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Executive 
Summary
The era of AI is here, and it’s reshaping the 
rules of customer engagement and brand 
strategy. This guide equips your department 
with a strategic roadmap for transforming 
into a key driver of the Frontier Firm, a 
business that blends human ingenuity with 
AI to outpace the market. It is designed to 
move you from theory to action, equipping 
your team with the framework to lead the 
marketing department’s AI transformation 
with confidence.

What You Can Expect:

	▪ The Strategic Imperative (The Why):  
A clear, data-driven analysis of why the 
shift to an AI-powered operating model 
is an urgent necessity for your marketing 
department. This section outlines the 
risks of inaction, from fragmented 
campaigns and missed signals to 
slower go-to-market, and the profound 
strategic impact AI will have on your 
core marketing objectives. 

	▪ The Transformation Engine (The What): 
A tiered overview of the Microsoft 
AI ecosystem, from the foundational 
power of Microsoft 365 Copilot to the 
advanced capabilities of custom-built 
intelligent agents. It provides a clear 
path from augmenting content creation 
and market research to automating 
entire campaign workflows. 

	▪ The Execution Guide (The How):  
An actionable, five-step plan to govern 
your AI adoption securely, measure its 
ROI through clear marketing-centric 
KPIs, empower your team to master the 
tools, and scale your successes across 
the marketing function to achieve 
lasting transformation.

Ready to Become a Frontier Firm?

Are you ready to lead the change? This 
guide shows you why now is the moment 
to act, what it takes to build an AI-powered 
operating model, and how you can scale 
success across your department.
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Part I 
– 

The Strategic Imperative:  
Redefining Marketing in  

the Age of AI
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Marketing is at a turning point, where AI 
breakthroughs fundamentally reshape 
customer expectations and competitive 
dynamics. This pace of change demands 
more than incremental improvements; 
it requires a profound transformation in 
how we engage audiences, orchestrate 
campaigns, and measure impact. 

Frontier Firms, which embed AI deeply 
into their workflows, are setting new 
benchmarks for personalization, agility, 
and growth. Teams that fail to harness 
these capabilities risk being relegated 
to reactive execution, while those who 
embrace AI-driven strategies will become 
the architects of brand narratives 
and market leadership. This section 
outlines the strategic imperative for this 
transformation and why your marketing 
team must act now.
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The New 
Blueprint: What is 
a Frontier Firm?
A Frontier Firm is a new organizational 
blueprint where human ambition and 
ingenuity are amplified by AI-powered agents 
to redefine work, accelerate innovation, and 
create unprecedented value. It represents 
a strategic shift beyond simply adopting AI 
as a tool. Instead, it involves rebuilding core 
processes around a collaborative workforce 
of human talent and intelligent agents. 
Ultimately, this new blueprint gives leaders 
the power to transform the organization's 
cost-base and build operating models 
defined by speed, efficiency, and elasticity.  

What This Means for Marketing

In this evolving model, where AI-powered 
systems are carefully managed yet 
human-led, marketing itself is reshaped. 
The role of marketers moves beyond 
campaign execution and oversight; they 
become architects of strategic advantage, 
identifying new opportunities, and 
effectively mobilizing resources to test, 
validate, and scale impactful initiatives. 
In the era of the Frontier Firm, marketing 
emphasizes disciplined experimentation, 
efficiently scales proven successes, and 
integrates innovation as a core capability. 
It combines the speed and scale of AI with 
marketers' essential human judgment 
for strategy, creativity, and overall 
purpose. This is more than an evolution; it 
represents a new paradigm for achieving 
strong performance and sustained growth 
in marketing.
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This shift reflects a broader trend where 
marketing teams are moving beyond 
experimentation to embed AI into core 
workflows: from campaign orchestration 
and audience segmentation to real-time 
performance optimization. Brands that fail 
to act risk being outpaced by competitors 
leveraging AI to deliver hyper-
personalized experiences and accelerate 
go-to-market strategies.

47%  
prioritizing AI skilling.

41%  
focusing on deploying AI as digital 
labor to gain a competitive edge.

79%  
of marketing leaders plan to 
hire for AI-specific roles within 

the next year.

The Urgency: Why 
Marketing Teams 
Must Act Now
The pressure to evolve is immediate. 
Customer attention spans are shrinking, 
personalization demands are rising, and 
competitors are already leveraging AI to 
deliver hyper-relevant experiences. The 
market signals are undeniable: According 
to the Work Trend Index 2025*, 79% of 
marketing leaders plan to hire for AI-
specific roles within the next year, with 
47% prioritizing AI skilling and 41% 
focusing on deploying AI as digital labor 
to gain a competitive edge. 

* �Microsoft Work Trend Index Annual Report from 2025: 
“2025: The year the Frontier Firm is born”
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For every $1 a company invests 
in generative Al, the return on 
investment (ROI) is $3.7x$

The Promise: AI’s 
Strategic Impact 
on Core Marketing 
Objectives
The true value of Microsoft 365 Copilot 
and AI Agents lies in their deep integration 
into marketing workflows and culture – not 
just their presence. This unlocks proactive 
strategy, continuous optimization, and 
measurable impact on key objectives.

	▪ Empower Marketing Talent:  
Automate routine tasks like content 
drafting and data compilation so teams 
can focus on strategic campaign design 
and creative execution. Building AI 
literacy and a culture of experimentation 
boosts morale, retention, and creativity. 

	▪ Reinvent Customer Engagement:  
Use AI-driven insights to understand 
customer needs and deliver personalized 
experiences at scale. These capabilities 
strengthen relationships, enable rapid 
pivots based on real-time signals, 
and ensure messaging is relevant and 
responsive. 

	▪ Streamline Marketing Processes  
Automate complex workflows, reduce 
decision latency, and free resources for 
strategic planning and innovation. This 
shifts focus from operational oversight 
to proactive leadership and creative 
excellence. 

	▪ Accelerate Marketing Innovation: 
Speed up the entire innovation 
cycle – from research and ideation 
to prototyping and market entry. AI 
fosters creativity, drives differentiation, 
and positions your brand to outpace 
competitors. 

For every $1 invested in generative AI, 
Frontier Firms achieve 3.7x ROI. But success 
isn’t just efficiency – it’s about measurable 
outcomes like better lead quality and higher 
customer lifetime value, ensuring sustained 
growth and leadership in the AI era.

** �IDC’s 2024 AI opportunity study:  
Top five AI trends to watch – The Official Microsoft Blog
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Decision Latency 

This measures how quickly 
your organization moves 
from insight to action. 
It goes beyond the time 
it takes to make internal 
decisions; it is measured by 
the tangible pace at which 
you launch new products, 
enter new markets, or 
deploy new campaigns. The 
essential question to ask 
is: At what speed would a 
Frontier Firm pivot?

Data Coverage & Freshness

How comprehensive and 
up-to-date is the data 
informing your marketing 
choices? Assess the quality 
and accessibility of your 
information assets.

Adoption Depth 

How deeply integrated 
is AI across your teams 
today? Evaluate whether it 
is used for isolated tasks or 
as a core part of strategic 
workflows. Also consider: 
What proportion of your 
employees’ time is spent on 
admin, preparation, or data 
manipulation? How many 
routine tasks do customer 
facing roles have to handle, 
and how do you plan to 
eliminate them with AI?

Measuring Your Starting Point for Transformation

As you begin this journey, reflect on your organization’s current position.  
These three yardsticks provide a simple framework for self-assessment:

The Marketing Guide 10



Part II 
– 

The Transformation Engine: 
From AI Assistant to  
Agentic Workforce
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Level 1: 
Foundational AI 
with Microsoft 365 
Copilot – Your Fully 
Featured, Work-
grounded AI Tool
The first level of transformation is about 
empowering every marketer in your 
organization with a secure, powerful AI 
assistant integrated directly into their daily 
workflows. This is the foundation upon 
which all other AI marketing initiatives are 
built. By providing a sanctioned, enterprise-
grade solution, it reduces the risks of 
marketing professionals turning to non-
sanctioned AI tools, safeguarding sensitive 
campaign data and brand information.

Understanding the strategic imperative 
is the first step for modern marketing. 
Now, we explore the powerful engine 
that powers this transformation within 
the marketing landscape. This section 
details the tiered capabilities of Microsoft 
365 Copilot, outlining a clear journey 
from foundational AI assistance to a 
fully empowered, agentic marketing 
workforce. This is the core what: the 
technology that enables your marketing 
department to become a key driver of  
the Frontier Firm.

Copilot Chat: Your Secure, In-flow Assistant

Copilot Chat is your inclusive gateway to 
AI – now available for every Microsoft 
365 user, and particularly powerful for 
marketing teams. Seamlessly integrated 
into the marketing apps your team uses 
every day, Copilot Chat empowers you to 
find answers about market trends, create 
compelling marketing content,  
and automate routine tasks – all within 
the natural flow of your marketing work. 
This unified experience across Word, Excel, 
PowerPoint, and Teams transforms AI 
into an intuitive extension of your daily 
marketing operations.

Following Microsoft Ignite, Copilot 
Chat goes even further: It will soon 
be embedded directly in Word, Excel, 
PowerPoint, and Outlook, offering inclusive 
access for all Microsoft 365 subscribers.  
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New capabilities include content-aware 
assistance in Outlook for crafting email 
campaigns, Copilot Pages for brainstorming 
marketing campaigns and planning content 
calendars, and SharePoint integration for 
creating marketing collateral pages and 
managing asset lists from prompts. The 
introduction of Agent Mode turns Copilot 
into a true marketing collaborator, helping 
format pitch decks, analyze campaign 
performance data, and build compelling 
client presentations. Plus, voice interaction 
on mobile makes Copilot more accessible 
than ever.

Powered by the latest models like GPT 5, 
Microsoft 365 Copilot intelligently adapts 
its approach. It delivers quick, succinct 
responses for routine marketing queries 
while applying deep, multi-step reasoning 
for complex strategic marketing analyses, 
such as competitive intelligence or market 
segmentation. This ensures marketing teams 
receive both speed and depth, tailored 
precisely to their strategic marketing needs. 
Copilot Chat provides a secure mechanism 
for unleashing the power of AI to every 
marketer, enabling inclusive, trusted access 
across Microsoft 365.

Beyond flexibility, the paid version of 
Microsoft 365 Copilot unlocks the full 
enterprise value proposition: advanced 
security and compliance features, deep 
integration with your organization’s data 
estate, and premium capabilities for 
governance and lifecycle management. 
These security and compliance protections 
extend to Copilot Chat, ensuring a trusted 

environment for sensitive information.  
The paid offering also adds powerful 
agents, advanced reasoning over your work 
data, and the ability to use Copilot directly 
in meetings, calls, and chats. This means 
not only smarter answers, but a secure, 
compliant, and collaborative experience that 
drives productivity at scale.

Researcher & Analyst: Accelerating 
Market & Customer Insights

For marketing leaders, the most valuable 
asset is clarity. Microsoft 365 Copilot 
includes specialized agents designed to 
provide precisely that. The “Researcher” 
agent excels at synthesizing vast amounts 
of marketing information from internal 
CRM systems, campaign performance 
reports, market research, and competitive 
intelligence sources, making it ideal for 
crafting executive marketing summaries, 
developing market entry strategies, 
or conducting in-depth competitive 
analyses. Concurrently, the “Analyst” agent 
transforms complex marketing data sets, 
such as campaign performance metrics, 
customer segmentation, or budget 
allocations, into clear, actionable insights 
and compelling visualizations directly 
within Excel. These tools move beyond 
simple information retrieval, providing 
your marketing team with a powerful 
engine for strategic marketing thought 
and data-driven campaign optimization.
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Foundational AI in Action:  
Marketing Use Cases

Foundational AI directly reclaims a 
marketing professional’s valuable time by 
eliminating work about work, allowing 
your team to prioritize high-value 
marketing activities and strategic impact. 

	▪ For Strategic Campaign Planning:  
Before a critical campaign strategy 
session or product launch review, 
you can ask Microsoft 365 Copilot to 
summarize multiple pre-read campaign 
briefs, recent customer feedback 
threads, and relevant market trend 
analyses into a single, concise overview. 
This replaces hours of manual review, 
ensuring your marketing team enters the 
meeting fully prepared and focused on 
making strategic decisions.  

	▪ For Executive Marketing Communication:  
When you need to draft a company-
wide announcement about a new brand 
initiative or a major campaign success, 
you can provide Microsoft 365 Copilot 
with key bullet points and reference an 
internal marketing strategy document. 
Microsoft 365 Copilot generates a 
well-structured first draft, overcoming 
writer's block and significantly reducing 
drafting time, ensuring your message is 
consistent, clear, and aligned with brand 
voice from the start.

The Marketing Impact Level 1: 
Foundational AI

Why This Matters for Your Department

Immediate Productivity Boost – Eliminate 
“work about work” by automating routine 
content drafting, data aggregation for reports, 
and initial campaign summaries.

Sharper Strategic Marketing Focus – Spend 
less time on administrative tasks and more on 
high-value activities like innovative campaign 
development, brand strategy, and identifying 
new market opportunities.

Enhanced Marketing Communication – 
Draft clear, consistent campaign briefs, brand 
messaging, and internal marketing updates in 
minutes, speeding up approvals and execution.

Confidence in Data Security and Compliance – 
Operate within Microsoft’s trusted compliance 
framework, ensuring the integrity and privacy 
of customer data, campaign intelligence, and 
brand assets.
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Level 2: Extending 
Capabilities with 
Out-of-the-box 
Solutions
Integrating AI for Streamlining 
Campaign Execution

The next level of transformation for 
marketing involves leveraging specialized, 
pre-built AI solutions that address specific 
marketing functions and related business 
areas, delivering immediate, high-impact 
results. This allows marketing teams to 
gain deeper, cross-functional oversight 
without the need for custom development 
and streamline campaign execution. By 
integrating role-specific Copilots, such 
as Copilot for Sales (to understand lead 
quality and sales cycle impact) or even a 
hypothetical Copilot for Customer Service 
(to gauge brand sentiment), you extend 
the power of AI to reason over data from 
critical systems like your CRM or marketing 
automation platforms. This provides a more 
holistic view of the entire customer journey 
and how marketing contributes to it.

A Quick Win with a Specialized 
Marketing Solution

A quick win for any marketing leader is 
gaining real-time, integrated business 
intelligence. For example, instead of 
requesting a separate report and waiting 
for analysis on the health of marketing-
generated leads or the sales pipeline, 
you can directly query the integrated 
Copilot for Sales. This allows marketers 
to get an immediate summary of leads 
with high conversion potential, campaigns 
contributing to at-risk deals, or top-
performing customer segments. All this 
information is available within your familiar 
Microsoft 365 environment, providing 
actionable intelligence on demand. This 
bridges the gap between marketing and 
sales, accelerating your strategic campaign 
decision-making and optimization.
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The Marketing Impact Level 2: 
Specialized Solutions

Why This Matters for Your Department

Holistic Customer Journey View – Gain 
real-time insights from CRM and marketing 
automation to see the complete customer 
journey.

Accelerated Campaign Decisions – Reduce 
decision latency from days to minutes with 
on-demand marketing intelligence.

Demonstrable Quick Wins – Address 
high-impact marketing pain points like lead 
qualification or content personalization to 
show immediate value early on.

Scalable Marketing Transformation – 
Extend AI benefits across all marketing 
functions and related departments without 
custom development.
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Level 3: Building 
the Future with 
Agentic AI  
(Copilot Studio)
The ultimate stage of transformation is 
empowering your marketing organization 
to build its own intelligent agents. You 
move from using AI as an assistant 
to deploying it as a digital marketing 
workforce. Microsoft Copilot Studio 
provides the platform to create custom 
agents that can reason, plan, and act on 
your marketing team's behalf. For quick 
wins, the lite experience lets end users 
create retrieval agents directly in Copilot for 
things like content ideas or market research, 
while the full Copilot Studio enables IT 
teams to develop complex process agents 
with actions, integrations (e.g., with 
marketing automation or ad platforms), and 
governance, ensuring scale, control, and 
continuous marketing innovation.

The Power of Intelligent Agents for 
Marketing 

An intelligent agent in marketing is an 
AI designed to autonomously manage a 
specific marketing process or workflow to 
achieve a defined goal. Grounded in your 
unique marketing data, from Microsoft 

Graph to external systems like your CRM, 
marketing automation platform, or ad 
platforms, these agents can execute 
multi-step marketing tasks, interact 
with other systems (e.g., publishing to 
social media, updating lead scores), and 
learn over time. As a marketing leader, 
you can delegate complex, recurring 
marketing processes – such as personalized 
campaign deployment, advanced lead 
nurturing sequences, or dynamic content 
optimization – to an AI, confident that it 
will be executed consistently and efficiently, 
with you providing strategic marketing 
oversight.

The Campaign Brief Generator:  
A Concrete Pattern for Marketing

Consider the daily challenge for marketing 
teams: creating a comprehensive campaign 
brief. This often involves manually collating 
product specifications, brand guidelines, 
target audience demographics from 
CRM, past campaign performance data, 
competitive analysis, and various business 
objectives across multiple documents 
and platforms. It's a time-consuming and 
fragmented process that delays campaign 
kick-off and siphons focus from creative 
strategy.
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Now, imagine the Campaign Brief Generator, 
a custom agent you task with a single goal: 
“Generate a comprehensive campaign brief for 
the Q1 Product X launch.”

	▪ It Acts: It autonomously scans your designated 
marketing data sources, like product databases, 
brand guidelines, CRM for audience segments, 
previous performance reports, and internal 
strategic documents.  

	▪ It Reasons: It identifies core marketing 
objectives for Product X, extracts key features, 
synthesizes audience insights, suggests 
channels, flags compliance considerations, and 
proposes initial success metrics and KPIs.  

	▪ It Creates: It compiles this information into a first-
draft campaign brief, with sections for objectives, 
audience, messaging, channels, budget, and 
measurable outcomes. 

This is the power of agentic AI. It doesn’t 
just save time; it creates a more proactive, 
consistent, and efficient financial 
operation, allowing your team to focus on 
strategic analysis, not manual execution.

The Marketing Impact Level 3: Agentic AI

Why This Matters for Your Department

Significant Time Savings – Reclaim hours, or 
even days, currently spent on manual data 
compilation and administrative tasks per 
campaign.

Comprehensive Marketing Intelligence – 
Gain a 360° view of market trends, campaign 
performance, customer insights, and competitive 
landscape in a single, synthesized overview.

Accelerated, Data-Driven Decisions – Enable 
rapid strategic pivots and optimized resource 
allocation with immediate access to actionable 
insights for campaigns.

Consistent Campaign Execution & Oversight – 
Ensure brand consistency, compliance, and seamless 
tracking of all marketing initiatives across teams and 
systems.
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What Is an AI Agent,  
and How Does It Work?

Get the essential guide here . Take a 
look at what defines an AI agent and how 
it automates complex business processes.
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Part III 
– 

The Execution: Govern, 
Measure, and Scale Your AI 
Marketing Transformation

The Marketing Guide 20



With the strategy for a Frontier Firm 
defined, this section serves as your 
execution guide. It provides the 
actionable framework to govern, measure, 
and scale your AI transformation within 
marketing, turning the promise of AI into 
tangible, secure, and measurable results 
for your campaigns and brand.

Govern with 
Confidence
Embracing AI transformation at a 
marketing department scale requires 
an unwavering foundation of trust. As 
a marketing leader, your first and most 
critical task is to establish a robust 
governance framework that empowers 
marketing innovation while rigorously 
safeguarding your brand reputation, 
customer data, and invaluable marketing 
assets. This is not about creating 
restrictive barriers; it is about building 
the secure “rules of the road” that give 
your marketing teams the confidence to 
experiment, innovate, and fully leverage 
the power of AI in their campaigns 
and strategies. By leading with a clear, 
proactive governance strategy, you are not 
just mitigating risk; you are building the 
very foundation upon which sustainable AI 
adoption and profound marketing success 
are built. 
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The Marketing Leader’s View on Data 
Security, Privacy, and Compliance

For a marketing leader, AI governance 
is a strategic imperative for brand trust 
and customer loyalty, not merely an IT 
function. The speed and scale of AI amplify 
the importance of protecting sensitive 
marketing information, from customer 
profiles and campaign strategies to brand 
intellectual property. As a marketing leader, 
you are ultimately accountable for this data, 
and your role is to drive a culture where 
security, privacy, and marketing innovation 
are treated as two sides of the same coin.

Microsoft 365 Copilot, as a core tool for 
marketers, is built on a principle of security 
by design. It is not a separate system with 
its own set of rules; it inherently respects 
and leverages your existing, trusted 
Microsoft 365 security, compliance, and 
privacy policies. This is a crucial point for 
marketing executive oversight:

	▪ Permissions for Marketing Data are 
Respected: Microsoft 365 Copilot respects 
your established permissions and access 
controls within marketing. Marketers can 
only access information through Microsoft 
365 Copilot (e.g., customer segments, 
campaign results, brand guidelines) that 
they are already authorized to see. This 
prevents sensitive marketing data leakage 
and ensures the principle of least-privilege 
access is maintained. 

	▪ Marketing Data Privacy is Paramount: 
Your organizational marketing data, 
including campaign prompts and AI-
generated responses, is not used to 
train Microsoft's foundation models. 
Your customer data, campaign insights, 
and brand strategies remain exclusively 
yours, private and protected within your 
Microsoft 365 tenant. 

By understanding and articulating these 
foundational principles, you can confidently 
address stakeholder and customer 
concerns, protect your brand's reputation, 
and lead the AI conversation in marketing 
from a position of strength and assurance.
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The Copilot Control System: Your 
Framework for Departmental Oversight

To provide marketing leaders with 
centralized oversight and empower your IT, 
security, and marketing operations teams, 
Microsoft has developed the Copilot Control 
System. This dedicated framework within 
the Microsoft 365 admin center is your 
command center for managing AI adoption 
effectively within your marketing function. It 
provides a single pane of glass for:

	▪ Managing Marketing Agent Lifecycles: 
From the deployment and access 
control of specialized AI marketing 
agents (e.g., content generation, 
campaign analysis) to their eventual 
retirement, you have full visibility and 
management capabilities. This ensures 
no “shadow AI” operates outside of your 
marketing governance, protecting brand 
consistency and data security. 

	▪ Enforcing Marketing Data Policies: 
Apply consistent security and data 
handling policies to all AI interactions, 
ensuring that your compliance posture 
for customer data, campaign insights, 
and brand assets is upheld across the 
entire marketing ecosystem. 

	▪ Monitoring Marketing Usage and Health:  
Gain clear visibility into how Microsoft 
365 Copilot and agents are being used 
by your marketing teams. This allows 
you to track adoption trends, identify 
power users who are pioneering 
new marketing applications, and 
spot opportunities for further team 
enablement and training. 

The Copilot Control System provides 
marketing leadership with the tangible 
assurance that your organization’s AI 
marketing ecosystem is being managed 
responsibly, transparently, and in 
full alignment with your governance 
requirements.
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Call to Action:  
The Security for AI Assessment

To move forward with confidence in your 
AI marketing transformation, your first 
strategic delegation is to understand your 
current security posture in the context of 
AI’s impact on marketing. Your action is 
not to perform the assessment yourself, 
but to initiate it with the right leaders – 
specifically, IT, security, and marketing 
operations.

Microsoft offers a Security for AI 
Assessment designed specifically to help 
you identify potential risks to customer 
data, brand reputation, and marketing 
IP, and to receive actionable, prioritized 
recommendations for strengthening your 
AI marketing environment. 

Use the following checklist in your next 
meeting with your CIO, Head of Security, 
and Marketing Operations lead to ensure 
a comprehensive plan is in place for your 
marketing initiatives:

	▪ Action Item: Schedule the Security for 
AI Assessment to get a detailed report 
on your marketing department's AI 
readiness. 

	▪ Action Item: Review your current marketing 
data access and permission policies (e.g., 
CRM, customer databases, campaign 
platforms) to ensure they are AI-ready and 
protect sensitive customer information. 

	▪ Action Item: Define the process for 
reviewing and approving new AI marketing 
agents (e.g., content generators, campaign 
briefers) within the Copilot Control 
System, ensuring brand consistency and 
compliance. 

	▪ Action Item: Confirm that your data 
loss prevention (DLP) policies effectively 
cover AI-generated marketing content, 
campaign strategies, and customer 
communications. 

Completing this assessment provides a clear, 
data-driven starting point for your marketing 
governance strategy, ensuring that your 
AI marketing transformation is built on a 
secure, compliant, and resilient foundation.

The Marketing Guide 24

https://security-for-ai-assessment.microsoft.com/
https://security-for-ai-assessment.microsoft.com/


For every $1 a company invests 
in generative Al, the return on 
investment (ROI) is $3.7x$

Measure for 
Impact
In the era of AI, intuition and anecdotal 
evidence are no longer sufficient to 
justify strategic marketing investments. 
As a marketing leader, your ability to 
quantify the impact of your AI marketing 
transformation is paramount. To move 
beyond qualitative benefits to hard, 
measurable outcomes, you must establish 
a clear framework. By defining Key 
Performance Indicators (KPIs), you can 
demonstrate the tangible return on 
investment (ROI), build a compelling 
business case for scaling your efforts, 
and steer your marketing department’s 
AI journey with data-driven precision. 
Measuring for impact is how you translate 
the promise of AI into a language 
the entire business understands: 
demonstrable marketing results.

Quantifying AI’s ROI for the Marketing 
Department

Frontier Firms that successfully implement 
a structured AI transformation strategy 
report a 3.7x ROI** for every $1 invested, 
a figure that speaks to the profound 
business impact of this technology. The 
return on investment from AI extends far 
beyond simple time savings in marketing 
though. It manifests as increased 
marketing agility, enhanced creative 
innovation, and improved strategic 
marketing decision-making.

** �IDC’s 2024 AI opportunity study: Top five AI 
trends to watch – The Official Microsoft Blog

Your role as a marketing leader is to 
champion a measurement mindset 
within your marketing leadership team. 
Identify the core marketing objectives 
AI should impact and track metrics that 
show that impact. For example, when 
faster campaign launch is the goal, ensure 
measurement covers both research time 
saved and the shortened campaign 
development cycle. This approach 
connects AI adoption directly to strategic 
marketing outcomes, creating a powerful 
narrative for stakeholders and the board.
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Your Marketing KPI Dashboard

A Marketing KPI Dashboard will help 
you track key metrics and monitor 
the progress of your AI marketing 
transformation according to strategic 
priorities. First you need to define relevant 
marketing KPIs, assign ownership for their 
tracking, and establish a regular review 
cadence to ensure continuous monitoring 
and adaptation.

Here are four examples of KPI tiles that 
belong on a marketing leader’s dashboard. 
Use these as a blueprint to delegate and 
monitor the success of your AI marketing 
initiatives.

KPI Tile 1: Campaign Cycle Time

Description: Measures the time from campaign 
brief to launch, including creative development 
and asset deployment.

Why It Matters: Shorter cycle times signal 
greater agility and show that AI accelerates 
planning and execution, enabling faster go-to-
market strategies.

Owner to Delegate: Head of Marketing 
Operations / Campaign Manager

Review Cadence: Per Campaign / Quarterly (for 
aggregated trends)
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KPI Tile 2: Content Production Efficiency

KPI Tile 3: Personalization Depth

KPI Tile 4: Engagement Lift  
from AI Optimization

Description: Tracks the volume of marketing 
assets (blogs, social posts, ads) produced per 
month versus baseline, factoring in AI-assisted 
creation.

Description: Measures the percentage of 
campaigns leveraging AI-driven personalization 
(e.g., dynamic email content, tailored ads) 
across channels.

Description: Compares engagement metrics 
(CTR, time on page, social interactions) for 
AI-optimized campaigns versus traditional 
campaigns.

Why It Matters: Demonstrates AI’s impact 
on scaling content output without increasing 
headcount, freeing creative teams for strategic 
storytelling.

Why It Matters: Indicates how effectively AI 
is being used to deliver relevant, high-impact 
experiences that drive engagement and 
conversion.

Why It Matters: Provides clear evidence 
of AI’s contribution to improving audience 
engagement and campaign performance.

Owner to Delegate: Creative Director /  
Content Lead

Owner to Delegate: Head of Digital Marketing / 
CRM Manager

Owner to Delegate: Performance Marketing 
Lead / Analytics Manager

Review Cadence: Monthly

Review Cadence: Quarterly

Review Cadence: Monthly

By actively monitoring your KPI dashboard, 
you move from marketing measures by 
intuition to strategic marketing by insight. 
You gain a clear, quantifiable understanding 
of your AI transformation's progress, 
enabling you to celebrate successes, 
address challenges, and confidently steer 
your organization toward its future as a 
Frontier Firm.
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Master the Tools
The most powerful AI for marketing is only 
as effective as the instructions it receives. 
As a marketing leader, you don’t need to 
be a prompt engineering expert; instead, 
focus on promoting effective AI interaction 
across your marketing team. Your ability to 
model and communicate how to ask clear, 
context-rich, and goal-oriented questions 
will determine the quality and relevance 
of the insights your teams generate for 
campaigns and strategy.

Next, we will provide you with a 
framework for strategic delegation in the 
age of AI marketing. The following cheat 
sheet is a tool for you to understand, 
model, and distribute to your marketing 
teams. By establishing these principles as 
the standard for AI marketing interaction, 
you ensure your organization unlocks the 
full potential of its AI marketing tools and 
maximizes the return on your marketing 
technology investment.
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The Prompting Cheat Sheet: Mastering 
Your AI Assistant

Effective prompting is a structured 
conversation. To move from simple 
answers to strategic marketing insights, all 
requests should be built on a foundation 
of clear principles. Use this cheat sheet 
as a framework for crafting prompts that 
deliver high-value marketing results.

The Six Principles of Strategic Prompting 
for Marketing

1. Assign a Role (The Persona) 
Instruct the AI to adopt a specific marketing 
persona. This frames the entire interaction 
and influences the tone, expertise, and 
perspective of the response. For example: “Act 
as a social media strategist,” “Write as a brand 
voice expert for a luxury brand,” or “Adopt the 
persona of a market research analyst.”

2. State Your Strategic Intent (The Goal) 
Begin by clearly defining the marketing 
objective. Don't just ask for a blog post; 
ask for “a blog post to drive traffic to our 
new product landing page” or “a campaign 
concept to increase brand awareness among 
Gen Z by 15%.”

3. Provide Critical Context (The Why) 
Explain the marketing background, 
the specific campaign, and the target 
audience. Is the ad copy for a B2B 
audience on LinkedIn, a consumer 
audience on Instagram, or an internal sales 
enablement team?  

Is this content for a top-of-funnel 
awareness campaign or a bottom-of-
funnel conversion push?

4. Ground Your Request in Data (The Source) 
The most powerful and accurate AI 
responses for marketing are grounded 
in specific, relevant data. Reference 
documents, spreadsheets, or email 
threads using the / command (e.g., /Q4_
Campaign_Performance.xlsx, /Customer_
Segmentation.pptx, or “the latest market 
research on competitor X”).

5. Define the Desired Output (The Format) 
Be explicit about the required structure 
for marketing assets. Specify the desired 
format (e.g., “a social media caption with 
emojis”, “a 250-word blog post”, “a list of 
5 email subject line options”, “a concise ad 
copy for Google Ads”), tone (e.g., “engaging 
and persuasive for a millennial audience”, 
“authoritative and trustworthy”), and length 
(e.g., “a one-paragraph summary”).

6. Iterate and Refine (The Conversation) 
The first prompt is the start of a 
conversation. Use follow-up commands to 
iterate and refine the output for optimal 
campaign messaging. Ask to “make this 
more compelling for a B2C audience”, “add a 
stronger call to action”, “suggest alternative 
headlines”, “incorporate brand guideline 
tone XYZ”, or “shorten this for a tweet while 
retaining key info.”
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Exercise: Crafting a Strategic Marketing 
Review Prompt 

Let’s get to work: Consider how you would 
delegate the task of preparing for a key 
strategic marketing review meeting on the 
performance of a recent major campaign.

The Weak Prompt (Before): 
“Summarize the [Product Name] marketing 
campaign.” 

This prompt lacks intent, context, and 
grounding. It would produce a generic 
summary that is not immediately useful  
for strategic discussion.

The Strategic Prompt (After): 
“Act as my lead marketing strategist. 
Prepare a concise, two-page executive 
summary for our strategic marketing review 
meeting on the '[Product Name]  Brand 
Awareness' campaign. Focus on its impact 
on brand sentiment, website traffic, and 
lead generation, specifically for our target 
demographic (ages 25-45). Ground your 
analysis in the campaign performance 
report /Q3_Brand_Awareness_Metrics.
xlsx, the social listening analysis /Q3_Social_
Sentiment.docx, and the initial campaign brief 
/Q3_Brand_Awareness_Brief.pdf. The output 
should be in a professional, data-driven tone, 
with the three most critical insights and two 
actionable recommendations presented as a 
bulleted list on the second page.”

This strategic prompt doesn’t just ask for 
information; it requests a board-ready 
marketing asset. By delegating with 
this level of clarity, you empower your 
AI assistant to deliver maximum value, 
allowing your marketing team to focus 
on leading the strategic conversation 
about campaign optimization and future 
planning.
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Boost Your 
Efficiency with AI 
(Practice Scenarios)
Putting Theory into Practice: Your First 
AI-Powered Actions

Marketing strategy is realized through 
action. The most effective way to drive AI 
adoption within marketing is to demonstrate 
immediate, tangible value for campaigns and 
daily tasks. This blueprint provides a clear set 
of high-impact marketing scenarios that you 
can delegate to your marketing teams. These 
are not just exercises; they are foundational 
building blocks for a new, more efficient way 
of working in marketing.

Encourage your marketing team members 
to complete these tasks. They are designed 
to build the muscle memory required 
to operate in an AI-powered marketing 
environment, save valuable time on 
routine marketing work, and inspire them 
to discover their own AI-driven efficiencies. 
These quick wins are the key to building 
momentum for your broader marketing 
transformation agenda.

Exercise: Summarizing Marketing  
Feedback, Campaign Messages,  
and More

The Challenge: Key marketing insights are 
often scattered across emails, chats, social 
listening tools, and dashboards, making a 
consolidated view difficult.

The Value: Quickly synthesize disparate 
marketing information, eliminating hours 
of manual review and enabling faster, more 
informed decisions.

The Method: 

1.	 Initiate Request: Open Microsoft 365 
Copilot Chat in Teams or at office.com.

2.	Provide Context: Prompt: “Summarize 
emails, notes, and chats from the last 14 days 
on the ‘Spring Collection Launch,’ highlighting 
roadblocks or positive customer feedback.”

3.	Iterate: Refine with questions like: “What 
customer questions arose?” or “Any emerging 
social sentiment trends?”

The Result: Save significant time on manual 
review for any major marketing initiative or 
analysis.

Your Move: Delegate this task to a Campaign 
Manager or Marketing Operations lead for their 
next review.
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Exercise: Analyzing Marketing Data  
for a Strategic Narrative

Exercise: Drafting High-Stakes 
Marketing Communications

The Challenge: A complex spreadsheet 
of campaign performance data, customer 
segmentation, or market research must be 
translated into key trends for an upcoming 
marketing leadership presentation or 
campaign review.

The Challenge: Creating a press release, 
executive briefing, or brand launch 
announcement often starts with the “blank 
page” problem, with source material scattered 
across multiple documents.

The Value: Turn marketing teams from data 
crunchers into strategic storytellers. AI quickly 
identifies campaign trends, customer behaviors, 
and market outliers, letting your team focus 
on crafting compelling narratives instead of 
wrestling with pivot tables.

The Method: 

1.	 Open the Data: Load campaign performance 
data (e.g., Google Analytics, CRM, ad 
platforms) in Excel.

2.	Prompt for Analysis: Ask Copilot: “Analyze 
this data and identify the top three trends in 
CAC and conversion rates across channels 
over the last quarter.”

3.	Request Visualization: “Create a line chart 
showing week-over-week conversion rate trends 
for the new product launch campaign.”

The Result: Generate data-driven insights for 
strategic narratives in minutes, not hours.

Your Move: Assign this to a Marketing Analyst or 
Campaign Strategist to speed up prep for your 
next performance review.

The Value: Overcome writer’s block and 
accelerate content creation. AI can draft a 
structured first version that includes key 
messages, data points, and brand voice, ensuring 
communications are impactful and on-message.

The Method: 

1.	 Open a Blank Document: Start a new Word 
doc and open Copilot.

2.	Draft with Copilot: “Draft a press release for 
the launch of our new ‘Brand X Campaign,’ 
using key messaging from /Campaign_X_
Brief.docx and product features from /
Product_Spec_Sheet.pdf.

3.	Refine the Tone: “Rewrite the introduction 
to be more exciting and customer-benefit 
focused for a consumer audience.”

The Result: Cut first-draft creation time for 
critical marketing communications by over 50%.

Your Move: Have your Marketing 
Communications Lead or Brand Manager  
use this method for the next major product 
launch or executive presentation.
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Exercise: Creating a Summary of a 
Marketing Leadership Meeting

Exercise (Agentic): Automating a 
Weekly Campaign Summary

The Challenge: After a key marketing 
strategy session or campaign review, ensuring 
alignment and accountability requires clear 
notes and action items – often a manual, 
error-prone process.

The Challenge: Every Monday, campaign 
managers spend hours compiling updates 
from Teams, emails, and dashboards.

The Value: Automate post-meeting summaries 
to capture decisions and tasks accurately, 
driving accountability and faster execution.

The Method: 

1.	 Ensure Transcription: Start transcription in 
Microsoft Teams.

2.	Open the Meeting Recap: Navigate to the 
“Recap” tab after the meeting.

3.	Prompt Microsoft 365 Copilot: “Summarize 
this meeting by listing key decisions on campaign  
objectives and budget, and create a table of 
action items with owners and deadlines.”

The Result: Achieve high accuracy in capturing 
decisions and next steps, eliminating ambiguity.

Your Move: Make this the standard process for 
weekly leadership syncs or major campaign 
planning meetings.

The Value: Start the week with an automated, 
consistent campaign overview, enabling 
immediate focus on priorities and risks.

The Method: 

1.	 Craft the Master Prompt: “Summarize all 
campaign-related communications from 
the last 7 days for the ‘Q2 Product Launch,’ 
highlighting decisions, open creative questions, 
and flagged risks.”

2.	Schedule the Agentic Task: Use “Schedule this 
prompt” in Copilot Chat.

3.	Set the Recurrence: Run automatically every 
Monday at 8:00 AM.

The Result: Save 2+ hours per manager monthly 
and ensure a proactive start to the week.

Your Move: Have campaign managers set up 
this automated report for key initiatives.
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Exercise (Agentic): Creating a 
“Competitor Watch Agent” with 
a Saved Prompt

The Challenge: Marketing teams often 
manually track competitor activity across 
websites, news, social media, and press 
releases – a time-consuming process that 
delays responses to market shifts.

The Value: A reusable agent delivers rapid, 
consistent competitor intelligence, helping your 
team stay agile and strategically responsive.

The Method: 

1.	 Craft the Master Prompt: “Prepare a 
competitor briefing for [Competitor Name]. 
Summarize product launches, major campaigns, 
and press mentions from the last 7 days. 
Highlight impacts on our [Product Category]  
and suggest counter-strategies.”

2.	Save the Agent: Use “Save this prompt”  
in Copilot Chat and name it Competitor 
Watch Agent.

3.	Deploy on Demand: Run the saved prompt 
and fill in the competitor name.

The Result: Cut manual research time by up 
to 75% while improving speed and quality of 
competitive insights.

Your Move: Challenge marketing intelligence or 
product marketing teams to create and share 
similar saved agents for tasks like tracking 
industry trends or new product categories.
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Scale: Get Your 
Business Ready 
for AI
You have governed marketing data with 
confidence, measured campaign impact, 
mastered the AI tools for content and 
insights, and implemented with a clear 
marketing purpose. The initial wins 
are on the board. The final and most 
crucial step is to transform these early 
marketing successes into sustainable, 
enterprise-wide momentum. This is 
where you scale the transformation, 
moving your marketing organization 
from pockets of AI excellence to 
becoming a true Frontier Firm. This phase 
is not an endpoint; it is the launchpad for 
continuous marketing improvement and 
innovation, led by you.

The “Frontier Starter” Program: a 
6-Week Departmental Pilot Plan

The most effective way to scale is to build 
on proven success. The “Frontier Marketing 
Starter” Program is a structured, six-
week pilot designed to create a powerful 
marketing business case for broader AI 
adoption. It provides a low-risk, high-
impact framework for you to delegate, 
demonstrate value, and refine your 
marketing AI rollout strategy.

Weeks 1–2: Identify & Enable

	▪ Your Action: Select a high-potential 
marketing team or a specific, cross-
functional marketing project where 
AI can address a clear pain point 
(e.g., content generation bottlenecks, 
campaign analysis delays). Enable 
Microsoft 365 Copilot for all participants. 

	▪ Your Goal: Define clear marketing success 
metrics for the pilot, aligning with the 
KPIs from your dashboard (e.g., reduce 
campaign brief creation time by 25%, 
accelerate competitor analysis by 40%). 

Weeks 3–4: Pilot & Learn

	▪ Your Action: Empower the team to 
actively use Microsoft 365 Copilot in 
their daily marketing workflows. Your 
role is to encourage experimentation 
and establish a feedback loop, such as 
a dedicated Teams channel, to capture 
real-time learnings, challenges, and 
unexpected wins in marketing efficiency. 

	▪ Your Goal: Oversee the gathering 
of both quantitative usage data and 
qualitative feedback on how AI is 
changing marketing work patterns and 
solving specific marketing challenges. 
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Weeks 5–6: Measure & Plan

	▪ Your Action: Lead the analysis of the 
pilot’s results against the marketing 
success metrics defined in Week 1. 
Synthesize the feedback and data into 
a concise marketing business case 
that highlights the marketing ROI, 
productivity gains for campaigns, and 
marketer sentiment. 

	▪ Your Goal: Present this data-driven 
business case to senior stakeholders to 
secure buy-in and resources for the next 
phase of a broader, scaled rollout across 
the marketing organization. 
 

This structured pilot program transforms 
the abstract potential of AI into a concrete, 
undeniable marketing asset, providing you 
with the data you need to lead the next 
stage of marketing investment. 

Driving Cultural Shifts, AI Literacy,  
and Skilling within Marketing

Scaling AI isn’t just a technical task – 
it’s a marketing leadership and change 
management challenge. Technology 
is only the enabler; your people are 
the engine of transformation. As a 
Frontier Firm, your role is to cultivate an 
environment where marketers and AI work 
together seamlessly.

	▪ Lead by Example: Actively use Microsoft 
365 Copilot in your own marketing 
strategy and communication. Share 
your successes in drafting campaign 
briefs or analyzing market trends, 
along with learning moments. When 
your marketing team sees you 
embracing these tools, it signals that 
AI is a strategic priority for marketing 
excellence, not just another IT initiative. 

	▪ Foster Psychological Safety: Encourage 
experimentation with AI for creative 
concepts, content generation, and 
campaign testing. Not every AI-
generated ad copy or campaign idea 
will be a winner. Create a culture where 
learning from these AI interactions is 
valued, ensuring marketers feel safe 
to explore AI's capabilities for new 
campaign approaches without fear of 
failure. 
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	▪ Champion Continuous AI Literacy 
and Skilling: Frame AI training for 
marketing not as a one-time event, 
but as an ongoing professional 
development commitment. As AI 
marketing tools evolve, your team's 
skills in prompt engineering, data 
interpretation, and agent deployment 
must evolve with them. Support peer-
to-peer learning among marketers, 
establish “AI champion” networks within 
your marketing teams, and celebrate 
employees who develop innovative use 
cases for AI in campaigns or customer 
engagement. 

	▪ Communicate the “Why”: Consistently 
communicate the strategic vision behind 
your AI marketing transformation. 
Emphasize that the goal is to augment 
human creativity, eliminate marketing 
drudgery (e.g., repetitive content tasks, 
manual data pulling), and free up 
marketers for more innovative campaign 
design, strategic brand building, and 
fulfilling customer engagement. This 
narrative is essential for building trust 
and ensuring your marketing team sees 
AI as a partner in their success.
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Resource Guide: Your Launchpad for 
Continued Success

Your journey to becoming a Frontier 
Marketing Leader is a continuous one. 
The following resources are designed 
to support you and your marketing 
organization at every stage. Use this guide 
as a launchpad for the next phase of your 
AI marketing transformation.

Your go-to resource for successful 
adoption, offering best practices, training 
guides, and change management templates 
to align Microsoft 365 Copilot with your 
priorities and empower teams at scale.

The Copilot Success Kit 

Stay ahead of the curve with the latest 
research, data, and insights on the future of 
work and generative AI. Use these findings 
to inform your strategy and anticipate 
future trends.

Microsoft WorkLab 

Provide your teams with structured learning 
paths and technical documentation to build 
deep skills in Microsoft 365 Copilot, Copilot 
Studio, and other AI technologies.

Microsoft Learn 

Share the other guides in this series (Finance, 
HR, Marketing, etc.) with your fellow leaders 
to foster a consistent, enterprise-wide 
approach to AI transformation.

The AI Transformation Guide Series 

A strategic guide to help leaders understand 
options – from assistants and agents to 
custom AI – and choose the right approach 
for evolving needs.

The Business Guide to AI Solutions 

© 2025 Microsoft. All rights reserved. Names and products of other 
companies may be registered trademarks of their respective rights holders. 
This document is provided as is. The views and information contained in this 
document (including URLs and other references to websites) may change 
without prior notice. You assume all risks associated with its use. This 
document does not grant you any intellectual property rights to any Microsoft 
product. You may copy and use this document for internal reference purposes. 
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What is an agent?
An agent uses AI to automate and execute business 
processes, working alongside or on behalf of a 
person, team or organization.  

Agents vary in levels of 
complexity and capabilities 
depending on your need

g
m
s

i

Simple Advanced

Retrieval Task Autonomous

Retrieve 
information from 
grounding data, 

reason, summarize, 
and answer user 

questions

Take actions when 
asked, automate 
workflows, and 

replace repetitive 
tasks for users

Operate 
independently, 

dynamically plan, 
orchestrate other 
agents, learn and 

escalate

How do I connect to the 
corporate network?

IT Helpdesk agent

The agent has identified 
new support issues and 
triaged to other agents.

Customer Support agent

Th
ne
tr

Review outstanding open 
PO’s and begin financial 
planning

Budget Manager agent

Unlock new business 
value

Build new experiences 
for new problems

Optimize your existing 
business processes

Build new experiences
for existing problems

Enable every function 
and department

Enhance your current 
experience

Operations 
Agent

HR
Agent

Contract
Agent

function and team
Solutions for every

Trigger Instruction Plan Outcome

Orchestration

The agent automatically
reacts to triggers

The agent follows instructions 
provided by the maker

The agent takes action using 
your data and systems

The agent generates a 
response

Instructions
• The goal is to help customers with product 

questions, refunds and replacements.
• If the customer is struggling with the product and 

asked for a refund, proactively provide relevant 
product guides and information to help them.

• Search for information on the customer in internal 
systems.

• For returns and replacements, perform a check on 

….

Get CRM record

Update CRM record

Get order history

Create file

Message in Teams

I have received a refund 
request that is over $200 and 
requires your approval.

Returns agent   9/1   2:24 PM

Tell your agents when to act Design your agents’ behavior Connect your agents to
knowledge and applications Deploy agents to your channels

Natural language

Pre-built templates

Visual canvas

Code

Build the way you wantWhen an item is created
SharePoint

When a record is modified
CRM

When a new email arrives
Office 365 Outlook

Microsoft 
Graph
Productivity 
data (M365)

Microsoft 
Dataverse
Business data

Data 
connectors
External 
systems

Microsoft 
Fabric
Analytics

When a new hire starts
HR Management

* *

*

Recurrence
Schedule

knowledge 

Your
Data

M
F
A

Orches

Build your own 
network of agents

No infrastructure 
management

Granular
governance controls

Enterprise data 
protection

Streamlined lifecycle 
management

A secure,
trusted platform

Microsoft Copilot Studio

Copilot Studio platformAgent builder Copilot Studio + Azure AI

End users can extend Microsoft 365 Copilot in Business Chat All makers can start in an end-to-end web platform Developers can seamlessly integrate with Azure

Appendix

Back to Part II
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