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Executive Summary

This article examines competitive dynamics in the enterprise AI market, advancing the thesis that
Microsoft is positioned to emerge as the dominant enterprise AI player despite the higher public profile of
OpenAI and Anthropic. The author, Josh Bersin, argues that enterprise AI success depends on three
interdependent layers: the underlying model, the application 'surface' (user experience, integrations,
tooling), and the partner ecosystem. He contends that OpenAI and Anthropic derive the majority of their
revenues from consumer subscriptions and compute sales respectively, leaving the enterprise application
layer — where Microsoft operates through Copilot — relatively uncontested. Key evidence includes
estimated revenue figures for OpenAI and Anthropic, Microsoft's reported 15 million Copilot licensed
users, and Microsoft's internal reorganization of Copilot product teams under unified leadership. The article
concludes that Microsoft's integrated desktop presence, partner network, and evolving agentic platform
give it structural advantages in capturing enterprise AI spend. The author discloses his own product,
Galileo, is integrated into Microsoft's Copilot framework, introducing a potential conflict of interest.

Key Insights

1. The author distinguishes three enterprise AI competitive layers — model, surface, and ecosystem —
arguing that 'surface' (application experience and integrations) is the primary battleground for
enterprise revenue, not the underlying AI model.

2. Estimated revenue breakdowns suggest OpenAI derives approximately 70% of revenue from
consumer subscriptions and Anthropic approximately 70% from selling compute to other providers,
leaving enterprise application-layer revenue largely to Microsoft.

3. Microsoft's reorganization of Copilot product teams into a single unified structure — moving away
from fragmented per-product Copilot development — is presented as a strategic inflection point
enabling a more coherent enterprise platform strategy.

Practical Takeaways

• Enterprise organizations evaluating AI platforms are described as prioritizing integration with legacy
systems, agent management capabilities, and multi-model flexibility over fidelity to any single AI model
provider.

• The author's direct experience with Claude's Hubspot integration failing on a basic data query
illustrates that connectivity and context-layer quality vary significantly across vendor combinations and
materially affect enterprise adoption.
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Critical Analysis

Strengths: The three-layer taxonomy (model, surface, ecosystem) provides a useful analytical structure for
evaluating enterprise AI competition. The article draws on direct practitioner conversations with HR and IT
leaders, adding qualitative grounding. Limitations: Revenue estimates for OpenAI and Anthropic are
explicitly speculative ('could be computed as follows') and are not sourced to audited financials or named
third-party research, undermining their reliability. The $100 billion Microsoft AI revenue projection is
attributed vaguely to 'some analysts.' Bias: The author discloses that his own product, Galileo, is
integrated into Microsoft's Copilot via Graph Connector and fine-tuning, creating a material commercial
interest in Microsoft's platform success. This conflict is not foregrounded prominently. The article reads as
advocacy for the Microsoft platform thesis rather than balanced competitive analysis. Competitor
capabilities — particularly Google's enterprise footprint and AWS's cloud dominance — are
underweighted. The piece is classified as opinion/commentary, not research.

Organizational Practice

The article describes enterprise HR and IT leaders evaluating AI platforms for agentic application
development, multi-model flexibility, and integration with existing enterprise systems such as SAP, Oracle,
Workday, Salesforce, and ServiceNow. It also describes Microsoft's internal reorganization of its Copilot
product teams into a unified structure with named leadership accountabilities across LinkedIn, Copilot
Core, and Agents and Apps divisions.

Strategic Implications

The article's framing suggests that enterprise AI platform competition is shifting from model capability
differentiation toward integration depth, user experience quality, and ecosystem breadth — a pattern that
historically favored incumbents with large installed bases. If the 'surface over model' thesis holds,
performance management and HR technology vendors face pressure to prioritize connectivity with
dominant AI surfaces (particularly Microsoft Copilot) over standalone AI feature development. The author's
description of client conversations indicates enterprise buyers are actively resisting single-vendor lock-in
while simultaneously demanding integrated, pre-connected agentic tooling — a tension that will shape
procurement and build-vs-buy decisions in the near term.
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