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Here’s what your board wants to hear: “We’re investing in AI to transform our finance 
function.” 
Here’s what they’re really asking: “How much headcount can we cut?” 
Here’s what you need to understand: This isn’t about cutting costs. It’s about 
fundamentally reimagining what finance professionals do—and who survives the 
transition. 
57% of CFOs predict their finance departments will be smaller by 2026 due to AI adoption. 
76% of large companies planning automation expect to replace some workers with AI in 
the next 12 months. 70% of CFOs plan to invest in AI for finance in 2025. 
The transformation isn’t coming—it’s here. While you’ve been debating whether to pilot 
AI tools, your competitors have been rewriting job descriptions, retraining teams, and 
fundamentally restructuring how finance work gets done. 
The question isn’t whether AI will impact your team’s headcount. The question is whether 
you’ll manage that impact strategically or let it manage you. 
Because here’s the uncomfortable truth: AI isn’t just automating tasks. It’s revealing 
which of your people were doing tasks that didn’t need humans in the first place. And 
once that revelation hits, there’s no going back.



The Great Finance Awakening 
The numbers tell a story that most CFOs are still processing: 

But here’s what the surveys don’t capture: the massive gap between aspiration and 
execution. While 98% of CFOs have invested in AI, 41% say only a quarter or fewer of their 
finance processes are actually automated. Only 20% are using generative AI tools, with 
nearly half still in pilot phases. 
This suggests we’re not at the end of the transformation—we’re at the beginning. The 
biggest impacts on productivity and headcount are still coming as pilots scale into 
production and finance teams discover what AI can actually do. 

•	 58% of finance functions are using AI in some form in 2024 (up from 37% in 2023) 
•	 21 percentage points growth in AI adoption in just one year 
•	 21% of CFOs now cite AI features as their #1 priority in software selection 

•	 Up to 30% headcount reduction expected in finance roles due to AI efficiency gains 
•	 76% of large companies planning to replace some workers with AI in the next 12 

months 
•	 Only 27% of CFOs believe AI will have no impact on team size 

•	 70% of CFOs plan to invest in AI for finance in 2025 
•	 Over 80% of enterprises will be using generative AI by 2026 
•	 98% of CFOs have invested in automation or AI recently 

The Adoption Surge: 

The Headcount Reality: 

The Investment Commitment: 



The Tasks That Humans Are About to Lose 
AI isn’t randomly automating finance work—it’s systematically targeting the most 
manual, rules-based, and data-intensive tasks. These aren’t edge cases or theoretical 
possibilities. They’re happening right now, with measurable results: 
Accounts Payable Revolution AI-driven AP automation is lowering processing costs 
by 81%, accelerating cycle times by 73%, and cutting manual errors by 40%. SAP’s new 
AI copilot demonstrated autonomous agents that handled invoice discrepancies and 
completed payments without human intervention. 
The result: AP clerks who once processed hundreds of invoices manually now oversee 
systems that process thousands automatically. The math is simple—you need fewer 
people.
Financial Reporting Transformation CFOs identify financial reporting as the #1 
finance process “most ripe” for AI disruption. AI-powered reconciliation software can 
automatically match transactions and identify discrepancies. BlackLine’s new AI analyzes 
journal entries in real-time, detecting anomalies and suggesting corrections.
Companies integrating AI into consolidation and reporting close their books 40% faster 
than before. When closing the books takes half the time, you need half the people to do it. 
FP&A Automation AI and machine learning are revolutionizing forecasting and 
budgeting. KPMG estimates AI can automate over 90% of transactional FP&A processes. 
Predictive models enhance forecasts while generative AI produces draft budgets and 
management reports.
When AI handles data consolidation and baseline forecasting automatically, human 
analysts can focus on strategy and insights—but you need far fewer of them.
Compliance and Audit Intelligence 39% of finance functions already use AI for anomaly 
and error detection in expenses, invoices, and journal entries. Machine learning monitors 
transactions continuously, flagging potential errors or fraud faster than human review.
AI can analyze complete data sets instead of samples, identifying high-risk entries for 
human review. When anomaly detection is automated, compliance teams shrink while 
effectiveness increases. 



The Jobs That Will Disappear, Transform, 
and Emerge 
The headcount impact isn’t uniform across finance roles. Some positions face elimination, 
others evolution, and entirely new roles are emerging: 
Roles Facing Reduction: The positions most at risk are those involving routine 
transaction processing: AP/AR clerks, bookkeeping staff, payroll processors, and junior 
accountants focused on data entry and basic reconciliation. 
Companies like Dropbox and Intuit have already enacted layoffs explicitly citing AI-driven 
productivity gains. As one finance leader put it: if AI can handle twice the invoice volume 
with the same staff, you don’t need to hire the second clerk you otherwise would have. 
Roles Being Redefined: Financial analysts, FP&A professionals, and controllers aren’t 
disappearing—they’re evolving. With AI handling data gathering and initial analysis, these 
professionals focus on interpreting results, guiding strategy, and partnering with business 
units. 
The average finance team today is heavy on traditional accounting skills, but future teams 
need data analysis, modeling, and business partnership capabilities. These roles require 
communication, storytelling, and leadership skills that amplify AI insights rather than 
compete with them. 
New Roles Emerging: CFOs predict adding roles like data engineers, data scientists, and 
AI specialists to their finance organizations. These individuals manage data pipelines, 
algorithms, and systems that power finance AI tools. 
New hybrid roles include AI accountants who train finance models and validate outputs, 
finance data engineers who ensure data quality for AI analytics, and AI auditors who 
review and verify AI-generated outputs. 
The Strategic Expansion: As automation handles routine tasks, finance capacity 
increases for strategic work. CFOs are positioning themselves as digital transformation 
champions, potentially justifying expanded leadership teams in finance transformation, 
innovation, and AI centers of excellence. 



The Investment Reality Check 

The Technology Stack That’s Changing 
Everything 

CFOs aren’t just talking about AI—they’re funding it. But their approach reveals important 
insights about both the opportunity and the challenge: 
The Spending Paradox: While 70% of CFOs plan AI investments in 2025, 62% expect to 
allocate less than 1% of their budget to generative AI. Another 37% plan to spend 1-10%, 
with virtually none planning more. 
This suggests a test-and-learn approach rather than wholesale transformation. CFOs 
want to see proven value before committing major dollars—a disciplined approach that 
measures outcomes before scaling investment. 
The Collaboration Evolution: Over 40% of finance chiefs worked more closely with 
IT in the past year, and more than half expect greater responsibility for technology 
implementations. 52% of companies saw increased collaboration between finance and 
HR as they jointly address workforce impacts. 
This cross-functional coordination is becoming essential as AI deployment requires 
finance expertise, IT infrastructure, and HR change management working together. 
The Skills Investment: Over one-third of companies increased spending on upskilling 
employees in 2024, and 53% of finance leaders would invest new budget in upskilling if 
available. Nearly one in five businesses plan to increase use of outside experts to fill AI and 
automation skill gaps. 
The smart money is going toward building capabilities, not just buying technology. 

The AI transformation isn’t happening in a vacuum—it’s being driven by specific tools and 
platforms that CFOs can implement today: 
ERP AI Integration: Major platforms are embedding AI directly into core finance systems. 
Workday Assistant lets users complete complex tasks through natural language. 



Microsoft’s Dynamics 365 Copilot integrates with ERP modules for forecasting and 
reporting. SAP’s Joule uses AI agents to handle billing disputes and journal entries 
automatically. 
These aren’t add-on tools—they’re core system capabilities that activate with minimal IT 
development. 
Financial Close Automation: BlackLine’s AI analyzes journal entries for anomalies. Trintech 
and FloQast use machine learning for auto-matching and reconciliation. Companies are 
cutting days off month-end close while reducing overtime and team size during close 
periods. 
Accounts Payable Intelligence: Tipalti reports >80% reduction in invoice processing costs 
through AI. Coupa and SAP Concur embed AI to flag duplicates and policy violations. 
Corporate card providers add AI for anomalous transaction detection. 
Analytics and Reporting Revolution: Microsoft Power BI’s AI explains data changes and 
enables natural language querying. Tableau offers similar capabilities. Automated report 
writing tools generate executive-ready content from multiple data sources. 
These platforms are putting advanced analytics in finance teams’ hands without 
requiring data science backgrounds. 

The Preparation Framework Smart 
CFOs Are Using 
The most successful finance transformations aren’t just implementing technology—
they’re systematically preparing their organizations for the change: 
Reskilling Strategy: 45% of finance leaders face AI and automation skills gaps. Smart 
CFOs are investing in training existing staff rather than wholesale replacement. Focus 
areas include data literacy, statistical analysis, and familiarity with automation tools. 
The goal: transform a staff accountant into an AP analyst who oversees automated 
systems, or evolve a financial analyst into a finance business partner armed with AI 
insights. 
Role Redefinition: Update job descriptions to include technology skills and higher-level 
duties like exception handling, analysis, and strategy. Create clear career paths that show 
how current roles evolve rather than disappear. 
The message: there’s a place for you in the future finance organization, and here’s how to 
grow into it. 
Culture Change: Establish “finance innovation labs” and designate automation 
champions who pilot new AI features. Engage employees in automation projects from 
the start—when people help design solutions, they’re more likely to embrace them. 
Foster continuous learning where the finance team feels excited about AI rather than 
threatened by it. 
Governance Framework: Establish clear protocols for AI usage, including who owns AI 
outputs, approval processes, and validation requirements. Train teams on new workflows 



where human oversight is required. 
Update internal controls documentation for AI-enhanced processes. Create cross-
functional teams to monitor implementations and address issues quickly. 

The Risks That Keep Smart CFOs Awake 
AI transformation isn’t just about opportunity—it comes with significant risks that require 
proactive management: 
The Explainability Challenge: Advanced AI can be a “black box” where it’s hard to explain 
how decisions were made. For finance, this creates audit and regulatory challenges since 
transparency is paramount. 
Solution: favor AI tools with clear audit trails, implement human-in-the-loop approval for 
critical outputs, and maintain validation checks using secondary methods. 
Data Security Concerns: Finance AI systems handle sensitive financial data including 
general ledger entries, payroll data, and customer transactions. Improperly trained 
models can leak or reinforce biases. 
Solution: enforce strict data governance including anonymization, access controls, and 
monitoring. Establish AI usage policies that prohibit confidential data input into external 
services without safeguards. 
Regulatory Evolution: While the U.S. hasn’t issued AI-specific finance regulations, 
guidance is emerging. The Biden Administration’s AI Executive Order and Department of 
Labor guidance encourage transparency and worker involvement. 
Solution: document AI usage, perform impact assessments, and maintain mitigation 
plans. Proactively align with emerging standards rather than waiting for mandatory 
compliance. 
Vendor Dependency: Heavy reliance on AI vendors poses concentration risk. If vendor 
models have flaws, they could impact many institutions simultaneously. 
Solution: perform thorough vendor due diligence, include contractual protections about 
data usage, and maintain continuous performance monitoring. 



The Strategic Choice Every CFO Must Make 
The AI transformation in finance has reached an inflection point. The question is no 
longer whether to adopt AI, but how quickly and intelligently you can do it relative to your 
competitors. 
The Leaders Are Pulling Away: Companies that started AI pilots 18 months ago are now 
implementing at scale. They’re closing books faster, processing transactions cheaper, and 
freeing their teams for strategic work. They’re building competitive advantages while 
others debate whether to begin. 
The Followers Are Falling Behind: Organizations still “evaluating” AI are watching their 
manual processes become increasingly expensive relative to automated alternatives. 
Their talent is migrating to companies offering more engaging, technology-enabled roles. 
The Laggards Are Getting Disrupted: Companies avoiding AI altogether are operating 
with cost structures and cycle times that can’t compete. They’re losing deals, missing 
insights, and struggling to attract finance talent who want to work with modern tools. 

The Implementation Roadmap 
For CFOs ready to lead rather than follow, here’s the strategic framework: 

•	 Audit current processes to identify automation opportunities 
•	 Pilot AI tools in high-pain areas like AP processing or reconciliation 
•	 Begin upskilling programs for existing team members 
•	 Establish governance frameworks and success metrics 

•	 Scale successful pilots across the organization 
•	 Implement AI-enhanced ERP and financial close systems 
•	 Redesign roles and career paths for an AI-augmented team 
•	 Develop change management programs to support transformation 

Phase 1: Foundation (Next 90 Days) 

Phase 2: Acceleration (Next 6 Months) 

•	 Deploy advanced analytics and predictive modeling 
•	 Create finance innovation capabilities and culture 
•	 Establish competitive advantage through superior AI implementation 
•	 Build strategic partnership between finance, IT, and business units 

Phase 3: Optimization (Next 12 Months) 



•	 Continuously adopt emerging AI capabilities 
•	 Share insights and benchmark performance against industry leaders 
•	 Attract top talent who want to work in technology-enabled environments 
•	 Leverage AI-driven insights for strategic business decisions 

Phase 4: Leadership (Ongoing) 



The Bottom Line 
The finance function is being rewritten by AI, and the rewrite is happening faster than 
most CFOs expected. 57% predicting smaller teams by 2026 isn’t a distant forecast—it’s a 
reflection of changes already in motion. 
The CFOs who succeed in this transformation will be those who understand that AI isn’t 
just about efficiency—it’s about capability. It’s not just about doing the same work with 
fewer people—it’s about doing fundamentally different, more valuable work. 
They’ll invest in technology and people simultaneously. They’ll automate routine tasks 
while elevating human roles. They’ll reduce headcount in some areas while adding 
capability in others. Most importantly, they’ll prepare their teams for change rather than 
surprising them with it. 
The Choice Is Binary:
You can lead the AI transformation in finance, or you can be led by it. You can proactively 
reshape your team’s capabilities, or you can reactively manage the disruption. You can 
build competitive advantage through intelligent automation, or you can struggle to catch 
up with competitors who moved first. 
The window for strategic choice is closing. The companies that began AI transformations 
12 months ago are already seeing results. The companies starting today will be 
competitive. The companies waiting for “more clarity” will be paying catch-up premiums 
while operating with obsolete cost structures. 
The Question That Matters:
Two years from now, will your finance team be known for leveraging AI to drive strategic 
insight and business value? Or will they be known as the department that resisted 
change until change was forced upon them? 
The technology exists. The business case is proven. The competitive advantage is available 
to those who act decisively. 
The only question is whether you’ll be among the CFOs who shaped the future of finance, 
or among those who were shaped by it. 
Your team is watching. Your competitors are moving. Your choice will define not just your 
department’s future, but your own leadership legacy. 
The reckoning isn’t coming. It’s here. 

This analysis draws from recent surveys of 270+ CFOs, Gartner research on finance AI adoption, and 
real-world implementation data from leading finance organizations across multiple industries. 



About TCWGlobal
TCWGlobal is the industry leader in strategic workforce 
solutions, helping organizations worldwide transform their 
approach to talent management during complex transitions. 
Our expertise in Employer of Record (EOR) services has made us 
the partner of choice for HR leaders navigating the challenges 
of mergers and acquisitions.
With operations across North America, Europe, Asia-Pacific, 
and Latin America, we provide comprehensive employment 
solutions tailored to each client’s unique integration needs. 
Our award-winning StaffingNation platform delivers intuitive 
experiences for newly acquired employees and HR teams alike, 
while our white-glove service ensures every individual receives 
personalized support throughout the transition.
From global tech acquisitions to private equity roll-ups, 
TCWGlobal provides the seamless infrastructure, compliance 
expertise, and human touch needed to make workforce 
transitions successful. We are proud to be “the happiest place 
for your contingent workforce” and the trusted partner for some 
of the world’s most complex M&A integrations.
To learn how TCWGlobal can transform your next M&A 
workforce transition, contact us at hello@tcwglobal.com.
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