
C U S T O M E R  S T O R Y    ·    H I G H E R  E D U C A T I O N

The true cost
of every service.
From the data center to the dean’s desk.
How a major U.S. research university turned a manual,
labor-intensive cost exercise into an ITFM cost model on
ServiceNow. Now leadership sees what every service costs,
and what drives it.

C O S T  B Y  S E R V I C E I L L U S T R A T I V E

Teaching & learning platforms

Research computing & storage

Student information systems

Network & campus Wi-Fi

Identity & security

Cost Clarity on ServiceNow

Full cost of every service

Visibility Process

Full cost
of delivering every IT service, now visible to leadership

Before Manual, labor-intensive cost pulls

Now Dashboards by department & service

Cost tracking is no longer a cumbersome, manual job

E X E C U T I V E  S N A P S H O T

IT powers every corner of a research university.
No one could see what a single service cost.
Classrooms, labs, research centers, and administrative offices all run on IT
services. Yet the university could not determine the full cost of delivering any
of them. Producing cost data was labor-intensive, organizational changes kept
moving the target, and leadership needed financial answers it could act on.

With Brightfin, the university built an ITFM cost model on ServiceNow, with
dashboards that show what every service costs across departments. That
clarity is now shaping a new operating and funding model, and the
partnership keeps the model maturing.

About the customer

Customer Research university

Industry Higher education

Platform ServiceNow

Solution Cost Clarity

Support Managed services
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Challenge Partnership Impact What’s next

RE: RE: What does the LMS really cost?

Reorg: cost centers remapped again

T H E  C H A L L E N G E

What does it cost? No one could say.
Leadership asked a fair question: what does it actually cost
to deliver the services IT provides? At this major research
university, nobody could answer it with confidence. Costs
sat in the ledger by account and department, not by
service, and assembling any view took labor-intensive,
manual work.

Then the ground kept shifting. Organizational changes
reshuffled who owned what, and every new structure
made last year’s numbers harder to compare. Without a
repeatable way to cost services, it was hard to manage
resources, explain spend to leadership, and fund IT
strategically.

W H E R E  T H E  C O S T  R E A L L Y  L I V E S I L L U S T R A T I V E

The ledger tracked accounts. Leadership asked about services.
I N  T H E  G E N E R A L  L E D G E R W H A T  L E A D E R S H I P  A S K E D

6100 Salaries - Central IT
Teaching & learning
What does the learning platform behind every course cost?

7420 Software Maint.
Research computing
What do research computing and storage really cost?

7810 Contracted Svcs
Student systems
What does it cost to run enrollment and financial aid?

6950 Equipment < $5K
Network & connectivity
What does campus networking cost, building by building?

8200 Hosting & Cloud
Identity & security
What does it cost to protect accounts and data?

N O  T R A I L

T H E  C O S T  O F  N O T  K N O W I N G

No full cost for any
service offering

Labor-intensive, manual
cost reporting

Org changes that kept
moving the baseline

?

Hard to explain spend to
leadership
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Challenge Partnership Impact What’s next

T H E  P A R T N E R S H I P

A partnership, not a software install.
Rather than simply implementing software, Brightfin worked closely with the university’s team to make sure the cost
model fit its unique services, structure, and goals. The work moved from model to dashboards to decisions, and
each step answered a piece of the original problem.

Foundation Visibility Strategy Ongoing

Build the cost model 01

Brightfin shaped an ITFM cost
model on ServiceNow around the
university’s own services and
departments, not a generic
template.

W H A T  I T  S O L V E D

Every service offering now has a
full cost of delivery behind it.

Light up the dashboards 02

Intuitive dashboards gave
leadership unprecedented visibility
into service costs, tracked across
departments and offerings.

W H A T  I T  S O L V E D

Tracking cost by department and
service is no longer a
cumbersome, manual process.

Put the data to work 03

Cost insights now inform
conversations about a new
operating and funding model, KPIs,
and success factors.

W H A T  I T  S O L V E D

Leadership gets financial data it
can understand, and act on.

F O L L O W  T H E  M O N E Y I L L U S T R A T I V E

Same costs. Now traced to the services they support.
C O S T  S O U R C E S W H A T  L E A D E R S H I P  S E E S

Staff & labor

Software & licensing

Hardware & devices

Data center & cloud

Outside services

Teaching & learning

Research computing

Student systems

Network & Wi-Fi

Identity & security

Brightfin cost model
Cost Clarity on ServiceNow

Costs pooled by type

Allocated to services that use them

Rolled up for leadership

“ The support went above and beyond
my expectations.” University team member

Major U.S. research university
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Challenge Partnership Impact What’s next

T H E  I M P A C T

Clarity that’s shaping how IT gets funded

A T  A  G L A N C E

What
changed

Full cost
of every service offering,
visible for the first time

Dashboards
in place of a cumbersome,
manual cost-tracking process

New model
for operating and funding,
shaped by real cost data

Where the cost model goes next
An evolving journey, not a one-time project

R O A D M A P

I N  P L A C E

Service costing
full cost of every

service

U N D E R W A Y

Funding model
operating model,

KPIs, success factors

N E X T

Capabilities
cost by business

capability

N E X T

Trends
patterns that power

predictive insight

The biggest win
was clarity.
University leaders can now see what every
service costs and track it across departments,
without a cumbersome manual process behind
every answer.

That visibility is driving meaningful changes in
how resources are allocated, and it is shaping
decisions about funding, KPIs, and success
factors.

W H Y  I T  K E E P S  G E T T I N G  B E T T E R

Managed services keep the
model evolving.
The university treats its cost model as an evolving journey, not a
one-time project. Brightfin managed services provide the tailored
support, training, and expert hours to keep it aligned with shifting
goals.

Expert hours, tailored support
Specialists who help optimize the model and tackle
new challenges

Training & iterative updates
Ongoing training and model updates as business
needs change

R O O M  T O  G R O W Started with cost modeling. Built to add modules as needs grow.

Budget Clarity
Plan budgets from the same model

Chargeback Clarity
Show colleges what their IT costs

AI Clarity
Govern AI spend as use grows

T H E  T A K E A W A Y

A cost model that grows with the university.
Brightfin built the cost model on ServiceNow and stays alongside it with managed services, so it
keeps pace as the university changes. Leadership now plans with a clear view of what every
service costs.

Request a demo

brightfin.com/request-a-demo

04 © 2026 Brightfin Results reflect the customer’s deployment. Examples marked Illustrative are representative, not customer data.


