
Security Transformation 
Roadmap: A Pathway to Zero Trust 
for People and AI Agents

E5 is the Zero Trust foundation: identity, endpoint, email, data and monitoring controls. E7 is the 
next step for organizations that run AI agents at scale. It bundles Microsoft 365 E5, Microsoft 
365 Copilot, the Microsoft Entra Suite and Microsoft Agent 365 in one subscription, so the same 
Zero Trust treatment extends to agents and to network access.  
 
It also separates included E5 and E7 capabilities from services billed separately. E7 licenses 
agent governance, not agent compute: building and running agents is charged through Copilot 
Studio credits or Microsoft Foundry and Azure consumption, and Microsoft Sentinel ingestion is 
billed separately.

Zero Trust verifies every 
access request, enforces 
least privilege, and 
assumes breach across 
identity, devices, 
networks, data, agents, 
and monitoring.

Why Zero Trust Has Become Table Stakes for Enterprise Security 

The answer to why Zero Trust security matters starts with a structural change. Users now work across home networks, mobile 
devices, partner environments, and corporate o�ces, while critical applications and data sit in SaaS platforms. A perimeter can 
no longer establish whether an access request is safe. Ransomware operators use valid credentials, insiders already begin within 
trusted environments, and supply-chain compromises arrive through approved software or service relationships. Zero Trust vs 
perimeter security is therefore a question of evidence versus location. Perimeter security trusts network placement. Zero Trust 
evaluates identity, device health, requested resource, session context, and risk before granting or continuing access.  
 
Regulation has moved in the same direction, although the wording varies. The US federal Zero Trust strategy in OMB M-22-09 
sets explicit architecture requirements for federal agencies. The EU's NIS 2 Directive requires cybersecurity risk-management 
measures such as access control, incident handling, supply-chain security, cryptography, and multi-factor authentication. NIS 2 
Zero Trust alignment is therefore practical rather than a direct product mandate. India's DPDP Act similarly requires reasonable 
security safeguards for personal data without prescribing a named architecture. These obligations make identity assurance, least 
privilege, monitoring, and evidence quality board-reportable controls. Zero Trust gives security leaders a coherent way to 
implement and measure them without presenting fear as strategy. 

What Is Zero Trust Security? A Modern Definition 

What is Zero Trust security? It is a security model that grants no implicit 
trust because of a user's network location, device ownership, or previous 
access. Every request must be authenticated, authorized, and evaluated 
against current risk before a protected resource is made available. That 
concise Zero Trust definition aligns with NIST SP 800-207, which shifts 
protection from static network perimeters to users, assets, and resources.  
 
A Zero Trust architecture is not a product, a network design, or a license 
that Microsoft, Cisco, or another vendor can deliver fully configured. It is an 
architectural approach spanning identity, endpoints, applications, 
networks, data, infrastructure, and security operations. Each layer supplies 
signals and enforces policy. Most enterprises implement it as a staged 
program over roughly 18 to 36 months because permissions, legacy 
applications, device management, data classification, and operating 
processes cannot mature simultaneously. Technology enables the model; 
governance and continuous tuning make it work. 

The Three Core Principles of Zero Trust 

Every credible Zero Trust framework, including NIST SP 800-207, CISA's Zero Trust Maturity Model, and Microsoft's adoption guidance, rests 
on the same Zero Trust principles. These Zero Trust core principles establish how access decisions are made and how controls behave after 
access is granted. 

Never trust, always verify means an approved login is the beginning of evaluation, not the end. Each request is checked against 
identity strength, device health, location, target resource, time, session behavior, and detected risk. A user signing in normally 
from Dubai on a managed laptop may receive access, while the same account requesting payroll data from an unmanaged device 
in an unusual location may face stronger authentication or a block.   
 
Continuous authentication extends this reasoning throughout the session. Conditional Access and related controls can react 
when risk changes, a device falls out of compliance, or behavior becomes anomalous. The decision remains proportional: low-risk 
work proceeds with little friction, while sensitive actions require stronger evidence. Zero Trust succeeds when verification is 
persistent and contextual, rather than a repeated password prompt that users learn to dismiss. 
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Least privilege access gives users, applications, and workloads only the permissions required for a defined task and only for the 
time required to complete it. Role-based access control limits scope, while just in time access removes permanent administrative 
privilege. Microsoft Entra Privileged Identity Management supports approval-based and time-bound role activation, MFA at 
elevation, justification, notifications, access reviews, and audit history. A practical PIM Zero Trust design separates eligible access 
from active access, so holding an administrator role does not mean using it continuously. This model narrows the opportunity for 
stolen credentials, compromised sessions, and accidental changes. Teams should also review service principals and application 
permissions because unattended identities often retain broader access for longer than human administrators

Assume breach means designing controls on the basis that an attacker may already possess a credential, control a device, or 
occupy part of the environment. Security architecture must therefore limit what that foothold can reach and reveal suspicious 
movement quickly. Microsegmentation isolates critical zones, encryption protects tra�c and stored data, and workload identities 
prevent one compromised application from inheriting broad trust.   
 
Breach containment also requires strong telemetry, tested response playbooks, credential rotation, and recovery procedures. The 
goal is a smaller blast radius. A compromised sales laptop should not provide a route to production databases, administrative 
consoles, or regulated data stores. The phrase “assume breach” is not paranoia. It is the operating assumption behind a mature 
security program in 2026 because prevention will occasionally fail. Zero Trust measures success partly by how quickly the 
organization detects that failure and how little damage the attacker can cause before containment. 

Example: A database administrator receives elevated production access for two hours against an approved change ticket. The 
role expires automatically after the maintenance window instead of remaining permanently active. 

Least Privilege Access 

Assume Breach
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The three principles become operational through architectural Zero Trust pillars. Microsoft, NIST, and CISA organize them di�erently, but 
practical Zero Trust implementation must cover identity, devices, networks, data, and continuous visibility. A weakness in one pillar can 
undermine controls across the others. 

The Key Pillars of Zero Trust Implementation 

Zero Trust IAM establishes who or what is requesting access and whether the 
evidence is strong enough for the requested action. Organizations should combine 
Conditional Access, identity-risk signals, Privileged Identity Management, and 
strong MFA. MFA passkeys and FIDO2 security keys provide phishing-resistant 
authentication because they do not expose reusable secrets to fake login pages. 
Most programs begin with identity because compromised credentials remain a 
common route into cloud environments. Priority should go to administrators, 
remote access, legacy authentication removal, and high-value applications. 
Policies need a report-only phase and tested exclusions for emergency accounts. 
Poor enforcement can lock out administrators or push users toward unsafe 
workarounds, which is an expensive way to prove that security and availability 
share a calendar. 

A data Zero Trust model protects information according to sensitivity, purpose, and 
current risk. Data classification identifies personal, financial, health, confidential, 
and regulated content. Encryption protects it at rest and in transit, while persistent 
sensitivity labels carry handling rules into documents and emails. DLP policies can 
restrict external sharing, copying to unmanaged devices, or sending sensitive 
content to unsupported services. Microsoft 365 Copilot and other agents make 
permitted content easier to discover, so labels, permissions, and access 
governance must be accurate before AI activation. Microsoft Purview can enforce 
protection and monitor supported AI interactions, subject to licensing and 
workload coverage. The companion guide to data protection in AI with Microsoft 
Purview covers the relevant data controls in more detail. 

Microsoft Entra Private Access and Entra Internet Access, part of the Microsoft Entra Suite, add identity-aware network access 
to the Microsoft stack. Entra Private Access gives users access to specific private applications without placing them on the wider 
network, which narrows the broad access a traditional VPN grants. Entra Internet Access applies identity-centric policy to web 
and SaaS tra�c. Both integrate with Conditional Access. They are included in E7 and are not part of E5, although the Entra Suite 
can be licensed separately. They complement segmentation, workload firewalls and private endpoints rather than replacing them.

Production systems remain isolated from development and test environments, with controlled deployment paths between 
them.  
 
PCI and health-data zones accept tra�c only from approved applications, managed identities, and administrative 
workstations.  
 
End-user devices cannot initiate direct east-west connections to other employee endpoints, limiting credential theft and 
malware propagation. 
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Device validation Zero Trust checks the endpoint before trusting the access 
request. Microsoft Intune and Defender can show whether a device is enrolled, 
patched, encrypted, protected by EDR, free from active threats, and compliant 
with corporate configuration. Jailbroken or rooted devices should fail policy 
automatically. Endpoint compliance must drive access decisions rather than 
remain a dashboard metric. Compliant managed devices may receive normal 
access, while unmanaged or degraded devices receive browser-only access, 
blocked downloads, stronger authentication, or denial for sensitive systems. 
Teams should define separate requirements for employees, contractors, 
privileged administrators, and specialized operational technology. Policies also 
need clear remediation paths for legitimate users. 

AI agents read data, call tools and act on behalf of users, so they need the same 
Zero Trust treatment as people. Give each agent its own identity (Microsoft Entra 
Agent ID) and a named owner and sponsor. Keep a registry that includes shadow 
agents. Scope permissions to the minimum data and tools the task needs. Apply 
sensitivity labels, DLP and audit to agent interactions, and monitor agent behavior 
with Defender and Agent 365 observability. Microsoft Agent 365 brings Entra, 
Purview and Defender together as the control plane for this work.

Continuous monitoring Zero Trust validates that controls still work after access is 
granted. Identity events, device risk, endpoint detections, network activity, 
application behavior, and data events must be correlated quickly enough to reveal 
an attack. SIEM XDR integration connects this evidence across pillars. XDR 
provides product-native investigation, while SIEM broadens correlation across 
cloud, on-premises, and third-party telemetry. SOAR playbooks can isolate 
devices, disable accounts, revoke sessions, block indicators, or open cases when 
the defined conditions are met. Teams also need use-case ownership, log-quality 
monitoring, retention decisions, and response objectives. Collecting every event 
without a detection purpose creates a costly archive. Mature visibility links each 
threat scenario to the signals, analytics, action, and owner required to contain it. 

1. Identity and Access Management (IAM) 

4. Data 

3. Network and Microsegmentation 

2. Devices and Endpoints

5. Agents and AI Workloads

6. Continuous Monitoring and Visibility 

The E3 vs E5 Security Gap: What You're Missing Without the Upgrade 

Every Microsoft 365 E3 tenant already has a meaningful security baseline. The Microsoft 365 E3 vs E5 decision concerns depth, automation, 
and governance rather than the existence of security controls. The E5 security features add identity-risk protection, privileged access 
governance, deeper endpoint and email investigation, and advanced compliance capabilities. Exact entitlements vary by agreement and 
add-on, so buyers should verify the current product terms, especially for Entra ID P2 features, Purview capabilities, and Microsoft Sentinel 
consumption. 

Identity 

Endpoints 

Email and Collaboration 

Data 

Network and access

Agents and Al

Monitoring

ZERO TRUST PILLAR 

Entra ID P1, MFA, standard 
Conditional Access

Defender for Endpoint P1. 
Intune Plan 2, Remote Help 
and Advanced Analytics 
(Microsoft 365 E3, from July 
2026)

Defender for O�ce 365 P1 
(Safe Links, Safe 
Attachments, anti-phishing). 
Included from 1 July 2026, 
Pian 1 capabilities only

Core Purview: information 
protection, manual labeling. 
DLP, retention, audit

No native coverage in the plan

Copilot Chat. No agent 
governance

Microsoft 365 audit and 
Defender product telemetry

Entra ID P2, Identity Protection, 
risk-based Conditional Access, PIM

Defender for Endpoint P2 with 
richer EDR, advanced hunting, 
automated investigation

Defender for O�ce 365 P2 with 
Attack Simulation Training, 
Threat Explorer, automated 
investigation

Advanced Purview: auto-
labeling, Insider Risk 
Management, Communication 
Compliance, advanced audit 
(workload-specific licensing)

No native coverage in the plan

Entra, Purview and Defender 
controls can apply to agents 
individually; the unified Agent 
365 control plane is not 
included

Richer E5 signals and supported 
connectors for Sentinel

Full Entra Suite: Entra ID 
Governance, Verified ID 
and the network access 
components below

No new endpoint product. 
Agent 365 adds discovery 
and protection of local 
agents on managed 
devices

No change beyond E5

Purview protections 
extended to agents 
through Agent 365. 
Microsoft 365 Copilot 
included

Entra Private Access and 
Entra Internet Access 
(Entra Suite)

Microsoft 365 Copilot and 
Agent control, security 
and data 365: registry, 
agent identity, access 
governance

Agent observability and 
risk signals across 
Defender, Entra and 
Purview. Sentinel still 
billed separately

WHAT E3 INCLUDES WHAT E5 ADDS
WHAT E7 ADDS  
BEYOND E5

A practical Zero Trust roadmap does not activate every E5 control on day one. This Microsoft 365 E5 rollout sequences work by risk 
reduction and operational dependency. The resulting E5 implementation plan can establish meaningful maturity across assessment, 
identity, and endpoint controls within six months, while data governance and monitoring continue to evolve. 

The E3 to E5 Zero Trust Roadmap: A 5-Step Path 

STEP 1

STEP 2

STEP 4

STEP 7

STEP 3

STEP 6

STEP 5

Begin with a Zero Trust maturity assessment across identity, endpoints, applications, networks, data, infrastructure, and security 
operations. Compare current controls with Microsoft's adoption guidance and the CISA Zero Trust Maturity Model. A Microsoft Zero 
Trust assessment should inventory licenses, privileged roles, legacy authentication, unmanaged devices, sensitive repositories, 
logging coverage, and response ownership. Use a controlled trial or pilot to validate policy behavior, operational e�ort, and user 
impact before commitment. Microsoft currently describes the standard Microsoft 365 E5 trial as a one-month o�er, so confirm 
tenant-specific availability rather than assuming 60 days. Finish with prioritized use cases, owners, dependencies, success 
measures, and an agreed rollout sequence. 

Deploy Entra ID P2 capabilities around privileged and high-risk access first. Configure risk-based Conditional Access to respond to 
user and sign-in risk, then introduce phishing-resistant passkeys or FIDO2 security keys for Global Administrators and other 
sensitive roles. Policies should begin in report-only mode, include tested emergency-access accounts, and move to enforcement 
after false positives and application dependencies are understood. Enable Privileged Identity Management for Global Administrator 
and equivalent roles. Convert permanent assignments to eligible, require MFA and approval for activation, limit elevation duration, 
and review access regularly. This step usually delivers the strongest early reduction in credential and privilege risk because it 
removes standing administrative access while making anomalous sign-ins actionable. Measure coverage, policy failures, 
emergency-account use, and permanent privileged assignments throughout deployment. 

Deploy the licensed Purview premium capabilities required for the organization's data risks instead of treating the label as one 
undi�erentiated package. Start with sensitive information types, auto-labeling, sensitivity labels, DLP, retention, and access 
governance across priority repositories. Enable Insider Risk Management where user activity, data movement, and contextual 
signals must be correlated to identify potential leakage, theft, or policy violations. Organizations deploying Microsoft 365 Copilot 
should also configure DSPM for AI and related Purview controls to assess oversharing, monitor supported AI activity, and detect 
risky prompts or sensitive-data exposure. Licensing and prerequisites vary by capability, so confirm them against the current 
Purview service description. The companion guide on data governance for Microsoft 365 Copilot explains the discovery, 
classification, access-review, DLP, and audit work that should precede AI activation. 

Pilot Entra Private Access for a defined set of priority applications and measure the reduction in broad VPN access. Apply Entra 
Internet Access policies to web and SaaS tra�c for the same pilot users. Extend Entra ID Governance to access packages, lifecycle 
workflows and access reviews for users and, where supported, agents. Integrate everything with Conditional Access so network, 
identity and device signals drive one decision. Measure applications moved o� VPN, access review completion and policy 
exceptions.

Make device health a condition of access. Enroll devices in Intune (Plan 2 is now part of Microsoft 365 E3) and define compliance 
baselines per device group: encryption, patch level, active EDR and no active threats. Onboard endpoints to Defender for Endpoint 
Plan 2 and enable EDR in block mode, attack surface reduction rules (audit mode first), tamper protection, and automated 
investigation and remediation. Feed device compliance and device risk into Conditional Access so compliant managed devices 
receive normal access while unmanaged or high-risk devices receive limited access or are blocked. Set separate requirements for 
employees, contractors, privileged admin workstations and operational technology, with a clear remediation path for legitimate 
users. Measure onboarding coverage, compliance rate, time to remediate and blocked non-compliant access attempts.

Start from the Step 1 inventory. Register every sanctioned agent, assign an owner and sponsor, and give each agent its own Entra 
identity. Apply least-privilege access and scheduled access reviews. Apply Purview labels, DLP and audit to agent interactions. Turn 
on Defender protections for agents and note which are still in preview. Send agent signals to Sentinel and agree who responds. 
Budget separately for agent building and running costs. Measure the share of agents with an owner, shadow agents resolved, policy 
violations and time to quarantine.

Connect E5 security signals and priority telemetry to Microsoft Sentinel for cross-pillar analytics, incident correlation, threat 
hunting, and automated response. Design the SIEM SOAR layer around defined use cases rather than indiscriminate log collection. 
Each use case should specify data sources, detection logic, investigation steps, containment action, owner, and response target. 
This creates coordinated Zero Trust monitoring across Microsoft and third-party environments. Sentinel playbooks can enrich 
incidents, revoke sessions, isolate endpoints, block indicators, or route cases. Sentinel is not included as unlimited capacity with 
Microsoft 365 E5. Azure ingestion, analytics, and retention can create separate charges, although selected Microsoft 365 and 
Defender data types may be free to ingest. Link the deployment to a cost model and an operational managed SIEM or SOC service 
when continuous internal coverage is unavailable. 

Assess Current Zero Trust Maturity

Deploy Identity Zero Trust with Entra ID P2

Enforce Data-Layer Zero Trust with Purview Premium

Extend Access Control with the Entra Suite

Advance Endpoint Zero Trust with Defender P2

Govern Agents with Agent 365

Enable Continuous Monitoring with Microsoft Sentinel

Paramount's Microsoft Security practice supports E3-to-E5 transformation from 
licensing and maturity assessment through phased control deployment and 
ongoing operations. Its Microsoft E5 consulting work maps capabilities to business 
risk before recommending an upgrade, while its Zero Trust implementation services 
coordinate identity, endpoint, data, and monitoring controls across the roadmap. 
The engagement focuses on using licensed capability e�ectively, identifying 
separately billed services such as Sentinel before they distort the business case, 
and transferring clear operating responsibilities to internal or managed teams. 

How Paramount Assure Helps Organizations 
Move from E3 to E5 Zero Trust 

An E5 readiness and licensing-value assessment identifies configuration gaps, duplicated tools, required add-ons, and the controls that 
materially improve the organization's risk profile.  
 
A phased deployment operationalizes Entra ID P2, Defender XDR, relevant Purview capabilities, and Sentinel integration with defined 
owners, testing gates, and measurable outcomes.  
 
Managed security services and 24/7 SOC coverage provide monitoring, investigation, response, tuning, and operational reporting after 
implementation. 
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Talk to a security specialist Plan a Microsoft 365 E3 to E5 Security Transformation with Paramount Assure. 

What is Zero Trust security?

What are the three core principles of Zero Trust?

What is the di�erence between Microsoft 365 E3 and E5?

Is Microsoft 365 E5 enough to achieve Zero Trust?

How long does an E3 to E5 Zero Trust rollout take?

What is Microsoft 365 E7?

Is E7 worth it over E5 plus Copilot?

What does Agent 365 cover?

Is E7 enough to achieve Zero Trust?

What is billed separately from E7?

What is the di�erence between Zero Trust and traditional VPN or perimeter security?

Q

Q

Q

Q

Q

Q

Q

Q

Q

Q

Q

A

A

A

A

A

A

A

A

A

A

A

What is Zero Trust security? It is an architecture that grants no user, device, application, or 
workload implicit trust because of location or ownership. Every access request is authenticated, 
authorized, and checked against current risk. Zero Trust applies three principles, verify explicitly, 
use least-privilege access, and assume breach, while controls continue evaluating the session 
after login.

The three principles of Zero Trust are verify explicitly, use least-privilege access, and assume 
breach. These Zero Trust principles require contextual checks for every request, the minimum 
necessary permissions for the shortest practical period, and controls designed to contain an 
attacker who may already have access. Together, they replace location-based trust with 
continuous evidence and limit the damage caused when prevention fails.

The di�erence between E3 and E5 is mainly the depth of security, investigation, automation, and 
compliance capabilities. Microsoft 365 E3 vs E5 includes upgrades from Entra ID P1 to P2, Defender 
for Endpoint and O�ce 365 Plan 1 to Plan 2, and access to advanced Purview capabilities. Exact 
entitlements vary by contract, and Microsoft Sentinel remains separately consumption-billed 
despite its integration with the E5 stack.

The answer to is E5 enough for Zero Trust is no. E5 supplies many identity, endpoint, email, data, 
and investigation capabilities needed for Microsoft E5 Zero Trust, but a license cannot design 
policies, clean up permissions, tune detections, or operate response processes. Organizations still 
need architecture, ownership, phased deployment, user change management, measurement, and 
continuous improvement across Microsoft and non-Microsoft systems.

A realistic Zero Trust implementation timeline is commonly 6 to 18 months, depending on tenant 
complexity, regulatory scope, device coverage, and governance maturity. Teams asking how long 
E5 rollout takes can usually plan 8 to 12 weeks for assessment and identity controls, followed by 
several months for endpoints, email, data, and monitoring. Sentinel integration and policy tuning 
continue after the initial rollout.

Microsoft 365 E7, called the Frontier Suite, bundles Microsoft 365 E5, Microsoft 365 Copilot, the 
Microsoft Entra Suite and Microsoft Agent 365 in one subscription. It became generally available on 
1 May 2026. It is a superset of E5, so it adds capabilities and removes none.

It depends on whether you would buy the extra components anyway. At USD list prices, E7 costs 
about USD 9 per user more than E5 plus Copilot, and that di�erence covers the Entra Suite and 
Agent 365, which are priced higher when bought separately. If only a small group needs Copilot, E5 
with targeted add-ons usually costs less. Check regional pricing and current promotions.

 Agent 365 is the control plane for Al agents. It provides an agent registry that includes shadow 
agents, agent identity through Entra, access control, and security and data governance through 
Defender and Purview. It covers agents built in Copilot Studio and Foundry, and can extend 
visibility to other platforms. Some capabilities are still in preview. It does not pay for the compute 
that builds and runs agents.

No. E7 supplies identity, endpoint, data, network access and agent governance capabilities, but a 
license cannot design policies, assign agent owners, review permissions or run response. 
Organizations still need architecture, ownership, phased deployment and continuous tuning, 
including for systems outside Microsoft 365.

Building and running agents is charged through Copilot Studio credits or Microsoft Foundry and 
Azure consumption. Microsoft Sentinel ingestion, Azure Al model capacity and some agent hosting 
options are also billed separately. E7 covers the governance layer, not agent compute.

Microsoft's option for per-application access in place of broad VPN access is Entra Private Access, 
which evaluates identity and device context for each connection.

Already on E5 and rolling out Microsoft 365 Copilot broadly, 
so the bundle replaces two separate purchases.

Still closing E5 baseline gaps in identity, endpoint or data. 
Governance on top of an unfinished foundation adds cost, not 
control.

Building agents in Copilot Studio or Foundry, with a real risk of 
agent sprawl or shadow agents.

Limited agent use today. Agent 365 can be bought standalone 
for the few people who own agents.

Want to retire broad VPN or legacy proxy access and bring 
access control under Conditional Access.

Keeping an existing network access tool. Paying for the Entra 
Suite and the other tool duplicates spend.

Regulated environments that need audit evidence and 
ownership for Al agent activity.

Copilot needed by a small group only. A per-user bundle 
prices every licensed user, so license by persona.

Have the operating capacity to own agent governance 
(owners, reviews, response).

No capacity to operate it. Licenses without ownership do not 
produce control.

CONSIDER E7 WHAT E5 ADDS

https://www.whitehouse.gov/wp-content/uploads/2022/01/M-22-09.pdf

