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Foreword


-Larry Advey,

Technology Advisor Council w/ FinOps Foundation | LinkedIn Learning Instructor | FOCUS Maintainer | AI Economics

https://www.linkedin.com/in/ladvey/

When I think about FinOps and, more importantly, how organizations can achieve true business value through it, very few people come to mind—and Anderson is at the top of that list. What sets him apart is his understanding that technology, engineering, finance, and FinOps only matter when viewed through the lens of value. Too often, organizations focus solely on cost visibility without addressing the more important question: how to create and measure value.

I had the opportunity to attend Anderson’s breakout session at FinOpsX 2024, The Ultimate Business Value Indicator for Senior Leaders, where he explored topics such as Earned Value Management and introduced the Cost Performance Indicator. The depth of his knowledge and practical perspective were immediately evident. After the session,

Since then, I have had the pleasure of working with Anderson directly, and my respect for him has only grown. His contributions to unit economics, FinOps working groups, Zephyr Globe, Learning FinOps training, conference presentations, and his book Ultimate FinOps for Azure demonstrate a level of credibility and thought leadership that few professionals can match.

In this book, Anderson takes readers beyond traditional cost management, providing a comprehensive exploration of Finance, CapEx and OpEx, Earned Value Management, FinOps, Unit Economics, and, above all, business value. Whether you are new to FinOps or an experienced professional in finance, engineering, leadership, or technology, this book offers the essential insights such as without a clear understanding of value, even the best optimization efforts fall short.





Preface


For more than a decade, the cloud has been measured by what it costs. Teams track spend, monitor utilization, and celebrate savings. These signals are familiar and reassuring, but they answer only half of the question that matters. They tell us what we spent. They rarely tell us what that spend earned. This book is written to close that gap. It introduces FinOps EVM, a proven framework that connects cloud investment to business value, so that financial accountability and engineering delivery finally speak the same language. Whether you are a FinOps practitioner, a cloud architect, a finance leader, or a CFO, you will find a structured, practical path to measuring not just cost, but the value that cost creates.

The idea behind this book has a long history. Earned Value Management first intrigued me in 2002, during my first MBA in Project Management, where the Earned Value calculation itself was the hardest concept to grasp and, ultimately, the most rewarding to master. Over the next two decades I specialized in cost management, became a PMP instructor on the subject, and as a PMO Manager guided dozens of project managers in implementing EVM for value-based cost control. In December 2022, I first combined EVM with FinOps to associate business value measurement with cloud cost management. Since then I have applied these concepts across every FinOps implementation I have led, from startups to large corporations consistently with success. In 2024, I presented FinOps EVM at FinOps X in Barcelona, the largest FinOps event in Europe, and have shared it ever since through podcasts, webinars, and articles. This book is the structured, complete expression of that journey.

FinOps EVM adapts a discipline that has guided projects for over 60 years to the fast-moving, consumption-based reality of the cloud. Where traditional EVM tracks cost and schedule, FinOps EVM redefines how we measure value where flexibility and pay-as-you-go pricing change the rules. The book explains how to calculate the key indicators, how to apply them across organizations of any size, and how to use them to drive smarter decisions. It bridges finance, engineering, and product, connecting spend to the outcomes the business actually expects, so that being “on budget” becomes a relationship between cost and value rather than a blunt comparison of plan against actuals.

The journey is built to be hands-on. Each chapter builds on the one before, supported by exercises, templates, and automation-ready tooling that make the framework practical and scalable. You will move from foundations to calculation, from data and unit economics to budgeting and forecasting, and finally to the organizational change required to make value a shared operating model. A comprehensive set of appendices keeps you grounded in the language and logic of FinOps throughout.

The book is organized into seven parts, and contains ten chapters, followed by a set of appendices. The opening part introduces why cloud value needs a new lens. The parts that follow cover the foundations of EVM and FinOps, data and automation, governance through unit economics, financial planning, and organizational change. Hence, whether you are new to cloud financial management or refining years of expertise, this book will help you turn cloud spend into strategic impact. Here are the details of each chapter.

Chapter 1 establishes why value measurement in the cloud must be redefined. It traces the shift from capital expenditure to operational consumption, exposes the limits of traditional cost-focused FinOps, and shows the business impact of value that goes unseen, from missed optimizations to budget overruns and strategic misalignment.

Chapter 2 dives into the six-decade legacy of Earned Value Management in project management. It unpacks the core concepts of Planned Value, Earned Value, and Actual Cost, along with cost and schedule variances, drawing on historical context and practical examples to surface lessons proven over about 60 years of practice.

Chapter 3 introduces FinOps as both an operational framework and a cultural shift that embeds financial accountability into cloud computing. It covers the definition and guiding principles of FinOps, the FinOps lifecycle as a roadmap for maturing the practice, the key stakeholders and their roles, the FinOps maturity model for assessing where an organization stands, and the core capabilities of real-time monitoring, cost optimization, and forecasting.

Chapter 4 marks the pivotal moment where Earned Value and FinOps converge into a single construct: the FinOps EVM Framework. It translates Earned Value Data points such as Percent Complete, Actual Cost, and Planned Cost into the language of cloud operations, addresses the fundamental difference between the finite duration of a project and the ongoing nature of an operation, and works through the key assumptions and calculations, supported by practical exercises.

Chapter 5 expands the analytical toolkit beyond the foundational indicators, teaching the step-by-step calculation of the full EVM suite as it applies to FinOps such as: Schedule Variance, the Schedule Performance Index, Estimate at Completion, Estimate to Complete, Variance at Completion, and the To-Complete Performance Index. It explains how each indicator behaves in traditional project management, and how to adapt it to cloud environments where the spend is continuous and variable, with practical exercises that turn the formulas into day-to-day decision-making.

Chapter 6 explores the data plumbing required for accurate EVM. It covers billing exports, tagging conventions, and telemetry sources, explains how to normalize disparate datasets, and provides an overview of native cloud services, third-party FinOps platforms, and BI dashboards, along with automating metric calculation and alerting.

Chapter 7 guides readers through defining, measuring, and operationalizing Unit Economics within the FinOps EVM framework. It explains the attributes of a strong model, distinguishes technical from business metrics, and shows how aligning the two becomes a reliable mechanism for demonstrating and tracking value in real environments.

Chapter 8 reframes traditional enterprise budgeting through the lens of FinOps EVM, showing that every EVM calculation depends on a baseline created during budgeting. It introduces the structure of enterprise, IT, and cloud budgets, the planning and execution lifecycle, and the personas who shape financial decisions. Above all, it shows how embedding Unit Economics into the plan turns the budget from a cost container into the value baseline that EVM later measures against.

Chapter 9 explains how FinOps EVM strengthens forecasting by combining consumption patterns, business assumptions, and EVM performance indicators into a single predictive model. Readers learn to build rolling forecasts, apply scenario modeling for growth and contraction, and improve accuracy through variance analysis and continuous refinement.

Chapter 10 offers change-management tactics to secure buy-in across finance, engineering, and leadership. It details training programs, certification pathways, and the creation of a FinOps EVM Center of Excellence, showing how to measure maturity through scorecards and continuous improvement loops, so that teams embrace the framework as a core operating model.

Finally, the Appendices Section furnishes practical reference materials to extend the book beyond its chapters. It includes the article, “The Pursuit of Value in the AI Era,” a curated set of Unit Economics examples, a RACI chart for assigning FinOps EVM accountability, a consolidated reference of FinOps EVM formulas, and a comprehensive glossary of terms, giving readers quick access to the language, calculations, and roles that bring the framework to life!
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