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Abstract

* |In today’s world, Al is revolutionizing business operations, yet managing the
associated costs and understanding their value can be challenging.
Everyone wants to invest in Al, but do they really understand how to
accurately track the ROl of these investments? This session will dive into the
Intersection of Al and ITFM as we explore strategies for tying Al spend back
to tangible organization goals. With greater visibility into Al costs and the
Impact to the organization, you can foster a culture of accountability and
informed decision-making. You will gain actionable knowledge on
leveraging ITFM tools to enhance transparency and drive strategic
alignment in your Al investments. Join us for this insightful session to
empower your organization to maximize the benefits of Al while maintaining
financial discipline and clarity.
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Agenda

A history lesson?
Making fact-based Al investment decisions

How are organizations using Al today?

What insights and analytics do our ITFM, TBM, and FinOps
programs need to provide?

Defining new Al service offerings (from IT to your customers)
Conclusions
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A History Lesson?

.>> oo



A History Lesson?

IT Chargebacks
Distributed Computing
Driving Joint Accountability

80s

Transparency & Standardization
Cloud Computing
Optimization & Value Alignment

& —©—@

[
IT Cost Accounting Cost Transparency
Centralized Computing Virtualization
Beginnings of Understanding Costs Accountability & Optimization
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Spend & Consumption
Al

IT & Business Partnership & Value Creation




Cloud Lessons Learned...

e Clear Strategy & Planning: Connect to Value
* Agile Approach and Communication

* Optimization and Continuous Improvement

* Cost and Security Considerations

* Leverage Resource Planning and Expertise

* Early Misunderstanding: Cloud will reduce costs...
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Cloud Lessons Learned...

Elasticity

Value

Drivers for
Cloud

Agility

\
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O
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Deploy Globally

Cost Savings
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How are organizations
using Al today?
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Generative Al

Content creation

Deep learning, neural
networks

Art, music, and
creative writing

Creativity, data enhancement

Contextual ambiguity,
potential biases

=9

Primary Function

G+

Key Technologies

Limitations

Predictive Al

Trend forecasting and
decision-making

Statistical algorithms,
machine learning

Finance, healthcare,
and marketing

Accurate predictions,
improved decisions

Data quality, ethical concerns
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A Generative Al Use Case
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Explore Complimentary Gartner Business and IT Webinars - gartner.com/webinars

How CIOs Can Calculate Business
Value and Cost for Generative Al Use
Cases

T hour

ClOs and technology leaders are the key strategic advisors and players in developing and
executing on their organization’s GenAl strategy. In partnership with other business leaders,
they play a major role in realizing unprecedented productivity improvements, competitive
differentiation and business transformation. A large majority of executives who are
implementing or actively planning to implement GenAl have anticipated or realized benefits
from their implementations, according to the Gartner Generative Al 2024 Planning survey. To
meet growing demand ClOs and technology leaders must now assess the potential benefits
and cost of new generative Al investments. Join this complimentary Gartner CIO webinar as a
Gartner expert provides a decision framework for assessing cost and realizing value from
enterprise generative Al initiatives. You will walk away from this session with answers to your
vital questions, a copy of the research slides and recommended actions to help you achieve

your goals.
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Despite expectations,
GenAl productivity initiatives

for near-term cost cuts

Gartner




Echoed recently in the popular press

ISSUE 129 | June 25, 2024 | 5:10 PM

GEN AL TOO MUCH SPEND,
100 LITTLE BENEFIT?

Tech giants and beyond are set to spend over $1tn on Al capex in coming years,
with so far little to show for it. So, will this large spend ever pay off? MIT's Daro;
Acemoglu and GS' Jim Covello are skeptical, with Aces i
economic upside from Al over the i ok
technology isn't designed to solve the co
which may not decline as many expect. But GS' Jt
Eric Sheridan re
"picks and shovels
vergo. And evon if it doas, we exple
the current chips sh Toshiyz Ha g r overleaf Infrastructure’s Bri
Janous) will constrain Al growth. But despite these concer Cl oo for the Al theme to
1er because Al starts to deliver on its promise, or because bubbles take a long time 1o burst.

)
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technolagy today... truly transformativa changes won't INTERVIEWS WITH:

happen quickly and few—if any—will likely ocour within ~ Daron Acsmoglu, Instituts Professer. MIT

the next 10 years. Brian Janous, Co-founder, Dloverleaf Infrastucture, former Vice.
Pre

- Daron Acemoglu  President of Energy, Micrasoft

2025 Gartner, Inc. and/or its affiliates. All rights reserved. Gartner is a registered trademark of Gartner, Inc. and it:

Forbes

GenAl Benetits May Be Slower
And Lower Than Anticipated

Andrew Binns

Artificial Intelligence is a disruption on the same scale as electricity or the
internet. Or, so we thought. Recent research by MIT professor Daron Acemoglu
suggests that total productivity gains of Al could be as little as 0.53% over 10
years. He describes these gains as “nontrivial, but modest.” This is something of

an understatement when compared with the $25 trillion-dollar economic impact

estimated by McKinsey

My concern — see my previous article, “AT and Corporate Innovation” - is that too
many firms are listening to McKinsey and too few to Professor Acemoglu’s more
skeptical analysis. The is that firms invest ahead of learning, without any real
clarity about the use case or customer problem they will solve. Investing in
innovation without validating your assumptions is an expensive mistake to make,
as Goldman Sachs learned from rush to build a consumer bank. It cost them $4
billion to discover that it didn’t matter to consumers that they were “a big bank

with a big balance sheet” (quote from CEO David Solomon).

Gen Al sums don’t add up

| Finance in 2026

There will be no immediate
productivity boost from Al

seryone calnt down a

By Callum Williams, Senior economics writer,
The Economist
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Gartner believes over 75%
of these initiatives will fail.

Gartner




Productivit
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Productivity Leakage

Working day
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Productivity leakage

Working day New time
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Productivity leakage

Task
coordination

Working day New time

Task Theory of
switching constraints
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Productivity Leakage

Working day New time

Gartner




Productivity Must Be Harvested

Revenue
growth 2 | Harvest value

Create benefit { 1
Productivity gain

2 Harvest value
Cost

reduction
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The Productivity Value Equation

Productivity Value not

leak harvested FLOELEY

Developer example

25% time savings 20 to 80% leak 30 to 70% not harvested 1 to 14% actual gain

Copilot example

3% time savings* 20 to 80% leak 30 to 70% not harvested 0 to 1.5% actual gain

1 to 2% time savings 0 to 1.5% productivity

*Source: What Can Copilot’s Earliest Users Teach Us About Generative Al at Work?, Microsoft Copilot Early Adopter Study, Microsoft WorkLab.
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Pathways to take cost out with GenAl

26

People

Cut internal headcount

Cancel contractors

Haircut on outsourcing contracts
Move to cheaper MSP

Incremental increase of internal work

Less expensive staff with same experience

© 2025 Gartner, Inc. and/or its affiliates. All rights reserved. Gartner is a registered trademark of Gartner, Inc. and its affiliates

Projects

Cancel software or hardware subscriptions

Kill projects

Risk

Reduce cash reserves to mitigate risk
Reduce insurance

Gartner




will not reduce costs.
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What’s Your Strategy for Cost Optimization?

Productivity Financial Efficiency

37%
reduction
compared

to IT

budget

c. 1% 3%
reduction
in budget

Outsourcing Third Managed Working Revolving Stronger
haircut party services capital debt contracts
recontract reduction reduction

IT Budget IT Budget

83 ©2025 Gartner, Inc. and/or its affiliates. All rights reserved. Gartner is a registered trademark of Gartner, Inc. and its affiliates. Ga rt ner®
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Al — TCO Cost Footprint

Tracking your Al cost footprint is complex and requires accuracy combined with responsive modeling to ensure you
make data driven decisions and remove the false levers typically seen in the industry.

Leadership can see a status of their investment and run costs today, understand the drivers, Year-to-Date Cost Footprint by
with results that align with the Office of the CFO. Technology Delivery

Financial Status YTD Full Year nirastructure t 32%

Capital $1 77M $3 SOM + 1 .5% Third Party $62.5 { 25%,

Data | 474 - 19%
Operational $126M $2 55M +2.0% Maintenance | $37.6 - 15%

v o
Spending on delivering the Al capability across the Enterprise is People | 25 9%

higher than planned but is anticipated [+8%] to be within variance
tolerance at 2% over plan by year end.

B Actuals V¥ Budget

Forecasted Cost Footprint by Technology Delivery

Increased cost for Third Paty and Data services are $30
driving a higher than planned spend for the current year. s . Infrastructure . Data . People Costs . Third Party . Maintenance
25
. Net Var to Budget
$20
$15
$10
8%

‘m B

S0
Jan Feb Mar Apr Ma Jun Jul Au Se Oct Nov Dec 27
Year-to-Date +/- $5 ? Y 8 P




Al — Value Delivery

Value deployed across the Enterprise by your Al capability can be multifaceted and requires you to monitor usage
consistent with the organization’s strategies the desired business outcomes.

Track the progress and value of your Al capability consistent with the Enterprise strategy

and align it with user adoption and insights into the impacts across the Enterprise. ndoption
Planned Adoption Rates rarges
YTD Full Year eiciency Gais (T WD
. o . lo) |
Efficiencies  $X.XM  $XXM  +xx% cotsoings QL WD
e
Cost Savings $X,XM $X.XM +X.X% Revenue Uplift

Risk Reduction

Revenue Uplift $X.X|V| $X.XM +X.X%

:

Sustainability Impact

¥V Prior Quarter O current Quarter

Risk Reduction $X. XM = $XxM  +x.x%

|
o one Sustainability
Sustainability $X.xM $X.xM +X.X% o
Risk
.4 Reduction 6%
12%
Enterprise Financial . . L
Usage Impact Realized Value for Use Cases Strategic Priorities Rengﬁ; 15%
:l—> The five (5) top use cases totaled a Primary adoption of Al capabilitiesis
I — = $125M Enterprise impact (50k instances) effectively being driven for the two
Top to profitability for the current year. primary priorities of Efficiency Gains
P . - [customer service bots, faster R&D cycle times, and Cost Savings totaling 67% of G ——
Per orming — reduced subscription fees, labor cost reductions, total adoption. Cost
Use Cases — augmented monitoring] Savings 28

,Jnll”“l””




Al — ROI Enablement

Al ROI leverages our accurate TCO of investments and operations and combines
it with with Enterprise value delivered to communicate results to senior
leadership consistent with your organizational mission and strategic pillars.

»  The Highest ROls are being delivered in the prioritized strategic pillar
»  Thetechnology org is driving use cases consistent with our corporate priorities

»  Overall ROl is above benchmark and will grow with new uses cases being developed

Use Cases by Maturity Stage

Current use cases in production are already driving positive results. More use cases
are progressing through the pipeline.

Use Case Count by Stage as of Today

Production ]—» 82

Pilot ~ |—> 26
Prototype ]—> 118

ENTERPRISE MISSION

X.x%
-X/0 $X .XM To empower every customer, employee, and community we serve to thrive in a digital, inclusive,
Al ROI'YTD and sustainable world through innovation, operational excellence, and responsible leadership.
Customer-Centric Digital Transformation & Sustainability Talent Development &
Innovation Technology Leadership & Social Impact Inclusive Culture
Continuously develop products and Invest in advanced digital capabilities Integrate ESG (Environmental, Social, Attract, retain, and develop
services that solve real customer (cloud, data analytics) to improve Governance) into core operations diverse talent by fostering a
challenges decision-making, deliver new value and product strategies to drive long- purpose-driven, inclusive, and
using data, design, and emerging streams, and stay ahead of industry term value creation and positive high-performance workplace
technologies. disruption. societal impact. culture.
YTD Results $X.xM $X.xM $X.xM $X.xM $X.xM
Efficiencies X.xM X.xM X.xM XxM XxM
Cost Savings X.xM X.xM XxM XxM XxM
Revenue Uplift X.xM X.xM X.xM X.xM X.xM
DJ Cost Savings X.xM X.xM X.xM X.xM XxM
Revenue Uplift X.xM X.xM X.xM X.xM X.xM
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I have no idea...
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Question #1

* What is your CIO’s Al strategy?

" |s the business aligned with the CIO?
" |s spend aligned with the defined strategy?
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In some IT organizations, spending on
as much as over budget...

1S
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Question #2

* Who is buying Al in your organization (IT,
business, or both)?

= How are the purchases approved?
= How are variable costs being controlled?
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Question #3

* Who is using Al in your organization?

= How is the usage being measured and governed?
" |s it providing the expected results (ROI) and outcomes?
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Question #4

* How does IT lead leveraging Al for the
company?

* What evaluation and governance practices are in place?

* How is IT incorporating Al in the delivery of services to
customers?
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Question #5

* How do we track the ROI or our Al
Investments?

= Are we surveying and/or assessing (case-by-case) how our
individual Al investments are providing return?

= Are we leveraging cost transparency programs to provide
insights into Al costs, so the business can assess the value?




Question #6

* Do we need to protect our IP for our own Al
developments?

N
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Defining Al Services



IT for IT Business Enablement

Workplace (Devices) IT Security

Business Applications

LOBAApp 1 LOBAAppn LOBB App 1 LOBB Appn
LOB C App 1 LOB CApp n CORPApp 1 CORPApp n e e e &Gl B e .t R

Sonuice

3  Service Name

4 Service Offering I
—
—
—_—

5 Governance

SRR IT Management

Network Platform Output End User Application Delivery R,

Data Center Compute Storage

Enterprise Single Source of Financial Truth

Non-Labor

EXternal
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Framework on Identifying a Service

1 Capability Parent

2 Capability s o
ewce
3  Service Name
4 Service Offering
5 Governance —
—
~



SD - 1 Virtual Compute and Containers

Parent Capability Infrastructure Services m NICUS

SOFTWARE

Compute

. Compute Services encompass both physical and virtual computing solutions that facilitate the operation of business applications,

g Capability Group software tools, and system services. These services can be dedicated or on-demand and are available either on-premises or through

external managed services or public cloud offerings.
Virtual Compute
Virtual Compute services provide a range of compute configurations through the virtualization of physical resources. This may include
on-demand provisioning and de-provisioning based on user interaction or application performance. Virtual instances typically run
Windows or Linux OS with predefined configurations of virtually allocated memory, CPU, and storage. Standard operational support
includes security hardening, backup, updates, patches, and centralized monitoring.

Typical Service Offerings Service Owner Labor Non-Labor Consumption
Windows Oprah Winfrey Internal Software
Linux Dwayne Johnson External Hardware Consumer
AIX George Washington Consulting Allocation Driver
Solaris Tom Brady Artifacts Artifacts *Unit Inventory
ESX Mia Hamm Time Tracking ELA Service Offering
m Proximity Rule Fixed Assets




Virtual Compute Consumption

|nventory *Defined Service Offering DJ N | C U S

Consumer How much do | have? SOFTWARE
Powerful in managing and measuring a unit cost. Some great data points to facilitate this value are:
Allocation Driver OS Instances
*Unit |nventory Other data point options are:
OS Availability and Uptime
Service Offering Server Capacity Utilization Think ahead! What Analysis and Decision Levers do

Server Patching and Maintenance Timelines

you want to provide

Allocation Driver to Consumer

When Source System Data is present and mature.....

. . . : When Source System Data is not present or not mature.....

Compute serves Applications and Services; an effective alignment should be y o p
with the Business Consumer in mind. IT Specific Applications maybe better Leverage a Prox1mlty Rule
served to be define as a Service, which typically allows for a more thoughtful v' Ensure something Thoughtful is Used
alignment to a Business Application or a Business Service that faces off with the v' Ensure you review and update these Quarterly
Business. Compute might be better aligned to a Database Service, then to a v' If meaningful, then Prioritize Source System Capabilities on a Roadmap
Business Application and/or Business Service v Remember Failure is only when you don’t make an attempt!

[e0a [ooe | [e0e .

1 CXES 75 | | XX busSre n %

\_ s e e ‘ Leadership Service Owner
EJ Align to Virt Compute Align Service Offering Align to Bus App - -
Service Offerings to Bus App or Bus Srvc and Bus Srvc to BU




SD — 1 Compute Devices
Parent Capability Workplace Services m NICUS

SOFTWARE

( . . )

Client Computing
o Capability Group Provide physical and virtual devices and associated software and connectivity that enable users to interact with the enterprise’s
technology systems and third-party systems.

\_ J

Compute Devices
Service Name ) ) ) . .
A selection of IT-provided computers, workstations, laptop, tablet, smartphone or BYOD configurations. Each type may be ordered

with additional memory and storage. Standard corporate image will be loaded on each device. Requestor may order optional
software through the Productivity services. Includes network and remote network access. Standard support package including

\ security, back-up, antivirus, updates and patches, remote access, centralized service desk j
Typical Service Offerings Service Owner Labor Non-Labor Consumption
PC Oprah Winfrey Internal Software
VDI Dwayne Johnson External Hardware Consumer
Smartphone George Washington Consulting Allocation Driver
Eh(e]e Tom Brady Artifacts Artifacts “Unit Inventory
Time Tracking ELA Service Offering
D\] Proximity Rule Fixed Assets




Compute Devices Consumption

Inventory *Defined Service Offering
How much do | have?
Consumer
Allocation Driver Device Count.
*Unit Inventory Other data point options are:
Memory & Storage Upgrades
Service Offering Software Licenses Issued
Network Access Instances
Support Incidents

Allocation Driver to Consumer

N Rod

Powerful in managing and measuring a unit cost. Some great data points to facilitate this value are:

Security Updates

Backup Operations ] . o
Device Lifecycle Think ahead! What Analysis and Decision
Remote Access Utilization Levers do you want to provide

When Source System Data is present and mature.....

For Compute Devices management and provisioning, defining units of
consumption can help in measuring the use and cost of IT resources provided to
users. By tracking these units, IT departments can gain insights into the
efficiency and effectiveness of their device management processes, optimize
resource allocation, and ensure that users have the necessary tools to perform
their roles effectively.

Value

EJ --- VA N

When Source System Data is not present or not mature.....

Ensure something Thoughtfulis Used

Ensure you review and update these Quarterly

If meaningful, then Prioritize Source System Capabilities on a Roadmap
Remember Failure is only when you don’t make an attempt!

ANENENEN

Run IT as a Business

a Leadership Service e
i a

Owner




SD - 1 Artificial Intelligence & Virtual Assistance
Parent Capability [\J N | C U S

SOFTWARE

g Application Services A

—NOETEIJINWVACIGITS M | Application Services include a wide-range of application-based services that run on top of the compute platform and enable

other business applications. Application Services include application hosting, message bus and system integration,
audio/video streaming, content management, search and a variety of artificial intelligence and machine learning services.

\_ W,
4 Artificial Intelligence & Virtual Assistance h

Is the field of computer science focused on creating systems or machines that can perform tasks that typically require
human intelligence. These tasks include learning, reasoning, problem-solving, perception, language understanding, and

9 decision-making. The value is time savings, reduced manual efforts, increased self service and consistency. )
Typical Service Offerings Service Owner Labor Non-Labor Consumption
ChatGPT Oprah Winfrey Internal Software

Copilot Dwayne Johnson External Hardware Consumer

Claude George Washington Consulting Allocation Driver

Replika Tom Brady Artifacts Artifacts *Unit Inventory
Pi (Personal Intelligence) Mia Hamm Time Tracking ELA Service Offering

Proximity Rule Fixed Assets




Artificial Intelligence & Virtual Assistance

Inventory *Defined Service Offering D I N I C U S
How much do | have? SOFTWARE
Consumer
Powerful in managing and measuring a unit cost. Some great data points to facilitate this value are:
Allocation Driver Prompt Complexity Score.
*Unit |nventory Other data point options are:
Response Token Volume Retraining Frequency
Service Offering Task Complfetion Rate Use Case Category . . o
Response Time Token Count Think ahead! What Analysis and Decision Levers do
Knowledge Source Hits Tasks Completed you want to provide

Allocation Driver to Consumer

When Source System Data is present and mature.....

When Source System Data is not present or not mature.....
These metrics reflect not only the volume of activity but also the 4 P

complexity and cognitive effort offloaded from human users. Leverage a Proximity Rule
Consumption units enable organizations to monitor Al adoption, v' Ensure something Thoughtful is Used
drive cost transparency, and measure return on investment in a v' Ensure you review and update these Quarterly
meaningful and equitable way across business consumers. v If meaningful, then Prioritize Source System Capabilities on a
Roadmap
v Remember Failure is only when you don’t make an attempt!

E= = = @ =
—  — — . — — . — Leadership Service Owner
Align to - -

g Align Business Align to Bus App
B W— Services and Bus Srvc to BU
Applications
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Conclusions
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Conclusions

* Let's lead the Al journey...

* Connect our investments to value

* Educate leadership & decision makers

 Mature our ITFM, TBM, and FinOps programs for Al
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Thank You
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