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\‘@ eSOI Ia AI Tools — What We Need to Buy and Why

Purpose

This is a procurement decision guide. It maps each piece of Al protection we want to the specific product
or service that delivers it, with costs. We can use it for procurement justification.

Decision tree

The tree below is tool-first, not profile-first. A single user might need more than one tool (a developer
might use Claude Code and Claude Desktop; an analyst might use paid Copilot and Claude Desktop).
When that happens, add up the rows that apply to them.

User will use
AL
for work

Accessing Al on

a
work laptop?

Yes
(everyone at
eSolia)

BUY: E5 Compliance add-on
for the 7 E3 users
~¥1,800/user/month
(3 E5 users already
covered)

Which tool does
their
work need?

A: Email, B: Al inside Word, Excel, D: Claude Desktop E: Other AT
summaries, PowerPoint, Outlook; C: Claude Code (any role, Chat mode vendor
quick research, Researcher; Excel Agent (developers) only) (Gemini, ChatGPT,
routine work Mode Perplexity, etc.)
. APPROVAL PROCESS
Free Copilot Chat . . BUY: Claude Teams seat

(bundled with E3 and BUY: M365 Copilot aﬁd-on BUILD: CloakLLM fork + install sanitizer (casE-by-case
E5) $30/‘user/mont (we will develop it) locally asls,

No purchase (selective, 2-3 seats) for Cowork disable requ;stsv)go to

anri

Decision Tree for AI Tools Purchase

The tree collapses five possible tool needs into five concrete answers. Rows C and D often combine —a
developer will typically need both Claude Code and Claude Desktop. Rows B and D might also combine if
an analyst needs Claude both inside Office apps and standalone. Row E is the escape hatch for anything
not on the default approved list, and exists because we know some people will ask.

Protected Internal/ #t—f% — v20260408G | PDF/A-2b (ISO 19005-2) 13/21
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What each purchase gives us

AI Tools — What We Need to Buy and Why

# Purchase Who it covers What it enables Annual cost
E5 Compliance 7 E3 users (3 E5 Purview Endpoint ~¥150,000
add-on to E3 users already DLP, DLP for
covered) Copilot, DSPM for
AL Brings E3 to E5
compliance parity.
2 Claude Teams Claude Desktop Admin console ~¥135,000-
subscription users. Initial: ISO with Cowork 270,000
lead + 1. Rick disable toggle;
later. centralized billing;
org membership.
3 Paid M365 2-3 colleagues Al in Word/Excel/ ~¥55,000/seat
Copilot add-on needing in-app Al PowerPoint/
Outlook/Teams;
Researcher agent;
Excel Agent Mode;
OpenAl/Claude
model switching.
4 eSolia sanitizer Claude Code + Local prompt ¥0
(CloakLLM fork) Desktop users sanitization:
swaps client data
for placeholders
before reaching
Anthropic. Internal
build.
5 Free Copilot Chat All users (E3 + E5) Baseline AI chat ¥0 (bundled)

under Microsoft
enterprise data
protection.

Why each line is the right answer

Line 1 (E5 Compliance add-on) is non-negotiable for E3 users. The 3 E5 users already have Purview
Endpoint DLP, DSPM for Al, and the other compliance features we need as part of their E5 licence. The
7 E3 users don’t. Without these capabilities on the E3 machines, there’s no enforcement mechanism
on most of the team: Purview Endpoint DLP is the control that blocks a colleague from pasting client
data into a personal ChatGPT session, DSPM for Al is the audit trail that lets us answer ISMS and client
security questions honestly, and Purview DLP for Copilot is what catches sensitive content inside Copilot
prompts. These capabilities only come with E5 or via the Compliance add-on to E3. They are not in
base E3, and they cannot be replaced by a third-party DLP product at anywhere near this price point.
Microsoft’s current pricing for the Compliance add-on is approximately $12/user/month, or roughly
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¥1,800 at current rates. Seven E3 users X 12 months lands near ¥150,000/year. After the add-on, all
ten eSolia colleagues have the same compliance perimeter.

Line 2 (Claude Teams) gives us the Cowork disable toggle, which doesn’t exist on any other Claude
tier. This is the specific reason we need Teams rather than Pro or Max. Cowork is Claude Desktop’s
agentic file-access mode — it can read local files, run scheduled tasks, and take actions on behalf of
the user. It’s also a research preview with no audit trail, incompatible with our ISMS requirements. The
only way to turn it off organization-wide is through the admin console that ships with Claude Teams and
Claude Enterprise. Individual Pro and Max accounts have no equivalent toggle; Cowork is on by default
and stays on. So Teams is the correct tier for any eSolia colleague using Claude Desktop on a work
machine. Rick currently has a personal Claude Pro Max account with significant accumulated chat history
that would take time and planning to migrate to Teams — he’s keeping it for now and will move over as
and when a practical migration path appears. In the meantime, the Teams subscription can start with
the ISO lead and one other colleague, growing over time as more people come on board. Teams is priced
around $25-30/user/month depending on billing cycle. There may be a seat minimum (typically 5 seats)
that needs to be verified with Anthropic sales at purchase time.

Line 3 (Paid M365 Copilot) is about in-app Al integration, not just Claude access. Free Copilot Chat
(Line 5) covers standalone AI chat for routine tasks. The paid tier is qualitatively different. It puts Al
directly inside the apps colleagues already work in — drafting a document in Word, analyzing data in
Excel, reviewing email in Outlook, building a deck in PowerPoint — without leaving the app. It adds the
Researcheragent for deep multi-source analysis, Agent Mode in Excel for autonomous data work, and the
ability to switch between OpenAl and Claude Opus 4.5 as the reasoning model inside those experiences.
Claude reasoning is one feature of several, not the whole reason to buy. The test is simple: does this
person live inside Office apps for their work? If yes, the upgrade is likely worth it. If most of their Al use is
“open anew tab, ask a question,” free Copilot Chat is enough. We expect 2—3 of ten colleagues to qualify
— decided individually before procurement.

Line 4 (sanitizer) is an internal build, not a purchase. We're forking an open source project called
CloakLLM and extending it with Japanese-specificimprovements. The fork lives in a private eSolia GitHub
repo. Distribution to Claude Code and Claude Desktop users happens via a wrapper script. There is no
licence to buy and no vendor to pay. We will develop it.

Line 5 (free Copilot Chat) is already paid for. This is the entitlement that comes bundled with every E3
and E5 licence and requires no additional purchase. It’s the default Al tool for every colleague regardless
of licence tier. Users sign in at copilot.microsoft.com with their eSolia account; the shield icon in the top
corner confirms enterprise data protection is active.

What about Claude Desktop for non-developers?

Claude Desktop isn’t restricted to developers. In fact, at our current size eSolia has one developer but
several colleagues who would reasonably use Claude Desktop — for long-form writing where Claude’s
interface is stronger than Copilot Chat, for the Projects feature (persistent shared context across
sessions), for experimentation in ISMS-related work, or for tasks that simply fit Claude’s reasoning voice
better than GPT’s. This is a real use case and the plan supports it. The initial expected Claude Teams
members are the ISO lead (Ena) and at least one other colleague for experimentation, with Rick joining
later when his personal Pro Max migration becomes practical.
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The tooling for the non-developer Claude Desktop path is the same as for any other Claude Desktop user:

The user gets a Claude Teams seat under the same eSolia organization (shared with any developers
who also use Claude Desktop)

The Cowork-disabled org setting applies automatically — they benefit from the admin toggle without
doing anything

The sanitizer (the CloakLLM fork) gets installed on their machine via a short session with whoever is
running the build. They don’t need to touch Python or understand how it works; the install is packaged
with a wrapper script and the configuration is managed

The sanitizer’s MCP server gets registered in their claude_desktop_config.json  also via the setup
script

From that point on, their Claude Desktop usage is protected the same way developers’ usage is —
prompts sanitized locally, placeholders swapped in and out transparently, Cowork disabled

The decision gate for a Claude Desktop seat is the same as for a paid M365 Copilot seat: we ask whether
the colleague’s work genuinely needs it rather than defaulting to yes. Many colleagues will find that
Copilot Chat or paid Copilot covers their needs, in which case no Claude Teams seat is required for them.
Others will have a concrete reason — a specific workflow, an experimentation mandate, or a capability
gap in Copilot — and for them the Claude Teams path is the right answer. A colleague can have both a
paid M365 Copilot seat and a Claude Teams seat; the two purchases serve different surfaces and don’t
overlap.

What about other AI tools? (Gemini, ChatGPT, Perplexity, etc.)

We’re currently considering tools outside the approved list for assessment and experimentation, driven
primarily by the ISO lead (Ena), who wants to evaluate paid versions of Gemini and ChatGPT alongside
Claude as part of her responsibilities. This is reasonable — as ISO lead she’s accountable for tracking
the broader set of AI tools eSolia might use, and hands-on evaluation is part of that work. Rick would
approve her use on that basis. The question worth getting right is which tier she buys, because the
answer meaningfully changes the data protection posture.

Consumer tiers vs. business tiers
Ena’sinitial ask was for “Gemini Pro” and “ChatGPT Pro.” Both names point at consumer tiers, and neither
is the right choice for work that might touch real eSolia or client data.

ChatGPT:

ChatGPT Plus / Pro ($20 / $200 per month) are consumer tiers. They do not come with a business
Data Protection Addendum. OpenAI’s consumer terms apply. Not the right choice for work content.
ChatGPT Team (~$25-30/user/month, 2-user minimum, annual billing) is the business tier. It
includes OpenAl’s standard commercial DPA, admin console, SSO, no training on customer data by
default, and per-organization workspace. This is the correct tier for Ena’s assessment work if she’s
going to touch anything resembling real eSolia content.

ChatGPT Enterprise (custom pricing) is a step above Team and not necessary for a 10-person shop
doing assessment work.

Gemini:
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Gemini Advanced (sometimes called “Gemini Pro” in consumer branding, ~$20/month via Google
One AI Premium) is the consumer tier. Same caveat as ChatGPT Plus — no business DPA, consumer
terms apply.

Gemini for Google Workspace is the business tier with enterprise data protection, but it requires a
Google Workspace subscription. eSolia is a Microsoft 365 shop, not a Google Workspace tenant, so
this option isn’t practically available without also standing up a Workspace tenant — which is a bigger
decision than the Al evaluation that triggered it.

Google AI Studio / Vertex AI are developer API tiers with different terms, not appropriate as a chat
interface for an ISO lead’s evaluation work.

The practical answer for Gemini specifically is that there isn’t a clean business-tier path for a pure M365
shop. If evaluating Gemini matters enough, the options are: (a) use Gemini Advanced consumer tier but
restrict usage to synthetic or public data only (no real eSolia content), or (b) accept the cost of a small
Google Workspace tenant alongside M365 if the evaluation will need to touch real content. Both are
acceptable paths for a time-boxed assessment if documented.

The DPA question: how a small company handles it

A reasonable question is how eSolia negotiates a Data Protection Addendum with a vendor the size of
OpenAl or Google. The honest answer is: we don’t. Small customers don’t negotiate custom DPA terms
with hyperscale Al vendors — we accept the vendor’s standard commercial DPA as offered, and that DPA
is typically only available at the business tier (Team, Enterprise, Workspace), not the consumer tier. So
the practical criterion for approving a new Al toolisn’t “can we negotiate a DPA” — it’s “does the vendor
offer a standard commercial DPA we can accept at the tier we’re buying, without custom negotiation.” If
yes, we can proceed. If no, we can’t, regardless of how attractive the tool is otherwise.

Approval path
Requests for Al tools outside the default approved list go to Kanri. The approval conversation covers:

What is the tool, and at what tier?

Does that tier offer a standard commercial DPA and admin controls, or is it a consumer tier with
consumer terms?

Is this assessment-only with synthetic data, or does it touch real eSolia content?

Who is the responsible user, and for how long?

Is the spend justifiable for the business value?

For Ena’s current assessment use case, the likely recommendation is ChatGPT Team (2 seats, approx-
imately ¥100K/year, with business DPA and admin controls) rather than ChatGPT Pro, with Gemini
handled separately depending on whether real content is involved.

Currently blocked by default
These are blocked at the Purview Endpoint DLP layer until an approval is formally recorded:

Google Gemini consumer tier (Gemini Advanced / “Gemini Pro”)

Perplexity (any tier)

xAI Grok (any tier)

OpenAl ChatGPT consumer tiers (Plus, Pro) — note that GPT access through Microsoft 365 Copilot
is already approved because it runs under Microsoft’s tenant boundary

Mistral, Cohere, or other model-provider chat interfaces accessed directly
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Specialized Japanese Al services — reviewed case by case
Al coding assistants other than Claude Code (GitHub Copilot, Cursor, Codeium, etc.) — reviewed case
by case

Personal Al accounts used for work content remain prohibited regardless of vendor or tier. That rule
doesn’t go through the Kanri approval path — it’s a standing policy.

Total cost scenarios

Initial expected Claude Teams seats: Ena (ISO lead) plus one other colleague for experimentation — 2
seats to start, potentially growing as more people come on board or Rick migrates from his personal Pro
Max account.

Scenario E5 Compliance Claude Teams Paid Copilot Annual total

Minimum viable ~¥150K ~¥225K ¥0 ~¥375K
(no paid Copilot,
Teams at 5-seat
minimum forced
even with 2 active
users)

Realistic (2 paid ~¥150K ~¥225K ~¥110K ~¥485K
Copilot seats,
Teams at 5-seat
minimum with 2—3
active users)

Full (3 paid ~¥150K ~¥225K ~¥165K ~¥540K
Copilot seats,
Teams at 5-seat
minimum with 3-5
active users filling
the minimum)

Expanded (3 paid ~¥150K ~¥270K+ ~¥165K ~¥585K+
Copilot seats +
more than 5
Teams users once
the team adopts
Claude Desktop
more broadly)

Best case (Teams ~¥150K ~¥90K ~¥110K ~¥350K
accepts 2 seats

without minimum,
2 paid Copilot)

Budget range for planning: ¥350K-585K/year. Three uncertainties drive the range: whether Claude
Teams enforces a 5-seat minimum (if yes, we pay for 5 seats regardless of initial count; if no, we pay only
for the seats we use), how many of the ten colleagues qualify for Tier 2 paid Copilot after the individual
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conversations, and how many colleagues ultimately adopt Claude Desktop via the Teams path. A useful
property of the 5-seat minimum scenario is that it absorbs organic growth up to 5 Teams users at no
marginal cost — only the sixth and beyond add to the bill.

Separately from the main scenarios, the assessment work on other Al tools (ChatGPT Team for Ena’s
ISO evaluation, and potentially Gemini via some path) is an additional ¥50-150K/year depending on tier
and seat count, approved through Kanri. This is not included in the table above because it’s triggered by
specific assessment needs rather than baseline procurement.

Procurement sequence

Order matters because some of these need to be in place before the next one is useful.

1. E5 Compliance add-on first. Nothing downstream works without the enforcement perimeter for
the 7 E3 users. Buy this before the July 1, 2026 Microsoft price increase if at all possible —the same
SKU is expected to cost more after that date.

2. Claude Teams second. Needed before anyone can safely use Claude Desktop on a work machine.
Verify seat minimums with Anthropic sales before the purchase order. The org-level Cowork toggle
needs to be flipped off immediately after subscription activation.

3. Sanitizer build in parallel. The CloakLLM fork work happens alongside the procurement timeline,
not after it.

4. Paid M365 Copilot last, selectively. Run the individual conversations with colleagues first. Pur-
chase only for those who demonstrate a concrete need. Reclaim any unused seats after 90 days of
observed usage.

5. Assessment tools (ChatGPT Team, possibly Gemini) via Kanri. Separate from the main procure-
ment flow; approved case by case as Ena or others request them.

What we are not buying

These were all considered at some point in the planning conversation and deliberately rejected:

Third-party browser sanitizer extensions (anonym.legal and similar). The Copilot path closes the
browser Al gap for non-developers without a new vendor relationship or the credibility concerns we
found with the specific vendor reviewed.

Full E5 licence upgrade for E3 users. We only need the Purview Compliance component, not every
E5 feature. The Compliance add-on costs substantially less than a full E3—E5 step-up.

Individual Claude Pro or Max subscriptions for team use. Pro and Max are consumer tiers without
the admin controls we need (most importantly the Cowork toggle). Claude Teams is the correct tier
for any team-level deployment. A practical caveat: Rick currently has a personal Claude Pro Max
account with significant accumulated chat history that would take time and planning to migrate to
Teams. He’s keeping it for now and will move over as and when a practical migration path appears —
this doesn’t block the Teams rollout for the rest of the team, but it does mean the Teams seat count
starts with Ena and one other colleague rather than including Rick from day one.

Third-party DLP products (Cloudflare DLP, standalone Presidio hosting, Microsoft Defender for
Cloud Apps). Purview covers the enforcement and audit needs within the Microsoft stack we already
own, and the custom sanitizer covers the developer-side sanitization at no licensing cost.
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Open items to confirm before purchase

1.

Claude Teams seat minimum. Ask Anthropic sales directly. If the minimum is 5, the budget absorbs
organic growth up to 5 seats at no marginal cost. If there is no minimum, the Claude Teams line
can start smaller (2 seats for Ena plus one experimentation colleague) and grow as people come
on board.

Microsoft price increase timing. The E5 Compliance add-on and other M365 SKUs are expected to
rise on July 1, 2026. If the procurement happens after that date, rerun the cost estimates with the
new numbers before sign-off.

Paid Copilot candidate list. The individual conversations to identify who needs paid Copilot should
happen before the purchase order, not after. Target 2—3 upgraded seats across the team (any role).
This can be bundled with the Claude Desktop conversation in item 4 to avoid interviewing anyone
twice.

Claude Desktop candidate list. Identify colleagues whose work genuinely needs Claude Desktop
and therefore a Teams seat. The initial expected list is Ena plus one other colleague for experimen-
tation, but the conversation may surface more or fewer than that. A colleague can need both a paid
Copilot seat and a Claude Teams seat; the decisions are independent.

Kanri intake for other Al tools. Ena’s ChatGPT Team (and potentially Gemini) assessment request
is the first test of the Kanri approval path. Make sure Kanri has the intake template and the criteria
from the “What about other Al tools?” section above before the first real request lands.
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Contact Us

eSolia Inc. Shiodome City Center 5F (Workstyling) 1-5-2 Higashi-Shimbashi, Minato-ku Tokyo
105-7105, Japan

Phone 03-4577-3380
Email rick.cogley@esolia.co.jp
Web https://esolia.co.jp/en

Hours Monday-Friday, 9:00-18:00 JST
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