Microsoft Licensing in
the Copilot Credits Era

Navigating the shift from seat-based
SaaS to Al consumption economics.




The era of predictable per-user licensing is under pressure.

You cannot sell Al services on a fixed monthly fee when the underlying cost is highly

variable model and token consumption.
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Predictable, fixed $30/month

The Present / Future

Token Consumption

Variable, compute-driven



Copilot Credits are the commercial abstraction over raw compute.

Credits behave exactly like an Azure compute bill, shifting the budgeting risk of API token
consumption back to the customer while remaining inside the Microsoft 365 ecosystem.

Copilot Credits

Compute /
OpenAl Tokens

Microsoft

Orchestration Engine 1l

Enterprise Azure
Billing Subscription
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The unpredictability of information worker tasks.

There is no telling what a ‘big’ or ‘small’ task is. Information workers adapt to varied documents
and complex prompts. Throwing a prompt into Copilot Cowork is like rolling dice for token spend.
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Two Harnesses, Two Radically Different Cost Models.

p

Standard Harness

B

Advanced / GitHub Harness

Rooted in legacy Power Virtual
Agents (PVA)

Predictable, rule-based operations

Action-based pricing model

Zero-rated if user holds an M365
Copilot license

—> Agentic and creative logic

—> Utilizes retry loops to achieve
complex goals

—> Significantly higher capability

—> Burns Copilot Credits for every action

regardless of existing M365 licenses




M365 Copilot licenses no longer blanket-cover custom agents.

Microsoft Copilot Studio defaults users to the Advanced harness in the Ul. Cost optimization
now requires intentional architectural downgrades.

Advanced & Graph

Standard Zone
e Grounding Zone

Fully covered by the T @)
@ Entirely meter-driven

$30/mo per-user

M365 Copilot license. via variable Copilot
Credits.




End-users shouldn’t manage Al economics.

Organizations must adopt automated routing layers to prevent
surprise bills, abstracting the choice away from the information worker.
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Step 2: The Scalable Future

{ User Prompt |

Smart Router
| Calculates cost/complexity

[ S Cost-Optimized Model l 1T High-Capability Model
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Microsoft's differentiator isn't the model—it’s the organizational grounding.

Work IQ turns generic Al into a tool that understands your company's data. However, it is
transitioning from a simple feature toggle into its own credit-metered product model.

J The metered intelligence layer
extracting business value
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Business data requires a separate intelligence layer.

Dataverse is fundamentally distinct from Microsoft Graph. Expect separate licensing treatments
and Al layers (like App/Fabric 1Q) for structured business applications and semantic models.

Microsoft Graph

(Work 1Q)

Unstructured Data
Emails
Word Docs

Teams Messages

Structured Data

Transactional
business records

Semantic models

Power Apps /
Dynamics data
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The hidden cost of ‘Always-On’ Al.

Cron jobs in a container. Continuously running background agents like Scout or OpenClaw provide high
(e.g., morning summaries) but introduce the massive risk of runaway token consumption while you sleep.
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The governance reality of true Autopilots.

Moving past marketing language to the operational definitions of Agent 365 and Foundry.

Copilot
Acts on your behalf, utilizes your
specific user permissions.

% ‘I;tJra ID

Sponsor

Autopilot

Independent entity, joins meetings alone,
governed by sponsor oversight.
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Autonomous agents require their own Saa$ seats.

You aren’t just paying for the Al’s “brain” (variable token credits)—you must buy it the
“software tools” (fixed SaaS seats) to do its job.
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Capability / Autonomy

Task-based

Autonomous

Mapping your Al deployment strategy

Balancing autonomy against financial predictability

Autopilots / Scout / .
OpenClaw

. Advanced /
. GitHub Harness

Standard Copilot .
Studio Harness

. Copilot Chat

Predictable Fixed Seat Variable Consumption

Cost Model
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The landscape is still volatile.

Distinguish between a functional preview (exciting technology) and commercial
General Availability (where the real financial and licensing models are finally revealed).

Similar to Dynamics classic workflows, legacy options will persist.

Preview Features Power Platform Ignite GA Pricing &
Announcements Conference (Nov 17-20) Licensing Reveal
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Stay ahead of the licensing curve.

Essential resources for the ‘dirty details’ of Microsoft Al economics.

Licensing.Guide Copilot Credits Guide CRM Rocks Podcast

Tracking month-to-month Navigating token Episode 165 featuring
undocumented changes. abstraction. Jukka Niiranen.



