
MODERN  
FINANCE  
IN THE  
DIGITAL  
AGE



01

MODERN FINANCE IN THE DIGITAL AGE

CONTENTS

03 INTRODUCTION

35 PROJECT FINANCIAL 
MANAGEMENT BEST 
PRACTICES

02 ABOUT  
THE REPORT 

31 PROCURE TO PAY  
BEST PRACTICES07 THE MODERN FINANCE  

ORGANIZATION

39 CHANGE MANAGEMENT 
BEST PRACTICES

11 REPORT  
AND COMPLY  
BEST PRACTICES

45 RETURN ON 
INVESTMENT (ROI)  
BEST PRACTICES

18 MEASURE AND  
RESPOND BEST 
PRACTICES

49 CONCLUSION: 
MASTERING DIGITAL 
TRANSFORMATION

26 PLAN AND PREDICT  
BEST PRACTICES

50 CONTACTS



02

MODERN FINANCE IN THE DIGITAL AGE

ABOUT THE REPORT

Modern Finance in the Digital Age is a research report commissioned 
by Oracle in collaboration with Financial Executives Research 
Foundation (FERF), the research affiliate of Financial Executives 
International. The report explores the new finance best practices CFOs 
are adopting in the Digital Age to create modern finance organizations 
better equipped to support more agile, technology-enabled business 

models and stronger C-suite collaboration. The research was shaped 
by in-depth interviews with over 20 leading CFOs, finance executives, 
and third-party experts from across all major global geographies.  
Thanks to all participants and to the following individuals in particular 
for their time and insight (listed alphabetically, by organization): 

 + David A. Axson, managing director, 
Accenture Strategy, Finance & 
Enterprise Performance (US)

 + Les Stone, managing director,  
Accenture Strategy, Finance &  
Enterprise Performance (US)

 + Peter Hovenier, CFO,  
Boingo Wireless (US)

 + Kristin Klingvall, controller,  
California Academy of Sciences (US)

 + David Pleasance, senior partner,  
Deloitte Consulting LLP (US)

 + Drew Scaggs, principal,  
Deloitte Consulting LLP (US)

 + Clare Swindell, group  
finance director, dunnhumby (UK)

 + Gary Simon, group publisher,  
managing editor, FSN Newswire (UK)

 + Gebhard Rainer, former EVP and CFO,  
Hyatt Hotels Corporation (US)

 + Ken Judd, CFO, Keste, Inc. (US)

 + Dan Knutson, EVP and CFO,  
Land O’Lakes (US)

 + Fabio De Felippis, financial  
controller, Nufarm S.A. (Argentina)

 + Keith Kravcik, EVP and CFO,  
Ovation Brands (US) 

 + Loren Mahon, vice president,  
global finance systems,  
Oracle Corporation (US)

 + Corey West, SVP, corporate controller, 
and chief accounting officer, Oracle 
Corporation (US)

 + Colm O’Higgins, CFO,  
SITA (Switzerland)

 + Anders Lilja, CFO,  
Skanska Sweden (Sweden)

 + Marcelo Gomes de Oliveira, CFO,  
Tecban (Brazil)

 + Allan Tait, vice principal and CFO, 
University of Melbourne (Australia)

About the Report



“By 2018, one third of the top 
20 market-share leaders will be 
significantly disrupted by new 
competitors that use the 3rd 
platform to create new services  
and business models.”

—IDC Predictions 2014 
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INTRODUCTION

Gartner calls them the “Nexus of Forces.” IDC says they 
constitute the “3rd Platform” for innovation and growth. No 
matter how you define it, cloud, social, mobile, and big data are 
changing the competitive dynamics of the global economy and 
creating significant value for companies that know how to 
create business models leveraging these technologies. 

According to new research by Deloitte 
and OpenMatters, the shift to digitally 
enabled business models is also influencing 
shareholder valuation strategies.1 
Investors are paying more for companies 
with business models that embrace and 
emphasize “intangible assets”—customer, 
human, and intellectual property—and 
leverage the wisdom of crowds to co-create 
products and services. The historic method 
of value creation matters less in today’s 
digital age: tangible assets, including plants, 
property, equipment, and financial assets, 

now constitute just 20 percent of total 
corporate value on the S&P 500, compared 
to 80 percent in 1975.2 CFOs who continue 
to allocate their company’s capital to 
tangible assets using previous generations 
of technology are putting their company’s 
management and shareholders at serious 
risk, generating lower levels of performance 
and enterprise value than digitally and 
big-data-savvy CFOs who are spending 
their organizations’ resources on building 
and mining intangible assets powered by 
today’s technologies. 

Introduction

1 Libert, Barry; Ribaudo, William J.; and Fenley, Megan Beck. “CFOS; Embrace Digital or Put Your Company’s Future at Risk,” CFO Journal, Wall Street Journal Online, July 28, 2014.
2 Ibid.



Impact of Digital Technologies
Transforming How Industries Create Value

US$1+ trillion in 
mobile  e-commerce 
revenue by 2017

US$17+ billion in 
big-data revenue 
by 2015

US$200+ billion in 
cloud services 
revenue by 2015

US$290+ billion in 
Machine-to-Machine 
revenue by 2017

Health Sciences
Personalized Medicine

Hospitality
“Above Property” 
Cloud Solutions

Communications
Machine-to-Machine 

Communications

Retail 
Commerce Anywhere 

on Any Device

Utilities
Smart Grids and 
Flexible Power 
Consumption

Asset Intensive
Flexible Capital 

Planning & 
Development

Financial Services
Online Banking & 
Mobile Payments
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“We believe that the shift to digitally enabled business models is very much a CFO issue and opportunity. First, CFOs are 
the stewards of corporate value; they have the finance background and understanding of market valuation of business 
models that is needed to comprehend the long-term implications of different business models. Second, they can act as 
catalysts of business model change due to their understanding of finance and growing oversight of IT strategy and 
investments. And most importantly, digital transformation provides CFOs with a significant opportunity to be leaders and 
strategists by rebalancing their investment portfolio into intangible assets that can help create more sustainable, valuable 
business models.”

—David Pleasance, senior partner, Deloitte Consulting LLP
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INTRODUCTION

Not surprisingly, change on this scale has 
produced new tensions as the C-suite attempts 
to prioritize competing initiatives to support a 
more customer-centric approach to business, 
and meet the growing demands of social-media 
marketing and an apparently inexhaustible 
clamor for data. It is becoming increasingly 
apparent that if organizations are to successfully 
navigate the challenges of the Digital Age, 
then the roles of the CEO, CFO, CMO, and 
CIO must coalesce around a new model of 

collaboration with the acquisition, maintenance, 
and consumption of data at its core.

Forward-looking CFOs understand these 
changing dynamics, and are moving 
quickly to create modern, technology-
enabled finance organizations better 
equipped to support more agile, digitally 
enabled business models and stronger 
C-suite collaboration. They recognize the 
need for new rules to measure, manage, 

invest, and report on changing sources of 
corporate wealth, and the demand for new 
finance best practices to benchmark the 
performance of their organizations in key 
processes that can drive value creation and 
organizational excellence. CFOs who master 
digital transformation are not only helping 
fulfill their mandate as the stewards of 
corporate value, but also placing themselves 
in a better position to potentially assume the 
CEO role when the time is right. 
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This research identifies the new best practices 
of modern finance organizations in five key 
processes critical to any finance function:

The research also examines how modern 
CFOs are adopting new best practices in 
Change Management and new ways to 
measure Return on Investment (ROI) in 
digital technologies to modernize the  
finance function.

“The CFO is the glue that brings 
everything and everyone together. 
In that role, you are the collaborator 
and the alignment person with the 
other C-suite executives to make sure 
that there are no gaps in strategy, in 
decision-making, in execution. No one 
else can really touch all the parts of the 
enterprise the way that the CFO can.”  
 
—Keith Kravcik, EVP and CFO,  
Ovation Brands 

Report and Comply

Measure and Respond

Plan and Predict

Procure to Pay

Project Financial  
Management

INTRODUCTION



“We’re really looking forward 
to having a state-of-the-art 
system that we can be proud 
of as a team. As a subsidiary 
of Tesco, we’ve got the unique 
opportunity to demonstrate  
how an ERP cloud service  
can benefit our business  
and potentially the wider  
Tesco Group.” 

—Clare Swindell, group finance 
director, dunnhumby
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THE MODERN FINANCE ORGANIZATION 

The Modern Finance Organization 

Modern CFOs are embracing their role as 
business catalysts and technology evangelists 
skilled in identifying organizational needs and 
partnering with other lines of business to 
support process excellence, better operational 
performance, and innovation. “The CFO has 
become a technology evangelist as a result of 
changes in the business model,” notes Gary 
Simon, group publisher, Financial Systems 
News Publishing Limited (UK). “CFOs 
are becoming both significant influencers 
and significant players, because they realize 
the importance of new technologies to 
value creation. This represents a shift in 
attitude from a grudging acceptance.” 
Indeed, Gartner’s 2014 CFO Technology 
Imperatives survey results reflect the 
stronger role CFOs have over technology 
decision-making, with roughly 50 percent 

of CIOs and CTOs now reporting directly to 
the CFO, while another 25 percent have a 
dotted-line relationship.3

Yet finance organizations are often the 
last to digitize operations, taking a back 
seat to customer engagement, sales, and 
marketing. In McKinsey’s 2014 Global 
Survey on digitization, executives reported 
that the largest share of their digital growth 
in the coming years will come from digital 
customer engagement, and their digital 
spending patterns reflect that focus. 
Automation of the back office ranked  
lowest, even though automation may 
significantly help businesses in sectors 
that are undergoing digital disruption by 
lowering customer transaction costs and 
boosting the bottom line.4 

3 “The CFO’s Technology Imperatives,” FERF Issue Alert, 2014.  
4 McKinsey & Company, “The Digital Tipping Point,” McKinsey Global Survey, April 2014. 
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Clare Swindell, group finance director at 
UK-based dunnhumby, understands the 
focus on customer engagement more 
than most. Her company is a pioneer in 
customer-data science, working with the 
world’s leading retailers to analyze data 
from more than 660 million customers 
worldwide. Yet until its recent upgrade 
to an ERP cloud service, Swindell’s 
organization hadn’t invested in digitizing 
the finance function to keep pace with 
dunnhumby’s rapid global expansion.

“We didn’t really have the tools to be 
able to provide the insight on our financial 
performance that we do with our clients’ 
customer data,” observes Swindell. “We 
wanted to be able to have regular, real-
time trend analysis, understanding how 
customers and markets are moving over 
time. We were limited in what we could 
do with our finance systems on our own 
performance in that regard.”

To begin that journey, CFOs must first 
estimate the value that is at stake. McKinsey 
recently calculated the impact of digitization 
on competitiveness, and shows that industry 
leaders that have embraced digitization 
across the entire enterprise have revenues, 
profit margins, and stock prices 20 to 30 
percent higher than digital laggards—not to 
mention a potential 50-percent increase in 
bottom-line benefits over a five-year period.5 
Throughout the digital transformation, 
CFOs must also drive cultural change by 
understanding what digital skills are needed 
for finance to thrive in the Digital Age, then 
use KPIs or digital scorecards to benchmark 
progress and measure value creation.

For the past five years, Gartner has asked 
CFOs to identify where there is room for 
technology improvement and the results 
are always similar: business intelligence, 
analytics, and performance management 
have always ranked among the top areas  
CFOs look to invest in. Yet in the 2014 
Gartner study, CFOs ranked the need to 
improve business applications in finance 
higher than analytics, by a margin of  
47 percent to 33 percent.6 

“CFOs have been dealing with aging systems, 
and there are new tools available to support 
enterprise processes, such as performance 
management,”7 explains John Van Decker, 
vice president of research, Gartner Group. 
“We believe the change in focus to business 
applications is due to the improvements that 
many business applications are experiencing 
with the embedded analytics and social and 
mobile capabilities that are getting built into 
modern business applications.”

5 Willmott, Paul, “Finding Your Digital Sweet Spot,” McKinsey Quarterly, Fall 2013. 
6 “The CFO’s Technology Imperatives for 2014,” FERF Issue Alert, 2014.
7 Ibid.

To succeed in the Digital Age, 
organizations must recognize the 
value of a holistic approach to digital 
transformation that can drive both 
operational savings and the flexibility 
needed to change business models or 
shift in and out of markets quickly.



Average Adopters Digital LeadersDigital Laggards

•  3% reduction in 
total cost base

•  20% increase in 
bottom-line benefit over 
the next 5 years

•  9% reduction in 
total cost base

•  30% increase in 
bottom-line benefit over
the next 5 years

•  20% reduction in 
total cost base

•  50% increase in 
bottom-line benefit over
the next 5 years

•  2.5× growth in 
digital sales

The Economic Impact of Digital Transformation
Unlock Potential Across the Entire Value Chain

Source: “Finding Your Digital Sweet Spot,” McKinsey Quarterly, Fall 2013.

The Economic Impact of Digital Transformation
Unlock Potential Across the Entire Value Chain

Source: “Finding Your Digital Sweet Spot,” McKinsey Quarterly, Fall 2013.

09

MODERN FINANCE IN THE DIGITAL AGE

THE MODERN FINANCE ORGANIZATION



10

MODERN FINANCE IN THE DIGITAL AGE

THE MODERN FINANCE ORGANIZATION 

Ken Judd, CFO at Keste, a Dallas, Texas-
based software solutions and development 
company, believes that CFO interest in 
modern business applications is also being 
driven by the fact that legacy systems are 
holding CFOs back from executing on new 
value creation strategies. “By their very 
nature, mainframes and legacy systems are 
different in that they are not very flexible, 
they are not adaptive, and they are not 
as easily changed as business strategies 
evolve,” Judd explains. 

“The CFOs we work with in fast-paced 
industries such as life sciences, high 
tech, and communications understand 
the value of investing in modern 
platforms and engagement models 
that allow them to re-engineer their 
business quickly using the latest cloud, 
mobile, or analytical applications.”  
 
—Ken Judd, CFO, Keste, Inc.

Adds Judd: “Modern applications on a 
digital platform are really designed to be 
implemented, maintained, and changed 
directly by the business user, whether that’s 
someone in finance or someone in sales 
driving a modern marketing campaign.” 

Re-engineering businesses quickly isn’t just 
a priority for CFOs in the high-tech or life-
sciences industries, however. Minneapolis-
based Ovation Brands owns a number of 
American restaurant chains, from Ryan’s and 
Tahoe Joe’s steakhouses, to Old Country 
Buffet and HomeTown Buffet. When Keith 
Kravcik joined Ovation Brands as executive 
vice president and CFO in 2013, the 
company was known as Buffets, Inc. and 
had already gone through two bankruptcies. 
Kravcik was brought on to help lead a total 
reinvention of Ovation, and is leveraging 
cloud-based financial and performance-
management applications to modernize his 
finance function and gain an enterprise-wide 
view of performance at its 300+ restaurants 
across the United States. 

“Reinvention is really having a whole new 
facility, a whole new way we showcase the 
food we serve at our restaurants,” explains 
Kravcik. “Finance is critical to that effort, 
from analyzing customer preferences to 
reducing the volatility that comes with 
being a part of the restaurant industry.” 
One of the main challenges Kravcik faced 
with Ovation’s legacy systems was around 
data proliferation and lack of insight. “We 
were data-rich but information poor,” he 
notes. “Our strategic objective was to 
revamp our systems to be able to have 
real-time data, which we will get with our 
ERP and planning and budgeting cloud 
solutions. I’m going to be able to change 
my people from scorekeepers to valued 
business partners who will look at that 
data and be able to do the financial analysis 
that we weren’t able to do before because 
we didn’t have the data.”



“Closing the books, reporting 
more efficiently … those are 
just table stakes for a modern 
CFO. You can’t ask for a more 
strategic role in the organization 
if you can’t deliver on the basics.” 

—Jeff Henley, vice-chairman  
of the board and former CFO,  
Oracle Corporation 
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The Report and Comply process includes: 

 + General ledger accounting
 + The financial close
 + Management reporting
 + Statutory consolidations
 + External reporting
 + Tax and regulatory compliance

What’s changed in the Digital Age? 

The classic report and comply function 
included a sequential series of highly 
fragmented manual processes that resulted 
in errors, staff overtime, and significant 
management anxiety. Today, modern ERP 
and planning and budgeting cloud services 
imbued with the latest social and mobile 
functionality can streamline the close process 
and speed reporting. In today’s competitive  
economy, it is critical that companies embrace 
task automation and collaboration through 
a well-orchestrated process that streamlines 
the entire record-to-report cycle.

The following best practices can  
help you modernize the Report and 
Comply process: 

1. Adopt a modern, technology-enabled 
close process

2. Speed “right-time” decision-making 
using standardized processes and a 
strong data governance model 

3. Leverage the cloud strategically to 
modernize finance  

BEST  
PRACTICE

#1  
Adopt a modern, technology-enabled 
close process 

Although the close process may not rank at 
the top of C-suite priorities, smart finance 
executives know that a well-designed, 
technology-enabled close has become  
a critical best practice by which modern 
CFOs and their teams are measured. 

Report and Comply Best Practices

REPORT AND COMPLY BEST PRACTICES



“In what I would call the classic close, nothing significant happens until the end of the month. I think where the 
move has been over the last few years has been towards a more modern close, where you cut off your subledgers 
and transactional systems early, then look at material transactions that may have happened between the date of 
that early close and the true month end. When you close this way, you can then redeploy finance staff to work on 
the financial planning and analysis component of the close.”

—Les Stone, managing director, Accenture Strategy, Finance & Enterprise Performance
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To become world-class, finance organizations 
need to evolve from a traditional close 
process in which the steps are sequential,  
to a modern, more strategic close that allows 
CFOs and their finance teams to perform key 
functions in parallel during the close process.

A company with a more nimble close process, 
for example, can take care of a significant 
number of account reconciliations outside the 
critical path of the close, rather than right in 

the middle of it, which is a traditional—and 
problematic—way to handle reconciliations. 

If you can achieve such efficiencies and  
modernize your close process, you can 
redeploy resources to planning and 
analytics, providing much greater value to 
the business. Modernizing and streamlining 
the close process also strengthens internal 
controls, reduces errors, and gives CFOs 
confidence in the numbers.

Integrating Acquisitions at Oracle

Legally combining companies is a very 
complicated process, especially for 
acquisitions governed by unique laws and 
regulations. The acquirer must roll in the 
acquired company’s legacy systems—
including vital operations such as accounts 
receivable and general ledger—without 
disrupting day-to-day operations.

REPORT AND COMPLY BEST PRACTICES



MASTERING M&A 

1. Simplify your operations 
as much as possible before 
embarking on M&A 

2. Centralize and automate 
governance of global chart of 
accounts and related hierarchies 
using modern data relationship 
management tools

3. Deploy modern, cloud-based 
systems with the latest  
social, mobile, and analytical 
features embedded

4. Implement shared services or 
centers of excellence that follow 
these key processes globally

5. Use big data and analytics  
to implement SLA integration 
metrics and measure  
M&A success
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REPORT AND COMPLY BEST PRACTICES

“One of the big challenges we faced is 
just the volume of acquisitions we’ve done 
since 2005,” notes Corey West, senior vice 
president, corporate controller and chief 
accounting officer at Oracle Corporation. 
“And those acquisitions themselves create 
significant challenges. Having a financial 
footprint and a business-process footprint 
that is run on a single instance and run on a 
single set of technology makes that process 
much, much easier.”

Oracle’s finance team is using Oracle 
Data Relationship Management (DRM) 
to centralize and automate governance 
of its global chart of accounts and related 
hierarchies, which helps the company 
lower costs and greatly reduces risk. This is 
especially important while acquisitions are 
transitioning from their original systems to 
maintain alignment and ensure consistency 
of reporting across Oracle’s business 
applications landscape.
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REPORT AND COMPLY BEST PRACTICES

BEST  
PRACTICE

#2   
Speed “right-time” decision-making 
using standardized processes and a 
strong data governance model 

The speed with which companies can access 
and act upon information has become a 
critical differentiator in today’s increasingly 
data-driven economy. Given the need for 
speed, real-time decision-making has been 
held up as an industry best practice, but what 
is the advantage of a decision made in real 
time if it turns out to be the wrong decision? 
What good is real-time information if it isn’t in 
the hands of the right decision-makers?

According to Accenture Strategy 
managing director David Axson, what sets 
apart today’s market leaders is “right-
time decision-making—providing the right 
information to the right decision-makers 
at the right time. It isn’t just about having 
any data at your fingertips, but having 
real-time data at the right time, whether 
you are a retailer evaluating credit risk at 
the point of sale, a bank evaluating credit 
risk during the loan-origination process, or 

a B2B exchange trying to determine the 
profitability of a relationship with a specific 
customer during an online transaction.

Based in Geneva, Switzerland, SITA is a 
world-leading specialist in air transport 
communications and IT solutions, with over 
450 airlines worldwide being customers 
and shareholders in the company. SITA 
simplified a complex and fragmented  
legacy IT landscape by consolidating 
multiple systems and implementing a  
global single instance of financial, BI  
and EPM applications. 

The company standardized on one data 
model for budgeting, forecasting, and 
planning with a single data store, to deliver  
a unified view of all financial and project data 
to improve control and decision support.
“SITA is in a very particular situation 
because many of the products we provide 
are mission-critical to our customers, and our 
customers are our shareholders,” explains 
Colm O’Higgins, CFO, SITA. “So we do not 
look at product performance exclusively from 
a financial perspective. However our portfolio 
needs to perform overall.” 

Before consolidating on a single ERP 
and EPM instance, a huge manual effort 
by SITA’s finance team was required in 
order to measure the actual profitability 
compared with the business case. “Now, 
we’ve put a discipline around that and have 
access to real-time data that allows us  
to review those business cases quickly  
and drive performance accordingly.”

“Data governance should definitely 
be on every CFO’s agenda. In my 
experience, poor data governance 
is one of the key reasons why 
ERP implementations fail. I made 
strong data governance one of the 
foundations of SITA’s Strategic 
Finance Systems (SFS) initiative, 
simplifying our chart of accounts 
down from 8,500 to 500, streamlining 
processes, and cleaning up the 
master data to ensure that our 
transformation project would be 
successful.”  
 
—Colm O’Higgins, CFO, SITA
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BEST  
PRACTICE

#3  
Leverage the cloud strategically  
to modernize finance

According to Gartner’s 2014 CFO Technology 
Imperatives survey, 81 percent of respondents 
forecast a move to the cloud for more than  
50 percent of their future transactions, 
including a number of financial applications.8 

Modern CFOs are increasingly turning to 
cloud-based financial management systems 
to replace legacy ERP systems, consolidate 
far-flung subsidiaries or business units, and 
deploy new functionality to complement  
on-premises systems. Using the cloud 
enables CFOs to redeploy the capital they 
save on IT maintenance and hardware to fund 
new business opportunities, and reassign IT 
staff to work on technology-led innovations. 

Nufarm S.A., the Latin American subsidiary of 
its Australian-based parent, was an early cloud 
adopter in 2005 and now uses a hybrid of 

both public-and private-cloud solutions to help 
drive its expansion in Argentina and across 
Latin America. “When we started Nufarm in 
Argentina, we were just 10 people and no 
IT department,” recalls Fabio De Felippis, 
financial controller at Nufarm S.A. “The main 
advantage of the cloud is that we can grow 
in revenues, but not in headcount.” 

Using a cloud service has allowed Nufarm 
to keep IT costs extremely low, even as the 
company expands aggressively into new 
markets. “Currently, our IT costs are equal 

to 1 percent of our revenues, which The 
Hackett Group defines as world-class,” 
notes De Felippis.9 “So not only are we 
able to reinvest our profits into growing 
our business, but with the cloud we don’t 
have to worry about finding skilled IT staff 
to support that growth. We can offload that 
cost and complexity to our service provider.”

Another important requirement of cloud 
financial management software is the 
ability to support process standardization 
and efficiency through workflow, social 
collaboration, analytics, and ease-of-
use to help manage increasing volumes 
without adding additional non-strategic 
and costly staff. The key is to understand 
the differences between first-generation, 
point solution software-as-a-service (SaaS) 
providers and established enterprise 
software vendors that provide unified cloud 
solutions. “Companies focus on financials 
but may lose sight of what the provider can 
offer them,” notes Drew Scaggs, principal, 
Deloitte Consulting LLP. 

REPORT AND COMPLY BEST PRACTICES

8 ”The CFO’s Technology Imperatives,” FERF Issue Alert, 2014.
9 “Finance Service Delivery: Increasing Agility, Enhancing Value,” The Hackett Group, 2012 Book of Numbers.

“We turned to a managed ERP 
cloud service to support our growth 
across Latin America. Today, we are 
a company with 55 employees and 
US$100 million in revenues, and we 
are on track to double that over the 
next five years.”  
 
—Fabio De Felippis, financial controller, 
Nufarm S.A.



“Today we have a platform to 
grow, to multiply the business 
five times over. Before, we 
didn’t have the capabilities to 
administer this type of rapid 
growth. So we looked to an 
ERP cloud solution to be a 
partner in our growth.” 

—Fabio De Felippis, financial 
controller, Nufarm S.A.

16

MODERN FINANCE IN THE DIGITAL AGE

REPORT AND COMPLY BEST PRACTICES

“You have to have end-to-end capabilities 
that are integrated. Think about procure-to-
pay and how it integrates with the accounts 
payable module in your core accounting 
system,” concludes Scaggs. 

Integration was a key driver in the decision for 
Los Angeles-based Boingo Wireless when 
it looked at a variety of cloud-based solutions 
for ERP and planning and budgeting. The 
global wireless access provider is realizing 
double-digit growth and wanted to modernize 
its finance operations with an integrated 
system to support that global expansion. 
“As we grow, we are looking to the future 
and how we can address our needs in 
areas such as intercompany transactions, 
business intelligence, and global compliance,” 
notes Boingo Wireless CFO Peter Hovenier. 
“We’ve relied so heavily on Excel that this is 
going to be an amazing transformation for us 
as a company. Both the business and finance 

teams are excited about the tight integration 
between the new ERP cloud system and 
the cloud-based Planning and Budgeting 
module.”

Embedded social collaboration is another 
innovation that can be accessed through 
modern, cloud-based ERP systems. These 
collaboration tools use conversational 
capabilities, similar to social media, 
embedded directly into the actual 
transactions to provide users with context 
and allow them to execute faster. “We’re 
seeing modern finance organizations 
increasingly leverage collaboration tools 
to get things done faster,” says Deloitte’s 
Scaggs. “It could involve mitigating 
something that doesn’t balance or verifying 
a number. Also, having the ability to attach 
work products so that people don’t have to 
dig through e-mails to make a decision or 
approve something is very important.” 



CFOs Embrace Moving Financial 
Applications to the Cloud

Travel Expense Management
42%
36%

Financial Reporting
41%
17%

Budgeting and Planning
38%
19%

Reconciliations
31%
11%

Board Books
28%
10%

SEC and XBRL Filings
18%
12%

Integrated Financial Management
47%
21%

Management Reporting
45%
17%

Source: “The CFO's Technology Imperatives for 2014," FERF Issue Alert, 2014.

2014

2013
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“Nearly every company I am working 
with today is dealing with a morass 
of inconsistently defined data that sits 
in multiple different systems around 
their organization. Their challenge is 
harnessing that data in a common, 
consistent, rapid manner, and also 
isolating the data that is truly important. 
Finance really needs to take on the role 
of being the synthesizer or the filterer of 
that information to actually determine 
what is important and what isn’t to 
speed the decision-making process.”  
 
–David Axson, managing director, 
Accenture Strategy, Finance and 
Enterprise Performance (US)
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Measure and Respond Best Practices 

The Measure and Respond  
Process includes:

 + Profitability analysis
 + Business Performance  

Measurement (BPM)
 + Risk management
 + Cash flow and investments
 + Cost management
 + Internal controls

What’s changed in the Digital Age?
 
According to a 2012 survey by Accenture, 
only one in four executives habitually 
relied on data as a source of inspiration for 
decision-making. The rest turned to instinct, 
intuition, or past track records—a strategy 
that can have disastrous results if the 
products you launch fail, the customers you 
serve aren’t profitable, or the deal you closed 
doesn’t deliver the expected synergies.

Today, finance has become the primary filter 
through which marketing, sales, HR, and 
other lines of business can extract value 
from the growing volumes of information 
generated from structured data sources, 
such as ERP and CRM systems, and 
unstructured sources such as social-media 
chatter, sensor data, geospatial information, 
and other types of big data. Ensuring data 
quality also falls to the CFO: once finance 
gives the data its seal of approval, that 
increases business leaders’ confidence in 
using that data to drive decision-making.

For the past five years, Gartner has asked 
CFOs to identify where there is room for 
technology improvement, and CFOs have 
consistently highlighted BI, analytics, and 
performance management as their top  
areas for investment.
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The following best practices can  
help you modernize the Measure and 
Respond process:

1. Leverage big data and predictive 
analytics to continuously refine and 
test your business model and value 
proposition with customers 

2. Ensure that everyone is making 
decisions based on the same source  
of high-quality data

3. Invest in the right design to deliver 
information to decision-makers 
 

BEST  
PRACTICE

#1  
Leverage big data and predictive analytics 
to continuously refine and test your 
business model and value proposition 

Organizations that are most effective in 
delivering company performance and 
enterprise value are allocating their capital 

to growing business models that serve 
today’s empowered and digitally connected 
consumers. Digitally savvy CFOs not only 
own the business model, but continuously 
test and refine it using all sources of data at 
their disposal. 

Dan Knutson, EVP and CFO at agricultural 
giant Land O’Lakes, is one CFO who 
understands the value of analyzing 
all data types to continually evolve the 
company’s value proposition to the 3,600 
direct producers and 1,000 members that 
constitute the Land O’Lakes cooperative. 

Knutson and his management team use 
a big-data information-discovery tool to 
combine structured data from the company’s 
ERP and EPM solutions, with unstructured 
geospatial and agricultural data to gain 
insights into the performance of their retailers.

“We take our retailers’ point-of-sale data and 

other complex data sets that we have, and 
use that to help our retailers identify holes in 
their selling strategy, cross-sell opportunities, 
up-sell opportunities, potential areas where 
customers have left them, potential areas 
where they have attracted customers,” 
explains Knutson. “By managing a diverse 
set of data sources, we’re able to provide 
those insights to our customers, which 
enabled us to push higher-margin products 
and leverage detailed regional feed and  
crop-protection data to further drive sales.” 

Knutson estimates that using the unique 
insights from its big-data discovery tool 
has led to significant improvements in 
Land O’Lakes, overall profitability metrics, 
especially at its WinField crop-protection 
business. “Being able to combine twenty 
different data sources into one dashboard 
has given us the means to identify and 
correlate marketing initiatives along with 
that sales performance,“ Knutson shares. 



The Top Priorities Needing Improved 
Technology Support 

Facilitating analysis and decision-making
61%

Creating/maintaining an enterprisewide view 
of business relationships

42%

Developing business plans and budgets
41%

Ongoing monitoring of business performance
55%

Measuring product and customer profitability
53% Managing business risks to ensure compliance

38%

Creating an environment for sharing information
49% Ensuring consistency between transactional 

data and analytics
31%Quality of the data used for business decisions

47%
Integrating the finance function with the 
overall enterprise

28%

Understanding profitability or cost of service delivery
18%

Reducing enterprise operating costs
45%

Source: “The CFO’s Technology Imperatives for 2014,” FERF Issue Alert, 2014. 
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Reflecting that success, Land O’Lakes 
was awarded the prestigious Gartner BI 
Excellence Award for its WinField project, 
which was delivered in just six months at 
less than half of the cost originally projected.

Hyatt Hotels is another innovative company 
using data insights to test its value proposition 
with customers and boost sales. The 
Chicago-based hotel chain uses predictive 

analytics as a way to differentiate its brand 
by personalizing the customer experience 
for frequent guests. “Our business happens 
to be hospitality,” states Gebhard Rainer, 
former executive vice president and CFO 
of Hyatt Hotels. “We’re not really selling 
a tangible tool or a bricks-and-mortar 
experience, but we are selling an emotional 
experience. We believe that preference at 
the end of the day is what differentiates us 
from our peers on every level.” 

Hyatt uses a combination of modern 
business intelligence tools and  
performance- management solutions to 
understand customer preferences and 
factor that information into strategic 
performance targets in five key areas: 
talent and reputation; brand and innovation; 
hotel profitability; corporate resource 
efficiency; and growth and capital strategy. 
“We use a dashboard approach for 
constant and frequent updates, so we know 
whether we are on track,” adds Rainer. 
“That way, we can quickly walk through 
details and identify if there is a need for a 

course correction. And we communicate this 
on a regular basis to the board as well.”

Oracle uses a combination of analytical tools 
to analyze both structured and unstructured 
data for better decision-making, depending 
on the use case. Those tools include Endeca, 
an in-memory big-data search-and-discovery 
tool that is ideal for exploring distinct data 
sets; and Oracle Business Intelligence, a 
business intelligence tool designed for frequent 
users of predefined dashboards and reports. 
In Oracle’s hardware manufacturing 
operations, managers use Endeca to uncover 
anomalies in the manufacturing process to 
improve engineered systems production 
and prevent stock-outs. Endeca is also used 
to better understand the digital interests 
of customers who visit oracle.com to 
improve lead quality and lead management. 
In addition, managers in Oracle’s Center 
of Excellence for Reporting use Oracle 
Business Intelligence to create the predefined 
dashboards and reports that over 10,000 
users rely on to monitor operations across  
all lines of business. 

“The world is going to go from 7 billion 
to 9 billion people by 2050, and there’s 
only about 10 percent of arable land left 
to farm. So it’s a challenge for us to find 
new ways to increase productivity to 
help feed that growing population, and 
basically double the food supply. We’ve 
been investing in analytics to help us 
gain those insights into how we can 
improve productivity for our owners.” 
 
—Dan Knutson, EVP and CFO,  
Land O’Lakes



MASTERING BIG DATA 

1. Reduce your dependence 
on intuition or experience to 
make decisions—data-driven 
decisions are winning out!

2. Know what questions to  
ask before you start your  
big-data project 

3. Pick a business unit or 
subsidiary as a test case, 
preferably headed up by a  
tech-savvy younger leader  
with quantitative skills

4. Experiment, measure,  
share, replicate

5. Don’t be afraid to tap 
into people outside your 
organization for their expertise 
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BEST  
PRACTICE

#2   
Ensure that everyone is making  
decisions based on the same source  
of high-quality data

Establishing a common finance language 
across the enterprise based on common 
systems, common data, and common 
processes allows management and line-of-
business executives to reference the same 
data for analysis and decision-making.

Accenture’s Axson is seeing CFOs step 
up their investments in foundational data 
technologies to help establish that common 
language, whether data is sourced from ERP 
and business intelligence systems, or from 
unstructured external sources. By using a 
common language and data source, only 
then can companies really get a jump on 
understanding the changes that will occur 
in profitability and the opportunities and 
threats that they have to either help enhance 
profitability or mitigate risk going forward.

For the past 160 years, research at the 
University of Melbourne in Australia has 
been helping to change the world. With 
over 40,000 students, including 12,000 
international students from approximately 
129 countries, the university is ranked first 
in Australia and 34th worldwide. According 
to vice principal and CFO Allan Tait, the 
university is undertaking an ambitious 
business process improvement program 
that is projected to save the institution 
between US$70 and US$80 million annually 
on administrative costs—money that will be 
reinvested in academic activities to further 
enhance its position as one of the world’s 
finest universities. 

“So often in organizations, you find there are 
three or four different views of performance, 
including particular revenue drivers or cost 
drivers,” observes Tait. “We just need one 
source of truth that the senior executive 
can work with, and that has to be true for 
all the drivers of the business—financial 
and non-financial. 



“While at the moment we 
are generally making good 
decisions, this is essentially 
unconscious competence 
because we’re often using our 
instincts rather than evidence. 
In the future, we want to be 
fully informed and consciously 
competent, and to be making 
decisions based on data and 
analysis of that data and, 
therefore, evidence.” 

—Allan Tait, vice principal and CFO, 
University of Melbourne
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“And that single source of truth needs to 
be based on strong data governance, and  
it needs to be at their fingertips.”

The University of Melbourne recently 
completed an implementation of new planning 
and budgeting, business intelligence, and other 
performance management systems that will 
serve as the foundation for a new operating 
model that university officials believe will help it 
compete more effectively in the increasingly very 
competitive global market for higher education.

Skanska Group is one of the world’s leading 
project development and construction groups, 
generating US$136 billion in revenues from a 
variety of construction projects across Europe, 
North America, and South America. 

The Swedish unit of the Stockholm-based 
company recently decided to standardize 
on a modern business platform, including 
ERP and project portfolio management, 
to make decisions based on accurate and 

uniformly defined information, and improve 
cooperation among far-flung business units.

“The objective of the program that we’re 
running now is to get all the data and all 
the reporting information into one system 
portfolio with common definitions and 
high-quality data to enable us to use the 
reporting cube,” states Anders Lilja, CFO, 
Skanska Sweden. “In the past, we were 
more accommodating in allowing the 
various parts of the operations to thrive on 
their idiosyncrasies and differences and 
develop their own chart of accounts. Now 
we will have one chart of accounts. We 
will have common value lists that we are 
able to reorganize. We are able to utilize 
the information in different parts of the 
organization without overlap.”

UK-based dunnhumby is using a similar 
approach to standardize data globally with 
its ERP cloud service being rolled out at 
offices worldwide. 
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“We can pull in the sales information, and we 
know that it’s being consistently managed 
across all 30 countries, so we can compare 
India with China, and China with the US,” 
explains Clare Swindell, dunnhumby’s global 
finance director. “And we can compare and 
analyze costs such as training cost or the 
marketing cost across the whole business. 
We can look at project-based reporting and 
product-based reporting which we can only 
do now as a one-off manual exercise. We 
want to be able to do that on an ongoing 
and more consistent basis.” 

BEST  
PRACTICE

#3  
Invest in the right design and platform for 
delivering information to decision-makers

According to Gartner’s 2014 CFO Technology 
survey, IT organizations must communicate 
how business platforms can be more effectively  
leveraged to deliver better architectures for 
business applications that are “top of mind” 

for the CFO, from modern ERP platforms 
to mobile business intelligence and data 
analytics.10 Implementing a comprehensive 
data governance model and data analytics 
platform, for example, will not adequately 
drive right-time decision-making if you can’t 
get the data to decision-makers exactly 
when and how they need it to make the 
appropriate decisions in a timely manner.

That is why it is critical to ensure that 
the platform you invest in can deliver the 
data in the best way for decision-makers 
to consume it, whether it’s an always-
current dashboard available through secure 
login on a mobile device; real-time alerts 
when certain parameters or thresholds are 
triggered; or some other means of quickly, 
effectively visualizing and consuming data. 

Land O’Lakes uses iPads to deliver a business 
intelligence dashboard to salespeople in 
the field that combines over 20 different 
sources of structured and unstructured data 

of importance to its WinField crop-protection 
business, from geospatial and weather inputs, 
into specific information on crop yields. iPads 
are also used by over 10,000 managers at 
Oracle to access sales intelligence dashboards 
to stay abreast of sales forecasts while on 
the road. Mobile access is a must-have 
for Oracle executives, including Oracle 
president Mark Hurd, who accesses a sales 
intelligence dashboard on his tablet to drive 
sales forecast calls remotely. 

When it comes to best practice, Gartner 
recommends that it would be a “good move” 
to include the CFO in any mobile-device-
deployment strategy, to help determine 
which applications should be supported and 
which employees should be allowed access 
to confidential financial information and 
analytics.11 For example, the mobile versions 
of reports are often mashups of a printed 
report that don’t translate well to the screen 
and don’t offer the kind of detail that the 
decision-makers consuming the data need.

10 “The CFO’s Technology Imperatives,” FERF Issue Alert, 2014. 
11 Ibid.



MASTERING MOBILE

1. Think “mobile first” for 
applications, dashboards

2. Identify which employees will 
benefit the most from mobile 
applications in your finance 
organization 

3. Identify tasks you are targeting 
for mobile applications and 
make sure your mobile vendor 
can support those tasks

4. Look for a single platform that 
works across all operating 
systems, so you can change/
configure once across all your 
enterprise applications and 
mobile devices

5. Look for integration with 
mobile device management 
and security applications
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CFOs and their teams need to rethink mobile 
data delivery—drawing the decision-maker’s 
attention to the relevant information, not 
simply slapping a facsimile of a printed report 
onscreen. Filtering and synthesizing the data 
appropriately is the goal.

“We didn’t just want a static dashboard that 
people called up on their iPads wherever 
they were in the world and went, ‘that looks 
nice,’” explains University of Melbourne CFO 
Allan Tait. “We need people to be able to drill 
down and interrogate and analyze and then 
act on what they’re seeing. Our business 
intelligence dashboard is critical to that.”

CFOs are also scrambling to codify 
policy and procedure around security 
and confidentiality. The “Bring Your Own 
Device” (BYOD) phenomenon is adding to 
the strain as CFOs seek to guard against 
the consequences of stolen devices with 
corporate data on them while at the same 
time developing fair compensation packages 
for employees using their own mobile 
phones and tablet devices in the workplace. 
Establishing a mobile-device-management 
policy is essential to ensuring the success of 
any mobile business intelligence strategy.



“Historically, finance has 
been the recorder of history. 
Now, finance is leveraging the 
power of information to predict 
events, accelerate decision-
making, and create more agile 
organizations.”

—David Pleasance, senior partner, 
Deloitte Consulting LLP
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The Plan and Predict Process includes:

 + Strategic alignment
 + Scenario planning
 + Mergers and Acquisitions (M&A)
 + Forecasting
 + Planning and budgeting
 + Tax provisioning

What’s changed in the Digital Age?

Long-range planning is the formal 
quantification of the more conceptual 
strategic plan. It makes specific 
assumptions and expresses in numbers 
how a company expects its strategy will 
play out over time. Companies use long-
range planning to determine the best 
strategy for succeeding in their markets 
and to ensure they have assets needed to 
support their strategic objectives.

Traditionally, planning was done by finance 
with complex spreadsheets using data from 
on-premises ERP systems. However,  
in today’s competitive global economy, 
finance must collaborate with Marketing  
and Operations in the planning process,  
using unstructured data from social-media 
sources as well as the structured data on 
site. Because of the extensive collaboration 
required, reliance on complex spreadsheets 
is giving way to digital technologies like 
new planning and budgeting cloud services, 
and the process is being streamlined with 
mobile collaboration.

“An advantage of the cloud is that it can be 
used to leverage the planning, budgeting 
and forecasting processes,” explains Gary 
Simon, group publisher, Financial Systems 
News Publishing Limited (UK). “The cloud 
is scalable, so it can provide more capacity 
and encourage more participation. It provides 
a more malleable environment.”

The following best practices can help you 
modernize your Plan and Predict process:

1. Replace complex spreadsheets with 
modern planning applications

2. Drive planning across the enterprise,  
and exploit the “wisdom of crowds”

3. Adopt driver-based rolling forecasts

Plan and Predict Best Practices 
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BEST  
PRACTICE

#1  
Replace complex spreadsheets with 
modern planning applications

Finance needs modern, packaged planning 
applications that get away from disconnected 
spreadsheets and support users in the ways 
they work. Look for modern functionality, 
such as mobile and social collaboration that 
makes it easy for business users to interact 
and provide input. If the planning application 
is fully integrated with office tools such as 
Microsoft Office or Google Office, it will allow 
users to work with the tools they need to get 
their jobs done more effectively and focus on 
the most strategic activities.

Empowering employees with modern 
planning applications to be more strategic 
is what drove former Hyatt CFO Gebhard 
Rainer to upgrade to the latest version of 
the company’s planning and budgeting 
applications as part of Hyatt’s “Project Unify” 
finance transformation initiative. “I would 

say the overriding objectives for us have 
been (and still are) first: gain more efficiencies 
around how we plan and predict; and second: 
apply that process and the tools that are 
available to free up time for people to become 
as strategic as possible in their thinking. 

“Before, it was literally spreadsheet hell, 
where very complex spreadsheets and 
models were created, but outside of the 
creator himself, nobody understood what 
was going on,” Rainer recalls. “And if you 
had one mistake somewhere, it was almost 
impossible to trace or to track and to find 
out, and it always was impossible to really 
effectively consolidate. So it is as much 
about changing the mindset of people on 
how we look at planning and predictability 
modeling as it is about gaining efficiencies 
and becoming more effective in the way  
we look at business.” 

Today, Hyatt uses a dashboard approach to 
consolidate metrics that track how finance, 
marketing, HR, supply chain, and other 

lines of business are executing against the 
five strategic priorities defined by Hyatt’s 
leadership team as guiding principles for 
success. “We use the planning dashboard 
across all of Hyatt to understand how we 
are fostering customer preference in five 
key areas,” shares Rainer. “One is talent 
and reputation, the second one is brand and 
innovation, third is hotel profitability, fourth is 
corporate resource efficiency, and fifth is on 
growth and capital strategy. The dashboard 
helps us stay on track in creating preference 
in each of those areas.” 

BEST  
PRACTICE

#2  
Drive planning across the enterprise 
and exploit the “wisdom of crowds”

One way organizations are achieving agility is 
to get more business users involved in their 
planning processes and building financial 
plans based on operational intelligence 
from various lines of business. It is widely 
recognized that line-of-business managers › 
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› and operational staff need to be actively 
involved in planning and forecasting, as 
they have the knowledge and a detailed 
understanding of what is actually happening 
in the markets where they operate. 
Such operational information is vital if 
organizations are to develop financial plans 
and forecasts on which they can predictably 
deliver. This practice is often described as 
tapping into “the wisdom of crowds”. The 
resulting scenario is a large volume of users 
across many lines of business developing 
financial plans based on detailed operational 
plans, using large amounts of information, 
and thus demanding higher performance  
and scalability from the planning systems.

Driving planning across the enterprise can 
also be enabled by modern, cloud-based 
applications with the latest embedded 
mobile and social technologies. Obtaining 
the input and intelligence of line-of-business 
managers becomes much more feasible with 
a cloud-based model that can be easily and 
flexibly rolled out across the organization. 

dunnhumby’s Clare Swindell explains why 
engaging others in the planning and budgeting 
process was an important factor in the 
company’s decision to go with a cloud-based 
ERP and Planning and Budgeting service. 

“So today we’ve got accountability at 
senior market leader level, but they’re 
not able to push that accountability 
down easily into the organization,” 
Swindell notes. “With the services 
and applications that we’ve bought, 
we expect to be able to put budgetary 
responsibility into the hands of the 
entire organization.”

Brazilian ATM provider Tecban is another fast-
growing company that is turning to a cloud-
based planning and budgeting service to 
strengthen its ability to manage growth in the 
most efficient way. The São Paulo-based ATM 
provider handles electronic finance transaction 
capture, integration, and administration 

services for more than 40 banks that include 
Brazilian financial giants Banco do Brasil, 
Caixa Economica Federal, Itau-Unibanco, and 
Bradesco, along with the local subsidiaries  
of international powerhouses such as 
Citibank, Santander, and HSBC. 

Tecban’s value proposition to the banking 
consortium has always been one of 
delivering cost and productivity efficiencies 
by operating a network of ATMs located off 
premises. Recently, Tecban was asked to 
take on the off-premises servicing for most 
of the national ATMs currently operated by 
the seven major banks in Brazil. This will 
catapult Tecban from its current position 
as the world’s sixth-largest ATM service 
provider with 17,000 ATM locations in Brazil, 
to the third-largest worldwide, with 30,000 
national locations by 2020.

“We’ve experienced double-digit growth 
over the past seven years,” notes Tecban 
CFO Marcelo Gomes. “We were limited to 
what we could do with Excel. We want ›
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› to speed up the planning and budgeting 
process, and adopt a rolling-forecast model 
to run scenarios more quickly and ensure 
that we continue to provide a cost-effective 
service to our consortium members that 
operate across Brazil.” Gomes and his 
team opted to go with a Tier I cloud-based 
planning and budgeting service to speed 
up the delivery of the analytical tools they 
needed to support Tecban’s new growth 
opportunity with the consortium.

The decision initially met with some 
resistance. “When I first told our IT team 
that we wanted to implement a cloud-based 
planning and budgeting solution, they were 
concerned, given the sensitive nature of our 
work with financial institutions and physical 
security issues in Brazil,” recalls Gomes. 
“After we showed them the security, 
flexibility, reliability, and rapid implementation 
we were going to get with the new cloud 
solution, they were quickly convinced.” 

BEST  
PRACTICE

#3  
Adopt driver-based rolling forecasts

To be truly agile, organizations need to be 
able to “plan at the speed of business,” 
which means they always need to be ready 
to re-forecast and develop the new forecasts 
very quickly. Many organizations are reducing 
reliance on the annual budget and are 
leveraging best-practice methodologies such 
as driver-based rolling forecasts to keep pace 
with their business. Key operational metrics 
relevant for the operational plans are used 
as drivers to quickly calculate and allocate 
financial values, thereby reducing the need 
for time-consuming, detailed, input-based plans.

Tecban CFO Marcelo Gomes is looking 
to implement a driver-based rolling forecast 
using predictive analytics, to support the 
rollout of new ATMs required to service all the 
domestic and international banks that have 
signed on for Tecban’s service. For Gomes, 
the flexibility to model different scenarios 

based on market demand is a key attribute of 
the new system. “Our core knowledge has 
been in servicing ATMs in major metropolises 
such as Rio and São Paulo,” he notes. “With 
this expansion in our responsibilities, we 
now have to service a network of banks 
spread out all over the country. We have regions 
where the volume projections are very low 
but [the banks] still need to provide a service. 
The profitability, the breakeven, is completely 
different from our current metrics.” Using a 
modern, more robust planning and budgeting 
platform “will enable Tecban to analyze the 
KPIs we have based on ATM transaction 
volumes, so we can deploy the right number of 
ATMs in our network to satisfy our customers 
and consortium members,” Gomes believes. 

Minneapolis-based Ovation Brands also 
plans to implement a rolling-forecast 
model using its cloud-based planning and 
budgeting solution, to better predict the 
impact of marketing promotions, incentives, 
bonuses and other levers that can support 
the restaurant chain’s reinvention goals.
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“Continuous planning allows us to look 
forward and have a rolling projection,” 
notes CFO Kravcik. “How does the cash 
liquidity position look? How can we link our 
strategies and KPIs so they actually tie into 
bonuses and incentives? Reinventing the 
stores is our goal, and we’ve told the board 
we’ll be more predictive to ensure we deliver 
on that commitment.”

Hyatt is also implementing a driver-based 
rolling forecast across its international and 
US-based offices, using the latest version of 
its on-premises planning solution to take that 
process to the next level of sophistication. 
Hyatt’s global finance teams are going into 
a 36-month rolling-forecast model as part 
of the company’s Project Unify initiative 
that will integrate global and US forecasting 
exercises into a single forecast. “Our rolling 
forecast is very much based on the trending 

and history in our planning tool that allows 
the hotels and offices to focus on the 
immediate 12 months, followed by what I 
call a sanitary review of the following year 
just to make sure no major events or major 
variations have been missed,” explains Rainer. 

“We communicate these goals to the 
[Hyatt] board of directors as well,” he adds. 
“We made a commitment to the board, we 
outlined our goals for 2016, and then it is 
broken down into the 2014 sub-goal and the 
2015 sub-goal as well, but it’s rolled up into 
a 2016 goal. We are currently in the process 
of extending that into 2017. So every year, 
we roll out an additional year where we 
clearly identify the value creation that we 
have as the overriding goal that we commit 
to the board, and then we can distribute the 
individual goals and action plans underneath 
in order to get there.”



“We adopted a modern and 
flexible procurement platform 
that would enable us to reduce 
our costs, gain greater visibility 
into our spend, centralize it, 
strengthen contract compliance, 
and ultimately make it easier  
for our employees to make the 
right decisions.” 

—Dan Knutson, EVP and CFO,  
Land O’Lakes
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Procure to Pay Best Practices 

The Procure to Pay (P2P) process includes:

 + Purchasing
 + Supplier invoicing
 + Payables management

What’s changed in the Digital Age?

Most procurement departments report 
they are being asked to handle increased 
complexity while maintaining flat headcount. 
Their main challenge is to find further savings 
on purchases in an effort to reduce overall 
costs to preserve operating margins. In 
order to keep up with the demands on their 
departments, chief procurement officers 
and other procurement executives are 
increasingly turning to technology to improve 
collaboration and automate manual, paper-
based P2P processes.

The following best practices can help  
you modernize the P2P process:

1. Implement self-service procurement 
(eProcurement) to control  
off-contract spend

2. Streamline purchasing with digital 
technologies to gain visibility and  
control over spend 

3. Automate payables with digital 
technologies to deliver touchless 
transactions
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BEST  
PRACTICE

#1   
Implement self-service procurement  
to control off-contract spend
 
Procurement still struggles to gain influence 
and control over spend. Ardent Partners 
reports that total spend under management 
averages 63 percent.12 Gaining control over 
off-contract or “maverick spend” involves 
several steps, the most effective of which is 
providing self-service procurement systems to 
all employees to encourage them to purchase 
from vendors who are under contract. 

Modern procurement systems provide a 
consumer-like user experience that enables 
employees to find what they need quickly 
and make their selections easily. Workflows 
built into the system route employee 
requisitions to their managers for approval, 
which can be enabled on a mobile device 
to save time, and send them on to the 
procurement department for the formal PO 
creation and issuance. 

Prior to implementing its modern 
procurement solution, Land O’Lakes had 
very limited visibility into its indirect spend. 
Recalls CFO Dan Knutson: “We did hire 
some consultants to come in and give us 
their view of the potential that existed. And 
given the size of our organization, we had 
US$1 billion worth of indirect spend to go 
after to take on the task of moving to a 
centralized indirect procurement system.“ 

“We’ve used tons of analytics and data 
quality and data cleansing to group vendors 
together, to group like purchases together, 
to ensure that the spend categories are all 
falling together,” Knutson notes. 

12 Ardent Partners, CPO Rising Report, 2014. 

“Our procurement solution has given us 
a whole other level of visibility that we 
never knew we had. Where we may think 
we spend US$10,000 a year on cleaning 
solution, once you really do the analysis, 
you realize you’re spending US$2 million 
a year on a cleaning solution in all these 
plants, when you add it up. You can now 
negotiate a countrywide contract and 
drive some real cost savings out of that.” 
 
 —Dan Knutson, EVP and CFO,  
Land O’Lakes



33

MODERN FINANCE IN THE DIGITAL AGE

PROCURE TO PAY BEST PRACTICES 

BEST  
PRACTICE

#2  
Streamline purchasing with  
digital technologies to gain visibility  
and control over spend

At Geneva, Switzerland-based SITA, CFO 
Colm O’Higgins sees the P2P process as 
very strategic, because it provides insights 
into how the business is evolving and 
supporting the 450 airlines, freight carriers 
and distribution providers which are both 
SITA members and customers. “We have 
to support some 500,000 individual pieces 
of equipment which are located at 323 
international airports around the globe, so 
the P2P process for us is very strategic,” 
explains O’Higgins. “When a piece of 
equipment fails, how do we make sure that 
we have the replacement parts on site? 
How do we manage our assets and the 
supply chain to ensure that we have the 
latest anti-virus software loaded on to airport 
equipment worldwide? It’s having that 
information and knowing where the 
business is going that really is an enabler.”

As part of SITA’s Strategic Finance Systems 
(SFS) transformation initiative, O’Higgins 
centralized the P2P process into a single 
global finance center (GFC) in Prague, and 
automated it using SITA’s ERP platform in 
combination with other industry-specific, 
state-of-the-art solutions. “We now have 
visibility and control of 100 percent of our 
spend, while we’ve maintained the  
self-service capabilities out in the field. If you 
want to open a new supplier, that supplier 
opening is performed in our Prague GFC, 
after it has been vetted by the purchasing 
organization. The integrity of the data around the 
supplier credentials goes through the GFC as 
well. And that works today in 195 countries.”

O’Higgins has ambitious plans to use the 
spend analytics module in his procurement 
solution to make the P2P process even more 
strategic to the business. “We’re just now 
starting to use the spend analytics application 
to analyze our spend around the globe,” notes 
O’Higgins. “My expectation is that we will not 
only reduce the number of suppliers we’re 
dealing with, we will also achieve a bigger 
concentration of spend with our key suppliers. 



“Nobody is going to touch the 
process; it is going to match 
and it’s going to get paid 
because we already have the 
contract in place for our food. 
And we’re going to scan the 
inventory coming in and verify it 
at the store, so it’s even going 
to simplify what’s done at the 
store level.”  

—Keith Kravcik, CFO, Ovation
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“And that will enable us to do multiple things 
in terms of improving our supply chain 
because our supply chain today is extremely 
complex. Purchasing will be involved a lot 
more in terms of strategic spend; when they 
sit and talk with suppliers, they won’t just 
use historical spend analysis but can bring 
future spend expectations to the table.”

Land O’Lakes is also using spend analytics 
to make P2P process more strategic. “Our 
primary functionality that we implemented 
was purchase order (PO) requisitions, PO 
approvals, and work flow,” notes CFO 
Knutson. “We use spend classification  
and spend analytics to a significant extent. 
Our goal has been to gain a lot of visibility 
into our indirect spend. We now group  
the purchases together and drive costs  
by leveraging that global spend.” 

BEST  
PRACTICE

#3  
Automate payables with digital 
technologies to deliver touchless 
transactions

Digital technologies such as e-invoicing 
and supplier portals further streamline the 
P2P process by enabling purchasers and 
suppliers to collaborate more effectively 
without the manual intervention that can 
lead to errors. Suppliers receive purchase 
orders electronically and upon filling the 
order, they can rapidly send an electronic 
invoice to the purchaser by transforming 
the PO into an invoice in a process known 
as “flipping”. This also provides a significant 
benefit to the purchasing company in that 
the electronic invoice gets routed directly 
to the accounts payable department and 
contains all the necessary data—such as PO 
number, product description, and price—to 
enable the AP system to perform automatic 
invoice validation and approval.

For CFOs who need to modernize the P2P 
process, the cloud can often help address a 
specific pain point, whether that is around 
purchase invoice automation or providing a 
centralized point of control on indirect spend. 

“Part of the journey we are undertaking 
with our cloud implementation is how do 

we end up with that cohesive end-to-end 
process with the right controls, regardless 
of what you’re purchasing?” notes Ovation 
CFO Keith Kravcik. “We see our ERP and 
procurement cloud solutions as really being 
that point of control.” “With our procurement 
cloud solution and its integration with our 
financials cloud solution, it’s going to be 
end-to-end,” Kravcik continues. 
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Project Financial Management Best Practices

The Project Financial Management  
process includes:

 + Costing, budgeting, and forecasting
 + Contracts and billing
 + Project control
 + Project performance reporting

What’s changed in the Digital Age?

Today’s project-driven organization 
must embrace technology advances to 
successfully execute a project. Gone are 
the days of siloed projects, static reporting, 
and a lack of visibility. In its place are 
collaborative and social project management 
advances, real-time contextual reporting with 
role-tailored dashboards, and an enterprise 
perspective to executing and financially 
managing a project. 

The tools at the project financial management 
team and the project manager’s disposal 
must incorporate these elements to allow 
organizations to take advantage of new project 
management technologies and facilitate their 
incorporation for effective project delivery 
and reporting. These radical shifts in the 
management of projects are necessitating 
the use of tools geared to accommodate the 
changes, not only to keep up with the new 
requirements, but also supersede legacy and 
archaic methods to execute and financially 
manage projects successfully.

The following best practices can help 
you modernize the Project Financial 
Management process: 

1. Use analytics to proactively  
monitor health of projects

2. Standardize processes and data to 
ensure single source of project truth 
across the enterprise

3. Deliver real-time information via mobile 
and social tools to facilitate decision-
making and project success

“Skanska Sweden has around 3,500 projects at any given time. If you go to the group 
level, it’s roughly 10,000 projects. Every project has unique combinations of clients, 
subcontractors, and authorities. We are a decentralized organization, so we need to 
have systems that are intuitive for us to be able to work in an efficient way.” 
 
—Anders Lilja, CFO, Skanska Sweden
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BEST  
PRACTICE

#1  
Use analytics to proactively monitor 
health of projects

Founded in 1853 and based in San Francisco, 
the California Academy of Sciences is 
among the largest museums of natural 
history in the world. The Academy still 
continues to carry out a large amount of 
original research, with exhibits and education 
becoming significant endeavors of the 
museum in recent years.

“The projects module of our new ERP cloud 
solution was probably the primary reason 
why my non-financial managers wanted to 
upgrade,” notes Kristin Klingvall, controller  
at the California Academy of Sciences.  
“The Academy bought a new accounting 
system in the mid ‘90s, and it is no longer 
new. And we felt the pain points as the 
Academy has grown from roughly 300 
people to double that. We have now 75 
departments to keep track of and our legacy 
systems weren’t keeping up.”

Klingvall recalls that her previous system 
had a segment on the general ledger to 
track projects, but it was a cumbersome, 
Excel-based process to get insight into 
what the project owner was spending on an 
exhibit. “With our new cloud-based project 
module, project owners will be able to use 
the dashboard to dial right in to the project 
and see what they have spent on labor or 
supplies. This will really give us better insight 
into our projects.” 

BEST  
PRACTICE

#2  
Standardize processes and data 
to ensure a single source of project  
truth across the enterprise

Stockholm-based Skanska Group is one of 
the world’s largest construction groups, 
with roughly 12,000 projects ongoing at 
any point in time, from the United Nations 
refurbishment in Manhattan, to stations 
for the giant Crossrail project in London, 
and hospitals in Sweden. Skanska recently 
decided to standardize on a modern project 

portfolio management solution, to get a 
consolidated view into project performance 
for better analysis and reporting. 

“A lot has changed internationally since our 
last project implementation 14 years ago, 
from the way we are structured internally 
to the way we need to report based on 
international accounting standards,” notes 
Skanska Sweden CFO Anders Lilja. “We were 
forced to make additional reporting based 
on Excel and other legacy systems, which 
created difficulties in how we structured 
our consolidated accounts. We needed an 
integrated system so that everyone is using 
the same numbers and the same definitions. 
We want to have a clear line of sight from 
the project level to the executive team.”

For Lilja, the value of an integrated project 
management platform is really around the 
reduction in complexity. “I think the ability to 
share definitions through the general ledgers and 
share information between the development 
units of Skanska and the construction unit 
will be key going forward,” he notes. 
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“We’ll use the same definitions, share 
the same numbers, and reporting will be 
automated to a much greater extent than it 
is today. That will save time, enable better 
analysis, and really give us an opportunity to 
be best-in-class among our peers.”

SITA is a company that is heavily project 
based and sees the value of having an 
integrated view into project performance. 
“We look at every product as a project and 
every customer as a project as well,” says 
CFO Colm O’Higgins. “We do very large 
contracts—for example, we are building 
a new software reservation system for 
airlines, with very complex algorithms and 
heavy-duty industrial-grade software. Project 
accounting was a huge manual effort and 
the subject of intense debate with our 
auditors because it was an area which 
was recognized as requiring improvement. 
Our project managers had little knowledge 
or understanding around balance sheet 
questions that our auditors asked, because 
all they saw was project profit and loss.”
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For O’Higgins, standardizing on a modem 
project financial management module has 
been critical to resolving that gap. 

BEST  
PRACTICE

#3  
Deliver real-time information via  
mobile and social tools to facilitate 
decision-making and project success

Today’s project manager must be a supreme 
communicator, with a broad working 
knowledge across multiple domains, 
including project financial management and 
execution management. The way that a 
project team functions has significantly 
changed as well. Newer mobile and social 
technologies make the process of information 
dissemination and team communications 
much more fluid, and mobile support is key, 
providing access for the hyper-connected 
“on-the-go” workforce of today. 

The California Academy of Sciences is just 
one of many organizations that see the value 
of mobile and social capabilities for project 
reporting. “We have about 140 non-financial 
managers who need access to project reports, 

to keep tabs on have much they have spent 
against budget on their exhibits, their animals, 
or any other projects they are involved in,” 
notes Controller Klingvall. “Our previous 
system was temperamental and didn’t always 
work well. Once we are live with our new 
cloud-based project module, I will be able 
to just dial in from home and have real-time 
access to project information when I need it. 
It’s going to make all our lives a lot easier.”

Skanska’s Lilja also sees the need for 
better collaboration tools that reduce the 
complexity of large-scale projects such as 
those in the construction industry. “We 
have projects where we are the owner, the 
developer, the contractor, and the financier,” 
he explains. “That’s a complex model, 
so having different kinds of collaboration 
tools embedded into the system portfolio 
is very important. More and more in the 
construction industry, we share open books 
with clients, so the ability to interact and 
share information easily is key.”

“We now have a full project view of 
what’s on the P&L and what’s on the 
balance sheet our project managers 
have moved to where they should be, 
managing project working capital and 
not just P&L. We have also brought in 
new financial performance metrics for 
the project manager’s bonus systems 
and so we are measuring those as we 
move forward, working together with 
our Project Management Office.” 
 
—Colm O’Higgins, CFO, SITA



“One of the things I always 
advise CFOs taking on large 
change management initiatives 
is that complexity is the killer 
of innovation and the more 
complexity you have in process, 
in systems, in organizations, 
in workflow, in how you make 
decisions, the more time and 
effort and money you’ll spend 
on maintaining that complexity. 
That is why simplification is 
such a critical first step.” 

—Loren Mahon, vice president, 
global finance systems, Oracle; 
member, FEI Committee on 
Finance and Technology
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What’s changed in the Digital Age?

According to Gartner’s 2014 CFO 
Technology Imperatives study, the CFO 
continues to have a significant influence 
over IT investments, more than any other 
executive—even the CEO. Today, the 
CFO authorizes 29 percent of technology 
decisions, next to the CEO at 23 percent; 
while the CIO authorizes only 5 percent.13 

This high level of reporting to the CFO 
demonstrates the need for companies to 
ensure that their CFOs are not just educated 
in technology, but are aligned with the CEO, 
CIO, and increasingly the CMO on how best 
to leverage enterprise technology to create 
value. Because CFOs are increasingly key 
decision-makers for technology investments, 
many are also assuming the role of key 
sponsoring executive—a role that many 
believe the CFO is well suited to assume.

“Companies need to be innovative, but 
there is an art to implementing complex and 
radical change,” notes Deloitte Consulting’s 
Pleasance. “Companies need to drive change 
in such a way where the wheels don’t fall off 
the car, and the pace of change is calibrated 
to the capacity of the organization to change.” 
Adds Pleasance:”CFOs have a critical role in 
driving digital transformation, given the visibility 
they have into enterprise-wide processes, 
the technical skills they own to manage 
risk and measure the potential value of the 
transformation, and their unique perspective 
on the cultural dynamics of the organization.” 

The key for CFOs, Pleasance believes, 
is to approach the change management 
process in a very structured fashion, first by 
understanding the organization’s capacity 
for change, then by using leadership skills to 
address cultural sensitivities to change while 
still giving organizations the confidence to 
move forward. 

Change Management Best Practices

CHANGE MANAGEMENT BEST PRACTICES 

13 “The CFO’s Technology Imperatives,” FERF Issue Alert, 2014.
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“It takes a leader to say, ‘let’s get on with 
something new... let’s take the risk, let’s 
manage the risk, let’s make a change, let’s 
compete and let’s win.’ Leading CFOs 
bring many of their skills to bear in this 
effort, giving organizations the confidence 
and courage to embark on new frontiers, 
because not changing creates real exposure 
and risk for the business.”

Keste CFO Ken Judd agrees, and believes that 
CFOs who can master digital transformation 
are not only strengthening their role as 
business change agents, but also preparing 
themselves to assume a larger leadership 
role. “The CFO who can master digital 
transformation and implement new ways to 
drive revenue and engage with customers via 
digital platforms isn’t just helping to create 
value for his or her organization,” notes Judd. 
“Understanding and executing on digitally-
enabled business models is a must in the 
career continuation process for any CFO 
who strives to be in the CEO seat.”

Australian Allan Tait is one CFO who 
was recently promoted to manage digital 
transformation strategy at the University of 
Melbourne, in addition to his responsibilities 
over finance and HR strategy. “I’m passionate 
about business intelligence and performance 
analytics, and how they can transform an 
organization,” notes Tait. “My challenge now 
as a CFO with broader strategic accountabilities 
is to develop a roadmap for the university 
for the next 10 years, that determines how 
digital technologies and analytics can really 
drive the business forward.” 

In early 2014, the Financial Executives 
Research Foundation (FERF) asked Loren 
Mahon, vice president of global finance 
systems at Oracle and a member of FEI’s 
Committee on Finance and Technology 
(CFIT), to conduct new research into what’s 
changed for CFOs in the Digital Age in 
the areas of change management and 
measuring return on investment (ROI) in 
new technologies. Mahon, who has played 

an instrumental role in driving finance 
transformation at Oracle over the past 20 
years and frequently counsels CFOs on their 
finance system deployments, helped devise 
the following list of best practices that 
CFOs should consider when spearheading a 
technology change management program:

1. Secure an executive mandate for 
change, starting with the CEO

2. Simplify and standardize your 
environment as much as possible before 
embarking on a major transformation

3. Build expertise in creating a culture  
of change management 

BEST  
PRACTICE

#1   
Secure an executive mandate for  
change, starting with the CEO

According to Oracle’s Mahon, without the 
backing of executive management, any 
transformation project is at risk of failure. 
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“The biggest thing we ever did at Oracle 
was to really change the culture of the 
company from a decentralized to a highly 
centralized organization,” recalls Mahon. 
“And the only way that would ever have 
happened was that our CEO Larry Ellison 
made it happen. You have to have a CEO that 
really wants change and is willing to force 
change throughout the entire company.” 
Mahon recalls that anyone wanting to justify 
why they couldn’t change a process or 
needed to customize Oracle’s plain vanilla 
software had to ask Larry for an exception 
—and very few executives were willing to 
make that request.

Skanska CFO Anders Lilja is one who learned 
the value of an executive mandate for change 
firsthand, having been with the Swedish 
construction giant for over 20 years as well. 
“I’ve been in the company long enough to 
have experienced a few cases where we 
have gone wrong. We tended to put a task 
force or project team in place to deliver 
something, only to have line managers 

come back and say, ‘No, I don’t think we 
need that.’ So that’s money down the 
drain.” Today, Lilja notes, the process has 
completely changed. “Now we make sure 
that senior management and the most 
senior line people take ownership of the 
IT project from day one. We have constant 
cooperation and communication with the 
line organization.”

Former Hyatt CFO Gebhard Rainer agrees 
that you can’t underestimate the value of 
executive commitment to the success of 
an IT-led project, such as the Project Unify 
finance transformation now underway at 
Hyatt. “Hyatt CEO Mark Hoplamazian is 
very data-driven, very analytical,” shares 
Rainer. “He supports [Project Unify] 
wholeheartedly, and senior management 
has helped drive it through the whole Hyatt 
organization. That support allowed me to 
really get much more into the analytics 
side and push the organization, press the 
organization to really focus on this.”

The size of the prize at hand can be a huge 
lever to drive change as well. At Oracle, it 
was Larry Ellison’s public commitment to Wall 
Street that Oracle would save a billion dollars 
in 1993 by standardizing on its E-Business 
Suite software that helped everyone rally 
around the business transformation effort. For 
Land O’Lakes, it was the opportunity to drive 
out cost out of the company’s US$1 billion 
in indirect spend using its new procurement 
solution. “Senior management drove the 
project through the organization,” notes  
Land O’ Lakes CFO Knutson. 

“You put the size of the prize out there in 
front of everybody so that they understood, 
‘Yes. I may be not happy with what we’re 
doing.’ But with the size of the prize as 
large as it was, we just needed to keep 
them focused on it. And at the end of the 
day, we’re getting a huge benefit from it.” 
To date, Land O’Lakes estimates it has 
saved US$15 to US$20 million on indirect 
procurement, and Knutson believes that 
number is on the low side.



MASTERING CHANGE

1. Simplify: one best process

2. Standardize: avoid 
customization

3. Centralize: move core 
processes to shared services  
or centers of excellence

4. Automate: make everything  
self-service

5. Repeat often: because 
transformation never stops
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BEST  
PRACTICE

#2   
Simplify and standardize your 
environment as much as possible before 
embarking on digital transformation

At Oracle, the key to success is to adopt 
systematic approach to business process 
transformation based on four key principles: 
simplify, standardize, centralize, and 
automate. “Automation for automation’s 
sake isn’t useful if the business process you 
are automating is broken,” notes Oracle’s 
Mahon. “A better approach is to simplify 
the business process first, using the best 
process available; then standardize it globally 
using a global process owner; centralize it 
in a shared services or center of excellence 
(CoE) environment; then automate it to drive 
adoption of self-service.” 

If you aren’t large or global enough to think 
about shared services or a CoE, there is still 
value in adopting Oracle’s approach. Mahon 
recommends you start small by picking 
one process that is critical to the business, 
then replicate that success across other 
processes as you grow and scale operations. 
“If you are looking to adopt any new digital 
technology, you’ve got to simplify your 
environment first. These steps are really  
the business-driven methodology that has 
to happen to get the biggest benefits out  
of the technology.”

At UK-based dunnhumby, the mantra of 
avoiding customizations has taken hold. 
“Our existing finance system was heavily 
customized, and we it found it difficult to 
upgrade or deal with compliance in other 
countries,” says Group Finance Director 
Swindell. “We’re keen not to make that 
mistake again, which is why we selected 
a single provider for all our cloud services. 
We’ll get a lot of integration right out of  
the box, especially in critical areas like 
business intelligence.”

CHANGE MANAGEMENT BEST PRACTICES 

“Leading CFOs give organizations  
the confidence and courage to  
embark on new frontiers, because  
not changing creates real exposure 
and risk for the business.”  
 
—David Pleasance, senior partner, 
Deloitte Consulting LLP
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BEST  
PRACTICE

#3  
Build expertise in creating a culture  
of change management

Both Oracle’s Mahon and Deloitte’s 
Consulting’s Pleasance serve on FEI’s 
Committee on Finance and IT (CFIT), and 
both see a real need for CFOs to invest in 
creating a culture of change management 
that isn’t just accepting of change, but leading 
it. For Mahon, that means thinking about 
how all employees use technology today to 
stay plugged into work from anywhere the 
job takes them. It also means identifying 
change agents both within finance and across 
the enterprise, and engaging them to drive 
business-led transformation.

Pleasance agrees: “When I work with 
CFOs, I normally stress that their finance 
teams need a lot more training in soft skills 
in order to be effective in their new role as 
change agents,” notes Pleasance. “Beyond 
the traditional technical skills for finance, 
we’re teaching people how to manage 
conflicts, sharpen their communication 

and negotiation skills both internally and  
with the market, because much of what 
business leaders need to do today is 
centered around influencing stakeholders 
rather than directing stakeholders.” 

Skanska Sweden employs change 
“champions” across all parts of global 
operations to foster the right change mindset 
during major technology deployments. “We 
have change champions in all parts of the 
business that communicate with the program 
throughout the deployment,” explains CFO Lilja. 

SITA CFO Colm O’Higgins believes you can’t 
overinvest in strengthening communications 
when it comes to effective change 
management. When O’Higgins first embarked 
on SITA’s Strategic Finance Systems initiative, 
he faced having to summarize its impact across 
multiple departments and before SITA’s board. 
“Our board members include very senior IT 
Executives from major airlines, including United, 
Virgin Atlantic, Lufthansa, Emirates, and Cathay 
Pacific,” he recalls. “We had to get this very 
clear, simple message out to the business that 
we were changing for a good reason.” 

Oracle controller Corey West sums up 
the importance of all three best practices 
when it comes to driving technology-led 
change. “Step one is to have the executive 
support to make this happen. But the 
next level down, all the business leaders 
need to understand what’s changing, why 
it’s changing, and express their support 
for the change. And then it’s just a huge 
communication exercise. Make people 
understand that it’s coming. Do that over 
and over again and do it as many as ways as 
possible because people need to have those 
messages reinforced.” 

“I told my process owners, come into 
my office and in five minutes, tell me 
what’s changing, why it’s changing, 
what’s the benefit. That exercise got us 
to crystallize our messaging and bring 
that message out to the business, and I 
think that was an important learning in 
terms of change management.”  
 
—Colm O’Higgins, CFO, SITA
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Big data and advanced analytics are driving 
new data-driven business models and ways 
to measure profitability. Cloud adoption is 
changing how business applications are 
deployed and consumed. And social and 
mobile are redefining how employees work 
and contribute value to the organization. 
Given these changing dynamics, it’s no 
wonder that traditional ROI measures to 
calculate the value of IT investments don’t 
adequately reflect the value generated from 
both hard and soft ROI savings.

FEI asked Loren Mahon, Oracle vice 
president and CFIT member, to evaluate how 
CFOs are measuring the ROI of new digital 
technologies, based on her experiences and 
FEI interviews with CFOs and thought leaders 
around the world. Mahon helped devise the 
following list of best practices that CFOs 
should consider when seeking to calculate 
the ROI on their digital investments.

1. Use predictive analytics instead 
of lagging indicators to rethink ROI  
on digital technologies

2. Look at strategic outcomes rather than just 
operational improvements to assess how 
digital technologies impact the business 

3. Consider a more focused ROI analysis 

BEST  
PRACTICE

#1  
Use predictive analytics instead of  
lagging indicators to rethink ROI 

According to Mahon, things are changing so 
quickly that backward-looking assessments of 
ROI can’t adequately capture the entire value 
of an investment in digital technologies. Mahon 
advocates taking a forward-looking view, using 
predictive analytics to better understand what 
your enterprise or organization will look like in 
the future as a consequence of your investment 
in a cloud application or big-data tool. 

“The ROI on this project was a 
specific and directly attributable US$9 
million per annum, so it does have a 
traditional financial metric associated 
with it. But for us it’s more than the 
financial savings; it’s about how the 
capabilities of the business can be 
enhanced to further support high-
impact research, our teaching capacity, 
and our student experience, while 
supporting our new operating model 
and addressing the paradigm shift 
in the operating environment for the 
higher education sector.”  
 
—Allan Tait, vice principal  
and chief financial officer,  
University of Melbourne

RETURN ON INVESTMENT (ROI) BEST PRACTICES 

Return on Investment (ROI) Best Practices 
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RETURN ON INVESTMENT (ROI) BEST PRACTICES 

“Using predictive analytics to consider how 
we want to measure ROIs instead of lagging 
indicators is becoming very critical,” states 
Mahon. “The possibilities are so vast now 
that it may actually be driving us to rethink 
KPIs underneath operational areas instead of 
just our traditional backward-looking metrics 
that we’ve used in the past.”

Traditional ROI metrics are just one of the 
ways that the University of Melbourne 
is measuring the impact of its digital 
technology initiatives. The other measure, 
says CFO Allan Tait, is the impact that the 
new technologies can have on improving 
the research and teaching performance 
and student experience. “The ROI on 
our university-wide enterprise system 
transformation was a specific and directly 
attributable US$9 million per annum, which 
is part of a bigger US$70-80 million per 
annum savings through our Business 
Improvement Program that we are 
repurposing into our academic activities. That 
involves capitalizing on the impact of digital 

technologies on experiential and interactive 
teaching and learning experiences, including 
online programs and e-learning initiatives.”

For Tait, the experience that students 
encounter at the university must be a 
seamless extension of their sophisticated 
use of technology in their day-to-day lives. 

“If we don’t meet their expectations in the 
digital area, they’ll quickly become frustrated. 
With the use of social media, this can quickly 
damage the university’s reputation and  
ability to attract and retain students.”

Former Hyatt CFO Gebhard Rainer agrees 
with the focus on delivering a memorable 
experience. “What brings a customer back is 
the emotional experience and the emotional 
bonds that he or she hopefully establishes by 
the experience of that visit,” he notes. “How 
do we measure that? One of the big areas 
in our long-range planning and strategic 
planning is to identify the potential of our 
business and the potential of the enterprise 
when we talk about earnings potential.”

Ovation’s Kravcik is looking at predictive 
analytics to shape customer behavior, rather 
than just react to it. “We want to be able to 
discount the way we want to drive customer 
loyalty, not because we are restrained by 
our old legacy system,” he explains. “Our 
new systems will allow us to be much 
more proactive in driving customer loyalty. 
Reinventing the stores is our goal, and we’ve 
told the board we’ll be more predictive to 
ensure we deliver on that commitment.”

Predictive analytics are also shaping ROI 
considerations at SITA, because they are 
helping CFO Colm O’Higgins understand 
that the P2P process can actually have a 
much more strategic impact on the business 
beyond just cost savings. “Purchasing will 
be involved a lot more in terms of strategic 
spend,” O’Higgins declares. “That is critical 
in terms of where we are seeing the business 
18 months out, when my teams are sitting 
and talking with suppliers. It’s not just a 
historical spend analysis but its bringing future 
spend expectations to the negotiating table.”
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BEST  
PRACTICE

#2  
Consider a more focused ROI analysis

With cloud deployments increasingly focused 
on addressing strategic pain points, Mahon 
sees more CFOs moving to more focused 
ROIs. “More people are saying, let’s look at a 
specific application area or functional area or 
process area and measure the return in that 
very specific area with a very specific strategic 
outcome,” she notes. “So in essence, it is 
getting to a little tighter control around the 
returns on these initiatives because they’re 
more focused on smaller projects. With the 
cloud, we are seeing a lot smaller projects and 
therefore to some degree easier measures 
of return, because they’re more focused.”

Ovation CFO Keith Kravcik did calculate an 
ROI for his ERP cloud project. “On the back 
end, we will see benefits because the ROI 
is calculated just on hard savings. And to 
me, that was really head count and support 
of old legacy systems that no longer have to 
be turned on, so we can turn them off.” He 
adds that head count savings alone justified 
the cost of the ERP cloud project: “some of 

the hardware and software avoidance in the 
future,” Kravick continues, “you can justify 
that as a softer save.”

Other CFOs use Net Present Value (NPV) 
as a way to calculate the ROI on specific 
projects. dunnhumby Group Finance 
Director Clare Swindell believes that the 
company “needed to replace our systems. 
What we tried to do is fund it as best we  
can through efficiency savings and 
productivity savings.” Adds Swindell,  

“The unknown quantity is the better 
business partnering which should ultimately 
deliver added returns to the business. But 
we’ve developed a business case with an 
NPV and we’re tracking against that based 
on the cost and as the benefits come 
through we’ll track those through, too.”
 
SITA is another company using NPV to 
calculate ROI. “We were looking at a payback 
period, and looking at NPV [Net Present 
Value] in terms of number of years,” notes 
SITA CFO Colm O’Higgins. “We looked at our 
investment ROI and it was long because it was 
six-plus years. My expectation now is that that 
is going to be paid back in less than two.”

BEST  
PRACTICE

#3  
Look at strategic outcomes

Based on Mahon’s research and FEI’s 
interviews with CFOs, strategic outcomes 
should be considered when evaluating the 
return on investment in digital technologies. 
For some CFOs, the need to modernize 
finance systems is so critical that ROI concerns 
are overshadowed by a more pressing 
mandate: the need to invest or face losing 
market share to a more nimble competitor. 

“Our calculation is now to look back 
and see that the company has grown 
five times within an environment that 
is very complicated year by year. The 
company was almost unknown in  
2005 and now it’s a competitor of  
the big players in our industry. That  
is our calculation.”  
 
—Fabio De Felippis, financial controller, 
Nufarm S.A.
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RETURN ON INVESTMENT (ROI) BEST PRACTICES 

For Oracle’s Mahon, some of her research 
also points to the more flexible allocation 
of resources as processes are automated 
and streamlined, as well as the ability to 
attract and retain talent using the latest social, 
mobile, and analytical capabilities. 

“We’re actually building up our business 
analytics team, not reducing the number 
of people, because we’ve introduced the 
technology or the ability to capture the data 
and better analyze it,” notes University of 
Melbourne’s Allan Tait. “So it is all about 
the strategic outcomes, not just about the 
dollar ones.” For Tait and his colleagues, 
performance management is key to the 
sustainability of the university. “We’ve got 
to be able to turn the dials and make sure 
that our performance is actually going to 
deliver what we need. It’s not about looking 
backwards anymore. We’ve got to look 
forward all the time.”

dunnhumby Group Finance Director Clare 
Swindell also understands the need to 
deliver modern capabilities to attract and 

retain talent in the highly competitive data-
science market. “Many finance people have 
worked in businesses that invest in the front 
end, but don’t have great finance systems,” 
notes Swindell “I think with our new cloud-
based applications, we will be in a better 
place to attract the right talent, because our 
employees will know that they are working 
with a system that allows them to maximize 
their skills as business partners.” 

Keste CFO Ken Judd agrees, noting that 
“One element I seek to weave into a 
sophisticated ROI analysis is the positive 
employee impact for your workforce. 
Employees want to be empowered.” 
Judd believes that if CFOs can enable a 
business owner or a business unit to take 
control and to drive a strategy, program, 
or campaign, that can make recruiting and 
retention that much easier. “I think that’s 
something that can get overlooked in a 
traditional ROI analysis,” Judd concludes. 
“An important component of these digital 
solutions is a real sense of happiness 
within your workforce.”

Adds Land O’Lakes CFO Dan Knutson:  
“We definitely attribute a lot of the portion  
of our two percent growth in market share  
to the new and innovative ways that we look 
at data and data sets. But the biggest wins 
so far are identification of up sell and cross 
sell opportunities in our retail channel, better 
end-user profitability analysis, and the KPIs  
in the dashboard.” 

“Risk management is another 
intangible benefit that doesn’t rise 
to the top of CFO ROI metrics until it 
has to the other benefit we get is not 
necessarily as quantifiable, but I would 
add that is very important, and that 
is risk management,” notes Oracle 
controller Corey West. “Managing 
risk is one of those things that people 
won’t necessarily put at the top of 
their list until they have to put it at  
the top of the list.”
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CONCLUSION: MASTERING DIGITAL TRANSFORMATION

To succeed in the Digital Age, CFOs and the 
organizations they lead must recognize the value 
of a holistic approach to digital transformation 
that can drive both operational savings and the 
flexibility needed to change business models or 
shift in and out of markets quickly. 

Forward-looking CFOs understand these changing dynamics, and 
are moving quickly to create modern, technology-enabled finance 
organizations better equipped to support more agile, digitally enabled 
business models and stronger C-suite collaboration. 

Today’s modern CFOs also recognize the need for new rules to measure, 
manage, invest, and report on changing sources of corporate wealth, 
and thus are embracing new finance best practices to benchmark the 
performance of their organizations in key processes that can drive 
value creation and organizational excellence. CFOs who master digital 
transformation not just in finance but across the enterprise are not only 
helping fulfill their mandate as the stewards of corporate value, but also 
placing themselves in a better position to ultimately assume a greater 
leadership role in their organizations.

Conclusion: Mastering Digital Transformation 
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