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Introduction

A website is infrastructure, not decoration. For most of our clients it is the single most visible asset they
own, the first thing a prospective customer or partner encounters, and — for hospitality, retail, and service
businesses — the difference between a direct relationship with a customer and a commission paid to a
third party.

This document describes how eSolia engages on web work: the phases of a typical engagement, the
services we offer on an ongoing basis, and the way we think about fit between what a client needs and
what we can sensibly provide. It is written for decision-makers who want to understand the shape of
working with us before getting into numbers that only apply to their specific situation.

How a Web Engagement Is Shaped

An eSolia web engagement has three phases. They can happen together or in isolation, depending on
where the client is starting from.

Discovery & Planning — a paid assessment, usually two to three weeks, that produces a written plan.
Fixed fee of ¥500,000. Discovery is where we decide which services are the right ones for a client before
anyone signs up for a monthly commitment. If the assessment concludes that the right answer is “keep
your existing setup and fix three specific things,” we will say so in writing.

Build — delivery of a new site or application, or a substantial change to an existing one. Priced as time-
and-materials against an agreed budget, or as fixed-phase work for sub-scopes that can hold still. We
do not offer all-in fixed pricing for complex web projects. Web scope has too many unknowns, and fixed
pricing in that environment is either padded with contingency or set up to fail; we would rather be honest
about what we are estimating.

Operate & Evolve — ongoing stewardship of a live site, delivered as a monthly subscription to a chosen
mix of services built on the Operating Baseline. This is the part of the model that needs the most expla-
nation, because it is not structured as a set of named packages. It is a catalog built on a common floor.

Working With What You Already Have

A common mistake in our industry is assuming every engagement starts with a blank slate. Many sites we
work on were built by someone else, are running on a platform we did not choose, and have a marketing
team already attached. The right first question is never “what platform do we prefer” but “what does
this client really need, and what is the shortest path from where they are to where they need to be.”

In practice, eSolia web engagements take one of three shapes. None of them is better or worse than the
others — the fit depends on the client’s existing situation and goals.

Mode 1 — eSolia builds from a designer’s direction
The client has a designer (in-house, a freelancer, or a creative agency) who owns visual direction and
content strategy. eSolia builds the site from the designer’s output — we expect design deliverables in a
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usable form, such as a Figma file, HTML/CSS/JS exports, or comprehensive design documentation —and
we build on our own stack (typically SvelteKit on Cloudflare). The designer is not our subcontractor; they
are the client’s creative partner. We are the technical build team. Creative studios are strong at visual
work. They are rarely set up for multi-year infrastructure care or incident response in two languages. We
own the build and the operational layer underneath it, and we coordinate with the designer on the things
that cross the boundary.

Mode 2 — eSolia alongside an existing site and development team

The client’s site runs on a platform that is working for them — WordPress, Webflow, Shopify, Sitecore,
Adobe Experience Manager, HubSpot — and there is already a developer or agency responsible for the
build itself. eSolia is the operational and security partner alongside that team: we harden the security
posture by putting Cloudflare in front of the origin, add Periodic monitoring, clean up email and domain
configuration, tune SEO fundamentals, and handle whatever integrations or editorial workflows are
needed. We do not touch the build itself. Honestly, this is the “we do what we can” mode — we optimize
what we can around someone else’s build decisions, but the build stack is not in our control.

This is also the shape for enterprise clients where a global systems integrator runs the broader platform
and we are responsible only for the Japan slice — handling local content changes, Japan-specific com-
pliance concerns, and coordinating with the global team on the client’s behalf. In these engagements we
typically bill on a time-and-materials basis against a pool, without a large monthly subscription, because
the volume is request-driven rather than continuous.

Mode 3 — eSolia as primary developer on our own stack

When a client has a free hand — a new site, an aging legacy platform they have decided to leave,
or requirements (direct booking, custom backends, heavy integrations) that a builder platform cannot
support —we build on our own stack: the Cloudflare platform, SvelteKit, the shared libraries we maintain
across client projects, and Hanawa CMS where a headless editorial workflow is needed. In Mode 3, eSolia
may bring in a designer as a subcontractor, or the client may have an in-house designer — either way, we
are in control of the build and the operational layer, with the designer contributing visual direction.

Mode 3 produces our best outcomes because we control the tools, the components, and the operational
patterns end-to-end. It is also the mode most agencies default to automatically because it is the most
lucrative. We do it when it is the right answer, not as a reflex.

A clarifying note: Modes 1 and 3 both involve eSolia building the site. The difference is whose direction
we build from — a designer chosen by the client (Mode 1) or our own end-to-end ownership (Mode 3).
Mode 2 is the only mode where someone other than eSolia builds the site, and we work alongside them
on the operational layer.

How Discovery picks the mode

Discovery is where this choice happens. We do not arrive with a pre-decided answer. A Webflow client
whose real pain is broken email delivery and an unmonitored domain should not be sold a SvelteKit re-
build. A hospitality operator whose real problem is commission leakage to third-party booking platforms
cannot be fixed by cleaning up their marketing site alone. The Discovery report names the recommended
mode, explains the reasoning, and states what the alternatives would cost and deliver.
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The Operating Baseline

Every site eSolia operates on an ongoing basis runs on the Operating Baseline —a named, priced service
that is the floor of any ongoing engagement. The Operating Baseline is heavily automated, which is how
we can provide it at a flat annual rate even for small sites that would not otherwise justify retainer-class
attention.

Annualfee: ¥420,000 (approximately ¥35,000 per month equivalent), billed annually in advance. Japan
consumption tax is additional.

What the Operating Baseline includes
Cloudflare as the front door. Hosting on Cloudflare Workers for Mode 3 sites, or a protective layerin
front of an existing platform for Mode 1 and Mode 2 sites. Baseline security protection, encryption,
and protective rules apply either way. A site that runs on Webflow or WordPress benefits from these
protections without being moved.
Periodic monitoring for one domain. eSolia’s own monitoring product, watching for configuration
drift, email authentication health, and brand-variant domain registrations. Additional domains are a
line item in the Watch category.
An automated security dashboard at /dash , updated on a scheduled Cloudflare Worker, showing
the site’s current security posture, encryption grade, protective headers, and recent monitoring
events. This is the same pattern we use on esolia.co.jp and on otherclient sites. The dashboard is
visible to the client’s designated contacts and is the short answer to “is the site healthy right now?”
Uptime monitoring with bilingual alerting.
Weekly backups of data and configuration, with automated monthly verification that the backups
can be restored.
Secure delivery of every report, postmortem, and compliance artifact eSolia produces for the
client, using whichever secure sharing channel is appropriate for the engagement. The intent is that
every piece of evidence eSolia generates on behalf of the client is delivered to them in a way that is
both secure and easy to find again later.
Bilingual EN/JA support during Japan business hours for routine requests, with escalation for
incidents.
A written postmortem whenever something breaks, regardless of the size of the client’s engage-
ment. This is not gated. An incident on a small site gets the same structured postmortem as one on
a high-budget engagement. What scales is depth, not presence.
A monthly work report capturing all eSolia activity on the site for the month, delivered securely.

Why the Operating Baseline is required when eSolia sets up Cloudflare

When eSolia sets up Cloudflare for a client — configuring the protective layer, moving domain manage-
ment over, deploying Periodic monitoring, standing up the security dashboard — the result is an
operational posture that needs continuous, if light, stewardship. Protective rules occasionally need
tuning. Monitoring alerts need eyes. Configuration drift needs to be caught before it causes problems.
None of this is intensive work, but all of it requires a person who knows the setup and is contractually
available.

For this reason, eSolia only deploys Cloudflare for clients who are on the Operating Baseline. A Cloud-
flare setup without an ongoing maintenance relationship is an operational orphan — something that
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works on day one, slowly drifts out of alignment with the client’s evolving needs, and eventually breaks
without anyone noticing. We have seen this pattern enough times at other firms to know it is not a
theoretical risk.

The Operating Baseline starts on the first of the month after the Cloudflare setup goes live. It is billed
annually in advance, and the first invoice is prorated for the fraction of the year remaining when the client
goes live.

Clients who already have a Cloudflare setup they are maintaining themselves, or through another
provider, and who want to engage eSolia only for specific other services, can do so without the Operating
Baseline. The requirement applies specifically when eSolia is the one deploying and maintaining the
Cloudflare protective layer.

The Service Catalog

Beyond the Operating Baseline, eSolia offers ongoing services organized into three categories. The
category labels — Watch, Harden, Assure — describe what a service contributes to a site’s posture. They
are not packages a client must buy whole. A client picks the services that match their situation, and the
total monthly subscription is the Operating Baseline plus the sum of what they picked. Clients of any size
can pull from any category.

Operating Baseline
JPY 420,000/year
required for every
ongoing engagement
Cloudflare, Periodic,
/dash
Backups, secure delivery
Bilingual support,
postmortems

Watch T o Assure
operational hygiene yan Y audit-ready evidence
] - Web Security Baseline :
Quiet-failure Protective rule tunin Monthly compliance PDF
watchers & ASVS and ISO 27001

Maintenance hours supply chain B
SEO telemetry SLOs, incident

-ty Annual restore drill
Architecture review Quarferly revigew Named account lead

Web Services Catalog Structure
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Watch — operational hygiene

Watch services keep a site working as it evolves: catching the silent failures that typical maintenance
shops miss, absorbing routine content and dependency updates, and expanding the monitoring surface
as the site itself grows. A small marketing site often picks one or two Watch items on top of the baseline.
A mid-sized content site picks several.

Typical Watch services include additional Periodic domains, the quiet-failure watcher suite (end-to-end
contact form delivery tests, sitemap and robots integrity, Google Search Console error watching, Core
Web Vitals regression, encryption configuration drift), routine maintenance hours for content edits and
dependency patching, SEO telemetry that reports monthly rather than running only when someone
complains, and an architecture review on a cadence that fits the site’s size — once every three years for
a small static site, once a year for an active content site.

Harden — security and reliability as a discipline

Harden services apply when a site carries stakes beyond ordinary marketing: customer data flowing
through forms, personal information handled in booking or account flows, parent-company security
expectations, a history of being targeted, or a business model where downtime has measurable revenue
consequences. These are the services that promote a site from “looked after” to “engineered for
resilience.”

The centerpiece is the eSolia Web Security Baseline — a named, maintained set of practices we
apply and track on behalf of the client. Protective rules, bot scoring, Turnstile, and Cloudflare Access
policies are tuned to the site’s real traffic patterns rather than left at defaults. Supply-chain hygiene
runs in automated checks for code-based stacks: pinned build steps, automated dependency triage,
secret scanning, workflow linting. Reliability engineering brings real service-level objectives instead of
vague availability claims, and incident response treats every postmortem as a commitment to the next
improvement. A quarterly architecture review keeps the lead consultant and the client in the same
understanding of where the site is and where it is going.

Harden also includes deeper bilingual postmortems — the same structured postmortem every site gets
after an incident, but written to a level where a parent company, internal IT team, or auditor can take it
at face value without needing a second round of translation or clarification.

Assure — audit-ready evidence

Assure exists for clients who need to demonstrate, on a recurring schedule, that their site is operated
to defined security and compliance standards. Not in conversation, not in a testimonial. In writing, on a
cadence, in a format an auditor will examine.

The primary Assure deliverable is the monthly compliance evidence PDF, generated from our Pulse
compliance platform. It is branded for the client, mapped to control sets auditors recognize (OWASP
ASVS and ISO/IEC 27001), and delivered securely with every other piece of evidence from that month.
After twelve months on this service the client has a year of control-mapped documentation; after three
years, a defensible historical posture record.

The second Assure deliverable is the annual restore drill. Once a year we restore the site to a staging
environment from the most recent backup, measure the actual recovery time and data loss against the
client’s defined targets, and produce a signed report. The drill runs as a tabletop exercise that the client’s
IT and security stakeholders can join if they wish. It is the single most valuable piece of evidence most
clients never have, because almost nobody tests their backups until the backup is all they have left.

Commercial Papers/ EFE4E — v20260414C | PDF/A-2b (ISO 19005-2) 7/21



\‘@ eSO I I1a Web Services — Investment Overview

Assure also includes a named bilingual account lead — one senior consultant who knows the site, the
business, and the stakeholders, and is the continuous point of contact for everything from incident
response to auditor conversations.

How Services Combine — A Few Illustrative Shapes

The service catalog is meant to be mixed. The following patterns are not packages; they are examples
of how different kinds of clients typically end up configured after Discovery. Monthly totals are indicative
ranges that include the Operating Baseline, not quotes.

A small bilingual association website. We built it on Cloudflare Workers with a simple content workflow.
The Operating Baseline covers most of what the site needs: automated security dashboard, monitoring,
patching, backup verification. On top of the baseline the client picks one or two hours per month for
routine content edits and a triennial architecture review. Typical monthly range: ¥35,000 — ¥50,000
(baseline plus a small amount of Watch).

A mid-sized bilingual content site for a professional services firm. Hosted on our stack, updated
regularly, used actively for business development. Baseline plus most of the Watch category: additional
Periodic domains, the quiet-failure watcher suite, four hours per month of routine maintenance, SEO
telemetry, annual architecture review. Typical monthly range: ¥120,000 — ¥160,000. Occasional cam-
paign landing pages and feature additions are handled through a prepaid pool on top of the monthly
subscription.

An enterprise with a global platform where we run the Japan slice only. The parent company’s global
systems integrator operates a platform such as Adobe Experience Manager or Sitecore from overseas.
We handle local-only requests: Japan-specific content changes, bilingual editorial coordination, Japan
compliance concerns, and incident escalation during Japan hours. Operating Baseline for the Japan slice
plus a time-and-materials pool sized to expected monthly demand. Typical shape: ¥40,000 — ¥80,000
per month in baseline and small retainers, with project pools purchased separately for larger pieces of
work. This mode is request-driven; the client pays for capacity only when they use it.

A multi-property hospitality operator with security-conscious HQ. Multiple properties, customer data
flowing through forms and booking flows, parent-company security expectations, and a need to answer
auditor questions in writing. Baseline plus most of Watch plus the Harden category: Web Security Base-
line, protective rule tuning, supply-chain hygiene, SLOs and incident engineering, quarterly architecture
review, deeper bilingual postmortems. Typical monthly range: ¥280,000 — ¥360,000. If the HQ security
function escalates into formal audit or ISO work, Assure services layer on top.

These are configurations of the same catalog, shaped to real situations. A client in one shape can add or
remove services at any time, and the monthly total adjusts accordingly — but every configuration includes
the Operating Baseline as the floor.

Commercial Papers/ EFE4E — v20260414C | PDF/A-2b (ISO 19005-2) 8/21



\‘@ eSO I I1a Web Services — Investment Overview

Discovery-Paired Remediation

Some clients arrive with known immediate problems that cannot wait for a full Build: broken email
delivery, an unmonitored domain, a site without a protective layer in front of it, a form spam problem, a
security incident in recent memory. For situations like these we pair Discovery with a small remediation
package delivered in parallel. The remediation is scoped and quoted separately from the ¥500,000
Discovery fee, usually in the range of a few hundred thousand yen of engineering effort, and it runs during
the first two or three weeks of the engagement. The client gets urgent fixes done while the assessment
is still being written, and the Discovery report names what was fixed, what was deferred, and why.

When the remediation includes eSolia standing up the Cloudflare protective layer, the Operating Baseline
becomes part of the engagement from the first of the month after the Cloudflare setup goes live. This is
explicit at approval time, not a surprise later. The Operating Baseline is what makes the Cloudflare setup
safe to leave in place and worth relying on over time.

This pattern is worth calling out because it is common. A client who needs stability before they can think
clearly about strategy should not be forced to choose between the two.

How Evidence Reaches You

Every eSolia-operated site generates evidence: monthly work reports, postmortems, compliance arti-
facts, restore drill outputs. eSolia delivers all of this through secure sharing channels — the specific
channel depends on the engagement, and may include eSolia’s own Courier platform, shared Pulse
dashboards, SharePoint or OneDrive folders the client already uses, or other secure delivery methods
appropriate to the situation.

Regardless of the specific channel, the intent is the same: every piece of evidence eSolia produces for
the client is delivered in a way that is both secure and easy to find again later. For clients who need to
justify ongoing operational spend to a CFO, a parent company, or an auditor, this accumulated evidence
is the answer. It is also, quietly, the strongest argument for renewal: clients who can see their own history
of evidence stop asking whether the monthly fee is worth it.

How We Price Work

Three pricing models, aligned to three phases.

Discovery is a fixed fee of ¥500,000, with ¥50,000 credited against Build if the client proceeds within
90 days. Discovery-paired remediation is scoped and quoted separately.

Build is time-and-materials against an agreed budget, or fixed-phase for sub-scopes that genuinely hold
still. We do not offer all-in fixed pricing for complex web projects; the unknowns in web scope make fixed
bids either contingency-padded or doomed. Every T&M engagement produces a weekly written status
and a Monthly Work Report delivered securely.

Operations is a monthly subscription built from the Operating Baseline (¥420,000/year) plus selected
services from the catalog. Subscriptions are billed annually in advance by default, with monthly billing
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available on request. Additional development work beyond the routine maintenance hours in a subscrip-
tion — feature additions, design refreshes, campaign landing pages — is purchased as prepaid hour pools
that are drawn down as work is performed. Pool sizes and rates are in the Web Services rate card.

Infrastructure subscriptions such as Cloudflare’s own plan fees are separate from eSolia’s fees. They
can be billed directly by the provider to the client, or passed through on the eSolia invoice at cost (with
a small administrative allowance for credit card surcharge and FX adjustment). This choice is made at
engagement start and can be changed later.

A note on Build delays: Build engagements reserve eSolia capacity, so a project that stalls on the client
side beyond two weeks begins to incur a project hold fee of ¥300,000 per month. The hold fee is
described in the rate card and is rarely invoked in practice, because naming it usually prevents it.

Billing Cycle
Discovery — invoiced at the start of the engagement.
Discovery-paired remediation — invoiced at the start of the remediation work, scoped separately.
Build — fixed-phase fees at the start of each phase; T&M invoiced monthly against actuals, within
the agreed budget.
Operating Baseline and Operations subscription — invoiced annually in advance by default, with
monthly billing available on request. The first invoice is prorated for the fraction of the year remaining
when the engagement goes live.
Infrastructure subscriptions — billed directly by the provider, or passed through on the eSolia
invoice at cost with a small administrative allowance.
Pools — invoiced at the time of purchase, valid for twelve months.

All fees are exclusive of Japan consumption tax.

Next Steps

If this overview fits the shape of what you are looking for, the next step is a Discovery & Planning engage-
ment. We will propose a specific Discovery scope based on an initial conversation — what is working,
what is not, what the site is supposed to do next, and which of the three modes fits your situation. Two
to three weeks after the assessment begins, you will have a written plan in hand and the basis for an
informed decision on what comes next.
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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 hello@esolia.co.jp
Web https://esolia.co.jp/en

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