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Moving to Business Leadership

CFO EVOLUTION SURVEY RESULTS



Armanino’s CFO Evolution is a set of initiatives focused on the people, processes and technology needed to streamline the 
accounting function, optimize the protector role and elevate business leadership activities, thereby enhancing the value of 
the CFO organization. This framework was created to help organizations focus their time and energy on the areas that drive 
strategic value. Each of these core areas of responsibility requires a specific plan that includes goals, expected outcomes and 
required resources. The CFO Evolution provides a framework to migrate the CFO’s most limited resource—time—away from 
task-based activities to strategic leadership initiatives.

In Armanino’s CFO Evolution Benchmark Survey, respondents from the CFO organization were asked about their respon-
sibilities and roles, strategic priorities and thoughts on leading trends from the finance perspective. This report details their 
responses, while showcasing what areas were most changed from year to year and what trends were identified as gaining the 
most traction.

Based on survey data, we’re pleased to present our in-depth key findings on the top areas finance executives identified as 
priorities.

CFO Evolution Survey WHAT IT IS, WHAT WE DO





Below is the methodology and approach we used to determine the key areas you’ll find in this report, as well as established the 
best in class organizations; those that drive organizational improvement and set the standard to move to business leadership, and 
laggards; those that are trying to catch up but are stuck in the accountant role.

CFO Evolution Survey METHODOLOGY & APPROACH

Surveyed 
CFOs

Interviewed 
Clients

Used Our 
Own Insights

Compiled 
Results

Best in Class

Laggards

Determined 
Key Areas



One of the biggest themes that emerged this year from the research is that there’s opportunity for growth in many 
areas that will help enable the CFO evolution; moving from accountant to business leader. Below are six key areas 
CFOs can concentrate on to help make the move to business leadership.

Throughout this booklet, you’ll find benchmarking data outlining areas that encompass the CFO and the CFO orga-
nization. This data is meant to provide insight into each of the areas and information to help gauge where you rank 
in relation to other organizations. 
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Standardize 
and Improve 

Processes

KEY #1



The benefit of standardizing and im-

proving processes is to eliminate 

activities which do not add value 

internally or externally. The goal is 
to gain a positive impact on all 

of our financial and operational 
processes so we can save time 

within our organization, which 

will in turn improve overall 

quality to our customers.”

“
- Manufacturing Company CEO



COMPARED TO
90%

46% 57%

90% of Best in Class 
CFOs Standardize and 
Improve Processes

laggards average



Top Priorities of Process Improvement

Faster / lower cost 58%

55%

42%

35%

33%

28%

25%

25%

More accurate results

Greater standardization

Consolidation

Internal integration

External integration

Measurement

Flexibility

More than half of CFOs 

say their priorities for 

process improvements 

are to become faster, 

lower costs and provide 

more accurate results.



Most Crucial M&A Post-Transaction Activities

Three quarters of 

CFOs rank standard-

ization of processes 

most crucial to their 

post- transaction  

success.

However, only about a 

third ranked common 

technology systems 

as crucial, despite 

being a key asset in 

standardizing and  

improving processes.

Standardization of processes

Post-transaction accounting

Proper resource allocation

Valuation of intangibles

Training and support

Securing/partnering with 
external experts

Common technology systems

Automated forecasting  
and budgeting

75%

53%

49%

28%

47%

22%

34%

12%



Eliminate Non-Value Elevate Quality Speed Up Integration

Using techniques such as value stream 
mapping and cost benefit analysis helped 
eliminate non-value added activities, be it 
in manufacturing, distribution or adminis-
tration.

Dr Pepper Snapple Group launched a Rapid Continuous Improvement (RCI) initiative with a goal to develop a continuous improvement 
mindset. The objective was to eliminate activities which do not add value for customers. Eliminating waste in any process or system 
frees up important resources - people, time and money - that can then be invested back into the business.

Improving processes enabled com-
pression of production change-over 
times and elevated quality and delivery 
by lowering inventories while reducing 
out-of-stocks which; in turn, reduced the 
amount of warehouse space needed.

By standardizing and consolidating busi-
nesses into a single ERP system, integra-
tion of legacy businesses was sped up. The 
positive impact on efficiency was felt almost 
immediately, driven by standardized charts 
of accounts and common understanding of 
core financial processes.

Top Benefits of Standardizing 
and Improving Processes
A DR PEPPER SNAPPLE GROUP CASE STUDY



Our Insight STANDARDIZE AND IMPROVE PROCESSES

• Unpredictability of outcomes
• Higher maintenance / operation 

costs

• Improved company performance
• Improved competitiveness
• Flexibility of operations

• Create a culture for continuous 
improvement

• Engage process owners
• Assign accountability for the change 

over time

RISK BENEFIT ACTION

Although not inclusive, below are some insightful and salient points that affect organizations, along with a few action items that 
can be executed to help with the success of standardizing and improving processes.



Drive  
Improvement 

with  
Technology

KEY #2



When we looked at deploying technol-

ogy systems, we realized we needed 

tech that would be key to our growth 

strategy. The technology would 

help streamline operations, improve 

overall self-sufficiency with our  
internal teams and be set up as a 

strong platform to integrate fu-

ture technologies as we grow.”

“
- Technology Company Director of IT



COMPARED TO
70%

15% 26%

70% of Best in Class 
CFOs Drive Improvement 
with Technology

laggards average



CFO Mindset

Almost all CFOs say 

they are personally in 

need of better technolo-

gy skills, and more than 

half are currently work-

ing on upgrading their 

technology skillset.

Need better 
technology skills

Working on  
upgrading skills

94% 64%



Benefits of Deploying the Right Technology

The majority of respon-

dents believe efficiency 
and functionality are 

top benefits of the right 
technology.

Reduce capital and/or  
operating cost

Simplify software management

Improve service levels

Access functionality not  
available in current software

Leverage SaaS  
leading-edge technology

Enable focus on  
core competencies

Improve internal and  
external collaboration

Speed implementation

Reduce risks

Convert fixed IT costs  
to variable costs

Increase revenue

46%

45%

32%

37%

30%

18%

11%

9%

34%

24%

23%
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Streamlined Operations Cost Reduction Future Optimization

Able to streamline operations when ac-
quiring multiple companies by consolidat-
ing to one ERP solution.

Microsemi managed all its finance and operations data on a homegrown system. Over a period of six years, the company systematically 
has replaced multiple instances of Oracle and SAP and other tier 2 and tier 3 systems in the more than 18 companies it has acquired to 
a central ERP system. The single ERP accommodates the needs of all their current locations as well as future locations when acquiring 
and converting companies to their system of operations. 

Reduced IT budget to 50% or less of 
competitors’ spend.

Able to create customized modules to sup-
port specific business requirements includ-
ing enhanced SOX compliance.

Top Benefits of Driving  
Improvement with Technology
A MICROSEMI CASE STUDY



Our Insight DRIVE IMPROVEMENT WITH TECHNOLOGY

• Stagnating business processes
• Stifled growth
• M&A failure

• When aligned with business goals, 
can achieve greater efficiencies and 
progress towards growth

• Scalability

• Plan for financial and accounting tech 
as part of the broader ecosystem

• Integrate finance and accounting with 
sales and operations platforms to 
drive wing-to-wing improvement

RISK BENEFIT ACTION

Although not inclusive, below are some insightful and salient points that affect organizations, along with a few action items that 
can be executed to help with the success of driving improvement with technology.



Provide 
Effective 

KPIs

KEY #3



One of the biggest benefits of  
effective KPIs is empowering 

our  team with information; 

data and key indicators that 

were not easily obtained be-

fore are now at their finger-
tips of our stakeholders in a 

matter of minutes.”

“
- Franchisor Director of Finance



COMPARED TO
75%

36% 46%

75% of Best in Class 
CFOs Provide Effective 
KPIs to the Right  
Stakeholders

laggards average



Increasing Demand for KPIs

Board of Directors are 

demanding a larger  

increase in KPI  

reporting (+9%) than in 

past.

However, largest  

demand is still  

coming from the  

executive team.

Board of 
Directors

Executive 
Team

Current
Prior Survey

Investors Internal  
Departments

28% 33% 15% 18%19% 32% 13% 23%



Effectiveness of KPIs

Customer Service and 

Employee Relations had 

the overall least effec-

tiveness rating of all 

departmental KPIs.

Great/Good
Fair/Poor

77% 61% 55% 48% 41% 40%9% 19% 20% 26% 28% 19%

Financial Sales Company 
Objectives

Customer 
Service

Employee 
Relations

Internal 
Support



Moving from Historical Reporting to Predictive Analytics

CFOs desire to double 

the use of financial  
data used in predictive 

analytics.

In correlation, there is 

also a desire to reduce 

the amount of analytics 

based on historical data.

Bottom line, CFOs want 

to move to predictive, 

but are still struggling 

with the best methods.

54%56% 71%27%

Current
HISTORICALPREDICTIVE

CurrentDesired Desired

percentage of 
finance-produced 
analytics based on 
historical data

percentage of 
finance-produced 

data used to create 
predictive analytics



Global Insights Measurement Enabled

The CKE finance operations dashboard reports on 
each individual store’s performance with metrics rolling 
up to District Managers, General Managers and Vice 
Presidents.

CKE Restaurants is a multi-faceted restaurant organization, with owned and franchisee Carl’s Jr., Hardee’s, Green Burrito and Red Bur-
rito outlets spread throughout the world. Maintaining visibility into the operational efficiency and profitably of each and every one of the 
3,300 restaurant locations was a challenge. CKE’s Director of Operations Finance sought the ability to provide rapid-fire responses to 
questions from the executive team. A KPI dashboard was the solution that could provide KPIs for those responses. 

All stakeholders have performance goals based on key 
metrics. The dashboard enabled measurement of key 
performance indicators which included profit & loss, 
payroll, food costs, operational sales, marketing spend 
and real estate leases. 

Top Benefits of Providing  
Effective KPIs
A CKE RESTARUANTS CASE STUDY



Our Insight PROVIDE EFFECTIVE KPIs

• Unclear direction on where  
improvement is needed

• Reliance on feelings rather  
than fact

• More informed decision making is 
better decision making

• Alignment across business functions
• Clarity on expectations / accountability

• Clearly define business goal or  
objective

• Define / prioritize key metrics
• Drive organizational change by metrics

RISK BENEFIT ACTION

Although not inclusive, below are some insightful and salient points that affect organizations, along with a few action items that 
can be executed to help with the success of providing effective KPIs.



Integrate  
Technology

KEY #4



Integration of technology helped us move 

from handling thousands of lines in a 

spreadsheet to gaining the information 

we needed in a matter of a few clicks, 

saving hours a month. And automation 
is paying off the promise of enabling 
the accounting and finance 
department to stay lean and 
efficient while supporting the greater 

volumes and complexity inherent in 
the company’s sustained growth.”

“
- SaaS/Technology Company CFO



COMPARED TO
75%

>25% 45%

Best in Class Have  
75% of Their Systems 
Integrated

laggards average



System Integration

Most respondents have 

not integrated their 

systems; however, 

those that do integrate 

tend to integrate a large 

majority of systems.

55%
No Yes

45%

37%

34%

20%

10%
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Integration Barriers

Although cost was the 

top barrier, current  

architecture issues were 

chosen most often as 

biggest concerns for 

integration.

Too expensive

Reliant on current  
system architecture

Outdated technology will not 
allow systems to integrate

Risk too high to jeopardize 
current system functionality

Fear of data integrity  
issues once integrated

Other

41%

32%

32%

9%

21%

15%



Integration Priorities

Four out of six priorities 

were tightly ranked  

together showing an  

importance on a  

multitude of factors 

when considering  

system integration;  

financial analysis /  
reporting ranked the 

highest.
Risk management

Procurement services

Budgeting & forecasting

CRM
Transaction processing

Financial analysis / reporting

High Priority

Low Priority

Lo
w 
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High Priority



Time Savings Real-Time Analysis

Instead of requiring time-draining manual import of 
worksheets, the new automated process takes only 10 
minutes.

Data management software company kCura integrated budgeting tools to enable the finance team to bring data on actual transactions 
and deferred revenue into other platforms.

With the ability to re-upload data before month-end, 
team members can see where things stand on an 
ongoing basis instead of having to wait for one big 
manual push.

Top Benefits of Technology  
Integration
A KCURA CASE STUDY



Our Insight INTEGRATE TECHNOLOGY

• Further reliance on outdated tech-
nology and aging processes

• More manual processes to com-
pensate for lack of automation

• Bottleneck of throughput

• Allows for scale / speed
• Realize the value of your technology 

investments
• “One version of the truth” 

• Rationalize a plan
• Provide business case for integration

RISK BENEFIT ACTION

Although not inclusive, below are some insightful and salient points that affect organizations, along with a few action items that 
can be executed to help with the success of integrating technology.



Provide  
Accurate  

Forecasting

KEY #5



With accurate forecasting, I can make 

financial predictions at any given 
point in time. In addition to gaining 

comprehensive forecasting capabil-

ities, I can benefit from the signif-
icant reduction in the time and 
effort it previously took for the 

operations process.”

“
- Nonprofit Organization CFO



COMPARED TO

Best in Class CFOs  
are Between +/-3%  
Accuracy in Forecasting

laggards average
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Accurate Forecasting

A large majority of  

respondents are  

challenged by accuracy, 

experiencing a greater 

than 10% variance on 

their forecasts.

38% 37% 43%49% 47% 46%13% 16% 11%

Budgeting Sales Financial

+/- 5
+/- 10-15
+/- 20



Barriers to Accurate Forecasting

Five out of six barriers 

include inaccurate an-

alytics and limitations 

of technology.

47%

34%

31%

20%

19%

18%

Too optimistic / overconfident

Information is not accurate

Limitations in technology

Reports look backward 
not forward

Not enough historical 
data to compare

Not enough predictive 
information



Automation Powerful Analytics Greater Visibility

Replaced Excel spreadsheets previously 
used for the budgeting process with a 
technology solution that replaced automa-
tion with manual processes and calcula-
tions.

All budgeting and forecasting was done through Excel. Because it was based on Excel spreadsheets, the budget process was complete-
ly inflexible and detailed forecasting wasn’t even possible. Stuck with manual calculations, broken links and wild guesses to plan cash 
flow, Lincoln replaced the Excel spreadsheets with a far more robust budgeting and forecasting technology solution. 

Can now plan cash flow on a month-by-
month basis, accurately allocate costs 
per funding and perform what-if analy-
sis.

Enabling an automated, technology solution 
helped save time and gave them powerful 
analytic capabilities to allow focus on more 
higher-value activities.

Top Benefits of Providing  
Accurate Forecasting
A LINCOLN CHILD CENTER GROUP CASE STUDY



Our Insight PROVIDE ACCURATE FORECASTING

• Financial performance of the  
organization

• Over-reliance on past performance

• Better management of operations
• Right investments in the right places

• Don’t get too complicated; use 
consistent models

• Involve people in the process
• Assign accountability

RISK BENEFIT ACTION

Although not inclusive, below are some insightful and salient points that affect organizations, along with a few action items that 
can be executed to help with the success of providing accurate forecasting.



Support  
Growth and  

Expansion

KEY #6



When the finance department becomes 
more integrated with the operations side 

of the business, they become viewed 

as a business leader. By working 

strategically with operational staff to 

help them produce better-quality 

data and enact smoother proce-

dures, it boosts the capacity of the 

company as a whole.”

“
- Distribution Company CFO



COMPARED TO
60%

42% 54%

60% of Best in Class 
CFOs Support Growth & 
Expansion

laggards average



Market expansion

Operational efficiency

Launching new product or service

Building / strengthening partnerships
Upgrading technology systems

Seeking financing / funding opps.

Merger or acquisition

Key management / leadership hires

Cost cutting

Risk management

27%

19%

14%

10%

8%

7%

7%

4%

4%

2%

Companies’ Top Priorities

Between market  

expansion and 

launching new  

products or services, 

growth was the clear 

top priority for  

companies (41%).



Regions Considered for Expanding Internationally

Europe saw an increas-

es in interest for interna-

tional expansion, while 

both Asia and South 

America saw a steep  

decline from prior  

survey results.

Asia Canada Africa / 
Middle East

South 
America

Central 
America

Europe

Prior Survey
Current

30% 23% 12% 7%14% 9% 5% 6% 16%6%26% 33%



States Considered for Expanding Nationally

There is an increase 

in interest from prior 

survey results in the 

number of states be-

ing considered for 

expansion.

5-10 11-20 > 20< 5

Prior Survey
Current

64% 15% 8% 13%3% 13%72% 13%



Growth by Mergers & Acquisitions (M&A) / IPO

More companies are 

considering M&A as a 

growth strategy.

However, fewer com-

panies are considering 

IPO as a growth strategy 

than in years past.

24%44% 17%60%

IPOM&A

Prior Survey
Current



Integration Alignment with Company Vision

CFO is viewed as a business leader; acting as an 
M&A advisor providing advisory reports to executives 
and working strategically with operations to produce 
better-quality data and accurate analysis.

Founded in 1988, OIA Global is an integrated logistics and supply chain provider, integrating the best-in-class supply chain technologies 
with best-in-class freight and logistics solutions. During the company’s growth, it was the finance function’s ability to produce accounting 
documents and pro formas, and its budgeting and forecasting skills that allowed the company to pursue key business opportunities for 
continued growth.

Finance able to make contributions such as budget /
forecast skills to relay feasibility of opportunities, ar-
rangement of capital and due diligence for M&A work.

Top Benefits of Supporting 
Growth and Expansion
A OIA GLOBAL CASE STUDY



Our Insight SUPPORT GROWTH AND EXPANSION

• Stuck in the accountant role
• Decisions made without CFO input

• Work strategically with all  
departments

• Aligned to business goals, not a  
support function

• Get outside comfort zone
• Proactively identify, socialize and 

recommend strategic investments to 
achieve business goals

RISK BENEFIT ACTION

Although not inclusive, below are some insightful and salient points that affect organizations, along with a few action items that 
can be executed to help with the success of supporting growth and expansion.



Expectations of finance have never been higher. The process of becoming a leading performer is complex, requiring time and 
investment. Many of best-in-class organizations are investing in standardizing processes, investing and integrating technology, 

reporting effective KPIs, accurately forecasting and supporting growth and expansion. When these areas are a focus, we are 
seeing a shift from just being an accountant and becoming a better business leader. The goal is to increase the proportion of 

time that finance spends on bringing insight and on influencing strategy, so that the business can continue to grow. 

The people, processes and technology that create the cornerstones of our CFO Evolution® framework allow CFOs to think 

critically about how they can streamline their accounting responsibilities and spend more time dedicated to addressing

top finance issues and concentrating on strategic areas to help grow their business. 

We challenge you to enhance your finance team and participate in the CFO Evolution®. 

CFO Evolution Survey IN SUMMARY



Expectations of  
finance have never 

been higher

Complexity is  
increasing for  

financial leaders

Best-in-Class  
investing in key 

areas

Focus enables  
shift to business 

leadership

Increase time to 
influence strategy 

and promote growth



1%

Firmographics

44%

14%

13%

12%

11%

5%

CEO

$10 - $49 Million

Professional Services

Publicly Traded
Controller

$100 - $500 Million

Financial Services

Other Finance

Wholesale / Distribution

Real Estate / Construction

Other

Other

Franchise

CFO

< $10 Million

Technology

Privately-Owned /
Venture-Backed

Director of Finance

$50 - $99 Million

Manufacturing

VP Finance

> $500 Million

Healthcare

30%

17%
14%

12%

10%

7%
4%

4%2%

90%

10%

33%

33%

13%

19%

2%

TITLE

REVENUE

INDUSTRY

COMPANY TYPE

Armanino’s CFO Evolution 
Benchmark Survey was 
conducted in Q2 of 2015. 
Surveys were distributed 
to CEOs, CFOs and other 
finance executives. Of the 
respondents, 90% were 
from privately-owned or 
venture-backed compa-
nies with projected year-
end revenues between $0 
- $49 million. To the right 
is a breakdown of respon-
dent details.



ArmaninoLLP STRATEGIC INSIGHTS, PRACTICAL ACTION

Armanino provides an integrated set of accounting services—audit, tax, consulting and tech-

nology solutions—to a wide range of organizations operating both in the US and globally. 

You can count on Armanino to think strategically, to provide the sound insights that lead to 

positive action. We address not just your compliance issues, but your underlying business 

challenges, as well—assessing opportunities, weighing risks and exploring the practical impli-
cations of both your short- and long-term decisions.

When you work with us, we give you options that are fully aligned with your business strategy. 

If you need to do more with less, we will implement the technology to automate your business 

processes. If it’s financial, we can show you proven benchmarks and best practices that can 
add value company wide. If the issue is operational, we’ll consult with your people about work-

flow efficiencies. If it’s compliance, we’ll ensure you meet the requirements and proactively 
plan to take full advantage of the changes at hand. At every stage in your company’s lifecycle, 

we’ll help you find the right balance of people, processes and technology.
armaninoLLP.com
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LEARN MORE INSIGHTS AND GET EVEN MORE STATS AT
armaninollp.com/cfoevolution


