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The CFO Transformation Challenge

If you're a CFO reading that number, you're asking the wrong

5 4 % question. The question isn't whether finance jobs are at risk.

of banking jobs have high

automation potential

- Citigroup analysis

The CFO Paradox

The question is: which parts of YOUR CFO role are task
execution versus strategic judgment? Which parts differentiate
you, and which parts could Al handle as well or better?

This worksheet helps you answer that question.

CFOs are uniquely positioned to understand this challenge. You analyze business transformations,
model scenarios, calculate ROI. You've probably done this analysis for your organization's Al

investments. But have you done it for yourself?

Most CFOs we work with haven't. The financial executive who can model any business scenario
often hasn't modeled their own career scenario. This creates a dangerous blind spot - not because
CFOs lack analytical capability, but because they haven't turned that capability inward.

What This Worksheet Provides

Pre-Populated Identified Scoring

CFO Tasks Human Framework

18 common Purposes Calculate your
activities you'll 10 finance task-to-purpose
recognize from leadership ratio with finance-
your role outcomes that specific guidance

remain irreducibly
human
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Action
Suggestions

Next steps based
on your specific
results and
position



The Framework: Tasks vs. Purpose

The PURPOSE AUDIT™ framework makes a critical distinction that most executives miss: the
difference between what fills your calendar and what defines your value. For CFOs specifically, this
distinction reveals exposure that title and compensation can mask.

The Core Distinction For CFOs Specifically

Task Examples

Dimension Tasks Purpose
e Producing monthly financial reports
Definition Activities Outcomes e Running variance analysis
that fill that define « Building budget models
your your value ) ) )
e Tracking compliance metrics
calendar
e Consolidating subsidiary financials
Nature Often Require
routine, judgment, Purpose Examples
procedural,  relationshi  Strategic capital allocation decisions
analytical Ps, context e Building board trust
Al Potential Can be Remain » Navigating stakeholder relationships during
performed irreducibly crisis
by Al with human e Making judgment calls on ambiguous
quality regardless accounting treatments
approachin of Al e Translating financial reality into strategic
g human capability direction
Essence "What | do" "Why it
matters
that | do it"

[JJ) The Calculation: Your task-to-purpose ratio reveals vulnerability. A CFO with 70% tasks /
30% purpose has different exposure than one with 40% tasks / 60% purpose - even if their
titles and compensation are identical.
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Common CFO Tasks - Score Your Time
Allocation

Below are 18 tasks common to CFO roles. For each task, estimate what percentage of YOUR time
goes to this activity. Then rate how much of this task Al could perform competently (1 = Al can't do
this, 5 = Al can do this as well as a skilled human).

Tasks 1-9
# Task Your Time % Al Capability (1-5)
1 Monthly/quarterly financial close and reporting % 1-2-3-4-5

Consolidating financials, producing standard reports,
ensuring accuracy

2 Variance analysis and explanation % 1-2-3-4-5
Comparing actuals to budget/forecast, identifying and

explaining differences

3 Budget preparation and consolidation % 1-2-3-4-5
Gathering inputs, building models, iterating with business
units

4 Financial forecasting and modeling % 1-2-3-4-5

Building projections, scenario analysis, sensitivity testing

5 Compliance and regulatory reporting % 1-2-3-4-5
SEC filings, tax compliance, audit preparation

6 Cash flow management and treasury % 1-2-3-4-5
Daily cash positioning, working capital optimization

7 Financial systems and data management % 1-2-3-4-5
ERP oversight, data integrity, reporting infrastructure

8 Accounts payable/receivable oversight % 1-2-3-4-5
Process management, aging analysis, collection activities

9 Internal audit coordination % 1-2-3-4-5
Managing audit activities, responding to findings
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Common CFO Tasks -

Tasks 10-18

# Task

10 Board and investor presentation preparation
Building decks, preparing materials, data visualization

1 Cost analysis and reduction initiatives
Identifying savings opportunities, tracking initiatives

12 Performance metrics and KPI tracking
Defining metrics, building dashboards, monitoring
performance

13 M&A financial analysis

Due diligence, valuation modeling, deal structure analysis

14 Pricing and profitability analysis
Customer/product profitability, pricing recommendations

15 Risk quantification and reporting
Financial risk modeling, exposure analysis

16 FP&A team management
Direct reports, performance management, capacity
planning

17 Cross-functional project participation
Strategy meetings, operational reviews, transformation
initiatives

18 External stakeholder coordination
Banks, auditors, tax advisors, insurance

Continued

Your Time Al Capability (1-5)

%
% 1-2-3-4-5
% 1-2-3-4-5
% 1-2-3-4-5
% 1-2-3-4-5
Y 1-2-3-4-5
% 1-2-3-4-5
% 1-2-3-4-5
) 1-2-3-4-5
% 1-2-3-4-5

Total Task Time: %
(should be less than 100% - remainder is purpose
work)

Average Al Capability Rating: ____
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Irreducibly Human CFO Purposes

Below are 10 purposes that remain irreducibly human in CFO roles - even as Al transforms the work.

For each, rate how central this is to YOUR value in your current role (1 = not central, 5 = essential to
my value).

Purposes 1-5

#

Purpose

Strategic capital allocation judgment

Deciding where the organization invests, what gets
funded, what gets cut. Not the analysis - the judgment
call when data is ambiguous.

Board and investor trust

The relationship capital that makes boards confident in
financial leadership. Credibility that comes from track
record and communication, not just numbers.

Crisis financial navigation

Leading through financial stress, covenant negotiations,
restructuring conversations. The judgment and
composure that can't be automated.

Accounting judgment on ambiguous treatments

When the rules don't clearly apply, making defensible
calls that balance accuracy, conservatism, and business
reality.

Translating financial reality into strategic direction
Helping non-financial executives understand what the
numbers mean for decisions. Making finance a strategic
input, not just a scorecard.

Centrality (1-5) Your Notes
1-2-3-4-5
1-2-3-4-5
1-2-3-4-5
1-2-3-4-5
1-2-3-4-5
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Irreducibly Human CFO Purposes -

Continued
Purposes 6-10

# Purpose Centrality (1-5) Your Notes

6 Cross-functional influence without authority 1-2-3-4-5
Getting business unit leaders to change behavior
through financial insight and relationship, not mandate.

7 Talent development and succession 1-2-3-4-5
Building the next generation of finance leaders.
Coaching, mentoring, judgment development that
requires human relationship.

8 External stakeholder relationship management 1-2-3-4-5
Banks, auditors, investors, regulators. The trust and
relationship that makes difficult conversations possible.

9 Ethical financial leadership 1-2-3-4-5
Setting tone, making calls when legal and ethical
diverge, being the voice that asks "should we?" not just
"can we?"

10 Institutional memory and context 1-2-3-4-5
Knowing why decisions were made, what was tried

before, what the history means for current choices.
Judgment that comes from tenure.

Total Purpose Centrality Score: ____ /50
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Your CFO Task-to-Purpose Ratio

Now calculate your position using the scores from the previous sections. This ratio reveals your
vulnerability and opportunity in the Al-transformed finance landscape.

Calculate Calculate Determine
Exposure Purpose Ratio

Follow these steps to understand your current position and exposure level.

Step 1: Calculate Task Step 2: Calculate Purpose
Exposure Strength

Sum of (Time % x Al Capability) for all 18 tasks, Average of your 10 purpose centrality scores.
then divide by total task time percentage. This This gives you purpose strength ona 1.0 - 5.0
gives you weighted task exposure on a 1.0 - 5.0 scale.

scale.

Purpose Strength Score: ____
Task Exposure Score: ____

Step 3: Determine Your Ratio

Your Ratio: Task ____ : Purpose
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Interpreting Your Results

Your task-to-purpose ratio reveals your position in the Al-transformed finance landscape. Use this
interpretation guide to understand what your scores mean and identify your priority actions.

Pattern

High Task Exposure (=3.5) +
Low Purpose (<2.5)

High Task Exposure (23.5) +
High Purpose (=3.5)

Low Task Exposure (<2.5) +
High Purpose (=3.5)

Low Task Exposure (<2.5) +
Low Purpose (=<2.5)

What It Means

High vulnerability - much of
your time goes to Al-capable
work with limited purpose
differentiation

Mixed position - valuable
purpose work exists but high
task exposure creates risk

Strong position - your role
emphasizes irreducibly
human work

Unclear value - neither task
volume nor purpose
centrality is high

Recommended Focus

Urgent: Shift allocation
toward purpose work;
consider path options

Priority: Reduce task time to
protect purpose focus

Strengthen

purpose work; build Al
fluency to stay ahead

Investigate: Are you
accurately assessing, or is
role undefined?

[J Critical Insight: A high purpose centrality score only protects you if you're actually
spending time on purpose work. Many CFOs score high on purpose potential but low on

purpose allocation - creating vulnerability despite strong capabilities.

@ Tandem Coaching



Worked Example: Marcus, CFO

Marcus is CFO at a 400-person professional services firm. He's been in finance leadership for 18 years. He assumed his role
was relatively protected because he's "strategic" - but he'd never actually measured his task-to-purpose ratio. Here's what
he discovered.

Marcus's Task Scores (Top 5) Marcus's Purpose Scores
Task Time % Al Cap. Weighted Purpose Centrality
Monthly 20% 4 0.80 Strategic capital 4
close and allocation
reporting

Board trust 5
Variance 15% 4 0.60
analysis Translating financial 4
reality
Budget 12% 4 0.48
consolidat Cross-functional 3
ion influence
Board 10% 3 0.30 Ethical financial 4
presentati leadership
on prep Average 4.0
Forecastin 10% 4 0.40
g and Marcus's Ratio: Task 3.2 : Purpose 4.0
modeling
Other 18% 3.2 0.58
tasks
Total Task 85% 3.16
Time

What Surprised Marcus

"My task time was 85%. Only 15% of my calendar went to purpose work. Even though my purpose centrality was strong
(4.0), I wasn't spending time there. | have high purpose potential but low purpose allocation - Al won't replace my
judgment - but if 85% of my time goes to work Al can do, I'm vulnerable anyway."

- Marcus, CFO

Marcus's realization led him to restructure his role, delegate routine tasks, and focus his calendar on the high-purpose work
where he creates irreplaceable value. Within six months, he shifted his allocation to 40% purpose work - still task-heavy, but
significantly more protected.
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What Your Ratio Means for Finance
Leadership

After working with hundreds of CFOs through career transformation, we see three distinct patterns
emerge. Understanding which pattern describes you is the first step toward strategic response.

Pattern 1: The
"Strategic Partner"
Who Isn't

Many CFOs believe they're
strategic partners. Their title
says so. But when we
examine actual time
allocation, 70%+ goes to
reporting, analysis, and
compliance - tasks Al
increasingly handles well.
The "strategic partner" label
masks task-heavy reality.

If this is you: Your purpose
work is real, but it's crowded
out by task volume. The
question isn't whether you
can do strategic work - it's
whether you're actually
doing it, or just believing you
should be.

Pattern 2: The Trusted
Advisor

Some CFOs genuinely
operate as trusted advisors -
board confidants, CEO
thought partners, the voice
that shapes strategic
direction through financial
lens. Their task-to-purpose
ratio reflects this, with 40%+
going to purpose work.

If this is you: Your position is
relatively strong, but don't
assume it's permanent. Build
Al fluency to stay ahead,;
strengthen the relationships
that define your purpose.
The gap between you and
Pattern 1 CFOs will widen -
use that advantage.

Pattern 3: The
Transformation
Leader

The CFOs best positioned
for the Al era are those who
lead transformation - not just
of the finance function, but
of the organization's Al
adoption, governance, and
strategic response. They're
shifting from scorekeeper to
architect.

If this is you: Consider
whether your current role
gives you scope for this
leadership, or whether you
need to seek it elsewhere.
Transformation leadership
may require a new platform,
not just new priorities.

() The Common Thread: In every pattern, honest self-assessment precedes effective action. The
CFOs who navigate this transformation successfully are those willing to measure their current
position accurately - not the position they wish they had or believe they deserve.
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Your CFO Transformation Actions

Based on your task-to-purpose ratio, identify your priority actions. These recommendations are sequenced by timeline and
urgency. Focus on your specific pattern first, then address the universal actions that apply to all CFOs.

If Task Exposure is HIGH (=3.5)

Action Timeline Notes

Audit your calendar - where is task time This week
coming from?

Identify 2-3 tasks to delegate, automate, or 30 days
eliminate
Block time for purpose work (board prep, Ongoing

strategic work)

Discuss role evolution with CEO 60 days

If Purpose Strength is LOW (=2.5)

Action Timeline Notes

Identify which purposes are available but This week
underutilized

Request broader strategic involvement 30 days
Build relationships that enable purpose work Ongoing

Evaluate whether current role allows 90 days
purpose focus

Regardless of Ratio - Universal Actions

Action Timeline Notes
Complete full PURPOSE AUDIT™ (if not done) 2 weeks
Complete RUNWAY READY™ assessment 30 days
Build Al fluency (Al FLUENCY MAP™) 90 days

Evaluate TRANSITION BRIDGE™ path options 90 days
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Continue Your Assessment

You've completed the CFO-specific Role Transformation Tracker. This gives you a finance-leadership
lens on the PURPOSE AUDIT™ framework. For the complete picture, continue with these complementary
assessments and resources.

Recommended Next Steps Additional Resources

01 Recommended Reading

Full PURPOSE AUDIT™ "Al and Finance Leadership: What CFOs Need to
Know About Their Career" - the article that pairs

Deeper analysis, amplification factors, with this worksheet

comprehensive worksheet o )
tandemcoach.co/cfo-career-ai-disruption

02

RUNWAY READY™

Financial, psychological, and network readiness
assessment

03

TRANSITION BRIDGE™

Which path fits: Transform, Pivot, Reinvent, or
Portfolio

04

Al FLUENCY MAP™

Which Al competencies you actually need to build

Full PURPOSE RUNWAY TRANSITION Al FLUENCY
AUDIT™ READY™ BRIDGE™ MAP™
tandemcoach.co/pur tandemcoach.co/run tandemcoach.co/tran tandemcoach.co/ai-
pose-audit way-ready sition-bridge fluency

@ Tandem Coaching



Key Insights for Your Journey

As you move forward with your CFO transformation, keep these critical insights in mind. They
represent the most important lessons from finance leaders who have successfully navigated this

transition.

Measurement Precedes
Management

You can't transform what you haven't
measured. Most CFOs operate on
assumptions about their value rather than
data. This assessment gives you the data.
Use it to drive decisions, not just to confirm
what you hoped was true.

Al Fluency Is Not Optional

Even CFOs with strong purpose ratios need
to understand Al - not to compete with it,
but to leverage it, govern it, and lead
organizations through it. Build fluency now,
while you still have time to learn
deliberately.

Purpose Potential - Purpose
Allocation

Having high-value purpose work available in
your role means nothing if you're not
spending time on it. The gap between
potential and allocation is where
vulnerability hides. Close that gap
intentionally.

Your Current Role May Not
Support Your Future

Sometimes the honest assessment reveals
that your current role doesn't allow the
purpose allocation you need. That's not
failure - it's clarity. Use it to make informed
choices about whether to transform in place
or seek a new platform.

"The CFOs who thrive in the Al era won't be those with the most sophisticated technical skills or
the longest tenure. They'll be those who honestly assessed their position, made deliberate
choices about purpose allocation, and had the courage to change course when needed."
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About This Resource

Part of the Al Career Navigator

This Role Transformation Tracker is designed
specifically for CFOs and finance leaders facing Al-
driven career transformation. It's part of a
comprehensive suite of assessment tools and
frameworks created by Tandem Coaching Partners.

About Tandem Coaching Partners

We work with executives navigating the question
previous generations never faced: "What happens to
my career when Al can do parts of what made me
valuable?"

Our approach combines rigorous assessment
frameworks with practical action planning. We help
finance leaders move from anxiety to agency - from
wondering what might happen to making deliberate
choices about what will happen.

Connect With Us

Website: tandemcoach.co

Email: info@tandemcoach.co
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Document Overview

Title: Role Transformation Tracker:
CFO Edition

Subtitle: Applying PURPOSE AUDIT™
to Finance Leadership

Format: Interactive worksheet
Time to Complete: -25 minutes

Target Audience: CFOs and senior
finance leaders

How to Use This
Document

1.

2.

Complete the task inventory honestly

Score your purpose centrality
accurately

Calculate your ratio using the
framework

Review the interpretation and
patterns

Identify priority actions based on
your results

Continue with complementary
assessments
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