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Executive Summary 
This document synthesizes an analysis of the Microsoft cloud ecosystem, focusing on 
the strategic positioning, operational models, and market opportunities for Managed 
Service Providers (MSPs).  

The central finding is that the market demands a fundamental shift for MSPs away from 
transactional license resale towards a role as high-value consultants in cybersecurity 
and AI adoption, primarily targeting the Small and Medium Business (SMB) sector. 

By adopting the strategies outlined herein, MSPs can transition from vendor 
dependency to strategic partnership, securing their position as indispensable architects 
of the modern, AI-enabled enterprise. 

 

 

 

 

 



 
1. Executive Summary.................................................................................................................4 
2. The Microsoft AI Cloud Partner Program (MAICPP): A Structural Deep Dive................... 5 

2.1 Strategic Intent and Program Evolution............................................................................. 5 
2.2 The Partner Capability Score (PCS) Framework...............................................................5 

2.2.1 Detailed Scoring Mechanics: Modern Work (SMB Track).........................................6 
2.2.2 Detailed Scoring Mechanics: Infrastructure (Azure) SMB Track...............................9 

2.3 Program Benefits: The 2025 "Product Benefits" Packages............................................... 9 
2.4 Incentives and Rebates: The Financial Engine............................................................... 10 

3. The New Commerce Experience (NCE) & Financial Operations....................................... 11 
3.1 Financial Risk Management.............................................................................................11 
3.2 Operational Rigor and Cancellation Windows................................................................. 11 
3.3 Security Compliance in Operations................................................................................. 12 

4. Product Roadmap I: The Modern Work & AI Stack............................................................ 12 
4.1 Microsoft 365 Licensing Strategy: The "Hero SKU".........................................................12 
4.2 Microsoft 365 Copilot: The Growth Engine...................................................................... 14 

4.2.1 The Copilot Business Opportunity.......................................................................... 15 
4.2.2 Copilot Use Cases by Persona...............................................................................15 

5. Product Roadmap II: Cloud Infrastructure & VDI Strategy................................................15 
5.1 The VDI Decision Matrix: AVD vs. Windows 365.............................................................16 
5.2 Azure Migration and Modernization................................................................................. 18 

6. Product Roadmap III: The 2025 Security Perimeter........................................................... 18 
6.1 Identity Governance (Entra ID)........................................................................................ 18 
6.2 Endpoint & Device Security............................................................................................. 19 
6.3 The "Shadow AI" Threat.................................................................................................. 19 

7. Operational Excellence: The Automation & Orchestration Ecosystem........................... 20 
7.1 The Shift to Orchestration................................................................................................20 
7.2 Vendor Landscape: Key Automation Platforms............................................................... 20 

7.2.1 Orchestration & Process Automation (The "Glue")................................................. 20 
7.2.2 Multi-Tenant Management & Standardization.........................................................21 
7.2.3 Security & Remediation Automation....................................................................... 21 

7.3 Reference Architecture: The Modern MSP Stack............................................................22 
7.4 High-Value Automation Use Cases................................................................................. 22 

8. Market Intelligence: Buyer Personas & Opportunities.......................................................24 
8.1 Detailed Buyer Personas................................................................................................. 24 
8.2 Emerging Market Opportunities....................................................................................... 26 

 

 

ChannelPartners.net | Page 2 

https://channelpartners.net/


9. Go-to-Market Strategy & Sales Enablement........................................................................26 
9.1 Pricing and Packaging Models........................................................................................ 26 
9.2 Campaign Templates....................................................................................................... 28 

9.2.1 Campaign A: The "Shadow AI" Wake-Up Call (Cold Outreach)............................. 28 
9.2.2 Campaign B: The "Cyber Insurance" Compliance Check.......................................29 

9.3 Objection Handling Scripts.............................................................................................. 30 
10. Operational Recommendations and Conclusion..............................................................30 

 

 

 

ChannelPartners.net | Page 3 

https://channelpartners.net/


1. Executive Summary 
The global landscape for Managed Service Providers (MSPs) operating within the 
Microsoft ecosystem has reached a definitive inflection point as we traverse the fiscal 
year 2025.  

The convergence of generative artificial intelligence (AI), the maturation of the New 
Commerce Experience (NCE), and the rigorous restructuring of the Microsoft AI Cloud 
Partner Program (MAICPP) have fundamentally altered the economics of the channel.  

The era of the generalist MSP—focused primarily on break-fix support and 
margin-based license resale—is effectively over. It is being replaced by a bifurcated 
market characterized by "Legacy Operators" struggling with commoditization and 
margin compression, and "Frontier Firms" that have successfully pivoted to becoming 
orchestrators of intelligent business workflows and secure data governance. 

This report offers an exhaustive analysis of the strategic imperatives facing Microsoft 
MSPs in 2025. Our research indicates that the primary driver of value has shifted from 
infrastructure stability to AI readiness and data hygiene.  

With the introduction of the Microsoft 365 Copilot Business SKU at an accessible 
price point for the SMB market, and the formal separation of Solutions Partner 
designations into Enterprise and SMB tracks, the barrier to entry for advanced 
partnership has moved from raw revenue volume to technical capability and customer 
success metrics. 

The operational reality for MSPs is now governed by the New Commerce Experience 
(NCE), which enforces rigid term liabilities and necessitates sophisticated financial risk 
management. Concurrently, the commoditization of the endpoint has elevated Identity 
(Entra ID) and Data Governance (Purview) as the new, non-negotiable perimeters of 
security. The emergence of "Shadow AI"—where employees utilize unsanctioned 
generative tools—presents both a critical risk and a massive service revenue 
opportunity for MSPs capable of deploying "Private AI" environments. 

This document details a comprehensive product roadmap designed to maximize 
recurring revenue and valuation. It provides granular analysis of the Microsoft 365 
Business Premium stack as the "Hero SKU," dissects the profitability of Azure Virtual 
Desktop (AVD) versus Windows 365, and outlines actionable go-to-market 
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frameworks. By adopting the strategies outlined herein, MSPs can transition from 
vendor dependency to strategic partnership, securing their position as indispensable 
architects of the modern, AI-enabled enterprise. 

 

2. The Microsoft AI Cloud Partner Program 
(MAICPP): A Structural Deep Dive 
The transition from the legacy Microsoft Partner Network (MPN) to the Microsoft AI 
Cloud Partner Program (MAICPP) represents the most significant structural change in 
the channel's history. This evolution is not merely a rebranding exercise; it is a strategic 
realignment of how Microsoft incentivizes, measures, and rewards its partner 
ecosystem. The implicit goal of the MAICPP is to professionalize the channel, weeding 
out "transacting-only" partners in favor of those who drive adoption, consumption, and 
genuine customer success. 

2.1 Strategic Intent and Program Evolution 
Historically, the Gold and Silver competencies were largely volume-driven, allowing 
partners to achieve high status through license transactions alone. The MAICPP 
introduces a holistic performance framework that balances performance with skilling 
and customer retention. The program acknowledges the distinct operational realities of 
different partner types by bifurcating the attainment tracks into Enterprise and SMB. 
This critical adjustment ensures that smaller, high-velocity MSPs are not penalized for 
failing to meet the massive revenue volume thresholds applicable to global systems 
integrators (GSIs). 

The program is anchored by the Solutions Partner Designations, which serve as the 
primary currency of trust and capability. For MSPs, the three most relevant designations 
are Modern Work, Security, and Infrastructure (Azure). Achieving these designations 
is the gateway to incentives, rebates, and internal use rights (now termed "Product 
Benefits"). 

2.2 The Partner Capability Score (PCS) Framework 
The central mechanism for designation attainment is the Partner Capability Score 
(PCS). Partners must achieve a minimum of 70 points out of a possible 100 to qualify. 
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Crucially, the scoring logic enforces balance: partners must earn greater than zero 
points in all sub-categories—Performance, Skilling, and Customer Success. A score of 
zero in any single category results in disqualification, regardless of the total score. 

2.2.1 Detailed Scoring Mechanics: Modern Work (SMB Track) 
The Modern Work designation is the cornerstone for MSPs delivering Microsoft 365 
services. The SMB track is specifically designed for partners serving customers with 
tenant sizes between 11 and 300 seats. 

Table 1: Partner Capability Score Breakdown – Modern Work (SMB Track) 

Category Metric Weighting Strategic Analysis & 
Requirements 

Performance Net Customer 
Adds 

30 Points Mechanism: Points are 
awarded for net new 
customers added in the 
trailing 12 months. 

 

SMB Threshold: Partners 
earn 2 points per new 
customer, up to a 
maximum of 15 customers. 

 

Critical Insight: Churn is 
penalized directly. Losing a 
customer subtracts from 
the "Net Adds" count, 
making retention strategies 
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financially equivalent to 
acquisition strategies. 

Skilling Intermediate 
Certifications 

10 Points Requirement: The partner 
must employ at least two 
individuals holding 
intermediate certifications 
(e.g., MS-900 Microsoft 
365 Fundamentals, or 
specific role-based 
associate exams). 

 Advanced 
Certifications 

15 Points Requirement: The partner 
must employ at least one 
individual holding an 
advanced certification 
(e.g., MS-102: Microsoft 
365 Administrator). 

 

Optimization: A single 
individual can hold both 
intermediate and advanced 
certifications and 
contribute to both metrics 
simultaneously, maximizing 
points efficiency. 
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Customer 
Success 

Usage Growth 30 Points Mechanism: Measures the 
growth in Monthly Active 
Users (MAU) across key 
workloads (Intune, Teams, 
Exchange Online, 
SharePoint). 

 

Threshold: To earn 
maximum points, partners 
must demonstrate 500 
MAU growth via CPOR 
(Claiming Partner of 
Record) or 2,000 MAU 
growth via CSP (Cloud 
Solution Provider). 

 

Implication: Driving 
adoption of "sticky" 
workloads like Intune and 
Teams Phone is essential 
for hitting this metric. 

Customer 
Success 

Deployments 15 Points Mechanism: Measures the 
number of net new 
deployments of workloads. 

 

 

 

ChannelPartners.net | Page 8 

https://channelpartners.net/


Threshold: 5 net new 
deployments via CPOR or 
10 via CSP are required for 
maximum points. 

Total  100 
Points 

Passing Score: 70 Points 
(Must be >0 in all 
categories). 

 

Strategic Implication: The "Skilling" category is the most controllable variable. While 
customer adds and usage growth are subject to market fluctuations, maintaining a 
roster of certified staff provides a stable foundation of 25 points. MSPs should prioritize 
skilling early in the renewal cycle to buffer against potential dips in performance metrics. 

2.2.2 Detailed Scoring Mechanics: Infrastructure (Azure) SMB Track 
For MSPs managing cloud environments, the Infrastructure designation (Azure) 
follows a similar logic but with financial thresholds adjusted for the SMB market. 

●​ Eligibility: Partners with less than $1 million USD in trailing 12-month Azure 
Consumed Revenue (ACR) and 80% or more of their customer base in the 
SMB/SMC segment are eligible for the SMB track. 

●​ Performance Metric: The threshold for counting a "new customer" has been 
significantly reduced from $1,000 ACR/month to just $500 ACR/month. This 
allows MSPs to get credit for smaller, efficient environments. 

●​ Skilling: The SMB track requires fewer certified individuals (typically one person 
with three certifications can satisfy the requirement) compared to the Enterprise 
track. 

2.3 Program Benefits: The 2025 "Product Benefits" 
Packages 
Upon attaining a designation, MSPs unlock "Product Benefits" (formerly IURs). The 
2025 packages have been enriched to support the MSP's own adoption of AI and 
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advanced security, turning the MSP into "Customer Zero." 

Key Benefit Inclusions (Modern Work & Security): 

●​ AI Enablement: 5 licenses of Microsoft 365 Copilot are now included. This is a 
critical addition, allowing MSPs to train their staff and build internal use cases 
without the substantial $30/user/month cost. 

●​ Productivity: 200 licenses of Microsoft 365 E5 (or Teams E5) and 25 licenses 
of Microsoft 365 Business Premium. 

●​ Azure Credits: Partners receive Azure Bulk Credits (up to $4,000 - $6,000 
USD/year depending on the designation tier). These credits are vital for running 
internal demo labs, testing BCDR (Business Continuity and Disaster Recovery) 
scenarios, and hosting internal tools. 

●​ Development: Access to "Dynamics 365 Partner Sandbox" environments (25 
seats) allows for risk-free testing of integrations and automations. 

2.4 Incentives and Rebates: The Financial Engine 
The Microsoft Commerce Incentives (MCI) program for FY25 (running through 
September 30, 2025) heavily favors the Cloud Solution Provider (CSP) model. 
Understanding this structure is essential for maximizing gross margin. 

●​ Core Incentive Structure: Incentives are typically paid as a split: 60% Rebate 
(cash deposited to the partner's bank) and 40% Co-op Funds (marketing 
accruals). 

●​ Strategic Use of Co-op Funds: A major 2025 update allows Co-op funds to be 
used for Copilot readiness events and even partner membership fees. MSPs 
must implement rigorous documentation processes to claim these funds, as 
unclaimed Co-op expires after the fiscal half. 

●​ Customer Association: Incentives are tied to the Claiming Partner of Record 
(CPOR) or CSP association. The "Partner of Record" validation API has been 
updated to streamline this process, reducing errors in claiming revenue. 

●​ Growth Levers: Microsoft has introduced specific "accelerators" or "multipliers" 
for strategic workloads. Acquiring new customers for Microsoft 365 Business 
Premium or Defender for Business often yields higher percentage rebates than 
renewing legacy Office 365 E3 seats. 
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3. The New Commerce Experience (NCE) & 
Financial Operations 
By 2025, the New Commerce Experience (NCE) has matured from a disruptive 
transition to the mandatory operational standard. It has fundamentally redefined the 
financial relationship between Microsoft, the MSP, and the end customer, effectively 
shifting credit risk from Microsoft to the partner. 

3.1 Financial Risk Management 
Under NCE, the partner is financially liable for the entire term of the subscription. 

●​ The Liability Trap: If an MSP sells a 3-year annual commit subscription to a 
client, and that client declares bankruptcy in month 2, the MSP is contractually 
obligated to pay Microsoft for the remaining 34 months. 

●​ Credit Policies: MSPs must implement stringent credit checks for new clients. 
For clients with weak credit, MSPs should enforce upfront payment for annual 
terms or restrict them to monthly-commit terms (despite the higher price). 

●​ Pricing Premiums: Microsoft enforces a ~20% price premium on 
monthly-commit subscriptions compared to annual commits. This premium acts 
as "insurance" for the flexibility to cancel. MSPs must clearly communicate this 
trade-off to clients: "Pay less for commitment, or pay more for flexibility". 

3.2 Operational Rigor and Cancellation Windows 
The operational tolerances in NCE are unforgiving. 

●​ The 168-Hour Rule: The cancellation window for any subscription is strictly 7 
days (168 hours), including weekends. If a license is ordered by mistake and not 
cancelled within this window, the MSP is locked into the full term. 

●​ Coterminosity: Managing subscription end dates is critical. MSPs should align 
all subscriptions for a single client to co-terminate on the same date to simplify 
billing and renewal discussions. 

●​ Automation: Utilizing the Partner Center APIs for "Upsells" and cancellations is 
no longer optional. The new Partner Center AI assistant workspaces help 
finance teams track earnings, manage co-op balances, and automate 
cancellations to avoid the 7-day trap. 
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3.3 Security Compliance in Operations 
Security is now a prerequisite for transacting. 

●​ MFA Enforcement: As of late 2025, Microsoft is rolling out mandatory MFA 
across all Partner Center APIs and UX. Partners who fail to implement MFA for 
their administrative users will be blocked from transacting. 

●​ Granular Delegated Admin Privileges (GDAP): The legacy Delegated Admin 
Privileges (DAP) which gave broad access are deprecated. MSPs must transition 
all clients to GDAP, which grants time-bound, least-privilege access. This is a 
critical compliance step that also reduces the MSP's liability in the event of a 
downstream breach. 

 

4. Product Roadmap I: The Modern Work & 
AI Stack 
The "product" of an MSP is no longer the license itself, but the productivity outcome 
derived from it. The 2025 roadmap centers on the migration from legacy "Office" 
thinking to "AI-Enabled Work." 

4.1 Microsoft 365 Licensing Strategy: The "Hero SKU" 
For the SMB and Mid-Market sectors (<300 users), Microsoft 365 Business Premium 
is the undisputed "Hero SKU." It offers the highest margin potential because it bundles 
advanced security and management tools that otherwise require third-party costs. 

Table 2: Strategic Comparison – Business Premium vs. Enterprise E3 

Feature 
Category 

Microsoft 
365 
Business 
Premium 
(The SMB 
Hero) 

Microsoft 
365 E3 (The 
Enterprise 
Standard) 

MSP Strategic Analysis 
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Target 
Audience 

SMBs (<300 
Users) 

Enterprise 
(>300 Users) 
or Regulated 
Industries 

Strategy: Default to 
Business Premium. Only 
move to E3 if the user 
count forces it. 

Security 
(Endpoint) 

Defender for 
Business 
(Server-grade 
protection 
included) 

Defender for 
Endpoint P1 
(Basic 
protection) 

Insight: Business 
Premium actually 
includes better 
out-of-the-box security 
for endpoints than 
standard E3. To get 
equivalent security on 
E3, you must add 
Defender P2 or step up 
to E5. 

Identity Entra ID P1 
(MFA, 
Conditional 
Access) 

Entra ID P1 Parity in identity features. 
Essential for Zero Trust. 

Device 
Management 

Intune + 
Autopilot 

Intune + 
Autopilot 

Parity. Essential for 
shipping laptops directly 
to remote employees. 
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Compliance Basic Data 
Loss 
Prevention 
(DLP), 
Litigation 
Hold 

Advanced 
Purview: 
eDiscovery 
(Premium), 
Audit 
(Premium) 

Differentiation: If a 
client is a law firm or 
heavily regulated 
(HIPAA/FINRA) and 
needs advanced 
eDiscovery to search 
across chats/files for 
legal cases, E3 is 
required. 

Virtualization Azure Virtual 
Desktop 
(AVD) Rights 
Included 

AVD Rights 
Included 

Parity. 

Price Point Lower Higher Margin: Because 
Business Premium costs 
less but includes the 
security stack, MSPs can 
wrap higher-margin 
managed services 
around it while keeping 
the total bill palatable. 

Recommendation: Standardization is the key to profitability. MSPs should enforce a 
policy where Business Premium is the minimum standard. Managing a mixed 
environment of Business Standard (no security) and Business Premium (security) 
creates operational chaos and security gaps. 

4.2 Microsoft 365 Copilot: The Growth Engine 
The introduction of Microsoft 365 Copilot Business (effective December 1, 2025) has 
democratized AI access. Previously, high seat minimums and the $30 enterprise price 
tag locked out the SMB market. The new pricing and bundling structure is a 
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game-changer. 

4.2.1 The Copilot Business Opportunity 
●​ Pricing: The standalone price remains near $30, but bundles (e.g., Business 

Standard + Copilot) are available at effectively $21/user/month for a limited time. 
This price elasticity makes AI viable for a much broader segment of the SMB 
market. 

●​ ROI Statistics: Microsoft's commissioned studies indicate an ROI of up to 353% 
for SMBs over three years, driven by faster time-to-market, 20% reduction in 
operating costs, and 6% revenue increases. 

●​ The "Readiness" Service Layer: The license revenue is secondary. The 
primary MSP opportunity is Readiness Services. Copilot respects existing user 
permissions. If a CEO has accidentally left a "Salary_Data.xlsx" file in a public 
SharePoint site, Copilot will surface that data to any intern who asks, "What do 
people earn?" 

○​ Service Offering: "Copilot Readiness Assessment." This involves 
scanning the tenant for over-shared data, fixing SharePoint permission 
inheritance, and implementing sensitivity labels via Microsoft Purview 
before the license is assigned. This is high-margin professional services 
work. 

4.2.2 Copilot Use Cases by Persona 
To sell Copilot, MSPs must map features to specific roles: 

●​ Sales: Copilot in Dynamics 365/Outlook summarizes long email threads, drafts 
replies, and updates CRM records automatically. 

●​ Finance: Copilot in Excel identifies trends, anomalies, and creates forecast 
models from raw data sets. 

●​ HR: Copilot helps draft job descriptions and screen resumes, accelerating 
onboarding by up to 25%. 

 

5. Product Roadmap II: Cloud 
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Infrastructure & VDI Strategy 
The "Server in the Closet" is a liability. The 2025 roadmap focuses on Azure Virtual 
Desktop (AVD) and Windows 365 as the standard for secure, hybrid work. 

5.1 The VDI Decision Matrix: AVD vs. Windows 365 
MSPs often struggle to choose between the flexibility of AVD and the simplicity of 
Windows 365. The decision drives profitability. 

Table 3: VDI Architecture and Cost Analysis 

Feature Azure Virtual 
Desktop (AVD) 

Windows 365 
(Cloud PC) 

Operational & 
Financial 
Implications 

Pricing 
Model 

Consumption-Ba
sed 
(Pay-as-you-go). 
Costs fluctuate 
based on compute 
hours, storage 
type, and network 
egress. 

Fixed Monthly 
Price per User. 
Predictable OpEx 
(e.g., 
$31/user/month) 
regardless of 
usage hours. 
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Multi-Sessio
n 

Yes (Windows 
10/11 
Multi-session). 
Multiple users 
share the same 
VM resources 
(CPU/RAM). 

No. 1 User = 1 
Dedicated VM. 

Profit Lever: 
AVD is 
significantly 
cheaper for 
scale (e.g., 50+ 
users) because 
you can stack 
10 users on a 
single large VM, 
reducing the 
per-user 
compute cost. 

Management High Complexity. 
Requires 
managing host 
pools, gold 
images, FSLogix 
profiles, and VNet 
integration. 

Low Complexity. 
Managed via 
Intune just like a 
physical laptop. 
No Azure 
expertise required. 

Labor Cost: 
W365 reduces 
L2/L3 
engineering 
time. AVD 
requires Azure 
Architect skills, 
increasing labor 
COGS. 

Best For Shift Workers, 
Power Users, 
Cost 
Optimization. 
Great for call 
centers where 
staff work partially, 
allowing VMs to 
power down 
(auto-scale) to 

Executives, 
Contractors, 
Small Clients. 
Ideal for scenarios 
needing 24/7 
persistence and 
predictable billing. 
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save money. 

Strategic Recommendation: 

●​ For Clients < 30 Users: Deploy Windows 365. The management overhead of 
maintaining AVD host pools destroys margins at this scale. The fixed cost 
protects the MSP from "azure bill shock". 

●​ For Clients > 50 Users: Deploy AVD using orchestration tools like Nerdio. 
Implement "Reserved Instances" (1-3 year compute pre-purchase) to drop costs 
by ~40-60%. Use Auto-Scaling to shut down VMs at night. Charge the client a 
flat "Per Desktop" fee and capture the difference between the optimized Azure 
cost and the retail price as pure margin. 

5.2 Azure Migration and Modernization 
Beyond VDI, the opportunity lies in Azure Migrate & Modernize. 

●​ The "Azure Local" Shift: For clients who refuse to move data to the public cloud 
due to latency or regulation, Azure Local (formerly Azure Stack HCI) offers a 
hybrid solution. It is billed as a service ($10/physical core/month) and extends 
Azure management to on-premises hardware. 

●​ Server 2012/2016 End of Support: Many SMBs are still running legacy servers. 
Moving these to Azure allows for "Extended Security Updates" (ESU) which are 
often free or subsidized in Azure, providing a compelling sales trigger. 

 

6. Product Roadmap III: The 2025 Security 
Perimeter 
In 2025, the "firewall" is irrelevant. The new perimeter is Identity. The MSP security 
stack must be built on the principles of Zero Trust. 

6.1 Identity Governance (Entra ID) 
Identity attacks (token theft, AitM phishing) are the primary vector. 
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●​ Conditional Access Policies (CAP): MSPs must implement CAPs that go 
beyond simple MFA. Policies should block logins from non-compliant devices and 
high-risk geographies. 

●​ Privileged Identity Management (PIM): No admin should have "standing 
access." PIM requires admins to request "Just-In-Time" (JIT) access for a limited 
window (e.g., 4 hours) to perform tasks. This mitigates the damage if an admin 
credential is stolen. 

●​ Break Glass Accounts: Every tenant must have emergency access accounts 
(excluded from MFA/CAP) monitored by rigorous alerting, to prevent lockout 
during service outages. 

6.2 Endpoint & Device Security 
●​ Defender for Business: This replaces third-party AV vendors. It provides 

Next-Generation Antivirus (NGAV) and Endpoint Detection & Response (EDR). 
The value proposition is the integration: alerts flow directly into the M365 
Defender portal, allowing for automated investigation and remediation. 

●​ Intune (Endpoint Manager): In the age of "Shadow AI" and remote work, Intune 
is critical. It enforces encryption (BitLocker), patches applications, and creates a 
"compliance capability" where a device cannot access company data unless it 
meets security standards. 

6.3 The "Shadow AI" Threat 
Trend: "Shadow AI" refers to employees using unsanctioned AI tools (ChatGPT, 
Claude, Gemini) to process corporate data. 77% of employees admit to pasting 
company data into these tools. 

●​ Risk: Data leakage. Once data is pasted into a public model, it may be used to 
train that model, potentially exposing IP to competitors. 

●​ MSP Solution: Use Defender for Cloud Apps to discover and block access to 
consumer AI sites. Simultaneously, deploy Copilot (Private AI) as the sanctioned 
alternative. This "Block & Replace" strategy effectively mitigates the risk while 
empowering users. 

 

 

 

ChannelPartners.net | Page 19 

https://channelpartners.net/


7. Operational Excellence: The Automation 
& Orchestration Ecosystem 
The efficiency frontier for MSPs in 2025 is no longer defined by PowerShell scripts 
saved on individual technician desktops. The market has shifted toward API-driven 
orchestration platforms that unify the disparate tools in the MSP stack (PSA, RMM, 
Microsoft 365, Azure) into coherent, automated workflows. This section examines the 
leading platforms and architectural strategies for automating onboarding, security, and 
cost optimization. 

7.1 The Shift to Orchestration 
Traditional RMM scripting is brittle; it struggles to handle logic that spans multiple cloud 
services (e.g., "If a user is offboarded in HR software, disable M365 account, revoke 
Azure access, and stop billing in the PSA"). Orchestration platforms solve this by acting 
as the middleware layer, connecting APIs to create self-healing, revenue-recovering 
workflows. 

7.2 Vendor Landscape: Key Automation Platforms 
7.2.1 Orchestration & Process Automation (The "Glue") 

●​ Rewst: The dominant Robotic Process Automation (RPA) platform purpose-built 
for MSPs. Unlike general tools like Zapier, Rewst integrates deeply with 
MSP-specific tools (ConnectWise, HaloPSA, Pax8, Kaseya). 

○​ Core Use Case: Billing Reconciliation. Rewst automates the critical link 
between the distributor (e.g., Pax8) and the PSA. It pulls license counts 
daily, updates the client agreement in the PSA, and flags discrepancies, 
preventing revenue leakage from unbilled licenses. 

○​ Workflow Example: When a ticket is tagged "New User," Rewst triggers a 
workflow that purchases the license, creates the Entra ID user, assigns 
groups, and emails the credentials to the manager—all without technician 
intervention. 

●​ Pia aiDesk: A specialized automation platform focused on the Service Desk. Pia 
sits "inside" the ticket (integrating with Halo/ConnectWise) and uses AI to guide 
Level 1 technicians or autonomously resolve tickets. 

○​ Differentiation: While Rewst handles backend processes, Pia excels at 
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"in-ticket" execution (e.g., password resets, VPN troubleshooting) to 
reduce ticket handling time. 

7.2.2 Multi-Tenant Management & Standardization 
●​ CIPP (CyberDrain Improved Partner Portal): The industry standard for 

Microsoft 365 multi-tenant management. Originally an open-source project, CIPP 
allows MSPs to deploy standard configurations (e.g., "Block Legacy Auth") 
across all tenants simultaneously. 

○​ Drift Detection: CIPP creates a "Golden Image" of a secure tenant. It 
scans all clients hourly and alerts (or auto-remediates) if a tenant drifts 
from this standard—for example, if a client admin accidentally disables 
MFA. 

●​ Nerdio Manager for MSP: The essential platform for managing Azure Virtual 
Desktop (AVD) and Intune. 

○​ Cost Optimization: Nerdio's auto-scaling engine turns off Azure VMs 
when not in use, saving up to 75% on compute costs. It converts 
unpredictable Azure consumption into fixed-margin services for the MSP. 

○​ Unified Endpoint Management: It simplifies Intune policy management, 
allowing MSPs to push application updates and security baselines to 
thousands of devices across multiple tenants from a single console. 

7.2.3 Security & Remediation Automation 
●​ SaaS Alerts: Focuses on SaaS Security Posture Management (SSPM). It 

ingests logs from M365, Google Workspace, and RMM tools to detect anomalies. 
○​ Auto-Remediation: If a user logs in from a "geo-blocked" country or an 

"impossible travel" event is detected, SaaS Alerts can automatically lock 
the account and terminate active sessions before a technician even sees 
the ticket. 

●​ Augmentt: Specializes in SaaS Discovery and License Management. 
○​ Shadow IT Discovery: It scans audit logs to identify unsanctioned apps 

(Shadow AI tools) employees are using. 
○​ License Waste: It identifies unassigned or underutilized licenses (e.g., a 

user with an E3 license who only uses Email), enabling the MSP to 
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downgrade licenses and show immediate ROI to the client. 

7.3 Reference Architecture: The Modern MSP Stack 
To achieve maximum efficiency, these tools must be layered correctly. A recommended 
2025 architecture includes: 

1.​ System of Record (PSA): HaloPSA or ConnectWise Manage. Acts as the 
central database for tickets and billing. 

2.​ Orchestrator (Middleware): Rewst. Listens to the PSA. When a "Change 
Request" ticket arrives, Rewst creates the execution logic. 

3.​ Execution Layer: 
○​ CIPP receives commands from Rewst to modify M365 users/groups. 
○​ Nerdio receives commands to provision AVD hosts. 

4.​ Guardrails (Compliance): Liongard documents the changes and SaaS Alerts 
monitors for security breaches resulting from the changes. 

7.4 High-Value Automation Use Cases 
Table 6: Automation ROI Opportunities 

Workflow Traditional 
Process 

Automated 
Process (2025 
Standard) 

MSP Benefit 

Billing 
Reconciliation 

Manual CSV export 
from distributor; 
line-by-line 
comparison with 
PSA contracts. 
Error-prone and 
time-consuming 
(4-8 hours/month). 

Rewst pulls API 
data from 
Pax8/Sherweb, 
compares with 
HaloPSA/CW, and 
auto-updates 
agreements. 
Alerts on 
mismatches. 

Eliminates 
revenue 
leakage; 
saves ~1 full 
day of labor 
per month. 
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User 
Onboarding 

Tech receives ticket, 
manually creates 
user in M365, 
assigns license, 
adds to groups, 
configures PC. (1-2 
hours). 

HR fills a Microsoft 
Form. Rewst 
triggers CIPP to 
create user/assign 
license. Nerdio 
provisions AVD 
desktop. Tech only 
reviews final 
status. (0 minutes 
labor). 

consistent, 
zero-error 
onboarding; 
scalable 
profitable 
fixed-fee 
onboarding. 

Security Drift Techs spot-check 
Conditional Access 
policies during 
quarterly reviews. 
Gaps exist for 
months. 

CIPP or Liongard 
scans daily. If 
"MFA for Admins" 
is disabled, it 
auto-remediates 
(re-enables) and 
logs a ticket. 

100% 
compliance 
audit 
readiness; 
reduced 
liability. 

Azure Cost 
Control 

VMs run 24/7. MSP 
pays for unused 
nights/weekends. 
High anxiety over 
client bills. 

Nerdio 
auto-scales VMs 
based on active 
user sessions. 
Power down 
empty hosts 
instantly. 

Increases 
AVD gross 
margins by 
40-60%. 

Strategic Conclusion: Automation is not just about saving time; it is about productizing 
service delivery. By encapsulating complex Microsoft tasks into repeatable automations, 
MSPs can hire junior talent to manage sophisticated environments, decoupling revenue 
growth from headcount growth. 
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8. Market Intelligence: Buyer Personas & 
Opportunities 
To sell these sophisticated stacks, MSPs must understand the psychological drivers of 
the 2025 buyer. 

8.1 Detailed Buyer Personas 
Table 4: 2025 MSP Buyer Persona Analysis 

Persona The 
"Risk-Averse 
Owner" 

The 
"Overwhelmed IT 
Manager" 

The 
"Compliance 
Officer" 

Role SMB Founder / 
CEO 

Internal IT Lead 
(Mid-Market) 

CFO / Legal / 
HR 

Psychographics Focused on 
survival, cash 
flow, and 
reputation. 
Fears 
ransomware not 
for technical 
reasons, but for 
business 
interruption. 

Burnt out by "alert 
fatigue." Fears 
losing control of 
the environment. 
Values weekends 
off. 

Focused on 
liability, audit 
trails, and 
regulatory fines. 
Needs "proof" 
of security. 
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Key Pain Points "I don't know 
where my data 
is." 

 

"Is AI going to 
steal my IP?" 

 

"Why is my IT 
bill variable?" 

"I spend all day 
resetting 
passwords." 

 

"I can't manage 
500 remote 
devices." 

 

"Users are 
installing Shadow 
AI tools." 

"Are we 
GDPR/HIPAA 
compliant?" 

 

"Cyber 
insurance 
requires 15 new 
controls." 

 

"What is our 
data retention 
policy?" 

Sales Hook Copilot 
Business 
Bundle: Sell 
efficiency + 
security. 

 

Windows 365: 
Predictable 
billing. 

Co-Managed IT: 
Offload the L1/L2 
noise to the MSP. 

 

Intune: Automate 
device 
compliance. 

Purview: Data 
classification 
and DLP. 

 

Shadow AI 
Governance: 
Policy 
enforcement. 
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Winning 
Message 

"We turn IT into 
a fixed 
operational 
advantage and 
secure your IP 
from AI 
leakage." 

"We act as a force 
multiplier for your 
team, handling the 
noise so you can 
focus on strategy." 

"We make you 
audit-ready 
24/7 with 
automated 
compliance 
reporting." 

8.2 Emerging Market Opportunities 
●​ Cyber Insurance Compliance: Insurance carriers are driving security adoption 

faster than MSP sales teams. Positioning the security stack as an "Insurance 
Requirement" (e.g., "You cannot get coverage without EDR and MFA") bypasses 
budget objections. 

●​ Managed AI Services: Moving beyond infrastructure, "Frontier Firms" are 
building Agents—custom AI bots that handle specific workflows (e.g., "Invoice 
Processing Agent"). This shifts the MSP from a cost center to a revenue 
generator for the client. 

 

9. Go-to-Market Strategy & Sales 
Enablement 
The transition to high-value services requires a restructuring of pricing and sales 
messaging. 

9.1 Pricing and Packaging Models 
Table 5: Modern MSP Pricing Models 

Model Description Pros Cons Best Fit 
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Per-User 
(All-In) 

Single flat fee (e.g., 
$150-$250/user) 
covering M365 license, 
security stack, and 
unlimited support. 

Predictabl
e for client; 
high 
margin if 
MSP is 
efficient. 
Simplifies 
billing. 

"Seat 
count" 
churn 
impacts 
revenue 
heavily. 
Risk of 
"unlimited" 
support 
abuse. 

SMBs 
(10-100 
seats) who 
want 
simplicity 
and 
predictability
. 

Tiered 
Bundles 

Silver: Remote Support 
+ AV. ($100) 

 

Gold: + Onsite + 
Security Stack. ($150) 

 

Platinum: + Copilot + 
vCIO. ($200+). 

Allows 
upsell 
path; 
captures 
different 
budget 
levels. 
Explicitly 
defines 
value. 

Operationa
l 
complexity 
in 
managing 
different 
service 
levels for 
different 
clients. 

Growth-sta
ge 
companies 
with varying 
needs. 
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Co-Mana
ged 
(Hybrid) 

MSP handles backend 
(Azure/Security/Backups)
; Internal IT handles 
Helpdesk. 

High 
margin 
(tools/IP 
only); low 
labor cost 
as MSP 
avoids 
end-user 
tickets. 

Requires 
strong 
relationship 
with 
internal IT; 
risk of 
"blame 
game" 
during 
outages. 

Mid-Market 
(100+ 
seats) with 
internal IT 
staff. 

9.2 Campaign Templates 
9.2.1 Campaign A: The "Shadow AI" Wake-Up Call (Cold Outreach) 
Context: Targeting CEOs/CFOs terrified of data leakage via ChatGPT. 

Subject: Is your proprietary data training public AI models? 

Body: 

Hi [Prospect Name], 

In our recent security audits of companies in the [Industry] sector, we found 
a concerning trend: 77% of employees admit to pasting sensitive company 
data into public AI tools like ChatGPT to speed up their work. 

While the productivity intent is good, the risk is severe: your proprietary data 
(customer lists, IP, financials) is leaving your control and potentially training 
public models accessible to your competitors. 

At, we help organizations deploy Private AI environments using Microsoft 
Copilot. This gives your team the AI power they crave, but keeps your data 
strictly within your secure Microsoft 365 perimeter—never used to train 
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public models. 

I’ve attached a one-page guide on "The Hidden Risks of Shadow AI." 
Would you be open to a 15-minute "AI Risk Assessment" next Tuesday to 
see where your data might be exposed? 

Best, 

9.2.2 Campaign B: The "Cyber Insurance" Compliance Check 
Context: Targeting Ops Managers facing renewal pressure. 

Subject: Critical Update: Your Cyber Insurance eligibility for 2025 

Body: 

Hi [Prospect Name], 

Insurance carriers are significantly tightening their requirements for 2025 
renewals. We are seeing policies denied or premiums doubled for 
businesses that cannot prove they have Multi-Factor Authentication (MFA) 
enforced on all accounts and active Endpoint Detection (EDR). 

We are running a complimentary "Compliance Gap Analysis" for local 
businesses this month. We check your current Microsoft 365 configuration 
against the standard requirements from major insurers (Travelers, Chubb, 
etc.). 

It’s better to identify and fix these gaps now than to face a denial during a 
renewal crisis. Can we schedule a brief scan of your tenant security score 
this week? 

Regards, 
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9.3 Objection Handling Scripts 
Objection: "Copilot is too expensive ($30/user is too much)." 

Response: "I understand the sticker shock. However, let's look at the mathematics of 
time. If your $60,000/year employee saves just 15 minutes a day using Copilot for 
meeting summaries or drafting emails, the tool pays for itself. With the new Business 
bundle, we can actually get this down to ~$21/user. Let's start with a pilot for just your 
executive team and measure the actual hours saved." 

Objection: "We are fine with Google/Zoom/Slack. Why switch?" 

Response: "Those are great individual tools, but they create Data Silos. The power of 
the Microsoft ecosystem is Identity. When you use M365, your security policy follows the 
user from their email to their files to their chat. Using disparate tools means you have to 
manage security in three places instead of one. That complexity is exactly where 
breaches happen. We consolidate that risk into a single, manageable pane of glass." 

10. Operational Recommendations and 
Conclusion 
The 2025 roadmap for Microsoft MSPs is defined by consolidation and intelligence. 
The market will punish generalists who resell licenses and reward specialists who sell 
secure, AI-enabled workflows. 

Immediate Actions for MSP Leaders: 

1.​ Prioritize Skilling: Mandate MS-900 and MS-102 certifications for staff 
immediately to secure the Solutions Partner designation points. 

2.​ Standardize the Stack: Move all clients <300 seats to Microsoft 365 Business 
Premium. Eliminate third-party redundancies to capture margin. 

3.​ Automate to Scale: Deploy Rewst for process orchestration and CIPP for 
tenant standardization to break the linear relationship between revenue and 
headcount. 

4.​ Monetize Readiness: Stop giving away security configuration. Package "AI 
Readiness" and "Compliance" as distinct, high-value professional services. 

5.​ Embrace Agents: Begin experimenting with Copilot Studio internally to 
automate your own operations. This builds the muscle memory required to sell 
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"Agentic AI" services to clients in late 2025. 

By aligning with the SMB track of the Solutions Partner program, standardizing on the 
Business Premium + Copilot stack, and proactively selling Data Governance, MSPs can 
secure high-margin recurring revenue in an increasingly complex digital landscape. The 
window to establish dominance as a "Frontier Firm" is open; the time to pivot is now. 
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