, 

Copilot accelerates it. If your culture resists change, Copilot may struggle to drive the expected 

benefits. 

2 – The Copilot Value Score (Quick Company Diagnostic) 

Rate each statement from 1 (not true) to 5 (very true). 

Productivity & Workload 



 

   

- Our team spends a lot of time writing emails.  

- We create documents, proposals, or reports regularly  

- We have recurring meetings that need summarising  

- We analyse data in Excel or Power BI Collaboration & Tools 

- We use Microsoft 365 daily  

- Our files are stored in OneDrive/SharePoint  

- We rely on Teams for communication  

- We share documents frequently Culture & Readiness 

- Our staff are open to new tools  

- We encourage experimentation  

- We want to automate repetitive work  

- We’re actively looking for efficiency gains Scoring 

While this is a high-level assessment the guide to the scores are: 

40–60: Copilot will deliver high value 25–39: Copilot will deliver moderate value (with preparation) 

0–24: Focus on readiness first — the value will come later  

 

3 –  High‑Impact Use Cases by Business Type 

Assessing your own priority high impact business areas is part of the preparation. Different SMEs 

benefit in different ways. Here’s a quick snapshot guide of where Copilot shines. 

   Professional Services 

Proposal writing Client email drafting Meeting summaries Document creation Research 

🏛 Legal & Compliance 

Policy drafting Case summaries Document comparison Research assistance 

🏗 Trades & Field Services 

Job quotes Customer communication Report creation SOPs and checklists 

🛍 Retail & Hospitality 

Staff training materials Marketing content Social media posts Inventory or sales analysis 

      Finance & Accounting 

Spreadsheet analysis Report generation Email communication Policy documentation 

If your business fits any of these patterns, Copilot becomes a good fit. 

 

4 –  The “Hidden Benefits” Most SMBs Don’t Expect 

Beyond productivity, Copilot unlocks advantages that aren’t obvious at first: 

✔ Consistency 



 

   

Documents, emails, and reports follow the same tone and structure. 

✔ Quality uplift 

Even junior staff produce senior‑level drafts. 

✔ Faster onboarding 

New hires get up to speed quicker with AI‑generated guidance. 

✔ Reduced cognitive load 

Less time spent staring at blank pages. 

✔ Better decision‑making 

Summaries and insights surface information you might otherwise miss. 

If you consider that these benefits build over time and often prove more valuable than the time savings 

alone. 

 

5 – When Copilot Won’t Deliver Value (Yet) 

Copilot may not be a good fit if: 

Your files aren’t in OneDrive/SharePoint Your email isn’t in Exchange Online Your team rarely uses 

Microsoft 365 Your culture strongly resists change Your data is disorganised or inaccessible You 

expect Copilot to “do everything for you” 

These are signs more preparation is required first but they’re not deal‑breakers. 

If those conditions are true, Copilot becomes a strategic advantage — not just a tool. 

If they’re not true yet, Episodes 3 and 4 give you the roadmap to get there. 

Coming in Episode 7 

How Copilot Will Benefit Your Business — Real Examples and Scenarios 

This is where I provide real value with some real‑world examples and role‑based scenarios. 



 

   

 

Episode 7: How Copilot Will Benefit Your Business: Real Examples and Scenarios 

Date: 21 Jan 2026 

Up to now, we’ve talked about what Copilot is, how it works, and what you need to get ready. But 

today is the episode most business owners and teams care about, how to translate the prompt into 

results: 

“What will Copilot actually do for us?” 

Not theory. Not hype. Just practical, everyday examples of how Copilot makes work easier, faster, and 

more consistent across your business. You can’t avoid the art of the prompt and how important it is to 

the outcomes and results.  In this episode we look at some typical high-level examples and touch on 

the Importance of Agentic AI. 

The key take away should be that AI is no longer experimental as it’s delivering real measurable ROI 

now. Efficiency, customer satisfaction, and retention have seen some of the biggest wins. 

Some interesting research is coming through in relation to real world AI trends and benefits and while 

just providing hype through statistics is not a goal for this episode, it is worth noting that a Microsoft 

Cloud report highlights that two‑thirds of global CEOs say AI is delivering real value today. Looking at 

SME’s alone, adoption is rising fast – up from 25% to 35% in one year and in a YouGov poll of 1,000 UK 

SME leaders, it found 54% of SMEs using AI are already automating tasks, and 45% use it for 

marketing. 

With that in mind if you’re now starting to investigate the AI path for your company,  understanding 

where you can benefit most and how you achieve that is Important. let’s explore some simple 

examples already delivering real benefits. 

1 - Copilot Helps You Communicate Faster and Better 

Most SMEs spend a huge amount of time writing: Emails / Proposals / Updates / Reports and 

Customer responses – Copilot can reduce 30‑minute tasks down to 3‑minute jobs. 

Example: Email Drafting 

You tell Copilot –  “Draft a polite follow‑up email to a customer who hasn’t replied for a week. Keep it 

friendly and professional.” 

The Result: Copilot produces a clear, well‑written email you can send immediately or tweak in 

seconds. 

Example: Proposal Writing 



 

   

By uploading your notes or point Copilot to past proposals and use a prompt similar to – “Create a new 

proposal for a client based on these details.” 

The Result: Copilot builds a structured, professional draft instantly. 

The Benefit: Your team communicates faster, more consistently, and with less stress. 

2 - Copilot is good at Summarising Meetings and Saves Hours of Admin 

If your business uses Teams, Copilot becomes your meeting assistant. 

Example: Meeting Summaries 

After a meeting, Copilot can: 

Summarise the discussion Highlight decisions List action points Identify who’s responsible for what 

No more “Who’s doing that?” or “What did we agree?” Everyone leaves with clarity. 

Example: Catching Up on Missed Meetings 

If someone misses a meeting, they might ask – “Summarise the key points from yesterday’s meeting 

and highlight anything I need to follow up on.” 

The Benefit: Meetings become more productive, and no one wastes time re‑explaining things. 

3 – Copilot can Help You Make Sense of Your Data 

Most SMEs have spreadsheets full of numbers but limited time to analyse them. 

Copilot changes that and summarises data instantly providing logical and well formatted results. 

Example: Analysing a Spreadsheet 

Use a prompt like – “Look at this sales spreadsheet and tell me the main trends from the last quarter.” 

Copilot will: 

Spot patterns Highlight growth or decline Identify outliers Suggest insights Example: Creating Charts 

Use a prompt like – “Create a chart showing monthly revenue for the last year.” 

This is a Copilot strength and it gets to work instantly building the resultd. 

The Benefit: You get insights without needing to be an Excel expert. 

4 – Copilot Helps You Create Documents in Minutes, Not Hours 

Whether it’s policies, job descriptions, training guides, or marketing content, Copilot speeds up the 

process. 

Example: Policy Drafting 

You say – “Create a simple remote‑working policy for a team of 20 people.” 

Copilot drafts a clear, structured document you can refine. 

Example: Marketing Content 



 

   

You ask – “Write a short social media post promoting our new service.” 

Copilot gives you multiple versions to choose from. 

The Benefit: Your team produces high‑quality content without starting from scratch. 

5 – Copilot Helps You Stay Organised and In Control 

A quick win for many within your organisation, Copilot will help you manage your day, your inbox, and 

your workload. 

Example: Inbox Management 

Simply use – “Summarise the last 20 unread emails and highlight anything urgent.” 

Copilot gives you a clean overview in seconds. 

Example: Task Planning 

Alternative prompt – “Create a to‑do list based on my emails and calendar for today.” 

Copilot builds a structured plan. 

The Benefit: You stay on top of work without feeling overwhelmed. 

6 – Copilot Helps Different Roles in Different Ways 

As part of your preparation, it’s worth building your pilot cases for high Impact scenarios. As a guide 

here’s how Copilot supports common SME roles: 

                          Business Owners 

Summaries of key emails Strategy drafts Meeting insights Quick research 

   Sales Teams 

Proposal drafts Follow‑up emails CRM notes Product descriptions 

   Finance Teams 

Spreadsheet analysis Report summaries Budget drafts 

🛠 Operations 

SOP creation Checklists Process documentation 

                                                   HR 

Job descriptions Interview questions Policy drafts 

   Marketing 

Social posts Campaign ideas Blog outlines 

The Benefit: Every role gets a productivity boost tailored to their daily work. 

7 – The Real Impact: What your notice most 



 

   

After a few weeks of getting used to using Copilot, you will likely report improvements with: 

✔ Less time spent on admin 

Emails, documents, and reports take minutes instead of hours. 

✔ Better quality output 

Even junior staff produce polished drafts. 

✔ More consistent communication 

Your brand voice becomes clearer and more professional. 

✔ Faster decision‑making 

Summaries and insights surface what matters. 

✔ Happier teams 

People spend more time on meaningful work and less on repetitive tasks. 

Agentic AI – The 2026 Shift When people talk about “AI improvements” that aren’t agentic, they’re 

usually referring to the upgrades we’ve seen over the last few years in traditional generative AI. The 

examples above are generative AI. BUT 2026 is already experiencing an accelerated shift towards 

Agentic AI. This is important because Agentic AI is essentially a digital employee that can take a goal, 

figure out the steps, and carry them out on its own. And this year is pivotal for SMEs because AI is 

finally moving from “helping you do the work” to actually doing the work for you, unlocking time and 

efficiency gains small teams can’t afford to miss. Lets take an example 

A Simple, Real‑World Agentic AI Example 

Scenario: 

A small business wants to reduce missed appointments. They use an agentic AI assistant that can plan, 

act, and follow up automatically. This is a shift towards using more advanced Copilot tools like Copilot 

Studio, a management and AI Orchestration portal to construct your agents. 

Here’s an example of an actual prompt the business owner could use in this scenario 

Prompt: 

“Check tomorrow’s appointments. Identify anyone who has missed or rescheduled more than twice in 

the last six months. Send them a friendly reminder with their appointment details and offer two 

alternative times if they need to reschedule. Update the calendar automatically and notify me of any 

changes.” 

Now let’s break down what’s happening behind the scenes. 

Configured within Copilot Studio you build the sources and connections necessary for the agent to find 

its structured or unstructured data. 

1 – Connection to Outlook Calendar (Microsoft 365) 



 

   

The agent connects securely to the business’s Outlook calendar using Microsoft 365 permissions. Why 

it matters: The agent can “see” the schedule the same way a human assistant would. 

2- Access to Customer History (CRM or Booking System) 

Why it matters: The agent can make decisions based on behaviour, not just dates 

3 -Email Integration (Outlook) 

Once the agent identifies at‑risk customers, it uses Outlook to send personalised reminders. Why it 

matters: The agent communicates on your behalf without you lifting a finger 

4 -Calendar Automation (Microsoft Graph / Booking System API) 

If a customer replies or chooses a new time, the agent can make the changes automatically. Why it 

matters: The agent doesn’t just suggest actions. it actually takes them. 

5 – Notification Back to the Business Owner 

Then finally, the agent sends a summary and notification be it Teams, email or a portal update. Why it 

matters: The business owner stays informed without doing the work. 

Episode 7 Summary 

Copilot is a practical assistant that helps introduce business improvements and efficiencies and these 

benefits show up quickly and can grow over time, something all SMEs targets. Now they have the tools 

to achieve this quicker. 

Coming Next: Episode 8 

Who Benefits Most? Roles & Personas for Copilot in an SME – This episode will map Copilot’s value to 

specific job roles so SMEs can plan their rollout with confidence. 



 

   

 

Episode 8: Who Benefits Most? Roles & Personas for Copilot in an SME (+ 

IT/Sec/Compliance) 

Date: 22 Jan 2026 

We’ve covered much ground in this beginner series of blogs on Copilot and In Episode 7 we looked at 

How Copilot will benefit your Business, so today I will introduce you to: 

“Who in my business will actually benefit the most from Copilot?” This episode answers that directly. 

Rather than talking in abstract terms, we’ll look at real SME roles, the work they do every day, and how 

Copilot fits naturally into their workflow specifically for teams where Office 365 plays a big part of 

their productive day. Think of this as a practical guide to help you decide where to start, who to train 

first, and how to build momentum. 

PLUS: There’s a group we haven’t talked about yet, and they’re often the ones who feel the pressure 

the most. The people who keep the business secure, compliant, and running smoothly. 

So In this episode I’ll expands the lens. I’ll still cover the core SME roles, but also explore how agentic 

AI, security AI, and new Microsoft 365 features are transforming the work and related roles. 

Let’s Jump in. 

1 – Business Owners & Directors 

The people wearing ten hats at once 

Most SME leaders suffer with lack of time, so creating some breathing space or allowing them to 

concentrate on high value tasks is a must. 

Where Copilot helps 

Summarising long email threads Drafting announcements or updates Turning meeting notes into 

action plans Researching suppliers, competitors, or regulations Creating first drafts of proposals or 

strategy documents Real example 

A director of a 15‑person consultancy uses Copilot in Outlook to summarise the last 50 unread emails 

after a week of travel. Instead of spending an hour catching up, they get a clean overview in under a 

minute, with flagged actions. 

The Impact: Better decision‑making, less admin, and more time spent leading instead of firefighting. 

2 – Office Managers & Administrators 



 

   

The operational backbone of the SME 

Admins are often the first to feel overwhelmed jumping from task to task with scheduling, chasing, 

organising and documenting. 

Where Copilot helps 

Drafting routine emails Creating meeting agendas Summarising Teams calls Preparing reports Tidying 

up documents Creating templates Real example 

An office manager in a small property firm uses Copilot to turn handwritten notes from a site visit into 

a structured inspection report. What used to take 45 minutes now takes 5. 

The Impact: Fewer repetitive tasks, faster turnaround, and more time to add value into work that 

matters most. 

3 – Sales Teams 

The people who need to move fast and stay consistent 

Sales roles rely heavily on communication, follow‑ups, and documentation. 

Where Copilot helps 

Drafting proposals Writing follow‑up emails Summarising customer calls Preparing pitch decks 

Updating CRM notes (when integrated) Real example 

A salesperson in a small IT reseller uses Copilot in Teams to summarise a discovery call and 

automatically extract the customer’s requirements, budget, and next steps. They paste the summary 

straight into their CRM. 

The Impact: More selling and less admin with fewer missed details. 

4 – Finance & Accounting 

The people who spend their day in spreadsheets 

Finance teams don’t need Copilot to “do the maths” but always need a companion to help them 

interpret and communicate. 

Where Copilot helps 

Analysing spreadsheets Identifying trends Drafting financial summaries Preparing board‑ready 

reports Cleaning up data Real example 

A finance manager in a 25‑person manufacturing business asks Copilot in Excel: 

“Explain the main changes in our monthly expenses and highlight anything unusual.” 

Copilot spots a supplier cost increase that would have taken much longer to notice manually. 

The Impact: Results in faster insights and fewer blind spots. 

5 – HR & People Teams 

The people who keep the business running smoothly 



 

   

HR teams spend a lot of time writing, documenting, and communicating. 

Where Copilot helps 

Drafting job descriptions Creating interview questions Writing policies Summarising employee 

surveys Preparing onboarding materials Real example 

An HR manager in a growing SME uses Copilot to create a first draft of a new parental leave policy 

based on existing documents and government guidance. 

The Impact: Consistent, professional documentation without starting from scratch. 

6 – Marketing & Content Roles 

The people who need ideas on demand 

Marketing teams often struggle with time, not creativity. 

Where Copilot helps 

Writing social posts Drafting newsletters Creating campaign ideas Repurposing content Summarising 

analytics Real example 

A one‑person marketing team uses Copilot to turn a 30‑minute webinar into a blog post, three 

LinkedIn posts, and a customer email which after getting used to the ability can do this all in around 10 

minutes. 

The Impact: More output, same headcount. 

7 – Operations & Field Teams 

The people who keep the wheels turning 

Operational roles rely on documentation, checklists, and communication. 

Where Copilot helps 

Creating SOPs Writing safety checklists Summarising incident reports Drafting customer updates 

Preparing shift handovers Real example 

A field service supervisor uses Copilot to turn technician notes into a clean, customer‑ready service 

report. 

The Impact: Better documentation and faster turnaround. 

8 – IT & Technical Teams 

Where AI quietly becomes a force multiplier 

This is where the new wave of AI, especially agentic AI and security‑focused AI makes a dramatic 

difference and where the Impact is driving change in a different way. 

SME IT teams are often one person, or a small team juggling: 



 

   

Device management Security alerts User onboarding Patch compliance Access requests 

Documentation Incident response Copilot and Microsoft’s new AI‑powered admin tools reduce that 

load significantly 

    How Security AI Helps IT & Security Teams 

Microsoft is now embedding AI directly into the tools SMEs already use which is driving enhancements 

Admins crave for and helping to create new roles. 

     Microsoft Security Copilot (Security AI) 

Security Copilot helps small teams handle tasks that used to require a full Security team. 

Where it helps 

Analysing security alerts Explaining incidents in plain English Suggesting remediation steps 

Summarising threat reports Investigating suspicious activity Correlating signals across Microsoft 365 

Real example 

A single IT admin receives a suspicious login alert. Instead of manually digging through logs, they ask: 

“Explain this alert and tell me whether it’s part of a larger pattern.” 

Security Copilot analyses the event, checks related activity, and provides a clear explanation with 

recommended actions. 

The Impact: Faster investigations, fewer mistakes, and less stress. 

       Intune Admins: AI for Device & Policy Management 

Microsoft is rolling out AI‑powered assistance inside Intune to help admins: 

Generate configuration policies Troubleshoot device issues Draft conditional access rules Summarise 

device compliance Recommend security baselines Real example 

An Intune admin needs to create a new device compliance policy but isn’t sure which settings to 

include. They ask: 

“Create a secure but practical compliance policy for Windows 11 devices in a 30‑person SME.” 

Copilot generates a full policy draft with explanations for each setting. 

The Impact: Less guesswork, faster deployment, and more secure devices. 

       Purview Admins: AI for Compliance & Data Governance 

Purview admins often struggle with: 

Data classification Sensitivity labels DLP rules Insider risk alerts Compliance reports AI now helps by: 

Summarising compliance risks Suggesting label structures Explaining DLP alerts Drafting policies 

Identifying unusual data access patterns Real example 

A Purview admin sees a spike in “sensitive data accessed” alerts. Instead of manually reviewing logs, 

they ask: 



 

   

“Summarise the last 24 hours of DLP alerts and highlight anything unusual.” 

Copilot identifies that one user accessed a large number of customer files outside normal hours. 

The Impact: Better visibility, faster response, and stronger governance. 

         Agentic AI for IT Teams: The Next Step 

This is where things get exciting and I can say that from experience. 

Agentic AI can take multi‑step tasks and complete them end‑to‑end. 

Examples of agentic workflows for IT 

Automatically disabling accounts for leavers Checking device compliance daily and notifying users 

Reviewing risky sign‑ins and escalating only when needed Creating onboarding checklists and 

provisioning tasks Monitoring Teams usage and recommending cleanup actions Real example 

I recently wrote some agents for a customer where I was able to reduce the time to HR related queries 

from 1-2 days down to 1 minute and automating the review of supplier contracts using automated 

processes meant contract renewals were identified earlier meaning the necessary analysis and 

preparation could all be in place way ahead of time. 

The Impact: IT finally gets ahead of the workload instead of reacting to it. 

These are just some of the ways Copilot is helping SME’s as well as Enterprise companies now. Going 

back to previous episodes it’s all about the preparation and identifying or even documenting the 

priority roles that will bring greater impact to your company. 

        Episode 8 Summary 

Copilot benefits almost every role in an SME, but the biggest leap forward is happening in: 

IT administration Security operations Compliance and governance With new AI capabilities in 

Microsoft 365, Intune, Purview, and Security Copilot. 

This is the beginning of a shift from manual IT to AI‑assisted IT, and SMEs stand to gain from Less time 

on repetitive tasks. More time on meaningful work. Better quality output. Faster decisions. 

By understanding each role is therefore why Copilot adoption works best when SMEs roll it out 

role‑by‑role, starting with the teams who feel the pain of admin the most. 

Coming Next: Episode 9 

Building Your First Copilot Use Cases — A Practical Starter Kit 

This episode will help SMEs choose their first 5–10 use cases and build momentum quickly 



 

   

 

Episode 9: Building Your First Copilot Use Cases — A Practical Starter Kit 

Date: 23 Jan 2026 

We’re nearing the end of this Copilot beginner’s series with just one more episode to come after today. 

In the last few episodes we’ve seen who benefits from Copilot and how it fits into everyday SME roles. 

But now in the penultimate episode we’ll cover the part that turns interest into real value: 

Choosing your first Copilot use cases. 

Following along the same introduction theme, this episode gives you a practical, realistic starter kit, 

and provides the approach SMEs can use to build momentum with very little impact on their teams. No 

buzzwords. No “AI transformation” clichés. Just real simple tasks, real examples, and a clear path to 

getting started. 

        Why Start With Use Cases? 

Well because Copilot succeeds when it solves actual specific problems, not when it’s handed out and 

left to chance. 

SMEs that get the best results start small, test the water so to speak and begin to understand the value 

using: 

A handful of tasks A small group of users Clear wins within the first week This will help build 

confidence, reduce resistance, and show the business what’s possible. These steps show how: 

Step One: Identify the “High‑Friction” Tasks 

These are the tasks you can identify that: 

Take too long Are repetitive Always or even sometimes require rewriting Involve summarising or 

explaining Are important but not enjoyable Every Company and SME will have them. 

Some examples to think about with high‑friction are: 

Writing follow‑up emails Summarising meetings Drafting proposals Creating reports Analysing 

spreadsheets Preparing job descriptions Tidying up documents Creating SOPs or checklists Those 

tasks that people loath or make people sigh before they start it, that’s a good candidate. 

Step Two: Match Tasks to Roles 

Use the role mapping from Episode 8 to identify where Copilot will have the biggest impact first. 

Here’s a quick cheat sheet: 



 

   

Role High-Value Use Cases 

Business Owners Email summaries, strategy drafts, meeting 
insights 

Admins Reports, agendas, follow-ups, document 
clean-up 

Sales Proposals, call summaries, follow-ups 

Finance Spreadsheet analysis, financial summaries 

HR Policies, job descriptions, onboarding docs 

Marketing Social posts, newsletters, content 
repurposing 

Operations SOPs, checklists, incident summaries 

IT/Security Policy drafts, incident summaries, 
documentation 

 

Step Three: Pick around 5–10 Starter Use Cases 

Here’s a practical starter kit designed specifically for SMEs. These are those use cases that consistently 

deliver quick wins. 

  Starter Use Case #1: Summarising Emails and Threads 

Why it works: Everyone drowns in email. Copilot cuts through it. 

Real example: A director asks Copilot: 

“Summarise the last 20 unread emails and highlight anything urgent.” 

They get a clean digest in seconds. 

  Starter Use Case #2: Drafting Customer or Supplier Emails 

Why it works: Email writing is repetitive and time‑consuming. 

Real example: An office manager says: 

“Draft a polite follow‑up email to a customer who hasn’t replied for a week.” 

Copilot produces a ready‑to‑send message. 

  Starter Use Case #3: Summarising Teams Meetings 

Why it works: Meetings generate actions, but people forget them. 

Real example: A salesperson asks: 

“Summarise today’s call and list the customer’s requirements, concerns, and next steps.” 

Copilot extracts everything automatically. 

  Starter Use Case #4: Turning Notes Into Documents 

Why it works: Most SMEs rely on handwritten notes, voice notes, or rough drafts. 

Real example: A field supervisor uploads rough notes and asks: 



 

   

“Turn these into a customer‑ready service report.” 

Copilot formats it professionally. 

  Starter Use Case #5: Analysing Spreadsheets 

Why it works: Finance teams spend hours interpreting data. 

Real example: A finance manager asks: 

“Explain the main changes in our monthly expenses and highlight anything unusual.” 

Copilot spots trends instantly. 

  Starter Use Case #6: Drafting Policies, SOPs, and Guides 

Why it works: Documentation is essential but time‑consuming. 

Real example: An HR manager asks: 

“Create a first draft of a remote‑working policy based on our existing documents.” 

Copilot produces a structured draft. 

  Starter Use Case #7: Content Repurposing 

Why it works: Marketing teams need more output than time allows. 

Real example: A marketer asks: 

“Turn this webinar transcript into a blog post and three LinkedIn posts.” 

Copilot handles the heavy lifting. 

  Starter Use Case #8: IT & Security Documentation 

Why it works: IT teams are overloaded with admin. 

Real example: An IT admin asks: 

“Summarise the last 24 hours of security alerts and highlight anything unusual.” 

Copilot produces a clear, actionable summary. 

 

Step Four: Build a Pilot Group Around These Use Cases 

Choose 3–5 people who: 

Represent different roles Are open to experimenting Communicate well Can share feedback Give them 

the starter use cases and let them try them for a week. 

This creates: 

Real examples Real wins Real confidence Real momentum Step Five: Capture the Wins and Share 

Them 



 

   

This is where adoption accelerates. Take the time to really understand the benefit to each of the pilot 

users. The more you get the easier the next stage will be. 

Ask your pilot group: 

What saved them the most time What surprised them What they want to try next Turn these into: 

Short internal posts Quick demos Team updates People trust colleagues more than technology so even 

get the group together to tease out thoughts and benefits they didn’t even realise they had 

experienced. Get the conversation going. 

  Bonus: How to Pilot an Agentic AI Use Case (Simple SME Approach) 

Agentic AI is still new territory for most SMEs, so the goal isn’t to automate everything at once — it’s to 

run a safe, controlled pilot that shows what’s possible without risking disruption. For those looking to 

jump into Agentic AI a different approach is similar but requires a different deployment approach. 

Here’s a short, practical framework you can use. 

Pick a low‑risk, high‑value workflow (A business process in need of automation) 

Choose something that is: 

Repetitive Rules‑based Currently done manually Annoying but important Examples: 

Chasing overdue tasks Checking device compliance Sending appointment reminders Notifying staff 

about missing information Monitoring shared mailboxes These are perfect because they’re predictable 

and easy to measure. 

Define the goal in one sentence 

Agentic AI works best when the goal is clear. 

Example goal: “Reduce missed appointments by automatically reminding customers and offering 

rescheduling options.” 

Example goal: “Identify devices that haven’t checked in for 14 days and notify users automatically.” 

Example goal: “Identify contracts reviews earlier and analyse the key points before it’s too late or last 

minute.” 

Example goal: “Simplify all the HR requests and queries received ensuring accuracy backed by 

company policy.” 

Write a single instruction (the agent prompt) 

This is the part SMEs often overthink. A good agentic prompt is just a clear instruction describing the 

workflow. 

Example: 

“Check tomorrow’s appointments. Identify anyone who has missed or rescheduled more than twice. 

Send a friendly reminder with their appointment details and offer two alternative times. Update the 

calendar if they reschedule and notify me of any changes” 



 

   

Or maybe a prompt for IT tasks 

“Check for any devices that haven’t checked in for 14 days, notify the user, and create a ticket if they 

don’t respond within 24 hours” 

One instruction. The agent handles the steps. 

Connect the key data points. 

When using Copilot Studio connect the relevant data points be it SharePoint Lists, CRM systems or 

Outlook data. These serve as the vital data source points from which the prompt will build its 

knowledge and structure the outputs. 

Run the pilot for 7–14 days 

Keep it small: 

1 workflow 1–2 people involved Clear boundaries Daily or weekly check‑ins You’re not testing the 

whole business — just one workflow. 

Measure these three things 

You don’t need dashboards or KPIs. Just track: 

⏱ Time saved 

“How long did this task take before vs. now?” 

    Errors reduced 

“Did we miss fewer follow‑ups, reminders, or checks?” 

      Stress removed 

“Did this reduce mental load for the team?” 

These three metrics tell you everything you need to know. 

Decide whether to scale, refine, or stop 

After two weeks, ask: 

Did it work reliably Did it save time Did it reduce admin Did it create any issues Is it worth expanding 

If yes, try scaling it. If not, refine or choose a different workflow. 

        Why This Works for SMEs 

This approach keeps the risk low , builds confidence and shows value quickly. 

        Episode 9 Summary 

Your first Copilot use cases should be: 

Simple Practical High‑impact Easy to repeat Easy to measure Start with 5–10 tasks across a small pilot 

group. Let them experiment. Capture the wins. Share the results. 



 

   

This is how SMEs build momentum without overwhelming people and how Copilot becomes part of 

everyday work rather than a one‑off experiment. 

Coming Next: Episode 10 

In the last episode I’ll summarise the whole journey and cover how to measure the Copilot Success — 

What Good Looks Like in an SME. As a beginner series the purpose is to help you gain an 

understanding of the technology to take you to the next step and without being a burden. 



 

   

 

Episode 10: Measuring Copilot Success — What Good Looks Like in an SME 

Date: 27 Jan 2026 

Welcome to the final episode of The Copilot Shift. If you’ve followed the series from the beginning, 

you’ve travelled from the foundations of Copilot, through readiness, governance, use cases, agentic AI, 

and role‑based value. And now all the way to this final step: measuring success. 

Episode 10 closes the loop. It’s where everything you’ve learned becomes something you can now put 

into action and move to the next step. 

But before we dive in here, it’s worth taking a moment to reflect on what this series has been about. 

       A Short Reflection on the Series 

The Copilot Shift was created to help SMEs navigate one of the biggest changes in modern work: the 

move from manual, document‑heavy processes to AI‑assisted productivity. It’s a beginners series for 

SME’s that targets those either looking to get started and learn the foundations OR those wanting to 

step back and verify their approach and adoption. 

Across the series, we’ve explored: 

What Copilot is and how it works How SMEs can prepare their environment How to build governance 

without slowing down innovation How to choose and pilot use cases How agentic AI changes the game 

How different SME roles benefit How IT, security, and compliance teams stay in control The goal has 

always been simple: Give SMEs the clarity, confidence, and practical steps they need to adopt AI safely 

and effectively, removing all the jargon, hype, or enterprise‑only thinking. 

If you’ve reached Episode 10, you now have a complete, end‑to‑end guide to bringing Copilot into your 

organisation in a way that’s structured, safe, and genuinely useful. 

Now on to Episode 10. 

           Measuring Copilot Success — What Good Looks Like in an SME 

Measuring AI success is different from measuring traditional IT projects. There’s no “deployment 

complete” moment. No single metric that tells the whole story. 

Instead, success comes from behaviour change, time saved, and quality improved. Go back over the 

series and complete the surveys to see where you stand now. 

Here’s a practical, SME‑friendly framework you can use. 



 

   

1 – Measure Time Saved (The Most Important Metric) 

This is the clearest, simplest way to quantify value. 

Ask your pilot users: 

How long did this task take before Copilot? How long does it take now? How often do you do this task? 

Even small wins add up. 

Example 

A salesperson saves 10 minutes per follow‑up email. They send 15 per week. That’s 2.5 hours saved 

weekly, and that’s just one person. 

Multiply that across roles and you have a compelling story. 

2 – Measure Quality Improvements 

Copilot doesn’t just make work faster it also makes it better. 

Look for improvements in: 

Clarity of communication Consistency of documentation Accuracy of summaries Professionalism of 

customer‑facing content Reduced errors in spreadsheets or reports Example 

An HR manager uses Copilot to draft policies that previously required multiple revisions. Now they 

start at 80% quality instead of 40%. 

3 – Measure Reduction in Cognitive Load 

This is harder to quantify but incredibly important. 

Ask users: 

Is your work easier? Do you feel less overwhelmed? Are you spending more time on meaningful tasks? 

When people feel lighter, adoption accelerates. 

4 – Measure Adoption and Engagement 

Track: 

How many people are using Copilot How often they use it What features they use most Which prompts 

deliver the biggest wins This helps you refine training and expand use cases. 

5 – Measure Business Outcomes 

This is where AI becomes more strategic. 

Look for: 

Faster sales cycles Improved customer response times Better reporting accuracy Reduced admin 

overhead More consistent documentation Fewer missed follow‑ups These could be outcomes that 

matter most to your leadership team. 

6 – Measure IT & Security Impact 

Especially important now that agentic AI and security AI are part of the picture. 



 

   

Track: 

Reduction in manual investigations Faster incident triage Fewer repetitive admin tasks More 

consistent policy deployment Improved compliance posture This shows that AI isn’t just helping 

“knowledge workers” and it also strengthens the whole organisation. 

        What Good Looks Like in an SME 

After visiting these checkpoints take a summary of all the information. A successful Copilot rollout 

typically shows: 

10–30% time saved on common tasks Higher quality of written output More consistent documentation 

Faster decision‑making Reduced admin burden Improved employee satisfaction Clear security and 

compliance guardrails A growing library of prompts and use cases If you see these signs, you’re on the 

right path, but if you don’t then revisit to see where improvements can be made. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

   
 



 

   
 


