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What this session will cover

01 The evolution of agents 02 What is a multi-agent system?

03 Subagents, connected agents, or both? 04 Live demo: building a governance agent

05 The importance of instructions 06 What to remember about agent design
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The evolution of agents

FROM RULES

Previously the focus was on rule-based agents, 

one monolith agent with all the instructions, 

tools and knowledge sources. A “chatbot”. 

…TO REASONING

Shift in the design approach to many 

specialist agents working together, avoiding 

over-complicating one task-oriented agent. 

Moving to generative agents performing 

tasks.

T H E  C H A N G E

Architecture and design recommendations has changed and deciding on how to approach building an 

agent is more important now than before. 
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What is a “multi-agent system”?

A NETWORK OF AGENTS COLLABORATING

The main agent, the Orchestrator, is responsible for 

dividing tasks by delegating responsibility to other 

agents.

Avoiding overloading one agent with too much 

complexity and simplifying the design to ease the 

process of letting the LLM handoff a request to 

another agent.

A G E N T – T O – A G E N T

Copilot Studio supports multi-agent 

systems for collaboration between agents, 

allowing Makers to design for scale, isolate 

responsibility and ease the process of 

orchestration. 
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The “Russian doll” pattern

HIERARCHICAL PARENT-CHILD ARCHITECTURE

Subagents, Inline agents, child agents, specialist agents, 

embedded agents…

Each agent is built within the Orchestrator agent, and has a 

clear role and scope – it becomes a specialist, not a generalist

The subagents inherit the settings of the Orchestrator agent 

and will only trigger if its description matches the user intent.

A specialist agent can also hand off to another agent and 

route requests as part of a chain.
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Architecture: subagent, connected, or both?

A P P R O A C H  0 1

Subagents

Child agents created inside the 

orchestrator.

Orchestrator Agent

Child A Child B Child C

A P P R O A C H  0 2

Connected agents

Independently published 

agents called by the 

orchestrator. 

Orchestrator 

Agent

HR Agent

IT Agent

Sales Agent

A P P R O A C H  0 3  - H Y B R I D

Combined both

Inline children for tight, 

custom logic. Connected 

agents for shared, reusable 

capabilities.

Orchestrator Agent

Child A Child B

Connected agent
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Which should I use?

Subagents

Break into focused child agents when:

One developer or small team manages the whole 

solution

You want to logically group tools, instructions or 

knowledge into clearly defined child agents

Need for custom agents that possibly could change 

over time

Light weight, less set up.

Connected agents Standalone

Use connected agents when:

Multiple teams manage different agents 

independently

Agents need to be published and available on their 

own channels

Each agent requires its own dedicated settings or 

authentication configuration

Independent ALM (Application Lifecycle 

Management) per agent

Shared agent = shared changes Updating a connected agent impacts everyone using it
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One long block of instructions vs delegation

One monolith agent – will perform every task Orchestrator delegating tasks to child agents
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Governance agent with specialist subagents
U S E  C A S E

Overview of orphaned items in Power Platform environments. Orphaned assets are flows, agents and apps 

whose owner is a disabled user, and that need to be discovered, inventoried and safely deleted.

O R C H E S T R A T O R  •  P A R E N T

The Governor
Routes user messages to the right specialist.

S U B A G E N T  0 1  •  R E S E A R C H

Discovery Agent
Analyses environments for orphaned 

items. Looks for elements where the 

owner is a disabled user.

S U B A G E N T  0 2  •  I N V E N T O R Y

Inventory Agent
Tracks everything marked as 

orphaned and collects the details 

required to decide on next steps.

S U B A G E N T  0 3  •  D E L E T I O N

Remediation Agent
Once discovery and inventory are 

complete, this agent is tasked with 

deleting the item.
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L I V E  D E M O

Building a Governance Agent and
Writing Instructions



Hand off to specialist agents

The Importance of Instructions

Name your tools and agents in the orchestrator 

instructions
Example: "Use the Discovery agent when the user asks about 

scanning environment or orphaned items"

Use / to reference agents and tools directly in 

instructions
Type / inside the instructions field to get a picklist of all available 

tools and connected agents

Good descriptions drive smart routing
The LLM uses each tool/agent description to decide when to call 

it. Write descriptions like decision rules

Test routing in the Activity Map
After configuring, use the Copilot Studio test pane Activity Map 

to confirm the right agent or tool is being invoked
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In the solution

Subagent visibility
A child agent is shown as a Topic

…meaning that these agents (and 

Agent Flows) are not showing as 

what they truly are as they live 

within the scope of the parent 

agent, the orchestrator
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S U M M A R Y

What to remember about agent design

01 P R I N C I P L E

Specialists over generalists

One agent doing everything becomes impossible to debug. Scope 
each agent to a clear job - it's easier to test, troubleshoot, and 
improve

02 A R C H I T E C T U R E

Inline, connected, or both

Inline children for tight, custom logic. Connected agents for shared, 
reusable capabilities. Don't split things just because you can

03 I N S T R U C T I O N S

Write. Good. Instructions.

The orchestrator gets a simple brief; specialists get scoped ones. 
Agent and tool descriptions are how the orchestrator knows where 
to send work

04 O P E R A T I O N S

Governance and ownership

Who owns each agent, who can change it, and what happens when 
the owner leaves? Build for the entire lifecycle, not just for flashy 
demos

05 H A N D O F F S

Design for handoffs

Agents collaborate; they don't compete. Build clean handoff points 
so work flows between specialists without dropping context.

06 D E S I G N

Architecture over prompts

Scale responsibilities, not instructions. When prompts get long, 
that's a signal to split the agent – not to add more instructions
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Resources & links

01

Multi-agent orchestration patterns

Serial, concurrent, agentic & A2A – official guidance

learn.microsoft.com/en-us/microsoft-copilot-

studio/guidance/multi-agent-patterns

02

Orchestrator-subagent pattern

The Russian doll / hierarchical pattern – deep-dive
learn.microsoft.com/microsoft-copilot-studio/guidance/architecture/multi-agent-orchestrator-sub-agent

learn.microsoft.com/microsoft-copilot-

studio/guidance/architecture/multi-agent-orchestrator-sub-agent

03

Agent Academy

Hands-on curriculum to learn building agents in Copilot Studio

aka.ms/agent-academy

04

Generative orchestration guide

LLM-driven planning, instructions & testing your agent

learn.microsoft.com/en-us/microsoft-copilot-

studio/guidance/generative-mode-guidance
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Thank you for 
attending!

Q&A
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