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This edition’s top CFO challenges
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Challenge 1: 
What shifts in the external 
environment should I prioritize 
responding to now?

Challenge 2: 
How can I separate hype from 
reality when it comes to AI’s value?

Challenge 3: 
What checks should I apply to 
current budgeting plans?

https://www.linkedin.com/showcase/gartner-for-finance/
https://www.gartner.com/en/finance/newsletter-signup?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/finance/lets-connect?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
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3 inputs to guide CFOs’ strategy update conversations

Organizational 
strategy BU leaderCFO

Relevant political, 
economic and 
technological shifts

Realistic expectations  
of AI’s impact

Reflections on planned  
2025 spending
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Refresh your organization’s long-range financial plan and strategy

As many CFOs prepare to hold their annual conversations with C-suite peers 
and business unit (BU) leaders to refresh the enterprise’s long-range financial 
plan, they’re considering how recent and shorter-term changes will affect 
the organization’s strategy. These changes include both high-impact external 
shifts (like the new U.S. government administration’s executive orders) and 
internal shifts (like spending decisions).

Three inputs can help guide CFOs’ thinking as they prepare for strategy 
update conversations:

1.	 Insight into external shifts

2.	 Realistic expectations of AI’s impact

3.	 Reflections on 2025 spending plans

Use this latest edition of The CFO Report to guide conversations with peers 
and stakeholders and refresh your organizational strategy.

https://www.linkedin.com/showcase/gartner-for-finance/
https://www.gartner.com/en/finance/newsletter-signup?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
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Increasing frequency and magnitude of disruptions in the business environment

Canada-India diplomatic 
tensions (2024)

The European 
energy crisis (2022)

European Union 
AI Act (2024)

EU’s carbon 
border adjustment 
mechanism (2023)

Israel-Hamas war 
(2023-Present)

Finland joined 
NATO (2023) Russian invasion of 

Ukraine (2022-present)

4 new BRICS 
members 
(2024)

New START 
Treaty 

suspension 
(2023)

Turkey-Syria 
earthquake 

(2023)

China’s new 
permanent space 
station (2021-22)

Territorial dispute in 
South China Sea

India’s lunar 
South Pole 
mission (2023)

Australian 
wildfires (2023)

AUKUS submarine 
deal (2021)

Iran-Israel 
tensions (2024)

Silicon Valley Bank 
collapse (2023)

Canadian 
wildfires (2023)

Fusion energy 
breakthrough (2022)

Postelection unrest 
in Brazil (2022)

ChatGPT’s public 
launch (2022)

Executive order 
issuance surge (2025)

Increased drug-related 
violence (2020-present)

Argentina’s debt restructuring 
agreement with IMF (2022)

National elections (2024) Major geopolitical conflicts Other macroenvironment changes
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CFO CHALLENGE

What shifts in the external environment should I 
prioritize responding to now?
The geopolitical environment continues to be 
volatile and uncertain — the new normal is 
economic disorder. Organizations are responding 
to the outcomes of and resulting policy shifts 
from the 2024 elections in various countries. 
Most recently, a wave of executive orders issued 
in the U.S. has disrupted the business landscape 
domestically and abroad. 

Additionally, CFOs need to consider their 
own performance and productivity. The most 
effective CFOs recognize they can’t address 
everything simultaneously, so they identify 
potential upcoming disruptions (whether risks 
or opportunities) and define their likely response 
plan, including what to do immediately and 
what to monitor.

https://www.linkedin.com/showcase/gartner-for-finance/
https://www.gartner.com/en/finance/newsletter-signup?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/finance/lets-connect?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
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Prioritize 5 key trends in strategy refresh 
conversations 

GARTNER ANSWER

Divergent regulatory 
policies
Corporate tax incentives, 
tariffs and trade restrictions 
will lead to more complex 
regulatory environments 
and may require CFOs to 
revisit business model 
suitability and long-term 
planning. Short-term 
obscurity will lead to higher 
expenditures on legal 
and assurance services. 
CFOs should anticipate 
a temporary increase in 
time and financial 
resources for corporate 
tax management, labor 
issues, supplier contracts 
and trade compliance.

Momentum for M&A 
transactions
Mergers and acquisitions 
(M&A) activity declined in 
January 2025, with fewer 
than 900 deals announced 
in the U.S., compared to 
1,200 deals during January 
2024. However, dealmakers 
remain cautiously optimistic 
about M&A momentum in 
the Americas and Europe, 
as anticipated regulatory 
easing could lead to a 
resurgence in the volume 
of larger deals. In the 2025 
Gartner Board of Directors 
Survey, board members 
ranked investing in M&A 
second (tied with AI) in 
greatest anticipated 
positive impact on 
shareholder value over 
the next two years.

Disruptive technological 
innovation
New technologies are 
disrupting long-standing 
business and operating 
models, prompting 
organizations to reexamine 
the alignment of IT with 
their enterprise operating 
model (EOM). Lowered 
entry barriers have 
heightened competition, 
prompting incumbents 
to adapt to maintain market 
position. Businesses  
that only spend time on 
incremental innovation will 
not satisfy needed return 
on capital investment —  
especially because of the 
lag between innovation 
and impact.

IPO comeback
U.S. public markets are 
preparing for a 2025 
resurgence driven by 
interest rate cuts, 
pent-up investor demand, 
a growing backlog of 
initial public offering (IPO) 
hopefuls and anticipated 
public policy changes. 
Companies pursuing an 
IPO should ensure the 
organization has the 
cash flow to continue 
business operations and 
incur significant external 
costs, including the cost 
of comprehensive audits.

Cryptocurrency 
becomes mainstream
The biggest U.S.  
cryptocurrency exchange 
earned $1.3 billion in 4Q24, 
nearly 5x what it made 
a year earlier. While the 
potential for high returns 
has attracted a wave of 
speculative investment, 
two factors are causing 
organizations to pay 
more attention: increasing 
acceptance as a form 
of payment for goods 
and services, and 
implementation of 
accounting standards 
from the Financial 
Accounting Standard 
Update (ASU), which 
went into effect 
January 1, 2025.

https://www.linkedin.com/showcase/gartner-for-finance/
https://www.gartner.com/en/finance/newsletter-signup?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/finance/lets-connect?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
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Take action with Gartner support

For more on 2025 
trends to incorporate 
into your strategy, read 
Top External Trends 
for CFOs in 2025.

Ask your head of 
enterprise risk 
management to 
walk you through 
their perspective and 
planned approach to 
external trends.

Schedule a call with 
a Gartner expert to 
understand actions 
you should take to 
respond to external 
trends and to review 
their potential impact on 
organizational strategy.

Watch Seize the Shift: 
Business Implications 
of U.S. Executive Orders 
for CFOs, an on-demand 
webinar that will help 
you navigate recent 
government policy 
changes and capitalize 
on the future.

Dennis Gannon
VP Analyst

https://www.linkedin.com/showcase/gartner-for-finance/
https://www.gartner.com/en/finance/newsletter-signup?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/finance/lets-connect?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/document-reader/document/6235419?ref=TypeAheadSearch
https://www.gartner.com/document-reader/document/6235419?ref=TypeAheadSearch
https://www.gartner.com/en/finance/lets-connect?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/finance/lets-connect?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
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n varies
Q: In which function do you primarily work?
Source: 2024 Gartner Productivity Impact of AI Survey

AI’s productivity impact across functions
Percentage of teams achieving high productivity gains from traditional AI

Marketing (n = 39)

Supply chain (n = 42)

Sourcing and procurement (n = 52)

Finance (n = 31)

Manufacturing, production, quality, R&D  (n = 32)

IT (n = 39)

Legal, risk and compliance (n = 33)

56%

45%

44%

28%

27%

26%

18%
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CFO CHALLENGE

How can I separate hype from reality when it comes to 
AI’s value?
As organizations race to implement AI, they’re 
optimistic about the productivity gains they 
can achieve. CEOs said they expected an 18% 
increase, on average, in workforce productivity 
from generative AI across 2024 and 2025, for 
instance.

Yet these expectations are often inflated — and 
especially so now, while AI is at an early stage of 
development and organizations are still working 
to size expected costs, as well as understand the 
best use cases and implementation methods.

https://www.linkedin.com/showcase/gartner-for-finance/
https://www.gartner.com/en/finance/newsletter-signup?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/finance/lets-connect?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
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Curb inflated expectations of AI’s current 
impact in finance

GARTNER ANSWER

As CFOs review organizational strategy, they should check outsized 
expectations with a realistic understanding of AI’s impact. Consider, 
for instance, that 37% of teams who use traditional AI and 34% of teams 
who use generative AI report high productivity gains as a result of 
implementation. These figures are comparable to the 34% of teams 
that reported high productivity gains from other technologies (e.g., 
robotic process automation [RPA]).

It’s also useful for CFOs to understand what AI’s touted time savings  
promise currently translates into. Traditional AI users report 5.4 hours 
per week saved. But just 1.7 hours of that is used to take on additional 
work that improves team outcomes. When CFOs account for the impact 
of AI in organizational strategy, they need to incorporate this split for the 
most accurate projections. Unless the improvements in team outcomes 
result in positive incremental cash flow (net of the cost of using AI to 
achieve them), to call them productivity gains is a misrepresentation 
of the complete financial picture. 

n = 360 traditional AI users; time saved as a result of implementing the technology, excluding 
“don’t know” answers 
Q: And approximately what percentage of that time saved do you allocate to each of the following? 
Q: Overall, as a result of implementing the technology, approximately how many hours per week, if any, have 
you personally saved after accounting for any time spent on validating the work performed by the technology?
Source: 2024 Gartner Productivity Impact of AI Survey
Note: Mean calculated from midpoints. Hours may not add up to 5.4 due to rounding.

Time saved per week as a result of implementing AI
How time savings from AI are used (means)

5.4 
hours 
saved

1.7 
hours

0.6 hours

0.8 
hours

1.4 
hours

0.8 
hours

Redoing the work performed 
by AI/ML

Taking on additional work 
without improving team 
outcomes

Developing new work skills

Reducing hours worked

Taking on additional 
work that improves 
team outcomes

https://www.linkedin.com/showcase/gartner-for-finance/
https://www.gartner.com/en/finance/newsletter-signup?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/finance/lets-connect?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
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Take action with Gartner support

Randeep 
Rathindran
Distinguished VP, 
Finance Research

Schedule a call with 
a Gartner expert to 
learn more about the 
early productivity gains 
organizations are seeing 
from AI and how they’re 
capturing ROI.

Work with your CHRO 
and CIO to set realistic 
expectations around AI 
productivity gains and 
time savings.

Read AI’s Impact 
on Productivity and 
Headcount for more 
guidance on recalibrating 
expectations of AI’s 
impact.

Attend an upcoming 
Gartner CFO & 
Finance Executive 
Conference for in-person 
networking and sessions 
like “Measuring and 
Quantifying Cost, 
Risk and Value of 
GenAI Initiatives.”

https://www.linkedin.com/showcase/gartner-for-finance/
https://www.gartner.com/en/finance/newsletter-signup?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
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https://www.gartner.com/en/finance/lets-connect?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/finance/lets-connect?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/document-reader/document/6143191?ref=TypeAheadSearch
https://www.gartner.com/document-reader/document/6143191?ref=TypeAheadSearch
https://www.gartner.com/document-reader/document/6143191?ref=TypeAheadSearch
https://www.gartner.com/en/conferences/hub/finance-conferences?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/conferences/hub/finance-conferences?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/conferences/hub/finance-conferences?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2


n varies; CFOs and senior finance leaders
Q. How do you expect the following to change in 2025 compared to expected level in 2024 in your organization?
Source: 2025 Gartner Budget and Headcount Changes in Finance and the Enterprise Survey
Note: Percentages may not add up to 100% because of rounding. 
Source: Gartner

Planned changes to enterprise budgets in 2025 
Percentage of respondents

Increase by 10% or more Increase by 4% to 9% Normal change Decrease by 4% to 9% Decrease by 10% or more

3%
Technology (overall)  
(n = 298)
Avg. compensation  
per staff  
(n = 300)
Cost of goods sold 
(n = 292)

Staff headcount  
(n = 300)

External services  
(n = 299)

Contractor  
(n = 297)

Facilities  
(n = 300)

47%

11%

24%

24%

25%

22%

16%

30%

50%

36%

31%

27%

21%

20%

14%

37%

29%

29%

24%

28%

40%

7%

9%

10%

13%

9%

6%

5%

7%

13%

16%

15%

0% 50% 100%

1% 1%
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CFO CHALLENGE

What checks should I apply to current 
budgeting plans?
Two years into a deadweight economy, featuring 
consistently higher costs and expensive capital, 
many CFOs are now more optimistic about growth. 
However, considering the multitude of looming 
economic and geopolitical risks, a majority of 
organizations are planning moderate budget 
increases across most key spending categories 
and functions in 2025 — a continuation of 2024 
budget trends.

As an additional check to make sure their 
organization’s strategy is on track, CFOs can 
review Gartner’s 2025 budgeting benchmarks. 
This will help CFOs make sure in-year plans 
align to strategically important priorities —  
and if these plans don’t align, it will help 
CFOs understand why and adjust as needed.

https://www.linkedin.com/showcase/gartner-for-finance/
https://www.gartner.com/en/finance/newsletter-signup?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
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Use benchmarks to determine where peers are 
increasing investment — and holding back

GARTNER ANSWER

n varies; CFOs and senior finance leaders
Q. (2023): How do you expect the following to change in 2023 compared to expected level in 2022 in your organization?
Q. (2024): How do you expect the following to change in 2024 compared to expected level in 2023 in your organization?
Q. (2025): How do you expect the following to change in 2025 compared to expected level in 2024 in your organization?
Source: 2023 Gartner Expected Budget Changes Survey; 2024 Gartner Budget and Headcount Changes in Finance and the Enterprise Survey ; 
2025 Gartner Budget and Headcount Changes in Finance and the Enterprise Survey

Planned Changes to Average Employee Compensation in 2025, 2024 and 2023 
Percentage of Respondents

This year, technology is again the cost category 
most likely to see increases in spending, with nearly 
half of CFOs planning to boost this spending by 
10% or more. That figure is notable because it 
follows significant past increases: 50% of CFOs 
reported they’d planned to up the technology 
budget by 10% or more in 2024, and 43% said 
so in 2023.

Another notable trend: Increases in average 
employee compensation have diminished. 
Sixty-one percent of CFOs plan to boost spending 
by at least 4% here in 2025, compared to 71% 
in 2024 and 86% in 2023. However, some CFOs 
are apprehensive about the extent to which they 
can manage this spending area. In a separate 
survey, 50% of CFOs said they were moderately 
or very concerned about their ability to control 
increases in wages for hourly labor in 2025, and 
40% said the same about staff salaries.

2023 (n = 297) 2024 (n = 296) 2025 (n = 300)

Increase by 
10% or more

Increase by  
4% to 9%

Nominal change Decrease by  
4% to 9%

Decrease by 10% 
or more

80%

40%

0%

16% 13% 11%

70%

58%

50%

9%

26%

37%

2% 1% 1% 3% 2% 1%

https://www.linkedin.com/showcase/gartner-for-finance/
https://www.gartner.com/en/finance/newsletter-signup?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/finance/lets-connect?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2


12Follow Us on LinkedIn                    Sign Up for Our Newsletter                    Become a Client The CFO Report

Take action with Gartner support

Chandra 
McCormack
CFO Executive 
Partner

For more data on your 
peers’ 2025 budget 
allocations across 
enterprise and functional 
cost categories, see 
2025 CFO Budget 
Priorities.

Use the Gartner Budget 
& Efficiency Benchmark 
to compare your 
spending and staffing 
plans to peers, and 
identify areas for cost 
optimization.

Schedule a call with 
a Gartner Executive 
Partner — a former 
CFO — to review the 
alignment of your  
organization’s budget 
priorities and long-term 
strategic aims.

Read Building an 
Effective Capital 
Allocation Strategy 
for CFOs for a high-level 
overview of Gartner’s 
capital allocation 
framework.

https://www.linkedin.com/showcase/gartner-for-finance/
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https://www.gartner.com/en/articles/capital-allocation?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/articles/capital-allocation?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2
https://www.gartner.com/en/articles/capital-allocation?utm_campaign=RM_GB_2025_FINL_NPP_IA1_cforeportq2


Position your organization for success. Explore these additional 
complimentary resources and tools for finance leaders:

Actionable, objective insight

Already a client?  
Get access to even more resources in your client portal. Log In

How We Help
Gartner for Finance Leaders
Discover how we can help you achieve 
your mission-critical priorities.

Learn More

Guide 
2025 Top Priorities for  
Finance Leaders
Benchmark your priorities and finance 
strategy for 2025 with survey insights  
from 250+ CFOs.

Download Now

Tool
Digital Finance Score
Measure your function’s performance 
across eight objectives and develop an 
action plan to improve. 

Learn More

Webinar
Join an Expert Deep Dive
Explore upcoming and on-demand CFO 
events hosted by Gartner analysts.

Explore Webinars
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Connect With Us
Get actionable, objective insight that drives smarter decisions and 
stronger performance on your mission-critical priorities. Contact us 
to become a client:

U.S.: 1 855 811 7593		

International: +44 (0) 3330 607 044

Become a Client

Learn more about Gartner for Finance Leaders 
gartner.com/en/finance

Stay connected to the latest insight

Attend a Gartner conference 
View Conference
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