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Welcome to your new role

Congratulations on your appointment to CFO
The first 100 days for a Chief Financial Officer (CFO) are crucial for setting the tone and direction of their 
tenure. The modern CFO role is more influential and multifaceted than ever, and the CFO has a big part to play 
as the leader of the finance function and as a contributor to organizational strategy. Along with the new 
responsibilities come tremendous opportunities and, as a new CFO, you will put your mark on the 
organization as you lead enterprise performance and maximize shareholder value. There are risks and 
challenges, too. Chief Executive Officers and boards expect more from the CFO. Technologies, AI, data, and 
analytics are changing constantly, and the importance of innovation is rising as markets dispense rewards and 
punishments these days with astonishing speed. We are seeing the next generation of finance taking shape 
in real-time – at a record pace.

Amid these pressures, the transition period is the time to lay the foundation for your success. You may be 
fortunate to have a limited honeymoon period, but people are watching, and opinions form quickly. It is 
important to move early, but deliberately and strategically, to make the most of your first 100 days.

By steadily building credibility and taking advantage of opportunities for early wins, you can establish a pattern 
of success that builds on itself. Conversely, early mistakes can damage new relationships, making it harder to 
win the support you need to be successful.

These resources outline some of the practical considerations facing transitioning CFOs in today’s 
hypercompetitive environment, with an eye to establishing a healthy cycle of success from day one. Each 
transition has its unique elements, but several key issues affect CFOs universally. Based on our experience 
working with CFOs and with these topics in mind, we outline a potential 100-day plan to help maintain focus 
and build relationships as a foundation for success in your new role.

Thank you.

Joe Dineen 
Principal, CFO Accounting Lead 
(248) 346-2919
josephdineen@kpmg.com

Michael Kokotajlo 
Partner, CFO Finance Lead 
(609) 462-7107
mkokotajlo@kpmg.com
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The new reality 
The Chief Financial Officer (CFO) must remain vigilant in navigating the evolving landscape of today’s business 
environment. KPMG research finds that U.S. Chief Executive Officers (CEOs) are acutely aware of the unprecedented 
changes and disruptions impacting organizations, which pose significant risks to long-term sustainability. Companies 
across all industries are grappling with the need to enhance customer-centric strategies, adapt to shifting workforce 
demographics, address converging business models, respond to geopolitical shifts, and comply with an evolving 
regulatory framework, all while embracing emerging technologies. 

In particular advancements in AI, data, analytics, and the intelligent cloud are poised to drastically transform the size, 
shape, and composition of the finance function. These technologies will enable more data driven decision-making, 
streamline operations, manage risk and compliance, evaluate and cultivate a modern workforce, and unlock new 
opportunities for innovation and efficiency. As a result, CEOs are increasingly relying on the finance function to assume a 
more expansive and strategic role than ever before. 

AI is a game changer for finance
Companies are turning to AI in every area of finance – our research shows that the use of AI is rapidly expanding: 71 
percent of companies are using AI in finance, 41 percent of them to a moderate or large degree.

The below chart shows percentages of AI adoption across different departments of the finance function. According to 
our findings, the accounting and financial planning groups are furthest ahead in using AI because of the potential benefits 
it brings to many of their activities, such as improved data processing and financial reporting, real-time insights, and 
predictive analysis. Currently, nearly two-thirds of companies are piloting or using AI for accounting and financial planning.

Other areas of finance are following suit: nearly half of companies are now piloting or using AI for treasury and risk 
management. This can generate better debt management, cash-flow forecasting, fraud detection, credit risk assessment, 
and scenario analysis in the treasury and risk management functions.

Source: KPMG global AI in finance report

“Embracing AI in finance 
is not just about leveraging 
advanced technology; it’s 
about cultivating a foundation 
of trust. By prioritizing 
transparency and ethical 
practices, organizations can 
harness the power of AI to 
enhance decision-making, 
optimize financial strategies, 
and foster a culture of 
accountability, ultimately 
driving sustainable growth 
and innovation.”

Sebastian Stöckle
Global Head of Innovation and 
AI, Audit KPMG International
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Leaders must adopt a comprehensive approach to transform finance in the age of AI. The next generation of finance is 
being shaped by rapid advancements in Al and data capabilities. These emergent capabilities are central to the digital core 
that enables a new operating model for finance and allows organizations to leverage data as a strategic asset, and drive 
sustainable performance, while strategically positioning finance as the enterprise value driver.

The CFO agenda for the Future of Finance
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Create value and drive performance  
Finance remains uniquely positioned to drive strategic growth and monetization of AI and data investments. A 
comprehensive approach to data drives efficiencies, improves profitability, and better aligns financial strategies with 
business goals to accelerate growth.   

The Future of Finance
How AI & Data are shaping the next generation of 
finance

View Homepage

*Value potential based on extrapolations of KPMG AI & Technology surveys and cross-industry analysis on the impact of AI over the
next 24 – 36 months

Improve 
productivity

Enhance 
experiences

Increase
profitability

Accelerate 
growth

Enablers

Platforms & 
Infrastructure

Connectivity & 
Experiences

Robust 
Governance

Talent Strategies & 
Career Pathing

Data & 
Integration

Digital Upskilling  
Programs 

Strategic Partner 
Innovation
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The 100-day plan 
A Roadmap to the CFO’s First 100 Days  
The first 100 days in the new CFO role are critical for laying the foundation for long-term impact. This roadmap outlines 
the key components and priority tasks that should be addressed early on to enable a smooth, strategic, and effective 
transition.
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Define & Enable Enterprise Vision & Strategy
As you evaluate your new role as CFO and conduct discussions with stakeholders, you will gain insights into the health 
and historical performance of the organization and how that has shaped the strategy, growth profile, and any gaps or 
inconsistencies that need to be addressed. Understanding the organization’s strategy in detail, as well as how it has been 
executed, will be essential in shaping your approach to financial leadership. 

Two critical focus areas for the first 100 days agenda are understanding finance’s impact on the organization’s strategy and 
the degree of alignment between the overarching strategy and the finance function’s goals. This alignment is paramount, 
as finance must be positioned not only as a functional support but as a strategic partner in driving business outcomes. 

For many organizations, there is a significant opportunity for finance to improve its integration with the broader 
business—especially in how it understands, enables, and delivers on the business strategy. This includes enhancing 
the collaboration between finance, tax, treasury, and other key functions to ensure that financial decision-making and 
performance management are fully aligned with the company’s strategic objectives. Strengthening this integration will 
not only improve financial outcomes but also support more informed, agile decision-making across the organization, 
driving sustainable growth and positioning the company to thrive in a rapidly changing business landscape.

By proactively addressing these focus areas, you will lay a solid foundation for the finance function to not only support but 
actively lead the charge in realizing the organization’s strategic vision. 

Understand the company’s historical and current financial health, strategy, and vision

Activity Objective(s) Timing

Understand 
growth and 
financing 
strategies

• Understand the company’s business model and growth strategy (e.g., organic
versus inorganic) during your key stakeholder meetings.

• Analyze financial targets and strategy to achieve the targets.
• Become familiar with the company’s portfolio of investments and other

financing.

Days 1–20 

Assess company 
health and 
historical 
performance

• Review current and historical state of company’s financial health (e.g., cash flow
health, trends in revenue growth, profitability, liquidity, and debt levels).

• Conduct internal and external benchmarking to gain insights on performance and
competitive positioning

• Identify company specific challenges that will be faced within first year

Days 1–20
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Align on Enterprise Vision

Activity Objective(s) Timing

Evaluate the 
collaboration and 
value finance 
brings to the 
business

• Assess the level of collaboration, partnership, and perception between each
business unit and finance.

• Evaluate whether business leaders consult with finance leaders prior to making
decisions or inform them after decisions are made.

• Examine the effectiveness of the strategic planning process and identify ways to
actively contribute as an integral participant

Days 20 – 75

Address tax 
strategies

• Understand total effective tax rate and plans to reduce it.
• Integrate tax planning with strategic planning on opportunity assessments in tax

efficiency, cash flow management, and capital structure optimization.
Day 45

Optimize treasury 
strategies

• Conduct a comprehensive review of existing treasury processes, systems,
and controls to understand current cash flow patterns, bank relationships, and
exposure to financial risks.

• Assess the company’s current treasury technology and identify potential
upgrades.

• Review the company’s current debt structure, including maturities, interest
rates, and covenants.

• Ensure that treasury policies and procedures align with best practices and
current business needs.

Day 45

Understand 
alignment with 
company strategy

• Test company incentives to ensure they drive the right behaviors and support
the organization’s financial and performance goals. Day 75
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Empower your A-Team
One of the most crucial elements of a successful transition into the CFO role is building a strong, capable team and 
understanding the dynamics of the people around you. The relationships you cultivate with employees, senior leaders, 
and key stakeholders will not only provide you with invaluable insights into the organization’s current challenges but 
also help you gauge the expectations placed upon you as the new CFO. These connections serve as a window into the 
organization’s needs and are instrumental in identifying where you can have the greatest impact.

Identifying a list of key stakeholders and scheduling time with them should begin in the first week of your new role. While 
key stakeholders such as the CEO, board of directors, audit committee chair, finance team leaders, and key investors 
are obvious choices for inclusion, we strongly recommend that you also include business unit heads, regional leaders, 
functional leaders, and key customers. These interactions will offer a comprehensive view of the organization’s landscape, 
ensuring that you have a well-rounded understanding of its needs and priorities. 

Engaging in productive, candid discussions with these stakeholders is key. These conversations should aim to uncover not 
only the company’s opportunities and challenges but also each leader’s strategic direction and priorities. A critical aspect 
of these discussions will be assessing how well the finance function currently supports their needs and where gaps may 
exist. Gathering feedback on how you, as CFO, can better contribute to their success will provide you with actionable 
insights into how to refine and elevate the finance team’s performance. 

The next step is to schedule follow-up meetings where you can present your vision for the CFO role, clearly articulating 
how your strategy will align with and support their goals. By clearly linking your vision to the broader organizational 
objectives, you’ll foster trust and demonstrate that finance is not just a support function, but a strategic partner in driving 
business success.

Identify key stakeholders, conduct introductions, and establish cadence

Conduct meetings with key stakeholders to understand current strategies, business challenges and 
areas of opportunity

Activity Objective(s) Timing

Identify key 
stakeholders

• Prepare an inventory of key stakeholders, including the CEO and other top
management, board, functional leaders, and business unit heads, as well as
external ones such as institutional investors, earnings analysts, and activist
investors.

Days 1 – 15

Activity Objective(s) Timing

Conduct initial 
stakeholder 
meetings

• Begin meeting with stakeholders to understand the company’s business,
challenges, and the role the finance department is currently playing in
addressing challenges and opportunities.

Days 15 – 45
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Socialize and evaluate opportunities identified, your perspective on future state vision and role of 
finance

Activity Objective(s) Timing

Conduct follow-
up stakeholder 
meetings

• Share with stakeholders your perspective on the role you see finance playing
going forward and how it aligns to their needs. Gather and incorporate their
feedback. Establish a regular meeting schedule, especially with the CEO and the
board.

Day 45 – 75

Assess business 
challenges and 
finance impact

• Document and prioritize your findings regarding the finance department’s role,
current talent, and resource capability to address the organization’s key business
challenges and changes needed.

Days 45 – 75

Manage Compliance and Risk Obligations
One of the core expectations of you as a CFO is to safeguard the long-term value and financial health of the organization 
through robust controls, compliance frameworks, and accurate reporting. As the steward of the company’s financial 
integrity, the CFO plays a pivotal role in managing and mitigating risks that could threaten the organization’s stability 
and growth. Effective governance, compliance and controls are not just regulatory requirements – they are essential to 
building trust with stakeholders, maintaining operational efficiency, and ensuring sustainable performance. 

As organizations increasingly adopt AI and other emerging technologies, the CFO plays a critical role in assessing and 
managing the unique risks associated with these innovations. This includes ensuring that adequate controls are in place to 
address data privacy, security concerns, and ethical considerations. By staying informed about regulatory developments 
surrounding AI and emerging technologies, the CFO can help the organization navigate complex compliance landscapes 
while capitalizing on opportunities to drive growth and innovation. 

Understand your financial, compliance, and control obligations

Activity Objective(s) Timing

Understand audit 
process and 
relationships

• Begin regular meetings with the audit committee chairman and auditor to
understand risks, effectiveness of controls, and other issues raised in past
audits; understand their expectations.

Days 1 – 20
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Activity Objective(s) Timing

Assess fraud risk 
management

• Examine status and effectiveness of current fraud risk management programs,
including cybersecurity.

• Obtain a comprehensive understanding of the current training and preparation
programs provided to employees to enhance their awareness of fraud.

Days 20 – 50

Conduct enterprise 
risk management 
assessment

• During stakeholder meetings, understand the company’s enterprise risk
management history, practices, and plan. Assess the congruity with your
expectations and experience.

• Conduct an assessment to evaluate whether current risk reporting mechanisms
and mitigation plans meet expectations identifying sources of risk.

Days 20 – 50

Rationalize and 
monitor controls

• Understand if the organization’s controls environment is effective and efficient.
Days 20 – 50

Assess regulatory 
reporting and 
compliance

• Determine whether external reporting obligations are being met on a timely
basis.

• Investigate the current state of internal financial controls (e.g., segregation of
duties, financial close process, cash management practices, tracking of KPIs,
etc.).

• Identify upcoming changes in external financial reporting requirements that
could directly impact the organization.

Days 30 – 50

Review tax 
compliance and 
dispute resolution

• Understand tax filing deadlines and execution.
• Evaluate existing and potential disputes, examine historical filings,

correspondence, and ongoing audits.
• Stay informed about tax law changes, proactively address issues, and

collaborate with legal and financial teams to prepare for negotiations or litigation.

Days 30 – 50

Manage and 
assess risk around 
AI adoption

• Enhance current or develop new  responsible AI framework (e.g.,  foundational
principles,  commitments, and taxonomies) to  account for the unique risks
presented by generative and agentic artificial  intelligence while sustaining
scalability and flexibility.

Days 30 – 50

Optimize 
Compliance and 
Risk with AI

• Assess usage of AI integration for fraud & operational risk management
activities such as automated compliance monitoring and automated data
anomaly & fraud detection.

• Evaluate usage of AI integration for enterprise risk activities such as  automated
risk profiling and contract risk analysis and interpretation.

• Identify opportunities to improve control environment through AI automation and
continued controls testing.

Days 30 – 50

Assess opportunities and efficiencies in controls, risk management, tax, and regulatory compliance and 
evaluate governance
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Assess your Function
As CFO, your primary responsibility is to build a skilled and dependable finance department. Without a strong team, 
achieving success is challenging. When assessing the finance department’s influence on the wider organization, it’s 
crucial to thoroughly understand its strengths and identify any areas for improvement. This includes evaluating team 
competencies, information systems, and core finance processes, from transaction processing to management reporting. 
If substantial changes are needed in any of these areas, it’s best to act sooner rather than later. An effective and efficient 
finance function not only builds confidence but also enables you to enhance the finance team’s impact on the broader 
business. Additionally, an innovative CFO will look towards the future of finance and evaluate opportunities to evolve the 
finance operating model through automation and AI. 

Understand current cost of finance, operating model, talent strategies, and levels of process 
standardization and benchmark against industry peers

Activity Objective(s) Timing

Understand the 
cost and value 
delivered by the 
finance function

• Review the most recent plan for the finance function (e.g., Cash Flow,
Accounting practices, and Audit concerns). Understand how and where costs
are incurred. During stakeholder meetings, inquire whether company leaders are
aware of the value of finance and if costs are transparent for services provided.

• Evaluate impact and potential benefit of AI on enterprise strategy, business
model, operations and workface. Specifically, assess how AI can empower your
vision by identifying areas where adoption can improve productivity & increase
profitability.

Days 20 – 30

Compare 
functions’ 
performance to 
competitors

• Benchmark function against peers across key efficiency metrics (e.g., total
finance costs as a percentage of sales, # of manual journal entries, etc.).

Days 20 – 30

Examine finance 
delivery model

• Evaluate use of and opportunities for shared services, outsourcing, and centers
of excellence; begin review of current state of IT solutions’ capabilities to
support delivery model.

• Determine whether scope of CFO role is expanding to cover any nonfinancial
shared service functions.

Days 20 – 30

Evaluate finance 
and accounting 
policies

• Ensure finance and accounting policies and procedures are appropriate with
compliance and regulatory requirements.

• Evaluate alignment with main business objectives and benchmark policies
against industry best practices.

• Assess cash management and other treasury functions.

Days 30 – 50

Assess staff skills 
and initiate talent 
management

• Identify the modern skillsets you will need, now and in the future, to make
finance a strategic partner to company leadership.

• Evaluate strengths (including high performers) and weaknesses against priorities
and begin to plan how you will fill skills gaps.

• Identify opportunities to upskill your talent to meet current and future needs
via L&D curriculum (e.g., data & analytics tools and AI trainings) or rotational
programs.

• Review recruitment and retention capability; ensure there is a clear finance
professional career path (in balance with outsourcing and automation).

Days 30 – 50
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Understand current cost of finance, operating model, talent strategies, and levels of process 
standardization and benchmark against industry peers (cont.)

Activity Objective(s) Timing

Evaluate month-
end / quarterly 
close and reporting

• Identify inefficiencies observed during the recent financial closing cycle and
prioritize AI use cases that streamline processes by automating data collection,
reconciliations, reporting, and predictive analytics to enhance efficiency, reduce
manual effort, and improve accuracy in financial close activities.

• Evaluate current levels of efficiency and effectiveness of transaction processing.
• Transact-to-report and plan-to-act: Is the close cycle reasonable?
• Are reports—to management and board—effective and distributed in a timely

way?

At Close

Evaluate opportunities to evolve finance operating model through AI and automation

Activity Objective(s) Timing

Conduct review 
of standard 
global automated 
processes

• Conduct review to determine future-state IT solution strategy to support finance
operating model, including opportunities in digital labor, mobile technologies,
and cloud enterprise resource planning; begin to outline roadmap to execute the
strategy.

• Determine if there are opportunities to lower costs and increase efficiency and
effectiveness through standardization.

• Evaluate ongoing finance IT projects.

Day 50 – 60

Consider 
tax function 
transformations

• Assess tax department capabilities and efficiency.
• Understand opportunities to strengthen performance, including outsourcing.
• Identify potential gaps in state of tax compliance, reporting and data

management.
• Meet with tax department leaders, finance team members and other relevant

stakeholders.
• Explore tax software and ERP systems to improve functionality.

Day 60 – 70

Optimize Financial 
Operations with AI

Explore AI / bot opportunities to optimize function efficiency & accuracy in the 
following areas:
• Finance Control: Automation of financial close, intelligent reconciliation, and

intelligent transaction processing through AI empowered GL analysis to increase
efficiency, speed, and standardization of accounting processes and AR/AP
functions.

• FP&A: Intelligent forecasting analysis, anomaly detection, cost management
optimization and predictive analysis, and peer analysis to gain enhanced trust in
data, speed of analysis, and quality of content created by FP&A team.

• FinOps: Development of RPAs for invoice matching, email monitoring for
customer/vendor inquiries, and contract drafting  to decrease repetition of
manual tasks.

Day 45 – 75
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Understand Data to Drive Insights
Consistent, timely, and accurate information is essential for empowering the organization to make informed decisions, 
minimize risks, and accelerate value creation. This capability lies at the heart of the finance function and is one of its core 
responsibilities. By providing clear and reliable financial insights, finance enables strategic decision-making, enhances 
operational efficiency, and ensures alignment with the broader business objectives. 

However, delivering this information efficiently and effectively is often a significant challenge for many finance 
organizations. Inadequate processes, siloed data, or inefficient systems can result in delays, limited scope, or the 
emergence of “shadow” finance roles. These decentralized functions may lead to discrepancies and “multiple versions of 
the truth”, which undermine decision-making and create confusion or misalignment across the business. 

As you start your journey as the CFO, you will gain a deeper understanding of how the organization’s financial strategy 
directly supports and aligns with the its financial targets. It’s critical that the operating model is fully integrated with the 
organization’s overarching business model and goals. This alignment is not only for achieving operational efficiencies but 
also for ensuring that financial insights drive strategic growth. 

The finance function is evolving from simply providing transactional support to becoming a strategic enabler. To achieve 
this the operating model must foster collaboration, streamline data flow, and ensure that key financial information is 
accurate, accessible, and timely across all levels of the organization. Only by building a cohesive, transparent, and agile 
finance ecosystem can you ensure that the organization is well-positioned to respond to changing market conditions, 
optimize value creation, and sustain long-term success. 

Assess enterprise data management strategy and alignment to business operating model

Gather and determine data accuracy, availability, and efficacy

Activity Objective(s) Timing

Assess alignment 
of operational 
systems with 
financial goals

• Understand how the operating model, including the analytic and decision
infrastructure, is aligned with financial targets.

• Ensure key performance indicators are defined based on the organization’s vision
and strategy.

Days 20-40

Understand 
enterprise data 
management 
strategy

• During stakeholder meetings with information technology (IT) function
members, understand how the organization manages data so that you can
assess the company’s maturity and data integrity.

• Conduct a review of current data to ensure it is complete, accurate, and of high
quality to drive outcomes with business ready data sets.

• Understand current Data Governance framework to ensure accuracy, security,
and compliance are maintained.

Days 20-40

Activity Objective(s) Timing

Assess data 
gathering and 
analytics

• Establish whether the finance department has the right processes and
technology tools to aggregate data and facilitate analysis and decision support.

• Ensure tools are tracking appropriate financial and nonfinancial metrics to
measure success toward financial targets.

• Evaluate the current utilization of AI within the organization, and the proficiency
of team members in leveraging AI tools  to identify gaps in skills or usage that
may hinder productivity and innovation.

Day 40-60
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Drive your Vision
As the new leader of finance, establishing and clearly communicating your vision for the future of the organization 
is necessary to ensure alignment across your team and the strategic objectives of the business. The vision must go 
beyond operational goals; it should be a compelling roadmap that positions finance as a key enabler of the organization’s 
overarching strategy. The vision set should inspire confidence, foster collaboration, and motivate the team to embrace 
change and innovation. It is critical that the finance function not only supports but actively drives the business’s growth 
trajectory. As part of this process, identify and empower key leaders within the finance organization to serve as change 
agents. Prioritize identifying near-term opportunities where the finance function can make an immediate and measurable 
impact. By articulating a clear and actionable visions and strategy, you lay the groundwork for the transformative impact 
you will have as CFO. 

Analyze profitability and assess budgeting and forecasting efficiency

Socialize vision and receive sign-off

Activity Objective(s) Timing

Analyze 
profitability 

• Understand the company’s products, markets, customers, and pricing, including
strengths, weaknesses, and trends.

Day 60

Assess sales, 
operations, and 
financial budgeting 
and forecasting

• Evaluate whether forecasts and budgets are meaningful and accurate.
• Analyze the effectiveness of the operational planning and forecasting processes

to help drive business performance.
Day 75

Activity Objective(s) Timing

Articulate vision • Refine the finance “vision” to clearly articulate the goals of your administration,
establishing linkage to overall business strategy. Here are a few questions to
keep in the back of your mind:
– Who are the key individuals crucial to the organization’s future success, and

who should be included in the finance leadership team?
– Which processes and activities have been digitized, and where is more

technology needed?
– Where should change be actively pursued?

• Identify and strategically link initiatives for measurable value.

Day 75

Identify lieutenants •	 Recognize high performers who can help champion and drive your vision. 
Team members who are seen as leaders can support the transformation more 
efficiently than you can on your own.

Day 75

Summarize areas 
of improvement

• Develop your agenda, based on your learnings so far.
• List the output of your assessment, identifying inefficiencies, skills gaps, unmet

goals, and other weaknesses as well as opportunities.
Day 75 – 90

Prioritize agenda • Prepare for and guide finance leadership through strategic discussions – defining
future state aspirations, desired capabilities, critical enablers and North Stars.

• Prioritize list of initiatives to enable future state aspirations by identifying
roadmap of quick wins and longer- term initiatives.

Day 75 – 90
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Finalize Roadmap

Activity Objective(s) Timing

Complete and 
prioritize roadmap

• Complete the roadmap for transformation developed from previous steps and
prioritize the actions to address challenges and opportunities; consider potential
roadblocks and develop plans to address them.

• Engage people at all levels of finance and make them feel they are active
partners in owning the vision, so they continue to be motivated to execute the
roadmap.

• Consider change management strategy and plan to enable future state roadmap.

Days 90 – 100
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Target Operating Model
As you assess your finance function, using a target operating model (TOM) driven approach will provide a more holistic 
view. The KPMG TOM structure is based on functional processes, supported by people, service delivery model, 
technology, performance insights and data, and governance. When integrated together, these six design layers comprise 
a simple and efficient model for the TOM.

Organizations must strategically embed AI within their existing transformation initiatives, aligning it with the operating 
model and system architecture to enhance effectiveness.

Governance
Outlines the structures, policies and 
controls to balance risk, to facilitate 
timely and effective decision making and 
ensure compliance.

Technology
Describes the technologies required 
to drive the delivery model, business 
practices and performance ambitions 
and how technology applications are 
integrated.

Performance insights 
and data
The data and analytics 
required to inform business 
critical decisions and future-
proof business performance 
– plus the related master 
data structures to enable 
these.

Functional process
The backbone of the KPMG Target 
Operating Model, this design layer 
includes the maturity models, process 
taxonomies, process flows and leading 
practices that describe the optimal 
functional operation, depicting ‘what 
good looks like.”

Service delivery model
The model that defines where and by 
whom processes should be optimally 
performed.  It describes incremental 
components required to run and operate 
a shared services center.

People
The roles, organizational 
relationships, competencies 
and skill requirements 
needed to execute the 
process areas.  This 
layer intersects with the 
functional process layer to 
describe who does what.

100-day CFO checklist

100-day plan checklist 
This checklist is a compilation 
of the key activities and is 
intended to serve as a quick 
reference printout guide. 
Read more

CFO Real Insights 
Data, analysis and events 
to keep CFOs informed and 
focused.

Read more | Subscribe

18© 2025 KPMG LLP, a Delaware limited liability partnership and a member firm of the KPMG global organization of independent member firms 
affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved.

https://kpmg.com/us/en/insights-by-role/cfo-real-insights.html
https://kpmg.com/us/en/insights-by-role/cfo-real-insights.html#subscribecfo


Dive into our thinking
CFO Insights and Resources
Cognitive technologies. Impending regulatory change. Escalating cyber threats. KPMG thought leadership provides 
insights and practical guidance on your critical business issues. Our thinking reflects cutting-edge research, visionary 
perspectives, and our extensive, hands-on industry experience. More than anything, we view our thought leadership as a 
catalyst for dynamic, ongoing dialogue with our clients and prospects that will help shape their futures.

KPMG Ignition

Start here.  Go anywhere. 
Wherever you are, we’ll 
help you go where you 
never imagined.

Read more

KPMG Intelligent 
Forecasting

Applying advanced analytics 
and Artificial Intelligence (AI) 
to power decision making 
and improve profitability.

Read more

Future of Finance 

The CFO agenda for 
elevating finance.

Read more 

Financial Reporting 
View

As you evaluate the 
implications of the latest 
accounting developments 
for your company, our 
Financial Reporting View 
(FRV) can help inform your 
decision-making. 

Read more | Subscribe

The Modern CFO

Curated insights for today’s 
financial leaders. 

Read more 

CFO Real Insights

Data, analysis and events 
to keep CFOs informed and 
focused.

Read more

Tax Matters for the 
CFO

Connecting tax to the 
overall business objectives.

Read more

Voice of the CFO

A recurring conversation 
with CFOs on finance-
related issues.

Read more 
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The strategic CAO

Thought provoking insights 
on a wide variety of topics 
that directly impact the role 
of the CAO. 

Read more

Chief Accounting 
Officer’s Playbook

Preparing you for your new 
role.

Read more

KPMG Economics

A source for unbiased 
economic intelligence to 
help improve strategic 
decision-making.

Read more | Subscribe

Regulatory

We view strategy through 
a risk lens to help improve 
risk intelligence and 
create a trusted platform 
for responsible growth, 
confident decision-making 
and improved performance

Read more

Board Leadership 
Center

Engaging with directors 
and business leaders. 
Articulating boardroom 
challenges. Delivering 
practical thought leadership 
with a board lens.

Read more | Subscribe

KPMG Handbooks

KPMG handbooks that 
include discussion and 
analysis of significant issues 
for professionals in financial 
reporting. 

Explore all handbooks
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KPMG at a glace

Our story
At KPMG, we come to work every day because we are passionate about solving the business challenges that keep you 
up at night. The partners and professionals in the U.S. member firm have a rich understanding of the realities of your 
industry, because they have been there themselves. Some of the best and brightest in their fields, our people work 
directly alongside companies of various shapes and sizes, in all 50 states, to pinpoint and deliver practical, customized 
business services that drive real results.

That is why in times of both opportunity and uncertainty, the biggest names in business trust KPMG to provide the clear 
direction they need to deliver against today’s demands while anticipating the vast possibilities of tomorrow.
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Our values
Our values lie at the heart of the way we do things and define our culture and our commitment to the highest principles 
of personal and professional conduct.

Our Values are a differentiator at KPMG. 
When we all live by our Values, we create 
trust among each other to be the best we 
can be. Ultimately, our Values are core to 
who we are and what it means to work at 
KPMG.

Our Values are the foundation of 
everything we do and every action that 
we take. They inform how we act and the 
decisions we make, and they guide how 
we work with clients, stakeholders and 
each other.

Integrity. We do what is right.

Excellence. We never stop learning and 
improving.

Courage. We think and act boldly.

Together. We respect each other and 
draw strength from our differences.

For Better. We do what matters.

Experience 
our Values 

in action.

Integrity Excellence Courage Together For Better
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The information contained herein is of a general nature and is not intended to address the circumstances of any particular individual or entity. 
Although we endeavor to provide accurate and timely information, there can be no guarantee that such information is accurate as of the date it 
is received or that it will continue to be accurate in the future. No one should act upon such information without appropriate professional advice 
after a thorough examination of the particular situation.

The KPMG name and logo are trademarks used under license by the independent member firms of the KPMG global organization.
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Welcome to your new role
Congratulations on your appointment to CAO
The chief accounting officer (CAO) role is more influential and multifaceted than ever before, and the CAO has 
a big part to play as a leader in the accounting function, but also as a contributor to the broader organizational 
strategy and success. Along with new responsibilities come tremendous opportunities, and as a new CAO 
you will have an opportunity to leave your mark on the organization. There are risks and challenges, too. Chief 
financial officers (CFOs), chief executive officers (CEOs), and boards expect more from the CAO. Technology is 
constantly changing, and regulators are still trying to catch up with the increasingly fast pace of technological 
development. CAOs must provide leadership and oversight for their organization’s accounting and reporting 
processes, including protecting and understanding financial data, all while keeping up with the latest 
technologies in data processing, internal controls, and more.


Amid these pressures, the transition period is the time to lay the foundation for your success. It is important to 
move early, but deliberately and strategically, to make the most of your first few months.


The Chief Accounting Officer’s Playbook discusses many of the practical considerations facing new CAOs 
in today’s data-driven world, with an eye to establishing success from day one. Each transition has its unique 
elements, but several key issues affect CAOs universally. Based on our experience working with CAOs and 
with these topics in mind, we outline the biggest considerations and challenges of the role to help guide your 
priorities, maintain focus, and build relationships as a foundation for success.


Thank you.


Karen Silverman 
Lead Audit Engagement Partner 
T: 212-954-1377 
E: ksilverman@kpmg.com


Peter Torrente 
Synchrony Account Executive 
T: 212-872-5815 
E: ptorrente@kpmg.com


Patrick Davies-Griffith 
Senior Manager, Audit 
T: 212-954-6066 
E: pdaviesgriffith@kpmg.com
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Cloud-based 
accounting 


software such 
as ERP systems


Automated 
invoicing and 


payment 
processing 


and electronic 
invoicing 
systems
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system


Cloud-based 
EPM systems


Machine 
learning


Generative AI Robotic process 
automation


None
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The new reality 


CAO vision: Fast-tracking the future 
Modernizing the accounting function has been a top priority for chief accounting officers (CAOs). Today, many believe 
using generative artificial intelligence (AI) has the potential to reshape their roles and expect efficiency gains across their 
governance, compliance, transformations, transactions, and partnership responsibilities, while also helping to alleviate 
ongoing talent and skills shortages in their function.


Based on our fifth annual CAO survey of 150 CAOs and 210 C-level executives, functional peers, and direct reports, we 
found that “CAOs are eager to tap the power of generative AI to enhance their day-to-day activities and demonstrate their 
readiness to make bigger contributions to the wider organization.“


What CAOs expect from generative AI
For years, CAOs have been trying to integrate various technologies into their function to reduce the amount of manual 
activities and increase efficiencies. To their credit, in this year’s survey those reporting they are utilizing technologies to 
enhance the execution of their core responsibilities increased substantially from last year’s. 


Note: CAOs (N=150). Total might not add up to 100% as multiple selections were allowed. ERP refers to enterprise resource planning and EPM to enterprise performance 
management


Most CAOs are using digital technologies but lag with the more advanced ones


Q: Which of the following digital technologies have already been implemented or are in the process of being implemented 
in the accounting function?
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CAOs believe generative AI can help make many tasks more efficient


Percentage of CAOs believing there will be efficiency gains of over 40 percent in the next 2–5 years


Governance and 
compliance


Identifying errors or 
anomalies in financial 
statements 
 
 
CAOs (N=112)


47%


Supporting technical 
accounting literature 
research related to a 
transaction 
 
CAOs (N=109)


Transactions


37%


Identifying drivers of 
variance analyses 
 
 
 
CAOs (N=118)


Transformation


41%


Enhancing technical 
accounting capabilities to 
support the function 
 
 
CAOs (N=109)


Business partnership


32%
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What would CAOs do with the savings produced by 
generative AI? For their four main focus areas, 67 percent 
would prioritize risk management efforts on redesigning 
controls in governance and compliance, 73 percent on 
expanded market intelligence analysis and strategy in 
transactions, 79 percent on modernizing internal controls 
in transformations, and 85 percent on providing increased 
analytical support for strategic financial decisions in 
business partnership. For the overall accounting function, 
about half said they would redirect resources to enhance 
technology and increase profitability.


These two aims dovetail with those of executive 
respondents, although 47 percent also said they would 
use the resources for transformations. It seems clear 
the expectation of corporate leadership is that the rollout 
of generative AI will allow the company to balance 
continuous process improvement with profitability gains. 
In the perennial effort to reduce costs with ever-more- 
sophisticated business technologies, CAOs and their 
superiors are expecting generative AI to deliver a powerful 
new solution.


“�[CEOs] broadly recognize generative AI 
is a promising pathway to growth that is 
rapidly accelerating the rate of innovation 
in our economy.”


– �Paul Knopp, KPMG U.S. Chair and CEO


Download our paper to learn how CAOs are adapting to the rise of generative AI and showcasing 
their readiness to assume greater strategic responsibilities.
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The playbook


Executing an effective transition 
The considerations outlined below comprise tasks in a typical transition for a new CAO. It is based on our experience 
working closely with numerous CAOs in different sectors and addresses sample topics that we believe are important for 
achieving success as a key strategic contributor to the accounting function. Many of these tasks are likely to continue 
well past the first few months on the job; the estimated timing is intended to help prioritize activities to achieve a 
manageable and successful transition into the role.


Activity Objective(s)


Governance and compliance


Understand audit 
process and 
relationships


	� Begin regular meetings with the audit committee chairman and auditor to understand risks, 
effectiveness of controls, and other issues raised in past audits; understand their expectations.


Assess fraud risk 
management


	� Understand status and effectiveness of current fraud risk management programs, including 
cybersecurity.


Participate in 
enterprise risk 
management 
assessment


	� During stakeholder meetings, understand the company’s enterprise risk management history, 
practices, and plan.


	� Assess the congruity with your expectations and experience.


Rationalize and 
monitor controls


	� Understand if the organization’s controls environment is effective and efficient.


Assess regulatory 
reporting and 
compliance


	� Are external financial reporting obligations being met and on a timely basis?
	� Understand the current state of financial controls.
	� Identify upcoming changes in financial reporting requirements that could directly impact the 


organization.


Review tax risk 
and dispute 
resolution 


	� Understand tax filing deadlines and execution.
	� Understand current and potential disputes with tax authorities.
	� Understand your organization’s processes for accounting for taxes, and how reporting is created 


and structured for these items.


Other 
fundamentals to 
financial reporting


	� Understanding the bottlenecks the organization has in terms of preparing timely and accurate 
reporting (and avoid restatements)


Preserve the value of the organization
One of the fundamental expectations of you as a CAO is that you effectively preserve the value of the organization 
through effective controls, compliance, and reporting. The CAO has an important role to play in helping to manage 
financial risk through effective governance, compliance, and controls. The CAO can be responsible for assisting the CFO 
but is generally less involved in operational risk than the CFO role. The CAO’s primary focus should always be ensuring 
the books and financial records are correct, and protecting and safeguarding assets, which includes designing an effective 
system of controls. 
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Strategy


Activity Objective(s)


Governance and compliance


Understand your 
tax strategy


	� Integrate tax planning with strategic planning on compliance, risk considerations, and 
opportunity assessments if applicable.


	� Understand total effective tax rate and any plans to reduce it.
	� Connect with tax authorities and understand any challenges or previous findings from tax filings, 


audit history, and more.


Understand 
your Mergers 
and Acquisitions 
strategy


	� Understand how the strategic priorities of the organization related to M&A (i.e. acquisitions, 
divestitures and alliances) will impact the financial reporting function


	� Interpret industry and/or Capital market trends that can help make more informed strategic 
decisions


Transformations


Understand 
growth and 
finance strategies


	� Understand the company’s business model and growth strategy (e.g., organic versus inorganic) 
during your key stakeholder meetings


	� Understand financial targets and strategy to achieve the targets.
	� Become familiar with the company’s portfolio of investments and other financing instruments, 


bank arrangements, loans due, etc.


Understand your 
data, technology, 
and automation 
strategy 


	� Understand the company’s strategy for utilizing technology solutions and tools to automate 
specific functions, processes, and workflows.


	� Become familiar with the tools and solutions, platform providers, and any licensing 
arrangements with platform providers / third parties.


	� Assess the resources available to practitioners for learning and working in the tools and 
solutions, including trainings and demos.


As you evaluate your new role 
as CAO, you will gain insights 
into the organization’s overall 
strategy, audit history, and any 
gaps or inconsistencies in these 
areas that need to be addressed. 
Your understanding of your new 
organization’s strategy will be critical 
as you enter the CAO role and learn 
the most effective ways to execute 
and deliver value to achieve your 
shared strategic goals. Having a clear 
strategy will be critical as you create 
financial reporting that shows the 
results of the organization’s recent 
activities. 


Two critical focus areas for starting 
in your new role are understanding 
your mandate and where you should 
expect support from your peers. The 
CAO role can mean different things 
depending on what your company 
expects from your new role. The value 
of your peers being aligned to the 
accounting function’s need for change 
and improvement will be critical as 
you look to take action and begin in 
your new role. 


Common challenges: The CAO will 
have varied responsibilities, duties, 
and areas of focus depending on 
the broader organizational hierarchy 
and structure. It is critical to 
understand your mandate – what 
are your expectations for your new 
role? The CAO role is broad – know 
what you should focus on and 
what is not in your purview. Ask 
for support from your team and 
predecessor to understand where 
to begin.
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Perhaps the most critical parts of 
an effective transition are building 
your team and understanding the 
people around you. Relationships 
with employees, leaders, and other 
peers in the accounting function 
and broader organization are also 
your window to understanding the 
challenges facing the organization 
and people’s expectations for you 
as the new CAO. Additionally, these 
connections can help you identify 
where you may have the most impact 
on the organization and what areas 
may need additional support.


Identifying a list of your role’s peers 
and scheduling time with them 
should begin in the first week of your 
new role. While key stakeholders 
such as the CFO, board of directors, 


audit committee, audit partner, VP 
of Tax, Financial Planning & Analysis 
(FP&A), Treasury, key business unit 
leadership, and accounting and/or 
finance team leaders are obvious 
choices for inclusion, we strongly 
recommend that you also include 
business unit heads, regional leaders, 
functional leaders, and key customers 
in these discussions.


A productive discussion should 
include an understanding of the 
company’s opportunities and business 
challenges from that leader’s 
perspective, their strategic direction 
and priorities, how well accounting is 
currently supporting their priorities, 
and feedback on how you can 
contribute to their success. The 
next step is to schedule a follow up 


discussion to share your vision for the 
CAO role and how it will link to their 
goals. You should also seek to identify 
areas of accounting risk during these 
discussions, so your new strategy 
properly reflects the critical areas of 
organizational risk and prioritize these 
areas as well. 


Your success in meeting the 
expectations depends on developing 
productive relationships with 
company and division leaders and 
especially on getting the right talent 
on your accounting team. Creating a 
diverse accounting team will allow for 
varied perspectives and a team that 
can bring a broader range of skills to 
your role.


Activity Objective(s)


Business alignment


Identify key 
relationships


	� Prepare an inventory of key relationships / people that have a bearing on the success of your 
role, including the CFO and other top management, board, functional leaders, and business unit 
heads.


	� Create a plan to maintain these relationships and further enhance areas where support is 
needed. May consider establishing a recurring touchpoint with each respective role.


	� Building relationships with people outside the organization including other CAO’s, auditors, 
advisors, industry peers and other vendors that are critical to the CAO’s function in the 
organization.


Conduct initial 
stakeholder 
meetings


	� Begin meeting with stakeholders to understand the company’s business, challenges, and the 
role the accounting department plays in addressing challenges and opportunities.


	� Seek to improve the efficiency of routine transaction processing and maintain its effectiveness.
	� Understand key areas of accounting and organizational risk, how these are aligned / differ, and 


how to address each area. Prioritize those that need more immediate attention or focus.


Assess business 
challenges and 
accounting impact


	� Document and prioritize your findings regarding the accounting department’s role and capability 
to address the organization’s key business challenges and changes needed.


Conduct follow‑up 
stakeholder 
meetings


	� Share with stakeholders your perspective on the role you see accounting playing going forward 
and how it aligns to their needs. Gather and incorporate their feedback. Establish a regular 
meeting schedule, especially with the CEO and the board.


Identifying and building key relationships
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Activity Objective(s)


Transformations


Understand 
enterprise data 
management 
strategy


	� During meetings with information technology (IT) function members, understand how the 
organization manages data so you can assess the company’s maturity and ability to rely on its 
data.


	� Align the accounting function’s strategy with your organization’s IT strategy to deploy solutions 
and tools where they could be useful.


Assess data 
gathering and 
analysis


	� Establish whether the accounting department has the right processes and technology tools to 
aggregate data and facilitate analysis and decision support.


	� Evaluate the efficiency and level of governance of systems.
	� Understand your organization’s data model and data strategy.
	� Assess any current integration projects and integration strategy.


Business alignment


Understand 
alignment of 
reporting and 
operating models


	� Does the internal reporting structure properly reflect how your organization is structured? What 
people are held accountable, and does this align with their respective roles’ responsibilities?


	� Seek opportunities to enhance management reporting and transaction processes, especially if 
these two areas are misaligned.


Consistent, timely, and accurate 
information enables the organization 
to make decisions, minimize risks, 
and drive speed to value. The 
value in the CAO role lies in the 
ability to accurately and effectively 
make decisions and execute on 
organizational strategy with the 


support of data and other critical 
information. Additionally, this is one 
of the core roles of accounting. 
Delivering the information efficiently, 
however, can be challenging for most 
accounting organizations, especially 
those that generate large amounts of 
data.


Common challenges: Analytic systems are unable to deliver needed 
information, resulting in high use of Excel, which increases costs, 
causes delays, and potentially creates versioning issues; there are 
multiple sources of information; and poorly integrated information 
systems are creating reporting delays.


Analytics and decision-making
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Activity Objective(s)


Governance and compliance


Understand the 
cost of reporting 
and controls


	� Review the most recent plan for the accounting function. Understand the financial reporting and 
control environment.


	� Understand what controls are in place to safeguard assets and cash.


Evaluate finance 
and accounting 
policies 


	� Ensure finance and accounting policies and procedures are appropriate.
	� Assess cash management and other treasury functions.


Assess quarterly 
close and 
reporting


	� Record to report and plan to actual: Is the close cycle reasonable?
	� Are reports to management and board effective and distributed in a timely way?


Consider 
tax function 
transformation 


	� Evaluate tax department capabilities and efficiency.
	� Understand opportunities to strengthen performance, including outsourcing.


Event-driven transactions


Assess transaction 
processing


	� Evaluate current levels of efficiency and effectiveness of transaction processing.
	� Evaluate use of and opportunities for shared services, outsourcing, and centers of excellence; 


begin review of current state of IT solutions’ capabilities to support operating model.


Transformations


Understand 
accounting 
operating model


	� Understand whether scope of CAO role is expanding to cover any nonfinancial shared service 
functions.


Conduct review 
of standard 
global automated 
processes 


	� Conduct review to determine future-state IT solution strategy to support accounting operating 
model; begin to outline roadmap to execute the strategy.


	� Determine if there are opportunities to lower costs and increase efficiency and effectiveness 
through standardization.


	� Evaluate ongoing accounting IT projects.
	� Evaluate emerging disruptive technologies.


Assessing the performance of the accounting function
A skilled and reliable accounting 
department is your first responsibility 
as CAO. Without a strong team, 
you cannot be successful. As you 
evaluate accounting’s impact on the 
broader organization, you must take 
special care to fully understand the 
capabilities of your team, as well 


as identify any weaknesses in the 
department. This includes evaluating 
team skills and information systems, 
as well as the core accounting 
processes, from transaction 
processing to financial reporting. If 
significant changes must be made in 
any of these areas, it is often better 


to act sooner rather than later. Having 
an effective and efficient accounting 
function generates confidence and 
empowers you to expand the impact 
of the accounting organization on the 
broader business. 


Common challenges: Accounting activities are staffed by resources with misaligned skills, resulting in an 
overskilled resource model; cost of the function is higher than peers, resulting in competitive disadvantage; 
accounting is focused predominantly on transactional roles with limited impact beyond the functions; and poor 
technological enablement requires additional resources.
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Activity Objective(s)


Business alignment


Assess staff skills 
and initiate talent 
management


	� Identify the team skills you will need, now and in the future, to make finance a strategic partner 
to company leadership.


	� Evaluate strengths (including high performers) and weaknesses against priorities and begin to 
plan how you will fill skills gaps.


	� Understand recruitment and retention capability; ensure there is a clear accounting professional 
career path (in balance with outsourcing and automation).


01
As you review costs of the accounting function, it is helpful to benchmark against companies of 
similar size and complexity. A typical cross-industry median benchmark for total cost of finance as a 
percentage of revenue is right around 1 percent.


02
As you assess your accounting function, using a target operating model (TOM) driven 
approach will provide a more holistic view. The KPMG TOM structure is based on functional 
processes, supported by people, service delivery model, technology, performance insights and data, 
and governance. When integrated together, these six design layers comprise a simple and efficient 
model for the TOM.
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What can it do for me?


What’s inside?


Functional  
Process


Governance
Performance  


Insights & Data
Technology


Service  
Delivery Model


People


What will be  
reported and  
how. Defines  
the information  
requirements,  
KPI framework  
to optimize  
decision 
making.


KPI’s process  
performance 
indicators and 
enhanced 
reporting 
beyond
the vendor 
supplied reports 
to satisfy your 
organization.


How will it 
be overseen. 
Defines risks  
and controls for 
every process, 
plus segregation 
of duties, 
access  rules, 
and policies.


Risk and internal  
controls for 
every
process, plus 
segregation of 
duties reference  
and policy 
identification.


The 
environments,  
applications,  
and integrations 
that enable 
and automate  
process.


Reference cloud  
architecture, 
pre-built 
integrations, 
pre-built 
conversions, 
and thousands  
of test scripts.


What will 
get done 
and where.  
Identification  
of what 
capabilities are 
delivered and 
how.


Shared service 
center, centers 
of excellence, 
and outsourcing  
operating 
models to 
optimize service  
delivery.


Who does  
what, the  
reporting lines  
required skill  
sets, role and  
responsibilities.


Organizations  
and job 
definitions 
with process 
connections.


This frames 
your world.
Everything that 
happens is part 
of a process.


Hundreds of  
predefined  
processes for  
Finance, HR,  
IT, Customer  
Operations,  
Procurement,  
Supply Chain,  
Cyber, and  
Risk.


KPMG Target Operating Model
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Activity Objective(s)


Articulate vision 	� Update the accounting “vision” to clearly articulate the goals of your administration, establishing 
linkage to overall business strategy.


Identify 
lieutenants


	� Identify high performers who can help champion and drive your vision. Team members who are 
seen as leaders can support the transformation more efficiently than you can on your own.


Summarize areas 
for improvement


	� Develop your agenda, based on your learnings so far.
	� List the output of your assessment, identifying inefficiencies, skills gaps, unmet goals, and other 


weaknesses as well as opportunities.


Prioritize agenda 	� Prioritize your list, including identifying quick wins and urgent tasks.


Complete and 
prioritize roadmap


	� Complete the roadmap developed from previous steps and prioritize the actions to address 
challenges and opportunities.


Transformational 
growth


	� Understanding the changing talent landscape to make sure the organization can attract and 
retain accounting professionals and facilitate their professional development in a hybrid working 
environment


	� Understanding how sustainability and ESG is a profound transformational journey that can 
unlock organizational value.


Outline the vision for accounting – Select target opportunities 
and prepare a roadmap
As the new leader of accounting, outlining your vision for the future of the organization is critical to aligning your team 
behind your goals and objectives. Articulating a clear functional vision and strategy that align to the overall strategy will 
form the foundation for the impact you will have on the organization as CAO. Identify near-term opportunities and leaders 
who can drive and own the change to help bring your vision to fruition.


Common challenges: The CAO will have varied responsibilities, duties, and areas of focus depending on 
the broader organizational hierarchy and structure. It is critical to understand your mandate – what are your 
expectations for your new role? The CAO role is broad – know what you should focus on and what is not in 
your purview. Ask for support from your team and predecessor to understand where to begin.
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The agenda for disruption
Businesses across all sectors are being impacted by the need for increased experience centricity and regulatory 
environment and the rise of new business models, big data, and emerging technologies.


Organizations will expect a lot more from their accounting function:


The KPMG experience 
The KPMG team has designed an  
innovative, immersive experience  
session to help you shape a plan that  
turn ideas into action.


A typical session includes:


	� Our point of view on market trends 
and industry disruption


	� A view of your accounting function 
today, and where it could go 
tomorrow


	� Discussion of attributes and  
practices of leading accounting  
organizations


	� A focus on areas of impact and  
value, and design of narrative  
that connects strategy to desired  
business outcomes


Enable new technology, automate 
everything


Extreme automation enables speed, 
collaboration, and virtual delivery


Quickly adapt to evolving business 
and customer needs


Everything as a service, delivered by  
a flexible, on-demand workforce


Serve as strategist and lead 
enterprise performance


Increased focus on value creation and 
AI-enabled insights for growth and 
profitability


Modernize skills and capabilities


Actively manage talent strategies 
to deliver new ways of working and 
requirements


Manage and monetize data


Data is an asset and accounting is  
leading the charge to transform and  
deliver data-driven insights
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Aligning your focus with 
business challenges
As the new CAO, your background and skills will determine your priorities and degree of reliance on internal specialists. 
Someone promoted internally may be stepping into the CAO role for the first time, but understands the company’s 
issues, people, and culture. An outside hire may have CAO experience but will have a lot to learn about the company, or 
even the industry. In any case, there is a steep learning curve to climb.


The company’s own stage of development or circumstances likewise could take many forms, and the scenario will dictate 
the urgency and priorities of your transitional agenda. A few recognizable situations that have impact for management in 
general, but which impact the CAO particularly, are:


Challenge#1: Threats to maintaining stable growth
You may be lucky enough to begin your role as CAO in a relatively slow time for the organization, however, in today’s 
environment organizations must adopt an attitude of continuous improvement and look toward the next stage of 
transformation and growth.


Also, a situation that is stable now could quickly change. Take advantage of the slow times to build relationships but be 
prepared to move quickly so you can anticipate the curveballs that inevitably will be coming your way.


Challenge #2: Threats to maintaining compliance and increasing efficiency
Trouble can come in many forms. Potential debilitating threats could range from technological disruption, departure of key 
staff, fraud risk, accounting restatements, and more. Problems that begin in nonfinancial areas—cyber breach, natural 
disaster, geopolitical turmoil, and/or regulatory investigation—may quickly bring financial impacts. A cool head and a 
willingness to review or remake your business plans can be essential. If you are replacing an outgoing CAO in the wake 
of a crisis, you will need to build strong relationships and generate confidence quickly.


	� Work with urgency, but not panic: maintain the cadence of day-to-day accounting functions.
	� Assemble a capable team and bring in new resources, including outside specialists, if necessary.
	� Identify short term and tactical as well as the longer-term approaches to fix the problem.
	� Get the board on your side—seek their support and input.
	� Move quickly when it is necessary to take unpleasant steps like personnel changes.


Priority 
focus areas


	� Use the opportunity to develop relationships with the board, top management, and other internal 
and external stakeholders.


	� Build goodwill with the accounting team as you may be filling the shoes of a well-liked leader.
	� Work urgently, but deliberately, to understand how accounting serves the organization’s strategic 


mission and other steps of the agenda to plan your roadmap for action.


Priority 
focus areas
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Dive into our thinking


Sharing insights
Cognitive technologies. Impending regulatory change. Escalating cyber threats. KPMG thought leadership provides 
insights and practical guidance on your critical business issues. Our thinking reflects cutting-edge research, visionary 
perspectives, and our extensive, hands-on industry experience. More than anything, we view our thought leadership as a 
catalyst for dynamic, ongoing dialogue with our clients and prospects that will help shape their futures.


The strategic CAO


Thought provoking insights on 
a wide variety of topics that 
directly impact the role of the 
CAO. Read more.


Corporate Controller & CAO Hot Topics


KPMG’s Corporate Controller and CAO Insights provides 
access to top-of-mind issues and trends, research, and 
events to help you identify opportunities and insights in 
financial reporting. Read more.


KPMG Handbooks


KPMG handbooks that include discussion and analysis of significant issues for professionals in financial reporting. Explore 
all handbooks.


Fifth Annual CAO Survey


Fast-tracking the future. 
Read more.


Latest Hot Topics


Operating Model Spotlight


Cybersecurity Reporting 
SpotlightAudit Committee Institute


Financial Reporting View


As you evaluate the 
implications of the latest 
accounting developments for 
your company, our Financial 
Reporting View (FRV) can help 
inform your decision-making. 


Read more | Subscribe


Regulatory


We view strategy through 
a risk lens to help improve 
risk intelligence and create 
a trusted platform for 
responsible growth, confident 
decision-making and improved 
performance.


Read more


KPMG Economics


A source for unbiased 
economic intelligence to help 
improve strategic decision-
making. 
Read more | Subscribe


Board Leadership Center


Engaging with directors and 
business leaders. Articulating 
boardroom challenges. 
Delivering practical thought 
leadership with a board lens.


Read more | Subscribe
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Member firm worldwide In the United States


13,000+
Partners


2,400+
Partners


$110M
Total cash contributions 
dedicated to community 
investments


$67.5M
Total cash contributions 
dedicated to community 
investments


273,000+
Professionals


39,400+
Professionals


700+
Offices


90+
Offices


142
Countries and territories with 
KPMG presence


50
States with KPMG presence


The KPMG story
At KPMG, we come to work every day because we are passionate about solving the business challenges that keep you 
up at night. The partners and professionals in the U.S. member firm have a rich understanding of the realities of your 
industry, because they have been there themselves. Some of the best and brightest in their fields, our people work 
directly alongside companies of various shapes and sizes, in all 50 states, to pinpoint and deliver practical, customized 
business services that drive real results.


That is why in times of both opportunity and uncertainty, the biggest names in business trust KPMG to provide the clear 
direction they need to deliver against today’s demands while anticipating the vast possibilities of tomorrow.


See the full report: KPMG 
International: Our Impact Plan


See the full report: KPMG US: Our 
Impact Plan
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Our Values are a differentiator at KPMG. 
When we all live by our Values, we create 
trust among each other to be the best 
we can be. Ultimately, our Values are 
core to who we are and what it means to 
work at KPMG.


Our Values are the foundation of 
everything we do and every action that 
we take. They inform how we act and the 
decisions we make, and they guide how 
we work with clients, stakeholders and 
each other.


Integrity. We do what is right.


Excellence. We never stop learning and 
improving.


Courage. We think and act boldly.


Together. We respect each other and 
draw strength from our differences.


For Better. We do what matters.


KPMG values


Our values
Our values lie at the heart of the way we do things and define our culture and our commitment to the highest principles 
of personal and professional conduct.


Experience our 
Values in action.
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Activity Objective(s)


Governance and compliance


Understand 
audit 
process and 
relationships


	� Begin regular meetings with the audit committee chairman and auditor to understand risks, 
effectiveness of controls, and other issues raised in past audits; understand their expectations.


Assess 
fraud risk 
management


	� Understand status and effectiveness of current fraud risk management programs, including 
cybersecurity.


Participate in 
enterprise risk 
management 
assessment


	� During stakeholder meetings, understand the company’s enterprise risk management history, 
practices, and plan.


	� Assess the congruity with your expectations and experience.


Rationalize 
and monitor 
controls


	� Understand if the organization’s controls environment is effective and efficient.


Assess 
regulatory 
reporting and 
compliance


	� Are external financial reporting obligations being met and on a timely basis?
	� Understand the current state of financial controls.
	� Identify upcoming changes in financial reporting requirements that could directly impact the 


organization.


Review tax risk 
and dispute 
resolution 


	� Understand tax filing deadlines and execution.
	� Understand current and potential disputes with tax authorities.
	� Understand your organization’s processes for accounting for taxes, and how reporting is created 


and structured for these items.


Other 
fundamentals 	
to financial 	
reporting


	� Understanding the bottlenecks the organization has in terms of preparing timely and accurate 
reporting (and avoid restatements)


CAO Playbook Checklist


Preserve the value of the organization
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Activity Objective(s)


Business alignment


Identify key 
relationships


	� Prepare an inventory of key relationships / people that have a bearing on the success of your 
role, including the CFO and other top management, board, functional leaders, and business unit 
heads.


	� Create a plan to maintain these relationships and further enhance areas where support is 
needed. May consider establishing a recurring touchpoint with each respective role.


	� Building relationships with people outside the organization including other CAO’s, auditors, 
advisors, industry peers and other vendors that are critical to the CAO’s function in the 
organization.


Conduct initial 
stakeholder 
meetings


	� Begin meeting with stakeholders to understand the company’s business, challenges, and the 
role the accounting department plays in addressing challenges and opportunities.


	� Seek to improve the efficiency of routine transaction processing and maintain its effectiveness.
	� Understand key areas of accounting and organizational risk, how these are aligned / differ, and 


how to address each area. Prioritize those that need more immediate attention or focus.


Activity Objective(s)


Governance and compliance


Understand 
your tax 
strategy


	� Integrate tax planning with strategic planning on compliance, risk considerations, and 
opportunity assessments if applicable.


	� Understand total effective tax rate and any plans to reduce it.
	� Connect with tax authorities and understand any challenges or previous findings from tax filings, 


audit history, and more.


Understand 
your 
Mergers and 
Acquisitions 
strategy


	� Understand how the strategic priorities of the organization related to M&A (i.e. acquisitions, 
divestitures and alliances) will impact the financial reporting function


	� Interpret industry and/or Capital market trends that can help make more informed strategic 
decisions


Transformations


Understand 
growth and 
financing 
strategies


	� Understand the company’s business model and growth strategy (e.g., organic versus inorganic) 
during your key stakeholder meetings


	� Understand financial targets and strategy to achieve the targets.
	� Become familiar with the company’s portfolio of investments and other financing instruments, 


bank arrangements, loans due, etc.


Understand 
your data, 
technology, 
and automation 
strategy 


	� Understand the company’s strategy for utilizing technology solutions and tools to automate 
specific functions, processes, and workflows.


	� Become familiar with the tools and solutions, platform providers, and any licensing 
arrangements with platform providers / third parties.


	� Assess the resources available to practitioners for learning and working in the tools and 
solutions, including trainings and demos.


Identifying and building key relationships


Strategy 
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Activity Objective(s)


Transformations


Understand 
enterprise data 
management 
strategy


	� During meetings with information technology (IT) function members, understand how the 
organization manages data so you can assess the company’s maturity and ability to rely on its 
data.


	� Align the accounting function’s strategy with your organization’s IT strategy to deploy solutions 
and tools where they could be useful.


Assess data 
gathering and 
analysis


	� Establish whether the accounting department has the right processes and technology tools to 
aggregate data and facilitate analysis and decision support.


	� Evaluate the efficiency and level of governance of systems.
	� Understand your organization’s data model and data strategy.
	� Assess any current integration projects and integration strategy.


Business alignment


Understand 
alignment 
of reporting 
and operating 
models


	� Does the internal reporting structure properly reflect how your organization is structured? What 
people are held accountable, and does this align with their respective roles’ responsibilities?


	� Seek opportunities to enhance management reporting and transaction processes, especially if 
these two areas are misaligned.


Activity Objective(s)


Governance and compliance


Understand 
the cost of 
reporting and 
controls


	� Review the most recent plan for the accounting function. Understand the financial reporting and 
control environment.


	� Understand what controls are in place to safeguard assets and cash.


Assessing the performance of the accounting function


Analytics and decision-making


Activity Objective(s)


Assess 
business 
challenges and 
accounting 
impact


	� Document and prioritize your findings regarding the accounting department’s role and capability 
to address the organization’s key business challenges and changes needed.


Conduct follow 
up stakeholder 
meetings


	� Share with stakeholders your perspective on the role you see accounting playing going forward 
and how it aligns to their needs. Gather and incorporate their feedback. Establish a regular 
meeting schedule, especially with the CEO and the board.
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Activity Objective(s)


Evaluate 
finance and 
accounting 
policies 


	� Ensure finance and accounting policies and procedures are appropriate.
	� Assess cash management and other treasury functions.


Assess 
quarterly close 
and reporting


	� Record to report and plan to actual: Is the close cycle reasonable?
	� Are reports to management and board effective and distributed in a timely way?


Consider 
tax function 
transformation 


	� Evaluate tax department capabilities and efficiency.
	� Understand opportunities to strengthen performance, including outsourcing.


Event-driven transactions


Assess 
transaction 
processing


	� Evaluate current levels of efficiency and effectiveness of transaction processing.
	� Evaluate use of and opportunities for shared services, outsourcing, and centers of excellence; 


begin review of current state of IT solutions’ capabilities to support operating model.


Transformations


Understand 
accounting 
operating 
model


	� Understand whether scope of CAO role is expanding to cover any nonfinancial shared service 
functions.


Conduct 
review of 
standard global 
automated 
processes


	� Conduct review to determine future-state IT solution strategy to support accounting operating 
model; begin to outline roadmap to execute the strategy.


	� Determine if there are opportunities to lower costs and increase efficiency and effectiveness 
through standardization.


	� Evaluate ongoing accounting IT projects.
	� Evaluate emerging disruptive technologies.


Business alignment


Assess staff 
skills and 
initiate talent 
management


	� Identify the team skills you will need, now and in the future, to make finance a strategic partner 
to company leadership.


	� Evaluate strengths (including high performers) and weaknesses against priorities and begin to 
plan how you will fill skills gaps.


	� Understand recruitment and retention capability; ensure there is a clear accounting professional 
career path (in balance with outsourcing and automation).
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Activity Objective(s)


Articulate vision 	� Update the accounting “vision” to clearly articulate the goals of your administration, establishing 
linkage to overall business strategy.


Identify 
lieutenants


	� Identify high performers who can help champion and drive your vision. Team members who are 
seen as leaders can support the transformation more efficiently than you can on your own.


Summarize 
areas for 
improvement


	� Develop your agenda, based on your learnings so far.
	� List the output of your assessment, identifying inefficiencies, skills gaps, unmet goals, and other 


weaknesses as well as opportunities.


Prioritize 
agenda 


	� Prioritize your list, including identifying quick wins and urgent tasks.


Complete 
and prioritize 
roadmap


	� Complete the roadmap developed from previous steps and prioritize the actions to address 
challenges and opportunities.


Transformation-
al growth


	� Understanding the changing talent landscape to make sure the organization can attract and 
retain accounting professionals and facilitate their professional development in a hybrid working 
environment


	� Understanding how sustainability and ESG is a profound transformational journey that can 
unlock organizational value.


Outline the vision for accounting – Select target opportunities and prepare 
a roadmap
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The information contained herein is of a general nature and is not intended to address the circumstances of any particular individual or entity. 
Although we endeavor to provide accurate and timely information, there can be no guarantee that such information is accurate as of the date it 
is received or that it will continue to be accurate in the future. No one should act upon such information without appropriate professional advice 
after a thorough examination of the particular situation.


The KPMG name and logo are trademarks used under license by the independent member firms of the KPMG global organization.
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Define & Enable Enterprise Vision & Strategy 


Activity Objective(s) Timing 


☐ Understand 
growth and 
financing 
strategies 


• Understand the company’s business model and growth strategy (e.g., 
organic versus inorganic) during your key stakeholder meetings. 


• Analyze financial targets and strategy to achieve the targets. 


• Become familiar with the company’s portfolio of investments and 
other financing. 


Days 1–20  


☐ Assess company 
health and 
historical 
performance 


• Review current and historical state of company’s financial health (e.g., 
cash flow health, trends in revenue growth, profitability, liquidity, and 
debt levels). 


• Conduct internal and external benchmarking to gain insights on 
performance and competitive positioning 


• Identify company specific challenges that will be faced within first 
year. 


Days 1–20 


☐ Evaluate the 
collaboration and 
value finance 
brings to the 
business  


• Assess the level of collaboration, partnership, and perception 
between each business unit and finance. 


• Evaluate whether business leaders consult with finance leaders prior 
to making decisions or inform them after decisions are made. 


• Examine the effectiveness of the strategic planning process and 
identify ways to actively contribute as an integral participant 


Days 20–75  


☐ Address tax 
strategy  


• Conduct a comprehensive review of existing treasury processes, 
systems, and controls to understand current cash flow patterns, bank 
relationships, and exposure to financial risks. 


• Assess the company’s current treasury technology and identify 
potential upgrades. 


• Review the company’s current debt structure, including maturities, 
interest rates, and covenants. 


• Ensure that treasury policies and procedures align with best practices 
and current business needs. 


Day 45 
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Activity Objective(s) Timing 


☐ Address treasury 
strategy  


• Conduct a comprehensive review of existing treasury processes, 
systems, and controls to understand current cash flow patterns, bank 
relationships, and exposure to financial risks. 


• Assess the company’s current treasury technology and identify 
potential upgrades. 


• Review the company’s current debt structure, including maturities, 
interest rates, and covenants. 


• Ensure that treasury policies and procedures align with best practices 
and current business needs.  


Day 45 


☐ Understand 
alignment with 
company strategy  


• Test company incentives to ensure they drive the right behaviors and 
support the organization’s financial and performance goals. 


Day 75 


 


Empower your A-Team 


Activity Objective(s) Timing 


☐ Identify key 
stakeholders 


• Prepare an inventory of key stakeholders, including the CEO and 
other top management, board, functional leaders, and business unit 
heads, as well as external ones such as institutional investors, 
earnings analysts, and activist investors. 


Days 1–15 


☐ Conduct initial 
stakeholder 
meetings 


• Begin meeting with stakeholders to understand the company’s 
business, challenges, and the role the finance department is currently 
playing in addressing challenges and opportunities. 


Days 15–45 


☐ Conduct follow-up 
stakeholder 
meetings 


• Share with stakeholders your perspective on the role you see finance 
playing going forward and how it aligns to their needs. Gather and 
incorporate their feedback. Establish a regular meeting schedule, 
especially with the CEO and the board. 


Days 45–75  


☐ Assess business 
challenges and 
finance impact 


• Document and prioritize your findings regarding the finance 
department’s role, current talent, and resource capability to address 
the organization’s key business challenges and changes needed. 


Days 45–75 


 


Manage Compliance and Risk Obligations 


Activity Objective(s) Timing 


☐ Understand audit 
process and 
relationships 


• Begin regular meetings with the audit committee chairman and 
auditor to understand risks, effectiveness of controls, and other 
issues raised in past audits; understand their expectations.  


Days 1–20 


☐ Assess fraud risk 
management 


• Examine status and effectiveness of current fraud risk management 
programs, including cybersecurity. 


• Obtain a comprehensive understanding of the current training and 
preparation programs provided to employees to enhance their 
awareness of fraud. 


Days 20–50  
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Activity Objective(s) Timing 


☐ Conduct enterprise 
risk management 
assessment 


• During stakeholder meetings, understand the company’s enterprise 
risk management history, practices, and plan. Assess the congruity 
with your expectations and experience. 


• Conduct an assessment to evaluate whether current risk reporting 
mechanisms and mitigation plans meet expectations in identifying 
sources of risk. 


Days 20–50 


☐ Rationalize and 
monitor controls 


• Understand if the organization’s controls environment is effective and 
efficient. 


Days 20–50 


☐ Assess regulatory 
reporting and 
compliance 


• Determine whether external reporting obligations are being met on a 
timely basis. 


• Investigate the current state of internal financial controls (e.g., 
segregation of duties, financial close process, cash management 
practices, tracking of KPIs, etc.). 


• Identify upcoming changes in external financial reporting 
requirements that could directly impact the organization. 


Days 30–50 


☐ Review tax 
compliance and 
dispute resolution  


• Understand tax filing deadlines and execution. 


• Evaluate existing and potential disputes, examine historical filings, 
correspondence, and ongoing audits. 


• Stay informed about tax law changes, proactively address issues, and 
collaborate with legal and financial teams to prepare for negotiations 
or litigation. 


Days 30–50 


☐ Manage and assess 
risk around AI 
adoption  


• Enhance current or develop a new responsible AI framework (e.g., 
foundational principles, commitments, and taxonomies) to account for 
the unique risks presented by generative and agentic artificial 
intelligence while sustaining scalability and flexibility. 


Days 30–50 


☐ Optimize 
Compliance and 
Risk with AI 


• Assess usage of AI integration for fraud & operational risk 
management activities such as automated compliance monitoring and 
automated data anomaly & fraud detection. 


• Evaluate usage of AI integration for enterprise risk activities such as 
automated risk profiling and contract risk analysis and interpretation. 


• Identify opportunities to improve control environment through AI 
automation and continued controls testing. 


Days 30–50 


 


Assess your Function 


Activity Objective(s) Timing 


☐ Understand the 
cost and value 
delivered by the 
finance function  


• Review the most recent plan for the finance function (e.g., Cash Flow, 
Accounting practices, and Audit concerns). Understand how and 
where costs are incurred. During stakeholder meetings, inquire 
whether company leaders are aware of the value of finance and if 
costs are transparent for services provided. 


• Evaluate impact and potential benefit of AI on enterprise strategy, 
business model, operations and workface. Specifically, assess how AI 
can empower your vision by identifying areas where adoption can 
improve productivity & increase profitability. 


Days 20–30  
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Activity Objective(s) Timing 


☐ Compare functions’ 
performance to 
competitors 


• Benchmark function against peers across key efficiency metrics (e.g., 
total finance costs as a percentage of sales, # of manual journal 
entries, etc.). 


Days 20–30 


☐ Examine finance 
delivery model 


• Evaluate use of and opportunities for shared services, outsourcing, 
and centers of excellence; begin review of current state of IT 
solutions’ capabilities to support delivery model. 


• Determine whether scope of CFO role is expanding to cover any 
nonfinancial shared service functions. 


Days 20–30 


☐ Evaluate finance 
and accounting 
policies  


• Ensure finance and accounting policies and procedures are 
appropriate with compliance and regulatory requirements. 


• Evaluate alignment with main business objectives and benchmark 
policies against industry best practices. 


• Assess cash management and other treasury functions. 


Days 30–50 


☐ Assess staff skills 
and initiate talent 
management 


• Identify the modern skillsets you will need, now and in the future, to 
make finance a strategic partner to company leadership. 


• Evaluate strengths (including high performers) and weaknesses 
against priorities and begin to plan how you will fill skills gaps. 


• Identify opportunities to upskill your talent to meet current and future 
needs via L&D curriculum (e.g., data & analytics tools and AI trainings) 
or rotational programs. 


• Review recruitment and retention capability; ensure there is a clear 
finance professional career path (in balance with outsourcing and 
automation). 


Days 30–50 


☐ Assess month-end 
/ quarterly close 
and reporting 


• Identify inefficiencies observed during the recent financial closing 
cycle and prioritize AI use cases that streamline processes by 
automating data collection, reconciliations, reporting, and predictive 
analytics to enhance efficiency, reduce manual effort, and improve 
accuracy in financial close activities. 


• Evaluate current levels of efficiency and effectiveness of transaction 
processing. 


• Transact-to-report and plan-to-act: Is the close cycle reasonable? 


• Are reports—to management and board—effective and distributed in 
a timely way? 


At Close 


☐ Conduct review of 
standard global 
automated 
processes  


• Conduct review to determine future-state IT solution strategy to 
support finance operating model, including opportunities in digital 
labor, mobile technologies, and cloud enterprise resource planning; 
begin to outline roadmap to execute the strategy. 


• Determine if there are opportunities to lower costs and increase 
efficiency and effectiveness through standardization. 


• Evaluate ongoing finance IT projects. 


Days 50–60 
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Activity Objective(s) Timing 


☐ Consider tax 
function 
transformations 


• Assess tax department capabilities and efficiency. 


• Understand opportunities to strengthen performance, including 
outsourcing. 


• Identify potential gaps in state of tax compliance, reporting and data 
management. 


• Meet with tax department leaders, finance team members and other 
relevant stakeholders. 


• Explore tax software and ERP systems to improve functionality. 


Days 60–70 


☐ Optimize Financial 
Operations with AI 


• Explore AI / bot opportunities to optimize function efficiency & 
accuracy in the following areas: 


- Finance Control: Automation of financial close, intelligent 
reconciliation, and intelligent transaction processing through AI 
empowered GL analysis to increase efficiency, speed, and 
standardization of accounting processes and AR/AP functions. 


- FP&A: Intelligent forecasting analysis, anomaly detection, cost 
management optimization and predictive analysis, and peer 
analysis to gain enhanced trust in data, speed of analysis, and 
quality of content created by FP&A team. 


- FinOps: Development of RPAs for invoice matching, email 
monitoring for customer/vendor inquiries, and contract drafting to 
decrease repetition of manual tasks. 


Days 45–75 


 


Understand Data to Drive Insights 


Activity Objective(s) Timing 


☐ Assess alignment 
of operational 
systems with 
financial goals 


• Understand how the operating model, including the analytic and 
decision infrastructure, is aligned with financial targets. 


• Ensure key performance indicators are defined based on the 
organization’s vision and strategy. 


Days 20–40 


☐ Understand 
enterprise data 
management 
strategy 


• During stakeholder meetings with information technology (IT) function 
members, understand how the organization manages data so that you 
can assess the company’s maturity and data integrity. 


• Conduct a review of current data to ensure it is complete, accurate, 
and of high quality to drive outcomes with business ready data sets. 


• Understand current Data Governance framework to ensure accuracy, 
security, and compliance are maintained. 


Days 20–40 


☐ Assess data 
gathering and 
analysis 


• Establish whether the finance department has the right processes 
and technology tools to aggregate data and facilitate analysis and 
decision support. 


• Ensure tools are tracking appropriate financial and nonfinancial 
metrics to measure success toward financial targets. 


• Evaluate the current utilization of AI within the organization, and the 
proficiency of team members in leveraging AI tools to identify gaps in 
skills or usage that may hinder productivity and innovation. 


Days 40–60 


☐ Analyze 
profitability  


• Understand the company’s products, markets, customers, and 
pricing, including strengths, weaknesses, and trends. 


Day 60 
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Activity Objective(s) Timing 


☐ Assess sales, 
operations, and 
financial budgeting 
and forecasting 


• Evaluate whether forecasts and budgets are meaningful and accurate. 


• Analyze the effectiveness of the operational planning and forecasting 
processes to help drive business performance. 


Day 75 


 


Drive your Vision 


Activity Objective(s) Timing 


☐ Articulate vision • Refine the finance “vision” to clearly articulate the goals of your 
administration, establishing linkage to overall business strategy. Here 
are a few questions to keep in the back of your mind: 


- Who are the key individuals crucial to the organization’s future 
success, and who should be included in the finance leadership 
team? 


- Which processes and activities have been digitized, and where is 
more technology needed? 


- Where should change be actively pursued? 


• Identify and strategically link initiatives for measurable value. 


Day 75 


☐ Identify lieutenants • Recognize high performers who can help champion and drive your 
vision. Team members who are seen as leaders can support the 
transformation more efficiently than you can on your own. 


Day 75  


☐ Summarize areas 
for improvement 


• Develop your agenda, based on your learnings so far. 


• List the output of your assessment, identifying inefficiencies, skills 
gaps, unmet goals, and other weaknesses as well as opportunities. 


Days 75–90 


☐ Prioritize agenda  • Prepare for and guide finance leadership through strategic discussions 
– defining future state aspirations, desired capabilities, critical 
enablers and North Stars. 


• Prioritize list of initiatives to enable future state aspirations by 
identifying roadmap of quick wins and longer- term initiatives. 


Days 75–90 


☐ Complete and 
prioritize roadmap 


• Complete the roadmap for transformation developed from previous 
steps and prioritize the actions to address challenges and 
opportunities; consider potential roadblocks and develop plans to 
address them. 


• Engage people at all levels of finance and make them feel they are 
active partners in owning the vision, so they continue to be motivated 
to execute the roadmap. 


• Consider change management strategy and plan to enable future 
state roadmap. 


Days 90–100 
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