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A G E N D A

What we will cover

01
The provocation

Maria's three-window problem, and why one agent is not the answer.
5 min

02
Foundations

Orchestration vs choreography, and where this lives in Copilot Studio.
5 min

03
The decision framework

When multi-agent is the right answer, and when it is overkill.
5 min

04
Three live demos

Single agent, two-agent handoff, full four-agent workforce.
35 min

05
Patterns and the path forward

Production realities, the mindset shift, Monday-morning actions.
10 min



W E L C O M E

What you walk away with

01
A working architecture

A four-agent design pattern you can copy on 
Monday. Orchestrator plus specialists plus a 
shared knowledge layer, each piece doing one job 
well.

02
A decision framework

Clear signals for when multi-agent is the right 
answer, and when one agent or a Power 
Automate flow is the honest choice. Most teams 
should not build this yet.

03
Pre-built Agents, end-to-end

Three demos showing the architecture under 
load, with the curtain pulled back on the MCP 
server, the database, and the Copilot Studio 
orchestration trace.



B E A T  1   /   T H E  P R O V O C A T I O N

Meet Maria

M A R I A  E S P O S I T O

Inside Sales Manager

CRONUS USA, Inc.

Runs a team of 8 inside sales reps.

Qualifies significant orders.

Decides what to commit to.

The question she answers ten times a day

"Can we commit to this order?"

She needs three things she does not have in one place:

C U S T O M E R

Who is this really, and what is our history?

C R E D I T

What is their current standing and exposure?

S T O C K

Do we have it, and can we ship by the date?



B E A T  1   /   T H E  P R O V O C A T I O N

The trap most teams fall into

One agent
for everything

Customer data Credit logic

Inventory state Pricing rules

Disambiguation Recommendation

Looks reasonable. Ships to production. Fails visibly in front of the CFO.



T H E  R E F R A M E

What if AI worked the way human teams actually work?

S P E C I A L I S T S

Each expert in one domain

Sales knows customers. Finance knows credit. 
Inventory knows stock. None speaks outside its 
lane.

C O O R D I N A T O R

One conductor who synthesizes

Decides who to ask. Combines answers. Hands 
back one coherent recommendation in plain 
language.

S H A R E D  C O N T E X T

Common ground across the team

All specialists draw from the same well of 
structured business knowledge. Nobody is 
working from a stale copy.

This is multi-agent orchestration. Three ideas. Nothing more.



B E A T  2   /   F O U N D A T I O N S

The vocabulary

A G E N T

An LLM-powered system with a defined purpose, system instructions, 
and access to tools or knowledge.

O R C H E S T R AT I O N

One coordinator agent decides which specialists to invoke and 
synthesizes their outputs. Centralized.

M U LT I - A G E N T  S Y S T E M

Two or more agents collaborating on a task. Each has a narrower scope 
than a single-agent equivalent would.

C H O R E O G R A P H Y

Specialists hand off directly to each other based on what each just 
produced. Decentralized.



B E A T  2   /   F O U N D A T I O N S

Two topologies

H U B  A N D  S P O K E   /   O R C H E S T R A T I O N

Conductor

Sales Finance Inventory

Conductor invokes specialists, synthesizes answers, returns one response.

P E E R  T O  P E E R   /   C H O R E O G R A P H Y

Sales Finance Inventory

Each specialist hands off directly to the next. No central conductor.

Today we build hub-and-spoke. The trade-offs are real and we will name them in Demo 2.



B E A T  2   /   F O U N D A T I O N S

Where this lives in Copilot Studio

A G E N T  S E T T I N G S

Generative orchestration

The orchestrator decides at runtime which 
connected agents to invoke. No hardcoded 
routing. The connected-agent descriptions are the 
routing logic.

O R C H E S T R A T O R  O N L Y

Connected agents

Agents that another agent can call as part of its 
reasoning. The orchestrator sees them as tools. 
The specialists never see each other directly.

E N V I R O N M E N T - L E V E L

MCP servers

External tool servers all four agents share. Where 
structured business logic lives. Queryable, typed, 
deterministic. The third layer of the architecture.



B E A T  3   /   T H E  D E C I S I O N  F R A M E W O R K

When multi-agent is the right answer

Y E S

Clear domain boundaries

The work decomposes naturally into distinct expertise areas with different vocabularies, data sources, and decision rules. Sales, Finance, and Inventory pass this test.

Y E S

Distinct data governance

Different teams own different data with different access controls. A single agent with all permissions creates an audit nightmare. Multiple specialists with scoped access is cleaner.

Y E S

Independent expertise ownership

Different humans should be able to update different agents independently. If your finance team will never touch the inventory agent's prompt, you have separation.

You probably need at least two of three before this is worth the cost.



B E A T  3   /   T H E  D E C I S I O N  F R A M E W O R K

When it is overkill

N O

Single linear workflow

If the path is deterministic and the same every time, this is Power Automate. Do not bring four agents to a sequence of three steps.

N O

Single domain of expertise

If credit, inventory, and customer policy are all owned by the same team, with the same vocabulary and the same decision rules, you do not need multiple agents. Multi-agent earns its cost 
when distinct expertise areas need distinct discipline.

N O

One owner, one team

If the same person maintains all of it, the operational overhead of multiple agents buys you nothing. Coordination is what multi-agent is for. If there is nothing to coordinate, skip it.

Most teams should start with one agent and split only when it hurts.



T H E  S C E N A R I O

CRONUS USA, Inc.

T H E  C O M P A N Y

CRONUS USA, Inc.

Furniture distributor on Business Central. Three warehouses. Mid-market. The CRONUS every 
BC pro knows.

T H E  Q U E S T I O N

"Adatum Corporation wants 500 units of 1900-S PARIS Guest Chair, black, shipping next 
Friday, on NET-30 terms. Can we commit?"

Requires three domains

W H O  i s  t h i s  c u s t o m e r

Two Adatums in the system. Disambiguate first.

W H A T  i s  t h e i r  c r e d i t

Limit, balance, threshold, recommendation.

W H E N  c a n  w e  s h i p

On-hand by warehouse, inbound by date.



D E M O  1   /   ~ 7  M I N U T E S

The Limitation

One agent. Every tool. Reasonable instructions. Watch what happens when you run the same question three times.

W A T C H  F O R

Which Adatum the agent picks. Or whether it picks at all.

How confident it sounds about its choice.

Whether the same prompt produces the same answer on different runs.



D E M O  1   /   I N  P R O G R E S S

The naive Order Assistant

T H E  P R O M P T

Adatum wants 500 units of
1900-S PARIS Guest Chair, black,
shipping next Friday,
on NET-30 terms.

Can we commit?

W A T C H  F O R

Which Adatum the agent picks (or whether it asks).

How confident the answer sounds.

Whether two runs of this prompt look the same.

If the agent stalls or hiccups, hold here. Reread the prompt out loud. Buy time.



D E M O  1   /   W R A P

Same prompt. Three different answers.

R U N  1

Qualified both

Ran the full credit and inventory check against 
BOTH Adatums in parallel. Returned a side-by-side 
dashboard. Asked the user to pick.

Helpful, but doubled the work

R U N  2

Picked the right one

Committed to Adatum Corporation (10000). 
Returned a clean qualification. Mentioned the 
duplicate as a footnote at the end.

Correct, with hedge

R U N  3

Picked the wrong one

Committed to Adatum Holdings (10095). 
Confidently produced a credit denial for a 
customer record that should not exist.

Confidently wrong

You cannot ship this to Maria. Not because it fails. Because you cannot predict what it will do.



D E M O  2   /   ~ 1 2  M I N U T E S

Specialization

Sales plus Finance, coordinated by an orchestrator. Inventory still missing on purpose.

W A T C H  F O R

The Sales Specialist disambiguating Adatum without being told how.

The Order Conductor honestly admitting what it does not know.

The architectural choice between orchestration and choreography.



D E M O  2   /   I N  P R O G R E S S

Order Conductor with Sales + Finance

T H E  P R O M P T

Adatum Corporation wants 500 units of
1900-S PARIS Guest Chair, black,
shipping next Friday,
on NET-30 terms.

Can we commit?

W A T C H  F O R

Sales disambiguating Adatum without being told how.

The Conductor admitting Inventory is missing.

Lane discipline at the boundary.

If the agent stalls or hiccups, hold here. Reread the prompt out loud. Buy time.



D E M O  2   /   W R A P

The architectural decision we just made

O U R  C H O I C E   /   H U B - A N D - S P O K E

Easier to reason about, easier to debug.

Synthesis logic in one place.

Routing decisions are inspectable.

Specialists never need to know about each other.

Best for stable, well-shaped questions.

A LT E R N AT I V E   /   P E E R - T O - P E E R

More flexible, harder to trace.

Handles unanticipated paths better.

No single source of truth for what happened.

Harder to debug when things go wrong.

Best for dynamic, branching workflows.

Use orchestration for well-shaped questions. Use choreography when the path branches unpredictably.



D E M O  3   /   ~ 1 6  M I N U T E S

The Workforce

Three specialists. One conductor. Shared knowledge through MCP. The full architecture in motion.

W A T C H  F O R

The headline: 46.40% current, 84.40% projected, 85% threshold.

The split-shipment plan: 300 MAIN + 150 EAST today, 50 WEST in 3 days.

The curtain pull: MCP server code and SQL Server underneath.



D E M O  3   /   I N  P R O G R E S S

The full four-agent workforce

T H E  P R O M P T

Adatum Corporation wants 500 units of
1900-S PARIS Guest Chair, black,
shipping next Friday,
on their standard NET-30 terms.

Can we commit?

W A T C H  F O R

Headline: 46.40% current, 84.40% projected, 85% 
threshold.

Split-shipment plan: 300 MAIN + 150 EAST today, 50 
WEST in 3 days.

The curtain pull: MCP server, SSMS, and the local laptop.

If the agent stalls or hiccups, hold here. Reread the prompt out loud. Buy time.



D E M O  3   /   W R A P

Three layers, each doing one job

O R C H E S T R AT I O N

Order Conductor in Teams. Routes the question to specialists. Synthesizes the answer.

S P E C I A L I Z AT I O N

Sales, Finance, Inventory in Copilot Studio. Each owns one domain. None speaks outside its lane.

S H A R E D  K N O W L E D G E

MCP server plus SQL Server. Typed tools, deterministic logic, single source of truth for the data.

Keep the layers. The temptation to flatten is the most common failure mode in production.



B E A T  5   /   P A T T E R N S

What we just demonstrated, in pattern form

Orchestrator-Worker

One conductor agent invokes many specialist agents. Synthesis happens centrally.

EXAMPLE: Order Conductor plus three specialists in our build.

Smart Tools, Simple Agents

Push business logic into typed MCP tools. Agents become invocation engines.

EXAMPLE: check_availability returns a plan, not raw stock numbers.

Tool Exclusivity

Each specialist registers only the tools relevant to its domain. Discipline at the 
boundary.

EXAMPLE: Finance agent has 2 tools. Inventory agent has 2 tools. Zero overlap.

Shared Knowledge Layer

All agents read from the same structured source. No copies, no drift.

EXAMPLE: Single SQL Server database. All four agents touch it through MCP.



B E A T  5   /   E X T E N S I O N S

Your workforce is not limited to Microsoft

Same architecture. Different brain.

MCP and HTTP are the bridges. A specialist agent in Copilot Studio can delegate research, 
reasoning, or specialized work to any model that speaks those protocols. Claude. GPT. A 
locally-hosted open-weight model. A purpose-built service.

The pattern is identical. The orchestrator does not care which model is on the other end of the tool. 
It cares that the tool is well-defined and the response is well-typed.

Conductor

Sales Finance Research

Claude
(via MCP)

A research specialist could delegate to Claude through MCP.



B E A T  5   /   P R O D U C T I O N

What to think about before you ship

G O V E R N A N C E

Who owns each agent. Who can change prompts. Who reviews tools and approves 
new ones. Multi-agent systems multiply the surface area you have to govern.

C O S T

Every specialist call is a model call. Orchestrators multiply your calls. A four-agent 
run can cost 3 to 5 times a single-agent run. Budget accordingly.

L AT E N C Y

Specialists in series can double or triple response time. Design for parallel where 
the questions are independent. Teams users abandon at 8 seconds.

A U D I T

When a recommendation produces a bad business outcome, can you reconstruct 
which specialist returned what? Copilot Studio's tracing helps. Turn it on.



T H E  M I N D S E T  S H I F T

You are not writing code that solves problems.

You are conducting agents that solve problems.

The hardest skill is no longer writing the function. It is deciding which agent gets called when, with what context, and reviewing what they hand 
back. That is conducting.



T H E  C L O S E

Monday morning

01
Build one agent first

Single agent. Real tools. Real data. Ship it internally and watch where it fails consistently.

02
Find a clean failure line

If the failures cluster around one type of question, that is your first specialist. Split along the failure line, not along your org chart.

03
Add an MCP server before the second agent

Shared knowledge through typed tools is what makes multi-agent maintainable. Get this layer right before you split agents.

04
Resist the temptation to flatten

Keep the three layers. Push business logic into MCP tools. Keep specialists in their lanes. Let the orchestrator orchestrate.



T H A N K  Y O U

Questions?

R E S O U R C E S

Session code, MCP server, agent specs, demos: https://github.com/dgpblogster/dynamicscon26

Connect: https://www.linkedin.com/in/marianogomezbent/

Mariano Gomez Bent /  Chief Technology Officer @ Mekorma, Inc. / Former Microsoft Business Applications MVP (16x)
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