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Topics for 
Today

● What is AI
● U-M AI Services
● Determining the Best Funding Model
● Department Start-Up Costs
● How to Prepare for the Future



What is AI?

Artificial Intelligence (AI) is the ability of 
computers and machines to perform 

tasks that usually require human 
intelligence.



AI Tools

U-M GPT ITS AI service to support faculty, staff, and students

ChatGPT Open AI chatbot

U-M AI Tools offering a generative AI platform

https://umgpt.umich.edu/
https://chatgpt.com/
https://genai.umich.edu/resources/tools


How AI Used in the Classroom

How Educators are Bringing AI into the Classroom at the University of Michigan

https://www.youtube.com/watch?v=z4XML7tDi90


Determining 
the Best 

Funding Model
Consider your service market and target 

goals to align with resources and 
political climate.



Potential Billing Models to Campus Customers

Recharge Rates

Charges for goods or 

services provided by one 

internal university unit to 

another internal university 

unit. 

Rebills

Moves the original cost of a 

good or service from the unit 

originally charged to another 

unit that utilized the same 

good or service.

General Fund Supported

Keeps the original cost of a 

good or service in the unit 

originally charged.

Hybrid Model



Potential Billing Models to Campus Customers

Recharge Rates
Service Owner passes on full 

cost of service.

Customer pays 100%

Rebills
Service Owner passes on SaaS costs.

Customer pays 100%

General Fund Supported
Service Owner pays SaaS costs.

Customer pays 0%.



U-M AI 
Services

Believed to be the first major university 
to offer a custom AI platform for its 

entire community.



What is an AI Token?
AI tokens serve as inputs for algorithms, particularly in machine learning models. 

This is often part of a vendor’s billing method.

www.miquido.com





U-M GPT is the most 
accessible ITS 

conversational AI tool 
that lets users easily 
engage with popular 

GenAI models such as 
ChatGPT.

https://umgpt.umich.edu/maizey/shared


Cost of U-M GPT
In 2023, U-M GPT initially provided at no-cost for most customers with a plan to 
charge monthly subscriptions for increased usage limits. 

No change after July 1, 2025:
● Free for all users.



Specialty Model DALL-E
U-M GPT includes an image-generation model designed to generate images based 
on text descriptions. 

No change after July 1, 2025:
● Free for all users with limit of ten images per hour.



U-M Maizey is an AI tool 
that allow users access 
to query their own data 

sets and connect to 
popular platforms like 
Google and Canvas.

https://umgpt.umich.edu/maizey/shared


Cost of U-M Maizey
In 2023 U-M Maizey initially provided at no-cost.

Beginning July 1, 2025:
● Academic: Faculty provided a specific $ allocation per term.

● Non-Academic: Based on amount indexed.

● 10-12 word prompt/80-100 word reply = less than $0.01

● 75 word prompt/250-300 word reply = $0.02

● Max word prompt/45 page reply - $0.88



U-M GPT Toolkit is the 
most advanced and 
flexible AI tool where 

users can tailor 
solutions using a 

platform to construct, 
train, and host AI 

models.

https://teamdynamix.umich.edu/TDClient/30/Portal/Requests/TicketRequests/NewForm?ID=3015&RequestorType=Service


Cost of U-M GPT Toolkit
In 2023 U-M U-M GPT Toolkit initially offered via a fee structure.

No change after July 1, 2025:
● Models vary with required power/context.

● Prompts range from $0.165 to $16.50 per 1M tokens

● Replies range from $0.66 to $66.00 per 1M tokens



Department 
Start-Up Costs
Align with the University mission and 

ensure Stakeholder engagement.



Budget Planning and Resource Allocation

● Cost Estimation

● Capital vs. Operating Expenses

● Funding Sources

● Contract Review

● Risk Assessment



Example Budget
AI Start-Up Budget - Year 1 through Year 3

https://docs.google.com/spreadsheets/d/1ulNz7mxGTC3pUF5OmqIEujOug1Y4z0Ym/edit?gid=664356978#gid=664356978


How to Prepare 
for the Future

AI will create new opportunities across 
the entire spectrum of research and 

academics.



Future Planning and Scaling

• Scenario Analysis: Model financial implications of expanding AI services.

• Funding Strategy: Recommend strategies for long-term sustainability.

• Fostering Innovation: Set aside discretionary funds for pilot AI expansion.



Keep Finance Involved
It is important to keep finance staff engaged.

● Take training courses offered by your institution or through a learning site.

● Work closely with the service owners of the AI services.

● Deliver clear financial reports.

● Work directly with the vendors to understand invoices.

● Continuously review expenditure for efficiency.



Questions?

Amy Nelson
ITS Director of Finance & HR
nelsonak@umich.edu
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