
Jumpstart Your FinOps 
Practice with the 5 Cs
Many tools and strategies can cut costs, but these five best 
practices are crucial to building a successful FinOps practice.
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Digital Transformation Drives the Need for FinOps
The last few years saw a massive move towards transformation. According to McKinsey1, the global pandemic 
accelerated digital transformation by seven years in just a few months.  

Organizations now use a record number of cloud services to achieve their transformation goals of improving 
operational efficiencies and the customer experience. Global cloud revenue will hit $474B in 20222—up from 
$408B in 2021. And by 2025, 85% of organizations will embrace cloud-first principles.

The more cloud services your organization uses, the harder it is to track and manage everything. 

In just a few clicks, business units can buy anything they need to launch new products quickly. These cloud 
purchasing models allow for greater agility but create inefficiencies that increase your costs.

The #1 cloud priority is  
optimizing usage to 
achieve cost savings.
— Flexera State of the Cloud Report3
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A FinOps practice builds accountability into your cloud financial management practices. It does this by bringing 
all your stakeholders together and giving everyone a clear view of their buying habits, costs, and waste.

Adopting FinOps can help you realize cloud savings of more than 25%. More importantly, it will put you on the 
path to measuring unit economics and the value your organization gets from the cloud.

This ebook outlines the 5 Cs needed for a successful FinOps practice—a culture of accountability, 
communication, a centralized team, continuous improvement, and collaboration. 

While these are not meant to replace the six principles of FinOps4, they can enhance and grow your practice. 
When you put all five of these Cs in place, you can drive the most value from every dollar you invest in the cloud.
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Using the Public Cloud?  
Here’s Why You Need a FinOps Strategy 

One of the top IT initiatives 
is migrating more 
workloads to the cloud.
— Flexera State of the Cloud Report3
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Organizations are accelerating their use of public and hybrid clouds. A Flexera survey found that 79% of 
organizations use multiple public clouds3, while 80% have a hybrid cloud strategy. Meanwhile, Gartner reported 
that 95% of new digital workloads will be deployed in the cloud by 20252—up from 30% in 2021.

The more cloud services you use, the more your costs will increase. Over half of organizations spend $2.4 million 
in the cloud annually3, while many large enterprises have seen their cloud expenses top $100 million.

And this spending is only going to rise. According to Flexera, organizations operate at 13% over their cloud 
budgets3 and expect their costs to increase by another 29% this year. 
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 1 One factor that impacts budgets is unchecked shadow IT. Business units, from DevOps to engineering, can 
buy what they need exactly when they need it. While on-demand purchasing allows for greater speed and 
innovation, it also creates the following challenges:

• Application proliferation
• A limited view of cloud inventory
• Decentralized purchasing
• Reactive renewals and licensing waste
• Unknown usage
• Increased security and compliance risks
• A lack of governance

As cloud costs rise unchecked, so do inefficiencies and waste. Organizations waste 32% of their cloud spend3 
and are leaving value on the table with their current financial management practices. If organizations don’t 
get a handle on cloud forecasting and costs, they will continue to blow past their budgets and make senior 
leadership question what’s happening.  
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FinOps is an evolving cloud 
financial management 
discipline and cultural 
practice that enables 
organizations to get 
maximum business value 
by helping engineering, 
finance, technology, 
and business teams to 
collaborate on data-driven 
spending decisions.
— FinOps Foundation5
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 2 Get the Most Value from Every Dollar Spent in the 
Cloud with FinOps
A cloud financial management or FinOps practice can maximize your value as you migrate more workloads to 
Amazon Web Services (AWS), Microsoft Azure, or Google Cloud Platform. 
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Many people think that FinOps is a set of cost optimization tools. It’s much more than tools. FinOps is an 
operating model that combines systems, best practices, and culture to increase your understanding of your 
organization’s cloud costs.

FinOps is also a collaborative discipline where all stakeholders—such as engineering, ITAM, finance, and IT—take 
ownership of their cloud usage with support from a central best practices group. 

The FinOps Foundation, the independent association for and by FinOps practitioners in cloud financial 
management, states that working together enables faster product delivery5 while giving you greater 
predictability and control over your cloud costs.
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 3 5 Key Benefits of FinOps
Ultimately, FinOps brings accountability to your spending and enables teams to drive maximum value from 
every dollar invested in the cloud. 

Other benefits of FinOps include:

Cloud operational efficiencies 
FinOps creates operational efficiencies, ensuring your organization avoids issues like shadow IT 
and licensing misuse. It can also help you maximize your cloud utilization to optimize your spend.

Long-term savings 
FinOps practices will help you identify the best governance for your company’s cloud 
requirements, implement specific guidelines to contain or maximize costs, and set KPIs to 
prioritize cost containment and achieve long-term savings.

Increased visibility 
Employing FinOps practices will give you a complete view of your cloud investment. With these 
insights, you can identify optimization opportunities and make the necessary adjustments to 
avoid waste. 

Reduced security and compliance risks 
Cloud financial management is vital to staying secure and compliant. For example, following a 
documented FinOps practice can help you fully leverage your license entitlements to remain 
compliant while maximizing your investment.

Measure sustainability impact 
Due to the data required to implement a successful cloud financial management practice, with 
some additional time and effort, a FinOps team can also substantially impact the earth. They can 
make recommendations not only to save costs but also to measure a reduction in CO2 emissions.
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 4 The 5 Cs to Jumpstart Your FinOps Practice
The data you gain from cost optimization tools can provide critical insights that inform your strategy and 
decisions. It would help if you also had a strong FinOps practice that incorporates the following 5 Cs to get the 
most value from your cloud investments:  

 Culture of Accountability
FinOps, at its core, is a cultural practice. As indicated in the FinOps State of Cloud report, getting engineers to 
take action is the number one challenge for FinOps practitioners. Without a culture shift, this will continue to 
be a top concern. This is not because engineers and developers are bad corporate citizens, but because their 
priorities often do not focus on measuring costs. 

FinOps culture means that everyone who impacts cloud costs makes decisions as though they are business 
owners and bases their spending on planned cases. 

 1
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 4 Meanwhile, leadership communicates the importance of FinOps, and people throughout the organization align 
their business and personal key performance indicators (KPIs). Ideally, chargeback and showback models3 will 
help drive change. The reality of getting to this point is iterative and often a crawl/walk/run journey. To illustrate 
how cloud sprawl or unmanageable spend can occur, consider this:

It’s much easier for an engineer to spend $10K in the cloud than buy a $10 mouse.

To buy a mouse, an engineer must first get permission from their boss. Then, they buy the item and send the 
receipt to finance for approval. The engineer will eventually get the $10 reimbursed in their paycheck if the 
purchase is approved. 

Meanwhile, that same individual can log into their cloud account and spend thousands of dollars without 
anyone asking a single question.

Enterprises often lack purchasing accountability with the cloud, but not necessarily unintentionally. The cloud 
enables speed, agility, and innovation. These benefits usually outweigh the risk of overspending. Engineers and 
developers can go online and buy what they need to do their jobs without getting approval from central IT. 
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Over time, one engineer can easily spend tens or hundreds of thousands of dollars in the cloud. If users across 
your organization have access to cloud environments, your spending can get out of control quickly.

You may consider asking engineers and developers to use your optimization recommendations to save money. 
However, changing resources in the environment may not be realistic. Engineers and developers must innovate 
quickly and ensure that customer-facing systems work. Lower-priced resources may not meet their technical 
requirements or service level agreements (SLAs).

You might find areas where engineers and developers overspend to enhance performance without increasing 
business value. For example, an engineer may change an application’s servers from four central processing 
units (CPUs) to eight, doubling its speed to improve the customer experience. 

However, this enhanced performance may not be necessary if your customers are already happy and you’re 
meeting SLAs. The additional resource costs won’t translate into business value.  

How to get engineers and developers to act on cloud cost management

According to the FinOps Foundation6, the number-one challenge that FinOps managers face is getting 
engineers to participate in cloud cost management.

Many engineers won’t act upon your recommendations if they don’t have time to follow through or if your cost 
optimization measures don’t align with their key performance indicators (KPIs).
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The Top FinOps Challenges

A culture of accountability puts structure around your FinOps practices while keeping engineers agile and your 
services reliable. This culture starts from the top down. After gaining executive sponsorship, you can build a 
communications strategy that continuously educates engineers and addresses their reluctance. 

You can also leverage chargebacks and showbacks to drive accountability. With chargebacks, you invoice 
business units and development teams for their cloud purchases. That way, they will see exactly how much they 
buy and if they use all their cloud services.

Image source: FinOps Foundation6
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 4 Some people in your organization may resist a chargeback model, thinking the time spent analyzing the 
charges will slow engineers’ and developers’ work. However, chargebacks will drive broader leadership support 
and KPI alignment. 

With this accountability, more teams will see that while speed is often critical, they must also consider costs and 
waste. Balancing governance with agility will help everyone meet their business goals in a fiscally responsible 
way without blocking speed or innovation.

Similarly, a showback model allows business units to see how much they spend in the cloud. They can review 
their specific costs and expenses, such as networking or storage, across the organization.

Showbacks will also let the entire organization see each business unit’s expenditures. If one group realizes 50% 
less cost optimization than every other team, their showbacks may motivate them to make changes. A more 
mature FinOps practice would align with the economics unit and determine which workloads drive the most 
value for the organization.

Tagging all your cloud resources7 will help your FinOps team identify who is accountable for each expense.  
A tag identifies a cloud resource and consists of a key (or name) and a value (or label associated with that key). 

Tag
Cost center: 1015.25568
Application: Customer Portal
Environment: DEV

Key
Cost center
Application
Environment

Value
1015.25568
Customer Portal
DEV

Assigning a tag to each cloud resource helps you quickly and easily showback or chargeback to a workload, 
business unit, or application. Tagging is critical to your FinOps practice and makes it possible to allocate budget, 
forecast future cloud spend, and create a culture of accountability.
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 4 Setting FinOps KPIs to drive accountability 

A culture of accountability also requires FinOps teams to set clear KPIs for different user groups. Your KPIs 
might vary based on each team’s goals. Some groups may focus on speed, while others prioritize innovation or 
performance. 

You can leverage the Iron Triangle methodology when selecting KPIs. Engineers and developers are often 
already familiar with this concept, as it’s used in agile and project management to prioritize initiatives. 

When prioritizing migrations or new 
application development, consider 
how one part of the Iron Triangle 
will impact everything else. If you 
want higher quality, you’ll pay more. 
If you’re focused on speed, you 
might sacrifice quality. 

When done improperly, cost savings 
can negatively impact quality and 
speed. A cost-focused approach can 
leave teams lost in the details rather 
than looking at the bigger picture.

Getting clearly defined priorities from leadership will help drive your focus. If you have a deadline to be out of 
an on-premise data center, your initial focus may be speed, not cost. The goals and KPIs for individual teams will 
align with your deadline. In the next quarter, you may have new KPIs focusing on cost. 

Leveraging the Iron Triangle shows everyone where to focus their efforts. 
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 4  Communication
It’s critical to communicate when implementing a practice that affects many people. FinOps requires a 
well-planned, top-down change strategy with communication from executive sponsors and champions. 
Evangelizing the value of FinOps requires multiple delivery methods, including internal videos, emails, 
SharePoint, Yammer, Slack, or other tools leveraged in your organization.

Executives and FinOps sponsors should communicate with stakeholders during all three FinOps phases. 

Inform 
Start by creating a dashboard that lets business units see their exact cloud costs. You can also bring 
together representatives from each team to form a cloud center of excellence (Cloud CoE). Once 
established, a Cloud CoE can provide insights into your organization’s entire cloud footprint.

Optimize 
Stakeholders will learn to identify, execute, and measure optimizations in this phase. You will  
also create a communications strategy that keeps teams informed and trained about cloud costs 
and usage. 

Operate 
During this process, teams will continuously evaluate their business objectives and the FinOps 
metrics they track against them. They will see how adhering to FinOps practices can help them 
achieve their goals.  

During each phase, stakeholders must know what’s in it for them and why it’s essential to act upon the 
FinOps recommendations. Motivating stakeholders will help them work individually and collectively to 
achieve your organization’s goals. 

When SoftwareONE holds FinOps workshops with new organizations, we often find a lack of communication. 
Teams learn more about their environment during our workshops than expected. For example, an 
organization may have put effort into reporting or strategic tagging policies that the teams deploying in the 
cloud didn’t know about. 

Prioritizing communication has an immediate impact.

 2
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 4  Centralized Team
When hearing “centralized team,” leaders may question what implementing FinOps will cost. This is a fair 
concern. However, every organization will answer differently. In some organizations, FinOps may be a functional 
role, while others will require a team that is 100% dedicated to the practice. 

The common thread is the reach that this team will have. As we illustrated earlier, it is very uncommon that 
finance, IT, procurement, DevOps, and SecOps are already on the same page. 

In an ideal state, the FinOps team will work with the change sponsors to evangelize the practice across every 
function. The FinOps team should influence all individuals who spend in the cloud. Depending on the size and 
complexity of your organization, this may be a long-term goal.

 3
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How can you get started building a centralized team? 

SoftwareONE’s FinOps Starter Pack8 has helped dozens of enterprises begin their cloud financial management 
journey. The first step in the Starter Pack is holding workshops with stakeholders from different teams to identify 
gaps in their current strategy and prioritize areas that require attention.

SoftwareONE has interviewed hundreds of people during these workshops and found that respondents, on 
average, disagree with the answers to 55% of cloud-related questions. It is impossible to succeed with FinOps when 
groups do not have alignment around the cloud and how it can help them achieve your organization’s goals.

When teams work in silos, you won’t realize the full benefits of the 
cloud. You’ll also lack a holistic view of your spend and usage—making it 
impossible to maximize the value of your cloud investments. 

Succeeding with cloud financial management requires a centralized 
FinOps team. You don’t necessarily need to hire new people when you 
form this group. 

Teams 
disagree on 
55% of cloud 
related topics
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 4 Instead, build a sense of ownership among your existing teams by bringing the following stakeholders together 
in a functional FinOps group.

• IT
• Engineering/DevOps
• Executive leaders
• Cloud vendor or cloud management solution vendor
• Finance 
• Procurement

You can also bring in FinOps experts9 to help you establish, 
manage, and maintain your program without investing in 
dedicated, full-time employees.

How many people should be on your FinOps team? 

According to the FinOps Foundation, the average FinOps team 
has seven people6. However, the number isn’t as important as 
ensuring that all your stakeholders have representation.  
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Every stakeholder should have time to discuss their current and future initiatives. For example, engineers and 
developers can bring their roadmaps to your FinOps team. Then, your FinOps team can help leaders define KPIs 
based on their business, financial, and technology goals. When everyone aligns around a shared vision, you can 
communicate more effectively and make FinOps a priority across your organization.

Building a cross-functional FinOps team allows you to create efficient feedback loops and allocate direct and 
shared costs appropriately. Doing this will give you visibility into your cloud spend and enables variance analysis 
while holding teams accountable for waste. 

For example, you can see if a development team fails to turn off services that are not in use. You can also work 
with engineering to identify static workloads that would be more cost-effective as reserved instances. 

Bringing in experts to help establish, manage, and maintain programs enables teams to leverage expertise 
without investing in a full-time employee dedicated to the process.
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 4  Continuous Improvement
Continuous improvement takes several meanings in the context of FinOps. One is based on the speed of cloud 
technology. For example, a migration may start with a “lift and shift.” Then, you may modernize applications 
with cloud-native services and containers. Then, who knows what the future will bring? The continuous 
evolution of the cloud requires a similar shift in your FinOps strategies and the communication and education 
that goes along with it.

Continuous improvement is not always about technology. It can also be about communication, executive buy-
in, or creating more value with your existing processes.

Ultimately, FinOps isn’t something you just do once. It’s an ongoing practice that optimizes your cloud usage 
and costs over time.

4
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Right-sizing and right-costing help optimize your cloud environment

Right-sizing and right-costing are two significant continuous improvement methodologies that can help 
optimize your cloud environment. 

Right-sizing resources tends to be a more technical process that considers the specifications of each resource 
running in your IT environment and then seeks the best possible configuration that supports the workload.

Right-sizing examples include:

• Choosing the right data center and optimal configurations for your workloads
• Considering the financial impact and actual utilization of virtual machines
• Finding and removing abandoned or orphaned cloud resources that eat away at margins without 

providing any clear benefit
• Modernization initiatives that ensure you get the most efficiency and ROI for your dollar
• Determining if a data center in another geographic region can handle specific workloads more 

efficiently without significant trade-offs
• Automating elastic right-sizing processes to ensure you only run the applications and resources that 

you need at the moment
• Employing automatic on/off processes for applications that aren’t in constant use
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 4 With right-costing, you can leverage commercial resources to get the best deal on cloud solutions and software. 

Right-costing examples include:

• Lowering your costs by transferring on-premises licenses to the cloud or removing unused solutions
• Negotiating for discounts or volume-based pricing with your cloud vendor
• Saving 50% to 70% off list pricing with reserved instances for services that you run consistently
• Leveraging savings plans 

The cloud hyperscalers—AWS, Google Cloud, and Microsoft Azure—frequently change their right-costing options 
to offer better pricing and flexibility. Staying informed of their changes will allow you to get the best pricing.
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 4  Collaboration
Lastly, collaboration ties directly to how just 55% of team members align around the cloud. The utopian version 
of collaboration may result from some of the previous goals we have discussed. Once you have executive 
sponsors who communicate the importance of FinOps and a centralized team to facilitate and evangelize the 
practice, different roles or divisions will be much more likely to collaborate. 

Of course, this is easier said than done.

Business units often manage their own cloud environments using different cost-optimization tools. But you 
can’t rely on tools and siloed teams to optimize your organization’s cloud spend. 

A successful FinOps practice requires you to bring finance, procurement, IT, development, engineering, and 
other leadership teams together. Collaborating will help you take advantage of economies of scale and optimize 
costs. You may also learn strategies from other groups to drive significant value in your cloud environment

5
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However, this type of collaboration has proven elusive. Teams have different KPIs and little incentive to 
communicate with other groups. Their KPIs encourage them to make decisions independently, which leads 
to inefficiencies.

You will achieve better results when teams communicate with each other and establish a unified view of 
how they spend money in the cloud.

The first step is to bring everyone together in a workshop to benchmark where they are today and align on 
shared FinOps goals. Making it easy for teams to work together will create a strong starting point for your 
program’s direction.
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Bringing It All Together
A FinOps practice can optimize your usage and costs as you move workloads to the cloud. To win with FinOps, 
you need more than just tools. A successful FinOps practice combines systems, best practices, and culture to 
increase all stakeholders’ understanding of your organization’s cloud costs.

It would be best if you incorporated all 5 Cs—a culture of accountability, communication, a centralized team, 
continuous improvement, and collaboration—to drive the most value from every dollar you spend in the cloud.

Ready to Jumpstart 
Your FinOps Journey?
Get the FinOps Starter Pack8 to 
discover how the practice could work 
in your organization and the cost 
savings you’ll achieve. You’ll also get a 
step-by-step roadmap that helps you 
implement FinOps and maximize the 
value of all your cloud investments.
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https://www.softwareone.com/en-us/now/local/noram/finops-starter-pack
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