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Challenge and Solution

T H E  S O L U T I O N

Successful adoption 
campaigns require a clear 

vision, strategy, and detailed 
planning in addition to the 

right mix of technical, 
business & program 

management expertise

Trace3 experts will develop a 
comprehensive Copilot 

adoption strategy, execute a 
pilot program and equip your 
organization for a successful 

production release, 
accelerating time to value, 

maximizing return on 
investment, and increasing 

user satisfaction

T H E  C H A L L E N G E



Ready, Set Go! - 
Trace3’s Copilot 
Adoption
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Obstacles To Successful Copilot Adoption

Missing or poorly operationalized security capabilities 
(Data Security, Data Governance, IAM, etc.)

Lacking vision and strategy on how Copilot is to be used 
beyond basic use cases

Poor SharePoint Data Management practices
Poor or nonexistent end user readiness & engagement 

strategy

Missing or poorly operationalized AI Governance 
program

Lacking a functioning community of practice

Lacking management, optimization & extensibility 
strategy – plugins, integrations, management and risk

Ineffective end user training results



R E A D Y

• Current state readiness and data 
security posture assessment

• Establish Center of Excellence, 
Champions and Pilot group

• Education and envisioning 
workshops to align capabilities with 
business needs and develop a user 
centric adoption strategy

S E T

• Key stakeholder onboarding, 
training, testing and use case 
validation

• Develop onboarding guides, training 
artifacts, best practices, FAQs, & 
communication templates

• Collaborate with key stakeholders to 
develop necessary policy, standards, 
process, basic platform 
configuration & tuning

G O

• Onboarding and training of pilot 
group & White Glove support for 
designated personnel

• Office hours support for best 
practices, prompt sharing, and FAQs

• Identification of success stories and 
development of value realization 
story related to increased 
productivity

Trace3’s expert-level Technology, Cloud, Security, AI, Governance, Risk, and Compliance professionals will 
accelerate your Copilot for Microsoft 365 program by developing an adoption strategy inclusive of a CoE, 
champions team, user engagement, use case development, security by design, training, pilot program execution 
and support enabling secure, efficient and responsible AI Transformation



7

Develop 
scenarios and 
use cases

Ready

Develop 
COE and 
establish 
R&Rs

Educate & 
Envision

CENTER OF EXCELLENCE

Identify stakeholders, develop charter, define R&Rs

EDUCATE & ENVISION

Education and envisioning workshops with Copilot COE on key 
capabilities and business scenario/use case prioritization

ADOPTION STRATEGY

Value realization framework, measurement and reporting plan, 
engagement & training strategy
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Classify and 
Contextualize 
Sensitive Data

READY

M365 DATA SECURITY POSTURE ASSESSMENTDiscover 
and 
Inventory 
Sensitive 
Data

Identify, 
Prioritize 
and 
Remediate 
Data Risk

DISCOVER, INVENTORY, CLASSIFY

Discover, inventory, classify and contextualize sensitive data 
within the cloud, specifically related to the M365 Platform. 

ANALYZE, CORRELATE, CONTEXTUALIZE

Analyze data inventory, elements, and context of data (type, 
compliance, etc.) and correlate with Microsoft 365 posture

DATA SECURITY POSTURE ASSESSMENT

Surface and identify risk to data stored within cloud 
environment by detection of toxic combinations of risk

PRIORITIZED REMEDIATION RECOMMENDATIONS

Develop prioritized remediation roadmap based on risk and 
aligned to MS best practices, industry standard frameworks and 

compliance requirements
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COE Artifacts

SET

Training & 
Testing

Collaboration 
with staff on 
security 
remediation 

EARLY ADOPTER ONBOARDING

Prerequisites check including, licensing and software.

Onboarding, training and testing of basic functionality and 
features

Testing of stakeholder specific scenarios, as defined in 
envisioning workshops

EARLY ADOPTER ONBOARDING

Development of Copilot COE artifacts including, but not limited 
to onboarding guides, training artifacts, best practices, FAQs, 

communication templates, etc.

TECHINCAL & SECURITY READINESS

Collaborate with key personnel on development of policy, 
standards, process and or platform configuration to address 

roadmap remediation requirements prior to Go phase.
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Office Hours & 
White Glove 
Sessions

GO

Best 
Practices

Reporting

PILOT GROUP ONBOARDING

Pilot group prerequisites check including, licensing and 
software.

Onboarding and training of Copilot for Microsoft 365 including, 
but not limited to initial per application usage of features, best 

practices, dos and don’ts

Stakeholder specific usage scenarios, as defined in envisioning 
workshops

PILOT GROUP SUPPORT

White glove sessions, onboarding and training sessions, as 
required

Office hours for support and prompt sharing

Pilot group feedback gathering

PILOT REPORTING

Service usage review, health and support monitoring

Identification of success stories related to Copilot

Updates and refining to COE artifacts and relevant 
documentation created in previous phases.



Trace3’s Approach To 
Copilot Adoption
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Trace3’s Approach To Copilot Adoption

• Project kickoff, planning & coordination

• Identify key stakeholders for COE & Pilot

• Align on “North Star” objectives for 
Copilot Adoption

• Develop Copilot COE Charter & RACI

• Education & envisioning workshops

• Adoption strategy planning & workshops

• Technical & Security Readiness 
Assessments

• Onboard, training and testing of basic 
functionality & features for COE

• Business scenario and use case testing

• Develop Copilot COE artifacts including, 
but not limited to onboarding guides, 
training artifacts, best practices, FAQs, 
communication templates, etc.

• Collaborate with key stakeholders for 
technical readiness/security remediation 
prior to wider adoption

• Execute pilot group adoption strategy 
(communications, training, onboarding, 
enablement, office hours, white glove 
support for key stakeholders, etc.)

• Service usage review, health and support 
monitoring

• COE artifact refinement

• Pilot completion and production 
readiness planning

• Executive summary readout

Ready
6 Weeks

Set
6 Weeks

Go
6-8 Weeks1 2 3

Outputs
• COE (SP/Teams), Charter & RACI
• Workshop materials
• Technical & Security improvement plan
• Copilot Adoption strategy

Outputs
• Business scenario and use case matrices
• COE materials
• As built documentation related to technical & security 

remediation

Outputs
• Service usage & value framework reporting
• Refined Copilot Adoption Strategy to include 

production rollout
• Executive Summary of engagement



Questions
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MANAGEMENT 
CONSULTING

RESEARCH

VENTURE
RELATIONS

EXECUTIVE
SERVICES

CLOUD 
SOLUTIONS

APPLICATION

MIGRATION

SERVICES

DATA
& ANALYTICS

SECURITY
SOLUTIONS

ARTIFICIAL 
INTELLIGENCE

MANAGED

SERVICES

TECH 
INCUBATOR

Thank 
You!



Trace3 Overview
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At Trace3, we 
believe:

All possibilities live 
in technology

P R E M I E R  P A R T N E R

I N N O V A T I O N

T R A C E 3 ’ S  V I S I O N

We are the premier technology solutions provider for 
enterprise and commercial clients. Trace3 provides access 

to emerging tech from Silicon Valley coupled with elite 
engineering that drives end-to-end solutions in cloud, data 

and analytics, security, and the data center.

Trace3 empowers executives and their organizations with 
technology innovation to keep pace with evolving business 

needs and give them a competitive advantage. 

Our vision statement is to always be an innovator in the 
industry, with commitment to business value realization for 

our clients.



Trace3’s Highly Differentiated Business Model
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E M E R G I N G  
T E C H N O L O G Y

• Innovation embedded in 
Trace3 DNA

• Unique venture capital 
ecosystem

• Unmatched insight into 
new technology

E L I T E  E N G I N E E R I N G

• Significant investment in 
consulting and 
engineering talent

• Elite vendor partnerships 
and loyalty to the client

• Best-in-class service and 
delivery execution

C L I E N T  I N T I M A C Y

• Regional model built to 
optimize client intimacy

• Thousands of clients 
across all industries

• Early client access to 
emerging technology



S O L U T I O N S

S E R V I C E S

E N A B L E M E N T
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Trace3’s 
Suite of 
Products and 
Services

• P r o f e s s i o n a l  S e r v i c e s

• A s s e s s m e n t  a n d  A d v i s o r y  S e r v i c e s

• M a n a g e d  S e r v i c e s

• M a n a g e m e n t  C o n s u l t i n g

• P r o j e c t  a n d  P r o g r a m  M a n a g e m e n t

• I n n o v a t i o n  I n s i g h t s

• E m e r g i n g  V e n d o r s

• R e s e a r c h  E n g i n e

• V e n t u r e  R e l a t i o n s

• T e c h n i c a l  C e r t i f i c a t i o n s

• E n g i n e e r i n g  T a l e n t

• L o c a l  R e s o u r c e s

• V e n d o r  P a r t n e r s h i p s

• E x e c u t i v e  S e r v i c e s

• C l i e n t  E x p e r i e n c e  
P o r t a l s

• C l o u d

• C l o u d  S e c u r i t y

• D a t a  P r i v a c y

• S e c u r i t y  &  N e t w o r k i n g

• D a t a  &  A n a l y t i c s

• G e n A I  S t r a t e g y ,  
A d o p t i o n n  &  G o v e r n a n c e
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Trace3 Capabilities Overview

$2B+ Revenue

5,500+ Clients 

60 Top Tier VC 

Partners

4500+ Tech Solutions

Managed
Services

Venture
Relations

Application
Migration
Services

Data & Analytics

Technology 
Evaluation & Resale

Security Solutions

Innovation & 
Research

Content Center & 
Collaboration

Cloud
Solutions

IT & Data Center 
Operations

- Office of the Chief Technology Officer (OCTO) Solutions

1200+ Employees

https://trace3.box.com/s/nk0vc110droxu3r7kc29kyxengyeoae2


Cloud 
Security 

Fusion Team

Cloud Security 
Governance & Strategy

Cloud Security 
Reference Model

Cloud App Modernization, 
Migration, & Security

Offensive Security in 
the Cloud

Advanced Cloud 
Consulting Services

Cloud Identity and 
Access Management

Cloud Security 
Operations, IR, and SOAR

Cloud DevOps 
and DevSecOps

Cloud Security 
Tooling Rationalization

Data Security & Privacy
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Cloud Solutions at Trace3

Cloud 
Strategy

Cloud 
Infrastructure 

and 
Architecture

Cloud 
Platform 
Security

Cloud FinOps
Modern 

Workplace
Hybrid Cloud

Consulting

AWS, Azure, 
Google Resale

Cost 
Optimization

M365 Copilot 
Adoption 

Accelerator

GitHub Copilot 
Adoption 

Accelerator

AI Adoption 
Framework

Cloud Adoption 
Framework 

(CAF)

Secure Cloud 
Foundation

Cloud 
Reference 

Architecture

Migration 
Services

           

Application 
Modernization

AI Governance

Cloud Security 
Strategy & 
Programs

Cloud Data 
Security & 

Privacy

M365 Security 
Program

M365 Email 
Security

Abnormal 
Security + 
Defender

Adoption 
Framework

Design & 
Architecture

Compute & 
Storage

BC/DR

Cloud Native 
Security 

Solutions
           

Cloud 
Platform 

Engineering

DevOps/SRE 
Architecture & 

Services

App 
Modernization 
& Refactoring

Observability
           

Automation & 
Pipeline 

Modernization

Netskope 
CASB Design & 

Deployment

World Class 
Cloud 

Consulting

Licensing for 
Microsoft, 

Google 
Workspaces
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Security Services at Trace3

Securing 
how you do 

business.

Governance,
Risk

&
Compliance

Identity
&

Access
Management

Security 
Architecture

&
Engineering

Executive
Security
Services

Security
Intelligence

Secure 
DevOps 

(DevSecOps)

vCISO Services

Executive 
Privacy and 

Security

Zero Trust, 
Ransomware, 

and other 
Transformative 

Services

Security 
Assessments

Security 
Program 

Development

Risk 
Management

Technology and 
Security 

Framework 
Rationalizations

Identity 
Governance & 
Administration

Privileged 
Access 

Management

Access and 
Authentication 
Management

           

Identity 
Strategy and 

Advisory

Network 
Security & 

Secure 
Foundational 
Infrastructure

Wireless 
Networking 

and Security

Data 
Protection

Offensive 
Security

Incident 
Prevention 

and Response

Observability

Securing the 
Code (App, API,  

Containers, 
Infra as Code)

Securing the 
Pipeline 

(Software 
Supply Chain 

& CI/CD)

Securing the 
Deployment 
(cloud, on-
prem, and 

hybrid cloud)

DevSecOps 
Program 

Development,  
Engineering, 
and Training

Endpoint & 
Email Security
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