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CFOs must lead the charge on data literacy 

CFOs sit at the intersection of digital transformation  
and enterprise strategy. As AI investments surge, finance 
leaders must build a workforce fluent in data to unlock 
the full value of analytics. Yet, most organizations face 
uneven data skills, low confidence and resistance to 
change. Without a clear plan, data literacy efforts stall — 
undermining AI adoption and strategic decision making. 
CFOs must sponsor and orchestrate initiatives that  
embed data fluency across the business.

Become a Gartner client  
to unlock the complete 
version of this report,  
along with related tools, 
peer best practices and 
expert insights.
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Ensure data literacy progress 
assessments reflect training success  
and employee and business impact
Set the expectation that data literacy programs 
must deliver measurable business value. Direct 
your FP&A leader to track success across three 
dimensions:

•	 Training success. Monitor engagement and 
satisfaction to gauge program reception.

•	 Employee impact. Assess skill growth before 
and after training to validate learning.

•	 Business impact. Link improved data fluency to 
operational outcomes — like reduced prep time, 
increased use of AI tools and sharper insights.

These metrics help overcome skepticism and 
guide continuous improvement.

Process to measure the effectiveness of data literacy programs

Source: Gartner

•	 Define the business 
outcome that training  
is intended to impact.

•	 Put the mechanisms in place  
for learning to be applied.

•	 Gain commitment from  
learners and managers for  
the desire to apply lessons.

•	 Define evaluation cadence.

•	 Implement evaluation data 
collection mechanisms.

Identify learning 
success criteria

Align objectives to 
learner application

Implement phased 
evaluation approach
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Direct your FP&A leader to tailor  
the training approach by employees’ 
business line, skill and will
Avoid one-size-fits-all training. Instead, instruct 
your FP&A leader to segment employees by:

•	 Business line. Align training with  
operational context.

•	 Skill. Match content to current data proficiency.

•	 Will. Consider motivation and openness  
to change.

Use personas like Runners, Joggers, Walkers  
and Can’t/Won’t Run to guide delivery.  
This approach ensures relevance, boosts  
engagement and drives adoption.

Data literacy program employee segments 
Segments stakeholders by both “skill” and “will”

Source: Gartner

Can't/ 
Won't Run

Data-driven culture 
(“will”/attitude)

Data literacy (“skills”/aptitude)

High

Low

Low High

Spend most 
time here

Not here

Walkers 
“Wait and see” will go 
along once others do

Joggers 
“Follow the leaders” will look  
up to early-adopter runners

Runners

Don’t want to change or 
can’t make the transition

First on board and  
want to be involved
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Champion training that enables 
interpreting data “in-context” using 
business economic models
Push beyond technical skills. Champion training 
that teaches employees to interpret data through 
the lens of business economics. Equip them to:

•	 Understand how decisions impact  
financial outcomes

•	 Use shareholder value maps to  
trace operational choices to cash  
flow (see example at right)

•	 Pressure-test assumptions with  
real-world models

This approach sharpens judgment and aligns 
data use with strategic priorities.

Tracing an operational decision’s effects on incremental cash flow 
Illustrative

Source: Gartner

Operational decision: Adding a feature to an existing product

Positive impact Negative impact

Incremental cash flow?

Unmet ROIC threshold

Higher cost of 
goods sold

Price
realizationVolume Higher warranty 

obligations
Obsolete
inventory

What gets ignoredWhat decision makers attach to

Reduced asset efficiency

Retooling of manufacturing line  
affecting production of other SKUs

Operating profit after tax?

Revenue  
growth

Shareholder value?

https://www.gartner.com/en/finance/products/gartner-for-finance?utm_campaign=RM_GB_2025_FINL_NPP_IA1_CFODATALITERACY
https://www.linkedin.com/showcase/gartner-for-finance/posts/?feedView=all
https://www.gartner.com/en/finance/lets-connect?utm_campaign=RM_GB_2025_FINL_NPP_IA1_CFODATALITERACY


6Gartner for Finance Leaders                    Follow Us on LinkedIn                    Become a Client  

5 Actions for CFOs to Enhance Enterprise Data Literacy

Drive a culture of sound, data-driven 
decision making by embedding data 
literacy concepts into stakeholder 
workflows
Training alone isn’t enough. Embed data literacy 
into daily workflows to reinforce habits and drive 
behavior change. Ask your FP&A leader to:

•	 Add data quality indicators to dashboards

•	 Integrate business context into visuals (see 
example at right)

•	 Identify high-impact workflows outside finance

This integration ensures employees apply their 
skills where it matters most.

Data context pop-ups 
Illustrative

Source: Gartner
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23

Net promoter 
score

+9
64

Employee 
engagement

By hovering the 
cursor over the terms 
in the dashboard or 
the information icon, 
users can view metric 
definition and/or 
recommendation on 
how to interpret the 
data in a pop-up.

i

Net promoter score (NPS) measures the client’s 
willingness to not only return for consultation 
but also make a recommendation to their family, 
friends or colleagues.
•	 If NPS > 0, good service — scope for improving 

client service.
•	 If NPS > 50, excellent service — focus on 

maintaining service levels.
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Institutionalize data literacy standing  
up communities of practice to continue 
skill development over time
Sponsor Communities of Practice (CoPs)  
to sustain momentum and signal long-term 
commitment. Delegate setup and management 
to your FP&A leader. CoPs should:

•	 Foster peer learning and collaboration

•	 Encourage community-led agendas and events

•	 Use workshops and recognition to maintain 
engagement

Empower CoP leaders to adapt as needs evolve, 
and schedule regular check-ins to ensure 
alignment with enterprise goals.

Agenda for Intel FSSC’s analytics CoP 
Illustrative

Source: Adapted from Intel Corporation

Month 3
Week 1 Week 2 Week 3 Week 4 Week 5

Check CoP discussion boards on Jive.

Please block time for your online certification courses.

Schedule your monthly peer-to-peer coaching sessions with advanced- or intermediate-certified participants 
or data scientist.

Tues 10 a.m.: By  
Popular Demand —  
Data Mining Basics
Skype Details Included 

Mon 2 p.m.: Topic  
TBD — Please Vote  
on Jive
Skype Details Included 

Thurs 6 p.m.: CoP  
Networking Happy  
Hour
Conference Room 265

Fri 12 p.m.: Project 
Showcase — Tax Team’s 
Predictive Project
Conference Room 410

– Financial Close –
– Do Not Schedule –

5. Ongoing participant engagement 
mechanisms

4. Community-driven agendas3. Collaborative communication  
channels

– Financial Close –
– Do Not Schedule –
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Insights
CFO Guide to Effective Finance 
Analytics Governance
Equip your organization with essential 
strategies to enhance data quality  
and drive impactful finance decisions.

Download  Now

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

Webinar
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Influence With Data & Metrics
Tell data-driven stories to increase 
finance’s influence on business  
decision making.

Watch Now
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Gartner for Finance
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faster, smarter decisions and stronger 
performance on your mission-critical 
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Connect with us
Get actionable, objective business and technology insights  
that drive smarter decisions and stronger performance on your  
mission-critical priorities.

U.S.: 1 855 322 5484		

International: +44 (0) 3300 296 946
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