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Executive Summary
Finance executives in the mid-market are increasingly turning to advanced artificial intelligence (AI) to
revolutionize financial planning and analysis (FP&A). Recent surveys show a clear shift in CFO attitudes: for
example, Deloitte’s 2025 CFO survey found 96% of finance leaders expect technology spending to rise over
the next five years, with many now optimistic about performance gains from AI (www.itpro.com). Nevertheless,
adoption remains uneven. Industry reports indicate that only about 23–38% of FP&A teams currently use AI in
core tasks (www.cfo.com) (www.eaglerockcfo.com), and many firms still rely heavily on spreadsheets. Those
that do harness AI are seeing dramatic benefits. AI-driven forecasting and budgeting can improve accuracy by
15–30% and shorten planning cycles by 30–40% (www.eaglerockcfo.com) (gruve.ai). Algorithms can automate
variance analysis and narrative reporting, cutting manual effort by up to 90% (cee.pwc.com). Leading
organizations report millions in cost savings and thousands of hours saved through specialized AI “agents” in
finance (www.cfodive.com) (cee.pwc.com).

This playbook examines AI use cases in FP&A tailored to mid-market CFOs. It surveys the historical and
current landscape of finance technology, highlights the most impactful AI-driven processes (forecasting,
scenario planning, reporting, cash management, etc.), and provides evidence from case studies and surveys.
We discuss the implications for finance operations and outline how CFOs can prepare their teams: ensuring
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robust data infrastructure, upskilling staff, and starting with high-ROI pilots. Throughout, the analysis is
grounded in recent research and expert data, illustrating not just the promise of AI in finance but also the
practical steps and challenges on the path forward.

Introduction and Background
Financial Planning & Analysis (FP&A) is the discipline by which organizations budget, forecast, and analyze
their financial performance to support strategic decisions. Historically, FP&A teams have operated in a largely
backward-looking mode – compiling past data, running static budgets, and closing the books on a monthly or
quarterly cadence. In many companies, especially in the mid-market, this work has relied heavily on
spreadsheets and manual processes. For example, a 2020 FP&A Trends survey found that finance
professionals spend 74% of their time on data collection, generation, and validation, leaving only 26% for
insight and action (fpa-trends.com). Leading companies that adopted digital tools reversed this ratio,
dedicating roughly 80% of FP&A effort to insight and actions (fpa-trends.com). Such inefficiencies have driven
finance leaders to seek more automation and intelligence in FP&A.

The recent explosion of AI and advanced analytics promises to accelerate this transformation. AI
encompasses a range of technologies – from traditional machine learning (ML) and predictive analytics to new
large-language models (LLMs) and generative AI – that can ingest vast datasets, recognize patterns, and often
generate human-like outputs (text, forecasts, scenarios, etc.). In finance, advanced AI refers to using these
technologies to go beyond basic automation (like RPA or simple macros) into truly predictive and prescriptive
analytics. For example, ML can improve forecast precision by learning complex historical patterns, while
generative AI can draft narrative commentary or answer ad-hoc financial queries.

Mid-market CFOs face unique pressures and opportunities in this context. Unlike large enterprises with deep
IT budgets, mid-market firms (often defined as companies with annual revenues from tens to a few hundred
million dollars) must carefully balance cost with innovation. Yet they share the same need for agility in
uncertain markets. A recent survey of middle-market firms found that “a large majority” are already
embracing AI and see its positive impact (rsmus.com). However, many are “only in the early stages of AI
adoption”, wrestling with implementation and integration challenges (rsmus.com). In practice, mid-market
FP&A teams often rely on on-premises ERPs or spreadsheets, making data integration and skill development
critical first steps.

The evolution of FP&A from manual to AI-driven forms a continuum (Table 1). Initially, mid-market FP&A
improved efficiency with BI tools and basic automation. Today, advanced AI can enable continuous planning
(rolling forecast updates), dynamic scenario analysis, real-time variance alerts, and even conversational
agents for finance. These changes are shifting the CFO’s role from number-cruncher and historical reporter to
strategic advisor and data curator. This report surveys this landscape, grounding each claim in industry data
and examples.

Definition (FP&A): Financial Planning and Analysis covers budgeting, forecasting, scenario planning,
variance analysis, and reporting to support business strategy. FP&A teams gather financial and
operational data, build models, analyze performance, and communicate insights to management (fpa-
trends.com) (www.techradar.com).
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Mid-Market Context: Middle-market firms (by revenue or employees) often have fewer dedicated
resources than large enterprises. They may not have in-house data science teams, making SaaS
platforms or consulting expertise more critical. Yet automation can provide a strategic edge: Deloitte
reports 96% of finance leaders plan increased technology investment, often targeting AI for
productivity gains (www.itpro.com). In practice, an RSM study notes that while mid-market companies
are optimistic about AI, many admit they need outside help to “position the technology for the
greatest strategic benefit” (rsmus.com).

Historical Perspective: The Evolution of
FP&A Technology
FP&A processes have evolved dramatically over the past decades. In the 1980s–2000s, spreadsheet tools
(Excel) dominated planning. By the 2000s, specialized Enterprise Performance Management (EPM) software
began to centralize budgeting and reporting. Modern FP&A teams use cloud ERPs and BI platforms (e.g.
NetSuite, SAP, Oracle, OneStream, Anaplan, etc.) and often integrate data across finance, operations, sales
and HR. However, many planning tasks remained manual: for example, organizations regularly experienced
long budgeting cycles (often several months) and reliance on gut feel or simple trend analysis for forecasts.

The last decade brought in predictive analytics and early ML: finance groups experimented with multivariate
regression models, time-series analysis, and financial data warehouses. These tools improved some process,
but true AI – with pattern recognition on unstructured data and autonomous learning – was still nascent. The
2020s have seen breakthroughs (e.g. powerful cloud ML libraries, high-quality large language models) that
finally made advanced AI accessible.As FP&A Trends observed in 2021, even as data tasks still dominated
most finance teams’ time, best-in-class companies leveraging new digital systems had pushed over 80% of
effort into insights and actions (fpa-trends.com).

Key historical drivers include:

ERP and Data Warehousing: Consolidating financial transactions, sales, and operations into unified
systems enabled consistent forecasting and reporting.
BI and Reporting Tools: Dashboards and KPI tracking (Power BI, Tableau, etc.) gave more visibility but
required manual analysis.
Predictive Analytics: Early ML models (often in Excel add-ins or statistical packages) were used for
demand forecasting or risk modeling, but required data science expertise.

Despite these advances, until recently FP&A remained largely backward-looking – focusing on “closing the
books” accuracy rather than forward-looking agility. A critical shift has occurred as CFOs pursue digital finance:
tasks like data scraping, consolidation, and budget rollups are being outsourced to bots and algorithms, freeing
analysts to do strategic thinking.
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Current State of AI Adoption in FP&A
CFO Attitudes and Investment Trends
Finance leaders now often speak about AI as central to finance’s future. Survey and market research confirm a
sharp change in mindset:

Growing Optimism: A Salesforce study reports CFOs have “fundamentally shifted their approach” to AI.
Where 70% of CFOs were conservative about AI in 2020, now only 4% maintain that cautious stance
(www.itpro.com). In contrast, one third of CFOs are pursuing an “aggressive approach”, rapidly
scaling AI adoption across functions (www.itpro.com).
Budget Commitment: Despite early caution, CFOs later relented on spending. A 2024 Deloitte poll
found ~48% of CFOs willing to allocate 1% or more of annual budgets to generative AI
(www.cfodive.com), though 62% still expected to keep it under 1%. By 2026, Deloitte data shows fully
96% of finance leaders project higher overall tech & AI spending in the next five years (www.itpro.com).
Focus on ROI: CFOs prioritize clear outcomes. In 2025, 65% of CFOs were under pressure to deliver
strong ROI on tech projects (www.itpro.com). KPMG reports that finance organizations find highest
value in ML, deep learning and generative AI, with reported ROI meeting or exceeding expectations for
those technologies (www.technologyforyou.org).
Risk Awareness: Modern CFOs are cautious about AI risk. A UK tech survey found 78% of finance
leaders acknowledging concern over AI’s risks (www.techradar.com). Regulatory complexity and data
privacy are often cited implementation hurdles (www.techradar.com). Nevertheless, this focus on
governance also signals maturation; CFOs increasingly insist on building AI with controls and oversight
(www.techradar.com).

In sum, CFOs have moved from “wait and see” to “build and measure” in recent years. Major finance tech
conferences now brim with finance digital leaders discussing how to harness AI for forecasting, anomaly
detection, and narrative. In a TechRadar interview, Cisco and Microsoft CFOs (among others) underscored
that creating the infrastructure for AI – data integration, cloud compute, governance – is a priority even as the
business awaits tangible results (www.itpro.com) (www.techradar.com).

Adoption Statistics
Despite strong rhetoric, actual AI usage in FP&A varies widely. Key findings include:

Global Finance Usage: A December 2024 KPMG report covering 2,900 organizations in 23 countries
found that 71% of companies use AI in their finance operations, often with growing ROI
(www.technologyforyou.org) (www.technologyforyou.org). By industry, largest adopters include high-tech
and financial services; however, even manufacturing and retail are piloting AI for planning.
FP&A-specific Teams: A 2025 Association for Financial Professionals (AFP) survey (CFO.com)
reported only 23% of FP&A professionals were currently using AI in their FP&A processes
(www.cfo.com). Similar research noted concerns around data security, skills, unclear strategy and cost
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as barriers (www.cfo.com). At the same time, about 40% of FP&A teams said they were testing AI and
plan to implement it within a year (www.cfo.com).
Wider Finance Teams: A September 2025 Drivetrain survey of 258 FP&A leaders found 79% had some
adoption of AI tools (www.cfo.com). However, this typically meant automating existing tasks (Excel
macros, report formatting) rather than strategic use. The survey observed: “AI is helping teams move
faster but not necessarily smarter” – few were yet using AI for advanced scenario modeling or cross-
functional planning (www.cfo.com).
Industry Variations: KPMG notes finance teams are in three ladders of AI maturity: Pioneers,
Implementers, and Beginners (www.technologyforyou.org). Pioneers (top ~20%) fully utilize AI and see
highest ROI; Beginners (~18%) are just starting. The U.S., Germany, and Japan lead in adoption,
whereas Italy and Spain lag (www.technologyforyou.org).
Mid-Market Focus: Surveys specifically of middle-market firms are rarer, but the RSM study indicates
these companies are “embracing AI positively” even if most are still at pilot stage (rsmus.com). A
Deloitte Brazil CFO survey (2025) found 60% of (mostly large) companies plan to use generative AI in
planning and analysis tasks (www.deloitte.com), suggesting even conservative markets are moving in
that direction.

These numbers show conflicting signals: on one hand, widespread recognition (theoretical adoption rating
above 70%); on the other, modest active usage among FP&A professionals (20–40%). The gap is partly
definitional: many cite ‘using AI’ if they have simple AI-augmented tools (like auto-forecast functions), whereas
only a subset use custom AI solutions. The consensus is that AI adoption in FP&A is growing but still
maturing, with emphasis currently on quick wins in operations.

The implication for mid-market CFOs is to act now in setting strategy and groundwork. All evidence suggests
early adopters will outpace peers, but success requires planning (see “Implementation Considerations”). As
one expert puts it, real value comes from deploying AI with proper governance and human oversight
(www.techradar.com). CFOs should therefore chart a phased journey: pilot AI in well-defined FP&A processes,
measure improvements, then scale to more complex uses.

Advanced AI Use Cases in FP&A
Advanced AI can touch every core FP&A process. Below we detail the most impactful use cases, supported by
data and examples. Each subsection addresses how AI transforms the process, with illustrative evidence of
benefits.

Use Case FP&A Process AI Benefits Notable Evidence / Examples

AI-Powered
Forecasting

Demand,
Revenue,
Expense
Forecast

+15–30% forecast accuracy; dynamic
rolling plans; 50× more scenario runs
(robocfo.ai) (www.eaglerockcfo.com)

EagleRock report (15–25% accuracy gain)
(www.eaglerockcfo.com); Gruve case (30%
shorter cycle, double scenarios) (gruve.ai)
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Use Case FP&A Process AI Benefits Notable Evidence / Examples

Automated Variance
Analysis and
Commentary

Monthly/Quarterl
y Reporting

>80% reduction in manual effort;
faster narrative generation

PwC CFO Advisor (90% less effort, 10 FTE-
hr saved) (cee.pwc.com); TechRadar (AI
automating detail checks)
(www.techradar.com)

Dynamic Budgeting &
Planning

Annual and
Continuous
Budget

Shorter budget cycles (–30–40%
time); more agile reforecasting

EagleRock (30–40% faster budgeting)
(www.eaglerockcfo.com); Gruve (8→5 week
cycle) (gruve.ai)

Cash Flow & Liquidity
Forecasting

Treasury &
Working Capital
Management

Real-time forecasts; better cash
utilization; integration of
payables/receivables

RoboCFO (AI quick-win in cash forecasting)
(robocfo.ai); PwC (accelerated close)
(cee.pwc.com)

Scenario Modeling and
What-If Analysis

Strategic
Planning and
‘What-if’ Analysis

Hundreds of scenarios rapidly
generated; probabilistic risk modeling

Gruve (twice as many scenarios run)
(gruve.ai); RoboCFO (continuous planning
setup) (robocfo.ai)

Risk and Compliance
Analytics

Credit Risk,
Audit,
Regulatory
Reporting

Anomaly detection; predictive risk
scoring; audit trail automation

APQC (general strides in R2R/Risk)
(cfoleadership.com); TechRadar (real-time
insights from live data)
(www.techradar.com)

Conversational
Analytics and Decision
Support

CFO/Business
Partner Queries,
Ad-hoc Analysis

Querying finance data via natural
language; AI “copilots” for executives

(Emerging) Microsoft Copilot for Finance;
Bosch AI copilot (PCI) (www.goml.io); (see
Table: CFO use cases)

AI-Powered Forecasting and Continuous Planning
Description: Rather than one-off forecasts, AI enables continuous forecasting. Machine learning models can
ingest large volumes of both internal (historical sales, cost, inventory) and external data (economic indicators,
market trends, even social media) (robocfo.ai). These models automatically adjust predictions as new data
arrives, reducing reliance on static, quarterly updates. The end goal is a rolling forecast updated in near-real
time, allowing CFOs to respond quickly to changes.

Benefits: Forecast accuracy and speed improve significantly. In numerical terms, one industry report found
that AI-based forecasting often improves accuracy by 15–25% versus traditional methods
(www.eaglerockcfo.com). For revenue forecasts specifically, gains of 20–30% have been observed
(www.eaglerockcfo.com). These accuracy lifts are accompanied by cost savings: dynamic forecasting
automation can reduce planning-related costs by ~35% in steady-state (robocfo.ai).

Example: One FP&A guide notes an illustrative impact: by automating forecasting, a company could slash
addressable costs by ~35% and boost forecast accuracy by ~20%, recovering 0.5% of revenue simply through
more reliable planning (robocfo.ai). In real-world case studies, the improvements are tangible. For instance,
the AI vendor Gruve reports that its tool shortened one client’s budget cycle by ~30% (cutting an eight-week
process to five) and reduced forecast bias by ~25% (gruve.ai). Analysts could then model twice as many
scenarios in the same time, giving executives deeper insight into uncertainty (gruve.ai).
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These gains reflect a broader shift: as one author summarizes, once AI lowers the “cost of re-forecasting,”
finance teams can run orders-of-magnitude more scenarios than before (robocfo.ai). Instead of three scenarios
per cycle, teams talk about running 50 or more to understand the full distribution of outcomes (robocfo.ai). For
mid-market CFOs, more accurate and faster forecasts mean better capital allocation and risk management,
even if the team is small. EagleRock’s 2026 survey underscores this: budget cycle time typically falls by
30–40% when AI tools are integrated into planning (www.eaglerockcfo.com).

AI Techniques: Time-series ML (LSTM, Prophet), ensemble models, and increasingly generative
techniques that can forecast not just point estimates but distributions. Some advanced systems even
incorporate reinforcement learning to adjust models based on forecast errors over time.

Automated Variance Analysis and Reporting
Description: Variance analysis – explaining differences between actuals and budget/forecast – is a core FP&A
task. Traditionally, analysts manually drill into dozens of lines and generate commentary slides. AI can
automate the identification and explanation of variances. Natural language generation (NLG) engines can draft
narrative reports, and machine learning can flag unusual patterns in the data.

Benefits: Dramatic time savings. PwC’s CFO Advisor (an AI service) automates data analysis and reporting to
such an extent that “variance analysis effort” was cut by about 90% for one client (cee.pwc.com). This
equated to saving roughly 10 full-time equivalent (FTE) man-days per month in a finance close process
(cee.pwc.com). Similarly, TechRadar reports that AI can render “manual data consolidation, static planning,
and report polishing redundant” (www.techradar.com), tackling tedious tasks like spot-checking thousands of
cells for inconsistencies. In practice, finance leaders have observed that Generative AI can produce a first draft
of charts and commentary in minutes, letting humans focus on insight.

Example: In the PwC case, automating 20 different analysis types (e.g. margin drill-downs, trend
identification) resulted in a monthly close that now “completes in a few hours instead of several days,” and
reports condensed into far fewer pages (cee.pwc.com). Executives gained consistent narratives more quickly,
enabling earlier intervention and better decisions (cee.pwc.com). Such solutions also reduce human bias:
whereas painstaking Excel work might overlook subtle anomalies, AI ensures every variance is evaluated. (A
TechRadar analysis notes that while 80% of teams still use outdated tools, AI could give them “far more real-
time visibility and oversight than any legacy tool” (www.techradar.com).)

For mid-market finance teams, where every analyst’s time is precious, cutting variance review time by days
can free resources for higher-value tasks (e.g. strategy discussion). Automating standard commentary (e.g.
“sales underperformed forecast by X% due to Y”) reduces the last-mile crunch before board meetings.

AI Techniques: Natural Language Generation (templates or advanced LLMs to write reports),
anomaly detection algorithms, and knowledge-graph–style models that link KPIs to drivers for
explanation.
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Dynamic Budgeting and Planning
Description: Budgeting traditionally is an annual, static process. AI enables a more agile approach where
budgets are constantly updated (“rolling forecasts”) and embedded in driver-based models. Instead of
finalizing an annual budget once, companies can continuously revise via shorter planning cycles, with AI spot-
checking assumptions.

Benefits: Mid-market CFOs see major efficiency gains. Surveys suggest that 30–40% shorter budgeting
cycles are common when AI tools are used (www.eaglerockcfo.com). Budgets become living documents: as
actuals are recorded, AI can recommend mid-course adjustments or flag when assumptions no longer hold.
This forward-looking mindset shifts finance out of “chasing history” into proactive steering.

Example: Going beyond forecasting, AI-driven planning means budgets can adapt rapidly. For instance, if
pricing or cost volatility arises, an AI engine can instantly propagate those changes through the model,
showing impacts on EBITDA and cash flow. In practice, CFOs have reported being able to experiment with
multiple budget scenarios in the time it used to take for a single one. (As one SME CFO noted, AI support
“helps ease that long-ingrained perfectionist mindset” so finance teams spend less time polishing old numbers
(www.techradar.com).)

While specific mid-market case examples are limited in public sources, the general trend is clear: companies
that invest in intelligent planning (e.g. driver-based models enhanced with predictive algorithms) compress
their annual budgeting from months to weeks, and can reallocate hours to analysis. EagleRock data
corroborates this, showing big cuts in cycle time with AI integration (www.eaglerockcfo.com).

AI Techniques: Automated what-if engines, solver-based optimization (for e.g. minimizing cost under
constraints), and natural-language planning assistants that guide the user through driver inputs.

Cash Flow Forecasting and Treasury Integration
Description: Cash flow forecasting sits at the junction of FP&A and treasury. AI can unify receivables,
payables, payroll, and other short-term items into a real-time cash forecast. Such systems may use ML to
predict invoice payment timing or to optimize liquidity buffers.

Benefits: Chiefly, better liquidity management. Firms can reduce borrowing costs by anticipating shortfalls or
surpluses more accurately. AI-driven cash tools can also automate low-level tasks like matching payments or
predicting collections. From the FP&A side, cash forecasting is an “easy win” that yields tangible ROI: once the
models are in place, they serve as the foundation for rolling forecasts (robocfo.ai).

Example: A RoboCFO analysis notes that cash flow forecasting is among the “most compelling AI quick wins”
for finance teams (robocfo.ai). In one case, a mid-market firm fed its known invoices and collection history into
an ML model and achieved a daily rolling cash forecast reliable to within a few percent, a huge improvement
over manual estimates. Once trust was established, they built on it to update cash forecasts in real time as
invoices were issued (robocfo.ai). These gains mirror reports from large firms; for example, banks using AI
models (e.g. XGBoost, LSTM) have vastly improved liquidity planning accuracy and freed treasury analysts
from routine checks (www.coforge.com).
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The net effect is that finance can advise the business on optimal payment terms, investment timing, or
financing needs with confidence. In CFO terms, faster cash insights mean fewer surprises and smoother
operations.

AI Techniques: Time-series ML (for P&L-driven cash flows), classification models for payment
behavior, and integrated platforms linking ERP/AP/AR data streams to predictive dashboards.

Scenario Modeling and What-If Analysis
Description: Scenario planning has always been important but often limited by manual effort. Advanced AI
allows FP&A teams to simulate hundreds of scenarios quickly – for example varying macro-economic factors,
supply disruptions, or pricing strategies – and to output probabilistic forecasts rather than single-point
estimates.

Benefits: This greatly enhances decision support. Executives can see the range of possible outcomes and
key risks. Studies show that better scenario analysis leads to better capital allocation: companies that stress-
test their plans outperform peers in volatility (gruve.ai). The speed of AI is the key: running dozens of Monte
Carlo simulations or scanning thousands of “what-if” combinations is no longer a days-long manual process
but a near-instant system response.

Example: The Gruve agentic AI case (see Table 2) highlights scenario work: after implementation, finance
teams doubled the number of scenarios analyzed, giving executives “deeper insights” (gruve.ai). Similarly,
RoboCFO’s FP&A playbook cites scenario modeling as the final step after forecasting and commentary. By
then, finance has established prompt libraries and evaluation frameworks; adding dynamism into plans is a
smaller leap (robocfo.ai). For mid-market CFOs, this might mean quickly forecasting how a 10% sales drop or
a currency swing would affect the bottom line – tasks that previously took specialist treasurers or consultants
days to compute.

AI Techniques: Monte Carlo simulation accelerated by ML (e.g. using surrogate neural networks for
rapid simulation), and agent-based models. Generative AI can also craft narrative scenarios (e.g. “If
interest rates rise by 200bp, our net interest expense will…”).

Risk and Compliance Analytics
Description: While not traditionally within FP&A’s narrow remit, modern finance functions increasingly blend
risk management. AI tools can flag financial anomalies (potential fraud or accounting errors), predict credit
risks, and ensure regulatory compliance (e.g. by continuously checking for matching accruals under new tax
rules).

Benefits: By catching issues early, AI reduces losses and audit costs. For example, anomaly detection models
can scan millions of transactions to highlight the few requiring human review. In forecasting, AI can incorporate
identified risks (e.g. by simulating stress scenarios). For compliance, AI-based assistants can help with
external reporting, cross-referencing disclosures with underlying data.
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Example: Industry research (APQC) shows that finance functions are actively piloting AI in record-to-report
(R2R) and procure-to-pay processes alongside FP&A (cfoleadership.com). Although specific CFO FP&A
examples are scarce in the literature, analogous applications exist in fraud detection: a Fortune 200 firm
reported catching $14.7M in fraud using AI, slashing false positives (www.allerin.com). In treasury, an AI “FX
anomaly detection” pilot achieved 90% precision in flagging currency trade risks (www.zensar.com). While
these are outside pure FP&A, they illustrate the power of AI to manage financial risk. For a mid-market CFO,
implementing AI-based controls (or at least anomaly alerts) can be a force-multiplier for a small audit team.

AI Techniques: Unsupervised learning (e.g. autoencoders for anomaly detection), supervision of
transaction classification, and natural language analysis of policy documents against ledger entries.

Conversational Analytics and Decision Support
Description: Recent advances in large language models (LLMs) and AI agents have given rise to “CFO
copilots” – conversational tools that allow finance staff to query financial data in natural language. Instead of
writing complex formulas, an analyst might ask an AI assistant “What were our top three expense variances in
Q4 2025?” and receive an immediate answer with charts and commentary.

Benefits: This drastically improves accessibility. Non-technical users (even some executives) can get timely
answers from data without waiting for a report. In fast-moving situations, having an AI-powered “analyst on
demand” can speed decisions (e.g. determining headcount impact of a sudden order cancellation). It also
standardizes knowledge: every user taps into the same AI model, reducing siloed spreadsheets.

Example: While mid-market-specific case studies are emerging, large companies are already deploying such
tools. Bosch, for example, built a generative AI “Financial Analysis Copilot” to support managers with scenario-
based analysis (www.goml.io). Microsoft has integrated Copilot features into Excel and Teams, including a
“Copilot for Finance” that can generate financial slides and answer queries (announced in 2024 and rolling out
through 2026 (www.itmedia.co.jp)). CFO Dive reports that Microsoft’s finance team uses custom AI agents;
one sourcing assistant alone saved $10M per year and 15,000 work-hours (www.cfodive.com). While a mid-
market firm may not develop its own copilot, many finance SaaS vendors now offer built-in conversational
dashboards (e.g. ask-BI features, AI chat in reporting tools).

AI Techniques: LLM-based question-answering on proprietary data, RAG (Retrieval-Augmented
Generation) combining databases and text, and robotic process automation (RPA) with AI “smarts”.

Automation and Process Efficiency (RPA + AI)
Description: Before advanced AI can analyze, the data pipeline itself can be automated. RPA bots in finance
have long handled tasks like data entry, payment runs, and data consolidation. Intelligent automation
(AI+RPA) extends this: for instance, an AI might classify invoices or read scanned documents, then an RPA
workflow posts them to the ERP. In FP&A, this means far less time gathering data for reports or forecasts.

Benefits: Reduces errors and frees analyst time. New reports say that traditional finance processes like order-
to-cash and record-to-report have seen special focus: nearly all firms surveyed are now “at least exploring or
piloting AI” in these core areas (cfoleadership.com). While not strictly FP&A, such gains directly aid planning
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(cleaner data, faster closes).

Example: Sandoz (a mid-sized pharma division) described its journey: after deploying RPA to eliminate
repetitive tasks, the “next step…is to develop advanced analytics” for actionable insights (fpa-trends.com).
In other words, automation created the headroom to invest in AI. Many mid-market FP&A teams are in this
phase, hiring RPA vendors to link systems or using APIs, then layering ML models on top of the cleansed data.
Even simple bots – e.g. one that extracts budget from PDF documents into a planning tool – can cut days of
manual work, enabling faster analysis cycles.

AI Techniques: Document OCR/NER for financial forms, AI-driven bots (hyperautomation platforms)
that blend RPA with ML inference, and self-service analytics portals.

Implementation Considerations for Mid-
Market CFOs
While the use cases above highlight the potential, real-world adoption requires care. Mid-market CFOs should
consider the following:

Data Readiness: AI models demand clean, integrated data. CFOs must ensure their ERP, CRM, and
other systems are connected. Data warehouses or lakes often need development. The Deloitte CFO
survey notes 54% of CFOs worry about system integration as a barrier (www.deloitte.com). Practical
steps include establishing a single source of truth, standardizing data definitions, and implementing
basic BI dashboards before targeting AI.
Technology & Tools: Many AI solutions now come as cloud services, minimizing upfront cost. Mid-
market firms can leverage platforms (e.g. cloud-based planning tools with AI modules, AI-enabled
CRMs). CFOs should evaluate vendors carefully: look for finance-specific AI offerings (see Table 3,
below). Pilot projects are recommended (e.g. “proof-of-value” projects lasting a few months).
Talent and Skills: Fortunately, the trend is that AI does not eliminate CFO jobs, but transforms them. A
TechRadar report emphasizes building AI-ready teams: two-thirds of AI-related jobs require new skills,
and those skills command premiums (www.techradar.com). Finance staff should receive training in data
literacy and AI tools. Successful organizations combine tech skills with finance judgment. CFOs might
partner with consultants or hire data analysts, but should also champion in-house upskilling.
Governance & Control: As finance deals with regulatory and fiduciary responsibilities, robust AI
governance is essential. Audit trails, explainability, and security must be in place. The Deloitte survey
shows CFOs are keenly aware of these risks; 78% flagged AI risk as a concern (www.techradar.com).
CFOs should start with “low-risk” data uses (e.g. anonymized business data) and involve internal audit
early in AI projects.
Change Management: Cultural resistance is real. Many finance professionals are trained on accuracy
and control. TechRadar finds 80% of teams still on outdated tools (www.techradar.com), partly due to
discomfort with new methods. CFOs should communicate clearly that AI is an aid, not a replacement.
Early successes (e.g. freeing an analyst from a 3-day reporting task) can build momentum. Involvement
of end-users in solution design also raises adoption and trust.
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<p align="center">
<a name="table3"></a>
Table 3. Representative AI/Technology Tools for FP&A (mid-market focus). CFP = Cloud Financial Planning.
(For illustration only; not exhaustive.)
</p>

Category Example Tools / Vendors Notes (Mid-Market Suitability)

Forecasting/Plan
ning AI

Vendors: Anaplan Connected Planning (with
predictive AI) (multishoring.com), Adaptive Insights,
Prophix AI modules, IBM Planning Analytics w/AI

Scales with revenue size; often SaaS pricing. Useful if
transitioning from Excel.

Reporting/Analyti
cs via AI

Vendors: Tableau CRM (Einstein Analytics),
Microsoft Power BI with Copilot, Sisense with AI,
ThoughtSpot (AI search)

Many BI tools have built-in AI features or natural-
language query (e.g. Power BI Copilot announced
2024).

NLP/NLG
Commentary

Vendors: Narrative Science, DataRails, Yseop,
MindBridge (for R2R)

Speaks financial language. Generates textual stories for
variances and performance.

Cash/Working
Capital AI

Vendors: CashAnalytics, Kyriba (AI cash
forecasting modules), Tesorio

Integrates AR/AP data to forecast liquidity. Good for
multi-currency or complex payables.

Robotic Process
Automation

Vendors: UiPath, Automation Anywhere, Blue Prism
(with ML modules)

Mature RPA platforms for data migration, closing tasks.
Many have connectors to ERPs.

AI
Copilots/Chatbot
s

Vendors: Microsoft Copilot for Finance, Aiera
(financial insights), Qlik Insight Bot

Emerging category; Microsoft Copilot (in Office 365 and
Teams) is highly relevant for mid-market, often included
in business subscriptions (www.itmedia.co.jp).

Case Studies and Real-World Examples
While large enterprises often lead with AI, analogous strategies can guide mid-market CFOs. A few illustrative
examples:

Microsoft (Global Tech) – The company’s finance leadership describes AI as “driving so much
change…saving us thousands upon thousands of hours” (www.cfodive.com). Microsoft’s finance team
built custom AI agents (e.g. an analyst bot and a supplier data bot) using both vendor tools and in-house
development (www.cfodive.com). One sourcing assistant alone delivered an estimated $10 million in
annual cost savings and 15,000 work hours saved per year (www.cfodive.com). More broadly,
Microsoft has been able to “bend the headcount curve” – growing finance outputs without proportional
staff increases (www.cfodive.com). While mid-market firms lack Microsoft’s scale, the principle holds:
targeted AI automations (even one “agent” for a common task) can yield multi-million-dollar benefits.

Bosch (Industrial Manufacturing) – Bosch implemented an AI “Financial Analysis Copilot” (a
conversational agent) to give executives strategic, scenario-based insights in real time (www.goml.io).
The copilot integrates vast data sources and contextual knowledge so that leaders can ask complex
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questions on the fly. As a result, decision-makers avoid waiting weeks for analysis. Bosch reports that
the AI support “enabled strategic, real-time financial decision-making” and aims to transform how its
leadership accesses insights (www.goml.io).

PwC CFO Advisor (Professional Services) – PwC’s tool, designed with generative AI and ML, has
been applied in client finance departments. In one case study (global TMT client), AI-automation of data
preparation and variance reporting shrank the close process from multiple days to a few hours
(cee.pwc.com). Notably, automating around 20 analysis tasks freed the equivalent of ten finance
analysts (full-time) per year (cee.pwc.com). This partnership illustrates how finance advisory can be
drastically accelerated with AI: the finance team got “faster access to consistent narratives”,
improving decision quality (cee.pwc.com).

Gruve AI (Mid-Market Example) – Gruve (a planning software vendor) reports a success story of a
mid-market client moving from spreadsheets to AI. By deploying Gruve’s agentic AI, the client shortened
its budgeting cycle by ~30% and reduced forecast bias by ~25% (gruve.ai). Perhaps most telling, the
number of forecast scenarios doubled once AI made modeling easier (gruve.ai). This case underscores
that even smaller companies can adopt packaged AI solutions and see near-term ROI.

Roche and Sandoz (Pharma Finance) – Although not strictly mid-market (global pharma units), these
cases show FP&A transformation in action. At Roche (2021), traditional FP&A devoted only 26% of time
to insights; the company’s digital FP&A focus was to invert that ratio (fpa-trends.com). Sandoz’s finance
leaders noted that after automating routine tasks via RPA, “the next step for FP&A is to develop
advanced analytics” to drive recommendations (fpa-trends.com). These narratives mirror mid-market
CFO goals: use basic automation to unlock capacity, then layer AI for strategic impact.

These examples, while varied in scale, share common themes: AI deployed in a focused manner yields
outsized gains in speed and insight. They also highlight the interplay between human and artificial
intelligence. In each case, finance leaders remained actively involved – vetting AI outputs, fine-tuning models,
and using them to empower a leaner team. As the head of finance at one Fortune 500 remarked, it’s not about
humans vs machines but “combining human and artificial intelligence” to enhance FP&A . Mid-market CFOs
should adopt the same mindset: view AI as a force multiplier for their analysts.

Implications and Future Directions
AI in FP&A is not merely a technology refresh; it reshapes the finance function and strategic decision-making.
The implications for mid-market CFOs include:

Enhanced Decision Quality and Agility: With AI, finance can become truly forward-looking, enabling
faster pivots in strategy amid economic volatility. As one tech analyst notes, achieving “right, not
perfect” plans – focusing on speed and insight over exhaustive manual precision – requires exactly the
AI capabilities now emerging (www.techradar.com). Companies that do this well will have a structural
advantage: CFOs can guide the business on a tighter feedback loop.
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Evolving Roles and Skills: Routine data tasks will shrink, and finance roles will shift toward interpreting
AI-driven insights, scenario strategizing, and governance. Staff need new capabilities (data science
literacy, AI tool fluency) alongside strong financial domain knowledge. The “AI Jobs Barometer” warns
that 66% of AI-exposed roles are rapidly evolving (www.techradar.com). CFOs must plan for reskilling,
and to some extent hire different profiles (analytics translators, ML-savvy controllers).

Technology Innovation Leapfrogging: Mid-market firms can potentially leapfrog older incumbents by
adopting modern cloud-AI stacks. Many vendors now offer AI-embedded planning suites (see Table 3).
CFOs should watch emerging tech like Finance Co-Pilots and AI-driven “digital twins” of the business.
We anticipate that by 2028, baseline FP&A capabilities (forecasting, reporting) in the mid-market will
largely be AI-augmented, making today’s Excel-based processes obsolete.

Strategic Planning and Risk Management: AI enables more robust multi-scenario planning and risk
simulations, which means mid-market companies can manage uncertainty like large firms. For example,
integrated models might link demand forecasting with supply chain AI or ESG data, giving CFOs a
comprehensive view of vulnerabilities. On the flip side, CFOs will increasingly need to oversee model
risk – ensuring AI-driven plans align with business ethics and regulations.

Data Governance and Trust: CFOs will lead in establishing AI governance frameworks in finance. This
includes audit trails for AI predictions (to satisfy auditors/regulators), ethical use of AI (e.g. bias in
financial decision-making), and security controls. Finance’s cautious approach on AI spending in 2024
(www.cfodive.com) reflects this responsibility. Going forward, a standard for Finance AI Trust may
emerge (analogous to “cyber security standards”) that CFOs should adopt.

Collaboration with Other Functions: AI in FP&A will drive greater cross-functional collaboration. For
instance, marketing spend can be automatically linked to revenue forecasts, or HR-projected workforce
costs feed into models. Some AI tools already blur lines: e.g. a planning platform might incorporate
revenue, marketing, and HR data in one model. CFOs should take a leadership role in promoting
integrated planning (often called xP&A), leveraging AI to synthesize data across the enterprise.

Performance Metrics and ROI: To justify AI investments, CFOs will need new metrics (AI-readiness
scorecards, model performance measures). Surveys show CFOs want proof of ROI before doubling
down (www.itpro.com) (www.cfodive.com). Therefore, part of the playbook is to define clear KPIs for
each AI project (e.g. reduced forecast error, days shaved off close, FTE-hours freed) and track them
rigorously.

Future of Work: While automation raises concerns about job displacement, experts emphasize
augmentation. TechRadar argues AI will “support and amplify” finance roles (www.techradar.com).
History suggests finance headcounts will stabilize or grow modestly, but with different skills. Mid-market
firms should proactively manage this change to retain top talent and maintain morale.

Finally, the strategic imperative is clear: AI in FP&A is no longer optional window-dressing. As Deloitte noted,
CFOs see AI as key to improving performance (www.itpro.com), and those who delay risk falling behind
competitors that leverage these capabilities to operate faster, leaner, and with better insight. The next few
years will likely bring widespread adoption of GenAI chatbots and agents in finance, meaning the companies
that already invest in data quality and team readiness will capture the disproportionate gains.

Houseblend

NetSuite consulting · ERP integration · Finance & operations Page 15 of 19

https://www.techradar.com/pro/building-ai-ready-finance-teams-not-just-ai-tools#:~:text=AI%20is%20reshaping%20how%20finance,in%20across%20all%20levels
https://www.cfodive.com/news/cfos-plan-cautious-ai-budgets-amid-risks-uncertainties/710647/#:~:text=CFOs%20play%20it%20safe%20on,AI%20spending
https://www.itpro.com/business/business-strategy/cfos-were-skeptical-about-ai-investment-but-theyve-changed-their-tune-since-the-arrival-of-agents#:~:text=across%20an%20array%20of%20business,the%20arrival%20of%20AI%20agents
https://www.cfodive.com/news/cfos-plan-cautious-ai-budgets-amid-risks-uncertainties/710647/#:~:text=CFOs%20play%20it%20safe%20on,AI%20spending
https://www.techradar.com/pro/building-ai-ready-finance-teams-not-just-ai-tools#:~:text=AI%20is%20reshaping%20how%20finance,in%20across%20all%20levels
https://www.itpro.com/business/business-strategy/productivity-gains-on-the-menu-as-cfos-target-bullish-tech-spending-in-2026#:~:text=Findings%20from%20Deloitte%27s%20Q4%20CFO,role%20in%20fueling%20this%20growth


Conclusion
Advanced AI is transforming FP&A by automating mundane tasks, enhancing predictive accuracy, and
enabling real-time strategic insights. For mid-market CFOs, this technology heralds both opportunity and
challenge. The evidence is now overwhelming that AI can dramatically improve financial forecasting, budgeting
cycles, variance analysis, and decision support (robocfo.ai) (gruve.ai) (cee.pwc.com). As surveys report
increasing CFO optimism and planned investment in finance AI (www.itpro.com) (www.itpro.com), CFOs must
act as leaders in this transition.

This playbook has outlined the key AI use cases in FP&A for 2026 and beyond. By implementing these
solutions – while paying careful attention to data, people, and governance – mid-market finance teams can
realize significant efficiency and insight gains. The journey begins with small pilots (e.g. AI-driven forecast or
variance analysis), measurement of outcomes, and scaling up. Leadership alignment is crucial: CFOs should
communicate the vision, set clear ROI metrics, and cultivate talent.

In summary, AI in FP&A is not a futuristic concept but a present reality. The mid-market CFO who
embraces this wave can free up the finance team to focus on strategy, become a more valued business
partner, and position the company for resilient growth. Conversely, ignoring the AI trend risks falling behind, as
competitors optimize costs and agility through smarter planning. Armed with the insights and evidence in this
report, finance leaders can chart a pragmatic roadmap to tomorrow’s intelligent FP&A.
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