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The CEQ’s Guide to Building a Frontier Firm
- Jared Spataro

In Microsoft's WorkLab
article “The CEQ’s Guide to
Building a Frontier Firm,”
the concept of a
transformative organization
powered by Al is
introduced, redefining
knowledge work.

In this leadership keynote, Jared
Spataro, Microsoft's CMO of Al at
Work, explores how Al is reshaping

the very fabric of modern
organizations.

The Frontier Firm represents a future
where Al evolves from a supportive tool
to the core of operations, fundamentally
reshaping how businesses function. The
article outlines a three-phase journey
toward this vision.

In the first phase, employees use Al
tools like Microsoft 365 Copilot as
personal assistants to boost productivity
in tasks such as writing, data analysis,
and coding. The second phase sees
humans collaborating with Al agents
that handle more complex tasks,
forming hybrid teams to streamline
processes.

The final phase, the Frontier Firm,
positions Al agents as primary
producers of work, with humans
focusing on strategic vision, relationship
building, and overseeing these agents.
This shift demands a reimagination of
organizational structures and workflows
to fully integrate Al.

The Transition to a
Frontier Firm

The transition to a Frontier Firm is not
linear but follows a “jagged frontier” of
progress. Organizations are encouraged
to experiment with low-stakes Al
projects, verify their effectiveness, and
scale successful solutions.
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A Frontier Firm represents a
radical evolution in
organizational structure,
where Al agents serve as
the primary operational
engine, executing most
knowledge work
autonomously while
humans shift to high-value
roles focused on vision,
strategy, relationship-
building, and oversight.

Unlike traditional companies, Frontier
Firms treat intelligence as an
abundant, on-demand resource—
much like electricity—deploying it
scalably to drive growth, agility, and
innovation.

In Microsoft's WorkLab article “The CEQ'’s
Guide to Building a Frontier Firm,” the
concept of a transformative organization
powered by Al is introduced, redefining
knowledge work. In this leadership
keynote, Jared Spataro, Microsoft's CMO
of Al at Work, explores how Al is
reshaping the very fabric of modern
organizations.

The Frontier Firm represents a future
where Al evolves from a supportive tool
to the core of operations, fundamentally
reshaping how businesses function. The
article outlines a three-phase journey
toward this vision.

At the Forefront of
Transformation: The
Frontier Firm

The article argues that Al is accelerating
business  transformation at  an
unprecedented pace, compressing
decades of progress into years—much
like the leap from steamships to
aviation. To thrive, companies must
evolve into “Frontier Firms,” where Al
agents (autonomous systems) handle
most execution, while humans focus on
vision, strategy, relationships, and
oversight.

The biggest barrier isn't technology but
imagination: reimagining how work is
structured. Microsoft shares its sales
team’s real-world implementation as
proof, showing measurable gains in
revenue and efficiency.

The CEQ’s Guide to Building a Frontier Firm
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This model blends human judgment
with  machine intelligence, forming
hybrid teams that redefine work: agents
handle execution, humans orchestrate
outcomes. The concept emerged
prominently in Microsoft's 2025 Work
Trend Index, positioning 2025 as the
“year the Frontier Firm is born,” with
82% of leaders viewing it as a pivotal
moment to rethink operations.

Core principles include:

e Human-Led, Agent-Operated:
Humans set goals; agents execute
and collaborate among themselves.

e Scalable Digital Labor: Agents
enable expansion into untapped
markets  without  proportional
hiring.

e Dynamic Structures: Traditional org
charts give way to “Work Charts"—
fluid, goal-oriented teams.

e Abundant Intelligence: Al
compounds value over time,
turning routine tasks into strategic
advantages.

The barrier to adoption isn't technology
but imagination: re-envisioning work to
leverage Al's full potential.

The Three Phases of Al
Transformation

Progress toward a Frontier Firm occurs
in non-linear phases, often creating a
“jagged frontier” where teams operate at
different stages simultaneously. These
phases build from individual
augmentation to full organizational
reinvention.

Phase 1: Al as Personal Assistant
(Human with Assistant)

Al boosts individual productivity by
automating routine tasks like note-
taking, data analysis, or content
creation. Humans remain the drivers,
but efficiency gains compound across
the workforce.

The CEQ’s Guide to Building a Frontier Firm
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In sales, Microsoft 365 Copilot handles
CRM updates and meeting summaries,
freeing sellers for customer interactions.
Early 2024 data showed users achieving
9.4% higher revenue per person and
20% more deals closed. By 2025, 24% of
leaders report org-wide deployment,
with 80% of workers citing Al's 24/7
availability as a key draw.

Phase 2: Al as Team Member (Human-
Led Agents)

Agents act as digital colleagues,
performing directed tasks like triaging
tickets or providing real-time insights,
enhancing team collaboration without
constant human intervention.

Sales Chat integrates CRM data for on-
demand coaching and predictions, such
as pre-meeting briefs, reducing tool-
switching. In 2025, 46% of leaders use
agents for full workflow automation,
with 81% planning extensive integration.

Phase 3: Human-Led, Agent-Operated

Agents manage entire processes
autonomously, escalating only for
human judgment. New roles like “agent
managers” emerge to oversee digital
teams. This phase unlocks “Al
territories"—vast markets serviced by
agents alone.

The Sales Agent prospected 36,000 leads
in Q1 2025, converting 10.4% into
opportunities in underserved SMB
segments, mimicking junior reps but at
scale. Agents now include specialized
ones like Researcher for multi-step
analysis or Facilitator for meeting
orchestration.

Key Strategies for Building a
Frontier Firm

CEOs should experiment incrementally:
start with low-risk pilots, measure
outcomes, and scale boldly while
building trust through safeguards.
Strategies include:
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e Refocus Talent:  Shift from
execution to orchestration; upskill
for Al roles (e.g., 78% of leaders
plan Al-specific hires).

* Unlock Growth: Use agents for cost
reduction and new revenue,
targeting Al territories for margin
expansion.

e Govern Responsibly: Implement
policies for data hygiene, security,
and ethical Al, treating agents like
employees with lifecycles and
reviews.

e Foster Adoption: Leverage peer
communities, gamified training, and
metrics like the Al Value Framework
to track revenue, efficiency, and
employee experience.

Al at Work: How
Human-agent Teams
Will Reshape Your
Workforce

In a companion guide the team explores
the evolution of work through human-Al
agent collaboration, outlining three
stages of Al integration in the workplace.

In the first stage, Al tools like Microsoft
365 Copilot act as personal assistants,
enhancing individual productivity in
tasks such as writing, data analysis, and
coding. The second stage involves
human-agent teams, where Al agents
handle complex, specialized tasks,
working alongside humans to streamline
workflows, as seen in Microsoft's sales
teams using tools like Sales Chat.

The third stage envisions a fully
integrated “Frontier Firm,” where Al
agents perform most operational tasks,
allowing humans to focus on strategic,
creative, and relationship-driven roles.

However, challenges include ensuring
trust in Al outputs, addressing data
privacy, and upskilling employees to
manage Al agents effectively. The article
emphasizes a phased approach—
starting with low-risk pilots, verifying
results, and scaling successful
implementations. Leaders must foster a
culture  of  experimentation and
adaptability to navigate this “jagged
frontier” of progress.
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Human-agent collaboration promises to
amplify  human  potential, freeing
workers from repetitive tasks to focus
on innovation and decision-making. To
succeed, organizations must align Al
adoption with business goals, integrate
agents thoughtfully, and maintain
human oversight for ethical and
accurate outcomes.

The critical insights are that embracing
human-agent teams is essential for
staying competitive, urging leaders to
act now to shape a future where Al
augments human ingenuity.

Copilot

This is not merely a business that adapts
to technological advancements but one
that redefines its very essence through
the seamless integration of human
ingenuity and artificial intelligence. At
the heart of this transformation lies
Microsoft 365 Copilot, a groundbreaking
tool that transcends traditional
productivity software to become a
catalyst for human-agent collaboration,
intelligent automation, and on-demand
decision-making.

The Frontier Firm is defined by its ability
to operate at the edge of possibility,
where decisions are not just data-driven
but  intuitively informed, where
processes are not just efficient but
dynamically adaptive, and where
employees are not just task-doers but
empowered innovators.

Microsoft 365 Copilot enables this vision
by embedding Al deeply into the
workflows, communications, and
creative processes that drive modern
organizations. It is not a tool that
replaces humans but one that amplifies
their potential, enabling them to focus
on what truly matters: strategy,
creativity, and meaningful connection.

Frontier ~ Firms leverage  Copilot's
capabilities to foster collaboration
between humans and Al, automate
intelligently to eliminate inefficiencies,
and make decisions with unprecedented
speed and precision. From reimagining
knowledge work to unlocking new
models of innovation, this is a guide to
building the organizations of tomorrow
—today.

The CEQ’s Guide to Building a Frontier Firm
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The Path Forward

Microsoft 365 Copilot is more than a
productivity tool; it's a cornerstone of
the Frontier Firm, enabling a new
paradigm of work where humans and Al
collaborate seamlessly. By amplifying
human potential, streamlining
workflows, and enabling real-time
decision-making, Copilot empowers
organizations to operate with
unprecedented agility and innovation.
As Frontier Firms embrace this model,
they redefine what it means to work,
compete, and thrive in a rapidly evolving
world.

This exploration only scratches the
surface of human-agent collaboration.
The Frontier Firm’'s journey is just
beginning, and Microsoft 365 Copilot is
the guide, unlocking possibilities that
were once unimaginable.
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Powering The Future of Work with
Microsoft Ai Copilots

Imagine a workplace where
the mundane is mastered
by machines, leaving you
and your teams free to
focus on what truly matters:
strategy, innovation, and
human connection.,

For senior business executives, this
isn't a distant dream—it's the reality

being forged today with Microsoft Al
Copilots.

These intelligent assistants are not just
tools; they are transformative partners
poised to redefine how we lead,
collaborate, and succeed in an
increasingly complex world. As we stand
on the cusp of this new era, the future of
work is no longer about adapting to
change—it's about shaping it.

A New Paradigm for
Productivity

In the C-suite, time is your most
precious asset. Yet too often, it's
consumed by the repetitive—drafting
reports, sifting through data, or
preparing for meetings that could be
streamlined. Microsoft Al Copilots,
integrated seamlessly into the Microsoft
365 ecosystem, are changing that
equation. Picture this: a single prompt in
Word generates a polished first draft,
saving hours of writing and editing.

In Excel, complex data analysis unfolds
in seconds, revealing trends and insights
that once took days to uncover. In
Teams, Copilot summarizes lengthy
discussions, pulling out action items and
key decisions with uncanny precision.
This isn't just efficiency—it's
empowerment.

Powering The Future of Work with Microsoft Ai Copilots
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For senior leaders, the implications are
profound. By offloading routine tasks,
Copilots free you to focus on high-
impact priorities—crafting bold
strategies, nurturing client relationships,
and inspiring your teams. Microsoft's
vision goes beyond individual
productivity: Team Copilot, for instance,
elevates collaboration by acting as a
virtual team member, coordinating
workflows and aligning departments
toward shared goals. This is the future
of work—where Al amplifies human
potential rather than replacing it.

As their WorkLab article suggests, next-
generation Al will transform work for
everyone. Organizations like Dow and
Nationwide are implementing Ai to
enhance staff productivity and improve
service to customers. Bayer are
harnessing the power of GenAl and
Copilot to enhance their R&D.

At the centre of this revolution is the
Copilot concept and applications, which
Microsoft CTO and President of Al Kevin
Scott describes in this keynote talk: The
Era of the Al Copilot, and in this talk
Microsoft describe Becoming an Al-
Powered Organization with Microsoft
Copilot.

By leveraging cutting-edge Al
technology, Copilot assists users to
automate and transform mundane
tasks, ultimately leading to greatly
increased efficiency and productivity
within organizations. The core premise
of technology has always been that it
automates mundane tasks for people,
so that they can be freed to work at a
higher, more creative level, and Copilot
Ai supercharges that effect to a new
level never before experienced.

Copilot combines the power of large
language models (LLMs) with your data
in the Microsoft Graph—your calendar,
emails, chats, documents, meetings, and
more—and the Microsoft 365 apps to
turn your words into the most powerful
productivity tool on the planet.
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Copilot is integrated into Microsoft 365
in two ways. It works alongside you,
embedded in the Microsoft 365 apps
you wuse every day—Word, Excel,
PowerPoint, Outlook, Teams, and more
—to unleash  creativity, unlock
productivity, and up level skills.

In this video Microsoft introduces the
365 Copilot and in this one How It
Works. There is one for each major
product, such as Copilots for Teams
Meetings,  Outlook, = Word, Excel,
Powerpoint, Security and Power Apps.

Automating
Productivity
Enhancements

The core ideal is one of intelligent work
augmentation, where the copilot
accelerates and magnifies the end result
of what a person is trying to achieve,
automating  the mundane and
enhancing the output. Copilot can
generate meeting summaries and action
items automatically, transcribe spoken
words into text in real-time, organize
agendas, suggest topics based on
previous discussions, and ensure that
meetings stay on track.

For example imagine you missed an
important meeting. You can use the
Teams copilot to ‘follow’ the meeting,
and be sent a summarized recap of what
you missed. Consider the billions of
other interactions like this one that
office workers participate in, and how
much of an overall productivity boost
can be achieved with all of them
enhanced this way.
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This isn't just about convenience—it's
about competitive advantage. In a world
where decisions must be swift and
informed, Copilots give you the edge by
transforming raw data into actionable
intelligence. For executives overseeing
global teams or complex operations, this
capability is a game-changer, enabling
you to lead with clarity and confidence.

Harnessing the Power
of Your Data

What sets Microsoft Al Copilots apart is
their ability to tap into the lifeblood of
your organization: your data. Through
the Microsoft Graph, Copilots access
real-time  corporate  information—
emails, documents, calendars, and more
—without ever leaving the secure
Microsoft ecosystem.

Need to update your board on a product
strategy shift? Copilot can synthesize
insights from recent meetings, chats,
and files into a concise, compelling
narrative. Preparing for a client pitch? It
can pull relevant data from your CRM,
weave it into a PowerPoint deck, and
even suggest talking points tailored to
the audience.

Microsoft Copilot for Microsoft 365 architecture

Business Chat works across the LLM, the
Microsoft 365 apps, and your data—
your calendar, emails, chats, documents,
meetings, and contacts—to do things
you've never been able to do before.
You can give it natural language
prompts like “tell my team how we
updated the product strategy” and it will
generate a status update based on the
morning’'s meetings, emails, and chat
threads.
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A Partner in
Innovation

Innovation is the heartbeat of any
forward-thinking enterprise, and here,
too, Microsoft Al Copilots shine. They
don't just execute—they inspire. In
brainstorming sessions, Copilot in
Whiteboard can suggest ideas based on
your team'’s input, sparking creativity
you might not have tapped otherwise.

In product development, it can analyze
market trends and customer feedback,
offering hypotheses to refine your next
big move. For senior executives, this
means fostering a culture where
innovation isn't a luxury but a constant,
supported by Al that thinks alongside
you.

Consider the possibilities: a finance
team using Copilot to model scenarios in
real time, a sales leader leveraging Al-
driven insights to personalize every
pitch, or an HR director streamlining
talent development with tailored
learning paths. Across industries—from
financial services to agriculture—
organizations like LSEG and Bayer are
already partnering with Microsoft to
bring Copilots into their workflows,
proving that this technology scales to
meet the unique needs of any sector.

Leading with Trust and
Responsibility

As transformative as Al Copilots are,
they come with a responsibility to lead
ethically. Microsoft understands this,
embedding enterprise-grade security,
compliance, and privacy into every layer
of its Al offerings. Your data stays yours
—Copilots don’t train on it, and they
operate within the permissions you set.
For executives, this trust is non-
negotiable. It ensures that as you
embrace Al, you're not just advancing
your business—you're safeguarding it.
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Moreover, Microsoft's commitment to
responsible Al means Copilots are
designed to complement human
judgment, not supplant it. You remain
the pilot, steering the course while your
Al companion handles the heavy lifting.
This balance is critical: it preserves the
human ingenuity that drives leadership
while harnessing the precision and scale
of artificial intelligence.

The Call to Action

The future of work with Microsoft Al
Copilots isn't a passive evolution—it's a
bold invitation to act. As a senior
executive, you have the opportunity to
pioneer this shift, to reimagine how your
organization operates, competes, and
thrives.

Start small: integrate Copilot into your
daily workflow and witness the
immediate wins. Then scale up:
empower your teams, align your
departments, and unlock the full
potential of your enterprise.

This is more than a technological leap;
its a leadership moment. The
organizations that embrace Al Copilots
today will be the ones defining
tomorrow's success. Will you lead the
charge? With Microsoft Al Copilots as
your partner, the future of work isn't just
coming—it's yours to create. Let’s build
it together.
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Super-Intelligence 2.0: The Next Leap After
ChatGPT

Our book explores the
strategic adoption of
Microsoft 365 Copilot,
delving into its potential to
amplify human productivity,
foster innovation, and
deliver measurable value
across organizations.

Al is reshaping the way we think,
collaborate, and create, streamlining
daily tasks and transforming how we
do our work, unlocking
unprecedented levels of enterprise
productivity.

Copilot combines the power of Large
Language Models (LLMs) with your data
in the Microsoft 365 Apps — your
calendar, emails, chats, documents,
meetings and more, to empower Ai with
knowledge personalized to your work.
Microsoft 365 Al Copilots represent a
game-changing opportunity to harness
Al to transform everyday work.

The Era of Ai-Powered
Superintelligence

The era that began with ChatGPT in late
2022 has rapidly outgrown simple
conversation. We have entered the age
of Super-Intelligence 2.0: artificial
intelligence that no longer just answers
questions but reasons deeply, self-
corrects, remembers everything about
you, uses tools independently, and acts
as a fully autonomous colleague.

Today's leading models, such as
OpenAl's 03 series, Anthropic’s Claude
3.5 with computer-use capabilities, and
Microsoft's latest Phi engines, spend
seconds or even minutes thinking
through problems before responding.
They break complex challenges into
logical steps, backtrack when they make
mistakes, and now reach PhD-level
performance across science,
mathematics, and software engineering.

Super-Intelligence 2.0: The Next Leap After ChatGPT
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These systems have also gained long-
term memory and true personalization.
ChatGPT, Claude, and Grok can now
recall every detail you have ever shared
across months of interaction, effectively
transforming a generic model into your
own private expert who understands
your business, style, and long-term
objectives.

Perhaps the most transformative
advance is the rise of agentic workflows.
Modern Al can control browsers, write
and run code, send emails, complete
forms, and manage entire projects with
only high-level guidance. Microsoft 365
Copilot, Anthropic’'s Computer Use, and
a growing ecosystem of open-source
frameworks  have  turned these
capabilities into everyday enterprise
tools.

Multimodal understanding has matured
just as quickly. The latest models
process images, voice, video, and
documents natively and in real time,
making them genuine digital assistants
rather than text-limited chatbots.

The results are already dramatic.
Software teams ship three to five times
faster. Marketing departments launch
personalized campaigns in  hours
instead of weeks. Customer-support
organizations resolve seventy to eighty
percent of tickets without human
involvement, and financial analysts test
thousands of scenarios in minutes.

In 2025, the divide between Al leaders
and laggards is widening at an
unprecedented pace. According to
McKinsey, the most advanced ten
percent of companies are positioned to
capture roughly eighty percent of the
estimated 4.4 trillion dollars in annual
productivity gains.

We have moved decisively from “Al that
chats” to “Al that works.” The coming
twelve to twenty-four months will
determine which organizations treat
artificial intelligence as a curiosity and
which rebuild every process around
super-intelligent agents. Super-
Intelligence 2.0 is no longer on the
horizon—it is already available to
anyone ready to use it.

Super-Intelligence 2.0: The Next Leap After ChatGPT
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Charting Your Journey
to the Frontier Firm

The organizations that will dominate this
new era are what Microsoft «calls
Frontier Firms: human-centered
companies that systematically deploy
fleets of autonomous agents across
every function, treat Al as a new class of
colleague rather than a tool, and
redesign roles, incentives, and culture
around exponential amplification.

Becoming a Frontier Firm is no longer
optional; it is the only reliable way to
remain  competitive once  super-
intelligent agents are cheaper, faster,
and more capable than traditional
teams at the majority of knowledge
work.

Super-Intelligence 2.0: The Next Leap After ChatGPT
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Copilot Al - Empowering the Era of the
Superworkers

A quiet revolution is
transforming ambitious
companies: the rise of the
Superworker—everyday
professionals like
accountants, marketers,
and managers who now
achieve in hours what once
required weeks and entire
teams.

Microsoft calls this the ‘Frontier Firm'"
a human-led organization augmented
by autonomous Al agents. The top
22% of Al adopters—generating three
times the returns of laggards—deploy
Al across seven functions and build
custom solutions.

By 2027, Microsoft predicts 1.3 billion
active Al agents in enterprises, tripling
current numbers. These tireless agents
enhance human judgment, creativity,
and relationships with superhuman
speed, reach, and analysis.

Ai-Enhanced
Productivity

The rapid integration of Al into the
workplace is redefining the future of
work, giving rise to what Josh Bersin calls
the  “Superworker”—a  professional
empowered by Al to achieve
unprecedented levels of productivity,
creativity, and impact.

Unlike traditional automation, which
often replaces human tasks, the
Superworker  paradigm  emphasizes
augmentation, where Al tools empower
workers to perform tasks more
efficiently, make better decisions, and
focus on high-value, uniquely human
contributions such as innovation,
empathy, and strategic thinking.

Copilot Al - Empowering the Era of the Superworkers
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For example, a Superworker in customer
service might use Al to analyze customer
data and suggest responses but retain
final judgment to ensure empathy and
nuance. Bersin argues that this
augmentation enhances job satisfaction
and  organizational outcomes, as
workers are freed from mundane tasks
to engage in strategic, meaningful work.

Take a mid-level marketer: Using
Microsoft 365 Copilot in Agent Mode,
she describes a product launch, and
agents handle research in 40 languages,
draft outreach for 8,000 prospects, run
A/B tests overnight, and flag risks. She
refines the human elements, delivering
results that once needed a dozen
specialists.

In sales, Al agents qualify leads and craft
personalized sequences 24/7, letting
reps focus on relationships. One
software firm reported 60% more
qualified pipeline with unchanged
headcount.

Financial —analysts now  stress-test
scenarios across thousands of variables
in seconds via Copilot in Excel, selecting
preferred reasoning engines. Work 1Q
provides real-time insights  for
operations managers to fix supply-chain
issues proactively.

This is exponential amplification:
Employees direct Al “orchestras” like
conductors, intervening only for ethics
or empathy. C-suite roles expand into
mini-business  units—a  supply-chain
planner optimizes global inventory like
an ops center; a customer manager
serves thousands personally via agents.

Microsoft's Harvard partnership
emphasizes cultural shifts: delegating to
Al, clear prompting, trust-and-verify, and
process redesign. Leadership training
builds these skills.

The era of Ai augmented ‘superworkers’
is here. Success hinges on pairing
human ingenuity with Al agents—not
just  headcount or talent. Job
descriptions are obsolete; limits are now
imagination alone.
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Super Agency

McKinsey's Superagency in the
Workplace echoes this, estimating $4.4
trillion in productivity gains from Al's
enhanced reasoning, agents, and
multimodality. Yet only 1% of firms are
Al-mature, with leadership as the barrier
—employees are readier, with 47%
expecting 30% task replacement soon.
Trust issues (51% cite
cybersecurity/privacy) persist, but bold
roadmaps, training, and ethics can
unlock potential, avoiding competitive
decline.

Key enablers of the Superworker include
generative Al, low-code platforms, and
integrated systems that break down
data silos, allowing seamless
collaboration between humans and Al
agents.

Adopting  Microsoft 365  Copilot
transforms workflows in Teams, Word,
Excel, and Outlook, streamlining tasks
and boosting creativity. Marketing crafts
personalized campaigns; service cuts
response times. It democratizes
innovation, summarizing docs and
generating reports to free time for
strategy.

Copilot enhances collaboration via
Microsoft Graph for real-time insights,
enabling agile decisions. Custom agents
automate workflows like compliance,
driving efficiency. With Purview for
security, it ensures ethical use and
quantifies gains via the Al Value
Framework—fostering resilience,
productivity, and leadership in an Al
future.
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Human Agency Scale

This Cornell University research “Future
of Work with Al Agents: Auditing
Automation and Augmentation Potential
across the U.S. Workforce” introduces
the ‘'Human Agency Scale’ (HAS), a novel
metric designed to quantify the level of
human involvement or control desired
in workplace tasks when integrating Al
agents. It aims to capture workers’
preferences for how much autonomy,
decision-making, or oversight they wish
to retain in tasks that could be
automated or augmented by Al.

The HAS evaluates the extent to which
workers want to maintain control over
tasks versus delegating them to Al
systems. It addresses concerns about
loss of human agency and overreliance
on automation in the workplace.

The scale likely assigns numerical or
categorical values to reflect varying
degrees of desired human involvement.
For example, a task might score high on
the HAS if workers prefer to retain
significant  decision-making authority
(e.g., in creative or interpersonal tasks)
and low if they are comfortable with full
automation (e.g., repetitive data
processing).
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The scale provides a structured way to
assess the balance between human
agency and Al intervention across
various occupational tasks. The HAS
highlights tasks where human agency is
valued, such as those involving
interpersonal interactions, ethical
judgments, or complex decision-making,
versus tasks where automation is
preferred, like routine or repetitive
activities.

For instance, a task like data entry,
which involves repetitive entry of
numerical data into spreadsheets, might
score low, around a 2 out of 10, as
workers likely favor Al handling such
routine tasks with minimal human
oversight, perhaps limited to error
checking. This aligns with the article’s

finding that information-processing
tasks are prime candidates for
automation.

In contrast, a task like client relationship
management, which requires emotional
intelligence and nuanced
communication to build trust, would
likely score high, around a 9 out of 10.
The research emphasizes that workers
value maintaining  control over
interpersonal tasks, preferring Al to
provide augmentation, such as data
insights, rather than full automation.

Similarly, creative content development,
such as writing marketing copy or
designing campaigns, might score
around an 8 out of 10, as workers
prioritize human oversight for creative
output while allowing Al to assist with
drafting or ideation.

Conclusion

As enterprises transition towards full
Agentic Process Automation they must
navigate challenges like integration
complexity, cultural resistance, and
ethical governance to fully realize this
potential.
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By aligning Al adoption with worker
preferences, as guided by the HAS,
organizations can foster a future where
Superworkers thrive, blending human
ingenuity with Al-driven efficiency to
drive innovation and maintain
competitive advantage in an increasingly
dynamic global landscape.
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Agents of Change: Forward-thinking
Companies Are Driving ROl with Copilot
and Al Agents

Microsoft 365, the
backbone of countless
organizations, had evolved.
And with it came the Al
Copilots: intelligent, tireless
agents poised to transform
not just how we work, but
how we think, create, and
connect.

Agents of Change is not just a book
about technology—it's a front-row
seat to a revolution.

These Al Copilots, woven into the fabric
of Word, Excel, Teams, and beyond, are
more than tools; theyre partners,
amplifying human potential in ways
once confined to the realm of science
fiction.

But like any great shift, their arrival
brings questions: How do we harness
their power? What does it mean to
collaborate with a machine that learns,
suggests, and even anticipates our
needs? And how do we, as individuals
and  organizations, become the
architects of this change rather than its
passengers?

This is a story of adoption—of bold leaps
and quiet victories, of skepticism giving
way to wonder. It's for the innovators
who see opportunity in the unknown,
the pragmatists seeking efficiency, and
the curious who dare to ask, “What's
possible?” Through real-world examples,
practical strategies, and a glimpse into
the minds shaping this technology,
Agents of Change invites you to step into
a world where Al doesn't replace us—it
redefines us.

The agents are here. The change is now.
Are you ready to lead it?
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Examples of Frontier
Firms: Change Agents
In Action

Frontier Firms, as defined by Microsoft,
represent the vanguard of Al

transformation: human-led
organizations that integrate
autonomous Al agents across

operations to amplify productivity,
agility, and innovation.

These companies aren't just adopting Al
tools—they're redesigning workflows,
roles, and cultures around human-Al
collaboration, often achieving 3x higher
returns than laggards. Drawing from
Microsoft's 2025 Work Trend Index and
recent announcements, here are
notable examples across industries.

In  financial  services,  BlackRock
exemplifies this shift by embedding
Microsoft Al into its Aladdin platform,
used by tens of thousands of
employees.

Al agents generate personalized client
briefs, opportunity analyses, and real-
time research summaries, saving
relationship managers hours per client
and enabling portfolio managers to run
advanced analytics. This has boosted
efficiency and decision-making,
positioning BlackRock as a leader in Al-
driven investments.

Similarly, Barclays, BNY (Bank of New
York Mellon), and Mastercard are
inaugural  members of Microsoft’s
Frontier Firm Al Initiative with Harvard’s
Digital Data Design Institute. Barclays
focuses on intuitive banking by blending
digital agents with human engagement,
while  BNY and Mastercard explore
agentic  workflows to personalize
services and streamline compliance.
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Healthcare and pharmaceuticals are
also advancing rapidly. Cigna Healthcare
and Eli Lilly and Company leverage Al
agents for everything from predictive
diagnostics to drug discovery
acceleration. Cigna uses agents to triage
patient queries and optimize care
pathways, reducing response times by
up to 40%, while Eli Lilly deploys them in
R&D to simulate clinical trials, cutting
development cycles.

In manufacturing and consumer goods,
DuPont, Eaton, Nestlé, and HEINEKEN
are rearchitecting supply chains and
product development. DuPont's agents
monitor global inventory in real-time,
preventing disruptions and boosting
margins by 25%. Eaton integrates Al for
predictive maintenance, and
Nestlé/HEINEKEN use multimodal
agents to analyze consumer data from
videos and images, launching
personalized campaigns 3x faster—
yielding 30-63% productivity gains.

Professional services firms like EY (Ernst
& Young) and C(lifford Chance are
deploying agents for audit automation
and legal research. EY’s system handles
thousands of compliance checks
overnight, freeing consultants for
strategic advisory, while Clifford Chance
uses Al to draft contracts and flag risks
across jurisdictions.

Even smaller players are emerging as
Frontier Firms. Supergood, an Al-first
marketing agency, equips its flat teams
with agents accessing decades of ad
research, enabling every employee to
act as a strategist and scaling output
without added headcount.
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Industrialized Construction Group, a
startup, runs Al simulations for market
research and builds, improving margins
by 20%. In aerospace, Loft Orbital uses
agents for satellite design iterations, and
Air India for dynamic pricing and
customer personalization. ABB, a
robotics leader, deploys Al for factory
optimization, and staffing giant Adecco
matches talent via predictive agents.

Other trailblazers include Levi Strauss,
Lumen (telecom networks), and GHD
(engineering projects), all part of the Al
Initiative cohort. A global beauty
company (unnamed in reports) uses
agents to consolidate consumer insights
instantly, and a cruise line deploys
concierge bots handling thousands of
guest requests.

These examples illustrate how Frontier
Firms span sizes and sectors, with
common threads: bold experimentation,
measurable ROI, and a focus on
upskilling humans as “agent bosses.” As
Microsoft notes, the next 2-5 years will
see widespread adoption, but early
movers like these are already capturing
disproportionate value.
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Becoming an Ai Native Organization:
Empowering the Future of Work with
Microsoft 365 Copilots

In this episode of the Al
Applied podcast, Jaeden
Schafer and Conor engage
with Jared Spataro, Chief
Marketing Officer at
Microsoft, discussing the
transformative impact of Al
on work.

They explore the concept of an Al
native mindset, the role of Copilot and
autonomous agents in enhancing

productivity, and address concerns
about job security in the age of Al

Through his “Al at Work” article series
and related writings, Jared shares
success stories from various industries,
highlighting how Al is not just a tool but
a catalyst for new opportunities and
efficiencies in business processes.

He has shared a wealth of insights and
recommendations for planning and
implementing the adoption of Microsoft
365 Copilot. Drawing from his extensive
experience overseeing Microsoft's Al-
driven  workplace tools, Spataro
emphasizes a strategic, intentional, and
people-centric approach to integrating
Al into organizational workflows.

The Wall Street Journal described how Al
is reshaping white collar work, and in
their executives interview Bloomberg
spoke with Indeed CEO Chris Hyams and
Stanford Digital Economy Lab Director
Erik Brynjolfsson to discuss these key
trends impacting employees and
employers in 2025 and beyond.

Copilot is the Ul for Al

Copknt  Coglot Snudia A

e o
$— Kl o .o
e— 0 °

Becoming an Ai Native Organization: Empowering the Future of Work with Microsoft
365 Copilots


https://365apps.pro/becoming-ai-native-organization/
https://365apps.pro/becoming-ai-native-organization/
https://www.youtube.com/watch?v=dnh3OE4XgQs
https://www.linkedin.com/newsletters/ai-at-work-7114636182952562688/
https://www.youtube.com/watch?v=DVpTpx9Avf0
https://www.youtube.com/watch?v=bS5IFTX6gPk

Becoming an Ai Native Organization:
Empowering the Future of Work with
Microsoft 365 Copilots

In this article ‘Al at Work: What Are Al
Agents, and How Do They Help
Businesses', Jared introduces the idea of
‘Al Agents’, defining them as central this
mission of building an Al Native
organization. He says:

“They’re a hot topic for good reason: just
as every employee will have an Al
assistant like Copilot, every business
process will soon be transformed by
agents.”

He explains the difference between Al
Copilots and Agents, where the former is
a support assistant for staff, intelligently
performing information tasks on their
behalf, whereas agents execute
business processes. Agents can be
taught new skills, like the ability to send
emails, create support tickets, or update
records. You can teach them to react to
events or triggers, such as an email from
a customer.

“Al agents, on the other hand, are able
to execute business processes. They can
range from  simple  prompt-and-
response agents to more advanced, fully
autonomous agents that can execute an
entire workflow from start to finish.
Agents can think or reason, remember,
be trained, and even know when to ask
for help.”

Jared anticipates a future where
organizations have entire constellations
of agents: In sales they'll research leads,
help prioritize opportunities, and guide
customer outreach with personalized
emails and responses. In the supply
chain theyll minimize disruptions by
autonomously tracking supplier
performance, detecting delays, and
recommending adjustments on the fly.
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Al Adoption  Best

Practices

Spataro  stresses that successfully
integrating Al tools like Microsoft 365
Copilot isn't just about deploying the
technology—it demands  deliberate
planning and a willingness to
experiment. He describes the process as
akin to “riding on the rocket ship as
we're building it,” highlighting the
dynamic, iterative nature of Al adoption.
Organizations must approach it with
purpose, learning from real-world use
cases to refine their strategies.

Tangible  Productivity = Gains  Are
Achievable: Early adopters have
demonstrated measurable benefits. For
instance, Microsoft's internal studies of
nearly 10,000 support agents showed a
12% reduction in case handling time and
a 10% boost in case resolution rates.
Similarly, HR teams using Copilot saw
faster response times to complex
employee queries, illustrating how Al
can streamline processes and enhance
efficiency across departments.

Spataro recommends making employee
training a priority from the outset.
Microsoft implemented live one-on-one
and group sessions where employees
could practice prompting Copilot,
alongside  self-guided courses on
platforms like SharePoint and Viva
Engage.
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Focus on Prompt Engineering: Crafting
effective prompts is key to unlocking
Copilot's potential. He advises
organizations to teach employees how
to interact with Al iteratively, refining
inputs to improve outputs. As both
trainers and users grow comfortable
with Copilot, training should adapt to
reflect new use cases and capabilities.

Al Amplifies Human Potential, Not
Replaces It: Spataro underscores that
Copilot is designed to augment human
capabilities rather than substitute them.
He cites examples like Copilot's ability to
free employees from rote tasks (e.g.,
note-taking in Teams meetings), allowing
them to focus on higher-value activities
like critical thinking and collaboration.
This shift requires a mindset change—
viewing Al as a partner, not a threat.

Cultural Shifts Are as Important as
Technological Ones: Adopting Al isn't
solely a software challenge; it's a cultural
transformation. Spataro notes that
organizations must foster a culture of
adaptability and continuous learning to
maximize Al's potential. This involves
addressing emotional responses to
change and helping employees see the
personal value Al brings to their work,
such as time savings and improved
output quality.

Leadership Must Drive Adoption
Strategically: Leaders play a pivotal role
in Al adoption. Spataro advises that
those who creatively reimagine business
processes with Al will gain a competitive
edge. He points to companies like
Accenture, which saved users 30
minutes to 3 hours daily, as proof that
strategic  deployment can  yield
significant ROl—but only if leadership
champions the shift.
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Spataro advises establishing regular
meetings of Al-focused groups to share
insights and ensure cohesive adoption
across the organization. He warns
against delaying adoption, noting that
the value of Al is too significant to
postpone. Leaders must act proactively
to stay ahead.

Early Adopters Highlight Unexpected
Trends: Spataro shares surprising
findings, such as tenured managers
adapting to Copilot more easily than
less-experienced  counterparts.  This
suggests that experience with workflows
enhances Al utilization, offering a clue
for targeting training efforts.

Spataro  suggests recognizing and
incentivizing employees who embrace
Al, such as showecasing their successes
at company-wide events (e.g.,
Microsoft's legal team highlighted
adopters at a summit). This inspires
broader uptake. Encourage power users
to guide peers, creating a network of
advocates who can answer questions
and share best practices.

Summary

Jared Spataro's insights reveal that
adopting Microsoft 365 Copilot is a
multifaceted endeavor requiring
intention, experimentation, and a
human-centric focus. Organizations can
realize productivity gains and
competitive advantages by investing in
training, fostering a supportive culture,
leveraging data, and embedding Al into
daily workflows.
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His recommendations emphasize
starting with practical steps—training
employees, celebrating successes, and
iterating based on feedback—while
encouraging leaders to think boldly
about  reinventing  processes. By
balancing technological deployment
with cultural adaptation, businesses can
harness Copilot to transform work,
making it more efficient, creative, and
fulfilling.
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Copilot + OneDrive + Sharepoint : Building
Blocks for Your Frontier Firm Architecture

The Frontier Firm is a
human-led, Al-agent-
operated organization
where legacy data—often
siloed in outdated systems
like on-premises files,
emails, and databases—
becomes the fuel for
intelligent, autonomous
workflows.

Integrations between Microsoft 365
Copilot and tools like OneDrive and
SharePoint provide this foundation by
seamlessly bridging the old and new
Al workplace, transforming static
archives into a dynamic Work Graph
that powers Work 1Q and agent
ecosystems.

OneDrive and SharePoint serve as the
ingestion points for legacy data,
ingesting  terabytes  of  historical
documents, spreadsheets, and media
while enforcing permissions through
Microsoft Purview and Entra security.

Copilot's intelligence layer then indexes
this data into a unified, searchable
graph, applying personal Memory and
reasoning to contextualize it—e.g,
linking a 2018 sales report in SharePoint
to current CRM trends in Dynamics 365.

This unlocks proactive capabilities:
Agents can query legacy contracts for
compliance  checks,  auto-generate
reports by fusing old Excel baselines
with real-time inputs, or surface
forgotten insights during Teams Mode
collaborations, where group chats
evolve into agent-orchestrated strategy
sessions.

In the evolving ecosystem of Microsoft
365 Copilot and its intelligent agents,
combining  OneDrive with  Copilot
unlocks profound value by turning static
file storage into a dynamic, Al-powered
knowledge hub that fuels the
autonomous, human-led workflows of
the Frontier Firm.
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OneDrive, as the central repository for
documents, spreadsheets,
presentations, and media, feeds directly
into Copilot's Work 1Q—the foundational
layer blending organizational Work
Graph data with personal Memory and
predictive reasoning.

This integration ensures that agents
don't just access files but intelligently
contextualize  them, drawing on
permissions, relationships, and user
preferences to deliver grounded, secure
insights without manual hunting.

At its core, the synergy enables seamless
file intelligence: Copilot can summarize
lengthy PDFs or Word docs in seconds,
extract answers from multiple files
without opening them (e.g., querying
contract clauses across a folder), or
compare differences between versions
to highlight key changes—saving hours
on prep work for meetings or reports.

For instance, in a sales team using
Teams Mode, an agent could pull
OneDrive-stored CRM exports and pitch
decks to auto-generate a personalized
client proposal, iterating collaboratively
while respecting share settings. This
extends to proactive features like audio
overviews of transcripts for on-the-go
listening or leveraging files to kickstart
new content, such as drafting FAQs from
historical docs.

Ultimately, this fusion empowers
Frontier Firms by automating routine file
logistics, enhancing cross-app reasoning
(e.g., linking OneDrive insights to
Outlook scheduling or Excel analysis),
and scaling agent autonomy—freeing
humans for strategic decisions amid
billions of daily files.
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Copilot Integration  with
SharePoint

Microsoft 365  Copilot integrates
seamlessly with SharePoint,
transforming it from a static content
repository into an Al-powered
collaboration hub.

This integration, powered by the
Microsoft Graph and Work 1Q, allows
users to leverage SharePoint's vast
ecosystem—over 2.5 billion files added
daily—for intelligent search, content
creation, and team-specific
insights. Grounded in user permissions,
Copilot ensures secure, compliant
access, preventing oversharing through
tools like Restricted Access Control
Policies in  SharePoint  Advanced
Management.

Copilot  enables natural language
interactions across SharePoint sites,
pages, libraries, and lists. Users can
query content with prompts like
“Summarize the Q3 budget report” to
extract insights from documents without
manual navigation.

It supports content generation, such as
creating new pages from uploaded
documents or templates—e.g., “Build a
project status page based on this Word
file"—accelerating  workflows  from
minutes to seconds. In rich text editors,
Copilot suggests phrasing, restructures
content, and generates visuals like
tables or images.

For deeper customization, Copilot Studio
lets makers add SharePoint as a
knowledge source for generative
answers in custom agents, pairing sites
or lists with URLs for topic-specific
responses.
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Recent wupdates include embedding
custom copilots directly into SharePoint
sites as floating widgets with single sign-
on (SSO), enabling conversational Al for
policies or HR queries. This extends to
Microsoft Teams Mode, where agents
synthesize SharePoint data for group
chats, and OneDrive synergies for file
comparisons or summaries.

Value for Frontier Firms

This integration drives productivity by
reducing content sprawl and
empowering autonomous workflows—
e.g., auto-generating FAQs from
historical docs or flagging outdated files.

Organizations  like Fortune 500
companies report faster innovation, with
8 in 10 using SharePoint enhanced by
Copilot. To enable, admins configure
governance via SharePoint Premium,
while users access it in modern sites
with a Copilot license. Future expansions
include broader Copilot Studio ties for
multi-source agents.
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Implementation Strategy for Building Your
Frontier Firm

Implementing Copilot
Al requires an
organization to
empower teams with
the relevant skills,
adopt tools to manage
this new environment,
and manage roll out
via a structured
roadmap.

Organizations build Copilot skills
through a three-tier approach that
relies heavily on Microsoft's free
resources.

Every employee completes the self-
paced Microsoft Copilot Academy (4-6
hours) and daily Quickstart emails within
60 days of access, supplemented by
short Microsoft Learn and LinkedIn
Learning modules included in most
M365 subscriptions.

Simultaneously, 5-10% of the workforce
is selected as power users and
champions; they finish the free 15-hour
M365 Copilot Mastery path and Copilot
Studio fundamentals, then run internal
workshops and maintain a Viva
Engage/Teams channel for ongoing
prompt-sharing and peer supportIT
administrators and the governance
team pursue deeper expertise through
the paid MS-102, SC-400, and PL-400
certifications (or the free “Administer
Microsoft Copilot” Learn path) plus
hands-on practice in sandbox tenants.

A typical mid-sized organization reaches
full readiness for under $15,000 by
combining these free assets with 30-50
trained champions and  monthly
“Prompt Jam” sessions. The single
biggest accelerator remains visible
executive use—when leaders openly
share their own Copilot prompts and
wins, adoption and skill growth
accelerate dramatically.
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Tools

To manage a Copilot environment
securely and effectively, organizations
must enable several new Microsoft 365
and Purview tools that do not exist in a
standard tenant.

For example a new platform called
Agent 365 provides a single control
plane to build, govern, and secure
hundreds of agents across the Microsoft
ecosystem, while integrations with tools
like Salesforce, Jira, Asana, and models
such as GPT-5.1 and Sora 2 for video
generation extend their reach.

The essentials are the Copilot section in
the Microsoft 365 Admin Center for
licensing and eligibility, Microsoft
Purview sensitivity labels and DLP
policies tailored to Copilot prompts,
Purview Premium Audit logs that
capture every prompt and response,
and Entra ID Conditional Access policies
specific to Copilot sessions. These core
tools allow IT to control who can use
Copilot, prevent leakage of sensitive
data, and maintain a full audit trail for
compliance.

For adoption insights and customization,
the Microsoft 365 Copilot Dashboard
and Viva Insights Copilot Impact
Analytics  provide usage  metrics,
productivity gains, and ROl tracking,
while Microsoft Copilot Studio plus the
Power Platform Admin Center enable
the creation and governance of custom
agents and data-grounded plugins. Most
organizations also add  Microsoft
Defender for Cloud Apps session
controls and, in regulated sectors, third-
party prompt-monitoring solutions.
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Activating Purview Premium, the Copilot
Dashboard, and Copilot Studio within
the first 90 days gives IT full visibility,
control, and extensibility with minimal
additional tooling.

Roadmap

Adopting Microsoft Copilot—a
generative Al assistant integrated across
Microsoft 365, Azure, and other
ecosystems—requires a phased
approach to ensure alignment with
organizational goals, minimize risks, and
maximize ROLI.

This roadmap draws from Microsoft's
official guidance and best practices,
focusing on key stages: Assessment,
Planning, Implementation, Optimization,
and Scaling. Aim for a 6-12 month
timeline, depending on organization
size, following a streamlined 6-12
month roadmap across five phases:

Start with a 4-week assessment: form a
cross-functional team, audit licensing
and data governance, pinpoint high-
impact use cases, and produce a
readiness report with pilot priorities and
success metrics.

Conduct an Al maturity audit using
Microsoft's Copilot Readiness
Assessment tool. Assess current tech
stack (e.g., Microsoft 365 licensing), data
governance, and employee skills.
ldentify high-impact use cases like email
drafting in Outlook or data analysis in
Excel.

Move to planning (weeks 5-8): secure
Copilot licenses (add-on to M365 E3/E5),
build a change-management and
training program using Microsoft's free
resources, select 1-2 pilot departments,
and launch a 90-day controlled trial.
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Implementation Strategy for Building Your
Frontier Firm

During implementation (months 3-6),
roll out opt-in access, deliver hands-on
training, monitor usage in the M365
admin center, and collect weekly
feedback. Aim for 50% pilot adoption
and early wins like 50% faster report
creation.

In the optimization phase (months 7-9),
refine prompts and plugins, tighten
security with Purview, expand training
enterprise-wide, and hit 80% user
satisfaction while quantifying ROI.

Finally, scale full deployment in waves,
establish ongoing Al governance, and
track long-term 25-40% productivity
gains via the Copilot Impact Dashboard.
Start small, measure relentlessly, and
iterate continuously for maximum value.
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