As cloud adoption accelerates, enterprises face a common challenge: making sense of diverse and complex cloud
billing data. Whether you are running workloads on AWS, Azure, or a hybrid environment, understanding your
cloud costs with clarity is key to effective FinOps. At the heart of this effort is billing data normalization—the

process of standardizing disparate cloud billing data into a consistent, usable format.

In this post, we'll explore two approaches to normalization: FOCUS billing (a billing data standard) and custom
billing normalization. We'll compare their pros and cons, use real-world examples from companies like Future
Processing (Gliwice, Poland), Ternary (San Francisco, USA), and Finout (Tel Aviv, Israel), and help you decide which

path fits your organization best.

Why FinOps and Billing Normalization Matter

Before diving into normalization methods, let's ground ourselves in FinOps basics and why billing normalization is

foundational.

FinOps Basics
* What is FinOps? FinOps, or cloud financial operations, is the practice of managing and optimizing cloud
spend through collaboration between finance, engineering, and product teams.

* Why does it matter? Without effective FinOps, teams face cost overruns, inefficient resource usage, and poor

budget forecasting.

* Key outcomes: cost visibility, allocation accuracy, forecasting precision, and continuous optimization.

Role of Billing Data Normalization

Cloud providers like AWS and Azure publish massive volumes of billing data daily. However, this raw data varies in

format, granularity, and terminology between providers and service types. Billing data normalization:

* Transforms raw billing line items into consistent categories and cost centers.
* Makes data comparable across clouds and accounts.

® Enables accurate chargeback, budgeting, and forecasting.



® Supports anomaly detection and rightsizing recommendations.

Without a robust normalization strategy, organizations struggle to trust their cost data, undermining all

downstream FinOps activities.

Introducing FOCUS Billing: The Cloud Cost Normalization Standard

FOCUS billing is a cloud cost data standard designed to simplify and unify biling data normalization.
Conceptually, it defines a framework and schema for translating cloud provider billing details into normalized fields,

allowing tools and teams to speak the same “cost language.”
Originating from FinOps community initiatives and developer efforts worldwide, FOCUS billing aims to:

® Provide a vendor-neutral taxonomy for cloud services and pricing models.
¢ Define standard fields like product family, usage type, and resource tags.
® |Improve accuracy and consistency in multi-cloud cost management.
® Enable interoperability across FinOps tooling.
Adopting FOCUS billing as a normalization baseline means you get a standardized billing data format supported

by an ecosystem. This facilitates smoother integrations and eliminates the “translation work” often repeated in

custom pipelines.

Who Supports FOCUS Billing?

Companies like Future Processing in Gliwice, Poland, have embraced outcome-based and success-based pricing
models to incentivize accurate normalization and actionable FinOps insights built on standards like FOCUS. Their
approach stresses delivering measurable business value over time, rather than pushing explicit dollar figures

upfront—a model that aligns well with the standardized data quality FOCUS demands.

Meanwhile, global SaaS vendors such as Ternary (San Francisco) and Finout (Tel Aviv) build cloud cost
management tools that either leverage or align with FOCUS biling standards for reliable multi-cloud

normalization.

Custom Billing Normalization: Tailored but Complex

Alternatively, many organizations build custom billing normalization pipelines tailored to their unique cloud

environments, tagging strategies, and business units.

A custom approach might extract billing data from AWS Cost & Usage Reports or Azure Cost Management APIs,
then apply proprietary rules and mappings to:

* Map raw billing line items to internal cost centers.

® Build custom taxonomies based on organizational structure.

* Incorporate business-specific chargeback logic.

® C(Create fine-tuned forecasting and anomaly detection algorithms.

Advantages

* Flexibility: Designed exactly for your company’s chart of accounts and cost allocation needs.

* Fine-grained control: Customize rules for phantom charges, discounts, reserved instance utilization, etc.



* Potentially tighter integration: Seamless data flow into bespoke budgeting and chargeback tools.

Drawbacks

* Maintenance burden: Billing formats and service offerings evolve rapidly especially on AWS and Azure.
® Scaling challenges: Multi-cloud or multi-account normalization grows complex quickly.
* Resource intensive: Requires ongoing engineering investment to maintain accuracy.

* Inconsistency risk: Harder to benchmark and compare normalization quality externally.

Pricing Models: Outcome-Based vs Explicit Pricing

Pricing Model Description Example Vendor Explicit Dollar Pricing Fixed or tiered pricing based on number of
accounts, usage volume, or seats. Common among many SaaS FinOps platforms. Outcome-Based / Success-Based
Pricing Charges linked directly to savings realized or value delivered. Future Processing (Gliwice) emphasizes this

model, aligning vendor success with customer success.

Choosing between these models depends on your organization's appetite for risk, trust in the vendor's

methodology, and internal financial policies.

Comparing FOCUS Billing and Custom Normalization

Criteria FOCUS Billing Custom Billing Normalization Standardization High — Uses a community-driven open
standard Varies — Customized to organizational needs Multi-Cloud Support Strong — Designed to unify AWS,
Azure, GCP data Depends on engineering effort and toolchain Maintenance Effort Lower Higher — Requires
updates and patches Integration Easier with FinOps tools adopting the standard Highly tailored to proprietary
systems Customization Moderate — Allows some extensions Full customization Time to Value Faster for companies

seeking out-of-box multi-cloud visibility Longer setup and tuning

Key Themes to Consider in Your Choice

Cost Visibility and Allocation

Billing normalization is your lens for seeing where cloud dollars are spent. FOCUS billing’s consistency smooths out
vendor-specific quirks and provides a unified dashboard across AWS and Azure. Custom approaches may reveal

granular business-unit nuances but risk misalignment if not rigorously maintained.

Forecasting and Budgeting Accuracy

Normalized cost data fuels forecasting models. FOCUS billing accelerates multi-cloud aggregation needed for
composite budget models, whereas custom pipelines might better incorporate unique internal chargeback policies

to refine forecasting accuracy.

Continuous Optimization and Rightsizing

Reliable normalized data triggers optimization alerts and rightsizing recommendations. FOCUS billing's structured
data fields facilitate third-party tooling integration, allowing automated continuous optimization. Custom

approaches must replicate such functionality internally, increasing complexity.



How Companies Like Future Processing, Ternary, and Finout Approach
This

Future Processing recognizes the importance of FinOps operational maturity and invests in billing normalization
using standardized frameworks like FOCUS but pairs it with an outcome-based pricing model to align incentives.

Their success-based approach reflects a mature FinOps practice focused on real cost savings and accountability.

Ternary provides SaaS products for cost visibility that inherently normalize multi-cloud billing data, often using

open standards like FOCUS to ensure consistent delivery to their enterprise customers.

Finout offers cloud cost visibility and forecasting solutions with multi-cloud normalization baked in, emphasizing
data standardization and seamless integration, frequently employing FOCUS billing concepts to support AWS and

Azure data.

What Will You Measure in 30 Days?

The key question | always return to: what will you measure in 30 days after implementing normalization? Will
your teams have clear visibility into:

¢ Cloud spend broken down by business units or projects?

® Forecast accuracy deviations from last month?

® Unusual spending anomalies or growth trends?

® Resource usage spikes that require rightsizing action?
If you choose a path—whether adopting FOCUS billing standards or building a custom solution—take practical

steps to define your key metrics upfront and validate data quality continuously. Beware vendors promising

“instant savings” without measurable baselines; FinOps is a journey of continuous improvement.

Conclusion: Which Should You Choose?

If your organization needs fast, scalable, multi-cloud cost normalization backed by a growing community and
ecosystem, FOCUS billing provides a solid foundation with lower maintenance overhead and proven

interoperability.



If your needs are highly specialized requiring deep integration with internal financial systems and unique
allocation rules, a custom billing normalization pipeline gives you full control but at the cost of ongoing

engineering investment and complexity.

Many businessabc.net teams find success by starting with FOCUS billing to build a consistent baseline, then

layering custom logic as needed—aligning with best practices demonstrated by leaders like Future Processing,

Ternary, and Finout.

Remember: cloud cost normalization is not a magic bullet, but the foundation enabling your FinOps success. Your

choice should be pragmatic, measurable, and aligned with your organization’s cloud maturity roadmap.


https://businessabc.net/10-leading-fin-ops-service-providers-for-smarter-cloud-spending-in-2025

