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Part 1: The State of Play

What This Playbook Covers

This document is written for business leaders, operations managers, HR teams, and
department heads who want to help their non-technical workforce use Al tools
effectively, safely, and consistently. It is not a technical guide to building Al systems. It is
a practical framework for getting real value from the Al tools your organisation already
has access to, or is planning to adopt.

Scope: This playbook covers general-purpose Al tools used by non-technical staff in
their day-to-day work, including Microsoft 365 Copilot, ChatGPT, Claude, Gemini, and
similar platforms. It does not cover Al coding agents (addressed in our companion
document, Al Agents in Development Teams) or the design of multi-agent systems.

The UK Adoption Gap

The UK government'’s Department for Science, Innovation and Technology (DSIT)
published its Al Adoption Research in January 2026, based on 3,500 interviews with UK
businesses. The findings reveal a significant adoption gap: only 16% of UK businesses
currently use at least one Al technology. A further 5% plan to adopt, but the vast majority
(80%) neither use nor have plans to use Al. More than half (51%) do not even see Al as
relevant to their organisation.

This gap is not caused by a lack of available tools. Al assistants are built into software
that most UK businesses already pay for. Microsoft 365 Copilot is embedded in 95% of
enterprise tenants. ChatGPT is the fifth most visited website globally. The tools are there.
What is missing is the structured approach to using them, the training to use them well,
and the governance to use them safely.

Among UK businesses that do use Al, the picture is more encouraging. 85% use natural
language processing and text generation tools, 80% use Al at least weekly, and 75%
report improved workforce productivity. But only 30% of staff at those businesses are
actually using the tools, and only 12% have seen a revenue increase. The gap between
having Al and benefiting from it is where most UK businesses currently sit.

The Global Picture

The pattern repeats internationally, with some striking data points. BCG's 2025 Al at Work
survey found that frontline employees have hit a “silicon ceiling” with only half regularly
using Al tools. The EY survey of 1,148 US desk workers found that 84% are eager to
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embrace Al but 56% worry about job security, 54% feel they are falling behind their
peers, and 61% feel overwhelmed by the constant influx of new Al information. A Harris
Poll for Bright Horizons found that 42% of employees expect their role to change
significantly due to Al within the next year, yet only 17% use Al frequently today.

The most telling statistic comes from the same Bright Horizons study: when employers
provide Al training, adoption jumps from 25% to 76 %. Without training support, 42% of
employees say their employer expects them to learn Al on their own. The training gap is
the single largest barrier to productive adoption, and it is entirely within the organisation’s
control to fix.

ActivTrak's 2026 State of the Workplace report, based on behavioural data from 1,100+
companies, found that the average organisation now uses 7 Al tools (up from 2 in 2023),
with 83% using 6 or more. Employees who spend 7-10% of their total work hours in Al
tools have the highest productivity rates (95%) of any usage tier. But only 3% of
employees currently fall in that range. The largest group (57%) spends less than 1% of
total hours in Al. Most organisations have access to Al. Very few have effective usage.

The Trust and Confidence Problem

The Stack Overflow 2025 Developer Survey found that trust in Al accuracy dropped from
40% to 29% year over year, even as usage increased. This pattern is not limited to
developers. McKinsey's 2025 workplace survey found that 50% of employees cite
inaccuracy as a concern, 51% cite cybersecurity risks, and 43% worry about personal
privacy. The more people use Al, the more their concerns grow, because they encounter
the limitations first-hand.

Gartner has warned that atrophy of critical-thinking skills due to generative Al use will
push 50% of organisations to require Al-free skills assessments by 2026. This is a real
concern for businesses deploying Al to non-technical staff: if employees stop critically
evaluating Al output because they assume it is correct, the quality of their work will
decline rather than improve. The playbook must address this directly through verification
habits and quality review processes.

The Use Case Paralysis Problem

One of the most common reasons businesses stall on Al adoption is not resistance or
cost, it is that they simply cannot figure out where to start. The British Chambers of
Commerce found that 39% of UK SMEs struggle to identify relevant Al use cases for their
specific business. They read about chatbots, predictive analytics, and computer vision,
then look at their own invoice processing, customer follow-ups, and report writing, and
cannot connect the dots. This is not ignorance, it is the absence of practical, sector-
specific guidance.
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More than half of UK business leaders (51%) report they lack sufficient Al knowledge to
make informed decisions, not because they are resistant to technology, but because Al
marketing has drowned practical guidance in hype, jargon, and enterprise-scale case
studies irrelevant to a 50-person business in Leicester.

The solution is to start with pain, not technology. Ignore every vendor pitch about
transformation and future-proofing. Instead, answer one question: what is currently
costing you time or money in a way that makes you wince? Audit last month's operations.
Where did tasks take longer than expected? Interview three people in customer-facing
roles about what slows them down. The tasks that emerge, almost always
communication, document creation, information retrieval, and meeting management, are
exactly where Al delivers the quickest, most measurable wins.

The Psychological Barrier

Harvard Business Review published research in February 2026 showing that Al adoption
often stalls not because of technical problems, but because of psychological ones.
Employees' anxiety about relevance, identity, and job security drives surface-level use
without real commitment. Many companies report widespread Al usage but disappointing
returns, assuming the problem lies in execution when it actually lies in employee
engagement. Workers who fear Al will replace them will not invest in learning to use it
well.

Amazon's experience illustrates the extreme case. In 2025-2026, Amazon spent $200
billion on Al infrastructure, pushed every corporate employee to use Al tools daily, and
tracked adoption through management dashboards. The result, reported by The Guardian
in March 2026, was worse code quality, longer development cycles, and a workforce that
felt surveilled rather than supported. Over 1,000 workers signed a petition raising
concerns about the aggressive rollout. Mandatory adoption without clear strategy created
more work, not less.

The lesson for UK businesses is clear: forced adoption backfires. The organisations that
benefit most from Al are not the ones that adopt fastest, they are the ones that adopt
most thoughtfully. Start with the people who want to try it. Build evidence with willing
participants. Share results openly, including failures. Let curiosity spread through social
proof rather than management dashboards.

The UK Skills Gap in Numbers

Skills England estimates the Al skills gap puts up to £400 billion of GDP at risk over the next
decade. The UK government has set a target to upskill 10 million workers by 2030. Over 1
million courses have been completed through the Al Skills Boost programme since June 2025.
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But only 32% of UK workers have received any Al training, and only 1in 6 UK businesses
currently use Al in any meaningful way. The opportunity is enormous. The gap is equally so.
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Part 2: The Shadow Al Problem

What Is Shadow Al

Shadow Al is the use of Al tools by employees without the knowledge, approval, or
governance of their organisation’s IT or security teams. It ranges from an individual
pasting confidential data into ChatGPT to entire departments using unapproved Al plugins
to process sensitive information. In most cases, the intent is not malicious. Employees are
trying to get work done faster. But the consequences can be severe.

According to UpGuard'’s State of Shadow Al report, more than 80% of workers use
unapproved Al tools. A Menlo Security study found that 68% of employees used personal
accounts to access free Al tools like ChatGPT, with 57% of them inputting sensitive data.
Nearly half (47%) of generative Al users access tools through personal accounts,
completely bypassing enterprise controls. Generative Al web traffic surged more than
890% in 2024, and Menlo reported a further 68% surge in shadow Al usage across
enterprises in 2025.

Why It Happens

Shadow Al is driven by the same forces that drove shadow IT a decade ago, but with
higher stakes. Three dynamics are at work.

Productivity pressure. Employees are under visible mandates to work faster and produce
more. When official tools are slow to be approved or do not match the capabilities of
freely available consumer tools, employees find their own solutions. Healthcare
administrators cite speed as the primary motivation, with 50% saying it drives their Al
adoption.

Absent or unclear policies. Only 37% of organisations have Al governance policies in
place (IBM, 2025). Without clear guidance on what tools are approved, what data can be
shared, and what tasks Al can be used for, employees make their own decisions. The
Sonar State of Code 2026 report found that 35% of developers use Al tools through
personal accounts not sanctioned by their employer, and this figure is likely higher among
non-technical staff who face even less oversight.

Inadequate sanctioned alternatives. When the tools officially provided by the
organisation lack the capabilities or convenience of consumer Al, shadow adoption
becomes inevitable. Blocking Al tools entirely pushes employees toward more obscure or
unmanaged alternatives that are even harder to monitor. The solution is not restriction, it
is providing approved tools that actually meet user needs.
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The Real Risks

The consequences of unmanaged shadow Al go beyond theoretical concern. IBM's 2025
Cost of Data Breach Report found that one in five organisations has already experienced
a breach linked to unsanctioned Al. Komprise's 2025 IT Survey found that 90% of
enterprises are concerned about shadow Al from a privacy and security standpoint, and
nearly 80% have already experienced negative Al-related data incidents. Gartner predicts
that by 2030, more than 40% of enterprises will experience security or compliance
incidents linked to unauthorised shadow Al.

The specific risks include data exfiltration (sensitive information entered into external Al
models may be logged, cached, or used for model training), regulatory non-compliance
(particularly relevant under GDPR, which applies to all UK businesses), reputational
damage, and the use of unverified Al outputs in business-critical decisions. A National
Security Alliance study found that 43% of Al users have already shared sensitive details
with Al tools, whilst 58% received no training in data security when using Al.

The Paradox of Banning Al

Blocking Al tools rarely works. It pushes employees toward more obscure alternatives that are
harder to monitor, and it signals that the organisation is not serious about providing modern
tools. The more effective approach is to provide sanctioned tools that match or exceed what
employees find on their own, then wrap those tools in clear policies, training, and governance.
Turn shadow Al into governed Al.

10
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Part 3: Building an Al Governance Framework

Start with Visibility

Before writing a single policy, you need to understand what is already happening.
Discovery is the first step in any governance programme. Audit which Al tools employees
are accessing, what data they are inputting, and which departments are using Al most
heavily. Many organisations are surprised to find that Al adoption is already far more
widespread than they realised, just not in any governed way.

Practical discovery methods include reviewing authentication logs for sign-in-with-
Google or SSO integrations with unrecognised services, monitoring network traffic for
known Al platform domains, surveying employees directly about which tools they use,
and checking browser extensions and Saa$S application inventories. This is not
surveillance, it is the same kind of technology audit that any responsible organisation
conducts for other software.

Define an Acceptable Use Policy

An Al acceptable use policy does not need to be complex, but it does need to exist.
According to the 2025 SaaS Management Index, 81.8% of IT leaders have documented
policies governing Al tools, but the effectiveness depends on consistent enforcement,
regular updates, and employee awareness. At minimum, your policy should cover:

Approved tools. List the Al tools that are sanctioned for use, with any restrictions on
which plans or accounts are approved. Make it clear that personal accounts for Al tools
should not be used for work purposes.

Data handling rules. Define what data can and cannot be entered into Al tools. As a
baseline: no personally identifiable information (PIl), no client data, no financial data, no
trade secrets, no passwords or credentials. Be specific about what counts as sensitive
data in your industry.

Permitted use cases. Describe what Al can be used for (drafting communications,
summarising documents, generating ideas, creating first drafts) and what it should not be
used for (making final decisions on personnel matters, producing content published
without human review, replacing professional advice in regulated areas).

Verification requirements. State clearly that all Al output must be reviewed and verified
by the person using it before it is shared, published, or acted upon. The human is
responsible for the accuracy and appropriateness of anything that leaves the Al tool.

1l
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Reporting and feedback. Create a channel for employees to report issues, suggest
improvements, or flag concerns about Al use. This turns governance from a restriction
into a collaborative process.

Create an Al Tool Reqgistry

Maintain a catalogue of approved Al tools, reviewed and updated regularly. For each tool,
document what it does, what data it has access to, what the organisation’s licence terms
are, and any restrictions on use. This registry becomes the single source of truth that
employees can consult when they want to know whether a tool is approved. It also makes
auditing straightforward and gives IT teams a clear scope for monitoring.

In the UK, GDPR compliance requires that organisations know where personal data is
being processed. An Al tool registry is not just good practice, it is a regulatory necessity
whenever Al tools touch customer or employee data.

Governance Is Cross-Functional

Al governance cannot be owned by IT alone. It requires collaboration across IT, HR, legal,
compliance, and business leadership. IT handles the technical infrastructure and
monitoring. HR handles training, change management, and workforce impact. Legal and
compliance handle data protection, regulatory requirements, and ethical considerations.
Business leaders define the use cases and measure the outcomes.

The CIPD, in partnership with Innovate UK's BridgeAl initiative, is currently investigating
how HR practices, organisational strategy, and workforce development shape Al
implementation across industries, with a specific focus on ensuring Al-driven
transformation enhances both business performance and employee wellbeing. This
signals that responsible Al governance is becoming a core HR competency, not just an IT
concern.

12
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Part 4: What Al Looks Like in Daily Practice

The Tasks That Matter Most

The most common mistake organisations make when introducing Al is starting with the
technology and asking people to find uses for it. The approach that works is the opposite:
start with the tasks that consume the most time and energy, then show how Al reduces
that burden. Planet Technologies, working with over 30 organisations, identified that the
most impactful use cases are the ones that address information overload. Meeting
summaries, document search, email management, and first-draft creation are universally
valued because every knowledge worker feels the pain of these tasks every day.

One UK government pilot reported savings of 4-6 hours per user per week from Copilot
adoption. That is not a small number. For a team of 20 people, that is 80-120 hours per
week freed up for higher-value work. But those savings only materialise when employees
know how to use the tools for specific tasks, which is why this section provides concrete
examples.

Email and Communications

Email is where most non-technical employees will first encounter Al assistance, and it is
the most immediately impactful use case. The core capabilities are summarising long
email threads, drafting replies, and coaching tone and clarity. However, the difference
between poor and effective use is substantial.

What good use looks like

Rather than asking Al to "write me an email," effective users provide context: who the
recipient is, what the purpose is, what tone is appropriate, and what outcome they want.
The prompt "Draft a reply to this client email, acknowledge their concern about the
project timeline, confirm the revised date of 15 April, and reassure them that quality will
not be compromised. Keep the tone professional but warm. Under 150 words." produces
far better results than "Reply to this email."

For email summarisation, the most productive pattern is asking for specific information
rather than a general summary. "What are the action items from this email thread and who
is responsible for each?" is more useful than "Summarise this thread." In Microsoft 365
Copilot, you can ask Copilot in Outlook to summarise by a specific person, by decisions
made, or by unresolved questions, which targets the information you actually need.

Common pitfalls to avoid

13
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The biggest risk with email Al is sending output without review. Al drafts frequently miss
nuance, use overly formal language, or include details that are incorrect in context. The
rule should be absolute: read every Al-drafted email before sending it. Check that names,
dates, figures, and commitments are correct. Check that the tone matches your
relationship with the recipient. A confident but wrong email is worse than a slow but
accurate one.

Meetings and Collaboration

Meeting management was identified as the number one use case across every
organisation that Planet Technologies worked with. Copilot in Teams generates meeting
notes, key discussion points, decisions made, and action items with assigned owners.
This eliminates the problem of someone trying to take notes whilst also participating in
the conversation.

For this to work, transcription must be enabled in your Teams settings (this is an admin
decision, not an individual one). Once enabled, employees can ask Copilot during a
meeting to catch them up if they joined late, summarise what has been discussed so far,
identify areas of agreement or disagreement, or draft a follow-up email to participants
with action items. After the meeting, the recap is available for anyone who missed it
entirely.

The accessibility benefits are particularly noteworthy. The UK Government's Copilot trial
highlighted strong positive feedback from dyslexic users and non-native English
speakers, who found that Al-generated meeting notes were clearer and more consistent
than their own, reducing anxiety about missing important details.

Document Creation and Review

Al does not write good final documents. What it does well is produce structured first
drafts that a human can refine. This distinction matters because it sets the right
expectation: the Al saves you from the blank page, not from the editing process.

Effective document creation with Al follows a pattern. Start by telling the Al what kind of
document you need, who will read it, what it should include, and what format to use. For
example: "Create a first draft of a project status update for the leadership team. Include
sections for progress this month, key risks, upcoming milestones, and resource needs.
Use a professional tone. Keep it under two pages." Then refine: check facts, adjust
language, add context the Al does not know, and ensure the document represents your
actual assessment rather than a generic summary.

Document comparison is another high-value use case, particularly for legal, procurement,
and compliance teams. Copilot can compare two versions of a contract and highlight the

14
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differences, flag risks, or summarise changes. This reduces hours of manual comparison
to minutes, though the output should always be verified by someone who understands
the legal or contractual implications.

Data Analysis for Non-Technical Users

Excel and data analysis represent an area where Al can genuinely unlock capabilities that
non-technical employees did not previously have. Copilot in Excel allows users to ask
questions about their data in plain language: "What were our top five products by
revenue last quarter?" or "Show me the trend in customer complaints over the past six
months." The Al generates the formulas, charts, or pivot tables that answer the question.

This is where the capability expansion that UC Berkeley's SCET research describes
becomes real. A single employee can now conduct analysis that previously required a
data analyst or an external consultant. However, the same verification principle applies:
check that the formulas are correct, that the data range is right, and that the conclusions
make sense. Al can produce impressive-looking charts that are based on the wrong data
selection.

Search and Knowledge Retrieval

Finding information across emails, documents, chats, and SharePoint is one of the most
time-consuming parts of knowledge work. Al-powered search changes this
fundamentally. Instead of remembering which folder a document is in, or scrolling
through months of email, employees can ask: "Find the budget proposal that Sarah
shared with the leadership team in January" or "What did we decide about the
Birmingham office expansion?"

This capability was universally rated as the most impactful by organisations in the Planet
Technologies study. The reduction in time spent searching for information is immediate
and measurable. However, it depends entirely on your organisation's data hygiene. If
SharePoint is a mess, permissions are inconsistent, and file naming is chaotic, Al search
will reflect that chaos. Data governance is a prerequisite for effective Al search, not a
nice-to-have.

What Al Should Not Be Used For

Being clear about boundaries is just as important as demonstrating capabilities. Al should
not be used for making final decisions about people (hiring, performance reviews,
disciplinary actions), producing content that will be published externally without human
review, replacing professional advice in regulated areas (legal, medical, financial),
processing personal data without appropriate safeguards and consent, or any task where
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the consequence of an error is significant and the person using Al cannot independently
verify the output.

The DSIT research found that the most significant barrier UK businesses cite is ethical
concerns (80% rated it most significant). Being explicit about what Al should not be used
for addresses this directly and builds the trust needed for broader adoption.

The Daily Workflow Pattern

The most effective pattern for non-technical Al users is simple: start your day by asking Al for
a morning briefing (today's meetings, priority emails, outstanding tasks). Use Al to summarise
and draft throughout the day. End by having Al generate a summary of what was
accomplished and what needs follow-up tomorrow. This three-touchpoint pattern builds the Al
habit without overwhelming users with new processes.

What This Looks Like in Practice: Role-by-Role

Abstract advice about Al is far less useful than seeing what it looks like for someone in
your actual role. The following scenarios show how Al changes daily work for five
common roles, with specific prompts and realistic before-and-after comparisons. These
are based on patterns observed across UK government trials, Microsoft deployment case
studies, and Forrester's Total Economic Impact research.

Office Manager / Executive Assistant

Before Al: You arrive to 47 emails, spending the first 90 minutes reading, categorising,
and flagging items for your manager. After a one-hour team meeting, you spend 30
minutes typing up notes and chasing action items. A board pack needs assembling from
five different documents. By 3pm, you have done nothing on the procurement review that
was due yesterday.

With Al: You open Outlook and ask Copilot to summarise overnight emails by urgency,
flagging anything that needs your manager's attention before 10am. That takes three
minutes instead of ninety. After the team meeting, Copilot has already generated a
summary with action items and owners. You review it for accuracy (two minutes), then
ask Copilot to draft a follow-up email to attendees with their specific actions. For the
board pack, you ask Copilot in Word to pull together the key points from the five source
documents into a structured first draft. You spend your afternoon on the procurement
review.

Specific prompts that work: "Summarise my emails from the last 24 hours. Group them
by: needs my action today, needs [manager name]'s attention, and for information only."
For meeting follow-up: "Draft a follow-up email to meeting attendees. List each person's
action items with deadlines. Keep the tone friendly but clear." For the board pack: "Based
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on these five documents, create a two-page executive summary covering financial
performance, key risks, and strategic priorities. Use bullet points for the risk section."

Marketing Coordinator

Before Al: Your content calendar calls for two blog posts, three social media updates, and
a client newsletter this week. You spend Monday morning staring at a blank page trying
to write the first blog post. By Tuesday, you have a rough draft that your manager
rewrites substantially. Social posts are rushed at the end of each day. The newsletter is
always late.

With Al: You start the blog post by giving Al the topic, target audience, key message, and
your brand voice guidelines. The Al generates a structured first draft in two minutes. You
spend 30 minutes refining it with your expertise, adding real examples and removing
generic filler. For social posts, you batch them: "Create five LinkedIn posts promoting our
upcoming webinar on data security. Each post should have a different angle: one about
the speaker, one about a surprising statistic, one asking a question, one sharing a tip, and
one with a countdown. Our tone is knowledgeable but approachable. Under 200 words
each." You review and schedule all five in 15 minutes. The newsletter gets done on time
for the first time in months.

The key insight from the Newman's Own case study was that their marketing team tripled
the number of campaigns they ran each month after adopting Al. They did not reduce
headcount. They increased output from the same team by eliminating the blank-page
problem and the time spent on structural work. Industry news briefs that previously took
three hours now took 30 to 60 minutes.

HR Business Partner

Before Al: Drafting a job description takes half a day because you are cross-referencing
role frameworks, salary benchmarks, and inclusive language guidelines. Shortlisting 80
applications takes two days. Preparing for a disciplinary hearing means spending an
afternoon manually reviewing six months of correspondence.

With Al: You provide the Al with the role title, team context, key requirements, and salary
band, then ask it to draft a job description following your organisation's template and
inclusive language guidelines. A solid first draft appears in two minutes. You refine it with
hiring manager input in 20 minutes. For shortlisting, Al summarises each application
against your criteria, letting you focus review time on the 15 strongest candidates rather
than reading all 80 in full. For the disciplinary case, you ask Al to summarise the email
correspondence chronologically, highlighting key events and any patterns.

Critical boundary: Al should never make hiring decisions or recommendations about
individual employees. It summarises and structures information. A human makes every
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decision about people. This is both a governance requirement and a legal one under UK
employment law and the Equality Act 2010. Your acceptable use policy should make this
explicit.

Finance Manager

Before Al: Month-end reporting takes the first full week of every month. You manually
compile data from three systems, build the same pivot tables you built last month, write
commentary that sounds remarkably similar to last quarter, and produce a deck that
senior leadership skims in five minutes.

With Al: You still compile the data (Al cannot replace your accounting systems), but the
analysis and presentation are dramatically faster. You paste the month's figures into
Excel and ask Copilot: "Compare this month's figures to the same month last year and to
budget. Highlight any variance greater than 10% and suggest possible explanations
based on the data." For the commentary, you provide the key figures and ask Al to draft
narrative sections for each business area. For the leadership deck, you feed the report
into PowerPoint and ask Copilot to create a five-slide summary. You spend your time on
the insight and recommendations, not the formatting.

The UK Department for Business and Trade Copilot trial found that report drafting
showed clear time savings and higher quality output compared to non-users. However,
Excel data analysis was more mixed, with some tasks taking longer because users spent
time verifying Al-generated formulas. The lesson: use Al for narrative and presentation
tasks in finance from day one, and introduce data analysis use cases more gradually with
additional training.

Customer Service Team Lead

Before Al: Your team handles 200 enquiries per day. Agents spend time searching
knowledge bases for policy details, writing similar responses to recurring questions, and
drafting case summaries for escalation. Quality is inconsistent because different agents
write different responses to the same question. New starters take three months to
become fully productive.

With Al: Agents use Al to search internal knowledge bases in natural language ("What is
our returns policy for items purchased with a gift card?") and get an answer in seconds
instead of navigating a folder structure. For recurring queries, Al suggests draft
responses based on your approved templates, which agents personalise before sending.
Case summaries for escalation are generated automatically from the conversation thread.
New starters reach productive output in weeks rather than months because Al acts as an
always-available knowledge resource.
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The prompt pattern for customer service is consistent: "A customer has contacted us
about [issue]. Based on our [policy/knowledge base], draft a response that acknowledges
their frustration, explains the relevant policy, and offers a clear next step. Our tone is
empathetic and solution-focused." This pattern maintains consistency whilst still allowing
agents to personalise their responses.

What the UK Government Trials Actually Found

The UK government's cross-government Copilot experiment, published in June 2025, is
the largest controlled study of Al productivity tools in a UK workplace. 20,000 civil
servants across 12 departments used Microsoft 365 Copilot for three months. The
Department for Business and Trade published a detailed evaluation, and the Department
for Work and Pensions ran its own trial with 3,549 staff. These are not vendor case
studies, they are independently evaluated government research.

The headline findings are honest and useful for any business considering adoption. 83%
of users reported daily time savings. Teams was the most popular tool for Copilot with
71% adoption, whilst Excel and PowerPoint remained below 24%. The three most popular
tasks were meeting transcription and summarisation, email writing, and summarising
written communications. Content creation achieved the most significant time savings,
with document drafting saving an average of 24 minutes per task and presentations
saving 19 minutes.

However, the trials also found important limitations. Excel data analysis took longer and
produced less accurate results with Copilot than without it. PowerPoint slides were
produced faster but required corrections due to lower quality. Scheduling tasks actually
took 35 minutes longer with Copilot. Image generation added 30 minutes to each task.
There was no conclusive evidence that time savings translated into measurable overall
productivity improvement at the department level.

72% of users were satisfied or very satisfied, and the Net Promoter Score of 31 was
considered strong. Users were most satisfied with text-based tasks: summarising
documents, drafting reports, and writing emails. The most striking finding was the
accessibility benefit. Neurodiverse colleagues, particularly those with dyslexia and
dyspraxia, reported significantly higher satisfaction. Non-native English speakers
reported better communication, improved wellbeing, and increased career confidence.

The practical takeaway for businesses: Al works well for text-based tasks and should be
deployed there first. Excel and PowerPoint use cases need more training and should be
introduced later. Do not expect Al to immediately show up as a productivity improvement
in organisational metrics, even when individual users report genuine time savings. The
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value is real, but it takes time to convert saved minutes into measurable business
outcomes.

Start Where the Evidence Is Strongest

Based on every UK trial and global deployment study, the highest-confidence use cases for
non-technical staff are, in order: meeting transcription and summarisation, email drafting and
summarisation, document first drafts, and internal knowledge search. Start with these four.
Add data analysis, presentations, and other use cases only after your team is comfortable with
the basics.
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Part b: Training That Actually Works

The Training Gap Is the Biggest Barrier

The evidence is unambiguous: training is the single largest lever for Al adoption. When
employers provide Al training, adoption jumps from 25% to 76% (Bright Horizons/Harris
Poll, 2025). Without training support, 42% of employees say their employer expects them
to learn Al on their own. 34% feel unprepared for Al-driven changes. 79% feel pressure
to learn new skills, and 32% say Al has increased that pressure.

In the UK specifically, only 32% of workers have received any Al training. The DSIT Al
Skills for Life and Work report found that Al skills are concentrated among a small, highly
educated, and well-compensated proportion of the workforce, creating a divide in Al
accessibility and adoption that risks exacerbating existing inequalities. While data
scientists and technical staff receive some training, there is not enough training available
for staff in other roles to learn about non-technical and responsible Al skills.

The World Economic Forum's Future of Jobs Report 2025 found that 86% of employers
expect Al to transform their business by 2030, with 77% committed to reskilling. But an
estimated 120 million workers globally are at medium-term risk of redundancy because
they are unlikely to receive the reskilling they need.

What to Train On

Effective Al training for non-technical staff is not about understanding how language
models work internally. It is about building practical skills that produce consistent, reliable
results in the employee’s actual job.

Prompt writing

The quality of Al output is directly determined by the quality of the input. Most non-
technical users type vague, conversational prompts and receive vague, generic
responses. Teaching structured prompt writing, including specifying the role, audience,
format, constraints, and desired outcome, immediately and measurably improves results.
This does not require technical knowledge. It requires the same communication skills that
employees already use when briefing a colleague or writing a clear email.

Output verification

Every employee using Al must understand that Al output is a first draft, not a final
product. Training should cover how to check facts, identify hallucinations (confidently
stated but incorrect information), spot gaps in reasoning, and verify data before using it in
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any business context. Gartner’'s warning about critical-thinking atrophy makes this
particularly urgent: employees who stop questioning Al output because they assume it is
correct will produce worse work than before they had Al access.

Data handling and privacy

Employees need to know what they can and cannot put into an Al prompt. The National
Security Alliance study found that 58% of Al users received no training in data security
when using Al, and 43% have already shared sensitive details with Al tools. Training
should include specific examples relevant to each department: do not paste client emails,
do not upload financial statements, do not enter employee personal details. Make the
rules concrete and memorable.

Using approved tools effectively

Train on the specific tools your organisation has sanctioned, not on Al in the abstract. If
your organisation uses Microsoft 365 Copilot, train on Copilot specifically: how to use it in
Word, Excel, Outlook, Teams, and PowerPoint. If your organisation uses Claude or
ChatGPT, train on those platforms with your specific use cases. Generic Al training
produces generic results. Tool-specific training produces usable skills.

Training Format

The most effective formats for non-technical teams are:

Short, focused sessions (15-30 minutes). Long workshops create information overload.
Short sessions focused on a single skill or use case allow employees to practise
immediately. Record them and make them accessible for replay.

Task-based learning. Rather than teaching Al concepts, teach Al tasks: “How to
summarise a long document for a client,” "How to draft a meeting agenda from notes,"
"How to create a first draft of a report from bullet points.” Employees learn best when the
training maps directly to their work.

Prompt templates and libraries. Give employees pre-built prompts for their most
common tasks. A shared prompt library, organised by department and task type, ensures
consistency across the team and gives new users a starting point that produces reliable
results. Leading organisations treat prompts like software code: versioned, tested, and
maintained.

Peer champions. Identify early adopters in each department and give them additional
training. Their job is to help colleagues, share what works, and feed back what does not.
This is more effective than top-down mandates because it creates social proof within
teams.

22



Al in the General Workforce - Playbook RIEENL]EI?BI(EJNL"I'OD%\!I% o

Measuring Training Effectiveness

Training without measurement is just an event. Track three things after any Al training
programme: time saved on specific tasks (measured by before-and-after comparison),
error rates on Al-assisted work (how often does Al output need significant correction),
and staff confidence scores (self-assessed comfort and competence with Al tools). Even
simple before-and-after surveys give you data to justify further investment.

Microsoft's internal Copilot rollout measurement includes both quantitative usage data
(app telemetry, Al-assisted hours) and qualitative listening campaigns (satisfaction
surveys, sentiment checks, focus groups, and prompt-a-thons). Their experience showed
that 76% of employees are satisfied with Copilot and 85% use it regularly, but a key
learning was that a significant percentage struggled to find time to learn. Embedding
training time into the working week, rather than expecting employees to learn on their
own time, made a measurable difference.

The 25% to 76% Effect

The single most important statistic in this playbook: when employers provide Al training,
adoption jumps from 25% to 76% (Bright Horizons/Harris Poll, 2025). 55% of employees say
access to Al training or certification would make them more likely to stay. 85% say they would
be more loyal to an employer that invests in continuing education. Training is not a cost. Itis a
retention and productivity investment with clear, measurable returns.
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Part 6: Standard Operating Procedures for Al

Why SOPs Matter More with Al

Without standard operating procedures, every employee using Al produces output in a
different way, at a different quality level, with different assumptions about what is
acceptable. The result is inconsistency, unreliability, and the gradual erosion of trust in
Al-assisted work. SOPs solve this by defining how Al should be used for specific tasks,
what the quality expectations are, and who is responsible for verification.

Leading organisations in 2025-2026 treat prompt engineering as an operational discipline
rather than a creative exercise. They build shared prompt libraries and templates that
produce repeatable, auditable results. According to McKinsey's 2025 State of Al report,
88% of organisations now use Al in at least one business function, but only a third have
any governance framework for how Al is being used. SOPs bridge that gap.

Building Department-Level SOPs

Each department that uses Al should have a short set of SOPs covering their most
common Al-assisted tasks. These do not need to be lengthy documents. A good SOP is
one page or less and covers five things: the task, the approved tool, the prompt template,
the verification steps, and who reviews the output.

A practical example for a marketing team:

SOP: Blog Post First Draft
Tool: [Approved tool, e.g. Claude / Copilot in Word]
Prompt: "You are a content writer for [company].
Audience: [target audience]. Tone: [brand voice].
Write a [length] blog post about [topic].
Include [requirements]. Avoid [restrictions]."
Verify: Check all facts. Remove hallucinated stats.
Ensure brand voice consistency. Check for plagiarism.
Review: Team lead approves before publishing.

A practical example for an HR team:

SOP: Job Description Draft
Tool: [Approved tool]

Prompt: "Draft a job description for a [role title].
Department: [department]. Reports to: [manager title].
Key responsibilities: [list]. Required skills: [list].

Use inclusive language. Avoid gendered terms.
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Match our existing format in docs/templates/jd-template.docx."
Verify: Check salary band is correct for the grade.

Ensure requirements are genuinely essential, not inflated.

Run through inclusion check (no unnecessary degree regs etc).
Review: Hiring manager and HR approve before posting.

A practical example for a finance team:

SOP: Monthly Report Summary

Tool: Copilot in Excel + Word

Prompt (Excel): "Summarise the key trends in this data.
Compare this month to the previous three months.

Highlight any figures that vary more than 10%."

Prompt (Word): "Create a one-page executive summary of these
financial highlights. Include the three most significant
variances and a brief explanation of each.

Tone: professional, factual, concise."
Verify: Cross-check all figures against source data.
Ensure commentary reflects actual business context.
Remove any Al-generated explanations that are speculative.
Review: Finance manager signs off before distribution.

A practical example for a customer service team:

SOP: Customer Complaint Response

Tool: [Approved tool]

Prompt: "Draft a response to this customer complaint.
Tone: empathetic, professional, solution-focused.
Acknowledge their concern. Apologise where appropriate.
Offer [resolution options]. Include next steps.
Keep under 200 words."

Verify: Check complaint details are accurately reflected.
Ensure the offered resolution is within policy.
Confirm no confidential info is included in the response.

Review: Team lead reviews responses to escalated complaints.
Standard complaints can be sent after self-review.

Prompt Libraries

A shared prompt library is one of the highest-impact investments an organisation can
make in Al adoption. Rather than every employee writing prompts from scratch, they start
from tested templates that produce consistent results. The library should be organised by
department and task type, stored in a central location everyone can access, and
maintained by someone who reviews and updates templates based on what is working.
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Each template should include the context (role, audience, format), the task, any
constraints, and the expected output format. Templates should be tested before being
added to the library, and employees should be encouraged to suggest improvements
based on their experience. Over time, the library becomes a knowledge base of what
works for your specific organisation, your brand voice, and your quality standards.

Writing better prompts: the four-part structure

The difference between a mediocre Al response and a genuinely useful one almost
always comes down to how the prompt is written. A good prompt includes four elements:
who the Al should act as (context), what you need (the task), what constraints apply
(format, length, tone), and what good output looks like (expectations). You do not need all
four every time, but the more you provide, the better the result.

A weak prompt: "Write me a report about Q3 sales." A strong prompt: "You are a finance
analyst writing for the senior leadership team. Create a one-page summary of Q3 sales
performance compared to Q2 and to our annual target. Highlight the three most
significant trends and recommend one action for each. Use a professional, concise tone.
Include specific numbers from the attached data."

Another common pattern is the iteration prompt: rather than trying to get a perfect output
in one go, give the Al a first instruction and then refine. "Make the second paragraph
more specific, replace the general statement about market growth with actual figures
from the data." Or: "This is too formal for our audience. Rewrite it as if you were
explaining it to a new team member." This iterative approach consistently produces better
results than trying to write one perfect prompt.

Starter prompts for common business tasks

MEETING PREPARATION

"I have a meeting about [topic] with [attendees/roles] in 30 minutes.
Review my recent emails and documents about this topic.
Summarise the key points I should be aware of,
any outstanding questions, and any decisions that need to be made."

WEEKLY STATUS UPDATE
"Create a weekly status update for my manager covering:
What I completed this week: [list key items]
What is in progress: [list items]
What I need help with: [list blockers]
Keep it under 200 words. Professional but not overly formal."

SIMPLIFYING COMPLEX INFORMATION
"Rewrite this [policy/technical document/report] for a non-specialist
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audience. Remove jargon. Use plain English.

Keep the same structure but make each section understandable

to someone without a background in [subject areal.

Flag any sections where simplification might lose important nuance."

DATA INTERPRETATION

"Look at this spreadsheet and tell me:
1. What are the three most important trends?
2. Are there any figures that look unusual or unexpected?
3. How does this month compare to the same month last year?
Explain your findings in plain language, not formulas."

The Human-in-the-Loop Requirement

The DSIT research found that 84% of UK businesses using Al apply at least some human
oversight, with 67 % reporting significant input or checking. Only 2% reported no human
oversight at all. This is the right approach, and your SOPs should codify it. No Al output
should be published, sent to a client, used in a decision, or acted upon without a human
reviewing it first.

This is not about distrusting the technology. It is about accountability. The human who
sends the email, publishes the report, or makes the recommendation is responsible for its
accuracy and appropriateness, regardless of whether Al helped produce it. Making this
explicit in your SOPs removes ambiguity and prevents the gradual drift toward
unreviewed Al output.
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Part 7: Rolling Out Al Across Your Organisation

The Phased Approach

The UK Government's M365 Copilot experiment, which gave the tool to 20,000 civil
servants across 12 departments for three months, demonstrated that large-scale Al
adoption does not have to be slow. With careful planning and thoughtful onboarding
support (FAQs, tip sheets, videos, community sessions, and workshops), 83% of
participants reported meaningful time savings. But the key phrase is “with careful
planning.” Unstructured rollouts produce unstructured results.

A practical phased approach for UK businesses:

Phase | Scope Focus Success Criteria

1: Discover Audit current Map shadow Al, survey Clear picture of

(2 weeks) Al usage staff, build tool registry current state

2: Govern Leadership Write acceptable use Policy published,

(2 weeks) and IT policy, select tools tools approved

3: Pilot 1-2 departments Train, deploy, create Time savings measured,
(4 weeks) 10-30 people SOPs, measure impact confidence increasing
4: Expand Additional Refine training based Consistent usage

(4 weeks) departments on pilot, scale SOPs across teams

5: Embed All staff Maintain prompt library, Al as standard part
(ongoing) update governance of workflows

Change Management

The EY survey found that 84% of employees are eager to embrace Al, but 56% worry
about job security and 61% feel overwhelmed by the constant influx of new information.
This is a change management challenge, not a technology challenge.

Be transparent about intent. State clearly that Al is being introduced to support people,
not replace them. The DSIT research found that many UK businesses expressed concern
about job losses broadly, despite not expecting significant losses in their own industry.
Address this directly and honestly.

Leadership visibility matters. When senior leaders actively use Al tools and share
examples, adoption accelerates. Microsoft's internal rollout found that visible in-app
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prompts led to more intuitive access. When executives model the behaviour, it normalises
Al use across the organisation.

Start with high-value, low-risk tasks. Begin with tasks where Al clearly saves time and
the stakes of errors are low: summarising meeting notes, drafting internal
communications, generating agenda templates. Success on visible, relatable tasks builds
confidence for more complex applications.

Acknowledge the learning curve. Microsoft's internal experience showed that it takes up
to 11 weeks to build the Al habit. Do not expect instant transformation. Build training time
into the working week rather than expecting employees to learn on their own.

The best approach to change management for Al adoption is not to treat it as a
technology rollout at all. Treat it as a skills programme. Frame Al as a professional
development opportunity, not a compliance requirement. Celebrate early wins publicly.
Share specific examples of what colleagues have achieved. The more concrete and role-
specific the success stories, the more persuasive they are to colleagues who have not
yet started.

Proven Implementation Patterns

Across UK government trials, Forrester research, and real-world deployment case
studies, several implementation patterns consistently produce better results than others.

Start with pain, not technology. Every successful deployment started by identifying
specific tasks that were consuming disproportionate time. ARCO Construction started
with executives and assistants who were spending hours in meetings and manually
tracking follow-ups. They deployed Copilot specifically to transcribe meetings, generate
action items, and sync tasks with Microsoft Planner. That single use case drove
measurable improvements in accountability and follow-through before they expanded to
other teams.

Pilot with volunteers, then expand with evidence. The University of South Florida offered
500 Copilot licences and received 700 requests. They started with willing early adopters,
measured results, and let demand pull adoption forward. Partner.Co launched a bounty
programme offering a financial reward for the best weekly Al use case submission. It
created excitement and surfaced innovations from across the organisation that
management would never have identified centrally.

Measure three things in every pilot. ARCO's approach was simple and effective: measure
whether people actually used the tool, whether it improved their workflows, and how
satisfied they were. Only after it proved itself on all three dimensions did they expand.
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This prevents the common trap of scaling a tool that people use but that does not actually
help.

Let departments own the outcomes. As one IT leader put it clearly: these are not IT
projects, they are business productivity initiatives. The departments need to own the
outcomes. If Al adoption is seen as something IT is doing to the business rather than
something the business is doing for itself, adoption will stall. IT provides the platform,
security, and governance. Business teams define the use cases and measure the results.

Expect the trough and plan for it. Initial excitement with Al tools almost always fades after
a few weeks. Users discover limitations, hit frustrating errors, or simply get busy with
other work. Keep engagement alive with updated features, regular sharing of success
stories, ongoing support, and refresher training. Microsoft's own internal data suggests it
takes approximately 11 weeks to build a sustainable Al habit.

Success Stories and What Made Them Work

Newman's Own is a 50-person food company competing against multinationals. After
adopting Al, their marketing team tripled its monthly campaign output. Industry news
briefs that took three hours dropped to 30 to 60 minutes. The key was not the tool, it was
that they focused Al on the specific bottleneck (content creation for a small team) rather
than trying to transform everything at once.

Impact, a technology consulting firm, measured Al deployment across 100 users and
tracked time savings with detailed data. Power users saved 9 hours per week, equivalent
to more than a full working day of recovered productivity. Across 100 users, this totalled
over 20,000 hours per year with an annual net return of approximately $1.72 million. They
started by identifying pain points with employees before deploying anything, which meant
the tool addressed real frustrations rather than theoretical use cases.

HELLENIQ ENERGY partnered with PwC to deploy Copilot and achieved a 70%
productivity boost with a 64% reduction in email processing time. Ma'aden saved 2,200
hours monthly on email drafting, document creation, and data analysis. MAIRE recovered
over 800 working hours per month for engineers. The Education Authority of Northern
Ireland deployed Copilot to reduce teacher admin, with educators reporting 9.3 hours per
week in time savings that went directly back into teaching.

In every case, success came from the same pattern: identify a specific bottleneck, deploy
Al to address that bottleneck, train people on the specific use case rather than generic Al
training, measure results, and only then expand to additional use cases.
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The 30-90 Day Pilot Framework

Define a specific pain point and measurable success criteria. Budget no more than £500 to
£5,000 for the pilot (tools, training, time). Set a hard deadline of 30 to 90 days. Measure the
baseline before starting. Track results weekly. At the end, separate signal from noise: which
specific tasks improved and which did not? Scale only what worked. Do not abandon Al
because one use case failed, just pick a different pain point and try again.

UK Government Resources

UK businesses can take advantage of several government-backed programmes. The Al
Skills Hub provides free, curated learning paths with courses from major technology
partners. The Al Skills Boost programme, launched in January 2026, provides an Al
foundation skills benchmark so employers know what baseline competency looks like.
Over 1 million courses have been completed since the initial launch in June 2025. Skills
England has published an Employer Al Adoption Checklist with structured prompts to help
employers assess their Al skills readiness, identify workforce gaps, and plan upskilling.
The BridgeAl programme, funded by Innovate UK, targets specific sectors with practical
Al adoption support, pairing businesses with Al specialists to solve real problems rather
than complete generic courses. These resources are free and designed specifically for
the UK context.

The UK Economic Opportunity

The UK government's SME Digital Adoption Taskforce calculated that just a 1%
productivity uplift across UK SMEs would add £94 billion annually to GDP. Microsoft
estimates that widespread SME Al adoption could add £78 billion to the UK economy over
the next decade. The University of St Andrews and the Department for Business and
Trade report SME productivity gains of 27% to 133% from Al integration, even on simple
tasks like staff rota planning or reducing restaurant food waste.

The G7's December 2025 SME Al Adoption Blueprint, agreed by industry and technology
ministers in Montreal, specifically recommended that governments promote sector-
specific Al adoption roadmaps, phased rollouts, and a business culture that embraces
experimentation. It emphasised that raising awareness about practical benefits was as
important as making the technology available. The Blueprint also called for SME-friendly
toolkits and governance guidance that accounts for the operational realities of smaller
businesses, recognising that SMEs face these challenges with fewer resources.
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Common Mistakes to Avoid

Research from PwC, Deloitte, ISACA, and real-world case studies consistently identifies
the same patterns of failure. Understanding these before you start is one of the highest-
value things you can do.

Starting with technology instead of problems. PwC's 2026 Al predictions highlight that
many companies take a ground-up approach, crowdsourcing Al initiatives that they then
try to shape into a strategy. The result is projects that may not match enterprise priorities,
are rarely executed with precision, and almost never lead to transformation. Start with a
specific business problem, not a tool.

Forcing adoption without strategy. Amazon's mandatory Al rollout, documented by The
Guardian in March 2026, produced worse output quality, longer delivery cycles, and
workforce resentment. Tracked adoption through management dashboards created
surveillance anxiety rather than genuine engagement. Adoption that is measured by
dashboard metrics rather than business outcomes creates perverse incentives.

Staying in pilot purgatory. Analysts expect at least 30% of generative Al projects to be
abandoned after the proof-of-concept stage. The UK's Department for Work and
Pensions tested 57 Al ideas but only 11 moved forward, stalling due to scaling issues,
poor system fit, and lack of transparency. The antidote is to define clear success criteria
before the pilot starts and commit to a decision point: scale, pivot, or stop.

Deploying Al in silos. If each department implements its own Al tools without
coordination, the result is duplicated effort, disconnected systems, and ungovernable
shadow Al. A centralised governance framework with a shared tool registry prevents this.
IT, HR, and business leadership need to coordinate from day one.

Skipping the data hygiene step. Al search and retrieval tools are only as good as the data
they can access. If your SharePoint is disorganised, your file naming is chaotic, and your
permissions are inconsistent, Al will reflect that chaos. Microsoft's own Copilot
deployment guidance warns that Copilot does not create data exposure, it reveals it.
Clean your data estate before you deploy Al on top of it.

Measuring activity instead of impact. Tracking the number of Al interactions or prompts
generated tells you nothing about value. An IBM CEO study found that only about 25% of
Al initiatives deliver expected ROI, and only 16 % have scaled enterprise-wide. Measure

business outcomes (time saved, quality improved, costs avoided) not technology usage.

Ignoring the junior staff problem. Amazon's case highlighted a specific risk: junior
employees using Al to skip foundational skill development. If staff learn to produce
outputs they cannot independently evaluate, you build a workforce that cannot function
without tools it cannot verify. Protect learning pathways alongside productivity gains.
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The ISACA Lessons Framework

ISACA's review of 2025 Al incidents distilled five principles: start with outcomes not
experiments, make Al governance a connected system, govern capability not just
configuration, build organisational resilience for when things go wrong, and capture near
misses to prevent repeat failures. These apply whether you are a 10-person consultancy or a
10,000-person enterprise.
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Part 8: Measuring Impact

Why Measurement Is Harder Than It Looks

According to a summer 2025 MIT report, 95% of generative Al pilots fail to deliver
measurable return on investment. IBM's Q4 2025 Think Circle found that only 29% of
executives can measure Al ROI confidently, despite 79% seeing productivity gains. The
PwC CEO survey found that only 12% of CEOs report Al delivering both cost and revenue
benefits. These numbers are not evidence that Al does not work. They are evidence that
most organisations are measuring it badly, or not measuring it at all.

The problem, as UC Berkeley's SCET Al Commons research argues, is that traditional ROI
calculations were designed for capital equipment and process optimisations. They
fundamentally misunderstand how Al creates value in knowledge work. When a
marketing team reduces content creation from hours to minutes, or when a legal team
accelerates contract review by 60%, the value is real but may not appear in quarterly
earnings. Measuring Al success requires a broader framework.

The Three-Tier Measurement Framework

A practical approach uses three tiers of increasing sophistication. Start with Tier 1and
build upward as your measurement capability matures.

Tier 1: Activity Metrics (are people actually using it?)

These are the baseline metrics that tell you whether adoption is happening at all. They are
necessary but not sufficient.

Active user count. How many employees are using approved Al tools at least weekly?
Track as a percentage of eligible staff.

Usage frequency. How often do active users interact with Al tools? ActivTrak’s research
found the productivity sweet spot is 7-10% of total work hours. If most users are below
1%, you have an adoption problem.

Feature breadth. Are users engaging with multiple capabilities (email, documents,
meetings, search) or just one? Narrow usage suggests training only covered part of the
tool's value.

Shadow Al indicators. Is traffic to unapproved Al tools decreasing as sanctioned
alternatives are provided?

34



Al in the General Workforce - Playbook RIEENL]EI%I?NLTOD%!I% ( Q

Tier 2: Efficiency Metrics (is it actually saving time?)

These metrics connect Al usage to productivity outcomes. They require a baseline
measurement before deployment.

Time saved per task. The most intuitive and persuasive metric. Measure how long
specific tasks take without Al versus with Al. The UK Government trial used this
approach, with 83% reporting daily savings. Planet Technologies' clients reported 4-6
hours per user per week. Choose 5-10 representative tasks and measure before and
after.

First-draft quality. How much editing does Al-generated output require? Track the
number of revision rounds. A decline indicates improving prompt quality and tool
effectiveness.

Meeting follow-up speed. How quickly are meeting notes and action items distributed?
With Al this should drop from hours to minutes.

Information retrieval time. How long does it take to find a specific document? Before Al
search this is often 15-20 minutes. After, it should be under a minute.

Tier 3: Business Impact Metrics (is it moving the needle?)

These metrics connect Al adoption to outcomes that leadership cares about. They take
longer to materialise but justify continued investment.

Employee satisfaction and retention. Microsoft's research found a 22% reduction in
burnout with consistent Copilot usage. 85% of employees would be more loyal to
employers investing in education (Bright Horizons). Track turnover and engagement in
Al-adopting teams versus non-adopting teams.

Output quality. Are client deliverables and communications better since Al adoption?
Track client feedback scores, error rates, and internal review comments.

Capability expansion. Are employees taking on tasks they previously could not? UC
Berkeley identifies this as one of Al's most important but hardest-to-measure benefits.

Cost avoidance. Where has Al reduced the need for external services, overtime, or
additional hiring? Frame carefully as it is legitimate ROI but harder to prove.

Setting Baselines and Targets

Before deploying Al tools, capture the current state: how long key tasks take, how many
documents are produced per week, how quickly information requests are resolved.
Without this data, you cannot demonstrate improvement. Set realistic targets: the UK
Government trial achieved its results in three months, aligning with Microsoft's finding
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that building the Al habit takes up to 11 weeks. For the first quarter, aim for 60%+ weekly
usage, measurable time savings on at least three defined tasks, and positive employee
sentiment.

Reporting to Leadership

Frame Al impact in business terms, not technology terms. The UK Government's Copilot
trial reported “equivalent to giving 1,130 civil servants a full year back annually.” IBM's
research found the primary challenge in Al ROl is organisational, not technological. When
reporting, be honest about what Al has delivered and what is still developing. Present
leading indicators (adoption, time savings, confidence) alongside lagging indicators
(revenue impact, cost reduction) that take longer to materialise.

The Measurement Maturity Path

Month 1-2: Track Tier 1 metrics (who is using what, how often). Month 3-4: Add Tier 2 metrics
(time saved, quality improvement). Month 5-6: Begin Tier 3 assessment (business impact,
capability expansion). Present quarterly to leadership with clear before/after comparisons.
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Part 9: Quick Reference Checklists

Before You Start
1. Audit current Al usage across the organisation (including shadow Al)
Define and publish an Al acceptable use policy
. Select and approve Al tools with clear data handling terms

. Create an Al tool registry accessible to all staff

Ensure GDPR compliance for any Al tool processing personal data

2
3
4
5. Establish cross-functional governance (IT, HR, legal, business)
6
7. Allocate training budget and protected learning time

8

Identify department champions for peer-based support

Training Essentials

—

Structured prompt writing (role, audience, format, constraints, output)
Output verification and fact-checking habits

Data handling rules specific to each department

Tool-specific training on approved platforms (not generic Al concepts)
When to use Al and when not to (recognising limitations)

How to report issues and suggest improvements

N o o M D

Regular refresher sessions as tools and policies evolve

Department SOP Template

1. Task name and description
. Approved tool for this task

Prompt template with role, context, and constraints

2

3

4. Data handling restrictions for this task

5. Verification steps before using the output
6

. Who reviews and approves the output
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7. How to flag issues or suggest improvements to the template

Al Output Review Checklist

—

Is the output factually accurate? Have claims been verified?

Does it match the brief, audience, and intended purpose?

Has any sensitive data been removed from the output?

Is the tone and language consistent with organisational standards?
Would you be comfortable putting your name to this work?

Has a second person reviewed high-stakes output?

N o g~ D

Has the output been checked for hallucinated statistics or citations?
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This playbook is a living document.
Update it as your organisation’s Al maturity grows and as the tools evolve.
Part 3 of the Dendro Logic Al Adoption Series.

DENDRO LOGICy&=
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https://dendro-logic.com
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