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Whitepaper 

Why are organisations looking to 
the finance department to drive 
technology innovations?

Jonathan Collins discusses why finance leaders are more frequently playing a 
starring role in technology management. Becoming a digital enterprise 
requires far more profound change than merely investing in the latest digital 
technologies. 
Companies searching for ever efficient business models are fundamentally 
re-thinking their operating models and are revamping how they attract, foster 
and manage digital talent and technology strategy. Achieving this via the CFO 
function seems to be an ever more common approach in the mid-market sector.
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Introduction

CFO’s seem to be becoming the new CIO’s and 
CTO’s when it comes to tech leadership. 
Decisive and dynamic CFO’s score big in  
mid-market firms
No longer are we having to plan our 
technology five years in the future and 
manage component complexity of 
storage arrays and binary subnet 
calculations.

Technology has evolved nicely into the 
hands of the business leaders, with 
everything available off the shelf to test, 
play and throw away if you don’t like it. 
This makes building a technology strategy 
somewhat less about zeros and ones and 
the laws of physics, and more about the 
four questions. For this white paper, we have reached out to our extensive network of CFO’s and Financial Directors to explore 

why the CFO tech leader phenomenon is so rife today. We have spent time with CFO’s from 300m to 30m 
turnover across a wide range of industries to understand what makes them compelling as tech leaders. We are 
finding more and more that mid-market firms are opting to have a generic IT Manager, whilst dropping the CTO 
/ CIO role in favour of the CFO steering technology strategy. 

Q.
What does 

the business 
want?

Q.  
What  

makes the 
money? 

Q. 
What 

reduces 
risk?

Q. 
What will 
allow us to 

grow?
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Top 10 reasons  
why CFO’s  
are becoming 
leaders in  
Tech

1   Agnostic  
(to just about everything)

During our analysis process, we found that 
departmental bias can be a critical factor in 
questionable tech decision making. This could be 
due to the IT team saying “We need X” to make 
their life easier when there are other free/open 
source alternatives. Or, if it’s a vocal department 
that knows how to bend the ears of the “Higher 
Ups” poorer decisions may be made without correct 
logic applied. We find that where CFO’s remain 
agnostic across the whole business at a board level, 
their decision making “bias factor” is just about 
Zero. The areas that affect the top and bottom line 
is a great way to focus on tech decision making and 
the CFO function usually makes sound decisions 
without bias.

2   Cost to  
benefit

IT can be a complex beast, and the fact that CFO’s 
often have a lot of knowledge in this field means 
that they are very quickly able to understand the 
merits of certain functionality over the intrinsic 
value to the business. In AWS, for instance, you can 
build quite complex application-level DR strategies, 
but the Snapshot server functionality is quite strong 
and data centre independent. Even if the cool and 
funky app level failover does increase your recovery 
times by 30 mins and supply better MI, does that 
warrant the expense over the easily testable 
Snapshot recovery models Amazon offers? The 
subjectivity involved in deciding what is a fad and 
what is real business value is quite often better 
decided in the minds of the finance elite.

3   Horizontal  
awareness

Because the CFO will constantly be asked for 
money by all departments, they must build up a 
pattern of value across all the horizontals within the 
business. Again, because intrinsic value is 
understood across most of the big hitting business 
elements, CFO’s can very quickly run their rapid 
mental calculations to assess IF “X tech upgrade” by 
“Y department” is signed off, what the likely 
realised benefit will be. One thing we have learned 
from our roots in Investment Banking is that if the 
departmental heads were more accountable for 
demonstrating the realised gains for the tech 
project they argued so aggressively for, then 
perhaps the prioritisation of project budget 
allocation may have been more objective. The CFO 
has a wealth of tacit knowledge of not just finance, 
but all departments – they can very quickly sniff out 
real value from politics.

https://www.3gi.co.uk/
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4   Comfortable with complex 
engineering

Not all, but quite a lot of finance departments, 
have quite complex end to end models, especially 
when you look at high transactional businesses. 
From sales order receipt, through to credit control, 
they are quite often involved in a web of SQL 
statements, macros, and API usages etc. This 
usually means that when the more vanilla tech 
questions are raised, it can sometimes be a 
welcome delight to spend time with simplicity in 
comparison to the intricate processes and 
applications CFO’s need to run their departments. 
The application engineering of a finance 
department is quite often more complex than the 
standard “which cloud tool” questions that are 
raised in today’s modern world.

5   Industry  
awareness

From our interview process, we also found that 
there is a broad network of CFO’s and FD’s that 
liaise with each other on tech matters. Not always 
seen as “giving up the keys to the castle”, 
swapping tech tips between CFO’s is a very 
effective way of validating decisions and giving the 
individual the ability to learn from other 
experiences. It’s not uncommon for CFOs to pool 
their knowledge to aid and help each other. 
Bringing CFO’s together in this type of forum is 
also something we are looking to achieve with this 
white paper. CIO’s and CTO’s tend to harbour their 
knowledge as a competitive edge or career 
advantage for themselves; the CFO seems to be 
more comfortable in swapping tips as it’s not their 
primary focus.

6   Company intrinsic value 
and multiplier awareness 

One of the significant factors found through 
working with our network of CFO’s was that 
because the CFO knows the company’s “exit 
strategy” and has a keen understanding of the 
company’s intrinsic value, they already know how 
investors will see different tech innovations from a 
“business sell value” perspective. This, we find aids 
faster decision-making processes concerning 
funding, investment and safeguards for 
shareholders. Having this inside knowledge helps 
to drive the tech strategy. 

7   False economy 
awareness

There are so many false economies in technology, 
and CFO’s are well tuned into what is and isn’t a 
false economy. From hiring apprentice level 
engineers through to buying bulk tech that is soon 
to be “end of life”, CFO’s seem to know when to 
suggest “let’s do this properly” instead of hacking 
around a problem. At the same time, CFO’s are 
very well versed in knowing when to stop throwing 
money at sticky tape and plasters for tech 
problems and engineer future proofing principles.

https://www.3gi.co.uk/
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8   Insourcing vs  
outsourcing 

Whether to insource or outsource your tech management is a 
fine line decision and a much debated topic. This has now 
become ever more complex with the explosion of Software as a 
Service (SaaS). CFO’s, on an almost daily basis analyse and 
balance what is done internally vs externally, and what they can 
accept as a SaaS solution versus applications they need to 
manage / build in-house. Being able to spot burn on how much 
management time is spent with under-performing suppliers, as 
opposed to the gains made from not having to employ people 
for specific roles, seems to be a special skill that sits well in the 
finance world. This also applies to the well-known conundrum; 
should we build our own? Or modify something else out there? 
Again here the balanced and unbiased view of the CFO again 
comes into play and is aided wonderfully when numbers need 
to be crunched to ensure a particular decision can be 
represented demonstrably with solid maths.

9   Unrivalled risk vs  
cost measurement

Risk management is a crucial area, and although we have learned 
that it is not just from the perspective of understanding the cost 
impact to operations or the business reputation etc. It was also 
evident that CFO’s, armed with knowledge across the business, 
were far more likely to take risks in the pursuit of budget 
conservation. Sometimes just for small items, like running down 
the clock on on-prem servers which are “end of life” and still 
chugging away. But quite often it is their cross-business 
knowledge that allows them to make decisions to just ensure the 
risk for larger items like Cyber Security for ageing equipment, 
particularly if they know is likely to be decommissioned soon. 
Sometimes an IT manager will argue for the budget no matter 
what to avoid their own personal pain if things go wrong instead 
of working with the central team to understand the bigger 
picture. It is having this keen eye for the risk that mitigates panic 
buying and focuses the budget to be spent on more long-term 
strategic solutions instead of flogging dead horses elsewhere.

10   Fluid cognitive 
ability

Lastly, but by no means least, whether we all like to admit it, the finance 
teams do seem to be slightly more blessed in the IQ end of the scale. It 
appears that through a lifetime dedicated to working with constant 
variables, numbers, logic and the need to have a hand in all aspects of 
commerce creates a perfect psyche to assess and quickly decide on 
strategy, and more importantly base the decisions on objectivity, science 
and causality as opposed to emotion. CFO’s seem to have great fluid 
cognitive ability; they are natural puzzle solvers, and their experience across 
the business creates a powerful crystallised intelligent mind. Because they 
are always breaking new neural networks in the brain through the necessity 
of being lifelong learners, picking up the new concepts in technology does 
not seem to give the typical CFO too much distress. Even at the top end of 
the scale we even find that now that the hard work has been done in 
machine learning and AI, the average CFO intellect is well suited to 
understand the cause and effect aspect of working within AI and machine 
learning principles. They can take what used to be quite complex principles 
and break them down into testable units that work well with AI.

https://www.3gi.co.uk/
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Top 5 areas CFO’s said they 
would focus this year
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CFO engagement 
statistics 
Part of our analysis across our 
CFO space was to work out what 
levels of engagement we see 
from CFO’s within organisations 
when it comes to tech 
management, decisions and 
strategy. 

Our questionnaire allowed us to 
gain an insight into the CFO 
engagement in tech. Our analysis 
process found:

https://www.3gi.co.uk/
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Conclusion
The role of the CFO will always be to manage finance 
however it is becoming more and more apparent that 
Mid-Market firms are using the CFO skill set to move some 
of the core technology strategies away from traditional IT 
hierarchies and more into the finance space.  

 

Our general feeling is that top-level management historically 
always looked upon IT with a bit of whimsical mystery and has 
been happy to silo this in a completely different tower, however as 
technology becomes more simple then placing more technology 
strategy under the CFO banner seems to allow the business to 
build a better connection with technology and ultimately gain 
better strategic advantage.

Jonathan has over 9 years in the enterprise IT infrastructure & security 
industry experience, He has assisted C-level executives globally to 
maximise their technology investment and reduce their total cost of 
ownership (TCO) 

As one of the founders of 3Gi Technology Jonathan is able to understand 
the challenges, risks and rewards a company would go through when 
changing technology and service providers.

He has a real passion for understanding cutting-edge technology and the 
latest IT innovations, aiming to help organisations serve more customers, 
build better relationships, streamline operational processes, improve users 
efficiency and deliver business continuity across the technology landscape. 

We offer CFO’s complimentary IT consultancy services with a full business 
and technical requirements review to understand the business’s vision.  
This initial exploratory process concludes with strategic recommendations.

Jonathan Collins
Enterprise Architect  
3Gi Technology

Learn more about how finance leaders 
are transforming today’s business  
 
t: +44 (0) 203 588 2580 
e: jonathan.collins@3gi.co.uk
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Contact us:

Jonathan Collins 
Enterprise Architect  
3Gi Technology
t: +44 (0) 203 588 2580 
e: jonathan.collins@3gi.co.uk

 

About 3Gi
At 3Gi, we spend a vast amount of our time working with finance teams and CFO’s to deliver a “Top 5” consultancy approach without the price tag. 
Our internal team of Cloud Architects, Application developers and white gloves service engineers allow us to deliver everything from CIO as a service 
through to end-user service desk functions.  Our general ethos is that if we provide clients completely free of charge and truely enterprise up-front 
consultancy experience then the trust and respect we gain from this investment builds everlasting relationships with great companies.
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