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In recent years, we have seen significant changes in the business world, especially in finance teams. 
In this department, many tasks were predominantly manual and added little value, relegating finan-
ce teams to a primarily retrospective role.

However, thanks to digitisation and automation, this situation is changing, allowing finance teams 
to focus more on strategy and contribute much more value to the business. We are experiencing a 
paradigm shift that has transformed, or is transforming, the finance team into a group with a futu-
re-oriented vision, and the chief financial officer as a leader of change within the company.
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The CFO, right-hand to the 
CEO
There is no doubt that the role of the CFO is 
constantly evolving as part of a process that 
began some time ago, where they have mana-
ged to establish themselves as key leaders and 
guarantors of growth, while also strengthening 
their bond with the CEO, creating a relationship 
that tends to become increasingly close.

So much so, that they have become what 
can be defined as their “intellectual partner”, 
allowing them to take on leadership in internal 
change management, interacting and involving 
the rest of the key departments, while directly 
managing the relationship with the Board of Di-
rectors of the organisation and likewise with its 
shareholders.

The CFO has a complete vision of the company, 
crucial for developing its strategy.

CFOs have a differential advantage that sets 
them apart from the rest and helps them fulfil 
their “new” responsibilities, that is their 360-de-
gree view of the company. This allows them to 
understand the key variables of the business 
and thus facilitate quantifying the effect that 
each of the strategic decisions that may be 
adopted could have, and likewise be responsi-
ble for their implementation.

We can define their figure as that of a “drone” 
that visualises the movements of the organi-
sation “from above”, giving it a comprehensive 
perspective, while also allowing it to keep sight 
of the most relevant parameters when defining 
and implementing the company’s overall stra-
tegy.

All this, without neglecting the development of 
their “more traditional” functions, where the digi-
tisation and automation of a large part of their 
department’s tasks have allowed them to make 
this “leap” and thus add their new responsibilities.

01. The role of the CFO in the 
company’s business strategy
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The increasingly 
cross-functional role
for the CFO
Another area where their role is becoming 
increasingly relevant is in everything related to 
“non-financial profitability,” mainly in leading 
the organisation to achieve greater respect for 
the environment and sustainability. This is not 
something we can define as a trend but rather 
as an obligation, which influences all areas of 
the company, including finance.

It represents a real demand from society, reflec-
ted at the company level in the incorporation of 
ESG criteria, referring to environmental, social, 
and corporate governance factors, which are 
becoming increasingly decisive when making 
investment decisions. 
This is something that cannot escape the CFO’s 
function.

The development of these new roles involves 
a “cross-functional” approach by the CFO, in-
teracting with the rest of the organisation’s de-

partments. For example, the CFO should colla-
borate with the Director of Human Resources to 
understand and enhance the company’s work 
environment, as well as with the Quality & Envi-
ronmental counterpart for the implementation 
and monitoring of ESG criteria. Additionally, co-
llaboration with the Chief Information Officer 
(CIO) is essential for all aspects related to digital 
transformation. 

“The CFO of the future 
will play an increasingly 
strategic role.”

In summary, the CFO of the Future will play an 
increasingly strategic role, serving as a link 
between the CEO of the company and the 
shareholders. Their central objective will be the 
creation of VALUE (in capital letters). Therefore, 
it would not be surprising if in a few years their 
role transitions towards that of a CVO (Chief Va-
lue Officer), as ‘finance’ will only be an important 
part of their main functions.

The CFO as a leader of
digital transformation
in their company

Now, when we talk about leading change, we 
are not referring to the economic and finan-
cial planning of the company or the proactive 
management of risks, both of which remain 
inherent to the functions of a CFO. Instead, we 
mean “taking it a step further”, in aspects such 
as digital transformation and the impact it has 
on the business.

For this, they must experiment with the use of 
new technologies and tools, initially in the fi-
nance department, and then, after acquiring 
the necessary experience, be able to “share” 
the work done with the rest of the organisation.

In this way, their objective is to use these tech-
nological advances as a “lever” for designing 
new processes that are more agile and strai-
ghtforward, thereby allowing different stake-
holders in the organisation to dedicate more 
time to developing tasks that generate greater 
added value in key business areas.

“Technology optimises 
processes, freeing up 
time for tasks of greater 
value and impact on the 
business.”
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The evolution of the 
CFO’s role

We could say that in the past, the CFO’s vision 
was oriented towards ‘looking back,’ that is, 
analysing what had already happened. This has 
taken a 180-degree turn in the present, as the 
focus now is on finding a position that allows for 
‘looking forward,’ not only regarding the com-
pany’s present but primarily its future.

Thus, the finance department has transitioned 
from being perceived as a ‘necessary evil’ to 
being redefined as a ‘strategic partner,’ where 
the Chief Financial Officer, in coordination with 
the CEO, actively participates and interacts with 
the rest of the organisation. 

The CFO must pay special attention to everything 
related to data management and its conversion 
into knowledge, as this is a key aspect for the 
fulfilment of their role. A good handling of infor-
mation, whether financial or not, will be of even 
greater relevance for generating value in the 
medium and long term for the company.

The CFO as a new 
technological leader
For this, in their new role, the CFO has to get 
involved (and in many cases lead) the digital 
transformation of the company, assessing and 
understanding the needs of the other mem-
bers of the company, providing the necessary 
technological tools to make this change a reality.

We’re no longer talking about digital transfor-
mation being an option, but rather it’s a ne-
cessity that must be undertaken by the CFO, 
maintaining a complete and strategic vision at 
all times. It’s necessary for them to acquire new 
knowledge and skills that allow them to un-
derstand the impact that new technologies can 
have on the business.

Artificial intelligence, blockchain, robotic pro-
cess automation (RPA), machine learning, are 
some of them, which will soon become part of 
the day-to-day management by the Chief Fi-
nancial Officer, but not only in their own depart-
ment, as their impact also extends to the other 
areas of the company. 

The CFO must pay special attention to 
everything related to data management and 
its conversion into knowledge, as this is a key 
aspect for the fulfilment of their role. A good 
handling of information, whether financial or 
not, will be of even greater relevance for gene-
rating value in the medium and long term for 
the company.

As we’ve discussed in the first point, the role of 
the CFO is undergoing significant evolution, as 
part of a process that began years ago and is in-
creasingly moving towards acting as a “strategic 
partner” to the CEO of the company, while also fa-
cilitating and collaborating directly and across all 
departments.

It’s no secret to say that the main “ally” for this 
change to occur has been technology itself, and 
more specifically, everything related to digitisa-
tion and automation of the (traditional) tasks in the 
finance department.

02. The future role of the CFO
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An increasingly 
strategic role

It’s important to “break” the perception that 
their work is almost exclusively limited to finan-
cial reporting, which often only attempts to ex-
plain what has happened. Instead, they should 
shift towards analysing data to discover and 
understand the future of the business.

The goal is not only to generate new insights 
for different areas of the company but also to 
reinforce their role as a change leader within 
the organisation. They have an advantage over 
others because of their understanding of the 
business and how changes in its key variables 
can affect it. This enables them to measure the 
impact of each action they take.

The importance of soft skills 
in the role of the CFO
Now, an aspect that is often overlooked and di-
rectly impacts the CFO’s work is related to the 
management of what are called “soft skills,” 
where it’s not coincidental that their figure is 
associated with someone focused on cost con-
trol (sometimes exhaustively) and who is also 
often resistant to taking new risks, where em-
pathetic communication is not always one of 
their best-characterised skills

We must not forget that people are fundamen-
tally emotional beings with the ability to reason, 
and therefore, managing emotions is a quality 
of significant importance for the success of any 
CFO in managing their tasks. 

Consequently, emotional self-management be-
comes a key aspect, which often remains one of 
the areas for improvement for the Chief Finan-
cial Officer (CFO) in the future. It is in the mana-
gement of organisational change where their 
figure can provide the most value, making it es-
sential to incorporate these attributes.

Furthermore, to become a “facilitator” and pri-
mary collaborator of the CEO, it is not only ne-
cessary to manage the material needs of other 
areas of the company, but also (and more im-
portantly) to manage emotions and provide so-
lutions to the natural resistance to change that 
is ingrained in our DNA, especially in situations 
where we must confront a new scenario that 
involves altering our current situation.

Finally, their role as a flagbearer and leader of 
change within the organisation, combined with 
the development of a strategic function to su-
pport the CEO of the company, should allow for 
the generation of necessary synergies. This will 
enable the CFO of the future to build a stron-
ger bond with the company’s clients, unders-
tanding and meeting their needs, and acting in 
coordination with the rest of the company.

“The role of the CFO 
continues to evolve towards 
a position of greater 
relevance and strategic 
focus within the company.”

In summary, the evolution of their role is a pro-
cess that has not yet concluded and will allow 
the CFO of the future to have greater relevance 
in performing their functions, becoming a stra-
tegic asset for achieving the company’s objec-
tives. Therefore, their future could not be more 
promising.

Digitisation is no longer an unstoppable pheno-
menon that has “accelerated” the pace of chan-
ge in recent years. For companies, it has ceased 
to be a differential factor to become the central 
axis around which their strategy must pivot, 
regardless of size or sector. 

We are undoubtedly experiencing the greatest 
technological revolution in history, where the 
conversion from physical to digital takes on a 
priority and necessary role to ensure the com-
petitiveness and growth of every company, 
and in some cases, even its survival.

However, it is important not to lose sight of the 
fact that technology is not an end in itself, but 
rather a means that should enable us to 

successfully carry out the redesign and sub-
sequent digital transformation of a large part 
of current tasks and processes, so that they 
become more agile and straightforward in the 
future, thereby achieving a higher level of com-
petitiveness.

At the same time, it is essential to consider that 
digitisation does not distinguish specific areas 
or professions, as it affects the entire com-
pany in a cross-cutting manner.  Therefore, it 
becomes critical for the management of the 
company to both understand its scope and to 
effectively communicate the impact its chan-
ges have on all members of the organisation.

03. How digitisation impacts 
the role of the CFO
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The role of the CFO in the 
overall transformation
of the company

And this is where the CFO becomes highly rele-
vant, as they have the necessary capabilities to 
lead the digital transformation process, having 
a “competitive advantage” that sets them apart 
from the rest, which is nothing more than the 
knowledge they possess about critical varia-
bles of the business and how they interact with 
each other. Thus, they can provide a compre-
hensive view of the company and at the same 
time, carry out optimal risk management.

The first step: digitising their 
own department
It is important not to forget that it is your own 
team who often bears an excessive burden of 
manual and often repetitive work, so without 
a doubt, managing a process of digitisation by 
the CFO must begin within their own depart-
ment, through the introduction of new solu-
tions, such as robotic process automation (RPA), 
artificial intelligence, or data analysis (big data).

Applying this across
the organisation
Acquiring this knowledge enables them to be-
come the transformative agent and “apply” si-
milar actions throughout the rest of the organi-
sation. They can also identify the main “barriers” 
to overcome for successfully carrying out a 
process of this nature, pinpointing the causes 
of natural resistance to change and determi-
ning the best solutions to implement, which 
often depend on the particular culture of each 
organisation.

“The CFO is key to leading 
the digital transformation 
thanks to their knowledge 
of critical business variables. 
This enables them to 
provide a comprehensive 
vision and effectively 
manage risk.”
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The key to success lies in 
identifying the needs 
and managing the 
team efficiently  
Generally, we tend to think that our ability to 
adopt new technology happens much faster 
than it actually does. Additionally, these changes 
alter our habits, which is something that people 
don’t naturally accept because we perceive the 
unknown as a “loss” of the way we are accusto-
med to doing things, leading to rejection.

Once again, soft skills play a 
crucial role

Therefore, it is essential for the CFO to proceed 
to identify what needs to be covered, mainly 
concerning personal skills. Here, we are not ex-
clusively referring to the incorporation of new 
knowledge about the functioning of a tech-
nological solution, but rather to managing the 
emotions of those involved in the change. Ad-
ditionally, it is necessary to incorporate other 
“soft skills” as key factors in the organisation, 
such as flexibility or empathy, to mention just 
the main ones. 

As for technical skills, the so-called “hard skills,” 
it becomes critical for the CFO to achieve coor-
dination and teamwork with the CIO (Chief In-
formation Officer) of the company, integrating 
both areas. Their partnership becomes a key 
factor in driving digital transformation within 
the organisation. 

It is worth noting that the CIO becomes the 
CFO’s reference partner in this change process, 
where their involvement goes beyond mere 
analysis, approval, and subsequent monitoring 
of ongoing digital initiatives, exceeding “the te-
chnological,” as the CIO is the best “influencer” 
both within the company’s Board of Directors 
and in the internal management of the process.

A key factor to achieve in coordination between 
both is to determine which metrics to use to 
measure the return on investment (ROI), as tra-
ditional indicators may not accurately express 
the tangible and mainly intangible value crea-
ted in a digitisation project.

A paradigm shift: from 
short-term profitability to 
long-term value creation

It becomes relevant not to focus solely on 
achieving short-term profitability, but rather on 
long-term value creation. It’s important to re-
member that the expected return goes beyond 
monetary terms, as a digitization process aims 
to create value and a digital culture that ensu-
res the company’s competitiveness.
 
In essence, it’s more valuable to start talking 
about effectiveness rather than efficiency, as 
the main beneficiary of a successful relations-
hip between the CFO and the CIO is nothing 
more or less than digitisation itself.

“The evolution of the CFO 
towards a more strategic 
role enables them to take 
on a new challenge and 
become the best candidate 
to exercise leadership.”

In summary, the evolution of the CFO towards 
an increasingly strategic role allows them to 
take on a new challenge and thus become the 
best candidate to lead the internal process of 
transitioning from physical to digital, posses-
sing the necessary skills to ensure the viability 
and growth of the business.

Is the CFO ready to lead this transformation and 
thus become the “flagbearer” of change?
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As the role of the CFO evolves towards a more 
strategic position, their new responsibilities in-
creasingly complement those of the CEO, ma-
king it increasingly common for them to be 
considered the “number 2” in the company, 
with the possibility of assuming new responsi-
bilities and eventually becoming the natural in-
ternal successor.

There is no reason why the CFO cannot achieve 
this goal, and while it has been more of an ex-
ception than a rule so far, this situation is chan-
ging over time, becoming much more com-
mon.

The new challenges 
of the CFO
In this way, the CFO must direct their manage-
ment, not only from the financial prudence that 
is part of their DNA but also focus on the grow-
th of the business itself, something that must 
be reconciled with the development of their 
traditional functions, which means a change 
of mindset, balancing responsibilities and pur-
suing only the most relevant opportunities. 

The positive aspect is that the CFO has the ad-
vantage of possessing knowledge of the main 
variables of the business, enabling them to 

provide a comprehensive view of the company 
and also understand which risks are accep-
table and how to manage them. This situation 
strengthens their relationship with the CEO, as 
it allows them to act as a kind of “counterbalan-
ce” to any growth-focused approach the CEO 
may have, facilitating the achievement of the 
company’s strategic objectives.
 
In other words, we can say that the CFO makes 
greater use of the “left side” of their brain, which 
is associated with rational thinking, an aspect 
that is fully compatible with some of the func-
tions performed by the CEO.

What are the challenges to 
overcome to assume the
position of CEO?
Now then, the path to becoming the natural 
successor is not without risks, nor is it devoid 
of improvements to be made by the CFO. Con-
tinuing with the analogy of the brain, the diffe-
rences arise when we observe how they ma-
nage their right hemisphere, or in other words, 
everything related to emotions and non-verbal 
aspects of communication, which often repre-
sent one of the “pending subjects’’ for improve-
ment on their part.

04. The CFO, the future CEO of the 
company?
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The CFO is increasingly playing a cross-functio-
nal and strategic role. With a 360-degree view 
of their company, they are the favourite candi-
date to take on these new functions.

However, to adapt to their new responsibilities, 
the CFO needs to develop more skills than they 
used to need in their more ‘traditional’ role.

In addition to focusing more on non-financial 
profitability, they can also impact their orga-
nisation by embodying the leader of digital 

transformation, not only in their department 
but throughout the entire company. To carry 
out these far-reaching projects, it is essential for 
them to work on their soft skills and have emo-
tional intelligence to empathise with the team 
- often resistant to change - and convince them 
to embark on this major shift towards digitiza-
tion and process automation.

Working on soft skills and 
communication

Focusing on understanding and coordinating 
the emotional competencies of the people 
with whom they interact, not only limited to 
their direct team members, represents a criti-
cal condition for them to achieve in the process 
of transforming their role to eventually assume 
the position of CEO in the future.

Moreover, they have the advantage of being 
able to gradually incorporate these new im-
provements as they carry out their CFO duties, 
particularly when it comes to soft skills, such as 
those related to communication. In this aspect, 
it becomes more important to communicate 
what is expected to happen in the future, be-
yond simply explaining what has happened in 
the past. Similarly, when it comes to taking on 
new leadership responsibilities, this skill set be-
comes increasingly relevant.

Evolving from leading the 
financial team to leading 
across departments
With regard to this last point, the CFO must 
achieve, from an internal perspective, a posi-
tion of cross-functional leadership, interacting 
with the different department heads ranging 
from the Quality Director to the Marketing de-
partment, with the aim of reaching consensus 
on the steps to be taken and thus achieving the 
strategic objectives established by the com-
pany.

Their leadership is not limited to what happens 
internally but also involves assuming and inter-
vening in relationships with stakeholders, that 
is, with anyone who has any interest and im-
pact on the organisation and the results of its 
actions.

Expanding experience and 
knowledge beyond the
financial realm
Likewise, a key aspect of improvement is to 
broaden their experience and knowledge 
beyond the finance department, not only in 
terms of business management but also in 
other areas such as manufacturing processes 
or procurement, to name just a few examples.

However, there is a distinction between the inter-
nal analysis that the CFO can conduct regarding 
their priorities and areas for improvement, and 
the perception that CEOs may have of this, as their 
figure is often primarily associated with functions 
inherent to the finance department, which repre-
sents another internal resistance to overcome.

“The modern CFO focuses 
on strategy and value, 
seeking innovation and 
growth for the company 
and its team.”

In summary, we are referring to an empowered 
CFO, whose role is increasingly linked to value 
creation and company strategy, where ‘finance’ 
will only be one important part of their func-
tions. Therefore, it is essential for them to adopt 
a new mindset focused on innovation and 
growth opportunities, both for the business 
and the people within their organisation.

Will they be able to meet the challenge of beco-
ming the natural successor to the CEO?

05. Conclusion
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