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Welcome!
We’ll start shortly…

Meantime, please take polls 1-2.
Go to www.menti.com and use the code

18 29 70 3
https://www.menti.com/gwkwew2xx5

Mobile QR Code

http://www.menti.com/
https://www.menti.com/gwkwew2xx5


TBM Metrics, Cost Allocation Best 
Practices and More

Standards Committee Open Forum
February 18, 2021
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Introductions
 Ed Hayman#

TBM Architect & Senior Director, Products
Apptio
EHayman@Apptio.com

 Jasmine Ellsworth
Workgroup Program Manager
TBM Council
JEllsworth@TBMCouncil.org

 Todd Tucker
VP, Standards and Education
TBM Council
TTucker@TBMCouncil.org

# Technical Advisor to the TBM Council Standards Committee

mailto:EHayman@Apptio.com
mailto:JEllsworth@TBMCouncil.org
mailto:TTucker@TBMCouncil.org
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The unmodified Chatham House 
Rule reads as follows:

When a meeting, or part thereof, is held 
under the Chatham House Rule, 
participants are free to use the information 
received, but neither the identity nor the 
affiliation of the speaker(s), nor that of any 
other participant, may be revealed.

 We will take minutes of the meeting that 
may identify individuals or their 
companies. Distribution is limited to board 
members and management.

 If the TBM Council or our guests wish to 
publish anything that identifies others, they 
must get explicit permission from those 
individuals.

“Modified” Chatham House Rule
Applies to Kick-Off and All Workgroup Meetings

Chatham House Rule Our Modifications
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We’ve applied the following protocols to minimize the 
antitrust risks associated with the meeting or function:

 Meetings and functions will follow a prepared agenda; 
any deviations will be noted in the meeting minutes.  

 The TBM Council will prepare meeting minutes 
summarizing all topics of discussion.  The meeting 
minutes will reflect the names of all attendees, as well 
as the results of any votes taken.  

Please also be sensitive and mindful of antitrust 
concerns outside of the formal meeting setting, such as 
during social gatherings, receptions or meals.

 Specific prices or terms or conditions of sale where the 
seller is identified by name

 Specifically received discounts, rebates, service charges, 
or other terms and conditions of purchases and sales, 
where the seller is identified by name

 Whether to do business with certain suppliers, or divide up 
sales among certain suppliers

 Whether to do business with any customers, or divide up 
sales among certain customers

 Whether to do business with any competitors
 The nature and composition of RFPs in the IT industry
 Complaints regarding the practices of individual firms
 Confidential info regarding future plans or offerings

TBMC Antitrust Guidelines
Applies to Kick-Off and All Workgroup Meetings

Guidelines Prohibited Items of Discussion
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Reminder: Where to Find Content
 You can find the Taxonomy 

documents (PDF and PowerPoint 
slides) in the “TBM Framework 
& Taxonomy” community at 
community.tbmcouncil.org

 You must join the community and 
then you can access the library.
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Today’s Focus Areas
 Introducing the TBM Metrics Model 

Workstream for 2021

 Introducing the Cost Allocation Workstream 
for 2021

 Integrating Public Cloud IaaS/PaaS Data into 
the TBM Cost Model

 TBM Taxonomy 4.0 and ServiceNow Common 
Service Data Model (CSDM) 3.0*

 How to Use the Community Site to Connect and 
Learn*

* Time permitting
TBM Taxonomy v4.0



Introducing the TBM Metrics 
Model Workstream for 2021
Ed Hayman
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To enable performance 
improvement:

Set goals

 Look at actual data

Act on results

Putting a metrics program 
into action:

Set targets annually

 Track metrics monthly 

Govern quarterly

Why Use TBM Metrics? Please take polls 3-4
www.menti.com 18 29 70 3

http://www.menti.com/
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TBM Metrics – Accomplishments
 Consolidated a detailed list of IT/TBM metrics from multiple 

sources

 Defined framework aligned to TBM taxonomy

 Identified 5 business goals

 Categorized & identified “top 5” metrics per business goal

 Created definitions

 Shared at TBMC ‘19
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Cost Pools

Metrics Aligned to TBM Taxonomy

Services Projects

IT Resource Towers
Volumes Unit Costs Benchmarks

Business Capability
IT Costs per $100k 

Revenue 
(Benchmark IT investment)

IT Costs / Total Costs 
(EBM - IT cost contribution)

IT Costs per Business  
Transaction 
(productivity)

IT Availability & 
Business Impact User Satisfaction Security Breaches & 

Business Impact

Enterprise
IT Spend by Business 

Capability
(alignment)

Project Investments by 
Business Initiative 

(alignment)

Revenue Growth
vs. IT Spend YoY

(productivity)

OpEx Reduction
vs. IT Spend YoY

(efficiency)

External Customer 
Satisfaction 

vs. IT Spend YoY

Customer Retention
vs. IT Spend YoY

Unit Cost to 
Target

TCO / 
Budget 

Variance

Issue 
MTTR

Avail-
ability User Sat

Investment 
per Biz 

Initiative

Project 
Return

Project 
Budget 

Variance

% Projects 
On Budget

% Projects 
On Time

OpEx 
Budget Variance

CapEx 
Budget Variance

% Variable
(Financial Agility)

% Discretionary
(Financial Agility)

In
cr

ea
si

ng
 V

al
ue



© 2021 Technology Business Management Council, All rights reserved.11

Aligning TBM Metrics to Business Goals

Increase Innovation
Drive revenue Increase Efficiency

Drive margins 

Increase Customer Satisfaction
Drive retention

Increase Speed to Market
Drive competitive advantage

Manage Risk
Protect the brand

Please take poll 5
www.menti.com 18 29 70 3

http://www.menti.com/
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Increase Innovation
 % of IT spend on Run/Grow/Transform

 % of IT spend on R&D/emerging technologies

 % of IT spend on new customer-facing technology

 % of IT spend on business differentiating capabilities

Please take poll 5
www.menti.com 18 29 70 3

http://www.menti.com/
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Standard Metric Definition
Concept Purpose
Metric Specific name of a metric.  

Primary Persona The role within IT who is primarily interested in the tracking and managing the metric.  

Audience Is the metric for internal IT use or shared with business consumers or users outside IT.  

Maturity Broad categorization of the org, process and data maturity required to track a specific metric.  

Description Description explaining the full meaning and purpose of the metric.

Rationale / Actions 
to Improve 

The primary reason for tracking and managing the metric.  Ideally speaks to the actions that would be 
taken if not in an expected range.

Frequency How often the metric should be measured and reviewed and any targets adjusted.

Calculation Specific formula to calculate the metric.

Data Required Underlying data required to support the metric calculation.  Should identify the source of where the data 
can be found.
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TBM Metric Details (~95% Complete)



© 2021 Technology Business Management Council, All rights reserved.15

Feedback From TBMC ‘19
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Standard Committee – Next Steps
 Form team to finalize & publish

 Incorporate updated Agile input, look at leading indicators

 Final review & refinement of definitions

 Publish on TBM Council

 Host practitioner webinar(s)

 Guide workgroups to define vertical metrics
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Open Forum – Next Steps
 Review detailed spreadsheets on TBM Connect

 Discuss metrics for a specific goal, one per meeting

 Provide feedback: missing metrics, prioritization, definitions

 Input on how to publish: what form should they take?



Introducing the Cost 
Allocation Workstream for 
2021
Todd Tucker



© 2021 Technology Business Management Council, All rights reserved.19

Cost Allocation Goals for 2021
 Create and expand a compendium 

of best practices for allocating 
costs in a TBM model

 Should include:
 Allocation topic defined (see next slide)

 Nature of costs such as categories or 
types

 Data sources typically used + where to 
find them + common data quality 
challenges

 Good-Better-Best allocation options

 Deliver and refine through these 
monthly open forums
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Suggested Allocation Topics
1. Public Cloud IaaS Costs to TBM Model

2. Agile Product/Value Stream Costing

3. Application TCO (top down)

4. Labor Cost Allocation (general principles)

5. IT Support Costs

6. Platform and Network Costs

7. “Overhead” Type Costs (e.g., IT Management)

8. Vendor Purchases such as ELAs, MSP invoices, 
telecom, etc.

9. Security & Compliance and DR

10.BU-based allocation strategies

Example:
Labor Cost Allocation Types

 Direct: GL-driven assignments
 Indirect:

 Ticket Driven 
 Time Tracking via Project or Activity 

Codes
 Time Estimates from Managers or 

Employees (surveys or “rate 
cards”)

 Contract Labor via Invoices
 …

Please take polls 6-7
www.menti.com 18 29 70 3

http://www.menti.com/


Integrating Public Cloud 
IaaS/PaaS Data into the TBM 
Cost Model
Todd Tucker

For this section, please take polls 8-10
www.menti.com 18 29 70 3

http://www.menti.com/
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Cost Allocation Considerations
 We’ll focus on Infrastructure- and Platform-

as-a-Service type offerings
 Software-as-a-Service will be covered 

separately at another time
 We’ll avoid specific service providers, although 

our point of view is largely shaped by Amazon 
(AWS), Microsoft (Azure) and Google (GCP)

 We will focus on general cost allocation 
concepts
 FinOps disciplines such as cost (and 

consumption) optimizing, right-sizing instances, 
forecasting demand/consumption, and more are 
beyond our scope here 

The Optimize and Operate phases of the FinOps lifecycle are largely 
beyond the scope of this discussion. We’ll focus on certain aspects of the 

Inform phase.

www.menti.com
18 29 70 3
Polls 8-10

http://www.menti.com/
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To WHAT or WHO Are You Allocating?
 Applications or Business-Facing Solutions

Where you have not defined Infra or Platform “Services” 
and you need to understand how Apps consume 
IaaS/PaaS. 

Here are you concerned with App, Product or Service 
“TCO.”

 Infrastructure and/or Platform Services
Where you have defined Infra and/or Platform Services 
that you provide to internal consumers (e.g., BUs, 
application owners, service owners, product teams). 

Here you are concerned with the TCO of your technical 
solutions.

 Directly to Business Units
Where you are brokering public cloud services for your 
BUs but you do not need or want to burden those 
services with your internal costs. 

Here, you are not concerned with App TCO or the TCO 
of business-facing solutions. You are concerned with 
divvying up the cloud bills fairly and properly.

IT
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Workplace Services, Business Products, Shared Services

Delivery Services, Platform Services, 
Infrastructure Services

Projects / Product Investments

Towers

Cost Pools

General Ledger Fi
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e 
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Customers & Partners

Capitalized Asset > 
Amortization/Depreciation

Non-Capitalizable 
Project/Product Costs

Price x Quantity

Actuals by Consumptive Measures

Non-Capitalizable 
Project/Product

Costs

Conceptual TBM model only. Actual models vary depending on software used, 
allocation methods chosen, reporting produced and other factors.

www.menti.com
18 29 70 3
Polls 8-10

http://www.menti.com/
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 IaaS and PaaS bills are 
notoriously large and complex
 100+ columns of data
 Per-second billing
 100Ks to 10Ms of rows per month

 Many types of rates
 Spot, Reserved Instances, Savings 

Plans, Committed Use Discounts, 
etc.

 Potentially many accounts and 
ideally a master account for all

A Word of Caution
www.menti.com

18 29 70 3
Polls 8-10

http://www.menti.com/
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Tags: Data You Bring to the Party
Column Sample values Questions
Organization CS, Sales, Marketing, P&E What group/department/division of your organization does this

spending fall under?

Application Name or ID Active Directory, Claims Processing Am I allocating cloud costs to the correct application?

Application Category Web, db, backend, Hadoop Which part of my app is driving AWS costs—web, app, db,
backend, Hadoop, auto scaling group

Application Objective Eliminate, invest, tolerate Is our application rationalization initiative succeeding?

Environment Dev, DR, Prod, Test Are we leaving things on or over-provisioning for our staging, test,
or dev environments?

Purpose Database, web, app srv Are cloud resources replacing or replicating existing
on-premises resources?

Cost Center ID cc001, cc002, cc003 Which cost center is the biggest driver of cloud
spent-to-budget variance?

Owner John Doe, jdoe@acme.com Which individual developer or team is responsible for this spend?

Project or Business Initiative Compliance, customer growth, digitalization, market expansion Is our project spend reflecting our project priorities? Where can
we pivot?

Your tagging strategy will depend on reporting needs, automation you want to put in place, and the tools with which you integrate.

Tagging strategies range from the very simple (CMDB identifier) to more complex. Generally with a TBM model, simpler tagging 
strategies are possible because reporting is powered by the model itself.

www.menti.com
18 29 70 3
Polls 8-10

http://www.menti.com/
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Bringing Cloud Costs into the Model
 IaaS and PaaS are mapped to:

 Outside Services Cost Pool 
 Cloud Service Provider Sub-Pool

 If your bill is managed and paid 
centrally, mapping is easy at this 
point
 GL accounts should help you identify public 

cloud spending
 Cost Centers or Object Codes will help 

identify the owner (e.g., Cloud COE 
responsible for overall contract)

 Can you have Capital costs 
associated with Cloud?
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Allocating to Towers
 There are a WIDE RANGE of products 

from AWS, Azure and GCP

 SKUs (product codes) from your bill 
can be mapped to Towers and 
Subtowers

 For IaaS and PaaS, primary towers of 
concern are Compute, Storage, 
Network and Platform

 Delivery and Security & Compliance 
may also be needed
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Allocating to Services or Solutions
 Applications or Business-Facing Solutions

 Most costs can be allocated based on their application 
identifiers (from your tags that show up in your bills), 
assuming apps are linked to busines-facing Products or 
Services

 Some cloud costs may appear as overhead (e.g., Security & 
Compliance, Network, Delivery)

 Infrastructure and/or Platform Services
 Once again, cloud costs can be mapped based on their 

product SKUs
 App owners, service owners, and product teams can be 

charged or allocated actual costs burdened with internal 
costs

 Are you defining and setting rates (internal prices) for those 
services? Are those rate models different than those of your 
public cloud provider?

 Directly to Business Units
 Have you agreed with service consumers (e.g., app owners, 

business unit IT) to merely pass cloud costs on to them? 
OR…

 Are you passing through cloud costs after burdening them 
with internal costs? OR…
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Let’s Talk Discounts!
 Cloud providers offer discounts based on either 

actual consumption (e.g., GCP’s Sustained Use 
Discount) or direct payments (e.g., AWS’s 
Reserved Instances and Savings Plans)

 When allocating costs, how do you handle those 
discounts, which may not be applied evenly across 
all instances or consumption?

 Also, how do you handle the payments made for 
the discounts? These are prepaid expenses 
(assets) that must be amortized as they are used to 
reduce on-demand costs.

 Note that discounts can be purchased in one 
account but then flow to other accounts!

 Your allocation model should account for both the 
discounts and the amortization of payments.
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Bill of IT (Cloud) Considerations
 The normal monthly cadence for a bill of IT may be insufficient for public cloud 

consumption (hence the need for FinOps, including automation)
 Rethink how you provide details of cost and consumption to your consumers

 Simple line items of cloud charges with rates, volumes and total costs may be overwhelming
 Trend reporting to show when there are spikes and anomalies are often more important

 Have a regular consult with your cloud consumers (e.g., app owners, DevOps teams, 
etc.)
 Explain charges and especially any changes from expectations
 Share opportunities to alter consumption and costs
 HELP them be better consumers

 Provide a clear mechanism for reporting errors or omissions
 Establish a clear policy for handling errors/omissions (including those discovered by IT and by the BUs)
 Common “errors” include instances that are running or storage that is provisioned that is no longer in use
 Employ automation with pre-defined (and communicated) policies to reduce or prevent such errors
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Other Options: Good, Better, Best
 We just described the Better/Best options

 Leverages readily available data source
 Requires discipline around tagging
 Synergistic with FinOps practices

 What else might be “good enough?”
 Use accounts to allocate to respective Business Units
 Use Business Mapping or similar rules in cloud cost 

management tools
 Even spread across your cloud-hosted apps
 T-shirt sizing (weighted spread) your cloud hosted apps 

based on assumed workloads
 Allocating based on named instances (for compute)
 Others?



TBM Taxonomy 4.0 and 
ServiceNow Common Service 
Data Model (CSDM) 3.0
Todd Tucker
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ServiceNow Common Service Data Model
 A standard and consistent 

set of terms and definitions 
that span and can be used 
with all ServiceNow products

 Spans four “domains” that 
relate to distinct product 
offerings from ServiceNow 
(e.g., “Design” relates to 
ServiceNow Application 
Portfolio Management)

 The Foundation domain 
includes the Configuration 
Management Database 
(CMDB) tables and data that 
is used by the other domains

CSDM 3.0 conceptual model from ServiceNow.
Source: https://docs.servicenow.com/bundle/paris-servicenow-platform/page/product/csdm-implementation/concept/csdm-conceptual-model.html

www.menti.com
18 29 70 3

Poll 11

https://docs.servicenow.com/bundle/paris-servicenow-platform/page/product/csdm-implementation/concept/csdm-conceptual-model.html
http://www.menti.com/
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CSDM Definitions (per NOW)

Business Capability

Business Application

Application Service

Application

Technical Service Offering

Technical Service

Service Portfolio

Business Service

Business Service Offering

Application inventory: Those applications used in the support of business functions, departments and outcomes, such as 
Payables, Receivables, General Ledger Accounting (ie. Oracle Payables, Workday Payroll, LegalZoom)

Service types published by IT for Business consumption, that typically underpin one or more business capabilities, and is typically orderable via catalog. 
Can have multiple service offerings (ie. “Laptop”, or “Desktop”).

Published operational Technical Service types made available to Service Owners (int./ext. to IT) and underpinning one or more business or application 
services. These are often more technical “IT to IT” type services, and can comprise one or more Technical Service Offerings.

Discoverable deployed instance of a program / module, sitting on a single host, with a 1-to-1 or 1-to-many relationship.
NOT an application inventory! This inventory resides in the Business Application Table. This CSDM class is made for discovery data.

Logical representation of an application stack. Intended use is for (and is mapped to) application mapping / discovery.
Application service offerings are exposed in the relevant business or technical service offering tables

Descriptors of what the organization does (not how it is performed) to achieve business outcomes (ie. Financial Management, Support Services, Workforce 
Management, Mortgage Origination, Equity Trading). May be hierarchical with leaf nodes (ie. Workforce Management – Hire / Retire / Relocation)

Service “commitments” that discretely define service levels (ie. two levels of desktop support, with a “standard” offering of upgrades and virus protection, 
and an “Executive” offering for shorter response times and longer support windows). Should stratify into capability, availability, pricing, packaging options 
etc.. Includes the Business Area being serviced, and the Entity where services are delivered.

Discretely defined Service “commitments” that stratify a Technical Service into options that address elements like localization / geography / pricing / 
availability / support group / approval group, packaging options etc… (ie. two application support levels, a “Prod” for high availability, & response times, or 
“Non-Prod” for more limited availability and support windows.

A collection of services, products, applications or projects used to manage like items together for the business. Can be grouped by objective, capability, 
organizational entity or geography. Intended to be hierarchical and to support the lifecycle.
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CSDM to TBM Taxonomy
Proposed Linkage for Discussion

Business Capability

Business Application

Application Service

Application

Technical Service Offering

Technical Service

Service Portfolio

Business Service

Business Service Offering

Business and Shared & Corporate Solutions of the Application Class in the Business Layer of the TBM Taxonomy.

Business and Shared & Corporate Solutions of the Service Class in the Business Layer of the TBM Taxonomy.

Delivery, Infrastructure and Platform Solutions of the Service Class in the Business Layer of the TBM Taxonomy.

Discoverable deployed instances of applications are not defined as an object in the TBM Taxonomy. However, a TBM model would use this information to 
understand the relationship of Business Applications to underpinning technical services.

The application stack is not defined as an object in the TBM Taxonomy. However, a TBM model would use this information to understand the relationship 
of Business Applications to underpinning technical services.

Business Capability in the Business Architecture element in the Business Layer of the Taxonomy. Since the CDSM definition specifically states “not how it is 
performed”, we do not include the TBM Taxonomy Business Process object here.

Service Offering for Business and Shared & Corporate Solutions of the Service Class in the Business Layer of the TBM Taxonomy.

Service Offering for Delivery, Infrastructure and Platform Solutions of the Service Class in the Business Layer of the TBM Taxonomy.

Service Portfolio is not defined as an object in the TBM Taxonomy. However, a TBM model would use this information to provide Portfolio-level reporting 
of costs, consumption and other facts.

TBM Taxonomy v4.0 Objects
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Continue Online…
 Discussion on this topic can 

be found in the TBM 
Taxonomy & Framework 
Community



How to Use the Community Site 
to Connect and Learn
Todd Tucker



Wrap-Up
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Wrapping Up
 Thanks for joining us today!

 Please engage with us online: TBM 
Framework & Framework Community 
on TBMCouncil.org:
https://community.tbmcouncil.org/communities/allcommunities

NOTE: TBM Council membership required. Sign-up 
at: https://community.tbmcouncil.org/membership

We will post this and past meeting deliverables there.

Community Space for Taxonomy-Related Content
(see library)

https://community.tbmcouncil.org/communities/allcommunities
https://community.tbmcouncil.org/membership


Thank You!

Stay healthy and warm!
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