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A FinOps field guide to consumption models — what each
way of buying reveals, caps, and keeps private.
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Read the guide once in order, then use Appendix A as the working reference. Vendor details

were verified in August 2026; re-check dated specifications before quoting.
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Executive summary

Almost every FinOps team now manages Al
spend

9 8% of FinOps teams now manage Al spend. First-party Al still lacks the

billing artifact that made cloud FinOps routine.

But first-party Al vendors do not expose the same billing datasets cloud teams built FinOps around.

AWS CUR, Azure cost exports, and GCP BigQuery billing give teams a machine-readable cost layer.
With first-party Al products, what you can measure, cap, attribute, and keep private depends heavily
on how your organization buys the Al service.

01

02

03

Your consumption model is a FinOps decision

Hyperscaler-hosted Al lands in the billing machinery you already operate. Direct APIs expose
usage and cost APIs. Subscription products give you dashboards and exports. Routers and
gateways can provide per-request telemetry. The buying model therefore determines the cost
dataset you have available before any FinOps tooling enters the picture.

Cost transparency and privacy are separable

Every business Al product can meter tokens, requests, and dollars without requiring FinOps
teams to read prompt content. Prompt and response access belongs in purpose-built compliance
or security workflows, behind restricted roles and defined purpose. You can run honest
showback and never open a transcript.

Model selection is the optimization; surveillance is not

The strongest verified cost levers operate on workloads: prompt caching: up to 90% lower read
cost; batch processing: 50% lower input/output pricing; workload routing: 40-75% savings at 87-
97% quality in the cited benchmark; commitment pricing where utilization supports it. None
requires inspecting what an employee typed.
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Why now
Al spend is already out of sight

Al spend has moved from experiment to operating line item. The useful split is employee-
productivity economics versus product unit economics.

$37B 18% 17%

Enterprise GenAl spend IT leaders report Al apps found operating
in 2025 (x3.2 year-over- unexpected Al charges without IT knowledge
year growth)

Pattern A — Al as a productivity tool

Developers and knowledge workers on subscriptions and coding assistants. All-in cost runs
$200-600 per engineer per month, and every major vendor moved from flat seats to usage-
based billing during 2025-2026. Anthropic's own enterprise data for Claude Code: roughly $13
per developer per active day, $150-250 per month, 90% of users under $30 per active day.

Operational benchmark

$200-600 all-in per engineer / month

$13 per developer active day

$150-250 / month

90% under $30 / day

Median PR throughput: +7.76% across 400+ companies

Pattern B — Al inside the product

Inference is COGS. Al gross margins can sit at 50-65% versus 70-90% traditional SaasS;
inference can consume ~23% of Al revenue, while the top 5% of users can drive ~75% of usage
cost.
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The missing dataset

The billing artifact first-party Al rarely gives
you

Cloud FinOps matured around one artifact: an itemized, machine-readable provider billing file
delivered on a schedule. First-party Al breaks that assumption.

» Traditional cloud: CUR / cost exports are itemized, machine-readable, and scheduled into
your storage.

 First-party Al: dashboards and polling APIs provide useful meters, but no equivalent provider

billing file landing in your storage.

» Hyperscaler exception: Bedrock, Azure OpenAl, and Vertex Al can land Al spend in existing
cloud billing pipelines.

 |If Al spend arrives as cloud spend, your existing pipeline absorbs it — allocation, budgets,
anomaly detection, and forecasting included.

The standards layer is closing the gap

Now @ FOCUS1.2

Virtual-currency columns (tokens and credits as pricing units) plus an
“Al and Machine Learning” service category.

Jun 2026 @ Tokenomics Foundation

Stood up at FinOps X 2026 to work the open problems, including
multi-agent cost allocation, which nobody has solved.

Dec 2026 ® FOCUS 1.5

Native Al token tracking lands in the open billing specification.

Attribution must be designed before traffic through keys, projects, workspaces, or
equivalent structural dimensions.

Takeaway

The discipline transfers; the dataset doesn't.
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Five consumption models

How each buying model changes the FinOps

dataset

How you buy Al determines what FinOps can measure, cap, attribute, and keep private. Use

the matrix as a procurement taxonomy, not as a vendor ranking.

Usage data
you get

Attribution
hook

Hard spend
stop

Prompt
content
visible to your
org

Trains on data
by default

Billing dataset
fit

Best fit

Watch for

Subscription

seats

Dashboard +
per-user spend
CSV (day-old)

Member roster

Credit pause
per user

No (owner-
requested
export exists)

No

None — CSV
exports

Pattern A
baseline

Credit sprawl,
stale seats,
silent model
routing

Enterprise
agreement

Dashboard +
analytics APl +
compliance
logs

Roster + SCIM
groups

Per-user/group
credit limits

Only via
compliance
API, role-gated

No
(contractual)

None — APIs

Regulated
Pattern A

30-day cost
revision
window

Direct API

Admin APls:
tokens min/
hour/day; cost
daily

Keys, projects,
workspaces

Org/workspace

caps; 429s

Only if you log
it yourself

No

None — polling
APls

Pattern B core
inference

Attribution
debt, no native
showback

Hyperscaler-

hosted

CUR / BigQuery
/ Azure exports
+ your

invocation logs

Tags, labels,
projects

Budgets + DIY
denial; Azure:
none

Only via

logging you
enable

No

Native — lands
in your export

Pattern B
regulated +
cloud-
committed

Label/tag
caveats (Vertex
PT ignores
labels)

Router /

gateway

Per-request
cost & tokens,
real time

Virtual keys per
team/app

Per-key limits
fail closed (402)

Metadata
always; content
by config

Upstream
provider terms
per route

Emits its own
telemetry

Multi-model
apps, dev tiers,
long tail

Third-party
egress, fee
stack, thin org
model

Start by identifying where the bill originates: a seat contract, enterprise agreement, direct API
account, cloud provider, or gateway.
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The trade-off triangle

Metering, guardrails, and privacy are separate
design choices

Every consumption decision trades three things against each other. The mistake is treating
“visibility or privacy” as a binary choice.

Where the five consumption models sit

Guardrails .
Metering

Tokens, requests, dollars, latency — available
on every business product at per-user or per-
key granularity. What FinOps actually needs.

® Enterprise
Content
Hyperscaler ®

Prompts and responses. Almost nowhere by
default: vendor compliance APls, Google
Vault, Purview's special roles — all role-gated
and built for legal and security work, not cost
management.

® Seats
Router ® ® Direct API

Read the plot this way

Metering Privacy
No model reaches all three corners. Routers

pull hard toward metering, enterprise
[llustrative placement — directional, not agreements toward guardrails, hyperscaler-
measured hosted sits closest to the middle — which is
why hybrids win.

Metering

Tokens, requests, dollars, latency. Available on every business surface, at per-user or per-key granularity.
This is what FinOps actually needs, and it is the cheap half.

Content

The prompts and responses themselves. Available almost nowhere by default. Where it exists it lives
behind purpose-built compliance machinery: Anthropic's Compliance APl and OpenAl's Compliance Logs
on enterprise tiers, Google Vault eDiscovery on Workspace, Purview's special content-viewer roles on
Microsoft 365 — whose usage reports are de-identified by default. On routers it is a configuration flag.
Every one of these is role-gated, purpose-stated, and built for legal, security, and eDiscovery work. Not for
cost management. Not for productivity scoring.
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Ground rules

Five rules before you choose a consumption

model

01

02

03

04

05

Meter at team granularity — never at transcript level

Chargeback belongs at team, product, business-unit, and use-case level.
Per-user spend can identify drift; prompt content does not belong in cost
allocation.

Optimize the workload, not the person

Caching, batching, routing, and commitments act on workload
telemetry. Model routing should be explicit policy, never a
silent downgrade of an individual’s tool.

Disclose what is metered, in writing

Publish what is capped, metered, logged, and who can see it
before the first limit fires. Metering you disclose beats
monitoring employees discover.

Keep content access inside compliance tooling

Prompt retrieval belongs behind purpose-built compliance roles and
documented cause, with no path into cost or productivity
dashboards.

Make the sanctioned path better than the workaround

Restriction without a usable approved alternative pushes
spend and usage outside governance. Generous sanctioned
usage with meters recovers visibility and policy.

Cloudaware: Al Cost Tracking Guide
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The decision framework

Six decisions, then a default model per
workload

There is no single correct consumption model. Work through the six decisions in order, then
use the table as the default map.

Workload class Default surface Why

Company-wide assistant+  Enterprise seats (or Identity, SSO/SCIM, no-training
office Al Business for small orgs) terms, credit caps

Developer coding Enterprise seats, or the Per-user telemetry exists; caps
assistants vendor's per-user API soften rather than block work

mode with analytics

Core product inference, at  Direct API + Best rates, native features,
scale commitments, or discount eligibility
hyperscaler if cloud-
committed
Regulated-data inference Hyperscaler-hosted Residency, modified abuse

monitoring, contracts you
already signed

Multi-model apps, long- Router (BYOK where Telemetry, switching, and

tail models, dev/test commitments exist) guardrails outweigh egress at
this tier

Maximum-sovereignty Self-hosted gateway or The chokepoint and the data

workloads self-hosted models boundary coincide

The order matters more than the choices

1 Split spend — 2 Classify data — 3 Map workload — 4 Design attribution — 5 Set
guardrails — 6 Procure.
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Optimization
The rate levers, and what they actually pay

The fear underneath most Al cost programmes is that cost control means rationing and
reading. The verified levers say otherwise: the large savings sit in which model and which price
for which task — measurable with workload telemetry, none of it requiring transcripts.

Verified rate levers

Prompt caching up to -90% on reads
Batch processing -50% in & out

Caching + :

batching, stacked = ~95% off list

Model routing per task 40-75% saved with 87-97% quality

@ Vendor-verified pricing @ Measured, third-party

25-40% 2-5M tok/day x3-5
committed-use discounts; self-hosting crossover vs API output tokens cost vs input —
breakeven near 60-70% pricing; plan 20-40% above verbosity is a budget line;
utilization, ~$40K/month raw compute for ops stateless APIs resend history
neighbourhood every turn

Model selection per task

Tier deltas are large: $1/$5 per million input/output tokens for small models against $5/$25 for frontier at
Anthropic, with launch pricing changing exact numbers quarterly. Measured routing — auto-selecting the
cheapest model that clears a task's quality bar — saved 40-75% at 87-97% of frontier quality in published
benchmarks. This is the router vendors' real contribution: they made the downgrade path a configuration
change instead of a refactor.

Commitments and self-hosting

Committed-use and provisioned-throughput discounts in the 25-40% range once monthly inference
spend justifies it — guidance suggests the ~$40K/month neighbourhood, with 60-70% utilization as
breakeven. Beyond that, H100-class serving lands near $0.15-0.73 per million output tokens at saturation;
the crossover against API pricing sits around 2-5 million tokens per day sustained, and plan for 20-40%
above raw compute for engineering and ops.
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The practice
What transfers from cloud FinOps, unchanged

Everything in this guide reduces to a sentence cloud FinOps already knows: allocate what you
can tag, budget what you can forecast, alert on drift, and price your units. Only the data
plumbing changed.

Inform

Allocation keys are
keys, projects,
workspaces, tags,
and labels instead of
linked accounts and
resource tags.
Showback lands at
team and use-case
granularity. Where Al
spend arrives as
cloud spend, it flows
through your existing
machinery
unchanged.

Standards catch up fast

Optimize

Section 8's lever
stack replaces
rightsizing and
reserved instances:
cache, batch, route,
commit. Waste
detection means stale
seats, idle credits,
abandoned keys, and
zombie inference
profiles.

Operate

Budgets and alerts
exist on every model
in some form;
anomaly detection
works wherever you
have a time series —
which is why
hyperscaler routes
and gateway
telemetry matter.
Forecasting from day-
grain exports beats
forecasting from
invoices.

FOCUS 1.2 already carries virtual currencies and an Al service category; FOCUS 1.5 adds
native token tracking in December 2026; the Foundation stood up a Tokenomics
Foundation at FinOps X 2026 to work the open problems — including multi-agent cost
allocation, which nobody has solved.

What still falls to you: the normalization store that joins polls, exports, and gateway telemetry;
the key and project taxonomy that makes attribution structural; the spend-governance audit
trail; and the policy document that tells employees what is metered.
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The hard part of Al cost tracking is the part
that was already hard for cloud

Cloudaware normalizes detailed billing records using provider-native service, meter, quantity,
unit, tag, and resource dimensions. This lets FinOps teams separate and allocate different
types of Al spend when those distinctions are present in the source billing data.

Azure OpenAl cost & token usage CIOUdaware brings
o supported Al billing data
Cost vs Tokens by Al Resource Cost by Subscription Cost by Token Type ) 2
PR — \ into the same normalized
d/gpdo $9K cos cost model as the rest of
- e . the cloud estate, enriched
sandbox / 4.1-mini IS
— - el o i with CMDB and business
. Cost . Tokens clinical-sbx shared-ai
context.
Historical Token Cost by Token Type Historical Cost by Application
so30 soss 5% For Azure OpenAl, FinOps teams

$620

can analyze cost and token usage
by subscription, resource,
application, deployment, model,
and token type without requiring
prompt or response content.

$575
$510
3465 sass $530
375 sazo
saa0 $350
$285 b $3|o
I I I $0 I

@® Input @ Output Cached @® Care @ Radiology @ Claims

Cloudaware flagged anomalous New Relic spend at New

York Life on August 8, 2026, putting the projected annual
run rate at about $1.2M.

caught by anomaly detection

See it on your own bill Visit cloudaware.com
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Appendix A

Surface cheat sheet 1/2

The working reference. Verified against vendor documentation in August 2026 — re-check
before quoting.

Surface

Claude
Team

Claude
Enterprise

ChatGPT
Business

ChatGPT
Enterprise

Anthropic
API

OpenAl
API

Cost data

grain / latency

Per-user CSV,

daily, 1-day lag

Analytics API
per user/day;
cost revisable
30 days

Usage report
downloads,
aggregate-
leaning

Workspace

analytics CSV +

admin APIs

Tokens
1m/1h/1d; cost

daily; <14-day

ingest window

Usage

1m/1h/1d; costs

daily only

Attribution
hooks

Member
roster

Roster, SCIM
groups

Seat roster

Roster, SCIM
groups

Workspaces,
API keys,
description
field

Projects,
keys (no
metadata
dimension)

Read across before choosing

Spend stop

Per-user
credit pause

Org / group /
user credit
limits, alerts

Per-user
credit limits

Credit limits
+ negotiated
terms

Org +
workspace
spend limits;
halt at
prepaid zero

Hard limits
return 429;
prepaid
balance halt

Trains
by
default

No
(contra
ctual)

No

No
(contra
ctual)

No

No

Content lane

None in dashboards;

owner-requested
export includes
chats

Compliance API,
role-gated, includes
soft-deleted items

None — no data
export exists

Compliance Logs
Platform, 30-day
retention

Only your own
logging

Only your own
logging

Start with the surface, then compare data grain, attribution, spend stop, training terms,
and content access. The same vendor can expose materially different controls across
seat and API products.
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Appendix A

Surface cheat sheet 2/2

Continuation: hyperscalers, routers, and self-hosted gateways. Re-check vendor terms before
quoting.

e Trains
Cost data Attribution
Surface . Spend stop | by Content lane
grain / latency | hooks
default
AWS CUR token line  Inference- Budgets + No Invocation logging
Bedrock items, hourly /  profile tags,  DIY denial you enable
daily project tags patterns
Azure Cost Auto project Budgetsand No Modified abuse
OpenAl Management + = tags, alerts; no monitoring disables
scheduled deployment  hard cap vendor storage
exports tags
Google BigQuery X-Vertex-Al-  Budgetsand No per Yourlogging
Vertex export, <1day  Labels (pay- alerts Worksp
as-you-go ace
only) terms
OpenRou Per-request, Virtual keys, = Per-key limits = Upstr Admin opt-in logging
ter real time external_u fail closed eam (beta)
ser (402) per
route
LiteLLM Per-request, Virtual keys, = max_budget @ Upstr Your config — stays
(self- your own teams, tags  per key / eam in your infrastructure
hosted) database team / user per
route
Portkey / Per-request, API keys, Virtual-key Upstr Content logged by
Helicone real time user and budgets eam default; strip via flags
session (Portkey); per
properties alerts route

Three caveats that cost people money

Provisioned Throughput can ignore Vertex request labels; Azure OpenAl budgets alert
but do not stop spend. Every content lane here is either none, your own logging, or a
named compliance APl — not a cost-management feature.
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Appendix B

Selected sources

All vendor and data pages accessed 9 August 2026. The full per-claim register, with verbatim
quotes and secondary-source flags, is held in the campaign research file and available on

request.

Vendor documentation — Anthropic

Claude Team usage credits and spend limits; Team
analytics and exportable spend report; Compliance
API (content retrieval scope); Team data ownership
and export; Usage & Cost Admin API; workspaces;
prepaid credits; Claude Enterprise onboarding (SSO/
SCIM), audit logs, Analytics API; Claude Code cost
documentation.

Vendor documentation — OpenAl

ChatGPT versus platform billing separation; prepaid
billing; Usage and Costs cookbook; spend limits;
rate limits; ChatGPT Business billing and seats, data
controls, credits and spend controls, roles; ChatGPT
Enterprise workspace analytics; Enterprise
compliance logs.

Vendor documentation — hyperscalers

Bedrock CUR cost data and pricing; Bedrock
application inference profiles and granular cost
attribution; Vertex billing labels and BigQuery
detailed export; Azure OpenAl manage costs
(including the “no hard limit” statement), data
privacy and modified abuse monitoring, Monitor
reference.

FinOps Foundation and standards

FOCUS specification (1.2 virtual currency, Al service
category) and token-billing examples; FOCUS 1.3
and 1.4 releases; Tokenomics Foundation and
FOCUS 1.5 roadmap; FinOps for Al technology
category and KPIs; token-pricing working-group
paper; chargeback-granularity guidance; State of
FinOps 2026.

Cloudaware

Cloudaware FinOps module documentation,
including Al token-spend tracking; Cloudaware
claims register (approved rows only).

Market data

Menlo Ventures, 2025 State of GenAl in the
Enterprise; Zylo 2026 SaaS Management Index;
Microsoft UK shadow-Al survey; UpGuard State of
Shadow Al; WalkMe/SAP survey; Bessemer Al pricing
and monetization playbook; a16z on inference as
COGS; Jellyfish Al coding cost analysis; DX pricing
and 14-month productivity measurement.

Rate levers

Anthropic pricing, prompt caching, batch
processing; OpenAl pricing and batch guides; cross-
vendor caching comparison; batch-plus-cache
worked example; LiteLLM auto-router cost/quality
benchmark; commitment-discount guidance
(secondary synthesis); self-hosting economics
(secondary).

Routers and gateways

OpenRouter data collection, input/output logging,
generation API, guardrails, provider routing, key
limits, organization management, FAQ and privacy
policy; LiteLLM cost tracking and virtual keys;
Portkey logs and budget limits; Helicone omit-logs
and user metrics.

Privacy and governance

Google Workspace Gemini FAQ and Vault; Microsoft
365 Copilot usage reports (de-identified default) and
Purview DSPM roles; ActivTrak Al Insights; Teramind
Al monitoring; German works-council and EU Al Act
employment analyses; New York, Connecticut and
Delaware monitoring-notice laws; Samsung ban
coverage; Anthropic consumer terms change and
commercial training policy; data-classification-to-
surface frameworks with fail-closed routing.

Where a figure came from a secondary synthesis rather than a primary report — notably the Al-

margin and heavy-user concentration numbers, commitment-discount ranges, and self-hosting

economics — treat it as directional and re-pull the primary before quoting externally.
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