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As AI adoption accelerates, organisations need new cost visibility, governance, and value metrics to avoid budget 
surprises and value leakage

AI spend is scaling faster than financial control

Enterprises are accelerating AI and Agent pilots quickly, but lack a coherent economic and governance model, leading to budget surprises, shadow AI, and value leakage

The ChallengesThe Situation
While the token prices are falling, the total consumption is rapidly rising 
due to higher competition, model optimisation and open-source models

Token Costs

            280 x

Since 2023

Total AI spend

            320 %

Enterprise average

2023 2026

Vendor management: Fragmented AI vendor landscape and varying pricing 
models limit organisations' ability to manage cost commitments effectively

Regulators demanding control: Heightened expectations on responsible AI, 
financial discipline, and sustainability are converging

Widespread adoption:  Variety of different business user groups make use of AI 
without consistent governance and cost controls

Runaway experimentation: Dozens of AI pilots and PoCs across the business, 
often using different providers and models, with limited visibility & control over it.

Cost-value disconnect: AI spending is growing, but organisations lack visibility 
into what they're spending and what they're getting in return.

Source: www.oplexa.com

https://oplexa.com/ai-inference-cost-crisis-2026/
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Predictive AI Generative AI Agentic AI

Description Predicts outcomes based on historical 
patterns and data

Creates new content such as text, code, 
images, or audio

Reasons, plans, and executes tasks 
autonomously using tools and workflows

Use cases Forecasting, fraud detection, 
recommendations, churn prediction

Chatbots, copilots, content creation, 
summarisation, code generation

Customer service Agents, research 
assistants, workflow automation, multi-
step business processes

Optimisation 
Focus

Accuracy, training efficiency, model 
performance

Token efficiency, model selection, prompt 
optimisation

Task success rate, orchestration efficiency, 
Agent governance, cost per completed task

Unit 
Economics

Cost per prediction Cost per token/inference Cost per completed task 

Understanding how different AI architectures create value, consume resources, and drive costs is the 
baseline for successful FinOps for AI

Different AI architectures create different cost dynamics

Lower complexity 
Lower-cost volatility 

Higher complexity 
Higher cost volatility 
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New AI workloads introduce new economics and risks, requiring capabilities beyond cloud FinOps
Traditional FinOps remains essential, but AI changes the focus

Interaction 
Economics

Cost measured through compute, storage, network, and 
service consumption

Cost measured through tokens, prompts, context windows, 
inference frequency, Agent loops, and model interactions

License 
Management

Manage SaaS licenses, cloud commitments, enterprise 
agreements

Manage model subscriptions and 3rd party AI capabilities, token 
contracts, AI platform licensing, API agreements

Capacity &
Utilization

Optimise CPU, memory, storage, cloud reservations, and 
infrastructure utilisation

Optimise GPU utilisation, inference throughput, token efficiency, 
context window usage, model routing, and accelerator capacity

From… To… FinOps for AI

Cloud FinOps

Shifting responsibilities
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Data 
management

Focus on storage optimisation, retention, data transfer, 
and platform costs

Data fine-tuning, data ingestion, PII protection and stricter usage 
rights 

AI Lifecycle 
Management

Training  tuning  orchestrating  monitoring of models & Agents 
to control performance-to-costs trade-off+

Model & Agent 
Governance

Governance centred on guard rails, model selection, Agent behaviour, 
model routing, reasoning patterns & risk prevention methods+

Service
Portfolio

Portfolio consists of cloud services, SaaS products, 
applications, and infrastructure offerings

Portfolio consists of models, Agents, copilots, AI platforms, vector 
databases, orchestration layers, and AI services

Cost Structure OPEX focus – short planning cycles with limited user 
groups

OPEX focus – non-linear with varying demand spikes, broad user 
groups and reintroduction of upfront costs (e.g. training costs)
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Spotlight
Agentic AI
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Agentic AI unlocks step-change value through autonomous decision-
making, end-to-end workflow automation, and continuous learning.

Without control the costs can outpace the value quickly. Organisations must 
actively manage cost-accuracy trade-offs to ensure measurable business value. 

While LLMs have introduced human-guided queries with relatively transparent and per-request cost models, 
Agentic AI adds another layer of complexity with multi-step execution and fragmented cost drivers

Agentic AI: The value and cost multiplier

The Value Multiplier

Autonomy: Agents execute 24/7 without human intervention, reducing operational 
headcount and enabling teams to redirect effort to more impactful work 

Complexity: Agents handle multi-step tasks beyond the scope of human-assisting tasks 
of earlier models

Tool Integration: Agents connect across systems to enable E2E automation and closed-
loop feedback

Continuous Learning: Agents adapt to patterns and optimise decisions over time, 
reducing the need for manual retraining

Scalability: Agents enable parallel execution without proportional headcount growth

The Cost Multiplier

Autonomous reasoning gives less control over the execution of the tasks including 
iterative loops per task, pushing token consumption up

Complex queries require recursive model calls, and extensive context retrieval can 
increase per-decision costs by 10-100x

Orchestration complexity expands API call volumes, and introduces security/ 
compliance overhead

Ongoing model retraining, drift monitoring, and emergent management introduce 
recurring and often hidden costs

Production scale introduces infrastructure strain, API concurrency costs, and data 
pipeline bottlenecks driving non-linear cost increases

But…
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The economics of the same task can vary materially depending on model and architecture choices. Therefore, the 
choice of the right model for the right task is crucial for the creation of measurable business value

Spotlight Agentic AI: Comparison of cost variances

Model pricing comparison* 

Meta Llama 4 Scout €0.07

DeepSeek V4 Flash €0.14

Google Gemini 3.5 Flash Lite €0.22

Claude Haiku 4.5/ OpenAI GPT-5.6 Terra €0.75

Claude Sonnet 4.6 €2.25

Claude Opus 5 / OpenAI GPT-5.6 Sol €3.76

Claude Fable 5 €7.51

60X

Difference on 
input 

100x

Difference on 
output 

0.07-7.51 €

Range per 1M token

* Frontier list prices. EUR per 1M input tokens, list prices July 2026 via cloudprice.net.

Task pricing comparison*

Model Capability Cost per task

Claude Fable 5 Premium AI model for advanced
reasoning & intelligence €1.41 per task

OpenAI GPT-5.6 
Terra

General purpose AI model with strong 
reasoning €0.36 per task

Claude 4.5 Haiku Lightweight AI model enhanced with RAG 
and caching €0.14 per task

Meta Llama 4 x 
Maverick Open-source model hosted internally €0.02 per task

*  Workload: research Agent summarising 50 internal docs ~120K input + 8K output tokens, 6 tool calls

Making the right architectural choices and picking the right model for 
the right task will lead to significant cost differences, making cost 
control a critical optimisation capability
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FinOps Framework &
Levers
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FinOps for AI builds on the same core disciplines. However, a different focus must be applied to address the new 
cost dynamics and successfully generate business impact out of AI use cases

The FinOps for AI framework

FinOps for AI focus capabilities

Understanding our 
Usage & Cost

Manage the FinOps 
Practice

Optimise 
Usage & Cost

Quantify Business 
Value

FinOps
PEOPLE PROCESS TECHNOLOGY

Planning & 
Estimating

Bench-
marking

Unit 
Economics

Forecasting Budget 
ManagementData IngestionCost 

Allocation 
Reporting & 

Analytics

Anomaly 
Management

FinOps 
Assessment

Intersecting 
Disciplines

FinOps 
Education

FinOps Tools & 
Services

Invoicing & 
Chargeback 

Policy & 
Governance

C
ap

ab
ili

ty

Rate 
Optimisation

ArchitectureWorkload 
Optimisation

Waste 
Management

Licensing & 
SaaS

D
om

ai
n

FinOps for AI only scales when 
ownership, policies, skills and 
decision rights are embedded into 
the operating model

AI costs are more fragmented across 
models, tokens, users and agents so 
visibility must move one level deeper.

AI cost management does not stop at 
showing spendings, it must define 
what business value is created.

AI Optimisation is about choosing the 
right model, prompt, context and 
agent behavior for the right taskRa

tio
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l
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e 
KP

Is

 Allocation: Cost per token per team
 Reporting: Token consumption per 

model
 Anomaly Mgmt: Spike detection rate

 Planning : Cost variance per use case
 Estimating: Cost per experiment
 Unit Economics: Cost per outcome

 FinOps Education: Team adoption 
rate

 Policy & Governance: Policy 
compliance rate

 Workload Optimisation : Prompt 
caching hit rate

 Rate Optimisation: Cost per outcome
  Licensing & SaaS: Committed / on-

demand ratio
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Five operational levers enable organisations to transform AI cost complexity into predictable, measurable business 
value and scale with financial discipline

Five Levers for FinOps for AI

Business Value per Outcome
By selecting fit-for-purpose models and optimisation of token economics the 
business value per AI outcome gets maximised

End-to-End Cost Transparency
By enabling granular cost attribution and real-time visibility across training, 
inference, and orchestration to support data-driven decisions and accountability

Predictable & Scalable AI Economics
By implementing scenario-based forecasting, guardrails and unit economics and cost 
controls to manage non-linear AI spend and scale with confidence

Governance & organisational alignment
By defining ownership, responsibility, policies, and cross-functional collaboration that balances 
innovation speed with cost control & risk mitigation (e.g. non-compliance with EU AI Act*)

Time-to-Value Acceleration
By removing financial friction and enabling efficient experimentation by reducing cost 
uncertainty and streamlining decision-making for fast deployment

 What values are we optimising for? 
Efficiency → lower-cost model, quick throughput, cost per task 
Growth → stronger models, user adoption, validation layers
Quality → validation layers, monitoring, guardrails

 Is this experimental or scaled production? 
Experiment → managed APIs, spend cap, cost tracking
Pilot → success metrics, monitoring, ownership
Production → production controls, observability, chargeback

 How predictable is the usage?
Ad hoc → pay-per-use, low/no capacity planning
Predictable → reserved capacity, batching, caching
Spikey → scaling policies, monitoring, tight guardrails

 How autonomous should the AI be? 
Assistant → Fast models, optimised for cost per interaction 
Automation → Mid-tier models with controls, cost per approval
Agent → Strong model orchestration, robust monitoring, cost-
loop-controls

 What level of compliance control is required? 
Internal → standard managed setup
Regulated → strong access control, logging, approved platforms
Highly restricted → dedicated environments / self-hosting, high 
governance focus 

Questions to Define Your AI Setup

* Can lead to fines of EUR 35M or 7% of annual turnover
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Start your FinOps for AI journey by making AI economics visible before scaling high-value use cases
From AI ambition to AI accountability

Establish cost visibility by 
defining AI unit economics 
and cost drivers 01 Design governance & guardrails by 

defining ownership, policies, and controls 
to balance innovation speed with cost 
discipline and compliance

02

Embed FinOps into
delivery so teams consider cost, 
value, and risk in architecture, 
model selection.

03

Scale with Confidence by 
prioritizing high-ROI use cases, 
monitor outcomes, and expand 
with predictable economics.

04
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We combine FinOps, AI engineering, cloud alliances, and operating model experience
to help clients move from insight to measurable impact

Deloitte brings the capabilities to operationalise FinOps for AI
Critical Success Factors

AI and Agentic expertise

→ Dedicated AI and GenAI practices 
with hands-on experience in 
building copilots and Agentic 
systems.

→ Ability to translate AI architecture 
into financial and risk terms that 
CFOs and boards understand.

→ Teams combining cloud 
engineers, data scientists, and 
FinOps practitioners working 
together on the same client 
outcomes.

→ Focus on tangible results: 
measurable cost savings, 
dashboards, and governance 
artifacts—not just strategy slides.

Tech-savvy, hands-on 
delivery

Deep FinOps and cloud 
heritage

→ Extensive experience implementing 
FinOps practices across large 
enterprises and industries.

→ Proven methods to integrate FinOps 
into operating models, not just 
technology stacks.

→ Strategic alliances with all major 
hyperscalers (e.g., AWS, Azure, 
Google Cloud) and leading AI 
platform providers.

→ Ability to benchmark pricing models 
and patterns across providers and 
design vendor-agnostic FinOps for AI 
strategies.

Multi-hyperscaler alliances

Business-Led, Outcome-
Focused Approach
We build and operate FinOps for AI 
workloads, combining engineering, data, 
and finance.
Outcome-driven delivery ensures rapid 
value with controlled AI spend.

Proven Record of FinOps 
Success across Major CSPs
Deep FinOps experience across CSPs, 
extended to AI and GenAI use cases.
We help avoid cost visibility gaps and 
uncontrolled usage growth.

Multi-Disciplinary Integrated 
Offerings
Expertise across AI & Data, FinOps, SAM, 
and TBM for full lifecycle cost governance.
We link model, training, and usage 
decisions to financial outcomes.

260+
Certified FinOps 

Practitioners

15%-20%
Average Savings Identified 

Across Clients

165+
Clients Served Across

The Globe

6
Key Industries 

Supported

A worldwide leader in Cloud Professional Services based on capability and strategy - I D C 1

Deloitte has also been recognised as Amazon Web Services Platinum 
Partner, Google Cloud Alliance Partner, and has a thriving Microsoft 
Azure Technology Practice

1 IDC MarketScape

https://www.deloitte.com/us/en/services/consulting/articles/idc-marketscape-worldwide-industry-cloud-professional-services.html
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