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Executive Summary 

Key Findings 

• Between 10/06/2025 and 11/02/2025, 98% of licensed employees (61 of 62) 
actively used Microsoft 365 Copilot, executing 4,838 actions and reclaiming 310 
work hours. 

• Each user saved 5.1 hours per month, generating $102–$381 in monthly value per 
user based on $20–$75/hour labor rates. 

• This value exceeds the $30 per-user monthly license cost, yielding an estimated 
ROI of 240%–1,170% under license-only assumptions. 

• When including amortized deployment costs ($36.80 per user per month), the 
modeled ROI remains strong at 177%–935%. 

• Results align with external benchmarks reporting 132%–353% ROI for SMBs and 
116% ROI for large enterprises over multi-year periods. 

Action: Scale adoption and optimize usage to drive additional productivity and financial 
gains. 

 

Readiness and Activation 

• Licenses: The organization issued 65 Copilot licenses; 62 were assigned, and 61 
were active, resulting in 98% adoption among licensed users. 

• Coverage: The organization holds 1,516 Microsoft 365 licenses; Copilot currently 
covers approximately 4% of potential users. 

• Activation: License assignment, enablement, and required data permissions 
(Graph API, Viva Insights, Outlook) are complete. No material configuration gaps 
were identified. 
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Adoption Insights 

• Weekly Engagement: 42 employees used Copilot every week during the reporting 
period; 55 returning users from the prior month remain active. 

• Adoption by Group: Usage is concentrated in the Sales Team (23 active users) and 
Marketing Team (21 active users). 

• Adoption by App: 

o Teams: 57 users 

o Outlook: 25 users 

o Word: 19 users 

o PowerPoint: 23 users 

o Excel: 21 users 

o Copilot Chat (Work): 44 users 

o Web interface: 14 users 

 

Impact Metrics 

• Copilot-Assisted Actions: 4,838 actions over four weeks. 

• Time Savings: 310 hours reclaimed, equivalent to approximately 38 workdays of 
capacity across the cohort. 

• Per-User Savings: 5.1 hours saved per user per month, calculated by the 
Microsoft Copilot dashboard. 

Impact by Scenario 

• Meetings: 

o 2,091 meeting-related actions 

o 277 meeting transcripts summarized 

o 151 actionable meeting notes generated 
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• Emails: 

o 83 email drafts 

o 36 emails sent 

o 26 inbound threads summarized 

o Outlook users report a 64% reduction in email processing time 

• Chats: 

o 626 chat-message requests 

o 85 summarization actions 

o 12 new chat conversations summarized 

• Documents: 

o 196 document prompts 

o 102 documents created from scratch 

o 6 existing documents summarized 

• Copilot Chat: 

o 709 prompts via Copilot Chat (Work) 

o 224 prompts via the web interface 

• Employee sentiment (n = 367): 

o 58% report on improved work quality 

o 70% report less effort on mundane tasks 

o 71% complete tasks faster 

o 70% feel more productive overall 
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ROI Modeling 

ROI Definition: 
ROI = (Benefits – Costs) ÷ Costs × 100% 

Benefits Calculation 

• Time Savings: 310 hours reclaimed over four weeks, equivalent to 5.1 hours per 
user per month across 61 users. 

• Value Range: 

o $20/hour → $102 per user per month 

o $75/hour → $381 per user per month 

Cost Estimation 

• Licensing: Microsoft 365 Copilot licenses cost $30 per user per month. For 61 
users, the total monthly license cost is $1,830. 

• Implementation and Governance: One-time deployment costs (data governance, 
training, change management) estimated at $15,000, amortized over 36 months 
(~$417 per month), adding ~$6.80 per user per month. 

ROI Estimates 

Labor 
Rate 

Monthly Benefit 
per User 

Monthly Cost per 
User 

Net Benefit per 
User 

Estimated 
ROI 

$20/hour $102 $36.80 $65.20 177% 

$40/hour $204 $36.80 $167.20 454% 

$75/hour $381 $36.80 $344.20 935% 

Even without revenue uplifts, ROI remains strongly positive. ROI increases further as labor 
rates rise and additional benefits (such as faster onboarding and improved sales win rates) 
are realized. 
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External Benchmarks and Best Practices 

Benchmarks 

• Up to 353% ROI over three years for SMBs 

• 9 hours per user per month average time savings 

• $18.8 million in productivity benefits for a composite enterprise 

• 2.6% revenue increase and 2.5% improvement in sales win rates 

• 25% reduction on new-hire onboarding time 

• 50% faster completion of repetitive tasks 

Best Practices to Maximize ROI 

• Assess readiness: Review licensing, data governance maturity, and baseline 
productivity metrics. 

• Optimize data foundations: Implement Microsoft Purview for data classification 
and streamline SharePoint and Teams structures. 

• Define success criteria: Set measurable KPIs (e.g., reduce reporting time by 40%) 
and assign metric owners. 

• Build governance: Establish usage policies, approval workflows for sensitive data, 
and row-level security to protect PII. 

• Run structured pilots: Start with power-user cohorts, provide role-specific training, 
and iterate based on feedback. 

• Monitor and iterate: Use Viva Insights and Copilot dashboards to track adoption 
and conduct quarterly ROI reviews. 

 

Recommendations 

• Expand Adoption: Issue additional licenses and onboard high-impact teams first 
(e.g., Sales, Engineering). 

• Increase Usage Intensity: Embed Copilot into weekly workflows such as meeting 
preparation, email drafting, and chat summarization. 
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• Improve Data Quality: Strengthen information governance to ensure Copilot 
surfaces accurate and relevant content. 

• Track Granular Benefits: Measure cost avoidance, revenue impact, and user 
satisfaction; review KPIs monthly. 

• Update Assumptions Quarterly: Revisit cost and benefit assumptions as adoption 
scales and efficiency improve. 

 

Conclusion 

Pilot data demonstrates rapid, tangible productivity gains from Microsoft 365 Copilot. Over 
four weeks, 61 active users saved 310 hours, producing a strong ROI under both license-
only and fully loaded cost models. To capture full value, organizations should scale 
adoption, strengthen data governance, provide role-based training, and continuously refine 
measurement frameworks. With disciplined execution, Copilot can drive sustained 
productivity, cost reduction, and improved employee experience. 
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