
AI, Neat or On the Rocks?
How SMB Leaders Can Sip AI Safely Without Getting Burned
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Agenda

Why AI feels confusing (and noisy)

Where SMBs are actually seeing value

The AI adoption journey (what works, 

what doesn’t)

Copilot, agents, and what those words 

really mean

How to avoid security and “shadow AI” 

problems

How SMBs should move forward — 

calmly and confidently
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OUR HISTORY OF “POURING, NOT PUSHING”

We’ve Been Talking AI since 2023

AI Is Like Your Drinking Buddy

Copilot Is Like the Co-Worker You 

Trained

AI Adoption Journey

Prompting University

Local government AI briefings

Client AI Councils

The AI Powered Executive

Security + AI awareness sessions
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THE AI ADOPTION JOURNEY

Most Businesses Don’t Jump 

— They Ease In

Personal Productivity

“Help me get through 

the day”

Team & Department Help

“Help us work the 

same way”

Agents & Long-Tail Value

“Help us think better, 

faster”
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ROI, TEXAS-STYLE

Where SMBs Actually See Payoff

Early wins:

Time saved

Less email

Fewer meetings

Real wins:

Better decisions

Fewer dropped balls

Less tribal knowledge risk

Executive focus
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FRONTIER FIRM THINKING

Frontier Firms Aren’t Fancy — 

We Are Intentional

We don’t “do AI everywhere”

We pick our spots

We start with structure

We scale calmly
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AI READINESS

Before You Pour AI In…

Do we know where our data 

lives?

Do we get rid of old crap?

Do we know what’s current or 

final?

Do we know who should see 

what?

Clear filenames, no duplicates

Beware delays or beware 

“Shadow AI”
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WHAT PEOPLE MEAN BY “AGENTS”

Agents Are Not Robots Running Amok

They are focused assistants

Built for specific purposes

Fed only approved information

Designed to help humans decide

“Digital workers”

Lookup & Q&A

Task helpers

Process support

Autonomous 
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COPILOT STUDIO “LITE” TEMPLATES

Get started quickly with agents by selecting pre-made templates and customizing them to fit your specific needs.
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COPILOT STUDIO “LITE” AGENTS

This Is the Shallow End of 

the Pool

Built inside Copilot Chat

Plain-English setup (If 

you can explain it, you 

can build it)

Great for:

Policies

Onboarding

FAQs
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LITE AGENT SCREEN

What You’re Seeing

Simple setup

Clear scope

Starter questions

Quick testing

No-code experience 

(guided, opinionated)

Up to 20 sources 

File types limited to 

PDF, Most Office types
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FULL COPILOT STUDIO AGENTS

This Is Where AI Grows Up

Structured instructions

Curated knowledge

Designed for reuse

Managed like a business asset

Low-code platform (power, control, 

extensibility)
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WHY INSTRUCTIONS MATTER

This Is the “House 

Rules” Slide

Use approved 

documents only

Don’t guess

Explain in 

business 

language

Say “I don’t 

know” when 

appropriate
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KNOWLEDGE BASE DISCIPLINE

Less Is More

Financial summaries

Policies

SOPs

Executive-ready docs
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REASONING 

What Executives Should 

Notice

Trends over time

Clear explanations

Source citations

Calm confidence
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PUBLISHING

Where to access?

Microsoft 365 Copilot 

Best for: Executives, 

managers, knowledge 

workers

Microsoft Teams

Best for: Operational 

managers, department 

leads

Web App / Embed

Best for: Portals, external 

users, demos
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ROLE-BASED IDEAS

Executives

“What changed and why 

should I care?”

Finance

Budget vs actual

Margin pressure

Ops / Sales / HR

RFP help

Policy clarity

Onboarding support
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ROLE-BASED IDEAS

Typical Titles Agent Name Agent Question (Example) Types of Content Types of Content/Data Source ROI / Benefits

Owner / CEO / 

President

Executive Briefing 

Agent

“What changed this month 

and why does it matter?”

KPI summary, 

highlights, risks

Monthly ops report (PDF), KPI 

dashboard (Excel), leadership notes 

(DOCX)

Faster exec awareness; fewer 

meetings; decision speed

Owner / CEO / 

President

Board Prep 

Assistant

“Turn this month’s results into 

board talking points.”

Board memo, 

narrative
P&L, cash flow, KPI deck, risk register

Saves prep time; sharper board 

communication

Owner / CEO / 

President

Decision Support 

Agent

“What are the top 3 issues I 

should focus on this week?”

Priority 

framework, action 

list

Leadership notes, KPIs, major project 

status

Reduces decision fatigue; 

improves focus

Owner / CEO / 

President
Risk Radar Agent

“What risks increased and 

what should we do?”

Risk summaries, 

mitigations

Risk register, security policies, vendor 

contracts
Early warning; fewer surprises

Owner / CEO / 

President

Strategic Planning 

Companion

“Draft 3–5 priorities for next 

quarter.”
OKRs, priorities

Annual plan, QBR notes, SWOT, 

meeting notes

Speeds planning; consistency 

across leaders

Owner / CEO / 

President

Executive Inbox 

Summarizer

“Summarize threads about 

pricing, churn, and hiring.”

Summaries, 

themes

Outlook exports, Teams chat 

summaries, key docs

Time savings; reduces missed 

items

Owner / CEO / 

President

Business Health 

Check Agent

“Are we healthier than last 

quarter?”
Trend analysis

Quarterly KPI pack, P&L, balance 

sheet

Detects drift early; better 

forecasting

Owner / CEO / 

President

Due Diligence 

Assistant

“What red flags exist in these 

contracts and financials?”

Risk flags, 

summaries
Contracts (PDF), financial packets

Faster diligence; reduces legal 

surprises

Owner / CEO / 

President

Advisor Prep 

Agent

“What questions should I ask 

my CPA this month?”

Question list, 

agenda
Financials + CPA notes

Better advisor meetings; 

improved outcomes

Owner / CEO / 

President

Plain‑English 

Finance Translator

“Explain our cash flow in 

simple terms.”

Translation + 

explanation
Cash flow statement, notes

Improves understanding; faster 

decisions

Content Types that 

Work Best

 - Monthly/Quarterly 

financial packets (P&L, 

Balance Sheet, Cash 

Flow)

 - Budget vs Actual

 - Policies + SOPs + 

checklists

 - Executive summaries & 

QBR decks

 - Controller/CPA notes 

(huge value)
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ROLE-BASED IDEAS

Typical Titles Agent Name Agent Question (Example) Types of Content Types of Content/Data Source ROI / Benefits

CFO / Finance / 

Controller

Budget vs Actual 

Agent

“Where are the biggest 

variances and why?”

Variance 

commentary
Budget vs actual (Excel), P&L (PDF)

Faster analysis; fewer 

spreadsheet hours

CFO / Finance / 

Controller

Cash Flow Insight 

Agent

“What’s driving cash 

up/down?”

Drivers, 

recommendations
Cash flow + AR/AP aging

Prevents cash surprises; better 

runway planning

CFO / Finance / 

Controller

Margin Pressure 

Detector

“Which costs are growing 

faster than revenue?”
Cost trends P&L by category Protects margin; cost control

CFO / Finance / 

Controller

Month‑End Close 

Assistant

“Summarize close highlights 

and anomalies.”
Close recap Close checklist, financial pack

Faster close communication; 

fewer errors

CFO / Finance / 

Controller
Audit Prep Agent

“What documents are missing 

for audit?”

Document request 

list

Audit checklist, policy binder, financial 

statements

Reduces audit scramble; lowers 

audit cost

CFO / Finance / 

Controller

Expense Policy 

Interpreter
“Is this expense allowed?” Policy Q&A Expense policy, travel policy

Less back‑and‑forth; consistent 

decisions

CFO / Finance / 

Controller

Forecast Review 

Agent

“Are assumptions realistic vs 

history?”

Assumption 

review
Forecast model, prior actuals Better forecasts; fewer surprises

CFO / Finance / 

Controller

Pricing & 

Profitability Agent

“Which services/products are 

least profitable?”

Profitability 

summary
Service catalog, COGS, pricing sheets

Improves pricing; increases gross 

margin

CFO / Finance / 

Controller

Bank/Investor 

Q&A Agent

“Draft lender update based on 

results.”
Narrative update P&L, cash flow, KPIs

Better stakeholder confidence; 

time saved

CFO / Finance / 

Controller

CPA Collaboration 

Agent

“Summarize CPA notes and 

action items.”
Action tracker CPA emails, notes, tax docs

Better follow‑through; fewer 

missed tasks

COO / Ops / GM
Operational KPI 

Agent

“What’s moving in delivery, 

backlog, throughput?”

Ops trend 

summary
Ops dashboard, project tracker

Faster ops decisions; improved 

throughput

COO / Ops / GM
SOP Navigator 

Agent

“What’s the correct process for 

X?”
SOP Q&A SOP library, playbooks

Consistency; reduces training 

load

Sources (in priority 

order)

 - SharePoint / 

OneDrive curated 

folders

 - Teams files 

(structured channels)

 - File upload 

(pilot/demo only)

 - System exports only 

when summarized first 

(avoid raw GL dumps)
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HOW ORGANIZATIONS SHOULD START DISTILLING

A Calm, Sensible Path Forward

AI Readiness Assessment

Copilot pilot- AI Council

Use case brainstorming

One or two agents

Measured expansion
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SUMMARY 

Key Takeaways

AI doesn’t have to be 

scary

Structure beats speed

Copilot keeps AI inside 

the fence

Agents should help 

people think, not replace 

them

The goal is confidence, 

not flash
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Q&A

Any questions ?

The Fulcrum Group, Inc.

1670 Keller Parkway, Suite 130, 

Keller, TX 76248-3769

Phone:  817-337-0300

Help Desk:  817-898-1277

Web:     www.fulcrum.pro

Support:    helpdesk@fulcrumgroup.net 

http://www.fulcrumgroup.net/
mailto:steve@fulcrumgroup.net
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